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This report will critically examine two models of innovation. The first model that will be examined will be the Stage Gate model (Cooper, 1988). The second model that will be examined is the Creative Swiping model first coined by Tom Peters. This model looks at how most businesses and organisations can indeed take ideas from other organisations and use them to make their business better. The report will then look at Grosvenor Casino and the Department of Work and Pensions and their ability to innovate, whilst looking at factors such as the culture, management and the staff who are employed. The second part of the report will focus on examining the Department of Work and Pensions and Grosvenor Casino to see if they harness creativity and what they do to support it. Finally, the two organisations will be looked at to see how creativity is fostered whilst drawing on relevant theorists.
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[bookmark: _Toc81778058]Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively



      “Innovation distinguishes between a leader and a follower” (Steve Jobs “n.d.”)



Innovation is vital for growth in any organisation that wants to keep up with not only the demands and advances of scientific technology but also to successfully keep the customer needs satisfied. Take for example an entrepreneur such as Richard Branson, he was a man who had a creative idea and using his innovation grew one of the largest profitable companies  back in the early 1980’s. His company has taken many different turns throughout the years; however he continues to be innovative and his company is still growing today. Maund (2018) explores Richard Branson’s innovation and looks at whilst the company continues to grow the aim is to make sure that the main emphasis is providing good service, quality and innovation to its customers.

If you look at any organisation, innovation is certainly brought about by one of the two classes, either the Knowledge Push which focuses on moving with today’s technological advances or by Need Pull which is often triggered by the needs of the market and the customer demands. Chau et.al (2000) explains that the concept of the knowledge push and need pull were introduced as some of the main factors when driving forward the innovation of a new technology. It was found that many organisations would not look at developing new technology unless the existing ones seemed to be unsatisfactory. Focusing on Innovation not only makes the organisation current but also gives them a competitive edge. Without this innovation, many organisations will end up falling behind or even ceasing to be. A good example of this is Clinton Cards. Wallop (2018) looks at the reasoning behind the closure of the stores. They ignored the new online and email cards that were being sent and did not feel that this would take off believing that people sending cards through the post themselves would save them. At one point Clinton Cards had over 1145 shops. Clinton Cards did try to then start an online shop, but unfortunately companies such as Moon Pig and Funky Pigeon had the main advantage as everybody had already used them. Another company, not sensing the danger of the future and how customers behaviours and shopping habits are changing led to their downfall. 

The first Innovation model that will be critically examined is the Stage Gate Model. This model is used from the very beginning of a new idea or concept and has check points as such where you do not continue until you have passed each hurdle. It can take you through all of the stages until the idea or product is launched, or possibly the idea would be terminated at one of the stages along the way. This model was coined by Dr Robert Cooper in the mid 1980s. The model was first used by Exxon Chemical and what turned out to be a small research project has now travelled all around the world and is being used in many organisations.
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The Stage Gate Model not only helps to make sure that the innovation of a product is successful but also doubles as a project management tool. The aim of the model is to have gates that would remain closed until the product is ready to be moved onto the next stage. The aim of the gates is to try and help reduce the risk. In any new invention or idea there will always be risk that It could fail but with the stages if followed correctly the risk can therefore be minimised. 

If you look into the processes of the stage gate model, it can be likened to the Waterfall Project management which was coined by Winston Royce in 1970. It has the same concept where you are unable to move onto the next stage until you have completed all of the steps from the process before. This again will minimise risk making sure that you are testing the product or idea fully, gaining feedback from the beginning so that the product will not only exceed customer expectations but be a new product that the
The first part of the process is discovery, this will normally be carried out during the creative phase. This will be the time when ideas are flowing freely, there will be collaboration and thought showers. It could even be an individual coming up with an idea in the organisation, or for a business idea for themselves. This part of the process is only ever going to work if you work in an organisation that nurtures this type of behaviour. Imber (2018) looks at how autonomy and recognition within the workplace gives rise to innovation and creative thinking. If you are given the autonomy to be creative and innovative then there are not always enough resources to make it work. It is also very important that a clear goal is set so the employees are aware what it is they should be harnessing their time and effort in. Creative thinking is often hindered in many organisations due to time constraints, finance and leaders who do not have the vision. A good leader will coach and mentor their staff to come up with ideas in a safe environment without fear of being ridiculed or judged. This is often why many staff do not speak up for fear of their idea being rejected and possibly feeling stupid in front of their peers. 
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The discovery phase is the most important. This is when an idea has been thought of that you feel will not only be good for the organisation but also good for the customer. It is how this is received that could make a difference as to whether the idea will be a failure or a success. It is very important that at this stage there is possibly an early prototype, whether made of cardboard cut-out or virtual that you are able to show stakeholders and your customers and gain feedback (Cooper, 2015). At this early stage before you go any further it is important that you are already, building, testing, gaining feedback and revising. 

