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fORTHE PAST DECADEAT LEAST, thehdy grall for compenies
hes been innovation. Manegarshave gone after it with
al the zed their training hasindtilled inthem. They\ve
foousad onidantifying the gptimd incentives and inputs
tothe aredtive process, on bringing customers and ather
important pargpedtivesto beer, on investing inidees
aocording to thar odds of sucoess and ondasiing the
percentage of losars Therésonly one prodlem: Noneof
thet worksvery wd.
What does fodter aedivity doesit look & dl like ra
tiond manegamat to mogt expaienced exeaives The
practices go beyond counteintuitive they seam down
ngt ward For exanple you might ressonedly expect
thet aedivity wodd flouish in a fun, lov-gress work-
place, where conflict is hdd in check and menegas kep a
dose watch on how money is goat and people use thar
time Youd be wrong. After dudying aedive companies
and teams for more then a decade, |'ve found them to be
remarkably indffidet and often taribly anoying places to
wok, whae "maneging by gdting ot of the way" is
often the best goproech of dl.

wal

Maneging for credtivity, I've dsoovered, means teking
mogt of what we know aboyj manegamat and danding it
on its head. It means placing bets on ideas without
much head to thar prgjected RO It means ignoring whet
hes worked before It means teking perfedtly happy pegple
and goading them into fights among themsdlves. Good
credivity menagamat means hiring the candidele you
have a gut feding ageind. And &s for those pegple who
dick thar fingas in thar ears and dnat,'I'm nat listening,
'm nat ligening' when adomas ae meking
uggestions? It means praising and promating them.
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In this atide, | advocate sevard idess about maneging
aedivity thet are dealy odd but just as dealy dfedive
Ore & o idess rdates to hiring, ancther to
and a third to risk and randomness Al of them have sdlid
grounding in academic ressarch. And hereés whet's redly
weird. I've actualy found numerous companies and
teamsthat usetheseidess with gredt resits

Why These Weird Ideas Work

The pradices in this atide sucosad by increesng the
range of a compary's knomedog, by casing people to
se dd proders in new ways ad by hdping companies
bresk from the pest Decades of resserch show that these
three condions produce the rices ol for cedive
work. So why do idess for promating them ssam 0 srange
to manegers?

Itsbecause asimportant asinnovation isto most com-

penies it igt-and never will be-thar primary adtivity.

Quitethe contrary, companiesare ovawhdmingly fo

cusad - and correctly S0 - onthemareroutinework of
mekingmoney right now from trieckand-true products
savices and husnessmodds Thepractices that are
well suited for cashing in on old, proven ways are
drasticaly different from those nesded for
innovation. Congder the contregt betwieen how

Digey organizesthewark of cat members at its
theme parks and that of "imagi-neas' aits

reseerch and devd opment fadlity in Burbank,
Cdifornia. The job titles are reveding metgphors
for thetwo kinds of work. Cagt membersintheme
perksfalow wel-defined soripts whether they are
playing therdedf Cindardlaar Godfy, acting as
quidssonthe ingde Cruise, or svesping thestredts,
predise quiddines are enforoed to enaure thet they Say
incheradter. ThisisDisney/'sroutinework. In contredt,
Digey Imegneaingisaplacewherepeopeare
expected to kegp trying dif ferent things Imeg-
neascometowork each day to dream up wild idess
about new thingsaguest might experience Thebest
practicesfor imeginears cant be choreogrgphedin

the same detall asthose of cag membars After dl, the
maregamant problemisto expend the possihiliies of
what animeginear might do, not to condran tham.

The rigtt bdance of what orgenizationd theorigt James
March hes tamead explaitation of proven knowledge veraus
epodion of new posshiliies vaies axoss industries
But evenin companiesthet are much bellyhooed for

Robert!. Sutton isa professor of management science and
engineering at Sanford Univerdty in Sanford, California.
He is the author o\Waird Idess That Work: 11V S Pradtices
for Promoting, Managing, and Sustaining Innovation
(Free Press Novamber 2001), from which this artide is
adapted.
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VEEI RD | DEAS FOR MANAG NG CREATI VI TY

Conventional ideas that work | Weird ideas that work

succeed, then convince
yourself and everyone
else that success was

DECIDE TO DO SOMETHING THAT WILL

PROBABLY...

