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[bookmark: _Toc191740689]1. Executive Summary 

For a long time, TOAST has prioritised investments in offices and retail spaces over its warehouse, which is the centre of its operations. TOAST is a company that specializes in creating innovative, contemporary environments for its offices and retail locations, fostering creativity and collaboration. However, its warehouse operations have received relatively little attention, which limits productivity and growth. This discrepancy reduces the warehouse's potential and has an impact on overall productivity. To solve this, the proposed Employee Management System (EMS) uses automation and AI-driven analytics to improve warehouse operations, lower errors, and increase employee engagement. However, management's willingness to make investments in both innovation and the warehouse itself is crucial to the effective deployment of EMS.
To encourage creativity and propel growth, a supportive culture and resource investment are essential. By integrating warehouse operations with TOAST's growing business, EMS offers a chance to boost output and ensure long-term success.
This report has been prepared for the module Creativity and Innovation BMSW5013.
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2. Introduction 

 TOAST has effectively increased its footprint in office and retail spaces, but it has overlooked one of its most important areas, the warehouse. In contrast to the company's headquarters and retail locations, the warehouses have received relatively little investment, despite being the centre of its operations. The overall productivity and expansion of the business have been limited by the difficulties in warehouse management brought about by this discrepancy.

 Although TOAST's offices are furnished with contemporary, comfortable spaces that promote creativity and teamwork, the warehouses are still underfunded, have outdated equipment, and receive little attention to innovation.

Encouraging innovation and simplifying warehouse operations are two of the company's biggest challenges. To meet demand and boost operational effectiveness, TOAST will need to innovate and adapt as its growth continues, particularly with rising sales in the US. These issues are intended to be addressed by the proposed Employee Management System, which automates critical procedures, lowers human error, and uses AI-driven analytics to improve decision-making. The EMS is made to make payroll management, performance tracking, and KPIs more efficient, giving warehouse employees more time to be innovative and solve creative problems.

Nevertheless, technological innovation alone is not enough to ensure the successful deployment of EMS. It calls for a change in the organisational culture of TOAST, especially at the warehouse. Establishing a work atmosphere that fosters innovation and ongoing development requires promoting risk-taking, teamwork, and independent thought. The warehouse culture now is driven, which fosters competitiveness and limits creativity. The implementation of EMS may be severely limited by management's unwillingness to make investments in warehouse upgrades and its desire to keep things as they are.
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My name is Aleksandra and I have been employed at TOAST for 7 years.
Founded in 1997, the company's initial concentration was on producing Longwear and nightwear, but it gradually expanded its operations by adding home goods and clothes for both men and women.

With initiatives like the "TOAST Circle," which promotes clothing repair and community involvement, the brand places a strong emphasis on sustainability and lifespan. Customers can discover seasonal collections and take part in creative events at their stores located throughout the United Kingdom.

Using materials that are obtained responsibly and growing circular projects like Reworn, Renewed, and Repair, TOAST is dedicated to sustainable methods and classic design. Through workshops, training new makers through their New Makers program, and charitable commitments, they prioritised waste reduction, transparency, and community support in 2023.

At TOAST, they promote mindfulness in all that they say and do. Company consciously makes investments to build a skilled, productive team of driven individuals. The company has 20 stores in the United Kingdom and recently opened 4 stores in the United States. 
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Figure 1 
TOAST Shop (2025).




I am currently employed as Warehouse Retail Dispatch Manager. 

My responsibilities include:

· Oversee the efficient and timely delivery of goods to retail stores, ensuring seamless inventory flow and minimizing disruptions.
· Conduct spot checks within the bonded warehouse to verify inventory accuracy and compliance with regulatory requirements.
· Receive and inspect returned stock from stores, monitoring product quality, and ensuring proper documentation.
· Prepare invoices for stock shipments to the United States, track inventory movements, and liaise with customs authorities to address any discrepancies.
· Maintain clear and professional communication with retail stores via email and telephone, addressing any stock-related concerns promptly.
· Supervise warehouse staff, ensuring they have the necessary resources and a safe working environment in compliance with Risk Assessment and Health & Safety regulations.
· Track key performance indicators KPIs related to the picking and packaging processes to optimize efficiency and quality.
· Coordinate recruitment and training of temporary staff during biannual sales periods, ensuring smooth onboarding and operational readiness.
· Currently undergoing training for the role of Warehouse Manager, gaining expertise in higher-level operational and managerial responsibilities.

