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[bookmark: _Toc81423378]Using at least two recognised models of innovation, critically examine the ability of the organisation to innovate effectively 

[bookmark: _Toc81423379]Introduction
Innovation management is vital for the competitive 21st Century Market. Therefore, understanding the process of innovation management from beginning to end is a must for any organisation.  This report will start by defining innovation and how innovation has changed through the generations to provide a background for an analysis of two open innovation models, namely Orchestra and Jam Central as well as the popular Stage-Gate Model for innovation.
 Whilst the ability to successfully innovate, changes dramatically between Organisations, large and small, private or public, this report will concentrate on the Civil Service and in particular “The Department for work and Pensions” (DWP) and their ability to successfully innovate. To do this, it must first be understood what factors contribute to successful innovation and how DWP relate to these factors.
The Second part of this report will concentrate on “Creativity”. The background and concept of creativity will be explored before examining DWP’S ability to create a culture and harness creativity.

[bookmark: _Toc81423380]Definition of Innovation
It is of no surprise, considering the creativity involved and many factors that influence innovation, that scholars cannot agree on a single universal definition, and this is further complicated by the fact that innovation and creativity are often used together and interchangeably.
The Cambridge dictionary defines innovation “as a new idea or method, or the use of new ideas and methods”. (Innovation, 2021). However, this could be confusing as it primarily focuses on “new”.  Looking at the Government site, Innovate UK, I prefer the explanation of innovation as something that is “new” or “new to me”. (Biddle, 2015). This highlights that innovation can be, for instance, completely new technology or already proven technology being applied in new and creative ways.  




[bookmark: _Toc81423381]Background of innovation.
As the saying goes “we live and learn” and this is the case when it comes to the development of innovation. The British sociologist Roy Rothwell’s work into the understanding of innovation management highlighted five generations of innovation management, starting from the 1950’s. With each generation responding to the changing markets. (Tidd. J & Bessant, J, 2018).
More recent work has suggested a “sixth” generation; “Open innovations”. 
 “Open innovation is the use of purposeful inflows and outflows of knowledge to accelerate innovation internally whilst also expanding the markets for the external use of innovation”. Chesbrough, (2006).   This appears to be most useful with regards to innovation as it seems to take the most factors into account the number of innovation models, such as Stage-Gate, Innovation Pipeline, Idea Screening, creative swiping, networking and open. 
[bookmark: _Toc81423382]Stage-Gate Model of Innovation
The stage-gate process was introduced by Cooper (1990) and has become a popular method for managing new-product development, it clearly shows the innovation process in defined, orderly phases. Which begins with ideas and ends once a product is successfully launched. However, whilst the process has a start and an end, the phases can take place simultaneously or even in a different order and involve from four to seven stages and gates, depending on the organisation or subject.  
From idea to launch, Cooper’s model shows five defined stages (appendix 1). Just as the name suggests, there is a clearly defined stage and then a gate, the gate is the point where a Go/ Kill/Hold/Recycle decision is made. Each project leader or specified individual would be expected to provide the certain information or meet certain criteria by a set date, this information and criteria changes from gate to gate, but the structure would consist of Deliverables: e, g, the results of a set of completed activities. Criteria against which the project is judged and used to prioritize projects and Outputs, the Go/Kill/Hold/Recycle decision, the approved action plan for the next stage as well as a list of deliverables and date for the next gate. (Cooper 2008).
Gates would usually be controlled by Managers who have enough authority to make the gate decision, but also rely on input from a multifunctional and multidisciplinary gatekeeping group, (Edgett, 2021)
Many organisations have developed their own versions of the stage-gate model, such as GM’s four Stage system and Northern Telecom’s Four Stage Gating System, but despite the costly development and patenting, they are both purely versions of the Stage-Gate Model. Even 3M which has become known for its excellent track record in innovation uses various stage-gate models (Cooper, 1990).

