[image: image1.png]which FoaMech operates, it would have been very easy -- almost natural, in fact -- for FoaMech
to try to use rewards to motivate ideas. The automobile industry is highly competitive and cost-
conscious. A supplier to the automobile companies is always under tremendous pressure to
reduce costs. Not only does that supplier have to offer the lowest possible price to get business,
but it often has to commit in advance to a tough schedule of price reductions (known as
“givebacks” in the industry) over the life-span of the product. The Johnson Controls FoaMech
plant is given monthly targets for new cost-savings, which it has to meet. Since 1994, the
company has been able to count on its kaizen program to deliver roughly half of the necessary
cost-savings each month. But even while it is expected to deliver an output measured in dollar
terms, the kaizen department does all it can to de-emphasize extrinsic rewards as far as the inputs
are concerned. The modest rewards that are given for ideas are only loosely tied to their dollar
value. The maximum reward is only $100, and any idea (except an entirely frivolous one) gets a

reward of at least $5. The main goal is to ensure that employees propose ideas because they find it

intrinsically rewarding to do so.

One example from FoaMech illustrates this well. In February of 1995, Kim Darnell was
team leader of a group in the plant that made the seat adjuster mechanisms -- the tracks, levers,
and wheels under the front seats -- for the Toyota Camry. Russ Harrod was the maintenance
person for her group. On her shift, Darnell was running what amounted to a small metal-working
shop with some thirty people and forty-six machines. As such, the workplace was noisy and, with
so much large equipment on the production floor, it was hard for her to see more than a few
operators at a time. Everyone in the group, but particularly Darnell and Harrod, were frustrated
by how difficult it was to communicate in this environment when problems arose. Whenever a
machine began to run out of parts or give trouble, the operator’s first recourse was to yell for a
materials handler or maintenance person. As often as not, neither would be standing close enough
to hear, so the operator would have to shut the machine down and go off to look for the person
he or she needed. Similarly, if the machine actually went down, it could not be restarted until the
operator could find Harrod and he arrived to fix it. For her part, Darnell was spending much of
her time looking for Harrod, and Harrod never knew where he was needed until it was too late. In

addition to the daily hassle this entailed, both Darnell and Harrod felt it was unprofessional for




