

[image: ]

BA Leadership and Management Skills for the Workplace
Module: Developing Innovation and Creativity for Business Advantage BMSW6102

Innovative Service Plan 

Student Paper By
AMINA BEGUM
2118505

Lecturer: Ivan Rodriguez Hernandez


[bookmark: _Toc166736941]Table of Contents

Table of Contents	1
Arcadia Group and Innovation Failure	3
How Innovation has influenced Arcadia Group	5
Application of the SCAMPER model to navigate the challenges in the market for Arcadia Group	6
Recommendations	9
Conclusion	10
References	10


Introduction

Innovation is a key driver of success in organisations as whether consumers know it or not, they always want better services.  Innovation as a term has been expressed in all organisations, within their vision, mission and objective statement (Kahn, 2018).  The forementioned requires a platform to generate ideas which results in the bettering or introduction of a new product or service.  Joseph Schumpeter was an economist and well known for his book Capitalism, Socialism and Democracy in which he argued that economic growth is not gradual and peaceful, rather abrupt and sometimes unpleasant, which he called ‘Creative Disruption’ (Sweezy, 1943).  He suggested that the regular long-standing practices should be dismantled making way for new technologies, products and methods and distribution insisting existing businesses must quickly adapt to the environment.  Policy makers have fostered the idea of innovation, encouraging Europe into doing better in terms of research in new and better services to stay competitive in the marketplace and to improve the quality of life (European Commission, 2017).

Many retail organisations of the 2000's have dissolved although being well-established and recognised in the UK market, resulting in store closures and job losses (Philips, 2023).  Organisations have not been able to keep up with the market pace in innovative concepts or the customer expectations and have lost out to new and upcoming small businesses with great ideas, appealing to the new generation and digital age.  This service plan aims to identify the failings of the retail giant Arcadia Group Ltd, evaluating why it lost its competitiveness in comparison to its competitors such as Boohoo and Zara.  The application of the SCAMPER model will enable the brainstorming of new or improved ideas that the group could consider and recommendations to help enhance innovation for greater competitive advantage within its organisation and a conclusion recognising the importance of innovation and creativity opportunities for organisations.  
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Arcadia Group Ltd, a multi-national company Headquartered in London, England, fast became the UK's largest empire with Topshop dubbed rockstar of retail by The Guardian (Cartner-Morley, 2020).  The group relinquished in the 2000's, formed in 1997 as a group of fashion clothing retail stores, Topshop, Topman, Miss Selfridge, Dorothy Perkins, Evans, Wallis and Outfit.    At its peak the company boasted over 2,500 stores and concessions across the UK and several hundred worldwide with its presence in cities like Los Angeles and New York.  Arcadia Groups successful aim was to sell fashion by young designers, and they hired the most talented in the business to make this happen.   The most famous of them was Jane Shepherdson in the 90’s, who changed the way clothes was bought and styled.  Later in mid 2000’s, they introduced fashion model Kate Moss to create a collection, she was already the most influential celebrity in Britain which positively impacted the brand of Topshop (Vernon, 2008).  By 2019, Arcadia Group had already suffered financial turmoil and scandals in the media and had become irrelevant next to its competitors such as Boohoo and Pretty Little Thing (Williams, 2019).   

The billionaire behind the chain of Topshop, part of Arcadia Group, Sir Philip Green was investigated for sexual harassment and racial abuse of former employees.  Adding to this the owner had used non-disclosure agreements to silence his victims reported by the BBC (Nunis, 2020).  This portrayed a toxic and evil culture overall of the most popular retail brand of Arcadia Group and became widespread news, initiating a call for a boycott and women's rights group asking for inquiry into internal complaints system.  He had paid out more than £1million to employees to keep them quiet consequently leading to a public scandal.  A corporate scandal can be contextualised as a subcategory of corporate crisis, in this case a public situation has created an undesirable outcome for its firm and stakeholders (James, Wooton and Dushek, 2011).   Web networking is a powerful social communication, as network grows, connectivity increases, these connections create a value for brands, however not all connections have a positive impact (Jones, Temperley and Lima, 2019).  Scandals like this can have a negative effect on companies as there is no longer the element of trust and integrity within its corporate culture. Employee morale would have been low due to bad management and media presence of scandals which may have prevented staff to show motivation to collaborate and create ideas.
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According to Drucker (1998), there are four sources of innovation within an industry; Unexpected occurrences, incongruities, process needs and market changes.  Initially computers were designed for advanced scientific work, fast forward fifteen years later it was used in business for payroll processes.  Unexpected failure can sometimes lead to innovation opportunities, which was the case for Ford Edsel Cars, which was the biggest automobile failure in its history.  When Ford realised the changes taking place in the marketplace and its market segment was changing, they responded with the ‘Mustang’ which reestablished their place in the automobiles industry as a leader and gave them a distinct personality. 