[bookmark: _Toc81423383]Evaluation
As this model provides a roadmap for the innovation process, the benefit for the organisation is that the process is visible and simple enough that it can be understood by all, without the need for any project management experience. In addition to this, due to the evaluation stages, those involved can ensure the project is on time, that risks can be evaluated at each stage and the process can be abandoned at any time if necessary, saving valuable time, cost and resources. With the stages being cross-functional, the focus is on speed which is a valuable component for the speed in which innovation is required in today’s market. This model is also flexible as not all projects will pass through every stage or every gate, hence why there is between 4 and seven steps depending on the organisation or project.  Whilst there are always risks with any innovation project, using a stage-gate system mitigates this risk as the process is disciplined, rather than relying on good luck, resulting in more focussed, faster developments, better decisions and fewer failures. 



[bookmark: _Toc81423384]Open Model of Innovation
Probably the most up to date of the innovation models are the “open innovation” models. 
Henry Chesbrough was the founder of the term “open innovation”, although his definition has evolved over time, one of Chesbrough’s principles that “that all smart people work for you” Chesbrough, H, (2003a) provides an easy-to-understand basis for Open Innovation. 
In comparison to “closed” models of innovation where the idea, research and development takes place within an organisation, resulting in a new product or service, Open Innovation is based on opening the organization to allow contribution of new ideas from outside contributors toward a product or goal. There are various models available to structure “Open Innovation”, namely, The Orchestra Model; The Creative Bazaar; Jam Central; The Mod Station and The Infusion Approach. 
[bookmark: _Toc81423385]The Orchestra Model and Jam Central Model
Looking at the Orchestra model in closer detail, – In this model there is an involved network with suppliers as both partners and investors.  The network participants retain considerable independence around their specialist task whilst the ‘parent’ organisation retains the final integrating and decision making, a bit like various musicians in charge of their own instrument but led by the conductor.
The “Jam Central” is based on a diffused network control with Emergent innovations and is the most exploratory mode – this involves creating a ‘central vision’ and then mobilising a wide variety of players to contribute toward reaching it, a bit like a group of musicians getting together for a “jamming session” in an improvisational way without a clear structure. Just like musicians coming across a good “beat” as a result of the jamming session, in organisations, the innovative objectives and direction tend to emerge naturally, with no dominant members, the leading and co-ordinating responsibility is distributed among members. (Nambisan, Sawhney 2009). However, research has characterized Jam central as a ‘topdown’ innovation practice (Birkinshaw et al., 2011), formulated in advance, and advertised to a possible group (Bjelland and Wood, 2008). It is also reported to be important that participants can self-select into a challenge (Afuah and Tucci, 2012) since the firm cannot know where the relevant knowledge resides.
When the ideas have been generated by the “Jam Session”, the process then shifts to exploitation mode. 



[bookmark: _Toc81423386]Evaluation
Open Innovation uses the principle that it takes knowledge from various sources, internally and externally to successfully innovate and this has proved to be very successful indeed, with examples such as the Boeing Dreamliner and Facebook as headliners for the Orchestra model and Cambrian House and Linux for the Jam Central Model. (IBM InnovationJam® - Overview, 2021). The orchestra model has a firm and clear line of innovation it wants to co-create, the Jam central is more of a brainstorm, in fact IBM are pioneers in “online jam events” which are 24 hour global-brainstorming sessions. (IBM InnovationJam® - Overview, 2021). With the changing way in which we work, these online jam events may become more commonplace for many organisations.