The next stages are scoping, business plan concept, development, testing and validation and finally launch and implementation. When you get to each of the gates including the discovery one, you can then choose to either go, kill, hold or recycle. This is there as a way to limit risk. At each gate you are considering if the plan is working, if for example you were to hold the idea, it could be possible to come back to that idea at a different time when you maybe have more resources. If you were to go, that would mean that you are confident that the idea is ready to move onto the next stage.


 Conforto et,al (2016) also looks at how the Stage Gate Model can be used alongside Agile project management, even though agile is mainly used for technology there are certain stages in this that can also be used when producing physical products. Cooper (2015) discusses this and also agrees that agile can also be used alongside his stage gate model. He understands that not all of the components would work but there is certainly an advantage in using the hybrid process.  He also explains that to see results you need to focus on the three A’s which is to be adaptive, agile and to accelerate.

Cooper (2015) explains that you are not always able to launch a product which is the best, however if it is innovative and you know that it is something that the customers will benefit from then it is worth launching. You can always work on a better prototype. This resonates with Steve Jobs and his iPhone. There have been 29 models of the iPhone to date, each one that comes out is more sophisticated than the next. If for example Steve Jobs had waited until he was able to put facial recognition on his phones before he launched the concept he could have been beaten to the market by another company. Sometimes you have to take the risk, if you know the product is the best you can achieve at that time. Cooper (2015) also explains that being innovative can be likened to playing a game of poker, you start off slow, you are unlikely to put all of your chips in on the first hand, you build up to the risk each hand which again is similar to the gates. This means that you have a lot more to lose when you are on the final gate as you have spent possibly a lot of resources and time at perfecting a product.
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The Stage Gate process, does really seem a fool proof model. If you follow all of the steps then a good product will either be brought to market or the idea terminated hopefully early on. However, many companies rush ideas, want to cut costs and may not spend enough time on each stage. This is why it is very important that you have a good team who are able to separate their emotions from the project. It can often be hard when you have come up with an idea to see that idea fall at possibly the last hurdle, or to know that the product will not be ready when you hoped it would have been. It is also very important to know from the offset a clear aim of what you are trying to achieve.
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The second model which will be examined is the Creative Swiping model. This model has the foundations of the idea already set up, but what this does is change the model taking the parts you want and modifying them to suit what you want and to satisfy your customer demands. If you take a look at the mobile phone for example. The first mobile phone was simple, basic and it was just used for making calls and receiving texts. If you look at the mobile phones in 2021 these can now be used not only to make calls, but have so many other features that when the first mobile phone was made would have just been a pipe dream. The technology was firstly not there as the internet was just taking off. However when the first smart phone was invented in 1992 and then released for purchase in 1994 this was a major technological breakthrough. That is what innovation is all about. The first mobile phone was produced by IBM but the internet had not even been introduced then but still had some of the functions such as sending and receiving emails. In 2000 the internet came about and the phones were now connected to a 3G Network. Then in 2007 Steve Jobs released his first iPhone and this phone changed the way mobile phones were used.

