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				Praise for BOLD

				How to be brave in business and win

				The best way to create a WOW experience for customers is to first create a WOW experience for employees. This book can inspire both. Tony Hsieh, #1 New York Times best-selling author of Delivering Happiness and CEO of Zappos.com, Inc

				BOLD is one of the most inspiring and insightful books on what it takes to build a pure and compelling global brand for today’s generation, in this digitally disruptive age. Angela Ahrendts, CEO Burberry

				Packed full of original ideas and inspirational stories that’ll give you the confidence to do things your way. Richard Reed, Co-founder of innocent drinks

				A company’s culture and commitment to its people – both employees and customers – are too often overlooked. This book offers great examples of how important both are to long-term success. Ray Davis, President and CEO of Umpqua Bank and author of Leading for Growth

				We don’t belong in this book. It’s too chock full of amazing stories, told by those actually involved, about how brands tick. But you’ll have to decide for yourself. Robert Stephens, Founder and Chief Inspector, The Geek Squad

				Reading this book is reassuring and reminds one of what is really important and the source of success in business! Sonu Shivdasani, Chairman and CEO of Six Senses Resorts and Spas

				A fascinating insight into the benefits of being bold. Peter Bakker, CEO TNT NV

				BOLD nails it. Our boldness lies in our people: 8,000 minds who are passionate and committed to revolutionizing air travel – believing the unbelievable, dreaming the impossible, and never taking no for an answer – every single day. Tony Fernandes, CEO and Co-founder, AirAsia Bhd, Tune Group of Companies and Team Lotus Formula 1 racing

				The voices captured in BOLD are penetrating, deeply insightful, revealing and always refreshingly candid (if not brutally honest). You won’t want to put it down, and perhaps you shouldn’t, as BOLD will become the essential management handbook for years to come. Joe Wheeler, Executive Director, The Service Profit Chain Institute

				Fortune favours the brave. This book can help show you the way. Ronan Dunne, CEO, Telefonica O2 UK Ltd

				This book sets a new direction for customer experience. The brands featured are thinking big about changing the landscape of their industries by creating dramatically different customer experiences. Learn directly from the CEO’s of brands as diverse as AirAsiaX to Zappos. Smith and Milligan’s new book will help organizations chart a course to success for many years to come. Bernd Schmitt, CEO of The EX Group and author of Customer Experience Management (2003) and Big Think Strategy (2007)

				Remarkable; being bold is the ticket to sustainable success. Smith and Milligan have written a masterful blueprint for success using a combination of courageous examples coupled with powerful insights. A must read. Chip R Bell, co-author of Take Their Breath Away

				Memory creation IS the currency of your brand. Companies who experience business prosperity are clear about the unique experience they will deliver and are bold enough to stay the course to make it their operational DNA. In this book, Smith and Milligan provide a mirror to evaluate and determine what experience your company will become known for, and a learning journey into some of the best being delivered today to customers throughout the world. Jeanne Bliss, President CustomerBLISS, author of Chief Customer Officer and I Love You More than My Dog: Five Decisions for Extreme Customer Loyalty

				If you read only one business book this year, make BOLD the book! Every page is dripping with amazing insight and foresight on how to win the hearts (and wallets) of high value customers. Beginning with Chapter One, you’ll feel like you have scored personal coaching sessions with the most brilliant minds in the business, and they are sharing their hard-won lessons directly with YOU. Don’t start this book at bedtime. You’ll find it mighty hard to put down. Jill Griffin, ‘Loyalty Maker’ strategist and author of Customer Loyalty, Customer Winback, and Taming the Search-and-Switch Customer

				Bold is very much the word of today in business. The speed of change in practically every business model requires managers to explore new ideas like never before. This is not easy and I would suggest that anyone going through this process should read about the experiences of the successful change agents documented by Shaun Smith and Andy Milligan in this excellent book. Michael Birkin, Founder Red Peak

				A really heartening and inspiring book, Packed with examples, facts and insights, drawn from an extraordinary range of organizations, but with one thing in common – the drive to think and act in a truly distinctive and different way. A big and bold read indeed. Rita Clifton, Chairman of Interbrand
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				Introduction

				Whatever you can do, or dream you can do, begin it.

				Boldness has genius, power and magic in it. JOHN ANSTER*

				Why BOLD?

				The future will belong to the bold. The world of business is now so crowded that only those who have a significant and dramatically different story to tell will grab the attention of consumers. In a world of ‘greenwash’ and PR spin, authenticity will shine through. In the face of unprecedented levels of marketing spend and increasing consumer cynicism, simple recommendations from ‘consumers like us’ will carry the day. In an age when we have come to expect good levels of service and product quality as a given, only an exceptional and memorable experience will earn customer loyalty. At a time when legal loopholes and corporate caveats allow companies to wriggle out of their responsibilities, those who stand by their promises will stand out from the herd. It requires courage, conviction and imagination to be bold – but the rewards can be immense.

				In the first book that we wrote together, Uncommon Practice: People Who Deliver a Great Brand Experience, we argued that the businesses that would enjoy sustained success would have the delivery of unique customer experiences as a key strategy and the alignment of their people, processes and products with that strategy at their heart. Every one of the brands we wrote about in that book has succeeded and is still succeeding today, almost a decade later, because of their commitment to those principles.

				But the world has changed dramatically in the years since we wrote that book. The whitewater economy that we’ve been living through shows little signs of calming, the financial services crisis has led to massive consumer distrust of large corporates, a tsunami of social media has overwhelmed organizations and left many stranded, and the convergence of digital and mobile technology together with increasing deregulation of markets has put power in the hands of consumers as never before. If that were not enough, the impact of global warming and social inequality is undermining the very foundations on which many enterprises have been built.

				Business models are changing, some are broken for good, the distribution and exchange of products, services and information have radically shifted, there are questions about the long-term viability of brands that use precious resources, and nobody is sure exactly how the communications and media landscape will look in 10 months let alone 10 years.

				In the midst of all this change – uncertainty or opportunity, depending on your point of view – we have observed two distinctly conflicting approaches from organizations attempting to succeed.

				The first, most obvious and, in our opinion, the most dangerous is that of companies who become internally focused on financial re-engineering and management restructuring. Balance sheet repairs, cost cutting, trigger-happy redundancy programmes: the corporate equivalent of rearranging the deck chairs on the Titanic – all the usual signs of a business with, in the words of Jack Welch, ‘its ass to the customers’.

				But we have also seen a different breed of organization emerging. They succeed because they have the courage, confidence or just sheer chutzpah to pursue a purpose that is beyond profit; to engage, entertain and educate their audiences, who see their customers and employees as members of a like-minded community, who create an almost cult-like following around their brand – both within and without their organization – who are not just different but dramatically different and who push to the extremes the consequences of their desired positioning and strategy. They are often based on the personality and values of the people who found and lead them – but not always; sometimes their path has been deliberately chosen by executives to differentiate them from the sameness of companies in the sectors they share. They eschew typical ‘faceless’ corporate behaviour and dare to put their shareholders’ concerns behind those of their customers and employees, and behind their obligations to the wider public. Even during the most difficult times – such as the global financial crisis from which recovery will be long and painful for most – they are relentless in pursuit of improvement and zealous in communication, and take action in accordance with what is best for their brand, not just their bottom line. But this is not some corporate Quixotic tilting at windmills. They also happen to be incredibly commercial and, in most cases, outperforming their sectors. In short, they are bold. Not reckless. Just bold: they stand out from others because they stand up for something.

				We wanted to look at companies who we believe demonstrate this boldness and share with readers the stories of what they do, how they do it and, most importantly perhaps, why they do it – their purpose.

				Why have we chosen these companies?

				The organizations we have chosen are bold in different ways:

				
						Some are bold because their purpose is ‘heroic’ – whether it be to fly into space or save the planet.

						Some are bold because what they do is so dramatically different to what has been done before – whether it be a logistics company that treats its employees as a key asset in a commodity market or a bank that acts like a fashion store.

						Some are bold because they have stuck to their principles regardless of the ‘market norms’ – whether it be an advertising agency that refuses to pitch for new business or a retailer whose sole purpose is to create ‘Wow’ moments for customers.

				

				All are bold because they have an unshakeable belief in what they stand for and let their actions follow their beliefs.

				We started with a long list of possible companies suggested by our own experience of living and working around the world and by those of colleagues and friends from across the globe. The criteria for inclusion were:

				
						They have to be organizations who have a clear brand positioning that significantly differentiates them.

						They have to be known for delivering experiences that are genuinely remarkable.

						They have to have ‘fandom’ – a base of customers and employees who have a genuine love for or deep affinity with the brand.

						They have to be successful and growing and this success had to be sustained or sustainable.

						They have to have earned a reputation for ‘changing or challenging the rules’ in their respective marketplaces.

				

				From the long list of organizations we then chose those whom we felt would represent the broadest range: from start-ups by young entrepreneurs to long-established family businesses, from organizations who are avowedly not for profit to those who have demanding shareholders, and from niche regional players to global leaders. Our aim was to provide inspiration to people in any kind of organization and to counter the criticism – so often mistakenly levelled at organizations who put their principles first – that ‘only small, entrepreneurial companies can afford to do that’. We also wanted to shine the spotlight on those organizations whose stories are less well known internationally.

				We believe that being bold is an attitude of mind but is evidenced by what people do and thus how any organization acts. So anyone and, by extension, any type of company can be bold if it wants. The key is that it must want to be bold and be willing to behave accordingly, not just claiming it does bold things. As one of our interviewees put it, ‘Don’t tell me how funny you are; tell me a joke that makes me laugh.’

				How to read this book

				We have written this book so that you can read each chapter and decide what the main learning points are before reading our insights and seeing if you agree with us.

