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Executive Summary
This report was written by Livia Zamfira Sas and aims to solve the expenditure and capital loss Tesco warehouse is currently facing. This problem was identified through various conversations and data analyses with Tesco warehouse managers that have also highlighted this problem. Once the problem was established, solutions to this issue were found. This was done through using a brainstorming technique which allowed for all the potential solutions to be named – whether they were suitable or not. In addition to this, the six thinking hats were used to list various factors about the solution: process, benefits, feelings, threats, facts, and creativity. This method was useful in focusing on specifically two of the solutions. The 4ps of creativity were then also used on the top three solutions identified within the brainstorming. This allowed for the limitations to be listed for each of the potential solutions, making the final decision easier to identify. Although, to determine the most effective solution, the Force Field Analysis was used which visually showed that the solution consisting of placing additional pieces of cardboard in the interior of wine bottles and other fragile bottle boxes to increase their internal security and stability during transportation was the most effective. 
[bookmark: _Int_wKyFqv53]In this report the types of innovation are explored in order to identify the type within which the solution identified falls under. 
Finally, the organisational climate of Tesco warehouse is discussed, as well as the different leadership styles. These styles consisted of authentic, transactional, and autocratic. The leadership style which Tesco warehouse follows was recognised. Furthermore, the drivers of innovation within Tesco warehouse were also identified. 










Introduction - 
My name is Livia Sas and I work in Tesco Warehouse, which is in Major Depot, Newport. My current role is a picker, I work on a lollop truck which I use to pick up and carry produce around the warehouse. In the end, I deliver this produce to the lorries, ready for distribution. I had 1 week of training before I could drive the lollop truck. In addition to this, I will receive training on a CB machine which I will use to sort pallets based on colours internally inside the Tesco warehouse. On some allocated days, I work in recoup where my role is to collect damaged and disturbed produce so that it can be potentially recycled.
Logistics is the process of moving items between origins and destinations within a period of time, (Daganzo, 1991). This is very important in the retail industry which I work in because it ensures that shipments will arrive on time, and it prevents the wrong products from ending up being shipped. 	When the boxes of produce become damaged, this puts not only the internal items in the boxes at risk, but also the other items in the surrounding boxes on the lollop truck as well. There is a high risk of the boxes collapsing and disturbing the balance of the other ones which are stacked close to them. As a result, many products become damaged beyond recycling ability and must be thrown out. This process is time-consuming and interrupts the normal flow of a picker, this decreases the efficiency of the Tesco warehouse logistics. 
Creativity, as defined by (Goodman, 1995), is “the process of generating new ideas or concepts”. In addition, it is also the implementation of imaginative ideas to create innovative solutions to certain identified problems. Innovation is related to the term ‘growth’ as explained by Joe Tidd, 2018; it allows businesses to create a competitive advantage between them and their competitors. The difference between the two is, simply put, that creativity is the process of coming up with original, unique solutions to a specific problem (Amabile, 1996), while innovation is the process of applying those solutions to solve the problem (Rosing, et al., 2011). 
As I work in Tesco Warehouse, the demand for creativity and innovation is high. Tesco warehouse falls under being a private sector, since it is a company owned by shareholders and is a profit-earning business. Creativity and innovation allows Tesco warehouse to be sustainable, meet changing customer needs, and, most importantly, to stay competitive. Creativity and innovation is essential to the long-term survival of Tesco in the industry. Firstly, sustainability in a supermarket chain like Tesco is vitally important to ensure that the sector doesn’t negatively impact the environment. Sustainability is important in managing the packaging of produce and the greenhouse gas emissions of various machinery, which are factors that need to be considered in a Tesco warehouse (Ehgartner, 2018). With creativity and innovation, the packaging of produce can be altered to ensure that it is durable, but also has a lower environmental impact – this could be done through the actual packaging material or the way of packaging. In addition, gas emissions can be reduced from transporting lorries by minimising transport routes (Schnider, 2023). Sustainability also envelops the supply chains which provide Tesco warehouses with products, ready for distribution. As highlighted by Manners-Bell and Kyon (2022), the COVID pandemic showed flaws in supply chains across the world. The importance, therefore, of creativity and innovation is to create approaches to these flaws to ensure waste is minimised and product usage is maxamised. Waste management is an important area in need of creative and innovative solutions in Tesco warehouses. 
Secondly, creativity and innovation allows Tesco, both in separate sectors and as a retail business, to meet changing customer needs and increase their satisfaction with their services. Innovation, in terms of this, improves how available products are to customers, preventing shortages and increasing the chances of buyers receiving the items they want as fast as possible. In addition, the implementation of online delivery services which allow customers to buy produce from the comfort of their home and have it delivered to them. The importance of creativity and innovation is it improves the accessibility of the retail business to customers. Overall, this improves the confidence buyers have in the services provided, but also makes Tesco, warehouse and as a whole, more competitive by making it more efficient. Creativity and innovation is important because it has allowed Tesco to creatively expand its produce range, appealing to a wide range of customers. 
In conclusion, creativity and innovation are important both in my private sector and in the retail business. As discussed, the benefits that it brings is that it allows businesses to work on their areas of weakness by accumulating unique ideas and putting them into action. 













