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Executive Summary 
The process of strategic management is an important aspect of the business since it helps companies to identify the various types of environments that they operate in. Specifically, the pharmaceutical industry is faced with immense competition in national and international market space. This report studies the strategic management approaches of Biocon India Group as a case study within the Indian and International market space. The firm is an Indian-based biopharmaceutical company that deals in the manufacture of active generic pharmaceutical products that are distributed to more than 100 countries globally. The report has made use of several strategic management tools in trying to understand the key factors that have continued to keep the firm afloat in the market. 





















1.0 Introduction 
Strategic management, as a business department, is involved with evaluation, implementation and planning process to help the business achieve its objectives. The evaluation process mainly deals with external as well as internal factor or environment while planning is concerned with coming up with models of business, competition strategies, collaborative sections and corporate direction (McGee et al.  2010). Under the implementation phase, the leadership is required to come up with appropriate structures, build efficient management culture and take charge of the strategic procedures as well as steering the firm by way of corporate governance. See (Figure 1) below
Figure 1: Modules of strategic management
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          Source: McGee et al.  (2010)
Most businesses use the planning and implementation processes during the strategic management analysis. 
According to McGee et al. (2010), the resource-based viewpoint proposes that the company’s important resources that determine its strategic competitiveness are the inimitable internal resources. When a company has unique substitutes and resources, it becomes very difficult for competitors to copy or imitate, thus creating a competitive advantage. Under the industrial organisation, which is the succeeding perspective, external environment regulates the actions that can be taken by a firm. Here, the idea is that the organisation ought to be able to recognize and work in environments that permit planned activities, thus allowing competitiveness, which may lead to high profitability (McGee et al.  2010).
A good number of businesses rely on strategic planning and management tools to expand their operations, improve productivity and enhance operational efficiency. The tools provide systematic approaches used to achieve specific strategic goals for organisations (Ward and Peppard 2016). The pharmaceutical sector, for example, uses these tools to leverage their unique resources, thus remaining relevant in the market.  The sector plays a significant role in the national and global arena as regards to healthcare economy, development and technology. The Annual preview report of 2016 reported that the global pharmaceutical market would exceed $ 1.12 trillion by 2022 within the purview of a consistent rate of growth of about 6.3%. This increased efficiency and productivity in the pharmaceutical sector is attributed to the use of appropriate technology (Mannan and Mubeen 2018). In India, for instance, the field has grown in the recent past to become one of the most efficient globally. In this regard, this report uses Biocon India Group, a pharmaceutical company in India as a case study to compile a report regarding how the company has been able to remain afloat in the market.
[bookmark: _Toc50240779]2.0 A brief background of Biocon Company

Kiran Mazumdar-Shaw established the firm in 1978 as the managing director. The organisation started as a joint business with Biocon Ireland in an effort to produce enzymes in large volumes. (Kalegaonkar et al. 2008). After her studies, the managing director had planned to venture into brewing as her father, however, after her studies, she realised that being a woman, it would be very difficult for her to venture in such business and resorted to producing enzymes for several purposes using the fermentation. From a not so well developed part of Bungalore, Kiran Mazumdar-Shaw started manufacturing papain as well as isinglass in large volumes. These enzymes used the locally available materials, which were important in the manufacture of beer and were already in existence in large volumes in India (Kalegaonkar et al. 2008). The firm was later taken over by Unilever in 1989. Under Unilever, Biocon started to manufacture enzymes to be used by Unilever in the food production business. However, in an effort to remain relevant in the market, the firm (Biocon India) bought all the shares belonging to Unilever and started its operations as an independent firm, that was privately owned.  
[bookmark: _Toc50240780]2.1 The company’s mission, vision and objectives 

According to Kalegaonkar et al. (2008), the vision of the firm is to contribute to global healthcare innovation through the development of affordable biopharmaceutical products. The mission of the firm is to use the process of research and development to create an intellectual asset. The biopharmaceutical firm intends to provide quality pharmaceutical products that meet international standards. The firm hopes to achieve this through a sharp focus in customer relationship management systems of the outstanding products (Mannan and Mubeen, 2018). Other strategies that the Indian-based firm hopes to use to achieve its strategic objectives are the use of training, monitoring and empowering its employees to enhance productivity and improve performance.
The strategic objective of the firm is to reduce the vulnerabilities to health-related complications that affect the poor and impoverished populations. The firm intends to raise public awareness about the significance of preventive health. The biopharmaceutical organization plans to enhance public health through improved sanitization, public education and advocacy for screening to prevent illnesses. Some of the significant strategic plans of the firm are to expand its social protection repertoire such as micro-insurance health financing and Arogya Raksha Yojana, that targeted the less privileged in the society. 
[bookmark: _Toc50240781]2.2 Resources and capabilities of the firm

