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[bookmark: _Toc14535476]Executive Summary
The GSK Company is facing a range of problems due to a decline in customer satisfaction and high employee turnover. The company is on the 7th position in customer satisfaction index which is lower than other competitors. On the other hand, the employee turnover rate is 40% in GSK which is top in the industry. That is because the prices of the products supplied by the company are higher compared to competitors. On the other hand, the employee’s faces lack of job securities and motivations and hence they are intended to leave the company that cost the company heavily.The problem that is identified for the GSK Company has a wide impact on profitability and growth because they are impeding the market growth and lowering the profitability (data.gsk.com, 2019).GSK Company is facing problems regarding the customer dissatisfaction and the higher rate of employee turnover. As a consequence, the company’s profitability and market share have been decreased to a great extent. However, for reaching a decision and analysing the potential of the company in response to the solution of the problem, various decision-making tools could be implemented and used such as Ishikawa diagram, SWOT framework, PESTLE framework, Brainstorming etc. However, for implementing the solution, the company should ensure effective change management procedures. 
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[bookmark: _Toc14535477]Introduction
While operating a business, companies face a long range of problems that should be solved by implementing problem-solving tools and techniques. This study was structured to find the problems of GlaxoSmithKline and explore a probable solution to this problem. At the end of the study, the implications of change and change management procedures are discussed along with building block that resistance to change. However, the GlaxoSmithKline Company was founded in 2000 based on London and expanded widely in the world pharmaceutical business. It has operations for almost all of the countries and employed around 130,000 employees. This study analyses the problems faced by the company and proposed solutions for solving the problem. 
