fail, then convince
yourselfand everyone
else that success was

What makes for effective management practice
can look very different, depending on whether
the aim is to exploit already —proven ideas or
explore new ones. In researching my book,
Weird ldeas That Work, | uncovered ideas for
managing creativity and innovation — nearly all
180 degrees different from standard
management practice

certain certain
REWARD... SEEK OUT...

success, | success and be ways to avoid,
punish and attentive to distract and bore
failure and | failure, people who customers, critics
inaction punish will evaluate | and nayone who
inaction and endorse | just wants to talke

the work about money

TAKE YOUR PAST SUCCESSES....

and replicate them | and forget them

to screen candidates and
especially to recruit new

USE JOB INTERVIEWS...

to get new ideas,
not to screen
candidates

employees

sound or practical things to
do, and plan to do them

THINK OF SOME...

ridiculous impractical
things to do, and plan to
do them

who have never solved the
exact problem you face

IGNORE PEOPLE...

who have solved the
exact problem you fac

FIND SOME
HAPPY
PEOPLE....

and and
make get
sure them
they to fight
don’t

fight
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HIRE...

“fast learners” (of
the organizational
code)

people who make
you feel
comfortable,
whom you like

people you
(probably) do
need

“slow learners” (of
the organizational
code

people who make
you
uncomfortable,
even those you
dislike

people you
(probably) don’t
need

To pay attentionto | To ignore and defy
and obey their

bosses and peers

ENCOURAGE PEOPLE...

their bosses and
peers

efficiency indicates
effectiveness in the
implementation and use of
proven ideas

SUMMARY

creative companies
and teams are
inefficient (and often
annoying) places to
work
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innovation, only a svdl paoatage of dfart is uadly de-
vated to gengrating and tesing new produdts and savices
This compadive raity hdps expan why pradtices thet
Suppart innovaion may seam odd and provoke disoomfort
and why manegas hestae to use them even when they
doud Sudy dter dudy shows
thet, indgpendet of other fadtors
the mare often people are exposd
to something, the more postive
they fed about it; rare and unfa
milix tings povdke negdive
evdudions This "mae expoare
effet” hasbean found, as Stanford
psychologist Robert Zgonc
wites  far  "geomdric  figures
radom pdygons Chinee ad
Jgpenee  ideogrgphs  phatogrgps
of faces numbas latas of the
dphebdt, ldtas o onds own
name random seouences of tone
food, odos flavas ocdos adud
pasons dimui thet were intidly
liked ad intidly ddiked dimuii."
People are unaware of the effect
ad rouindy day it is hgopaning,
but dill it pergds

Little wonder, then, that the
best ideas for promoting and
sustaining aredivity ssemdrange
evanwrong, to most manega's As
well ssg mareging for
innovation often means dhfting
your treditiond, retiond p
proachesto hiring,
management, andrik 180 degees

It Starts with Hiring
Thedfference beginswith hiring. LU
What rational manager would
intentiondlly hiresomeonewho would bedow to leem the
compeny autureor whowould meke coworkersfed
uncomfortable? Who would wesgeahireon acandidate
whoseskillsthecompany doesn't even need? Or bringin
apasonwithout previousexpaiencein salving thetype of
prodem a hand?Y e these are dl sound gproachesfor
building compliesthet eambraceinnovation asaway of
life

Let's bagin with those "dow leamars” Mogt compenies of
oourse, sreen job candidates to pick out the fedt leamers:
those gegious pegple with sodd gaces who can
figure out quickly how to do things "the right way." But
companies ad teams that do innovative wark need a
leegt s0me membears who are dow to leam how things are
"aypposd to be dore” Othewiss eech newoomer will
soon become a pafett imitation of evayone d<e in the
compary, and there wont be ay new idess aound to
devdop ad tet

