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[bookmark: _Toc228487484]Section - 1
[bookmark: _Toc228487485]Introduction
Sanofi SA is a French multinational biopharmaceutical company with the current strategic identity of an R&D-driven, AI-assisted innovator, engaged in medicines and vaccines to address global health requirements (Sanofi, 2026a).
[image: ]
Figure 1: Sanofi Branding (Sanofi, 2026a)
This report evaluates critically how Sanofi develops and maintains competitive advantage in a highly volatile, highly regulated industry. It analyses the organisational overview, external environment, internal environment, strategic capabilities, CSR and sustainability, balanced scorecard performance, strategic choices and implementation, and strategic evaluation and recommendations of the company. Part 2 is the analytical heart of the report in that it evaluates the manner in which the macro-environmental pressures and internal resources, capabilities and core competencies influence the current strategic position of Sanofi and its future choices. In line with the literature on strategic management, the discussion incorporates both the external and internal analysis to evaluate the coherence, effectiveness, and sustainability of the strategy used by Sanofi in the long term (Whittington et al., 2020).




[bookmark: _Toc228487486]1. Organisational Context and Overview
Sanofi SA is a French multinational biopharmaceutical corporation with its headquarters in Paris. Established in 1973, it has grown by big mergers, including Sanofi-Synthélabo and Aventis, and by the 2025 Opella deal, which has made it more strategic, focusing on innovative medicine and vaccines, as opposed to wider consumer healthcare operations (Sanofi, 2026a).
The mission of Sanofi is to pursue the wonders of science and enhance the lives of people, and its strategic direction focuses on science-led growth, breakthrough innovation, patient impact and long-term value creation. Its business model is a blend of high R&D investment, clinical development, regulatory approval, global production and global commercialisation, and returns generated through patented therapies, vaccines, partnership and lifecycle management (Sanofi, 2026b).
[image: Top 12 Companies By 2024 Pharma Sales]
Figure 2: Rank of Pharma Companies (Citeline, 2025)
Sanofi engages in the world pharmaceutical and biopharmaceutical market, particularly in the specialty care and vaccines, where competition is extremely controlled, research-based, and innovation-related (Teece, 2010). According to Figure 2, Sanofi was number nine among the top 12 pharma companies by 2024 sales, with a figure of 47.9 billion, which is second only to Pfizer, Merck, Roche and AstraZeneca, but still confirms the major global scale (Citeline, 2025).
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Figure 3: Perceptual Map (Libraries for the Future, 2025)
According to Figure 3, Sanofi is closer to the treatment and status-quo modalities quadrant of the pharma on aging landscape than Eli Lilly, AstraZeneca or Novartis. This implies that, in spite of Sanofi being a large-scale innovator, it is viewed as less prevention-driven and less linked with new modalities in the ageing-related competition. Its unique status thus consists in integrating global scale with vaccines and specialty biopharma capabilities, as opposed to being at the forefront of every frontier of modality innovation (Libraries for the Future, 2025). After defining the strategic status of Sanofi in the global biopharmaceutical industry, the report will now examine the external and internal forces that influence its strategic choices and competitiveness (Whittington et al., 2020).