[bookmark: _Toc14535478]Overview of the selected problem
While operating the business, every large and small company faces range problems that arise from day to day operations or market structure. The GlaxoSmithKline Company that was founded in 2000 had reached the leading position between 2012. However, from 2012 to 2014, the company topped in the UK pharmaceutical market but after 2014, the profitability and market share of the company has fallen dramatically (data.gsk.com, 2019). As a result, the company has fallen behind its competitors and overall market competition. However, the management of the company endeavours to identified the reasons for this dramatic fall in market competition and found that a higher rate of customer dissatisfaction and high employee turnover is the main culprit for it. However, the company is on the 7th position in customer satisfaction index which is lower than other competitors. On the other hand, the employee turnover rate is 40% in GSK which is top in the industry (data.euromonitor, 2019). That is because the prices of the products supplied by the company are higher compared to competitors. On the other hand, the employee’s faces lack of job securities and motivations and hence they are intended to leave the company that cost the company heavily. This study covers these multi-drivers problems and found out a practical and implementable solution from a range of alternative solutions. 
[bookmark: _Toc14535479]Scope and impact of the problem
The problem that is identified for the GSK Company has a wide impact on profitability and growth because they are impeding the market growth and lowering profitability. Further impacts of the problem are discussed here. 
Losing market share:The GSK Company is losing the market share after 2014 due to high rate of employee turnover and customer dissatisfaction. As a result, the competitors such as Pfizer, AG Bayer, and Novartis etc are capturing the lost market that lagging the company behind the market competition (data.gsk.com, 2019).  The reasons behind it are that dissatisfied customers are leaving the company switching the brand. On the other hand, high employee turnover also declines the competitive advantage of the company. 
Raising cost: Customer dissatisfaction and high employee turnover is significantly costly for the company. That is because, due to customer dissatisfaction, the advertisements and promotional initiatives become fruitless for the company. On the other hand, the recruiting and training cost of the newer staffs also impose a significant cost burden on the company. For this reason, it declines the competitive advantage of the company. 
Deteriorating profitability: Higher cost undoubtedly deteriorates the profitability of the company. Due to the loosing of potential customer and market share, the revenue of the company has declined around 40% from 2012 to 2017 which puts significant negative impacts on the profitability of the company (Pharmaceutical industry review, 2019). Moreover, the high rate of employee turnover also declines the net income of the company by raising the cost. 
Impeding growth: Until 2014, the GSK Company had expanded business in more than 120 countries and reached to a leading position. But later of the period, the profitability and growth were stacked due to loosing of customer satisfaction and hence market share. Higher cost burden and lower profitability of the company is impeding the growth potential of the company.                                                    
[bookmark: _Toc14535480]Collection and analysis of data and information regarding the reasons forthe problem
In order to find out an implementable solution for the facing problems of the GSK Company, a range of data and information has been collected that support the solution. They are explained in the following sections. 
Higher price:Analysing the price index of the drugs of GSK and other competitors such as Pfizer, Novartis and Bayer AG, it is found that the prices of the GSK‘s drugs are around 5% to 15% higher (data.euromonitor.com, 2019). That is why; the competitors are being able to obtain a competitive advantage due to lower prices of their products. 
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Figure: Drop of profitability of GSK
Source: (Data.gsk.com, 2019)
Lack of innovation:The GSK Company is not getting sufficient innovative products such as generic drugs, vaccines and medical instruments. Therefore, the company is losing its market share and customer satisfaction. On the other hand, innovative management strategies and leadership qualities are also absent in the GSK Company. That is why; the staffs are also churning the company. 
Lower career growth:The GSK Company is offering lower opportunities for the staffs in order to grow their career in the company. That is because the company does not have any fixed strategies for promotions and compensations. On the other hand, the competitors of the company pay around 10% to 15% higher compared to competitors(Dawson, 2018). For this reason, the employee turnover rate is higher in the GSK Company. In addition, the company has insufficient training and development programs for the newer staffs and young leaders. That is also a reason for leaving the company by the potential staffs and managers for whom the company has spent a huge sum of money. 
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Figure: Market share and market position of GSK
Source: (Pharmaceutical business review, 2019)
