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THE SUMMARY IN BRIEF
Many organizations launch series after series of change initiatives, each initiative failing more dismally than the previous one.  The reason: They’re going for incremental change.  Tweaking the present.  
Consultant James A. Belasco and Jerre Stead, CEO of Ingram Micro, Inc., have a message for those organizations: Forget it.
In the face of constant and revolutionary global, technical, social, and personal change, timid attempts at incremental change aren’t good enough.  You need to revivolute - to renew in a revolutionary way yourself, your team, and your organization, to emerge reborn as a splendid Phoenix emerging from the ashes and ready to soar.
It happened in the steel industry.  The huge, integrated American companies seemed unbeatable until Asian competitor brought them down with newer technology and cheaper labor.  The behemoths, unable to renew themselves, remained moribund.  Then came the minimills.  With new steel products, new manufacturing techniques, new employees relationships, and new strategies to serve customers, these minimills emerged from the ashes of the industry to soar even higher than the once mighty giants.  
Their success can be yours.  Belasco and Stead have a long history of dramatically renewing organizations such as the NCR division of AT&T, which sells sophisticated information-processing systems.  In this summary, they draw on their knowledge and experiences to offer a step-by-step guide to revivolution.
You’ll learn basic principles such as the Phoenix mentality: AWe are all connected to vast networks of customers; to be successful, we must create success for these customers.@  You’ll learn how to be a Phoenix leader.  And you’ll learn how to build the foundation blocks - from vision and mission to management systems and information structures - on which all renewal efforts depend.
Don’t try and change the present.  Create the future.  It’s easier.
This summary shows you how.

Principles for the Self-Renewing Phoenix
To be a successful Phoenix, to join the ranks of those organizations and individuals who create their own future through dramatic self-renewal, you must follow at all times five fundamental principles.
We introduce them here.  You’ll see them in action throughout the following pages.
Self-renewal is Job 1.  Don’t waver in your commitment to revivolution.  Don=t make half-hearted attempts at renewal while continuing to launch incremental change initiatives that, time after time, prove to be ineffective.  Only fundamental and dramatic renewal leads to long-term success, offering a chance to make a difference and leave a legacy of which you can be proud.
We are all part of interconnected, interdependent networks.  This theme runs throughout the summary.  We are interconnected: What you do affects others; what others do affect you.
We are not just interconnected but interdependent.  You need people; they need you.  You benefit from their actions; they benefit from yours.
You know some of your connections: family, friends, colleagues, people in your community.
But the connections extend far beyond what you can see.  Through the product you helped manufacture, ship, or sale or the legislation you urged your congressperson to support or the charity to which you donated, you are changing and improving somebody=s life somewhere Aout there.@
Create success for all of your connections.  Because we are all interconnected and interdependent, your success depends on helping others succeed.  Becoming essential to the success of others increases your value.
Your connections, however, are so overlapping and far-reaching that you can only focus on those networks and people that are nearest and most important to you.
These networks and people are your Acustomers.@  They include your associates (the author=s term for employees), end-user customers, suppliers, communities, and share-holders.  Creating success for all of these customers - the Asuccess equation - is the heart of the Phoenix mentality.
Learn more in order to contribute more to others= success.  You can better create success for others through learning.  Acquire and help others acquire the important knowledge and information needed to build success.
Take ownership of your company and your life.  Phoenixes take responsibility foe their success.  They don=t whine that they are in no position to make a difference.  They don=t wait for others to tell them what they have to do.  Whether they are CEOs or frontline employees, Phoenixes step up, ready to be responsible and accountable.

Phoenix Leadership
As vital members of interconnected, interdependent networks, Phoenixes are both fellows and leaders.  Fellowship means accepting the responsibility of cooperating with others.  Leadership goes further.  It means that you accept the higher responsibility of helping all members of the network become successful.
The following pages show how.

PHOENIX LEADERSHIP
Get Problems, Opportunities on the Table
All Phoenixes are leaders, taking responsibility for creating success for every member of their interconnected networks.
How do they do it?  By making five essential contributions to their networks: surfacing the issues, engaging people, prioritizing and allocating resources, unleashing ownership, and energizing learning.
This article looks at the first of these contributions.