[bookmark: _Toc191740692]3.1 Creativity and Innovation at TOAST

Although innovation is about putting those ideas into practice and making them a reality, creativity is about coming up with new ideas.

Young children are said to have the greatest capacity for creativity. They become the greatest explorers because of their amazement and interest when they learn new things. Children do not give up and, most importantly, they think outside the box.

Innovation and creativity serve crucial purposes in the workplace. Customers and staff will only suffer without it. A competitive edge that helps people and businesses thrive in constantly competitive markets is inventiveness. (Dias, Marinho-Araujo,2023). The McKinsey model states that eight essentials of innovation are predicated on leadership culture, customer interaction, and risk-taking.
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Figure 2
Testing for innovation, McKinsey & Company (2015).



The model itself demonstrates that having an idea and putting it into action is not an art, but rather that being innovative requires creating an environment that supports it. Many businesses, like Elon Musk's, have succeeded because of the model's emphasis on customer centrality and encouraging risk-taking. When it comes to taking a chance, he isn't scared. He is a master of measured taking risks, driven by courage and a positive mentality. (LinkedIn,2024).

Even though the approach is useful for bringing innovations, it has limitations, one of which is that it will undoubtedly encourage excessive risk-taking that could have catastrophic consequences. In a team, collaboration is crucial and plays a significant role in innovation. However, introducing collaboration to the team through behavioural diversity is challenging.

Several vulnerabilities in the worldwide supply chain were revealed by the COVID-19 pandemic's prolonged lockdown, sheltering-in-place, transportation restrictions, and absences from work, which also caused supply chain operations to be disrupted. (Min,2023). Many businesses have started to embrace innovation that benefits their supply chain partners and customers by digitising processes and communication as an efficient means of achieving such a supply chain goal. Businesses can lower overall purchase expenses by increasing supply chain productivity, accelerating procedures, improving perspectives, and reducing manual errors through the digitisation and automation of the supply chain. Although there are many advantages to digitising warehouses, not all businesses can afford the high costs, and AI-driven solutions may result in job losses.

Transforming innovative ideas into new outcomes that boost productivity, fulfil evolving customer expectations, and enhance decision-making and problem-solving across organisations is a common aspect of innovation. Essentially, a company needs to be able to innovate and be creative to grow over time in the face of intense market competition.
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Figure 3 
Four Benefits of Creativity in Business, Boyles (2022).

To guarantee effectiveness, customer retention, and sustainability, creativity and innovation are essential. The way that leaders and staff of the manufacturing company itself view and utilise creativity affects the impact that it can have on the operation of the company. (Leoni et al.,2022). 

The management team and the company's established culture have a strong influence on workplace innovation and development. A manager or leader who lacks empathy, an open mind, or a positive outlook will make it difficult for the organisation to be creative or inventive. One of the important factors that influence employee development is the organizational climate. Higher job satisfaction and lower levels of staff burnout and role stress are linked to a positive organisational climate. (Pecino et al.,2019).

Regretfully, companies are becoming less and less interested in investing in management. An increasing number of team leaders are hired solely based on their high-performance targets rather than their qualifications and leadership skills. Without the right credentials and training, Leader won't be able to build a team that will grow and, consequently, be innovative. Experienced managers can use their abilities to improve employee motivation and create an atmosphere that encourages creativity. (Horvat et al., 2024, Jager et al., 2024, Lerch et al., 2024).

Innovation and creativity are essential to a company's success and sustainable existence, especially in the highly competitive retail warehousing industry. Innovation helps ensures that new ideas are successfully implemented to promote operational excellence, efficiency, and customer satisfaction, while creativity encourages the creation of new ideas.

