


EXECUTIVE SUMMARY.
This report investigates the concepts of creativity and innovation and concludes creativity alone does not lead to innovation. Specsavers organisational incapability of capturing creativity to even consider innovation has led to a company that has relied on historical success as appose to embracing the digital age. The pandemic crisis has still not been enough for this company to respond in a competitive manner and has not met customers expectations, let alone exceed them. A proposed innovation is put forward with various models to give Specsavers a holistic and realistic academic standpoint as to its feasibility and subsequent competitive opportunity. Recommendations are given regarding the appropriate management required for this innovation with preliminary research needed and continuous improvement.
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1.O. INTRODUCTION.

1.1. TERMS OF REFERENCE. 
This report was requested by the CEO of Specsavers on the 23/4/2021. Covid-19 and the subsequent pandemic in March 2020 has led to the biggest catastrophe since the second world war. Every sector without exception has been impacted. Secondary research has been conducted using various academic sources to investigate the concepts of creativity and innovation and to propose a valid opportunity with support from various innovation models and techniques underpinned by Specsavers organisational capabilities and/or incapability to successfully implement this innovation to gain a competitive advantage in this crisis.    

1.2. BUSINESS IN A CRISIS.
According to (Bar Am, et, al, 2020) Historical success can no longer be taken for granted and applied as a realistic business differentiate. Covid-19 has not only changed life as we know it but also consumer habits and the ‘way things are done’ in- regards to communication and work restructuring.  The inevitable rise of the digital age has accelerated due to the pandemic and can no longer be ‘held off’ or allowed to progress slowly if any business not only wants to survive, but especially to thrive. A crisis such as this with dynamics such as social and economic dislocation, forces leaders to either conserve resources deprioritizing innovation or take action to build the foundation during a crisis to remain competitive in the recovery period.
    
  1.3. SPECSAVERS CURRENT POSITION.
 (Curated, 2020) Says Specsavers strategy amid Covid-19 is to avoid direct contact with secondary care, with procedures in place to carry out emergency eye-care only. Remote communication is triaged to establish those warranting emergency treatment and the main focus is not to drive bookings or revenue but to empathise and address customers concerns using various platforms and communication channels. Specsavers have been reactive rather than pro-active, claiming government help with furloughing staff, business interruption loan scheme and grants, and also believe the economy is declining with worse to come. Specsavers plan to employ fewer people moving forward (Braemar Finance, 2020).
            
                  1.4. PROPOSED INNOVATION OPPORTUNITY. 
According to (Optician, 2020) Tele-optometry is remote testing of a patient with results securely transferred to the clinician, with no need to attend a facility and involvement of support staff. While this has been a topic of interest for years it has been slow to evolve and still seen as futuristic. Dr Andrew Bastawrous discovered countries with only a small percentage of its population able to access healthcare, had the use of a mobile phone network. He developed a smartphone based retinal imaging system and a range of smartphone app-based vision checks. A review by Saleem, et, al (ND) Cited in: Optician, (2020) concluded home-based remote monitoring is premature and not widely available.  
                1.5. CREATIVITY
According to (Chamorro-Premuzic, 2015) There are two perspectives of the concept of creativity, some say its spontaneous nature can be nurtured and learned, others say in order to be creative, knowledge and facts stored in the brains long-term memory are needed. 
[bookmark: _Hlk68893000]“Starting with nothing and ending up with something you saw or experienced and processing it, so it comes out different than how it went in.” Henry Pollins quote on what is creativity? (Farnworth, 2021).
The quote above would suggest that creativity is nurtured and learned by experience.
                 “Living in possibility and abundance rather than limitation and scarcity” CJ Lyons  (Farnworth, 2021).
The next quote suggests this creative knowledge is based on facts stored in the brain.
While both may be true, it is the organisations capability to create conditions for both perspectives that is key in capturing creativity.
 Creativity can however be counter-productive, having a lower tolerance of boredom means having a vivid imagination and therefore developing sophisticated mental tools to self- deceive and deceive others. Steve Jobs famous “reality distortion field” convinces people in a compelling way with no evidence to back the notion. This is seen as narcissism and research has shown that narcissists even when not being creative can sell ideas to others. Furthermore, narcissism correlates to the transformational leadership style, with charisma as a key influence on followers, this can be detrimental to the entire company if the leader is only self-fulfilling their own ego and believe they are more creative than they actually are. This deception stifles creativity in followers as they are swayed by the leader’s abilities, seeing the leader as a ‘hero’ with answers and solutions to everything (Chamorro-Premuzic, 2015).
                 
