



Skills for the Workplace
Module Assignment Submission 
Student Name:	Andrea Page
Student Number:	1811448
Module No:	BMSK6002
Module Title:	Developing Innovation and Creativity for Business Advantage


Statement of Confirmation of Authenticity
By the act of making this submission, the student declares that this is the work of the student named above. The work has not, in whole or in part, been knowingly presented elsewhere for assessment, or where assessment has been built on a previous assessment, this has been identified. Where materials have been used from other sources it has been properly acknowledged. If this statement is untrue, the student acknowledges that an assessment offence has been committed.
Attention is drawn to the plagiarism and unfair practice policies of both the University and of ILM.
Permission for ILM to use this script
ILM uses learners’ submissions – on an anonymous basis – for assessment standardisation. By submitting, both the centre and the learner agree that ILM may use this script on condition that identifying information is removed. However, if you are unwilling to allow ILM use this script, please refuse by ticking the box: □
Table of Contents

Introduction	2
The knowledge creating company	2
Section 1: Using at least two recognised models of innovation, critically examine the organisations ability to innovate effectively	3
The Stage-gate® system	4
Idea Screening Framework	6
Workplace innovations	8
Section 2: Evaluate an organisation’s ability to harness creativity and foster a creative culture in the workplace	11
Innovative organisations	12
Organisations ability to foster a creative culture	13
Conclusion	15
References	16
Bibliography	18
Appendix 1: Stage-gate® systems	20
Appendix 2: Idea Screening Framework	22





[bookmark: _Toc456901515][bookmark: _Toc81752246]Introduction 

For this assignment I have been tasked with critically reflecting on the concept of innovation and creativity in the workplace. This will be approached by researching and understanding the whole concept of innovation and creative thinking at the individual, team, organisational and industry level by discussing one of the key ingredients identified to innovation – ‘the knowledge worker’ as well as an organisational culture that supports and not stifles workplace innovation. The report will begin by identifying and analysing two chosen recognised models of innovation together with a detailed explanation of how these models can help an organisation to organise innovation in the workplace. This will be followed by examining the ability of the author’s organisation to innovate effectively by questioning whether the organisation supports, embraces and encourages a positive innovative environment. 
Section two of the report will evaluate the organisations ability to harness creativity by promoting the growth of a creative culture by aiming to answer the questions of ‘how well does each part of the innovation and creativity environment work?’ and more importantly ‘what can be done to make it even better?’ The report will provide examples of successful innovation currently taking place in the organisation together with research and case studies on what factors contribute to a successful creative and innovative culture, such as; leadership style, values, workplace attitudes and motivation together with creating the time and space for employees to just ‘think’. 
The report will also highlight and explore organisations that are at the pinnacle of innovation by analysing their positive working environment and innovative culture. 
The author will draw conclusions and opinions to findings in the research of the topic throughout the report, culminating in a final overall conclusion. 
[bookmark: _Toc81752247]The knowledge creating company

Garvin (1993), described a knowledge creating company as an organisation ‘skilled at creating, acquiring, and transferring knowledge, and at modifying its behaviour to reflect new knowledge and insights’.  Nonaka and Takeuchi (1995) was amongst the first authors to link knowledge with innovation by making a distinction between tacit (in your head) and explicit (written down) knowledge by stating that knowledge creation mainly lies in the conversion of tacit to explicit knowledge.  Dougherty (1999) agrees stating that knowledge is fundamentally about people requiring people to come up with new ideas taken from the internal and external environment, apply it and ultimately share the new knowledge. However, Dougherty argues that people need to have the right attitude to share their knowledge and are required to have a connection with the organisation and feel valued she believes that sharing knowledge will only happen if people choose to do it. 
Senge (1990) embraces the concept of the ‘learning organisation’ meaning ‘ an organisation that is continually expanding its capacity to create its future’. He believes organisations need inspirational leaders with the ability to create a genuine shared vision, a picture of the future direction the organisation is seeking to create, he argues that this is the way people develop and learn not because they are told to but because they want to.   
In conclusion, for innovation and creativity to thrive there needs to be a culture of trust, openness, and empowerment which can lead to more participation and crucially a sense of fun. People need to know that their contribution is valued to enable people to reveal their ideas without the fear of being criticised, otherwise they seek pastures new and take their ideas and  knowledge with them. 
[bookmark: _Toc81752248]Section 1: Using at least two recognised models of innovation, critically examine the organisations ability to innovate effectively

