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THE GREAT QUESTION
                                                       The graying, tall, statuesque man gazed
                                             out his picture window. He stood behind his
                                             huge walnut desk, his fingers drumming
                                             aimlessly along the buttons on his chair; both
                                             symbols of the power of his office - an office he
                                             leaves this day, forever.  The air was filled with
                                             the sounds of scurrying people and moving
                                             furniture - yet he was oblivious to it all,
                                             immersed a light year away in his own thoughts.
                                                       
                                                       He turned abruptly, catching us off guard,
                                             and blurted out, “How do you think I’ll be
                                             remembered?”
                                                       
                                                       Before we could muster the words in
                                             response, he slumped down in the chair, heaved
                                             a big sigh, and said softly, “Oh, never mind.  I
                                             can’t do much about it now anyway.”
                                                       
                                                       Here’s a man who sat at the pinnacle of
                                             almost absolute power.  He commanded the
                                             stage, parried and thrust with the best of them,
                                             and won more than his share of the
                                             engagements.  And, here he is, in his waning
                                             moments, worrying about the legacy he is
                                             leaving.   He was a great man. We were
                                             privileged to have worked with him.  He did
                                             many things for the people he served. Yet,
                                             despite the power he commanded, he shares the
                                             common human concern of measuring the
                                             footprints he leaves behind.  All of us have but a
                                             moment on the stage.   All of us ask his eternal
                                             question, “And how will they
                                             remember me?”   “SOARING WITH THE
                                             PHOENIX: RENEWING THE VISION,
                                             REVITALIZING THE SPIRIT,
                                             RECREATING SUCCESS” provides some
                                             answers to this all-important subject.
                                                       
                                                       Look closely: endings are beginnings in
                                             disguise.  Note, endings are not really endings.
                                             Our friend leaves the big office and the big desk
                                             behind.  No more private planes and fawning
                                             minions hanging on his every word. Is it really
                                             over for him?   No!  Endings are really
                                             beginnings, part of the eternal cycle of life.  The
                                             sun sets every evening, only to rise again next
                                             morning more beautiful that ever.  The dankness
                                             of winter is but a necessary step towards the
                                             freshness of spring. The natural cycle teaches us
                                             that endings are merely beginnings in disguise.  
                                                       
                                                    Renewal Is Job 1 
                                                       
                                                       Look around you. See renewal in living
                                             color blossoming before your eyes.  From the
                                             ever renewing sun-rise to the season-changing
                                             colors on the trees, we live a life that
                                             continuously rejuvenates itself - and ourselves. 
                                             Renewal is a natural and permanent part of life. 
                                             Plants renew themselves.  People renew
                                             themselves. Organizations renew themselves. 
                                                       
                                                       President Carter - the Quintessential
                                             Renewer .   Look at President Jimmy Carter. 
                                             He was one of the long string of one-term
                                             Presidents in the later half of the 20th century.  
                                             Historians generally agree that he was not a
                                             strong president: barely defeating our only
                                             non-elected President, presiding over one of the
                                             worst periods of stagflation in US economic
                                             history, ordering the embarrassing helicopter
                                             rescue attempt of American hostages in Iran,
                                             and then losing soundly to Ronald Reagan.  
                                                       
                                                       He could have crept back to his home in
                                             Georgia, nursed his wounds, grown his peanuts
                                             and faded from view.  Instead, he followed his
                                             heart and his values, renewing himself as a great
                                             humanitarian and peacemaker.  His work with
                                             Habitat For Humanity, building homes for the
                                             homeless, and bringing peace to several
                                             troubled parts of the world, will likely write his
                                             name in large letters in the history books - much
                                             larger than his record as President might merit.  
                                             Through renewal, the ending of his presidency
                                             was the beginning of his glory.    You also can
                                             renew yourself, as President Carter did, and
                                             snare the golden ring. 
                                                       
