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[bookmark: _Toc59197788]Executive Summary
With the progress of science and technology, the high-tech industry has a decisive influence on the development of the whole national economic system and society. As a result of high-tech integration and transformation, medical device industry is playing an increasingly important role. In the context of global population aging, and actively promoting the development of the medical device industry is of great significance for achieving economic prosperity and social stability. However, as one of the global medical equipment giants, Canon Medical has to face up to global competitors in this industry. In such a competitive environment, Canon Medical needs to integrate its resources and strive to expand the overseas medical device market. In order to achieve long-term competitiveness and development, Canon Medical must give full play to its own advantages, study the conditions and particularity of overseas markets in depth, and formulate reasonable development strategies to win in the competition.
This paper uses PEST model to analyze the external macro environment of Canon Medical, and then uses Porter's Five Forces model to analyze the industrial competitive environment of Canon Medical. On this basis, this paper uses SWOT analysis method to make a comprehensive review of the strengths and weaknesses of Canon Medical as well as the opportunities and threats it faces. Finally, after analyzing the needs of the enterprise and the relevant characteristics of competitors, this paper formulated the SO strategy of Canon Medical, so as to provide support for the long-term development of the enterprise.

[bookmark: _Toc59197789]1 Company profile
Canon group is a global leader in the production of video and information products. Canon's products mainly include office products, imaging system products, medical system products and industrial equipment. In December 2016, Canon acquired Toshiba Medical Systems under The Toshiba Group, making it a medical systems company under the Canon Group. On January 4, 2018, The Toshiba Healthcare System Corporation, a subsidiary of Canon Group, officially changed its name to Canon Medical. Canon Medical specializes in the development and production of computed tomography (CT) systems, magnetic resonance imaging (MRI) systems, conventional digital X-ray equipment, ultrasound diagnostic equipment US, ophthalmic equipment, in vitro diagnostic services, and other imaging diagnostic systems. Canon Medical is one of the world's leading suppliers of medical imaging products, with products in 135 countries and regions including Japan, China, the United States and Europe.
Canon medical products cover CT, X-ray machine, MAGNETIC resonance, ultrasonic and biochemical analysis and other major fields. At the same time, in recent years, Canon Medical Began to layout Internet medical, medical AI and other fields. CT product series of Canon Medical Has made good progress, some of which were rated as the best CT products in the past 6 years, and some of which were also rated as BESTKLAS(Best CT Equipment Award) by KLAS. Canon medical's X-ray machine product line is also very developed. At present, Canon Medical main X-ray models include Alphenix, INFX-9000V SP, INFX-9000V BP, INFX-9000V, INFX-9000C and INFX-9000F. Among them, Alphenix is a newly released model with numerous characteristic technologies. Canon Medical also has a long history of research in magnetic resonance products. Currently, it has three products, Vantage Titan3T Nuclear Magnetic and Vantag Titan1.5t, Vantag Elan1.5T.Canon Medical's NUCLEAR magnetic technology has the industry's leading MR hardware technology. The ultrasonic product line has also been the focus of Canon Medical. The characteristic technology of Canon ultrasonic products has been recognized by the majority of users and has satisfied the vast market demand. Canon Has also launched a series of easy-to-use products with high market recognition. Canon's ultrasound products have the world's only top-notch scanning depth of 50cm.
Canon has a strong emphasis on technology first. The company's business vision once said that "the development of enterprises should not rely too much on the growth of the market, but rely on creativity to promote", which is also the idea that most Japanese enterprises often advocate. At the same time, Canon Medical occupies a large market share in the global market.
Market Share in 2019
	Vendor
	CT
	MR
	CV
	X-Ray
	US

