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Executive Summary

[bookmark: _GoBack]Pfizer, a company established in 1949 has become the largest pharmaceutical company in the world.  

The external and internal environments were analysed to obtain its current market position.  These included SWOT Analysis, PESTLE Analysis, Porters 5 Forces Analysis, Generic Analysis, Stakeholder Analysis, and a BCG analysis.

This resulted in understanding that Pfizer’s revenue has almost doubled in 2021 compared to 2021 and this was partly due to their success in producing a Covid-19 vaccine.  

Pfizer also has a lot of drugs which are patented and this allows them to charge a high premium for their drugs which yields a greater profit margin but they have also been accused of profiteering from such high pricing policy.  

Pfizer has the largest R&D budget in its sector and has been acquiring smaller companies that have innovative drugs in its pipeline.  This has allowed Pfizer to continue its market growth and will help them do so in the near future. 
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1.0. Terms of Reference

This report was requested by Braynach Heffernan on the 10th of April, 2022 as part of the strategic management module. The purpose of this report is to strategically analyse and evaluate the business strategy of Pfizer.   This report will be compiled by the researcher Bilkis Hussain, with a completion date of 24th June, 2022.  

2.0.  Procedure
The report will involve primarily research as well as the use of secondary research methods such as books, online articles, journals, and official websites.

 





















3.0. [bookmark: _Toc66963976]Findings
3.1. Pfizer

3.1.1. Background – Pfizer


Pfizer is one of the world most premier Biopharmaceutical companies.  Currently, it employs more than 96,000 people and operates in 180 countries (Drugwatch, 2022).   Pfizer was first established in 1849 as Charles Pfizer & Company by Charles Pfizer and Charles Erhat in Brooklyn, New York (Pfizer, 2022).  The initial business was set up as a fine chemicals business and one of their first products was a palatable, toffee flavored anti-parasitic drug.  This was a result of a positive partnership combination of Charles Pfizer, who was a chemist, and Charles Erhart, who was a confectioner (Pharmaphorum, 2020). 

Pfizer benefited greatly from the American Civil War in the 1860’s as the need for painkillers and antiseptics for the armies helped the company double is revenue (Pharmaphorum, 2020).  After the American Civil War Pfizer began to manufacture citric acid, it was used by soft drink such as Coco-cola, Dr Pepper, Pepsi-cola (BBC, 2014).  Citric acid was one of the main products that allowed Pfizer to prosper for decades to come.  

Later in 1928, Pfizer was able to discover how to mass produce anti-biotic called penicillin using deep tank fermentation and such products were used in large quantities in World War 2 (ACS, 2008).  The next most notable innovation by Pfizer was drug called Viagra; it was used to treat men with Erectile Dysfunction (ED).  Viagra was introduced in 1998 and was called a miracle drug.  Its sales generated $2 billion in 2012 in the US only (BBC, 2014).  

Pfizer understood the importance of having access to new products and invested in many companies that had upcoming patents.  Pfizer acquired Warner-Lambert, Pharmacia, Wyeth, Hospira, Medivation, and many others to take advantage of potentials of these companies (Investopedia, 2021).












3.1.2. Vision & Mission

	
“We’re in relentless pursuit of breakthroughs that change patients’ lives. We innovate every day to make the world a healthier place.  It was Charles Pfizer’s vision at the beginning and it holds true today.” (Pfizer, 2022)

The above statement is Pfizer’s vision & mission statement.  Pfizer is in the business of medical research and innovation to allow people with illnesses to better their lives and make the world a healthier place, that is how it attempts to fulfill its vision of seeing a healthy world .  This can be considered to be true as the company has recently taken a leading role in dealing with the Covid-19 pandemic by coming up with the most successful vaccine currently available to date.  They have further advanced the vaccine by producing the oral based medication called Paxlovid (FDA, 2021).  It is the first approved oral Covid-19 drug.  Furthermore, Pfizer has many successful products as shown on the above table which include cancer drugs, blood thinners, arthritis drugs etc.  These are all designed to make the life of patients better.

Pfizer have taken the notion of making the world a healthier place by providing drugs that are patented to 1.2 billion people who are based in low income countries (BMJ, 2022).  The article in the British Medical Journal notes that 23 different drugs and vaccines are being made available on a not-for-profit basis.  However, this generosity is being critised in the article as being too little too late due to the fact that Pfizer’s Covid 19 vaccine has been primarily available to the richer nations and this has slowed the world-wide attempt of neutralizing the virus.