Biocon has a huge current revenue of 22.40 billion INR and an effective human resources management team. The firm is listed in the Indian stock market and has a net income of 3.61 billion INR (Bioconfoundation.org, 2016). The company has the advantage of being the largest insulin producer in India as well as the leading firm in the production of oncology department products (Ward and Peppard, 2016). It is fully integrated and its main focus is to provide cost-effective products. The biopharmaceutical company has experienced and seasoned scientists that assist in the development of quality and affordable products. 
[bookmark: _Toc50240782]3.0 Environmental Analysis
[bookmark: _Toc50240783]3.1 The SWOT Analysis

According to Helms and Nixon (2010), Strengths, Weaknesses as well as Opportunities and Threats or SWOT analysis is an important tool of strategic management and planning in organisations. The Indian pharmaceutical market is one of the largest in the world, valued at approximately US $ 10.76 billion (Chen et al. 2016). The annual growth of the sector is developing rapidly at about 9.9%, creating a new position in the department of research and development of new pharmaceutical products. The firm has a low cost of production, thus saving resources for growth and expansion of the business. With the increase in GDP, there is an increase in the number of second class citizens with ready money at the disposal. Such members of the public are able to invest directly or indirectly in the company or at any point of the healthcare system (Pucci et al. 2017). There is a need for pharmaceutical firms to become innovative and develop quality products within the international market to meet the growing needs and demands of a more knowledgeable and enlightened consumer base. The machinery and equipment required for product development and innovation at Biocon are quite costly.
	
	Useful
	Hazardous

	Internal
	Strength
· Strong brand name
· Availability of skilled labour
· Innovations and differentiation
· Less cost of production
· Growing GDP, leading to increased second class citizen with ready money to invest
· The largest insulin-producing firm
· The largest producer of oncologic products
· Cheap labour in the Indian Market
	Weakness
· Poorly developed infrastructure
· Separate education and research departments
· Equipment and resources needed for innovations are too expensive


	External
	Opportunities
· Tax reduction measures by the Indian government
· Thriving of new business ventures within the Indian market
· Increased global demand in biopharmaceutical products
· Significant global market exposure
	Threats
· Immigration of skilled labour
· The market is highly competitive with new business entrants
· Governmental regulatory acts
· Wage inflation
· Subsidiary units are excelling instead of parent units
· The introduction of foreign groups into the market

















[bookmark: _Toc50240784]3.2 PESTLE Analysis

The success of a business organization is pegged on the external and internal micro and macro environment factors. The external and internal factors that affect the operations of an organisation must be considered when the management of the said firm is estimating the business plans (Dhliwayo, 2014). The Indian Patent Act demonstrated that technological factors should be considered when determining the strategic plans of a company. The pricing capability of Biocon is determined by the Drug Price Control Order 1970 (Chen et al. 2016). Legal procedures have also been shown to affect the prices of the company's products. Additionally, the Indian government determines the prices for most essential pharmaceutical drugs and contravening such directives could result in legal penalties and withdrawal of practice license. The price control issues by the government affected the firm negatively as cost control measures had to target other operational departments (Ward and Peppard, 2016). The increase in numbers of new entrants into the pharmaceutical industry led the government to establish controls to protect the business environment. As such, the firm was compelled to limit its production of pharmaceutical products to minimise wastage. Furthermore, the company recycled most of its products as a precautionary measure against wastage. 

	Political Factors
· The operations of the firm are affected by government strategies to ensure the safety of pharmaceutical products.
· The relationship between India and other target countries’ policies affect the internalization of the business operations
	Economic Factors
· The expenses of the firm are affected by high government taxes.
· Changes in money value, 
	Social Factors
· Not all consumers can afford all classes of pharmaceutical products 
· The business prospects of the firm are affected because a significant proportion of individuals are more homoeopathic than allopathic 

	Technological 
· Huge costs involved in procuring machinery needed for innovation
· India is not a highly technological country
	Environmental 
· Introduction of expensive waste disposal policies
· Establishment of environmental pollution regulations
· Establishment of noise pollution regulations

	Legal Factors
· The 1970 Drug Price Control Order controlled the prices of essential pharmaceutical products