                                                    The Phoenix: Symbol of Continual Renewal
                                                       
                                                       Thus is born our use of the Phoenix - that
                                             mythical symbol of the continuing self-renewing
                                             life-force.  Throughout history and across
                                             manydifferent cultures, humans have told stories
                                             about the forever renewing Phoenix. Each
                                             culture painted a very similar picture of the self
                                             renewing Phoenix:  beautiful sunrise-sunset gold
                                             and crimson feathers, a bird which renews
                                             itself,  a soaring spirit that periodically emerges
                                             in newly recreated
                                             forms. For all of humankind’s history, the
                                             Phoenix embodied a core attribute of time and
                                             life itself: the renewal of all living things. The
                                             Phoenix is the ultimate symbol of optimism,
                                             representing organizations, nations and
                                             individuals that emerge, rise, soar, rebound,
                                             return, make amazing comebacks, reappear and
                                             spring eternal.  
                                                       
                                                       The Roman poet Ovid wrote "There is
                                             one bird which renews itself out of itself. The
                                             Assyrians call it the Phoenix  . . . "No need to
                                             go back two thousand years to see examples of
                                             the self renewing Phoenix.  Look at the sun
                                             every day or the changing colors of the leaves
                                             and the seasons to see renewal played out in
                                             living color.  From the Spring festivals of Easter
                                             and Passover to the Fall and Winter festivals of
                                             Thanksgiving, Christmas and Hanukkah, we
                                             order our lives, our work, and our celebrations
                                             around recurring renewal cycles.
                                                       
                                                       Joseph Schumpeter, the economist,
                                             talked about the phoenix-like characteristics of
                                             our economic system that cyclically leaves the
                                             "old order" behind in order to create a better
                                             "new order."   We believe that this same life
                                             cycle exists for organizations and individuals. In
                                             fact, we’ve seen it, and lived it.
                                                       
                                                       Now is the Best Time for Self-Renewal.
                                             Robin Williams standing on desk tops in Dead
                                             Poets Society shouted, “Carpe Diem”-  seize
                                             the day.   There is no time like the present.  We
                                             live in good times - good economic times, and
                                             good times to move on to new lives.   One
                                             executive we know told us recently, “I’m going
                                             to die in six months.   Not a physical death.  But
                                             my life in this job will end in six months.   Once I
                                             complete the projects on which I’m working -
                                             and that will take about six months - I will stop
                                             doing what I’m doing. I will have made the last
                                             big payment on my retirement annuity.  The last
                                             child will be out of school.  At 52, it’s time to
                                             think about what I want to do with
                                             the rest of my life.  I may take on another role in
                                             this organization, may keep the same role but
                                             change the way I think and do this job.  I may
                                             move on to another organization or change
                                             professions altogether. Whatever I do, it won’t
                                             be what I’m doing now.”  The same “What do I
                                             want to do with the rest of my life” question
                                             resounds over and over again in executive
                                             suites, plant floors, classrooms and living rooms.
                                             Our challenge is to become the self renewing
                                             Phoenix in our personal and professional lives.
                                                       
                                                       Cultivate the Love of Learning As A
                                             Source of Renewal.  Learn to love learning and
                                             growing.  Ask people about their best
                                             experiences or happiest times and it inevitably
                                             involves learning and growing.   A banker friend
                                             of ours told me about a crafts class he took with
                                             his teen-age son last winter.  said, “Been
                                             wanting to learn how to blacksmith for years.  
                                             This was a great opportunity for me to finally do
                                             it. Likely won’t earn a dime more at the bank,
                                             but the time with my son was priceless. We’re
                                             going back next year to learn wood carving
                                             together.”  He came to learn, along with the
                                             3,000 other folks.  He’s a better person for
                                             having learned - and he’s a better banker,
                                             parent and friend as a result.
                                                       
                                                    Become a Phoenix Learnin’ Machine   
                                                       
                                                       A founder and president of an
                                             organization we know wants his organization to
                                             remain a family-held business forever. He can
                                             make certain that the family retains control as
                                             long as he’s around.  But what happens after he
                                             passes on? Seven children and thirteen (and still
                                             increasing) grandchildren may not share the
                                             founder’s commitment.  
                                                       
                                                       Spent two days with him recently, helping
                                             him plan how to leave a  vibrant business that
                                             forever reflects his vision.   He now sees that the
                                             best way to ensure the survival of his
                                             organizational vision and values is to  educate
                                             his progeny in the business of his business. So,
                                             he’s on a new crusade: creating 20 “learnin’
                                             machines” who fluently understand the
                                             ins-and-outs of the business, so they see the
                                             value it has in advancing theirs - and his - shared
                                             vision and values. 
                                                       
