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Executive Summary


This report has been written up on the request to looking at Amazon Alexa Echo First Generation. To stay on the top of the market Amazon must have good innovation management to enable them to develop innovation in a successful way. Alexa was identified in the lab in 2013. Jeff Bezos the CEO of Amazon has been a massive supporter of the idea. To bring Alexa into the market, it must go through innovation stages. The innovation Matrix have identified Alexa as a technological and radical innovation that has an effect on Amazon’s business model. To create Alexa functions up to standard, Amazon has chosen an open innovation and scientists from outside were able to contribute to the process. It was a massive risk but without open innovation the development would take much longer and would not have been the success that Alexa is today. Applying the innovation process model is breaking the process of Alexa innovation. The 4p’s of innovation pointed out Alexa product innovation has been in a voice controlled virtual assistant and position of the innovation to target everyday people from all financial backgrounds. Lewin force field analysis shows the force for change are high scored as 67 and the force against the change is 46. That is a great balance and prove that Alexa can be a success. Yet there is still force against it, so Amazon must work towards moving those forces out of the way. Jeff Bezos is a transformational leader and widely recognised as an innovation person, this is great mindset to able to innovate Alexa and bring Alexa to the UK market in a highly successful way. The report concluded the power of Jeff Bezos being an innovative minded and seeing the vision of Alexa as no one did, taking a risk and come out as a winner with the huge profit margin for the company. 
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1.0. Introduction

1.1. Terms of Reference 
This report has been put together upon the request to look at Amazon Alexa Echo first generation innovation process. This report has been requested by Davina Evans the Managing Director of Amazon on 10th of January 2022 and it has been completed by Bettina Silsby the Innovative Managing Director of Amazon on the 25th of March 2022.
The purpose of this report is to look at the innovation and creativity process of the Alexa Echo first generation. The report will look at the thinking process through applying innovation matrix and the six-thinking hat. Every innovation can be classed as an open or close innovation, the report will be identifying whether Amazon used an open or closed innovation in relation to the development of Alexa, and the advantage/disadvantage of this process. To break down the stages of innovation process the report is applying Tidd (2018) innovation process model to Alexa. In the innovation process, organisations are taking risk and it is important to have clear understanding of all the risk in the early stage. Lewin Force Field Analysis can help explain all the forces that can effect the innovation and put barriers or risk factors in the innovation process of Alexa. The report must look at the leadership style of Amazon, to understand the openness of the leader for innovations and creativity. It will be a conclusion drawn out to close the report. 
To create this report and have critical view on the all-organisation primary and secondary sources have been analysed, for example Articles, Journals, websites, and Books.
1.2. Background of Amazon 
According to Mc Fadden (2021) Amazon was founded in 1994. Amazon is an e-commerce company. The organisation has developed e-commerce technology and this technology made an agile and innovative organisation. Amazon offers a wide range of products through online groceries all over the world. Amazon’s other important sector is developing technologies and being an innovative company. One of the main core values of Amazon is leading in innovation and simplifying peoples lives. (Gaille, 2020) The online website Visual Capitalist have published the Rank: The most innovative Companies in 2021 and Amazon have become the third place on this list. (Ang, 2021)


2.0. Main Findings

2.1. Overview of the Innovation Opportunity

Echo is essentially a ‘smart speaker’ animated by a voice-controlled, intelligent personal assistant who is responds to the name Alexa. The low-cost unit is capable of voice interaction, playing music, controlling devices in the home, and basic conversation about the weather, local traffic, and publicly available information. (Winters, 2016) Alexa was identified in the Amazon Lab126 by small group of people. (Brustein, 2016) Alexa is a virtual assistant technology largely based on a Polish speech synthesiser named Ivona, bought by Amazon in 2013. (Westerby, 2020) According to Winters (2016) At Amazon Corporation, there are now 5,000 people working on Alexa and related technologies. Alexa is a very complex device and until this day Alexa is a major investment of money and people power, Alexa is a massive indication of to the Amazon core Value “Invent and Simplify” (BusinessMavericks, 2021) and is showing Amazon’s interest in artificial intelligence and related sciences. Jeff Bezos the CEO of Amazon was convinced of Alexa’s success since the moment Jeff heard about the idea. The organisation has set a $100 million venture capital fund – Alexa fund- to fuel voice-technology innovation in the worlds of business and academics. (Winters, 2016) 
2.2. Type of Innovation
Innovation is usually driven by the ability to see connection, to spot opportunities and to take advantage of them. (Tidd, 2013) Amazon have seen an opportunity in the normal speaker turn to voice controlled virtual assistant in 2014. (Lacoma, 2021) Creativity is about unleashing the potential of the mind to conceive new ideas. (BusinessInsider, 2013) The creativity behind Alexa was to create a virtual assistant that can help people in small tasks, such as turn on the light, read news, set alarm. Davila (2012) Innovation Matrix looks at four types of innovation. This Matrix puts the innovation in four categories, it can help understand how new innovation will affect the organisation and give an indication to the change in the business model to able to bring the new product to the market in a successful way.  How organisation innovate effects what organisation innovate, understanding the nature of the change required is vital so through this Matrix the innovation effort can be managed, funded, and resourced appropriately. (Tony Davila, 2012) Applying the innovation matrix (see 1st diagram) to Alexa, it can fit in to technological and radical innovation. According to Connor (2005) radical innovation is the commercialization of product and technologies that [image: Diagram

