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1.Introduction
Innovation and creativity are the keywords in every business environment. Trott (2016) defined innovation as a management process of actions encompassed in concept formation, technology advancement, production, and promotion of novel concept (or enhanced) commodity production procedure or equipment. This paper focuses on innovation and its impact on the retail industry in the challenging landscape of the last decade. For this purpose, the Debenhams store chain has been chosen as a case study. The first part is dedicated to the company background to give the reader better insight into their environment. The second part starts with a deeper explanation of the impact of innovation on the retail industry through the lenses of Debenhams. The future part explains the SCAMPER model and evaluates examples of its utilization. The next part offers a set of recommendations for retail companies based on the findings. The final part summarizes the paper with the conclusion. 
2. Products & Services
Background: Debenhams is a well-known British department store chain with a rich history since 1778. The company was founded by William Clark in London and specialized in ladies' accessories retail (Drapers, 2013). By the mid-20th century, Debenhams had transformed into a prominent department store chain with multiple locations across the United Kingdom and the world (Varley, 2014). Multiple challenges over the years pushed the company to double administration in 2020. This marked the end of an era for the well-known retail brand.
[bookmark: _Int_GLhcjzxI]Products: Debenhams established itself as a reputable retailer, offering various products to its mid-upper-class customers. The company has expanded its range of products, such as clothing, cosmetics, household goods, furniture, food, and wedding gifts. It continued to promote its brand through strategic acquisitions and partnerships with designers such as Jasper Conran, Rocha, Ted Baker, Jullien McDonald and many others. In June 2014, the company announced a trial of Sports Direct concessions in its two stores and launched trials of Costa Coffee and Mothercare (Chapman, 2014). 
The Target Market: Debenhams sells goods for every age and gender. 
[bookmark: _Int_n0WGpJSf]Services: Debenhams provides its customers with store and credit card services run by NewDay. Multiple insurance was also offered under its brand by other financial companies. In addition, Debenhams has operated bureaux de change in selected stores. The company started running its websites in the UK and Ireland in 1999. In 2016, the company welcomed new CEO Sergio Bucher, who announced that it began to focus less on clothing in favour of food, beauty products and gifts (Ough, 2016). His new strategy “Debenhams Redesigned”, contributed to the expansion of restaurants and beauty hubs in major store locations. New lighting combined with the new layout of the retail space gives a fresh face to the mature Debenhams. Mr Bucher also introduced the Gin Club, live music and the Beauty Club loyalty card scheme. In the same year, Debenhams developed a mobile-enabled website, including apps that allow customers to shop online from their phones. The click-and-collect service has been added as well to increase convenience for online customers who want to collect their items in local stores. In-store, customers could scan product barcodes to find product sizes, colours, or availability (Debenhams PLC Annual Report & Accounts, 2016). The year 2018 started promising a brighter future for Debenhams under the management of the new CEO, who summarized his project in these words (Debenhams Annual Report 2018):
Picture sources: Debenhams Annual Report (2018).
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According to Debenhams’s Annual Report (2018), the figures in Table 1 below prove his words in numbers. 
Table 1. Debenhams Annual Report 2018.
	Gross transaction value            £2.9bn
	Digital sales growth
             12.3%
	Beauty sales decline (0.8) %