Pfizer’s mission statement also states it was Charles Pfizer’s mission since the company was formed.  This statement can be seen as a contradiction as the company was supplying citric acid to companies like Coco-cola and Pepsi-Cola to produce fizzy drinks.  British Heart Foundation (2022) advises that regular intake of fizzy drinks can be dangerous for people’s health as it contributes to obesity and heart disease.  Pfizer’s role in the fizzy drinks industry cannot be seen as caring for patients and making their lives better.








3.1.3. Ownership & Operation

Pfizer’s current Chief Executive Officer and Chairman is Dr. Albert Bourla.  He is ultimately in charge of the direction of the company.  Pfizer, is a publically traded company and hence it major owners will be its shareholders. 

The main financial backers of the company are investment companies.  Vanguard Group setup in 1975 is one of the largest investment groups in the world (Vanguard, 2022).  It has around $25 billion worth of shares in Pfizer (stockzoa, 2022).  There are other stakeholders such as Wellington management company, Geode Capital Management, Morgan Stanley, Bank of America Corporation (stockzoa, 2022) and they are all investment management companies.  Understanding the financial backers of Pfizer can help one get an insight into why Pfizer is charging a premium for its products; as it wants to provide a return of investment to its shareholders.

Pfizer has gone through many organizational transformations.  For example they used to have a business unit that dealt with animal health but this has now been sold off in 2012 (Pharmatimes, 2012).  This has been the approach of Pfizer for a while now where they would acquire a certain business and then develop it and then sell it off.

Currently Pfizer is operating as two segments: 
· Pfizer Biopharmaceuticals
Group - This has sub groups such as vaccines, oncology, internal medicine, hospital, inflammation and immunology, and rare disease.  They have drugs or vaccines for each of these categories. 

· Pfizer CentreOne -  this unit is the manufacturing unit of the business.  It also contracts to make drugs for other companies too.









3.1.4. Market Data


Pfizer’s most notable commercial and humanitarian contribution to society has been the production of its Covid-19 Vaccine.  

Pfizer expects covid variants to continue to develop and the company has projected sales of around $27 billion in 2027 for the Covid-19 vaccine (Fierce Pharma, 2021).  This will ensure Pfizer has a steady source on income from this particular avenue of its business.  It is evident that Covid-19 had had a huge impact the revenue growth of Pfizer as Statista (2022) chart indicates that since the beginning of Covid-19 era Pfizer has doubled its revenue.  For example, in 2020 their revenue was $41.9 billion and in 2021 that revenue had almost doubled at $81.3 billion.  The table below provides information on Pfizer’s Profit for the two years.


	
	2021
	2020
	% Change

	Revenue
	$81.288 billion
	$41.651 billion
	+95

	Net income
	$21.979 billion
	$9.159 billion
	+139.9


Source: Pfizer (2021)


[image: ]

Pfizer produces over 300 pharmaceutical products (PfizerB, 2022) for the general consumer market.  The top selling products and the sales generated are shown on the table below:

	Product
	Use
	2021 Revenue generated

	Comirnaty
	Covid 19 Vaccine
	$36.83 Billion

	Eliquis
	Blood thinner
	$16.73 Billion 

	Ibrance
	Breast cancer
	$5.4 Billion

	Prevnar Family
	Pneumococcal vaccine
	$5.27 Billion

	Xeljanz
	Arthritis
	$2.455 Billion



Source: DrugDiscoveryTrends (2022)



When it comes to market share in the BioPharma industry Johnson & Johnson had clearly been the market leaders for many years.  During 2018 and 2019 it generated sales of just over $82 billion, which was double of what Pfizer was generating (Macrotrends, 2022).  However, the impact of the Pfizer’s Covid-19 vaccine is evident on its 2022 figure as it’s expected to generate around $101.3 billion (FiercePharam, 2021b).  Whereas Johnson & Johnson generated $94.88 billion at the end of March 2022 (Macrotrneds, 2022).  These figures are indicative of the fact that Pfizer is now the largest BioPharma in the world and it has done so by overtaking Johnson & Johnson.
























3.2. Analysis of Current Strategy



3.2.1. SWOT Analysis
A SWOT Analysis can allow a company to assess what is does best now and what it could do better.  It also considers potential threats and risks to the business (Sarsby, 2016).  

The full result of the SWOT Analysis has been provided in Appenix A.  The following are the major findings from the analysis.

It is clear that Pfizer has become the market leader in supply of the covid-19 vaccine and this has contributed to making Pfizer the largest market share holder in the business. This can be seen from its sales revenue and projected revenues.  This has enabled Pfizer to invest $10.5 billion in Research and development (Pfizerc, 2021).  This is amongst one of the highest in its sector.  This will help them develop more cures for illnesses and help further market growth.

