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Unlocking
Growth
Customer Inspired

Be human,
drive growth.
It sounds so simple, doesn’t it?
Yet for as long as I have been in business, companies have
been chasing growth. If “being more human” really were
the answer, wouldn’t we all be doing it by now?
The fact is that three years’ worth of data, drawn from nearly
65,000 consumers in the U.S. and U.K., provides compelling
evidence that the businesses that act more human outperform
the ones that don’t. It also offers a clear roadmap to achieving
that growth, determined by the people who matter most
– customers. But the hardest part still sits with you.
You’re the one who has to make good on your version of a
human business – what more relevant means to your customer,
how to be open when it matters, how to be more authentic and
mean it, what to stand for and when to listen. Getting all of that
right, and doing it at the speed of your customer, is hard.
I have always been driven by my belief that there is a better way to do
business. That vision of more human business still gets me excited
today, though the context is exponentially more difficult now than
it ever has been. Perhaps you’re reading this report because you are
also someone with the appetite to think bigger, drive progress and
make change. Perhaps you’re reading because now is do or die.
What follows is a new perspective on growth, a clear way to implement
it into your business, and insight into how some of the best brands
of our time are shaping their version of a human business and
driving customer inspired growth. I hope it inspires you to make
braver decisions, to listen, and to trust in your customers.
Charles Trevail
CEO, C Space

Customer
Inspired
Growth
Customers determine the fate of
companies. And yet, surprisingly few
companies are good at building the power
of their customers into the ways they work.
Although CEOs recognize the importance
of being more customer focused,
there remains a wide gap between
CEOs’ aspirations and the success of
their “customer centricity” efforts.
This is largely because the ways
companies operate conflict with the
ways customers process and behave.
Companies operate rationally, focusing
on creating a profitable, smoothly
running machine, whereas customers
operate emotionally, guided by their
habits, comfort, and feelings. This
conflict stunts growth, because the
more customers see a company’s selfinterest bleed through in their actions,
the more they search out alternatives.
Customers want their relationships with
companies to have the same qualities
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they value in their personal relationships
– qualities like trust, respect, empathy,
openness, and reciprocity. By failing to
recognize and act on these relationship
qualities, companies spend more to
acquire and retain increasingly indifferent
customers, resulting in slow growth
and a declining return on assets.
In contrast, the companies that outperform
their competitors have learned to act
more like their customers – to take on
human qualities in their actions. They are
incorporating what we think of as good
relationship behavior into their business
practices. They are building customers
into the ways they work to create more
relevant actions that influence their
customers’ buying decisions and the
company’s business performance.
These leading companies have become
customer centric by acting more
human. And they are outperforming
their competitors by doing so.
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Backed by three years of data from nearly
65,000 consumers about hundreds of
companies across the U.S. and U.K.,
C Space has effectively evaluated
companies based on their ability to display
good, human relationship behaviors
and connected the strength of those
behaviors to a company’s financial
performance. The result is a blueprint
for how companies can act more human,
realize the elusive promise of customer
centricity, and take back control of
their company’s fate…unlocking what
we call Customer Inspired Growth.
Positive financial outcomes generated by
customer actions – buying, recommending,
and buying again – are the basis for
Customer Inspired Growth. Customer Inspired
Growth is a simple concept of reciprocal
relationships; of customers influencing
companies and companies influencing
customers, but is difficult to achieve and
measure. This report will show evidence,
within and across industries, of Customer
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Profitable growth

Inspired Growth, and will tell stories of how
companies are achieving it. We believe the
rates at which companies build the concept
and practice of Customer Inspired Growth
into their organizations will determine the
rates of financial growth they can achieve.
This report codifies how a company can
create Customer Inspired Growth. It describes
behaviors that customers actively seek from
companies, and ladders up those behaviors
into 5 distinct customer imperatives that
describe how they want companies to
act (see “Acting More Human” below).
Further, it connects these “more human”
company relationship behaviors to financial
performance in a measure called Customer
Quotient™ (CQ™). A higher CQ score
indicates a stronger customer-company
relationship; a lower CQ score indicates a
weaker one. Our findings show that higher CQ
scores – and thus, more human relationships
– are associated with greater rates of growth,
recommendations, and repeat purchase.

For three years’ running we have observed a positive, significant relationship
between CQ and profitable growth (ROA and revenue). Companies with strong CQ
tend to show better revenue performance and to be more profitable. For ROA, the
R-squared was 16.42% and highly significant (p < .001). In fact, our model shows that
a one point increase in CQ corresponds to a 0.3% - 0.5% increase in ROA, which, when
you do the math, can amount to billions of revenue dollars (see callout box.)

Customer recommendations
Many companies use the Net Promoter Score (NPS) to assess the health of their
business. A critical piece of the CQ methodology is to ask, in a similar vein, whether
or not customers have actually recommended a company to family or friends.
The CQ model is highly predictive, with an R-squared of 92% (p < .0001).

Repeat purchase
In addition to advocacy, we also assess loyalty in terms of intent to purchase.
Companies’ CQ is a strong predictor of this as well; our 2017 model
predicts intent to purchase with an 85% R-squared (p < .0001).

What is a .3% - .5% point
increase in ROA worth?*
This may seem like a tiny percentage, but if one does the math for a given company, even a
modest lift at the lower end of this range can result in billions of dollars in additional revenue.
Expressed solely in terms of revenue and net income, some examples are as follows.

For Google, it’s
between $2.3B and
$3.9B in revenue
and between
$502M and $838M
in net income

For Verizon, it’s
between $7.0B and
$11.7B in revenue
and between
$733M and $1.2B
in net income

For Walmart, it’s
between $21.2B and
$35.4B in revenue
and between
$596M and $994M
in net income

Perhaps most significantly, we have seen
that the relationship behaviors captured
by CQ often have more influence than
rational and functional measures (such as
speed or effort) to key outcomes like NPS.
Therefore, by viewing success through the
lens of only standard, functional measures
of customer satisfaction and operational
efficiency, companies are missing the more
emotional, often subconscious, factors that
are the real drivers of decision making.