Lower job security and motivations:The GSK Company has failed in order to provide the staffs with job security and applying a range of motivational tools. That is why; the staffs are leaving the company and joining the competitors who are providing with higher job security and motivations. Therefore, the intrinsic and extrinsic motivational techniques are inadequate in the organisation. 
[bookmark: _Toc14535481]Difference between data and information
Data and information play a vital role in analysing the problem and reaching into a decision for solving the problems. However, there has some basic difference between the concept of data and information. Data is the facts and figures that provide insight into a situation. For example, the profitability of GSK Company has declined by 40% from 2012 to 2017 is an example of data (data.gsk.com, 2019). On the other hand, the processed data that can be used for decision making is called information. For example, while solutions for solving the declining of the profitability will be taken based on the presented data, it will be then called information. That is why the definition and nature of both data and information differ from the process and usability for making a decision.  
[bookmark: _Toc14535482]Importance of adequate data and information for effective decision making
Collected data and information supports the decision making and implementation of the decision within the organisation. For this reason, the GSK Company has collected a range of data and information supporting reasons for the problem as well as the impacts and scope of the problem. They support the company in order to identify the possible reasons for the problems and adopt strategies and decisions that are effective in solving the problems (Madnick et al., 2017). For example, for the problem of customer dissatisfaction and higher employee turnover rate in the GSK, a range of data has been collecting including the reasons such as higher price, lack of innovation, lack of motivation, career growth etc. They support making an effective decision in order to solve the problem. However, the data and information are analysed using a range of statistical tools and techniques such as pie chart, bar chart, line graphs, mean modes and medians, standard deviations, regression analysis etc. 
[bookmark: _Toc14535483]Alternative solutions to the problem
GSK Company is facing problems regarding the customer dissatisfaction and the higher rate of employee turnover. As a consequence, the company’s profitability and market share have been decreased to a great extent. Therefore, the company should consider the following alternative solutions for solving the problems-

Figure: Alternative solution for solving the problem
Source: Author
Innovation and research:The GSK Company should focus on the research and development for innovating product portfolio and inventions of the generic drugs. That is because every innovation creates a competitive advantage for the company that supports sustainable growth. Moreover, the company should focus on the inventions of the medicines, vaccines and treatment for chronic diseases (Watson, 2015). As a result, the company could be able in order to capture the lost market share and ensure customer satisfaction. 
Changes in organisational strategies:The Company should change the overall corporate and marketing strategies for solving the problem. For example, the GSK Company should adopt cost leadership strategies so that it can supply the drugs at a much lower price compared to competitors. Moreover, the company should adopt market development and product development strategies that will support expanding the market and product portfolio beyond the existing market area. 
Ensuring career growth and competitive pay:The GSK Company could pay competitive payment to its staffs so that they can feel for the company and contribute to the growth of the company (Alas and Vadi, 2018). The staffs should be given with sustainable career growth and promotional opportunities. Moreover, the staffs should be provided with training and development opportunities so that they can facilitate their career in future. 
Motivation and employee relation:The GSK Company should have to adopt a range of motivational tools and techniques supporting solving the problems. For this purpose, the company should provide with both the intrinsic and extrinsic motivations (Reilly et al., 2014). The company should implement the competitive payment, performance-based payment, reward rituals, better employee-employer relations etc for solving the problems of high employee turnover. 
Cost controlling:The GSK Company should have to control unnecessary costs that are declining the profitability of the company. For this purpose, the company should adopt a cost leadership strategy that supports reducing the price of commodities controlling the cost. On the other hand, higher operational cost and unnecessary cost of marketing should be strictly controlled. 
[bookmark: _Toc14535484]Problem-solving and decision-making tools
However, for reaching a decision and analysing the potential of the company in response to the solution of the problem, various decision-making tools could be implemented and used. They are discussed later sections-
[bookmark: _Toc14535485]Brainstorming, problem-solving and creative thinking
One very popular and widely used decision-making technique is brainstorming and creative thinking techniques (Fitzgerald, 2012). This a technique by which the intensity of the problem is analysed an effective solution is found out through storming the brain and thinking creatively. However, the brainstorming and creative thinking techniques could be implemented through the following stages-

