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Introduction

Through this report I will look at how organisations must stay sustainable in today’s environment. Organisation must use creativity and innovation to be able to compete with competitors, stay up to date with technology and to be able to create goods that customers need or want. I will also look at what theories and models are applied in the creativity and innovation process and how these are incorporated. Organisations also need to ensure that they have the right employees who support their values, attitudes, and beliefs and have a good understanding of the organisations mission statement. Management must also support and nurture creativity and use emotional intelligence when dealing with barriers as it is beneficial to the workplace as it can help to create happier working environments and employees are more likely to be happier, productive and stay in the organisation. Recruitment also plays a part in creativity as hiring a diverse range of people with different life experiences, knowledge and backgrounds can create different perspectives and views when working collaboratively. “Creativity is the core of innovation. It is fundamental for identifying the patterns and trends that define opportunity.” (Maund A. 2018 pp.81).


1. Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively

There are many models on how an organisation can become more creative and innovated I have chosen to look at the following two models and how they have been implemented by an organisation to develop their products, services, and customer base. There can be barriers to creativity and innovation such as negative attitudes, cost of research and development, restrictions of creative thinking, lack of time and resources, the fear of failing or being judged by peers. If these barriers are identified working through them can result in promoting creativity and innovation.

1.1The Stage-Gate Model.

The Stage-Gate model was developed by Dr Robert G, Cooper to streamline the new product development process (NPD) and is now a registered trademark and consultancy firm on innovation. A statement on the company website explaining the model “Stage-Gate is based on the belief that product innovation is a value creation process that begins with ideas and ends once a product or service is successfully launched. This has a lot to do with the benchmarking research that the Stage-Gate process design is premised on. It is a much broader, more holistic, and fuller cross-functional view of innovation than all other approaches. The Stage-Gate model takes the often complex and chaotic process of taking an idea from discovery to launch and breaks it down into smaller Stages (where project activities are conducted) and Gates (where business evaluations and Go/Kill decisions are made). In its entirety, Stage-Gate incorporates Pre-Development Activities (business justification and preliminary feasibilities), Development Activities (technical, marketing, and operations development) and Commercialization Activities (market launch and post launch learning) into one complete, robust process. It portrays all project activities as a visual pipeline where the Gates serve to surface and prioritize the most meritorious opportunities most deserving of the company’s scarce resources, thus creating a “funnel” (aka. Attrition Curve), opposed to a tunnel.” (Stage-Gate International, 2021). 

The model is based on five stages scope, business case, develop, test, and validate and then launch. Before these stages can be implemented there would be the need for the potential creation of a new product, opportunity, service, or technology idea which is called stage 0.  After each stage the project passes through “Gates” which serve as quality control measures, these can be deemed as feedback sessions after each stage is completed to assess the product, competition, cost, and any risks involved, this would then allow managers to make decisions on whether to proceed with the project development or put the project on hold. If the project successfully passes through each gate, then it can proceed onto the next stage. Following this structure has its advantages as it provides clarity and structure for all involved in the process it also provides opportunities to learn and plan for any issues that may arise so a contingency plan can be put in place. Some of the known companies that use this model are 3Ms, Hallmark, Kellogg’s and LEGO Group.

A case study completed on LEGO Group demonstrates that they use the Stage-Gate model as a tool for new product development. The structure in place within the organisation for creativity is that employees are grouped in teams in relation to products that they are currently working on for development. Product development within LEGO is known as platform products and teams are arranged in accordance with what platform they are working on. There can be challenges to manage projects and portfolios and regular platform meetings must be held to keep a record of what is being developed within the platforms and having timescales of completion, so it is imperative that when using the Stage-Gate model that communication is open amongst teams or collaborative departments and timescales are in place. The benefit of the Stage-Gate model is that through each stage there is a review process which enables the manager to see progress being made or address any issues. The model is implemented in the following way, Stage 1 is to select the most appropriate idea and complete analysis on cost. Stage 2 is development of a prototype, stage 3 and 4 complete test and validation where they select customers to try the products, usually in age specific groups relating to product difficulty, if successful the product will then be marketed and launched at stage 5. (Penzes, 2018). Some disadvantages to the use of this model, according to Planisware (Stage-Gate n.d.) are that the Stage-Gate model can be too rigid in its approach and suggests that at the start of the project if developing a product, it may be advisable to complete a prototype for the customer as you may not learn about any issues until the last phase of completion which then would mean that at this stage there would be less time to solve the issue and may incur more cost. This is something that LEGO has incorporated as they are then able to gain valuable feedback from their target audience on their new products such as is it too challenging or too easy for that age range, is the product sustainable and durable, and is the audience satisfied with the products design. Feedback is essential as they can then assess whether the product will then be appealing to the public when marketed. 