                
                1.6.  SPECSAVERS ORGANISATIONAL INFLUENCE ON CREATIVITY.
For Specsavers to adopt a ‘helicopter view’ of the level of creativity in its organisation, rather than look at its employees from the ‘inside out’ which is hard to measure. Assessing key areas from the ‘outside in’ analyses barriers and where creativity flows freely. The researcher draws your attention to Figure 1. 
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Figure 1 Assessing The Work Environment For Creativity (Amabile, et, al, 1996)
According to (Amabile, et, al, 1996) The work environment dimensions reveal equal negative and positive outcomes overall. Organisational encouragement is positive giving license for optometrists to produce unusual and useful ideas in a situation the organisation puts them in, with the new partnership. Supervisory encouragement is negative, identifying lack of goal clarity and negative criticism from managers, leading to low morale and high turnover. This impedes intrinsic motivation necessary for creativity. Work group encouragement is positive but focused with links outside of the organisation, while this gives access to the latest innovations and sharing of best practices it clear from the autonomy element that the decision made by these individuals to not transfer this knowledge, is a missed opportunity to utilize the diversity a group has to offer to extend this to a wider variety of ideas and thus a collective contribution. The Management style is transactional, hindering creativity due to favouritism and lack of support in day-day activities and clearly does not challenge the status quo, but Specsavers do recognise the importance of a creative ‘culture’ however this is separated from the mainstream business and is more of a ‘silo’. 
                   




                         1.7. INNOVATION
“Innovation is the specific tool of entrepreneurs, the means by which they exploit change as an opportunity for a different business or service. It is capable of being presented as a discipline, capable of being learned, capable of being practised”.  (Drucker, 1985: cited in Tidd and Bessant, 2013).
This quote draws out certain aspects an organisation has to consider for innovation to become a part of its DNA. This starts with how people want to lead and be led, the transformational style of leadership delivered in the appropriate context is not only inspiring but also promotes intellectual stimulation, encouraging followers to be creative and to challenge their own beliefs as well as those of the organisation, leading to the capability of innovation being learned and practised. Change is the key element, as the leaders is always looking at the horizon to transform with opportunities (CMI, 2013, Llopis, 2014).
[bookmark: _Hlk69105518]According to (Simpson, et, al, 2006) Innovation can become an end unto itself. Innovating just for the sake of it means novelty becomes the goal rather than integrated into the business, leading to customer dissatisfaction. Fewer companies are ‘true’ innovators due to failure in commitment of adequate resources and many employees are driven away due to employer’s perception of employee ‘laziness’ in a loose structure required in an innovative environment. Also due to the business fundamentally promoting chaos, comfort levels are reduced leading to pressure and stress some employees cannot deal with. 
 According to (Business Insider, 2013) Creativity is the potential in one’s mind to conceive new ideas, however, due to this being subjective it is hard to measure. Organisations that solely chase creativity rather than pursue innovation will not see ideas come to fruition. The assumption that creativity adds value alone does not lead to innovation. Creativity must not be seen as the initial concept, but as the driver placed upon an innovation process with a framework that acts as a marriage to entwine both concepts resulting in innovation. An organisation that has the capability to make content specific in- regards to creativity mean the requirements for creativity also becomes more specific, this is a crucial element to align people’s minds with organisational benefit (Thomassen, et, al, 2018).











2.0. FINDINGS.
               2.1. TYPES OF INNOVATION. 
Refer to figure 2.                             

                                                                                                             INNOVATION MATRIX [image: ]           Figure 2   Innovation Matrix.    (Davila, et, al, 2013) 
Radical innovation usually suits new players having no incumbent history that would restrain its fruition. However, timing is critical, if a product/service is ‘mistimed’ customers either ‘do not get it’ yet alone want it. The pandemic is a prime opportunity for Specsavers to seize this radical innovation, with timing prudent due to changing consumer habits and the need for a service currently out of reach. Radical innovations generally provide lower performance early in the life cycle and do not satisfy ‘current’ customers and appeal to a different market instead. This model demonstrates through disruption and with existing technology the business model is changed significantly to reach both existing and new customers. The limitation of this model is that the innovation identified is not incremental during its inception but will be after the implementation as employees and customers alike encounter problems, prompting many incremental improvements in the daily running of the service. (Barbieri and Alvares, 2016, Fullagar, 2021). 





