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Executive Summary
IM Medicine experienced a major crisis within the company’s drug products.  After successfully solving the problem CEO, Andrew Pratt, had an eye opener and realized the faults within the company. 
Andrew Pratt has now called upon my services to assist him in resolving this problem.  With the following analysis of the case, Pratt can make an executive business decision to help make the company a better one.
This report suggest that’s Pratt changes his policies within his company to help him move forward with the employees, revenue and market. 
Primary Problem 
The primary problem is that their needs to be better policies on how the company runs and there needs to be better enforcement of these policies to make sure the company is socially responsible so that in the long run they will not have another disaster like the one they had.
Identification 
Key Facts and Background
· Andrew Pratt became IM Medicines newest CEO and has only had that position for a couple weeks.
· IM Medicines top selling drug, Filex, was exposed on a news report as having dangerously negative side effects to the body.  These include liver failure, kidney failure, and even death.
· The company acted quickly and responsively, taking the drug off the shelves, offering a hotline for customers to speak with medical professionals about any needs they required. 
· Stocks plummeted by 35% on the day of the announcement, but do to the strategic actions of the company it went up and only had a 15% downfall than it originally was before.
· Although IM’s tactics for producing and selling drugs is unethical it is still legal. Unfortunately the other companies use the same tactics so it is hard to stay competitive and still be socially responsible. 
Analysis
S.W.O.T Analysis
Strengths
· Strong public relation sector as is obvious with the impressive recovery from the stock price plummeting.
· Company demonstrates strong top management[footnoteRef:1] during crisis when CEO and higher management work efficiently together to resolve issue.  [1:  Boone, Kurtz, Khan, Canzer, Contemporary Business, Canadian Edition, pg.184 ] 

· IM Medicine is a well-established company demonstrated by the fact that it was hardly affected after large crisis and was able to bounce back.
Weaknesses
· Lack of communication throughout all employees is apparent by the fact that the issue was known by lower level employees and they failed in communicated the issue with top management.
· Policies have been in place for 20 years, when they should be updated.
· These policies are not enforced as well and are not followed by employees.
· Labelling of products are misleading and potentially untrue. 
· Product features are falsely advertised.
· Company did have a major crisis which could lead to loss of potential customers because of its bad reputation. 

Opportunities
· Mr. Pratt has the potential to change the company being the CEO.
· Company has good products and sales that can be marketed better.
· Increase in stock price.
· Increase quality of product and ethical practices.
Threats
· Policies are outdated. 
· Bad products such as Felix may be circulating the market now or in the future. 
· Other pharmaceutical companies could pose as a threat.
· Bad reputation of brand. 


Market Analysis
IM Medicines target market is the medical pharmaceutical fields. There greatest revenue is within their drugs, Pratt’s challenge now is to determine how to change his policies to improve the company and put them above others.  The challenge for Pratt and IM Medicine is to be able to determine how to come up with an action plan that keeps the company dominating the market.  Since the pharmaceutical field can be very competitive the plan will have to be well detailed and knock out the other drug companies. 

Competition Analysis 
Porters Five Forces of Competition 
· Rivalry- HIGH
· Rivalry between pharmaceutical companies. 
· New companies are always opening and trying to beat the competition.
· Buyers-LOW
· Buyers most of the time need the drugs regardless so they buy it. 
· Ex. cancer patients.
· Entrants-MEDIUM 
· Many people have potential to come into the market but being successful within it can prove as tricky.
· Suppliers-HIGH
· This market could have a lot of workers and supplies from the government. The government could easily pull workers and supplies away if they were to do wrong to them.
· Substitution-HIGH
· Other pharmaceutical companies may have similar drugs that can be substituted for the ones produced by IM Medicine.


Company’s Current Strategy
IM Medicine has built its business by using non-ethical techniques to keep up and even get ahead of other companies. The business uses typical tactics such as bribing doctors with lavish meals in order to put their product onto more and more shelves. The company is also leaning over to the lazy side with wrong labels, and unreliable results of the actual drug.  
Alternatives 
Criteria for Success 
1. Future Growth
2. Building a Stronger Company
3. Increasing Market Revenue 
Alternative 1. Reinforce Policies the Company Already Has
IM Medicine has had the same policy for over 20 years, and it is a well-established company already so what has been happening in the past years seems to have been successful for this particular company. If these past policies are keeping the company successful in the market than it’s a possibility that they should stay the same.
Pros:
· Allows Pratt to put money and time towards other aspects of the company.
· Does not require company to invest in more materials.
· Retraining of staff is not needed, less of a disruption towards staff.
· Saving money on not having to train staff and hire new staff to train them.
Cons:
· Ethical issues still occur.
· Company will not improve as well as it could, it isn’t moving forward on the market but staying the same.
· Company’s financial state could be jeopardized.
· Policies are outdated and could negatively affect the company.
· Employees will still not follow the policies.