Resaarch in parsordity psychdogy suggests that pede
with oatan trats ae bex dde to avdd, ignore or
rgect "the het of the had" as fuuid George Glder
puts it. Thee indude pegple who have high sdf-edeam
ad thoe who psyddoge Mak Swyde cdls "low -

montos-peode who  ae  expeddly  insadtive  to

qite

ad even Nt © dtle hints from othas about how to
at. For beter o wose low sf-monitars are rddively
utetaed by sodd noms Thee mavaidks and midits
can drive boses and cowakes aazy, but they increese
the range of what is thought, naticed, sdd, and dore in a
compary. High sdf-monitars are likdy to be yesmen ad
-women; they cant dop thamsdves from tdling athers
whet they think they want to hear. Low sdf-monitors canit
dop themsdves from sayving and doing what they think
is right because they dont natice - or dont care about -
preres to fdlov the had Pegde with high Hf-
eteem thirk and adt indgpendently as wdl; confident
people continue to believe in their ideas despite
rgedion and aitidsm.
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The Xeaox ressarcher who invented the laser printer,
Gay Sakwedhe, is a ged exanple of someone who
ucosded because he fdt compdled to do what he fdt
was right and hed enough sdf-confidence to rgect the or-
ganizdiond code As Mided Hiltzk reoounts in his book
Dedlers of Lightning, Starkwesther was hired in 1968 asan
optics ressarcher by Xeaaxs man tedmicd labordary in
Webger, New Yak. He keat indding thet the then new
"techndogy of lesas could be usd to ‘pant an imege
onto a xerogrgphic drum with gredler goead and preddon
then odnay whte ligt" The tedtiond "whte ligt
ressarchers a the Webdter lab repeatedy damissd lasars
& impradicd and too expendve Sakwesther responded
by dong one exaimet dta andhe that aswveed
neally evay agjedion rased by his aupaiors ad peas
When Sarkwedthar’'s maneger dill tried to Sop his research,
he wes confident enough to complain to a senior manager &
Xeaaox dout how "ldboraary dogmd' wes rining bath a
good idea and his carer. He wis then transfared to the
new Xeaox PARC resach fadlity in Pdo Alio,
Cdifomig by 1974, he hed devdoped his idess ino a
commaddly feedble produdt. When it wes firdly
launched in 1977, the 9700 printer became one of Xeaox's
best-sdling produdts

Hirng pegde who make you uncomforteble even
those you dont like is another way to find a few ussful
midits who will ignore and rgect the argenizetiond code
incressing the vaidy in what peodle think, say, and do. A
snior exendtive in a toy compary once told me thet her
menegas ket hiing peode who praaded to “think
like us' duing job intaviens but showed ther true cdors
dter bang hired by poining out how bed the company's
products were The behaviar, in her words "mekes us hate
then' - but, de admitted, some of those complaings
were audd to her company's suooess because  they ket
coming up with gredt idees for new toys (“prabedly jud to
saite us"). Of coursg, the next gep, which | recommended to
her, is to intentionelly hire people thet she and atharsin the
compary ddike

Andther way to gpak aedivity is to hire peode with
ills you dont think you ned If this sounds ridicllous
condder that the pradtice is nat uncommon among product
Oesgn compenies which live o de on imovaion. This
dtitide led IDEO to hire Grag Sywverson because he
ssamed to have allat of "cod" ddlls in aress like computers
and the ats When IDEO's manegers offered him a podition,
they werent quite sure what the job would ental o if they
neded his <ills & dl. Svasn expaimated with
svad jobs bu soon foocusad on video produdion wark
even though, a fird, there was no damand for custom
videos from IDEO diets As IDEOs foous expanded,
hoveve, from dedgning produds to dedgning user ad
adome expaiences Syvaon's aality to cgpure how
people ue dffaet produds became a audaad prof-
itthe-saviceto dients
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Dedgn Continuum is another produdt design compary thet
brings in new idess by hiing pegpe with vaied, even
offbest, backgrounds It hes hred egneas who
moorligt o have waked as slptors capetas ad
rock muddans The compary likes to hire peode such as
Roy Thompson, who dated out witing gdfii on the
dregs and sbways of Brooklyn, and David Cohen, who
warked as an aradt mechaenic. Thee divase expai-
ences gve the compary a lroed pdette of idess to try in
new waysand places

If 1 wae runing a company thet dgpended on inno-
vaion, | woud go even futhe to impart fresh knomt
adge | woud hiresome peoplewho hed never tried to

QOWAN ES AND TEAMS THAT DO | NNOVATI VE
WORK NEED AT LEAST SOME MEMBERS WHO ARE
SLON TO LEARN HON TH NGS ARE " SUPPCSED
TO BE DONE. "

ve prablars like the anes | was addressing. In the are
dive prooess igorance is bliss epeddly in the ealy
dages People who don't know how things are "suppasad o
be" arent blinded by preconogations