Consumer habits had started to change, and the Arcadia Group failed to keep up with upcoming trends and the ‘ultra-fast fashion’ industry rise.  Fast-fashion is a term used to coin the high turnover of designs in fashion retail sector, from the catwalk to the stores, and has become a big industry around the globe today with social-media trends pushing up demand of clothing (Ibis, 2023).  Arcadia Groups leaders failed to imagine their future customer needs, according to the article by Lancefield and Rangen (2021).  The article suggested that some leaders although they have extensive expertise, it can also prevent them from practicing new ideas.  The Topshop brand was in between value for money and quality but neither of the two and therefore stuck between two demographics.  Consumers have more options nowadays and without a compelling reason or brand story, they will go elsewhere.  Innovation is a key driver for survival and competition, the challenge for organisations is to be able to generate new ideas repeatedly, this was the basis for the study by El Haiba, Elbassiti and Ajhoun (2017).  The aim of their study is to establish a smart organisation that uses recommendations from the organisation to find improvements to assist them in generating new ideas.  They believed that providing a platform for employees to share, express and store their ideas would unleash a potential within individuals and further create growth for the organisation.  Arcadia’s success and high-profile recognition in the market had become arrogant, as described in the article online by Parisi (2019), they had not realised the potential of creating strong consumer relations and building the audience they required and neither did they encourage employee's ideas and thoughts.  This had stopped them to think ahead before emerging next to successful fashion organisations, and the lack of focusing on strategic marketing and supplier network they started to decline.  
E-commerce has become more prominent and newer organisations have been able to understand and operate in a more innovative way, whilst the older ones failed to move forward.  According to Bryson (2021) the establishment of Amazon.com by Jeff Bezos changed the outlook of e-commerce in early 90's, efficiently transforming space and time for future e-commerce.  It took away the traditional form of commerce or consumption via face-to-face which was limited to store opening times.  In his book, Bryson (2021) suggested the geography of the online store relates to logistics rather than consumer accessibility.  The online fashion retailers used this strategy to reach its vision, and companies such as Boohoo cut costs associated with brick-and-mortar stores and adopted cheaper production of goods (Stenzel, 2021).   Topshop had become absorbed with debt from their stores rent costs, had they closed stores earlier and responded with investment into online shopping they would likely have competed with the market.

The concept of using social media as a tool to reach its customer base, enabled online retailers to tap into the new forth-coming market.  Boohoo used social media to promote its product, making it more appealable and accessible with special discounts via influencer accounts.  Recent work demonstrated by Bilińska-Reformat and Dewalska-Opitek, (2021) identified that online fashion companies were able to continue their success during the Covid19 pandemic of 2020 unlike the traditional high street stores, who could not adapt quick enough for this new way of living, resulting in a negative impact on its profits.  In their study they found that many existing brands went online and introduced technological and digital innovations following increased consumers interest in safe and convenient online availability and use of omnichannel solutions.  Organisations with strong strategies in terms of technological solutions have been able to withstand the complexities of covid restrictions in commerce.  Arcadia Groups businesses were widely known for their brick-and-mortar stores, and their online presence could not surpass this.  They simply had not had the success as others with online marketing via social media and the lack of strategic planning and understanding of the demographics of their customers further added to this.
Arcadia’s competitor Zara has been successful in their marketing strategy, their rapid responsiveness to market demands and customer centric approach enabled them to disrupt the industry.  Zara has a strong technological infrastructure and rather than pushing their product to their customer they are focussed on pulling them in using engagement software to browse products via scan codes (Danziger, 2018).  They encourage employee input regarding new ideas and have a vertical management style allowing for easier and efficient communication between teams and leaders.
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Substitute 
Climate change and environmental degradation has impacted how consumers respond to sustainability of fashion retailers, according to research by Rausch, Baier and Wening (2021).  Offering a line of clothing that harnesses eco-friendliness, similar to that introduced by H&M (Bains, 2020) could further establish their attractiveness in the market.  Customers find sustainable attributes such as fair wages and working conditions and environmentally friendly production process most important.  Arcadia Group could have explored other materials that are recyclable and using sustainable cotton to substitute synthetic materials to ensure they meet the needs of the future customer base.  A business model in the current environment needs to be renewed to effectively address sustainable and holistic concepts for businesses involved in fast fashion to keep pace. By embracing these customer needs, Arcadia Group would have likely attracted the new generation of consumers who place high importance to these issues.


Combine 
Combining their fashion line with other multiple trends allow for them to reach the consumer markets of today.  Fast fashion is faster than ever, offering their customers high-end fashion products as well as a sustainable range generates a belief that they are still in touch with the market.  H&M have a line of exclusive range which is designed by a celebrity fashion designer or a famous name which attracts many customers as they are one off, in season wear.  Boohoo are promoted by social media influencers which has become a sensation.  The new generation of young shoppers watch Instagram and Tik-Tok videos to get inspiration for what to wear, positively impacting their brand.  The Arcadia Group could collaborate with other artists or designers to establish a co-working environment and further strengthen their appearance to the new shoppers of today.

