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Introduction 

The following study will discuss views on effective strategy making praise to an organsiation’s dynamics capabilities. It broadly looks at the organisation ability to discover environmental changes and make adaptions where possible to cater for those changes. 

Strategic management allows businesses to engage in different activities that essentially provides an organisation with the information of where you are as a business on the current market. 

The information discovered is generally channeled through a universal function known as tools or frameworks such as SWOT, PESTEL, Ansoff matrix, stakeholder’s analysis, and the stakeholder’s power grid. 

This report will be demonstrating and understanding the strategic management system that is already in place for Pharmacy2u. it will also cover how to make recommendation for the organisation to grow and how this will have an effect on the competitors. 

Overview 

Pharmacy2u is the largest online pharmacy who dispense and dispatch your prescriptions for free. They were founded in 1999 and were one of the first to provide such service. Pharmacy2u mission and vision statement is to “reduce the care at Pharmacy by putting our patients at the heart of everything we do”. 

The way it works is that the customers just contact them letting them know what medication they require. Pharmacy2u will order and receive the prescription from your GP, the pharmacists at Pharmacy 2u will check and dispense your prescription and then the medication is delivered to you for free. 

The mission statement has allowed Pharmacy 2u to grow to become the UK’s largest online pharmacy. Pharmacy 2u (2022). 

Their current strategy is all online based. Where they manage all prescription, delivery, and new patients online. This saves the organisation and patients time and money. They also offer an online doctor service, where patients can call up and treat a condition as an alternative to your GP. 

Along with this service they also offer a private prescription service, which can be useful for those patients that have busy schedules. 

As a reassurance for patients and a peace of mind the organisation is like all uk pharmacies regulated by the general pharmaceutical council. The online doctor service is also regulated by the care quality commission. This is an advantage for Pharmacy 2u since when new patients register with them, they are doing so with confidence that they are dealing with members that experienced and regulated. 

Porters 5 forces 

By the opinion of Michael Porter, he outlines how firms can achieve competitive advantage according to the industry that belong too. 

Michael Porter was a professor who studied at Harvard business school and developed the tool five forces which investigated an industries potential profitability. The theory may be applicable to a certain degree; however, it is not free from its limitations. 

Porters’ theory is based around five imperative forces of the industry which allows organsiation’s to achieve competitive advantage. The five forces are bargaining power of buyers, bargaining power of suppliers, threats of new entrants, threats of substitutes and existing rivalry. A. Goyal (2020). 

Porters’ theory is widely renowned and accepted by many organisations. Those organsiation’s that use his framework will most defiantly be able to boost their strategy, profitability, and competition. This can be achieved once the organisation understands the forces and how it affects the industry. 

To further investigate Porters 5 forces, I will be applying the theory/framework on a medium sized enterprise Pharmacy 2u. 

Bargaining power of buyers 

The reality of buyers is that they demand a lot and desire to pay the minimum price. this puts any organisation onto pressure on their profitability in the long run. 

With Pharmacy 2u bargaining power of buyers, they have a large customer base. Where they serve over 500,000 patients. Having such a huge customer base is helpful for Pharmacy 2u as it reduces the bargaining power of the buyers, also gives the pharmacy the opportunity to streamline the sales and production process. 

Pharmacy 2u also offer other services along with prescriptions which means the bargaining power of buyers is further reduced. They offer an online doctor service, vaccinations and health and advice service. 

Not seek discounts on other services. The bargaining power of buyers is limited when there is more to offer to customers. 

Bargaining power of suppliers 

This is when powerful suppliers have the power to drive up the price of goods or services. This works on the number of suppliers and the basics of supply and demand. 

When there are fewer number of suppliers the more an organisation depends upon a supplier, the more power a supplier holds. The impact on an organisation profit is substantially. 

On the other hand, if you have several suppliers who offer a particular product or service to choose from as a customer you have the option to switch and shop around to suit your needs or simply if the prices are too high. 

Using Pharmacy 2u as an example the bargaining power of suppliers means that there are several suppliers whereby pharmacists can get their raw materials from. 

Powerful suppliers in this industry use their negotiation power to extract higher costs from the firms to the product itself. Overall, the impact this has is that it decreases the profitability of the product. 

Since Pharmacy 2u launched their innovative way of dispatching and dispensing prescription more and more pharmacies are offering the same service. 

Patients no longer need to register Pharmacy 2u and can get the same service via their registered pharmacy. 
The bargaining power of suppliers is that why would new patients sign up with Pharmacy 2u if they can get the same service from their own pharmacists. 