[bookmark: _Toc228487487]2. External and Internal Environment Analysis
The external environment is the forces not within the organisation that influence strategic choice, and the internal environment is the resources, capabilities, systems and competences that influence the responsiveness of the firm. To Sanofi, both are important since regulation, science, public-health priorities, technology and stiff global competition shape pharmaceuticals (Whittington et al., 2020).
[bookmark: _Toc228487488]2.1 What is PESTLE and why it is used in strategic decision-making
PESTLE is a macro-environmental analysis tool that assesses the political, economic, social, technological, legal and environmental factors that influence an organisation's strategy and implementation (Whittington et al., 2020).  It helps in making strategic decisions on R&D priorities, market entry, pricing, compliance, investment, supply chain redesign and sustainability action. In the case of Sanofi, PESTLE is particularly applicable since scientific power alone is not enough to determine the performance of a pharmaceutical company; healthcare policy, reimbursement regulations, patient demands, technological shifts and legal safeguarding of innovation (Barney and Hesterly, 2021).
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Figure 4: PESTLE Analysis (NMBL Strategies, 2023)
Political: European pharmaceutical reform and ongoing state control of access to medicine and prices are transforming incentives throughout the industry. This is both a threat and an opportunity to Sanofi: newer EU regulations can help in the innovation and competitiveness, but a stricter policy can also limit pricing flexibility. This has a strategic impact on investment distribution, sequencing of launches, localisation of manufacturing and decision on public-private collaboration (European Commission, 2025).
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Figure 5: Revenue of Sanofi (Statista, 2026a)
Economic: Figure 5 indicates that in 2025, Sanofi increased its revenue compared to 2021 (43.626 billion vs. 37.761 billion) and Figure 6 indicates that in 2022, Sanofi grew its sales by 7.0% and its business EPS by 17.1%. This is an expression of scale and strength, but still inflation, exposure to exchange rates and payer pressure impose discipline. The strategic impact is increased prioritisation of high-margin innovative resources and stricter regional portfolio management (Statista, 2026a).
[image: Sanofi: Segment Results for fiscal 2022]
Figure 6: FY 2022 performance (Seeking Alpha, 2023)
Socio-cultural: The ageing populations, the growth of patient expectations and the uneven levels of the trust towards the vaccines drive demand and at the same time bring the pressure of the legitimacy. Applying the Hofstede prism, the more uncertainty avoidance in France in comparison to the United States contributes to the stronger procedural control, whereas cultural diversity in different markets influences the style of partnership, communication, and acceptance of change. This not only opens growth opportunities in chronic and age-related disease (Sanofi), but also necessitates culturally sensitive access and trust-building approaches (The Culture Factor, 2026).
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Figure 7: R&D Expenditure of Sanofi (Statista, 2026b)
Technological: Figure 7 indicates that in the year 2025, the R&D expenditure reached a high of17.842 billion, demonstrating that the company had continued to invest in discovery and development. The AI-driven approach of Sanofi is designed to reduce the distance between discovery and therapy, and biotech, digital trials and manufacturing automation are reshaping industry economics. It is a huge opportunity, yet also a partnering capability that demands continuous upgrading and selective partnership (Statista, 2026b). 
Environmental: The environmental demands of sustainability now go beyond carbon to wastewater, solvents, and drug use in the environment. Sanofi 2025 sustainability disclosures indicate a 49% drop in Scope 1 and 2 emissions since 2019 and achieve -55% by 2030 and net zero by 2045. This plays a strategic role as environmental performance is becoming a determining factor of investor confidence, site investment and supply-chain redesign (Sanofi, 2025b). 
Legal: The protection of patents, pharmacovigilance, clinical-trial regulation, data control and product liability are core to value capture. Simultaneously, the Medicare drug-price negotiation in the United States demonstrates that legal reform can have a direct impact on pricing power and lifecycle strategy. In the case of Sanofi, legal pressures are not merely compliance concerns; they define market access, exclusivity management and long-term returns on R&D (Martin, 2025). 
The main opportunities and threats identified from this PESTLE analysis include in the Appendix 1.
[bookmark: _Toc228487489]2.2 Critical success factors and strategic challenges in the external environment
Critical success factors are the few activities, capabilities or conditions that must be performed well by a firm if it is to achieve success in its industry and strategic goals (Whittington et al., 2020). Strategic challenges are those conditions that undermine performance or complicate strategy implementation, and critical success factors are the small number of conditions that need to be handled effectively to succeed in an industry. R&D productivity, pipeline quality, regulatory approval capability, IP strength, manufacturing reliability, market access, scientific trust and distribution reach are the primary critical success factors in pharmaceuticals, since these determine whether innovation can be translated into commercial and patient value (Debnath et al., 2023). 
High cost and risk of failure in R&D, patent cliffs, pricing and reimbursement pressure, tightening of regulations, vulnerability of supply, disruption and competition in specialty therapeutics, are the key strategic issues. The recent industry data indicates that low R&D productivity is a structural issue, and patent expiry and reimbursement reform are slowly putting a pinch on margins and future funding of innovation (Schuhmacher et al., 2025). 
In the case of Sanofi, critical success factors are most important and include strong immunology and vaccines innovation, global launch capability and reliable manufacturing. The most significant strategic issues it faces include the ability to maintain pipeline productivity, returns protection amidst evolving pricing regulations, and not over-depending on a few growth drivers in a fast-changing biopharma environment (Sanofi, 2026a). The relevant success factors are identified in the Appendix 2.
[bookmark: _Toc228487490]2.3 Internal environment: resources, capabilities and core competencies
The micro-environment or internal environment in terms of strategy is the internal capabilities and organisational attributes that the organisation possesses and affect performance. Resources are the assets that a firm controls, and capabilities are the firm's ability to deploy resources. Core competencies are capabilities that are important in creating value and achieving competitive advantage (Barney and Hesterly, 2021).
[image: Core Competence]
Figure 8: Resource-capability-core competence (Business Jargons, 2026)
Key resources: The first significant resource of Sanofi is its tangible one, i.e. the global manufacturing and supply chain. Sanofi says that it produces approximately 2 billion doses of medicines and vaccines each year with 37 production facilities and spends over 1billion each year to modernise and digitalise this network. This provides Sanofi with physical scale, reliability and flexibility that most competitors cannot easily imitate (Sanofi, 2026d). 
Its second significant source is intellectual, its accrued intellectual property, scientific reputation and R&D knowledge base. Figure 7 shows R&D spending rising to €7.842 billion in 2025, which reflects not only expenditure but the continuing build-up of scientific learning, patents, data and regulatory know-how (Sanofi, 2026c). 
Key capabilities: The first strength of Sanofi is the ability to develop drugs and vaccines end to end: the company can transition between discovery and clinical development, approval and large-scale commercialisation. The second is its partnership capability: Sanofi has been explicit in external innovation to establish value-creating collaborations to speed up R&D and access to state-of-the-art science. They are capabilities since they are things that Sanofi can do many times, rather than merely things it possesses (Sanofi, 2026e). 
Core competencies: The first core competence of Sanofi is immunology where the company integrates real-life, molecular and clinical data to build precision medicine in a range of immune-mediated diseases. The second is its expertise in vaccines, with a 100-year history of leadership, 500 million people vaccinated each year and about €1 billion yearly vaccine R&D. These are core competencies in the sense that they combine knowledge, data, platforms, manufacturing and global reach in ways that can hardly be competed by rivals (Statista, 2026b). 
[bookmark: _Toc228487491]2.4 VRIO analysis of strategic capabilities
VRIO is a resource-based strategy analysis tool that assesses whether a company's resources and capabilities are valuable, rare, difficult to imitate and are organised to capture value. Resources and capabilities that are valuable, rare, costly to imitate and organised to capture value can be a source of sustainable competitive advantage (Barney and Hesterly, 2021).
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Figure 9: VRIO Analysis (OnStrategy, 2026)
The ability of Sanofi to manufacture and supply vaccines to quality, reach and reliability on a global scale is of great value as it is relatively scarce due to the few firms able to integrate 37 locations and lead in the vaccine domain; it is difficult to replicate because it relies on the accumulated know-how, regulatory framework and capital expenditure; and Sanofi is structured in a way that it can use it by digitising its This implies potential long-term benefit (Sanofi, 2026d). 
Its core competency R&D and pipeline ability is useful as it leads to future expansion, uncommon since it builds on rigorous immunology expertise, and un-copyable since competitors cannot replicate entrenched scientific information and protocols rapidly. Another model that Sanofi is structured around is an R&D-driven, AI-powered model that enhances appropriation; this is a strong but execution-dependent advantage (Sanofi, 2026a). 
Its regulatory and launch potential are globally valuable, but not as unusual, as a number of large peers have similar systems, so this is more akin to competitive parity with some differentiating strength. In comparison, intellectual property and scientific reputation are unique and hard to replicate, whereas strategic partnership capability is becoming more significant as Sanofi rushes to use partnerships in order to speed up innovation and bridge capability gaps (Sanofi, 2026e). Also the key capabilities analysed in this VRIO analysis are included in the Appendix 3.
[bookmark: _Toc228487492]2.5 Internal strengths and competitive advantage
Internal strengths refer to the internal factors that enhance performance and assist the firm to take advantage of opportunities or counter threats. The science base, scale of manufacturing, vaccines heritage, partnering reach and regulatory-commercial implementation are the most crucial strengths of Sanofi in its case. These capabilities enable the company to address regulatory complexity, differentiated innovation to compete, lower external risk by being global and translating research into global patient impact (Sanofi, 2026a). 
Nonetheless, the strengths are not equally resilient. Manufacturing scale and vaccines expertise are deeply embedded, whereas some innovation advantages depend on continued pipeline productivity and successful launch execution in a sector where R&D productivity remains structurally difficult (Schuhmacher et al., 2025).


