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"Changing culture is not a matter of teaching people a bunch of new techniques, or replacing their 
behavior patterns with new ones.  It is a matter of exchanging values and providing role models.  

This is done by changing attitudes." 

- Philip B. Crosby 

 
 

 
 
Management's Role  

By Kevin Weiss 
CEO 
Philip Crosby Associates and The Capability Group 
 
During the workday I lead an organization, but I’m always overseeing the development of my 
daughters.  Functionally, there are clear differences – princesses and pricing, cartoons and 
customers, time-outs and Take Ten Minutes. But viewed as development projects, the necessary 
leadership actions and best practices are surprisingly similar.  
 
Leaders strive to help people reach new goals.  And since growth requires change, selecting the 
right values to guide the change process and being a positive role model are essential tasks of 
management.  
 
So I listened with interest as a colleague recounted a meeting at a local preschool.  What began 
as two parents discussing teaching philosophies became a reminder that management plays the 
most important role in developing people and organizations. 
 
 
Competent and Confident 
At the beginning of each school year, parents and teachers meet to discuss the school’s 
philosophy and teaching objectives.  This routine session got interesting, however, when the 
instructor described a typical day.  
 
First, there were problems – lots of them.  When students arrived for lunch, there were too few or 
too many chairs.  Instructors promised each child four crackers, but sometimes gave three or 
five.  Students left for recess without putting on their coats.  Chaos, confusion, and emotion were 
common. 
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Imagining these situations, the parents became concerned.  When they attended preschool, 
lunchroom chairs were meticulously arranged, crackers were strictly metered, and smiling 
teachers helped children with their coats.  It was so orderly, so comforting – so perfect. 
 
First grade was the real horror: too many students and too few instructors, sharing the playground 
with many more and much bigger kids, lunch in a large cafeteria with a choice of entrees.  First 
grade was a chaotic, confusing, and emotional transition to elementary school. 
 
Then the teacher explained the preschool’s mission was to prepare students for elementary 
school life.  And to navigate the chaotic first grade environment, it was necessary to instill the 
values of self-awareness, self-reliance, and teamwork in the students.  Helping them continually 
recognize and solve structured problems developed the attitudes and behaviors necessary for 
future success. 
 
Not enough chairs; what can we do?  Where can we find another chair?  How is one added to a 
crowded table?  Where are extra chairs stacked? 
 
The wrong number of crackers; what can we do?  How many do you have?  To get four crackers, 
how many more do you need?  What if you get too many? 
 
It’s time to go outside; what do we do?  Why are some children wearing coats and lining up at the 
door?  How does recess change when it rains? 
 
From this planned confusion and chaos, competence – and then confidence – would emerge.  
And of course, this behavior would continue at home.  Now four forks and five place settings 
would be handled with ease, and grace.  Children would work with siblings to diagnose and solve 
problems.  And best of all, they would become teachers and role models for younger family 
members. 
 
Learning this, the parents were pleased.  Many had chosen the school for its forward-looking 
approach, and others were surprised but excited at the prospect of such confident, competent 
children in their family.  They now understood the school’s philosophy and the benefits it held for 
their children and families. 
 
And at many schools, that would have been the end of the evening. 
 
 
Attitudes and Behavior 
But not tonight.  Now the teacher explained the family’s role in the transformation.  Just as the 
children had new challenges, so did their families. 
 
To assist the change process and enhance its effect, role models must understand the school’s 
philosophy and curriculum.  They must support the approach when children occasionally returned 
home frustrated by the day’s lesson.  They must extend classroom lessons into all areas of the 
children’s lives.  And most importantly, they must model the desired behaviors and attitudes at all 
times. 
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Regular debriefs uncover issues, reinforce key messages, create a forum to discuss problems, 
and allow role models to praise successes:  What happened at school today?  How did you 
respond?  What happened next?  Have you seen that before?  What else could you do?  You’re 
doing so well! 
 
