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In an increasingly competitive driven Banking sector, organisations must continuously adapt their procedures to meet customer expectations, technological developments and operational obligations. Innovation is therefore an important factor, enabling organisations to improve processes, increase productivity and develop new ideas, where creativity and culture are heavily interlocked. 
This assignment critically examines these concepts within the context of Starling Bank, where the student is employed as an Onboarding Specialist. The role provides a practical perspective from which to consider how organisational innovation and change affect both employees and customers. In particular, the analysis will consider a significant change within the organisation: the introduction of artificial intelligence (AI) to digitally verify customer identification. 
The first part of the assignment addresses the question: “Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively.” This will evaluate Starling Bank's innovation capability by applying recognised innovation models to the organisation's approach to this change.
The second part addresses the question: “Evaluate an organisation's ability to harness creativity and foster a creative culture in the workplace.” This section will examine the relationship between creativity and organisational culture and consider whether Starling Bank provides an environment that encourages employees to generate ideas. 
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[bookmark: _Hlk239003528][bookmark: _Toc239023776]2.0 Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively

[bookmark: _Toc239023777]2.1 Stage-Gate Model

[bookmark: _Toc456901517]Developed by Robert G.Cooper, the Stage-Gate process is a structured method applied manage projects and new product development. The concept works on the premises that it divides a project into smaller tasks with a view to closely monitor and review ensuring an effective end result. From an initial idea it separates a projects activity into stages, which represent where work is completed, these are then divided by gates. This is where management review the progress, evaluates any risks before continuing, adjusting or making the decision not to proceed. This enables organisations to alleviate any risks, facilitate change and ensure successful launch. 
Whilst the student feels this structured theory is a valuable asset, this study highlights the importance on facilitating correctly, “many companies recognise the benefits of developing new products through a Stage-Gate work-flow process. Yet implementing such a process is a significant challenge, made complex by the dynamics of time, changing organisational structures, and the transition of key personnel”. (O’Connor, 2002)
The simple, yet effective model if applied correctly – see appendix A, is broken down into five stages, with the basic principle:  
Discovery / Idea Generation
The process begins with identifying an opportunity or generating an idea for a new product, service or project. Ideas can come from customers, employees, market research, competitors, new technology or changes in customer needs.
The purpose is to identify ideas that could potentially create value for the organisation.


Gate 1 – Idea Screening
At the first gate, the idea is assessed to determine whether it is worth investigating further.
The decision may be to continue or reconsider/rework the idea. Gates therefore act as decision-making and quality-control points.
Stage 1 – Scoping
If the idea passes the first gate, the organisation carries out a preliminary investigation. This normally involves looking at the market, competitors, technical feasibility and potential costs.
The purpose is to obtain enough information to determine whether the idea has genuine potential without committing significant resources.
Gate 2 – Second Screening
The results from the scoping stage are reviewed at the second gate. The organisation makes a more informed decision about whether the project should receive further investment.
This is important because it prevents resources being committed to projects that appear increasingly unlikely to succeed.
Stage 2 – Building the Business Case
If the project continues, a detailed business case is developed which can include: customer and market research, potential risks, competitor analysis, technical feasibility, estimated costs and expected revenues and benefits and an implementation/project plan. The aim is to establish whether the project makes commercial and strategic sense.



Gate 3 – Decision to Develop
Management then reviews the business case. If the project demonstrates sufficient potential, resources can be allocated to the development stage.
If the evidence is weak, the project can be stopped before substantial development costs are incurred.
Stage 3 – Development
During development, the project team creates the actual product, service or solution. This might involve design, engineering, prototyping, software development or process development, depending on the project.
Importantly, Stage-Gate is intended to involve different functions working together rather than having departments work entirely separately.
Gate 4 – Decision to Test
The completed development work is assessed before the organisation commits to extensive testing. The organisation decides whether the product or solution is sufficiently developed to move into testing and validation.
Stage 4 – Testing and Validation
The product or solution is then tested to determine whether it works as intended and whether customers are likely to accept it.
Testing can include prototypes, user trials, field testing, beta testing, market testing or operational trials. The objective is to reduce remaining technical and commercial uncertainty before launch.
Gate 5 – Decision to Launch
Management reviews the results of testing and makes the final major investment decision. If the product meets the required criteria, the organisation gives approval for launch.

