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[bookmark: _Toc161934072]Executive Summary

      In this report, I have discussed about the importance of innovation and creativity in the food retail business, specifically Lidl. 
      In my short time working for the company as an Assistant Team Manager in 2021, I saw an opportunity for innovation in the Bridgend warehouse and presented it to my managers.
      I detailed the methods used to identify the problem and how I came up with the creative idea that leaded to the innovation I proposed: the creative process, DeBono’s Six Thinking Hats, the 4 P’s of the creative process. 
      I then did a force field analysis and talked about the effectiveness of the idea.
      Lastly, I spoke about the organisational climate and the leadership styles necessary to encourage creativity and innovation in the organisation.
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[bookmark: _Toc161934074]Introduction

      Innovation and creativity are vital for the retail business. The market dynamics and the customer preferences and needs constantly change and unless organisations rethink what they offer, they will be left behind by the competitors. Supermarkets and food retail organisations survive because they are able to change. Using creative ideas and turning them into innovative measures, these organisations can continue meeting customer needs (Poole & Van de Ven, 2021).
      From introducing new products to implementing new technologies, creativity and innovation not only attract customers, but also help organisations stand out, ensuring survival and the long term success in the dynamic world of food retail (Tidd, 2018).
      Innovation and creativity allow businesses to maintain monopoly in the market for a period of time, which can last until competitors can match the results, or until the organisation can successfully repeat the process through further or new developments (Jarmai, 2020).
       

[bookmark: _Toc161934075]Main Findings
[bookmark: _Toc161934076]1.Introduction to Lidl

      Creativity and innovation are indispensable drivers of success in the food retail sector, empowering retailers to achieve sustainable growth, competitive advantage and customer loyalty. By embracing creativity and fostering a culture of innovation, retailers can unlock new opportunities, overcome challenges and create value for both their business and society as a whole, especially in the post-pandemic climate (Fields, 2021).
      Lidl is a renowned global discount supermarket chain, recognised for its commitment to offering high-quality products at affordable prices. Founded in Germany in 1973, Lidl has rapidly expanded across Europe and beyond, establishing a presence in over 30 countries. With a focus on efficiency and cost-saving measures, Lidl operates with a lean business model that enables it to pass on significant savings to customers while maintaining product quality (GCU, 2018).
      Lidl operates a highly efficient and streamlined warehouse system that forms the backbone of its supply chain. The company’s warehouse system is designed to optimise logistics, reduce costs and ensure timely delivery of products to its stores (Lidl.co.uk, 2022).
       I applied for an Assistant Team Manager in the Bridgend Regional Distribution Centre and was offered the position. I started training as a picker in the Avonmouth warehouse for the first month and then continued the rest of my 5 months probation period in Bridgend. Assistant Team Managers (ATM) are in charge of the different sections in the warehouse: ambient, non-food, fruit and vegetables, chilled and frozen products. They are also responsible for the teams working in said sections (Lidl Careers, 2024).
          Innovation can be described as the lifeblood of any organisation. It drives growth, competitiveness and relevance in today’s dynamic landscape. Embracing innovation enables companies to anticipate and meet evolving customer needs, stay ahead of industry trends and differentiate themselves from competitors. Innovation promotes a culture of continuous improvement and experimentation, empowering employees to explore new ideas and technologies. According to Turner and Johnston (2020), ‘innovation has a reputation for being a black art, but it’s really not. Yet because so few companies have designed a deliberated system for repeatable innovation, its ad hoc nature causes it to fail, or at best deliver more of the same’.
      According to McKinsey and Company (2022), ‘innovation is the systematic practice of developing and marketing breakthrough products and services for adoption by customers’.
      Creativity is the ability to generate novel and valuable ideas, solutions or insights. In an organisational context, creativity manifests as the capacity to think differently, challenge conventions and produce innovative outcomes. Creativity encompasses diverse thinking styles, different problem-solving approaches and the willingness to take risks. Creativity cultivates a vibrant and inclusive workplace culture and empowers employees, motivating them to contribute to the organisation’s success (Brito & Thomasz, 2022).
      To summarise, creativity is the generation of novel and valuable ideas, while innovation is the process of implementing those ideas in order to create tangible value. Creativity is the foundation of innovation, providing the raw material from which innovative solutions emerge. Both creativity and innovation are essential in driving progress and ensuring the growth or even the survival of an organisation (Goleman, 2015).
      Lidl is not one of the most innovative companies, mainly because it is focused on cutting cost. Their innovation efforts are focused on waste management and recycling: ‘at Lidl, we are committed to developing innovative ways to effectively manage our waste streams to ensure that we reduce our packaging requirements, recycle more and redistribute surplus food to charity’ (Lidl.co.uk, 2023). However, facing the constant threat of its main competitor, Aldi, Lidl had to step up and invest in technology that could keep them profitable in the current market: they developed the Lidl app and even installed self check out tills in some stores (Ask, 2024).
       Lidl found a creative and not very expensive way to generate ideas: on the company app, there was a reward offered (£500) for any staff member who could come up with a great idea that would be put in practice. This way, there would be a consistent amount of brainstorming coming from all the different employees – no idea is a bad idea initially – and then the dedicated team’s job would be to find the really good ideas (if any) and check their feasibility. As Linus Pauling said: ‘The way to get to good ideas is to get lots of ideas and throw the bad ones away’ (University of Bristol, 2023).
      

