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Executive Summary

Rivian is an EV startup company that has recenty produced it first EV pickup truck.  This is a innovation that can be classified as incremental but some may agrue it to be radical. 
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1.0 Introduction

This report was requested by Davinae Evans on the 15th of Janurary, 2022 as part of the innovation and creativity for business module. The purpose of this report is to look into the innovation and creativityt in an organisation.  This report will be compiled by the researcher Bilkis Hussain, with a completion date of 25th March, 2022. The report will involve primarily research as well as the use of secondary research methods such as books, online articles, journals, and official websites.

People are becoming ever so continous about the negative impact human activities are having on our planet.  Diesel and Petrol fuelled vehicles are part of the problem as they produce carbon dioxide, which is bad for the environment as it prevents heat from escaping from the environment (BBC, 2020).  Furthermore, the sale of both petrol and diesel vehicles will be banned from 2030 onwards in the UK (BBC, 2020).

This dilemma has encouraged individuals like Elon Musk to come up with Electronic vehicle (EV) companies like Telsa, who produce saloon EV cars for the domestic market.  Tesla has quickly become a brand that is recognized worldwide.  Electronic vehicles produce less greenhouse gases and are therefore better for the environment and can produce up to 30% less carbon than petrol and diesel cars (EDF, 2021).

Rivian is also a company that has begun to produce EVs, but its main target currently is to produce EV trucks for domestic clients. Rivian spent over a decade designing and developing the foundation and infrastructure for producing EV’s.  

Rivian was first established in 2009 by RJ Scaringe, the company went through many phases to creativity and innovation.  It began with trying to produce small sports cars, to expensive supercars, and then to a pickup truck, and finally the company settled at the idea of producing electronic pickup trucks (SCB, 2021).

Rivian’s backers include Amazon and ford. Etc

Rivian produced it first EV Truck for its customers on 14th September 2021 and has become to the first company to produce an EV trucks for a customer (MarketWatch, 2021).  However, the company has stiff competition coming up soon from the likes of Ford and Tesla.


1.2. Innovation & Creativity


According to Baregheh et al, 2009, "Innovation is the multi-stage process whereby organizations transform ideas into new/improved products, service or processes, in order to advance, compete and differentiate themselves successfully in their marketplace". whereas Rogers, E 2003, define innovation as "An idea, practice, or object that is perceived as new by an individual or other unit of adoption". Both definitions of innovation emphasises that good concepts/ ideas alone are not enough. A creative idea must be developed or utilised in order to be classified as an invention. This means Innovation & Creativity both are interlink as Innovation is impossible without creativity, and creativity is meaningless if it isn't put to use. For example, how to grow a healthy plant in a cold place like Antarctica? First of all, one needs to come up with ideas (creativity) and putting these ideas into practice is the innovation. 

According to Indeed (2021) Creativity is about people using their imagination to come up with new ideas, solve problems, and think of possibilities that no one has ever thought of. 
Creativity is reflected in the ability to solve challenges and problems with new solution ideas.
Creativity and innovation both are important because they enable the world to grow, evolve and change over time.
According to Business news daily, (2021) Creativity and innovation are closely related, but not the same, as part of the creative process. Creativity is not measurable and subjective, but innovation ("new" at the most basic level) is measurable in the sense that innovation is the creation of something new, such as a new product, a new idea, a new method, etc. 



Rivian has been a creative company with the idea of producing and the first EV truck.  They have been creative by thinking of unique ways space can be used to store practical items.  They have innovated a unique portable kitchen and sink modular system that is stored behind the rear seats and it slides out when you need it.  This will appeal to people who enjoy adventure.


An invention is a concept that has been transformed into a useful product for society. New inventions can be in the form of a technique, method, or device. Although the meanings of invention and innovation are occasionally confused, they are separate. An invention is just the transformation of a concept into a concrete object. The mere act of creating an innovation does not imply that it will be helpful or practical. An invention made in a business and marketed for profit and widespread use is referred to as an innovation. Because innovations are simply the commercialization of inventions, you can't have one without the other.

Creativity and innovation collaborate to solve a problem or introduce a new product or a novel experience to the society.
	

