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[bookmark: _Toc81761758]Introduction
Within this assignment, the student is going to identify and agree on  a specific organisational context in which she can demonstrate the significance of understanding innovation and creativity in the workplace. Through the application of the skills and knowledge gained from this module to a workplace issue of their choice, the student will demonstrate the significance of innovation and creativity skills in the workplace.  Relevant management theories will be identified and integrated into the assignment and discussed in greater detail.

[bookmark: _Toc81761759]What is Innovation?
Innovation is viewed as the process of executing a new creative idea, whether  this is the way it works or the product. It originates from a creative idea based on the correct standards and is suitable for corporate purposes, if the idea is feasible and accepted then the organisation begins the innovation process. S. Anthony (2012) views innovation as something unique that has an influence while also being more accessible than ever before. According to Hippel, E. (2005), organisations are increasingly able to innovate for themselves, allowing them to build services/products exactly how they want them without depending on a third party. 
P. Drucker (2016) defines innovation as "a change that produces a new dimension of performance within an organisation," while Emerson and Stewart (2011) define change as "an attempt to seize a benefit opportunity," which is comparable to innovation. This is not to say that all changes are innovations; however, innovation and creative ideas will result in changes inside an organisation. Nevertheless, creativity is what drives innovation; “Belief in your own creative capacity is at the heart of innovation.” This is where fresh ideas are developed to solve challenges or improve services (Kelley, T. and Kelley, D. 2013. Pg.2).
[bookmark: _Toc81761760]What is Creativity?
 Creativity, according to Kelley and Kelley (2013), occurs when an person uses their imagination to develop something new in their place of work, and it can start anywhere that there is a chance to produce new processes, ideas, or solutions. From an organisational point of view, DeGraff and Lawrence (2002) identify creativity as the best approach to generating organisational value; “creativity creates progress, and progress creates value,” they say (DeGraff and Lawrence, 2002, pg. 2.) As creativity is what improves things or produces new ideas, it should be a basic component of any organisation. S. Anthony (2012) analyses creativity and innovation, describing  innovation as both a process of finding and implementing an opportunity to obtain results. He emphasises that innovation is not just about a creative idea, but that creativity plays an important role in the innovation process. Von Stamm (2003) backs this up by arguing that creativity is a necessary component of innovation because creativity is responsible for developing the concept in the first place, while innovation is responsible for putting the idea into action. Similarly, according to Gurteen (1998), creativity is the development of ideas, whereas innovation is the transformation of those ideas into improved workplace performance. Finally, creativity can be thought of as an input, whilst innovation is the output, or effective application, emphasising that in order to innovate, you need creative ideas, and in order for creative ideas to be useful, you need innovation methods.
[bookmark: _Toc81761761]Stage-Gate Model
As per Mulgan (2014), the insurance industry innovation entails the creation, development, and implementation of practical ideas for the benefit of their customers. These must be original ideas rather than improvements, and they must be implemented rather than merely discussed. Within the insurance industry innovation might take the form of organisational structure or service delivery methods. To improve the quality of the services they provide, Admiral Insurance  innovates through introducing innovative techniques and ways of working. Admiral insurance  are now dealing with a broader range of workplace constraints than ever before, and as a result, they must take a creative approach to guarantee that they are continually innovating and expanding themselves in order to meet the growing needs of their customers and employees. Admiral does not have a formal corporate innovation process or model, however the method that they have used aligns with some concepts.