Extending learning outside the classroom repeats key ideas and reinforces the benefits of 
change.  Getting ready to leave but your child just sits there?  Don’t tell them to get their coat, 
have them solve the problem:  What are we doing today?  Why is everyone wearing their coat?  
What should you do? 
 
The hardest task for many parents, however, was to continuously demonstrate the desired 
values.  Too often, the attitudes and behaviors the school was trying to instill were counter to the 
ones being reinforced at home.  Not only must parents ensure all family members approached 
problems in a competent, confident manner, but some parents must change their own attitudes 
and behavior to ensure their children’s success. 
 
Out of cash for the subway?  Don’t get angry.  Explain the situation and calmly walk to the 
nearest ATM.  Fail to run the dishwasher last night?  Don’t despair, wash a few pieces by hand or 
get out the plastic knives and forks.  
 
Because modeling behavior is such a critical element of the change process, development of 
people is never a passive activity.  At each moment, leaders actively support change or actively 
work against it. 
 
 
Extending the Lesson 
These dynamics are true in all organizations.  In today’s business environment, our organizations 
frequently initiate large-scale changes.  And just as often, management undermines these efforts. 
 
When we ask employees to become good project managers, produce things right the first time, or 
listen to the customer, for example, we require them to learn new skills but also to change their 
attitudes and behavior.  New attitudes often demand new skills to support them, but learning skills 
without adopting the attitudes and behavior to utilize them is largely wasted effort. 
 
So by treating organizational change as a skills issue rather than an attitudinal or behavioral one, 
we set our organizations up for failure.  We send people to project-management training but 
never review their project plans, teach quality management but insist on strict production quotas, 
and create customer-listening programs but fail to listen in meetings with employees. 
 
While no rational person expects teachers to fully create our competent, confident citizens, 
people in management roles often expect outside coaches, instructors, and experts to create our 
confident, competent organizations.  The organization’s leadership, not outside experts, has the 
largest influence on employee attitudes and behavior, so it is management that ultimately 
determines the success or failure of every change effort. 
 



Take Ten Minutes 
A Publication of Philip Crosby Associates and The Capability Group 

Printer-Friendly Version 
Issue 21: 29 December 2004 

Page 4 of 6 
www.taketenminutes.com 

 
 

 
~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ 
The Capability Group and Philip Crosby Associates 

306 Dartmouth Street, Boston MA 02116 
617/716-0222 

 
Were you given this hard copy of Take Ten Minutes?  Would like your own free electronic subscription? 

Sign up at:  www.taketenminutes.com  Don’t miss another issue! 
  

© Philip Crosby Associates, 2004 
 

That may be the most important lesson ever taught in preschool. 
 
 
Take Ten Minutes 
Consider the organizations you lead and answer the following questions: 

• How does your organization need to change to become more successful?  
• Where are people learning the attitudes and behaviors to be successful in this new 

environment?  
• How are you actively supporting – or undermining – the adoption of these attitudes and 

behaviors?  
• How can you be a better role model within your organization? 

 
 
 

Take the Next Step... 
Transform your organization. Come to PCA's "Creating the Reliable Organization" 
Management College to find out how. The next open-enrollment colleges take place 
January 25-27 and March 15-17 in Orlando, Florida. Alternatively, PCA can 
conduct a dedicated college for your organization, either at your facility or at a 
designated location near you. For additional information, please call 800-722-1464 or 
email us at info@philipcrosby.com  

 

Change Starts Here  
Quality Without Tears is the classic handbook for those charged with causing quality 
to improve.  Go to www.ussecurepay.com/carts/philcrosby/cart.asp?item=0027 to 
order your copy today. 
 
 
Not a subscriber?  
If someone forwarded this to you, feel free to  
subscribe now by going to www.taketenminutes.com. 
 
About Take Ten Minutes  
Take Ten Minutes is a 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" 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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