                 2.2. OPEN OR CLOSED INNOVATION.
A closed innovation does not accomplish increasing demand and a shorter time to market. Too much ‘openness’ can however negatively impact long-term success with loss of control and core competencies. Refer to figure 3


[image: ]
                                                          Figure 3 Open innovation
(R&D Today, 2020) The cause and effect of open innovation in such a crisis must overcome misconceptions and misunderstandings of mechanisms inside and outside of the organisation, the time is ‘now’ to fully profit from the concept that a wealth of knowledge outside Specsavers is not only a strategic notion to overcome barriers in a crisis but also builds core competencies within the company for long-term closed innovation. Utilizing the practice of tele-optometry through external technology gives Specsavers the ‘upperhand’ and the first company to provide an alternative market in the UK, however this has to be underpinned by a better business model as demonstrated in figure 2 to solidify the advantage. Accquring third party intellectual property and combining this with Specsavers own intellectual property will give licence for its research and development team to begin work on developing this technology as Specsavers ‘own’ closed innovation with patents to protect it (LEAD, 2021). 
                      

                 2.3. FORCE FIELD ANALYSIS.
 This model establishes how this proposal is maintained by an equilibrian between forces for and against it. Refer to figure 4
                                                             FORCE FIELD ANALAYSIS.
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Figure 4 Force field analysis (Kurt Lewins 1943 cited in: Mind Tools, 2021)

 Specsavers current business model of closed innovation to offer more services online is not a significant penetration in the market as competitors are also seizing this opportunity. Specsavers belief that clinical excellence can only be achieved ‘face-to-face’ is a significant barrier. Customer inability to access to technology is also a significant limitation and needs further statistical investigation to establish key areas of this barrier such as poor connectivity, poverty and geographical areas with low usage of the internet. There are also many misconceptions surrounding the level and quality of the service, as well as when it would be appropriate to access it. Eye health care is the service in demand rather than repeat prescriptions with much of the population needing not only preventative measures, but access to thorough eye-examinations and treatment. The pandemic is not only exacerbating eye-problems but leading to people neglecting this important aspect of their health. Areas of strength and concern also gives the researcher adequate data and information to begin the innovation process.
                      
                            




















                             2.4. IMPLEMENTATION.
Refer to figure 5.
                                                                      INNOVATION PROCESS
                                                           STRATEGIC VISION AND DIRECTION
PRO-ACTIVE LINKAGES
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                                                                       INNOVATIVE ORGANISATION
                                                                                    LEARNING
Figure 5 Innovation process (Tidd and Bessant, 2013)
While this model looks deceptively simple, it is in fact extracting the essence of the innovation and makes sense of what the organisation may assume is ‘pie-in-the-sky’. Specsavers are used to law and order and this gives its managers a somewhat sense of security in what may seem a ‘chaotic’ turmoil as it reveals what is manageable and what is not. While this model is displayed as linear, success and failures in the process cannot be measured without revisiting each stage when necessary, feedback loops are critical to evaluate and enhance, improve or isolate issues along the way. Allowing a few steps back before moving forward again increases the success rate. While this model has the element of creating value it does not consider the actual perception of the consumers ‘take’ on the innovation and assumes the value is what the consumer wants warranting more evidential data. Kamal (2006) Theory has the critical factor this model does not, which is the testing of ‘user acceptance’ and the integration of innovative technology with other information systems giving more evaluation (Meissner and Kotsemir, 2016).