 


2.0. Findings

2.1. Overview of the innovation opportunity

Rivian as a company have been in the car industry since 2009 but have not been consistent or successful in the products they have been producing.  However, they noticed a gap in the EV market as no company had previously produced an EV truck.

EV trucks are hugely popular in the USA.  They are amongst the most sold vehicles in USA.  Ford Lightening F1 is the most popular fuel powered truck in the market and Rivian have decided to leapfrog Ford and produce the first EV truck.

It is an opportunity if the company is able to produce the trucks fast enough and gain market share as other companies like Ford, Tesla etc are hot on the heels of Rivian.  Rivian also do not have previous know how on producing ev vehicles.  They are also not a well known car manufacturer, whereas ford and Tesla are well established and have the support and infrastructure to provide vehicles for their customers.

This is good opportunity for Rivian if it can quickly set up its business infrastructure to produce the trucks in large quantities and quickly.  In the USA, according to CNBC (2021), Pickup trucks formed five of the best ten selling vehicles in the USA.   The top selling pickup truck was the Ford F series.

The potential of having a successful business is possible as in the USA, according to CNBC (2021), the top three pickup trucks had sold 14.5 million trucks in a year.  That is evidence that there is potential for growth in the market.





2.2. Type of innovation
According to Toolshero (2019) the Innovation Matrix is ​​a powerful tool or visualization that represents different aspects of innovation. It helps organasations visualise innovative aspects and develop new products and services. Innovation matrix basically helps identify which categories organisations fall into and what changes need to be made to prepare for innovation. The matrix makes it easy, guides, and leads organisations to find the right innovation strategy.
Detail on the innovation matrix has been included in appendix 1.

Rivian’s innovation can be seen as semi radical as its using the existing technology on car batteries and using it on a new vehicles.  However, it can also be seen as radical as the entire car has to be developed from scratch to be able to use the electric batteries and Rivian were previously not in the field of electric cars.




2.4. Models of Innovation
Models of innovation allow companies to help them identify changing customer demands and expectation.  It is a process that is continuous in nature and constant innovation is important for the growth of a company.
Different innovation models will be implemented and discussed in this section.


2.4.1. Open and Closed Innovation

Explanations of closed and open innovations have been provided in appendix 2.

Rivian has always been using open innovation as it has allowed the company to concentrate on producing other components of the vehicle.  For example they use Samsung for their battery cells, but have recently decided to build them in house (Reuters, 2021).  This does not mean they are using closed form of innovation.  They were using Samsung batteries but have decided it does not meet their requirements and now producing their own batteries but other parts of the truck is being made by third party companies.

2.4.2. The Innovation Process

The Innovation process has been discussed in appendix 3.

Rivian is a company that has always been trying to be creative and be innovative.  It wanted to generate as much investment into it products as possible by constantly evolving its products.

Rivian had the backing of investors in the Middle East which allowed it to build conventional pickup trucks for people in the Middle East (Bloomberg, 2021).  But later Rivian to take this company one step further and saw an opportunity by making its product entirely powered by batteries.  This allowed them to get the backing of many companies like Amazon and Ford.  They then hired many experts in the field and spent money on purchasing a factory and spend money on R&D (Bloomberg, 2021).

It is thought that companies like Ford were making around $10,000 per truck sold (Bloomberg, 2021) and Rivian should be able to make similar profit thus capturing value from their products. 


2.4.3. 4P’s to Innovation

The 4P’s of innovation are Product, Position, Paradigm, and Process.  These are discussed below in relation to Rivian.

Product innovation - Rivian has produced the first electric truck for the domestic market.  It has produced many technology improvements to enhance the overall competitiveness of the product itself. 


Some of the innovations introduced include:

· Fast charge
· 350 miles on a single charge
· Powerful motor providing car with a lot of power
· Unique storage options
· Unique modular design kitchen

Some of these innovations are considerable improvement to conventional trucks especially in how fast these trucks accelerate and how much they can pull.