Type of Innovation Identified -
The main problem that I have highlighted from working as a picker in Tesco warehouse was the amount of waste which is produced each day. I have identified this problem in the expenditure values shown by Tesco, because of waste. Creativity and innovation need to be applied to solve this issue. There are four types of innovation: disruptive innovation, breakthrough innovation, basic research innovation, and sustaining innovation. 
Disruptive innovation is a term which was created by Christenson in 1997, which is the process of a business releasing a new product or service on the market which targets unsatisfied segments of customers. Although this is normally associated with smaller businesses, large corporations like Tesco can also implement disruptive innovation. 
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This graph was put together by Christenson and Larson in 2016 and depicts ‘low-end disruption’ and ‘new-market disruption’. Low-end disruption means that the service/product targets already existing customers, while ‘new market disruption’ means that the service/product has targeted predominately new customers which creates an initial new market. This can apply to Tesco although it is a big company. Tesco can use this innovation to introduce new services/products, or potentially new technologies. Furthermore, this does not apply to my identified issue because reducing waste requires a change in already existing practices; it doesn’t focus necessarily on targeting new or existing customers, only improving internal performance to reduce expenditure on produce. 

Breakthrough innovation refers to making radical changes to already existing technologies, products, services, or creating new ones. This “breakthrough” can often lead to drastic changes within an organisation or company which can carry many benefits. As stated by Mascitelli, 2003, breakthrough innovation can “represent a sustainable competitive advantage to firms”. Although, referring back to my identified issue, this is not a suitable innovation type because I am not looking to make drastic changes to the packaging or produce, nor create new ones. This could cost a lot of money for an organisation to do and might not be ethical as this money could go towards more pressing concerns. 
Basic research innovation is a type of innovation which refers to obtaining new knowledge and understanding of the field a business is working in. The importance of this is to lay the foundation for new discoveries or improvements that can be made to the managing of a specific business (Rosenberg, 2009). Evidently, this is not an innovation type which fits into my desired issue. This is because my issue is specific, and the problem is highlighted. Therefore, I will not need scientific exploration and experimentation to find the potential areas of weakness in Tesco warehouse, the sector I work in. 
Finally, sustaining innovation refers to improving, and making changes to already existing products and services to meet evolving needs (MacGregor, et al. 2012). This is the innovation type which is the most suitable to my identified problem. This is because I am not trying to create new products or offer new services, only making changes to existing product packaging to make it more durable and efficient. 
In conclusion, the most suitable for the issue of waste management identified in my Tesco warehouse, falls under sustaining innovation as changes need to be made to existing packaging to make it more sustainable, and prevent damage done to produce. This is an example of incremental innovation as it doesn’t involve creating a completely new product which falls under ‘Product’ in the 4P’s of innovation (Tidd, et al. 2009). 














Creativity Process - 
Creativity is essential in any, and every industry, including the retail industry. Creativity can be improved and harvested over time as it is not a permanent principle (Rothenberg, et al. 2021). The De Bono technique is used by individuals to better organise creative ideas and thinking based on their process, threats, facts, benefits, and feelings. This technique can provide alternate viewpoints, questioning the overall effectiveness of an idea. 