This model is predominantly used within project management and can be adapted to manage processes more efficiently in new product development. Each department needs to ensure that there is collaboration and that communication channels remain open between employees, departments, and management to ensure the success of the process. Each person plays a role and has their own responsibilities and accountabilities within this process, although ultimately the project manager will have overall responsibility from idea to launch. This model is ideal as it is simple to understand and provides structure and clarity to all involved in the process. The model allows you to review each stage before proceeding onto the next stage which can help to discuss any barriers that may arise and how this can be overcome. It also allows for what lessons can be learnt for future reference.
1.2 Open Innovation Model.

The term “Open Innovation” was coined in 2003 by Dr Henry Chesbrough a professor at Haas Business school. It is the ability for organisations to encourage creativity and innovation within the organisation and use the ideas of employees, company resources and assets to develop new products, technologies, or services. This process is known as closed innovation as no external assets are used, it can have limitations as it does solely rely on internal creativity and unless the creativity is encouraged, ideas implemented, communication channels between departments are open this process will not work. Companies may want to source external sources to develop their creativity as this may have benefits when dealing with cost and resources. In an interview with Berkley ExecEd, Dr Henry Chesbrough supports the use of external collaboration and says “At its highest level, open innovation is a recognition that no man is an island, and we can't do it all ourselves. Organizations should make much greater use of external ideas in their own innovation activities along with their internal ones, and equally, and this is the part that often gets left out, unused, and underused internal ideas should be allowed to go outside for others to use in their innovation activities. So, there's an outside in part to open innovation where you take things from the outside and bring them in for yourself. Then the second path, which is the inside out, where things from inside go out for others to use as well. That's what I mean by open innovation.” (Dr. Henry Chesbrough on Open Innovation, 2015). An article by Elliot Wilkins argues that companies should embrace “Open Innovation or be destroyed” (Wilkins, 2016) he states that innovation is beneficial to companies so that they can survive in today’s ever-changing environments and to ensure its success communication must be key. He also states that if there are communication break downs this can be detrimental to the desired result. Wilkins refers to LEGO on how they had forgotten about how valuable external stakeholders are and through involving them in the innovation process created an Open Innovation platform called LEGO Ideas which allows people to submit ideas for new construction sets. This is one way in which LEGO have insured that they are now staying sustainable through embracing open innovation. 