Stage 5 – Launch
The final stage involves commercialisation. The product or service is introduced to the market, supported by activities such as production, marketing, sales and distribution.
A post-launch review can then be undertaken to assess performance and identify lessons for future projects.
The main advantage of Stage-Gate is that it helps organisations manage risk and allocate resources gradually. Rather than spending a large amount of money on an idea immediately, investment increases as more evidence becomes available. Each gate provides an opportunity to stop projects that no longer appear viable.
It also provides structure, accountability and control, because project teams know what information they need to produce and managers have defined points at which to assess progress.
However, Stage-Gate should not necessarily be viewed as a completely rigid or linear process. Cooper has emphasised that modern Stage-Gate systems can involve iteration and returning to earlier activities when new information emerges.
Cooper defends his theory to also being suitable for smaller businesses. Where he addresses the misconception that a company does not have to be large before it can benefit from Stage-Gate. 
He summarises that a company is ready to adopt the method when its product or innovation activities have become sufficiently complex that informal decision-making is no longer effective. Importantly, this is not necessarily related to company size. A small business with several products, limited resources and multiple development projects may benefit from Stage-Gate just as much as a large corporation.
He argues that Stage-Gate can be scaled to suit smaller teams and projects, rather than requiring organisations to implement a large, bureaucratic process from the outset. (Planisware, 2015b)
The structure of this model emphasises the point of deciding which projects warrant progression, opposed to allowing every idea consume resources and/or incur unnecessary cost. When we look at organisations, fully utilising available resources as well associated cost is at the forefront of any decisions.  (Cooper, 2010)
As we advance in society and advanced Technology, product development has become more challenging to manage informally. When an organisation develops more products, teams and functions become involved. Marketing, finance, operations, engineering and senior management may all have different priorities. Stage-Gate provides a common process and defined decision points, improving cross-functional coordination and accountability. “Companies that have successfully implemented and use a Stage-Gate Discovery-to-Launch Process have a much better culture in place for fostering innovation”. (International, 2022)
To summarise, it is the authors opinion that a company’s readiness for the Stage-Gate model should not be based on the size of the organisation but by the complexity, risk and specific requirements for the project. As highlighted above, Cooper argues that the method can be adapted and scaled for a variety of sized organisations who would equally benefit from the structured implementation of product development. It would appear to become highly effective when multiple projects are ongoing, as it provides formal points where management can evaluate various aspects of the project, as outlined above. (Cooper, 2008). 
With the emphasis on a more scalable and flexible approach to the model, opposed to the processes being enforced to rigidly with a view of one size fits all approach, will be more effective.  The data suggests that a company is perhaps ready to adopt the Stage-Gate process when informal decision-making is no longer adequate to reach the end goal. However, focus on the companies’ size, possible project risk should be highly considered. 





[bookmark: _Toc239023778]2.2 Bunduchi & Smart theory

[bookmark: _Hlk239011311]The author decided to analyse Innovation pipeline model. (Bunduchi & Smart, 2010) summarises the model, 
The model is highly focused with costs associated with adopting process innovation.
The authors argue that organisations should not look only at the obvious financial cost of an innovation. They identify six broad categories of costs, which occur across three stages of innovation:
Generation
At this stage, the organisation identifies and develops the innovation.
Development costs
· Developing the technology 
· Research and development 
· Technical resources 
· Employee time 
· Developing the new process 
Initiation costs
· Searching for potential technologies 
· Learning about the innovation 
· Building awareness 
· Evaluating potential solution
2. Acceptance
The organisation decides whether to adopt the innovation.