                                                       People are powerful and wonderful
                                             “learnin’ machines,” ever pushing the boundaries
                                             of their own comfort zone, hungry for more and
                                             more opportunities to demonstrate their
                                             mastery.  Expect, measure and reward that
                                             learning to feed that wonderful
                                             horn-of-plenty-creating machine.
                                                       
                                                    Establish Heart Connections
                                                       
                                                       What makes young men and women risk
                                             their lives charging an enemy machine gun nest?
                                             What gets people to work crazy hours to meet
                                             a customer’s design deadline?  What gets
                                             people to re-design an entire show in 60 hours? 
                                             Is it money?  Can’t be. They can’t pay you
                                             enough to die.  Is it power?  What kind of
                                             power can you exercise looking up at the
                                             daisies?  Is it the thrill?  Not much thrill in a
                                             hospital bed.  The answer’s amazingly simple.
                                             It’s heart.
                                                       
                                                       “Come on, give me a break,” you’re
                                             likely saying to yourself.  “What do you mean
                                             by heart? Is this some kind of Wizard of Oz
                                             double-talk -- like the Tin Man asking for a
                                             heart?”
                                                       
                                                       “Heart” Redesigns Shows.   Sort of. 
                                             Watched “heart” at work recently at the Grand
                                             Opening of a theater.  After the show, the
                                             owner went backstage and talked to the cast.  
                                             “Great show,” he said.  “But, something’s
                                             missing.   What do you think?”  
                                                       
                                                       The people said, “You’re right.  It seems
                                             to drag a little in the 4th, 7th and 10th scene. 
                                             Second act is a little slow starting also.”   He
                                             looked at them and said, “Let’s see what you
                                             can do.”  The entire troop worked 60 hours
                                             straight and got the show all changed around.  It
                                             was the hit of the season.
                                                       
                                                       Why did they work 60 consecutive hours
                                             to change the show?  Was it the great money
                                             they were getting?  Absolutely not, they don’t
                                             get any more than other performers in the area,
                                             and a lot less than their colleagues in Hollywood
                                             and Vegas.  Was it the hope for future income?
                                               Perhaps. Good reviews will help every one get
                                             more and better assignments in the future.  Was
                                             it pride?  Absolutely. The performers’ names
                                             are on the marquee and in the review.  
                                                       
                                                       Most of all, however, it’s their heart
                                             connection with that owner.  He’s a quiet, soft
                                             spoken man who looks you in the eye and you
                                             know that he cares about you as a human
                                             being.  He says it with his words, his touch and
                                             his willingness to go out of his way to help you
                                             be all that you want to be.  He leads with his
                                             heart - and people work insane hours to make
                                             him proud of them.   
                                                       
                                                       “Heart” Matters More Than Generals
                                             And Flags.  It’s the same in the military.  At the
                                             end of the day the army is effective because the
                                             people really care about their platoon-mates.  
                                             Soldiers risk their lives in battle  because of their
                                             commitment to the person on their left, the
                                             person on their right, the rest of the people in
                                             their platoon and their platoon leader.  Military
                                             orders can’t command the courage to take out
                                             the machine gun nest in the face of blazing
                                             gunfire, or the courage to hover your helicopter
                                             behind enemy lines to  rescue a downed flier. 
                                             Rules and regulations can’t compel 
                                             people to sacrifice their lives.  The willingness to
                                             give it all - whether it’s time or energy or your
                                             life - comes from the heart connection among
                                             people.  We work, live and die for other
                                             people.
                                                       
                                                    Seize The Moment and Be a Phoenix
                                             Leader
                                                       
                                                       The Phoenix leader steps forward, seizes
                                             the initiative and takes responsibility to create
                                             success for all those with whom s/he is
                                             interconnected.  S/he focuses on accomplishing
                                             two critical outcomes, that perhaps sometimes
                                             sound contradictory: build heart connections
                                             with individuals and instill disciplined, fact-based
                                             processes.  Both are essential to creating
                                             success for all the interconnected,
                                             interdependent people with
                                             whom s/he is involved.  This soft and hard
                                             combination is what distinguishes the rare
                                             species of Phoenix leaders from other more
                                             commonly found species of managers and
                                             leaders.   
                                                       