[bookmark: _Toc81423387]Ability to innovate within an Organisation
West (1990) suggests four team climate factors that aide innovation: Vision; that the vision is valued by the team, Participative safety; safety to propose new ideas without criticism or judgement, Task Orientation; stimulating debate and discussions and the Support for innovation, that the team feel supporting by the organisation in innovation.
Further analyse from studies has also identified “a shared vision”, organisational culture, resources, motivation, technology, organisational structure, employees (motivation to innovate and training) as well as management style and leadership. (Smith et all, 2008)
DWP have created an “Innovation Lab” dedicated in outsourced facilities to encourage creative behaviours and to support innovative projects. Whereas the driving force for innovation for most organisations would be competitive advantage, public sector services face pressure to become more efficient and effective, therefore the vision for innovation lies heavily on “process innovation”.  It is argued that Innovation Labs offer real value for organisations by re-enforcing organisational commitment to innovation. The physical design of the innovation labs is said to remove hierarchy and encourage participation. (Lewis and Moultrie, 2005). The Innovation Lab’s mission is to accelerate high value outcomes by rapidly working through problems; pioneer and experiment with new ideas and concepts collaborate, co-create and develop innovative digital outcomes to solve cross-cutting problems that help contribute to the department’s operating model and strategic future. 
The mission for the Innovation Lab is “We collectively enable and solve problems and ultimately improve and contribute to the lives of lots of people” and relays the importance of having the right values and mission to enable innovation. (2021)
[bookmark: _Toc81423388]Values  
One of the ways DWP encourage participation in innovation is by asking for volunteers to tackle a particular issue, only people that share the vision for that project/problem will volunteer to participate, meeting one of the criteria argued for successful innovation.


Using an open innovation model, based on a creative bazaar, DWP use online internal and external platforms such as twitter to ask for volunteers to tackle subjects. One example is an initiative called #HacktheNorth aimed to help tackle unemployment in Manchester. The aim of the hack was to come up with solutions to help address the unemployment challenges in the city. And although it wasn’t intended or expected to completely solve the problem, fantastic ideas were generated that had the potential to make a real impact. A DWP Representative explains the problem to the participants who then group together to come up with ideas to tackle the issue. The ideas are then pitched to project manager, in a pitching competition.   The winning idea was “Upskilled”, a team made up of two software developers, a data scientist and a work coach from a Jobcentre. Their “app” uses data to match people’s skills to the skills required by employers and has an API to allow people to access resources to boost their skills.
[bookmark: _Toc81423389]Culture
It is argued that the “culture” of the organization is the “primary determinant” of innovation (Ahmed, 1998). This relates to values and beliefs of the organization and its approach to collaboration, communication, and risk and whilst it cannot be touched or tasted, it can be felt within an organization.
Scheider et al. (1996) define four dimensions of climate. The first being the; Nature of interpersonal relationships, which is trust, meaning, if the relationships work collaboratively and if employees feel valued.  Secondly, the; Nature of hierarchy, if the decisions are made with participation and teamwork, thirdly, the nature of work, if the work is challenging and flexible with suitable resources and lastly; Focus on support and rewards.
Whereas it is generally accepted that these factors will aide innovation, it stands to reason that the opposite will harm the culture of innovation, organisations must be mindful of 
With climate being observable in the policies and practices of DWP, the beliefs and values of culture are not visible. However, it is publicised throughout DWP on an internal platform that anyone can be granted time, (with manager’s consent) to work on a project for improvement. This practice supports the climate, that senior managers support innovation through their policies and supporting the innovative culture of the organisation.
Within the DWP, working collaboratively is championed from the top, down. Indeed, DWP’s digital strategy is to “share, collaborate and reuse wherever possible putting the customer at the heart of everything we do”. (2021) Meaning that they will share products and services with other people to help them save money, such as the NHS. They will work together, using various expertise and reuse information to make the most of the ones they have.
DWP digital also look to use the latest innovations in technology, methodology and insight to improve the experiences of customers and colleagues, following similar lines to “creative swiping”.

This culture has indeed spread through the organization. As work coaches in a Job Centre, the Managers are keen to support innovative ways to better engage with customer’s and re-enforce the mindset that we can always learn from things that don’t go as well as expected. Ensuring a “no blame” culture which can often be a barrier to innovation and re-enforcing “trust”.
 