Description automatically generated]have strong impact on the market, and the firm in terms to create new businesses. Alexa certainly had an impact on the market as consumers had never see technology functioning as virtual assistant in the UK market.  According to Brunstein (2016) Intelligence Research Partners issued a report, and the report stated that Amazon had sold more than 3 million devices, with 1 million of those sales happening during the 2015 holiday season. Alexa has created a new business and have added new areas to the Amazon business model. Amazon had to set up new data collection analysis department to collect data from customer habits, to help Alexa in the further developments. According to Pratt Amazon as a radical innovation having entered the virtual space completely by leveraging emerging technologies to create a new complex business model, through shopping only with command given to a virtual assistant and the next day the goods will be delivered to our door.  Alexa have changed the industry by introducing a technology that helps control people’s homes. Before Alexa, it was smart phones with google assistant or apple phone with Siri able to complete internet search or task on the device, but Alexa is the first technology that can control other technologies inside homes.
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Description automatically generated] According to Davila (2012) rarely does a technology change occur without also causing a change in business processes. The second diagram explain that the organisation must implement changes to the organisation model to be able to sell and manufacture the new product. According to Davila (2012) Radical innovation involves substantial change to either the business model or the technology of an organisation—but not to both.  Amazon have implemented the 2nd model and made change in setting up Alexa fund and adding a new sector that only concentrates on developing. Alexa development was an out of the box thinking process. According to Charly (2022) out of box thinking refers to creative thinking. Out of the box thinking requires a willingness to go beyond normal boundaries and usual approaches to anything. Not many people have understood Jeff Bezos why turning to a speaker to voice controlled devices and why people need that. When it launched, Amazon’s critics jumped to mock the company. Some called it a useless gimmick; others pointed to it as evidence of Amazon’s Orwellian tendencies. (Brustein, 2016) And yet Alexa was the biggest hit in Amazon’s history.
2.3. The Creativity Thinking Process

 Creativity is assumed break away from existed knowledge and use some sort of extraordinary thought process to leap into the unknown. (Markman, 2009) [image: Diagram

Description automatically generated]According to Brunstein (2016), a small group of people worked at the Lab 126 to build Amazon’s new voice-controlled speaker. Amazon’s thinking process was team thinking process based on the CEO vision about this genius product. Jeff Bezos was very much in love with the idea in the first place, therefore Bezos failed to look at the product in a rational way.  De Bono (1985) have developed the Six Thinking Hat’s tool. It can be used look at decision from number of important perspectives and help planning with mix ambition, skills in execution, public sensitivity, creativity in contingency way.  (MindTools, 2022) According to the Kim (2016) Amazon leader Bezos was a huge supporter of the device. Bezos has held the team to high standards due to the unusual nature of the product. Under the White hat Bezos point out that the average latency of existing voice-recognition technology was 2.5 to three seconds, Bezos set the goal at two seconds, but the best solution would be one second. (Kim, 2016) To achieve the set goals with Alexa leaders had to implement changes.  Lewin (1951) model talks about the three steps: unfreeze, change, freeze. The unfreeze stage is about preparing everyone before the change happens. (Connelly, 2020) Innovation will bring changes to organisation and the unfreeze stage is preparing the innovation before the change can happen.  In this stage, the lab 126 was working hard to develop Alexa first generation and Amazon was working on an impactful marketing strategy to shock the market with Alexa’s success. Amazon have opened its free Alexa Voice Service (AVS) to third-party hardware makers to integrate into their devices, enabling, for example a manufacturer to turn a Wi-Fi alarm clock into a voice-actuated Alexa-enabled clock radio. (Kass, 2015) Also, Alexa fund was set up to fund the innovation process. 

