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Executive Summary
This report is conducted to analyze the changes that Pfizer made, the reason why it changed and the influence that the change brought. 
This report applied Lewin’s force field analysis to evaluate the environment that Pfizer faced before it is positioned to make changes. Besides, the stakeholder analysis and the corporate culture will be explored to explore the deeper reasons that pushed the change happen. Then, the process Pfizer went through will be presented using the three steps theory and eight steps model. On the basis of what the above concluded, the conclusion will be proceeded, and a relevant recommendation will follow.
Throughout the report, such references as books, journals, news and official announcements will be applied to provide the evidence and support to the report. 	
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[bookmark: _Toc133859342]Introduction
This report aims to present and analyze why Pfizer made the change and how they map out their changes as well as what the change brings to Pfizer. 
Pfizer is an internationally pharmaceutical company whose business covers the research of medicines and the offering of the medical services. This company boasts a pool of professional experts, accumulated experiences and rich resources. It seeks biologically-based transformation. The original thought was sprouted in 2018, the outbreak of the pandemic at the end of 2019 brought Pfizer the opportunity to map out the change and make corresponding strategies and plans. 
At the early stage when pandemic hit the globe, its mortality rate is jumping and the society lack an effective method to prevent the virus and control the spread of the pandemic (World Health Organization, 2020). Pfizer, with its sense of responsibility and the need for its own transformation, engaged with the career of researching vaccines to combat against coronavirus. Additionally, the cooperation agreement Pfizer reached with the Germany biological company----BioNTech made it more easily to find and test the most effective vaccine candidate. 
In addition to that, the new CEO—Albert Bourla who took over this position in 2019 provided impetus to Pfizer’s change succeeding. 

[bookmark: _Toc133859343]1. Pfizer’s History 
Pfizer, headquartered in New York, the United States, is a biologically-based, innovative and patients-centered pharmaceutical company. It is time-honored and outstanding in the filed of pharmaceutical and biological research and production. Meanwhile, this company is also committed to collaborating with healthcare providers, governments and communities to support and promote the access to more affordable and reliable medical resources for the world (Pfizer, 2023). In 2022, Pfizer was ranked fourth on Fortune’s “Annual Most Admired Companies in the World” list (Fortune, 2023). During its history of more than170 years, it has gone through many changes and transformations. For instance, Pfizer completed mergers and acquisitions of Wyeth in 2009 (Pfizer, 2009). This move takes Pfizer more diversified product lines, broader business coverage and much stronger international competitiveness (Reifsnyder, Waters and Guceli, 2018, p. 11). Now it ends up shaping itself as one of the most successful pharmaceutical enterprises in the world. Its main business covers more than ten fields including chemical medicine, biological agents, health medicine and animal health products and so on. It is successful in adjusting its strategies in different phases and grasping opportunities. Ever since the pandemic that swept across the globe, this organization makes timely and appropriate changes so that it gains further impressive performance.

[bookmark: _Toc133859344]2. Pfizer’s Appeals for Change
  Pfizer is undergoing multiple and versatile environment despite its achievements in the field of biology and medicine. This enterprise was taken over by new CEO Albert in 2018 (Pfizer, 2022). He introduced the vision that Pfizer should transform from the chemically pharmaceutical company to the biologically one, and that the enterprise should also complete the transformation from sale-focused to research-based pharmaceutical company. This vison will be beneficial in making Pfizer’s leap and obtaining more competitive strengthens. This has been made as the result of the Covid-19 presence and its preparation that long has been accumulated.
 