	Return on capital** 9.4%

	Underlying EPS* 2.2p

	Direct employment c26,000




Competitors: Debenhams has been one of the most popular retailers in the UK for many years. Despite its difficulties, they always found a way to beat their rivals. Its biggest competitors are John Lewis, Next Plc., Marks & Spencer and House of Fraser. Table 2 below represents brand searches online in millions. According to Statista (2023), Debenhams was searched online 54.75 million times between 2016 and 2015, while during the same period, John Lewis was searched 75.56 million times, and Next 83.26 million times. However, between 2018 and 2019, all brand searches decreased. Debenhams dropped just over 4.5 million, Next, the leader dropped just over 1 million, and John Lewis had the highest search loss of over 15 million. 
Table 2 (Statista, 2023).
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3. The Impact of Innovation on Modern Retail
[bookmark: _Int_4O4qKpsR]According to Bannet (2007), innovation refers to processes in developing and implementing innovative ideas, products, services, or practices that create value, enhance efficiency, or improve existing processes. It also involves transforming creative concepts into tangible solutions that meet market demands or address societal needs. Innovation can range from little, minor, or incremental improvements to groundbreaking advancements that disrupt industries (Trott 2016). Broad research shows different definitions with mutual agreement that various elements of innovation need to be applied to its perspective. In the organizational context, value creation plays a vital role (CBI, 2008) and is linked to the management of resources. It is crucial for businesses and organizations to stay competitive and adapt to changing market dynamics to achieve sustainable growth. That involves harnessing technology, fostering a culture of creativity and collaboration, and being responsive to customer feedback (Portillo Pizana et. al, 2018). Innovation is linked to a company’s organizational culture, values, and beliefs. Successful innovation can result in improved products or services, streamlined operations, increased market share and enhanced customer experience. 
3A. Negative Impact
 In 2012, Debenhams recognized the importance of innovation as relevant to appeal to modern consumers. Google's head of retail, Peter Fitzgerald, was appointed to the board of Debenhams as a non-executive director to help grow the department store online business (Drapers, 2012). As much as 2013 was a promising year after its online website channel generated healthy profit, Debenhams underestimated its competitors and started losing the raise due to a lack of future investment during the next decade. The company invests in various initiatives, such as restaurants, beauty salons, and staff training. However, these efforts fell short of meeting customers’ expectations and did not help to differentiate Debenhams from its competitors. The whole fashion retail industry witnessed rapid changes in consumer behaviour, preferences and demands, with shoppers preferring fast fashion brands and more personalized shopping experiences. Debenhams struggled to keep up with these trends and failed to resonate with younger demographics. That led to a loss of market share by the brand. The fiscal impact of these difficulties was significant. The company faced declined revenues and accumulated elevated levels of debt. Finally, Debenhams was sold to online-only player Boohoo for £55m in January 2021 (Hope, 2021).
3B. Positive Impact.
For instance, integrating online omnichannel and offline retail channels effectively or partnering with trendy fashion brands to enhance product offerings for new and existing market targets had helped increase Debenhams’s profit. The click-and-collect service was a successful innovation which boosted sales immediately. This new addition increased footfall in physical stores and generated higher sales. The analysis shows that thanks to the clever new layout of Debenhams Redesigned, customers who visit the store for collection spend an average of £25 (Debenhams PLC Annual Report & Accounts, 2018). The Debenhams Beauty Club. Customers could collect points with the purchase of health and beauty products and receive gifts for their feedback and tips participation (Debenhams PLC Annual Report & Accounts, 2018). This fixture plays a vital role for both parties: the customers and the company. This scheme provides valuable data which gives Debenhams better insight into the customer’s trends and preferences, or why and which products they like/dislike. Despite mixed responses from Millennials, the collaboration with Alisha Dixon within this scheme was a promising idea. 

4. The SCAMPER Model
[bookmark: _Int_ns1mYYF0]Innovation is expensive in people and capital, as with Debenhams, it is often considered impossible. The company must find a way to help it create within its restrictive limits. SCAMPER is one of the methods that can be quickly implemented by companies such as Debenhams to help them find a balance in the market. The SCAMPER technique has been proposed as a means for businesses to generate novel ideas from existing products or services, particularly under the pressure of limited resources, by advertising executive Alex Osborne in the 1950s (Serrat, 2017). This model was developed later by the US psychologist Robert F. Eberle, as an intuitive and easy-to-use creativity teaching strategy primarily applied for product development as well as project execution and improvement. It involves seven dimensions of thinking to facilitate new ideas (Özyaprak, 2015; Özyaprak and Leana-Taşcılar, 2019; Suh, 2019; Tharwa & Farid, 2019). Eberle (2008) apprises SCAMPER as a practical and convenient problem-solving method to create low-cost innovation by responding to the customer shift. Table 4 below highlights what SCAMPER stands for. 
Table 4. SCAMPER Model Explained, based on (Barak, 2004; Ozyapark, 2015).
[image: ]

