
Fostering Innovation 

Bill Artzberger, LSSBB, PMP 

08/08/2014 



Agenda 

• Introduction 

• Innovation definition  

• Company Lifespans 

• What innovation is not – the Ten myths  

• Using lean principles to foster 

innovation 

• Suggestion programs  









Innovation 
the act or process of introducing 

new ideas, devices, or methods 



Innovation 
the act or process of introducing 

new ideas, devices, or methods 

which adds value to the 

organization.  

+ 



Creativity 
Invention 

Innovation 















Shorter Company Lifespans 

Lifespans of companies are shortening, concludes a 

recent Inno- sight study of the S&P 500 index. 

1958 1980 2014 

61 year average 
tenure 

25 year average 
tenure 

18 year average 
tenure 



Not All Company Lifespans are Shorter 

Why, then, do some companies display remarkable 

staying power for 100 years and more while others 

cease to exist?  Are there characteristics in common 

among firms that last?  

 

Evidence provided by time-tested manufacturers and 

the researchers and analysts who study them, suggest 

the answer is yes, in many instances. Companies that 

stand the test of time are able to do so because they 

change with the times.  

 



Companies over 100 years old! 

1802 DuPont and 

Company 

1806 Colgate-Palmolive 

Company 

1837 Procter & Gamble 

1866 Sherwin-Williams 

1872 Kimberly-Clark Corp. 

1876 Eli Lilly and Company 

1883 PPG Industries 

1886 Johnson & Johnson 

1888 Libbey Inc. 

1888 Hubbell Inc. 

1894 The Hershey 

Company 

1896  Tootsie Roll Industries 

1898 Goodyear Tire & 

Rubber 

1899 Timken Company 

1902 3M Company 

1903 Harley-Davidson 

Motor Company 

1903 Ford Motor Company 

1903 Anderson Corporation 

1905 Ingersoll RAND 

Company 

1906 Xerox 

1911 IBM Corporation 

1911 Whirlpool Corporation 

1913 Clorox Company 



Why Do Some Have Staying Power? 

Adapt or say goodbye? 

 

Having a product or service that continues to adapt 

to the needs of customers is paramount to making a 

company successful in the long term, says Michael 

Zinsser, a partner in the Boston consulting group. 
 



Why Do Some Have Staying Power? 

Customer first and Organizational ambidexterity 

 

Charles O’Riley a professor in the Stanford University 

graduate school of business, extends an alternate 

theory to explain business longevity. He calls it 

organizational ambidexterity. Defined as the dynamic 

capability of an organization to simultaneously 

explore and exploit.  In other words, organizational 

ambidexterity is the ability of a company to 

simultaneously pursue or exploit its current businesses 

while exploring new areas for growth. 
. 
 



Why Do Some Have Staying Power? 

Boston consulting group partner Michael Zinsser highlights additional 

factors he believes contribute to the ability of a company to achieve 

longevity they include: 

 

An experienced and adaptable management team, one that 

understands the trends that are impacting the market place and are 

able to capitalize on these trends. 

 

A continuous improvement mindset.  Companies that last typically 

engage in continuing efforts to improve the productivity of their 

operations.  Such efforts may relate to driving down costs, improving 

quality or continuously adapting to meet the delivery demands of their 

customers. You see this in spades with companies like Toyota. You see it 

with Procter & Gamble. It is that ongoing ability to drive productivity 

and continuous improvement in their products and operations. 
 



Why Do Some Have Staying Power? 

An ability to engage and empower the workforce.   

 

A workplace in which employees feel good about 

the work they do. They believe the firm is investing in 

them, as well as providing opportunities to contribute 

to the organization success. We find those companies 

that are able to create that loyalty and engagement 

are able to withstand a lot of external shocks and 

work together to keep the business going. 



What Innovation is Not 

The ten myths of innovation and creativity 

 

Most people think creativity is divinely inspired, unpredictable 

and bestowed on only a lucky few. There are a lot of popular 

myths about business creativity, yet none of them have much 

scientific evidence. A new study based on the latest research 

“though myths of creativity” by David Burkus, helps demystify 

what's behind the forces and processes that drive innovation. 

 

Burkus’ research supports, that with the proper training, anyone 
with a common sense mindset grounded in reality can deliver 

creative and innovative new ideas.  The first step is to not limit 

your thinking. That means to acknowledge the following 10 long-

standing myths about creative thinking and innovation (then 
passionately work around them!) 
 