[bookmark: _Toc228487493]3. CSR Strategy and Sustainability Objectives
Corporate social responsibility is the consideration of ethical, social and environmental factors in business practices and relationships with stakeholders. Sustainability is the capacity of organisations to generate long-term economic, social and environmental benefits without compromising future resources and stakeholder interests (Ahmed et al., 2021).  Strategically in the pharmaceutical sector, companies are under intense scrutiny of the public regarding access, prices, trust and environmental concerns. Pharmaceutical research indicates that CSR has a greater impact on organisational performance when it is a part of strategy, stakeholder confidence and long-term value creation than when it is seen as mere reputation management (Ahmed et al., 2021).
[image: Infographic: 'Impact in 2025' highlighting Sanofi's key achievements - 119K+ patients reached, $12.4M+ community investment, 15,000+ volunteer hours,  75%+ of pipeline targets addressing climate-exacerbated diseases. and also 3.9k Employees participated in volunteer programs.]
Figure 10: CSR Impact (Sanofi, 2025a)
The present CSR agenda of Sanofi is conspicuously integrated into its model of operation. Figure 10 reveals quantifiable 2025 results, such as 119K+ patients served, $12.4M+ community investment, 15,000+ volunteer hours, 3.9K employees participating in volunteer programmes and 75%+ of pipeline targets associated with diseases exacerbated by climate change. These results correspond to the renewed AIR sustainability strategy of Sanofi, which revolves around Access to healthcare, Environmental impact, and Resilience of healthcare systems. This implies that the company is not marketing CSR as a stand-alone philanthropic programme, but as a model that links access, climate, operations and health-system resilience to business continuity and legitimacy (Sanofi, 2025a).
The fundamental business strategies of Sanofi are innovation-driven expansion, pipeline growth, expansion in priority therapeutic focus, long term shareholder value, brand trust and stakeholder legitimacy. Its CSR strategy seems to be widely consistent with these goals since the enhancement of accessibility enhances legitimacy, environmental intervention safeguards the resilience of operations, and responsible governance promotes the trust in a science-oriented industry (Sanofi, 2025c).  