Overall this alternative is unethical because change is wanted, although it is working for the company there is so much more potential the company can achieve using other tactics. The policy has been in place for over two decades which means it more than likely time for change.

Alternative 2. Go with the Transformative Approach; Completely Change Policies All Together
As some would say, out with the old and in with the new!  Completely changing the policy could bring endless openings and growth to IM Medicine.  Competition is high as ever and old and using the same old techniques could bring you down.  Andrew Pratt is on the right path to stepping up IM Medicine’s game.
Pros:
· Policies will be up to date. 
· New policies could allow for the company to grow. 
· Employees will have a better understanding and grasp of policies since it will be fresh in their minds.
· Ethical issues could be potentially resolved with due time. 
· Company could dominate the competition with new tactics. 

Cons:
· Time consuming to make new policies.
· More finical problems could initially arise for the company due to having to supply new resources.
· Having to train employees.
· Initially could hurt the company’s finical state.
By weighing pros and cons, it could affect the company in the short term, but in the long term it brings upon endless opportunities.  It’ll bring motivation for the company, the new methods will help with all aspects such as revenue and employee satisfaction.  It’s clear that this can transform the company in an ethical way.
Alternative 3. Train and Motivate Employees on Policies
All the workers at IM Medicine will work on building their relationships with each other.  Activities will consist of group lunches/meetings, teamwork challenges, and more communication between the employees as a whole.  Pratt clearly feels that it is important his colleagues work better and more united.
Pros:
· Makes employee happier to be in the company.
· Employees will feel more important to the company.
· Company growth could rise dramatically due to employees working better. 
· Less problems and complaints could occur.
Cons:
· Spend more money on training and supplies.
· Potentially lose employees who don’t like the new policies.
· Time consuming for employees actual work.
This solution has a good chance of fixing the problem of insufficient work, but it is not enough for Pratt to be fully satisfied.  Pratt needs to go above and beyond and put more effort into changing the company’s way.
Recommendation
To take care of the issue regarding policies and enforcement of them upon employees, it makes the most sense to go with the transformative approach.  This approach would completely change the policies all together, developing new strategies for the company altogether.  I would say this is the most efficient and intelligent alternative to go by due to the fact that it would make the company more ethical and improve it greatly. Since problems are arising within the employees and top management, it is important that you bring the company together as one again.  When attempting something as huge as this you need to think big, changing the policies will be a fresh start.  It will give opportunities to get coworkers to get more in touch, get their brains working more efficiently and get them into the spirit of their job.  An employee that enjoys there job will bring more good to the company as a whole.

To ensure that this plan is successful, Andrew Pratt and his management team will need to invest time and money to make a strategic, organized plan. They will have to show leadership, but also it is essential they allow lower level management to feel important.  IM Medicine has to feel united once again, starting new seems exactly the way to go.  With brand new ways of running the company it can bring an edge that other companies do not obtain.
Implementation
Short Term Action Plan 
In the short term Andrew Pratt would have to brainstorm articulate ideas that would benefit the company. By using his own ideas and combining them with other mangers, he can begin to make a presentation.  Systems could be made that will be rewarding to the employees, it will help motivate them to put the new action into full force.  Continue to make plans that will reward the company in long term in all aspects.  Once new policies are starting to form, Pratt can than start to put the plan into action. This would be done by setting up meetings with top management and head board offices to demonstrate his plans. Once approval occurs Pratt can than begin to put his plans into action.  The beginning of financial needs can start to be put aside, new supplies can be invested in and potentially new staff for training purposes.  Once a full plan is established Pratt can than begin to put the action into plan.
Long Term Action Plan
For the long term, the business goals will be put into full action.  Once employees are trained and working together in a more responsive way, Pratt can use his new policies to get ahead. Within the plan, Pratt can set S.M.A.R.T. Goals; specific, measurable, attainable, realistic and timely goals.[footnoteRef:2] Specific goals will be set out such as setting up meetings once a month to be sure that the new policies are working and being enforced.  Moving on from specific goals, measurable goals will be set up.  Certain revenues could be set and make sure they do their best as a company to achieve them. In order to attain these achievements the goals must be realistic and timely, time periods must be set out for the company to be successful.  These goals should be realistic enough so that the company does not start to fall under the market and stocks.  In the end the long term plan will help the company rise to the top. [2:  http://topachievement.com/smart.html] 

Contingency Plan 
If when the alternative is put into action and the new policies are not working out, such as employees not following them, revenues not meeting the standards and the company is starting to fall under, than alternative 1 could be the back-up plan.  Since it worked before for so many years one could always fall back onto that plan.  This would be in the most extreme and rare case.
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