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The world of innovation is evolving. Numerous factors contribute to this change, including the rapid advancement of technology, the impact of globalisation, and the rise of social entrepreneurship. These changes put a considerable amount of pressure on companies to innovate. It is what motivates businesses to remain competitive.
Innovation is defined as the creation and development of new or considerably enhanced products, services, processes, or business models that benefit customers, society, and organisations. Schumpeter (1934) defines innovation as the introduction of novel combinations of production elements that allow enterprises to obtain competitive advantages. Similarly, Drucker (1985) defined innovation as the tool used by entrepreneurs and managers to develop and capitalise on change as a chance for a new business or service.
Continuous experimentation, learning, and adaptation to changing market conditions are all essential components of innovative activities. Teece et al. (1997) stated that organisations must be able to integrate and reconfigure their resources, capabilities, and knowledge to create value through innovation. As a result, innovation entails not only the generation of new information, but also the application of that knowledge to solve actual issues and create new opportunities. 
Innovation is critical for businesses to achieve a competitive advantage, generate value for consumers and society, and adapt to changing market conditions. A lack of innovation in company results in decreased production, lower customer engagement, and an unavoidable fall in profits.
Several UK-based businesses, including FlyBe, Debenhams, and Arcadia Group, have failed or nearly failed in recent years. This project will centre on Arcadia Group, an English apparel retailer that entered administration in November 2020 because of financial issues exacerbated by the COVID-19 epidemic. The threat of innovation stagnation and the company's potential incapacity to adapt to technology advances have also been highlighted by Arcadia's demise. 
This research is to talk about the product or service that Arcadia provides as well as the positive and negative effects of innovation on Arcadia. Using the SCAMPER model to pinpoint instances where the business successfully handled market obstacles and perhaps avoided collapse.

1. [bookmark: _Toc160754976]Company Overview
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Description automatically generated]Arcadia Group was a British multinational retailer that owned prominent high-street fashion brands such as Topshop, Topman, Dorothy Perkins, and Miss Selfridge, among others. Sir Philip Green established the corporation in 2002, but its origins may be traced back to the 1900s with the formation of separate brand names. The founder of Arcadia Group Ltd., Meshe David Osinsky (1885–1952), immigrated to the UK in 1900 from Kovno, which is now part of Lithuania. In 1909, the first "Burton & Burton" store opened its doors in Sheffield, selling ready-made apparel to working men. Over time, the company expanded to 14 locations, most of which were in the North and Midlands of England. The company had expanded to nearly 300 stores by the time it went public in 1929 with a £4 million capital investment, providing a "made-to-measure" service for its clients. By the time that the company’s founder died there were 616 branches.
Arcadia Group was successful in its early years, becoming a prominent competitor in the UK fashion retail sector. It developed globally, building stores in a variety of countries, and garnering a big client base with its trendy and affordable apparel options.
However, the company began to face issues in the late 2010s as consumer preferences shifted, online shopping became more popular, and competition from quick fashion stores intensified. Arcadia Group struggled to adapt to the changing retail market, resulting in diminishing sales and profits. According to Liam Patterson, CEO of marketing technology platform Bidnamic, rather than adapting to modern client expectations with a robust ecommerce offering, Arcadia Group rejected innovation. "The lack of a competitive online offering, combined with other issues such as the racial, physical and sexual abuse allegations around Green meant that the brand struggled to remain relevant to younger, socially aware, digital consumers," he said.
Arcadia Group filed for administration in November 2020, which is a kind of bankruptcy protection in the United Kingdom. The COVID-19 epidemic increased the company's financial problems, as lockdowns and limitations forced the closure of physical locations, resulting in a major loss of revenue. But pandemic was not the only reason for the company breakdown. Prior to the pandemic, Arcadia faced financial difficulties, having lost market share of competitors such as Primark, Next, and H&M, and had been too late to invest in ecommerce.
Pre-tax profit fell from a high of more than £300 million in 2013 to £122 million in 2018, with interest on loans to other group companies accounting for more than 40%.
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Figure 2. Arcadia Group on sale 

Finally, Arcadia Group's failure was ascribed to several issues, including bad management decisions, high debt levels, and an inability to adapt to changing customer behaviour and industry trends. After its demise, the company's brands were sold off.