One example of this, was a DWP employee was nominated for an award for his innovative work that has saved GPs over 500,000 clinical hours.
As the demand for COVID-related fit notes was rising rapidly, a fit note policy team leader, knew a fast and creative solution was needed to support both the public and the NHS.
The vision was to protect GP’s time so they could respond effectively and flexibly to COVID and non-COVID health issues. As a result, his team collaborated with colleagues in the department and from Department for Health and Social Care (DHSC) which resulted in the introduction of the ground-breaking “Get an Isolation Notice” (GAIN) service. (Get an isolation notice, 2021).

[bookmark: _Toc81423390]Conclusion
Organizations need innovation to survive. It is reported that the average “lifetime” of an organization is 18 years, when you compare this to the 1960’s where the average was more than 60 years, the importance of innovation cannot be escaped. It has been shown that the values and culture of the organization must support innovation.  A survey by Boston Consulting Group (BCG) ranked the top 50 companies on innovation. Whilst it is of no surprise that “Apple” ranked in first place. Huawei increased an impressive 42 places from 2019 to 2020. The rise in the ranks is reportedly due to the company’s considerable $19 billion investment in research and development in 2019.  (Ranked: The 50 Most Innovative Companies, 2021).

However, for companies to innovate and have good innovation processes, values and culture, there must first be “creativity”. Creativity is the building block for innovation. With creativity as developing the ideas, processes, or concepts (Amabile, 2004)





[bookmark: _Toc81423391]Evaluate an organisation’s ability to harness creativity, and foster a creative culture in the workplace
[bookmark: _Toc81423392]Creativity Definition
Creativity has been defined in many ways by different authors. I prefer the definition by Treffinger, (1986) as it refers to the complex nature of creativity. “Creativity is one of the most complex of human functions”. 
Amabile (1993) presents the hypotheses in her work as, “Creativity is defined as a product or generally a response, which is “(a) both a novel and appropriate, useful, correct or valuable response to the task at hand, and (b) the task is heuristic rather than algorithmic in nature.” (Amabile, 1993: p. 33). Although quite a lengthy definition it does provide an excellent explanation.

[bookmark: _Toc81423393]The Concept of Creativity
Creativity relies on people who are eager and involves ability and drive to overcome barriers, perseverance and dedication to continuously seek and produce ideas as well as open-mindedness and an ability to put existing or new ideas together in different ways. (Maund, 2018).
There are different forms of creativity; development of new ideas, processes or concepts or the modification of them or a combination of things previously unrelated.   
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an outcome of a particular action” (Ford, 1996: p.1125) or as “the production of 
novel and useful ideas in any domain” (Amabile et al., 1996: p.1155) and as “the 
generation of novel ideas, without too much regard for their usefulness” (Cook, 
1998a: p.4). Whereas Drazin et al. (1999) defined creativity as an engagement 
process in creative acts regardless of whether the outcomes are creative, novel and 
useful or not. A similar definition suggested by Dewett (2007: p.198) termed 
creativity as “the production of novel and useful ideas, processes, or products by a 
person or group”. Consequently, there is an agreement among researchers that 
creativity means “something is both novel and valuable”. Creativity is commonly 
regarded as the production of novel and useful ideas or problem solutions 
(Sternberg & Lubart, 1999; Dewett, 2004; Amabile et al., 2005; Woerkum et al., 
2007) 
Some definitions focus on intellectual activity and thought processes that 
create novel ideas to solve existing problems. A group of meanings concentrates on 
individuals’ intellectual abilities and personality traits and other definitions centre 
attention on the products themselves regarding creative outcomes and qualities 
(Martins & Terblanche, 2003). However, creativity has been perceived in different 
ways as a mental ability, a process and a human behaviour (Andriopoulos, 2000). 
CREATIVITY CONCEPT 
Creativity includes two dimensions. The first dimension is the novelty 
notion: it is a phenomenon in everyday life and therefore anyone can be creative as 
an essential aspect of his/her contribute to the business environment and everybody 
has to be involved in creative processes. The second dimension is the usefulness 
notion which refers to material or practical methods of assessing the usefulness of 
novel ideas (Shalley et al., 2004)
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According to Shalley et al, (2004), Creativity includes two dimensions, the first being the novelty notion and the second is the usefulness, which relates to assessing the usefulness of the novel idea.  Amabile (1997) defines three components that contribute to creativity i.e., expertise, creative-thinking skills and motivation. Amabile (1998) further explains the two types of motivation as extrinsic and intrinsic. Whilst Extrinsic motivation can be the reward of extra money or the threat of job insecurity, intrinsic is argued to be better for creativity, as this relates to a real desire to do something. 
The relevant literature indicates that there is no agreement about were 
creativity is located in a process, a product or a person. Creativity can vary from a 
slight change to total change. It is commonly regarded as the production of novel 
and useful ideas or problem solutions. Individuals may have high creativity if they 
have the personality traits of creative people and therefore creativity has been 
perceived in different ways as a mental ability, a process and a human behav
Despite research indicating differences in the number of types of creativity they all relate to the production of novel and useful ideas or problem solutions. 



