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[bookmark: _Toc18669778]Introduction 
Change within an organisation has been considered to be a very integral aspect as it is important for organisations to be change-oriented with the ever-volatile business environment. In such an environment, change management rises in significance to contain the effects of change for the betterment of the organisation. The essay discusses the management of change within a leading pharmaceutical, Glaxo Smith Kline. The change comes as the organisation transforms operations and culture to a more e-commerce oriented entity. Moreover, a changing culture shall be the crux of discussion where GSK transforms operation for moving forward with progress and rejects any operations that hinder growth and have lack of deliverance of the originally designed objectives. 
[bookmark: _Toc17638237][bookmark: _Toc18669779]Background of the company
According to the official website of the company, i.e. Glaxo smith Kline (2019), Glaxo Smith Kline is considered as one of the best pharmaceutical company in the world. Headquarter of the company is situated in London. A merger was occurred between Glaxo Wellcome and SmithKline Beecham in 2000 and changed its name to Glaxo Smith Kline. Glaxo Smith is documented as one of the top 20 FT global organisation and along with this, also recognised as the top 5 companies in the pharmaceutical industries in the world. The pharmaceutical company basically manufacture and promotes in two different sectors that include consumer health care and pharmaceutical. The company has expanded its operations in around 120 countries and is satisfying its customers over and over again. 
[bookmark: _Toc18669780]Critical analysis & Evaluation
[bookmark: _Toc18669781]Change management at GSK
In the view of Mithas, Tafti and Mitchell (2013), every organisation in the present competitive environment is expressing huge challenges for developing a strong position within the industry they are operating in. In case of Glaxo Smith Kline the pharmaceutical company introduced a brand incubator which was used for rewiring some of the company brands for the modern consumer. Basically Glaxo Smith Kline is trailing a digital transformation agenda with an objective of boosting the performance of its e-commerce business and at the same time upgrading its media return on investment. The pharmaceutical brand considered to set its organisation in a way to gain capabilities so that it can compete in the digital world because the company is facing competition from its online pure-play businesses and direct to consumer.  In addition to this Rogers (2018), stated that the digital and e-commerce director of the company in UK believes that they had clear knowledge of the opportunities along with the challenges the company would face after brand incubation. Some of the priorities set for the company in the near future for enhancing the performance and increasing growth include increasing media ROI, boosting commerce, developing efficient content and sparking disruption. These priorities were helpful in enhancing the digital transformation agenda of the company at Glaxo Smith Kline which is focusing on targeting its modern consumer. 
In the view of Rava (2019), with the incubator, the team of specialist was developed that had the responsibility of rethinking about every product and now the brands had the strategy of addressing according to the needs of the customers in order to increase customer satisfaction level and gaining and maintaining a competitive edge in the industry. In addition to this Gerlach and Brem (2015), stated that the implemented changes was a part of the strategy for moving the company to a fail-fast culture that had the objective of stopping people across the business from being afraid of dumping projects that failed to deliver. The main objective of the business was to shape and lead the digital agenda for the UK. According to McNamara (2018), the brand wanted to renovate the way consumers interacts with it across all the pillars which should focus on, not just digital marketing but at the same time the e-commerce department as well. The new initiative of brand incubator was helpful in dealing with increasing challenges, especially in the digital market.  Due to the initiative of improving the digital activities, the responsibility of the employees and managers was changed as they were responsible for the whole product line but now the focus has changed to the particular brand and they used the digital media to enhance the e-commerce. Due to initiative taken by GSK content for the brand was improved. They have also increased innovation by rethinking about the brand (McCarthy, 2019) However, in order to improve e-commerce and reaching out to the customer by using advanced technology. The employees were not aware of the advanced technology due to which digital transformation has disrupted their working condition. In order to use advanced technology, new technical staffs were hired (Linkedin, 2019) that has influence the working culture because the existing staffs were afraid of losing their jobs because of their lack of competency. This initiative entirely changed the working style of the employees and pressurized them to improve their performance. This leads to reducing the motivation level of employees. Thus, the company provided training to the existing employees and provided them opportunity to improve their skills so that the company can get the effective results (GSK, 2019).
