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ABSTRACT 

Strategic management is the administration of operations dominated by purpose and 

consideration of future opportunity with explicit attention given to the need to clarity or 

change strategy as results suggests and to enter the future on a predetermined course. The 

purpose of the research study was to find out the strategies employed by retail pharmacies 

and their impact on business competitiveness using a case study of Nakuru. The 

objectives of this study included; determining the strategies adopted by pharmacies and 

their impact on business competitiveness; finding out the extent to which the strategies 

adopted by retail pharmacies help in business competitiveness; and finding out the 

challenges which retail pharmacies faced in the process of implementing strategies on 

business competitiveness. The researcher used the descriptive research design. The target 

population included 97 pharmacy outlets in Nakuru CBD. A sample size of 49 

pharmacies was picked from Nakuru CBD using simple random sampling method. The 

study used primary data collected using a questionnaire and interview guide. Secondary 

data was collected from published journals and reports. The study established that the 

strategies greatly affected the competitiveness of the pharmacies. Challenges faced by the 

pharmacies in implementing strategies on gaining competitive advantage included limited 

management support on implementation of strategies; competition from neighboring 

pharmacies; laxity from the authority (Pharmacy and Poisons Board) among others. The 

study recommended the use of direct marketing with brochures displayed within the 

pharmacy for customers to pick and carry away with them so that they get more 

information about the pharmacy.  
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CHAPTER ONE 

INTRODUCTION AND BACKGROUND OF THE STUDY 

Introduction 

 

Strategic management is an important aspect of management, and a necessary 

approach to building an efficient and effective functioning organization (Wimmer, 

2004). According to Barton (2010), strategic management is the administration of 

operations dominated by purpose and consideration of future opportunity with explicit 

attention given to the need to clarity or change strategy as results suggests and to enter 

the future on a predetermined course. Strategy refers to the pattern of the organization 

moves and management approaches used to achieve organizational objectives and to 

pursue the organization’s mission (Thompson & Strickland, 2003). Strategy can be 

defined as the guiding philosophy of the organization in the commitment of its 

resources to attain or fulfil its goals (Byars, 1991).  

 

Businesses develop strategies which reflect both external and internal circumstances 

and help them achieve competitive edge. In Kenya retail pharmacies are faced with 

various challenges which include government laws and regulations, customer 

demands and expectations, general economic decline and competition within the 

industry, hence their survival calls for some form of competitive strategies 

(Mulcaster, 2009). According to a cross-sectional survey was carried out by Kenya 

Pharmacies Board (2009), most retail pharmacies in Nairobi practice strategy 

formulation although some do it informally without paperwork. The survey further 

indicates that cost leadership was considered a major competitive strategy among 

retail pharmacies. Differentiation strategies mainly involved service delivery to the 
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target market. Customer service was considered the most important factor in attracting 

and maintaining customers. The survey also showed that retail pharmacies face 

several challenges including unethical competition, undercutting on prices, and large 

number of brands in the market, dispensing medical practitioners, and insecurity and 

high personnel costs.  

 

Kingi (2011) onducted a study on the pharmacies in Nairobi today were facing stiff 

competition and were operating in a highly turbulent environment. Kingi found out 

that for enterprises to survive this stiff competition, it was necessary to develop 

positioning strategies to enable firms occupy a distinctive place in the minds of the 

consumer and thus have a competitive edge over the other competitors. The findings 

of his study indicated that various positioning strategies were used by the pharmacies 

and the most popular ones were differentiation, location and customer service 

strategies.   Branding and operating strategies were least used by the 

pharmacies. Further Kingi established that the adoption of new technology seems to 

be low in most of the pharmacies.  The study also found out that the pharmacies 

followed the process of developing a strategic position like determining the future of 

the pharmacy, defining the market in which the pharmacy wants to compete, defining 

the segment the pharmacy wants to target and analyzing the current strengths of the 

pharmacy and evaluating the success of the strategic position.  

Overview of Strategies on Competition 

Any type of business large or small, will pose many of the same competitive threats 

(Howel, 2009). According to Kneer (2009), some of the strategies to counter 

competition include decomoditizing businesses.  A business gets caught in the 

commodity trap when they sell the same goods and services as their competitor, and 
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other than price, the customer doesn’t see a compelling reason to do business with one 

company over the other. Armstrong and Kesten (2007) state that a company can 

distance themselves from the competition with customer service that provides an 

obviously better overall customer experience. Kneer (2009) also says that retailers can 

have an option of selling something that the competitors don’t provide and finding out 

what the business does best and let the customer know, having products and services 

that separates a business from competition.  

Muhumed (2008) indicates that another strategy is to be active in the community by 

developing CSR and related incentives in order to be visible and build an army of 

evangelists.  He further suggests that using the happy customers can help promote 

businesses by actively engaging with them through different avenues like social 

media, mail or any other form of communication that is appropriate. Having a loyalty 

program is also a good strategy, like considering a formal loyalty program that gives 

incentives to do more business, or just delivering amazing customer service that 

makes the custo mer feel so special that he/she wouldn’t consider doing business with 

anyone else. 

According to EAC (2008), competitive advantage on is an advantage gained over 

competitors by offering customers greater value, either through lower prices or by 

providing additional benefits and service that justify similar, or possibly higher, 

prices. Kneer (2009) says that the essence of competitive advantage is to answer the 

question, “Why should the customer purchase from this operation rather than from 

competitors?” (p. 107). For some ventures, particularly those in markets where the 

products or services are less differentiated, answering this question can be difficult. 

Successfully growing a business is often dependent upon a strong competitive edge 
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that gradually builds a core of loyal customers, which can be expanded over time 

(Venkatraman & Ramanujam, 2006).  

Background Information on Pharmacies 

According to Levey (2000) pharmacy is the health profession that links the health 

sciences with the chemical sciences and it is charged with ensuring the safe and 

effective use of pharmaceutical drugs. “The scope of pharmacy practice includes more 

traditional roles such as compounding and dispensing medications, and it also 

includes more modern services related to health care, including clinical services, 

reviewing medications for safety and efficacy, and providing drug information” 

(Levey, 2000, p. 9). 

 

Watkins (2009) indicates that pharmacists are the experts on drug therapy and are the 

primary health professionals who optimize medication use to provide patients with 

positive health outcomes. An establishment in which pharmacy is practiced is called a 

pharmacy, chemists or drug store. In the United States and Canada, drug stores 

commonly sell not only medicines, but also miscellaneous items such as candy 

(sweets), cosmetics, and magazines, as well as light refreshments or groceries 

(Watkins, 2009, p. 9). 

 

According to Schouten (2011), in 2012, 62,000 retail pharmacies, mail and specialty 

pharmacies operating in America filled more than 4 billion prescriptions, with a large 

portion of this business conducted in locations owned by the three industry giants that 

dominate the industry: CVS, Walgreen, and Rite-Aid. Estimates as of 2012 indicated 

that total industry revenues equaled between $275 billion and $290 billion. The 
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independent pharmacies generate approximately one-third of total industry sales, 

which was estimated at nearly $90 billion in 2011. By the end of 2011, there were 

over 23,100 independent community pharmacies operating domestically in the USA. 

 
According to Schouten (2011), the retail pharmacy industry is highly competitive, 

with the number of alternative providers such as supermarkets and drug stores 

growing rapidly. Many of these competitors aggressively market to capture market 

share. Schouten (2011) further says that the larger chains benefit from competitive 

advantages such as numerous locations, strong brand recognition, pricing power, and 

sophisticated technology. The independent pharmacies remain competitive by 

offering better customer service and specialized products. The smaller pharmacies 

also focus on niches such as services for high-risk patients and those with special 

needs to remain competitive. 

 
In regard to market trends, healthcare reform and the aging baby-boomer generation 

are expected to drive increasing demand for prescription pharmacy products. 

According to Black and Layoff (2011), between 2008 and 2012, the high 

unemployment and lower disposable income levels combined to negatively affect 

industry sales and revenue. For independent retail pharmacies or drug stores, 

government programs accounted for 49 per cent of prescriptions during 2011, which 

may be a liability, since the government is expected to implement cost-cutting 

measures to offset the effects of the aging population in the society. Over-the-counter 

medications represent one of the more significant growth opportunities for 

independent pharmacies. 

According to the Federal Trade Commission report (2012), retail pharmacy industry 

grew at an annual rate of 1.6 per cent during the 5 years ending prior to December 
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2012. The independent pharmacy growth has remained flat during this time period. 

Beginning 2012 saw the number of independent pharmacies rise slightly from 23,064 

to 23,106. However, this number was lower than the 2000 level of 24,861 locations. 

Independent pharmacies have benefited from high sales growth in the first aid, sun 

care, eye care, smoking deterrent, home health care and foot care sectors. Growth in 

the incontinence and diabetes categories has also been higher than for the large drug 

store chains (Federal Trade Commission report, 2012). 

In profitability, the Federal Trade Commission report (2012) shows that the current 

average net profit margin of 2.9 per cent is the lowest recorded by independent 

pharmacies during the 5-year period ending December 31, 2011. Independent 

pharmacies operating at a net loss continues to increase steadily, from 14.7 per cent in 

2008 to 25 per cent in 2011. In 2011, about 92 per cent of sales were derived from the 

sale of prescription drugs and products, which generate lower gross margins than 

front-end items. Even though the independent pharmacies have reduced dispensing 

costs, payroll expenses still remains high, since the independents spend substantially 

more time consulting with doctors regarding prescription drug therapy than the larger 

retail pharmacy chains. 

Nakuru Central Business District 

Nakuru is the largest town in Nakuru County found in the rift valley province of 

Kenya. Nakuru was established by the British as part of the White highlands during 

the colonial era and it has continued growing into a cosmopolitan town. It received 

township status in 1904 and became a municipality in 1952. As of 2009 census it was 

ranked as the fourth town in population size with a population of 307,990 residents 

(Census, 2009) 
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Agriculture, manufacturing and tourism are the backbone of the economy of Nakuru. 

The area surrounding the town is known for its vast agricultural potential with 

numerous small farms and also vast agricultural enterprises. The crops provide the 

primary raw material for the manufacturing industries found in Nakuru and Nairobi. 

These industries include flour milling and grain ginneries. Dairy farming is a key 

economic activity and provides the inputs for various milk processing plants around 

the town. According to a UN study released in 2011, Nakuru is Africa's fastest 

growing town and the fourth in the world. The town is also a centre for various retail 

businesses that provide goods and services to the manufacturing and agricultural 

sectors.  

Problem Statement 

Porter (1985) suggests that the intensity of competition in an industry determines its 

profit potential and competitive attractiveness. Competitive strategy will assist a firm 

in responding to the competitive forces in these industries or markets (from suppliers, 

rivals, new entrants, substitute products and customers). Retail pharmacies have been 

experiencing a stiff competition in gaining new targets markets and maintaining the 

existing markets (Regan & Tracy, 2008).  The stiff competition in the pharmacy 

sector has affected the profitability of different outlets (Business Monitor 

International, 2012).  Because of this reason, pharmacies have adopted different 

strategies to counter the competition that was aggressively enticing it customers and 

therefore decreasing its market share and profits. The use of the strategies on 

competition is to enable the pharmacies to develop mechanisms of capturing and 

dominating a given target market thus enhancing the pharmacy success. 
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Therefore, considering the long period in which the retail pharmacy business was both 

consistently profitable and growing, the drug store business is undergoing significant 

changes globally (Shaw, 2013). This context has prompted fundamental rethinking 

about strategy since the major problem retail pharmacies are facing is competition 

from existing stores and new entrants. Given that the retail pharmacy industry is 

facing unprecedented changes in health care systems; pharmaceuticals are changing, 

innovations in services and products, and rising competition from new entrants, 

assessing the impact of competition on retail pharmacy business strategies is vital. It’s 

against this background that this study sought to establish the strategies employed by 

Retail Pharmacies and their impact on business competitiveness using a case study of 

Nakuru. 

Purpose of the Study 

The purpose of the research study was to find out the strategies employed by retail 

Pharmacies and their impact on business competitiveness using a case study of 

Nakuru. 

Objectives of the Study 

The objectives of this study include the following: 

1. To determine the strategies adopted by pharmacies and their impact on 

business competitiveness.  

2. To find out the extent to which the strategies adopted by retail pharmacies 

helped in business competitiveness. 

3. To find out the challenges which retail pharmacies face in the process of 

implementing strategies on business competitiveness. 
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Research Questions 

The following were the questions this study was geared towards answering: 

1. What were the various strategies adopted by pharmacies and their impact on 

business competitiveness? 

2. To what extent were the different strategies adopted by retail pharmacies help 

in business competitiveness? 

3. What were the challenges which retail pharmacies face in the process of 

implementing strategies on business competitiveness? 

Significance of the Study 

The results of this study would help various stakeholders in the following ways: 

The research study would be useful to the top management of the pharmacies under 

study in that it would help them in the highlighting of the importance of implementing 

strategic practices. 

 
The  research study would be  useful  to employees working in the selected 

pharmacies  in that they would be in  a position  to understand  how pharmacies  

should  operate  to address to the measures. 

 
The research study would be of much importance to the association of pharmacies 

operation towards the achievement of the   business goals and objectives. 

 
The findings of the research study would be useful to scholars and academicians to 

add to their knowledge in relation to the application and theories related to the 

strategies on competition. 
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The findings of the research study would be useful to the planners, architects, and 

engineers from different fields that would use the research findings to gain additional 

skills in the process of implementing the projects using the strategies on competition. 

Assumptions of the Study 

1. The researcher assumed that individuals and organizations had been opening 

pharmacy outlets in various areas hence stiff competition.  

2. The researcher assumed that, strategies were relevant in gaining competitive 

advantage. This is because the Pharmacy outlets are many and close to each 

other. 

3. The researcher assumed that pharmacies in Nakuru experienced stiff 

competition from each other; thus posing the need to have strategies of gaining 

competitive advantage. 

Justification of the Study 

The research study in relation to the competition in retail pharmacy business is 

important because there is stiff competition facing pharmacies; thus an analysis of the 

strategies they use to counter the competition is important. The research study focused 

on the operation and implementation of the strategies by different retail outlets to 

counter competition. 