[bookmark: _Toc81423394]Factors that contribute to creativity in the workplace
In his lecture about creativity, renowned actor and writer John Cleese relays his observations and refers to the work of Donald Mackinnon.  He claims that to be creative, a person needs to switch between “open” and “closed” modes. Being in the open mode requires curious thinking, a playful outlook and the closed mode is required for the implementation. To get into the “open” mode, a person needs space, time (specific), time (constraint), confidence and humour. He further argues that creativity works best if there are others to “play” with, provided it’s a safe environment.  (John Cleese on Creativity in Management, 2017)
Various factors will prevent an idea to progressing to the innovation stage, such as cost, technology constraints, practicality, resources and logistics along with ethical/moral and legal constraints. Amabile, (1998) argues that “creativity gets killed much more often than it gets supported”. It is therefore important for an organisation to understand what creativity is and how the workplace can influence creativity. 
A person needs confidence to provide their ideas, it is important to know how to handle feedback to the originators and what to do with the ideas. Having a plan to manage previous ideas will allow for them to be reviewed in the future.
Creativity can be divided into three types, and they are: creating something 
new, combining things together, and improving or changing things (Mikdashi, 
1999)
[bookmark: _Toc81423395]DWP’s ability to harness Creativity
Google’s model of creativity in work is to keep employees happy and productive, providing bowling alleys, pool tables, gym memberships and many more perks. More and more organisations are realising the benefits of employee happiness, creating breakout zones, gaming areas and creative skills and exercise classes all aimed to result in motivated employees who are more productive and loyal. (Coleman, 2016)
The DWP is slow to realise the full benefits of this but have started to make some efforts. Staff are encouraged to come up with ideas to make the breakout room more appealing. There is also a dedicated group of employees in each office that will decorate for various holiday seasons. 
(Maund, 2018) explains the importance to respect and value individualism and diversity, that the individuals are given the scope to define and undertake their job without so much control that is stifles their creativity. This fulfils an employees need to have influence about how they work towards achieving the strategic goals and their defined tasks.