[bookmark: _Toc161934077]2.The type of innovation identified

      It didn’t take me long to see the problems that warehouse management were facing daily. Even while training in the Avonmouth warehouse, I noticed that there was never enough staff. Stores were sending their staff and even their managers to pick the stock in order to ensure customer satisfaction. At first, I thought that this was related to the area where the warehouse was located (an industrial area outside of Bristol). Having managed the Avonmouth Travelodge Hotel located right next to the warehouse , I knew how difficult it was to recruit in that area. Staff turnover was extremely high and the warehouse had to rely on agency workers, who were not skilled, not fast and very expensive.
     On top of that, Brexit and the pandemic added to the difficulty. By June 2022 the UK was faced with a shortfall of 460.000 EU workers as a result of Brexit and the 130.000 workers brought in from  outside the EU could not close the gap. Transport and warehousing suffered the most, facing a reduction of 128.000 EU workers – the equivalent of 8% of the employment in this sector (O'Carroll, 2023).   Towards the middle of 2021, when I joined the company,  Lidl was struggling to recruit and retain staff, even though they were investing £18m in increasing wages (Butler, 2021). 
      I then noticed that the Bridgend warehouse faced the same challenges, even with the different location. It was actually worse, because in Bridgend they were used to having loyal staff and they found it extremely hard to manage the high turnover and the agency staff. 
     Employee turnover affects organisations in a negative way. It is very important for managers to identify the reasons why people leave and to find ways of preventing it, or at least minimizing it. According to CIPD (2024), staff retention can be improved by ‘flexibility, fair treatment and employee wellbeing’.
      Being in training, I had time to talk to the staff and noticed that they felt ignored and not looked after. In my interview, the Team Manager and the Warehouse Manager told me that they were looking for an external manager with experience leading teams, so I took it upon myself to help my colleagues with overlooked HR issues: returns to work, interviews, training, probation reviews, probation terminations. The backlog was extensive and this meant that some employees were leaving because they didn’t feel valued, and some of the ones who stayed were taking advantage of the lack of action. 
      After talking to the team and my fellow managers, I came up with the idea that I could only look after HR issues, in order to try and sort out the turnover issues and the fact that the existing staff were not performing very well. My plan was that I could still learn how to manage all the areas and act as cover when my colleagues were off, but I would mainly deal with staff related issues for all the departments.
     Innovation can be classed as radical and incremental (Gui, et al., 2020).  My innovation could be classed as radical, considering that Lidl is a company focused on cost control. It also falls into the ‘Process’ category of the 4 P’s model, which is a framework that can be used to organise innovation efforts. The other categories are: Paradigm, Position and Product (Tidd, 2018).
[bookmark: _Toc161934078]     3. The creativity process applied to identify possible solutions