[bookmark: _Toc18669782]Drivers of Strategic Change 
According to Rock et al. (2016), strategic change basically refers to as the process that implements changes within the organisation. The external drivers involve the pressures from competitors, demand of the customers and technological change in the market. However, the internal drives involve the organisational policies, goals and profitability. In the view of (Rogers, 2018), GSK is the pharmaceutical firm whose major concern revolves around health of the customers. They also focused on improving the performance and maximize profit by providing value to the customers. The priorities of serving customers and enhancing growth are the internal driving force for the GSK to improve their performance. Therefore, it implemented digital advancement in the business and launched a brand incubator to boost their performance through e-commerce. As per the official website of GSK (2019), the company focuses on the innovation, performance, and trust as it has prioritised these to manage the culture of the organisation. However, these are also the internal forces that allow the company to bring innovation to the company. On the other hand, the maximizing profit is the core concern of every organization and GSK also aims to enhance growth and maximise profit (Annual Report, 2017).  The strategic decision of bringing change in the form of technological transformation was made to increase its ROI to enhance profitability (Anuual Report, 2018). Further, the external driver for the GSK to bring the change is the pressure from the competitors in the marketplace as there is number of competitors that are earning good revenue but GSK has to retain the competitive advantage (UNCFTD, 2015). Thus, the company has to meet the competition in the digital world and for that, the company has decided to improve its e-commerce by introducing the brand incubation in their business. This will help in gaining more visibility in buying digital media and will also get a high return on investment. This will also help in dealing with the competition in the market and overcome the challenges in the digital world.
[bookmark: _Toc18669783]Micro and Macro Environment
[bookmark: _Toc18669784]PEST analysis 
Political factors
In the view of Wright (2017), the political system of the United Kingdom is considered as one of most stable system and the country is recognised as one of the most powerful countries in the world. The country is documented as most popular and successful destinations for foreign direct investments. Different factors like unstable government rules, international trade regulations and an increase in taxes can influence the business of GSK in UK and other countries. 
Economic factors
According to Dell'Ariccia, Rabanal, and Sandri (2018), the United Kingdom is recognised as the 5 largest economy and stable economy in the world. According to the statistics gathered in the second quarter of 2019, the GDP rate was recorded to be £513,029 million. Moreover, the consumer price inflation rate was increased to 2.1% in July 2019. The stable economy will result in increased profits and sales for GSK. 
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Figure 1 GDP rate of UK
Source: Office for national statistics (2019).
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Figure 2 Inflation rate of UK
Source: Trading economics (2018)

Social factors
According to the official website ONS (2017), the UK has large consumer market and as per the data gathered in 2017 the total population was recorded to be 66.04 million. The country has a multicultural society and is in the list of top 10 countries that have most educated populace. The society is moving more towards technology advancement. The culture of shopping online is increasing steadily majority of people prefer shopping online than visiting any store. 
Technological factors
According to McGoogan (2017), the UK is recognised as one of the most advanced countries in terms of technology. Therefore the technology sector of the country contributes the most to the economy of UK. The innovative infrastructure is helpful in providing huge opportunities to the entrepreneurs. Due to the changing trends of consumer in terms of shopping majority of the businesses are shifting more towards eCommerce. Having an online presence is considered as a competitive edge in the market.   
[bookmark: _Toc18669785]SWOT 
	Strength
	Weakness

	· Ranked as one of the top five companies in the pharmaceutical industry in the world (Alder et al. 2016).
· Global presence in more than 100 countries. 
· Strong sales and distribution network. 
	· Different controversies related to issues of safety of drugs influenced the company negatively (BBC 2012). 
· Several cases of expired bulk buster products.
· Weak online presence 

	Opportunities
	Threats

	· Focus on digital transformation and its eCommerce 
· For boosting the company’s research process it can develop strategic agreements with other organisations in the pharmaceutical industry (Kumar 2019).
·  Increased demand and awareness related to quality healthcare gave the opportunity to improve the top line and bottom line of the company. 
	
· Increase risk of unsuccessful new products.
· Likelihood of economic slowdown especially in the European countries can be a major threat for the company (Evoniuk et al.2017).
· Introduction of generic products had influenced the sales of the company. 



[bookmark: _Toc18669786]Role of manager in change management 
The idea of this part is to highlight the role of a manager in change management. Middle line managers are the best contributors to success of change management. It is mainly because managers build a positive perception of the staff and employees by showing the massive support for change (Vaccaro et al. 2012). It is also highlighted that middle line managers also lead employees through the process of change management by coaching them properly. A good manager needs to support the whole process of change, mainly when the change begins to impact the daily operational activities of employees (Ionescu et al. 2014). Managing the change at GSK especially the one being discussed is quite important. It is considered to be an eminent aspect of the organisation’s progress. Managers in GSK must be the drivers for the change, transforming operations and the culture is considered to be the integral role which the managers at GSK play to manage a change. Within a cultural shift where loss-making projects are dumped, managers at the time of change were considered to be the promoters for adoption of the new culture by GSK this considered to be the most eminent role which they play within GSK taking new culture of “fail-fast” culture along with larger focus on e-commerce. 
