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[bookmark: _Toc596613798]Introduction
Innovation and creativity are important to organisations because they can improve performance, respond to changing customer needs and create more effective ways of working. 
Creativity can be defined as the creation of valuable and useful new ideas, products, services, procedures or processes by individuals working together within an organisation (Woodman et al., 1993). Innovation, however, goes further than generating an idea. The OECD (2018) defines innovation as a new or improved product or process that is significantly different from what was previously used and has been implemented or made available for use. Therefore, creativity can be viewed as generating new and useful ideas, while innovation involves turning those ideas into something that is actually implemented.
This assignment will critically examine DVLA's ability to innovate, harness creativity and develop a creative culture, using examples from my experience within the organisation. The first section will compare Cooper's Stage-Gate model and Pearson's Uncertainty Map, considering their strengths and limitations within the DVLA, particularly the fast-paced call centre environment. The second section will explore how DVLA currently encourages creativity through employee forums, workshops, suggestion systems and collaboration, while considering the barriers created by policies, budgets and government processes. The discussion will draw on theories including Amabile's Componential Theory of Creativity, De Bono's Six Thinking Hats and Tidd and Bessant's model of interorganisational collaboration, alongside examples from organisations such as Whirlpool and Kodak. Finally, the assignment will consider how leadership, organisational culture and collaboration can help turn employee ideas into practical improvements, and why creating an environment where creativity is encouraged is important for employee engagement, innovation and improved workplace performance.
[bookmark: _Toc129341698]Organisations that have successfully created a culture of creativity and innovation
Whirlpool provides a useful example of an organisation that successfully made creativity and innovation part of its workplace culture. The company made innovation a key part of leadership development, invested in innovative projects, trained over 600 innovation mentors and provided innovation training to employees. Innovation was also included in senior management rewards, showing that creativity was supported through leadership, training, resources and incentives (Hamel, 2007). This demonstrates that creating a culture of innovation requires more than simply asking employees to generate ideas; organisations need to provide the support and opportunities to develop them
Google provides another example of how an organisation can create a culture that supports creativity and innovation. Google introduced its 20% time approach, allowing employees to use part of their working time to explore projects of their own choice that could benefit the organisation. Research by Krasteva et al. (2015) found that this approach supported employee exploration and contributed to successful innovations such as Gmail, Google News and AdSense. This demonstrates how giving employees freedom and time to explore ideas can help create a culture where creativity is encouraged. 
Kodak provides an example of an organisation that struggled to turn creativity and innovation into successful change. Lucas and Goh (2009) found that Kodak's culture and rigid bureaucratic structure limited its ability to respond quickly to digital technology, even though the company had developed digital innovations itself. This demonstrates that having creative ideas is not enough; organisations also need a culture and structure that allows those ideas to be developed and implemented. 
[bookmark: _Toc525219970]Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively. 
[bookmark: _Toc412002938]Recognised innovate leadership models
[bookmark: _Toc1063718820]Stage gate model. 
The first model used to examine DVLA's ability to innovate effectively is Cooper's Stage-Gate model. Cooper (1990) developed the model as a structured process for managing innovation from the initial idea through to implementation. It divides innovation into a series of stages, with decision-making gates between each stage where the organisation can assess progress and decide whether to continue, change or stop the project. This provides organisations with greater control over resources, risk and decision-making. The model is particularly relevant to DVLA because innovation within a large public organisation needs to balance new ideas with governance, cost and risk. However, its structured nature may also create challenges if innovation requires flexibility or rapid experimentation.
Although Stage-Gate provides structure and control, it has been criticised for being less suitable for highly uncertain innovation. Trott et al. (2022) argue that the model can be limited when innovation requires significant changes to the original concept or direction during development. This suggests that while Stage-Gate may support DVLA by providing governance and reducing risk, a highly structured process could also limit flexibility where innovative ideas need to develop through experimentation and learning.