2. [bookmark: _Toc160754977] The impact of Innovation on the company

Innovation and creativity are required for businesses to generate value for customers, increase competitiveness and profitability, and adapt to changing market conditions. Anthony S.D et al. (2017) stated:  "Innovation is the lifeblood of any business seeking long-term growth and success in today's dynamic market economy. Without innovation, companies cannot compete, develop, expand, or survive." 
One of the positive outcomes of innovation on Arcadia Group was the partnership with Klarna. The UK fashion giant and payment provider Klarna have teamed to enable Arcadia's brands to be the first in the UK to adopt Klarna's new e-commerce retail financing option. This option allowed customers to buy products online right away and pay for them over time. 
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Description automatically generated]Through the new agreement, shoppers of Arcadia's brands—including Topshop, Miss Selfridge, and Dorothy Perkins—will have the option to pay for their purchases with interest-free terms for up to 90 days after they make them. As soon as an order is placed, Klarna's innovative system instantly pre-authorizes consumers who qualify for credit and isolates purchasing from payment. "Our customers are empowered to shop whenever and however they want," said Richard Burchill, Head of Treasury and Card Services at Arcadia Group, in a statement. "They can buy now and pay later with just a click of a button." "Revolutionising our approach to purchasing and paying will help us boost conversion rates and ensure our customers remain our brands’ biggest fans." In addition to providing a seamless financing option for customers who are time-pressed and shop online or on their mobile device, the new finance option seeks to expedite retail lending. The payment option, which provided more flexible payment options without driving customers away from the online store, was also anticipated to assist Arcadia Group combat abandoned baskets, increase customer retention, loyalty, and sales.Figure 3. Klarna logo

On the other side, innovation more negatively affected Arcadia Group. Because physical stores were unable to open at times during the epidemic, it has been more crucial than ever for businesses to embrace digital so that they can have a virtual presence in place of a real one if necessary.  For Arcadia Group, ignoring digital and failing to establish a dominant digital presence was a critical mistake and a significant element in the retailer's demise, as it lost out to competitors who had grasped the power that digital provided. In business, the environment is continuously shifting, with new fads, trends, and technology emerging and disappearing. The retail sector has been greatly impacted by the growth of e-commerce. Online merchants are posing a serious threat to traditional brick and mortar businesses, as e-commerce sales are increasing significantly faster than in-store sales. A survey published by Digital Commerce 360 states that in 2020, in-store sales fell by 14% while online sales increased by 44%.

[image: Internet sales as a percentage of total retail sales (ratio) (%) - Office for National Statistics - Google Chrome]
Figure 4. Internet sales as a percentage of total sales in Uk. 
As a result, it is critical that businesses adapt and evolve in tandem with the industries in which they compete. Sir Phillip Green has been labelled as an 'analogue guy in a digital world'. It's obvious that search marketing is essential to the success of traditional fashion companies looking to expand their online presence. There is a case to be made that the Arcadia Group lacked the agility and flexibility necessary to quickly adjust to intensifying market constraints. They suffered and eventually paid the price because they failed to implement a major digital transformation to prevent ecommerce-only firms from controlling the online fashion market.




[image: Arcadia Group sales 2010-2018 | Statista - Google Chrome]

Figure 5. Arcadia Group sales worldwide from 2010 to 2018 (source: statista.com)

An organisation needs creativity because it is a prerequisite for innovation. Using creativity, a business can obtain a competitive edge. Innovation in all areas pertaining to Arcadia Group can assist them in becoming a competitive entity (Martín-de Castro 2015). 
This inability to adapt to changes in the retail industry undoubtedly led to the Arcadia Group's demise. 

3. [bookmark: _Toc160754978] SCAMPER Technique

The SCAMPER model is a creative thinking technique that may be used to produce new ideas and solutions by encouraging people to consider existing goods, services, or processes in new ways. Alex Osborn first proposed the SCAMPER approach, which was later presented as a mnemonic by Bob Eberle in 1991 to enhance interest in children's perceptive, imaginative, and creative abilities. The SCAMPER Technique is used to generate new concepts. Preparation, concentration, incubation, lighting, and verification (production testing) are all essential components of the creative process.
The changes that SCAMPER represents are:
•S—Substitute (components, materials, personnel)
•C—Combine (for example, mix, combine with other assemblies or services, integrate)
•A—Adapt (e.g., modify function, use a portion of another element)
•M—Modify/adjust (e.g., raise or reduce scale, change shape, adjust properties).
•P—Put to other uses.
•E—Eliminate (e.g., remove elements, simplify, and reduce to core functionality).
•R—Rearrange/Reverse (for example, turn inside out or upside down)


Substitute
This entails substituting one aspect or component of an issue with another. By evaluating alternate options, Arcadia could challenge traditional wisdom and might discover fresh opportunities. For example, they could replace standard materials with more environmentally friendly alternatives. This simple substitution could improve the product's overall sustainability while also distinguishing it from competitors in the market. Consider replacing traditional brick-and-mortar businesses with pop-up shops in high-traffic areas or investigate collaborations with online marketplaces to reach a larger customer base. More digital in-store content is desired by other customers if it improves speed, convenience, information, and inspiration.

 Combine
This process involves combining several components or ideas to form something new. By mixing seemingly unconnected notions, you can produce novel solutions that may not have been explored previously. In Arcadia’s case, they could explore opportunities to combine online and offline shopping experiences to create a seamless omnichannel retail experience for customers, because the ability to browse and buy things at any time and from any location has completely changed the way people shop. Additionally, as eCommerce logistic choices grow, buyers can frequently receive their orders the same day. The convenience and accessibility provided by eCommerce are just unmatched by traditional retail formats.  Also, they could combine Arcadia Group's brands to develop unique cross-brand collaborations or launch a subscription service that provides a curated selection of clothing from numerous brands.