 

The process of countering competition is vital for businesses since it determines 

whether the business would be successful or not. There is need to understand the 

strategies that the pharmacies use towards gaining competitive advantage since they 

are many, and located close to each other.  Furthermore, at the time of doing this 
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study, there were no researches which had been carried out in relation to the impact of 

competition on retail pharmacies business strategies.  

Scope of the Study 

The research study was carried out within Nakuru town.  The population of the 

research study included 97 pharmacy outlets in Nakuru CBD. Outlets which had been 

operational for less than five years. The research study targeted the pharmacists, 

administration staff at the pharmacies, sales representatives, and point of sale cashiers. 

Limitations and Delimitations of the Study 

The limitation of this study included the accessibility of the target respondents. This 

comprised the pharmacists and other professionals in the field of pharmacy who could 

not be all reachable to be interviewed. Since not all of them stayed at the retail outlets, 

they preferred to hire assistants who needed not be professionals. To counter the 

challenge, the researcher booked an appointment with the pharmacists and the 

relevant professionals in the field of pharmacy in advance to enable the researcher to 

interview them and collect the filled questionnaires. 

 

The other limitation included likely bias by the researcher in the process of 

conducting the research because the researcher is an employee in the field of 

pharmacy. To counter the challenge, the researcher engaged a research assistant who 

assisted in conducting the research study. 

 
The other limitation foreseen was inaccessibility of adequate information.  The 

researcher faced a challenge where the respondents and the owners of the business 

were not very willing to release information in relation to their achievement and 

Daystar University Repository

Library Archives Copy



 

12 

 

strategies.  This was because of fear that the information released might be leaked to 

their competitors and in turn hurt their performance. To counter this challenge, the 

researcher assured the target respondents of the pharmacy outlets, and the employees 

that the information given would be treated with the highest level of confidentiality 

and that the findings of the research would be used for academic purposes only. 

Definition of Terms 

Implementation; putting plans into action towards the accomplishment of a project or 

a program, ensuring that the activities and tasks are effectively undertaken (Ronald, 

2001). 

Projects; the programs in place waiting to be accomplished towards the achievement 

of the organizational goals and objectives (Zmud, 2004). 

Competition; is a challenge which a given company faces from other companys in a 

given market (Webers, 2011). 

Target market; a certain portion of the entire population in which the company 

decides to specifically provide a given products or services to the clients (Dellmour, 

2011). 

Performance; The end results attributed from the accomplished projects (Hines, 

2009). 

Industry: the environment in which the organization is operating in the process of 

offering products and services (Bangemann, 2005). 

Innovation: coming up with a new idea which is viable and able to develop 

sustainability (Ikotun, 2007). 
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Goals: as the targets established with the aim of its achievement within a certain 

period   of time (Elvira & Davila, 2005). 

Summary 

This  chapter introduced  the  study,  contains  an  overview  of  the  background  

information,  the  problem  under  investigation, significance of  the  study, 

assumptions, justification of the study, the  scope  of  the  study, limitations  and 

delimitations of the study  as  well as definition of  terms  to be  used in the  entire  

study. Chapter two discusses the literature review relevant to the study. Chapter three 

provides the research methods used to collect the data. Chapter four presents data 

findings and interpretations while chapter five presents discussions and 

recommendations.  
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CHAPTER TWO 

LITERATURE REVIEW 

Introduction 

This chapter presents the historical background of pharmacies, components of 

strategic management, the strategies adapted by retail pharmacies to counter 

competition, importance of formulating the strategies, the challenges in the retail 

pharmacy sector, pharmacy strategies in a regulated world, effects of 

liberalization/deregulation, strategic choices, theoretical framework, the conceptual 

framework and finally, the chapter summary. 

Historical Background of Pharmacies 

Watkins (2009) explains that retail pharmacy is in some ways different than many 

other retail outlets. The community pharmacy sector is not a traditional supply and 

demand market as part of the health care system. A three-tier system which involves 

the supplier, payer and consumer, information asymmetry, and a low price elasticity, 

characterize public health care systems, which includes the pharmacy sector. A 

minimum degree of public regulation is therefore necessary, and has to be 

implemented in very different ways. 

The retail pharmacy or drugstore industry also differs dramatically across nations. The 

way the pharmacy sector is organized and regulated has been considerably influenced 

by cultures, traditions, and historic developments. What works well in one country is 

not necessarily successful in another country (Ellis, 2009). The pharmacy sector 

covers a broad spectrum of ownership and establishment regulations across countries. 

The most liberal country is the United States, where pharmacists are typically 
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employed by retail chain drug stores (Levey, 2000). In Canada requires that 

pharmacists own pharmacies, but the number of establishments and the organizational 

form this ownership takes is quite liberal. An example is Shoppers Drug Mart, which 

is by far the largest drugstore chain in Canada, with 1,295 locations. The shoppers 

operate with pharmacists as licensed associate owners combining independent 

business ownership, cooperative services, and professional practice under one brand, 

and supported by a corporate entity. The Shoppers Drug Mart is in effect a network of 

independently owned dispensaries housed inside a retail drugstore chain (Ellis, 2009). 

Europe has perhaps the widest variety of ownership and operating structures. 

Specifically, the Anglo-Irish-Dutch pharmacy industry is most similar to the U.S., 

because of the free market approach in which ownership can be separated from 

operations (Schouten, 2011). Retail pharmacy business is largely based on fee for 

service remuneration for prescription drugs; compared to a set and guaranteed 

margins for script medicines (Ellis, 2009). The Netherlands and the U.K., like the 

United States are leading the way in expanding into the provision of health care 

services. However, the Nordic countries which include, Sweden, Norway, Denmark 

and Finland historically had government-owned and operated pharmacies but have 

embarked on large-scale privatization and liberalization of services. Limited 

government network resulted in low pharmacy density, hence privatization and 

liberalization has brought both new locations and consolidation into a handful of 

pharmacy groups. Ellis (2009) also argues that because of the high costs and 

centralized legacy, Scandinavian pharmacy sector has had a distinct approach, which 

emphasizes on technology and e-prescriptions, as well as high penetration of cheaper 

generic drugs.  
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The Continental Europe comprising Germany, Belgium, Austria, France, Italy, 

Greece, Spain and Portugal has inherited a historical guild system, which has 

traditional regulation. Here, there are many smaller pharmacies, high pharmacy 

density, relatively low generic penetration, and the remuneration is margin-based. 

Eastern Europe on the other hand, the pharmacy industry is in transition. In some 

cases, there is extreme free market approaches and in others, there are instances of 

limited or ineffective regulation (Borchardt, 2010). 

Australia and New Zealand have regulatory restrictions have resulted in a fragmented 

industry. However, franchise-based systems are leading to retail pharmacy chains and 

models of multiple ownership and operation (Sharif, 2003). Developed economies in 

East Asia and Latin America generally have pharmacy ownership and operating 

regulations that are similar to those in either Canada or the U.S., enabling the 

development of retail drug chains such as Farmatodo in South America, Guardian, 

Watson’s, and Mannings in Southeast Asia. Less-developed countries in Latin 

America, Asia, and Africa tend to have tight ownership and licensing restrictions, 

hence their pharmacy sectors look more like Continental Europe (Borchardt, 2010).  

Regulatory oversight is constrained by governments in many of these developing 

countries, which lack budgets, the enforcement staff or regulatory and judicial 

framework that exists in developed nations. Enforcement is made particularly difficult 

because the retail market in most low-income countries is highly fragmented. This is 

because the number of formal pharmacies is small compared to the many different 

types of retailers, which include medicine sellers, drug sellers, dispensing doctors, and 

general stores which also sell a variety of drugs and health care remedies (Ellis, 

2009). 
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Concept of Strategy 

Mintzberg (1994) defines a strategy as a plan, a direction or a guide. Porter (1996) 

defines strategy as being different by deliberately choosing to do a different set of 

activities in order to deliver a unique mix of value. It involves doing activities 

differently than the competitors in order to gain competitive advantage. A strategy is 

designed to effectively relate the organization to its internal and external environment. 

Backer (1980) argues that the major significance of strategy is that it gives 

organizations a framework for developing abilities for anticipating and coping with 

change in the environment. Backer (1980) further indicates that a strategy helps an 

organization to deal with future uncertainty by defining goal accomplishing 

procedures. 

Concept of Strategy Implementation 

According to Mintzberg (1996), implementation means carrying out the 

predetermined plans. Some strategies are planned and others just emerge from actions 

and decisions of organizational members. Strategy implementation is concerned with 

the translation of strategy into organizational action through appropriate structure and 

design, resource planning and the management of strategic change (Johnson & 

Scholes, 2002). When considering implementation, questions relating to who should 

be responsible for carrying out the predetermined strategic plans, what the structures 

in place are and the changes necessary must be addressed.  

 

According to Mintzberg (1996), a strategy has little effect on an organization’s 

performance until it is implemented, and as Hendry and Kiel (2004) argue, a strategic 

plan unimplemented but kept in a cabinet is a great source of employee negativity. 
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Thus, putting the strategy into effect and getting the organization moving in the 

direction of strategy accomplishment calls for a fundamentally difference set of 

managerial tasks and skills (Johnson & Scholes, 2002). Whereas crafting strategy is 

largely an entrepreneurial activity, implementing strategy is primarily an internal 

administrative activity. Whereas strategy formulation entails heavy doses of visions, 

analysis, and entrepreneurial judgment, successful strategy implementation depends 

upon the skills of working through others, motivating, culture-building and creating 

strong fits between strategies and how organization does things, ingrained behavior 

does not change just because a new strategy has been announced. Implementing 

strategy poses the tougher, more time-consuming management challenge.  

 

Strategy implementation process might involve changes within the overall culture, 

structure and management system of the entire organization except when such drastic 

corporate wide changes are needed, however the implementation of a strategy is 

typically conducted by middle level and lower level managers with review by top 

management. Strategy implementation often involves day to day decisions in resource 

allocation. 

Components of Strategic Management 

Strategy Formulation 

This implies formulating effective strategies and plans which will enhance the 

achievement of the organizations goals and objectives (Lewis, 2007). Strategy 

implementation involves putting in action all the plans and ensuring that proper 

policies and procedures are followed towards it achievement   and accomplishments 

of the stated duties (Lewis, 2007). Strategy implementation requires iinnovativeness 
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Which involves coming up with new initiatives and unique products services and 

strategies aimed at improving the organization standards and level of performance 

(Lewis, 2007). Centralization and decentralization of the decision making processes 

plays an important role as a strategy in any organization.  For effective operation of 

the organization, the management can decide to decentralize decision making to all 

members of staff who then will have an opportunity to give their views and 

suggestions. On the other hand, the organization can decide centralize decision 

making as a strategy of ensuring that the secrets and progress of the organization are 

retained and maintained within the organization (Lewis, 2007). 

Strategies Adopted by Retail Pharmacies 

Strategic management has been defined differently by different scholars. Strategic 

management is defined as the sets of decisions and actions that result in the 

formulation and implementation of plans designed to achieve organization’s 

objectives (Pearce & Robinson, 2005). Rogers (1986), defines strategic management 

as a process of formulation, implementation and evaluation of actions that will enable 

an organization to achieve its objectives.  

 
Byars (1991) argues that strategic management involves making decisions that define 

the organization’s missions and visions, determines the organization’s most effective 

strategies of utilizing of its resources, and seeks to assume the effectiveness of the 

organization within its environment. Rogers (1991) defines strategic management as 

the art and science of formulating, implementing and evaluating cross functional 

decisions that enable an organization to achieve its objectives.  
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According  to Thompson and Strickland (2003), strategic management refers to the 

managerial process of forming a strategic vision, setting objectives , crafting a 

strategy , implementing and executing  the strategy and then overtime, initiating 

whatever corrective adjustments in the vision, objectives,, strategy and execution 

deemed appropriate. Therefore this study focused on the practices of strategic 

management and relate them with performance in the non-profit making organizations 

that is, the church.  

 
Strategic management is concerned with deciding on strategy and planning how that 

strategy is to be put into effect. It can be thought has having three main elements 

within it. There is strategy analysis in which the strategist seeks to understand the 

strategic position of the organization. There is the strategic choice stage which is to do 

with formulation of possible course of action, there evaluation and the choice between 

them (Hill & Gareth, 2012). There is also a strategic implementation stage which is to 

do with planning how the choice of strategy can be put into effect (Katsiolou, 2006). 

 

Competitiveness on the other hand is a comparative concept of the ability and 

performance of a firm, sub-sector or country to sell and supply goods and services in a 

given  market. Although widely used in economics and business management, the 

usefulness of the concept, particularly in the context of national competitiveness, is 

vigorously disputed by economists (Blaxill & Eckardt, 2009). Competitiveness may 

also be applied to markets, where it is used to refer to the extent to which the SMEs 

market structure may be regarded as perfectly competitive. This usage has nothing to 

do with the extent to which individual firms are competitive or effective enough in 

their operations (Katsiolou, 2006). 
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Mastery of that single key element often provides marketers with a distinct niche in 

the marketplace and may lead to the creation of a competitive advantage that serves to 

establish or preserve success. In order to be successful in this environment, managers 

need to identify those activities at which the management and the venture excel, not 

only activities in which they perform equally well with the competition (Mintzberg, 

2007).  

Strategies that Pharmacies Employ to Gain Competitive Advantage 

Strategic planning is an important factor that distinguishes one company from another 

in the pharmaceutical industry. Porter’s model looks at the competitive arena in which 

businesses operate and describes five basic competitive forces that directly impact on 

how successfully a business unit operates. Managers and business owners are better 

equipped to prepare their plans by understanding and knowing the competitive forces 

are and how they impact on the business. They are also more able to focus on those 

aspects that have the greatest impact on their business and can, if necessary, realign 

their resources to ensure the best outcome (Mulcaster, 2009).  

 
Porter (1985) argues that competition in an industry depends on five basic competitive 

forces: The bargaining power of suppliers: The bargaining power of buyers: The 

threat of substitutes: The threat of new entrants and the intensity of rivalry among 

competitors. It is the collective strength of these forces that determines the ultimate 

profit potential of the industry. Importantly, this framework is applicable at both the 

industry level like the pharmaceuticals, and the business unit level like individual 

clinical research departments (Armstrong & Kesten, 2007).  
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Suppliers 

The suppliers to the pharmaceutical industry have to be determined first. These 

include the providers of the raw materials and intermediates, the manufacturing and 

production plants, the overseas head offices who supply finished product, the local co-

marketing partners who supply product and/or third party suppliers anywhere along 

the supply chain. Each company will have different suppliers depending on whether 

they are OTC, ethical, or generic businesses. It is important to remember that labour 

should be viewed as a supplier to industry (Armstrong & Kesten, 2007). 