[bookmark: _Toc50240785]3.3 Competitive Life Cycle Analysis

The life cycle of a product comprises of four stages, which start by its introduction into the market while the next phase is the growth stage, followed by the maturity level of the product cycle and the decline stage (Amankwah-Amoah, 2014). The introduction of enzyme products into the market by Biocon was marked with a surge in revenue due to the wide acceptance of the products by the wider population. After the recognition and acceptance of the products, their popularity increased, leading to the expansion of the business venture to introduce Syngene. The popularity of the enzyme has since declined paving way for more innovative pharmaceutical products by the biopharmaceutical organization. 
Figure 2: a competitive life cycle image
[image: ]
[bookmark: _Toc50240786]
3.3.1 Competitor Analysis

Biocon firm identified the appropriate marketing strategy to provide it with a competitive advantage by leveraging on its products. The competitor analysis tool is used to analyze product uniqueness, increase productivity and gain entry into new market niches (Pucci et al. 2017). The biopharmaceutical company currently faces stiff competition from such firms as Ajanta Pharma, Alkem Lab, Ranbaxy Labs, Ortin Labs and Surya Pharrma. Some of these firms are smaller in size compared but are highly innovative, thus giving Biocon an edge in the market space. The firm has, however, leveraged on innovation in the production of its products to stay afloat in the market 
[bookmark: _Toc50240787]3.3.2 Market attractiveness evaluation

Contract Research Organization (CRO) is an emerging market in India, although it faces immense challenges as observed by market insight (Chen et al. 2016). The CRO market failed to observe the business boom and was thus affected by slow growth in the business and other Asian countries such as China and Indonesia (Bamiatzi and Kirchmaier, 2014). There were higher market values for larger populations to attract more investment within the purview of a cost-friendly market, hence giving Biocon a competitive advantage.

3.4 Porters Five Forces Analysis

The firm has been able to effectively employ Porter's Five Force analysis to obtain competitive advantage as described below. The pharmaceutical business environment has continued to experience very high competition due to the increased innovation as well as technology (Mannan and Mubeen, 2018). The CROs are the sole providers' source of the pharmaceutical services and get their amenities from biotechnology companies. 
Figure 3: Porters five forces
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3.4.1 Industry Competition 
Biocon uses innovation to gain leverage over its business rivals in the industry. Various global pharmaceutical companies are currently involved in the production and distribution of generic pharmaceuticals. Further, the process of drug development involves a series of tests and the production of large volumes, which are costly. Therefore, the prices of the product must be competitive for any firm to make a return on investment in the market. 



3.4.2 Threats from New Entrants
[bookmark: _Toc50240788]Even though the threat of new entrants in the market is high, the firm has had a strong brand that has continued to cushion it. However, the amount of resource needed for this type of business is low, thus attracting new investors in the field. Furthermore, setting up an effective supply system in the sector is not too complex, a factor that has continued to attract new contestants in the market. Nevertheless, the government has come up with new measures that are not friendly to the beginners in the market. Such factors include environmental policies on matters environment etcetera. Due to its huge financial resources, the firm has continued to invest heavily in research, a factor that has hugely contributed to its success in the market (Pucci et al. 2017). 
3.4.3 Threats of Substitutes
Biocon considered the threat of having smaller firms substitute the larger brands because of their robust marketing strategies and innovation. The firm, therefore, focused their efforts on research and development to remain afloat amidst threats of new entrants. (Ward and Peppard, 2016). The pharmaceutical industry has great prospects, therefore, the threat of biotechnology and subsidiaries for the advancement of research and technology are high. The threat of new entrants is at times challenging if the emerging firms introduce marketing strategies such as cost leadership precipitating threats of substitute products (Chen et al. 2016). 
3.5 Value Chain Analysis
Biocon Company used value chain analysis as part of its strategic planning tools to provide it with a competitive edge over business rivals. Through this tool, Biocon established that its success in the market space was determined by the value of its operations and activities within the purview of strategic planning and management (Hyytinen et al. 2015). Some of the activities that Biocon analyzed through value chain analysis tool are the employees' skills and expertise, the market expectations and quality of biopharmaceutical products. Through the value chain analysis tool, Biocon deciphered how the business activities influence the behaviours and choices of the consumers (Amankwah-Amoah, 2014). A significant business activity that produced immense value for Biocon is the investment in research and development. 
3.5.1 Value analysis
The huge molecular reagent targets and Syngene’s customized molecules facilitated the creation and early initiation of the infrastructural and skills development and discovery of biopharmaceutical molecules. The initiation and creation of clingene precipitated a loss in the control and power of Biocon India Group, resulting in entrapment of the primary organizational cultures (Chen et al. 2016). Collaborative efforts were put in place to consider the lower value and safe business ventures for Clinigene until it was ready to run free clinical trials and self-test the molecules. 
3.5.2 Planning and evaluation