The esdest way to guarantee uch navee is to hire
novicess & Jne Gooddl's ground-bresking resserch on
chimparzess sovs When anttvapdogis Louis Leskey
offered Gooddl the gpportunity to do two years o in-
terdve absavaions of these goes in Africa Gooddl hes
iteted to teke the job because dhe hed no sdiattific training.
Lekey indged thet not oy wes univasty traning
unecessaty, it hed saious dranbiecks Gooddl explans in
her book In the Shadow d Man, "He wanted someone
with a mind undutered and urbiased by theary who
would make the gudy for no ather reeson then ared desire
for knoMedge " Ulimatdy, Gooddl and Leskey bath
bdieved thet if she hed nat been ignorat of exiding the-
aies dhe never would have bemn adle to obsarve ad ex-
plan o many new chimp behaviors

Dyson Appliances meke of the hottes-sdling vaouum
deener in the United Kingdom, takes much the same o
proech to hiring. Dysoris Dud Cydore hes a powafu
and goundoresking vaouum tedhnology and  requires no
beg. The machine hes a driking coarfu dedgn ad sse
through chamber that lets you view the cydone indde as it
gins & nealy 1,000 miles pa howr. Founde and CEO
James Dyson bdieves tha one reeson his carpary in-
vats suocossful produds is tha it employs gradudtes
dragt from univadties He writes "They ae unallied
They have not ben drgoped into a auit and taught to
thrk by a compary with nathing on its mind but gt
tam profit and ealy retiremant.”



TheWeird Rules of Creativity

Sygams whose innovaive fud odl tedndogy might just
replace the intemd combugion engne As Tam Koppdl
Oesibes in his bodk Powering the Future, founder ad
then CEO Gedffrey Bdlad hired a young dhemidry pro-
fessor named Keth Praer in 1974 to work on betteries the
compary was devdoping. Prater wamed Bdlad thet he
had no expaience in bataies "Tha's fine" sad Bdlad, "l
dont wat someone who knows bataies They know
what won't work. | want someone who is bright and are-
dive and willing to try things that athe’s migt nat try."
And indesd, Paer played a key rde in devdgoing inno-
vative batteries during the company's early days, and
lae, in meking bredthroughs in fud odls for poweing
busssand cars

Managing for Creative Sparks

Once you've got your taent in the door, the next order of
business is to do something with it. Again, my ideas will
seem drange to people who bdieve that the best ways for
managing routine tasks are equaly wdl suited to innova
tive work, but they are supported by theory and practice. If
if s creativity you want, you should encourage people to
ignore and defy superiors and peersand while you're at
it, get them to fight among themsdves. You should ress-
dgn people who have sdtled into productive grooves in
their jobs. And you should start rewarding failure, not just
success; reserve punishment only for inaction.

People who do what they think is right - rather than
what they are told or what they anticipate their superiors
want - can drive ther bosses crazy and get thelr com
panies in deep trouble. But they adso force companies to
try ideas that some boss or powerful group may have re-
jected as a waste of time or money. 3M's former CEO Wil-
liam McKnight, for example once ordered a young em
ployee named Richard Drew to abandon a project he was
working on, inggting it would never work. Drew disre
garded the order and went on to invent masking tape, one
of 3M's breakthrough products. Drew's perseverance aso
lad the foundation for 3M's defining product, Scotch tape.

Smilaly, in The HP Way, Daid Pakad brags ot an
employee who defied a direct order from him. "Some
years ago," he writes, "at an HP laboratory in Colorado
Springs devoted to oscilloscope technology, one of our
bright, energetic engineers, Chuck House, was advised to
dbandon a display monitor he was developing. Instead
he embaked on a vacaion to Cdifornia stopping aong
the way to show potentiad customers a prototype." House
was convinced he was on to something, so he persisted
with the project, even persuading his R&D manager to
rush the monitor into production. The resulting $35 mil-
lion in revenue proved he was right Packard continues:
"Some years laer, a a gaheing of HP enginears, | pre-
sented Chuck with a medal for 'extraordinary contempt
and defiance beyond the normd cdl of engineering
duty."lve never ssen an argenizaion with guiddines such

