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Assignment B - Select one innovation made by your own company, or a company of your choice in your sector of the manufacturing industry. This may be a product, process, business model or marketing innovation. 
Prepare a 3,000-word report which analyses: 
a) The principal drivers for the innovation. 
b) The barriers and risks faced by the company in developing this innovation. 
c) The key determinants in the process of committing to develop the innovation. 
d) The processes and technologies which the company used to carry this development forward. 
e) The extent to which the development relied on resources external to the company and the ways in which the deployment of these resources was managed. 
f) How management overview of the development was maintained. 
g) The extent to which you feel this innovation process represents best practice.
h) Your report should also provide your own critique of the whole innovation process, and an evaluation (to the extent to which one is possible in the case of vey recent innovations) of the success of your chosen innovation.













Background Information
Geographical Indications (GIs) are a form of intellectual property rights, intended to protect, strengthen and maintain the reputation and the quality of a product from a particular geographical region. Origin-based products (OPs) have overtime had their identity formed by the interconnection between their quality attributes and the region in which it’s been produced (Belletti et al, 2017). Whisky produced in Scotland (Scotch Whisky) is one example of an origin-based product which is protected by geographical indication (GI) and under UK legislation - The Scotch Whisky Act (SWA) 1988. However, Whisky produced in other UK countries is currently regulated by the European Union (EU) regulations – Spirits Regulation (EU) 2019/787 (transferred into UK law verbatim). Due to the lack of distilleries and GI for Whiskies produced in Wales, The Welsh Whisky Company (TWWC) have been required to comply with the EU regulations since reintroducing whisky distilling to Wales in 2000. 
TWWC were the first legal distillery to produce Single Malt Welsh Whisky (SMWW) in Wales in over 100 years and have therefore committed themselves to establishing the reputation for SMWW over the past 22 years. With four other whisky distilleries opening in Wales in recent years, it was in TWWC’s interest to inaugurate a GI for SMWW produced in Wales. TWWC have recently submitted an application to the GI Team at The Department for the Environment, Food and Rural Affairs, it is expected to go to public consultation mid-2022. This application was developed by TWWC and was in agreement with other SMWW producing distilleries.
Principal Drivers
The document outlines a proposed product specification to ensure the high-quality reputation of SMWW is well protected and maintained, which was a principal driver for this innovation. In an article by Belletti et al, (2017) they describe how the successful validation of an origin-based product can establish a collective geographical name that will be recognised by consumers over time, rather than a private trademark. This particular innovation was also driven by marketing, with the hope of Wales becoming a recognised distilling nation, improving TWWC status and presence in the Whisky industry.  A discussion with TWWC’s Chief Executive, Stephen Davies (2022), revealed that the main objective when applying for GI was to increase commercial potential. Davies (2022) stated that he saw an ‘opportunity for marketing which would give SMWW a definition in law and its own category whilst building publicity’. It also offers SMWW producers protection from others who are producing outside of Wales and ensuring the integrity of SMWW. The commercial potential of GIs was explored by Medeiros (2016) and he concluded that GIs can be utilised as an instrument to promote products commercially whilst generating wealth, protecting the producing region and strengthening the domestic market by promoting their products and cultural heritage, supporting Davies’ decision to introduce a GI status for SMWW. 
With lack of GI status, SMWW is categorised under ‘European Whisky’ and this is how TWWC are represented at the many shows and whisky festivals that they attend around the World. The European Whisky category has hundreds of brands and distilleries which fall under this bracket from all over Europe. Due to this, TWWC feel that it can be difficult to be identified as a SMWW or a British whisky due to poor categorisation amongst the European whisky category. Achieving UK GI status, will also be a stepping stone when applying for EU GI status. Again, this relates back to the idea of improving TWWC’s presence in the whisky industry, resulting in Welsh whisky being more easily recognised and established with a GI status. 