				In addition, the book can be read cover to cover – and there is a narrative connection from each brand to the next – or you can just dive in to any chapter at random. Either way, we are sure you will be stimulated and inspired by the stories that the people tell in their own words.

				Each chapter is structured with a short introduction explaining the company and why we included it. There then follows the edited verbatim interviews with the chief officers or principal people responsible for shaping its actions and communications. This book has been written with the iPadTM generation in mind and therefore we have provided ‘e-features’ throughout, links to websites and online video so that you can hear the interviewees speaking or find out more about their brand. Whilst we have done our best to test these links and select stable URLs, the internet is constantly changing, so if you do come across a link that leads to a dead-end we apologize.

				For those of you reading BOLD on your iPads, you will find that some of the links require Flash to run which is not currently supported by Apple. For those of you reading on Kindle, Chapter 16 is best read in landscape format.

				We provide a few subheadings just to help signpost the reader to key topics. Then at the end of the chapter we summarize what we believe are the main insights about being bold from that organization.

				At the end of the book, we provide:

				
						an overall summary of the main themes and actions that consistently characterize these bold brands;

						a profile of the bold brands and the practices that we believe create boldness in business;

						a simple survey that you can use to assess how bold your own organization is and compare your profile with the brands we feature.

				

				Finally, we have provided, as a kind of epilogue, a few key questions to ask yourself how bold you are. Because there is one learning we will share with you at the very start as it is the most obvious and important one: being bold starts with individual people having belief in something, a commitment to achieving it and a determination to see it sustained. Boldness starts with you.

				We hope you enjoy the book.

				Shaun Smith and Andy Milligan

				
				*Note: This quote is often attributed to Goethe. The academics believe it originated with John Anster. Take your pick.
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				Chapter One

				Virgin Galactic

				Virgin has long been thought of as the ultimate ‘challenger brand’. Its business model has been to take on large, established companies in a sector and seek to rewrite the rules, usually in favour of the customer. Being bold, brave and innovative are in the very DNA of the brand and its visionary founder, Sir Richard Branson.

				This is what they say about themselves: ‘We believe in making a difference. Virgin stands for value for money, quality, innovation, fun and a sense of competitive challenge. We deliver a quality service by empowering our employees and we facilitate and monitor customer feedback to continually improve the customer’s experience through innovation.’

				If you click here: http://www.virgin.com/entrepreneur/got-a-big-idea/ you will find this message:

				“We’re always looking for the next BIG thing. Especially if it builds on our exciting businesses or creates brand new ones. So if you think you’ve an idea that fits the bill and has the potential to become a major global business, we are open to your ideas.”

				This approach had led Virgin to create more than 200 branded companies worldwide, employing approximately 50,000 people in 29 countries. Virgin’s businesses span music, media, mobile phones, travel, financial services, entertainment, leisure and many others. But none has captured our imagination in the way that Virgin Galactic has.

				In February 2011, the very last NASA Shuttle will take off and land. Essentially NASA will cease to have a manned space programme as their future projects have been shelved. The era of the political ‘space race’ will finally be over. The successful flights of Virgin Galactic’s VSS Eve, the launch vehicle, along with VSS Enterprise, the passenger vehicle, represent nothing less than the dawn of a new era. The possibility of ordinary people travelling into space, and the means to carry commercial payloads cost effectively through private endeavour, have made space, not the ‘final frontier’ in the immortal words of Captain Kirk of the USS Enterprise, but a ‘new frontier’ for business.
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Bold practices

				Virgin Galactic

				
				
						Virgin Galactic aims to fly 600 people in the first year of operation – that is more people than have been in space in the last 50 years.

						The mother ship, VSS Eve, is the largest 100 per cent carbon-composite plane currently in service and is the most environmentally friendly aircraft in the world.

						The passenger vehicle, VSS Enterprise, was completely redesigned based on customer feedback about their expectations of space travel.

						The cost of a passenger flight is $200,000 compared with the cheapest Soviet-era passenger seat at $20–30 million.

						Over 300 customers have registered and the company has over $40 million in deposits before the first passenger flight has even taken off. Such is the power of the Virgin brand.

						The aircraft will operate initially from the purpose-built Spaceport America in New Mexico but can operate from any commercial airport in the world.

						The name ‘Virgin Galactic’ was registered before the first flight was ever made.

				


				Sir Richard Branson – the visionary

				Richard Branson is the flamboyant chairman of the Virgin Group, one of the UK’s great success stories and one of the most innovative brands on the planet. Sir Richard now devotes 50 per cent of his time to Virgin Unite, his charitable organization for tackling many of the world’s most difficult issues.

				The environmental case

				It was Stephen Hawking who first got me thinking about space travel, when he explained clearly and concisely to the BBC that mankind had no option but to get to space as quickly as possible and start doing things up there that we have been doing on planet Earth, but in a much more efficient manner.

				Our population is now heading towards 9 billion people by the middle of this century – that’s three times more than when I was born. With the end of the oil era approaching, and climate change progressing faster than most models have been predicting, the utilization of space is essential not only for communications but also for the logistics of survival through things such as weather satellites, agricultural monitoring, GPS and climate science. I also believe that someday we will be able to use space as a source of energy for the planet, through solar-power satellites, using the most sustainable source available – our sun.

				In the unscientific view which people unfortunately sometimes take about the problems we face on this planet, aviation has often been singled out as a key component of climate change. I believe that aviation has to get much more carbon efficient than it is today, but it is important that people begin to realize that seemingly benign industries such as IT have in fact overtaken aviation in terms of their CO2 output. The explosive growth of the internet has resulted in a world in which we have nearly a half a billion servers, each one consuming hundreds of watts. Industries like this would benefit enormously from the ability to launch low Earth orbit satellites that could literally take some of the heat out of the planet, for example by serving someday as the repository of our information technology.

				The economic case

				So the fact that our system will have the capability to launch small payloads and satellites at low cost is hugely important. As far as science is concerned, this system offers tremendous potential to researchers who will be able to fly experiments much more often than before, helping to answer key questions about Earth’s climate and the mysteries of the universe. And for applied research, it is currently just too expensive to be able to do most of the things in space from which industries like biotechnology could really benefit. The beauty of WhiteKnightTwo (VSS Eve) and SpaceShipTwo (VSS Enterprise) is that they can help change the paradigm of our relationship to space, achieving an era where space accessibility becomes a commercial and scientific norm, rather than an exception.

				The experience case

				The other thing that I really admire about the system is that it has the architecture that could someday be developed into a passenger-carrying vehicle, able to take people from A to B around the planet, outside the atmosphere. That may not happen for some time, but the first generation of space tourists will be paving the way as they marvel at the beauty of our planet and experience the freedom of weightlessness and the blackness of space.

				It’s very important that we make a genuine commercial success of this project. If we do, I believe we’ll unlock a wall of private sector money into both space launch systems and space technology. This could rival the scale of investment in the mobile phone and internet technologies after they were unlocked from their military origins and thrown open to the private sector.

				Edited from NYC Unveil event; SOURCE: Virgin Galactic website, 23 January 2008
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				Will Whitehorn – the president

				Will has had a long career with Virgin and worked in a variety of roles including corporate affairs director before becoming president of Virgin Galactic.

				The origins of Virgin Galactic go back a long way into the history of the man who formed Virgin Group, Sir Richard Branson. He was interested in space when he was a kid and I remember when I first started to work for Virgin over 23 years ago he was seriously interested in the Soviet space programme that allowed paying customers to go on missions.

				Then the Soviet Union collapsed and the opportunity to do something like that went away for a long time. When the Russians did finally come back and offer people the chance to go to the international space station as paying … I wouldn’t say space tourists but space explorers, it cost $20 to $30 million. So the origins of Virgin Galactic are in Richard thinking about going into space and trying to understand why it was so expensive.

				When we watched the Apollo moon landings they had a profound effect on us and people genuinely believed then that we would soon all be going into space. Stanley Kubrick’s film, 2001: A Space Odyssey, which I saw as a nine-and-a-half-year-old, gave that impression and the scientists certainly seemed to think that it was possible. However, one of the things that Stanley Kubrick didn’t have access to when he made 2001: A Space Odyssey was an economist. Had he done so, he would have been told that going into space is a very expensive proposition.

				Insights often start with a question

				It was 1995 and Richard and I were sitting in a bar in Marrakesh, Morocco with Buzz Aldrin the astronaut, as one does. We were talking about space access and Richard asked Buzz the question, ‘Why have they never used a balloon or an aeroplane or something like that to launch a rocket rather than try and blow themselves apart on the ground?’ – which is a very sensible question. And Buzz answered it, saying, ‘Well, they did, actually. They experimented with balloon launches in the US navy in the late 1950s off aircraft carriers, and they also had a project called the X-15 project that was a space plane launched from a B52 bomber.’

				All of that was abandoned in the 1960s because of the budgetary constraints around trying to get two people onto the moon by the end of the decade and President Kennedy’s pledge to the American people that America would win the space race. As a result, NASA became an organization wholly geared to a political mission; not one geared to the industrialization of space. That conversation was really the foundation of Virgin Galactic. Sir Richard gave me a watching brief to look at the technology of space launch and to see whether or not there was a possibility of creating a project to develop a space launch system for the future.

				So that is what I did until the late 1990s when a couple of things happened. One was that I got approached by a company in the Mojave Desert called the Rotary Rocket Company. It was running a project to build a carbon-composite reusable launch vehicle that could get into space and re-enter the atmosphere using a sort of helicopter device. I decided to go and look at this project and registered the company name ‘Virgin Galactic’, because I thought if I was going to Mojave to see this project we ought to have a name. Richard joined me there and we decided not to invest in it for a number of reasons, but it sparked our ideas further, and whilst we there, purely by chance, we met an aircraft designer called Burt Rutan.