&5 "lgnore your boss if you think he ar dhe is wrang” If
yauwork in a place that actually enforces a rule like
this, pleese contact me immediatdy. | have howeve,
foond ocompaies whae managas provide  vegue
encouragement for employess to work on wha they wart
and dont demand to know the ddals This "dont ask,
dortt tdl* pdicy is mede expliat & 3M, where tedricd
people ae expactad to dlocae up to 15% of thar time to
proedts of thdar own choodng. The sare dtitude ad
dmila pradicss ae ssn d& Comings SQuliven Pak
R&D lab, whch dums ou hundes of kinds of
expaimatd gass eech year. Sdentigs there are repuired
to ad 10% o thar time on "Ridey dtanoon
expaimats’ to devdop "digtly aazy idess" This pdicy
nat oy dlons siatigs to wok on pa projeds thet
boses dont know about but dso fress them to work on
pg prgets that aupgios have dsoontinued  For
indence an  atire  gaomicstedhndogy  budness is
bang bult on an idea tha wes dfidaly killed by the
heed of ressarch but was pursued in Fiday dftamoon
expaimants

In fadt, aedive wok mugt be sdtered from the cold
light of day, epeddly when idess ae incomplee ad
untested. William Coyne, former vice presdat of R&D a
3M, ramakead in a esch & Maotorda Univarsty, "After
you plat a sed in the ground, you dont dg it up evay
wek to s how it is daing" In an age of cugomer o
tridty, this may border on the herdlicd. But if you wat to
devdop new produds and savicss | urge you to ke
your credive pegple away from your biggest cudom:
asad for tha mate from aitics and anyone whose
primary concamismongy.

Daong 0 hdps aedivity blossom Psydhdogicd re
sach shows that people are expedidly hedtant to try
naw things in front of "evdudive ahas' like aitics ad
boses The virtues of doing innovative wark in isdldion
are well documented. Tracy Kidder's Pulitzer Prize-
winning book, The Soul of a New Machine, describesan
egineging team tha was souestarad in the besemant
dffices of Data Gengd. Kidde shows how the resuting
ladk of atetion hdped the "MiadKids' on this "Exge
Team' do a beter ad fagte job of desgnng a min-
computer. Kiyoshi Kawashima, former president of
Honda, used a dmilar goproech in 1978, He was oot
camed thet Honda was lodng its vitdity because seior
manegers coudnt undasand wha kinds of cars young
people wanted. Kawashima assembled the youngest
members of his 9&f (average age 27) to design a ca thet
woud goped to younger cugomas and promised that s
nior menegas woud nat intefare with the team's opar-
aion. The reaut wes the hot-dling Honda City Car. Few
companies it ssams ae dile to innovae without shidding
teamsfrom the maindream.

At the same time a compary shoddnt let a team gdt
too cozy. Onedf my mogt wdl-supportedidessfor man
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aging creativity is that you should find some happy people
and then get them to fight. Mind you, I'm not talking about
provoking persondlity conflicts or relaionship issues,
battles between people who despise one another squelch
innovation. The fights you need to cause are dl about
idess. Bob Taylor, a psychologist turned research
administrator,  fird  encouraged this kind of conflict
among the computer scientists from various universities
he funded while a the U.S. Department of Defense's Ad-
vanoad Ressarch PrgiedsAganty (ARPA) inthe 19606 and

later & Xerox PARC in the 19705, These Shentids and en
gnears pahgps more then ay athas ae reponsible for
the techndogies thet mede the computer revdution pos-
sble indudng the pasord compute, the Intand, and
the lasr printer. The computer entiss Taylor funded
through ARPA meat & an anud sSfies of ressarch con
feees a radd by Mided Hilzk The daly
dsoussos ufdded in a paten that remaned pecdiar
to Taylo's maenegamantt gyle throughout his carear. Each
patiapant gat an hour or 0 to desaribe hiswork. Then he
would be thrown to the marcy of the assambled court like a
flank qesk to a pack of ravenous walves "I gat them to
ague with eech athe," Taylor recdled with uneshamed
dee.."Thesewere
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tine work and what is right for creative work. When

peoplewho cared about thar work... If thereweretedicd
week oats; they would dmost dways surface under
theseconditions Itwasvay, vay hedthy." Enhandng
innovation do hesto do with how pafarmanceis
rewarded. This too, entalsadramatic departure fromthe
manegamat pradiossingrained in most companies
Rather then revarding sucoessand punishing failure,
companiesshould rewvard bath.