Evidence supports the use of the Stage-Gate model in organisations. O'Connor (1994) examined how several companies used Stage-Gate and found that it provided a useful structure for managing innovation and new product development. However, the research also identified challenges when introducing the process, showing that organisations need to adapt it to work effectively. This suggests that Stage-Gate can help organisations manage innovation in a more organised way, but its success depends on how well the organisation implements and uses the model.
A DVLA call centre is a fast-paced environment where processes and customer needs can change quickly. For example, a new process may need to be introduced quickly to improve call handling or respond to changes in customer demand. Stage-Gate could be useful because it provides a clear structure and allows changes to be checked for risks and potential problems before being introduced. This is important at DVLA, where changes can affect both staff and customers. However, the model may not work as well for quick changes in a call centre because it involves several stages and decision-making gates. This could slow down the process when an immediate response is needed. There is also limited flexibility if a change needs to go back to an earlier stage or move forward quickly, as it must normally progress through each gate. O'Connor (1994) identified challenges when organisations introduced Stage-Gate, showing that how the model is implemented can affect its success. Therefore, in my opinion based on the evidence Stage-Gate may work better for larger DVLA projects that require careful planning and risk assessment, rather than smaller changes that need to happen quickly.
Whirlpool and Kodak provide contrasting examples of how organisations have used structured approaches to innovation. Whirlpool encouraged employees across the organisation to generate ideas and used a staged process to develop and assess them, showing how structure can support creativity (Hutchins & Sinha, 2012). In contrast, Kodak had formal processes for developing new products but struggled to respond effectively to digital innovation, showing that having a process does not guarantee successful innovation (Lucas & Goh, 2009). This suggests that DVLA could benefit from structured innovation, but it must remain flexible enough to allow ideas to develop and respond to change.
[bookmark: _Toc403848666]Conclusion
Overall, Stage-Gate provides DVLA with a clear and controlled approach to innovation, which can be valuable for larger and higher-risk projects. However, its structured and time-consuming process may be less suitable for the fast-paced call centre environment, where changes often need to be made quickly and flexibly. Therefore, its effectiveness depends on the type and scale of innovation being considered.

[bookmark: _Toc165650520]Pearson's Uncertainty Map
The second model used to examine DVLA's ability to innovate is Pearson's Uncertainty Map. Pearson (1990) developed the model to recognise that different innovation projects have different levels of uncertainty. It considers two factors: how clear the organisation is about what it wants to achieve (ends) and how clear it is about how to achieve it (means). This creates four different types of innovation, ranging from exploratory research, where both the outcome and process are uncertain, to projects where both are clearly understood. The model is useful because it suggests that innovation should be managed according to its level of uncertainty rather than using the same process for every project. This provides a useful comparison with Stage-Gate, particularly when considering the fast-changing environment of the DVLA call centre.
Pearson (1990) developed the Uncertainty Map to help organisations understand innovation projects by considering how clear the desired outcome is and how much is known about achieving it. The model suggests that different levels of uncertainty require different approaches to managing innovation. Further research by Pearson and Brockhoff (1994) supports this approach, finding that the uncertainty map can be a valuable tool for project managers, particularly when managing research and development projects. This suggests that the model has practical value because it helps managers consider the level of uncertainty before deciding how an innovation should be managed.
However, Pearson's model can be criticised for simplifying innovation into two areas of uncertainty: the uncertainty about what the organisation wants to achieve and how it will achieve it. Trott (2017) highlights that uncertainty can change throughout an innovation project and that managers often have to make decisions using incomplete information. This suggests that while Pearson's model is useful for identifying the level of uncertainty, it may not fully capture the complexity of innovation or the other factors that can influence how a project develops.
[bookmark: _Toc1436451951]Conclusion 
In a DVLA call centre, Pearson's model could be useful when introducing a new process because it recognises that different changes have different levels of uncertainty. For example, a new call-handling process may have a clear outcome but require testing to find the best way to achieve it. However, the fast-paced nature of the call centre means that customer needs and operational priorities can change quickly. Trott (2017) highlights that uncertainty can change throughout an innovation project, suggesting that Pearson's model may not fully capture how quickly a workplace change can develop. Therefore, in my opinion the model could help DVLA identify the level of uncertainty at the start of a project, but it may need to be supported by a more flexible approach as the change progresses.