	GE
	32.6%
	29.9%
	28.9%
	9.2%
	29.8%

	Philips
	14.2%
	14.3%
	33.6%
	3.9%
	21.5%

	Siemens
	23.9%
	28.2%
	30.6^
	7.0%
	6.5%

	Canon
	6.4%
	1.9%
	2.5%
	0.5%
	3.6%

	Others
	23.0%
	25.7%
	4.4%
	79.4%
	38.7%

	Total
	100.0%
	100.0%
	100.0%
	100.0%
	100.0%


[bookmark: _Toc59197790]2 Macro-environment Analysis
[bookmark: _Toc59197791]2.1 Political Environment Analysis
In many countries around the world, the supervision of the medical device industry is becoming more and more strict. More and more laws and regulations have been introduced successively, which continuously deepens the supervision. The medical device industry is very important to the national economy and people's livelihood.  Laws and regulations can regulate and supervise the development of the medical device industry. Take China as an example. China's national regulations on safety management clearly require relevant hospitals to implement safety management practically, and conduct inspection and supervision in the aspects of device safety system, procurement, evaluation and so on. This requires medical device enterprises to research and develop products according to market demand, implement risk management system, and win market recognition with high standards and high quality. With the strict management of medical equipment and product use, the medical device market is becoming more and more standardized and orderly.
[bookmark: _Toc59197792]2.2 Economic Environment Analysis
The national economic level has always had a significant impact on the development of the medical device industry. From the horizontal comparison of many factors, GDP index and disposable income index of rural and urban residents have the most critical impact on the medical device industry.
First of all, from the perspective of GDP index, according to the relevant data of the World Bank, global GDP has maintained a sustained growth from 2013 to 2019, basically maintaining a growth rate of more than 3%. This has provided a solid economic foundation for the national economy and people's livelihood of all countries. Due to the impact of COVID-19, global GDP is expected to show negative growth in 2020. However, with the successful development of a vaccine, if the epidemic ends in 2021, global GDP growth is expected to resume and maintain a steady rate of growth in 2021. This will provide a stable economic environment and material basis for the development of the medical industry.
In addition, global per capita GDP has been above US $10,000 for many consecutive years since 2010, and reached US $11,600 in 2019. At the same time, global per capita GDP has basically maintained positive growth and is expected to exceed 12,000 US dollars in the future, providing relatively stable material conditions for people to consume medical products and services. From the perspective of the disposable income of rural and urban residents, relevant data from the World Bank show that the per capita disposable income of urban residents has maintained a steady growth since 2008.
Real Growth Rate of Global GDP
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In addition, it can be seen from the study on the contribution rate of the three industries to GDP that in developed countries, the contribution rate of the tertiary industry is far higher than that of the primary and secondary industries. The tertiary industry in many developed countries, such as the United States and the United Kingdom, accounts for over 70%. Since 2015, China, as an emerging market, has maintained the proportion of above 50%, showing a steady growth trend year by year, and is expected to break through 60% in the next few years. This fully demonstrates that the medical device industry in the third industry, as an important part of people's livelihood, has played a powerful role in boosting economic development.
It can be seen that with the improvement of economic level and the increase of people's income, the quality of life will continue to improve. In terms of medical treatment, people's awareness changed from treatment to preventive examination and began to invest in their own health, thus promoting the establishment of a large number of large physical examination institutions and non-public imaging centers. From the economic point of view, the current overall economic situation is very conducive to the development of the medical device industry. The medical device industry will have a better development prospect in the future.
[bookmark: _Toc59197793]2.3 Social Environment Analysis
Population has a profound impact on all aspects of society and the medical device industry is no exception. The composition and size of the social population will have a significant impact on the medical services sector. In 2019, the global population will be close to 7.6 billion. China is the most populous, with a population of nearly 1.4 billion, an increase of nearly 70 million since its last domestic survey. At the same time, the global urban population continues to grow at a high speed, which indicates that contemporary people have higher expectations for living conditions and so on.
According to statistics, the global population is getting older and older. The birth rate has declined since 2016, while the death rate has basically remained stable. The proportion of the global population aged 65 and over is expected to rise from 10 per cent to 20 per cent by 2050. As millennials enter their peak income years, the world's elderly population will exceed 1.6 billion. Japan has the oldest population in the world, with 27 percent of its population aged 65 and over, ranking first in the world, while Italy ranks second and third with 23 percent and Germany second and third with 21 percent. The large population base and aging population will be an important factor to promote the rapid development of the medical service industry, which will bring great space for the medical device industry and the quality requirements of medical devices and equipment, and put forward higher requirements to meet the diversified demands of the customer group.
The change of social situation leads people to pay more attention to health management and the current income level can provide people with a certain degree of protection in life. The emergence and strengthening of people's health awareness is a positive signal for the development of the medical device industry, which means that there are more development opportunities to be explored. The poor economic development model has caused a certain degree of damage to the ecological environment, which has caused people's health problems and even more and more complex major diseases. So far, there is no advanced medical diagnostic equipment to diagnose the disease and no clear diagnosis and treatment plan. In recent years, many more people have suffered from chronic diseases. The disease is asymptomatic in its early stages. Only through advanced medical equipment can latent diseases be detected. Thus, people's pursuit of advanced medical equipment is generated and people's demand promotes the growth of sales of advanced medical equipment.
[bookmark: _Toc59197794]2.4 Technical Environment Analysis
The medical device industry is characterized by high scientific and technological content and knowledge involving multiple disciplines. At the same time, the medical device industry is obviously affected by technological progress. Many countries support technological innovation in the medical device industry and require enterprises to make breakthroughs in technology. At present, the products of medical device companies show the following different technical characteristics.
First, the degree of product informatization and digitization is deepening continuously. Due to the development of information technology, consumers have a higher demand for the medical device industry. At the same time, with the continuous improvement of the information system of most medical institutions, higher requirements are put forward for the networking, archiving, diagnosis, transmission and imaging of medical devices. Medical devices will need to be more digitized and informationized in the future, which makes medical device companies welcome great opportunities. However, companies also need to constantly improve their research and development to deal with the risks posed by information, digital and network security.
Second, with the continuous technological innovation of the medical device industry, new patented technologies are emerging one after another. Many high-end products have been introduced into clinical practice, such as ultra-high Field magnetic resonance (7TMR), PETMR, and Angio operating room. Therefore, medical device companies should increase research and development investment, constantly develop new products and research new technologies, so as to gain advantages in the market competition.
Third, the requirements of technology and quality of products are constantly improved. Medical device products are high-tech, highly interdisciplinary products, involving many cutting-edge science and technology. Due to its special use and precision requirements of the equipment, the technical requirements of medical equipment products are also very demanding. With the improvement of the information level of the medical device industry, the increasing demands of patients and users, as well as the high incidence of major diseases and complex diseases, the accuracy, convenience, operability and other requirements of medical devices are increasingly high.