Myth 1:  Eureka!! 

• New ideas sometimes seem 
to appear as a flash of 
insight.   

 

• But research shows that such 
insights are actually the 
culminating result of prior 
hard work on a problem. This 
thinking is then given time to 
incubate in the subconscious 
mind as we connect threads 
before the ideas pop out as 
new Eureka like innovations. 

 



Myth 2:  Breed 

Many people believe creative ability is a trait 

inherent in one's heritage or genes.  

 

In fact, the evidence supports just the opposite. 

There is no such thing as a creative breed. People 

who have confidence in themselves and work the 

hardest on a problem are the ones most likely to 

come up with a creative solution. 



Myth 3:  Originality 

There is a long-standing myth about intellectual 

property, the idea that a creative idea is proprietary 

to the person who thought of it.  

 

But history and research show more evidence that 

new ideas are actually combinations of older ideas 

and that sharing those helps create more 

innovation. 



Myth 4:  Expert 

Many companies rely on a technical expert or team 

of experts to generate a stream of creative ideas. 

Harder problems call for even more knowledgeable 

experts.  

 

Instead, research suggests that particularly tough 

problems often require the perspective of an 

outsider or someone not limited by the knowledge of 

why something can't be done. 



Myth 5:  Incentive 

• The expert myth often 
leads to another myth, 
which argues that bigger 
incentives, monetary or 
otherwise, will increase 
motivation and hence 
increase innovation 
productivity. Incentives can 
help, but often they do 
more harm than good, as 
people learn to game the 
system. 

 



Myth 6:  Lone Creator 

This reflects our tendency to rewrite history to 

attribute breakthrough inventions and striking 

creative works to a sole person, ignoring supportive 

work and collaborative preliminary efforts. Creativity 

is most often a team effort. 



Myth 7:  Brainstorming 

• Many consultants today 
preach the concept of 
brainstorming, or 
spontaneous group 
discussions to explore every 
possible approach, no 
matter how far out, to yield 
creative breakthroughs.  

 

• Unfortunately, there is no 
evidence that just “throwing 
ideas around” consistently 
produces innovative 
breakthroughs. 

 



Myth 8:  Cohesive 

Believers in this myth want everyone to get along 

and work happily together to foster innovations. 

That's why we see so many zany companies where 

employees play foosball and enjoy free lunches 

together.  

 

In fact, many of the most creative companies have 

found ways to structure dissent and conflict into their 

processes to better push their employees’ creative 

limits. 



Myth 9:  Constraints 

Another popular notion is that constraints hinder our 

creativity and the most innovative results come from 

people who have unlimited resources.  

 

Research shows, however, that creativity loves 

constraints. Perhaps companies should do just the 

opposite, intentionally applied limits to leverage the 

creative potential of their people. 



Myth 10:  Mousetrap 

Others falsely believe that once we have a new 

idea, the work is done.  

 

But the world won't beat a path to our door or even 

find a door to an idea for a better mousetrap, unless 

we communicate it, market it and find customers. 



The Ten Myths of Innovation 

If these are indeed the myths of business creativity, 

what then are the true components?  

 

According to Teresa Amabile, director of research at 

Harvard, creativity is really driven by four separate 

components:  

 

Domain expertise, a defined creativity methodology, 

People willing to engage, and Company 

acceptance of new ideas.  



Using Lean Principles 

and Rules to Foster 

Innovation 



Structure Every Activity 

A structured activity 

should include: 

Outcome 

Sequence 

Timing 

Content 



Structure Every Activity 

Each activity should 

be testable: 

a) Can and are those 

doing the activity 

performing as 

indicated? 

b) Is the activity 

capable of 

producing the 

desired result? 



Clearly Connect Every Customer - 

Supplier  

• Every relationship is a 
customer-supplier link 

• Connections must be 

binary: 

– “If…then…” 

• Make them self-

diagnostic: 

– If it fails, someone else 

is signaled (the person 

responsible for the link) 

I have a 
question. 

I have the 
answer. 



Structure all Connections 

• One and only one 

way to make 

requests. 

• Response is 

immediate and 

exact. 

• The connection is 

clear and binary. 

Request Response 



Specify and Simplify Every Flow Path 

Make every flow path 

simple and structured 

• Only follow one 

path, no choices 

• Flow paths include 

material, 

information and 

people 



Structure VS Creativity? 