According to Anthony, C. (2013), many organisations will innovate without even realising it, as Admiral Insurance did. A recent innovation applied within  Admiral was a multi-product  service. Cooper, R. (2008) established a pre-launch stage of the innovation process known as discovery in his stage-gate model (see appendix A); this is the start of the innovation process where the need for change is discovered and ideas are developed. Admiral’s research found that many new and existing customers enquired about home insurance whilst discussing quotes for their car insurance and were looking for an easy approach to combine the two. Admiral, like many other companies, had always kept their insurance types separate, and then came up with the idea to have a multi-product service where you can insure both your car and home under the one umbrella. To make this possible, employees had to participate in a 4 week training session on the new product and find ways to make the call run as smoothly and efficient as possible, to help with this they used Debono’s (1967) creative approach to problem solving also known as Lateral thinking or Creative Thinking. Lateral Thinking, according to DeBono (1999), is the ability to generate ideas from personal expertise and experience. According to P. Drucker (1985), innovation must start with creative ideas, but these ideas must be simple, focused solutions to current workplace problems. Managers of the team brainstormed various approaches prior to a meeting, then shared them during the meeting to evaluate and select the most plausible solution. After seeing the effects of this innovation, the team decided that involving all team members and soliciting the views and suggestions of the employees who were actually doing the work, rather than just the managers, would be beneficial. Within Admiral, once a new idea or new service has been assessed and decided upon by the development team, it must be presented to the CEO and Marketing Director for approval. As a result, before this stage could take place, the final proposal had to be reviewed and a business case had to be created to present to the CEO and Marketing Director, these processes follow the scoping stage of the stage-gate model as well as the business case construction. This is the most crucial stage of the process for Admiral, and it must be performed correctly to ensure that the following stage is as efficient as possible and that there are no issues that could cause the process to be delayed.
[bookmark: _Toc81761762]The Chain-linked Model
The chain-linked model (see appendix B) proposed by Kline and Rosenberg (1986) places a constant emphasis on the importance of research: “One does research, research leads to development, development leads to production, and production leads to marketing.” (p.285, Kline and Rosenberg, 1986) As a result, both models emphasise the importance of idea research for successful innovation. Admiral had to evaluate and examine both of these stages to see if the proposal was founded on the correct criteria, if it was the best fit for the objectives, if it was feasible, and if there were any potential risks or issues. This would therefore make it easier for relevant stakeholders to commit. Although there was not a lot of competitor research to be done, the team did look into whether there were any third-party companies that provided a similar service. Admiral conducted thorough research, enabling them to come up with a unique and beneficial business concept that addressed a variety of concerns and potential challenges. For Admiral, the business case stage was linked to the development stage because a protocol of the idea was required in order for the CEO and marketing director to make a choice. This stage is visible in both the chain-linked and stage-gate models, and it entails the design specification and development of the new product or service. Because the idea had not yet been submitted to the CEO and marketing director, there were some constraints to what might be included in the service, but this step had to be handled to help build the business case. The next stage of pitching an idea to the CEO or Marketing Director is not used in either innovation model, but it can be viewed as receiving feedback, which is linked to the Chain-Linked model because after each stage, there is a feedback loop connecting back to the previous stages and research/knowledge. This allows the innovator to use existing knowledge and research to resolve problems and redesign services if necessary. This is in line with Admiral's innovation process, since bringing a concept to higher management will provide a wealth of experience and additional suggestions, ensuring the best possible service is produced and a company decision is made. If the idea is not approved by those in control at this level, the development team will need to review prior invention stages. This is facilitated by the chain-linked model and is referred to as the redesign and reproduce stage, where stages will be revisited. Unlike the stage-gate model, which Kline and Rosenberg (1986) reviewed and discovered that it represented innovation as a smooth, clear, and concise process, “innovation is neither smooth nor linear nor well-behaved, in fact is complex and hard to measure,” the process could be linear or repetitious if stages need revisiting or skipping. (Kline and Rosenberg, p.285, 1986). When the suggestion was submitted to the higher management , there were no objections to the service being implemented, indicating that Admiral had considered a variety of concerns. This is unusual within Admiral because there are usually one or two items that need to be revisited before approval. The concept itself is considered as a unique product that allows Admiral to provide the service at a very low cost while relieving the strain of hiring new workers and instead multi-skilling the existing ones. Admiral had to finalise the actual service plans and prepare for how they would urge customers to opt in to the service after the service idea was accepted by the CEO. Admiral had to create a Service Level Agreement and market it to all products in order to accomplish this, which leads to the final stage of the chain-linked model. However, it is suggested that this final stage be split into two stages because organisations would market the service before offering it to their customers. During the marketing stage, the research team presented the CEO and Marketing Director with a presentation that explained what the service involves, what guidance will be available, and the service's benefits. This service was extremely well-marketed and presented.