The firm has continued to enhance the expansion of its business territories in order to achieve overall growth and expand its market share. The process for planning and evaluating the expansion is simple and adaptable at basic operational levels within the firm. One of the simple but expensive approaches that Biocon uses to achieve this is through the use of prospective CRO. This escalates the maintenance and expertise of the employees in the biopharmaceutical firm and promotes a good customer relationship within the purview of acceptable organizational culture (Ward and Peppard, 2016). The quality assurance about the quality of its products has continued to encourage the company to introduce new business strategies after deviating from Clingene. The outcomes of the process were credited to the shared trust and corporate values among the employees of Biocon Company. The CRO has a high potential for growth that could benefit the biopharmaceutical firm and provide it with the opportunity to position itself in the highly competitive pharmaceutical industry and the CRO market. 
3.6 Development of Strategic Choice

To further understand how the firm has continued to remain relevant in the market, this section will discuss the strategies employed using the Ansoff Matrix model. The tool helps businesses to track the dependency of existing and new products within the market space. 
	Market Penetration 
	Market Development 

	· The business organization increased its market share of the existing and new products and intends to expand its business territories by exploring new market niches in the neighbouring countries. The penetration of the new markets was achieved through marketing and sales promotion strategies. 
· The company expanded its customer base through investment in research and innovation. Effective recruitment and customer relationship systems provided the firm with a competitive advantage. 
	· The biopharmaceutical firm created a geographical market through penetration into new niches.
· The policies used for pricing are flexible depending on the standards of the target market. The firm uses channels of distribution like online sites to achieve pricing and marketing flexibility.




	Product Development 
	Product diversification

	· The firm invested more in research and product development within the purview of biotechnological innovation. 
· The organization ensures that its products are among the first to reach the target market. 
· Biocon innovated insulin and molecules, which gives it a competitive edge over the business rivals. 
· The firm is also astute in its development of oncology products and novel molecules. 
	· The product diversification efforts by the firm are related to market growth. The firm analyzes the risk strategies as it attempts to grow the lab products.






3.7 Theoretical underpinning 
3.7.1 Diffusion of Innovation Theory
The theory is a business framework of the study of Everett M. Rogers, developed in 1962 to explain how, why, and at what rate social systems adopt, gain momentum, and diffuse new ideas and technologies (Dearing and Cox, 2018). The theory has continued to be used to explain the attitude of people and society towards innovative ideas and technologies. To have a deeper understanding of the applicability of DOI theory to research and development, it is important to appreciate the two main aspects of the theory; adoption and diffusion of technology.
In applying the DOI theory to pharmacy technology or field, the same process happens. Relating this to our case study, Biocon is a firm whose strong brand and competitive advantage is pegged on its robust research and development and innovation. After the diffusion of automated devices resulting from the marketing activities of the inventing companies, the technology is adopted. Adoption in this sense refers to a set of micro-processes at the individual level, whereby people make decisions to accept the new technologies. The actual usage of technology occurs at the adoption stage based on the process (Dearing and Cox, 2018). The speed of adoption of technologies has four main elements, which include the innovation, communication channels, time and social systems. All these have been employed by Biocon Company, resulting in its highly competitive nature in the market.
3.7.2 Innovation Adoption Model
There are two main aspects of the DOI, which are adoption and diffusion. Rogers expanded on the concept of adoption by creating the innovation adoption model. The model generally explains the stages, which consumers go through from the first awareness of an innovation or technology to finally using it (Pichlak, 2015). Rogers identified five main stages of adoption and five consumer behaviours towards adoption. Over the years, researchers have comprehensively studied the five stages and five consumer behaviours, including their applicability to real-world examples of modern technology. 

3.7.3 Scientisfic Managemet Theory
Frederick Taylor pioneered the theory after his scientific studies on work performance. The philosophy emphasizes on simplifying activities so as to increase productivity rather than forcing individuals to work hard (Kayak 2020). He adds that money is a crucial incentive for working and enhances the collaboration between workers and managers and hence effective teamwork. The business lacks clearly defined incentives. As such, it should thus consider incentives for motivating its workers if productivity is to be boosted.