For JetBlue, it’s
between $258M and
$430M in revenue
and between
$30M and $49M
in net income

* Financial information to make these calculations was pulled from yahoofinance.com and googlefinance.com (09/10/17).
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Customer imperative

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Make it worth it

Experience
My time. My money. My decision. As a customer, I have a lot of
choices about what to buy, where to hang out, and who to work with.
I pick brands that give me the best experience – those
whose benefits outweigh the costs. And I don’t necessarily
mean price. Is it worth the wait in line? Are the associates
attentive? Is the company easy to do business with?

Acting
more
human
With three years of data leading to the same
powerful conclusion – i.e., companies that
act more human outperform the ones who
don’t – our findings indicate that the path
to Customer Inspired Growth is paved by
companies displaying the same behaviors
that define strong, human relationships.
For the first time, we share our framework
for how a company can realize Customer
Inspired Growth by acting “more human.”
This framework lays out a set of customer
imperatives matched against company
behaviors that make up the core of the
CQ model and provide a blueprint for
how a company can act more human.

——Notice and appreciate my loyalty
——Are committed to the
highest quality
——Are easy to do business with
——Make customer service
everyone’s job
——Feel seamless; the left
hand knows what the
right hand is doing
——Make good use of my time

Make me feel good

Emotional rewards
Even if I think of myself as a rational creature, emotions drive my
decision making. A company that makes me feel good will be the
one I return to again and again, the one I tell other people about.
My version of feeling good is going to be different than
someone else’s. Some people seek status in the eyes of
others. Others yearn to be part of a tribe. And no one wants
to feel taken advantage of. If you can recognize and deliver
the emotional benefits that matter to me, I’m yours.

Be open

——Make me feel smart
——Make me feel proud
——Make me feel respected
——Don’t make me feel ripped off
——Make me feel like I belong to a
group of like-minded people

Openness
It’s hard to know who to trust. Seemingly every day brings a new
tale of corporate dishonesty, deception, and greed. I’m desperately
seeking authenticity in business – but that does not mean perfection.
I want you to stand by your word, but also be open with your flaws.
Be real. Be transparent. Be honest. Invite me into a
dialogue, and then actually listen to what I say. Be willing
to learn from your mistakes and your customers alike.

Know who you’re for

——Are authentic – they
mean what they say
——Are a company I can trust
——Are genuinely interested in
ongoing dialogue with me

Relevance
You shouldn’t be for everyone…but if you’re for me, show me
through the way you do business. Speak to my lifestyle, my
values, what’s important to me. If you can’t, be for someone
else. If I’m going to choose you, you need to be relevant to me.

——Speak my language
——Shares my values
——Meet my needs like
no other one can

So stand out. Stand for something. Give me something
no one else can. In your product, your purpose, or both,
give me a reason to make you irreplaceable.

See it my way

Empathy
I may not spend a lot of time thinking about you, but I choose
brands that seem to have thought a lot about me. I want
you to have an innate understanding of who I am and what’s
important to me. And I want that understanding to guide how
you treat me. I know you’re trying to run a business, but my
needs should be at least as important as your bottom line.

In this report we’ll share stories of
companies that are succeeding against
these behaviors; that are connecting on a
more human level; and that are realizing
greater financial performance as a result.

——“Get” me – they understand
my needs and preferences
——Are on my side – they trust me
——Put my needs before its own
——Have better “customer intuition”
than their competitors

So recognize my point of view. Look at things from my perspective.
You don’t necessarily have to change, but at least understand where
I’m coming from. Show me some empathy; let me know you care.
CQ17 US
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Travel and Hotel								

8.83

Household, Beauty, and Personal Care		

8.57

Specialty Retailer								

8.51

Healthcare and Pharma						

The brands rated by consumers as the
most intuitive and understanding comprise
a diverse mix of industries, business
models, and personalities. What they all
have in common is an ability to translate
key customer imperatives into action,
demonstrating the relationship behaviors
that drive loyalty, advocacy, and growth.
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CQ score

		

8.45

Grocery										

8.39

Restaurant									

7.92

Apparel										

7.92

Technology									

7.52

Amusement									

7.45

Financial Services							

7.43

Automotive Manufacturing					

7.12

Media											

6.58

Department or Discount Store				

6.53

Food and Beverage Manufacturing			

6.26

Fitness										

5.75

Telecommunication							

0.79

Healthcare Insurance							

-1.98
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CQ Ranking by Industry
lowest CQ

median CQ

highest CQ

Industry									Average CQ 				CQ median spread
4.76

Specialty Retailer 							-4.47
Household, Beauty, and Personal Care		

4.46

-4.32
1.72

Technology									-4.28

4.51

Fitness										-4.21

4.87

Grocery										-4.21
0.37

Amusement									-4.02

2.67

Restaurant									-2.68

2.63

Apparel										-2.43
Food and Beverage Manufacturing			

4.18

-2.05

5.36

Travel and Hotel								-0.94
-0.35

Automotive Manufacturing					-0.47
Department or Discount Store				

-0.85

-1.16

1.32

Financial Services							-1.20
-1.72

Healthcare and Pharma						-1.49
Media											-2.28

-5.45
-4.51

Healthcare Insurance							-5.03
Telecommunication							-6.17

-6.69
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The
Customer’s
Roadmap
to Growth
Customers are telling you what
they want, what really matters
to them. Are you listening?

Put simply, companies that act more
human feel different to customers.
CQ is a customer inspired framework that
captures what companies actually do to
create that feeling – it is grounded in what
customers, not companies, really value.
These behaviors can be grouped into 5 broad
categories, each with its own consumer imperative
for businesses to put these behaviors into action.

CQ17 US
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Make it
worth it

…by delivering a great end-to-end experience
Customers pick brands that give them the best experience – those
whose benefits outweigh its costs, and not purely financial ones.
Is the product reliably good? Is it worth the wait in line? Are the
associates friendly? Is the company easy to do business with? Does
it make good use of consumers’ time? And, when the answer is no –
are they willing to put up with the occasional friction point because
in other, more important respects, the company also delights?