According to Hisrich and Kearney (2014), creativity is about developing ideas, processes or concepts whilst innovation is the practical application of those ideas, processes or concepts which must be commercially viable by creating value for customers, generate a return and increase shareholder value. Kotler et al  (2005), defined innovation as ‘an idea, service, product or piece of technology that has been developed and marketed to customers who perceive it as novel or new’. 
Schien (1992), argues that there is an incorrect assumption that only scientists and technical experts are involved in the creation and innovative process, however, he states that innovation occurs within all functions of the business and its importance is much needed to ensure organisations thrive.
Whilst there are various models in business used as guides to: ‘strategic planning’, ‘quality improvement’, and problem solving, there are also models to follow and guide teams in the process of creativity and innovation.  The theory behind these models help explain how the creative thinking process begins and how creative ideas begin to emerge.  Models are also a useful tool to keep on track of a checklist and to ensure a constant flow, however, research reveals that to follow them religiously can sometimes hinder progress as creativity requires acting spontaneously and without judgement.   The models chosen for this section are the Stage-gate® system created by Dr Robert Cooper (1990), (appendix 1) and the Idea Screening Framework (appendix 2) which is designed to facilitate, evaluate and track ideas in an organisation. 
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According to Saskia (2003), innovation mostly starts with an idea of a new product or service and is pushed further down the line by developments in research and development together with market knowledge. The Stage-gate system is widely used and was chosen because it shows that product innovation is a process which is divided into several easy to understand stages or workstations. Between each stage is a quality control checkpoint or gate with a set of deliverables and quality criteria specified for each gate that the new product or process must pass before moving onto the next section to ensure that no critical activities have been omitted together with an action plan agreed at each gate.  The stages are where the work gets done and the gates are there to ensure the quality is adequate and an ability to stop the process if all is not going to plan, time is given to think, whilst deciding what to do next.  Each following stage is more expensive than the previous stage and is manned by senior managers to ensure crucial commitment and involvement at the top.       
Cooper (1990), believes that the ‘management of innovation is the strategic weapon’ and the most important step of a new product process is the pre- development stage which requires a detailed market study, research and an assessment of key questions:
· Is the product and economically attractive one with market potential?
· Will the product sell at adequate volumes and margins to justify the investment in development?
· Who is exactly the target customer?
· Can the product be developed and at what cost?  
The benefits of the process are visible and simple, focusing on what is required at each gate and stage is understood by all, providing a roadmap to facilitate the project together with the added benefit of built-in evaluation stages.  Cooper proposed that the key stages result in better decisions, more focus, fewer failures and faster developments. However, the model has not escaped its critics, which Cooper answered via an online you tube interview (2015). Critics claimed that the model was bureaucratic, too rigid and linear, not adaptive and is not a ‘one size fits all’.  Cooper answered his critics by stating that organisations themselves make it bureaucratic with business cases 60 pages in length instead of 2 or 3 pages together with numerous forms and signatures required to commence the process.  Sethi and Zafar (2008) argues that when gate controls are too rigorous, (especially in the turbulent technical industry) they make projects inflexible and have the potential of unfavourably affecting learning in the new product development project which they believe is a critical component of the process. They believe that small projects need a ‘lightweight’ process as heavy processes can supress creativity, citing that gateway reviews tend to be confrontational, people become defensive against attack of their ideas.  The student believes that any new innovative process or development requires a model to follow and time to reflect on each stage of the process is crucial which the stage gate model is renowned for, the innovation can be stopped immediately if issues are highlighted, prior to spending too much time, effort and money on an idea that is doomed to failure.  The student also believes that the Stage-gate model would work perfectly in the public sector due to  each stage requiring a sign off stage from management prior to continuing with the innovation.   
[bookmark: _Toc81752250]Idea Screening Framework 