Due to more competition within the toy market LEGO hit a drop in sales and faced potential bankruptcy in 2003 and had to revaluate how they could stay at being one of the biggest toy makers and decided to go back to basics. Before embracing change in how they worked and how open innovation could be used they looked to their employees for ideas on how this could be achieved. In an article with National Geographic, (Austin, 2021) they gave credit to a “band of misfits” who had stated that LEGO was not just for children but had an adult fan base which were forgotten about, were thought not to add value, were detracting from their brand and target audience of children. These “Misfits” had advocated for years that there was an opportunity to embrace the adult fan base and were finally listened to when the company published its financial losses. In a quote from the article “For years I'd been pounding away with the same message that we needed to start paying attention to our adult customers,” McKee says. “The company had a goldmine of opportunities right in front of them”. The company management team were made aware of online forums and unofficial conventions that were taking place worldwide and did not realise the impact that this would have on their business and how many passionate fans that they had with their own unique ideas that could be used to develop new products. After attending a convention in 2005 Lego CEO Jorgen Vig Knudstorp realised how big the adult fan base was “I can't describe the energy in the room when the CEO of Lego stood on the stage saying, 'I see a future where we will be working more closely together,’” Smith-Meyer recalls. The budding partnership would eventually produce some of the company’s most popular and profitable themes and endeavours, including Lego Creator, Lego’s Ambassador Network and VIP program, Lego League, and the company’s first-ever official fan convention: 2021’s Lego Con. (Austin, 2021). Through adopting the open innovation process anyone can now submit ideas for sets with LEGO and if they receive enough votes from the fans the product will be developed. Since 2014, LEGO has been running LEGO Ideas where it has used the platform for new ideas for products. The company does retain control over the process through a review board and if your ideas are selected, they are then submitted to the forum for people to vote on whether they like the idea and would like to see it produced, if the idea receives 10k of votes it then joins the “10k Club” where it is furthered reviewed for development by the LEGO review board. If an idea that you have submitted gets to this stage and goes into production the creator is rewarded with a 1% royalty of sales and is credited with its creation in the product building manual. LEGO also ensure that there is an agreement in place that they own the right to modify the original design and can produce similar sets of the same theme. (LxHeung,2018). This idea has proven to be very successful, and it has secured the success of the company through being able to stay ahead of the competition and to produce new products that customers want to see produced and to build. An example of an idea that was placed on the platform was a suggestion to build iconic buildings this idea was put forward by an architect and LEGO fan which resulted in the creation of LEGO Architecture. “Several years ago, a Chicago architect and Adult Fan of LEGO (AFOL) reached out to LEGO, suggesting they create official kits like his homemade LEGO models of iconic buildings. The idea was initially met with some resistance, but fortunately, a free-thinking Norwegian LEGO executive saw value in AFOLs and created a stealthy, shoestring plan to prove their worth to the company. They tested the LEGO architecture line in just a couple of stores in Chicago and saw that they were able to charge “grown-up prices” for kits with the same number of LEGO bricks inside. The pilot was a success, and the line remains hugely popular amongst adult fans of LEGO worldwide.”  (5 Sustainable Innovation Practices that Saved LEGO, 2021). 
It is evident that through using open innovation that LEGO has ensured its success and retained its title of being one of the biggest manufacturers of toys for children and now adults. Using LEGO Ideas has provided them with new and creative ideas for products that their fan base wants to be able to create. In short, the benefit of this is that the organisation is not only relying on internal ideas where there may be limited resource for creative thinking and a potential risk of product failure but by using customer ideas, they have increased the appeal for new product ideas and therefore lowering the risk of failure by listening to what customers want according to an article from Harvard Business School (Technology and Operations Management, 2018).


2. Evaluate an organisations’ ability to harness creativity and foster a creative culture in the workplace

It is essential in today’s ever-changing environment for organisations to support creativity and innovation in the workplace. When encouraged it will allow employees to be able to come up with ways to solve problems that they encounter in their day-to-day work, which supports a more efficient working environment, instead of relying on managers to solve problems for them or by using coaching and mentoring techniques to resolve an issue. Creating a creative culture has it’s benefits it can encourage employee engagement, productivity and make the work more challenging and interesting. According to a blog on creativity and innovation for SME businesses “Empowering creativity and innovations sounds like a tall order, but innovation comes in many forms, not just cutting-edge technology and design. For many service-fed industries, this simply means meeting customer demands, going the extra mile, or approaching your market in a different way to competitors.” (Why Creativity and Innovation are important, 2017). In a journal by Mark A. Runco he states that creativity is more important than ever in the changing environment and that it is a useful, reactive response to change and problem solving. (Runco, 2007). A journal on creativity by Emmanual Agbor also supports this as for creativity to flourish in an organisation it needs to be encouraged by its leaders through fostering a creative environment within the workplace this maybe through providing “friendly and inclusive” working conditions that can aid employees to feel secure, accepted, respected, and valued. Providing such an environment, he goes on to say, “Will harness the richness of ideas, backgrounds, and perspectives of each employee and will allow them to use their unique personal assets and experiences to work for the organisation.” (Agbor, 2008). Looking at this statement you can compare it to Maslow’s Hierarchy of Needs the theory of motivation is when a person’s basic needs must be met before they are motivated to move further up the pyramid. (Cherry, 2021). Within the pyramid creativity sits at the top with self-actualisation which in effect if all basic needs are met it will allow us to become more creative.