                    

                             2.5. THE 4 P’S OF INNOVATION.
Refer to figure 6.
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Figure 6 4 P’ s of Innovation (Tidd and Bessant, 2013)
 This model is effective by support of its incremental ability to define the innovation in more detail and how Specsavers can manoeuvre its position at target markets to adopt this radical innovation. This model however does not allow the researcher to consider risk in the underdeveloped market of tele-optometry. The incorporation of a ‘5th P’ (Payment) would address how payment for the service can be expedited to overcome the issue of lack of funds (Aglo & Hunter cited in: Innovation Management, 2021).  




3.0. CONCLUSION.
 Specsavers has historically been successful both economically and socially given the strong connection with customers due to a high quality of service and professionalism created physically in its stores. The large number of clientele funded by the NHS has also been highly lucrative and Specsavers ‘security blanket’. The pandemic and subsequent crisis has highlighted Specsavers slow growth digitally with offerings and services online minimal and barely penetrating the market, with more aggressive competition expected from more sources such as supermarkets. Specsavers strategy amid Covid-19 has been superficial with heavy reliance on government funding and more of an advisory agent to customers. The pandemic exacerbated eye issues even further due to activities heightened with increased screen time and restrictions preventing eye exams, treatment and referrals. Customers fears surrounding Covid-19 have led to neglection of eye-care suggesting Specsavers advisory and support measures are not adequate, risking the loss of customer connection. The organisation influence on creativity is limited due to the transactional management style hindering intrinsic motivation with negative criticism and lack of support. The culture being that of ‘roles’ also hinders sharing of best practices as employees focus on their own areas and functions. The creativity department while a positive feature is not built totally into all of the business, creativity therefore is not flowing freely from the individual to reach team level as a collective strength, this means opportunities are missed to combine creativity with innovation.
The proposed innovation applied to the innovation matrix identifies this as radical and although this demonstrates it would be a business advantage, it is the change of the business model that solidifies this innovation as feasible. Open innovation allows Specsavers to utilize existing technology to open an alternative market and also begin to build core competencies surrounding this with third party rights and integrating this to strengthen its own intellectual property and continue as a closed innovation to avoid further competition. The force field analysis identified significant barriers that will have to be overcome predominately with the customer, this is the ‘myths’ they associate with this service and inaccessibility to technology to carry out the service.
The innovation process requires high levels of creativity to ensure each stage is revisited when necessary to evaluate progress and isolate issues that may arise with resources or development. Assuming what the value actually is for customers is a limitation and the testing of ‘user acceptance’ would overcome this to capture the true value customers are seeking. The 4 P’s model allows for more depth with the knowledge extracted from the forcefield analysis of barriers and risks. This leads to incremental stages with target markets and the issue of customer lack of access to technology, which can start to be addressed giving Specsavers a realistic and more defined view of its position with this proposed radical innovation of Tele-optometry.


 




4.0. RECOMMENDATIONS
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well as decision making in other areas. (Business Case
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Specsavers have a creative department that is separated
from its marketing department to build a creative culture. [—|

This differentiation incorporates a model similar to a full-
service external agency. Critically it looks and feels
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(Burgovne, 2021)
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and protect patients
further. The medical
device regulation (EU)
2017/745 defines its
class as 11a rather than
the less restricted 1. This
change requires
developers to have a
qualified quality
manager as well as
central product
registration on the
EUDAMED database,
forcing the less serious
to exit the market.
(Optician, 2020)

Tele-optometry is not paid for by any
medical third party. 60% of customers
qualify for NHS free tests and other

services. (Specsavers, 2021, Wright and
Burns, 2020)
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A recent survey for
virtual eyecare around
the world revealed 49%
of optometrists have not
used it but are ready.
(Rothschild, 2020)

Handy's culture model defines
Specsavers as a role culture. With strong
functional and specialised areas, sharing
common features with Weber’s
management of bureaucracy it has many
rules, procedures and authority tied to
the job role. This culture finds any
change hard to adapt to as it unable to
see the necessity and therefore is slow to
respond. Innovation is less important
than technical expertise and depth of
specialisation. (Open Learn, 2021)

Young adults are more
likely to seek remote
eyecare and say this
would have a high
impact on seeing an eye
doctor more often.
With Covid-19 as a
‘backdrop’ patients are
looking for more
convenient and
accessible ways to get
treatment and on their
own terms. (Contreras,
2021)