A further driver which navigated the GI application was the pressure and competitive streak within the spirits industry. ‘It was evident that distilleries in England were making moves with GI applications’ (Davies, 2022). Davies (2022) felt that it was something that was expected from TWWC, due to being the biggest SMWW producers in Wales, it was important for TWWC to take ownership of the application on behalf of other Welsh distilleries. All of these drivers along with the exceptionally low-cost application process have been instrumental in setting the GI application in motion.
Barriers
Davies (2022) confirmed there were barriers associated with this particular innovation, resulting in a delay in its completion, having initially been explored more than six years before the application submission. There are four categories of innovation barriers; cost factors, knowledge factors, marketing factors and regulation factors (D’Este et al, 2012), with the main barriers experienced by TWWC being associated with marketing and regulation. When the GI was initially being explored, there was only TWWC and two smaller distilleries in existence, demonstrating lack of demand for the GI. With TWWC being the only Welsh distillery with product on the market, it was difficult to design a universal product specification sheet for the GI application with other distilleries still awaiting finished product, again showing lack of demand at this time for the GI application. The decision to invest in innovation is mainly demand-led (D’Este et al, 2012), with the absence of an established distilling community in Wales, the initial lack of demand for GI brought a holt to TWWC’s GI application back in 2018. 
Furthermore, dominant market position of established firms is a contributing factor to marketing barriers (D’Este et al, 2012). With Scotland being the dominating whisky distilling region with an already existing GI status, TWWC had to face the challenge of distinguishing SMWW from a Scotch whisky and linking its character and quality to its geographical area. Whisky from Scotland is one example of a product category which is stereotypically associated with origins because of the history, size, traditions and reputation of the industry within the country (Speilman, 2015).  TWWC had already established their unique selling points (USPs) those being; the first SMWW in over 100 years, a unique distillation technique (single pot distillation), an all-female distilling team and their use of water from the Brecon Beacons in their production processes (Davies, 2022). It is evident that TWWC had found their niche and used it to dominate the spirits industry in Wales. However, developing a GI for SMWW required TWWC to collaborate with other Welsh distilleries in order to define the specific characteristics of a SMWW produced in Wales, in preparation for the product specification. This proved to be the most challenging barrier, resulting in further delays to the GI application, as each distillery had their own USPs which made it difficult to meet an industry consensus.
For example, one small scale Welsh distillery insisted that only Welsh malted barley should be used and this should form part of the product specification. However, they were the only Welsh distillery using Welsh barley as their demand and production was so small. Malted barley is traditionally produced and sourced from the East Coast of England where growing conditions are ideal. This was one area of conflict when devising the product specification. Davies (2022) explained that he intended on future proofing the GI and believed that stating where the malted barley has to come from would limit them in the future. With the demand for malted barley being at its highest, he assumes that in the near future supplies will need to come from outside of the UK. Instead, the product specification for the GI states that ‘the barley is sourced from a reputable supplier’. 
In addition to the marketing barriers mentioned above, there were also regulation barriers associated with this innovation. Davies (2022) explained that they aimed to future proof the GI through its product specification by incorporating the use of Rye into the production methods which would later allow any future production of Rye Whisky in Wales to be protected by the GI. However, ‘the regulations on GI applications restricted TWWC from introducing new products as you cannot protect something that does not yet exist’ Davies (2022). This was also the case for ‘Blended Welsh Whisky’ which means if TWWC want to protect any future Rye or blended whisky produced in Wales they will need to apply to The Department for the Environment, Food and Rural Affairs for a new product specification once that particular product exists. 