Process Innovation - Rivian has become a company which now uses open innovation.  They are co-operating with companies such as Samsung to provide battery packs for their products.  Rivian has been able to obtain more resources externally

Paradigm Innovation- Rivian believes in preserving the natural world by making vehicles which are more environmentally friendly.  They believe families should be able to enjoy great adventures and businesses should be able to use fleet vehicles while preserving the natural world for generations to come.  Such technology would involve having more charging points which can charge cars fast.  This would mean a lot of structural changes to the road throughout the relevant countries.  This is a paradigm as to enjoy this technology one would have to make many sacrifices.


Position Innovation - Rivian has created a new market for people who wish to go out on an adventure but are environment conscious.  Customers can go on a long weekend adventure and not worry about cooking as the vehicle has the necessary equipment for a mini kitchen.  

They are also targeting major companies like Amazon for fleet delivery vehicles. 





2.5. Assessment of the Effectiveness

When assessing if an innovation will be effective Kurt Lewin’s Force Field can be used to anaylse factors that are for and factors that are resisting the change (Mindtools, 2022).  
The aim of this assessment is to help ascertain whether a change, in this case producing a new ev vehicle, is likely to be a success and help discover the resistance this change could face.

The result Kurt Lewin’s Force Field assessment has been provided in appendix 5.  This result indicated that it would be feasible to carry out the innovation.  The results were 27 for the innovation and 23 against the innovation.  One thing to note about the scores are that they are open to discretion i.e. the score is dependent of the individual assessor and 2 different assessors can come up with completely different scores.  Therefore it should not be accepted as the only form of risk assessment.

The assessment helped identify the fact that there was a need for an ev truck in the market and that Rivian had the financial backing of companies like Amazon and Ford.  They also had large number of pre-orders on their books, which leaves them on a strong position.


2.5.1. Barriers and Risks

The Force Field analysis has identified many barriers and risks which Rivian need to be aware of some of these barriers and risk need to be reduced to help further improve the overall score of the force field analysis.   These are as follows:
 
· High price – traditionally ev vehicles are costing and Rivian truck starts at $68,000, which is a lot of money and ford truck which will launch soon is cheaper at $40,000 (Carwow, 2021)

· Insufficient charging station - there are not that many charging stations and this could limit the demand for the vehicle (Forbes, 2021).  The need for rapid installation of EV chargers at home and in service station is crucial for the growth of the EV market.

· Vehicle range is limited - Being an ev truck the range will be limited and in high demand situation the limit will be further reduced.  This could discourage some potential buyers.  Rivian pickup uses a lot of electricity and was found to be the least efficient  of the EV’s tested (Edmunds, 2021)

· Long charging times- batteries can take anything from 6 minutes to 26 hours of to change (Forbes, 2021) and this could be discouraging to be as they may not have the patience to wait hours to charge the battery.  This technology will need to be advanced to satisfy the needs of the customer.

· Safety risk – as it battery based there is always the risk of batteries exploding.  Bloomberg Green (2021) had identified how General Motors had to recall 142,000 vehicles due to faulty batteries as they posed risk of fire.  Ensuring battery safety would be crucial for Rivian.

· Competition – conventional car manufacturers are catching up with EV vehicles and are gearing towards electrifying their vehicles (Business Insider, 2021) and will provide great competition.  Rivian must be quick and have the appropriate network to sell their vehicles to the public.

· Setup cost - the setup cost of such businesses on the short /medium term will be large and company would be expected to make losses for years to come as in the case of Tesla, which took 18 years to make its first profit (TNYT, 2021).  Rivian must have the capital and backing to suffer these losses and survive.


2.6. Leadership & Management 

Leadership in business is essential and can have different meanings.  According to Northouse (2016), leadership is a process whereby an individual influences a group of individuals to achieve a common goal.
Rivians founder is a person that has always had innovation and creativity at the centre of this mind and business.  He went from trying to build sports cars, to building pickup trucks, and then finally to EV trucks simply because of his desire to be creative and innovative while getting enough financial backers for his projects (Bloomberg, 2021).

Rivian sees innovation and creativity as its main driver of its organizational strategy as it generates a lot of investment from that.  This is what he had been doing since he left MIT in 2009 (Bloomberg, 2001).  Rivian has always been reinventing itself to satisfy its stakeholders and generate the required revenue to proceed with the ambitious project.  R.J. Scringe believes in being curious and understands mistakes will be made and you learn from then and you continue the process of innovation (LEI, 2021).
 