Pfizer has some weaknesses and these can affect its brand image as well as its sales revenue.  There have been a large number of cases have been filed against Pfizer, mostly for medical ailments purportedly caused by some of its most popular drugs. It holds the record for the biggest fine ever paid in a lawsuit involving healthcare fraud (DoJ, 2009).  This can tarnish the reputation of a company.  Another weakness that could affect its revenue is the loss of patents.  Pfizer continually losses it patents on drugs and will lose further patents in 2026 and 2027 of Prevnar 13, Eliquis and Xtandi.  This would result in a loss of up to $20 billion (FierceBiotech, 2020). 


Pfizer also has many opportunities that it can take advantage of in the current market.  It has the most sought after covid-19 vaccine and has now produced a pill based oral vaccine and this provides the company with huge opportunities to make these vaccines available all over the world in remote locations as in a pill form they can be distributed to more remote locations.  They could also take advantage of the extra income generated and acquire more businesses with potential future products.  They can also take further opportunities to collaborate with other companies to produce products.

Economic downturn could result in less stakeholders being able to access their products and this could affect sales revenues.  When patents run out competitors will produce generic versions of Pfizer’s products and reduce their revenue.


3.2.2. PESTLE Analysis

A PESTLE Analysis allows one to understand the environment within which it operates.  External context of a business refers to the outside factors which affect organisations objectives (Berkman, 2019). 


Political

· Russia – Pfizer has decided to stop all its investments in Russia as a result of Russia’s invasion of Ukraine.  They have also decided to maintain humanitarian supply of medicines to Russia and the proceeds from the sales will go directly to help the Ukrainian citizens who are suffering as a result of the invasion (Pfizerd, 2022).  This means that Pfizer will lose out considerably by not investing in Russia and then giving the proceeds of sales to humanitarian aid.  This could be a long term revenue loss.  Pfizer would have taken into account political restless, especially in countries like Africa where there constant wars but it would not have expected it to happen so close to Europe. 

· Pricing pressure – the company could come under government pressure to reduce the price of its drugs / vaccines and make it more affordable to lower income family.  This could result in reduction of profits for the company.  Pfizer is already under pressure from the media as they have been accused of profiteering from their Covid-19 vaccine.

· Higher taxes possible - where governments feel the price of their drugs are not acceptable governments may decide to increase the rate of taxes for their products.  This would result in less profit and a more expensive product to sell to the buyer.


Economic

· Exchange rates – volatile exchange rates can affect how much Pfizer pays its suppliers and how much it charges for its products.  This can result in loss of generated income if the exchange rate is lower at the time of the purchase.  

· Economic recessions - can impact any company’s growth adversely.  Prices of all essential items have been increasing.  Some due to Covid19 and recently due to the Russian invasion.  There are discussions of possible recession due the higher rates of inflation (Forbes, 2022).  If customers and governments do not have the budget to access Pfizer’s products then the company will lose out on sales revenues until the economy has come out of recession. 

· Increase in production costs – As minimum wages increase, price of raw materials increase, and energy costs increase the price of the final product will also increase and this could lead to Pfizer’s product becoming more expensive than some of its competitors.   


· Health care expenditure – the average health care expenditure in the UK is increasing.  According to the Office of National Statistics (ONS, 2022) non government health care expenditure had grown by around 7% in 2021.  ONS estimates both Government and non government health care expenditure in the UK to have been around £277 billion in the UK alone.  This may well be an indication that people have more disposable income and are becoming more health conscious.

 
Social

· Ageing population – people are living longer especially in developed countries.  For example in the UK by 2042 there is expectation that one in every four people will be over the age of 65 (CFAB, 2022).  In Japan, according to a European Parliament report (EP, 2020) one in every three people will be over the age of 65 by 2036.  

· Obesity rates increasing - people are becoming overweight and obese throughout the world.  According to The Royal Society for Public Health (RSPH, 2022) two-thirds of the UK adult population is either overweight or obese.  

· Healthy consumer attitude - though this may be a contradiction but more and more people are becoming conscious of their health.  Less people are now smoking in 2022 and it’s expected to decline further in the next 5 years (IBISWorld, 2022).  Further to that, people are becoming increasingly aware of becoming fitter and the gym membership in the UK has risen from 5.7 million in 2017 and is expected to be around 7 million in 2022 (SA, 2021).  This is further backed by UKactive which predicts over 20% of the UK adult population to be in a gym by 2030 and is working with the government to provide the infrastructure for it (UKactive, 2021).