Customers would need access to a
smartphone, laptop and internet. 5.9
million adults in the UK never use the
internet. 4.1 million of these are in social
housing. Adults aged 16-24 have the
highest rate of internet use. (Royal
Geographical Society, 2021)
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Care home residents
accounted for a third of
Coronavirus deaths. All
face-face-visits were
banned during the
pandemic due to high
infection rates
preventing care home
visits. (Topping, 2021)

Customers worry their information is not
secure, the clinician is not qualified, this
service is only available if the person
does not have immediate access to a
hospital or only for sudden unexpected
incidents. The customers assume a
prescription cannot be given. (WeHealth,
2021)
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A syndrome exacerbated
by the pandemic is
digital eye strain
affecting women in
particular. The increased
use of ‘screen time’ on a
multitude of devices
brings out underlying
defects such as blurred
vision, dry eyes and
fluctuating vision.
(Michaud, 2021)

DIY projects have
increased during the
pandemic due to people
being home leading to
many eye injuries.
(Specsavers, 2020
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A recent study of 30
students that underwent
a tele optometric
comprehensive eye
exam by an investigator
optometrist reported
100% said their concerns
were addressed, were
satisfied with the care
and quality. Although
this is a small number of
a control group the
results of 100% is
promising. (Conlin, 2020)
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TOTAL SCORE
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MISSION STATEMENT

Together with our
partners, to passionately
provide best optometry,

audiology and other health

care services to
everybody, simply, clearly
and consistently,
exceeding customer
expectations every time.
(Specsavers, 2021)

RECOGNISING THE
OPPORTUNITY

Tele-optometry increases
accessibility, capability and
capacity to engage existing and

new customers in a different way.

FINDING THE RESOURCES

Current equipment review
establishes if any can be
integrated with the digital
software. Quote from
EYOTO for necessary
equipment upgrades
needed, this can be leased,
Installation and training
experts to install required
hardware and software.

Five-day training to use the|
process. Identify which
Optometrists will conduct
full eye exams at in-store
locations and which will
work from home, acuity
testing needs less
equipment at home.
Establish whether policies
from the NHS allow fundin

for NHS customers and alst
a sponsorship to invest in
adequate equipment and

software. (2020Now, 2020)

CREATING THE
VALUE

Full service will be
in operation. The
backlog of
cancelled
appointments will
be eradicated.
This will be a new
experience for
customers, with
many of the older
generation in
America relating it
to ‘Star Trek’.
(Healio, 2021)
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INNOVATION TYPE

INCREMENTAL

RADICAL

PRODUCT/SERVICE-WHAT WE
HAVE TO OFFER

The service offered is the same
acuity testing and full eye
examinations but delivered in
a different way due to the
conditions the pandemic has
enforced.

Tele stands for
teleconferencing also known
as video conferencing. Tele-
optometry provides a
diagnosis, treatment, or
prevention via video link. This
furthers eye-care practice in
scenarios such as Covid-19
where in-person activity is
impractical or limited.

PROCESS- HOW WE CREATE
AND DELIVER THE OFFERING

According to (WeHealth, 2021)
EYOTO Is a secure platform
that adheres 100% to HIPPA
policies. Confidential
information is secure as this
technology is not connected to
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any mainstream technologies
such as Skype or Facebook.
Agreed mutual time for video
call. A message is sent with a
click to click for video call.
Patient joins via unique secure
link.
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POSITION-WHERE WE TARGET
THAT OFFERING AND THE
STORY WE TELL ABOUT IT

This would have to be targeted
to existing and new customers
with internet and device
access. Care homes would
likely have at least one device
that could be shared.
Depending on restrictions in
place, family of customers
with no access to technology
could also share their
resource.

Emphasizing that the service is
carried out by qualified
optometrists at a high
standard in all circumstances
and with prescribed treatment
may take time to reiterate and
persuade customers.