2.4. Models of Innovation

2.4.1. Open and Closed Innovation Model 
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Description automatically generated]According to Snaps.com (2022) The open innovation model is a term that relates to and promotes the idea of taking and carrying out a modern approach towards innovation by adopting methodologies from the technology industry such as agile project management techniques, proper time allocation dedicated towards proper experimentation and testing for creating a better, more effective, and more efficient program. The advantages to using an open innovation approach, it can lead to better quality and results, as it is taking in outside parties’ views and external ideas can comprehends in the process. In the open innovation, customers can interact in the early stages of the innovation, in the case of Alexa, Amazon have opened up an Alexa fund that enables people to explore people with voice control.  According JSK (2018) Amazon is relying on open-source innovation to build the capability of its cloud-based voice service platform. Amazon is providing an Alexa skills development platform for third-party developers to increase the utility of Alexa and the consequent consumer benefits. Using open innovation has helped Amazon to create a much more accurate market research. Outside developers have created more than 30,000 skills for Alexa, (JSK, 2018) if Amazon chose to use closed innovation that 30,000 skills development would take much longer time or would be still not be developed. Disadvantages of using open model is information can leak out before the product is put on the market. Also, it can increase complexity of controlling the innovation process. The 4th diagram created by Yun (2018) is showing the benefits of using closed innovation or a mixed approach. 

2.4.2.  The Innovation Process
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According to Tidd and Bessant (2018) Innovation Process model, four stages can be identified in the innovation process: The fish tail is the organisation values and goals, first stage is recognising the opportunity, the second is finding the resources, third is developing the venture and the fourth is creating a value. The model is explaining that the innovation process describes the path of translating new and/or existing knowledge into marketable solutions. The implementation of Innovation process model can help to have something decisive that puts the organisation ahead of others. This model can help design the path of an idea from generation, through development, to market entry. Applying this model to the Alexa innovation process please see the 4th diagram, clearly showing the process that led to a huge profit and the success behind Alexa.




2.4.3. 4P’s to Innovation
[image: Diagram

Description automatically generated]The innovation mix or the 4'Ps is a model that was developed by John Bessant and Joe Tidd (2013) please see the diagram.  According to Ibarborda (2020) The innovation mix or the 4Ps model, is giving a direction of where the innovation is going, and in which areas of the organisation there is need to innovate. The Innovation model is supporting the idea and generation process. The model can help in the incubation stage of the new idea to have clear vision. This model looks at the innovation and giving out 4 different directions to for the innovation. Product innovation is Alexa as a voice controlled virtual assistant offering help managing small tasks, setting alarms, create shopping list, or answer questions of the consumer. Position: Alexa has been created for everyday people from any financial background in any age group. Also it can target businesses as Alexa can set up group calls. Process: Alexa has been created as an open innovation people could follow all the development process and add any ideas for development. Paradigm: Amazon created a new business sector for Alexa, and Alexa has changed the business model of Amazon.
 This model will work better with incremental innovation and offers more detail on each section. In the application any new information that has been discovered regarding to the innovation process, the model gives a direction of the innovation purpose.

2.5. Assessment of the Effectiveness
To bring about any change, the balance between the forces which maintain the social self-regulation at a given level has to be upset.  (Lewin, 1948) Force Field analysis created by Lewin, help understand for leaders the different factors for and against the change that innovation will bring to the organisation. The report has carried out forcefield analysis please refer to this sheet: Force Field Analysis - Worksheet 2.pdf that explains the force for changes are much more stronger, that it is go against the change. 

2.5.1. Barriers & Risks
The innovation of Alexa has been questioned from the beginning. The main risk was people will not need a product that looks like a speaker and can react to voice commands, as other smart phone companies already developed voice control phones. Those companies are much more advanced in technological development and have established background. The other risk it is the privacy of the customer. Alexa is able to listen to any conversation and track shopping habits, the aim for that is to offer product for the customers favourite product and encourage customers to shop on Amazon market again. Many people questioned that how much Alexa listens to any conversation and Amazon recording that so it felt like being watched by the company. Also, if the product would not be a success it could damage the company name.  
2.6. Leadership & Management 
The leadership team should design the innovation portfolios and identify the role of business models and technology change to lead to truly significant value creation. (Tony Davila, 2012) It is leadership’s responsibility to make clear to the team who are the targets for value creation from innovation. Amazon have stated fourteen core values and one is the innovation. According to Gaille (2020) the organisation looking for people who are willing to try new things, surprise others with new ideas and can pull inspiration from virtually everywhere. Also, Jeff Bezos has been called a perfectionist many times. Jeff Bezos stated in the online article this quote “I knew that if I failed, I wouldn’t regret that, but I knew the one thing I might regret is not trying.” (In-Business.org 2017) That mindset is perfect to lead an innovative company. Jeff Bezos is widely recognized as a transformational leaders, Jeff is someone who motivates and inspires team members to achieve more than they thought possible. Bezos ensures that everyone in the team is committed to the vision for the organisation. (Quellmalz, 2021)
3.0. Conclusion
Jeff Bezos saw a vision in Alexa that no one did. Scientist in the lab were sceptical of the need of the product. Jeff has chosen to use an open innovation product that was a great risk as other companies will copy the product and develop it quicker. The report discovered Alexa has been a success in many ways and made the organisation a large profit. It is proving the fact, in innovation companies have to take risk to achieve big outcome. Through the innovation models organisation can measure risk and the use of tools can help make a rational decision to go with the new product or stick to the old ways. 
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Task 2 