3.7.4 Systems Management Theory
It provides project managers with an alternative approach to project management and planning in businesses. The theory is centred on the proposition that businesses are made up of various components which work together for optimal functioning of the larger system (Weiner 2020). The theory adds that the success of a business is dependent on interdependence, synergy, and interrelations between subsystems.

The theory points out workers as among the most important components in a business. Other important elements that influence the business success include workgroups, departments, and business units (Davis and Comeau 2020). In the organization, managers should evaluate events and patterns to assess the most appropriate approach. This will promote collaboration on various programs and thus ensure the elements work collectively towards the success of the business.

3.7.5 Contingency Management Theory
The theory is based on the concept that there is not a single approach which is suitably applicable to all businesses. The management approach that a business chooses is affected by various internal and external factors (Yu et al. 2020; Niemand et al. 2020). However, the structure of the organization is influenced by the technology the organization uses, size of the organization, and leadership style. Therefore, the leader should be flexible so that they can adapt to the dynamic market in the hotel sector once the new hotel is launched. Further, the leader should consider the aforementioned three factors and decide the most appropriate leadership style to use in the business for efficiency and productivity. 
3.7.6 Innovation adoption stages
Customers adopt new technologies and innovations as a process rather than an event. Four main steps are involved in the making of innovation adoption stages; interest, evaluation and trial. In this section, each of these four steps will be explained by analyzing their impact on consumer decision to either adopt or reject an innovation.
3.7.7 Awareness
To adopt any innovation such as social media, people go through five main stages. The first stage is awareness, where one simply gets to know about innovation. The individual does not intentionally search for the existence of the innovation but may hear about it through such avenues as advertisement. The customer lacks information at this stage and is not in a very good position to take informed actions based on what they know about the innovation. In highly competitive and fast-changing markets such as the technology industry, it is less likely for consumers to seek knowledge of existing innovations.
3.7.8 Interest
The second stage is the interest phase, which refers to individuals wanting to get more information about the said innovation. The transition from the awareness stage to interest stage is influenced by several factors. However, since there are multiple factors, it is not likely for everyone who becomes aware of the innovation to develop interest. The more the innovation addresses the needs of consumers, the more likely it is for them to develop an interest in them. Experts explain how marketers can influence the interest of consumers even if the latter initially feel the innovation does not meet their specific needs. For marketers to influence interest, they must present their message in ways convincing to consumers. The concept of impulse buying can support this latter claim of the ability of marketers to generate interest even among people with no initial thoughts of making a purchase. 
3.7.9 Evaluation
A person's development of interest in innovation is not a guarantee of their purchase or adopting it. After interest, most consumers go through the third stage of evaluation, which is mentally examining the innovation to know if it can have an impact. However, consumers with impulse-buying behaviour are less likely to make any considerations or evaluations ahead of purchase. 

3.7.10 Trial
After consumer evaluation, the next action taken is trial of the innovation. Depending on the nature of innovation, attitude towards trial may vary. The general reason behind trial is for the consumer to confirm if the innovation meets expectations. The trial stage and its outcome are very important to the transition to the final stage of adoption.

4.0 The Best Strategy and Implementation 
The reflex capability of employees at Biocon will be enhanced by an assessment of the internal and external factors that influence the operations of the firm (Jyoo, 2019). The pharmaceutical industry faces a huge challenge in its task of effectively dispensing medication to the patients, a role played by the pharmacists and pharmaceutical technologists. The evaluation of Biocon’s strategic options helped the organization to recognize that internalization of the firm is necessary for its long-term strategic plans of stratification. Various solutions are recommended for the challenges facing the Biocon. The most significant solution to the prescription and dispensing problems in the pharmaceutical industry including counting and cross-contamination is automation (Pucci et al. 2017). 

4.1 Conclusion
This paper has reviewed the strategic management strategies of Biocon as a leading pharmaceutical firm. The study assessed how the strategic management tools provided a competitive advantage that guaranteed the biopharmaceutical firm a large market share. The company used various strategic management tools such as SWOT analysis, PESTLE analysis, Porter's Five Forces analysis and value chain analysis to make sure that it stays afloat in the market. Currently, there is a declining prescription margin of medications, therefore, dispensing tools are gaining increased relevance in freeing up the pharmacists and pharmaceutical technologists for more effective operations and clinical pharmacy services. Biocon Company has effective strategic objectives to remain competitive. There is high competition in the pharmaceutical industry both in the national and international market. Biocon has had effective recruitment strategies, which have helped it in employing competent and skilled labour. The said competent workforce has continued to help the firm to achieve its core objectives.  
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