In order to be successful in business one must have a leader who is capable of leading his team or organisation. Rivian CEO and founder R.J. Scaringe, since finishing his degree in MIT had always run his own companies.  He always had a more subtle and motivation way of leading.  
Kurt Lewin is a leadership theorist and he devised his leadership framework in the 1930’s.  The three main types of leadership according to Kurt Lewin are as follows (Mindtools2, 2022):  

· Autocratic: an autocratic leader is very authoritarian; they will provide clear instruction on when and a how a task needs to be done.  They will take very little to no input from others when making decisions.  This type of leader will makes decisions independently and will show total control.  R.J. Scaringe does not fit into this type of leadership as he is not very authoritarian.  He likes to encourage people to work with him and his visions.  An autocratic leader could isolate is team and it is not a place where creativity and innovation bread.

· Democratic: R.J. Scaringe is closes associated with this type of leadership.  A democratic leader is highly engaged with their team; the leader allows team members to be creative and make suggestion but ultimately makes their own decisions based on the team’s inputs and his judgment (Mindtools2, 2022).  Rivian CEO values the input of his team and encourages them.


· Laissez faire: with this type of leadership the team is given autonomy in how they do their work.  They also set their own deadlines (Mintools2, 2022).  The leader will provide the necessary support to the team but doesn’t get involved much.  Laissez faire leadership can be good for a group of people who are committed and disciple enough to meet deadlines.  The drawback to this type of leadership is that deadlines may not be met, quality of work can be lower, and overall productivity could be lower.  The Rivian founder is not fully Laissez faire has he still controls most aspects of the organisation.

Though these are the main leadership style they can be combined and formed into other leadership styles.  James Macgregor Burns also introduced Transformational Leadership (Verywellmind, 2020).

Transformational leaders give their followers a vision and then inspire, motivate, and empower them to achieve that vision.  This type of leadership means employees are respected more and their thoughts are valued.  It engages the employees in the work place to make them feel part of the organisation.  This type of leadership encourages innovation and creativity.  It would be fair to assume that R.J. Scaringe uses the transformational leadership style to achieve his goals and visions.


























3.0. Conclusion

R.J. Scaringe has been able to produce an innovative product of EV pick up and bring it into the market for consumers.  The founder of the company has always been creative and innovative from the first day he started up the company in 2009.  The went from trying to build sports cars and then into trucks and finally into EV trucks.

He is able to do that as he has the a transformational leadership quality that allows him to deal with his employee which help them be innovative and creative.  They are also using open innovation by allowing third party companies to help develop their product for example, Samsung were producing batteries for them.

It is a company that is backed by Amazon and Ford and though it will be difficult to compete in the EV market once other competitors have caught up with them they should be able to survive with the continuous innovation they have at their organisation.
















Appendix 1
Innovation Matrix

[image: https://ptgmedia.pearsoncmg.com/images/chap1_0131497863/elementLinks/01fig02.jpg]

The above innovation matrix illustrates that not all innovations are created equally.  There are three types of innovations and these are as follows:

· Semi Radical – means substantial change in either the business model or the technology within a company.  For example, smart phones can now be used to do office work such as writing reports, making presentations etc.
· Incremental – This type of innovation would mean upgrading from Microsoft windows 10 to Microsoft Windows 11.  This would include some improvements to the operating system.  This exploits existing forms or technology.
· Radical – this type of innovation is the most extreme type.  For example going from a landline phone to a smart phone.  

For a company to be successful is important to have a mix of these innovation in their portfolio.

According to Finance Management (2022) the Innovation Matrix helps companies with innovation-related aspects such as:

· To assist in locating the supply of innovation.
· To discover its strategic relevance. And
· to locate the kind of governance system to use
In relation to the innovation matrix, Rivian’s innovation would be classified as incremental innovations as the idea of Electronic vehicle was already around as EV cars made by companies like Tesla having been around for a while.  This new innovation would be incremental as the technology is being transferred from cars to pickup trucks, which are larger and more powerful by nature and would require larger batteries and more power.




