Agan, | mug didinguish beweanwhet isright for ros

known prooedures are usad by wdl-trained people, falure
doss dgnd improper training, wesk mativation, o poor
leedership. But goplying this ¢andad to imnovaive work
difles indligat risks Bvay bit of sdid theoy ad e
dence demondraes thet it is impossible to generate a few
goad idess without dso gengrating alat of bed idess Former
Time Wamegr daman Seve Ross had a philosophy thet
people who didnt meke enough midakes shoud be fired.
Thet's an anomdy, though. Few companies tdeae falure
let donerewadit.

If you want a creative organization, inaction is the
word kind of falure - ad the only kind thet desarves to
be punished. Ressardher Deen Keth Smonton provides
strong evidence from multiple studies that creativity
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rexits from adion Reowned geniuss like Fces,
da Ving, ad phyddg Ridhard Feynmen didnt sucosd at
a higner rate then ther peas They smply produced
more, which meart thet they hed far more successss and
failures then thar unherdded cdlleegues In evary ooou
ption Smonton duded, from composas  atiss  ad
pods to inventors and atids the day is the same
Credlivity is a fundion of the quentity of work produced.
Thee findings meen that messring whether peopdle ae
dong somahingar nathing+is one of the ways to assess
the pafomance of pegple who do credtive work. Com
penies houd demote trander, and even fire thoe who
gad day dte day tdking about and planning whet they
aregaing to do but never doanything

Some Ideas About Risk and
Randomness

Ore o the man ressons for rewarding bath sucoess and
failure is that most managers, analysts, and other so-
cdled expats (like evayone ds9) do a poor jab of judging
new idess ad predding which ones will suoossd
Organizations ue dl sots of mehods such a8 "gdes' in
the product devdopment process to try to improve thar
odds of success But there is little evidence thet such prac
ticss adudly reduce the propartion of flops As James
Madh writes "Unfortunady, the dffeence betwen vi-
domay genius and ddusond madhess is much degrer in
higory booksthen in expaience”

Ye there is one Smple proven, and powaful thing you
can do to inoeese the likdihood thet a risky prgett will
oot Commit to it whdeheatedy. Forget the dim
odds dmply convince yourdf and evayore dee thd,
with deemindion ad pasdence the prged is Oes
tined to beatriumph.

More then 500 acadamic dudies confirm the power of
podtive thirking. As the famous soddogis Rabat Mea-
toneqanait

The sdf-fulfilling prophecy is, in the beginning, a
false ddfinition of the Stugtion evaking anew behavior
which mekesthe arigindly false conogation cometrue The
gediousvdidity of the sdf-fufilling prophecy papauaesa
reign of aror. For the prophet will dtetheadtud course of
evatsaspro'tha hewasright from thevary begimning.
SQuchaethepavastiesdf sodd logic. Hery Ford put it
moresucandly: "If you think you can, or if youthink you
cant, yai“xeright."

Sucoessul heretics tend to be confidat and parsdent
They bdieve degly in whet they are doing and are illed at
convindng evayone aound them tha they ae right
Apple cofounder (and, once again, CEO) Seve Jobs does
this with his widdy touted "redity ddortion fidd" Insders
recount how he cagts a dl on those around him, oo+
vindng them thet the sucoess of an ideg, projedt, or parson
isvirtudly cartain. Airaat desgner and former test

plat But Ruan maneged to do this with the team de-
vdoping the Voyage, which became the firg arplane to
fly nondop around the wodd without refuding. Numerous
"expats’ predded tha the Voyager was doomed to fal,
jud e they predicted ta ather expaimatd arcraft
Oesigned by Ruten wouldnt work. Ruten told his eginears
"Confidence in nonsnse is required” This suggedts thd, if
you cant dedde which new prgedts or idess to bet on
besed on ther dgedive maits pick those that will be
devdopad by themost committed and parsuesive herdlics

If predicions about which new idess will succeed are
0 had to meke and commitment to an ideg, ay ideg, is
one o the only audire ways to increese the odds of
ucoess does this meen that companies might sswdl ue a
random procsss to gengae posshiliies to  explore?
Adudly, yes Random sdedtionisonedf the best ways

MANAGERS, ANALYSTS, AND OTHER SG
CALLED EXPERTS DO A ROR J@B (F JUDA NG
NEW | CEAS AND PREDI CTI NG VWH CH ONES WLL
SUCCEED.