				At that time, Virgin and Steve Fossett were co-developing an aircraft entirely made of carbon composite to fly around the world on a single tank of fuel. For Virgin it was a combination technology and sponsorship project, for Steve Fossett it was about wanting to attain a world record. So Burt Rutan was commissioned to build the aircraft. I was overseeing the construction of the vehicle for Virgin Atlantic Airways and I was in the factory one day when I happened to see a spaceship. Burt Rutan had been approached by Paul Allen, the Microsoft entrepreneur, to win the Ansari X-Prize, which was a $10 million prize for the first ever private space flight of humans into space, which had to be repeated again within ten days. Burt decided that he could develop a technology to win that prize and so had partnered with Paul Allen to fund the attempt. I phoned Sir Richard and I said, ‘Burt’s building a spaceship! I can’t believe it. This looks really exciting technology, we’ve got to get to grips with it; it’s something we should be looking at very seriously.’
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				Be bold; be first

				I knew two things at that stage; first, I knew that they were building it on a budget that totalled less than $30 million and they planned to get two people into space with it. Secondly, it was going to be launched from the air, so that meant it had to be flexible and you could always launch something else from the air: it needn’t be that particular spaceship. So we began to look at it very seriously and everything started from that point in time. We announced the business was going to start before we had even seen SpaceShipOne fly and even before it won the X-prize because we thought if we’re going to do this we’ve got to be very bold and be there first.

				When we announced the business in 2004 we knew we had to have a business plan in order to build the space launch system. We knew how expensive it was to do the things that are done currently in space. It costs $1 billion a launch for the Shuttle and even the cheapest rocket launch to get a cosmonaut to the international space station is $50 to $60 million per person. The international space station has cost nearly $20 billion to develop as an orbiting laboratory. The average launch for a 200 kilogram-plus satellite is from $30 million up to $200 million. So our insight was to find a technology that is so far removed from the current cost of putting people into space that it makes it commercially viable. Then we figured the applications would almost discover themselves.

				Winning over the shareholders

				Richard was very keen on the business but the Virgin Group was initially, and quite rightly, reluctant because the history of space has been littered with more disaster than success. But once the prototype was successful and Burt won the X-prize, we were ‘off to the races’. And indeed a very simple business plan based around rebuilding the first spaceship seemed to indicate that for an outlay of maybe $150 million, we could offer space tourism at $200,000 a ticket – and this was what we announced.

				We were set a mission and a goal by Virgin Group of getting $10 million of deposits from potential customers. Obviously we could hand the deposits back if we decided not to proceed, but we needed to get $10 million of deposits in the first place before we could go ahead and start to design and construct the actual system. So we went out to talk to the people, the real people who expressed interest in becoming the first passengers; people like Philippe Starck, Victoria Principal and Trevor Beattie.

				Customer-oriented design

				Our customers told us the primary things they wanted from the experience. If they went into space they wanted weightlessness and that classic view of the Earthrise from the windows: all the things they’d seen in the NASA newsreels. That immediately told us something which was significant from the point of view of the team: which was that we couldn’t use Burt’s first design, SpaceShipOne. The reason being because you couldn’t get enough people into that tiny cockpit to make it a shared experience; you wouldn’t be able to experience weightlessness because there wasn’t the room to float around inside the cabin, and the pressurized portholes were so small that you couldn’t get the panoramic view of Earth. Our customers wanted to experience the weightlessness, to see the blackness of space, to see the curvature of the Earth. They wanted to experience the sensations of breaking the sound barrier within six seconds of launching, reaching 3,000 to 4,000 miles an hour. They wanted to experience the G-forces on their body. That said to us, ‘Okay, the market says we’ve got to create this experience, so let’s design a business plan around it.’ Research that NASA commissioned in 2002 found that there was potentially a market of up to a couple of hundred thousand people who wanted to go to space at a price point between $100,000 and $200,000. There was no precedent for building a business plan to do this, so we said, ‘Let’s start with this market and see if we can justify the expense over a period of ten years, carrying 50,000 people on a sliding scale, getting cheaper by the time we get to year five.’ It’s classic marketing, you know; if you are designing a new plasma screen television, it starts at $20,000 and ten years later it is $2,000. So we built a plan based upon that. We did lots more of our own research; we put up our website and invited people to sign up. We ended up with 85,000 registrations on the website. And in the meantime we got the deposits from the first 300 customers and we now have $40 million in deposits. That earned us the right to go ahead and build what we now know as VSS Enterprise, the passenger vehicle, and VSS Eve, the launch vehicle.
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				Creating an end-to-end branded experience

				The Virgin brand has been very important to our success. We have to take the customers on a journey with us and they pay their own costs to get there. We simply don’t have the resources at a time when we’re investing hundreds of millions in developing this technology to do more. But what we do is include our customers at every step along the way as part of our brand: they visit the factory; they get presentations from Burt Rutan; they get the chance to go to Richard’s private home at Necker Island and spend some quality time with him, Buzz Aldrin, Burt Rutan and Brian Binnie, the SpaceShipTwo pilot. Every single one of our customers is fascinated by what we’re doing and they want to be intimately involved in the process. So it is less about a ride into space and much more about an end-to-end branded experience.
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				If you’re a Virgin Galactic customer you know that you’re helping to build something that could well revolutionize access to space. It is not very different from those very early customers who would board a Ford Trimotor airplane to fly across America; it was slower than getting the train, but they believed in the future and they wanted to help it to happen. That’s the fantastic thing about this project. The customers actually know that they’re helping the future to happen.

				Redefining what is possible

				Let me give you some idea of the scale of this project. Since Yuri Gagarin went into space in 1961, shortly followed by Alan Shepard, there have been 500 people who have gone into space in total. We will carry over 600 people in the first year of operation. By the end of year 10 in the business plan we’ll have carried over 50,000 people into space.

				Every time the NASA Shuttle takes off it uses the equivalent of a one-kiloton nuclear explosion of energy underneath it. This is dirty energy because it’s big old solid rockets that are burning huge amounts of fuel. And if you go to Cape Canaveral, you will see the area around the Shuttle launch pad is completely dead; no life exists there. A launch produces the same environmental output as the whole population of New York does over a long weekend holiday. The Virgin Galactic system will produce the same environmental footprint as a single round-trip business-class ticket from London to New York on a Virgin A340.

				Making money and saving the planet

				Having said that we are very much aware of the bigger environmental picture, let me be clear: Virgin Galactic is about making money. It is a classic Virgin approach, which is to take a market that either has become a monopoly or has become very inefficient and introduce a niche product that can begin to reshape that market. Virgin Atlantic was a totally niche product when it started and it has played its part along with Virgin Blue, Ryanair, Virgin America and easyJet to reshape the aviation industry and made it become more efficient. We recently did a financial analysis which valued this business with the technology we’ve developed at over $900 million. And we’re still a year away from launch.

				But the exciting thing about this project is that it really is not about space tourism. We are right on the edge of planetary starvation at the moment, and there would be over a billion people starving right now without space technology. That’s how important it has become. So when I hear somebody who says, ‘Why are we focusing on space when we have all these problems on Earth?’ I think this is somebody who hasn’t really thought holistically about what’s going on with our planet. You know, history teaches us that industry has largely been a solution to most of our problems, not the cause. The major cause of our problems is the huge population growth that we’ve had, and the fact that we actually devote most of our fossil fuels to producing food. And everything else – everything else – is at the margin. Now if it costs $1 billion a time to get anything into space you can’t utilize that place outside our delicate atmosphere to do the things we need to do. So you can’t put solar farms in space. You can’t put your server farms in space (in 2010, IT contributed more than double the amount of CO2 emissions of aviation). With Virgin Galactic these things become possible.

				Virgin Galactic provides the potential of being able to carry people around the planet outside the atmosphere so that flying London to Sydney will take just two hours compared with the 23 or so hours it takes now, and transport passengers and payloads into space cost effectively with minimum harm to the environment. And that is the breakthrough that mankind needs.

				Stephen Attenborough – the commercial director

				After working in the City of London for a number of years, Stephen was between jobs when he heard the news that SpaceShipOne had won the Ansari X-Prize. It inspired him to become part of the fledgling business.

				Like a lot of people, I have always admired Virgin. I think many people of my generation do. Will Whitehorn had told me a lot about this project because it was one that was obviously very dear to his heart. In quite typical Virgin style, they made the big announcement and then had to create a business around it. And it was exactly the right way to do it because if we hadn’t told the world what we were going to do then we probably would never have been brave enough to go out and create a market and get the job done.

				Being bold

				We announced what the experience was going to be like on 27 September 2004, pretty much as we were signing the deal. And that was a big, bold thing to do. But if we hadn’t done that we wouldn’t have excited the attention of the media, we wouldn’t have excited people’s imagination and we wouldn’t have got our first customers. And then we wouldn’t have got the funding from Virgin to go off and build the thing. It’s upside down but you have to do it that way.

				I started shortly after the announcement was made that we were launching Virgin Galactic and I literally started with a small box of stationery but a very cool culture. I met Richard for the first time shortly after I started. What he said to me was there are two really important things with this. The first is that we have to achieve unprecedented levels of safety from day one. We’ll do that by having the right technology, building the commercial vehicles in the right way and testing them for as long as they need to be tested and by bringing the experience we have from the other transportation businesses to make sure we have that ingrained culture of safety in the spaceline operation. We think that that’s something that’s manageable. The other thing is that we have to make this a commercial success. It’s going to be the great flagship for the brand. But it needs to stand on its own two feet.

				We understood that we had the potential of transforming space access in a very meaningful way. Whilst this is important commercially, I think it is important on a much bigger scale. If we’re going to manage the dwindling and limited resources that we have on this planet, with the burgeoning global population, we need to make better use of space. And in order to do that, we need to be able to find a better and cheaper way of getting there.