Admiral's overall capacity to innovate successfully has been assessed as positive; the innovation process was successful; and, after seeing the outcomes and effectiveness of the service being carried out, the procedure proved to be successful for Admiral. While Admiral did not follow any model in its entirety, they did utilise several stages from both the chain-linked and stage-gate models. However, it is recommended that Admiral adopt one set innovation process for consistency purposes, as missing stages of a model could confuse Admiral employees; some employees are resistant to change, so if stages are skipped or missing, it could cause confusion. 
Many innovation methods, according to Anthony, S. (2012), can be done intermittently and at random, but the finest innovators will follow a disciplined procedure for the greatest impact. It is suggested that all stages of this process be followed, even if some take more focus than others, in order for Admiral to be able to innovate efficiently. This will establish a standard method and avoid any critical stages from being overlooked. Harvey (1989) acknowledges that linear processes are no longer sufficient for companies to be successful; instead, they must expand on further innovation processes, which incorporate new definitive market data into steps that build workplace intelligence; for Admiral, this would entail appropriate stages that help the company’s innovation processes.
[bookmark: _Toc81761763]Admiral’s ability to harness creativity and foster a creative culture in the workplace.
According to Hofstede (2001), culture is the collective programming of the mind that separates members of one group or category of people from those of another, and one of the hallmarks of organisational culture is that it is made up of behaviours rather than tangible products. While there is no particular definition of a creative culture based on the definitions of both culture and creativity, it is clear that a creative culture is one in which innovation is perceived as the standard, is empowered by leaders, and is an integral component of how the organisation operates.
To begin evaluating and understanding Admiral's workplace culture, the student used Johnson and Scholes' (1993) cultural web, which includes variables that they feel characterise an organisation's culture; each factor was then weighed against Admiral's current culture. (See Appendix C for more information.) While not specifically related to a creative culture, it did provide an overview of the current workplace culture.
Many large organisations, according to Handy (1976), have a role culture. Although role culture looks to operate in public sector organisations, most employees are trapped in their specified jobs inside established authority, preventing them from contributing to means of improvement on their own. Employees do not identify with the company, or the regulations laid out for them, as Aitken and Higgs (2010) point out. Employees that have been in the same position for several years have a mindset that is resistant to change and may not share Admiral's ideals, according to Handy (1976). As a result, there has been a lot of pushback against innovation and the changes that it brings. Oldham and Cummings (1996) believe that employers must improve their organisations' creativity performance in order to gain a competitive edge. Drewery, K. (2003) discusses some of the advantages of encouraging creativity in the workplace; creativity can contribute ideas, which can lead to more efficient process improvements. In the insurance industry, creative input from staff members should focus on efficiency improvements, helping the company to deliver more with less.
Successful leaders refer to their organisational culture as unwritten instructions on how people should perform and conduct themselves, as per Bower, M. (1966). He defines culture as "the way we do things around here." According to Schein (2010), if company managers build a creative culture and encourage their people, innovative ideas will emerge and become the standard, however if there is no creative culture, ideas will be discarded and no change will happen.
Mulgan, G. (2014) supports this and also identifies leadership as a core element for innovation and creative cultures. This demonstrates how an organisation's culture can perform poorly to harness creativity if leaders do not demonstrate visible commitment, and as an outcome, staff are less likely to take risks and put forward suggestions. According to Drewery, K. (2003), CEOs, managers and leaders should show commitment to ideas, encourage their staff, and promote creativity and innovation in order to successfully implement a creative culture. It is critical that Admiral leaders influence this from the top in order to promote creativity within their teams. Employee insights are critical for building new procedures and experimenting with new solutions, according to Kelley and Kelley (2013), because employees are the ones who do the work. There are many interactive sessions within Admiral where staff are encouraged to submit ideas and suggestions for how the company can strengthen its services; this helps with the adoption of a culture where creative ideas can be voiced to management and considered for future workplace performance; nevertheless, whether these ideas are ever considered or taken for consideration is debatable. 