2.1 Google – Structure and Culture

One such organisation that creates the type of environment that is creative and innovative is Google. Google operates on a flat structure which has a big influence on its creative culture according to Abrar Alhajri and decisions are made within teams so it “Maintains a small-company feel, reflecting the belief that every employee is an effective contributor, and that everyone plays an equally important part in Google ‘s success”. He goes on further to say that the company values innovation and creativity and rewards its employees with good pay rates and many perks such as unconventional office designs, freedom, flexibility, and transparency. This has established Google as one of the best companies to work for which is highlighted on Forbes list of “Best Companies”. Google has created a creative and passionate workforce which is the key to its innovation. (Alhajri, 2018). An article on Penware.com further supports this “The aim is to motivate workers to strive for excellence. Moreover, the company supports employee involvement in projects and experiments, which are implemented to test new ideas. Google’s organizational culture creates a social ambiance that is warm. Warmth is a factor that facilitates information sharing and employee satisfaction. The company’s organizational culture maintains a small-company-family ambiance, where people can easily share ideas with each other, including executives like Larry Page. Thus, Google’s corporate culture supports excellence in innovation through the sharing of ideas and the capability to rapidly respond to the global market for information technology, cloud computing and Internet services, and consumer electronics.” (Smithson, 2019). Google has 8 pillars of innovation according to Susan Wojcicki, have a mission that matters, think big but start small, strive for innovation not instant perfection, look for ideas everywhere, share everything, spark with imagination fuel data, be a platform, and never fail to fail. (Wojcicki, 2011) Through these pillars’ employees support Google’s mission statement of “Organise the world’s information and make it universally accessible and useful.’ They are encouraged to share their ideas with others, all information is made available to them thus promoting transparency throughout the business, employees are given 20% of their working week to work on ideas they have, platforms serve as idea boards that anyone can submit ideas to either in the company or externally, failure is not considered a bad thing provided it is corrected and learnt from for future projects. Google focus on a “People First” culture within the organisation and encourage their employees to be creative individuals and to take risks when being creative and innovative. Laszlo Bock, Senior Vice President of People Operations at Google, says, ―Personally, I believe this culture is an insight into the human condition. People look for meaning in their work. People want to know what’s happening in their environment. People want to have some ability to shape that environment” (Alhajri, 2018). 
2.2 Recruitment at Google.
Google incorporate their hiring process as part of their culture and want to build teams that represent a caring and inclusive work environment. Through the process they select a diverse range of employees with different perspectives. (Build for Everyone - Google Careers, n.d.). New York Times in 2014 interviewed Laszlo Bock on “How to get a job at Google” and he said what attributes that they look for in employees, learning and cognitive ability which is assessed through structured behavioural interviews and testing, emergent leadership being able to take the lead and make decisions but also knowing when to step back and let others carry on, humility and ownership for problem solving being able to step in and support but also to take on board others opinions he further goes on to say that without humility you are unable to learn from failure. They also look beyond academia when hiring talent as talent comes in different forms. (Friedman, 2014). A further article in Forbes by Erika Andersen supports the fact that Google employs a diverse range of people as she quotes “So I was thrilled to read an article by Thomas L. Friedman in the NYT a few months ago, called "How To Get A Job At Google." Friedman's article expands upon an interview between Adam Bryant of the NYT and Lazlo Bock, SVP of People Operations for Google , where Bock goes into depth about the core attributes Google looks for when hiring. At one point, Bock says, “G.P.A.’s are worthless as a criteria for hiring, and test scores are worthless. ... We found that they don’t predict anything.” My point exactly.  Someone can do very well in college and not have what it takes to succeed in the real world - and vice versa. Bock went on to say that an increasing proportion of people hired at Google these days don't have college degrees.” (Andersen, 2014) She also agrees with the attributes that they look for in candidates and is a big believer that the ability to learn far out ways being an expert in a certain field as a person who enjoys learning is far more curious and can pick up new things easily but a person who claims to be an expert will always defend their point in place of finding a better solution or listening to another’s perspective.
If you are looking to apply for a position at Google on their recruitment page, they have put in place a guide to support the application process which enables would be future “Googlers” to really look and focus on what position they would like by using a career match tool and what to expect in the interview process and the stages it follows. (Build for Everyone - Google Careers, n.d.) This is another way in which they will be able to hire the ideal candidates who share the organisations values, attitudes, and beliefs as they do suggest that a future applicant should do their research first on the company and use the career match tool as it will enable them to choose the right role for them and decide if this is the right company for them instead of just wanting to work there because they have good benefit packages.
 