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Their Experience

My time. My money. My decision. As a
customer, I have a lot of choices about what to
buy, where to hang out, and who to work with.
I pick brands that give me the best experience
– those whose benefits outweigh the costs.
And I don’t necessarily mean price. Is it worth
the wait in line? Are the associates attentive?
Is the company easy to do business with?

CQ17 US
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——
——Notice and appreciate my loyalty
——Are committed to the highest quality
——Are easy to do business with
——Make customer service everyone’s job
——Feel seamless; the left hand knows
what the right hand is doing
——Make good use of my time

19

Make it worth it
Note: For every brand we spotlight, we have provided metrics to describe observed change in performance
since last year’s report. Change in CQ is reported at the brand level, as is change in loyalty (intent to
purchase) and advocacy (having recommended). Change in ROA and revenue is reported at the parent/
holding company level, as financial information for subsidiary brands is not publicly available.
All financial information was pulled in the spring of 2017, representing the period ending 12/31/16.

Change in CQ from 2016
Change in advocacy from 2016
Change in loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

1.35 
-2.78% 
9.83% 
2.37% 
2.55% 

Cruising is a popular vacation choice –
over 20 million people set sail from 2,000
ports around the world every year. Amidst
a sea of options, what makes a cruise line
stand out? Royal Caribbean passengers
will tell you it comes down to the quality
of the experience. With a big year-overyear increase in CQ score, the company
shot to the top of the travel and hotel
industry – and became the second-highest
scoring brand overall – by demonstrating
key relationship behaviors that balance
the value equation in the brand’s favor,
without compromising on price.
Consistent – almost prescient – attention to
customer service, is a hallmark. Delighted
passengers describe how Royal Caribbean
proactively addresses their needs, staying
“ahead of the curve.” Fans contributing to
this year’s CQ study say that Royal Caribbean
“anticipate[s] the needs, pleasures, and
expectations of their customers” and that
the brand “has a great habit of knowing
how to remedy a problem a long time before
the problem even becomes an issue.”
The fact that exceptional customer service is
a “habit” of the brand – something so familiar
and innate that employees demonstrate
this naturally and seemingly with ease
– makes Royal Caribbean stand out.
CQ17 US

“ … You feel like you are the only
person on the ship, no matter what
the size. Personalized service.”

“They have the best policy for repeat
customers. They have listened and
know what brings us back.”

Customer service is, indeed, everyone’s job at
Royal Caribbean. The company’s mission and
vision support employees taking initiative to
act on behalf of the customer by “empowering
and enabling” them to deliver an exceptional
vacation experience. Reviews on glassdoor.
com indicate that, in general, teams and
crewmembers are supportive, and that
employees feel “backed up” by the brand.

From the company’s perspective, the policy
preserves the quality standards of the brand,
allowing Royal Caribbean to fulfill its mission.
And to make more money. Passenger per
capita spending per day has increased
by 10%, and the company has seen a
commensurate uptick in profits and revenue,
exceeding Wall Street’s expectations. It
may be helping brand awareness, too, as
indicated by a nearly threefold increase
in mentions in this year’s study.

Royal Caribbean’s commitment to a highquality experience is comprehensive
from end-to-end. The company revised
its booking policy in early 2015 with the
introduction of its Price Integrity Program,
which prohibits reduced fare offers 30 days
before embarkation … even if it means
sailing with empty cabins1. This kind of
policy could be risky – it limits options
for customers and deprives the company
of additional (last-minute) revenue.

Businesses often assume that doing
what is good for customers will be
prohibitively unprofitable for the brand,
and not sustainable. But forward-looking
companies today are adept at finding the
intersection between company and brand,
and innovating against that sweet spot.

Customer Inspired Growth
Customer service is
everyone’s job at Royal
Caribbean. And, customers
notice. In August 2017,
Skift wrote about how “Just
About Everything is Going
Right” at Royal Caribbean,
with increased revenues
and profits – beating Wall
Street’s expectations –
achieved without lowering
fares to fill up ships.

But being strict has paid off. In particular,
the policy benefits passengers who
book in advance and discourages those
who are willing to accept less, for less
money. It also greatly simplifies the
pricing structure for would-be customers,
making the shopping and booking
experience easier and more seamless.

1 https://skift.com/2017/08/02/royal-caribbeansays-just-about-everything-is-going-right/
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Make it worth it

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

0.60 
4.11% 
0.29% 
4.25% 
0.80% 

Over the past two decades, Panera has been
at the vanguard of the restaurant industry,
pioneering the fast-casual category. Focused
on healthy, high-quality food served in a
warm, communal environment, they can
claim many industry firsts: first to offer free
wi-fi, first to post calories on their menu,
first to commit to antibiotic-free chicken.
These moves have not gone unnoticed by
consumers, especially younger diners who
value freshness, variety, and transparency.
In addition to a year-over-year increase in
CQ score, mentions of Panera increased
26%, indicating the brand is more top of
mind than ever. And their ability to display
customer centric behaviors translates into
real business performance: Panera saw over
4% revenue growth in 2016 and recently sold
for $7.5 billion to JAB Holdings Company.

“Panera Bread is not ‘preachy’ about its
healthy products. Panera Bread just gives
the healthy facts and shows great photos.
I have eaten at Panera Bread locations
across the country. The locations offer
CONSISTENT great food and service.”

But Panera’s success is not due to food alone;
it’s about the full experience they provide.
President Blaine Hurst often talks about the
importance of the “desire-to-friction ratio” in
building long-term loyalty1: “The desire for the
food, for the experience,” he says, “must be
greater than or equal to the friction – standing
in line, the price you pay – of that experience.”
In other words, loyalty is driven not only by a
seamless, easy experience (reduced friction),
but by fostering a true emotional connection
with the brand (increased desire); by leaving
customers not just satisfied, but passionate.

“We were there tonight and we wanted the corn
chowder soup but were not sure. The manager
offered us to taste it before buying it. That has
never been done before by any restaurant.”
To that end, the company has worked hard
to improve the in-restaurant experience –
in particular, by harnessing the power of
technology to enhance and humanize the
customer experience. Hurst is obsessed
with “technology being that intermediary”
between speed and joy for customers. The
“Panera 2.0” initiative, launched in 2014, has
focused on providing a more streamlined
and enjoyable dining experience.2 Guests
can pre-order food and pay for it from their
laptop or mobile phone. Inside the cafe,
they can avoid long lines and the infamous
order pick-up “bullpen” by ordering while
seated at their table or from an iPad kiosk.