Figure: Brainstorming and creative thinking process
Source: (Fitzgerald, 2012)
Arranging sessions:The brainstorming and creative thinking is a four-step process in which the first step is to arrange a brainstorming and critical thinking session. In this case, the GSK Company should arrange a session ensuring participation all the managers of the departments of the organisations and experts.  
Generating ideas:In the hold session, the objective is to generate creative ideas for solving the problem by storming the brain (Dawson, 2018). Each of the participants generates ideas about what they think better and innovative for solving the discussed problems and should be recorded on the whiteboard. 
For and against arguments on the idea:The next step of the brainstorming process is to intervene the generated ideas through providing for and against arguments. As a result, the generated ideas could be interpreted using the arguments. In this context, the generator of the ideas expresses his position and why it is better and effective for solving the problem while others defend with creative thinking and logic. 
Selection and recommendations of solutions:In the last step of the Brainstorming and problem-solving session, the most appropriate and undefended solutions are adopted for solving the problem of GSK Company (Watson, 2015). Thus the session of brainstorming and creative thinking ended with recommendations of a reliable and valid solution for solving the problem.
[bookmark: _Toc14535486]SWOT analysis
The SWOT analysis identifies the potential and threats of the company regarding solving the problem of implementing a range of tools. The SWOT analysis of the GSK Company is as follows-
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Figure: SWOT analysis of GSK
Source: Author
Strengths:The GSK Company is capable enough in order to implement a range of problem-solving tools within the organisation. That is because the company has a long and expanded portfolio and huge investment in R&D technology (data.gsk.com, 2019). On the other hand, it has a worldwide fragmented distribution network. In addition, the strategic partnership and alliances with other country and government also support the implementation of change. 
Weaknesses:The GSK Company is facing problems due to inexperienced and imprudent management and strategies regarding the market and human resource. As a result, the operating cost of the company is getting higher. In addition, the GSK’s return on investment is also lower than the industry average. They may impact on the implementation of the problem-solving tools and techniques. 
Opportunities:Although the GSK Company has expanded its operations in more than 120 countries, it has opportunities in order to expand the market in Asian and African regions. That is why the company has signed a strategic partnership and agreements with a range of pharmaceutical companies and the government of foreign countries. 
Threats:The major threats that the GSK Company are consuming is the impact of Brexit. As a result of the implementation of Brexit, the operating cost of the GSK will rise and impede the expansion of business in EU affiliated countries (Data.euromonitor.com, 2019). On the other hand, the intensity of competition is also high in the pharmaceutical industry that will also work as a building block on the way of implementing problem-solving tools. 
[bookmark: _Toc14535487]PESTLE analysis
The analysis of the external environment of the GSK company is also a strong and effective tool for finding and implementing problem-solving tools. The PESTLE analysis of the GSK Company is as follows-
[bookmark: _GoBack][image: ]
Figure: PESTLE analysis of GSK
Source: Author
Political factors:The influence of the internal and external political situations have both the positive and negative impact on the GSK Company. A stable political environment facilitates business operations and vice versa (Atighechian et al., 2016). On the other hand, the recent debate recognising the impact of Brexit also impact utilising problem-solving tools. 
Economic factors:Although the GSK Company is responsive enough to various economic adversities, it has to ensure operating business in the stable economic environment in which the interest rate, inflation and unemployment rate will be stable and favourable. However, the GSK Company has a long-range of strategies in order to response them such as forward and futures contract, options and swaps etc. 
Social factors:The GSK Company has to look out regarding social factors such as social stability, lifestyle, population growth, sustainability etc(data.gsk.com, 2019). All these factors combined supports creating a favourable environment that facilitates implementations of the problem-solving tools effectively. 
Technological factors:Technologies are ever-changing and hence the GSK Company has to be responsive to this change. That is why the company has to invest a huge sum of money in the technology field for implementing contemporary technology and acquiring newer technologies that are upcoming. 
Legal factors: Pharmaceutical companies are strictly regulated by the Department of Health of the UK and therefore, have to go through a range of legal environment. Health care legislation, consumer right protection act, employment laws are complied by the GSK Company. 
Environmental factors:The Company has to ensure the environmental sustainability and standards such as ISO standards and Kyoto protocol etc (Vanek et al., 2016). It has to ensure a minimum level of emissions and effective waste management so that the environment can be kept safe from deteriorating. As part of the program, the company has to remain aware of the impact of climate change, weather condition, greenhouse effects etc. 
[bookmark: _Toc14535488]Ishikawa diagram
Ishikawa diagram is also known as Fishbone diagram or root cause diagram which is used in order to find the root or basic reasons for the problem (Vanek et al., 2016). For the problem of high employee turnover and customer dissatisfaction, the problem could be analysed using the technique to derive a solution. 
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Figure: Ishikawa diagram orthe fishbone diagram
Source: (Reilly et al., 2014)
The GSK Company is not getting sufficient innovative products such as generic drugs, vaccines and medical instruments. Therefore, the company is losing its market share and customer satisfaction. On the other hand, innovative management strategies and leadership qualities are also absent in the GSK Company. That is why; the staffs are also churning the company. That is because; it increases the operating cost of the company and lowers the scope. The GSK Company is offering lower opportunities for the staffs in order to grow their career in the company. That is because the company does not have any fixed strategies for promotions and compensations. On the other hand, the competitors of the company pay around 10% to 15% higher compared to competitors (data.gsk.com, 2019). It raises the cost burden and derives from poor leadership. Inaddition; the company has insufficient training and development programs for the newer staffs and young leaders. That is also a reason for leaving the company by the potential staffs and managers for whom the company has spent a huge sum of money. The GSK Company has failed in order to provide the staffs with job security and applying a range of motivational tools. That is why; the staffs are leaving the company and joining the competitors who are providing with higher job security and motivations. Therefore, the intrinsic and extrinsic motivational techniques are inadequate in the organisation. 
[bookmark: _Toc14535489]Action plan and Gantt chart for solving the problem
In order to solve the problems of customer dissatisfaction and high rate of employee turnover, the GSK Company can adopt the following action plan. Therefore, the actions should also to be completed within the budgeted time and cost. 
	SL
	Action plan
	Timeframe