				The Virgin ethos

				Although I thought it was going to be fun and it would be great to work on something that was going to give a few people a wonderful experience, the thing that really sold it to me was that we were doing something which was very important and there was probably nobody else in the world that would be willing to do it. I think one of the fundamental principles of Virgin is to go into industries where there is a cartel and break it up. It’s what Virgin’s history has been made of, really. And this is a particularly bold example of that but, nevertheless, it fits the bill.

				I think one of the joys of being here is clearly that we‘re working on something important and cool and being part of a great brand. We‘re an incredibly 21st-century manifestation of all the great things about Virgin in the 20th century. One of the things that we’ve tried to do is to make sure that we have always talked about Virgin Galactic in the wider context of the Virgin group. And what we’re doing is very much in support of the wider group ethos, and that goes right down to breaking cartels, but also showcasing cutting-edge technology which is going to be absolutely essential to the survival of some of our other businesses. We have built in the last two or three years the world’s largest all-carbon-composite aircraft. Nothing like this has been built before. The whole body and the wing spar, and everything, are all in carbon composite. One of the reasons that we’re doing this is that Virgin Atlantic wants and needs in the next five to ten years to be buying all-carbon-composite commercial aviation aircraft. We know that we have to run our energy-intensive businesses more efficiently and so there is a real link between what we’re trying to achieve here and what Virgin is about as a brand.

				Making customers part of your story

				One of the things I realized when I started was that this was going to be a high-net-worth private-client-type business which would need to keep their attention for several years before we ever delivered a product. And so we needed a ‘product’ before we could actually deliver the real thing. So we decided it was going to be around great communication and we made that our number-one priority. Our customers, without exception, want to experience space for themselves. They’ve read the accounts of astronauts, they’ve dreamt about this; they love the idea of having that perception-changing moment when you see the planet that we live on from a completely different perspective. And so, of course, they are in it for that reason. But I think that they also love being a part of this story and they regard themselves as pioneers in a new industry. The vast majority are entrepreneurs of some description; most of them self-made and most of them work for themselves or have their own businesses. And I think they really understand the challenge of what we’re doing from a business perspective and the importance of what we’re doing from an industry perspective and are passionate about being part of what’s enabling this to happen. What they don’t want from us is golfing days and expensive corporate hospitality but what they do want is great communication and what they really want more than anything is privileged access to this brand community. They are people from different walks of life, different backgrounds and 40 different countries. But they all share this common vision and want to be part of this unique group.

				Trevor Beattie – the passenger

				As a young boy, Trevor was fascinated by space. He went on to found BMB, one of the leading advertising agencies in the UK but he never lost sight of his boyhood dream.

				What got me involved with Virgin Galactic had its roots in July 1969 – watching Neil Armstrong walk on the moon. Most of the Virgin Galactic customers have that in common, I reckon.

				I’ve always been fascinated and obsessed by all things aeronautic and astronomic – by aircraft, by rocketry, by space. Even though it has nothing to do with my profession, it is my obsession. And so I knew about the Ansari X-Prize and had heard of Burt Rutan. I have met two geniuses in my time. Burt is one and Prince, the musician, is the other.
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				The X-Prize

				The Ansari X-Prize is almost an old Victorian challenge. You know: ‘We challenge you, mankind, to send a human being into sub-orbital space and return them to Earth, whence they came, and then return and repeat the same stunt two weeks later.’ I love that! I thought it’s a real Phileas Fogg ‘around the world in 80 days’ challenge for our time. It was great. And so you had blokes on the Yorkshire moors firing up what were essentially big fireworks, and people in Belgium attempting it, and all of them failing and not even getting close. And I really got the impression that people finally ganged up on Burt Rutan and said, ‘Burt, look, could you win this X-Prize for us?’ And Burt’s body language seemed to say ‘Well, I could, but I’m too busy trying to get us to Mars.’ And they nag him and say, ‘Well, look, just give us five minutes of your time. Do you know how to crack this problem for mankind?’ And Burt says, ‘Of course I do, but I‘m busy.’ Then Richard Branson nags him, so he finally goes ‘All right, let’s bloody do it, then. Here’s the solution to your problem. What is it? Two words: air launch.’ I love that.

				So he designed SpaceShipOne, and Brian Binnie, the legendary test pilot, flew the first of the X-Prize flights and right then I knew that within two weeks they would do it all over again and would win the X-Prize.

				Book me a seat

				I said to Antoinette, my PA, ‘Get on to Richard Branson immediately: phone him and tell him that when they win the X-Prize next week I will be there and I’ll sign up as the first customer and I’ll bring my chequebook with me. Within an hour Branson called back and said, ‘We’re not doing it in two weeks’ time; we‘re doing it the day after tomorrow. Come to LA. Be my guest: come on out and see it.’ So I said, ‘Okay, I‘m coming! So I literally ran out of my office, packed a bag, flew to LA. No sleep. Then it’s four o’clock in the morning and I’m in the Test Pilots’ Café at Mojave airfield having breakfast. And they rolled the craft out and performed the second flight and won the X-Prize! I vividly remember Burt’s comment the day he won the X-Prize: ‘SpaceShipOne; NASA, nil.’

				And then there I am at the press conference with the world’s media covering the launch of Virgin Galactic. My friends at home are watching Sky News, saying, ‘Hang on a minute, that bloke on the TV looks a bit like Trevor; that‘s strange.’

				Later I met with Richard and said, ‘Sign me up. I’m going. Count me in. I’m your first customer. I’m bloody going!’ And you know, I have never ever had a second thought about the safety. You have the ultimate team of Burt Rutan and Richard Branson with the skill and ability of test pilots like Brian Binnie and Mike Melvill. Burt has designed and built and flown more aeroplanes in the last 20 years than Airbus and Boeing put together. It’s no wonder people are now lining up to join Galactic.

				The company you keep

				The irony is that NASA, through the ‘right stuff’, painstakingly selected people to go to space. They went there as engineers and they came back as poets and men of God. This time it’s the poets and artists and crazy people who are going. Will we come back as engineers? I don’t know. But it’s a self-selecting bunch and this is what is really interesting about Virgin Galactic. They have no say, really, as to who goes because we are paying customers. Of course we have to pass medicals and train in the ‘vomit comet’ – I mean do the centrifuge training – and they will fail people who don’t pass the tests. But other than that, if you have the money and the inclination you can book your seat in the same way as you would fly Virgin Atlantic. So it’s a self-selecting bunch.

				Then how do you handle this self-selecting bunch of very strange individuals? And this is what Virgin has done brilliantly, because the first hundred customers then became the Founders – we have become great friends, gathering at regular events in irregular places all over the world!

				When people hear that I am going into space, their first reaction is, ‘Isn’t that the most irresponsible thing that you could do?’ I believe that the first bunch of people who go are pioneers: pioneers in the old Victorian adventurer sense, and pioneers in a business sense too, because in 20 years’ time, space flights won’t cost $200,000 or be full of millionaire businessmen; there will be children, there will be families going up… It will change the nature of how we think about space.

				So I think that the pioneers, the founders, are bold people. Are they irresponsible? I don’t know – maybe. Sometimes they belong together, those words.

				The final chapter

				I’ve got a scrapbook I put together when I was a kid, called ‘The Space Race’. It contains all the news cuttings of Apollo XIII and so on. It’s the only thing I’ve got left from my childhood. I don’t know why and how, but it’s stayed with me all my life. At the end of it, in my final chapter, it says: ‘What next? What will the future bring?’ And I wrote this little chapter about what I thought would happen. At the very end there is this little space. It’s my ambition to get a press cutting of when I go up and stick it in the back of my childhood scrapbook as the final entry and get Buzz Aldrin to sign it. And that will be a sort of completion for me: my childhood dream come true.
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				Brian Binnie – the pilot

				After a distinguished career in the military as a test pilot, Brian Binnie found himself at the right place at the right time with the ‘right stuff’.

				My mother used to say to me at a very early age that if she was a ‘wee laddie’ – she was Scottish – she’d want to grow up and be an astronaut. I didn’t quite understand what an astronaut was when I was five years old but she explained it to me and it planted the seed. And, while I couldn’t appreciate all the business about rockets and stars and space, I could appreciate that anything that got itself off the ground was going in the right direction, and so I became enamoured with birds and planes and model airplanes. When I got older, I studied them, went to university, and decided I was going to get the kind of flying education that only the military can provide, and so I joined the navy, believing that their brand of flying was the most entertaining and challenging and exciting.

				For the next 20 years I did the carrier aviation stuff: went to Navy Test Pilot School and so on. But, at the end of 20 years, I felt there was an unfulfilled chapter of my life. I left the military and saw an opportunity to move to Mojave to work for a company called Rotary Rockets. They built this funny looking helicopter thing that scared the bejesus out of us who flew it. But that’s another story…

				During that time I became friends with Burt Rutan, the designer of SpaceShipOne and after Rotary Rockets ran out of funds he said ‘Why don’t you wander down to our place and we’ll figure out something for you to do?’ So I did and it was shortly after this that the SpaceShipOne programme was put under contract with Paul Allen of Microsoft fame. And so we were off.

				Make your own opportunities

				I always had faith that as long as I prepared myself, opportunity would find me – even if I didn’t necessarily know where to look. After the navy I passed up some conventional career choices and while I had the distinct sense that doors were closing around me I was poised to step into another that might open. Coming to Mojave was not an obvious choice, you know; it’s a little desolate, it’s in the middle of nowhere, it’s somewhat run-down. You need to know it was not a terribly popular decision from the family’s perspective.