[bookmark: _Toc133859345]2.1 Lewin’s Force Field Analysis
According to Lewin, there are forces coming from two opposite force fields to control the orientation of the things. These two forces are driving force and restraining forces. It is these two forces that break the current state to the desired state and realize changes (Swanson, D.J. and Creed, A.S, 2014). On the basis of Lewin’s theory, Pfizer’s force field analysis is as follows.
	Driving forces
	Restraining forces

	· Huge market

· The market reputation and brand image owned

· The cooperation with BioNTech

· The need of the corporation’s transformation

· The positive cultural and managerial environment

	· Huge investment

· The negative reportage on the vaccines produced earlier

· Long research circle

· Uncertainty for the viruses’ variants



The outbreak of pandemic makes the globe in the desperate need for vaccines, which can bring Pfizer huge market opportunities. The company has long been enjoying the sound brand image so that the vaccines of Pfizer is bound to attract the public attention. Furthermore, the ties Pfizer made with the BioNtech, a German biological emerging company, lays solid foundation for Pfizer’s research abilities in terms of pandemic vaccines (Pfizer, 2020). Besides, ever since Albert became the new CEO in 2019, he is devoted to creating the cultural environment where each employee is equal to the access to resources and is encouraged to be owners themselves (Pfizer, 2022). This is conducive to improve employees’ integrity and commitment. On the part of restraining forces, the biological sector, inherently, entails the huge investments long time research period. Facing mutant viruses, there will be uncertain risks to some extent. For instance, the company needs to anticipate the situation where the vaccines are ineffective to the newly mutant variants. In the meantime, the negative reportage on the side effects of the vaccine researched earlier may play a role in leading to part of the public questions. 
Due to the driving forces exceeds the restraining forces, so Pfizer has sufficient excuses to wage the change. 