[bookmark: _Int_1xoVfgmL]Application of the SCAMPER Model for Debenhams has or could have many examples: Substitutions: Substitution involves swapping one element of a product or idea with another. Debenhams should analyze what aspects they could substitute for to improve its position in the market, for example, by introducing innovative technologies such as E-fit rooms in a place of old-fashioned changing cabins online and offline. Within e-commerce, that would help to reduce the volume of returns, decrease the costs, and improve sustainability. In-store and online that could increase customer experience. They also could substitute traditional in-store promotions with targeted online campaigns to attract more customers within the targeted segment. Combine: Combination involves blending multiple ideas or elements to create something new. By partnering with complementary businesses such as beauty or fashion brands Debenhams should offer joint promotions to create cross-selling opportunities, I.e., a customer who buys a set of blue towels can buy matching color luxury soap or candles at discount price. At this point, Debenhams should consider how combining different elements or strategies could have led to a better outcome. They also could encourage e-commerce customers to buy more than one product in exchange for free delivery. This would increase sustainability and decrease packaging waste. Combined products within its range are another idea to attract multilayered market target, I.e., the same design of pyjamas for the whole family. Adapt: Adaptation refers to changing an existing concept to meet new requirements or specifications. Debenhams has identified some changes they could have made to respond to evolving consumer demands and market trends. The strategy “Debenhams Redesigned” includes a variety of new activities. However, have not include embracing sustainable practices, introducing new product lines or revising pricing strategies to better compete in the market Modify: Modification involves changing an element or characteristics of a product or idea to enhance its overall value. Debenhams has introduced the beauty loyalty card club, which increased their Beauty & Cosmetics range. They also revamp the store atmosphere with updated decor, better lighting and pleasant background music to attract more customers. Nevertheless, that seems to confuse consumers because Debenhams still have not clearly defined their market target. If they had done that, then the market would response much better. The company could explore other modifications to existing processes or strategies that could have helped them address its challenges as they did with their inventory management systems. By optimizing supply chain processes (automation, “one warehouse”), and improving employee training involved new technology, Debenhams shortened product sale cycle and increased its revenue. Put to another use: Putting to another use involves finding a new purpose or application for an existing product or idea. The company should consider alternative ways in which the company exists in assets such as its store locations or brand image, which could have been utilized to generate new revenue streams. This might involve diversifying into different markets, offering experimental retail spaces or exploring licensing opportunities. An example is old or unprofitable stock returns to suppliers for upcycling or unpopular range donated to TV presenters with the purpose of free advertising. Fact, that Debenhams did underutilize storage spaces for experiential activities such as hosting fashion workshops, beauty salons, demonstrations or pop-up events. However, that was not enough to generate the expected income. Instead, they should sub-lease the space for third party complemented business. Open to new options for renting out excess storage space to dirt party retailers, I.e., latest gadgets, e-bikes, etc. Eliminate: Elimination involves removing unnecessary elements or ideas to streamline a concept. Debenhams has closed over 50 underperforming stores in the last decades and suspended payouts of dividends in 2018. However, Debenhams should reflect on how they could have approached earlier decisions or challenges from different perspectives. This could include diverging their strategy from a physical store to an online first approach, focusing on a specific niche market, I.e., product range for left-handed people or focusing on specific new market targets, I.e., Millennials. Reverse or Rearrange: Reverse considering the opposite or reversing the order of things. Debenhams should try to rearrange their delivery options by introducing a subscription-based service offering customers regular free deliveries. Debenhams also could consider reversing the product-driven strategy to a customer-driven strategy much earlier. They should focus on what the consumers want instead of what the suppliers offer. 
This approach emphasizes the pursuit of improvement, innovation, or problem-solving. It also generates a wide range of potential solutions (Ozyapark, 2015) while minimizing the need for a significant investment of time, money, or effort. The SCAMPER technique could add a vital advantage for an organization. Enables the promotion of divergent thinking, culture fosters creativity and enhances problem-solving skills. 
5. Recommendations
All UK newspapers mostly blamed COVID-19 for the collapse of Debenhams and other high street retailers, but the experts argue that the bankruptcy occurred because they were too big to move or too old to change. In their view, most of their failures were caused by the absence of an adaptive business model and poor innovation management. To keep up with the current consumer conditions and demand, the leadership understanding of urgency is necessary (Ganong &Noel 2019; Manasseh et al. 2018). The paper agrees with the above thesis and points out a similar cause of Debenham's double administration in 2020. However, the movement itself is not the right answer, it can help to survive, but not to thrive. Through innovation, organizations can ride higher. The stores, which commonly offer a variety of curated products and services under one roof, have been under pressure from a large assortment of online businesses for many years (Donnelly, Gee, & Silva, 2020). The whole fashion retail industry is witnessing rapid changes in consumer behaviour, preferences and demands. Shoppers prefer fast fashion brands and more personalized shopping experiences. AC Nielsen (2020) claims that brands which focus on continuing adaptation during tough economic times are getting stronger. The COVID-19 pandemic is no exception, and those who cannot keep up with current ideas, innovative approaches, or new strategies will fail. By embracing innovative strategies such as digital transformation, omnichannel retailing, and customer-centric approaches, businesses can strive to overcome challenges and position themselves for success in an ever-changing market. By applying the SCAMPER Model companies can create an efficient and effective value chain that would help differentiate their offerings and gain a competitive advantage. Furthermore, organizations should complement the value chain analysis with an ambidextrous approach to ensure they still are adaptable to changing customer demands and industry trends (Binns, O’Reilly, and Tushman, 2022).
6. Conclusion
Innovation can be argued to negatively impact Debenhams because positive impact also has been noted. While the company acknowledged the necessity of embracing technological advancements, the overall result proved to be negative. Despite efforts to enhance its online offerings and engage with digital platforms, Debenhams ultimately failed to successfully transform its business model and keep up with the emerging trends. The inability to fully harness the potential of innovation and adapt to evolving consumer demands proved detrimental to their long-term survival. It is crucial to note that the negative impact of slow innovation on Debenhams does not discount the positive importance of innovation in the retail industry. While the Debenhams case highlights the challenges of integrating innovation management, other retailers have successfully incorporated technological advancements into their operations, enabling them to thrive in the digital world. The key lies in a company's ability to recognize emerging trends, adapt its strategies, and effectively use resources supporting innovation to meet evolving consumer needs at the right time. 
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‘Think about substituting part of the product or process for something else.
Typical questions: What else instead? Who else instead? What other
‘materials, ingredients, processes, power, sounds, approaches, or forces
might I substitute? Which other place?