Threats of new entrants 

This leads on to the next force of Porter’s framework threats of new entrants. How easy is it for new businesses to enter the market? The easier is it the tougher it becomes to make a profit. 

The fear of new entrants is that it forces existing organsiation’s to cut prices which results in cutting profitability. In some cases, new entrants can drive out entire businesses from the market. For example, apple and Nokia. Previously Nokia had a fair amount of the market share in the mobile industry. Then apple came on to the market and wiped-out Nokia from the industry. Spence. E (2018). 

Pharmacy 2u as mentioned before since they launched their services many other private pharmacies offer the same service such as MedExpress and Lloyds direct. 

Pharmacy 2u can tackle new entrants by inventing new products and services. This keeps customers interested and attracts new customers too. They can build economy scales whereby they have the option to leverage the fixed costs per unit. 
Organsiation’s such as Pharmacy 2u have the ability and capacity to spend money on research and development. This is normally used as a deterrent for new entrants in the industry. Since Pharmacy 2u was the first to offer their services, they have the upper hand in the industry to define the standards. 

Threats of substitute products or services 

This refers to the competition introducing a substitute of products or services, through which customers face choice that offers the same level of advantage. 

For example, customers have the choice to substitute a flight from London to Paris via Eurostar train. This alternative is cheaper and more cost effective therefore the majority would prefer the Eurostar option over the flight. Hegarty, J. (2021). 

The threat of substitute for pharmacy 2u is low because at present there is not an organisation that offer an alternative to what Pharmacy 2u offer. Those on the market offer the same product and service, whereby it is delivering your repeat prescriptions 

Rivalry among existing customers
The rivalry among existing competitors in an industry begins when one or more competitors either feel some pressure or recognize an opportunity to improve their position. R. Šperková, H. Hejmalová (2012). 
When the rivalry among existing organisation in the industry is intense, it can drive down prices and overall decrease the profitability of the industry. Having said that this kind of competition for any organisation does not take a toll on the business long term profitability. 
With Pharmacy 2u the rivalry is high. The reason for this is because those in the market like Pharmacy 2u, Llyod direct and MedExpress have been around for a long time and are well recognised. 

Pestel analysis 
Pestel analysis is a tool used by many businesses to evaluate their dynamics and competitiveness of the business environment. The model uses each letter as a key factor which directly or indirectly affect the business performance. To develop strategies in overcoming issues for a place in the market position. Perera, R. (2017). 
According to a global survey in the pharmaceutical industry the market has expressed significant growth in the last two decades and totalled to 1.27 trillion US dollars in 2020. Mikulic, M. (2020). 
Political 
Political factors that influence Pharmacy 2u are the areas around safety standards, drug regulation laws and certifications. In developed countries these drug laws are not so strict, however in not so developed countries they are and do not allow the pharmaceutical industry to progress.
The industry is such a large one that the level of distribution and marketing and the regulatory benchmark in becomes hard for those new on the market to enter. 
Signifying strict competition as well as giving the impression of the industry being larger than what is it is because that most of the brands are well known and established. 
Pricing is another factor that influences Pharmacy 2u. united states of America and other countries are creating laws that will have a strict price control on drugs. Again, this price control has created a hinderance to the growth of the industry. 
On the other hand, the lower classes of society are demanding cheaper drugs, causing the likes of Pharmacy 2u to face major losses. 
Economic factors 
Economic factors that influence Pharmacy 2u is that the industry is being controlled by a small number of large corporations such as Johnson and Johnsons, GlaxoSmithKline, Pfizer and Astrazeneca. 
It costs pharmacies around 985 million to develop a new product/drug. The fact that it costs this much to produce and develop new drug just goes to show that you must financially be strong in order for you to survive and be in the game. 
These larger corporations have a huge existence in some countries that it makes it nearly impossible for newcomers to enter the market. David. J (2022) 
Social factors 
Social factors that influence the industry are the health of the current population. This features a generation of older people, which means the chances of patients being sick and needed medication is high. As a result, it has a put a mass amount of pressure on to the industry in leading to its growth. The downfall to this is that once this generation have passed on there will be an expected drop in the demand on various drugs. 
Obesity is another factor that influencing the social aspect. The subject of obesity is and has always been a concern. The last few decades there have been a rapid change in the global style of diet and as a result this has led obesity in most parts of the population. 
Statistics show that the rapid growth in obesity has led to the need for many drugs and this has allowed for the industry to heighten. 
On the other hand, this generation are now more health conscience and is on trend. You would assume that because everyone is monitoring their own health this would decrease the level of drugs being prescribed from doctors, however people are consuming more drugs than ever. 
Technological factor 
Technological factors that influence Pharmacy 2u is that most of the patients that have repeat prescriptions are those that are of the older generation, and they may not technology savvy to keep up to date with new apps or systems of operating. 
However, keeping up to date with technology helps reduce costs and streamline the efficiency of manually inputting data on to the system. 
Environmental factors 
Environmental factors that influence is to explore ways of how to reduce the impact of their products on environment. For example, the manufacturing of drugs leaves a large carbon footprint. Farooq. U (2022). 
Legal factors 
Legal factors that influence Pharmacy 2u is all the regulations that must be abided by and cyber security. The government monitor and audit businesses like Pharmacy 2u more and have laws in place to manage the growth of these companies. 
SWOT  
SWOT is an acronym for strengths, weaknesses, opportunities, and threats. It is a widely used business strategy tool to assess how organisations compare with their competition. Teoli, D, Sanvictores, T. and An, J. (2019). 
Strengths 
The strengths for Pharmacy 2u is that they have a vast range of products available for offer to patients. They also have their distribution centres which are all well connected online. One of the biggest strengths is that they have expanded the branding via various formats. As a result, this makes patients more aware of who Pharmacy 2u are and what they do. Armstrong, G. M., Kotler, P., Harker, M. J. & Brennan, R., (2018). 
Weaknesses 
Although above Pharmacy 2u have expanded their branding. They are still globally quite limited. There are many countries that have restrictions in entry of their business which means this is hindering Pharmacy 2u. Baltes, L. P. (2017).