Surface the Issues
People are full of questions.  What steps do we need to take to beat the competition, to satisfy our customers, to grow our market share?
As the Phoenix leader, your job is to help people see for themselves the problems, opportunities, and other issues that need to be addressed.  Uncover the facts that tell your people what=s really happening now and what could happen in the future.
At a personal level, you can uncover facts, trends, opportunities, or threats by reading voraciously and talking to people everywhere.

Engage Your People to Find the Solutions
You=ve helped you people surface the issues, uncovering the opportunities, threats, or problems that must be addressed.  Then comes the question that leaders hear all the time: ASo, what should we do, boss?@
You may answer.  But people are more likely to implement solutions that emerge from them rather from you.
Phoenix leaders engage their people in weighing the alternatives and making the tough decisions.

How to Help
First, ask plenty of guiding questions to help them research the issues and discover the answers.
Help people narrow the focus, choosing the best of the many opportunities available to pursue.
But don’t do it all yourself.  Get everyone in the firm involved.  And put data-gathering systems in place.
For example, feedback from the customer is vital.  Get your people talking to customers - the right customers.  A computer manufacturer’s salespeople insisted that they talked regularly to their customers.  But they were talking to computer store owners and clerks, not to the end customers who bought the computers.
Also, make sure internal measures are not camouflaging the issues that really count for customers.  Forget counting the number of times a phone rings.  Is someone capable of answering the phone?  That’s what customers want.

Does Anyone See the Moose?
The moose is the authors= metaphor for those giant, obvious issues and problems that people pretend not to see - like a moose on a conference table.  Don’t be afraid to surface the issues that no one wants to acknowledge.
Most important: Get out of the way.  Some managers ask employees for their opinions but make all of the decisions themselves.  That’s involving employees but not engaging them.  Engagement means employees are the ones to make the final decisions and accept responsibility.
Perot Systems CEO Mort Meyerson was once a rigid command-and-control leader focused on short-term profits at all costs.  Recognizing the pitfalls of this approach, he engaged his people in an extensive information-gathering process.  These discussions evolved into no-holds-barred, vision-and-values forums.
Prodded constantly by Meyerson, the employees together worked out together a new company focus and direction.

Lead with the Heart
People don=t just work for a paycheck.  They want to contribute to something important, to be a part of something greater and more exciting.  Great leaders also surface the hopes and dreams of their people.
One U.S. hotel owner recognized that his frontline employees and their families, most of them new immigrants, were struggling to build new lives in a new country.  He offered his help, providing story times for their children, family access to hotel facilities during certain times of the day, child care, and personal grooming lessons.
He also enjoyed a meager 30 percent turnover in an industry that averages 200 percent.

Prioritize Resources
A third job of the Phoenix leader is allocating resources.
Spend your time and money on your most important goals and strategies - on the issues that matter most to your customers.
IBM’s Lou Gerstner dropped $743 million to buy a firm called Tivoli Systems.  The reason:  IBM customers had problems integrating complex computer networks.  Tivoli helped improve IBM=s system management skills.  Money well spent.
Note that as a Phoenix leader, you don=t want to stop engaging your people.  Get them involved in the resource allocation process by making sure that they understand the company=s goals and strategies, follow the company=s values, and are fully aware of customer demands and expectations.
One final rule to teach them: Invest in people.  Your decision makers must recognize that training and incentives are investments (not costs) that build the future of the company.

Generate a Sense of Ownership in People
The Phoenix leader generates a sense of Aownership@ in people, a sense of personal responsibility and accountability, a sense of doing a job not only because it is in the interest of the organization but because it is in their own best interest.
The most effective and important tool in unleashing ownership is clarity of purpose.

Make It Clear
When people understand completely and exactly what needs to be done and why, they will be ready to take responsibility.
Communicate the vision and goals of the company.  Then make sure that every one is committed to achieving those goals by outlining in advance individual accountability.
Don=t assume too quickly that everyone is on board.
Managers of a distribution company all agreed to an aggressive campaigned at 150 percent growth in sales.  Piles of uncompleted action plans later, the company=s CEO realized that none of the managers truly believed they could accomplish the aggressive goals.
The CEO finally settled for a much more timid 30 percent target.