            The creativity process 
       The creativity process is a series of stages that individuals typically go through when generating new ideas, solutions or insights. While the specific steps may vary depending on the context and individual preferences, the creativity process generally involves the following stages (Sadler-Smith, 2023).
1. Preparation: gathering information, exploring relevant knowledge, research, brainstorming, inspiration (Bonnardel & Didier, 2020). For me, this involved talking to the team members in the warehouse or during the different meetings I had with them (return to work, probation reviews, disciplinary procedures). I also spoke to my colleagues and listened to how stretched they were, barely having time to do the day to day jobs, not having time for all the HR related issues that were left to pile up. There were instances when managers went off on long term sickness because of the stress caused by the job. There were complaints about the agency staff brought in on a daily basis, because they were not really invested in hitting targets and the long term staff had to pick up the slack. There were also complaints about the constant recruiting process and the time needed for interviews, induction and training. Because of all this, stock wouldn’t reach stores and would cause customer dissatisfaction (The Worcester News, 2021).
2. Incubation: this is when the information is processed. Ideas and connections may emerge spontaneously. This can be considered to be the key to success: coming up with many ideas and taking the time to reflect (Charlton, 2019). I had many staff members and colleagues telling me that they were happy with me dealing with the HR aspect of the job. Most of my colleagues had been working all their lives in the warehouse environment and had little or no experience in dealing with people. Even in my interview, I was told that they needed a ‘people manager’. I really enjoyed getting involved with the team (more than 120 people across the departments) and getting to know them. 
3. Illumination: a sudden burst of inspiration when a novel idea or solution presents itself (Michigan State University, 2024). In one of our weekly management meetings, while listening to all my colleagues complain about the same problems that were brought up every week with no solution, I came up with the idea of becoming the ATM in charge of all HR matters and a liaison with the actual HR department. 
4. Verification: critically analysing the idea, assessing its feasibility (Liggett, et al., 2023). I put together a business plan. I talked to the HR department and asked about the costs relating to advertising jobs, organising interviews, having the induction days and all the training sessions organised in the warehouse. I also talked to supply chain and the departments dealing with the stores and put together figures relating to all the stock that didn’t get to the stores in the previous 6 months. I also spoke to the transport department and put together a report regarding the amount of pallets collapsing because of poor stacking (lack of training and supervision). I then talked to my colleagues about all the damaged stock and collapsed pallets in the warehouse – again, due to having a constant flow of new starters. I put all of this information in a report and compared it to my annual wage. 
      I came up with more ideas during my brainstorming exercise. I did ask my colleagues and staff for suggestions of what would make their lives easier, but ultimately I sat down and thought about it all by myself.  While at the time I wasn’t aware of De Bono’s six thinking hats (1985), I realised during this course that I did use them when coming up with my solution. I will go through each of one below:

1.White Hat: identify and present the problem. This was what I spoke about earlier: high turnover, high staff dissatisfaction (team members and managers alike), high cost of advertising and constantly recruiting, loss of product and not enough stock reaching stores. 
2.Green Hat: come up with solutions (ideas). The ATM role that I already mentioned was only one of the solutions. I also came up with the idea of choosing a number of crew trainers from the team members who performed very well – this would not be a paid position, they would have to volunteer for it, but it would give them a sense of pride, it would make them feel appreciated and that they are contributing to the process of creating a better workplace and it would definitely help for any future promotions. Another idea that I came up with after talking to the morning managers, was to introduce an earlier start for the morning shift for those interested, to make sure people had the work-life balance they needed. Myself and the other managers would rotate the earlier starts, to make sure that management presence was always available.
3.Yellow Hat: evaluate the benefits of the ideas. The benefits of having a HR dedicated ATM would be: 
-all HR issues dealt with in a timely manner;
-staff satisfaction and making them feel valued– team not performing would be re-trained or probation would be ended;
-management would be able to focus on their tasks without the added pressure of finding extra time or working overtime (unpaid for salaried employees);
-less time taken off sick because of mental health issues by management;
-by focusing on training the staff members and helping them reach their targets, we would make sure that the stores get the needed stock, which would in turn increase customer satisfaction (at the time, Lidl was struggling to supply chilled and frozen products to the stores because of the lack of staff);
-less wastage by means of collapsed pallets in the warehouse or in transit (staff would be properly trained on how to stack the pallets and then monitored and coached until they can do it confidently);
-I would still learn how to manage all the other areas and would be able to provide holiday or sickness cover. 
4.Black Hat: evaluate the weaknesses/risks associated with the idea.
-One drawback I could see was the lack of space for having all the meetings necessary. It was very difficult to arrange a meeting room in order to have confidential conversations with the team members. 
-Another drawback was actually convincing higher management that by agreeing to this ‘new’ position it wouldn’t mean that they would waste £38.000 which was the wage at the time for my position, but it would be covered in time by all the money saved by all de positives from number 3. I did make this proposal as a 6 months-1 year trial, in which time we could see if it would be profitable or not. 
-while I had spoken to all my fellow managers and none seemed interested in this position, there could be resistance from some of them.
5.Red Hat – it stands for emotional thinking, subjective feelings and opinions. I was very enthusiastic about this idea and was convinced that it could work. My colleagues were not very sure, saying that they had been working in the warehouse long enough to know that nothing really changes. They said that my enthusiasm was due to the fact that I was new and came with all these great ideas, but nothing will come out of it (they were right).
6.Blue Hat – problem control, focusing on making decisions, following the rules. Moving past the initial enthusiasm, there were no additional measures that needed to be put in place.  I was not recruited for a specific area in the warehouse, therefore there were no time constraints. Even as I approached the end of my probation period, there was no plan made for me. At the end of the day, my direct manager would be responsible for the blue hat.
[bookmark: _Toc161934079]4.A critical analysis of the effectiveness of the solution

            Kurt Lewin’s Force Field Analysis (1947) is one of the tools used to understand whether it is reasonable to implement change in an organisation or even in our personal lives. Two forces are at play: driving forces and restraining forces. As Lewin  (1948) stated: ‘to bring about any change, the balance between the forces which maintain the social self-regulation at a given level has to be upset’. 
            When describing the six thinking hats (DeBono, 1985), I mentioned the driving and restraining factors relating to my idea of creating the position of a HR focused ATM.
Driving forces:
· All HR matters dealt with in a timely and effective manner
· Increased employee satisfaction and boosted morale
· My colleagues would be able to focus on their tasks without unpaid overtime
· Less sick leave because of mental health issues, especially for management
· Training, re-training and coaching team members in order to help them reach targets
· Trained staff would be able to build stable pallets and minimize wastage
· I could provide management cover in all departments during holidays and absence
Restraining forces:
-lack of space for all the meetings necessary
-cost-convincing my managers that my yearly wage would not be wasted
-work culture – resisting change
-convincing higher management to implement the change
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      The score for the forces for good is much higher than the score for the resisting forces, which suggests that my idea could be put in practice. The ways I could overcome the resisting forces are:
-Lack of space :there were only two available meeting rooms in the whole warehouse, which were used in different meetings and courses. This always caused problems when more than one manager planned to have meetings with staff for different reasons. If I was the only one having these meetings, I could keep the planner up to date and make sure that there would be no overlap.
-Cost: According to CIPD (2022), the average cost of recruiting employees was around £1ooo in 2021, when I joined the company.    Considering that the labour market was stretched, the costs could be even higher. In the six months I spent in Bridgend, we arranged interviews at least once a week and the same amount of induction days. If we calculate only £1000 per week for 6 months, that comes up to £24.000. My yearly wage at the time was £38.000 per year. Based on this calculation, there would be no extra cost to the company.
-Work culture:   change comes from leadership and it is not easy to implement (Fullan, 2020). All of my colleagues had been working for the company for over 20 years. While they knew the job inside out, they were not trained in dealing with HR issues and were very resistant to change. This ties in with my last example of force against change, convincing higher management. Unfortunately, I did not go past this last problem and my idea was not implemented.                                                                                                      
 