Technological

· Marketing – Pfizer is a well established company with knowledge of marketing.  They have used most of the available platforms on the internet i.e. Youtube, Facebook, Twitter, Weibo, 

· Another technological factor that would impact Pfizer would be its competitors gaining a technological edge over Pfizer by using innovation. If its competitors invest more in research and development, Pfizer may be driven out of the market.
	
· Innovation – Pfizer uses technological innovation to help it deliver it products.  Pfizer introduced a host of new digital methods of dealing with the process of drugs productions and these included augmented reality (AR) cameras which allowed engineers to remotely troubleshoot problems and train employees safely.  Artificial Intelligence (AI) was used to store the Covid19 vaccines in temperature controlled freezers and live data would be sent to the control centre throughout the transportation phase (Pfizere, 2022).  This innovation has allowed the covid19 vaccine to be produced and distributed in speed and safety.




Legal

Due to the nature of the industry, governments have many strict rules and regulations that must be adhered to.  These can differ from one country to another and they must be taken into consideration when entering that market. 
Breaking the law can have significant impact on a company including loss of reputation, heavy fines, and even a ban.  Pfizer was fined $2.3 billion for illegally promoting the uses of some of its drugs (ABCNEWS, 2009).  Tarnish on its reputation was when it was fined £84.2 million by the UK’s Competition and Markets Authority for charging the NHS 2,600% more for a epilepsy drug (Gaurdianc, 2016).  

Recently, Alnylam Pharmaceuticals filed a case against Pfizer and Moderna for patent infringement in relation to the Covid19 vaccine (Alnylam, 2022). This has the potential o be very damaging to the reputation of Pfizer as well as being a significant threat to its income potential from the Covid19 vaccine.  



Environmental

Consumers have now become more aware of activities which affect the planet adversely.  Staying consumer friendly and becoming a sustainable company is important.  Pfizer is keen on becoming a carbon neautral organisation.  It is targeting getting 100% of its energy from renewable sources and hopes to address the residual emissions of its activity (Pfizerf, 2022).   

Supply Chain – as extreme weather is becoming more common in different parts of the world it would be considered wise to have suppliers at different parts of the world in case of any natural disaster in one part of the world the supply chain disruption would be less severe



3.2.3. Porter’s 5 Force Analysis

Porter’s 5 Force Analysis provides an opportunity for a company to assess the main sources of competition in the industry.  The full analysis is provided in the in the appendix.

1. Competition in industry

The pharmaceutical industry has many big players including Johnson & Johnson, Merck & Co, Roche, Novartis, AbbVie, GSK, Reckitt Benckiser, Abbott, and many more.  The R & D spending for some of the companies are listed below:


	Company name
	R&D Spend
	R&D as a percentage of revenue

	Pfizer
	$13,829,000,000
	17.0%

	Roche Pharmaceuticals 
	$13,342,082,240
	27.1%

	Merck & Co
	$12,245,000,000
	25.1%

	Johnson & Johnson
	$11,882,000,000
	22.8%

	Bristol Myers Squibb
	$11,354,000,000
	24.5%

	AstraZeneca
	$9,736,000,000
	26.0%

	Novartis
	$9,540,000,000
	18.5%

	AbbVie
	$7,084,000,000
	12.6%

	 Eli Lilly
	$7,025,900,000
	24.8%

	 Sanofi
	$6,716,560,000
	15.1%

	GlaxoSmithKline (GSK) 
	$6,571,776,000
	14.0%


Source: DDD (2022)

It is evident from the above table that many companies have a large amount of money invested in R&D and these companies are all potential rivals to Pfizer.  The competitive rivalry is high as all these companies are trying to find the next best health product.

2. Potential of new entrants into the industry 
It takes a lot of resources in R&D to be able to establish a new company in the Pharma industry.  Pfizer has a budget of $10.5 billion for R&D in 2021 (Pfizerc, 2021).    Entering into the pharmaceutical industry is considered one of the top 10 industries with the highest barriers to entry (Businesswire, 2020).  Potential is fairly low.


3. Power of suppliers 
Being such a large pharmaceutical company, which has over 300 suppliers (Pfizerg, 2022), they can be considered as having diversity in the supply chain allowing them to be more resilient to changing environments.  The bargaining power of suppliers can be considered to be low.



4.  Power of customers 

The bargaining power of a customer who buys in bulk such as the NHS can be high especially if there are many alternative products available on the market.  However, if the product is a break-through product then the customer may be at a disadvantage.  Therefore it would be dependent on the particular drug.  In general, it would be feasible to say that the customer has a high bargaining power.