                                                       Soft is Hard and Hard is Soft.   There’s
                                             lots of debate about “soft” issues and “hard”
                                             issues -- soft issues being “people” issues and
                                             hard issues being “financial and market”
                                             considerations.  People frequently ask, “Where
                                             do you focus your time -- on the soft, people
                                             issues -- or the hard, financial/market issues?”  
                                             Our usual answer is “Yes, yes.  On both.”  It’s
                                             impossible to separate the two.  Make a deal to
                                             buy a company at a great price. It’s got a
                                             dominant market position and a great product
                                             line.  But, mishandle the people issues and
                                             watch the brains walk out the door and your
                                             profits and market position go right down the
                                             drain.  
                                                       
                                                       A friend of ours bought a great trophy
                                             hotel in Miami Beach at a bargain basement
                                             price.  Invested millions in refurbishing the
                                             down-at-the-heels property.  Opened the doors
                                             with great fanfare and waited for the guests to
                                             come.  He waited, and waited and waited. 
                                             Nothing as lonely as an empty hotel lobby, and
                                             a rapidly draining bank account.  Stopped by
                                             for a look-see, registering as a guest to sample
                                             the wares.  The problem was obvious within the
                                             first fifteen minutes.  No body cared at that
                                             hotel.  No one smiled.   They all did their jobs,
                                             mechanically and unemotionally. It was
                                             Star Wars R2D2 at work. 
                                                       
                                                       Discovered later that our friend focused
                                             on finances and numbers.  He didn’t know any
                                             employee names, for instance.  The hotel staff
                                             accurately reflected his personality.  “You have
                                             three options,” we told him. “Either change your
                                             style, hire a different GM who is more of an
                                             emotional leader, or sell the property.”  He
                                             choked a bit, thanked our for our advice and
                                             paid our bill.  Saw a small news item in the Wall
                                             Street Journal recently that he sold his hotel for
                                             a fraction of what he paid.  Soft versus hard? 
                                             Our friend learned a very expensive lesson: it
                                             had better be ... both soft and hard.
                                                       
                                                       Self-renewing Phoenix leaders create
                                             these outcomes by: surfacing the issues facing
                                             the organization, engaging the people in defining
                                             these issues, prioritizing the resources necessary
                                             to effectively deal with these issues, unleashing
                                             the feelings and behaviors of ownership and
                                             energizing learners and learning.  Throughout all
                                             of his/her activities, the Phoenix leader builds
                                             heart connections with people and encourages
                                             fact-based living.
                                                       
                                                    Create the Phoenix Pyramid: The Base For
                                             Future Success
                                                       
                                                       The Phoenix leader steps up to the line
                                             and takes responsibility for leading her/his
                                             connected people in the creation of the
                                             Pyramid, the solid base for future success.  In
                                             the Pyramid the Phoenix leader lays out a
                                             systematically constructed, perfectly aligned
                                             vision, mission, values, goals, strategies,
                                             disciplined management systems, business
                                             processes and communications infrastructures,
                                             that creates the base for a successful future.  
                                             The Pyramid is the Phoenix leader’s enduring
                                             legacy and symbol of the organization’s
                                             renewal, creativity and success.  The Phoenix
                                             leader leads the construction of the Pyramid.  
                                             It’s hard word building that aligned, integrated
                                             Pyramid. 
                                                       
                                                       We hope the message is clear: you leave
                                             a timeless legacy when you continually renew
                                             yourself, fire up those human learnin’ machines,
                                             establish heart connections, seize the moment
                                             and become a phoenix leader and build the
                                             integrated, aligned pyramid of enduring visions,
                                             missions, values, goals, strategies, disciplined
                                             management systems, business processes and
                                             communications.   Your finest hour is yet to be. 
                                             Let’s get on with it.


               PHOENIX LEADERSHIP
               (TOP)

               Phoenix leaders make five contributions to their companies.


                        1. They surface issues that confront the organization. The Phoenix leader "slays the
               moose" others have been afraid to confront by providing people with three Ps: the
               power to search out the facts, the protection to spend time and resources necessary to
               ferret out the real issues and get them on the table, and the permission to make mistakes
               along the way. Surfacing the issues is the first step to resolving them.