Adapt 
Zara fashion had adapted to online purchase receipts.  This enabled them to portray themselves as reducing paper waste and reducing lost paper receipts which in turn allows them to inherit online information about their customer, their demographics and what they buy.  Adapting to better technological advances online, heighten the customer experience and shoppers are shopping across multi-channels such as click and collect, apple pay and App only shopping (Shankar et al, 2021).  Online only retailers have better expertise in these matters as their business model enabled them to do so.  Investing resources into its online market will enable them to compete with other contenders and ensure a safe and positive experience for customers online.  Data analytics enable online businesses to understand their customers and their shopping habits, offering online only deals and personalised deals can attract customers to shop online.  Embracing this approach will enable Arcadia to give value to its customers and ensure customers feel worthy of the company.

Modify
In terms of product/apparel, many fashion brands have broadened their fashion line by introducing a sports or well-being line and customers no-longer use sports only brand for such clothing.  Arcadia can modify their fashion wear by incorporating such lines.  A report on The Guardian announced that Pinterest (image sharing platform to inspire and motivate) had seen an 80% rise in 2023 compared to the year before in its searches for modest fashion outfits (Jobe, 2023).  Thus, Arcadia could incorporate a modest fashion range within its Topshop concessions to further appeal to a niche market.

Purpose
Ethical purposes are a very important factor in all industries, including the garment industry.  Arcadia Group heavily relies on garment factories overseas for faster and cheap production; however, majority of fast fashion businesses have been criticised on their ethics overseas.  They rely on poor countries who are without established policies in working conditions, weak labour laws and well-known for their low wages, and ultimately the corporate client profit highly from these conditions (Earth.org, 2022).  A long-term organisational commitment to incorporate better ethics with their poorer counterparts, Arcadia can commit to providing clean water and better living conditions in the areas where they have production lines.  This will help to create awareness of their brand and help repurpose what they do and retract unwanted attention to their production.  Building brand equity through linking charitable causes provides an opportunity for differentiation, and 70% of millennials say that they consider a brand’s ethics and values when making purchases (Charities Aid Foundation, 2024).

Eliminate
Arcadia Group’s founder, Sir Philip Green’s association with the company after the many scandals had secured negative attention.  Arcadia Group should have renamed a CEO to help them recover from the turmoil earlier on.  The management style was very hierarchal and centralised, and the allegations of bullying further added to the negative impact it had on its employees and business.  The managing of the company should have had a proper shake down amid all the revelations, but it had continued to remain outdated and no longer viable on a human or commercial level (Hlupic, 2021).  Incorporating new, updated management team and style may have helped to create a better environment for its employees.

Reverse
Arcadia Group should challenge their marketing strategy to ensure that their service meets the requirement of their customer.  They have used traditional methods and not adopted to marketing via social media and other social forms which connects with their new demographic of consumers.  Much of the business community communicate via social media whereas others are trying to adapt themselves, while all are familiarising and interested in effectively using social media to organise communication in their organisation.  According to the study by Grizane and Jurgelane (2017) social media has an impact on businesses and customer habits, and therefore Arcadia should consider investment in building a better social network recognition to compete with their competitors.
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The SCAMPER model created enables Arcadia to recognise the challenges it was faced with and how they could have navigated these.  Had the leadership continued to make effort in looking at ways to explore innovative ideas then the following recommendations would help make these ideas a success. 

The Arcadia Group would benefit from applying the Six Thinking Hats technique when strategizing their plan for online marketing and networking (Debono, 2017).  The technique allows for organised thinking when generating new ideas and plans, which would enable Arcadia Group to identify issues and have clear communication and discussion related to these issues, allowing for them to find solutions or alternatives.  Recognising what their competitors were tapping in to and understanding the reasons behind it would likely have caused Arcadia to make changes to certain processes.  

[bookmark: _Int_VvuARf0E]The management and leadership styles reflect the amount of innovative ideas generated, the value of creating such ideas weigh highly on the platform provided for employees to collaborate and express ideas.  Knowledge and expertise of individuals can help to generate ideas and no longer is a job for top management executives to decide.  The stage-gate process enables organisations to be guided through a six-stage process, where after every two phases there is a gate where the process is tested.  Such a process would allow for Arcadia to test their online shopping market.  
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It is necessary for Arcadia Group to invest and apply resources to develop innovation and creativity in its business as it can help identify areas which require attention.  Without the necessary chances for this development, the company had failed and incurred losses and departure from the market.  Innovation requires knowledge, ingenuity and focus, without a leadership that can help create a platform navigate these areas there will be consequences.  The service plan has indicated the ways in which Arcadias competitors were able to exist and succeed, which compares to Schumpeter’s Theory of economic growth is through creative destruction and those who fail to make changes to the regular processes will not be able to succeed.  Had Arcadia taken steps during the crucial times, many of its failures could have been salvaged, however the management had become too arrogant and greedy to make changes for development and consequently dissolved.  It is a lesson to be learned for other fashion retailers and organisations, that creating an environment for collaboration, communication and development enables everyone to find a solution to problems and establish better services and products.  
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