Businesses must invest in leadership development, strike a balance between innovation and strategic risk management, and foster a collaborative and innovative culture if they want to stay strong in a changing market. They can preserve a durable competitive advantage, enhance employee engagement, and promote long-term growth by doing this.

[bookmark: _Toc191740693]3.2 4 Ps of innovation 

John Bessant and Joe Tidd created the Four Ps of the Innovation Space Model.
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Figure 4
Four Ps of the Innovation Space Model, Krishnan (2021).

The four Ps model is utilised to show how comprehensive innovation is, the idea of focusses on four key categories. (Marzavan, 2023).

While converting my idea into a framework, it was discovered that my concept lay between process and product innovation but however it’s also touching position and paradigm. The table below demonstrates how it was transformed of the concept into a framework by John Bessant and Joe Tidd.



	Employee Management System
	Innovation Type

	Product
	Payroll automation, AI, and performance tracking are all features of the employee management system. Eliminate manual Excel tracking to cut down on human error and input. 


	Process
	Payroll, KPI tracking, and reporting automation increases productivity and lowers human error. AI offers data-driven decision-making that maximises staff efficiency and minimises bias.

	Position
	By providing them with resources to increase their productivity and support their development, it elevates warehouse workers above the status of conventional workers. More emphasis on operational creativity and innovation than on manual data entry.


	Paradigm
	System offers an original viewpoint on warehouse management by switching from manual, reactive procedures to proactive, AI-powered decision-making.




Product innovation is the process of creating new products or making significant improvements to already-existing ones. Excel spreadsheets were once utilised by warehouse managers to monitor worker productivity or attendance. AI integration lowers human error and manual oversight by enabling the EMS to automatically track jobs accomplished, mistakes made, efficiency, and attendance.

Process innovation is the process of developing new or better ways to deliver products or services. The procedures used to manage staff in a warehouse are significantly improved by the EMS. Payroll processing, workforce modifications, and employee performance tracking are all altered by the integration of AI and automation. Overall operational efficiency increases because of these procedures being precise, data-driven, and efficient.

According to Framework, there are two types of innovation: radical and incremental. All stages of innovation, from incremental to radical, can affect an organization's staff and structure of operations, depending on the circumstances at hand. (Wagner et al.,2014). While incremental innovation can involve more minor, less disruptive adjustments, radical innovation often requires significant changes to the organisational structure, procedures, and culture. An employee management system falls between incremental and radical innovations because it uses modern technologies to improve existing practices without completely changing the structure. It is not a replacement for the whole idea of employee management, but it does significantly change how it is implemented.

[bookmark: _Toc191740694]3.3 Four Stages of Creativity 

It is stated that before an idea comes to mind, the brain goes through four stages. The key variables are conscious and unconscious, and they interact to find a creative solution. Graham Wallas described four stages in his 1926(Skilicorn,2025).
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Figure 5 
Four Stages of Creativity, Borg (2025).
Stage 1 Preparation

Numerous studies have shown that preparation has a significant effect on creativity and idea production. (Salomo et al., 2007). The business's dependence on manual data entry for payroll, employee performance tracking, and KPIs is currently causing several operational problems. Spreadsheets frequently contain human mistake, which results in misleading performance measurements and important reports. Furthermore, because data entry duties take up a large amount of time, managers have little time to interact with staff. Additionally, there is a shortage of management training since some managers lack the knowledge to deal with performance concerns and resolve team conflicts. Additionally, the business struggles with bias, which undermines employee trust.

The primary goal for me was to eliminate manual data entry to limit human error, improve staff performance monitoring and reporting, managers can allocate more time to staff engagement and development, provide managers with training and resources to improve their problem-solving and performance management skills and eliminate bias. 

Before making an option, I decided to question other department managers about the crucial aspects. Brainstorming allows to learn about the situation from a different perspective. 
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Figure 6
Brainstorming process, Interaction Design Foundation (2025).