[bookmark: _Toc228487494]4. Comprehensive and Holistic View Sanofi
The Balanced Scorecard (Kaplan and Norton, 1992) is the strategic management model that aims at converting the organizational strategy into quantifiable objectives in four main perspectives: financial, customer, internal business processes and learning and growth. It is particularly useful for biopharmaceutical companies like Sanofi, where success cannot be solely measured by financial outcomes but must also include scientific productivity, patient access, launch effectiveness, and organizational learning.
[bookmark: _Toc228487495]4.1 Financial Perspective
Sanofi financial perspective is concerned with the capacity of the company to earn revenue, raise profitability and shareholder value by implementing strategic investments in R&D and innovation. The biopharmaceutical industry heavily depends on financial performance, yet it should not be considered independently, metrics of innovation, market penetration, and patient outcomes should also be combined.
[image: ]
Figure 5: Revenue of Sanofi (Statista, 2026a)
The revenue of the company has increased to reach to €43.6 billion in the year 2025 as compared to the year 2021 since the firm has been able to merge innovation and financial discipline as seen in Figure 5. Moreover, Figure 6 demonstrates that in 2022, sales increased by 7.0% and EPS by 17.1, which is a good result due to the high-margin therapeutic areas and selective partnerships (Statista, 2026a). Some of the key KPIs are revenue growth, operating margin, business EPS, cash flow, and R&D productivity. Sanofi has financial strategy oriented towards its mission of generating long-term shareholder value and it is supported by strategic focus on high-growth therapeutic areas like immunology, vaccines.
[bookmark: _Toc228487496]4.2 Customer Perspective
The Balanced Scorecard of Sanofi analyzes the customer perspective, which evaluates how the company can enhance the patient outcomes, access to treatments and the trust of the stakeholders. With the changing landscape of the healthcare industry, it is imperative that pharmaceutical companies such as Sanofi should not only offer effective remedies but also make them accessible and socially acceptable in a variety of markets.
Figure 10 shows that Sanofi has provided patient support to more than 119,000 patients around the world with its patient support programs and invested 12.4M in community programs (Sanofi, 2025a). This shows how the firm incorporates social impact in its business plan. The main KPIs are access to patients, use of novel therapies, trust among the stakeholders and market share in priority treatment. Patient assistance programs, affordability support, and greater scientific interaction with healthcare professionals are some of the initiatives that ensure that the products of Sanofi are accessible to the individuals that will benefit the most, building brand loyalty and market adoption.
[bookmark: _Toc228487497]4.3 Internal Business Processes Perspective
The internal business processes approach analyses the effectiveness with which Sanofi can transform its scientific innovations in scalable, compliant, and commercially viable products. The R&D productivity, regulatory approvals, manufacturing reliability and time-to-market of new products are some of the factors that have ensured the company sustains competitive edge.
The R&D spending of Sanofi has increased to 7.84 billion in 2025 (Figure 7), which reflects its interest in scientific discovery. Also, the rate of regulatory approvals at Sanofi is on the increase, as six approvals have been announced in the first quarter of 2025, which means that internal procedures bear the final fruits (Sanofi, 2025b). KPIs for this perspective include clinical progression rates, manufacturing reliability, time-to-market, and product quality. Ongoing investment in digital R&D and AI-based drug discovery will also propel the company to become efficient and innovative in the product development pipeline.
[bookmark: _Toc228487498]4.4 Learning and Growth Perspective
Learning and growth perspective is aimed at long-term human capital, digital skills, and organizational culture development. Sanofi understands that to be competitive, it should encourage a culture of innovation and cooperation with other organizations and perennial learning, particularly, in the face of the growing role of AI and digital transformation.
Sanofi’s emphasis on enhancing scientific talent, building a culture of innovation, and increasing cross-functional collaboration aligns with its long-term goals. This perception has KPIs such as employee growth, leadership diversity, digital competency, and employee engagement. Sanofi has made significant investments in its leadership, AI and data training, and redesigning of its organization to stay agile and the leader in biopharma innovation (Sanofi, 2026). 