“They have healthy food choices, they
have staff coming through and cleaning
off the tables after you have finished but
are still visiting or reading, they are wi-fi
friendly; they have begun using the table
alert system rather than shouting out
your name when your food is ready.”
At the same time, Panera continues to
make changes that get customers excited.
Earlier this year, they took a new step by
going all in on “going clean,” a move that
included banning a long “No No List” of
artificial ingredients from all menu items.
And, according to Hurst, this change was
about more than staying ahead of the
trends; the entire company has embraced
the vision of bringing safe, natural food to
the masses. “When [leadership sets] a goal
up that actually makes sense and rings
true and that people understand and get,”
says Hurst, “the energy that we saw out
of the teams to actually make that happen
was nothing short of phenomenal.”

1 https://cspace.com/blog/desire-to-friction-ratiohow-change-happens-at-panera-bread/
2 https://www.forbes.com/sites/maggiemcgrath/2017/02/07/
panera-beats-earnings-expectations-as-investment-inpanera-2-0-begins-to-pay-off/#15cd0a7011c2
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Customer Inspired Growth
Panera Bread led the
restaurant industry by
being transparent with
their ingredients and took
the bold move to eliminate
artificial ingredients from all
of their menu items. These
moves speak to their belief
in reducing the desire-tofriction ratio to build longterm loyalty with customers.
In April 2017, Panera Bread
sold for $7.5 billion to JAB
Holdings Company3, but will
continue to operate with a
customer-first mentality.

3 https://www.panerabread.com/panerabread/documents/press/2017/
panera-jab-joint%20transaction-press%20release-4-5-17.pdf
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By Katrina Lerman
Associate Director, Research
Over the past decade, the phrase
“customer experience” has become
ubiquitous. In an omni-channel, alwayson world, companies realize that they
must understand their customers’ holistic
journey across numerous touchpoints
and devices. And with an ever-growing
mountain of data at their fingertips,
companies can track, analyze, and
optimize this journey like never before.
In practice, customer experience initiatives
often include big investments in systems
to measure and track customer sentiment
across those touchpoints. However, while
improving the customer experience is
unquestionably a customer centric pursuit,
these systems are still mostly about what
matters to the company.1 These tend to
be very specific, operational variables
that can be easily targeted and improved,
such as wait times or error rates.
The role of unconscious, “system 1”
thinking in human decision making has
been well established.2 As much as we
believe we are logical creatures, we are
driven by our primitive brains more than
we care to – or can – acknowledge. But,
still, most businesses track success by
measuring the rational and functional.
By focusing only on the aspects of your
business that are easy to measure and
change, it can be hard to see the very
real emotional drivers that customers,
themselves, may not even recognize.

1 2015 CQ Report
2 http://www.nytimes.com/2011/11/27/books/review/thinkingfast-and-slow-by-daniel-kahneman-book-review.html
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C Space’s CQ research shows that the
relationship behaviors identified by the
CQ model – historically unacknowledged
in brand measurement – do an excellent
job of reliably predicting customer loyalty
and advocacy. What does this mean
for the many companies that invest in
tracking and improving their NPS? Our
work across multiple clients indicates that
more emotional variables, such as feeling
respected or proud, are actually more
related to NPS than traditional functional
qualities, such as cleanliness or speed.

more

FRICTION-TO-DESIRE RATIO

Add desire to
super-charge growth

Reducing these friction points in the
customer journey is critically important
– but it’s not enough to differentiate. CQ
brand leaders have succeeded by creating a
customer experience that is optimized and
efficient, and dials up surprise and desire.
Companies that act more human don’t ignore
the power of big data or digital platforms;
they marry it with deep human understanding
to create emotionally engaging experiences.
For example, Panera Bread has used
industry-leading technology to streamline
the ordering and in-restaurant experience,
but took understanding of its food-savvy
customer base to dial up the desire by
removing all artificial ingredients from its
menu. Netflix’ pioneering, on-demand video
streaming platform eliminated the time and
hassle of a round trip to the video store,
but it was their human insight into “binge
watching” that transformed the experience
from a simple night in to a crave-able event.
Hitting all of the functional check-boxes
is simply not enough to earn loyalty in
a marketplace where things like speed,
quality, and connectivity are increasingly
becoming table stakes. In brand after brand,
we see that what really differentiates is the
emotional connection, the ability of a brand
to create desire, passion, and joy around
its products and services. Measuring all of
the variables, both rational and emotional,
that may be driving key outcomes is
essential to focus, prioritize, and optimize
investment in the customer experience.
24

DESIRE

Are you
measuring
what matters?

Reduce friction points
FRICTION
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Make me
feel good

…by providing powerful emotional rewards
The true emotional drivers of decision making are harder for
customers to recognize – and for brands to measure – but they are
key to earning repeat purchases and recommendations. Since not
everyone is motivated in the same way, companies must understand
and deliver the emotional rewards that matter most to the people
they serve. Feeling smart and proud to be a customer. Feeling
respected in all brand interactions. Feeling a sense of belonging
to a like-minded group. And never feeling like you got a raw deal.

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Emotional rewards

Even if I think of myself as a rational
creature, emotions drive my decision
making. A company that makes me feel
good will be the one I return to again and
again, the one I tell other people about.

——Make me feel smart
——Make me feel proud
——Make me feel respected
——Don’t make me feel ripped off
——Make me feel like I belong to a
group of like-minded people

My version of feeling good is going to be
different than someone else’s. Some people
seek status in the eyes of others. Others
yearn to be part of a tribe. And no one
wants to feel taken advantage of. If you
can recognize and deliver the emotional
benefits that matter to me, I’m yours.