Through completing research on Google, I have discovered many interesting things about the organisation and how they are investors in people and include employees as their greatest asset. Google empowers its employees to be free thinking and creative within their work and team collaboration is also encouraged throughout the company. Every employee understands Google’s mission statement and supports the organisations values, attitudes, and beliefs. The expectation of each employee is to be creative as this is essential for Google to remain sustainable in today’s growing market and to stay ahead of its competitors. They provide a working environment that is inclusive and have employee needs at the fore front of their business through benefits such as health and well-being programmes, on site medical support, office space designed to make you feel like your at home and even taking you dog to work so is it any surprise that they have made the best place to work list and that people want to work for a company that values its employees welfare so much. Being treated well by your employer does motivate a person to go the extra mile and be more efficient and productive for the organisation. It also promotes staff moral as going to work seems like fun and not just a job. Looking at how they have put this in place most definitely supports Maslow’s Hierarchy of needs as employees are well looked after and reach the top of the pyramid of self-actualisation through creativity.

Conclusion

To conclude the benefits of creating a creative and innovative workplace is that it does create a positive and productive work environment. By implementing processes for product development and using models like Start-Gate ensures that there is a plan in place from idea to launch, project managers and teams review and make decisions at each stage through the gate process and the project will only proceed once each stage is completed. There is also risk management opportunities and a prototype must be developed for the test and validation process to ensure that all problems are solved before product launch. Communication and support from leadership is essential in new product development so it is advisable to have a business plan in place before commencing with the Stage-Gate Model. Employees must be encouraged and supported to use their creativity within the workplace and barriers must be broken down through open communication to ensure sustainability of the organisation.

The Open Innovation model encourages involvement of a wider audience it can support in lower cost of product production through collaborative working with other companies in some cases but also opens platforms of ideas to a wider range of employees and customers. This can be very beneficial to organisations as in the case of LEGO, the use of LEGO Ideas allowed them to reach out to their fan base for feedback on what they wanted to see in new sets such as the idea of LEGO Architecture that was put forward by an adult LEGO fan (AFOL). Through embracing open innovation LEGO was potentially saved from bankruptcy as well as finally listening to employees who had advocated for years that their products were not only liked by children but had an adult following too.

In relation to harnessing creativity and fostering a creative culture Google is probably one of the standout organisations in this area. Google have adopted a culture within the organisation that ensures that their employees are at the fore front of everything. They have good rates of pay and many other perks such as health and well-being programmes, travel to work, and free food. Google offices are designed to have a home from home feel and each office has a different décor. Google like to promote work as being fun and not just a job which is why they have made the best places to work list over the last few years. Employees are encouraged to work on ideas of their own and are allocated 20% of their working week to do this, some of their new products have been developed through this way.

The Google culture is also incorporated in the recruitment process and all employees must share their attitudes, values, and beliefs of “Organise the world’s information and make it universally accessible and useful.’ The recruitment process is quite long but they have provided support on their website to aid applications and to choose the right department for themselves through the career match tool during the process. Google very much encourages and supports their employees to be creative and to take risks but if mistakes are made employees are not punished for this but asked to learn from the experience and try to resolve the problem. It is also ensuring that all information is shared with all employees, the information that is given to the higher management is also filtered down through regular meetings to all employees, so this gives transparency through communication channels. Google also takes into account that creativity can come in many forms and not just through academic learning and that soft skills are equally important as long as there is a passion for learning and being creative.

I do agree that if a working environment is inclusive, supportive and has good communication this will only bring out the best in all its employees. In this type of environment employees will feel that they are appreciated and will not be afraid to voice their ideas that could make for better collaborative working, streamlined processes, excellent customer service and the creation of new projects to support the sustainability of the organisation.
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