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"You can't charge more, but you can have a raise."

- Kevin Weiss, CEO, Philip Crosby Associates and The Capability Group

What's On My Mind This Week

Give Yourself A Raise!

By Kevin Weiss

CEO

Philip Crosby Associates and The Capability Group

I'm meeting with one of my suppliers this week who wants to raise her hourly rate.
She's very nice about it, explaining which costs are going up and how my rate would
stay below what she charges new customers.

She can raise her rates all she wants - just as long as she cuts my bill.

You may need to read that sentence a few times, but understand what I said
because it's the key to your future salary increases. The way we think about salaries
is generally all wrong, which is why the subject of pay - or in the case of your
company, price - is such a contentious one.

Consider the usual thinking: You'd like to have more money, so you work more paid
hours or raise your hourly rate. Obviously, more money for the same time is better,
so you ask your boss for a raise and note your lengthy experience, superior attitude,
letters from satisfied customers, and perfect attendance.

Then you wait for an answer. If your supervisor says 'Yes', she has three options:
She pays the increase herself, by tapping her department's reserve fund. She cuts
other costs, reallocating funds. Or she asks for an increased budget - in effect,
asking her boss to give the department a 'raise’.

The request for more money generates a series of decisions and requests, as
increased costs are absorbed or passed up the chain. Your raise might even be
added to other cost increases and passed completely through the distribution system
to the final consumer. And if customers accept a price increase, then all is well -
right? Except customers have the same three options when accepting a price
increase: paying out of savings, cutting costs somewhere else, or asking for an
increase in salary.
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No one in this process is having fun, because this is commonly called a 'win-lose’
situation. You 'won' when you got more money and someone in the chain 'lost' when
they paid you more for the same output. It is why requests for more money are
generally met with a polite 'No' by the immediate supervisor, and it's why my
supplier will be told 'No' if we're discussing a simple price increase.

So how can my supplier increase her rates? Start with the obvious. By cutting the
costs paid to her suppliers, she saves money and effectively raises her hourly rate.
My bill stays the same, so both she and I 'win' in this situation. But by now you'll see
her request for a cost reduction starts the same round of requests and decisions as
your pay raise - just in the opposite direction. Asking suppliers to cut prices has the
same 'win-lose' aspect as asking employers to raise wages.

So on to the non-obvious. If more money for the same amount of work is the 'better
option’', then more money for less work must be the best option of all. Cutting five
hours out of her work but billing me the same amount raises her profits per hour,
but also creates five additional hours in her schedule. Using this time to serve other
clients, find new clients, or discover new ways to work more efficiently, puts even
MORE money in her pocket. This is why improving productivity in your organization
is far more profitable than asking suppliers for a price cut or customers for a price
increase.

Doing more with less is the only thing that generates real value in our economy, and
it's how companies increase their profits and gain the ability to cut costs and gain
market share. On an individual level, when you finish tasks faster, you increase your
output or take on additional projects that create value for the organization. These
activities create the funds available for salary increases.

How do you become more productive? Understand the customer's needs, so you give
them exactly what they want - every time. Produce things right the first time, so
there is no time or money spent correcting mistakes. Remove all hon-value added
activities from work routines, so there is no wasted effort in meeting customer
requirements. Become so good at what you do that outside reviews and checking of
your work are minimized or eliminated. Rearrange processes and workflows to
complete tasks in less time. And choose suppliers that have the lowest total cost,
and who improve their own productivity to create and share benefits with customers.

This is not easy. It requires the help of co-workers and colleagues to be successful
on a company-wide level. But when you take this approach, you control your destiny.
Job security and income potential are no longer doled out by management, but
created through your efforts. Future raises are everywhere if you come to work
every day and think 'win-win'.

So, why are you waiting? Consider the following and get back to work!
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- How could I do my job more effectively - do the right things every time?

- How could I do my job more efficiently - things done right, first time, every time?
- What work in my job could be eliminated without impacting the customer?

- How could I better understand the needs of my customers?

- How will I get my co-workers' help to create even greater benefits?

About Take Ten Minutes
Take Ten Minutes is a weekly publication of Philip Crosby Associates and The Capability Group.

The premise behind Take Ten Minutes is simple: take ten minutes out of every week to refocus
and recommit to business improvement. Take Ten Minutes features quotes and interviews to
inspire you. We also pull articles from today's headlines as examples of the power of the
preventive culture (or the deep problems caused by not having one).

As the name suggests, Take Ten Minutes is relentless with the editing razor and keeps each
issue tight - each issue should take you no more than ten minutes to read, start to finish. You'l
reap even bigger rewards if you kick in an extra ten minutes to discuss the ideas with a colleague
or to take an idea found here and plan to roll it out in your organization. We hope Take Ten
Minutes becomes the business improvement equivalent of your running partner, providing the
inspiration you need to lace up and "just do it" on those weeks when the couch seems oh-so
preferable.

We hope you enjoy Take Ten Minutes. As Philip Crosby said, improving your business "is a
journey that never ends." So let the journey...continue!

Please send story ideas or comments to our editor.

About Our Companies

In today's marketplace, only capable companies will survive and thrive. The overarching goal of
Philip Crosby Associates (PCA) and The Capability Group (TCG) is to give companies the
culture, tools, methodology and results-focused support to become 'Capable Organizations' -
useful, reliable, adaptable, and ever-focused on achieving customer success.

PCA and TCG deliver on this goal by first working with clients to assess where they are on the
maturity spectrum and where they want to go. For companies early in the process, we work hand-
in-hand with management to install a culture of prevention - the culture that has been
championed by the PCA side of our business since quality management guru and PCA founder
Philip Crosby published Quality is Free in 1979. Over the past two decades, Crosby's techniques
have been implemented by many of the Fortune 500, as well as small and mid-sized companies
seeking excellence.

Once the foundation of the Capable Organization is present, TCG steps in to help clients take
their efforts to the next level by further reducing costs, enhancing quality and promoting growth.
TCG was founded by Kevin Weiss, who was a Quality Leader and Master Black Belt for General
Electric when that company first implemented Six Sigma - a program CEO Jack Welch has
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attributed with "changing the DNA of GE". With a proprietary Cost-Quality-Growth™ Model
created based on the knowledge that GE's success was due to much more than a typical Six
Sigma deployment, TCG has helped shape Cost-Quality-Growth™ Programs for companies such
as Shimano, American Express and Sony.

Along the journey to the Capable Organization, PCA and TCG provide a comprehensive set of
training programs and materials as well as consulting and assessment services to accelerate
progress. Products and services range from courses and CDs geared towards the education of
hourly workers to intensive seminars for managers and executive teams.

For more information, email Chris Johansen of Philip Crosby Associates and The Capability
Group chris.johansen@capabilitygroup.com, or call 617-716-0214.

Or go to:

www.capabilitygroup.com
www.philipcrosby.com
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