5. Threat of substitute products
Pharmaceuticals companies are always aware of herbal and homeopathic products being introduced into the market.  In the UK, Holland & Barrett is amongst the leading suppliers and manufactures on herbal medication (H&B, 2022).  In addition, The NHS also provides a limited access to homeopathic medication (NHS, 2021).  Therefore, substitute products are a possibility but the risk would be between low to moderate. 



3.2.4. Generic Analysis


Porter’s Generic Analysis allows a company to obtain strategies of how best to sell its provides.

It is evident from the analysis that Pfizer largely operates in the product differentiation category.  Pfizer is primarily based on producing products that are different from its competitors and having them patented.  It is then able to charge its customers a premium price for the products uniqueness.  This is the case for many of Pfizers drugs and vaccines including the covid-19 vaccine.  It has a large portfolio of patented drugs.  This approach is good for global brand recognition and is a vital source of income.  Most of Pfizer’s current income is through patented drugs and vaccines.
Pfizer uses innovation trough R&D to address consumer health concerns and capitalise on the market.
Though Pfizer does utilise cost leadership to reduce cost of generic drugs for its customers in the poorer parts of the world.




3.2.5. Stakeholder Analysis
A Stakeholder analysis was carried out and it was found that governments, public health organisations and medical professionals have a lot of power.  For example governments can produce legislation to make drug production more difficult.  

Shareholders have a high interest in what is being produced by the company and if the right product is being produced then they will continue to invest in the company and if the company is not successful then they will withdraw their investment.

Hospitals and pharmacies always have high interest in new products that may be coming out which they could use or sell but do not have the power to force Pfizer to produce a product.





3.2.6. BCG Matrix

A BCG Matrix allows a business to help with long term strategic planning and provides insight into potential growth of the company.

The BCG Matrix has been provided in the Appendix.

Currently Pfizer has many products that are cash cows as they are generating a lot of income for the company and they include drugs like Comirnaty, Prevanor Family, Eliquis, Ibrance, Sulperzon etc.  These will continue to provide Pfizer high sales revenue at least until it patents expire.

On the other hand Pfizer has new products in the market that are stars and have a lot of potential in the future.  One of them being the oral form of the covid-19 vaccine (Paxlovid).  This product should be invested in further as it makes vaccines more remotely accessible and will be a future cash cow.


3.2.7. Evaluation

It is clear from all the analysis that Pfizer is currently in a strong market position with high sales revenue.  This is particularly due to the Covid-19 vaccine.  This has meant that they have the highest R&D budget in the industry and have potential to further acquire smaller companies and continue their growth.

They will also do well by continuing to collaborate with similar companies to produce products that sell well in the market.  For example the Covid-19 vaccine is a joint project.  They also have a partnership with GSK, which has been very successful (GSK, 2019).

Pfizer has a lot of shareholders that are investment companies and they will want an return on their investment, which means Pfizer must charge its customers a price which allows it to make substantial profits for these investors.  

Pfizer must take into account that it’s vulnerable to competition from other pharmaceutical companies and must use its research to invest in the future growth.  For example, as the world population is ageing and people are living longer they are more likely to have more diseases like cancer.  Pfizer can invest into those segments in the market.



3.3. Advantages and disadvantages of current strategy



There are many advantages and some disadvantages to the current strategy Pfizer is following.  Some these are as follows.

Acquisitions & Innovative products – Pfizer has over 745 international drug patents (Drugpatent, 2022).  This is a result of investment in R&D and the acquisitions of smaller companies.  It is these smaller companies that provide the real innovation (Stat, 2019).  They have been doing the R&D and have potential drugs in the pipeline and a company like Pfizer would buy them out.  This is beneficial for both companies.  Pfizer has the resources to produce the drugs due to its infrastructure.  

Pricing - As Pfizer is producing innovated drugs / treatments are has the right to set a high price for these drugs and that’s how it makes the bulk of its money.  Another method of increasing revenue is to increase the price of drugs over time.  This is good for the company as it will generate more income but not good for the consumer and it can be seen as a negative image towards the company.  For example, Pfizer has recently been critised for profiteering from the sales of the covid-19 vaccine.  Its sales of the vaccine has jumped 77% in the first quarter of 2022 and campaigners are accusing them of profiteering by not sharing the technology and allowing countries to manufacture their own vaccines (Guardian, 2022).  Pfizer were charging 19.5 Euro’s per jab whereas, AstraZeneca were charging $2.15 per jab (Guardian, 2021).  This price difference is significant and AstraZeneca had stated that it will not make a profit on the vaccine during the pandemic.  However, one could argue for Pfizer charging a premium for its vaccine as it protect 94.5 % of people from developing Covid and AstraZeneca only protects 70% of the people (UNSW, 2022).  

