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Executive Summary
This report presents the company SGL Co-packing Limited, a UK-based contract packing and manufacturing company. The report aims to assess the inefficient operations SGL has in place in relation to its manual packing operations. The overview of my study takes the perspective of the packer, where I identify ongoing issues such as mistakes, delays, and waste, which inhibit the productivity and competitiveness of SGL in the fast-moving consumer goods (FMCG) sector, which continues to evolve through sustainability and technology. These observations were then considered with an emphasis on creativity and innovation that will better address these issues and sustain future growth.
The report then applies an array of innovation and organisation theories to evaluate the issue and provide a solution. Firstly, the overlapping significance of creativity and innovation in the FMCG sector is examined, as well as how sustainability, digital transformation, and open innovation impact the competitive environment. Secondly, the suggested solution is categorised using the 4Ps of Innovation (Tidd and Bessant, 2014). The idea of an automated smart packaging line with recyclable wrapping materials and in-built error detection sensors is assessed as a process innovation, but it also points to some elements of product, position, and paradigm innovations as well.
The creativity process of the idea is presented using Wallas' four-stage model (Maital and Seshadri, 2007), as well as contemporary perspectives on digital creativity (Marion and Fixson, 2021) and leadership creativity (Turner, 2020), illustrating how workplace observation can be transitioned into formalised innovation. Finally, the value of this idea is also evaluated using Lewin's Force Field Analysis (Burnes and Cooke, 2013; Van Lente, 2024). The analysis shows that although there are restraining forces at play, such as cost and employee problem areas, there are driving forces, such as efficiency, sustainability, and competition, that are greater if the innovation is managed correctly.
The report next examines the degree to which SGL Co's organisational climate is conducive to innovation through the theoretical lens of models from Amabile (1996), Ekvall (1996), West and Richter (2024), and Ye et al. (2022). Overall, the findings indicate a conservative organisational climate that ranks reliability and cost effectiveness over employee-led innovation, and the organisation displays limited appetite for change. However, the application of experiential leadership and knowledge sharing has the potential to make the organisational climate conducive to change.
The report concludes that SGL Co must adopt process innovation to SGL Co's packaging if they are to remain competitive in an industry affected by global pressures and sustainability. The proposed solution lays the foundation for process innovation that not only improves efficiency and reduces waste, but also strengthens client relations, meets client industry expectations. While the organisational climate may somewhat limit initial adoption of the proposed solution, effective leadership and change management processes can amplify the likelihood of successful implementation.




Introduction to SGL Co and My Role
SGL Co-packing Limited is a specialist provider of contract packing and repacking to some of the largest FMCG companies in the United Kingdom. Having been in operation for over thirty years, SGL Co has accumulated the experience and knowledge necessary to be identified as an invaluable partner in the industry, offering a broad range of services like bagging, cartoning, flow wrapping, container filling, remedial work, and warehousing. Its capacity to provide specialised packaging options is a key link in the chains of companies in the fast-moving consumer goods (FMCG) industry. This is important where time, flexibility, and quality are at a premium (Manners-Bell and Lyon, 2022).
The company services a range of markets, including confectionery, crisps, cereals, biscuits, and snacks, and has clean-room facilities with the ability to support products with sensitivities, such as nut-free and allergen-controlled items. Each automated and semi-automated line has metal detection to ensure food safety, and all manual lines enable the capability to complete small batch runs and accommodate fragile products. The combination of automated, semi-automated, and manual packing systems is what sets SGL Co apart from its competitors, allowing it to compete with both large-scale and niche demands (Silva and Palsson, 2022).
There are challenges, however, when depending on manual or hand-packing. Hand pressing is typically utilised for products that would break when transferred, or where promo configurations would not allow this to be mechanised. Examples include friable biscuits packed by hand to limit breakage, and other seasonal promotional products that may restrict back to flexibility. Although these manual inquiries meet immediate needs, these processes are less manageable in an industry where competitors are automating and embracing all-digital practices. Manual processes are slower, dependent on individual efforts and mistakes, and are tricky to scale when demand peaks (Garcia-Arca et al., 2021).