[bookmark: _Toc228487499]5. Strategic Choices and Implementation
The business level strategy relates to the way a firm competes in a given market and the corporate level strategy deals with the scope of the firm, portfolio and direction. Strategically speaking, business-level decisions decide on the foundation of the competitive advantage, whereas corporate-level decisions decide where the company needs to invest, divest and expand. In the case of Sanofi, these two levels should be tightly coupled since it operates in a science-based business, where innovation, scale and portfolio discipline directly interrelate with long-term value creation (Whittington et al., 2020). 
[bookmark: _Toc228487500]5.1 Business-Level Strategy: Differentiation and Innovation
Business-level strategy is concerned with how a firm competes in a particular market, whereas corporate-level strategy is concerned with the scope of the organisation, including what businesses, markets or product lines it should be in (Whittington et al., 2020).  The primary path of cost leadership is not suitable since the pharmaceuticals are mostly competing based on scientific innovation, regulatory credibility, product efficacy and trust and not on the low price alone. The most appropriate solution can thus be seen in innovation-based differentiation, complemented by targeted differentiation in high-value therapeutic sectors like immunology, rare disease and vaccines where Sanofi has higher capabilities and better legitimacy compared to broad undifferentiated competition (Sanofi, 2026a).
[image: A Million Conversations: Bridging Trust Gap | Sanofi]
Figure 11: Bridging Trust Gap (Sanofi, 2026b)
The second layer of business level differentiation must be; trust based differentiation. As indicated in Figure 11, the inclusion initiative of A Million Conversations at Sanofi has now been extended to 11 countries, a fact that indicates that the company is striving to differentiate itself not just by science, but also by reliable interaction with various communities. This is important since competition in pharmaceuticals is becoming more and more reliant on access, credibility and perceived legitimacy among stakeholders, particularly in vaccines and chronic disease control (Sanofi, 2026b). 
[bookmark: _Toc228487501]5.2 Corporate-Level Strategy: Focused Diversification
Corporate level options, which are the most applicable are portfolio focus, related diversification, strategic partnerships, selective acquisition and market development. Diversification that is unrelated is less appropriate since it would spread resources and the focus of the management team is no longer on specialised capabilities required in biopharma. This is best supported by the fact that after the transaction with Opella, Sanofi characterized itself as a pure-play biopharma, which was strategically focused on breakthrough medicines and vaccines, and received approximately €10 billion in net cash proceeds. This implies that the optimal corporate path of Sanofi is not to diversify to other irrelevant field, but to intensify and discriminately expand its scope in the nearby biopharma prospects. A more specific recommendation can thus be made that is related diversification: reinforce core platforms, selective expansion in therapies and technologies that can be accommodated by existing competencies, and partnerships or acquisitions where it speeds up innovation without undermining strategic coherence (Sanofi, 2025).
[bookmark: _Toc228487502]5.3 Change Management: Lewin’s Unfreeze-Change-Refreeze Model
The change management at Sanofi can be evaluated by the Unfreeze-Change-Refreeze model by Lewin. The unfreezing phase can be seen in how Sanofi realized that evolving market conditions, digital disruption and complexity of its portfolio needed more focus. The Opella separation, the shift to pure-play biopharma, and the subsequent introduction of AI tools to the entire company are examples of a change stage that will help reduce discovery-to-therapy times and enhance manufacturing and commercial decision-making. Refreezing stage is seemingly partially entrenched in terms of strategy communication, platform investment and digital adoption, although it is not wholly complete as yet, as the company is yet to convert restructuring and technological change into stable long-term routines.
[image: ]
Figure 12: Lewin’s Unfreeze–Change–Refreeze model (Leadership Centre, 2026)
In general, it seems that Sanofi has handled the change fairly well, and this factor should facilitate the implementation; nevertheless, there is an execution risk, as the organisational systems, culture and growth diversification might not completely align with the new strategic model (Burnes, 2020).  