Focus groups are widely used within DWP, this includes a diverse group of people providing information in a structured format. They are generally set up to solve an existing problem as opposed to purely looking at new ways of working.  The groups do not involve managers, they are generally away from the general office area with a relaxed “tea break” atmosphere. Participants are encouraged to say anything and that it will be respected as even silly or illogical thinking can progress to break-through and this is all about the confidence to do that.  This is observed as being the biggest barrier to creativity within DWP, as there still appears to be a fear of “losing face” or feeling too embarrassed to suggest something.  One way the DWP has attempted to combat this is that all focus group meeting must start with participants agreeing that the environment is safe, and all suggestions will be noted and discussed respectfully.
These Focus groups appear to tick the right boxes to harness creativity. They are planned with a specific start time and in a space away from the “shop floor”. They are time bound (usually no longer than 90 mins). Confidence is encouraged to say anything safely and there is generally a lot of humour within the meetings. 
Focus groups also seem to follow Alex Osborn’s Seven Step Model of Creative Thinking (Osborn A, 1963) as it starts by pointing out the problem then gathers important data and analyses it, looks at different alternatives, comes up with an outline(s) of an answer, puts this together and then evaluates the ideas.
However, the barriers of high work pressure and the fear of risk taking remain an issue. High work pressure with DWP and the political pressure means that there is a lot of “Fire Fighting”, placing any creative efforts a lower priority. 
This is where Leadership has a role to play by ensuring that the leadership style encourages creativity in the workplace.  A bureaucratic leadership style will stifle creative thinking due to the level of control, whereas a Democratic style is more supportive and innovative which will harness creativity. The DWP have made considerable efforts to move away from Bureaucratic leaders, this has been helped by the influx on newly appointed leaders. However further efforts could be made by a specialist leadership course. Managers must understand how to provide feedback to idea originators so that they do not feel de-motivated if their idea has not progressed.
Looking at Amabile’s components to creativity; Expertise, motivation and critical thinking skills. The DWP on a local level are very good at asking those that do the job to contribute to creative projects in their field. However, during big Government changes and IT systems, more work could be done to improve this.
DWP ask for volunteers for Focus group, therefore the intrinsic motivation to be involved is present. 

With regards to critical thinking skills, the DWP have various modules on the internal learning site “Civil Service Learning” to learn how to use techniques such as “brainstorming” and “mind mapping” to help harness critical thinking skills. Focus groups also follow a model of Creative thinking.
Another factor that affects the ability to harness creativity in the workplace is the “culture” of the organisation.



[bookmark: _Toc81423396]The concept of Culture
With culture being more than just the work environment and more than what meets the eye, it can be described as having two sections, the internal and the external and then two further subsections: the visible and the invisible environment. Whist the visible culture can be successfully changed with resources or training, the invisible culture can be more difficult as this includes the history, tacit assumptions, beliefs and processes of the employees. (Chism, 2018). 
Schein’s (1992) iceberg model provides a good visible explanation, as the elements of culture lie “under the waterline” (remain invisible).
Amabile et al. (1996) has developed and validated an instrument called KEYS to assess the Climate or in this case culture for Creativity, specifically designed to assess the work environment for creativity and differentiate between high-creativity and low creativity climates, including organizational encouragement; supervisory encouragement; work group supports; freedom; sufficient resources, and challenge. The scales identified as obstacles include workload pressure and organizational impediments. 
[bookmark: _Toc81423397]Organisational encouragement
According the Amabile et al (1996) This is the encouragement of risk taking and idea generation, supportive evaluation of ideas, collaborative idea flow, and participative management and decision making (Amabile et al., 1996).  Meaning that if an Organisation has a culture of support rather than punish it will be more likely to have better creativity and innovation. According to Maund (1998) “Highly creative organisations know that not every initiative can produce a positive outcome, and they create an environment where failure is tolerated”. (p. 92).

Within the DWP, there is organisational encouragement to a large extent. Ideas are put forward to leader or senior management for agreement and there is generally a reply of “give it a go” Communication and collaboration is encouraged between different sections and skill sets. Trials are also encouraged, with a “no blame” culture. For example, during the Covid 19 pandemic, employees were encouraged to reach out to internal and external stakeholders to try and increase customer engagement at such a difficult time.  Online Job Fairs were trialled by a team of employment support officers. Whilst the uptake from customer’s was extremely low with very few successful outcomes as opposed to face-to-face job fairs. The team were still rewarded and recognised for trying something different to increase engagement.