During my tenure as a packer, I was responsible for substantially wrapping chocolates, applying labels to packages, checking quality, and preparing cartons for shipment. I experienced firsthand the suggestions of persistent inefficiencies: errors in applying labels, wrapping inconsistently, damaged packaging, and constraints encountered during seasonal peaks. Over time, the constant need to resolve these issues led to my involvement in various forced overtime scenarios. Overtime was linked to how these challenges impacted shift workers, driving the inefficiency and making it less cost-effective.
From a strategic standpoint, these operational inefficiencies increased costs and the risk of client satisfaction and contract retention, as clients expect SGL Co.’s processes to be consistent in quality and efficiency (Zhang et al. 2019). 
In summary, this report will critically assess the significance of creativity and innovation to FMCG, propose and critically appraise a process innovation for SGL Co., and assess whether SGL Co.'s organisational climate supports innovation. This report demonstrates both a practical solution for the inefficiencies in operational processes and a critical perspective on SGL Co.'s capacity to effect change, applying relevant models such as the 4Ps of Innovation, Wallas's creativity process, and Lewin's Force Field Analysis. 



The Importance of FMCG, Innovation, and Creativity in the Packaging Industry
FMCG is widely recognised as one of the most innovation-driven industries, driven by accelerated product life cycles, the intensity of competition in the market, and evolving consumer demands. In the contract packing arena, innovation is often more than simply the development of a new product to be marketed; it extends to innovations in packaging and in the processes of packing and operational systems. Innovation matters because it is what enables organisations to do what they do better, which is most pertinent for organisations focused on efficiency and cost-effective practice and systems activity, as evidenced by the pressures associated with sustainability. 
Sustainability is a leading catalyst for innovation; businesses are being pressured to use recyclable, biodegradable, or reusable packaging materials as the global consciousness of environmental issues continues to grow. Research shows that consumers are increasingly evaluating brands on the sustainability of their packaging while regulators impose more severe bans on single-use plastics (Jain and Hudnurkar, 2022; Hussain et al., 2024). For SGL Co., this represents a dual challenge and opportunity. If SGL Co continues to package and ship using conventional methods of packaging, it runs the risk of damaging its reputation and potentially losing customers, whereas the use of sustainable packaging could lead to better relationships with its customers and follow their clients' sustainability goals.  
Sustainability packaging research reveals practical potential innovations, which could be implemented by SGL Co. Garcia - Arca et al. (2021) proposed methodologies to evaluate and appraise packaging alternatives that consider efficiencies and sustainability. Similarly, Silva and Pålsson (2022), describe the role of packaging related to the principles of the circular economy. Rajesh and Subhashini (2021) discuss innovations in packaging employing waste materials, while Ibrahim et al. (2023) describe recent innovations in recycling that will facilitate the implementation of lower environmental impact films. Adopting some of these principles and practices by SGL Co could reduce their material waste and support clients' sustainability goals.  
Technological innovation is also critical. Ingenta believes that the impact of automation, robotics, and artificial intelligence in the FMCG operations gives improvements in speed, accuracy, and traceability. Haefner et al. (2021) highlight where Artificial Intelligence (AI) is involved, as software supports innovation management via the ability for improved decision making and error detection. Competitors who gain a competitive advantage from technology to improve their speed and reliability will force their clients to view the value for money at SGL Co with increased expectations. If SGL Co continues to rely on manual methods, it risks being outperformed by competitors who deliver greater efficiency through sustainable practices (Haefner et al., 2021).
Supply chain resilience is also dependent on innovation. The COVID-19 pandemic has exposed vulnerabilities within labour-intensive systems, as illness, restrictions, and the consequences of shortages have limited production. Manners-Bell and Lyon (2022) state that, increasingly, supply chain innovation relies on disruptive technologies to build resilience to shocks. For SGL Co, automating processes could lessen reliance on labour, and grow their reliability to potential clients facing disruptions - an appealing quality in a partner.