[bookmark: _Toc59197795]3 Competition Environment Analysis
[bookmark: _Toc59197796]3.1 The Threat of Potential Competitors
After years of development, the medical device industry has made a breakthrough. Many products have a higher technical content to meet the needs of more customers. Therefore, if potential competitors want to enter the medical device industry, they need to face and overcome the following obstacles:
First, Capital barriers. If companies in the medical device industry want to achieve good development, they need a large amount of capital investment in the early stage and accept a long capital recovery cycle in the later stage. At the same time, these enterprises need to continuously increase R&D investment to gain competitiveness, which requires strong capital support and strong financing capacity. 
Second, research and development capability of product technology. The effectiveness and safety of medical device products is a basic standard to meet the market demand. The market has certain expectations for the reliability of the products in long-term use. Product analysis of various parameters should always be accurate and effective. These products are required to be able to withstand extensive clinical trials and statistical analyses. Buyers are increasingly demanding advanced, convenient and accurate products. At the same time, different related industries demand more personalized and diversified products, which requires continuous research and development of enterprises. As is known to all, the research and development of medical device products still needs a large amount of research and development investment. The company needs the strong capital support ability and the technical development level to be able to meet the extensive market demand. This is a high threshold for potential entrants, which means that these companies need to have sufficient capital and technical support and access to sufficient data for analysis. However, this is a difficult goal to achieve in a short time. 
Third, marketing channels. This is vital for every industry and every business. It is very difficult for potential market entrants to have a reasonable market and sales channels. Meanwhile, since relevant channels have the principle of first comers first, enterprises entering the first place will soon occupy a large number of channel resources after expanding sales channels, making it difficult for latecomers to develop sales channels. At the same time, it is difficult for new entrants to establish a sound, stable and scientific sales channel network.
Fourth, industry market access requirements. As the medical device industry is a profitable industry, many enterprises want to participate in it. However, the medical device industry is also closely related to people's health and safety. Therefore, many countries have established strict examination standards, with clear provisions on relevant production licenses and sales licenses for the medical device industry. In order to standardize the development of the industry and realize the standardized management, the state sets up high industry barriers for newly entered medical devices.
Fifth, the products with certain popularity have relatively good product quality. At the same time, as these products are equipped with high-level technology and more abundant product functions, consumers are more likely to choose such products and form product dependence. Only by investing a lot of money and technology can a new brand be recognized by people. As a result, it is generally difficult for new entrants to gain recognition in a relatively short period of time. In the early stage of brand formation, the company's income was almost negative, which also brought more pressure to the company.
[bookmark: _Toc59197797]3.2 Competition between Existing Medical Device Companies
With the development of the medical device industry, consumers increasingly rely on products with high brand awareness, which makes the less well-known companies relatively weak in competitiveness. At the same time, companies with higher name recognition are more likely to have a large share of the market.
The market can be divided into middle and low end market and high end market. The demand of the middle and low-end market is increasing, and the high-end market basically no longer has a lot of space for mining. Although the profit of low-end equipment is lower than that of high-end equipment, there are a large number of participants in the middle and low-end market due to the relatively low input resources of low-end and mid-end products. At the same time, due to the small differences between products and low innovation, the middle and low-end market competition is fierce.
 Canon is focused on the lower end of the market, but it continues to improve its research and development capabilities at the higher end. At the lower end of the market, Canon will be more competitive than GE. Although GE's low-end products have the advantages of high technology content, stable performance and high quality, the high price of GE's products has affected its sales volume. Canon also competes with GE at the high end of the market. Due to the higher cost performance of Canon medical products and the more complete and flexible after-sales service, some Canon Medical products have a higher market share than GE in the high-end market.