In analyzing the business environment there is a need to consider how much 

bargaining power the suppliers actually have because the more power they have the 

more impact they can have. Suppliers can affect you in several ways: by threatening 

to raise prices or threatening to reduce the quality of goods and services. Both these 

prospects are unattractive to a business because of their affect on profitability (Hill & 

Gareth, 2012). 

Different suppliers can have different levels of impact. Some have more bargaining 

power when they have significant influence in the market, for instance, when it is 

difficult for the industry to switch to other suppliers or when they threaten to withhold 

supply. Either situation can cause serious consequences. Recognizing labour as a 

supplier is important because labour can exert great power by raising prices or 

reducing quality of products. In business planning sessions, it is therefore important to 

know how much influence suppliers have on the business and what can be done to 

decrease the amount of their bargaining power (Mintzberg & Quinn, 2007). In clinical 

research departments, the suppliers are the patients who participate in clinical trials, 

the investigators and the study staff who provide the data. Internal labour is also 

another important supplier to the department. 
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Buyers 

In the pharmaceutical industry, the buyers are the patients, the family members, the 

hospital boards, the tender boards, the pharmacists along with a range of other buyers, 

depending on the specific business. Their influence needs to be considered. In various 

ways, buyers can affect a business by seeking price reductions, demanding higher 

quality and demanding better service (Hill & Gareth, 2012). 

 Mintzberg and Quinn (2007) claim that a buyer is powerful when they purchase large 

volumes, when they buy products from other suppliers because they are standardized, 

and when they are knowledgeable and make demands based on this knowledge. 

Therefore, buyers can exercise power by seeking price reductions and threatening to 

go to other suppliers to get their products. Powerful buyers demand costly service. 

The government requires in-depth analyses that cost money, and consumers require 

up-to-date and relevant medical information - another costly service. Buyers at the 

head offices who receive global data along with local marketing departments and 

regulatory agencies. 

New Entrants 

New entrants into the industry affect the competitive dynamics and need to be taken 

into consideration when analyzing the competition.  New entrants see the market as 

attractive, they bring new capacity and resources, new ideas along with a desire to 

gain market share. Their impact depends on the barriers to entry already present, 

together with the anticipated reaction of existing competitors. There are many barriers 

that can be created to prevent new entrants or to slow down their arrival (Hill & 

Gareth, 2012). In the pharmaceutical industry, a new entrant may be faced with 

various hurdles erected by established businesses, such as economies of scale, product 
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differentiation, capital requirements and financial resources, access to distribution 

channels, regulatory policy: patents, and switching costs. If the barriers are high 

and/or the newcomer expects sharp retaliation from entrenched competitors, then the 

threat of entry is low. In the pharmaceutical industry, the barriers to entry are high. 

Companies have significant manufacturing capabilities that are hard to replicate; they 

have patents to protect their products and they invariably have big marketing budgets 

designed to protect their brands (Burke et. al., 2008). 

Substitutes 

Substitute products perform the same function as the product, and are a competitive 

force as they can take away demand or tie up those customers who choose to use the 

substitute instead of your product (Mulcaster, 2009). For example, generic brands are 

substitutes for original products and there are devices that can substitute for 

pharmacological treatments. 

Rivalry 

It occurs among competitors because one or more of them either feels the pressure or 

sees the opportunity to improve their position in the market place. This rivalry among 

firms usually takes the form of jockeying for position using tactics like price 

competition, advertising battles and product introductions (Mulcaster, 2009). It can be 

intense if companies are scrambling for market share, but if the overall market is in 

growth or the position of the company is protected through patents, then the rivalry 

are likely to be less intense. 

Armstrong and Kesten (2007) point out that after analyzing the five forces, a business 

manager is better equipped to determine the company’s strengths and weaknesses, 

Daystar University Repository

Library Archives Copy



 

25 

 

where it stands against substitutes, its position relative to entry barriers, and its ability 

to cope with rivalry from established competitors. 

An analysis of the pharmaceutical industry proves that suppliers have some impact. 

Company’s generally own their manufacturing plants so suppliers don’t dictate prices 

and are unlikely to threaten to take business elsewhere. Buyers however can 

significantly influence the market, particularly as the government and health 

authorities consistently seek price reductions. Substitutes have some impact, but not a 

lot. There is not much rivalry because the pharmaceutical market is fragmented, made 

up of many players. New entrants are not common, largely because of the high 

barriers to entry, especially R&D and manufacturing and marketing costs.  So overall, 

the competitive force that exerts the most pressure in the pharmaceutical industry is 

the buyer and there should be a focus on the competitive strategies associated with 

this group. However the competitive forces are different for each company and not all 

of the five will be equally important (Burke et al., 2008). The five-point competitive 

force framework enables a business to see through the complexity of the issues and 

pinpoint those factors that are critical to its operation. It also allows managers to 

identify those aspects of industry structure that are important to them and which areas 

to focus on for advantage (Hill & Gareth, 2012).  

In applying the five forces in the retail pharmacy industry, buyers in the industry can 

significantly influence a business. Head offices and regulatory departments have the 

power to demand high quality, timely data. These demands can increase costs and 

increase the resources that are required. They have the patients and provide the data; 

they can ask for more money or additional resources, or withhold data. Rivalry 

between competing departments from different companies may also be intense due to 
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limited patient numbers and when the buyer is head office, they may be seeking the 

lowest price per patient. Substitutes can be an issue. They are generally manageable 

and a company will know who the CROs are and this only becomes an issue if they 

have been bidding at head office for local projects and then get approval to go ahead. 

This can tie up patients into their own trials, or offer a newer therapy and take away 

demand from the company’s own trials (Knapp et al., 2005). 

 

The greatest barriers to entry into the retail pharmacy industry are the established 

relationships with investigators and sites that provide patients. By using the five-force 

model in business planning, retail pharmacy Managers can determine who is affecting 

their business the most and can apply the 0-5 analysis to determine where they should 

be focusing their efforts. If the analysis reveals that it is the suppliers that have the 

most power, departments can implement strategies designed to improve the 

competitive dynamics in their favor. By acknowledging that the power is with their 

suppliers, they are in a good position to build long term relationships with them 

(Burke et al., 2008).  

 

To counter competition, retail pharmacies can provide better service than competitors, 

employ more knowledgeable staff, focus on knowledge management and move 

knowledge quicker than competitors, and enhance interrelationships with other 

business units, such as marketing, to gain access to key opinion leaders. By 

acknowledging the power of the buyers, drug stores are better able to ensure that 

projects run smoothly. Market dynamics affect retail pharmacies differently from 

company to company. Looking at the impact of the competitive forces, it can be seen 

that suppliers can threaten to withhold supply. This can have serious consequences 
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like delayed regulatory submissions. For their part, buyers can demand better quality 

and better service. Regulatory agencies are experienced and know what they can 

demand. They also have lots of power because they are the only regulatory agency 

and pharmaceutical companies are not in the position of having a submission rejected 

and then being able to go to the agency next door (Knapp et al., 2005). 

 

It is therefore important that Business Managers systematically gather competitive 

data from the marketplace, a place that gives out various signals and learn how to 

understand and to interpret these signals that really help strategic planning. The 

Strategic Framework model, proposed by Michael Porter, is a useful way of doing 

this. It highlights those areas where information needs to be obtained (i.e., about the 

suppliers, the buyers, the substitutes, new companies and what existing companies are 

up to), brings order to the data and assists with a company’s strategic planning (Hill & 

Gareth, 2012).  

Challenges on Implementing Strategies on Competitive Advantage  

The main challenge pharmacist’s face is patients’ unawareness of the role a 

pharmacist can play in the healthcare team outside of dispensing medications (Burke 

et al, 2008). Offering clinical services is a major strategy the retail pharmacies use to 

gain competitive advantage. A 2005 study as sited by Burke et al. (2008), used a 

survey to evaluate consumer receptiveness to non-traditional roles for community 

pharmacists found that less than half of patients believe a pharmacist is valuable in 

providing basic health services and only one-fifth of patients think pharmacists are 

valuable in working with other providers to manage care and medications for specific 

disease states. 
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The most important factor when implementing a strategy is the top level 

management’s commitment to the strategic direction itself. This is undoubtedly a 

prerequisite for strategy implementation. Therefore, top managers must demonstrate 

their willingness to give energy and loyalty to the implementation process. This 

demonstrable commitment becomes, at the same time, a positive signal for all the 

affected organizational members (Harrison, 2005). To successfully improve the 

overall probability that the strategy is implemented as intended, senior executives 

must abandon the notion that lower-level managers have the same perceptions of the 

strategy and its implementation, of its underlying rationale, and its urgency. They 

must not spare any effort not directing the employees of their ideas (Rapa & 

Kauffman, 2005). Overall though, it is increasingly acknowledged that the 

traditionally recognized problems of inappropriate organizational structure and lack of 

top management backing are the main inhibiting factors to effective strategy 

implementation (Aaltonen & Ikåvalko, 2002).  

 

According to Burke et al. (2008), a related barrier in terms of marketing services is 

the patients’ belief that they do not need additional clinical services offered by retail 

pharmacies. Retail pharmacies with clinical partners employ face to face marketing, 

the study showed that the follow up phone call revealed that of the patients who chose 

not to enroll, most did not because they felt that these services were already provided 

to them by a doctor’s office or the services were unnecessary.  

 

Robbins and Coulter (1996) have taken into consideration that no matter how 

effectively a company has planned its strategies, it could not succeed if the strategies 

were not implemented properly as well. Harrison (1996) also clarify that the more 
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ineffective the top management decisions are, the more ineffective are the choices 

made at lower levels of management. Similarly, if top management's strategic choices 

are successful, this also reflects favorably the choices made in other parts of the 

organization. Beer and Eisenstat (2000) emphasizes that the strategy implementation 

could be more difficult than thinking up a good strategy. Harrison (1996) explains that 

the real value of a decision surfaced only after the implementation of the decision. In 

other words, it will not be enough to select a good decision but effective results will 

only be attained if the decision is also adequately implemented.  

A majority of patients do not understand the need to have clinical services in 

pharmacies, how the service may benefit them, and/or how a pharmacist is 

specifically equipped to provide these services, which are significant challenges to 

marketing services. Another frequently identified barrier to the strategy of marketing 

clinical services is patients’ unwillingness to pay a pharmacist out of pocket for these 

services. In the previously mentioned 2005 survey, over half of patients indicated 

unwillingness to pay pharmacists for services (Hill & Gareth, 2012). 

Though some patients are willing to provide payment to pharmacists for services, it is 

important that patients believe in the value of services provided by a community 

pharmacist. When patients value a service, that value then translates to the expectation 

of a cost associated with a service. The unique characteristics of clinical services 

present new barriers in marketing for pharmacies. The challenges encountered in 

these projects and in the marketing of clinical services in community pharmacies can 

be intimidating and limiting for pharmacists; however, there are several marketing 

techniques pharmacists can use to overcome these barriers (Burke et al., 2008). 
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The challenges can be overcome by pharmacists marketing the products and customer 

service to patients. A great method of transitioning to marketing of clinical services is 

to use marketing methods that have worked successfully for the pharmacy in the past 

such as in the marketing of products. Historically, community pharmacies have used a 

variety of promotional techniques for products including prescription bag stuffers, 

billboards, television advertisements, and participating in local health fairs. Though 

marketing of services presents unique challenges, using past successful experiences as 

a guide, pharmacies may be able to market clinical services with similar marketing 

formats and thus create effective marketing for their specific population of patients 

(Burke et al., 2008).  

 

Knapp et al. (2005) did a survey of drug store patrons; they found out that the 

preferred methods of advertising for pharmacy services identified were drug store ads, 

in-store signs, and prescription bag flyers, all of which may be considered traditional 

promotional methods utilized by pharmacies. If a pharmacy has an established method 

of marketing working successfully, taking advantage of that method and transferring 

it to the marketing of services is a cost effective way to approach service marketing 

with less risk involved. Examples of other common strategies used to market products 

in the pharmacy environment that can be applied to services include taking advantage 

of trends to create displays, utilizing store traffic engineering to provide more 

interaction with the patient and the services available, and making good impressions 

on patients by training the staff to be approachable and friendly (Knapp et al., 2005). 

 

Kennedy et al. (2007) says that taking the unique pharmacist-patient relationship and 

advancing this relationship to a marketing opportunity is a marketing strategy that can 
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be used to overcome barriers to patient enrollment in services. When a product is 

marketed, a customer relationship forms from both the seller and buyer being invested 

in the product. When marketing services, there is a need to form a closer type of 

relationship with the patient so that both parties buy into the service, creating value in 

the service. To form this joint buy in from both parties, pharmacists should listen and 

engage patients during pharmacy visits, identify unmet healthcare needs, and present 

services during these encounters (Kennedy et al., 2007).  

 

Pharmacists should market services using patient friendly language, take time to 

explain what services are, give patients realistic expectations of the service, and have 

a plan of how to meet these expectations (Knapp et al., 2005). Many pharmacies 

already successfully use one or all of these techniques in various aspects of their 

everyday provision of care to patients. Taking these principles used in developing and 

maintaining the patient care relationship and adapting them into a marketing plan can 

grow the pharmacist-patient relationship and give patients’ opportunities to 

understand the value of and gain benefit from engaging in additional pharmacy care 

services.  

 

Targeting specific patient populations who have a need for a service is an effective 

way to focus marketing efforts on a group that may be more likely to respond. For 

example, Kennedy et al. (2007) describe a community pharmacy that implemented a 

smoking cessation clinic and tried various marketing techniques. A method that was 

found very successful was reviewing patient profiles for disease states that could be 

tied to tobacco use and targeting this specific group for marketing contacts. 
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Pharmacists can use several readily available tools including listening to patients’ 

comments and feedback, utilizing computerized dispensing records, and conducting 

patient surveys to help identify a target group. By focusing on a select group of 

patients, the pharmacy can research and identify differences in the group from the 

general population to then target marketing specifically towards this group (Burke et 

al., 2008). 