Above technology and sustainability, open innovation is increasingly valued in fast-moving consumer goods (FMCG). For example, Chesbrough et al. (2014) define open innovation as the means of using internal and external ideas to advance innovation. At SGL Co., working closely with clients on co-developed packaging solutions could add value. Brunswicker and Van de Vrande (2014) note that small and medium-sized enterprises (SME) have considerable advantages with open innovation by partnering with larger parties. Saebi and Foss (2015) argue that when a business wants to capture value, it must align its business models with its open innovation strategies. When engaging FMCG clients on exploratory open innovation, SGL Co could develop sustainability and efficiency.
Global challenges reinforce innovation. According to Vlados et al. (2018), to understand innovation, it is pertinent to also note the systemic restructuring of globalisation, where adaptability and resilience are essential. For SGL Co., innovation is not only about the improvement of an operational function or process, but about establishing its presence within the ascribed global supply chain ecosystem.
Management innovation is also an important consideration. Zhang et al. (2019) indicate that management innovation and technological innovation together have improved organisational performance, where sustainability is a significant moderation factor. This highlights that innovating at SGL Co should not just be in terms of technology or packaging materials but also about how operations and employees are managed.

From the above, we have established that creativity and innovation in FMCG packaging are vital in meeting sustainable objectives, better utilising technology, achieving better supply chain resilience, collaborating with customers, and sustaining a competitive advantage. For SGL Co., not innovating means being inefficient and losing clients. However, innovation leads to options for sustainable growth in the long run.
The ‘4Ps of Innovation’
Tidd and Bessant (2014) conceptualise four types of innovation: product, process, position, and paradigm. All four provide different perspectives on how organisations can innovate, all of which are valuable for the identification of the possibilities at SGL Co.
· Product innovation relates to the creation of new goods or services. For SGL Co, this may mean the introduction of new packaging services - such as smart labels tracking freshness or augmented reality packaging, which enhance the consumers' experience. However, as a contract packer, SGL Co may have less intrinsic product innovation as compared to its FMCG clients.  
· Position innovation relates to how a product is 'positioned' or presented to customers. For example, if SGL Co. offers "innovating in sustainability," it could embrace renewable packaging or socially responsible packaging materials to differentiate itself.  Position innovation may also mean marketing its services by adding value to client sustainability objectives. Klein et al. (2021) argue that sustainability is increasingly influencing brand positioning and business models.
· Paradigm innovation is rethinking the underlying mental model or business logic. In the case of SGL Co, this would involve a change from the role of a packer to being a strategic innovation partner, co-developing sustainable packaging along with FMCG clients (Chesbrough et al., 2014; Brunswicker and Van de Vrande, 2014).
· Process innovation is the most applicable innovation category for SGL Co. The proposed innovation - an automated smart packaging line, with error detection sensors and recyclable wrapping will directly change the service being offered by SGL Co. Anderson (2013) indicates that process innovation will typically provide the quickest performance gains. Singh (2012) similarly notes that operational innovation provides a competitive advantage in cost-sensitive industries such as FMCG.
Schedler (2023) emphasises that financial and operational dimensions must be considered within business model innovation. SGL Co. is not only capturing a form of technical innovation; it is also changing towards sustainable, efficient, and collaborative practices. 
Thus, while SGL Co could pursue two longer-term, product, position, or paradigm innovations, process innovation may be the most timely and impactful response to eliminate the inefficiencies evident in SGL Co's manual packaging processes.




Applying the Creativity Process
The creativity process underlying the proposed innovation can be dissected using Wallas's (1926) four-phase model of creativity: preparation, incubation, illumination, and verification (Maital and Seshadri, 2007).
In the preparation phase, I saw inefficiencies in the packaging operation at SGL Co. Manual steps resulted in errors, delays, and waste fluctuations, especially during seasonal peaks. All of these observations pointed to a problem that demanded creative solutions.
The incubation phase was focused on reflection and exploring possible alternatives. I thought about the limits of manual packing and looked at industry reports on automation, digitalisation, and sustainable packaging. I began to understand how the operational jerks in the packaging process could fuse with creative opportunities using technology (Marion and Fixson, 2021).
The illumination phase was achieved when I identified a possible solution: a fully automated smart packaging line using recyclable materials and in-process sensors to detect errors. I could see how this addressed inefficiencies and contributed to larger sustainability goals embraced by the industry (Zhang et al., 2019).