				Enterprise drives innovation

				We grew up in a world where there was so much promise in the space arena and then it was never fulfilled; it sort of fizzled before our eyes, and only the select few that were lucky enough to get through the government space agency programmes experienced the benefit of the technology. The way that space evolved was entirely different from, say, aviation. Aviation is such a colourful and magnificent field because it was developed by entrepreneurs in competition, entrepreneurs that were trying to support a business plan, that were maybe spurred ahead by various prizes. They all had this belief that ‘If a couple of bicycle mechanics could build an airplane, then, gosh, I can do a better job.’ And so there was a proliferation of different designs and people out trying different things. And what we have today are capabilities that nobody had any appreciation of at the turn of the last century. It was just that they were pursuing a passion. Space has never had that opportunity; it’s always been in the hands of the government. You know, as inspiring as the Apollo programme was, what followed was a big letdown. NASA never matured any of the early rocket motors; they put them on the shelf and they built something that was bigger, more complicated, more expensive and, I would suggest, more dangerous. They flew them a few times and then shelved them.

				The progression from the Mercury to Gemini, to Apollo, to eventually the Space Shuttle was not one that opened doors for people; it shut them. If we’d let the government control aviation in the same way they have space, then the only airplane flying today would be something like the equivalent of the B-2 bomber. End of story.

				A new model
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				There has been a general frustration among those of us that really believe that many opportunities have been lost along the way and it’s time to start over – literally. What better place to start than in the sub-orbital arena, where you have to worry about all the same things that the big rockets that go into orbit do: you’ve got gravity, you’ve got rockets, you’ve got the vacuum of space, you’ve got the re-entry problems, you’ve got the issues of reusability and reliability and affordability to deal with. If you use the aviation model as your guide, then you would build a rocket that has modest performance but is safe, sound, reliable, people can get into and get out of it, and the performance can be matured over time. And along with it you get a sense of closure on a business plan. And I think that’s where we are. Sir Richard appreciates this as a stepping stone to bigger and better things, and a lot of us believe that here is a path forward and we’re on it. It’s an exciting place to be.

				We are pulling out the stops for the first group of customers, giving them centrifuge training, physiological training. We are going to provide a zero-G experience; there are various airplanes now that can give you that weightless experience for about 20 or 30 seconds at a time. Our mothership was built with the ability to do the same thing, so that if you’re flying in the mothership, perhaps watching the launch of the group of customers in front of you, then after they’re released and on their way, you can go through a weightless experience yourself. So we view the training and preparation as part of the whole end-to-end experience.

				Going into space in shorts and sandals

				Because of the way the mothership is built and designed and the materials that we have used, it is almost as capable as a front-line military fighter and yet look at the huge size of it. It’s got modern fanjet engines that can really give it the performance it needs when carrying a spaceship, and yet when it’s not carrying a spaceship it is incredibly fuel efficient. Those four engines pack enough thrust that sans-spaceship we can take the runway at idle power, accelerate to takeoff speed and then climb away, raise the landing gear, and climb to 50,000 feet – all with the throttles still at idle!

				

					[image: ]	To see the first manned flight of the VSS Enterprise, click here: http://www.youtube.com/watch?v=mDUVe3a496Y




				
				
				
				We have taken a very different approach to going into space. One of the reasons our vehicles have evolved in the way they have is we’ve taken an entirely different approach where we said, truthfully, we would rather go to space in shorts and sandals than wear the traditional space or pressure suits because we’re only up there for such a short period of time. I don’t want to be encumbered by all of that bulky equipment. And so we put our effort into building the kind of structure that cocoons you for the entire flight. We go to space just wearing lightweight flight suits.

				The common denominator is a new way of thinking about space, space travel and space business. For us it’s centred around tourism initially, but we think, like many applications, there are going to be uses that we just really can’t conceive of at this point. So we think, for a lot of reasons, we’re on the right track here.

				A new way of doing business

				You know, I think that our approach speaks to the spirit of our times; there are other ways of doing business. I think Sir Richard sees in Burt Rutan a lot of himself. Burt is a very unconventional kind of person; he doesn’t mind making waves or rocking the boat or taking the contrarian view. And I think that’s been the secret to our success. He’s not afraid to try things, and just as almost as importantly, he’s not afraid to fail. I think Sir Richard is the same kind of guy: he does things in an unconventional way. Sometimes, along the way, this got him into trouble, but he was willing to take himself to the edge and learned a lot of life’s lessons and earned its riches and rewards. I think he sees a lot of that richness in Burt Rutan and the people that Burt surrounds himself with. I think there’s a natural synergy between the two gentlemen, the companies that they represent, and their outlook in terms of what needs to done to make a real difference to our world.
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Bold lessons

				The power of a shared vision

				The outstanding feature of the Virgin Galactic story is the power of a shared vision. The impact of seeing the 1969 moon landings on Richard Branson, Brian Binnie, Trevor Beattie and others shaped the rest of their lives. That image inspired them in separate ways to follow a dream without knowing how, when or where it might be realized. They were each successful in their respective fields but that early vision remained with them until they each quickly grasped the opportunity of Virgin Galactic without a second thought.

				The pioneer spirit

				History has shown that many of the innovations that we have come to take for granted were a result of entrepreneurs, pioneers and early adopters willing to invest their own money, and sometimes lives, in a big idea. We will look back at the early beginnings of Virgin Galactic in much the same way as those early grainy images of the Wright brothers at Kitty Hawk and wonder how some people have the ability to see beyond problems to find solutions. The remarkable thing about Virgin Galactic technology is that it shows how with ingenuity we really can ‘have our cake and eat it’: economic, environmentally friendly and experiential from a customer perspective.

				The end-to-end Virgin Galactic experience

				It is incredible to hear the customer talking about their Virgin Galactic experience when they have yet to take off. Virgin has very cleverly made the whole experience of preparation, training and communications a branded customer experience in itself, one that has forged a close community of users who are passionate advocates for the brand.

				Challenge conventional beliefs

				In an age when health and safety considerations, risk management and shareholder expectations are all reasons to follow the well-trodden path of status quo, it is refreshing to see how the founders of Virgin Galactic are challenging the norms, questioning established practice and finding completely new answers to old questions. Yet the perennial balance of customer needs, shareholder returns and employee welfare are as important as ever. After all, this is first and foremost a commercial enterprise. But the starting point is a bold proposition.


				
					[image: ]	For more on Virgin Galactic see:
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				Virgin Galactic shows the power of a vision to challenge conventional thinking and that is something it has in common with our next bold brand, which has transformed its industry in the UK.
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				Chapter Two

				O2

				There are many inspiring stories in this book but one of our personal favourites is the story of O2. All so often, people say that you can’t be bold if you work for a large corporate. O2 proves them wrong.

				O2 started life as BT Cellnet, the mobile business of British Telecommunications. As part of the deregulation in the industry, BT Cellnet was spun off as a separate entity in 2002 and rebranded as mmO2. The very name was designed to bring ‘a breath of fresh air’ to the industry. However, the Financial Times was less convinced and, in an editorial at that time titled ‘BT’s unwanted orphan’, said the name was ‘daft’ and the brand practically ‘worthless’. Four years later that worthless brand was sold to Telefónica for a mere £17.7 billion. By 2008 O2 had overtaken its giant parent to become the largest provider of telecom connections in the UK and the fourth best-loved brand in Great Britain.

				So what did O2 do to turn around an ailing business and become a powerhouse in the UK economy? We won’t steal the thunder of the executives whom we interviewed by giving away too much here, but suffice to say it was the classic approach of starting with customer insight, having a clear point of difference, aligning your people with it, tearing up the industry rule book and then seeking to dramatize your difference through bold innovations. The O2 values are ‘Bold, Open, Trusted and Clear’. They sum up very well what this brand is about.

				Today O2 is market leader in the UK, being number one in terms of total revenues, earnings, new customers, lowest churn, customer base – having achieved more new connections than all of their competitors combined – and customer satisfaction. In June 2010, O2 was announced by Satmetrix as having the highest NPS (net promoter score, a measure of customer advocacy) in the UK market at 24 per cent, when the industry average is a miserable 3 per cent.

				
					[image: ]	For more on O2 click here:

				http://www.o2.com/about_us.asp
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Bold practices

				O2

				
						It bought the naming rights to the ‘white elephant’ Millennium Dome and, partnering with AEG, rebranded it the O2 Arena, which is now the most successful music venue in the world.

						O2 measures ‘fandom’: the willingness of its customers to become an advocate for the brand.

						O2 pioneered SIM-only tariffs, making it easy for customers to leave if they wish.

						Fair Deal offers existing customers deals as good as or better than those available to new customers.

						O2 products are designed to be as simple to use as possible.

						O2 took 500 people out of head office and put 2,000 people into the retail stores and call centres to reallocate costs to those areas that customers value most.
			
						O2 has bought JaJah, a VoIP technology that is a direct threat to O2’s existing technology.

						O2 launched Apple’s iPhone into the UK market.

						O2’s values are ‘Bold, Open, Trusted, Clear’.

						O2 believes itself to be in the ‘experience business’, not the ‘mobile phone business’.

				


				Ronan Dunne – the CEO

				Ronan Dunne was appointed CEO of Telefónica O2 UK in January 2008, having previously been CFO.

				I think that the difference between O2 and other companies who operate in this space is that we are a brand first and foremost, rather than a company that happens to have a brand. This manifests itself in the fact we have a lot of people working with O2 who are driven by the belief they can genuinely make a difference. If we think we can change the rules of the game and truly make a difference, then we focus on doing what it takes to make that difference. The DNA of O2 is changing the rules of the industry or not playing by the rules at all.

				The brand is bigger than the business

				We’ve always seen the brand as being bigger than our core mobile communication business. We’ve always felt that our mandate with our customers is absolutely predicated on being brilliant in our core offering, but it is having built that relationship with them which, we believe, has allowed us to talk to our customers about things other than plain vanilla mobile communications.