The first stage of innovation is the generation of many ideas and the purpose of the stages in the idea screening framework is to sift and reduce those ideas into viable options and select the most promising ones for funding it can be a time consuming and cognitively demanding task. Kotler et al (2005), states that it is important to go ahead only with those ideas that are profitable at an early stage due to the rising costs further down the line - the ‘product development stage’.  
Ciriello et al ( 2016), grouped screening ideas into 3 categories:
Strategic: benefit/risk of the idea, it needs to fit with the organisation’s internal and external environment.  Carrying out a SWOT and/or PESTLE analysis would be useful to seek any threats from external competitors, any weakness in resources, correct ‘fit’ and needs with customers and stakeholders and compliance with relevant regulations.     
Tactical: overview of the next steps and status
Operational: purposefully carry the idea step by step, capturing the valuable knowledge and learning gained from the innovation and to visualise the expected benefits
Mulghan and Albury (2003), believe that all new innovations are valuable, whether they are successful or not if lessons have been learned and new knowledge is not wasted but is fed back into a continual loop used to enhance policy and service development. Organisations generate more ideas than they can implement, and ideas compete against each other for funding and other resources. 
In the previous workplace there is dedicated innovation department known as the ‘Improvement and Implementation team’ whose purpose is to transform good ideas into sustainable workable solutions designed to improve and deliver quality services for patients and the public. Staff members are encouraged to submit their ‘light bulb moments’ and better ways of working into a dedicated software programme by simply outlining their idea without the added pressure of a full business case in the first instance.   These ideas are then rated and evaluated by the department against a set of criteria, such as ‘is this good for our organisation’ ‘does it fit with the organisations objectives and strategy?’ ‘do we have the people and resources to make it succeed?’.  
The literature search revealed that this dedicated software programme is known as a ‘crowdsourcing platform’, also known as ‘open innovation’ which manages the full cycle of innovation whereby employees are asked to submit ‘ideas of interest’ not full proposals which is a useful process for gathering, evaluating and implementing innovative ideas. The innovator is also able to track the status of his/her idea.  
There are many companies that use this platform, including  Lego® who use a crowdsourcing platform called the ‘Lego® ideas platform’ whereby users and employees submit ideas for new Lego sets, are able to vote and offer feedback on new ideas submitted, and if a submitted idea is selected they get to work with the team and receive royalties on sales.    
Cross et al (2017), believes that introducing this type of platform can lead to employees engaging in the process of sharing which in turn leads to a more collaborative culture, rather than senior leader led, by replacing the ‘top down’ approach to research development and embracing the collective intelligence of the organisation more effectively and profitably. He argues that the creation of ‘an adaptive space’ a network that allows people, ideas, information and resources to flow across the organisation will spur successful innovation. The author believes that this is the correct approach as those employees who perform the role and follow the processes are in a better position to ask themselves ‘ what if we did this, instead of that, would it lead to a more efficient and effective process?’. 
There are many employees who are creative and carry ideas around in their heads (tacit knowledge), therefore, there is a need to create areas where they can generate ideas and for that information to flow seamlessly across the organisation.   Nonaka et al (1995), agrees stating that middle managers have an important role in connecting the top of the organisation with the bottom, they believe they are the drivers of innovation and learning and play a crucial role in mediating between frontline staff and top management when processing information and knowledge into workable new ideas and concepts.
The roles recognised in organisations as innovators are:
Inventor – concerned with new products
Innovator – requires freedom and flexibility to use initiative
Entrepreneur – turns innovative products / services into market
Intrapreneur – ‘inside entrepreneurs’ found in large organisations
Champion – good ideas need champions to defend them 
[bookmark: _Toc81752251]Workplace innovations