[bookmark: _Toc18669787]Response to change 	
The change in GSK to introduce brand incubator brought the change in the working environment of the company as this change had affected the working procedures of the employees which made them dissatisfied with their job roles. Although, the rewiring of brand was beneficial for the organisation, the negative response was observed from the employees that resist them to accept the change. The reason for not accepting the change is the change in the working criteria as their regular work was disrupted. The digital transformation has also affected the working environment as they were not familiar with the technological change which also changed their emotional state of mind and can create fair of failure (Stensaker and Meyer, 2012).
[bookmark: _Toc18669788]Politics and cultural processes in strategic change
The strategic change in GSK was implemented by the power of the top management as it was the strategy that could help the company to grow in the competitive market. However, there was political influence in the working environment because the employees were not accepting the change and they even denied working with the new procedures and tried to change the decision (Saïd et al, 2019).
[bookmark: _Toc18669789]Change and individual 
It is discussed in the article by Wittig, (2012) that the reaction of employees is justified as they move from the process of the stable and known atmosphere from the unstable and unknown atmosphere. Thus, GSK conducted meetings for the employees to make them aware of the change and explained the reason to reduce negative reactions. At first, the employees were unable to accept the change which made them frustrated. Some of them reached to depression because of lack of competencies. But soon after they got trained, they accepted the change as part of their job roles (Annual report, 2017).
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Figure 3: Emotional Transitioning
Source: Davey et al. (2013)
[bookmark: _Toc18669790]Organisational learning
In GSK, the change enhanced the knowledge that technical advancement was very essential for the organisation because it helped in improving the performance. However, there were different risks associated with the change but the change can be implemented if it is managed properly. In case of GSK, technological advancement helped the company to fulfil the demand of the customers. Also, the employees developed technical skills with the help of training and development which led to an improvement in the business performance (Annual report 2018: McEleny, 2019). 
[bookmark: _Toc18669791]Application of analytical models
[bookmark: _Toc18669792]Kurt Lewin change management model 
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Figure 3: Kurt Lewin Model
(Source: Hussain et al (2018)
In the view of Hussain et al (2018), Kurt Lewin change management model is based on three steps which are the following:
· Unfreeze
· Change 
· Refreeze
[bookmark: _Toc17738019][bookmark: _Toc18669793]Unfreeze
In the first step of Kurt Lewin model, it is analysed that change is necessary and management starts preparing for it. The reason behind change is highlighted in front of employees so they can accept its importance (Shirey, 2013). The change in the GSK has managed effectively because the company implemented the model of change management as it first unfreezes the operations by informing the employees about the change before implementing it in the organisation. GSK determined the customer desire and thinks about them that help them to manage the change effectively. For that, GSK evaluated the behaviour of the employees provide them value by communicating the change to them to get the support of the employees for the change (McEleny, 2019).
[bookmark: _Toc17738020][bookmark: _Toc18669794]Change
At this step, change is being implemented by management and communication is initiated. The leaders of the organisation analyses the performance of employees and resolve their issues which they are facing in change acceptance (Cummings et al, 2016). Employee resistance is also taken into consideration in this step. Once GSK informed about the change to the employees the change was implemented.  Bringing change after communicating the employees leads to having no or less resistance to change. Although resistance to change was observed which influenced the performance of the employees, the managers at GSK focused on the successful implementation of change and overcome the resistance by motivating them through the effective leadership. The employees faced emotional change and felt anger but the effective leaders empowered them and involved them in the process to make the change successful (McEleny, 2019).
[bookmark: _Toc17738021][bookmark: _Toc18669795]Refreeze
When change is completely adopted by employees, the manager seeks to evaluate the outcomes.  Hierarchy analyses problems and loopholes that are likely to create issues. This takes into consideration the changes in organisational culture and the reaction of employees towards sustaining it (Hussain et al, 2018). After implementing the change, GSK evaluated the performance of employees and the organisation. As the change impacted the employee performance, there was a need to improve the strategies to retain the employees. Thus, GSK focused on providing rewards with proper performance management (GSK, 2019). 
[bookmark: _Toc17738022][bookmark: _Toc18669796]Kotter 8 step change model
Kotter provided an 8-step model to lead change in an organisation as it helps management to overcome challenges. 