 

According to Borchardt (2010), relationship marketing is another important marketing 

strategy which can help gain competitive advantage. It targets specific patients who 

could benefit from services for marketing based upon developing and maintaining a 

relationship between the pharmacist and patient. This method ties together the two 

previous mentioned strategies of the pharmacist-patient relationship and targeting a 

specific group of patients. In relationship marketing, the focus of each interaction 

between the patient and pharmacist or between the pharmacist and other healthcare 

providers about a patient’s care is to build this relationship. 

 

To use this strategy, a pharmacy should look at their existing population of patients to 

assess their patients’ current needs and find a specific group to focus marketing 

efforts on. Once a need is found, pharmacists should work to develop targeted 

relationships with these patients by focusing more on the patient’s long-term 

relationship with the pharmacy than a specific transaction between the two parties. By 

establishing this relationship, patients receive an increased level of care from a trusted 

provider and may, in turn, display increased loyalty to the pharmacy (Ellis, 2009). 

 

Daystar University Repository

Library Archives Copy



 

33 

 

Community pharmacies may also consider taking part in local and national pharmacy 

and disease state promotional campaigns and community events as a way to educate 

patients on the clinical services pharmacists can offer, and also gain competitive 

advantage (Borchardt, 2010). Utilizing opportunities like such campaigns allows 

pharmacists to educate patients on the role of the pharmacist beyond the dispensing of 

medications, which in turn draws the customers to them. While national campaigns 

can play a role in influencing public opinion on the role of a pharmacist, pharmacies 

getting involved at the local level can teach patients not only what pharmacists are 

qualified to do, but also specifically what their local community pharmacy can offer 

them in the way of clinical services (Borchardt, 2010).  

 

Pharmacists may look additionally into incorporating technology and nontraditional 

ideas into the marketing of services. Utilizing the internet is a way of marketing 

clinical services that can potentially reach a large number of patients. Pharmacies 

should incorporate patient-friendly materials explaining their clinical services on their 

websites for both current patients and patients who are searching the internet looking 

for health care answers (Borchardt, 2010).  

 

Ellis (2009) states that it is also important for pharmacies to get creative with their 

advertising campaigns to better reach the targeted marketing population. For example, 

a pharmacy can use banner advertising to build the reputation of the pharmacy in the 

community and get patients in the store for further individualized marketing 

encounters. Pharmacists should also be adventurous in exploring new ways to 

promote pharmacy clinical services to find creative solutions to barriers encountered. 

As community pharmacists continue to grow the realm of clinical services offered to 
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patients, it is important also to develop and implement marketing strategies to support 

the services and expansion of the profession so that these services can be embraced by 

patients and the health care community (Ellis, 2009).  

Importance of Strategies 

According to Jones (2009) the formulation of a sound strategy facilitates a number of 

actions and desired results that would be difficult otherwise. A strategic plan, when 

communicated to all members of an organization, provides employees with a clear 

vision of what the purposes and objectives of the firm are. 

 

The formulation of strategy forces organizations to examine the prospect of change in 

the foreseeable future and to prepare for change rather than to wait passively until 

market forces compel it. Strategic formulation allows the firm to plan its capital 

budgeting. Companies have limited funds to invest and must allocate capital funds 

where they will be most effective and derive the highest returns on their investments 

(Jones, 2009). An effective strategy anticipates the reactionary counter moves of the 

competitors and the changes in customer demands over time. Effective strategies 

demonstrate superior customer value excellence, efficiency, economics endurability.  

As a strategist, the reasons to be in the game are: To win the game to gain a 

competitive advantage in predetermined marketplace and to build and maintain the 

drive needed to expand on that advantage (Jones, 2009). 

 

To build effective strategies demands that the organization team listen to customers 

and stakeholders. They should also listen to what your team has to tell the 

management in the process of dealing with the problems. Effective strategies in the 
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organization   do not give room for the retention of the status quo.  Strategies ensure 

that organization is prepared to play hard and win and make dramatic shifts in the 

entire company (Jones, 2009). On the other hand, a firm without a clear strategic plan 

gives its decision makers no direction other than the maintenance of the status quo. 

The firm becomes purely reactive to external pressures and less effective at dealing 

with change. In highly competitive markets, a firm without a coherent strategy is 

likely to be outmaneuvered by its rivals and face declining market share or even 

declining sales (Barton, 2010). 

 

Pharmacy retailing is undergoing significant changes worldwide after a long period in 

which the drugstore business was both consistently profitable and growing. The 

industry is facing unprecedented changes in health care systems, innovations in 

products and services, changing nature of pharmaceuticals, and rising competition 

from new entrants and new channels in the industry. This context has prompted 

fundamental rethinking about strategy (Knapp et al., 2005). 

According to Porter (2011) one of the leading thinkers on strategy, there are three 

generic strategic positions: these are focused (niche) strategies; differentiation and 

cost leadership. These approaches can also play out in pharmacy retailing. Focused or 

niche strategies can be successful when there is a limited, but with a highly profitable 

market with high entry barriers. Pharmacy retailing in the old world of was perhaps 

the classic example, since the profitability of the dispensary was almost self-

supporting.  
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Porters Generic Strategies 

 

This study is anchored on the theory of porter’s generic strategies. Michael porter 

developed generic strategies on how a company pursues competitive advantage across 

its market sector (Porter, 1980). He developed three strategies which include lower 

cost, differentiated products, or focus strategy.  

Low Cost/Cost Leadership Strategy 

Porter (1980) demonstrates on how a company obtains a higher customer base by 

appealing to cost-conscious or price-sensitive customers. This can be achieved by 

having the lowest prices in the target market segment. The company can also embrace 

offering a low price to the value ratio which means that the customer pays the lowest 

price possible compared to what customers receive.  The primary objective of any 

company is to maximize profit and consequently minimize cost. To succeed at 

offering the lowest price while still achieving profitability the firm must be able to 

operate at a lower cost than its rivals. Porter highlighted three ways to achieve 

minimal operational cost (Porter, 1985). 

The first approach is achieving a high asset turnover. These approaches mean fixed 

costs are spread over a larger number of units of the product or service, resulting in a 

lower unit cost, i.e. the firm hopes to take advantage of economies of scale and 

experience curve effects. For industrial firms, mass production becomes both a 

strategy and an end in itself. Higher levels of output both require and result in high 

market share, and create an entry barrier to potential competitors, who may be unable 

to achieve the scale necessary to match the firms’ low costs and prices (Porter,1985). 
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The second dimension is achieving low direct and indirect operating costs. In this 

porter argued that the company requires a continuous search for cost reductions in all 

aspects of the business and thus adopting a cost conscious culture. The third 

dimension is control over the supply chain to ensure low costs. This could be 

achieved by bulk buying to enjoy quantity discounts, squeezing suppliers on price, 

instituting competitive bidding for contracts, working with vendors to keep 

inventories low using methods such as Just-in-Time purchasing or Vendor-Managed 

Inventory (Porter, 1985). However a cost leadership strategy may have the 

disadvantage of lower customer loyalty, as price-sensitive customers will switch once 

a lower-priced substitute is available. A reputation as a cost leader may also result in a 

reputation for low quality, which may make it difficult for a firm to rebrand itself or 

its products if it chooses to shift to a differentiation strategy in future. 

Product Differentiation 

A differentiation strategy in company products ensures the development of a product 

or service that offer unique attributes that are valued by customers and also customers 

must value it as superior compared to the other substitute products in the market. The 

firm may opt to charge an extra cost to the unique product and in this way will cover 

the extra cost that was incurred in the production of the unique product. Because of 

the product's unique attributes, if suppliers increase their prices the firm may be able 

to pass along the costs to its customers who cannot find substitute products easily.  

Porter identified two variants/models of the differentiation strategy. The shareholder 

value model holds that the timing of the use of specialized knowledge can create a 

differentiation advantage as long as the knowledge remains unique. This model 

suggests that customers buy products or services from an organization to have access 
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to its unique knowledge (Porter, 1985). The second one was the unlimited resources 

model which utilizes a large base of resources that allows an organization to outlast 

competitors by practicing a differentiation strategy. An organization with greater 

resources can manage risk and sustain profits more easily than one with fewer 

resources. The risks associated with a differentiation strategy include imitation by 

competitors and changes in customer tastes. Additionally, various firms pursuing 

focus strategies may be able to achieve even greater differentiation in their market 

segments. 

Focus Strategy 

This focus strategy targets a specific segment of the market and within that segment 

attempts to achieve either a cost advantage or differentiation. The company can focus 

on either a wide or a narrow market segment. The assumption is that the expectations 

of the group can be better achieved by focusing entirely on it. Porter identified that a 

firm using focus strategy more often will have a wide loyal customer base. Because of 

their narrow market focus, firms pursuing a focus strategy have lower volumes and 

therefore less bargaining power with their product suppliers (Porter, 1985). However 

if a firms adopts a differentiation-focused strategy then it may be able to pass on a 

higher cost to the customer due to the uniqueness of the product. This strategy also 

enables the firm to develop brands that are specifically tailor made for their target 

market since they deal with a specific target narrow segmentation of the market. 

In adopting a broad focus scope, the principle is the same: the firm must ascertain the 

needs and wants of the mass market, and compete either on price (low cost) or 

differentiation depending on its resources and capabilities. Some risks of focus 

strategies include imitation and changes in the target segments (Porter, 1985). 
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Furthermore, it may be fairly easy for a broad-market cost leader to adapt its product 

in order to compete directly. Finally, other focusers may be able to carve out sub-

segments that they can serve even better.  

Theoretical Framework 

Game Theory 

Game theory is a special branch of mathematics which has been developed to study 

decision making in complex circumstances or situations. It is a major method used in 

mathematical economics and business for modeling competing behaviors of interacting 

agents. Individuals and businesses rarely make decisions in a vacuum (Aumann, 2008). 

To make the right choice may depend upon the choices made by other people and 

organizations. In turn, the profits and happiness of these other individuals depends on the 

actions that we will take.  The teal-world interactions are modeled as simplified 

abstractions.   The prisoner’s dilemma is an example of game theory. The dilemma 

resides in the fact that each prisoner has a choice between only two options, but cannot 

make a good decision without knowing what the other one will do. Other examples of 

‘games’ that businesses play that could be analyzed with game theory are patent races or 

the winner's curse (Aumann, 2008). 

Goal Setting Theory 

In the late 1960s, Edwin Locke proposed that the intentions to work towards a goal 

are a major source of work motivation. Goals tell an employee what needs to be done 

and how much effort needs to be expended. Goal setting theory supports the value of 

goals because specific goals increase performance (Robbins, Judge, & Campbell 

2010). Difficult goals,when accepted ,results in to higher performance than do easy 
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goals; and that feedback leads to higher performance  than nonfeedback. According to 

Pride, Hughes, and Kapoor (2010), goals should be very specefic,moderately difficult 

and employees should be commited to achieve this goals. Rewards should be tied in 

together with the goals so as to enhance performance at the work place. Specefic 

goals produce  a high level of output than generalized goals, this is because the 

speceficity of goals itself acts as an internal stimulus.If factors such as acceptance of 

goals are held constant, we can also state that the more  difficult goals are, the high 

the level of performance  

According to Robbins et al. (2010), once a hard task is accepted ,the employee is 

expected to exert a high level of effort to achieve it.They further indicated that people 

do better when they get feeback on how well they are progressing towards their goals 

because feeback helps to identify discrepancies between what they have done  and 

what they wany to do; feedback therefore is a guide to behavoiur. Self-generated 

feedaback, for which employees are able to monitor there own progress has been 

shown to be a more powerful motivator than externally generated feedback. 

Companies that want to further their mission,do so by setting realistic goals (Aguinis, 

2009). According to Aguinis the purpose of setting goals is to formalize statements 

about which the organization hopes to achieve,he further asserts that setting goals 

provides more specefic information regarding how the mission will be 

implemented.Goals can be a source of motivation since it provides employees with 

tangible targets for which to strive (Aguinis, 2009). 

Competitive Advantage Theory 

Competitive advantage is based on the theory that seeks to address some of the 

criticisms of comparative advantage. Michael Porter proposed the theory in 1985. 

Daystar University Repository

Library Archives Copy



 

41 

 

Competitive advantage theory suggests that states and businesses should pursue 

policies that create high-quality goods to sell at high prices in the market. Competitive 

advantage attempts to correct for this issue by stressing maximizing scale economies 

in goods and services that garner premium prices (Stutz & Warf, 2009). In the flower 

business, these companies have to do everything in their power to achieve 

competitiveness. Therefore, they will result in utilizing cheap but available labor to 

maximize on the production. The term competitive advantage is the ability gained 

through attributes and resources to perform at a higher level than others in the same 

industry or market (Porter, 1980). 

 The study of such advantage has attracted profound research interest due to 

contemporary issues regarding superior performance levels of firms in the present 

competitive market conditions. “A firm is said to have a competitive advantage when 

it is implementing a value creating strategy, not simultaneously  being implemented 

by any current or potential player” (Clulow et al. 2003, p. 287). Successfully 

implemented strategies will lift a firm to superior performance by facilitating the firm 

with competitive advantage to outperform current or potential players (Passemard & 

Calantone, 2000). 

 To gain competitive advantage a business strategy of a firm manipulates the various 

resources over which it has direct control and these resources have the ability to 

generate competitive advantage (Rijamampianina, 2003). Superior performance 

outcomes and superiority in production resources reflects competitive advantage (Lau, 

2002). Competitive advantage theory however, fails to address diseconomies of scale 

that may result in the long run as a result of business growth. Further, it is only based 

on assumption that other company cannot copy the strategies of the company. It is 

worth noting that competitor companies can adopt new strategies to counter the move. 
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Conceptual Framework 

 

Figure 2. 1: Conceptual Framework 

Source: Author (2014) 
 

From the conceptual framework provided, there are two variables namely, the 

independent variables and the dependent variables. The independent variables have a 

direct impact on the retail pharmacies. In this case, the strategies for gaining 

competitive advantage, the extent to which different strategies are working in terms of 
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sustaining competitive advantage and the challenges in implementing strategies on 

gaining competitive advantage constitute the independent variables.  The strategies, 

the extent to which they work and the challenges faced in implementing the strategies 

can directly the affect the customer base, market share, and eventually revenue and 

profits for the pharmacy. These factors are indicated under dependent variables. This 

progress however, may be affected by existing variables in the environment, which 

include the political or legal framework in place, economic factors in the country and 

social factors in the population, as shown under intervening variables. 