Revenue increase – Pfizer’s revenue has increase by over 95% (Pfizer, 2021) and this is largely due to the covid-19 vaccines.  But this is still an indication that given the opportunity Pfizer has the potential to produce the products that are needed and make money in the process.







4.0. Conclusion

Though Pfizer initially began as small company in the US, it has now become the biggest Pharmaceutical Company in the world.

The recent covid-19 pandemic has been hugely beneficial to Pfizer as its most recent growth has been from the Comirnaty vaccine.  Pfizer continues to collaborate with other companies to take advantage of their speciality (Biontec & Pfizer).

Pfizer has over $10 billion of R&D budget which it utilises to acquire smaller companies and they has been the backbone to Pfizer’s success prior to the pandemic.  

It current strategy of investing in innovative companies and having a lot of patented drugs will see it continues to dominate the market for the foreseeable future.   
[bookmark: _Toc66963978]
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Appendix A – SWOT ANALYSIS


























	STRENTHS
	WEAKNESSES

	
· Market Leader: Since the Covid19 pandemic Pfizer has become the market leader in the pharmetucal industry as a result of the success of its covid19 vaccine. 

· Investing in research and development: Pfizer has invested $10.5 billion in Reseach and development (Pfizerc, 2021).  This is amongst one of the highest in its sector.  This will help them develop more cures for illnesses.


· Strong Historical background: Pfizer first began in 1849.  It now has over 170 years of experience.  It has evolved from a one-stop shop to a multinational corporation.

· Brand strength: Pfizer is the manufacturer and marketer of many brands and products that are well-known all over the world. These include Advil, Viagra, Xanax etc.


· COVID-19 vaccine: Pfizer`s work in developing and mass-producing a vaccine for the COVID-19 virus is unparalleled.



	
· Lawsuits involving drugs: a large number of cases have been filed against Pfizer, mostly for medical ailments purportedly caused by some of its most popular drugs. It holds the record for the biggest fine ever paid in a lawsuit involving healthcare fraud (DoJ, 2009).  This can tarnish the reputation of a company.

· Competitors: Pfizer faces competition in the dominance of Prevnar
vaccines, especially from Merck whose own Pneumococcal vaccine is strong.


· Loss of patents: Pfizer continually losses it patents on drugs and will lose further patents in 2026 and 2027 of Prevnar 13, Eliquis and Xtandi.  This would result in a loss of up to $20 billion (FierceBiotech, 2020)

· R&D – though Pfizer has a lot of resources allocated to r&d there are other companies who invest more in their r&d and Pfizer may need to increase its investment to keep ahead of the game.

	OPPORTUNITIES
	THREATS

	
· Covid19 is not expected to go away in the forseable future and Pfizer will continue to do well in this market, especially as it has already developed its first oral vaccine.

· Provide its Covid19 vaccine in low income countries and become a more favourable brand as the company has been accused of profiteering from over charging for the covid19 vaccine.


· Higher revenues will allow more resources to be allocated to R&D to help development of future products.

· Acquire smaller companies with pending patents to increase drugs portfolio.



	


· New product development by competitors

· Loss of further patents could lead to further loss of revenue which would also mean less money is spent on R&D.


· Economic downturn can threaten the amount of drugs bought by consumers.



















Appendix B – PESTLE ANALYSIS



























Political

Russia – Pfizer has decided to stop all its investments in Russia as a result of Russia’s invasion of Ukraine.  They have also decided to maintain humanitarian supply of medicines to Russia and the proceeds from the sales will go directly to help the Ukrainian citizens who are suffering as a result of the invasion (Pfizerd, 2022).  This means that Pfizer will lose out considerably by not investing in Russia and then giving the proceeds of sales to humanitarian aid.  This could be a long term revenue loss.

Pricing pressure – the company could come under government pressure to reduce the price of its drugs / vaccines and make it more affordable to lower income family.  This could result in reduction of profits for the company.  Pfizer is already under pressure from the media as they have been accused of profiteering from their Covid-19 vaccine.

Higher taxes possible - where governments feel the price of their drugs are not acceptable governments may decide to increase the rate of taxes for their products.  This would result in less profit and a more expensive product to sell to the buyer.


Economic
Exchange rates – volatile exchange rates can affect how much Pfizer pays its suppliers and how much it charges for its products.  This can result in loss of generated income if the exchange rate is lower at the time of the purchase.  
Economic recessions -  can impact any company’s growth adversely.  Prices of all essential items have been increasing.  Some due to Covid19 and recently due to the Russian invasion.  There are discussions of possible recession due the higher rates of inflation (Forbes, 2022).  If customers and governments do not have the budget to access Pfizer’s products then the company will lose out on sales revenues until the economy has come out of recession. 