By increasing creativity during the idea creation process, brainstorming is a key factor in promoting innovation (Maaravi et al., 2021), as it encourages creativity, a diversity of viewpoints, and teamwork, which are crucial for innovation. It produces many creative concepts, improves problem-solving skills, and reveals untapped potential by fostering a free of judgement atmosphere. There are many ways to introduce the body into a state of relaxation through breathing practice, meditation, or physical exercise. Being active has been demonstrated to reduce mental tiredness and promote healing.

Stage 2 Incubation

Graham Wallas claims that "not consciously thinking about the problem" is the second stage of the creative process. Rather, it includes deliberately relaxing your mind and letting go of the issue. (Lui,2021). We don't think about the problem throughout this process, but by relaxing and letting it happen on its own, our brain will still devise a solution without our knowledge. Being active has been demonstrated to reduce mental tiredness and promote healing (Jaroen et al., 2017) by increasing blood flow, producing endorphins, reducing stress hormones, and improving brain function, helping people feel less mentally exhausted. Additionally, it encourages active recovery and better sleep, which speeds up mending and enhances wellbeing.

Stage 3 Illumination

The illumination phase in the creative process is a critical moment when an idea or solution suddenly emerges into conscious awareness. The subconscious mind continues to process information and build connections without conscious effort during this stage, which comes after the incubation period.
During this process, the concept for an Employee Management System emerged. The previously mentioned concept would handle performance monitoring, payroll, and KPI analysis. The system would employ algorithms to analyse productivity, attendance, and efficiency, while automating depending on recorded data. The system can estimate future demand, detect skill gaps, and make suitable workforce adjustments by analysing historical data, market trends, and company goals. 
Smart Warehousing involves setting up operations and making calculated investments to satisfy consumer and market expectations. (Jorgensen,2023). The illumination phase aids in the discovery of innovative methods to improve productivity and optimise warehouse management, including data analytics, AI-driven automation, and intelligent technologies.
Stage 4 Verification 

After illumination, the verification phase involves evaluating the just discovered concept carefully to ascertain its viability and usefulness. Furthermore, the psychological aspect of creativity influences the verification process. (Moroz et al.,2021). Emotions, confidence levels, and cognitive biases all have a significant impact on whether an idea is pursued or abandoned. The decision-making process during verification may be impacted by elements like excessive trust, fear of failing, or self-doubt.
Creative concepts turn into useful, significant solutions when the four steps of the creative process—preparation, incubation, illumination, and verification are understood and applied. People and organisations may create real innovation and continual improvement by creating an atmosphere that encourages creativity, teamwork, and analytical analysis.
[bookmark: _Toc191740695]3.4 Lewin’s Force Field

Professional contexts are Kurt Lewin's Force Field Analysis. Since the force field is constantly changing and evolving, as demonstrated by this research, standard applications may fail to recognise important details in organisational transformation processes. (Swanson and Creed, 2014). As organisations change, new motivating or limiting factors may appear, and old ones may become weaker or stronger, creating a more unstable and dynamic environment. To determine which forces, need to be reduced (restraining forces) and which must be strengthened (driving forces) to accomplish a successful transition, the model is used to examine the dynamics at work when an organisation is going through change.
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Figure 7
Force Field analysis, Conelly (2023).


The Force of Lewin Field is utilised to determine the forces that are promoting and impeding change, which aids in understanding difficulties and directing effective change. By evaluating both positive and negative elements, it facilitates strategic decision-making and guarantees that change projects are implemented more smoothly. This model strengthens the forces that drive change while assisting in overcoming obstacles.