A patient seen online, from
home and at a reasonable
price will increase the
likelihood of the patient
initiating use of the service.
61% of patients will switch
providers to be seen quicker,
strengthening Specsavers
position. The convenience of
not having to leave the sofa
for an appointment is highly
attractive, with the knock- on
benefits of not having to find
childcare, travel costs, and
significant time travelling and
overrun waiting. Tele-
optometrists have the ability
to fully integrate the
customers network and find it
easier to refer patients back to
a provider for primary care
designation if one has not
been established, or for
necessary follow-up treatment
that cannot be fully treated
remotely.
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POSITION- CONTINUED,|

Specsavers slogan for many
years has been “Should’ve
Gone to Specsavers” Revising
this to “Specsavers Will Always
Come to You” not only
changes the public’s
perception of the new service
but also reinforces that
Specsavers will exceed
customer’s expectations
even in an unprecedented
time. (relymd, 2017
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PARADIGM-HOW WE FRAME
WHAT WE DO

To be a full- service provider
during a pandemic. To ensure
each and every customer not
only receives high quality care
but preventative intervention
(prevention is always better
than cure)

Take pressure of the NHS (a
significant partner) by greater
ability to divert customers
from hospitals.

Re-define the experience of
eye-care.
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AREA OF ACTION PRIORITY SUPPORT REVIEW | OTHER
DEVELOPMENT/IMPROVEMENT | UNDERTAKEN LOW/MEDIUM/HIGH DATE COMMENTS
Preliminary surveys conducted | Templates High—Preliminary | I.T department | In one
online to gather data and drawn up research is crucial to | to put this online | month.
subsequent knowledge of gathering establish the value gather
customer interest in the personal data’ | from the customers | information
proposed innovation. level of interest | view. evaluate and

(scale of 1-5) turn into

If this of knowledge.

interest why? Initial target

1. Convenience groups

2. Urgent need identified.

of care

3. General need
of care
4.Different
experience is

it appealing?
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Construct narration of the
‘story’ including evidential
information to dismiss the
‘myths’ surrounding this
service.

Story to be put
onall
communication
channels
including
website and
social media.

High- The public
have to be aware of
the innovation.

Department in
charge of public
communications.

Monthly

This could
lead to
‘word=of-
mouth’
attracting
prospects.
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A scientific management style
is needed to determine the
‘one best way’ to carry out the
work. Monitoring is crucial to
establish the best method of
‘time and motion’ so the
operation runs smoothly and
on time as customers will have
allocated slots.

Management
to evaluate
time studies of
each specific
task re-order
into an optimal
sequence to
gain the most
efficiency
without
compromising
quality. Areas
to look at are
speed of
diagnosis, time
spentin
discussions
with
customers.

Medium- This
approach takes time
to evaluate and
come to fruition.

Management
planning,
feedback and
effective
communication
with
optometrists
regarding
effectiveness of
output of work.

Weekly.
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Pilot testing to assess user Request High- This feedback | Assign This would

acceptance. volunteers from customers is Optometriststo | Daily also upskill
from the public | crucial to make divide this optometrists
to ‘try out’ the | adjustments in the workload. with the new
test for free. development stage process
Upskill staff

Establish aftersales service to | taking calls of | High- Thisis a prime | Integration of monthly

make continuous
improvements.

the process and
expected
outcome of the
service.

way to get feedback
particularly negative
to make
improvements.

this process to
main system so
all information

can be accessed.

This is another
feedback loop
the manager
can act upon.
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CONCEPTUAL CATEGORIES OF WORK
ENVIRONMENT FACTORS HYPOTHESIZED

SCALES FOR ASSESSING PERCEPTIONS OF THE

WORK ENVIRONMENT (KEYS SCALES)

TO INFLUENCE CREATIVITY

ORGANISATIONAL ENCOURAGEMENT

Target based rewards include electronics,
gaming , beauty and fashion items redeemed
and specifically chosen by each employee.

Specsavers recognise that to transform
eyecare, a collaboration is needed between

ophthalmologists and optometrists. The recent

partnership with Newmedica one of the
largest ophthalmology providers to the NHS,
closes this gap, extending care to primary
rather than just secondary. (Ayling, 2015
Specsavers Annual Report, 2016-17)

ASSESSED
OUTCOME
OF WORK

ENCOURAGEMENT OF
CREATIVITY

SUPERVISORY ENCOURAGEMENT

Reviews by staff paint a negative picture in
this aspect. With low morale cited many
times, leading to a high turnover and goals not
clarified. Internal changes are never discussed
but enforced. (Indeed, 2021)
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