[bookmark: _Toc1544477542]Stage gate, uncertainty map conclusion
Overall, both models can support innovation and workplace performance, but in different ways. Effective innovation can improve performance by making processes more efficient, reducing delays and helping employees respond to changing customer needs. Stage-Gate can support this by providing clear stages and checks, helping DVLA manage risks and ensure that changes are properly tested before implementation. However, if the process becomes too slow or restrictive, it could delay improvements and negatively affect performance in a fast-paced call centre. Pearson's model can support performance by helping managers consider the level of uncertainty and choose an approach that suits the type of innovation. This could allow smaller or less uncertain changes to be introduced more quickly, while more complex changes receive greater consideration. Therefore, both models can contribute to improved performance, but their effectiveness depends on using the right approach for the type and pace of innovation required.
[bookmark: _Toc1709156144]Evaluate an organisations’ ability to harness creativity and foster a creative culture in the workplace
[bookmark: _Toc865170533]Introduction to creativity in the workplace
Creativity in the workplace can be understood as the ability of employees to produce new and useful ideas, processes or solutions that can benefit the organisation. Woodman, Sawyer and Griffin (1993) define organisational creativity as the creation of valuable and useful new ideas, products, services or processes by people working together within an organisation. This shows that workplace creativity is not only an individual skill but can also develop through employees working together and sharing ideas.
In my opinion, workplace creativity also involves allowing employees to express different ways of working and creating an environment where people are open-minded and willing to listen to different viewpoints and ideas. creativity should not only be seen as producing completely new ideas, but also as giving employees the opportunity to question existing processes and suggest better ways of working.

[bookmark: _Toc848652293]DVLAs ability of harnessing creativity
Leadership style can strongly influence workplace creativity. Lee et al. (2019) reviewed 266 studies and found links between leadership, employee creativity and innovation, with authentic, empowering and entrepreneurial leadership showing particularly strong links with creative performance. Amabile et al. (2004) also found that employees who felt supported by their leaders demonstrated higher creativity. This suggests that trusting employees, listening to their ideas and providing support can create better conditions for creativity, although leaders must adapt their approach to the needs of employees and the working environment.
This is relevant to the DVLA call centre, where employees have direct experience of customer queries and existing processes. An empowering approach could encourage advisors to suggest improvements, such as simpler ways of dealing with common customer issues. However, DVLA's structured environment means ideas must meet policy, security and operational requirements. Leadership can therefore help harness creativity, but must balance employee freedom with the controls required within a public-sector organisation.
Amabile et al. (1996) developed the KEYS framework, identifying factors that can support or restrict creativity within organisations. Their research found differences between high- and low-creativity work environments, highlighting the importance of management support and the wider working environment. The six factors are challenge, freedom, resources, work-group features, supervisory encouragement and organisational support. Within DVLA, supportive teams and management encouragement can promote creativity, but strict processes, performance targets and limited freedom may restrict employees' ability to develop their ideas.
Amabile and Pratt (2016) later revisited the original model following 28 years of research, arguing that creativity and innovation are more dynamic than the original model suggested. They added factors including meaningful work, progress, emotions and extrinsic motivation. This suggests that Amabile's original six factors remain useful for identifying conditions that support creativity, but do not fully capture the changing and complex nature of creativity within the workplace.
[bookmark: _Toc726720237]Conclusion
Overall, research shows that organisations can harness creativity by giving employees support, encouragement and opportunities to share ideas. My view is that DVLA has opportunities to use employee creativity, particularly within the call centre, where staff have direct experience of customer issues and can identify improvements. However, strict procedures, targets and limited freedom can sometimes restrict this. Amabile et al. (1996) found that work environments differed between high- and low-creativity projects, supporting my view that the workplace environment can influence creativity. Amabile and Pratt (2016) also highlight that organisational factors can influence creativity and innovation over time. Therefore, I believe that developing a positive creative culture at DVLA could improve performance by encouraging employees to find more efficient ways of working, improve customer service and support continuous improvement.
