[image: image1.png]the assembly line. In other words, the suggester proposed a way to eliminate his own job. The

improvement was made, his job was eliminated, and he was reassigned to new work.

American Airlines did not plan to squeeze cost-savings out of its in-flight coffee service,
nor did DCM-Toyota have any plans to eliminate a job at the windshield-washer adjustment
station. Both ideas were initiated by individuals and were entirely unanticipated by their
management. Through our investigations of creativity in companies around the world -- even in
Japan where Japanese and foreigners alike seem to think it is not supposed to happen-- we came
to realize that the majority of creative acts, whether dramatic innovations or tiny improvements,

oceur in this way. They are not only unplanned, but completely unexpected.

Our studies of the best and worst practices in continuous improvement in companies
around the world drove home the same point. Almost all the companies we looked at made use of
some kind of planned approach to continuous improvement, an approach in which what to
improve, by how much, and by whom was decided in advance. Sometimes even a particular
problem-solving method was prescribed and followed. Yet the top performers invariably placed
greater emphasis on systems designed to stimulate improvements that had not been planned for,
the ones that are virtually unreachable with the usual “plan and control” style of management.

None of these can be specifically asked for and no amount of planning can directly cause them.

But this does not mean that nothing that can be done about them. Companies can
dramatically increase their effectiveness of their continuous improvement programs once they
recognize that much of will be unanticipated and learn how to actively promote unplanned
improvements. For most companies, we believe it is here that the richest untapped potential for

continuous improvement really lies.

Truth #2: Rewards do more harm than good for creativity