As per Drucker (1985), all companies have several ideas to consider, but the essential issue is how employers are using these ideas to create value from them. Newer staff members are eager to participate in sessions where their opinions can be heard, but as time passes and ideas do not appear to be implemented, staff members lose interest in submitting improvement suggestions. As suggested by Drewery (2003), organisations must develop an environment that encourages people to work toward the company's objectives, and to do so, they must provide employees with time and space to be creative. Likewise, Mitias, M. (1985) bases DeBono's Green Hat on his Six Thinking Hats methodology, stating that creativity is the freedom to move from one way of working to another. He contends that freedom is the basic exercise of creativity, and that staff members need the freedom to explore the best possible ideas in order for the company to innovate. This implies that in order for employees to submit creative ideas, Admiral must provide time and space. However, employees produce ideas in different ways, so this may not be the ideal solution for all staff members. Staff members at Admiral are not given set times or spaces to develop ideas, but the marketing team is frequently given improvement objectives and is expected to come up with ideas for achieving these goals. To do so, teams are encouraged to hold meetings to discuss ideas and compile option performance reviews. This does increase creativity within the company, but it appears to be limited to when there is a need for change rather than broad new ideas for how the company could improve. According to Drewery, K. (2003), in order for staff members to develop great ideas, they must first understand the company's vision and goals, as this will limit the amount of incorrect ideas. Staff at Admiral are reminded of the company's values on a regular basis, and these are visible throughout the workplace on notice boards, elevators, and so on. If these values change, or if one value is highlighted for a period of time, emails are sent out to all employees reminding them of their responsibilities and advising them on how they can help in achieving the values.
As per Mulgan (2014), in order to foster a creative culture, a company should seek out proven innovators, establish venues where deep-rooted ideas might emerge, and ensure that potentially effective ideas are tested. Staff at Admiral are employed based on their experience and ability to demonstrate behavioural competencies rather than technical merit. While some qualifications are required for some roles, all workers are recruited based on their experience and capability to demonstrate the competencies. While the behavioural competencies do not state that an individual must be creative, certain abilities, such as the capacity to solve issues, can indicate whether or not an individual has taken a creative approach to their work. It is critical for an organisation to keep creative individuals after they have been hired; the CII (2009) recognises that, in addition to reputational issues, a strong ethical culture is also necessary for attracting, retaining, and motivating the best personnel in the correct way. Based on the student’s personal experience at Admiral, the organisation frequently loses successful staff members due to a lack of opportunity to be heard. Employees may feel like they are constantly competing for support, and as Campbell and Craig (2005) point out, they will seek employment elsewhere where they can fully realise their potential. D. Skyrme (2007) emphasises the need of capturing creative ideas for future use; while ideas may not be useless, they may not be appropriate at the time. Within Admiral, there is no formal process for capturing and managing ideas that are suggested. There is an company development team that would capture ideas that are suggested in staff tea parties which are sessions that are used for open discussions, and these would then be evaluated and reviewed for potential ways forward, but there is no formal process for capturing suggested ideas within directorates. Each manager would be responsible for capturing ideas for future use, and it is believed that many ideas are lost and forgotten as a result. Even in the face of severe organisational pressures, Schein (2010) acknowledges that some staff members will have an adverse effect on the culture by behaving ineffectively, and this is evident within Admiral; not all staff members are seen to cooperate in generating creative ideas to improve services, which is thought to be due to two factors: fear of ideas being dismissed and fear of change. While Admiral strives to foster a creative culture, staff members are not always encouraged or motivated to offer suggestions or help with service improvements. McClelland, D. (1961) recognised workplace motivational thinking and the significance of leaders being able to inspire their staff to encourage workplace achievement.  Regardless of what type of needs a person has, they are all related to the requirement for workplace motivation. Individuals require self-esteem needs, where their accomplishments are recognised and they have responsibilities within their workplace, according to Maslow's Hierarchy of Needs (1943). This corresponds to the maximum need, self-actualization, where an individual has opportunities for personal growth and fulfilment within their position. This emphasises the importance of staff members being motivated to generate creative ideas and receiving praise when effective ideas are sought; this will try to enhance their confidence, motivation, and sense of accomplishment in what they're doing, comparable to Kotter's change stage; generating short-term wins. Admiral does not do a good job of motivating and encouraging their employees to be creative. As previously stated, employees are encouraged to be creative and think of new ideas at the corporate level; however, this is not always encouraged within directorates, and the ideas are not always implemented, which discourages staff members and has a negative impact on their motivation.