Switching costs
· Moving from the old system/process to the new one 
· Employee training 
· Changing existing procedures 
· Adapting systems 
Cost of capital
· Investment required to implement the innovation 
· Technology and infrastructure 
· Financial commitment 
Implementation
The organisation actually puts the innovation into operation.
Implementation costs
· Installation 
· Training 
· Integration 
· Operational disruption 
· Troubleshooting 
Relational costs
· Changes in relationships between organisations/teams 
· Coordination 
· Communication 
· Managing stakeholders

Bunduchi and Smart's argues that the above cost heavily influences an organisations decision whether to or not to proceed with process change. This data highlights both measurable and unmeasurable cost, which if applied correctly can boost morale which in turn increases productivity. 
A simple Innovation Process Model may encourage flexibility and creativity, however is perhaps best suited for more simple changes. However, Stage-Gate provides the platform to review, make necessary changes and/or stop the project. Which promotes risk management and control. It would appear Stage-Gate has a more structured approach which is best suited for banking, whereas Bunduchi and Smart’s theory evaluates costs associated with implementing the specific innovation. At the generation stage, development and initiation cost are identified, followed switching cost during the acceptance phase and finally implementation and relation cost when final stages are implemented. Both models show that innovation should solely be evaluated on one specific area and various areas should be considered. 
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As outlined above, the student is currently employed at Starling Bank, as an Onboarding Specialist. Within the banking industry there are extremely tight regulations which are followed in order to protect consumers, prevent financial crimes and maintain economic growth. With this in mind, there are constant changes and/or improvements of processes. 
Over recent months the introduction of AI was launched to verify customer documents digitally. The purpose was to reduce the number of resources spent manually undertaking this task, elevate repetitive duties and improve efficiency by reducing processing time. This also provides an opportunity to assess the organisation's creative culture.
It was proposed this would improve workflow to allow personnel to focus on consumer communication and overall enhance the consumer experience. This would include the platform and/or time for employees to suggest improvements. This could support Amabile's (1996) argument that the work environment influences creativity. (Amabile et al., 1996). However, whilst this theoretically created capacity for employees to undertake more creative and value-added activities, it also triggered multiple redundancies, which created uncertainty amongst employees, as well as lack of motivation. This could be viewed to contradict the psychological safety and trust and willingness to be open to changes, limiting the creativity that organisations strive to achieve continued innovation.  Edmondson (1999) suggests that psychological safety supports learning and interpersonal risk-taking, which are important characteristics of an environment capable of adapting to changAnderson, Potočnik and Zhou (2014) argue that innovation involves the implementation of ideas rather than simply their generation, suggesting that the introduction of AI should be evaluated according to the value it creates rather than its technological novelty alone.
Whilst this change could be deemed as both technology and process innovation, it is important to note that technology does not automatically mean a successful innovation. This is effective when implemented in a way that it adds value. 
As above, the Banking industry comply to heavily regulated processes, therefore any change in processes must balance alongside compliance. This may create tension between innovation and control. Cooper (2008) cautions that excessive bureaucracy can reduce the flexibility required for innovation. Consequently, the organisation needs to establish proportionate controls that manage the risks associated with AI without unnecessarily restricting experimentation.
In summary, the introduction of AI provides evidence that Starling Bank has the potential to innovate technologically and operationally. However, technology alone should not be viewed as a strong innovation culture. A true reflection of innovation is dependent on how employee’s capability on using AI effectively, Management support, whether employees are confident in raising any issues with the tool. 
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[bookmark: _Toc239023782]Creativity is an important element of innovation, as it provides organisations with the capability to implement solutions to existing problems. Amabile et al. (1996) highlights the elements of taking an idea which is turned into structured, measurable and applied into a real-life situation.  Emphasis is put onto a supportive organisational environment, which in turn provides a platform for creative thinking. It is the student’s opinion this theory suggests that an organisation’s ability to innovate depends on both the company’s environment to promote creative behaviour as well employees’ capabilities to embrace and express their ideas. 
As above, the introduction of AI to verify customer identity, shows the authors organisation to have the capacity to identify and implement changes to current processes, using advanced technology to improve productivity. 
However, you could argue that the reduction in manpower, which also resulted in redundancies may create uncertainty amongst employees. This raises the question of the organisations creative culture, as technology has a huge presence is society. Would employees resist in offering alternative solutions in the future based on the outcome of the AI introduction and/or raise concern if they find weakness in the process. In this instance, the successful implementation of AI does not necessarily demonstrate that the organisation has successfully harnessed employee creativity.
Psychological safety is another important element to consider. Edmondson (1999) argues that psychological safety enables employees to take interpersonal risks, including vocalising opinions, asking questions and challenging existing processes. 