	1
	Research and development programs for innovation
	01/08/2019 to 31/07/ 2020

	2
	Adopting cost leadership strategies for price control
	10/08/2019 to 10/08/2020

	3
	Implementing performance-based payment and competitive salary
	01/08/2019 to afterwards

	4
	Implementing training and development programs for staffs 
	10/010/19 to 10/05/2020

	5
	Young leadership programs 
	15/12/19 to afterwards



Table: An Action plan for solving the problem
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Figure: Gantt chart for actions for solving the problems
However, the company should adopt training programs from December to February and motivational tools implementation from January to afterwards. On the other hand, leadership reshaping program will be held from February to May. In addition, the company has to control cost immediately and forever. 
[bookmark: _Toc14535490]Organisational change and change management process
The larger organisations should have an established organisational culture through which the staffs perform accordingly following them. However, the companies have to bring changes in the culture for solving problems and raising effectiveness. The GSK Company has to adopt a range of change management procedures for adopting and managing the change. 
[bookmark: _Toc14535491]Reasons or organisational change
There are so many reasons and excuses can be brought forward for changing the organisational culture. However, in the case of GSK, the organisational culture is subject to change while it faces problems in its day to day operation(Alas and Vadi, 2018). On the other hand, the organisational change can also be occurring due to a change in leadership and management of the company. Moreover, adversity of the internal and internal environment also forces organisational change. In addition, changes in the broad objectives of the organisation also lead to organisational change. 
[bookmark: _Toc14535492]Benefits and implications of change
Organisational change can be beneficial if it is planned and managed properly for the benefit of the company (Alas and Vadi, 2018). The GSK Company can benefit from the organisational change because it can support the company to implement a range of tools and techniques for solving the problems. It also can benefit the company by changing the overall leadership strategies and styles that support improving the situations. Thus the implications of change can benefit the GSK Company. 
[bookmark: _Toc14535493]Principles of change management
The change management process has to follow and comply with a range of principles that support effective change management. The significant change management principles are described below-
Clear communication:The manager of the GSK Company should communicate the objectives of the change clearly with different stakeholders of the business. As a result, they can know the impacts, benefits and risks of the change. 
Cultural consideration:Before going to manage change, the manager has to consider the existing culture of the organisation. He has to manage and oversees the emotional and cognitive factors that are existed in the organisation. 
Engaging every layer of organisation:The change management process should be started from the top and every layer of the organisation should be included and engaged with the change (Brest and Krieger, 2010). Without the engagement of all functional areas of the organisation, it rarely benefits the company. 
Create accountability:An environment of accountability and integrity should be ensured for effective change management. All the responsible staffs should complete the assigned task on time and hold responsible for any deviations. 
Measuring success:At the end of the change management process, while the suggested change has been implemented, the manager should measure the success of the benefits of the change. In this context, the actual benefit of change will be compared with the expected benefit. 
[bookmark: _Toc14535494]Visibility and viability of the change for stakeholders
The GSK Company has to bring change in so areas which should be visible and viable for the stakeholders of the company. For example, the change in company’s budget in R&D will be rise by 10% from previous which should be communicated with the stakeholders such as investors, managers, employees etc (Graetz, 2016). On the other hand, the viability of the projected change is also crucial because of its emphasis on the organisational capabilities and consistencies in implementing the change. For this reason, before implementing the change, the GSK Company should explore the visibility and viability of the change for stakeholders. 
[bookmark: _Toc14535495]Human and financial factors that are considered as resistance to change
The consideration of the human and financial factors of the change is also significant for the GSK Company before implementing the change. The human factors include the personal emotions for existing culture, individual barriers to change, mental dissatisfaction etc works as a building block for resistance to change (Graetz, 2016). Moreover, the financial factors such as funding capabilities, availability of funding, proper use of funding, past experience etc works as a building block for resistance to change. That is why the GSK Company has to consider them accordingly.  
[bookmark: _Toc14535496]Clear communication of change and the importance of involving people that facilitate change
It is very crucial for the GSK Company in order to communicate the overall change with the stakeholders from a different level of the organisation such as investors, employees, customers, suppliers, regulators etc. Moreover, the company should involve all the stakeholders with the change management process. 
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Figure: Change communication tactics
Source: (Hopes, 2012)
For clear cut communication of the change, the company has to define the core objective of the communication and defining what should be communicated with them. In the very next step, the company should prioritise the stakeholders who should be communicated first and develop effective communication channel (Hopes, 2012). In the last phase, the company should finally communicate the message and receive feedback from the stakeholders. 
[bookmark: _Toc14535497]Effective monitoring and review of the outcome of change and adopted solution
The GSK Company should follow effective monitoring and review techniques for evaluating the implemented solution or change within the organisation. They are described below- 

Figure: Effective monitoring and review technique for solution and change
Source: (Robert, 2012)
Setting objective:The GSK Company have to establish a clear cut objective of the implemented solution and management of change. That will support the company to ensure effective evaluation of the change. 
Setting standards: For effective monitoring and review of the implemented solution and change, the management has to establish a standard through which the impacts of change are measured (Alas and Vadi, 2018). It supports to understand what the milestone that should be touched is. 
Collection and analysis of data:In this stage, data should be collected from various sources such as financial statements, managers, staffs etc. This data supports further analysis and reaching a decision. For data analysis, a range of statistical tools could be used. Both numerical and qualitative data will be used for analysis. 
Comparing and review success or failure:From the result of data analysis and reporting, the actual achievements will be compared with the standards that were established earlier (Graetz, 2016). As a result, the manager can review the success or failure of the solution or implemented change. 


[bookmark: _Toc14535498]Conclusion
To conclude, problem-solving and decision making is a fundamental skill for managers working in organisations. A range of tools such as brainstorming and critical thinking, SWOT, Root cause diagram, five forces model, PESTLE model is used to identify the problems and capabilities of the implementation of the solutions. Moreover, the organisational change also plays a vital role in implementing the solutions and the manager has to consider a range of principles for implementing the change removing building block. 
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