to exure thet new idess will nat be biasad by knomedge of
ped ucoeses | gat this idea from Kal Wedk of the
Univasty of Midhigan, who hes desribed the rituid usd
by Neskgg Indians to ddemine where to hunt game
They placed the shoulder bore of a caibou over a fire
until it crackedthen reed the aracks as a mep. Wadk as
sats thet the ritud wes effective because plans for fuure
hunts were nat shgped by the resits of pest hunts It kept
the Neskgpis fron mindedy raduring to - ad
depleingrtaritory they hed covered before

The same logic is ussd by some compenies to gengate
idess about differat peths they might teke Reedivity, a
Oftware compary | adviss hdds reguar brangoming
sssons whae employess tdk about idess for new tedh
nologies produds ad compenies After hdding a few of
thee s=dons ftware desgnes Jaany  Heridkson,
Graham Mille, ad Bill Wake weae becoming oot
camad that the idess discussad were gelting too narrow.
S they invented a random sdedtion process Attendess a
the sssdons were gven index cards and tald to jat down
on eech atednology (one dack of cards) or an indudry (a
seoond gack). The gadks were then used to cregte random
parngs o tedndoges to indudies and the goup
brangomed for five minuies on the posshiliies of eech
par. Some seamed hopdesshow much coud XML pro
ganming, for indance reshgpe the funed indudry? But
ohasan idea dout dynamic rik menegamat in the
dhipping indLery, for ingance - seamed wdl warth re-
saching in more ddal. Mod importart, Miller reports it
"hdped gat usout of therut wewerein.”

Compenies thet want t0 avad gding Sudk in a nut
should beegpaadly wary of opinionsfrom augome's



who use thar curent produds or savicss ad from the
makding and ses pegple who rgoresat thar views
Miched Bae, CEO o Disey, put it this way in an inta-
view in the January-February 2000 issue of Harvard Business
Ravenv. "Mod audence - o adomg - ressach is
udess" 1t because evayore loved Titanic, he argued,
doext meen they want anather movie "about a love dfar
and a srking ship”" Mog of the mainframe computer usars
thet IBM aurveyed in the 19706 couldnt imegine why  they
woud ever wat a svdl computer on ther desks And
Bab Mecdfe the founder of 3Com, wrate in MITs
Technology Review that the finendd sucoess of 3Comis
Bhalink, a highrgpeed way to comnedt computers hep
pened becaue he ignored reports from sdepeople thet
atomas wae damaing for a dight improvamat in a
popular product

A Constant, Constructive Contest

My am here is nat to convince your compary to discard
evay rouire it usss and devae dl efats to inveting
new ways o thirking and ating. On the contrary, doing
routine wark with proven methods is the right thing to do
mod of the time It is wise to manege mogt arganizations
as if the future will be a pafett imitation of the pest Hos-
pitdswant surgcd resdentsto pafom oparations exactly

as thar expaienced mentars do. Airlines wart new pilats to
fly 747s jugt like the expaiencad pilats who came before
them did. McDondds wants each new trainee to meke Big
Macs jugt the way they have dways been mede Tried and
truewinsout over new and improved mod of thetime:

But if pat of your misson is to exare new posshili-
ties then your god mugt be to buld a cuture thet ap-
pots congat mindfuness and  expaimentation. It it
aufidat to generde new idess now and then. Your com-
peny-ar more likdy a pat o it-nesds to be a place theat
gengates ad teds many dgparde idess It should be an
aeng, a condant and condructive contest, where the best
idesswin

Wil theze idess for innovation ever look anything but
ward to the mgarity of menegars? Prabedly nat, because
mod compenies will dways devate more time pegple
ad mongy to expating dd idess then to eqaing new
ones Expoare efets bang what they ae, maneging for
cregtivity will dways require a consdous efort. However,
if you reed "Dilbat" o have friends in the ats you know
thet exposure effedts aut both ways To pegple who spad
ther days doing aegtive work, the way thet most oorrpa
niesare maneged seamsjust asward.
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Toorde rgrints sethelast peged Executive Summaties

"That'scorredt, Sr. All thefortunes say 'What will be, will beldueto a fortune cookiewritersdrike”

SEPTEMBER 2001

103