Key Determinants 
The GI application (2022) states that ‘the link between ‘Single Malt Welsh Whisky’s’ specificity to Wales, is a combination of both natural factors and human factors’. These factors have been used to categorise TWWC’s USPs in broader terms in order to summarise SMWW as a whole. The Natural factors described are relating to how Wales’s climate, soils and geology influence some of the raw ingredients used to make SMWW. The application also explains that the high rainfall in Wales is naturally filtered by the nature and structure of mineral rich local bedrock and layers of rock strata, contributing to the naturally occurring mineral composition (hard or soft water) of Welsh water. TWWC have skilfully introduced their USPs to the GI application and justified their contribution to the whisky’s quality. This is evidenced further when making reference to human factors. The GI application (2022) also states that ‘Wales’s talented distilling workforce has been largely trained from the ground up and at Penderyn, each cask of ‘Single Malt Welsh Whisky’ is currently nosed and tasted by an all-female team’. The natural and human factors discussed in the GI application describe SMWW as a unique article. Uniqueness is thought to raise competition with larger producers and in-turn, facilitate the insertion of small and medium producers by means of introduction of GI (Medeiros, 2016). The ability to use TWWC USPs to develop the product specification for SMWW which would describe and market it as a unique origin-based product was a key determinant in committing to the GI application. TWWC had overcome the barrier of being unable to meet an industry consensus as all distilleries were happy with the proposal that TWWC had put forward. 
Moreover, SMWW makes a significant contribution to the food and drink economy of Wales and is now one of Wales’s most influential exports, currently being exported to over 45 countries (Davies, 2022). As well as contributing to the food and drink economy, the production of SMWW is also important for tourism with all current Welsh distilleries open as tourist attractions. Pre-pandemic, TWWC welcomed more than 40,000 visitors to the distillery in the Brecon Beacons, this number was significantly reduced during the pandemic and is expected to take a number of years to reach pre-pandemic figures again. TWWC have also opened another distillery and tourist attraction in North Wales during the pandemic with one further distillery being opened early next year. With the GI application being developed and submitted during a pandemic, the idea of GI status being able to improve visitor numbers was also influential in the decision to commit to the application. The production of GIs can be considered as multi-functionality as it can also result in rural development and economic sustainability, particularly leading to the development of tourism and hospitality (Medeiros, 2016), therefore supporting the concept of GI application and becoming a key determinant for its development.

Process and Technology
According to Dodgson et al (2014) there are six types of innovation processes used to coordinate resources to create, deliver, and capture innovation. TWWC used the ‘market-facing’ process as they had an understanding of market demand and coordinated this innovation in response to the marketing opportunities identified. They also demonstrated the ‘future-ready’ approach as Davies’ eagerness to future proof the GI product specification signifies his early sensing of potential disruption in the market. Its also evident that TWWC applied the ‘external collaboration’ process to their innovation as they teamed up with the Welsh Government to make progress with their application. 
The Welsh Government have introduced Food and Drink Wales with the aim of creating a strong and vibrant Welsh food and drink sector with a global reputation for excellence (Welsh Government, 2022). The Welsh Government’s vision of improving Wales’s reputation as a global food and drink producer, has resulted in their committal to expanding the range of Welsh food and drink with the GI quality mark. TWWC reached out to the Welsh Government with hopes of improving their knowledge in preparation for the GI application. This resulted in TWWC being appointed a Welsh Government employer as a co-ordinator for the application who utilised her knowledge and expertise from previous application in order to draft the format (Davies, 2022). This made the process of collaboration with other distilleries more formal and as a result made the process more efficient and timelier. The process involved the five distilleries meeting regularly to work through various drafts lead by the co-ordinator and comparing to the Scottish and Irish versions for content. The consultant was provided by the Welsh Government free of charge as part of the funding to expand GI status in Wales. 

External Resources
In order to develop a product specification to cover whiskies from all five Welsh distilleries, TWWC paid £500 to a whisky expert Dominic Roscow to review the whiskies. Roscow had the job of organoleptically assessing each whisky from the five distilleries and providing a general overview of characteristics and key attributes. This allowed an impartial description to be provided for the organoleptic properties of SMWW, which was then added to the product specification and GI application. It is evident that these two individuals were momentous in the development of the GI application and Davies (2022) stated that ‘without Fay Francis who is a paid for resource by Welsh Government I think it would have been difficult to make meaningful progress’. 