There are many examples of innovation in the previous workplace, the NHS which is publicly funded. The literature research revealed much interest in how to measure and evaluate innovation in the public sector.  However, a study by Arundel and Huber (2013), argue that their prevails in the public sector an anti-innovative culture mainly due to its budgeting allocation from the government rather than sales, which the study revealed removes a market incentive to innovate.  There are also demands from government for increased economic efficiency which can affect a risk-taking culture, unlike the private sector. This, the study suggests leads to a risk aversion attitude of public sector managers which is not conducive to innovation.  Mulghan and Albury (2003), argue that public sector managers spend most of their day reporting to senior managers together with a lack of knowledge and skills in change management required for successful innovation. However, the study by Arundel concluded that public sector managers are capable of innovating and that the lack of incentives to innovate is misleading with pockets of the public sector rich in innovation.  The study revealed that the ‘no failure’ environment is overcome by developing innovations slowly by allowing time to identify and correct problems. 
Examples of NHS innovation are: 
· Dedicated Improvement and Implementation Team managed by Human Resources. Responsible for collating and transforming good ideas into sustainable working solutions designed to improve and deliver quality services for patients and the public.  Managing a ‘collision space’ where innovative ways of working can be explored together with expert advice on hand to support future innovators from the NHS.
· Medical Director for Innovation in partnership with Cardiff School of Medicine with the development of a centre for clinical innovation where both parties work together to achieve common goals called a ‘collision space’ where innovative ways of working can be explored and ideas can be exploited together with expert advice on hand to support future innovators from the NHS or Academia 
· NHS Direct, dedicated telephone line for medical enquiries
· Sure Start, centres which give advice to parents on child and family health, as well as free early learning classes 
How does the public sector reward innovation due to no direct financial gain derived from their innovation?  More importantly, how does the public sector encourage and motivate employees to continue?  The Arundel study concluded that to support innovation in the public sector there needs to be:
· Ring-fenced time and support to take innovation from pilot projects to mainstream adoption
· Organisational structures focused on innovation which provide valuable support until innovation is truly integrated in the NHS 
· Active encouragement and acceptance to take a calculated risk
· Innovation linked to career progression 
· Easy access and support to access funding, tools and expertise to execute their plans       
The student’s literature research revealed many barriers to innovation in organisations which is prevalent in the public sector such as:
· An unwillingness to share information (tacit knowledge)
· Funding for new innovations
· Lack of time and resources
· Risk aversion and fear of failure
· Organisational bureaucracy and hierarchy
· Unclear leadership / poor communication
· Lack of autonomy
· Consequences of taking a risk (i.e. could lose their job)
· Insufficient incentives
In conclusion, in the previous workplace, the downside to experience of creating innovative new improved processes and services in the department was the lack of urgency in adopting the change which led to a lack of momentum and motivation prior to them being adopted across the department. There is always an element of risk by trying something new, with some managers not prepared for failure so they keep to the same processes day to day and resist the change.  Therefore, there is a requirement for the public sector to convince some leaders that innovation is a solution to the challenges of the NHS, rather than an unaffordable luxury and that they should play a role in supporting it. Finally, the public sector, unlike the private sector will not collapse due to a lack of innovation, however they are accountable for their actions and there is no hiding place for bad management of publicly funded services.    
[bookmark: _Toc456901517]The following section will explore the author’s experience of creativity in the workplace and whether the author’s organisation supports and encourages creativity, or whether  there are barriers to the innovation process including an exploration of the various factors that may contribute to this.  
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According to Hirsch et al (2014), ‘creativity is about developing ideas, processes or concepts whilst innovation is the practical application of those ideas, processes or concepts. To be successful the creativity or innovation must create new value for customers and generate return for stakeholders. 
Creativity comes from techniques such as; ‘brainstorming sessions, observation, secondments, process mapping, problem solving, networking and conferences, coaching, mentoring, ‘innovation time’. Training in creative techniques tailored to employee needs is essential to instil confidence in employees and make them feel valued. 
Group non-verbal brainstorming sessions if done properly can promote creative thinking, bring a team together, and help the team come up with the perfect idea.  The goal is for the team to leave the session energised and excited for the next steps in the process. Participants write down 3 ideas and pass the paper onto their colleague who in turn builds on the ideas, once the paper is passed around the whole circle, the group discusses which ideas are the best.  This non-verbal type of brainstorming ensures everyone can contribute, avoids ridicule and negativity, an unbalanced conversation and prevents awkward silences.   
‘Storytelling’ sessions were a regular monthly feature in the previous organisation, whereby staff would talk about an experience or discuss a new piece of knowledge and answer questions from an audience this enabled novel ideas to keep flowing.  This would then be produced into a document for anyone to access via the intranet. 
In conclusion, a technique the student frequently used in the previous workplace was for staff to bring to the team meetings ‘solutions not problems’  for attention which allowed them to use their problem solving techniques and create innovative solutions, which in turn boosted their confidence, morale and knowledge.  Team leaders want people to leave the room feeling pleased to have highlighted some potential problems and that they have dealt with them appropriately, that they feel proud of their achievements and progress so far, this will increase their motivation and enable them to feel a valued member of the project team. Sherman (2011), believes that people are unable to innovate without self-confidence and teams cannot perform without trust, stating that building trust can fuel creativity and innovation. Finally, the student believes that if you appreciate and praise employees this will increase their motivation and the trust will be reciprocated.  Managers need to trust the experts, specialists and those end-users who perform the role on a day to day basis.
[bookmark: _Toc81752253]Innovative organisations 

Research revealed that the 3M organisation is currently No1 on the Fortunes list of companies most admired for innovation. Each year 3M launches more than 200 new products.  The company realise that its people are its greatest asset and give their employees 15% of their working time to work on projects of personal interest whether these directly benefit the company or not. The company works hard to create a creative environment and they hire consultants to find ways to make employees more inventive. More importantly, 3M has a ‘no blame’ culture which has a philosophy of ‘if you aren’t making mistakes, you aren’t doing anything’ leading to an open discussion where employees are not afraid to speak up knowing that their random ‘off the wall’ ideas are not met with ridicule and are bluntly dismissed.  Research reveals that James Dyson had 5,126 failures before he created the ultimate vacuum cleaner, showing that new thoughts and ideas learnt along the innovation process should not be rejected as an unworkable proposition, they are classed as knowledge assets, not failures and need to be managed, re-worked, reviewed and refined and stored appropriately. 
Apple is well known throughout the world as an innovative and creative organisation with offices designed for creativity and its main purpose is to create products that enhance people’s lives. For example, due to the current world wide covid pandemic, they have created an app on a watch that detects a person washing their hands which initiates a 20 second timer, if the person finishes early they will be prompted to continue washing their hands. 
[bookmark: _Toc81752254]Organisations ability to foster a creative culture 