Intervening Variables 

PEST Analysis 

The PEST analysis looks at the political economic social and technological as the 

macro economic factors that affect business operations. The intervening variables of 

this study are political social economic factors and organizational culture. Political 

factors highlight the extent to which the government intervenes in the economy. 

Specifically, political factors include areas such as tax policy, labor law, 

environmental law, trade restrictions, tariffs, and political stability. Political factors 

may also include goods and services which the government wants to provide or be 

provided (merit goods) and those that the government does not want to be provided 

(demerit goods). Furthermore, governments have great influence on the health, 

education, and infrastructure of a nation.  

Economic factors include economic growth, interest rates, exchange rates and the 

inflation rate. These factors have major impacts on how businesses operate and make 

decisions. For example, interest rates affect a firm's cost of capital and therefore to 

what extent a business grows and expands. Exchange rates affect the costs of 
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exporting goods and the supply and price of imported goods in an economy. Inflation 

rates affect the price of commodities which will ultimately affect the customers’ 

purchasing power 

Social factors include the cultural aspects and include health consciousness, 

population growth rate, age distribution, career attitudes and emphasis on safety. 

Trends in social factors affect the demand for a company's products and how that 

company operates. Furthermore, companies may change various management 

strategies to adapt to these social trends. 

Organization Culture 

Ravasi and Schultz (2006) state that organizational culture is a set of shared mental 

assumptions that guide interpretation and action in organizations by defining 

appropriate behavior for various situations. Culture includes the organization values, 

visions, norms, working language, systems, symbols, beliefs, and habits. It is also the 

pattern of such collective behaviors and assumptions that are taught to new 

organizational members as a way of perceiving, and even thinking and feeling. 

Organizational culture affects the way people and groups interact with each other, 

with clients, and with stakeholders and will ultimately determine the customers’ 

perception of the organization and its ability to effectively and efficiently deliver to 

the needs of the consumers. 

Summary 

The chapter brings out the historical development of retail pharmacies, the strategies 

adapted by retail pharmacies to counter competition, importance of formulating the 

strategies, the challenges in the retail pharmacy sector, the theoretical framework, the 
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conceptual framework. Retail pharmacies have been considered to play an important 

role towards enhancing health care and many people have ventured into it hence stiff 

competition, hence there is need for strategic planning. 
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CHAPTER THREE 

RESEACH METHODOLOGY 

Introduction 

This chapter gives the methodology that was used to accomplish the already 

established research objectives and questions. It gives direction to follow so as to get 

answers to issues of concern. Here the research design, target population, sampling 

design, sample size, data collection and analysis, reliability and validity and ethical 

consideration were discussed. 

According to Kothari (2004), research methodology is a way to systematically solve 

the research problem. It may be understood as a science of studying how research is 

done scientifically. In it we study the various steps that are generally adopted by a 

researcher in studying his research problem along with the logic behind them. It was 

necessary for the researcher to know not only the methods/techniques but also the 

methodology. 

Research Design 

Mugenda and Mugenda (2003) define a research design as a structure by which a 

researcher carries out his study, giving a systematic order and direction to the design.  

There are three main research designs namely; descriptive research, exploratory 

research and causal research.  Descriptive research describes a phenomenon as it 

exists, by taking raw data and tabulating it into a useable format (Mugenda & 

Mugenda, 2003).  Exploratory research refers to sections of a procedure that aids the 

researcher maintain a form of control over all variables affecting results of a particular 

experiment (Prepal, 2003).  Finally, causal research is an effect that occurs when 

variation in the independent variable results in the variation of another variable 
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(Prepal, 2003). The researcher therefore used the descriptive research design. This 

was because the researcher was in a position to describe the phenomenon in relation 

to the impact of competition on retail pharmacies business strategies. 

Case Study 

A case study can be defined as an empirical enquiry that investigates a contemporary 

phenomenon within its real life context, where the boundaries between phenomenon 

and context are not clearly evident (Yin, 2009). Case studies are often used to narrow 

down broad fields of research into one or a few researchable examples of the larger 

field of study (Mugenda & Mugenda, 2003). This research paper therefore used a case 

study of Nakuru areas as the research design method. 

Population 

According to Panneerselvam (2004), a total population is the entire spectrum of a 

system or process of interest. This description is in tandem with that of Johnston and 

Vanderstoep (2009) which defined a population as the universe of people to which the 

study can be generalized.  Mugenda and Mugenda (2003) describe a population is a 

complete set of individuals, cases or objects with common observable characteristics. 

Kenya Pharmacies Board Report as at September 2013 shows that there were 4246 

registered retail pharmacies in Kenya. 

Target Population 

The target population can be described as the entire group of individuals or objects 

that the researcher intends to generalize his or her findings (Domholdt, 2005).  For 

this study, the research study was carried out within Nakuru region.  The target 

population of the research study included 97 Pharmacy outlets in Nakuru CBD. The 

research study interviewed the Pharmacists, administration staff at the Pharmacies, 
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sales representatives and point of sale cashiers. The Kenya pharmacies board report as 

at September 2013 indicates that out of there were 97 retail pharmacies within 

Nakuru, making this the target population. Therefore, the target population of the 

study was 97 pharmacy outlets. 

Sampling Method 

Sampling is defined by Chandaran (2004) as a process of selecting a number of 

individuals in manner that the selected individuals represent the larger group from 

which the sample has been selected. There are two different ways to select a sample: 

probability sampling which means that the units are selected randomly, and non-

probability sampling which means that all units does not have the same chance to be 

selected (Creswell, 2003). A non-probability sampling is preferred when working 

with small samples, such as case studies. Within the non-probability sampling there 

are several different strategies (Mitchell & Jolley, 2009). Probability sampling 

comprises of simple random sampling, systematic random sampling, stratified 

sampling and clusters sampling (Mugenda & Mugenda, 2003). 

For this study, the researcher used convenience sampling. This is because  the 

researcher  targeted accessible retail pharmacies in Nakuru CBD to  conduct the  

research  study, as well as  simple  random sampling because  the researcher  selected  

randomly  those  retail pharmacies which were  located  in the same environment and 

location. The two random – sampling techniques were ideal as they would enhance 

the achievement of research objectives. 

Stratified sampling involves segregating or forming groups or strata followed by 

random selection of subject from each stratum. Babbie (2004) argues that through 

stratified random sampling, population is divided into groups that are relevant, 
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appropriate and meaningful to the conclusions of the study. It offers precise and 

detailed information thus reducing sampling error hence chosen for this study. The 

reason for using stratified sampling was to ensure representation of the retail 

pharmacies in Nakuru. 

Sample Size 

The researcher used cluster sampling to identify the specific retail pharmacies located 

in to assess the impact of competition on retail pharmacies business strategies: A case 

study of Nakuru CBD. Mugenda and Mugenda (2003) state that an acceptable sample 

size in research comprises of a 30 per cent average, of the accessible population, 

further indicating that a response rate of 50 per cent is considered adequate for the 

researcher to make valid conclusions and references.  The study computed 50 per cent 

of the population to arrive at the sample size. Sample sizes of 49 pharmacies were 

picked from Nakuru CBD (Kenya pharmacies board Report, 2013).  According to 

Mugenda and Mugenda (2003), a sample of between 10-30 per cent is considered 

adequate provided that it is scientifically selected and the sample size is more than 30 

elements. However, since 30 per cent gives less respondents and if a few fail to 

respond, the outcome may jeopardise they study hence the selection of 50% of the 

target population as shown in table 3.1. 

Table 4. 1: Retail Pharmacies to be Involved in the Study 

 Total Retail Pharmacies 

Countrywide 

Total Retail 

Pharmacies in 

Nakuru 

50% of Total Retail 

Pharmacies in Nakuru 

 4246 97 49 

Sample Size   49 

Source: Kenya Pharmacies Board Report (2014) 
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Types of Data 

Data refers to all the information to be collected by the researcher to complete the 

study, these data included facts and figures relating to a particular activity under 

study, the types of data collected will be both primary and secondary. Primary data is 

best collected from interaction with the respondents through the aid of hired research 

assistants (Mugenda & Mugenda, 2003). This study used primary data types in the 

form of a questionnaire and interviews. 

Secondary data is data which already had been collected by someone else and which 

has already been passed through the statistical process (Kothari, 2004). The secondary 

data was collected through extensive reading of journals, articles, scholarly books, 

and critical articles on newspapers, financial reports and magazines, opinion pieces, 

on-line journals, published and unpublished papers. 

Data Collection Instruments 

There are various methods of data collection.  Questionnaires are characterized by a 

number of questions, typed out in a particular order on a form or set of forms 

(Stanoevska, 2004).  Questionnaires have the advantage of obtaining carefully thought 

out responses from respondents and also allow for respondents to seek clarifications 

on questions from the interviewer (Zelizer, 2004).  In addition, questionnaires provide 

uniformity in responses as respondents only answer the set questions in the form and 

have a high response rate with genuine responses, given the anonymity provided by 

this tool (Zelizer, 2004). 

The interview method involves a more interactive setup, between two parties, 

engaged in a conversation of systematic order between the interviewer and respondent 

(Earl, 2010).  The interview method is highly useful in obtaining detailed information 
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on the topic of discussion, while providing the interviewer an opportunity for 

clarification on ideas, especially where ambiguities arise. 

The researcher made use of both interview and questionnaire method of collecting 

data. Interviews were advantageous because they allow for open clarification by both 

the interviewer and the interviewee and the presence of the researcher encourages 

participation and involvement in addition to their efficiency at providing feedback at 

relatively low cost and short time.  The questionnaires also enabled the researcher to 

collect data from other respondents who were not able to take part in the interviews. 

The interviews also enabled the researcher to get an in-depth understanding of 

strategies adopted by the pharmacies. The descriptive method was used in verifying 

the qualitative data, collected using both tools. 

Data Collection Procedures 

 

Data collection instruments refer to the devices used to collect data (Mugenda & 

Mugenda, 2003). The questionnaires were physically presented to the respondents 

directly by the researcher. The researcher ensured immediate collection of feedback, 

avoidance of delay, and misplacement. Before collection of data, the researcher 

obtained a letter of introduction from Daystar University, a permit to carry out the 

research from The National Commission for Science, Technology and Innovation 

(NACOSTI). 

Pretesting  

Pretesting is the process that permits refinement of the data collection instrument 

before the final test (Mugenda & Mugenda, 2003).  The data collection tools was 

pretested to determine the clarity of questions asked and the length of time it would 
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take the respondents to complete the interview. The main data collection instrument 

for this study was a questionnaire. Pretesting the questionnaire enabled the researcher 

to obtain important feedback on matters concerning re-phrasing of questions, so as to 

effectively obtain the required information on the study topic.  This involved 

simulating the actual data collection process on a scale smaller than the intended 

population, which showed and estimated expected result in the actual population. The 

researcher was pre-tested the questionnaire in 5 pharmacies in South B,- Nairobi. 

Validity and Reliability 

Piloting was carried to test the validity and reliability of the instruments. Validity 

indicates the degree to which the instrument measures the constructs under 

investigation (Mugenda & Mugenda, 1999). There are three types of validity test, 

content, criterion and related construct validity. This study used content validity 

because it measures the degree to which the sample of the items represent the content 

that the test is designed to measure. A pilot study was conducted by the researcher 

sending some few questionnaires to the retail pharmacies. These were filled by some 

pharmacy attendants and pharmacist at random from the selected departments. From 

this pilot study the researcher was able to detect questions that need editing and those 

with ambiguities. The final questionnaire was then be printed and dispatched to the 

field for data collection with the help of research assistants. 

Data Analysis Plan 

Data analysis is the process that starts immediately after data collection is completed 

and ends at the point of interpretation and processing of the results (Kothari, 2007). 

Data is of no value in its raw state and, it has to be analyzed in order to give meaning, 

providing answers to the research problem. The following steps were followed in 
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analyzing the data collected; data capture, data sorting, editing, processing and results 

interpretation. 

Data capture and sorting entails rearranging the collected data from the interview 

guides for ease of handling and storage. Editing involves reading through the 

questionnaires to spot ambiguities or errors that may have occurred during the data 

collection process and making corrections. The data collected was then be subjected 

to both quantitative and qualitative analysis in order to come up with inferences on the 

views of the respondents.  The findings of the research study are presented using 

appropriate presentation tools like graphs, frequency tables and charts.  SPSS also 

known as Statistical Packages for Social Sciences will also be helpful in data analysis.  

The research findings are presented in the form that enumerates the different tools and 

statistical methods used during the research studies. 

Ethical Considerations 

This research sought to uphold all ethical issues identified during the study,  

Informed Consent 

The researcher ensured that participants were volunteers and were sufficiently 

informed of the aims of the study and any embarrassment it may cause (Lo, 2009, p. 

46).  The researcher also sought consent from respondents first before engaging them 

in the interviews or administering the questionnaire. Consent was also sought from 

Kenya Pharmacies Board on the use of internal reports and information regarding 

registered retail pharmacies. 
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Anonymity and Confidentiality 

The researcher at all times observed the ethics of research. All information collected 

from the respondents was kept confidential in order to avoid any possibilities of 

victimization. Therefore, the researcher took all necessary action to ensure 

confidentiality of respondent’s information, while administering the questionnaire and 

carrying out the interviews. 

Plagiarism 

The researcher also observed the guiding principles of research such as 

acknowledgement of sources of published information to avoid plagiarism (Kothari, 

2007). Therefore, the researcher ensured that all information obtained from various 

sources used in this study, was appropriately referenced as per the American 

Psychology Association (APA) referencing style.  

Summary 

This chapter covered the research methodology. It gives clear details on how the 

research will be conducted, how data will be collected, analyzed and reported, and the 

ethical concerns involved in this research. 
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CHAPTER FOUR  

DATA PRESENTATION, ANALYSIS AND INTERPRETATION OF 

FINDINGS  

Introduction  

This chapter presents data collected from the field, its analysis, and finally the 

interpretation of the findings on the strategies employed by Retail Pharmacies and 

their impact on business competitiveness using a case study of Nakuru. The data is 

presented in form of tables, charts and graphs from SPSS. 