CQ17 US
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Make me feel good

Change in CQ from 2016
0.59 
Change in Advocacy from 2016
0.65% 
Change in Loyalty from 2016
-1.55% 
% Change in revenue in 2016 Not publicly traded
Change in ROA in 2016			
Not publicly traded
In 1922, 25 army officers in Texas agreed
to insure one another’s cars when no
traditional companies would. That peerto-peer cooperative grew; today USAA
serves over 11.9 million members, all of
them current or former members of the
U.S. military and their families. And in an
industry that doesn’t typically feel a lot of
love, the company stands out, not just in
meeting the basic requirement of ensuring
that its customers don’t feel ripped off, but
in providing intangible emotional rewards
that drive both purchase and loyalty.
Their commitment to serving those who
serve is a key ingredient in their success.1
After all, how often do you hear people
describe any customer service organization
by saying, “They treat you with respect and
kindness”? But beyond that, in the words
of one member, “USAA operates for the
express purpose of providing what is best
for its members, not generating profits.”

This isn’t just happy talk. The company’s
insurance arm is technically not a
corporation, but rather, an “inter-insurance
exchange,” in which the people who
have taken out policies with the firm
insure each other and essentially own the
company’s assets. That’s why at the end
of each year, rather than pay dividends
to stockholders, the company distributes
profits to its members instead.

For instance, when – through their ongoing
collaboration with a group of customers –
the company learned that one-third of its
members self-identified as living paycheckto-paycheck, USAA responded by looking
for new ways to help them save money,
from creating the first debit card to offer
cashback rewards to pay-as-you-go car
insurance for servicemen and -women who
may be without access to their own cars for
months on end. Innovations like these, borne
of a deep and internalized understanding of
their customers’ unique needs, engender
the feeling of being understood.

“USAA was created to serve a niche customer,
military personnel, it was created by former
service members and is still run by former
members. USAA operates for the express
purpose of providing what is best for its
members, not generating profits.”

No wonder the company’s members
feel smart, proud, and part of a
group of like-minded people.

But that peer-to-peer, communitarian
orientation extends beyond USAA’s financial
structure. It’s evident in their advertising,
which this year featured actual USAA
members over actors, chosen to represent
a wide swatch of races, ethnicities, and
genders. And it informs the products and
services the company chooses to develop.

Customer Inspired Growth
In an industry that doesn’t
typically feel a lot of
love, USAA stands out
by providing intangible
emotional rewards that drive
not just purchase behaviors,
but loyalty. In addition to
being a top CQ performer,
USAA consistently leads
the financial services pack
in nearly every customer
experience and loyalty index.

“They understand the diversity of their
clientele and do an excellent job of marketing
in a way that represents their customers.”

1 https://hbr.org/2017/04/4-kinds-of-workplacesand-how-to-know-which-is-best-for-you
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Make me feel good

Change in CQ from 2016
0.75 
Change in Advocacy from 2016
2.85% 
Change in Loyalty from 2016
-0.99% 
% Change in revenue in 2016 Not publicly traded
Change in ROA in 2016			
Not publicly traded
A unique sort of tribalism is the thumping
heart of CrossFit’s culture. The company’s
founder, Greg Glassman, is a fierce libertarian
and entrepreneurial rebel who has structured
his business neither as a wholly owned chain
of gyms nor as a franchise operation.1 Rather,
it’s a network of individually owned facilities
whose owners have absolute freedom in how
their facilities look, where they’re located, what
they charge, and the environment they create.
As a result, the company’s brand image
and coherence is almost entirely a product
of its customers. They coalesce around
CrossFit’s offbeat, ever-changing but always
demanding “Workout of the Day” (WOD)
and the CrossFit Games, a scrappy, socialmedia fueled national competition between
members scattered throughout the country.
An unconventional business model, a
sense of accountability to its customers,
and a belief that its members constitute
a real community – these factors
drive CrossFit’s high performance in a
crucial CQ relationship behavior: the
ability to deliver emotional rewards.

“CrossFit is everything. Everyone is treated
like family and you take care of one another.”

Customer Inspired Growth
Customer pride is
paramount at CrossFit. Their
innovative, relationshipdriven approach to fitness
outperforms others in
its category based on its
ability to deliver a unique
experience at each location,
driving a sense of belonging
for its customers. CrossFit
is now the largest gym chain
in history and, although
it is privately owned, it is
estimated to generate $4
billion in annual revenue.2

It’s not surprising that people feel proud
to be CrossFit members. After all, pride is
an inherent emotional reward of working
out. And if you’ve ever spent 10 minutes
alternating 5 reps of deadlifts with 100-yard
sprints or repeatedly throwing a 20-pound
medicine ball against a wall, a surge of pride
is a nice antidote to the pain and nausea
you’re probably also feeling. As one member
put it, “They helped me become a better me.”
Thanks to their innovative, relationshipdriven approach to fitness, CrossFit
outperforms others in its category in its
ability to deliver a sense of belonging.

“They create a sense of community, as if
you are part of something bigger,” wrote
one respondent. “It’s a family and they help
show you the moves to make sure you don’t
injure yourself. Everyone supports each
other and they become a huge community,”
and we heard that sentiment echoed in
the comments of many who cited CrossFit
as the brand that most “gets them.”
Not just the product of endorphins,
that sense of belonging to a tribe of
like-minded individuals is a powerful
emotional reward. Building that relationship
muscle should be an essential element
of every company’s fitness routine.

2 https://www.forbes.com/sites/mikeozanian/2015/02/25/
how-crossfit-became-a-4-billion-brand/#6236d8e51f96

1 https://www.inc.com/magazine/201307/burt-helm/crossfit-empire.html
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Be open

…by showing a commitment to openness,
authenticity, and dialogue
Get real. In an age of radical transparency, brands that come across
as phony, deceitful, or inaccessible are quickly exposed in the court
of public opinion. Open brands are not only genuine and trustworthy,
but truly committed to making their business stronger through an
ongoing and reciprocal dialogue with customers. Being open also
means being authentic – standing by your word and your principles.
But authenticity isn’t about being perfect or inflexible; an open
company will admit failure and honestly commit to change, and
isn’t afraid to make a bold evolution, while staying true to its core.