Sharifirad et al (2012), states that organisational culture is the core of innovation, they believe innovation and creation is impacted by culture in a number of ways through various socialisation processes and values and is communicated through structures, politics, and day to day artefacts such as policies and procedures. 
Kotter and Heskett (1992), as cited in Sharifriad identified an adaptive learning culture – a culture that ‘fosters and nurtures innovation’ as the most favourable culture for organisations pursuing long-term innovation and performance in ambitious environments. Sharifirad agrees, starting that a learning organisational culture can be seen as a critical facilitator of creativity and innovation because it supports inquiry, risk taking and experimentation. Tannenbaum and Schmidt (1958), revealed that by delegating responsibility for decision making to employees, it can lead to increased motivation and morale as well as help to develop team-working and make employees more susceptible to organisational change.  However, they state that managers must be sure that their employees are ready for greater freedom over the decisions they have made otherwise this could increase their anxieties and may hinder their development rather than increase their achievement of reaching the planned objectives. 
In conclusion, a good leader is able to assess whether or not their employees are ready for growth and increased responsibility, this would also fit into a learning culture where employees are given opportunities to seek a mentor; shadow and secondment opportunities;  networking; and dedicated meaningful training and development.  
Finally, the student was fortunate in their previous organisation to have a leader who inspired them with challenging work and who was able to motivate the student with creative new ideas and ways to increase efficiency within the recruitment department .  This was communicated by the leader ‘selling the idea’, explaining and sharing the vision together with an open-door policy where the environment was non-threatening and un-controlling, which the student believes is essential for the generation of ideas.  
The Human Resources department in the student’s previous organisation took the lead to ensuring the organisation embraced and fostered a spirit of creativity and entrepreneurship with the HR Manager post sitting on the Executive Board of Directors.  Staff were recognised at a ‘Stars’ event attended by over 500 staff members and certificates were given to staff whose innovations were recognised as an exemplary contribution to service delivery, this encouraged a vision of innovation and collaboration whilst fostering a creative culture.  
The student’s role was normally spent on day to day pressures of delivering services and running the recruitment department, however, time out team meetings, ‘away days’ and space for informal discussion to share ideas about innovative ways of doing things differently which would alleviate pressures was encouraged, this can be recognised as a culture which supports creativity together with a leadership style is known as the affiliative style of management and is also recognised as a ‘supportive style’, which revolves around people and promotes the importance of teamwork.  Employees are empowered and the given the freedom to do their job in a way that they think is effective. By creating an environment of sharing ideas and inspiration revolving around a highly communicative atmosphere, the workplace was creating a loyal and trusting team of workers and performance was praised regularly. This environment encouraged a spirit of innovation which resulted in the recruitment department receiving a national award for ‘Innovation in the Workplace’ during 2005.  The award was presented for collaborating with a company who supported disadvantaged ethnic minority women looking for work as heath care assistants, catering and housekeeping assistants.  The department bypassed the normal recruitment process and assisted the women throughout every stage of the process, including meeting the department managers with a visit to the department, help to complete application forms, guaranteed interview times and ensuring all legal paperwork was correct.  This innovative process was successful and rolled out across the Wales NHS network. Finally, the student will outline in the next section the barriers organisations face when embarking on creating an innovative and creative culture. 
[bookmark: _Toc81752255]Conclusion

Prior to the student’s research for this report the student believed that for an idea to be innovative it required to be a ‘new idea’, however, research revealed that this is not always the case and enhancements which proved better, more effective and more efficient ways of doing things to an existing service or process also came under the ‘innovative’ umbrella. Therefore, innovation in the student’s previous department mainly consisted of enhancing existing services and benchmarking and sharing new ideas from other recruitment departments across the network of NHS Wales.
Research reveals an organisation with trust on both sides is crucial to enabling a creative culture where ideas flourish together with a ‘no blame’ culture.  Leaders must have trust in themselves and their team as research reveals that people don’t self-innovate without self-confidence and by building trust it can fuel creativity and innovation. 
Communicating, engaging, encouraging and establishing a shared vision which excites and motivates employees is key together with recruiting the right people with the right values. 
The student would recommend that brainstorming, time out sessions and ‘away days’ should be made a priority by the organisation as ‘time to think’, collaborate and network together with available ‘ring-fenced’ funding has been recognised as the biggest barrier to innovative ideas. 
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