Response Rate 

The study targeted the Pharmacists, administration staff at the Pharmacies, sales 

representatives and point of sale cashiers. In total, the study targeted a sample of 49 

pharmacy outlets in Nakuru CBD. Out of 49 questionnaires administered, a total of 36 

questionnaires were filled and returned translating to a response rate of 73.5% which 

is adequate for generalization of findings to the entire population (Mugenda & 

Mugenda, 2003). 

Findings on General Information 

The study in this section sought to enquire on the respondents’ general information 

including gender, age, department and the number of years working with the 

pharmacy. The general information findings are presented below. 

Gender Distribution 

The research sought to find out the gender distribution of the respondents. The 

findings after running SPSS analysis were as shown in the Figure 4.1: 
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Figure 4. 1: Gender Distribution of the respondents 

 

From the statistics presented in Figure 4.1, 55.6% (20) of the respondents covered in 

this study were male while 44.4% (16) were female. The majority of the respondents 

were male, implying that pharmacy outlets in Nakuru CBD have employed more male 

workers (55.6%), than female workers (44.4%). However, the difference, 11.2% (4), 

is not huge and very significant. This also passes the provisions of the Kenyan 

Constitution which required that at least one gender be made up of one third of the 

population. 

Age Distribution 

The researcher required the respondents to indicate their age in years. The findings are 

presented in the table 4.1. 

Table 4. 1: Age Distribution 

 Frequency Percent 

under 25 years 1 2.8 
25-30 years 12 33.3 
31-35 years 13 36.1 
36-40 years 6 16.7 
41-45 years 2 5.6 
46-50 years 2 5.6 
Total 36 100.0 
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From the statistics, 2.8% (1) of the respondents was under 25 years of age, 33.3% (12) 

were in the age category of 25-30 years, 36.1% (13) were in the age category 31-35 

years followed while 16.7% (6) were in the age category 36-40 years. Those in the 

age categories 41-45 years and 46-50 years made up 5.6% (2) each. From the 

analysis, Pharmacy outlets in Nakuru CBD had employees of all ages ranging from 

under 25 years but below 50 years. However, majority of the attendants 69.4% (25) 

were aged between 25-35 years.  

Department Working With 

The study further sought to establish the department the respondents were working in 

their respective pharmacies. The findings were as shown in the Table 4.2: 

Table 4. 2: Department Working with Distribution 

 Frequency Percent 

Sales 19 52.8 

Management 9 25.0 

Procurement 7 19.4 

Others 1 2.8 

Total 36 100.0 

 
From the statistics presented in table 4.2, a majority 52.8% (19) of the respondents 

worked in the sales department, 25.0 % (9) worked in the management department, 

19.4% (7) in the procurement department and only 2.8% (1) worked in other 

department. These findings show that the respondents were drawn in different 

departments within the operations of the pharmacies. Different departments draw 

different strategies in order to ensure that they remain competitive and drive an 

organization towards the realization of its vision and mission. Therefore, inclusion of 

several departments increases the generalization of the findings across all pharmacies 

within the Nakuru County. 
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Number of Years Working with the Pharmacy 

The research also sought to find out the number of years the respondents had been 

working with the pharmacy. The results were as in the tables below: 

Table 4.3: Number of Years Working with the Pharmacy 

 Frequency Percent 

less than 1 year 4 11.1 

1-2 years 9 25.0 

3-4 years 18 50.0 

5 years and above 5 13.9 

Total 36 100.0 

 
From the findings, 11.1% (4) of the respondents had worked with their respective 

pharmacies for less than 1 year, 25% (9) had worked with their respective pharmacies 

for between 1-2 years. a majority of the respondents 50% (18) had worked with their 

respective pharmacies for 3-4 years while 13.9% (5) had worked with their current 

pharmacies for a period of above 5 years. These findings show that a majority of the 

respondents had worked with their respective pharmacies for long enough to 

understand how they developed strategies to ensure they remain competitive in the 

market. This also shows that the data collected was more representative as the 

respondents had a clear understanding of the pharmacy operations.  

Competitive Advantage Strategies Employed 

The study sought to establish the strategies employed by pharmacies in gaining 

competitive advantage over their competitors. The study first sought to establish if 

there were any strategies employed in gaining competitive advantage over other 

pharmacies. From the findings, all pharmacies had strategies as illustrated by 100% of 

the respondents who answered “yes”. Strategic management is an important aspect of 

any organization because without a strategy, an organization is headed nowhere. It is 
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through strategic planning that an organization operationalizes its vision and mission 

hence the importance of strategic management. 

The study further sought to establish the extent to which the respondents agreed with 

application of various strategies in their pharmacy. To achieve this, the study 

proposed several strategies to which the respondents were required to indicate their 

level of agreement on their applications within their pharmacies. The levels of 

agreement ranged from strongly agree to strongly disagree with neutral in the middle.  

These findings were as shown in the Table 4.5. 

Table 4.4: Strategies Employed by Pharmacies to Improve their Competitiveness 

 SA A N D SD 

 F % F % F % F % F % 

Use of direct marketing to 
reach out to customers. 

10 27.8  3 8.3 10 27.8 12 33.3 1 2.8 

Offering clinical services to 
customers. 

18 50.0 10 27.8 2 5.6 5 13.9 1 2.8 

Offers home delivery 
services to its 
patients/customers. 

7 19.4 6 16.7 4 11.1 10 27.8 9 25.0 

Offering special 
discounts/Accrued points to 
its frequent customers. 

18 50.0 8 22.2 4 11.1 4 11.1 2 5.6 

Exporting foreign products 
to cater for foreign 
customers and also offer 
variety to local customers. 

10 27.8 1 2.8 1 2.8 10 27.8 14 38.9 

Selling cosmetic and 
beauty products to 
diversify income sources. 

19 52.8 5 13.9 1 2.8 4 11.1 7 19.4 

Offering M-Pesa business 
within the same shop 

23 63.9 3 8.3 0 0.0 6 16.7 4 11.1 

Opening branches all over 
the country in order to 
reach out to more 
customers. 

5 13.9 3 8.3 1 2.8 9 25.0 18 50.0 

Venturing into Wholesale 
business /distributorship. 

7 19.4 3 8.3 3 8.3 2 5.6 21 58.3 

Opening for extra hours 
into the night to sale to late 
night customers 

26 72.2 4 11.1 1 2.8 2 5.6 3 8.3 
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Stocking both generic and 
original drugs 

33 91.7 1 2.8 0 0.0 1 2.8 1 2.8 

Remaining opens for 24 
hours 

4 11.1 2 5.6 1 2.8 7 19.4 22 61.1 

Having a stand-by doctor to 
attend to patients 

2 5.6 2 5.6 3 8.3 6 16.7 23 63.9 

 

From the finding in table 4.4,  on whether the pharmacy used direct marketing to 

reach out to customers, 27% (10), respondents strongly agreed, 8.3% (3) agreed, 

27.8% (10) were neutral, 33.3% (12) of respondents disagreed and 2.8% (1) of the 

respondents strongly disagreed. These findings show that the pharmacies within 

Nakuru CBD made use of direct marketing strategy to a limited extent. This is 

attributed to the equality in the proportion of the respondents who agreed and those 

that disagreed on the statement. Although some pharmacies used direct marketing, not 

all of them applied it as a strategy. According to Burke  et al. (2008) retail pharmacies 

with clinical partners employ face to face marketing, the study showed that the follow 

up phone call revealed that of the patients who chose not to enroll, most did not 

because they felt that these services were already provided to them by a doctor’s 

office or the services were unnecessary.   

These findings are an extension of the findings of Knapp et al., (2005) who argued 

that the greatest barriers to entry into the retail pharmacy industry are the established 

relationships with investigators and sites that provide patients. By using the five-force 

model in business planning, retail pharmacy managers can determine who is affecting 

their business the most and can apply the 0-5 analysis to determine where they should 

be focusing their efforts. Through business analysis and the appropriateness of direct 

marketing strategies, pharmacies within Nakuru CBD can be able to determine the 

applicability of direct marketing strategy. 
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On whether the pharmacy offered clinical services to customers, 50% (18) of the 

respondents strongly agree, 27.8% (10) agree, 5.6% (2) were neutral, 13.9% (5) 

disagree and only 2.8% (1) of the respondent strongly disagreed. These findings show 

that the pharmacies within Nakuru CBD offered clinical services for their customers. 

This was used as a strategy to diversify the range of services offered by the Pharmacy 

hence increased competitiveness. Armstrong and Kesten (2007) view labour as a 

supplier to industry and one that plays an important role in determining the 

competitiveness of a given pharmacy. By extending the range of services offered in 

the pharmacy to include doctor services, it increases the opportunities of the 

pharmacy on the market hence better performance.  

About the pharmacies offered home delivery services to its customers, 19.4% (7) of 

the respondents strongly agreed, 16.7% (6) agreed, 11.1% (4) were neutral, 11.1% (4) 

disagreed and 5.6% (2) strongly disagreed. These findings indicate that although the 

pharmacies involved themselves in home delivery services to customers, this was to a 

limited extent. According to Hill and Gareth (2012), in the pharmaceutical industry, 

the buyers are the patients, the family members, the hospital boards, the tender 

boards, the pharmacists along with a range of other buyers, depending on the specific 

business. Their influence needs to be considered. In various ways, buyers can affect a 

business by seeking price reductions, demanding higher quality and demanding better 

services.   

On the pharmacies offered special discounts/accrued points to its frequent customers, 

50.0% (18) of the respondents strongly agreed, 22.2% (8) agreed, 11.1% (4) were 

neutral, 11.1% (4) disagreed and only 5.6% (2) strongly disagreed. These findings 

show that the pharmacies within Nakuru CBD offered special discounts to especially 
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their frequent customers. This is one of the strategies used by organizations to 

improve organization competitiveness by promoting customer loyalty. According to 

Hill and Gareth (2012), the influence of buyers on a business needs to be considered 

because buyers can affect a business by seeking price reductions, demanding higher 

quality and demanding better services.  

On exporting foreign products to cater for foreign customers and also offer variety to 

local customers, 27.8% (10) of the respondents strongly agreed, 2.8% (1) agreed, 

2.8% (1) were neutral, 27.8% (10) disagreed and 38.9% (14) strongly disagreed. In 

general, 30.6% of the respondents agreed while 67.7% disagreed. It can therefore be 

deduced that the pharmacies did not involve themselves in export to cater for foreign 

customers and also offer variety to local customers. Mintzberg and Quinn (2007) 

argue that a buyer is powerful when they purchase large volumes, when they buy 

products from other suppliers because they are standardized, and when they are 

knowledgeable and make demands based on this knowledge. However, the 

pharmacies in Nakuru CBD were not involved in the export business but instead sold 

locally to consumers.  

On the question on the pharmacy selling cosmetic products to diversify income 

sources, 52.8% (19) strongly agree, 13.9% (5) agreed, 2.8% (1) were neutral, 11.1% 

(4) disagreed and 19.4% (7) strongly disagreed. These findings show that a majority 

of the pharmacies diversified their income sources by stocking other products like 

cosmetics in their pharmacies. These findings are consistent with the argument of 

Mulcaster (2009) that rivalry among firms usually takes the form of jockeying for 

position using tactics like price competition, advertising battles and product 

introductions. By introducing other products, the pharmacies are trying to improve 

their competitiveness on the market. 
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On whether the pharmacies had M-pesa business within the same shop, 63.9% (23) of 

the respondents strongly agreed, 8.3% (3) agreed, none was neutral, 16.7% (6) of the 

respondents disagreed and 11.1% (4) strongly disagreed. M-Pesa services were 

incorporated in the pharmacies to complement income sources. Armstrong and Kesten 

(2007) point out that after analyzing the five forces, a business manager is better 

equipped to determine the company’s strengths and weaknesses, where it stands 

against substitutes, its position relative to entry barriers, and its ability to cope with 

rivalry from established competitors. In order to cope with the rivalry and increase 

income sources to the businesses, pharmacies offered other services like M-Pesa. 

 About pharmacies opening branches all over the country in order to reach out to more 

customers, 13.9% (5) strongly agree, 8.3% (3) agreed, 2.8% (1) were neutral, 25.0% 

(9) disagreed and 50.0% (18) strongly disagreed. Many pharmacies within the Nakuru 

CBD did not have branches spread all over the country. This could be due to limited 

capital. According to Kennedy et al. (2007), targeting specific patient populations 

who have a need for a service is an effective way to focus marketing efforts on a 

group that may be more likely to respond. The pharmacies within Nakuru CBD did 

only focus on Nakuru area and had not opened branches in other parts of the Country. 

 
On whether the pharmacy had ventured into wholesale business /distributorship 

19.4% (7) strongly agreed, 8.3% (3) agreed, 8.3% (3) were neutral, 5.6% (2) 

disagreed and 58.3% (21) strongly disagreed. In summary, 27.7% of the respondents 

agreed while 63.9% of the respondents disagreed. It can therefore be deduced that the 

pharmacies did not venture in wholesale/ distribution business. 

On whether the pharmacy opened for extra hours into the night to sale to late night 

customers 72.2% (26) of the respondents strongly agreed, 11.1% (4) agreed, 2.8% (1) 
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were neutral, 5.6% (2) disagreed and 8.3% (3) of the respondents strongly disagreed. 

The findings show that the pharmacies within Nakuru CBD remained open for long 

hours into the night to sale to late night customers as supported by 83.3% of the 

respondents. This was done in order to offer late customers a chance to purchase 

drugs. This goes a long way in increasing customer loyalty and satisfaction in the 

services provided by the pharmacies. As Knapp et al. (2005) note, the pharmacy 

retailing is undergoing significant changes worldwide after a long period in which the 

drugstore business was both consistently profitable and growing. The industry is 

facing unprecedented changes in health care systems, innovations in products and 

services, changing nature of pharmaceuticals, and rising competition from new 

entrants and new channels in the industry. In order to overcome these challenges, they 

have to adopt new strategies. Opening extra hours is one of the strategies. 