                        2. They engage the people in resolving those issues. The Phoenix leader involves,
               not demands, for better results. He or she asks, cajoles, listens, and nourishes
               people-to- people connections. The leader taps the power of people, so that they're
               passionate about the business of business. Engaging creates disciples who carry the
               passion to the rest of the organization.

                        3. They prioritize/allocate resources to address those issues.  The Phoenix leader
               focuses on the customer and the associate. He or she grows the business by growing
               people. When rationing scare resources, it's people first, second and third. Cut training
               and you limit the future. Create tomorrow-and invest in people---because only people
               will take you there.

                        4. They unleash ownership, so everyone accepts responsibility fordealing with
               those issues. By unleashing an ownership mentality, the Phoenix Leader releases energy
               and competence so that the best decisions are made for a company's success. Aligning
               capabilities with requirements, continuous feedback and focusing on purpose help
               unleash ownership.

                        5. They energize learning for everyone. The Phoenix leader is a Chief Learning
               Officer, making learning part of every job assignment.  The Phoenix Leader knows
               people who seek out learning opportunities, grow... and use what they know for the
               benefit of the company. The Phoenix leader designates knowledge more powerful than
               rank. He or she creates an information infrastructure that captures and shares the use
               of knowledge, since knowledge is the only true sustainable marketplace differentiator
               today.

               FIVE PHOENIX PRINCIPLES TO IMPROVE CUSTOMER SERVICE
               (TOP)

                        1. RENEW YOURSELF. Phoenix organizations continually renew themselves to
               re-create better markets, services and products. Because customers' needs and wants
               constantly change, Phoenix companies focus on developing their competencies to create
               better futures. Department stores haven't renewed themselves fast enough and are losing
               big profits to discount super centers, like Wal-Mart.

                        2. PLUG INTO YOUR CONNECTIONS. Phoenix companies see themselves
               as an integral part of interconnected, interdependent networks. People don't buy from a
               business. They buy from a person. So, all business connections are personal and
               personal connections are another form of business. NCR succeeded in becoming a
               vendor to Wal-Mart by working side-by side with Wal-Mart employees.

                        3. CREATE SUCCESS FOR ALL YOUR CONNECTIONS. Phoenix
               companies enjoy creating success for customers. When companies create success for
               their customers, suppliers, communities and shareholders, they benefit.  They create so
               much value for others that customers see them as essential to their own success. Tom's
               of Maine in Kennebunk, Maine offers natural personal care products that customers
               love, but leader Tom Chappell also stays busy helping local recycling programs,
               supporting the preservation of historical sites and creating success for employees.

                        4. LEARN MORE. Phoenix companies work hard to learn what customers want
               and how they can do a great job delivering it. Better knowledge about the customer not
               only enables companies to provide products and services that will sell more, but also
               helps associates solve customers' problems. Citicorp, MasterCard and General Mills use
               data warehouses to give employees up-to-date information on customers.

                        5. TAKE OWNERSHIP. Phoenix companies take responsibility and assume
               leadership for contributing to the success of their customers.   When all associates feel
               like owners of the company, they're providing better customer service. Giving people an
               opportunity to make a difference by dealing with issues and sharing decision making
               pays off.  AT&T / GBCS involved all employees in meetings and listened to suggestions.
               As a result, associate satisfaction doubled and the division reported a profit for the first
               time in nine years.

               PHOENIX LEADERSHIP AT WORK: 4 Case Studies
               (TOP)

                         Authors James Belasco and Jerre Stead go behind the scenes in SOARING
               WITH THE PHOENIX to show how their leadership principles evolved in four
               companies. The two business experts aligned vision, mission and values statements with
               goals and strategies. The examples below indicate how that worked in real-life corporate
               situations.

                        Vision Statements

                        AT&T / NCR-Together, always delighting our customers.
                        AT&T / GBCS-The Partner of Choice: Dedicated to Quality, Committed to Your
               Success.
                        Supply Company-Doing whatever it takes to create success for our customers.
                        Legent Corporation-Together, always creating success for our customers.