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Figure 4: Kotter 8 step change management model
Source: Appelbaum et al (2012),
The model of Kotter for change management can be applied to explain the change management at GSK to manage its strategic change effectively and efficiently. As the model suggests creating a climate conducive to change by creating vision urgency and guiding coalition, similar was the case with GSK as the company communicated the change to the employees to make the environment that accepts the change (Summerfield, Barfield and White 2018). The change in the operations was due to the change in the brand incubation which was communicated to develop a sense of urgency so that the company can deliver effective strategic change. Further, the company built a team for the guidance of the employees that convey the vision of the organisation and provide direction to the employees so that the issues that occurred with the change in the organisation can be resolved. In order to enable and engage overall organisation, the vision of enhancing return on investment and improving e-commerce is communicated to the employees so that they accept the digital transformation in the business and perform accordingly. According to Ileri and Arik (2018), the barriers regarding emotions of employees were also reduced by effective leadership because they have motivated the employees by providing support in the job tasks. This helped in gaining the short term achievement as it improved employee performance.  These achievement needs to be sustained for the long term as well, therefore, GSK has measured the performance of employees to ensure whether the change was adopted by the employees or they were still facing issues with the change. The performance of the employees was improved with the support of the leader which resulted in an increase in profit and growth of the organisation (Rogers, 2018: McEleny, 2019).
[bookmark: _Toc18669797]Advantages of change at GSK
In the view of Rogers (2018), Glaxo Smith Kline is recognised as the first consumer healthcare brand that had its own tech stack which was helpful for the company in enhancing its return on investment. With this change initiative, it was helpful for GSK in developing this in-house and was also helpful for the company in buying its digital media more effectively and gaining more visibility related to the media spending. Developing control on its tech stack had given the opportunity of organising and analysing the data more specifically and efficiently. Along with this it was also beneficial in driving creative excellence within the company (McEleny, 2019). Around 70% of the return on investment was usually coming from the creative excellence therefore it is necessary that it should be efficient and the company needs to make sure that they are not just making a TVC and broadcasting in on any of the digital formats, in order to capture the digital market it was necessary that the company should be efficient with that as well (Rogers (2018).  
[bookmark: _Toc18669798]Organisational structural choices and design changes
In addition to this Goodman-Deane et al. (2018), stated that the digital and e-commerce director Kristensen believed that with the competitive environment the company does not have to focus on scientifically-backed brands but on its e-commerce as well because in the next five years the industry is expected to grow in the e-commerce. With this initiative it was helpful for the company in boosting its e-commerce and in order to do so, it introduced FCP framework (findability, conversion, and performance). The framework comprised of 10 steps which were followed by all the markets for a successful e-commerce business. Glaxo Smith Kline was able to agile for competing with the digitally native brands. 
It was considered important in case of Glaxo Smith Kline and the brand incubator concept along with fail-fast cultural transformation that the structure becomes less bureaucratic. In order to bring about the change, GSK effectively indulged within the structuring of removing communication barriers and free communication within the organisation. This required structural reforms such as the removal of excessive reporting and decreased reporting lines within the entity. This highlights a flatter organisational structure. This changed the design for work process within the entity. Ecommerce is a fast-moving market where changes in products and trends are brisk and quite unexpected. Thus with GSK seeking the growth into e-commerce industry and expanding its operations, it is important that creative mind set prevails within the organisation and decisions are spontaneous (McEleny, 2019).  Removal of reporting lines, allowed GSK to have low cost for hiring increased front line managers. Brand incubator and the development of the fail-fast cultures is well suited to a flat organisational structure that allows it to make decisions which are fast and can be implemented far more quickly. With GSK having operations across the globe this becomes a hectic task to perform however it is quite important to do so as GSK instead of going for a product based change within the entity has sought to transform the whole culture. 
[bookmark: _Toc18669799]Conclusion & recommendation of strategic choice
In a nutshell, it can be stated that GSK implemented change in the organisation for improving the performance of the company and to increase the return on investment. The change brought was in terms of a brand incubator with the digital transformation to facilitate modern customers with the rewiring of the company’s brands.  It has been found from the environmental analysis that technology is playing an active role in the development of the economy due to which the digitalisation has been increased which gave the opportunity to GSK to consider digital transformation.  The change of introducing brand incubator made disruption in the working practices of the employees as a result of which they resisted the change. Although the change was successfully been implemented, it had room for improvement. Further, recommendations given to GSK are as follows: 
· It is recommended to provide training to the employees regarding the change to eliminate the fear of failure from their minds. 
· It is also suggested to communicate the change at all the levels not only to the top management level but also in the operational levels because technical staffs are the assets of the organisation and if they were not informed about the change it may affect their performance which would affect the organisational performance. 
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