Personal Capabilities
Another important way to unleash ownership is to recognize and capitalize on personal capabilities.  Different people have different skills.  Match skills to the jobs that need doing.
One team at a Honeywell factory created a detailed list of every team member=s skills.  It posted the list in the team meeting room so that anyone could consult it at any time to find the right person for a job.
The team also held brief meetings twice a day to develop individual to-do lists based on matching individual capabilities with the tasks of the day.
The team eventually beat their sales objectives by 50 percent and their profit objectives by 72 percent, all the while delivering top quality.

Knowledge Is Power: Energize Learning
	Phoenix leaders recognize knowledge as a key factor for success.  One of the vital responsibilities of a leader, and a basic Phoenix principle, is to learn and help others learn.
	Invest in the training and development of your people.
	Encourage coaching and mentorship.  The most effective learning occurs on the job with the help of coaches and mentors.
	And use job assignments to help people grow and learn.  From internship projects to foreign postings, job assignments offer those willing to learn a way to make themselves more valuable.

Don’t Hit and Run
	Follow through on any learning initiatives.  Don’t hit and run.
	One company asked a top manager named Dwayne to lead a large overseas unit that was in deep financial trouble.  The assignment was a disaster.  Dwayne was unfamiliar with the culture and unable to adapt to the European way of managing.  He worked extremely long hours, turning life with his homesick family into a shambles.  His superiors at headquarters were unsupportive and unhappy with his progress.
	Dwayne was a highly capable manager.  But left uncoached and isolated, he was unable to get the job done and was reassigned.

Build Learning into the System
	Build learning into your management systems.  Show others that learning is taken seriously.
	For example, give everyone – including you – annual learning objectives.  Make learning part of the criteria for rewards.  Invest in knowledge databases accessible to all employees.
	One of the most effective ways to emphasize the importance of knowledge and learning is to put knowledge over rank.  If you need information on a certain subject – say, marketing in Europe – go directly to the person most knowledgeable rather than an authority figure, such as the director of marketing.
	When reorganizing NCR into customer-focused teams, the authors cast Ray, a successful, highly knowledgeable salesman, to lead the team for the biggest customer:  Wal-Mart.
	Wal-Mart’s chief information officer called the authors (Ray’s superiors) saying NCR could have a new multiyear project, but not at Ray’s price.  The authors’ answer:  Ray calls the shots.  No exception.

Don’t Bury the Purpose
	A decade ago, AT&T created customer-focused business units to bring bottom-line responsibility and ownership to the front ranks.  Clarity reigned.
	Then bureaucratic rules began to muddy the waters, until clarity and ownership were dramatically underminded.
	For example, AT&T, following a strategy to break up any business that grew larger than $1.5 billion in sales, broke its telephone switch business into two firms.
	The two companies used the same inventory parts.  In one warehouse, it split the same set of parts between two cages, one for each company.  Neither company had the key to the other cage.  If one cage ran out of a part, technicians couldn’t go into the other cage, get the part, and take care of the customer.
	The technicians were ready to do whatever was necessary to take care of their customers.  But a sense of ownership can be useless if the driving purpose of a company is lost under bureaucratic rules and regulations.

THE PYRAMID: EIGHT ELEMENTS OF SUCCESS

Build a Foundation for Renewal
	An ancient mosaic found a temple shows the mythical Phoenix perched upon a stone pyramid.  The Phoenix is ready to soar.  It represents continuous renewal.
	The pyramid is the meticulously constructed, solid, and stable foundation from which the Phoenix soars.  In this summary, it will represent the fundamental components required for the renewal of yourself or your organization.  You must build the foundation step by careful step, starting with the apex of the pyramid – a vision – and ending with the broad base of a communications and information infrastructure.
	The eight elements of the pyramid are the keys to the future success that you want to create.

Vision, Mission, Values: Establishing the Context for the Future
	Creating the future begins with a vision: what you want to be, where you want to go, a reason for your existence.
	From where do you draw your vision?  Many companies look internally for their inspiration.  The best companies start with their customers.  Let customers guide the direction you want to take.

Four Dimensions of Vision
	Successful visions feature at least one of four dimensions:
Aspiration.  The company aspires to accomplish certain objectives that create success for themselves and customers.
·	Competence.  The company bases its vision on certain skills and knowledge.
·	Differentiation.  The company strives for uniqueness.
·	Inspiration.  The company strives to create a better quality of life for customers.
The vision statement  of AT&T’s GBCS division (General Business Communications Systems) reads: “The Partner of Choice:  Dedicated to Quality, Committed to Your Success.”  Thus, GBCS aspires to be the customer’s partner while its dedication to quality reflects its competence.  The phrase “committed to your success” differentiates GBCS from its competitors, who, at the time the statement was drafted, were more interested in selling products than creating customer success.