	Forces for Change 
	Impact (1-5)
	Forces Against Change
	Impact (1-5)

	Eliminating Manual Payroll Mistakes
	5
	Implementation Costs
	3

	Employee Performance Tracking
	5
	Resistance to Change
	4

	Bias-Free System
	4
	Employee Training
	3

	Improved KPI Tracking
	4
	Potentially Excessive System Dependency
	2

	Employee Engagement
	5
	
	

	Higher Productivity
	4
	
	

	Enhanced Reporting and Analytics
	4
	
	

	Total
	31
	
	12



The causes of change are quite strong, with most elements ranked 4 or 5 in impact. One of the main issues facing the business is getting rid of payroll irregularities. For a manager, manually entering hours for fifty employees is an immense waste of time that could be used for more productive tasks. Sadly, there were instances where human mistake resulted in employees receiving inadequate compensation, which caused them to lose faith in the manager's dependability. By fostering an environment of genuineness, accountability, relationships, and dignity a great manager establishes a foundation of trust. (Expert Panel,2023).

Another of the company's main issues is tracking employee performance and KPIs. An essential component of workforce optimisation is making sure workers are properly and effectively evaluated also correct KPI tracking directly improve business intelligence and decision-making. KPIs provide useful information about how an organisation is operating. Monitoring KPIs allows firms to identify locations where they succeed and places where they need to improve. (Fone,2023).

 The department manager oversees managing KPIs in each department of the company's warehouse, as well as tracking staff development. Another spreadsheet that demands human input, yet the acquired data is not appropriately utilised. Managers lacks proper training and is hence unable to use this data effectively. KPI is an accessory that also allows to track an employee's performance; it is an extremely significant component. A significant benefit is the realisation of the relationship between evaluation of performance and leadership, which can lead to increased staff involvement. (Smith, Bitici, 2017). 

When properly utilised, KPI data can help detect skill gaps and assist in customising employee training initiatives.
Better performance monitoring can support career advancement and succession planning inside the organisation. KPIs may cause stress and demotivation in workers if they are strictly implemented without taking qualitative variables into account.
Workers could prioritise hitting KPI goals over creativity, collaboration, and long-term development.

The forces opposing change are generally mild, falling between 2 and 4. Challenges shouldn't deter from the notion if they are addressed. The largest obstacle proved to be resistance to change. Fearing complexity or a shift in workflow, managers and staff may oppose the switch from manual to automated EMS systems. People frequently oppose change, particularly if they are accustomed to a particular process. One important factor is the prevalence of difficult attitudes, sentiments, and habits, which can be affected by a worker's organisational feelings of worth. (Cabrera, Garcia, 2014).
Setting up the EMS may require significant upfront investment in software and training. Most private enterprises are unwilling to invest, which is detrimental to corporate growth. The investment includes risk. Understandably, a firm will be cautious to make an investment in a technology without knowing what its benefits are going to be. (Bailey,2024). If a company wants to thrive in today's competitive economy, it must invest in technology. Investing in workplace technology improves efficiency, accuracy, and productivity by automating processes and minimising errors.

 A potential remedy to issues with forces resisting change is to apply design thinking.
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Design Thinking Stages, Han(2022).
This approach invites individuals to deeply participate in the problems at hand, fostering creative ideas that adapt to specific customer requirements. (Wolcott et al,.2021). Design thinking is built on watching product interaction, developing conclusions grounded in investigations, and keeping the user at the centre of the last phase of execution. The four-stage model also has limitations because it assumes a balanced ideation process, which can lead to ideas that are more reflective of the team's vision than user needs. Additionally, the model assumes that design thinking is a linear process, but in practice, it is more iterative.
According to the findings, there is a solid case for EMS implementation, mostly because of the advantages it offers in terms of enhanced productivity, employee engagement, and accuracy. However, there are several obstacles, including, training, investing and opposition to change. (Hamilton,2024).
[bookmark: _Toc191740696]3.5 Is the employee management system sufficient?