[bookmark: _Toc59197798]3.3 Suppliers' Bargaining Power
Suppliers are at the top of the whole industrial chain of the medical device industry, while manufacturers are at the bottom due to the limitations of suppliers and customers. Suppliers play a vital role in the scientific and technological content, quality level and cost level of raw materials obtained by enterprises, thus affecting the product level and benefit level of enterprises. Since many core raw materials are in the hands of suppliers and the cost of these core components accounts for about 60% of the total product cost, the bargaining power of the suppliers of core components is very high. That would pose a big threat to medical-device companies. One of the main reasons why the bargaining power of some regional manufacturers is weak is that the research and development capacity of medical device component manufacturers in this market is weak. Local parts suppliers are not able to produce the core high technology content of key materials. As a result, enterprises have limited market options and insufficient market discourse power.
[bookmark: _Toc59197799]3.4 Bargaining Power of Customers
At present, due to high accuracy and efficiency, medical device products are more and more recognized by the market. High-tech medical devices have also been widely welcomed. There are different enterprises in the medical device market of high, middle and low-end products. For companies in the high-end product market, such as GE, Shimazu, Siemens and Philips, they have high brand awareness and strong capability in product technology research and development. Customers can get alternative, lower-tech products from these companies. As a result, these companies have a relatively strong competitive advantage in the industry. At the lower end of the market, however, things are different. Product quality, effect, service will become the important factors that affect the market competitiveness. At the same time, some small and medium-sized companies can replicate related technologies and products with a small amount of investment. Therefore, for the middle and low-end product market with relatively low entry threshold, customers can get more options in the middle and low-end market and have a stronger relative discourse power.
[bookmark: _Toc59197800]3.5 The Threat of Substitutes
Companies need to keep an ongoing focus on other products, especially in the medical device industry. Companies should promote technological innovation by focusing on the emergence and development of alternative products. Nowadays, medical institutions are making more and more progress in medical imaging technology, and the categories of products are becoming more and more refined. For example, X-ray diagnosis products from the 1970s to the 1990s were possessed by primary medical institutions due to their incomparable advantages of simple and easy operation and high cost performance. With the development of science and technology, many advanced imaging diagnostic devices have been invented, such as CT and MRI, each with many advantages. However, X-ray products are still widely used in many scenarios due to their low environmental and technical requirements. Therefore, X-ray products will not be replaced for a long time in the future. However, X-ray products are also evolving and becoming more diverse, digital and networked.
For example, the advent of CR in the mid-1990s revolutionized radiology by moving it from analog to digital. However, with the development of science and technology, the emergence of DR has realized the transformation from digital to full digital. The normal X-ray machines and CR were gradually replaced. In recent years, with the rapid development of CT iterative algorithm, the dose required by CT lung examination is almost the same as that of DR, while the diagnostic value of image quality is higher than that of DR.As a result, there is a growing demand for low-dose lung CT screening for patients with less and less radiation damage. The next product to be replaced is likely to be DR for chest radiography. Another example is the development of ultrasound equipment from the original black and white ultrasound to color ultrasound. With the development of technology, black and white super was completely replaced by color super. Later, the original two-dimensional has developed to three-dimensional, four - dimensional, five - dimensional color doppler ultrasound.
Although there are a great variety of new products, cost-effective products have incomparable advantages no matter in which market. With the continuous emergence of alternative technologies, technological upgrading and transformation are getting faster and faster. Medical device companies such as Canon Medical are also facing greater challenges.