The question on the  pharmacy stocking both generic and original drugs, 91.7% (33) 

strongly agreed, 2.8% (1) agreed, none of the respondents was neutral 2.8% (1) 

disagreed and 2.8% (1) of the respondents strongly disagreed. These findings show 

that the pharmacies stocked both generic and original drugs as supported by 94.6% of 

the respondents. According to Burke et al. (2008), generic drugs are pharmaceutical 

products that are approved for manufacture, and are prescribed as drugs with 

equivalent therapeutic effects to those of the original drugs. While the quality, safety 

and efficacy of the generic drugs do not differ from those of the original drugs, the 

drug prices of the generic drugs are lower than those of the latter. 

On whether the pharmacy opens for 24 hours, 11.1% (4) strongly agreed, 5.6% (2) 

agreed, 2.8% (1) were neutral, 19.4% (7) disagreed and 61.1% (22) of the respondents 

strongly disagreed. Not all the pharmacies opened for 24 hours within the Nakuru 

CBD. A majority of them remained closed for the night. This was because the 
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customers were not many at night hence did not justify having them open over night. 

As Knapp et al. (2005) note, the pharmacy industry is facing unprecedented changes 

in health care systems, innovations in products and services, changing nature of 

pharmaceuticals, and rising competition from new entrants and new channels in the 

industry. In order to overcome these challenges, they have to adopt new strategies. 

Opening extra hours is one of the strategies. 

The question on the pharmacy having a stand-by doctor to attend to patients, 5.6% (2) 

of the respondents strongly agreed, and 5.6% (2) agreed, 8.3% (3) were neutral, 

16.7% (6) disagreed and 63.9% (23) of the respondents strongly disagreed. These 

findings show that many pharmacies within Nakuru CBD did not have a stand-by 

doctor in their premises. According to Burke et al. (2008), offering clinical services is 

a major strategy the retail pharmacies use to gain competitive advantage. Borchardt 

(2010) note that pharmacy may also consider availing doctors to attend to patients in 

their quest to diversify revenue sources.  

The research study further sought to find out the extent to which the proposed 

strategies had affected the competitiveness of the pharmacy business in Nakuru CBD. 

The findings were as shown in the Table 4.6: 

Table 4.5: Extent of the Effect of Strategies on Competitiveness 

 Frequency Percent 

very great extent 10 27.8 

great extent 12 33.3 

moderate extent 10 27.8 

little extent 3 8.3 

no extent 1 2.8 

Total 36 100.0 
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From the findings, majority of the respondents 33.3% (12) agreed to a great extent, 

followed by 27.8% (10) who agreed to a very great extent and moderate extent with 

each while 8.3% (3) agreed to a little extent and 2.8% (1) indicated that it did not 

affect to any extent. These findings show that the strategies greatly affected the 

competitiveness of the pharmacies. These findings are consistent with the argument of 

Jones (2009) that the formulation of a sound strategy facilitates a number of actions 

and desired results that would be difficult otherwise. The formulation of strategy 

forces organizations to examine the prospect of change in the foreseeable future and 

to prepare for change rather than to wait passively until market forces compel it. 

Challenges Faced in Implementing Strategies  

 
The study sought to establish the challenges faced in implementing the strategies 

meant to improve the pharmacies’ ability to gaining competitive advantage over their 

competitors. From the findings, all respondents 100% (36) agreed that there were 

challenges faced in implementing the strategies on gaining competitive advantage 

over their competitors. Implementation of any strategy involves operationalizing the 

strategies developed. The process of operationalization is always subject to 

uncertainty as the conditions predicted during strategy formulation may change during 

strategy implementation. 

The study identified some challenges in the implementation of strategies in 

organizations to which the respondents were required to select the ones that 

influenced their strategy implementation. The study proposed several statements to 

which the respondents were required to indicate their level of agreement/disagreement 

ranging from strongly agree to strongly disagree with neutral in the middle.  The 

findings were as shown in the Table 4.7 
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Table 4.6: Level of Agreement/Disagreement 

  SA A N D SD 

  f % f % f % f % f % 

Limited management 
support on implementation 
of strategies. 

14 38.9 8 22.2 6 16.7 2 5.6 6 16.7 

Competition from 
neighboring pharmacies. 

24 66.7 9 25.0 1 2.8 1 2.8 1 2.8 

Laxity from the Authority 
(Pharmacy and poisons 
board) in eliminating 
counterfeit, parallel 
products and unregistered 
pharmacies.  

29 80.6 4 11.1 2 5.6 0 0.0 1 2.8 

Short credit periods from 
the suppliers. 

27 75.0 4 11.1 5 13.9 0 0.0 0 0.0 

Limited motivation from 
the employer. 

8 22.2 4 11.1 14 38.9 7 19.4 3 8.3 

Inability to get a strategic 
location for business 
premise. 

16 44.4 2 5.6 3 8.3 4 11.1 11 30.6 

Market undercutting by 
competitors 

23 63.9 9 25.0 2 5.6 0 0.0 2 5.6 

Limited capital to invest in 
the business 

8 22.2 11 30.6 9 25.0 4 11.1 4 11.1 

Scarcity of qualified 
professionals to employ in 
the pharmacies 

4 11.1 7 19.4 5 13.9 13 36.1 7 19.4 

 

From the Table 4.7, on whether limited management support on implementation of 

strategies was a challenge, 38.9% (14) strongly agreed, 22.2% (8) agreed, 16.7% (6) 

were neutral and 5.6% (2) disagreed and 16.7% (6) strongly disagreed. On aggregate, 

61.1% of the respondents agreed compared to 22.3% who disagreed. It can therefore 

be deduced that management support is key in the implementation of strategies. Lack 

of total support by management means that the strategies may not be implemented 

smoothly and may even fail. These findings are consistent with the argument of 

Aaltonen and Ikåvalko (2002) that the most important factor when implementing a 

strategy is the top level management’s commitment to the strategic direction itself. 
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This is undoubtedly a prerequisite for strategy implementation. Therefore, top 

managers must demonstrate their willingness to give energy and loyalty to the 

implementation process.  

With regard to competition from neighboring pharmacies being a challenge, 66.7% 

(24) strongly agreed, 25.0% (9) agreed, only 2.8% (1) was either neutral, disagreed or 

strongly disagreed. Aggregate figure show that 91.7% of the respondents agreed that 

competition from neighboring pharmacies was a challenge. Through competition, the 

performance of the pharmacies is affected hence the need to develop strategies that 

would ensure competitiveness of the pharmacy. Jones (2009) notes that competition is 

healthy for the operation of firms in an industry. An effective strategy developed by a 

firm should thus anticipate the reactionary counter moves of the competitors and the 

changes in customer demands over time. 

On whether laxity from the authority (Pharmacy and Poisons Board) in eliminating 

counterfeit, parallel products and unregistered pharmacies was a challenge, 80.6% 

(29) of the respondents strongly agreed, 11.1% (4) agreed, 5.6% (2) were neutral, 

none disagreed and only 2.8% (1) strongly disagreed. These findings show that 91.7% 

of the respondents found this a great challenge. Laxity in eliminating counterfeit, 

parallel products and unregistered pharmacies brings about unfair competition which 

reduces the profitability of genuine and compliant pharmacies. According to Barton 

(2010), in order for a firm to build effective strategies demands that the organization 

team needs to listen to customers and stakeholders. Effective strategies in the 

organization   do not give room for the retention of the status quo.   

On whether short credit periods from the suppliers was a challenge, 75.0% (27) of the 

respondents strongly agreed, 11.1% (4) agreed, 13.9% (5) were neutral and none 
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disagreed. In general, 86.1% of the respondents agreed those short credit periods from 

the suppliers were a challenge. Credit from suppliers is a form of capital which is 

cheaper as suppliers do not charge high interest as commercial banks. Shorter credit 

periods become a challenge because the pharmacies have to borrow from other 

sources whenever they do not have enough resources to meet their obligations with 

their suppliers. According to Robbins and Coulter (1996), resources form an 

important part of strategy implementation. Accessing sufficient funds for the 

implementation of strategies is important for the pharmacies. 

With regard to little motivation from the employer being a challenge in implementing 

the strategies, 22.2% (8) of the respondents strongly agreed, 11.1% (4) agreed, 38.9% 

(14) were neutral, 19.4% (7) disagreed and only 8.3% (3) strongly disagreed. These 

findings show that motivation was not a major challenge among the pharmacies 

because the proportion of those who agreed and those that disagreed is less equal. 

Majority of the respondents were neutral on this statement. Beer and Eisenstat (2000) 

emphasize that the strategy implementation could be more difficult than thinking up a 

good strategy. 

On whether inability to get a strategic location for business premise being a challenge, 

44.4% (16) of the respondents strongly agreed, 5.6% (2) agreed, 8.3% (3) were 

neutral, 11.1% (4) disagreed and 30.6% (11) strongly disagreed. These findings show 

that inability to get a strategic location for business premise was a challenge to a 

majority of the pharmacies in Nakuru CBD as supported by 50% of the respondents 

compared to 41.7% who disagreed. Location is usually the main element in the center 

of every business because it has an impact on organizational performance (Armstrong 

& Kesten, 2007).  
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On whether market undercutting by competitors was a challenge faced in 

implementing the strategies, 63.9% (23) strongly agreed, 25.0% (9) agreed, 5.6% (2) 

were either neutral or strongly disagreed and none disagreed. These findings show 

that market undercutting by competitors was a challenge faced in implementing the 

strategies. As an organization sets to implement its strategies, it may affect the 

competitiveness of a competitor thereby sparking off a response as they try to protect 

their market share. 

On whether limited capital to invest in the business was a challenge, 22.2% (8) of the 

respondents strongly agreed, 30.6% (11) agreed, 25.0% (9) were neutral and 11.1% 

(4) of the respondents either disagreed or strongly disagreed. These findings show that 

limited capital to invest in the business was not a big challenge as only about 52.8% 

of the respondents agreed with 25% being neutral and 22.2% disagreeing. These 

findings show that although capital was limited, it was not a major challenge to 

pharmacies within Nakuru CBD. 

 
On whether scarcity of qualified professionals to employ in the pharmacies was a 

challenge in implementing the strategies, 11.1% (4) of the respondents strongly 

agreed, 19.4% (7) agreed, 13.9% (5) were neutral, 36.1% (13) disagreed and 19.4% 

(7) strongly disagreed. These findings show that qualified professionals to employ in 

the pharmacies were not scarce hence not a challenge.  

The study further sought to identify the extent to which the challenges experienced in 

implementing strategies affect the competitiveness of the pharmacy. To achieve this, 

the study proposed five statements to which the respondents were required to indicate 

their level of agreement ranging from very great extent, moderately great extent, great 

extent, little extent and no extent. The results were as shown in the table 4.8: 
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Table 4.7: Extent to which the Challenges Affected Competitiveness of the Pharmacy 

 Frequency Percent 

very great extent 11 30.6 

great extent 12 33.3 

moderate extent 8 22.2 

little extent 5 13.9 

Total 36 100.0 

 

The findings in table 4.8 indicate that majority of the respondents 33.3% (12) agreed 

to a great extent, followed by 30% (11) who agreed to a very great extent. Those who 

agreed to moderate extent were 22.2% (8) and those who agreed to a little extent were 

13% (5). These findings show that the challenges affected competitiveness of the 

pharmacy to a great extent. They affected their competitiveness and how they 

performed at the end of the financial period. 

Interview Guide Analysis 

For those interviewed, the study sought to understand who their major competitors 

were. From the interviews, the interviewees identified several major competitors 

including retail pharmacies within their neighborhood, stocking doctors, satellite 

clinics of Aga Khan, Karen Hospital and Avenue. In addition, government hospitals 

offered stiff competition as they offered drugs at subsidized rates. In order to counter 

the competition brought by the competitors, pharmacies within Nakuru CBD 

employed a number of strategies including offering special discounts and clinical 

services in order to maintain clients and also educating patients about their conditions 

and how to take care of them.  

The pharmacies also situated their businesses strategically near doctors and hospitals 

so that once the patients receive the prescription; they walked into their pharmacies 

for the prescribed drugs. The pharmacies also employed well trained staff to attend to 
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their clients. This improved the quality of services offered to the clients which led to 

repeat businesses and referrals. The pharmacies also offered special discounts and 

clinical services in order to maintain clients. Educating patients was adopted since 

government hospitals, who were the major competitors, did not offer education to 

their patients.  

The interviewees were further requested to indicate what other strategies they would 

suggest to be employed by the Pharmacy in future to boost their competitiveness. 

From the findings, the interviewees identified opening clinic with a stand by doctor so 

as to attend to patients immediately hence increase the revenue base of the 

pharmacies; getting involved in direct marketing with brochures which are placed 

within the pharmacy so that clients can pick and circulate among their networks. In 

addition, the interviewees suggested that the pharmacies consider forming a local 

union which would protect them from cartels and other unscrupulous dealers who 

bring drugs illegally. The interviewees recommended that they be each others keepers 

in reporting illegal trades who try to sell parallel and counterfeit drugs.  

The interviewees indicated that strategies employed by the pharmacy, had to a great 

extent, helped in gaining competitive advantage over their competitors, because by 

give good service to clients they wanted to keep them coming back for more. To 

ensure that their customers kept coming back, the interviewees indicated that they 

organized for free medical checkups as well as attending promptly to customers’ 

needs, were some of the things the respondents did to ensure their customers keep 

coming back. 

On changes suggested that could make pharmacy selling and operations easier in the 

Kenyan market, the respondents suggested that if only the pharmacy and poisons 
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board could regulate the market to ensure that each molecule has I original drug and 

not more that 5 generics, duplication of brands would reduce. Also, no substandard 

drugs or counterfeits would make their way into the market. These suggestions would 

make pharmacy selling and operations easier. 

Summary of the Findings  

1. Competitive advantage strategies employed, the study established that all 

pharmacies had strategies. These strategies included: Use of direct marketing to 

reach out to customers, Offering clinical services to customers, Selling cosmetic 

and beauty products to diversify income sources, Offering M-Pesa business 

within the same shop, venturing into wholesale business /distributorship, and 

stocking both generic and original drugs 

2. The strategies greatly affected the competitiveness of the pharmacies. 

3.  On the challenges faced in implementing strategies, all the respondents indicated 

that the pharmacies faced a number of challenges. The key challenges included: 

management support is key in the implementation of strategies; lack of total 

support by management means that the strategies may not be implemented 

smoothly and may even fail; competition from neighboring pharmacies being a 

challenge; laxity from the authority (Pharmacy and Poisons Board) in eliminating 

counterfeit, parallel products and unregistered pharmacies was a challenge; 

inability to get a strategic location for business premise being a challenge; market 

undercutting by competitors was a challenge faced in implementing the strategies 
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4. The challenges affected competitiveness of the pharmacy to a great extent. 