Increase in production costs – As minimum wages increase, price of raw materials increase, and energy costs increase the price of the final product will also increase and this could lead to Pfizer’s product becoming more expensive than some of its competitors.   
Health care expenditure – the average health care expenditure in the UK is increasing.  According to the Office of National Statistics (ONS, 2022) non government health care expenditure had grown by around 7% in 2021.  ONS estimates both Government and non government health care expenditure in the UK to have been around £277 billion in the UK alone.  This may well be an indication that people have more disposable income and are becoming more health contious.

 
Social

Ageing population – people are living longer especially in developed countires.  For example in the UK by 2042 there is expectation that one in every four people will be over the age of 65 (CFAB, 2022).  In Japan, according to a European Parliament report (EP, 2020) one in every three people will be over the age of 65 by 2036.  

Obesity rates increasing -  people are becoming overweight and obese throughout the world.  According to The Royal Society for Public Health (RSPH, 2022) two-thirds of the UK adult population is either overweight or obese.  

Healthy consumer attitude -  though this may be a contradiction but more and more people are becoming conscious of their health.  Less people are now smoking in 2022 and its expected to decline further in the next 5 years (IBISWorld, 2022).  Further to that, people are becoming increasingly aware of becoming fitter and the gym membership in the UK has risen from 5.7 million in 2017 and is expected to be around 7 million in 2022 (SA, 2021).  This is further backed by UKactive which predicts over 20% of the UK adult population to be in a gym by 2030 and is working with the government to provide the infrastructure for it (UKactive, 2021).


Technological


Marketing – Pfizer is a well established company with knowledge of marketing.  They have used most of the available platforms on the internet i.e. Youtube, Facebook, Twitter, Weibo, 
Another technological factor that would impact Pfizer would be its competitors gaining a technological edge over Pfizer by using innovation. If its competitors invest more in research and development, Pfizer may be driven out of the market.
	
Innovation – Pfizer uses technological innovation to help it deliver it products.  Pfizer introduced a host of new digital methods of dealing with the process of drugs productions and these included augmented reality (AR) cameras which allowed engineers to remotely troubleshoot problems and train employees safely.  Artificial Intelligence (AI) was used to store the Covid19 vaccines in temperature controlled freezers and live data would be sent to the control centre throughout the transportation phase (Pfizere, 2022).  This innovation has allowed the covid19 vaccine to be produced and distributed in speed and safety.




Legal

Due to the nature of the industry, governments have many strict rules and regulations that must be adhered to.  These can differ from one country to another and they must be taken into consideration when entering that market. 
Breaking the law can have significant impact on a company including loss of reputation, heavy fines, and even a ban.  Pfizer was fined $2.3 billion for illegally promoting the uses of some of its drugs (ABCNEWS, 2009).  Another tarnish on its reputation was when it was fined £84.2 million by the UK’s Competition and Markets Authority for charging the NHS 2,600% more for a epilepsy drug (Gaurdianc, 2016).  

Recently, Alnylam Pharmaceuticals filed a case against Pfizer and Moderna for patent infringement in relation to the Covid19 vaccine (Alnylam, 2022). This has the potential o be very damaging to the reputation of Pfizer as well as being a significant treat to its income potential from the Covid19 vaccine.  



Environmental

Consumers have now become more aware of acitivites which affect the planet adversely.  Staying consumer friendly and becoming a sustainable company is important.  Pfizer is keen on becoming a carbon neautral organisation.  It is targeting getting 100% of its energy from renewable sources and hopes to address the residual emissions of its activcity (Pfizerf, 2022).   

Supply Chain – as extreme weather is becoming more common in different parts of the world it would be considered wise to have suppliers at different parts of the world in case of any nautral disaster in one part of the world the supply chain disruption would be less severe.
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6.  Competition in industry

The pharmaceutical industry has many big players including Johnson & Johnson, Merck & Co, Roche, Novartis, AbbVie, GSK, Reckitt Benckiser, Abbott, and many more.  The R & D spending for some of the companies are listed below:


	Company name
	R&D Spend
	R&D as a percentage of revenue

	Pfizer
	$13,829,000,000
	17.0%

	Roche Pharmaceuticals 
	$13,342,082,240
	27.1%

	Merck & Co
	$12,245,000,000
	25.1%

	Johnson & Johnson
	$11,882,000,000
	22.8%

	Bristol Myers Squibb
	$11,354,000,000
	24.5%

	AstraZeneca
	$9,736,000,000
	26.0%

	Novartis
	$9,540,000,000
	18.5%

	AbbVie
	$7,084,000,000
	12.6%

	 Eli Lilly
	$7,025,900,000
	24.8%

	 Sanofi
	$6,716,560,000
	15.1%

	GlaxoSmithKline (GSK) 
	$6,571,776,000
	14.0%


Source: DDD (2022)

It is evident from the above table that many companies have a large amount of money invested in R&D and these companies are all potential rivals to Pfizer.  The competitive rivalry is high as all these companies are trying to find the next best health product.

