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"I wanted to be scared again... I wanted to feel unsure again. That's 
the only way I learn, the only way I feel challenged."  

 
- Connie Chung, newscaster 

   
 

 
Aspiring to Excellence, Bosu-style  
I'm an admitted fitness fanatic, so when I came across a new gadget called a Bosu 
(www.bosu.com) I didn't think it would be much of a challenge. Performing standard 
exercises while balancing on a half of a stability ball shouldn't be too tricky for a 
decent athlete, right? Wrong. In one session, the Bosu made me feel like a novice all 
over again. The exercises were the same, but now I was wobbling and off-balance 
throughout the entire routine. I was out of breath. I fell early and often. 
 
You probably stumble across a "Bosu" every now and then in your business 
improvement initiatives - something that seems simple in theory but in reality tests 
your proficiency to the hilt. Once the difficulty is known, weaker players are 
discouraged, but the strong are challenged to get stronger. Do any of the following 
scenarios seem familiar?  
 
- Although you've made excellent progress reducing defects in your process, you've 
kept a final inspection program in place "just in case". In order to maintain your 
industry-leading cycle times, the final inspection process must be eliminated. Are you 
ready to ship without inspecting? 
 
- Customer shipping requirements are rigorously tracked - and often renegotiated. 
Your largest customer is willing to give you a greater share of its business, but 
demands performance penalties for any late shipments. Can you commit to ship 
orders on-time without adding inventory? 
 
- For years, your industry has sold products at a small loss but generated ever-
greater profitability through purchase financing. Your company is winning major 
orders by reducing interest rates and would like to announce zero-percent financing. 
Can you turn manufacturing into an engine of profitability? 
 
Coming across a Bosu can be very jarring. In a nanosecond, you go from top of the 
world to beginner all over again. These new challenges can have that "one step 
forward, two steps back" feeling. 
 
No matter how good you've gotten at managing change and improving performance, 
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a new challenge will reveal itself. Here's how to handle it: 
 
Confront the Challenge: The natural response is to deny, delay, and despair, but 
those actions don't get you closer to your goal. Accept the challenge, acknowledge 
that success will take effort, and admit the goal is worth achieving. 
 
Visualize Success: Create a shared vision for your organization. What will the 
company be like when you succeed? How will it feel to work there? In what ways will 
the project position the organization for success in other areas? How will your people 
grow as a result? A shared vision creates the buy-in necessary for broad-based 
action. 
 
Construct the Team: An individual can think great thoughts, but a team can 
accomplish great things. Build your team with the right set of skills, resources, and 
attitudes. Include Mark from accounting who knows the numbers cold, but who still 
can't launch his browser. Pair him with Jane the technology whiz who doesn't 
understand the definition of operating profit. They'll feed off of each other's 
strengths, and push the entire organization toward the goal.  
 
Get Help: The skills and talents that got you this far might not get you over this 
next hurdle. Don't have the skills in-house? Add the right outsiders to the mix, and 
make sure the knowledge is transferred to your team as you progress. 
 
Create the Next Challenge: Now comes the real test. When you've accomplished 
the mission, don't disband the team - give it a new goal. Create the next Bosu for 
your industry and watch the competition scramble to catch up. 
 
 

 
Gauging "R+R"  
Quick: name one thing your business has in common with a public school. 
 
Did "statistical finagling" come to mind? Maybe it should have.  
 
Public schools in the United States are presently scrambling to meet the 
requirements of the federal "No Child Left Behind" law, which sets reading and math 
standards as measured by standardized test scores. Schools that fail to meet the 
standards by the year 2014 face stiff penalties.  
 
So the pressure is on to improve, improve, improve. Right? 
 
Maybe not. To bump up scores without doing one lick of actual improvement, some 
schools have begun hoarding a prized commodity: the test scores of so-called 
"gifted" students. Knowing that stirring the scores of just one gifted student into an 
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otherwise mediocre pool can buoy an entire school's rankings, some neighborhood 
schools have successfully rallied to retain the rights to those students' scores long 
after they've moved on to schools with a more rigorous educational program. In 
some cases, the students have never even walked down the halls of the schools that 
now reap the benefits of their test-taking prowess. 
 
Those of you who have been conducting business improvement initiatives for any 
amount of time will readily see the root of the problem: shady measurement 
processes yield shady data.  
 
Schools are not alone is facing measurement challenges. At the start of any business 
improvement project, one must carefully scrutinize the data that will be the basis 
upon which conclusions are drawn and decisions are made. How to do this? Use a 
tool called Gauge Repeatability and Reproducibility, or Gauge R+R.  
 
Gauge R+R basically protects you from drawing incorrect conclusions due to faulty 
data. For the test score example, Gauge R+R asks the question: how much of the 
difference between schools' test scores is due to a difference in measurement, and 
how much is due to a difference in student knowledge? With Gauge R+R at 100 
percent, a difference among test scores is solely due to a difference in student 
knowledge. As Gauge R+R moves toward zero, differences among schools become 
more measurement-based than reality-based. 
 
If the test scores pass the Gauge R+R test, a comparison of scores in Youngstown, 
Ohio and Salt Lake City, Utah would be a true comparison. True differences among 
schools could be identified, best practices discovered, and resources allocated where 
they provide the largest benefit.  
 
Without applying Gauge R+R to your business, you just might find yourself praising 
the very division that is in greatest need of improvement, or adopting a "best 
practice" from your worst performer. Your measurement issues might not be getting 
ink on the front page of the Wall Street Journal, but they are undoubtedly present. 
Pick a metric to improve, but first use Gauge R+R to test its trustworthiness.  

   

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 
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issue tight - each issue should take you no more than ten minutes to read, start to finish. You'll 
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 
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 
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