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Openness

It’s hard to know who to trust. Seemingly every
day brings a new tale of corporate dishonesty,
deception, and greed. I’m desperately seeking
authenticity in business – but that does not
mean perfection. I want you to stand by your
word, but also be open with your flaws.

——Are authentic – they mean what they say
——Are a company I can trust
——Are genuinely interested in
ongoing dialogue with me

Be real. Be transparent. Be honest with me.
Invite me in to a dialogue, and then actually
listen to what I say. Be willing to learn from
your mistakes and your customers alike.
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Be open

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

2.93 
7.06% 
4.04% 
44.44%1 
2.50% 

The consumer packaged goods (CPG)
category does not always elicit a huge
amount of passion from shoppers. Lacking
the experiential component of a travel
or fitness brand, or the elements of selfexpression connected to automotive or
technology brands, CPG brands are not
always top of mind when thinking about who
really “gets” consumers. While the products
are often everyday, household staples, they
can feel commonplace – and with a retail
intermediary, there is not much brands
can do to control the in-store (or online)
experience at point of sale. So, the brands
that do break through to make a meaningful
human connection really stand out.

“Because they really market towards kids
and a kids’ interest can change on the drop
of the dime. They reinvent themselves
while in reality staying the same...”

switch, customers would perceive the
change in an iconic product.3 Millions of
satisfied customers later, the recipe has
proven to taste just as good as the original.

Consumers appreciate Kraft’s wide selection
of products – in particular, its ability to
create new offerings that reflect changing
dietary preferences and the needs of specific
populations. New lines include sugar-free
and gluten-free offerings, and feature globally
inspired flavors. It’s Kraft’s position as a
trusted, tried-and-true household staple that
allows them to experiment and evolve in a
way that feels innovative and not gimmicky.

Busy parents also see Kraft as a reliable
partner, providing not just ingredients
but recipe ideas to help put an easy,
economical, and crowd-pleasing family meal
on the table. For example, Kraft products
are often displayed with complementary
brands at the grocery store, both inspiring
a meal choice and making it easier to
assemble. Through such partnerships
and promotions, Kraft ensures its brand
transcends mere manufacturing to become
part of the post-purchase experience.

“They are consistent with quality of their
products. And always thinking of different
products that appeal to people who are
trying to eat more natural products.”

Enter Kraft, a nearly-century-old food
manufacturing giant (now a part of Kraft
Heinz) that made a big jump in CQ this
year to land atop the food and beverage
manufacturing industry. A popular and
trusted brand leader known for sauces,
dressings, and of course (mac &) cheese,
the company seems to stand out by evolving
their products in response to customer
preferences, while maintaining the elements
of quality and consistency that have
sustained the brand throughout the decades.

In order to offer a healthier product that
was more in-step with today’s parenting
ethos, Kraft undertook the bold move to
change the ingredients of their iconic mac
and cheese to protect the health of their
customers … without telling them.2 Their
CEO called it “the largest blind taste test
ever” and sold over 50 million boxes without
anyone noticing. Because Kraft is constantly
listening and talking to their customers,
they knew that consumers wanted to feel
better about the food they were feeding
their families. But, they also knew if they
made too big of a deal about the ingredient

1 This growth number does not reflect organic growth but instead
reflects the merger of two companies, Kraft and Heinz.

2 http://adage.com/article/cmo-strategy/kraft-promotemacaroni-cheese-made-months-ago/302972/
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For legacy brands, like Kraft, dealing
with threats from smaller, challenger
brands, evolution is an imperative.
They must be open to engaging with
their customers to stay in tune.

“Kraft makes a variety of products that
almost everyone buys. They are very
creative when it comes to introducing
new products and recipes.”

Customer Inspired Growth
In 2016, Kraft boldly
changed their iconic mac
and cheese ingredients, and
sold 50 million boxes before
announcing the change.
Kraft knew that consumers
wanted to feel better about
what they fed their families.
They also knew if they made
too big of a deal about the
change, customers would
perceive that the taste
had changed. Millions of
satisfied customers later,
the new recipe has proven
to taste just as good.

3 https://www.inc.com/justin-bariso/kraft-just-changed-its-classicmac-and-cheese-and-used-psychology-to-ensure-its-.html
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Be open

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

3.11 
0.00% 
12.00% 
73.01% 
8.03% 

Tesla’s unique value proposition comes
in part from its crossover appeal: its
customer base draws from the ecoconscious Subaru crowd, the statusseeking Jaguar and Porsche buyer, and
the tech-forward Prius owner. Consumers
believe the brand genuinely seeks to
create a better world by developing and
sharing game-changing advancements.
But Tesla has another compelling feature
that has nothing to do with sleek design,
battery range, or autonomous driving
technology: its charismatic, hands-on, and
at-times controversial leader, Elon Musk.1

“They gave away their technology so that
other companies may use it. They care about
the environment. They are trying to drive
progress rather than their bottom line.”
Musk is known not just for his enterprising
business savvy (other ventures include
SolarCity, SpaceX, and OpenAI) and grand
visions to transform the future of humanity,
but for his openness in addressing
consumers directly and engaging in a
reciprocal dialogue, whether through the
press, corporate communications, or his

1 http://fortune.com/2017/03/24/tesla-elon-musk-worlds-greatest-leaders/
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own Twitter account. He shines in particular
when things go wrong, taking personal
responsibility, acknowledging the need
to do better, and putting a plan in place
to do so – thus reassuring employees and
consumers alike that he “has their back.”

“I feel like they care more about making
life better for their customers, even if at the
expense of profits, than they do making money
for their executives and shareholders.”
To understand the power of this type of
genuine, human behavior, just look at
his response to recent confusion around
Tesla’s different models: “Things got a little
confusing because of the nomenclature
of being Model 3 versus Model S and X,
which was, I guess, sort of my fault, being
too clever for my own good there.”2 This
degree of humility and accountability in
an executive is both rare and refreshing,
and Musk’s candid leadership is likely the
driving force behind Telsa’s high ratings
for authenticity and ongoing dialogue.