Appendix 2
Open and Closed innovation
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Closed innovation is where innovation are thought of and developed entirely within the company (LIB, 2022).  The company has its own R&D facilities and has a huge demand on it employees.  These employees must be able to specialise in the required field of innovation.  As the diagram above indicates all research is done internally and the product comes to the market straight from the company.
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Open Innovation occurs when a company uses third party companies to help it innovate a product.  For example a car company may leave the development of a engine to a third party company and concentrate on making the chassis itself.  This process is well illustrated in the above diagram and it shows that there is more potential growth for a company by allowing open innovation to take place.













Appendix 3
Model of Innovation: Rivian
 (
Learning
)
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The above is the Tidd & Bassant (2018) innovation process.

There are four processes involved in the innovation process and these are as follows:
· Recognising the opportunity - this is the first stage where opportunity is being recognised.  The fact that a product could be developed or will sell is being recognised in this stage.
· Finding the resources - now the company must find the money, expertise, and the know how to develop these ideas.
· Developing the idea - in this stage all the R&D comes into place and the product is further developed.
· Capturing the value - how the company is able to generate a profit from its customers.




















Appendix 4
The 4P’s of Innovation: Rivian
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Appendix 5
FORCE FIELD ANALYSIS: Rivian
This exercise works well as a group decision making tool. Consider the factors FOR and the factors AGAINST the proposed change and list them. Then rank each with a score of 1 to 5 indicating the strength with which it will support or restrict / limit the proposal (1= very little effect and 5= very strong effect).
If the score FOR the initiative is greater than that AGAINST then the change is worth pursuing. If the reverse is true then the initiative may need to be adjusted / re worked or a plan could be developed to counter the factors against before the initiative commences.

	Forces FOR Change
	Score
	Change Proposal
	Score
	Forces AGAINST Change

	Pick up trucks are in good demand
	3
	Produce the first EV truck
	2
	More expensive than rivals. Rivian costs $68k whereas Ford cost $40k

	Consumers are now more environmentally conscious about their impact on the planet
	4
	
	3
	Insufficient charging stations

	Government has set a target of 50% of cars to be sold should be EV
	3
	
	3
	Battery capacity limits the range of the vehicle

	EV technology is the future of the car industry
	5
	
	3
	Long charging times for batteries

	Potential to make large profits
	3
	
	1
	Potential risks of batteries exploding

	Pre-order of 100,000 vehicles from Amazon
	3
	
	3
	Competition – other manufacturer are close behind

	Pre-order of 70,000 of its pick up truck
	3
	
	4
	High initial setup cost of manufacturing 

	Has strong backers: Amazon own 20% of rivian and Ford own 11%
	2
	
	3
	Doesn’t have the reputation of mass producing cars

	
	
	
	
	

	
	
	
	
	

	TOTAL
	27
	
	22
	TOTAL
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Task 2
Q1.  Critically explain how innovation and creativity can support business advantage.

It’s important to understand that creativity can be regarded as thinking of a great idea and innovation is the process of implementing that idea.

Businesses are constantly trying to gain a competitive advantage over other companies in order to boost their revenue and continue growth.  One of the best ways to do that is follow the market orientation (Chron, 2022). A market orientation is a customer first approach and involves ascertaining the needs of a customer and then creating that product or service to fulfill that need.  The competitive advantage can be maintained by constantly meeting customer’s needs as they can change over time.  This process encapsulates the need for creativity and innovation in a business environment.  If this process was not in place then the business could lose potential customers to its competitors and could make the business non sustainable.  For example, if a business is not able to continually grow and its competitors are being creative and innovative and gaining market share then that company will be less able to generate a profit for its shareholders as market share is closely linked to company profit (HBR, 1975).