 Adapt
This is making changes or tweaks to an existing concept or product to better suit a certain context or purpose. By customising existing solutions, you can meet varied demands and reach new customers. Adapt existing marketing strategies to better target and engage with Gen Z consumers who value sustainability and social responsibility.
Businesses cannot afford to ignore the rise of social commerce, the speed of digital commerce, or the proliferation of fast fashion in the era of Instagram and shifting customer behaviour. For the Arcadia group, the digital landscape was an ally. Competition was tough in a market that was evolving quickly because of a lack of innovation and originality in the digital sphere. A rise in online shopping was a must for Arcadia and could have been great opportunity for them to exploit the market. 
Additionally, they could adapt the supply chain to prioritise sustainable and ethical sourcing processes, or modify product offers to meet growing fashion trends and shifting consumer preferences.

 Modify
This step encourages people to think critically about how they may improve on current solutions. Making changes can improve functionality, aesthetics, and overall performance. A widespread paradigm shift towards online purchasing has occurred, largely due to the introduction of smart mobile devices, because of that the consumer preferences has changed, they become more curious and demanding. This shift in consumer expectations has compelled businesses to implement significantly more stringent ordering, fulfilment, and inventory management procedures. For example, businesses increasingly start to provide free or extremely inexpensive same-day or next-day delivery, and some are even starting to offer robot deliveries in more urban locations. It might be disastrous if you don't recognise how customers are changing, act fast, and make significant operational adjustments. As Arcadia had so many distinct sub-brands, this was always a difficult task to implement but not impossible. The management could also make changes to the store's layout and appearance to provide customers a more engaging shopping experience. They might even include interactive displays or digital technology.


 Put to another use.
SCAMPER's Put to Another Use component encourages people to think about new applications or uses for an existing idea or product. Thinking outside the box can lead to the discovery of previously unknown markets or applications. For example, if you're a clothes designer who is having trouble finding sustainable materials for your designs, you might explore repurposing old textiles or materials to create one-of-a-kind upcycled items, Zara could serve as a great example with their PRE-OWNED program, where they allow to customers donate, repair or sell their old brand clothes, as part of their journey towards a more sustainable model.
[image: ZARA United Kingdom | New Collection Online - Google Chrome] This technique not only lowers waste, but also gives clients with unique products that reflect their beliefs. 













Figure 6. Zara PRE-OWNED upcycling program.

Repurpose excess inventory by donating it to charity or creating limited-edition collaboration collections. Utilise extra inventory by holding time-limited flash sales or clearance events or look at ways to give unsold clothing to nonprofits.


Eliminate 
The Eliminate component of SCAMPER encourages people to discover and eliminate unneeded items or stages from a process or solution. By removing unnecessary components, you can streamline processes, cut costs, and increase efficiency. For example, Arcadia could identify and eliminate inefficient processes within the supply chain to reduce costs and improve sustainability, to simplify operations and concentrate on core offers that appeal to clients, identify, and remove failing brands or product lines.

Reverse
The final component of SCAMPER is Reverse. This phase entails reversing the perspective or approach to a situation. Consider the inverse or opposite of a standard solution to question assumptions and unearth unexpected ideas. For example, Arcadia’s marketing manager wanting to sell a new product, he may take the opposite approach of targeting a large audience and instead focus on a specific market. This reversal enables to target your messaging and marketing efforts to a specific audience, boosting the likelihood of engagement and conversion. Reverse the traditional retail model by focusing on a direct-to-consumer approach through online sales and personalized marketing campaigns. Reverse the price strategy by adopting a tiered pricing plan based on customer loyalty or engagement or reverse the marketing approach by utilising social media influencers and user-generated content to increase brand recognition and engagement.

[bookmark: _Toc160754979]Conclusion and Recommendations

Finally, firms must innovate in order to achieve long-term growth, competitiveness, and profitability. It demands a commitment to invest in people, processes, and technology in order to create new products, services, and markets, boost productivity and efficiency, and add value to consumers and society.
As Christensen, Christian M. et al. (2015) said “Innovation is the distinguishing feature of successful businesses that can foresee and adapt to client wants, market trends, and technological advancements. It allows them to enter new markets, disrupt existing ones, and differentiate themselves from competition."   After a complete analysis of the company service, the lack of innovation and creativity were the prime cause of the Arcadia Group downfall. By implementing various strategies such as substitution, combination, adaptation, modification, reversal, removal, and putting to another use, Arcadia may have avoided industry hiccups and maintained its competitive edge. According to the above research, to succeed over the long run and be sustainable, businesses—especially those in competitive and dynamic sectors like retail—should continuously innovate and be flexible in response to shifting market conditions.
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