Musk and Tesla illustrate an important aspect
of brand humanness: the right to make
mistakes. To err is human, and brands falter
just as people do. Openness, authenticity,
dialogue – Tesla outperforms on these
behaviors, which builds deep trust that will not
be destroyed with one miscue, provided the
problem is handled in the same manner. While
Volkswagen, for example, made its emission
scandal much more damaging by attempting
to deny and cover it up, Tesla (via Musk)
has weathered several negative incidents
(accidents with self-driving cars, factory
injuries) by addressing them quickly, directly,
and decisively. Consumers do not expect
brands to be perfect, but they do expect them
to acknowledge their mistakes and learn from
them – just as they expect people to do.

“They are an innovative company that
understands when they have made mistakes
and how they can improve from them. For
instance, they didn’t cover up the fact that
they were paying outsourced workers below
minimum wage. They admitted their mistakes
and are now working to make it right.”

Customer Inspired Growth
Tesla CEO Elon Musk
engages in dialogue with
consumers directly and
takes personal responsibility
when things go wrong. In
2018, Musk has pledged to
build 500,000 cars, more
than double the number
of cars that Tesla has
sold to date. His human
connection seems to have
paid off so far – over half
a million consumers have
put down $1,000 each to
pre-order the Model.3

3 https://www.forbes.com/sites/lbsbusinessstrategyreview/2017/08/13/
teslas-secret-sauce/#4989396974c8

2 https://www.mediapost.com/publications/article/305281/
musk-tesla-has-no-plans-to-market-model-3.html
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Customers
stand with
brands that
stand for
something

dialogue, and shared values, far outperforming
their industry peers. At a time when CEO trust
is in freefall, these flamboyant executives have
seen authenticity win out and business boom by
flaunting their corporate principles with pride.

CEO down to the front lines. Corporate
culture, employment practices, social
responsibility, and perceptions of leadership
were all key factors when consumers
discussed their passion for their favorite
brands. With consumer trust in business
at an all-time low1, knowing what the
human beings at a company care about
and stand for can go a long way.
Corporate leaders help to shape these
perceptions in various ways: through an
authentic public face, like Tesla’s Elon Musk
or T-Mobile’s John Legere, who embodies
the company’s voice, purpose, and values,
often leveraging the power of social media
to great effect; through a generous and
caring commitment to employees, like Market
Basket’s Arthur T. Demoulas, whose loyal
workers – and customers – stood by him
through a bitter ownership fight; or even
through a dogmatically hands-off approach,
like CrossFit’s Greg Glassman, another
charismatic personality whose libertarian
principles ensure each franchisee is free to
create a unique culture and experience.

By Katrina Lerman
Associate Director, Research
When customers have more options than
ever before – many no more than a click
away – it’s easy to see companies as
faceless and interchangeable at best, and
greedy and dishonest at worst. Indeed, for
the most part, consumers are indifferent
to the dozens of companies in their lives
every day. The companies that do earn
trusted status often show a bit of their
own humanity – their purpose, their values,
their way of doing business – to build a
sense of authenticity and create a deeper
connection beyond the transaction.

It’s no surprise, then, that these CEOs’
respective companies, according to our CQ
research, are some of the best at displaying key
relationship behaviors like trust, authenticity,

A household-name exec is not the only
way to demonstrate corporate ethos,
however. JetBlue, for example, uses its
advertising, corporate policies, and, most
of all, the flying experience to make every
employee an ambassador for its communal
and customer centric culture. L.L. Bean
puts its corporate reputation behind every
product it sells, demonstrating through
its lifetime guarantee a commitment to
quality and an implicit, reciprocal trust
in its customers to do the right thing.

benefit of authenticity – the ability to make
mistakes, learn from them, and evolve.
With consumer trust in crisis, it might
seem naïve to think that any business,
no matter how sincere, can truly be seen
as a force for good in the world. But the
same dire Edelman trust report included
one kernel of hope: consumers believe
businesses can both make money and have
a positive impact on people’s lives. A full
three-quarters of global consumers agree
that “a company can take specific actions
that both increase profits and improve
the economic and social conditions in
the community where it operates.”3

Most importantly, a company must stay
true to its core purpose and belief, not seek
authenticity by pivoting to the latest trend
or social cause. For example, Applebee’s –
which has seen its CQ score drop year-overyear since 2015 – admitted it made a mistake
in chasing the Millennial market through
trendy flavors and happy-hour promotions,
and has committed to return to its roots: an
affordable, “neighborhood” weekend dinner
out for working families.2 And that’s another

Our CQ research confirms this
intersection is not only possible, but
provable. There is a clear opportunity
for businesses to rebuild trust, while
fueling sustainable growth, simply by
being true to themselves. Customers
notice and care about the inner workings
of a company – not just because happy
employees make for friendly and helpful
employees, – but because they want
to spend their money with a company
they trust to conduct business in a way
that’s consistent with their values.

Being a more human business involves all
of the people that you employ – from the

1 https://www.edelman.com/global-results/

2 https://www.mediapost.com/publications/article/307057/
is-your-brand-compass-pointed-in-the-wrong-directi.html

3 http://amp.weforum.org/agenda/2017/08/
trust-is-in-decline-around-the-world

I TRUST THIS COMPANY

INTERESTED IN ONGOING DIALOGUE

THIS COMPANY IS AUTHENTIC

SHARES MY VALUES
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Know who
you’re for
…by conveying a relevance that
no other brand can match

Truly differentiated brands start with their purpose, lead with
their values, and craft an experience and a voice that are uniquely
resonant with the lifestyle and values of a specific customer group;
they’re not for everyone. A relevant company taps into something
personal and speaks to identity. They communicate, through
employees and marketing alike, what they stand for, in a way that’s
meaningful and relatable. More than anything, a relevant business
is irreplaceable; it provides something to the customer that no
other can – be that a product, an experience, or simply a feeling.

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Relevance

You shouldn’t be for everyone…but if
you’re for me, show me through the way
you do business. Speak to my lifestyle,
my values, what’s important to me. If
you can’t, be for someone else.