Steve Jobs not only used the Creative Swiping model but made enough changes to it to become a new innovative device. There were parts of the smart phone that he kept such as basic browsing, texts, emails, however what he did was create a phone that could now be used instead of a desktop computer, and be carried around with you. This not only changed the way in which phones were used but customers were able to now use this as a way to access work, many organisations adopted these and give to staff so work could also be done outside of the office. This on its own was a major breakthrough not only for technology but for the way workplaces used this phone as a tool to be able to contact staff and allow them to work away from home in a fairly inexpensive way.
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Creative swiping is taking the ideas of one company or business and looking at how this could benefit your own business. There may be an idea which you had not thought of. This requires research and looking at what other organisations are doing to satisfy their customers. This could be done anywhere, it does not have to be in the same sector as your business, but if it is an idea that you can adopt and make work then it is worth deciding if this is something you should do. This way of innovating is often more cost effective as it has been tried and tested by another business first and any issues ironed out. It may be that you like an idea but want to modify it slightly to fit in better with your business. 
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Times have changed, and the world is moving faster. Often too fast for many organisations to keep up. One thing you will often see when looking through the job section is a lot of organisations and companies promoting the creative culture that they adopt.

Why is this important? It is important if you want to be able to work in a culture where bringing your knowledge and ideas forward will be met with praise and enthusiasm. 
Again, this is not only down to the organisation but also the leader or your manager you work directly under. 
Unfortunately there may be times when somebody has come up with a great idea in an organisation and this has been put aside or sometimes even ridiculed. Another company or organisation will then come up with the same idea or similar idea and will be taken into the innovation stage. What is the difference between these two companies?

The first one could be financial. The company may be aware that they need to be creative, however if they have not got the finance or resources to then take that creativity forward it often is stopped before it has even started. If you take a look at a company such a Blockbuster who filed for bankruptcy back in 2010. You may ask was this to do with the lack of creativity or lack of innovation. The creativity really comes down to the thinking up an idea, whereas the innovation is taking that idea to the next level which will be either production or moving forward. 

What makes a company able to harness creativity. Firstly the leaders need to be open, innovative and able to create a culture where the employees are able to come up with ideas without fear of being judged. If you take Richard Branson for example, his focus is to encourage his staff to take risks, come up with new ideas and makes sure he offers incentives to his staff for doing a great job.
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The casino industry remained very stable in the United Kingdom for many years. If you wanted to gamble you would need to be present at an actual gambling establishment. The internet then became fast moving in 90’s and this is when the first online gambling site was set up. Grosvenor Casino which is part of the Rank Organisation had 31 Casinos in the UK and each one was doing very well. All games were dealt by live dealers and that is the way it had always been. Around early 2000 the casino introduced Touch Bet machines which were machines that either could be linked up to a live gaming table or where the machine was automatic and not linked to any live games. During this time you saw a decrease in the number of gamblers around the gaming tables, but who wished to use the Touch Bet Machines. It could soon be seen from many customer feedback forms that the customer did not always want the social aspect but just enjoyed the gambling experience. As the online gambling sites took off, Grosvenor Casino were lagging behind as they did not have any online platforms for customers to game.

Grosvenor were indeed quite late in joining the online gaming trend, however it was becoming apparent that if they wanted to keep the customers happy then this is something that would need to happen. There were groups put together from all over the country who had a wealth of experience in gaming, however they would now need to have a new department set up with skilled programmers who could make their online gaming platform competitive with the market. 

This was similar to the Blockbuster scenario where Grosvenor Casinos did not feel the need to be part of the online gaming industry as they felt that customers should want to come to the casino. Feedback told Grosvenor that this was not true and in 2015 they started looking at having an online gaming platform. At this point they could see that they possibly had a slight competitive edge. If you take the online gaming site 888 as an example, they had an online gaming site but there were no physical establishments that you could go into if you wanted to. Also another edge that Grosvenor Casinos had is they could incorporate the online gaming with the real life casino by allowing you to spend your winnings from online and in the casino on either platform. This took a lot of customer forums and a new department was set up to innovate this. 

However the culture of casinos tends to be often very backward in their way of thinking. Culture is often about meaning, it does not just refer to the individual, but it applies to the shared rules that govern a particular organisation (Maund, 2018).