Solutions to the waste problem in Tesco warehouse 
Alter already exisiting packaging so that products inside are more    protected. 
Make boxes/ products      more easily accessible     to workers to minimise   accidents which occur     when they collect said   boxes. Change staking technqiue 
Optimise the recycling system so that products which are not damanged      are disgarded.
Create new product     packaging which is      made from more         durable, waterproof    materials that can       withstand more           conditions. 




	Blue Hat – Process 



	The main problem in Tesco warehouse is the waste produced every day. This problem, which I identified as a worker, is the poor product packaging, which has led to the loss of money repeatedly. To begin this process, I will begin by assessing the environmental impact that the replacing of the original packaging might have. I suggest that it would be much less than the impact created by the constant products lost as waste. 

	Green Hat – Creativity 
	The main solution to the problem of waste is to improve packaging. Firstly, one solution would be to package products more effectively in already existing cardboard. From my experience, wine bottles are the products which are more prone to breakage and employees tend to break them the most. A way to fix this would be to make sure the cardboard is folded internally so that there are no weak spots which can cause the boxes to collapse. This would require splitting the interior of the wine box using strong pieces of cardboard which can wrap around the neck and bottom of the bottles. In addition, it will prevent the wine bottles from moving and colliding with each other. 

Secondly, this problem can be tackled by opimising the recycling process of damaged products. Most of the time, when a box falls and products are disrupted, not every individual product is completely damaged. This means that the individual, undisrupted products can be salvaged and packaged with other products in a similar situation. Defected products – products which have been packaged incorrectly or damaged are one of the “deadly wastes of production” (Smith, et, al. 2003) of production. 

	White Hat - Facts
	According to the Daily Mail, 2022, Tesco throws away “9.5 million tonnes every year worth roughly £19 billion”. Tesco warehouse contributes to this figure. Ultimately, this tells the public that something needs to be done because almost 10 tonnes of waste is not sustainable or ethical. This has a huge negative impact on the environment and the running of the organisation as it is a major loss of capital. 

	Yellow Hat – Benefits 
	The main benefits of these solutions are reduced waste which leads to reduced expenditure. Less waste means Tesco has a lower environmental impact which is very important as highlighted by Mckinnon in his book of logistics (Mckinnon, et al. 2015). He brings to attention that companies like Tesco contribute to global warming which presents a “much larger and more immediate” threat to the environment. Furthermore, another benefit would be that Tesco would lose much less money in the form of product waste. This money and capital could hence, go towards expanding and improving the business. 

	Red Hat – Feelings 
	I have discussed these ideas with my work partners and management officials so that I could get primary information and an alternate viewpoint on the issue. Predominantly, the feelings accumulated were positive, and workers agreed that this was a good idea which could benefit Tesco in the long run. Although, some were skeptical and concerned about the implementation of the process. A commonly asked question was “How are we going to be able to implement this packaging on such a large scale?”. This is an understandable concern and the way it can be combated is through giving a set period in which adjustments can be made. For example, in 6 months the packaging of most of the products can be altered, or potentially 10, or even a year. 

	Black Hat – Threats 
	A major threat could be that the new form of packaging does not succeed in reducing the waste produced in Tesco warehouse which renders all efforts a waste of time. It could be that it is not essentially the packaging of the products which contributes so heavily to the production of waste, but it may be the employees. The nature of Tesco warehouse is fast paced which leads employees to work more recklessly, causing more products to be damaged in the process. Although, better packaging can reduce this by allowing the boxes to be more durable and not as easily damaged. Another threat would be that supplier collaboration is needed, which may be harder to obtain. 