How can I be creative 
if I must follow a set 

procedure? 



 

• Which method works best if everyone does 

something  different?  How can we produce 

a consistent product or service? 

• Structure is the foundation for successful 

experimentation (and innovation) 

• “You cannot innovate in chaos” 

Structure VS Creativity? 



Improve Through Experimentation  

• Applied to activities, 

connections and 

flows 

• Experiments should 

be structured 

– “If we make this 

change, then we 

expect this result.” 



© Lean Learning Center, 2005 

Experimentation 
• Hypothesis – a 

theory; “if we do 

this, we should get 

that” 

• Why? 
1. Otherwise we can’t 

ensure a successful 

solution 

2. This is the source of 

ALL process learning 

• Barriers 
1. Not observing or 

understanding 

current reality first 

2. Not developing a 

hypothesis  

3. Fixing symptoms 

versus problems 

4. No verification (5-

10 % in mfg; 0-5 % 

elsewhere) 

 

  



After Action Review 

Applied reflection 

with four 

questions: 

What was supposed to happen? 

What did happen and why? 

What can we learn?  What 
successes can we sustain?  What 
weaknesses can we improve? 

What will we do differently? 

Ideal 
State 

Current 
State 

High 
Agreement 

Target 
State 



Problem Solving as a Creative Tool 
W

H
A

T
 

HOW 

X 
• What are the goals and 

objectives of problem 

solving? 

• How do you solve 

problems? 

• What problem solving tools 

do you use? 



How Do We View Problems? 

Problems Must  

Go Away! 

Problems Are 

Opportunities for  

a New Future 

Our View 



Surface Problems Quickly 

• Clear understanding of what is a problem 

• No blame or fear of repercussions  

• Celebrate the discovery of problems 

• Design your processes to tell you when 

problems occur  

 



A3 Problem Solving Guide 
PROBLEM A3 Name:

Report Date:

ACTION WHO 

Sandy

Jeff

Jeff

Why? Meetings scheduled when managers have conflicts

Why? Lack of visibility into attendee schedules

Why?

Why?

100.00%

100.00%

100.00%

VERIFY RESULTS

3.  Add check to all employee 

control points

Sandy

Jeff

Jeff

4/28

5/2

5/2

COUNTERMEASURES

1.  Develop standard operating             

procedure

2.  Communicate procedure and 

sign-off by all staff

Lack of standard practice by most attendees

HOW TO VERIFY RESULTS:

8/21/2011

Jeff Mayes

TARGET CONDITION (IDEAL STATE)

PROBLEM THEME:                                                                                                                                   

Poor attendance at mandatory meetings

PROBLEM STATEMENT

All employees follow standard procedures in regards to when 

personal calendars are updated each day. All employees have a 

control point check as a process control to ensure that calendars 

are updated. Control point checklist are audited daily by managers 

to validate that calendars have been updated. As a result there is 

100% attendance at mandatory meetings.

On average, there is 25% absenteeism for mandatory meetings 

from 2010 to 2011

CONTAINMENT

Send out organizational communication on 

importance of meeting attendance

Send backup person if meetings will be missed 

(Communication e-mail)

Collect absentee excuses from missing 

employees after each meeting

WHEN

4/25/2011

3/27/2011

4/25/2011

ROOT CAUSE ANALYSIS

Monthly trend of missed meeting 

occurrences.

STATUSWHENWHO

At end of each month and tabulate 

data from meeting attendance 

Attendee calendars in Outlook not updated

WHEN TO VERIFY RESULTS:



Opportunities to Improve 

Ideal State 

Current 
Reality 

Future 
State 

Future 
State 



Opportunity / Problem Report 



The 5 E’s of Change 

51 

•Why? Enlightenment 

•What and how? Education 

•Go do it Empowerment 

•Learn from it Experience 

•Results and reflection Enrichment 
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Suggestion Programs Can 

Drive Innovation! 
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Make Suggestion Programs Work! 

• Internal  idea programs can be a powerful and steady 
source of innovation and new ideas if designed and 
managed correctly.  They can be an expensive source 
of frustration if not.   

 

• Most organizations are better at suppressing ideas than 
they are at leveraging them.  From simple ideas to 
save money and time, to ideas for entirely new 
products, employees see  many opportunities in their 
daily work . 