				I think part of this attitude was driven by the reality of what we were not. When we started we weren’t the best voice provider or text provider. In fact we were average, in a market which was becoming more and more commoditized. The challenge for us was, if we were going to differentiate ourselves from the crowd and actually stand for something, what was it going to be? Our hypothesis was that we could differentiate in a commoditized market by looking at the experience we delivered as opposed to the technology.

				Becoming experience focused rather than technology led

				If you take our industry, there are some very obvious examples of being technology focused rather than customer-experience focused. The old BT Cellnet – which was the antecedent of O2, of course – was as guilty as any. We launched WAP services and said, ‘Surf the net.’ BT Cellnet completely oversold the capability of WAP and fell into the trap of trying to sell our customers technology like GPRS. Who knows or cares what GPRS is? So we changed our philosophy and started to focus much more on the customer rather than the technology.

				We did a lot of work on segmenting our customer base and asking them, ‘What are the things in your life that mobility is starting to enable and how can we influence your experience?’ Today I would describe your mobile phone as the remote control by which you live and manage your life and connect to the people and things that matter to you. I’m not sure I would have used that language five years ago, but that is the reality. We’re an enabler of great experiences – we’re not in the voice and text business. That’s the key.

				I think it’s all driven by a belief that you can create an enduring relationship with a customer. The example that I would use is our introduction of SIM-only tariffs called ‘Simplicity’. Now that in itself is not a breakthrough idea, you could argue, but the truth is there’s a fundamental about a SIM-only tariff which absolutely breaks the premise that the contract mobile business was built on. The premise was: ‘In order to justify giving you an expensive piece of hardware I need to lock you into a contract.’ The industry had built itself a model which was based on attracting and trapping customers so that they couldn’t leave, by making the barriers to exit high. The big idea and insight in Simplicity is, if you give your customers the freedom to leave, what you actually give them is the confidence to stay. The proof point is that the churn on our SIM-only contract base is lower than for our with-handset contract base. So customers have maximum flexibility to leave, but paradoxically, more of them choose to stay. For me, that is a perfect example of playing by a different set of rules. Our competitors thought we were crazy, they thought our customers would leave in droves. The reality was very different because we said, ‘If we build a great end-to-end experience, then customers will have no reason to leave.’

				We didn’t just simply change the contract terms. We had prepared for a fundamental change; we’d built the customer experience, we’d built the network experience, we’d built the shopping experience, we’d built the tariffing innovation. We got to the point where we said, ‘Now our deeds are matching our words.’ Now what’s the ultimate vote of self-confidence? It was to invite customers to tear up their contracts and stay because they wanted to, not because the terms and conditions said they had to. The industry had created a whole load of very constraining terms – weasel clauses – so no wonder our industry had a reputation which paralleled that of used car salesmen.
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				Changing the way that the industry works

				Telecommunications is notorious for making the simple incredibly complex. When a new customer contacted us, the first thing that the industry would say to the customer was, ‘What you need to do is…’. Well, if that’s the start of any conversation, you’ve lost already. The conversation should be about what we can do for you, not what you need to do for us in order to be able to use our services.

				We became ruthless at taking out the things that customers don’t value and refocusing more of our energy and our resources on the things that customers truly value. A great example of that was our ‘Fair Deal’ proposition, which on the face of it looked like financial suicide. We said, ‘We promise you as an existing customer that you’ll get at least as good a deal as a new customer and you’ll get also something extra for your loyalty.’ This was completely contrary to the acquisition model where deals were only there for new customers. We had recognized early on that the acquisition model created a situation where you left a lot of your existing, loyal customers very unhappy and we also saw that the long-term value in the industry is in the retention of customers. Attracting customers only to then allow them to leave and then replace them with new ones is a crazy way to run a business.

				Our philosophy was: create an enduring relationship. Well, how do you do that? You build trust. You take away the scams, the small print that people think is unfair. You make your tariffing more transparent and simpler so all the weasel is gone, so what you see is what you get. It is no coincidence that the values that we chose to launch O2 with were ‘Bold, Open, Trusted and Clear’. To build a trust relationship with customers you have to be really clear in your communication. You have to be bold to change the rules of the game. You have to take risks.

				By introducing Simplicity and Fair Deal, we were essentially writing a £500 million cheque against our P&L. History shows that, rather than lose money, we were the only operator over that period who continued to grow profitability. None of our competitors did.

				It starts with belief and customer insight

				The thing that got us through those early days was, in a very O2 way, we had a very, very tough and open and honest debate as a board. We finished the conversation by saying we may not be able to fully analyse this as a business case on a few PowerPoint slides, but we all believe it’s the right thing to do – based on experience, based on intuition, based on the power of the brand, and also, based on the one thing that this brand has always been good at: customer insight.

				We’ve always talked to our customers, we’ve always listened, and we’ve always taken insights on board. We were convinced all along that if you treat your customers well, if you are transparent, if you offer them consistent, honest, fair value all the time, we would have the underpinnings of a great business. The question that none of us was as clear on was: would this be a great business for the future but would our profits run away from us while we were getting there?

				We looked each other in the eye as a team – finance, marketing, sales, the operation side – and said, ‘Do we, or do we not, believe this?’ And as a team we absolutely signed up. As a result every tough conversation we had subsequently was in the context of ‘If we believe doing the right thing for the customer is ultimately the most profitable business model, have we solved this particular issue?’

				If each time we had a problem we had argued it without the benefit of that context then it would have all fallen apart. That basic premise of the long-term sustainable profitability of the business being underpinned by creating a differentiating customer experience was the rock on which we built the brand.

				You can say all you like about customers having a good or a bad experience, but the time they vote with their feet is at contract renewal time, so the real proof is how many people are staying. We started to see that measure turn around almost immediately and it has improved quarter over quarter for five years in a row now, which is pretty stunning.

				I can’t emphasize enough that every single debate about every decision in the business was framed around a genuine belief, held just as much by the finance director as by the marketing director: that doing the right thing for the customer is a sustainable profitable business model. If you don’t believe that, don’t even start with the rest. The truth is, when you embark on the journey you can’t stop halfway and say, ‘You know what, I believe in customer experience, but I’m not going to do that,’ or ‘We can’t afford to do that,’ because it only works when it all works.

				It’s about the company you keep

				One of the biggest things we did was to partner with Apple to bring the iPhone into the UK market. There was no economic advantage or financial incentive for Apple to choose O2 over any other telco in the UK. What motivated them to partner with us was that O2 was the brand that had more of their type of customers in it and the brand that they felt was the one most aligned to their own experience.

				Apple is a very different company from us, but in their own way they approach their market in a very similar way to us. Everyone now is trying to find an iPhone ‘killer’. Apple didn’t try to build a Nokia killer or a BlackBerry killer, it just decided to define the space and then let everybody else compete with them. We’ve tried to do the same thing in our space, which is to say we’ll try and set the rules by which we think the game should be played and then others can choose to compete as they wish. As a result we’ve been very attractive to partners who are attracted to brands that are both innovative and very experientially driven.

				Our relationship with AEG at the O2 Arena is a good example. It was a hugely bold move on O2’s part to take a ‘white elephant’ that was the Millennium Dome and put our name above the door. But the key thing is, we didn’t just put our name above the door, we entered into a partnership with a company who have a reputation for being the leading live entertainment event provider in the world. We now together have our name above the door of the world’s most successful live entertainment venue by ticket sales, and we have created a priority ticket category for our customers. If we’d just been sponsoring a building, then, frankly, we would never have done it – we would have exposed ourselves to potentially a huge reputational risk. But we partnered with an experience company who had a track record.

				On the face of it, as a brand we’ve no right to be one of the biggest distributors of live entertainment tickets in the UK. But the reality is we are in the entertainment business because we’re in the experience business; it’s perfectly natural. But if you define yourself as being in the mobile phone business there’s no logic to it. So the mindset which says we’re in the business of creating experiences liberates us to do an awful lot of things, like entering financial services, for example. Financial services is an industry where, with a few exceptions, the concept of a customer experience isn’t in their vocabulary. So we think it’s a great opportunity for us to change the rules.

				Transforming companies from within

				One of the things that people forget is that the old BT Cellnet and O2 are the same company. When we spun off from BT the Financial Times wrote an article saying we were essentially ‘worthless’. Four years later we were worth £17.7 billion. So one of the most interesting things about our story is how the company reinvented itself.

				We didn’t have a ‘night of the long knives’ where the top people in BT Cellnet suddenly disappeared and a new management team came in. We changed from within, substantially the same people and the same company: the same engineering bred and led business that BT had always been. Mobile inside BT attracted a lot of the brightest thinkers and the best innovators, so when we left the mothership we probably set sail with some of BT’s best people from the point of view of innovation and insight. What we recognized was that best-in-class engineering can be a real benefit to a great customer experience. It’s not that the two were mutually exclusive, it was just that you don’t sell engineering to your customers. So what we did was, we took the strength of a really best-in-class engineering organization and we coupled it with great customer insight.

				Turning people into fans

				We absolutely mandated those people to be part of the success rather than saying, ‘Engineers, you’ve had your day – now it’s the marketers’ turn.’ Engineers want to make customers’ lives better too. They may not have the language for it sometimes, but if you can articulate the insight for them, then they become part of the solution, not part of the problem. As I said earlier, it only works when it all works. Everybody in this business passionately believed that they were part of the solution, the guys in retail, the guys in customer service, the guys in IT technology, the guys in finance.

				The fact is, if you cannot turn your employees into fans there’s no way that you will turn customers into fans. So we have a customer promise, but we also have a people promise and a philosophy that says when we become fans of our customers they will become fans of us. If people in our retail stores and customer service know that our business is about turning customers into fans and they understand what it is that they have to do to achieve this, how much more enjoyable their jobs become.