Opportunities 
Pharmacy 2u as a business can expand its growth in countries that help the brand in achieving their vision. Chaffey, D. & Ellis-Chadwick, F. (2019). There are more and more organisations that are developing a more online based structure to be up to date with the modern-day trends. 
Threats 
One of the biggest threats faced by Pharmacy 2u is the competition on pricing products with other organisations. The government are constantly changing their policies which organisations must follow and make any adaptation and disregard existing policies. In some cases, this means changing the whole business structure. Lastly there are major implications to the organisation if there is a continuous cutting in price in comparison to other pharmacies. Chowdhury, M. M. (2017). 
Stakeholder’s analysis 
The stakeholder’s analysis tool has become more popular in management of an organisation. It reflects acknowledgement amongst the stakeholders who have a stake and the potential to influence the aims and outcomes of an organisation.  Crosby B. (1992). 
By collecting data on stakeholders, you can understand and identify opportunities of influencing. 
Stakeholder power grid 
The stakeholder power grid framework shows who are the stakeholders of the organisation and the position they hold in terms of interests, impacts and power on the organisation. 
The organisation uses the power and position of these stakeholders to make business decisions. Below is the power grid matrix for Pharmacy 2u which has been assesses by their main stakeholders and their impacts.       

Low                                                 Interest                                                High 