7. Potential of new entrants into the industry 
It takes a lot of resources in R&D to be able to establish a new company in the Pharma industry.  Pfizer has a budget of $10.5 billion for R&D in 2021 (Pfizerc, 2021), this is a vast some of money that would be difficult to generate for a new company.  In addition to that setting up factories, suppliers, distributions channels, understanding the legislation and licensing requires as lot of capital investment. Though it is possible to be able to establish a new startup company though venture capital investment.  It is highly unlikely to be of a threat to a multinational company like Pfizer.  Entering into the pharmaceutical industry is considered one of the top 10 industries with the highest barriers to entry (Businesswire, 2020).  Another aspect a new company will not have is brand recognition and trust.  Therefore, the likely hood of a new entrant is fairly low.  However, a new entrants are likely to be acquired by larger companies like Pfizer once they developed feasible products.


8. Power of suppliers 
Being such a large pharmaceutical company, which has over 300 suppliers (Pfizerg, 2022), they can be considered as having diversity in the supply chain allowing them to be more resilient to changing environments.  Pfizer is not dependant on a handful of suppliers, it has the ability to negotiate the best prices for its materials with its variety of suppliers.  The suppliers would not want to lose a multinational company of that scale and would likely to adhere to the terms provided by Pfizer.   The bargaining power of suppliers can be considered to be low.



9.  Power of customers 

The bargaining power of a customer who buys in bulk such as the NHS can be high especially if there are many alternative products available on the market.  However, if the product is a break-through product then the customer may be at a disadvantage.  Therefore it would be dependant on the particular drug.  In general, it would be feasible to say that the customer has a high bargaining power.

10. Threat of substitute products
Pharmaceticals companies are always aware of  herbal and homeopathic products being introduced into the market.  In the UK, Holland & Barrett is amongst the leading suppliers and manufactures on herbal medication (H&B, 2022).  In addition, The NHS also provides a limited access to homeopathic medication (NHS, 2021).  Homeopathic medication can be used to treat asthma, cold and flu, mental health conditions, arthiritis, high blood pressure, dermatitis and many others.   On the other hand, there are many copy cat drugs or similar drugs that can be competitive.  Patents will protect pharmaceutical products from being copied and used as a substitute. However, when a patent of a drug expires, many companies will produce generic drugs to compete against the branded drug and the sales revenue of the branded drug can plummet.  Therefore, substitute products are a possibility but the risk would be between low to moderate. 
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Appendix E – BCG ANALYSIS
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APPENDIX F  -Porters Generic





























Porter's Generic Competitive Strategies 
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1. Cost Leadership
Pfizer is a company that does not primarily focus on becoming a low cost producer in the industry though it does strive to reduce the cost of it products as much as possible.  Pfizer has the advantage of economies of scale due to its factories and supply chain which are in place throughout the world, this would allow Pfizer to produce product’s at the lowest possible costs.  It is able to use this advantage to help lower the cost of drugs in low income countries and has done so throughout the world.  It is also able to maintain a market leadership position within those countries.


 
2. Differentiation
Pfizer is primarily based on producing products that are different from its competitors and having them patented.  It is then able to charge its customers a premium price for the products uniqueness.  This is the case for many of Pfizers drugs and vaccines including the covid-19 vaccine.  It has a large portfolio of patented drugs.  This approach is good for global brand recognition and is a vital source of income.  Most of Pfizers current income is through patented drugs and vaccines.
Pfizer uses innovation trough R&D to address consumer health concerns and capitalise on the market.
  
3. Focus
The generic strategy of cost focus rests on the choice of a narrow competitive scope within an industry.  The company focuses on a group of segments and focuses on either the cost focus or a differentiation focus.

As Pfizer operates in over 100 countries worldwide it is forced to focus on reducing the cost of its products and making it more accecsable to the pooper nations.  One of its strategy is to mass produce its generic drugs, which drives down the cost of production through economies of scale.  
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