Creativity is key to innovation and it can have the following business advantages:

· Encourages adaptability – Covid pandemic encouraged business to become more creative in the way we do business.  For example, online food sales and delivery service was one area that became a must for a lot of businesses.  This innovation of being able to order the product on a mobile app and having it delivered to your door without having to leave your home became a must for survival for some businesses and an area of growth for other.  For example, when restaurants had to shut down and offer takeaway services if they did not offer the delivery service then they would have most likely not survived the pandemic.  Companies like Devileroo saw their business increase by 110% in the early part of the pandemic (Guardian, 2021).  Businesses that are able to promote their products, sell them online, and have them delivered promptly are at a great advantage to those who do not offer these services.
· Necessary for growth – according to Harvard Business School (2022), one of the biggest barriers to growth of a company is lack of creative thinking.  If a company believes that there’s only one solution to a problem then the growth of the company will stagnate.  New products and new ideas help increase growth and market share.
· Secures a competitive advantage – creativity is seen as a competitive advantage, being able to differentiate your product from your competitors gives you an advantage (Forbes, 2020).  For example Apple and Samsung phones may appear to be similar but there are enough differences in the software and hardware to make one stand out from the other and this can give the company an advantage over the other.


When a company fails to keep up with the latest innovation then the likely result will be similar to that of companies like Nokia and Polaroid (HBR, 2015).  They were once creative and innovative in their product development but they later became victims of lacking the ability to sustain their innovative performances resulting in dramatic reduction of market share.
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Task 2 
Q2. Critically review and evaluate one lecture from the module and reflect on how this has supported your understanding of innovation and creativity (533 words)
I’m going to critically evaluate and reflect on one of the lectures from my innovation and creativity module taught by Davina Evans. The lecture took place on 17th January 2022 via Microsoft team. The lecture was about innovation. In that lecture we were taught about why and how innovation is important, Difference between Innovation and Invention and different types of innovation. For this evaluate and reflection I’ll follow Gibbs reflective cycle.

From the lecture I learnt lot about innovation and its advantages as I didn’t have any prior knowledge about these. For our understanding Davina has used very useful tools i.e. spider diagram, Ted talk and YouTube videos which were very interesting and interactive and for us to understand the whole concept of innovation.  Further to those we were given an article from Harvard Business Review, 2002 to read, and that was another excellent source for understanding why innovation is important.  We were asked to do some pre lecture activities which involved finding out about innovation and to use the innovation matrix to think about the type of innovation that we would like to recommend in our report.  For my research I’ve used these sites: ideatovalue.com and innolytics-innovation.com to learn about innovation.
Although the lectured was very interactive and engaging but I felt it was too much for me to grasp at one go. As understanding innovation itself is a huge task, on top of that we were introduced to the innovation matrix and four different type of innovation i.e.
 1. Technology Innovation
2. Business Model Innovation
3. Incremental Innovation
4. Radical Innovation

These four different types of innovation were new to me as I wasn’t familiar with these before.  I felt that I was lost and couldn’t engage much towards the end of the lecture as I didn’t do much research on innovation matrix and different type of innovation prior to the lecture. The lecture was mostly based on innovation and I felt that creativity should have brought in to have a clear understanding innovation.  From my research i found out that Innovation and creativity are interlinked and they both should be taught together as without creativity innovation can’t exit. 




During our session we had a group discussion and I felt very nervous joining the discussion as.  I'm usually not confident and often have difficulty attending group discussions and getting attention therefore I was reluctant to join in the group discussion but listening to the other participants’ ideas helped me settle some of my nerves. I also was worried thinking that if I were asked any question on innovation matrix as I didn’t prepare thoroughly for the session

I was glad when our session was over and I felt relieved thinking that I can go over the lecture again as it has been recorded. I could have involved more on group discussion if I have done some more research beforehand. 
Although, I think my lesson on innovation didn’t go well due to lack of knowledge on the task but having had the experience of this incidence helped me realised that In future I need to do more research in advance  to understand  the topic well so that I can perform  better on my next lecture.   
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Entrepreneurial goals and context


Finding the resources: Backers from the middle east, Amazon, Ford etc


Creating the value: First functional ev truck


Recognising the opportunity: Rivian CEO recognised the potential of EV truck 


Developing the venture: a team and infrastructure put together to implement the idea, factory in Illinois, USA.
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Figure 1.1 Closed Innovation flowchart (Chesbrough, 2003).
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Figure 1.2 Open Innovation flowchart (Chesbrough 2003)