[bookmark: _Toc1232270278]How DVLA fosters creativity and exploring the current culture
The next section will examine how DVLA currently fosters creativity within the workplace, considering the practices, leadership and culture it uses to encourage employees to share and develop new ideas. It will also consider how effective these approaches are in supporting a positive creative culture.
DVLA currently provides several opportunities for employees to contribute ideas, including forums, staff sessions, suggestion boxes, manager seminars, panels and workshops focused on developing new ideas. These approaches demonstrate that the organisation actively encourages employees to share their views and contribute to improving how work is carried out. However, generating ideas does not necessarily mean they will be implemented. In my experience, many suggestions face barriers such as government processes, limited budgets and competing operational demands. This can create frustration for employees and may reduce their motivation to continue contributing ideas if they feel that their suggestions rarely lead to change. Therefore, although DVLA has processes in place to encourage creativity, its ability to turn employee ideas into practical improvements may be more limited.
Although DVLA provides several ways for employees to share ideas, there is a risk that creativity can be reduced if employees feel their suggestions are not acted upon. Fairbank and Williams (2001) found that suggestion systems can help organisations obtain employees' creative ideas but identified employee motivation to participate as a common weakness. This is relevant to DVLA because many ideas generated through forums, workshops and suggestion systems are not implemented due to factors such as budgets, government processes and operational demands. In my view, if employees repeatedly see their ideas going nowhere, they may become less motivated to contribute in the future. This could weaken a culture of creativity, even though the organisation has systems in place to encourage it.



[bookmark: _Toc191660578]Ways to improve DVLA's culture for creativity
De Bono's (1985) Six Thinking Hats model could help DVLA create a stronger culture of creativity by giving employees a structured way to explore ideas from different perspectives. This could be particularly useful in staff forums and workshops, where employees already share suggestions for improving processes. For example, the green hat encourages creative ideas, while the black and yellow hats help teams consider risks and benefits before making decisions. Research by Göçmen and Coşkun (2019) found that using the green hat increased both the number and originality of ideas, suggesting that the model can support creative thinking. However, they also recognised that there is limited evidence explaining exactly how the model influences creativity. This suggests that while the Six Thinking Hats could encourage more open and balanced discussions at DVLA, its success would still depend on leaders supporting ideas and the organisation acting on them where possible.
This challenge is particularly relevant to DVLA as a government organisation, where employees must work within policies, procedures and legal requirements. Houtgraaf and Ropes (2024) found that public-sector employees can experience a conflict between being encouraged to think creatively while also working within formal rules, which can reduce motivation and limit creativity. However, research by Fleischer and Wanckel (2024), involving government officials in Germany, Italy and Norway, found that a stronger culture of innovation was linked to greater creativity. They found that creativity was encouraged when managers supported new ideas, were open to changes in procedures and employees at different levels were encouraged to contribute. DVLA could consider a similar approach by maintaining the controls needed in government while giving employees more opportunities to suggest and develop ideas. This could help create a better balance between necessary policies and a culture that supports creativity.
Creativity in the workplace is influenced by both motivation and how employees approach problems. Fleischer and Wanckel (2024) highlight the importance of intrinsic motivation, where employees are motivated by finding their work meaningful or interesting. This is supported by da Costa et al. (2015), whose meta-analysis found positive links between intrinsic motivation and creativity. Creativity also involves divergent thinking, where employees generate a range of possible ideas, followed by convergent thinking, where these ideas are assessed and the most suitable solution is selected (Guilford, 1967). Within DVLA, employees could therefore be encouraged to find meaningful solutions to workplace problems, generate several possible improvements and then identify which idea is most practical. This could help turn employee creativity into useful improvements in performance.