Verification involved evaluating if the idea was feasible. Although automation required capital investment and employee upskilling, the long-term advantages of improved efficiency, waste reduction, and competitive advantages made financial commitments worthy of the risks. Digital tools are reshaping the ways creativity is verified and tested, hence improving the application of practitioners' ideas (Haefner et al., 2021).
Wallas' model shows that creativity is structured rather than random and shows how workplace observations become solutions that can be applied. As noted by Turner (2020), leadership plays a role in creativity as it relates to giving people permission to share great ideas and explore them further. At SGL Co., if there were to be verification and the proposed innovation were to be implemented, management would have to support this. Consequently, the creativity process shows how I, as a packer, could identify problems, reflect, ideate, and assess a creative response by a solution that satisfies the needs of the organisation as well as industry trends (Maital and Seshadri, 2007; Zhang et al., 2019; Haefner et al., 2021; Turner, 2020)
Critical evaluation in light of Lewin’s Force Field Analysis
According to Lewin's Force Field Analysis, change can either be viewed as a balance of driving or restraining forces. For change to occur, there must be more driving forces than restraining forces (Burnes and Cooke 2013) 
Driving forces for the implementation of an automated smart packaging line at SGL Co. include:
1. Efficiency: automation improves throughput and reduces reliance on human labour.
2. Accuracy: error detection sensors prevent mislabelled products and waste.
3. Sustainability: recyclable packaging materials satisfy governmental and consumer expectations (Jain and Hudnurkar, 2022).
4. Competitiveness: Innovation reinforces SGL Co.'s ability to retain and obtain contracts for FMCG (Manners-Bell and Lyon, 2022).
5. Resilience: automation limits susceptibility to loss of staff and disruption (Vlados et al., 2018).
Restraining forces are:
1. High initial costs: Typical costs of acquiring and installing automated equipment are high.
2. Employee resistance: Employees may resist more automation because they fear losing their jobs.
3. The new and fast-evolving nature of technology: Employees need to be trained to operate something new.
4. Disruption to Production: Some small amount of time will be lost transferring from one technology method to another.
To manage and alleviate resistance, several actions could be implemented. Staff members could have positions within the supervision and quality control process to curtail fears of losing their jobs. In order to overcome restricting forces, commitment and agreements must be developed at all levels of the organisation (Van Lente, 2024). The quality of trust must be developed throughout the organisation to embrace innovative initiatives (Turner, 2020), and this will only be established through its leadership engaging the workforce in a fearless environment. Stakeholder governance is critical to responsible innovation and to ensuring fair distribution of value to employees and clients (Bacq and Aguilera, 2022) 
A Force Field diagram may present a significant amount of restraining forces relative to the driving forces, but the power of the driving forces (efficiency, sustainability, and competitiveness) demonstrated by the data is a greater risk to submit to not innovating, given that firms that do not adapt, likely perish (Vlados et al., 2018).

Thus, the analysis suggested that with correct management change and the retraining of employees, stakeholder engagement, and strong employee leadership commitment, innovation is possible and within reach (Burnes and Cooke, 2013; Van Lente, 2024; Turner, 2020).
Organisational Climate for Innovation
The success of any innovation relies on the organisational climate. Amabile (1996) acknowledged three components in her Componential Model of Creativity: domain-relevant skills, creativity-relevant processes, and intrinsic motivation. For SGL Co., domain-relevant skills are strong, as the company has competent employees with knowledge in packaging activities. However, there are limited creativity processes, and motivation is largely compliance-driven and intended to meet production goals rather than pursue new concept development.
Using Ekvall's (1996) ten dimensions of creative climate, which Trollip (2022) also confirmed, the SGL Co. climate supports reliability and quality but actively discourages risk-taking. This conservative culture defends operational stability while limiting experimentation.
A decisive factor is leadership. West and Sacramento (2023) present actions framed as participative leadership with support of innovation climates, and they also present the importance of culture being essential to sustain creativity, as presented by West and Richter (2024). SGL Co displays operational strength in leadership, but they have not actively aimed to encourage innovation. The operational climate reflects too much reaction to clients, rather than being proactive.  