‘Think about combining two or more parts of the product or process to make
something new or to enhance synergy.

Typical questions: What mix, assortment, alloy, or ensemble might I blend?
‘What ideas, purposes, units, or appeals might I combine?

‘Think about which parts of the product or process could be adapted or how
you might change the nature of the product or process.

Typical questions: Does the past offer a parallel? What else is like this?
‘What other idea does this suggest? What might I adapt for use as a solution?
‘What might I copy? Who might I emulate?

‘Think about changing part or all of the product or process, or distorting it in
an unusual way.

Typical questions: What other meaning, color, motion, sound, smell, form,
or shape might I adopt? What might I add?

Put to Other
Uses

Eliminate

‘Think of how you might put the product or process to another use or how.
you might reuse something from somewhere else.

Typical questions: What new ways are there to use this? Might this be used
in other places? Which other people might I reach? To what other uses
might this be put if it is modified?

Think of what might happen if you eliminated parts of the product or
process and consider what you might do in that situation.

Typical questions: What might I understate? What might I eliminate? What
might I streamline? What might I make smaller, lower, shorter, or lighter?

Rearrange,

‘Think of what you might do if parts of the product or process worked in
reverse or were sequenced differently.

Typical questions: What might be rearranged? What other pattern, layout, or
sequence might I adopt? Can components be interchanged? Should I change
pace or schedule? Can positives and negatives be swapped? Could roles be
reversed?
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