[bookmark: _Toc133859346]2.2 Leaderships and Change
Successful leaderships make great contribution to Pfizer’s change. Both farsighted leaderships and well-targeted management help Pfizer’s change to be on the right track. The leaders act as a lighthouse that is used to provide a vision and entice the ships to sail towards to it, while the captains of each ship are like the managers who are responsible for guiding the employees how to navigate and how to come close to the destination gradually. 
Pfizer’s success is largely attributed to their CEO’s leading style, along with the coordination of employees. 
Albert Bourla is professional in the medical field as a doctor, and he has rich experiences of researching in Pfizer. That provides guarantee to Albert’s right decisions he made in each crossroad. Apart from that, the spirits he presents, such as courage, responsibility and risk-taking seem like the ladder, by which Albert and his colleagues can carry out his strategies. Albert visioned several objectives when he took over CEO in 2019. He insisted that the company should divert its attention from the sale to the research, because it is the research that can prolong Pfizer’s competitiveness and energy forever, and that the company should reinvent itself as a strong biological researcher and manufacturer. If these visions are at the strategic level, the culture in Pfizer also sees more responsibilities and more possibilities that the employees could be their own owners. 
First of all, Albert is competent and successful in leading this change. According to Albert (World Economic Forum, 2022), confronting to the outbreak of Covid-19 and the persistent occurrence of variants, the whole organization including himself are fearful and uncertain to make a specific decision where the company should go---- taking conservative strategy to maintain its original strategic orientation or embarking on the research and development of vaccines against the virus. The public doubt on Pfizer’s decision and the future probable consequence brought by vaccine are one of the sources of Albert’s fear. However, his own huge sense of responsibility and courage pushed him to choose the later, which is a great and historical change for Pfizer. The following consecutive financial data of Pfizer (Pfizer, Inc., 2021) fully demonstrates the decision on this change is sensible in that this change not only brings Pfizer huge income growth but also international community’s trust and public recognition (Pfizer, 2021). Besides, in order to get the change off the ground, Albert keeps smooth communication and consultations with the major managers (Forbes, 2023). This is the way to inform the employees of Pfizer’s further move. Plus, the good communication between CEO and the line managers provides a channel, through which the voices of employees and seniors can be heard mutually in a timely manner (De vires, R.E, Pieper, B.A and Oostenveld, W, 2009). Thus, the whole organization is capable of responding to quickly whenever the crises take place. Therefore, Albert also undertakes the role of a good implementor. 
[bookmark: _Toc133859347]2.3 Pfizer’s Culture
According Schein, the corporation’s culture that is gradually evolving and established is a series of well-maintained and effective assumptions (Baumgarterner, R.J, 2009). Schein believes that there are three levels of culture, which are interwoven. These three levels, artifacts, shared valued and assumptions are what an organization believes in their spiritual level. Among them, the artifacts are what is the most obvious, and the assumptions are the underlying psychological cognition that guides the shard values and the artifacts in turn.
Satisfactory medical products and services are what the public can see. The preferable objective factors containing sensible leaderships, outstanding expertise and market status contribute, etc contribute to Pfizer’s change. However, as what Schein holds, it is the invisible factor that are Pfizer’s momentum to launch this change and the guarantee the maintain of results of the change. 
Pfizer upholds such cultural values of innovation, responsibility, bravery and autonomy (Pfizer, 2021). Pfizer, as biopharma company, the expertise prioritizes other items. Therefore, innovation that each one in Pfizer has the possibility to incubate will offer this company new points, from which Pfizer could make improvement or even breakthrough. Innovation could be generated, only if the environment is free (Gordon, G, Marquis, S, 1966). Thus, the employee in Pfizer is encouraged to be candid and bold to present their own ideas. In the meanwhile, each employee has the freedom and autonomy to do so. What a relevant data shows that 95 percent of the employees are proud of that they are working in Pfizer (Pfizer, 2022). The employees’ high integrity and commitment become the strong support of Pfizer’s change. Such employees’ satisfaction with their work will lead to the form a harmonious working environment where the policies can be easily informed and implemented. Pfizer’s values are rooted in and reflected by this organizations’ assumptions. That means that Pfizer’s employees have been implanted in these values. The assumptions they have help them to respond to any what their jobs require in the way Pfizer favors. The employee-friendly values and harmonious culture are bound to reduce the resistance of making changes (Armenakis, A.A et al, 1993).
[bookmark: _Toc133859348]2.4 Stakeholder Analysis
The above analysis including Pfizer’s corporate culture and leadership belong to the internal elements contributing to this change. Nevertheless, the internal elements alone cannot transform the change a fact. In order to explore the factors that influence the change, below is the analysis on the part of the stakeholder analysis. The stakeholder analysis can present a more comprehensive outlook on the change process and the relevant information, on the basis of which, the concrete steps can be planned (Brugha, R, Varvasovszky, Z). The stakeholders can be classified into four groups, and they are respectively those who have both high  interest and power, who have either high power or interest and those who have neither high interest nor power. 