Figure 1 
Source: (Jain. A, and Bala. R. 2017). 
As displayed above with Pharmacy 2u you the patients have high power and low interest which can affect the performance of the organisation. 
Patients are different stakeholders to customers because patients are those that are registered with Pharmacy 2u where they receive their repeat prescription on a regular basis. 
Customers/payers are those who contact the pharmacy as a one-off treatment/service that is available, for example treatment for hair loss. According to the stakeholder power grid the customers have low power and low interest impact on the organisation. In this case patients. 
In this case patients should be managed with a priority and actively keeping those patients happy with their repeat prescription, ensuring it is on time, all checked and correct. 
The customers/payers should be managed in a way where there is customer engagement, clear communication and most importantly keeping them satisfied. The power the customers have is that leaving a bad review can tarnish the organisation and put off new customers. The flip side of this is that they also have the power to really make the business excel with positive reviews too. 
Since Pharmacy 2u entire business structure is all online the reviews that are left is what new customers will look at before using the services or registering with Pharmacy 2u. 
According to the power grid the stakeholders with high power and high interest are the employees. The employees have high power and interest towards the organisation. Furthermore, although the power and interest are high, management and employees have different interests and ability. This can be managed by having a working culture where its employees are as important as customers are. 
It is in the best interest of the management team of Pharmacy 2u to ensure that employees supported, and their needs are catered for. This is the best interest for the organisation’s performance. 
Strategic growth options 
One of the key elements in strategic management is to originate strategic options. Johnsons. S, and Whittington (2008). 
There are many tools that organisations can use. the most popular ones are Ansoff Matrix, Porters generic strategy and Bowmans’s strategy clock. 
Ansoff matrix 
This tool is widely used by many organisations and can be used for strategic planning and identifying strategic options for the organisation. De Waal, G. A (2016). 
This tool was renamed after the creator himself Igor Ansoff. 
Ansoff matrix is made of 4 categories, those being market penetration, market development, product development and diversification. They are alternative growth in existing or new market. 
Market penetration
On this area the market penetration strategic option, the organisation investigates options to increase the current market share. Ansoff. I. (1957). The aim of this strategy is to sell more products and services to the existing market as well as finding new customers in the same market. 
It is seen as from the four options of the Ansoff matrix market penetration is the least risky. De Waal, G. A (2016). 
For pharmacy 2u this means increasing the number of patients currently registered with them and then selling the other services they offer. To achieve this goal Pharmacy 2u need to do brand awareness and promotional service. They can offer a discount on the prices to attract more customers within the same market. 
Market development 
Market development is the opposite to market penetration. Market development is classed as riskier than the market penetration option. Ansoff. I (1957). 
Market development is when it’s a strategy for the old market with new products. 
Pharmacy 2u introduced the covid 19 vaccine. Not all pharmacies were offering this vaccine and Pharmacy 2u launched this new product in the existing market. 
Product development 
Product development is when organisation introduce new products/services aimed at the existing markets. According to Ansoff matrix this is classed as product development. This strategy is equally riskier option as the market development. 
Pharmacy 2u established a new service available to their existing customers which was private prescription. This is when a private prescription is issued by a doctor for the medication where you pay the full costs for each item, rather than it being subside rate paid when it is on the NHS.
Diversification 
Out of the four options this could be the riskiest. Diversification is when an organisation considers going onto a new venture which may/ may not have a connection to the existing business. 
There are two types of diversification, those being unrelated and related diversification. 
Unrelated diversification is when you launch something that has no connection with the existing products/ services or market share of the organisation. 
For example, Pharmacy 2u may be launching a new taxi base organisation in a country where Pharmacy 2u does not operate. 
Related diversification is when you have an association with the existing products/services or market share. 
Porters’ generic strategies 
As discussed above there are many tools that can be used to explore strategic options. Porters’ generic strategy helps organisation to gain competitive advantage in a chosen market. Porter, M. E. (1980). This tool has 3 main categories for an organisation strategy. These being cost leadership, differentiation, and focus. 
Cost leadership is when most or all the industry is based on offering the lowest price. 
Pharmacy 2u as an organisation have not been thinking about reducing the prices. As a result, they have not been thinking about this option. 
Differentiation strategy 
This is when most or all the industry is based on factors other than price such as the quality of the product on demand and then higher price for the product /service. 
Pharmacy 2u will have to offer something different to its competitors to use this strategy. Pharmacy 2u can maybe look at staying open for longer hours, as supposed to your traditional opened till 6pm. staying opened for longer hours means that customers/patients have the option to pick up emergency medication. 
Focus strategy 
The is when few or one of the segments in the market industry is focused on either cost or differentiation. The focus strategy is split into two areas cost focus and differentiation focus. 
In relation to Pharmacy 2u this strategy is about creating a unique market through the costs or differentiation segments. 
Pharmacy 2u do this by selling the product paracetamol at different costs. The reason for this is because each bottle of paracetamol is a different brand, and some are the pharmacy own brand. For example, you can get the branded paracetamol such as Calpol, Nurofen and Anadin. 
The last strategy option growth is an extension of porter’s generic strategy which is 
Bowmans’s strategy clock
Bowmans’s strategy clock is more a competitive position of an organisation and looks at what competition can offer. The aim is to consider the competitive advantage regarding cost advantage and differentiation advantage. Bowman, C, C. & Faulkner, D. (1997). To better understand Bowman’s strategy, I will apply his strategy to Pharmacy 2u. 

[image: Bowman’s Strategy Clock - 1]

As displayed in the above image the positions represent the market with different requirements and costs. 