(De bono, 1985) 

[bookmark: _Int_JzE0GweD]The four stages of the creativity process are preparation, incubation, illumination, and verification (Wallas, 1926). To begin, for the first p of creativity (preparation) I mainly identified the problem. I was aware that Tesco warehouse was continuously at a loss, although the real root was never identified. In this first stage, I had seen for myself the amount of money loss in my personal warehouse per night by asking my managers and higher-ups. In addition to this, I went around and asked my colleges what they thought of the expenditure issue to get more diverse viewpoints; most agreed that the loss was an issue and threat to Tesco warehouse. In this stage, I listed the main causes of this expenditure loss: the most obvious was loss due to the packaging/placing of produce within the warehouse, in preparation for departure (logistics). 
The second p of creativity (incubation) is all about working the problem through. In other words, “much unconscious mental exploration” (Smith 2015). I used the brainstorming technique to name four solutions to the problem and the De Brono technique to analyse two of them. Although, my top three chosen solutions were to change the product packaging completely, change the staking technique of the employees, or to alter the already existing packaging of the products. 
Through the process of elimination, which is the third stage of the process (illumination), I began to list the flaws of each solution. The most inauspicious of the three was the solution to change the stacking technique. This idea consisted of employees stacking less boxes on top of each other and more next to each other. Employees are limited to a short stacking time, which results in less time being given to the specific placement of the boxes. Workers cannot take too much time placing the boxes carefully next to each other as their performance decreases, making this method prove inefficient. In addition, the dimensions of the lollop are specific and permanent. Therefore, there is only a set number of boxes that can be placed next to each other, before they have to be stacked. The only way this method would work is if the dimensions of the lollop were changed which would require additional assets and affect the overall flow of the Tesco warehouse. 
Secondly, my other idea was completely changing the packaging material of the produce to a durable material like plastic. Although, after analysing the environmental sustainability of this, I realised that it was not a good solution. Finally, the solution of altering the packaging was left. 
The final p, verification, is the step where the idea is tested to analyse its overall success within a business (Sasso, 1980). I have not implemented this solution within Tesco warehouse but after thorough analysis, the strengths of this method are that it is not radical. By this I mean that it doesn’t alter the overall packaging nor packaging technique. This increases the chance of success as it suits the dynamic of the warehouse environment, which optimises performance. Overall, to assess if the method has worked, the loss of capital/expenditure can be compared before and after implementing this method. This data can be collected from profit and loss accounts. 

















Evaluation of the effectiveness of the solution 
To begin, my idea is to implement additional cardboard barriers into the already existing cardboard boxes of wine bottles and other fragile bottles. This idea is both practical and realistic as it can be easily implemented on a large scale. 
[bookmark: _Int_M63akDjX]Firstly, the additional cardboard will be obtained from recycling centers, which is practical: from Newport: Wastesavers Reuse Center, which is local. Not only will this positively impact the environment, by reducing the amount of waste transported to landfills, but it will also not be as costly as purchasing completely new cardboard from international suppliers. This is an undoubtable strength as it positively impacts on the environment across Newport as a whole. I believe recycling on a scale such as this will inspire other businesses to do the same, promoting environmental sustainability in the retail industry. 
[bookmark: _Int_f98LOjC5]Secondly, this idea will not affect the workers and their performance and doesn’t need additional training. By increasing the stability of boxes, workers are able to work at a faster pace during picking which maximises effectiveness and reduces stacking time, improving the logistics of Tesco. Workers do not need to worry as much about placing the boxes correctly so that they don’t become damaged and disturb other products. This creates an opportunity for the workers to work a bit more carelessly and focus entirely on getting the boxes where they need to go. From my experience, when wine boxes become damaged, they put all the other boxes in jeopardy which are on the lollop. As a result, a lot of time is wasted rearranging the boxes more effectively. 
In addition, this idea doesn’t change the overall material/existing packaging, only adds more stability, making this idea realistic. Completely changing the packaging of the boxes from cardboard to potentially plastic would be beneficial – because it is a waterproof and more durable material which leads to internal products being more secure – but it would require a lot more planning. Being able to change the material of thousands of boxes is not realistic in the timeframe of 10 months – 1 year. Furthermore, it would be more costly to do so, which is not realistic as the Tesco management team will not be on board which such a loss. 
Finally, the implementation time of 10 months – 1 year is realistic. This is because it takes time for the idea to be developed, for management to approve of the idea, for contracts to be made with the chosen recycling centers, and for the replacement of boxes to happen. 
Overall, this chosen idea is both realistic and practical in terms of how drastic the change will be, and how long it will take to be accepted within Tesco warehouse. 
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Although, to fully determine if this idea should be implemented, I have created a ‘Force Field Analysis’ (Lewin, 1951). As can be seen, there are more benefits to this idea than limitations and barriers, making this idea effective. 
The first limitation is, with reference to the capital loss, it cannot be overcome because the implementation time is long. However, this time can be potentially shortened if management is on board with the idea. This requires elevated persuasive skills which I must develop so that I can eliminate any worries and potential threats in the mind of the Tesco management team. As said by Goller (Goller, et al. 2017), creativity is the easy step, innovation is the hard part. 
The second limitation is this method is not guaranteed to work. This barrier is the same for any new, creative solution to a recurring problem which plants anxiety in the minds of Tesco managers. Would this lead to a further loss of money if proven unsuccessful? If so, is it worth it? This worry should not stump innovation because it is a generic limitation which every and any idea is faced with. 
The third limitation is the requirement of approval as investments are needed. As a large retailer, Tesco’s mission is to produce as much profit as possible, which makes it less likely to invest in a new solution. This can be overcome by using recycling centers which can offer contracts to Tesco at cheaper prices to provide cardboard. This is beneficial to both Tesco and the recycling centers in Tesco as it promotes eco-friendliness within the retail industry, influencing other businesses to do the same. 