[bookmark: _Toc59197801]4 SWOT Analysis of Canon Medical
[bookmark: _Toc59197802]4.1 Strength Analysis
First, Canon Medical has a strong brand penetration rate, and Canon enjoys a high reputation in the world.
Second, As a Japanese high-tech enterprise, Canon Medical has abundant  technical resources and strong product research and development capability. This also leads to weaker bargaining power of its suppliers.
Third, Canon medical has a perfect after-sales service system and outstanding customer service ability.
[bookmark: _Toc59197803]4.2 Weakness Analysis
First, As a multinational company, Canon Medical has fewer production bases and many products need to be manufactured and exported from Japan. This leads to higher circulation costs.
Second, Canon's high-end market investment is not high enough and its market share of high-end products is low.
Third, the sales capacity of Canon Medical Care needs to be improved. At present, the order rate of Canon Medical is lower than that of its competitors.
[bookmark: _Toc59197804]4.3 Opportunity Analysis
First, global per capita GDP has been growing for years. This will bring more customer demand and potential customers.
Second, many countries have increased their support for health care year by year and introduced many policies. These policies have led to more opportunities and possibilities for cooperation in medical services. For example, the state strongly supports the establishment of imaging centers and medical examination centers. National development plans like this can escort the development of the medical industry.
Third, a higher aging population has more demand for health care. As a result of the epidemic this year, people have also become more aware of the importance of health. All these factors can provide resources and platforms for the further development of the medical device industry.
Fourth, more and more group companies are entering the healthcare industry. These companies will invest in the construction of more large international hospitals and medical examination centers. This will further increase the demand for medical devices.
[bookmark: _Toc59197805]4.4 Threat Analysis
First, the low-end products in the medical device industry are relatively homogeneous at present. In order to gain more market share, companies have to hold down prices and squeeze profit margins.
Second, local governments in some countries have introduced policies to support local brands. This reduces Canon's competitive advantage in entering these markets.
Third, the competition in the middle and low-end product market is becoming increasingly fierce. This has led to increased bargaining power for customers.
Fourth, the industry management standards are becoming increasingly strict, which puts forward higher requirements for the products of medical device enterprises.
SWOT Matrix
	Strength
Outstanding brand promotion ability
Abundant resources such as research and development capacity
Relatively perfect service system
	Weakness
Fewer production bases lead to higher circulation costs
Low input and market share of high-end products
Sales capacity to be improved and low purchase rate
Low marketing cost