 

• Here we will discuss and explore the techniques and 
methods used by the most successful idea programs. 
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History of Success 

• Toyota implements over one million ideas each year 
from employees (worth over $10 million) 

• Dana corporation expects every employee to submit 
two ideas per month.  With an implementation rate of 
80% they have won national quality awards. 

• Successful idea programs involve a fair amount of 
preparation and managerial humility. 
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Large Rewards ? 

 

• Offering rewards tied to cost savings seems like a 
good way to promote improvements. 

• Tony Blair laid out a comprehensive plan to reward 
employees in the British Government to make the civil 
service more innovative.   

• None of the successful companies use large rewards 

• Many companies have fallen into this trap. 

• Large rewards substantially increase the cost, time 
and effort needed to evaluate and implement ideas. 
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Large Rewards ? 

 

• They also create a host of unanticipated problems 
that end up acting as disincentives 

• It can be very time consuming to calculate the 
savings from even simple ideas 

• Calculating the savings (accurately) for every idea is 
a tremendous amount of non-value added work 

• They end up using estimates, which are often 
perceived as underestimates by the people you are 
attempting to reward and motivate. 

•   

 

 

 

 

 



Large Rewards ? 

• United Airlines was forced 
to abolish its suggestion 
system in the 1980’s 
because of the large 
number of disputes that 
arose from savings 
estimates. 

• Rewards are only given to 
the originator of the idea 

• Contributions of the 
people contributing, 
evaluating, testing and 
implementing are often 
ignored (and resented) 

• They can foster unethical 
behavior 
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Large Rewards Not Needed 

 

• The good news is that large rewards are really not 
needed 

• People submit ideas because they want to see 
them used. 

• Use recognition systems not large rewards 

• Team recognition is much more effective 

• Company profit sharing can also be used to 
augment recognition systems  

 

 

 

 

 

 



Change is Part of Everyone's Job 

 

• Make idea 
generation a 
central part of work 

• Make change easy 

• Draw attention to 
what is important 

• Help everyone see 
beyond the obvious 
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Change is Part of Everyone's Job 

 

• Defects and customer complaints can foster quick 
changes and improvements on the assembly line (if 
operators know about the defects and know how to 
solve problems) 

 

 

 



Idea Programs 

• A structured program 

that engages employees 

in all levels throughout 

the organization and 

focuses on ways to 

improve their individual 

work and the work of 

their team. 

Owner:_______________________________

Progress:

□ Plan □ Do

□ Check □ Act

Actual Result:Expected Result:

After:Before:

Actual Result:Expected Result:

After:Before:



Why Use an Idea Program? 

• Experts at their jobs 

• Have firsthand 
knowledge and ideas 
to improve them 

People 

• Take advantage of 
daily, continuous 
elimination 

Waste 

• How employees find 
and surface 
opportunities and 
improvements 

Structure 



How Do You Use an Idea Program? 

• Why is the program being implemented? 

• What are the roles and responsibilities, mechanism, timing of the 
program? 

Educate 
Employees 

• Forms, committees, signals, metrics 

• Design around employees’ needs and culture 

• Make mechanisms easily available to encourage use 

Design the 
Mechanism 

• Who does an employee take an idea to? 

• What are the guidelines for spending and approval? 

• Employee empowerment guidelines and limitations? 

Develop 
Infrastructure 

• Submitted ideas are opportunities for coaching and teaching 

• Submitted ideas are recognized and appreciated 

• Employees who submit ideas are involved in implementation 

Continuous 
Follow-Up 

• What is working?  What isn’t working? 

• How can we improve to make a better result? 

Reflection/ 
Refinement 



Small Ideas Are the Key 

 

• Don’t overlook the 
importance of small 
ideas 

 

• Small ideas are the best 
source of big ideas 

 

• Everything is always 
changing 

 

• Employees will never 
run out of ideas 

 

 

 

X 
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Review Ideas Promptly 

• Make ideas easy to submit 

 

• Quickly review ideas  
– Use team and team leader for review 

 

• Implement selected ideas promptly 

 

 

 



See the Opportunities 

 

• What other ideas does 
this one suggest? 

 

• Do the ideas have a 
pattern? 

 

• What are the 
underlying 
opportunities behind 
the ideas? 

 

 

 



See the Opportunities 

 

What is the difference 
between an employee 
suggestion program and 
a customer survey? 
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