[bookmark: _Toc228487503]6. Strategic Evaluation and Recommendations
The process of evaluating the suitability, compatibility, performance, and viability of the strategy presently adopted by a company is known as strategic evaluation. The strategic analysis of Sanofi, presented in this case, is a synthesis of findings of its SWOT analysis (Strengths, Weaknesses, Opportunities, Threats) and Ansoff Matrix, which helps decide whether its current strategy is effective and what direction it should move to.
[bookmark: _Toc228487504]6.1 SWOT Analysis of Sanofi
[image: How to do a SWOT analysis with examples - SEEK]
Figure 1: SWOT Analysis (Seek, 2026)
Strengths: Sanofi possesses considerable R&D strengths, especially in the areas of vaccines and immunology, which is the basis of its dominance in the market. To illustrate, the vaccine sales of Sanofi were almost 7.2 billion in 2025, which indicates a stable performance supported by the high demand on the market (Statista, 2026a). 
Weaknesses: One of the major weaknesses is the productivity of R&D with Sanofi pipeline under more pressure due to patent expiry, including Lantus. Besides, the global regulators (particularly in such markets as U.S. and EU) impose a steady pressure on prices, which is a challenge to overcome (Whittington et al., 2020). 
Opportunities: The increasing demand of vaccines and biopharmaceutical treatment in parts of the world such as Asia and Africa is a huge opportunity. Having an increased expenditure on R&D, Sanofi is poised to take the opportunity of the growth of vaccines and immunology markets with their spending projected to go up to 7.84 billion in 2025 (Figure 7). 
Threats: The key threats are regulatory barriers particularly in pricing and reimbursement in key markets. Moreover, Sanofi could be at risk of losing its market share in the mature segments such as GenMed that experienced a -4.2% loss of growth in 2025 due to technological disruption and competition by generic drug manufacturers (Sanofi, 2026).
[bookmark: _Toc228487505]6.2 Ansoff Matrix Application
Product Development: Product development is the best growth strategy that Sanofi can pursue. The company needs to keep investing in innovative therapies like vaccines and biologics, as well as broaden its AI-driven drug discovery platform to improve the efficiency of its R&D. This is reflected in the fact that the company has been able to launch products successfully and gain regulatory approvals in 2025, which points out how it has been able to bring new products to the market (Sanofi, 2026).  
[image: Ansoff Matrix - Peter Boolkah]
Figure 13: Ansoff Matrix (Boolkah, 2026)
Market Penetration: Market Penetration: Market penetration can be achieved through increased sales of current products, in particular in therapeutic areas with high growth rates such as rare diseases and immunology. An example is the immunology products which experienced a substantial increase as a component of Sanofi specialty care revenue of €16.5 billion and a growth rate of 19.4 percent in 2025 (Statista, 2026). 
Market Development: Sanofi needs to consider entering into new geographies like Asia-Pacific where the need of sophisticated healthcare solutions, especially vaccines is growing very fast. Widening healthcare accessibility in these areas has the potential to multiply the presence of Sanofi and spur higher income because of untapped markets. 
Diversification: Diversification must be focused and be within its core therapeutic areas. Since the strategic decision to go pure-play biopharma company after the Opella separation, Sanofi must stick to building its core platforms of immunology and vaccines without unrelated diversification that may erode its strategic focus (Sanofi, 2025).
[bookmark: _Toc228487506]6.3 Recommendations
Focus on R&D-driven innovation: Sanofi must keep investing in AI-based R&D to accelerate the process of breakthrough therapy. The use of AI and digital tools will promote the rate of product development and clinical success.
Expand presence in emerging markets: Sanofi needs to further strategize its market penetration in Asia and Africa where there is an increasing demand of vaccines and innovative healthcare products.
Improve R&D productivity: By increasing internal R&D productivity, potentially by strategic alliances and through external innovation, Sanofi can stay ahead of its competitors.