Critical Evaluation of Organisational Climate and Leadership Style
Organisational climate, as defined by Mathew and Selvi, 2007, is “shared perceptions or prevailing organizational norms for conducting workplace activities”. In every organisation there is a specific leadership style which controls the actions of employees and workers within the business: authentic, autocratic, and transactional. 
[bookmark: _Int_RiXQRMLS]An authentic leadership style mainly focuses on forming meaningful relationships with workers. This is done through an elevated level of transparency which allows leaders to show vulnerability to workers. In this leadership style, leaders are passionate about their roles and consider different worker perspectives when making decisions (Toor, et al. 2007). Relationships with workers are laid on a foundation of trust, loyalty, and commitment. Leaders are open to feedback and allow themselves to be guided by core values (George, et al. 2007). As a result of this, workers and organisation members feel valued and appreciated. Their opinion is valued and taken into consideration when the leader decides to make a decision regarding the business. 
An autocratic leadership style is where the leader holds all power and authority over workers and organisation members when it comes to decision making (Chukwusa, 2018). Within this style, workers and members don’t have freedom to make these decisions on their own and are expected to follow the instructions set out for them. Leaders support a clear hierarchy which starts with them at the top (Cremer, 2006). This leadership style should be used during emergencies and crises where decision making is required. Although, this is leadership style leads to low worker morale, reduced motivation, and resentment between workers. Most importantly, creativity and innovation are low due to little opportunities to harvest them. 
A transactional leadership style is the one closest to the one in Tesco warehouse. This is because it consists of a reward (promotions/discounts) and punishment (warnings) system which motivates workers. Its motivational system works on appealing workers with their personal interests (Yukl et al, 2010). This leadership style allows leaders to monitor performance closely so that arising problems can be directly addressed, increasing business efficiency (Purwanto, et al. 2020). Like in the autocratic style, workers are given roles and responsibilities which create structured work environments. Creativity and innovation are not as high as with the authentic style because workers are not given as many opportunities to flourish these potential ideas. 
The drivers of innovation climate, in Tesco warehouse, are the job design and leadership style. The job design allows workers to see firsthand the issues which Tesco warehouse may be facing, as I have identified. The leadership style allows workers to voice these concerns or potential ideas through either a one-on-one conversation or potential meetings. Innovation starts with creativity which workers in Tesco warehouse have. 
Finally, to implement the idea which I have mentioned with increased security on the fragile bottles, there is not a requirement for employee training or additional workers in Tesco warehouse. This doesn’t affect the workers and their ability to work, rather it eases their job. The action needs to be taken by the management team of Tesco warehouse who can voice these concerns to the higher ups of Tesco. 
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