Roundtable Take-Aways

The ISO Savings program provides incentives for cost-
savings ideas. Again, employees share in a portion of
money saved, up to $10,000. This program has also
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The July 2000 Roundtable was held at ARDEC, Pi-
catinny Arsenal. This was a continuation of the dis-
cussions from the prior Roundtable meeting of
March 27. The objective was to further share pro-
grams and practices that organizations use to moti-
vate innovation. Facilitators were Lem Tarshis of
the Alliance, Don Mclver, ISO Human Resources
Manager, and Clark Ensley of ARDEC Human Re-
sources.

e Lem Tarshis reviewed the results of the Alliance
research done to identify differentiating charac-
teristics between highly innovative organizations
and lesser ones. Organizational cuiture, defined
as the normative behaviors exhibited by employ-
ees, was found to be the major distinguishing
characteristic. Companies whose people dem-
onstrate collaborative, inquisitive, advocative
and goal-directed behaviors (terms defined in
the Aliiance study) are better innovators. The
Alliance Innovation Model has been multiply
validated since it was first postulated, and it now
appears that actions taken based on a survey
developed from the Model are showing suppor-
tive results.

e Culture appears to last for a long time and
changes only over a lengthy period. However,
the recent data that Lem reported on indicates
that a significant change in behavior can occur
within a three-year period.

¢ The discussion based on Lem’s presentation
indicated general agreement on the part of par-
ticipants that the Model does correlate with their
experiences. Teknor Apex indicated that they
are planning to use the Alliance Innovation Sur-
vey to benchmark their innovation practices.

e A simple definition of innovation proposed by
Larry Gastwirt, and consistent with the definition
used in the Alliance study, is “the introduction of
something new”. The word “introduction” brings
in the notion that we are not talking about inven-
tion or concept origination, as important as they
are. Rather, innovation embraces the full proc-

For information on Alliance activities ess of bringing an idea to use, from conception
b hi tact to useful implementation.
and membership, cpn ac e Don Gulliksen of ARDEC asked a provocative
Dr. Larry Gastwirt: question: when do you buy culture (by acquiring

an innovative organization, for example), and
when do you develop a new culture from within?
Participants agreed that companies should buy
an innovation (using the word in the limited
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sense of a technology or a piece of intellectual
property), and develop a culture for on-going inno-
vation in the broad sense of the term defined
above. Lucent’s specific practices agree -- they
buy intellectual property embedded in companies
they acquire, and absorb the new company once
the business is successful. Lucent’s focus on ac-
quisition is on obtaining technology, rather than
company culture.

Larry pointed out that the mere fact of making an
acquisition is culture changing. He also quoted
John Mayo, former president of Bell Labs and a
principal supporter of the Alliance research on in-
novation, who said that “innovation is a team
sport”, supporting the importance of management
practices that support collaborative behaviors.

It was generally felt that there is not, a priori, a re-
lationship between innovation, employee motiva-
tion, and employee retention. Some of the behav-
iors may be different for these three outcomes.
ISO, however, believes that there is a correlation
between retention and innovation because people
want to be with an innovative company.
Bestfoods indicated that they do not see 100%
support for their Innovation Fairs, and made the
point that there are multiple demonstrators of inno-
vation.

Pershing’s (and DLJ’s) parent, Axa, has begun
giving innovation awards, and Pershing believes
they are a serious contender.

Don Mclver of ISO led further discussion by de-
scribing ISO’s efforts to change their company’s
culture, for the purpose, among other things, of
becoming more innovative.

ISO is “buying culture” by hiring senior officers
from outside, thereby changing the culture of the
company.

As part of their process of changing culture, 1SO
has started by articulating vision, mission and val-
ues and using these as a rallying point for all em-
ployees.

In the past, ISO frequently instituted processes
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Reilly (Stevens) gave an overview of what was knoWwn
from the literature about assassing the value of retgn-
tion and motivation programs, and Karen Smith/Ji
Peters (Pershing) presented materials prepared jp
with Parker Prout on Pershing's efforts to quantify
programs. Copies of the handouts used were sej
electronically following the meeting, and highlights ane
summarized below

that had taken on lives of their own, not necessar-
ily on a value-add basis. This is all changing

ISO has instituted a reward system for innovation.
They award a percentage of revenues from new
products, with a cap of $10,000, to employees
through their “ideas/savings” program

I1SO is implementing the use of a balanced score-
card. Best Foods suggested they incorporate a
fifth element to their scorecard, namely People De-
velopment

ISO’s management is now paying a lot of attention
to staff development and are personally involved in
this effort.

Clark Ensley (ARDEC) told the group that Picat-
inny is unique in the Army in their seriousness
about teaming and empowerment (reflected in
their having won the Baidridge Award). They have
changed their culture by repetitious management
practices -- continuous improvement is lived.
ARDEC is now promoting the idea of “out-of-the-
box” thinking. They have used the Disney Imagi-
neering organization to motivate innovation.
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ARDEC has built on their work done in filing f
quality-related awards (e g. Baldridge) to try t
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