[bookmark: _Toc228487507]Conclusion
This report finds that the strategy of Sanofi is generally effective and strategically sound, but not fully safe in the long-term. The external analysis revealed that it had good opportunities in innovation, ageing population demand and global health demands as well as significant pressures on the same due to regulation, pricing and technological disruption. The internal analysis established that the competitive advantage of Sanofi is based on mutually supporting network of R&D, manufacturing, vaccines skills and regulatory-commercial competence. The Balanced Scorecard is a strategic management approach that turns strategy into action through the creation of objectives in four areas: financial, customer, internal business processes and learning and growth (Kaplan and Norton, 1992).


[bookmark: _Toc228487508]Section 2 Reflection using Gibbs Cycle
This reflection is using Gibbs framework below.
[image: ]
Figure 14: Gibbs Reflective Cycle (Community Medicine 4 All, 2026)
Description: This report was written after a structured research and writing process in line with the module brief and logic of strategic management analysis. I initially defined the scope of the task and the reason I chose Sanofi was because the company provided a rich case study of competitive advantage, innovation, sustainability and strategic change in a highly regulated industry internationally. I then gathered information in company reports, official strategy pages, financial releases, industry pictures and scholarly literature and grouped the information according to the needed headings like PESTLE, VRIO, Balanced Scorecard, strategic choice and evaluation. At this point, I understood that it was not just necessary to describe models but connect them in such a way that one analysis would be based on the previous ones. The same understanding influenced my approach to planning the report and how I chose the evidence to include in each section (Gibbs, 1988). 
Feelings: Initially, I was confident with the simplified frameworks like PESTLE, VRIO and Ansoff, yet I was less confident in transforming them into a Level 7 critical discussion. What I was really worried about was not the knowledge of the models, but their application in a related manner without turning into repetitive. Word limits also posed a problem to me, as the assignment had a lot of sections, figures and citations and a set format to be followed. The other challenge was the issue of how much company information to include without being descriptive. I also became increasingly confident as I went further since I realized that the strength of the report would be that there would be a clear central argument; that the long-term strength of the strategy of Sanofi would be the ability to remain innovative, focused and executed. With that line of argument, the report seemed to be more logical and manageable (EBSCO, 2026). 
Evaluation: Several aspects of my process worked well. To begin with, I utilized the figures in a productive way and not as decoration. As an illustration, the revenue, R&D and portfolios visuals have allowed me to view the financial path of Sanofi, its commitment to innovation and business mix more tangibly. Second, I got to know the importance of not enumerating theory in a robotic manner but to apply each framework to a strategic question. PESTLE made me articulate the forces that forced Sanofi to make decisions; VRIO made me evaluate which internal strengths were in fact strategic and the Balanced Scorecard made me bring together both financial and non-financial performance in a single analysis. Nevertheless, not all the aspects of the process were effective. Initially, I used to gather too much information and judge it less often. It resulted in needless elaboration that I was required to eliminate later on (Whittington et al., 2020).
Analysis: The greatest thing that I have learnt in the process is that strategic analysis at MBA level is not about demonstrating that I know various models, but it is about choosing and combining the appropriate models to facilitate a clear judgement. This report helped me to comprehend better that external and internal analyses are not independent activities. External pressures like pricing regulations, regulation and technological change only makes sense when they are related to internal capabilities like R&D, manufacturing and market access. It was also revealed to me that critical writing relies on the selection of evidence. The sources inside the company provide insights into the present and the direction to follow, however, they must be counterbalanced by academic insights to prevent the regurgitation of corporate narratives (Burnes, 2020). 
Conclusion: In the event that I had to go through this report again I would start with a narrower synthesis matrix at an earlier stage of the process. Rather than gathering much information initially and narrowing down to the desired information later, I would chart each source to the particular strategic question it provided the answer to. As an example, I would consider initially what sources were most useful in the evaluation of external threats, which were most useful in the evaluation of internal capability, and which were most useful in the ultimate strategic judgement. I would also more strictly divide word counts section by section and then write complete drafts. This would cut down the time spent chopping material in future and would most likely enhance the balance between description and critique (Moon, 2004). 
Action Plan: I will enhance my work in four ways in future Level 7 assignments. To begin with, I will prepare a source list in advance to include before writing in order to make the purpose of each paragraph evident. Second, I will compose my main argument first and review all sections with it to be coherent. Third, I will be more strategic in using figures, I will only pull out data that can be analyzed and not attempting to reference all the data. Fourth, I will hone my critical voice by posing at least in each section the question not only what does this show? but why does it matter? and what does it imply on strategy? This practice will assist me in creating more analytical, more integrative and more concise work. The best thing is that I will keep on using structured reflection as a learning tool, as Gibbs cycle has assisted me to progress through the tasks of doing tasks to assessing my thinking, research and writing at postgraduate level (Gibbs, 1988).
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	PESTLE factor
	Key opportunity for Sanofi
	Key threat for Sanofi

	Political
	The EU pharmaceutical reform and priorities in public-health could contribute to innovation, competitiveness and access to medicine.
	The increased government regulation of medicine prices and access can decrease the pricing elasticity of Sanofi.