1.0.  Question 1- Critical evaluation how innovation and creativity can support business advantage 

According to Ward (2014) Business innovation is the process of making something new or improved for the business to achieve a better service. Innovation can apply to products, services, efforts, policies, or business models. Creativity usually refers to the act of generating new ideas itself, regardless of whether those ideas result in measurable outcome or solutions. (Indeed, 2022) Thinking creatively is the key in innovation, through creativity business can identify new ways to do things and create tangible products that contribute to the innovation outcome. Innovation can help grow businesses, through adding an extra value and profit margin to any organisation. Through creative thinking businesses can develop new ways and adapt to the constantly changing market and allowing the business to stay ahead of competition. Innovative business can take advantage of technologies. Technologies can help produce better product, offer better service, track performance, or analyse the market. The innovation can have lots of positive effect on businesses but can come with many risks. According to Shultz (2021) innovation can be extremely expensive and the profits are not guaranteed. Another risk of the innovation is that it is very time-consuming. The time that businesses spend on innovation and leaders not focusing on existing products, marketing and sales can risk falling behind casual and profit lost from an existing product, and yet the innovation outcome is never guaranteed. Businesses spending money, time and labour creating something that is unsuccessful can have great setback on the profit margin and put the risk the descent of the organisation in the future. On the top of financial losses, the unsuccess innovation can damage the reputation of any business. The many risks of being innovative yet owning a business come with many other risks and many times having to take risk to able to create something that makes the business unique. Tredgold (2022) have stated the right innovation will allow businesses to offer something unique to the customers and allow business to stand out from the competition to win the customers. Business can minimise risks through adapting the right innovation process tools for example Tidd (2013) Innovation Process Model, Tidd (2018) 4P’s of Innovation. Lewin Force field analysis is the best tool to look at the force for taking on the innovation and the force that can go against the innovation. Lewin force field Analysis the best tool to assess risk and barriers factors and help organisation managers and leaders in the early stage to turn the negative force to the positive direction. According to Takenaka (2020) the social innovations are expected to break down walls that have existed between people and build a society where people can have hope, one where people of all generations respect each other, one where everyone can live comfortably and thrive.
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2.0. Reflection on innovation model’s lecture 

I have chosen to reflect on Innovation Models lecture. The lecture took place at the 7th of February 2022. It was the first lecture where we had an opportunity to return to the Campus building after few months of lockdown and only having online teaching. According to the VARK learning test, I’m a kinesthetics learner. (Vark.learn 2022) Being a kinesthetics learner, the best way for me to learn is to use experience and things that are real, showing images and been explained in the classroom environment. I felt I have learned the most in this lecture, not only because I had an opportunity of being in the classroom environment, but Davina created a power point slide show on the side of the task orientated Moodle page. Being a kinesthetics learner I can learn the most from face-to-face discussions with examples of projects. (VARK, 2022) Davina teaching approach was mainly task or videos on the Moodle page without slides on most lecture. Though I am a task orientated learner the slide has helped me to summarise the most important points of the lecture and it was great help to carry out further research for my assignment. Through this lecture Davina have explained Tidd (2018) Innovation process model. This model helps me have better understanding on the innovation process and through Davina’s explanation I was able to apply it easily to my chosen innovation in my main work. The next model was Tidd (2013) 4P’s of innovation. I feel this model was very hard for me to understand. I had opportunities to ask Davina questions and Davina applied this model to a real-life innovation through Tesla, it was able to give me a better understanding. According to Kolb’s (1984) learning style I am activists and the best way to teach me is through applying to the task with very little theory. Therefore, it was a great approach from Davina to try help me to achieve a better understanding. Kolb’s learning cycle is explained that learning occurs when an individual comes across an experience and reflects upon it. (L&D, 2021) Davina have given an experience through face-to-face teaching and the teaching approach, that she has used on this lecture. I had opportunity to reflect my knowledge in my final assignment. Davina has pointed out on the Moodle page is a recommended book form Joe Tidd and John Bessant (2013) – Managing innovation. This book can help in managing innovation and developing the right innovation strategy in my further career development. Innovation is massive part of business daily life, therefore learning about models and innovation strategy is the skill that will give me big advantage as a leader or manager. 
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