1) High interest and high power: In Pfizer, these people are mainly the investors and shareholders. The support of this group enables Pfizer to proceed on the way to change. In the duration of the change, Pfizer should keep them informed and take what they advised into account. 
2) High interest but low power: This group is mainly composed of Pfizer’s partners,  low-level employees and clients. Additionally, due to the feature of pandemic and the realities of that time, Pfizer’s clients group include the common people, the governments of countries and the international community. Because the composition of Pfizer’s vaccines clients, it should keep them satisfied as much as possible to create a harmonious and favorable environment for the change. 
3) Low interest but high power: This type encompasses governments and press media. For them, Pfizer needs to inform what stage the company is in and try to reduce the obstacles posed by them.
4)Low interest and low power: This refers to Pfizer’s suppliers and Pfizer’s competitors and community, etc. Because the effect they would generate on Pfizer’s change is limited, the organization is no need to investing too much energy and time to manage this group.
[bookmark: _Toc133859349]3. Pfizer’s Change Process
 Pfizer’s reaction to the change is being done in steps. Each step is centered on what every stage demands, 
[bookmark: _Toc133859350]  3.1 Lewin’s Three Steps Model
Lewin believes that the organization will go through three steps to complete the change (Burnes, B, 2004). For Pfizer, it took on its unfreezing stage to create the idea that needs to change before the pandemic hit the world. Before the pandemic hit, Pfizer began to layout the blueprint that the organization need to transform, so it cooperated with BioNTech. That aims to strengthen its ability to research vaccines. The pandemic outbroke at the end of 2019. This is a time when the public has little understandings on the virus and the governments of all countries are desperate to reduce mortality. Therefore, Pfizer decided to continue to prompt its change objective so that it diverted its main attention to the research and development of the vaccines against the pandemic virus. The change started to obtain results when Comirnaty (the mRNA vaccine jointly produced by Pfizer and BioNTech) entered the public sight. Its efficacy to prevent and control the pandemic has been proven to be reliable, so FDA (Food and Drug Administration) authorized Comirnaty as the first and unique vaccine that is specially used to combat against the pandemic (FDA, 2021). This is beneficial to solidifying what Pfizer has achieved in the change process and stimulating the company to push forward its change implementation. 
After Pfizer’s launching Comirnaty, it also suffered from the questions that Comirnaty is defective because of its series of side effects reported. Pointing to these doubts and the market fluctuation incurred by the public doubts, Pfizer adopted relative measures to pull through these setbacks. CEO Albert is always maintaining a positive attitude toward the public negative reaction. Albert claimed that the company and he have made preparation to deal with the possibly oncoming emergencies, which can assure the employees to continue to concentrate on their jobs. As the research on the virus and vaccines rise, the Comirnaty is also proven to be effective in preventing the inflection and reducing the mortality rate (FDA, 2022). The scientific researches indict that the vaccines are acceptable to generate side effects, which is influenced by the age, and the physical health conditions, etc (J Haas, E. et alw, 2022). Furthermore, some countries whose citizens are injected with Comirnaty sees the decline in infection, hospitalization and deaths, especially in the group of the old people (Nordstrom, P, Ballin, M and Nordstron, A, 2022). The scientific researches shed light on the virus and part of the misunderstanding on Comirnaty. Then, Pfizer refroze its change by launching the oral treatment for the pandemic---Paxlovid (Pfizer, 2022). With the achievement on battling against the pandemic, Pfizer has become a biopharmaceutical researcher and manufacturer who is not solely rely on sales skills and the several signature medicines. 
[bookmark: _Toc133859351]3.2 Kotter, eight steps
The eight steps model theory elucidates the process that an organization is making change. These eight steps include multiple aspects that are involved with the change, such as the team building, communication method or the reward and punishment mechanism, etc. The eight steps model will have a more comprehensive and coherent outlook on the process Pfizer is undergoing (Sarayreh, B.H, Khudair, H and Barakat, E.A, 2013). 
Step 1: Establishing the sense of urgency
The pandemic is the main theme and global need for medical treatment are rising. The main resources and the attention of medical industry will be largely infused into pandemic prevention and control. Besides, the organization has set the strategic goal that it will transform to be biological-based pharmaceutical company. Pfizer has urgency to make this change whether to conform to the market trend or to undertake the responsibility as a pharmaceutical company. 
Step 2: Creating a guiding coalition
The change must be completed by a cooperative and efficient coalition. Pfizer has established the ties with BioNTech, and the coalition has been cooperating before the arrival of pandemic. Therefore, there are reliable coalition for technical support. Human capital is valued in Pfizer as the invisible assets (Pfizer, 2020). The decent treatment employees have, combined with the favorable culture, make the employees in Pfizer are willing to be marshalled and applied to wherever they are need most (Awdh A.M, Saad, A. M, 2013).