Mission: Getting to Vision
	Vision defines what you want to be.  Your mission defines in general terms how you plan to get there.
	The mission should include three dimensions: defining the customers you want to serve; identifying the products, services, and competencies that you will deliver to those customers; and describing your position in the marketplace.
	Positioning is key to differentiating yourself from competitors.  Supply Company, a company that distributes products and services to retailers, incorporates into its mission the goal of providing “marketing, business, and financial services” to targeted customers.  They were the first distributor to supply professional services in their market.

Values: Driving Behavior
	Your core values will drive the everyday behavior of your company and its employees.  Values include such things as achievement, community, excellence, fun, integrity, innovation, safety, and teamwork.
	The choice of values is personal, based on what you and your employees truly believe.
	For that reason, it is important to align individual and organizational values.  Each employee must adhere to the common values of the organization to make them meaningful.

Watch for Value Gaps
	Watch out for gaps between values and behavior.  Based on research interviews with 27,000 executives, the authors found that the most frequently stated values were long-term market success, customer satisfaction, and employee respect.  But the most frequently practiced values were short-term financial results, sales/market growth, and new product development.

One Gesture, Different Values
	Not everyone, especially in companies that span different cultures, share the same personal values.  Company values must be broad enough to permit people to live their own personal values.
	For example, the value of ”respect for the individual” at NCR encourages Americans to be careful about touching or making affectionate gestures.  At the same time, a kiss on the cheek in some of the foreign NCR units would not violate this value.

Create Workable Goals and Strategies
		It’s time to move from thought to action, from dreams to realization.  To achieve your vision and mission, create a workable action plan based on a series of specific goals.  Once you establish your goals, choose the strategies that define you generally you will accomplish those goals.

Delightful Goals
	Many companies set internal goals such as certain percentage increase in profits over a certain time period.  Internal goals are meaningless, however, if you do not give customers what they want.
	At AT&T/NCR, the authors set four goals, one setting a target for profitable growth, and the remaining three setting targets for associate, customer, and shareholder “delight.”
	NCR’s customer delight target, for example, was that “49 percent of the customers respond either 6 or 7 on the annual customer satisfaction survey to the question, ‘Considering everything, how satisfied are you with AT&T/NCR?’”
	Note that the company only set four goals.  Too many goals are confusing and will dilute the focus of your company.
	Also, NCR didn’t try for easily achieved goals.  Set “stretch” goals that require effort ad focus to help your company take significant steps toward achieving you vision.

Strategies
	To achieve its goals, NCR adopted a series of strategies, including these two that  are clearly intended to delight customers: “providing customer information solutions that help companies help their customers and prospects by more effectively getting, moving, and using customer information” and “providing complete integrated solutions to selected industries worldwide.”
	For example, NCR once sold just ATM’s to a bank customer.  After studying what a financial services institution would need to serve its customers, the NCR team serving the account prepared a complete package that involved ATM’s, processors and other systems with software, services, media, and training and network technology – an integrated solution designed to “delight” customers.

Alignment at NCR
	Align your strategies and goals with you vision, mission, and values.
	NCR’s strategies and goals supported its stated vision (“Together, always creating success for our customers”), mission (“to be the global leader in delivering integrated product and service solutions to help customer manage information technology resources”) and values, such as teamwork.

Set Up Management Systems to Support Goals and Strategies
	Once you’ve set overall company goals and strategies, set up the day-to-day management systems to accomplish those goals.
	The systems include team and individual objectives, measures for the objectives, and, based on those measures, the rewards for achieving those objectives.

Objectives and Measures
	The first purpose of your objectives is performance.  Objectives help you deliver something of value to your customers.
	Objectives should also help you build relationships with customers, teammates, shareholders, and community members.  And they should help you to learn and help others learn.  Relationships and learning will be key factors in your success.
	As CEO of Supply Company, a retail distributor, Mike David set a performance objective of growing his company’s market and “wallet” share (the company’s share of what customers spend on products that the company offers).  He worked on relationships, including business partnerships with customers and coaching relationships with sales representatives.  Finally, David sought to learn how to better understand customer needs and improve his coaching skills.