[bookmark: _Toc1024711187]Conclusion
Overall, I believe DVLA could improve its creative culture by focusing not only on generating ideas but also on helping employees understand what can and cannot be changed. Research shows that formal rules and procedures can restrict creativity in public organisations, while a stronger climate for innovation can encourage employees to develop new ideas. In my opinion, DVLA should explore where policies can be changed or adapted, while being transparent when an idea cannot be implemented because legislation or government requirements prevent it. Rather than giving employees a generic “no”, explaining the reason behind the decision could help them understand the limitations and encourage them to find alternative solutions. This could create a more open culture where employees continue to contribute ideas, while recognising the controls that are necessary within a government organisation. The UK Government's own Policy System Framework (Policy Profession, 2024) supports this type of approach, identifying openness and transparency, empowerment, appropriate risk-taking and support for creativity and innovative problem solving as important aspects of organisational culture. 
[bookmark: _Toc1721060320]Interorganisational working, how does this create a creative culture?
Tidd and Bessant (2018) highlight interorganisational collaboration as an approach that can support innovation by bringing organisations together to share knowledge, skills and different perspectives. This can help creativity because ideas can be developed by combining knowledge from people and organisations with different experiences. For DVLA, this could involve working with other government departments, external partners or service users to identify different ways of improving services. Research also suggests that collaboration can increase access to knowledge and creative working practices, supporting innovation and productivity (Martins & Ling, 2017). 
[bookmark: _Toc548172555]How this could help DVLA
This approach could help DVLA overcome some of the limitations of relying only on internal ideas. For example, bringing together DVLA employees with external partners could provide different perspectives on customer service, technology and processes. This could encourage employees to challenge existing ways of working and develop ideas that may not have been considered internally. However, collaboration also requires trust, clear responsibilities and effective communication, meaning it would need to be managed carefully to produce useful outcomes. Research into interorganisational collaboration has identified trust and confidence as important factors in achieving successful collaboration.
Tidd and Bessant's (2018) model of interorganisational collaboration shows how working with other organisations can help share knowledge and support innovation. I experienced this at DVLA when I attended a seminar at Bristol University focused on improving services for transgender customers. This gave me knowledge and different perspectives that could be brought back into DVLA. I shared the learning with senior managers, which contributed to changes to some processes and procedures. In my view, this demonstrates the value of collaboration, as DVLA was able to use knowledge from outside the organisation to improve its services. It also shows that collaboration can support creativity and performance when new ideas are shared and successfully put into practice.
Although inter-organisational collaboration can support creativity by bringing different knowledge and ideas together, it can also create challenges. Research found that collaboration can increase the number of useful ideas but may also lead to delays, additional coordination and less efficient decision-making (Griffin et al., 2011). This is relevant to DVLA because working with external organisations can provide valuable knowledge, as shown by my experience with Bristol University, but involving different organisations may also make changes slower due to different processes, priorities and approval requirements. Therefore, collaboration can support creativity, but it needs to be well managed to ensure that new ideas are not lost through delays or complex decision-making.
Conclusion – How does an organisation create a culture and why is it important?
Overall, an organisation creates a positive culture through its leadership, communication, support, shared values and the opportunities it gives employees to contribute. The evidence considered throughout this section shows that creativity is more likely when employees feel supported, have some freedom and are encouraged to share ideas (Amabile et al., 1996; Lee et al., 2019). Examples from organisations such as Whirlpool also demonstrate that creativity can be strengthened when innovation is supported through leadership, training and clear processes. In my view, DVLA has many of these elements in place through forums, workshops, staff sessions and opportunities to share ideas. However, its ability to turn creativity into innovation can be limited by government policies, budgets and operational demands. I believe that creating a culture where employees understand these limitations, rather than simply receiving a generic 'no', would encourage them to continue contributing. A strong creative culture is important because it can improve performance by helping organisations find more efficient ways of working, respond to change and improve services. For DVLA, successfully combining the necessary controls of a public organisation with an open and supportive culture could help turn employee creativity into meaningful improvements.
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