[bookmark: _Toc81423398]Supervisory encouragement
This includes transparency of team goals and supervisory support of the team’s work and ideas, in an environment where open interactions are supported (Amabile et al., 1996).  
In the DWP, leaders are actively encouraged to support ideas from their team and promote brainstorming sessions and focus groups to address any problems or to discuss ideas for new ways of working.

[bookmark: _Toc81423399]Work group supports
This focuses on diversity among the group and constructive challenging within (Amabile et al., 1996).
Within the DWP, “diversity” appears to be the new “buzz word”. Even the job adverts within the civil service state that they are especially interested in people from a diverse range of backgrounds and ethnicity.
As previously stated, The DWP strongly promote collaboration between departments and skill sets. Focus group involving a range of individuals are regularly used.  

[bookmark: _Toc81423400]Freedom
This is related to employees having the freedom and autonomy to determine how to achieve a goal (Amabile, 1998), but not necessarily for selecting what goals to go after. “In fact, clearly specified strategic goals often enhance people’s creativity” (Amabile, 1998, p. 82).
Meaning that if an organisation has a culture that supports autonomy in achieving clearly communicated goals, it will likely be more successful in terms of creativity and innovation than an organization that does not. With this kind of environment, the employees are more likely to embrace their intrinsic motivation.
There is a freedom culture within the DWP. Using the example of the digital job fairs, the employment advisers were clear on the goal to increase engagement and were enthusiastic when following through on their ideas, being as they were not laden by bureaucracy, their intrinsic motivation and collaboration with internal and external expertise contributed to successfully trialling the venture.





[bookmark: _Toc81423401]Resources
Resources relate to time and money. Not allowing enough time can lead to distrust and burnout (Amabile, 1998). Too much time can remove a sense of challenge and decrease creative performance. 
Enough money must be provided but allowing “over and above the ‘threshold of sufficiency’ does not boost creativity” (Amabile, 1998, p. 83).
Resources will vary from organisation to organisation, depending on the focus. Cash resources are DWP are generally granted with a solid business case. Whilst there is not an unlimited budget, the actual monetary cost is not dealt with in an operational level.
In the case of the digital job fair, this involved a cost for digital licencing. The requirement was sent to the specialised “digital team” for consideration and then granted. The actual monetary cost was not relayed to the team who requested it.
Time is more difficult, whilst DWP seem to do well to create a culture that encourage creativity, time is most challenging. Time away from operational demands must be booked in advance and creative projects are often the first to be rescheduled in favour of other priorities.  There is no programme such as “Google’s 20%”. DWP would benefit from affording creative projects the same priority as operational demands if it wants to really create a culture of embracing creativity. 

[bookmark: _Toc81423402]Barriers to a creative culture
One of the major factors that has been identified as a hinderance to creative performance is control (Amabile, 1998). Whether that relates to decision making, control of information flow, or perceived control, which is explained as, too high an emphasis placed on a reward system, which in turn negatively affects intrinsic motivation. 
Amabile (1998) ascertains expertise and creativity skills must be accompanied by intrinsic motivation to result in highly creative behaviour. 
DWP places a high emphasis on rewards systems. However, the monetary reward is relatively small and can be perceived more of a “token” of thanks rather than financial gain. It is for that reason that those that get involved in Creativity projects do so because of intrinsic motivation rather than for the reward.



[bookmark: _Toc81423403]Conclusion
Looking at Amabile’s KEYS in greater detail, DWP can be identified as an organisation that has made significant efforts over the last 20 years to create a culture of harnessing creativity effectively. Progressing from a very bureaucratic environment where employees were not valued for their input or suggestions and decision making lay purely at the hands of those further up the hierarchy chain. The change could be due to an influx of new employees, especially at senior levels. With further work on balancing creativity projects and operational demands, DWP has the ingredients to go from strength to strength.
 

[bookmark: _Toc81423404]
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