 The management had not been hired for their creativity or innovation but rather time served. These changes were often met with resistance. The idea had to be sold in the individual casinos to the customers and this was not being done. The staff were not offered any incentives for this extra work and the project took a long time to take off. Many of the customers also said they would rather gamble online but sports betting rather than online casino games and slot machines.

Grosvenor Casino did not harness creativity, firstly the management were more interested in focusing on the staff rather than the processes. If there were ever any changes made it would certainly come from the top down. The management were very autocratic, and did not give any of the staff the platform to come up with any new ideas that could possibly make any changes. Changes were told rather than introduced. Changes were solid and not fluid not enabling change once they had been initiated. 

Staff would feel undervalued as many of them had many year’s experience working around the world in different casinos and would try and implement changes but they would rarely be listened too. The management never coached staff unless it was during the training school phase when they would teach them their initial skill. After this time staff would be just a number and would rarely be allowed to be creative within their role.
Robert Fritz’s Process of Creation (1998) would have helped the casino to keep staff motivated and allow the casino to come out of the past and into the future. In this process it looks at how there are eight clear steps that you need to be creative. 

The creativity was always done away from the casino and often by people who had never even walked into a casino or understood how It was run. This was noticed by a new regional director who understood that staff had a lot to offer the casino and their views were being disregarded. There was a forum set up which was called “Hearts and Minds” where all of the staff from the different departments were to come together and give ideas of how to move the business forward. These day long meetings meant that for example managers who may have worked in the same job for over 20 years were coming together with other managers and sharing best practices and coming up with fresh ideas on how to move the business forward. 
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Grosvenor Casino did not harness any creativity in their staff. The staff turnover was very high because of this. The casino did not realise that the staff were able to give ideas and they had a wealth of staff with a wealth of experience but this did not count for anything. Many of the staff would stay in positions that they had outgrown and promotions were rarely given. This was often due to whether the casino had been winning or losing. The culture there was not a healthy one to be working in. Managers did not want the staff to grow just in case they looked better than them. Also when the stakeholders would come in they would never be given chance to speak to any of the staff to find out how the staff felt about any of the new ideas that had been implemented. 

[bookmark: _Toc81778068]The Civil Service - Fostering a Creative Environment

The Civil Service has always been well known for the wonderful benefits it gives to its staff. One of the biggest benefits that the Department of Work and Pensions offer is the autonomy to share your ideas and be creative. This is something that is very apparent from the day you begin is that managers are there to support your growth, continuous learning but also there for you to share ideas to make working practices better.

Within the Department of Work and Pensions the values are resonant. The values do not only extend to customers who are the main focus, but also to its employees. This culture is miles away from the one at Grosvenor Casino.

Managers are leaders, they inspire, motivate, and will always try and get the best out of you. The managers receive and give feedback for nearly everything you do. Feedback in some establishments is seen as a criticism, and within the casino normally feedback was only given if there was something negative to say. However within the Department of Work and Pensions this is not the case. Feedback is given to motivate and empower you. If the feedback is negative it is always said in a constructive way where it enables growth. 

Within the department there are weekly team meetings that give the staff the opportunity to find out what has been happening in the department. There are daily communications explaining what learning courses you can attend, meetings with senior leaders so they can get to know all staff and also feedback forums where staff have the chance to give any constructive feedback of things the department could be doing better.

[bookmark: _GoBack]There are three processes of creativity and these are motivation, creative thinking skills and expertise. Within the Department of Work and Pensions the leaders and managers have been chosen as they are able to carry out all three. The managers are trained to a very high level and often trained for the grade below also so they know what job their team is carrying out. This gives the staff faith in the leaders that when they are asking them to be creative they can always go to their own manager for support and help. Another very good thing about the Department of Work and Pensions is that they have the resources. Due to the recent pandemic, staffing levels have increased due to the number of new claims for Universal Credit, however this has not stopped them ensuring that the staff are able to have the same amount of learning days as and when required. The managers and leaders not only offer you support but the organisation is keen to make sure the staff are happy, and contributing to their department.
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