Ye et al (2022) outline the relationship between creative leadership and knowledge sharing to encourage innovative behaviours. For SGL Co., this means management should start engaging employees beyond processes to have discussions around automation, reassure job security, and provide opportunities for knowledge to be shared. The management literature, Chesbrough et al (2014), and Brunswicker and Van de Vrande (2014) point out the importance of supportive climates for open innovation to encourage involvement of internal actors and external actors. If SGL Co were to use the above measures, it will develop a climate that supports innovation. 
Turner (2020) gives us the direction of what dynamic innovation would look like when he explains that it requires fearless leadership with engaged employees. The suggestions for SGL Co to have a leadership role in innovation will depend on management tackling innovation with enthusiasm and framing it as an opportunity but also rewarding staff contributions of ideas to innovation. If this occurs, then perhaps the organisational climate for SGL Co could be transformed to process innovation, and the possibility of management adopting the proposed solution would increase. 






Conclusion
This report has provided a thorough analysis of SGL Co.’s packing operations, particularly regarding the operational inefficiencies of manual processes. The fact that hand-packing is a major contributor to these inefficiencies could hinder SGL Co.'s performance, sustainability, and competitiveness in an industry where speed, quality, and innovation drive market differentiation. In my role as a packer, I noticed repetitive issues that resulted in delays and waste, such as inaccurate labels, wasted materials due to damaged packaging, and delays experienced while peak production was ongoing. This was a signal that SGL Co needed to re-evaluate their packing operations development, not simply to address inefficiencies, but to protect their long-term market position in the fast-moving consumer goods (FMCG) sector. 
The proposed solution was an automated smart packaging line with error detection sensors and the use of recyclable materials, which was thoroughly evaluated within the relevant innovation frameworks. Using Tidd and Bessant's (2014) 4Ps of Innovation, the proposal was categorised as a process innovation, providing a greater overview of how packaging will be performed while also developing operational efficiencies. Furthermore, the solution directly aligned with pressures to the extent that research shows 82% of consumers favour sustainable packaging materials (Hussain et al. (202); SGL Co needed to implement sustainable practices in keeping with customer requirements (regulations and expectations) and employee policy (a desire to work for environmentally responsible organisations) (Catelani et al., 2023).
The creative process examined through Wallas' model of creativity consisted of four phases: preparation, incubation, illumination, and verification (Maital and Seshadri, 2007). The notices and experiences of operational inefficiencies formed the basis of the problem identification. Reflection and awareness of what other organisations in the industry were doing formed the incubation phase. Ideas came together in the illumination phase to crystallise, attended to the automation production and sustainability, while the verification stage was able to consider the feasibility of the notwithstanding perceived challenges, cost of implementation, and potential upskilling of staff. 
To assess the viability of the idea, Lewin's Force Field Analysis was applied. The control model identified the restraining forces of high initial cost, employee choice not to change, and disruption of transition to change as less than the driving force of greater efficiencies, improved sustainability, remaining resilient and sustainable, and a bigger pool of competitors within the marketplace (Burnes and Cooke, 2013; Van Lente, 2024). These forces suggest operationalising innovation is possible (rather than impossible) if designed as change management programs that successfully re-train staff and listen to and engage staff in the change process.
Moreover, analysing the organisational climate was a definite challenge. While SGL Co has competently qualified skills and experience, the organisational culture is one of conservatism; additionally, stability and reliability are favoured over experimentation and exploration. The climate that currently exists for SGL Co causes challenges and barriers to enable adoption or resisting learnt behaviours to innovation. But definitely, if demonstration and 'noise' is made of leadership, more effort was taken to understand change and engage employees and explore ideas of open innovation with clients, then an underlying culture of innovation could be established (Chesbrough et al., 2014; West and Sacramento, 2023).
In conclusion, this report suggests that there is both a necessary and plausible process for packaging innovation at SGL Co. Transitioning away from hand-packing operations to automation and using sustainable packaging resources will yield less waste and greater operational efficiency while improving trust from the client. However, without considerable demonstrated leadership with quality change management practices, every chance of implementing long-term change could be lost.
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