Step 3: Developing a Vision and a strategy 
The change process is designed to closing up towards the vision that the company transform from the traditional chemical medicine manufacturers to the biological-based medical research manufacturers. This vision is designed to make in several strategies. These are:
1. Pfizer jointly research mRNA vaccine candidate---BNT 162 with BioNTech to test the candidate’s efficacy to prevent infection.
2. Accelerating the sharing and global development of the vaccine, and balancing the expertise and resources between these two companies
3.Jointly develop an mRNA-based influenza vaccine
4. Monitoring on the product and making corresponding adjustments (Pifzer,2020).
Step 4: Communicating the Change vision
Step 5: Empowering the broad-based action
Step 6: Generating the short-term wins
 The statistics show that Pfizer sees a leaping increase of their revenue by the percentage of 133, a majority is contributed by its vaccines business. In 2021, Pfizer gained 14.6 billion, while the earlier year’s income was merely 1.7 billion. Outside the vaccine business only has 6% increase in its business. It these achievements that make Pfizer the second largest pharmaceutical company. 
Step 7: Consolidating gains and producing more change
The launch of the oral treatment --- Paxlovid signals the further gains of the change Pfizer makes. In the meantime, the company engage in the affairs that distribute their vaccines to the countries in need and the international communities, and that share their expertise and technology with the other companies in the industries. That means that the company has gained more than the income and the product itself. The company image is advanced greatly. 
Step 8: Anchoring the new approaches in culture
(Kotter, 1995)
 Nevertheless, there are also deficiencies for the eight steps the organization goes through when it changes. Such criticism is used to evaluate the Kotter’s eight step that there may be some powerful word such as “urgency”. Besides, on the part of the leadership, there may not be that one person completes the change (Pettigrew and 
Whipp, 1991 as cited in Randell 2004). The effect of the employees and the managerial staff should be taken into account. For Pfizer, the change that it decides to research and produce vaccines are less than urgent. The change is more inclined to be strategically important, because Pfizer’s current status and business scope permit this company to not set foot in the pandemic. The existing medicine and medical service they offer have grabbed a huge market and loyal consumers for Pfizer. The outbreak of the pandemic provides Pfizer a turning point, by which the company finishes its vision of transformation. Moreover, not Albert alone pushes the change, with the matches of other leaders and the employees. In the case of Pfizer, it seems that the group cooperation with leaders at different level result in the success of Pfizer’s change. For instance, facing the early stage when Pfizer was trapped into the dilemma whether it should change its strategic orientation, the members in the leading team underwent debates and ultimately are all ready to be prepared to face the disagreement from the stakeholders. (Chhaya, 2023)
[bookmark: _Toc133859352]4. Conclusions
The final market data and the international feedback fully demonstrate that Pfizer’s change is sensible and promising. The combination of sense of responsibility and the vision that is brave to delve into the deeper level makes Pfizer much better in the field of biopharma. On the basis of what the above analyzed, its success is driven by multiple factors including objective factors and subjective factors.
 Before the pandemic, the company has been equipped with experiences, the technological support and sharing from BioNTech. Pfizer is enough nimble to catch this opportunity to make what they had been planned done. Pfizer’s leading team once emphasized that they were maintaining to be intentional and clear of the strategies and plans (Reuters, 2022). At the very beginning of the pandemic outbreak, the world is short of effective medicines and vaccines to control the infection and death rate. Pfizer that has noticeable advantages over its competitors in the industry makes the most of this opportunity to echo the calls of the times. The main leader of the organization is playing the leading and enlightening role in the process. Owe to his own professional knowledge and personal spirit, he navigates Pfizer to initiate the sailing and makes timely adjustments whenever the sailing meets problems. It is noticeable that the he is willing to carry out what the corporate upholds in terms of values and culture----equality and freedom. The decisions are jointly made by the managers and the employees. Therefore, the chances that arbitrary decisions are made are relatively low. Additionally, a smooth communication channel and the exchange of information can be got. 
[bookmark: _Toc133859353]5. Recommendation
Even though the change is successful, there are also what Pfizer needs to improve and settle. First, as a globally pharmaceutical enterprise, Pfizer should attach importance to the establishment of its image in public opinion and media, the significance of which will exert influence when the enterprise comes across the crisis (Benthaus, J, Risius, M and Beck, R, 2016). Pfizer has the room to improve in societal feedback monitoring and societal disputes responding. Through this pandemic, such deficiency is exposed so that Pfizer’s vaccines recognition and their stock price are impacted when their vaccine were suffering from the public questions.
   Second, as the vaccine injection rate rise and people’s life come to normalize, the enterprise has to map out the further objectives. That is how to make the most of what this change has brought to Pfizer and seek new development on the basis of this. 
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