                        Mission Statements

                       AT&T / NCR-To be the world's best at bringing computing and communication
               solutions together to provide people easy access to information and to each
               other-anytime, anywhere.
                        AT&T / GBCS-To be the worldwide leader in providing the highest-quality
               business communications products, services and solutions.
                        Supply Company-To provide the most appropriate distribution, marketing,
               business and financial services that enable our targeted customers to achieve their
               personal and professional goals.
                        Legent Corporation-To be the global leader in delivering integrated product and
               service solutions to help customers manage information technology resources... today
               and tomorrow.

                        Value Statements

                        AT&T/NCR-Respect for the individual, dedication to our customers, highest
               standards of integrity, innovation, teamwork.   AT&T / GBCS-Customer satisfaction,
               integrity, teamwork, accountability, excellence.
                        Supply Company-Teamwork, excellence, integrity, caring.  Legent
               Corporation-Respect for the individual, teamwork, integrity, accountability, excellence.

                        Goal Setting

                        AT&T/NCR
                         Associate delight: 61.7% of associates mark either 6 or 7 on the annual associate
               satisfaction survey.
                         Customer delight: 49% of customers respond either 6 or 7 on the annual customer
               satisfaction survey.
                         Profitable growth: Growing to sales of $10 billion within two years and profits of
               $1 billion.
                         Shareholder delight: Profitability of $466 million, up from $206 million last year,
               and EVA of $157 million.

                        AT&T / IGBCS
                         Associate Value: A positive work environment as indicated by 62% "satisfied"
               and "very satisfied" responses on the associate satisfaction survey.
                         Customer Value: A willingness on the customer's part to continue to do business
               with GBCS. Indicated by 82% customer responses of 5,6 and 7 on the annual customer
               satisfaction survey.
                        Profitable Growth: Division operating profit of $1. Shareholder Value: Positive
               economic value added.

                        Supply Company
                        All associates have a learning plan and accomplish the plan to the satisfaction of
               teammates, coaches and customers.
                        50% of market share in the target geographic market.
                        100% of wallet share of targeted customers.
                        Perceived as a "valuable business partner" by 75% of customers as indicated by
               response of 5 or 6 on 6-point scale.
                        Logistics performance, as measured by inventory turns, days in supply chain and
               back orders, that equals or exceeds best-in-class.

                        Legent Corporation
                        World-Class Associate Delight: Exceeding 79% of responses of 6 and 7 (out of 7)
               on the annual associate satisfaction survey.   World-Class Customer Delight: Exceeding
               82% of responses of 6 and 7 on the annual customer satisfaction survey.
                        Profitable Growth: Number one in market share in every segment and product
               family. Earnings of $2 per share.
                        Shareholder Delight: A price/earnings multiple that brings a stock price of $50.
                        World-Class Process Infrastructure: Compared for such processes as order entry,
               on-time delivery and accounts payable against best-in-class.

                        Strategies

                        AT&T / NCR
                         1. Be market- and customer- led in providing complete, integrated solutions to
               selected industries worldwide. 
                         2. Provide customer information solutions that help companies help their
               customers and prospects by more effectively getting, moving and using customer
               information.
                         3. Execute through the value equation.
                         4. Use the customer-focused business model.
                         5. Apply technology to develop solutions for customers.
                         6. Take advantage of AT&T synergy.

                        AT&T / GBCS
                         1. Make people a key priority.
                         2. Win customers for life.
                         3. Utilize the TQM total quality management approach.
                         4. Lead in customer-led applications of technology.
                         5. Rapidly and profitably globalize.
                         6. Be the best-value supplier.

                        SUPPLY COMPANY
                         1. Develop consulting and professional services for retail owners.
                         2. Hone logistics skills in warehouse management, distribution and Electronic Data
               Interchange.
                         3. Build long-term business partnerships with customers and manufacturers.
                         4. Implement the customer-focused business model.

                        LEGENT CORPORATION
                         1. Deliver integrated product and service solutions.
                         2. View customer relationships as long-term, win-win partnerships.
                         3. Develop a worldwide direct and indirect channel strategy that is driven by the
               customer.
                         4. Organize business systems and practices to make Legent associates highly
               efficient.
                         5. Provide the best total solutions for customers.
                         6. Form third-party alliances and partnerships to satisfy customers.