There appears to be an important link between the capability of employee’s and creativity when reviewing organisational culture. (Schein, 2017) concept of organisational culture highlights the influence of shared values and assumptions on employee behaviour. A culture that values learning, experimentation and constructive challenge is more likely to encourage employees to contribute creative ideas, whereas a culture dominated by efficiency, risk avoidance or strict adherence to procedures may restrict creative behaviour. 
Within the student’s organisation they clearly show the ability to introduce changes inline with high organisations. However, for reasons outlined above, the extent in which this translates into a culture that encourages creativity from employees is at times questionable.
In summary, Starling Bank does demonstrate a strong capacity to implement organisational change, however this should be separated for their ability to embrace employee creativity. In order to improve with their innovation capability, they would need to consider whether it can create a culture in which they actively encourage and support to contribute to it.
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The relationship between culture and creativity becomes particularly important when considering the wider innovation process. A meta-analysis based on 52 empirical samples and more than 10,000 observations, found a strong positive relationship between creativity and innovation and examined how organisational, cultural and environmental factors can influence that relationship. Dabić et al. (2015),
This supports the argument that creativity alone is inadequate. Organisations require a culture in which employees are supported to develop and implement such ideas, which would have a positive effect on how this translates to the work force. 
Starling Bank is required to balance two potentially competing cultural requirements. Firstly, banking requires consistency, immense regulations to comply to.  However, from the other perspective, technological change requires adaptability, training and feel comfortable to question existing processes.
This creates a potential cultural tension. A strong controlled culture may reduce operational risk but could also restrict change. A flexible culture may encourage creativity but could create additional risks if it is not appropriately managed. The author’s place of work should develop a culture that combines control with creativity.
The evidence suggests that Starling Bank possesses multiple characteristics associated with an adaptive organisational culture. The introduction of AI demonstrates they are making an active effort in keeping up with technology changes, which improve productivity. 
However, the research suggests they possess stronger evidence of their capacity to implement organisational change than their ability to promote a creative culture within the organisation. It is noted, that Innovation can be introduced from Senior Management without employees being involved in any part of the process, until implemented. 
The redundancies associated with AI are particularly significant in this respect. Although automation may improve organisational efficiency, the workforce consequences may affect employee perceptions of innovation. A culture that promotes innovation while employees simultaneously experience uncertainty about job security may create a tension that potentially limits willingness to take risks or contribute ideas.
Creativity and culture are clearly separate but closely linked. Creativity is the generation of potential ideas and change, while culture provides the social and organisational environment where those ideas are generated, nurtured and potentially implemented. Research suggests that creativity and innovation are closely related. It is noted that whilst a strategy may work in one company does not necessarily mean it will have the same effect in another. 
Schein's model demonstrates that organisational culture consists of visible artefacts, espoused values and deeper underlying assumptions, providing a useful framework for evaluating Starling Bank's cultural environment. Edmondson's concept of psychological safety further demonstrates the importance of creating an environment in which employees feel able to take interpersonal risks, question existing practices and contribute ideas.
The notable distinction is being an organisation that implements innovation and being an organisation that creates and supports a culture in which employees embrace the opportunity to contribute to innovation.









[bookmark: _Toc239023784]4.0 Conclusion

This assignment has critically examined Starling Bank's ability to innovate effectively and evaluated its ability to harness creativity and foster a creative culture within the workplace. Research suggest that innovation, creativity and organisational culture are closely interlinked, but they represent different aspects of organisational capability to foster each area. Whilst Innovation promotes implementation of new or improved ideas, creativity facilitates to the generation of ideas and culture influences whether employees are encouraged and supported to contribute to this process.
The evaluation of Starling's innovation capability indicates that the organisation demonstrates the capability to adapt to operational change. The introduction of AI, emphasises focus on process innovation. The culture element of the business does not stand out as fully embracing. The author acknowledges that often employees are advised of change and then the necessary measures put in place to execute. This would include staff training. Whilst this can be frustrating to employees it is recognised that working in the Banking Industry with such tight regulations, perhaps this approach is necessary. The analysis highlights that creating organisational culture, is an area that is not as strong as other aspects and perhaps achieving a more balanced approach would see further improvement in productivity. Overall, Starling Bank demonstrates a clear capacity to innovate and respond to technological and operational pressures. However effective innovation requires more than producing new technology or processes. 
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