1 – is low price and low value. This position is not favoured by organsiation’s because only by increasing sales is the efficiency achieved. Pharmacy 2u will need to attract many users to get close to achieving efficiency in this position. 
2 – is low price and really relies on those customers who are concerned about the price. Pharmacy 2u have a lot of own branded products for such customers. However, to see high profits on the back of those products would mean the pharmacy sell high volumes of those products. 
3 – hybrid position which is when the products /services are priced moderately high with high added value. Pharmacy 2u will have products such as lockets sweets at a high price. 
4 – this is differentiation position where the organisation provides high quality products where customers are happy to pay the higher premium. Pharmacy 2u may charge a little more than what MedExpress do for their online doctor service. 
5 – this is focused differentiation position where the organisation provides high value services for a separate segment. Pharmacy 2u offer private prescriptions where customers can get a consultation from the GP at the pharmacy and get a private prescription. 
6 – this is high risk margins position, which is good for a short period of time. It targets high service with a standard value. 
7 – this is monopoly pricing positions which is high priced services for a low added value, and you can only really apply this when there is no competition. 
8 – this is when there has been a loss in the market share position which results in providing a low value service for a standard price. this position will naturally generate losses and as a customer you will move onto other pharmacies. 
The last three positions strategies do not work well with Pharmacy 2u as it’s a free market and the downfall with that is there is always competition. 
Strategic recommendations for Pharmacy2u 
After evaluating and further analysing the different strategic growth options. It is clear the best option for Pharmacy 2u to implement is the Ansoff matrix. Below is a detailed study for the proposed implementation. 
Information online 
Pharmacy 2u business structure is all online based and for this reason Pharmacy 2u must make extra effort to retain business and ensure the level of service is that same service as if the business was not online based. The recommendation here is to implement a chat online to a GP, as well as have the option of booking in a consultation. 
This way Pharmacy 2u targets the market for those who need to book in a consultation and the market for those who do not have the time to come out to book an appointment but have the option to speak to a GP online and receive the same care. This recommendation can work for Pharmacy 2u because the current structure is all online based and to keep up with technology moving forward and system upgrades this will be cost effective. 
Making this implementation will mean possibly more customers /patients using the service which is great, and you are targeting the same market. 
Customer relations 
When Pharmacy 2u was launched their business proposal was somewhat new to how traditional pharmacies would work and for this reason the implementation here is that an organisation such as Pharmacy 2u need to build relationships with their customers. The way to implement this is that those customers that are already registered with Pharmacy 2u must receive good customer service and from there get them to leave reviews. This way new business can see the reviews and make an informed decision themselves to register with Pharmacy 2u. this is an advantage for Pharmacy 2u in the long run in having loyal customers and this in turn builds an element of trust with the organisation. 
Consequently, this means that over time by sharing the same objectives helps Pharmacy 2u influence the business process. 
Adapting to change 
For the pharmaceutical industry Covid 19 has forced the industry to adapt with uncertainty changes, pretty much right away. Pharmacy 2u need to implement a strategy and put policies in place to consider if there was another pandemic. Small changes such as working from home. Again, this works nicely for Pharmacy 2u as mentioned already the business structure is all online based so implementing working from home should not be too difficult. 
The knock-on effect of Covid 19 was that it left many dealing with mental health issues. According to the gov.uk statistics show that the increase in adults aged over 18 and reporting psychological distress had increased by 20.8% in 2019 and then to 29.5%in April 2020. Gov.uk (2022). 
Pharmacy 2u can implement a helpline for those who are suffering mental health so that those customers/ patients can get the correct professional care and advice required to get them back to a healthy mental state. 
Reaction by Competitors 
Pharmacy 2u can achieve all the above recommendations and there is a chance that the competitors and other online pharmacies will follow suit to keep up with the game. This is something that no organisation can control and will is evitable that it will happen. However, with Pharmacy 2u because they were one of the first online pharmacies, they as an organisation have the upper hand in the market as at this point, they would have already built a loyal customer base. 
Once this has been established it becomes difficult for customers to move around and use another online pharmacy. Pharmacy 2u will always have this advantage because they are well known in the market. 
Having said the above Pharmacy 2u can use their competitor to their dominance and maybe work closely with them to share the market. For example, Pharmacy 2u in London because London is so big maybe you can share postcode areas in the same borough. 
Conclusion 
Most small and medium sized enterprises have a strategy already in place. However, the performance and influence of an enterprise depends more on how flexible the interrelated factors are. 
Strategic management should not religiously focus on the measurements of such isolated factors but more on the variables that push the organisation to positioning from phase to phase in the enterprise life cycle. 
It is possible that organisations may have several strategic growth options that they can implement for a successful expansion. 
That said it is a useful exercise and training for all organisations to study where exactly you sit on the market. For those organisations who have not conducted a PESTEL or SWOT analysis on the business then this is a great starting point. The fact that there is such tools and frameworks available for organisations to carry out is an asset. 
Pharmacy 2u can grow using more than one tool and framework but for now as discussed, the best option for Pharmacy 2u to grow would be the Ansoff matrix model. 
The fact that the organisation is already an online based structure business it makes it easy for Pharmacy 2u to implement most changes. Even if Pharmacy 2u was not a online based structure business with the way things are moving so fast online, it would have only been a matter of time when they would need to start doing more online. 
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