Management Overview & Best Practice
This innovation was managed by the CEO of TWWC and the co-ordinator assigned by the Welsh Government. This resulted in successful management of the innovation as the collaboration encouraged combined intelligence. The co-ordinator had experience of managing GI applications for other products and TWWC had the knowledge of SMWW and its production processes in order to make the GI application specific to SMWW. 
Due to the small scale of the business and lack of innovation team, there was no formal management approach to this particular innovation. However, the innovation itself was non-technological and was low-cost. TWWC did not expect to have a Welsh Government funded co-ordinator assigned to manage the project and application, this helped reduce costs significantly and provided the formal approach that TWWC was lacking. The knowledge and skills provided by the co-ordinator meant the project required less staff and manpower, again reducing the financial input from TWWC. There appears to have been an element of luck when it came to this innovation, it seems that the timing was right in terms of support from the Welsh Government, something that is not guaranteed to have been provided if they had applied at a later date. Had this not been provided, the organisation and success of the innovation may not have had the same results
Although the development of GI status can be considered a continuous improvement, it could also be viewed as disruptive innovation as it has now changed the way future distilleries can label and market their whiskies. Although disruptive innovation is typically thought to be a new incentive with a new customer base, according to Satell (2017) companies can pursue disruptive innovation by searching for new problems that the company can solve with existing capabilities. Innovation labs designed to manage disruptive innovation are responsible for identifying new opportunities, building solutions around those opportunities and develop new capabilities. TWWC do not have innovation labs or departments who offer this formal approach to develop innovations. However, it is evident that the marketing team at TWWC identified new marketing opportunities, which they believed developing a GI status would be the solution. This has allowed the company to obtain new capabilities of producing an origin-based product which should increase marketing opportunities. The GI status for SMWW will undoubtedly cause disruption to the Welsh whisky industry as it now regulates how future distilleries are required to produce and market SMWW. 
As this innovation was market driven, it can also be observed as incremental innovation as Beker and Sinkula (2002) regard market-oriented organisations as successful, incremental innovators as they adapt themselves to changes taking place in the environment. TWWC had prior knowledge of whiskies as origin-based products and used Scottish and Irish examples to gain further knowledge during the process. TWWC have experience in the marketplace and can see profit margins as the innovation was low-cost. GI status for whiskies was something that was already established in the UK for Scottish and Irish whiskies, so this innovation was based on something that already existed, which is why it could be considered to be a form of incremental innovation rather than disruptive. 

Evaluation
Due to the innovation being in the early stages, it is not possible to determine its success, more research is needed in this area in the future. However, the principal drivers and key determinants discussed above certainly support the development of the GI status for SMWW. Furthermore, the total cost of this innovation was £500 which is presumably the most economic marketing strategy implemented by TWWC, making it likely to be successful. The success of this innovation could be measured by analysing sales pre and post introduction of GI status. It would be interesting to identify if GI status results in increased exports or new export deals with countries where SMWW is not currently supplied to. More research should also explore whether it results in increased visitor numbers at SMWW producing visitor centres, which can also be analysed via comparison of visitor numbers pre and post introduction of GI status.
It was evident that there were uncertainties and risks when it came to developing the product specification as certain phrases used could have limited TWWC in the future. This process had to be carefully executed and managed as though it was a legally binding contract. Davies, clearly approached this with caution and took time to ensure the product specification did not have any limitations, successfully managing the innovation. Although certain elements were managed with care, the lack of prior knowledge through R&D, organisation and formal approach raises questions when thinking of TWWC committing to more technology driven innovations. It can be concluded that TWWC can execute small-scale, low-cost innovations successfully without the need of a formal innovation department. However, as the company is growing and more innovations are being introduced, TWWC would benefit from investing in a more conventional innovation department or collaborating with universities to develop the knowledge, skills and expertise required to successfully manage more technical innovations. 
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