				
				
				[image: ]

				
				The vast majority of our people have a good understanding of what our strategy is, what we’re trying to achieve, where we’re trying to get to, and they can pretty well articulate what that means for them on a daily basis. Individual engagement and that sense of a team destination are hugely powerful. We keep close to the customer by keeping close to our people, who are the day-to-day manifestation of the brand, and there’s nobody better to tell you when you’re not walking the talk than your own employees. They will tell me, ‘Ronan, that’s bullshit, that’s not what’s happening.’

				We’re better, connected

				Our strap-line is, ‘We’re better, connected’. This attitude drives us to be bold in finding ways to connect people to the things that matter most to them. If we are to continue to be successful we need to continue thinking outside the box, not being constrained by the rules by which the game has been played in the past. I think that we just define the exam question differently from our competitors and as a result it liberates us to come up with a lot more interesting answers than others in this industry.


					[image: ]	To hear more from Ronan click here:

				http://www.youtube.com/watch?v=GXxdKiAN7CU

					



					
				Tim Sefton – the strategy guy

				Tim is customer director. Tim joined O2 in 2000, having previously worked for BT and British Airways. Prior to joining the UK board, Tim was senior VP strategy and development for Telefónica O2 Europe.

				Our brand promise is: ‘Helping customers connect’. The longer version of that is: ‘Helping customers connect with people and things that matter to them in a simpler, easier and better way’. Having this at the heart of our business and not limiting our brand philosophy to ‘communications’ gives us a real sense of purpose.

				We set out to build a brand and not run a business. And so, out of that falls customer centricity because if you want customers to be real fans of your brand, then actually you have to get real insights about what you can do for customers, which is better than they currently get. So that’s our higher purpose.

				Connecting to a higher purpose

				Our initial driver was: how can we create a business that delivers a better customer experience than was typical? By defining ourselves not as a mobile operator but by that higher purpose led us to do a number of things which you wouldn’t otherwise have expected. The most famous example is the O2 Arena. Tactically, of course, it was a great sponsorship opportunity, but the strategic coherence which helped all the internal alignment fall into place was: if we’re a company that’s about enabling better customer experiences then this is an opportunity to create a showcase of what we, as a business, stand for, both for employees and for customers. So it became an icon for our brand.
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					[image: ]	See Florence Welch backstage; O2 Priority access:

				http://www.youtube.com/watch?v=YrDvAv-4lFI&feature=related

					



				Creating a virtuous cycle

				One of the things we talk about is a virtuous cycle whereby, if you do the right thing for customers and you do the right thing for employees, then you see that come back to you in the form of business results. What we found is that as long as we get the balance right and invest enough in our customer experience and our employee experience, then if every now and again we need to make some short-term tactical adjustments to deal with market changes, we can accommodate them within our overall strategic context without losing momentum. I think some businesses end up making too many short-term decisions and lose momentum – which, in turn, loses them the confidence and the latitude to be able to invest in the customer experience.

				You need some things going on which enable you to manage through the harder times and still retain morale. For example, when we opened the O2 Arena, the first event that we held for the public was for all the O2 employees too. We took everyone off the phones, everyone out of the shops, and everyone out of corporate and, apart from literally a skeleton staff, we had the big event where the Kaiser Chiefs, Tom Jones and various other artists performed. That was a great lesson from the point of view that people looked forward to it but also, more importantly, from the stories that they told afterwards. That happened at exactly the same time as we were downsizing in parts of the organization. I think the ying and the yang of business are really important. There are tough things that you have to do in business sometimes and the temptation is to believe that you need to stop doing everything else for the sake of sensitivities. Our experience is that that is a mistake because what you’re doing then is compromising the way you manage 10,000 people on the basis that 200 are leaving. It’s the same with customers. You can’t be held back by the 1 or 2 per cent of customers who might not be huge fans of what you’re doing for one reason or another. If you run your business purely to avoid provoking criticism from a minority then you lose the boldness required to take some risks that will benefit the majority.

				Stay the course

				We talk about turning customers into fans, and one of the attributes of a fan, as we see it, is forgiveness. And forgiveness comes from longevity; experiencing consistently high levels of service over time, so that when, on occasion, you get something wrong the customers will forgive you. A good example of that is Marks & Spencer, who went through a rough period. Businesses do go in cycles but as soon as they started putting things in place which delivered a better customer experience, the customers started coming back to them. We saw that the longevity that they created as a business by satisfying customers over many years allowed forgiveness. That is why we try to keep a degree of consistency and coherence about what we do. If you chop and change your brand every time you appoint a new marketing director because they want to bring their own agency and create their own look, then it’s a case of brands being run on behalf of egos, not on behalf of customers.

				The power of narrative

				I once heard someone from Nike tell the story about how Bill Bowerman as the founding father instilled the principles in the organization. Then it fell into place – what we needed for our brand was a narrative. We were always very clear that the O2 brand was set up the way it was to do things differently: to be O2 – oxygen, a breath of fresh air. Therefore our DNA is all about being challenging, trying to think differently, bringing a fresh perspective. That leads to the question: how should O2 implement anything it’s trying to deliver? Well, obviously, it needs to be fresh and different from what’s gone before. So that is it: that’s the narrative that continues to drive us.

				Our brand values of Bold, Open, Trusted and Clear then become the founding principles for how we behave. For example, going back to when we launched in 2002, calling a mobile phone company O2 was bold.

				We also created something called a Customer Plan, which went against the grain of what was happening in the industry at that time. We decided that we needed to cut out a lot of the cost that was in corporate overheads in the organization. We had people working on projects which were not demonstrably delivering on what customers really wanted at that time. By cutting that out we created a fighting fund that we invested in the customer experience to drive loyalty and retention. And we advertised the concept. The tag line was: ‘Loyalty rewarded’. It was the first time customers had seen a mobile operator talking about rewarding loyalty. That campaign was a big gamble because we didn’t know what we were going to need to invest in rewarding our existing loyal customers to balance out what we already invested in new customers.

				Tell the brand story

				I think this is where the power of storytelling and narrative is helpful, because a lot of organizations find it difficult to get alignment between all the different players and decision makers. What we had, and still have, is a narrative of what we are about and the values we share. That allows us to make decisions based on: this is what we’re all about, this is what we believe in, and we think we’ve got the right customer insight, so let’s give it a go. A good example of this approach is the way we’ve launched O2 Money. Our insight was that a lot of consumers are out of control with their money. So how could we build a business that enabled people to manage their money better? We thought, ‘Well, actually what people really want at the moment is to be in control.’ So therefore we’ll launch products which put them in control and whereas the pre-paid card industry was all fee-based, we made our products totally free.

				Another example is our acquisition of a VoIP provider called JaJah. What it does is enable calls to be made cheaply over the internet. And also it enables people to call through social networks. If you look through the traditional lens of a telco, that looks like a threat because it’s effectively enabling customers to call each other and bypass your technology.

				But our promise is ‘Helping customers connect’ and if that’s the way they want to connect and we don’t deliver it, somebody else will. So a move that might be interpreted by our competitors as bold, to us looks like necessity.

				Trying not to piss customers off is generally a good idea

				We try to identify opportunities by looking at qualitative data and just trying to understand the insights. Quite often, what we look for are what we call ‘piss-off factors’. We look for the things which piss customers off, the grievances they hold against the industry that we think we can do something about. We’re looking for the trends that are impacting customers’ lives at a macro level. For example, one of the trends that we’re very aware of is that trust in big institutions is declining. Because customers by and large don’t trust big institutions, this has a direct impact on how they feel about us at the macro level, and therefore we will look to see what we can do that will enable us to be more trusted than our peer group.

				We also study detailed segmentation analyses which, I guess, is fairly typical for the industry. But what sets us apart, I think, is that we are more likely to focus on trend-spotting in the world of fashion or in completely parallel universes and try and see how we could apply those insights to our business.

				We think the way that people learn will be vastly different over the next few years. I was in India recently and I saw a demonstration of a class being held by video conference with people participating from all around the world. That’s so different from my experience of education, which was when one teacher stood up in front of the blackboard. And so we think that demand for connectivity is going to continue to grow exponentially. And that’s what shapes a lot of our thinking here. We have to think about ourselves in the new world that we’re moving into.

				The O2 story

				One day we were having a board meeting about transforming the business and I was a bit concerned about the way that the conversation might go because the agenda appeared to be focused more on cost cutting. So I wrote a narrative on a train journey to the office. I opened the board meeting by reading this story about the vision I have for customers in the future; the story was about people going through their day-to-day lives using O2 products and services enabled by the lower-cost, more efficient ways we were building to support it. I finished by saying to the board, this is what transformation is all about. Two days later we were going to a leadership conference and someone suggested that it would be very powerful just to share that story with all those employees. So I stood on stage at the leadership meeting with those same scribbled notes of paper.

				Those notes started getting pretty dog-eared but we realized that there was power in having a story which wasn’t about cost cutting, it was more about transformation from a business that was doing certain things very well into a business that could be better if we could do other things more efficiently. So Gav Thompson came up with the creative execution. Rather than telling one story, he came up with a number of different characters and conveyed the message through their individual stories. The point of the story behind the story is the importance for me of going back to right where we started in O2, having a narrative that runs through the business – and one that isn’t about numbers.
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				Gav Thompson – the brand guy

				Gav joined O2 as head of brand strategy in 2007 after spending 13 years in a variety of senior roles in brand agencies.

				We believe in the power of connecting people and we have a very simple belief, which is that a more connected world is a better world.