	Opportunity
The support and policy of national health care can promote more medical service opportunities and cooperation possibili-
ties.
The aging trend has a higher requirement for the medical industry.
More large enterprises have been involved in the investment in the field of medical devices.
The outbreak has increased awareness of the importance of health.
	Threat
The homogeneity of products reduces the profit space of enterprises and improves the bargaining power of customers.
The local government has introduced policies to support local brands.
Competition in the middle and lower end of the market is increasingly fierce.
Industry management standards are increasingly strict.





[bookmark: _Toc59197806]5 Strategy Analysis
[bookmark: _Toc59197807]5.1 SO Growth Strategy
First, Canon Medical should seize the opportunity of market development and make full use of its own advantageous products to build its brand image. At the same time, Canon Medical needs to improve the quality of products with high market demand. By strengthening internal supervision, Canon Medical can improve product quality and gain higher brand awareness.
Second, Canon Medical can cooperate with global research centers to obtain more later research support. At the same time, Canon Medical Needs to increase the development and investment of middle and low-end products and develop more kinds of new products to meet the changing needs of the market.
[bookmark: _Toc59197808]5.2 WT Defensive Strategy
First, in the early stage of new products entering the market, Canon Medical should avoid price wars with other products in the same industry. Canon Medical needs to make more efforts in the professional guidance and recommendation of products, so that customers can fully understand the products.
Second, Canon Medical should continue to increase investment in research and development, so as to improve the technological content of its products.
Third, Canon Medical needs to timely adjust its product development tasks according to the market demand and develop more middle and low-end products to meet the market demand.
[bookmark: _Toc59197809]5.3 ST Diversification strategy
First, Canon Medical should further strengthen production management and reduce costs. Canon Medical needs to pay close attention to the development trend of the medical industry and cooperate with companies in the industry to produce major accessories by taking advantage of its technological advantages.
Second, Canon medical should strengthen the construction of after-sales service and publicity, so as to improve the brand image.
Third, Canon Medical Should make full use of its advantages in developing high-end products and increase its efforts in developing low-end equipment products. Canon Medical should regularly create and launch new products with competitive advantages to meet the changing needs of the market.
[bookmark: _Toc59197810]5.4 WO Reverse strategy
First, Canon Medical should not pursue the application of high-end technology too much. Instead, Canon needs to make more mid- and low-end products that suit the market. To this end, Canon Medical can set up more production bases in the sales market to reduce production costs and meet market demand.
Second, Canon Medical should continue to invest in R&D of high-end products and strive for more high-end market share.
Third, Canon Medical needs to increase the training of marketing personnel and hire more excellent sales instructors, so as to improve the sales ability of its employees and increase the order rate.


[bookmark: _Toc59197811]5 Conclusion
With the development of economy, people's income has been increasing. At the same time, people's increasing awareness of health care has led to an increasing demand for medical devices. Therefore, the market prospect of medical devices is good. However, competition in the medical device industry is increasingly fierce. Canon Medical must choose a competitive strategy suitable for its own development and adapt to the market environment. Therefore, this paper uses a variety of competitive strategy analysis tools to comprehensively analyze Canon Medical and draws the following conclusions:Based on the previous research on Canon Healthcare, SO strategy is more suitable for Canon Medical. The specific reasons are as follows:
Canon Medical entered the medical equipment industry relying on a strong background. Therefore, With outstanding technical background and strong research and development strength, Canon Medical can achieve technological innovation and product research and development relatively quickly, so as to form products different from competitors. In addition, Canon enjoys high brand awareness, good market base and customer recognition, high product reputation and stable product performance. This makes it easier for customers to accept the company's new differentiated products and services. As a result, the company has the ability to provide customers with high-quality, personalized and convenient services that are different from those of its competitors. The specific methods for implementing the SO strategy are as follows:
First, achieve product differentiation. In the medical device industry, humanized and convenient products will be the main factor to improve the market competitiveness. Therefore, the company must develop personalized high-tech products to meet the needs of target customers. At the same time, its products should have higher competitive advantages and be different from competitors' products. For example, the newly launched AquilionPrecision greatly satisfies the users who focus on the small organs such as ear, nose and throat and the pulmonary nodules.
Second, achieve service differentiation. Customers of medical devices pay attention to after-sales service when purchasing products. The company should satisfy customers with satisfactory after-sales service, so that customers can experience the high-quality service that is different from that of other competitors. For example, after purchasing Aquilionone series of products, customers will be automatically enrolled into ONE Club to obtain scientific research support and technical expansion of existing products.
Third, Canon Medical should actively participate in public welfare activities. This helps Canon to establish a good brand and corporate image.
Fourth, control costs from the source to reduce the overall cost. Local production not only saves transportation costs, but also saves a lot of tariffs. As labor costs in China and other developing countries are lower than those in Japan, middle and low-end products can be produced in China and other developing countries. At the same time, if the volume of sales reaches a certain scale, after-sales cost will be greatly reduced.
Fifth, talent localization. Local researchers have a better understanding of what domestic users want. This helps to develop more practical and economical products. At the same time, the company needs to continuously optimize the organization to reduce operating costs, cultivate sales teams familiar with the local market in each sales region, and improve the company's effective marketing ability.
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