They affected their competitiveness and how they performed at the end of the 

financial period. 
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CHAPTER FIVE 

 DISCUSSIONS, CONCLUSIONS AND RECOMMENDATIONS 

Introduction  

This study sought to determine the strategies employed by retail pharmacies and their 

impact on business competitiveness using a case study of Nakuru. The research 

objectives were: to determine the strategies adopted by pharmacies and their impact 

on business competitiveness; to find out the extent to which the strategies adopted by 

retail pharmacies help in business competitiveness; and to find out the challenges 

which retail pharmacies face in the process of implementing strategies on business 

competitiveness. This chapter gives the discussion of findings, conclusions and 

recommendations.   

Discussions 

This section presents a summary of findings on the demographic characteristics of the 

respondents and the discussion on the findings based on the research objectives.  

 

Competitive Advantage Strategies 

From the findings, all the respondents, 100% (36), agreed that there were strategies 

laid by their pharmacies to gain competitive advantage over their competitors. All the 

respondents answered “yes”.  These findings are supported by the recommendations 

of Ellis (2009) that in order for organizations to remain competitive in a dynamic 

environment, they have to develop relevant strategies that would direct their activities 

towards the realization of organizational goals. The research findings showed that a 

number of strategies were employed including offering special discounts and clinical 

services in order to maintain clients and also educating patients about their conditions 
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and how to take care of them.  The findings are consistent with those of Jones (2009) 

who argues that formulation of a sound strategy facilitates a number of actions and 

desired results that would be difficult otherwise.  

 Further findings showed that the respondents suggested some of the strategies that 

would be employed by the pharmacy in future. These included direct marketing with 

brochures, forming a local union which will protect them from cartels and other 

unscrupulous dealers who bring drugs illegally and also to be each others keepers in 

reporting illegal trades who try to sell parallel and counterfeit drugs. These findings 

are consistent with the recommendations of Ellis (2009) that it is also important for 

pharmacies to get creative with their advertising campaigns to better reach the 

targeted marketing population. For example, a pharmacy can use banner advertising 

to build the reputation of the pharmacy in the community and get patients in the store 

for further individualized marketing encounters.  

The findings indicated that strategies employed by the pharmacy, had to a great 

extent, helped in gaining competitive advantage over their competitors, because if you 

give good service to your clients they will want to keep coming back for more. These 

findings are consistent with those of Knapp et al. (2005) who argue that pharmacy 

retailing is undergoing significant changes worldwide after a long period in which the 

drugstore business was both consistently profitable and growing. The industry is 

facing unprecedented changes in health care systems, innovations in products and 

services, changing nature of pharmaceuticals, and rising competition from new 

entrants and new channels in the industry. To remain relevant and well known, 

pharmacies were found to be giving free medical checkups as well as attending 

promptly to customers’ needs, are some of the things the respondents do to ensure 

their customers keep coming back. 
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The Extent to which the Strategies Help in Business Competitiveness 

From the study findings in chapter four, the study established that the strategies 

greatly affected the competitiveness of the pharmacies.  Jones (2009) notes that 

strategic formulation allows the firm to plan its capital budgeting.  It was through 

these competitive strategies developed that the pharmacies were able to outcompete 

their competitors in the market. An effective strategy anticipates the reactionary 

counter moves of the competitors and the changes in customer demands over time. 

Effective strategies demonstrate superior customer value excellence, efficiency, 

economics endurability (Ellis, 2009).  The strategies also enabled the pharmacies 

sustain their market share and serve as many clients as possible. For example, by 

remaining open for extra hours, the pharmacies ensured that customers in need of 

medicine late at night can easily access them by visiting their pharmacies. Location 

plays an important role on business performance as it determines the sales. . Effective 

strategies demonstrate superior customer value excellence, efficiency, economics 

endurability (Jones, 2009). 

Challenges Faced in Implementing Strategies  

Challenges faced by the pharmacies in implementing strategies on gaining 

competitive advantage included: limited management support on implementation of 

strategies; competition from neighboring pharmacies; laxity from the authority 

(Pharmacy and Poisons Board) in eliminating counterfeit, parallel products and 

unregistered pharmacies, short credit periods from the suppliers; little or no 

motivation from the employer; inability to get a strategic location for business 

premise; market undercutting by competitors; limited capital to invest; and scarcity of 

qualified professionals to employ in the pharmacies. As noted by Burke et al. (2008), 
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the most important factor when implementing a strategy is the top level 

management’s commitment to the strategic direction itself. Therefore, top managers 

must demonstrate their willingness to give energy and loyalty to the implementation 

process. This demonstrable commitment becomes, at the same time, a positive signal 

for all the affected organizational members (Harrison, 2005).  

Retail pharmacies with clinical partners employ face to face marketing, the study 

showed that the follow up phone call revealed that of the patients who chose not to 

enroll, most did not because they felt that these services were already provided to 

them by a doctor’s office or the services were unnecessary  (Robbins & Coulter, 

1996). The findings indicated that 30.6% (11) of the respondents agreed to a very 

great extent that the proposed challenges did affect the competitiveness of the 

pharmacy. 33.3% (12) agreed to a great extent, 22.2% (8) to a moderate extent, 13.9% 

(5) to a little extent and none disagreed. Overall though, it is increasingly 

acknowledged that the traditionally recognized problems of inappropriate 

organizational structure and lack of top management backing are the main inhibiting 

factors to effective strategy implementation (Aaltonen & Ikåvalko, 2002).   

Conclusions  

There are several strategies that were laid by the pharmacies to gain competitive 

advantage over their competitors. First, the pharmacy stocking both generic and 

original drugs, was a strategy that 94.5% (34) of the respondents supported. This 

means that this strategy plays the key role in gaining competitive advantage over the 

competitors, and therefore should be adopted by the pharmacies. Other strategies such 

as; offering clinical services to customers, offering special discounts/Accrued points 

to its frequent customers, selling cosmetic products /beauty products to diversify 

Daystar University Repository

Library Archives Copy



 

79 

 

income sources, having M-Pesa business within the same shop, as well as opening for 

extra hours into the night to sale to late night customers, should be adopted as well 

since over 60% of the respondents agreed with them. The findings indicated that these 

strategies generally influence the gaining of competitive advantage over the 

competitors to a great extent.  

 

The study established that the strategies greatly affected the competitiveness of the 

pharmacies. It was through these competitive strategies developed that the pharmacies 

were able to outcompete their competitors in the market. The strategies also enabled 

the pharmacies sustain their market share and serve as many clients as possible 

 

Challenges faced in implementing the strategies on gaining competitive advantage 

over their competitors included laxity from the authority (Pharmacy and Poisons 

Board) in eliminating counterfeit, parallel products and unregistered pharmacies. This 

was the major challenge supported by 91.7% (33) of the respondents. This means that 

the issue needs to be addressed since it greatly affects the process of implementing the 

strategies on gaining competitive advantage over the competitors. Other challenges 

faced included; short credit periods from the suppliers as well as market undercutting 

by competitors. These too need be addressed since over 80% of the respondents 

agreed to the fact that they are a challenge in the process of implementing the 

strategies.  
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Recommendations 

From the findings of this study, the following recommendations were made: 

1. The study established that pharmacies within Nakuru CBD used different 

strategies to outperform their competitors. In order to remain competitive, this 

study recommends use of direct marketing with brochures displayed within the 

pharmacy for customers to pick and carry away with them so that they get 

more information about the pharmacy. 

2. The study also recommends that the pharmacies in the CBD area form a local 

union which will protect them from cartels and other unscrupulous dealers 

who bring drugs illegally; and report illegal trade on drugs. 

3. The study recommends that the pharmacies organize for incorporation of free 

medical checkups which with make customers know of their existence and 

their role in society hence increase the level of awareness about them. 

4. The study established that the process of implementing strategies on business 

competitiveness was faced by various challenges. To minimize the effects of 

these challenges, the study recommends that the pharmacy and poisons board 

regulate the market to ensure that each molecule has I original drug and not 

more that 5 generics. This way, duplication of brands would reduce; 

substandard drugs or counterfeits would not be found in the market. 

Consequently, pharmacy selling and operations will be made easier and more 

productive. 
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Recommendations for Further Research 

This study concentrated on determining the impact of strategies employed in gaining 

competitive advantage over competitors by Retail Pharmacies using a case study of 

Nakuru. The focus of the study was one location- Retail Pharmacies in Nakuru. To 

facilitate the generalization of the findings, this study proposes that future studies be 

conducted on impact of competitive strategies among all the pharmacies in Kenya.  

The study also recommends that another study be carried out among government 

hospitals and private hospitals in Kenya to establish the weaknesses in the strategies 

employed in these hospitals. Since the government hospitals were the major 

competitors, the study findings could help the pharmacies in formulating new 

strategies such that clients would now prefer the services offered in the pharmacies. 
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APPENDICES 

Appendix 1: Questionnaire  

My name is Pauline Gichuki, I am a student at Daystar University pursuing Masters 

of Business Administration in Strategic Management. For the award of the degree, we 

are expected to conduct a research study. The topic of my research study is The 

Impact of Competition on Retail Pharmacies Business Strategies: A case study of 

Nairobi.  I am kindly requesting you to fill the questionnaire.  The information   

provided will be kept with high confidentiality and will be used strictly for academic 

purpose only. 

 

Section A: BIO DATA 

1. Sex: Male (    )     Female (    )                  

2. Age: 

               Under 25 yrs  (    )                25 to 30 yrs  (    )               

  31 to 35 yrs   (    )  36 to 40 yrs  (    )                

41 to 45 yrs   (    )  46 to 50 yrs  (    )               

51 yrs and above  (    ) 

3. Department working in: 

 Accounts (    ) 

 Sales  (    ) 

 Management (    ) 

 Procurement      (    ) 

 Others (specify) (    ) 

  

4. Number of years working with the Pharmacy: 
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 Less than 1 year    (    ) 

 1 – 2 years      (    ) 

 3 – 4 years      (    ) 

 5 years and above (    ) 

 

SECTION B: STRATEGIES EMPLOYED BY PHARMACIES IN GAINING 

COMPETITIVE ADVANTAGE OVER THEIR COMPETITORS 

5. Are there strategies employed by your pharmacy in gaining competitive advantage 

over their competitors? 

Yes (  )   No (   ) 

 

6. Below is a list of some strategies used by organizations in gaining competitive 

advantage. Using a scale of Strongly Agree (SA), Agree (A), Neutral (N), 

Disagree (D) and Strongly Disagree (SD) please indicate the extent to which you 

agree with the application of each strategy in your pharmacy. 

 

 SA A N D SD 

The Pharmacy uses direct marketing to reach out to 

customers. 

     

The Pharmacy offers clinical services to customers.      

The pharmacy offers home delivery services to its 

patients/customers. 

     

The pharmacy offers special discounts/Accrued points to 

its frequent customers. 

     

The pharmacy exports foreign products to cater for      
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foreign customers and also offer variety to local 

customers. 

The pharmacy sells cosmetic products /beauty products 

to diversify income sources. 

     

The pharmacy has M-Pesa business within the same shop      

The pharmacy has opened branches all over the country 

in order to reach out to more customers. 

     

The pharmacy has ventured into Whole sale business 

/distributorship. 

     

The pharmacy opens for extra hours into the night to sale 

to late night customers 

     

The Pharmacy stocks both generic and original drugs      

The pharmacy opens for 24 hours      

The pharmacy has a stand-by doctor to attend to patients      

In your opinion, what other strategies have been adopted by your pharmacy to 

improve its competitiveness? 

 

 

To what extent have these strategies affected the competitiveness of your pharmacy? 

Very great extent  [ ] 

Great extent   [ ] 

Moderate extent   [ ] 

Little extent   [ ] 

No extent    [ ] 
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SECTION D: CHALLENGES FACED IN IMPLEMENTING STRATEGIES ON 

GAINING COMPETITIVE ADVANTAGE 

7. Are there challenges experienced in implementing strategies on gaining 

competitive advantage? 

Yes (  )   No (   ) 

8. Below are some identified challenges in the implementation of strategies in 

organization. Kindly rate your level of agreement/disagreement with following 

statement relating to the challenges which retail Pharmacies face in the process of 

implementing strategies on gaining competitive advantage, tick the  appropriate  

box  using the likert scale  as either strongly agree (SA), Agree (A), Neutral (N), 

Disagree (D), Strongly Disagree (SD). 

 SA A N D SD 

Limited management support on implementation of strategies.      

Competition from neighboring pharmacies.      

Laxity from the Authority (Pharmacy and poisons board) in 

eliminating counterfeit, parallel products and unregistered 

pharmacies.  

     

Short credit periods from the suppliers.      

Little or no motivation from the employer.      

Inability to get a strategic location for business premise.      

Market undercutting by competitors      
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Limited capital to invest in the business      

Scarcity of qualified professionals to employ in the pharmacies      

In your opinion, what other strategies have been adopted by your pharmacy?  

 

9. To what extent do the challenges experienced in implementing strategies effect 

competitiveness of your pharmacy? 

Very great extent  [     ] 

 Moderately great extent [     ] 

 Great extent   [     ] 

 Little extent   [     ] 

 No extent   [     ] 
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Appendix 3: Interview guide 

1. Who are your major competitors? 

2. What strategies does the Pharmacy employ to counter competition? 

3. In your view, what are the strategies you would suggest to be employed by the 

Pharmacy in future? 

4. To what extent do strategies employed by your pharmacy help in gaining 

competitive advantage over their competitors 

5. What are the things you do to ensure your customers keep coming back? 

6. Have the strategies you have are applying created an impact in the 

performance of your business. 

7. Are there any changes you suggest that could make pharmacy selling and 

operations easier in the Kenyan market? 

8. Are there challenges experienced in implementing strategies on gaining 

competitive advantage 

9. To what extent do the challenges experienced in implementing strategies 

affect  competitive advantage 
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