				Simplify, simplify, simplify

				As an industry we have a legacy that has been built up over the years on complicating things for customers. What we have tried to do is to simplify the business and add value where the customers want it, and simplify where they don’t. For example, we don’t think customers should have to wait for us to pick up the phone when they call us with a question, so we’re very strong on ensuring that our customers have to wait as little time as possible, but we also acknowledge that there’s no point picking up the phone within 20 seconds if we can’t answer their query and they end up wasting 20 minutes because we couldn’t give them an answer.

				It sounds so simple but you just look at it through the customer’s eyes and then make the system, the service and processes as efficient as possible around what the customer wants, not what we want.
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				Providing value to customers

				The most interesting part is where we can create value for our customers. Take a simple thing like going to Twickenham to watch rugby. We invite our customers to visit us at a special O2 area where we give them a pie and a pint. So if you’re an O2 customer, all you need do is text us and we’ll let you into this special area, a marquee, where you’ll get to meet the players and have a beer with them. It is very simple stuff: let’s just give our customers a better experience watching rugby.


					[image: ]	See how O2 provides priority access to rugby matches:

				http://www.youtube.com/watch?v=Kzj-hcK8YCU
				
					



					
					
					
					
				When you talk to our customers about what they like about O2, it is the incremental little touches that we’re a bit better at than the other guys. One of my favourite expressions is that if we make 10 things 10 per cent better, we become 100 per cent better. And that’s the real ethos of the company: we all want to make that 10 per cent improvement and in doing so, we become much, much better.

				Be loyal to your customers

				We launched our own tiered loyalty programme. We identified that our higher-spending customers felt undervalued so we decided we should give them a little bit more love than everyone else, and so now we have platinum, gold, silver and blue tiers, which is an idea we borrowed off the airline industry. We treat all our customers extremely well but if you’re in the platinum or gold tier, you get little surprises, little extra touches, that you’re not expecting; for example, you might get a call one day, inviting you to see a top act appearing at the O2 on us. That little bit of surprise and delight goes a long way.
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				Whenever we’ve developed a proposition it’s always been designed bottom up. We ask: how can we make a better experience for all of our customers? And only then: what’s the cherry on the cake we can deliver for our priority platinum customers? It’s not how most brands do it. Most brands do something great for the top end and forget the bottom end. The culture of O2 is incredibly democratic; we want to give all our customers something that is a bit better than our competitors are doing. So when you visit the O2 Arena, if you are an O2 customer, any O2 customer, you don’t have to queue up – you can use the VIP entrance. When you go to Twickenham to see the rugby, any of our customers can get into our private area. What makes us different is we do put a lot of our philosophy into practice; we don’t just talk about it.

				Insight first, data second

				We are an insight-led business and we then use the data to either prove or disprove the insight. We don’t start with data; we haven’t got a lot of data crunchers in the business that study data and come up with a theory. The way it works is people like me and the marketing guys come up with a theory and then we’ll use the data to either prove or disprove that. It doesn’t sound like a big thing but I do think it’s significant that we are more of an instinct and insight company than a data- and process-led company.

				Most of us spend a day a month in stores; we’ve all adopted individual stores. So I go to my local store for a day a month and hang out with our staff but also just talk to customers with no real agenda; I’m not trying to sell them anything. Occasionally you hear a customer saying something and you think, ‘Oh, I’ve never thought of it like that.’ And so that’s again the difference of O2 – rather than run a focus group, we’ll go hang out in a store for a day or we’ll go on the road with our sales force for a day. And that is the O2 way, it’s about instinct and insight and listening; spending the day hanging out with our staff or listening to our customer care calls. A lot of us who don’t necessarily work in the customer-facing part of the business spend a lot of time with customers, either actively or passively. It sounds really corny but we really do run our business with the customer at the heart of it: it’s not just a marketing slogan.

				Keep the customer at the heart of the business

				I work in the customer directorate and our job is to wrap the business around the customer and, in doing so, work out where the weaknesses and strengths are. All of our new business ideas come out of our department whose sole job is to keep the customer at the heart of the business.

				For example, we’ve launched a new product called ‘Flow’, which is a flexible travel insurance product. So rather than having to buy a fixed-rate annual policy for a family of four, we have a policy that you can dial up or dial down as your requirements change, depending whether you’re in the country or out of the country, and that can be just for you or for members of your family as well. It’s how travel insurance should be; it’s just dead simple.

				We talk to our customers in simple, clear language which demonstrate empathy and understanding of their situation. Most customers find what most mobile networks talk about confusing and complicated and they hate the hard sell of the mobile world. We’ve consciously moved away from all of that. We’re not going to ram deals and offers down our customers’ throats and confuse them with minutes and batches and bundles. We’re going to talk to them about simple solutions that we think they’ll understand and value. We’ve designed them to be the kind of things they’re looking for.

				Keep it simple

				The reason O2 works is because it’s just simple; we have a way of looking at the world, a way of treating our customers, a way of talking to our customers that’s unified, which puts the customer at the heart. We believe in making it simpler, making it better and the power of connecting people. That’s it.

				We are more comfortable as a kind of brand that doesn’t do big, bossy brand ads because we want the message to come through everything, from how our stores look and feel, how our people are when you talk to them in the contact centres, how we send you out an e-mail, how we send you a text. Success for me is every touch point we have with our customers, saying that we believe in the power of communication and connecting people.

				One of my favourite sayings is: ‘Don’t tell me you’re funny, tell me a joke.’ I personally really dislike brands that just talk the talk and don’t actually deliver it. So we haven’t done a brand ad for two years. I won’t say we are not at some point going to do another one but I think all of our ads are brand ads and all of our communications are brand communications and I’d rather there wasn’t a difference. So I think the message that we’re trying to convey comes from all of our touch points.

				Becoming our customers’ partner

				As the world becomes more complicated and customers become daunted by the technology, our opportunity is to become our customers’ partner on their journey of navigating the complex world of connectivity. Because of the way we see the world, because of the trust our customers have in us, because of the shared vision we have in this company, we can launch products and services that will deliver better connections and help our customers lead a better life. We like the idea of the phone being an interface between you and the connected world.

				It may sound a bit silly, but we believe that our future lies in giving our customers some love. We believe that if we love our customers, then they’ll love us back. We think customer satisfaction is a blunt measure; we talk about fans and fandom. The idea that when we become fans of our customers, they will become fans of ours is a notion that drives the business.

				We’ve gone out to all of our people and talked about giving our customers some love. Most companies don’t talk about loving their customers; they talk about giving a better service, getting a better customer satisfaction index score: but when you have a great brand experience with a Virgin Atlantic or whoever, you come away from that experience feeling like you’ve got some affection, an emotional connection with that brand. Now I think that’s a really powerful, bold, idea. That actually the key to greater brand loyalty, the key to greater levels of diversification in our business is love. I think that’s a bold thing for a mobile network to strive for.

				
				[image: ]
Bold lessons

				It only works when it all works

				Ronan Dunne’s phrase captures the essence of an experience brand: it isn’t about the marketing, it isn’t about the product, it isn’t about the service; it is everything that you do. And it all has to work together.

				Yin and yang

				It seems a strange concept to apply to a modern corporate but in order to really set yourself apart from the crowd you need to manage the hard and the soft, the inside and the outside, the people and the processes. O2 is a company that is expected by its parent, Telefónica, to deliver against some very tough commercial goals. But executives also talk about ‘fans’ and ‘love’. As Gav Thompson says, ‘we believe that our future lies in giving our customers some love’. One of the things we are seeing is that the narrow, accountancy-based, scientific view of the world taught so often by the business schools is being overshadowed by some of the values that motivated the founders of many of the great brands in the past.

				Create a virtuous cycle

				Like many of the other bold brands, O2 shares a belief in a virtuous cycle of happy employees, happy customers and happy shareholders. But this doesn’t mean focusing on your employee experience and trusting everything else will follow. We believe that the business must be driven from the customer back. Start by designing the customer experience and then align the employee experience with it. Happy employees make for happy customers but you need to design your business model the other way round. That is why it’s a cycle, not a linear process.

				It’s about what you do, not what you say you do

				‘Don’t tell me you’re funny, tell me a joke.’ So much of advertising has been about making promises; we believe that the future is going to belong to those brands that deliver their promise through every touch point. O2 doesn’t do big ads that talk about ‘Helping customers connect’; it creates an experience that actually helps them to do so.

				Experiential marketing

				O2 places much more store on viral and experiential marketing than on traditional media. The licensing of the O2 Arena was a bold move but one that has created huge amounts of awareness and goodwill for the brand. There is only one O2 Arena so, once again, it is very hard for competitors to copy.

				The courage of conviction

				As Ronan Dunne says, ‘To build a trust relationship with customers you have to be really clear in your communication. You have to be bold to change the rules of the game. You have to take risks.’ That means having the courage of your conviction. Most organizations talk about customer loyalty when what they really mean is customer retention, all too often achieved through erecting barriers to exit. True loyalty comes from the organization being loyal to its customers by giving them value they can’t get anywhere else and then making it easy for them to leave. And guess what? Just as in any affectionate relationship, they don’t. Simplicity and Fair Deal are two O2 propositions that liberate the customer from the restrictive practices of the industry.

				Measure what matters

				That takes us on to the last learning point, which is to measure what matters. In the case of O2 they measure ‘fandom’, which is a very high bar to jump. It essentially means those customers who are so loyal to the brand that they will stick with it through thick and thin. You don’t desert your favourite team because they lose a game. You don’t desert your favourite brand because they don’t have the latest and coolest device.



					[image: ]	See how O2 has changed the rules of the industry; click here:

				http://www.youtube.com/watch?v=JEZTvnX1n2k

					



				
				
				The breakthrough for O2 was when it began thinking of itself not as a phone company but as a brand that connects people with the things that matter most to them. And that is a thought that our next bold brand shares.
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