	Economic
	High-value therapeutic areas and revenue growth and strong global scale enable Sanofi to reinvest in R&D and vaccines.
	Profitability and investment capacity may be influenced by inflation, exchange-rate exposure and payer pressure.

	Socio-cultural
	The ageing population and the escalating chronic disease demands heighten the demand of vaccines, immunology and special treatments.
	Unequal access to healthcare and lack of trust in certain communities may restrain the adoption of products due to vaccine hesitancy.

	Technological
	R&D speed and operational efficiency can be enhanced with the help of AI, digital trials, biotechnology, and manufacturing automation.
	The rivals might follow the same or even more advanced technologies, decreasing the edge of innovation at Sanofi.

	Environmental
	Good sustainability performance has the potential to enhance legitimacy, investor confidence and resiliency of supply-chain.	
	The cost of operating may go up because of environmental compliance, carbon and waste-control requirements.

	Legal
	Innovation returns are safeguarded by patent protection and regulatory exclusivity to benefit Sanofi.
	Long-term returns can be decreased by patent expiry, pharmacovigilance regulations, product liability and drug-price bargaining.
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	Critical success factor
	Why it is critical in the pharmaceutical industry
	Relevance to Sanofi

	R&D productivity
	The pharmaceutical industries rely on the constant discovery and development of new drugs and vaccines. In case of poor R and D, the revenue in future may be reduced with the expiry of the present patents.
	Sanofi is heavily reliant on innovation in immunology, vaccines and specialty care. Thus, effective R&D is a key to further development.

	Regulatory approval capability
	There is no way to sell medicines and vaccines without the approval of the regulatory. Before commercial launch, safety, quality and clinical evidence are required.
	Sanofi is an international firm and therefore needs to deal with regulations in Europe, the United States and the emerging markets.

	Manufacturing reliability
	Pharmaceutical products demand constant quality, safe manufacturing and dependable supply. Failure to manufacture can hurt revenue, reputation and patient trust.
	This is a significant strategic strength as Sanofi has a global production network which facilitates the supply of many medicines and vaccines on a large scale.

	Market access and pricing capability
	Medicines should be affordable even following approval, reimbursed and accepted by healthcare systems. Profitability can be minimized by pricing pressure.
	Sanofi is under pressure of pricing and reimbursement in key markets and thus the key to commercial success is access to the markets.

	Scientific and public trust
	Pharmaceutical products, and more so, vaccines, are something that patients, doctors, governments and regulators must trust. Lack of trust may diminish adoption and legitimacy.	
	The history of Sanofi vaccines and trust-building campaigns contributes to its differentiation and reputation among people.
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	Strategic capability
	Valuable?
	Rare?
	Difficult to imitate?
	Organised?
	Strategic implication

	Global vaccine manufacturing and supply network
	Yes. It supports large-scale, reliable and high-quality medicine and vaccine supply.
	Yes. Few firms have similar global vaccine manufacturing infrastructure.
	Yes. It requires high capital investment, regulatory knowledge and long operational experience.
	Yes. Sanofi invests in modernisation and digitalisation of its manufacturing network.
	Sustained competitive advantage.

	Immunology R&D capability
	Yes. It supports growth in high-value therapeutic areas.
	Partly. Other large pharmaceutical firms also invest in immunology, but Sanofi has strong specialist knowledge.
	Partly. Scientific knowledge, clinical data and research experience are difficult to copy quickly.
	Yes. Sanofi’s strategy is focused on R&D-led biopharma growth.
	Temporary to sustained advantage, depending on pipeline success.

	Vaccine expertise and brand reputation
	Yes. Trust and expertise are important for vaccine adoption and public-health partnerships.
	Yes. Sanofi has a long vaccine history and strong global presence.
	Yes. Reputation and vaccine know-how develop over many years and cannot be copied quickly.
	Partly. Sanofi has trust-building initiatives, but it must continue maintaining public confidence.
	Potential sustained competitive advantage.

	Regulatory and market access capability
	Yes. It helps Sanofi gain approvals and commercialise products globally.
	No. Most large pharmaceutical companies also have strong regulatory systems.
	Partly. Experience helps, but competitors can build similar systems.
	Yes. Sanofi has global compliance and launch structures.
	Competitive parity with some
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