According to Serrat, O. (2009), having a culture where people are motivated and innovation is maintained is critical; an organisation that supports open ideas is where creativity will flourish, and there must be alternatives for change. As an insurance company change is inevitable, and managers must be able to effectively manage it. This involves managing people and guiding them through the transition process. Kotter, J. (1996), in his change model, emphasises the significance of incorporating changes into an organization's culture; innovation causes changes, hence it must be anchored in the corporate culture. Admiral is a leader in this field, with well-defined innovation processes in place to put new ideas into action. When new systems or processes are ruled out inside the organisation, employees and customers are kept informed on a regular basis prior to deployment, the system/processes are deployed in stages, and personnel is adequately trained.
[bookmark: _Toc81761764]Conclusion
While there are various obstacles to insurance company innovation and creativity, Admiral is expected to be creative and innovative without these barriers causing problems; as an insurance company, there is a continuous need for innovation due to the constant demands of its customers and competitors, so there is a constant need for change and development.
DeBono, E. (1999) stresses the significance of creativity and innovation in enhancing organisational productivity and performance; it is continuous improvement and generation of new ideas and services that drive long-term global success; without creativity, companies would be forever repeating the same patterns; consequently, to assist in the innovation capability.
Creativity, innovation, and inspiration, according to Jaffe and Scott (1992), are essential for successful firms and help managers empower a creative culture. The biggest difficulty with both creativity and innovation, according to Admiral's study, is a lack of encouragement and motivation from leaders, which hinders people from speaking up and presenting their original ideas. As a result, Admiral has to improve in this area. Kelley and Kelley (2013) analyse creative training for individuals, noting that it is primarily the responsibility of managers and leaders to foster a creative culture in which employees can rediscover their ability to be creative. A training course for leaders/managers could be developed to improve their ability to encourage creativity and foster a creative culture. They also feel that everyone has a creative side, so it is advised that Admiral’s establish a training course that empowers people to enhance their innate abilities, resulting in increased creativity and innovation. I t was also discovered that Admiral frequently fails to listen to or act on its employees' suggestions. In order to maximise the company's potential for harnessing a creative culture, employees' ideas must be listened to and, if possible, acted upon.
Admiral has the potential to nurture a creative culture and effectively innovate, but there are certain minor changes that may be made both corporately and within specific directorates to ensure that the full capability is attained and exhibited to add value to its services and products.
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	Routines & Rituals
	· 	Flexible working – all staff members have flexible working patterns
· 	When staff members come into the office they sit down, sort out their work station, make a drink and usually have a chat with other employees before starting work.
· 	Conversations throughout the office happen regularly which takes staff away from their work.
· 	Some staff members often go for cigarette breaks without clocking out

	Stories
	· 	Call centre workers have a reputation for being lazy.
· 	Admiral put up their insurance prices purposely.


	Symbols
	· 	Admiral insurance logo is unique.
 

	Control Systems
	· 	large range of specific procedures for different processes and tasks. 
· 	Annual leave procedure
· 	Buying procedure – preferred supplier list

	Structure – Power & Organisational
	· 	Employees don’t necessarily have a sense of belonging as a large organisation only senior management are recognised.
· 	Employees don’t have much of a say in the organisation however the CEO is trying to change this.
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