Measures
	Set up measures to monitor how well you are achieving your objectives.  Performance measures and feedback from customers and teammates are two effective measures.  The behaviors of others will tell you have reached objectives such as building relationships.
	One performance measure for Mike David was the company reaching 100 percent customer wallet share.

Rewards
	Rewards are a vital part of all management systems.  Reward the right behavior – behavior linked to your firm’s objectives, strategies, goals, values, mission, and vision.
	Aslo, reward what people value, which could be more than money.  Autonomy or learning opportunities are also rewards.  Different people will be attracted to different rewards.

Don’t Be Stingy with Rewards
	The authors once hired an outside salesperson, offering him a generous incentive plan to spark the company’s sales.  The salesperson was so effective that within three years he was earning more than the partners who owned the company, including the authors.  The authors didn’t mind, but one of their partners protested furiously.
	The partner finally won.  “We fired the salesperson and saved his big salary,” the authors explain.  “Of course we also lost ten times his salary in sales.  Who really won?  Our competition, that’s who.”

Redesign Processes That Hinder
	How many times have you heard, “I’d like to help but our policy won’t let me” or “The system is down, you’ll have to wait” or “We-re still waiting for the approval”?  Poor business processes will sabotage the success of any renewal efforts.

Talk to the Customer
	How do you redesign a process so that it supports renewal?
	The first step. Of course, is to make sure that your processes are customer driven.  Talk to customers and find out what’s important to them.  Work with them to identify the processes that will deliver the best value.
	At AT&T NCR, the authors launched a major revivolution initiative that focused on the “quote to cash” process.
	Starting with a qualified customer opportunity, the process continues through a needs analysis, proposal (the “quote”), contract, product and software configuration and manufacture, solution installation, customer information and training, invoicing, and collection (“cash”).
	A cross-functional team interviewed scores of customers and analyzed more than 3,500 customer comments.  The result was clear knowledge of what customers wanted, such as knowledgeable people with the authority to make on-the-spot decisions; consistent process across locations and solutions; clearly designated project managers; timely installations; and accurate and easy-to-understand order confirmation, bills of landing, and invoices.

Follow the Work Flow
	Companies are usually broken up into rigid functional departments, each department a vertical hierarchy.  Processes flow across different functions horizontally, finally ending with the customer.
	To fix a process, you have to forget the vertical functions and concentrate on the horizontal journey.
	The quote-to-cash-process team involved people from every relevant function, including sales, marketing, finance, services, and manufacturing.

Involve Everyone
	Involve everyone – in the fixing process.
	The core process at Supply Company was distributing products to retailers.  The process involved sales, purchasing (of the products to be delivered), warehouse, accounting, and logistics (the actual distribution).
	Supply Company redesigned this process by calling for volunteers from each of these functions.  More than half the company volunteered.  Supply Company used them all, splitting them into smaller working groups that were each assigned specific subprocesses.
	The result: Within seven months, days in supply dropped 52 percent, costs dropped 21 percent, and back orders dropped 89 percent.

Saving a Life: A Champion’s Story
	Teams need leaders.  Identify the process champion to lead to redesign effort, eliminating obstacles, freeing up resources, opening customer doors, and keeping the team focused.
	Most champions don’t have authority over the entire process.  But with the right combination of tact, toughness, and compassion, they develop the influence necessary to lead the team.
	The vice president of sales at AT&T/BSCS, for example, championed the order fulfillment process redesign that extended far beyond her department.
	Even non-managers can be champions.  Sheila, a sales administrator at a growing medical products firm, led a process redesign team the cut fulfillment from twenty-eight days to six.
	Sheila received a letter of commendation from her CEO for her efforts.  But her most prized reward was a handwritten letter from a seven-year-old patient thanking her for getting the company’s product to her that saved her life.

No Shortcuts!
	Don’t take shortcuts.  Examine all customer needs, involve everyone, and use all of the tools, such as flowcharts and other diagrams, that you need to surface all the relevant information.
	Flowcharts are especially valuable.  The authors once diagrammed the process of ordering and delivering a telephone system.  The flowchart revealed 1,100 steps!  No wonder it took three months to complete the order-install cycle.