Warehouse, which are the heart of TOAST's operations, have historically received less attention than offices and retail areas. The possibility that management will accept the Employee Management System (EMS) concept and if the company culture encourages innovation in warehouse management are both called into question by this.
When it comes to workplace innovation and creativity, the physical and cultural surroundings are extremely important. (Hamilton,2024). The physical environment plays a crucial role in fostering creativity and innovation. TOAST's offices are generally white and modern. Properly chosen colours and space make employees feel safer and more relaxed, resulting in enhanced creativity. Employee comfort is a top priority in the warehouse. Desks and monitors must be adjusted to the employee's height to offer a comfortable workplace.
Technology is also a part of the physical environment. High-quality equipment is used in stores and workplaces to provide the best possible experience for both customers and employees. Unfortunately, the warehouse uses low-quality devices, which prevents greater labour efficiency.
As Ishak (2017) mentioned innovative cultures start with a philosophy and a tone—one analogous to the classic parenting advice that children need both “roots and wings.” In parenting, the expression "roots and wings" is frequently used to express the idea that children require a balance between stability and growth freedom. To promote innovation, it is essential to promote independence and risk-taking. It enables staff members to think creatively, work together across departments, and tackle problems in unexpected ways. An atmosphere that encourages creativity and invention is produced when workers believe they are free to fail and try again. When it comes to creativity, warehouse management typically fosters a culture of openness. Being a creative manager is crucial at TOAST Warehouse. Because of the company's growth, which includes increased sales in the United States, we are constantly confronted with the unknown, requiring us to think creatively. Unfortunately, management does not like to invest; some concepts require investment, and I feel that to get something out, you must first put it in. Unfortunately, TOAST warehouse is the least well-funded. Innovation is stifled if businesses do not make investments in equipment, education, or improved workspaces.
“A positive workplace culture is one that is built on meaningful work, open communication, and core values.” (Bloznalis,2025).
Employees are more motivated, engaged, and productive when they believe their work has purpose. This implies that workers are more inclined to participate in innovation when they find purpose in their work by using their abilities. (Yuangin and Xiaomeng, 2020). There is evidence that meaningful work boosts innovation, lowers turnover, and increases job satisfaction. The concept of meaningful work is inflexible, though; what one employee finds meaningful could not be the same for another. During my time at my current employment and after beginning my studies, I've learnt that my greatest asset is planning. My manager also utilised it, so he gave me the opportunity to discover my new skill, which resulted in creativity because I had a lot of space and was not controlled. The manager's trust enabled me to hone my talents and design new programs for the warehouse, such as organising employee trainings, inductions, and appraisals. Unfortunately, this lacks strength in the packing sector. The target is emphasised heavily. Because of the constant pressure to meet the number of packed orders, people have ceased being creative and instead compete with one another, resulting in constant confrontations and a lack of room for innovation.

Finally, overcoming the refusal of management to invest and proving how the system can improve productivity, lower errors, and foster employee involvement will determine the possibility of EMS deployment. Leadership may be more receptive to EMS as a strategic enhancement if they understand that maintaining growth requires a contemporary, innovation-driven warehouse.

TOAST's warehouse, which is vital to the business, has been overlooked in favour of offices and retail establishments. The willingness of management to make investments in innovation and create a creative culture is critical to the success of the Employee Management System. A supportive culture is essential for innovation, whereas a lack of investment in tools and resources restricts output. If management views EMS as a strategic investment, it could spur growth by increasing productivity and encouraging employee engagement, two factors that are critical to preserving a competitive edge in TOAST's growing operations.
[bookmark: _Toc191740697]4. Conclusion 

Due to its dedication to sustainability, innovation, and creativity, TOAST is positioned as a progressive business that strikes a balance between operational efficiency, quality, and community involvement. My emphasis on resolving important operational issues, such removing manual payroll errors and enhancing employee performance tracking, as the warehouse retail dispatch manager, is in line with the organization's overarching objectives of productivity and efficiency. 

By decreasing human error, improving employee performance, and freeing up managers to concentrate on staff development, the deployment of an Employee Management System, with its AI-driven automation and reporting, has the potential to change warehouse operations.

Higher productivity, increased staff involvement, and more accurate reporting are just a few of the benefits that make the transition to EMS a viable endeavour for TOAST, even with possible challenges such as change anxiety and upfront investment costs. TOAST can ensure long-term success, foster a positive organisational climate, and maintain a competitive advantage in a changing market by encouraging innovation and investing in leadership development.
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