[bookmark: _Toc161934080]5. A critical evaluation of the organisational climate and leadership style necessary to implement the idea and foster innovation in the organisation

      Innovation can happen in organisations where continuous evolution and experimentation are encouraged. In these work places, risk is embraced but also thoughtfully considered. Such work culture can enable rapid changes, different strategies when there is a disruption in the market (a new competitor for example), and it can also help find new opportunities (consumer behaviour or gaps in the market) (De Brabandere, et al., 2019).
      Organisational climate refers to the environment within an organisation, which is influenced by the attitudes, behaviours, values and norms of its members (El-Amin,2022). Implementing diversity, equity and inclusion are extremely important in order to improve organisational performance (Adejumo, 2021).
      The organisational climate deeply affects employee morale, motivation, job satisfaction and performance. It can be split into different categories, such as: positive, supportive, promoting productivity, or negative, toxic and detrimental to employee wellbeing. Organisational climate can be influenced by: leadership styles, team dynamics, job design and policies, procedures and practices (CIPD, 2023).
       Leadership styles are very important in driving innovation in an organisation. Transformational leadership was found to have the most impact on the innovative behaviour of employees, because it is based on the effect on the leader on the employees: trust, admiration, loyalty, respect. All these effects help motivate employees and, in turn, they lead to results. On the other hand, the transactional leadership style is based on the cost/benefit relationship and the negotiation between leader and followers and it relies on rewards or punishment (Berdecia-Cruz, et al., 2022).
       Another type of leadership style is the authentic style. Authenticity in the workplace means that individuals can be themselves, they exhibit integrity and make decisions based on principles. Employees trust such a leader, are motivated and can perform better. Authentic leaders continuously work on bettering themselves, cultivate self-awareness, are disciplined, are mission driven and inspire faith (Gavin, 2019).
     While working for Lidl, I experienced the transactional leadership style, both from my colleagues and higher management. The results of this type of inflexible leadership style are: resistance to change, lack of adaptability, fear of failure, limited engagement with staff and colleagues, missed opportunities. It can also lead to a culture of stagnation and resistance to change, stopping the innovative process (Gunzel-Jensen, et al., 2018).
      From my contacts who remained working in the Regional Distribution Centre in Bridgend, I understand that my idea was implemented a year after I left the company. However, it wasn’t successful because the ATM who filled the position was not trained properly to deal with all the HR issues, even if he was an expert in all to do with the warehouse. Learning and Development can help deliver courses that help managers create a workplace culture that fosters creativity, facilitate critical thinking, keep an open mind to experiments, welcome new ideas (Danvila-del-Valle, et al., 2018).

[bookmark: _Toc161934081]Conclusion

      Innovation is the core renewal process within an organisation, which is an activity associated with survival and growth (Tidd, 2018).
      Food retail businesses, even cost-focusing ones, must stay current in order to keep attracting customers and stay ahead of their competitors. This can be achieved through investing in new technologies, new or updated products, new or upgraded processes or moving into new markets. 
       While my idea seemed like a solution to the problem the warehouse was facing at the time – high turnover and high cost coming from agency workers, constant recruitment and wastage, the company was not open to it. Even a year later, when they did implement it, it failed because of lack of training. 
       Creativity and innovation are not enough if the organisations are not well equipped to adopt and implement the ideas. While constraints can encourage innovation and creativity, the key is to find the balance (Acar, et al., 2019).
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