Align with the Pyramid: Actions Meet Words
	Are your processes aligned with the visions, values, mission, goals, and strategies of your company?
	One of the central strategies of Supply Company was to “build long-term business partnerships with customers.”  This reflected the company’s vision – “to do whatever it takes to create success for our customers” – and mission – “to provide the most appropriate distribution, marketing, business, and financial services that enable our targeted customers to achieve their personal and professional goals.”
	Words, and actions, however, were far apart.  It took Supply Company customers days to get their products – almost one-quarter of the orders were backlogged.  Customers constantly complained about billing errors and problems with shipments.  The accounting department didn’t answer phones the week they sent bills out to avoid the flood of complaints.
	Clearly, processes had to be redesigned from scratch.

Build the Infrastructure for Communication and Information
	At the base of the pyramid are the vital communication and information infrastructures that tie the entire organization together.
	Information infrastructures include intranets, data warehouses, customer information systems, human resource information systems, information systems about competitors – any infrastructure that offers just-in-time information access.

Associate Ownership
	The best infrastructures are designed, built, and owned by your associates (employees).  If they put the infrastructures in place, they will use them.
	When NCR adopted a new customer-focused business model, employees were responsible for communicating the new model throughout the organization.  For example, they set up training programs, published a three-hundred page “transition help” book, and ran information sessions.

Information Access
	Today’s technology offers many opportunities and methods to make information easy to get and use.
	Data warehouses, for example, puts your customer data into information systems.  Citicorp’s data warehouse creates a complete information profile on each customer, including data about checking a savings accounts, credit cards, and mortgages.
	Based on this data, Citicorp markets products such as home equity loans.  It might identify mortgage customers who live in zip codes where property values have risen for two consecutive years but who have not taken out a home equity loan.  These customers make appealing marketing targets.

Fire!  Call the Database!
	Put in place information and communication infrastructures that promote learning and knowledge.
	One of the authors’ companies set up an electronic database for all customer and industry knowledge.  One day the fire department called: It was responding to a polyethylene fire and needed to know the best way to fight the fire.
	“It took exactly ten seconds to locate the best-practice procedures and best-in-class organization name,” the authors relate.  “Within twenty-five seconds the procedures had been faxed to the fire truck.  Within seventy-five seconds they had been revised with input from the best-practice firm and were in the fire truck before it arrived at the disaster scene.”
	Now that’s on-the-job learning!

Relevant Information
	Make sure that the information you accumulate can be used to help you serve your customers.
	English retailer W.H. Smith offers 150,000 different products in more than 400 worldwide locations.  Its daily sales information was too substantive to be analyzed for information.
	Information technology now allows sales data from each store to be matched with stock levels and ordering information.  The system automatically reorders fast-moving products and delays slower-moving merchandise.

Scoreboards
	Are the infrastructures working?  Are people getting the right information?  Scoreboards will tell.
	Throughout your organization, put up visible scoreboards with the vital statistics that clearly show how well the organization is performing.  These vital statistics can include business results, such as revenue per employee; process performance measures, such as the cost to process a pay check; or individual performance data.
	For example, banks face intense competition from money management firms such as Vangaurd, Fidelity, and Merrill Lynch.  One bank installed a scoreboard that compares its overall costs to Vangaurd’s.
	Specifically, each department in the bank had a specific comparative cost listed on the board.  The comparisons are not flattering but have concentrated the departments on lowering the featured costs.  As the bank’s CEO told the authors, “Unless we figure out ways to narrow that gap by getting much more efficient, we’ll get the privilege of closing this place.  That’s why each department has a share of cutting this elephant down to size.”

Intranets are great.  Memos are okay.  But still nothing beats face-to-face communication.

Celebrate Progress (Even the Tiniest)
	Most scoreboards talk about the past: last month’s sales or last quarter’s profits.  Be prepared to celebrate today’s progress as well as yesterday’s results.
	In one situation, the authors set a goal of securing 51 percent of  what customers spent for the products they delivered (51 percent wallet share.)  Their company stared off with only 6 percent.  The first report card after the launch of the effort showed an 8 percent wallet share.  Not much of an improvement, but the company celebrated with a pizza and soda party for the sales force.  They weren’t celebrating the 8 percent wallet share, of course.  They were celebrating the progress in the right direction.
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