——Speak my language
——Shares my values
——Meet my needs like no other one can

If I’m going to choose you, you need to be
relevant to me. Me. So stand out. Stand for
something. Give me something no one else
can. In your product, your purpose, or both,
give me a reason to make you irreplaceable.
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Know who you're for

Change in CQ from 2016
1.35 
Change in Advocacy from 2016
7.02% 
Change in Loyalty from 2016
3.51% 
% Change in revenue in 2016 Not publicly traded
Change in ROA in 2016			
Not publicly traded
A family-owned business founded in 1917
with one store in Lowell, Massachusetts,
and now featuring 78 locations across New
England, Market Basket is known for its low
prices and diverse selection of ethnic and
organic products. But the real secret to the
company’s appeal lies in its treatment of its
dedicated employee base. They receive a full
package of benefits, including healthcare and
paid sick leave, and those who work more
than 1,000 hours a year are eligible to enter a
profit-sharing program.1 The company prefers
to promote from within; employees display
their tenure right on their name tags, with
many boasting decades at the company.
When a high-profile, inter-family dispute over
company ownership made national headlines
in 2014, that goodwill was returned in full.2 In a
testament to their loyalty, employees protested,
went on strike, and even resigned in support
of former and current CEO Arthur T. Demoulas
– and customers boycotted other chains until
he came back. Since Demoulas’ reinstatement,
the business has returned stronger than
ever – continuing to top nationwide lists
for customer satisfaction and service.3
1 https://www.boston.com/news/business/2014/08/07/wagesnot-all-thats-at-stake-for-part-time-market-basket-workers
2 https://hbr.org/2014/08/market-baskets-employeeswere-more-important-than-its-shareholders
3 http://www.sun-sentinel.com/features/deals-shopping/
sfl-trader-joe-s-publix-switch-spots-on-consumer-reportsbest-and-worst-supermarket-list-20170501-story.html
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“I love MB and it represents ‘the people.’
This family is all over the news and has
notoriously stood up for the working man.
People who work at MB do so for YEARS.
Locals love it, it feels like it’s made for them,
and that they are respected as consumers.”

“Everyone needs to eat. It’s one of the only
stores I’ve been in where it’s common to
see a house wife who lives in million dollar
home, waiting in line behind a guy from
the homeless shelter. They’re there for
everyone, and everyone feels welcomed.”

How does Market Basket maintain their price
advantage while providing generous benefits
to employees and customers alike? First and
foremost, the company carries no debt.4 They
keep a smaller corporate staff and shorter
hours than many grocery stores, re-stock
shelves during working hours, and negotiate
huge, exclusive deals with local suppliers.
But perhaps most important is what the
company doesn’t do: employ traditional
elements of grocery marketing such as a
formal loyalty program or coupons; they don’t
even maintain an official corporate website.5

Customers want to shop somewhere that treats
its employees well, not just because happy
employees treat customers well, but because
it speaks to broader corporate values. To that
end, not all decisions at Market Basket are
made on the basis of cost savings: the company
does not use self-checkout lanes because
Demoulas believes in “a human being waiting
on a human being.”7 After 100 years in business,
Market Basket hasn’t forgotten its local roots,
or the people centric philosophy that helped it
become one of America’s most-loved grocers.

But with prices up to 30% lower than
major rivals Shaw’s and Stop & Shop6,
customers are willing to put up with
such relative inconveniences. In fact, the
Market Basket “experience” has become
a bit of a differentiator, attracting bargain
hunters and foodies alike to navigate
the crowds in exchange for the great
deals, eclectic selection, and community
atmosphere they can’t get anywhere else.

4 https://www.boston.com/news/business/2014/07/28/
how-market-basket-keeps-prices-low
5 http://www.wbur.org/news/2014/07/23/market-basket-website-mystery
6 https://www.boston.com/news/local-news/2015/08/11/dont-worry-marketbasket-is-still-cheaper-than-most-grocery-storeseven-with-a-rise-in-prices
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Customer Inspired Growth
The real secret to Market
Basket’s success is their
dedicated employees. In
a true testament to their
loyalty, employees protested,
went on strike, and even
resigned in support of
former and current CEO
Arthur T. Demoulas during
an ownership dispute
in 2014. Since then, the
privately-owned business
has returned stronger than
ever – continuing to top
nationwide lists for customer
satisfaction and service.

7 http://www.lowellsun.com/todaysheadlines/ci_26225337/
switch-allegiance-and-market-basket-dominoes-began-fall
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Know who you're for

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

8.49 
46.02% 
42.92% 
5.59% 
-0.46% 

How did T-Mobile come to stand atop the
least-loved industry of all? By focusing on a
very specific brand voice, amplified through a
very public and unfiltered chief executive. And
consumers have noticed, as T-Mobile saw the
single biggest increase in CQ of any brand
in our study this year. Now the third-largest
wireless carrier in the US, adding 1.1 million
new customers in the first quarter of 2017
alone1, they also have plenty of brand fans – a
rarity in a telecom industry that consistently
elicits the worst of our CQ ratings.

“Great customer service. Promos are aimed
towards making customers happy rather than
making money. Also John Legere is amazing.”
T-Mobile has long embraced the role of
outsider, positioning itself in opposition
to mobile leaders Verizon, Sprint, and
AT&T. In 2013, falling behind and suffering
from a perception of poor network quality,
CEO John Legere knew he needed a
way to keep the company relevant and
stand out from the legacy carriers while
T-Mobile improved its coverage.2

1 https://www.cnbc.com/2017/04/24/reuters-america-update-2-tmobile-quarterly-profit-up-new-subscribers-top-estimates.html
2 https://www.cnbc.com/2017/01/22/how-t-mobile-usaceo-john-legere-is-changing-the-ceo-game.html
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The result was the “un-carrier” movement,
accompanied by Legere’s “manifesto”
outlining the vision and goals behind
the new approach.3 He openly mocked
competitors at press conferences and in
interviews, insisting that customers were
fed up with the current, restrictive choices in
the marketplace. The campaign introduced
many new options including cheaper
rate plans, cheaper global coverage, no
termination fees, and no data overages.
Most importantly, it eschewed contracts at a
time when locked-in plans were an industry
standard, a strategy so successful it has
since forced competitors towards monthto-month plans with subsidized phones.

other carriers. In an industry that often
seems to punish loyalty with restrictive
contracts and incessant upgrades, it has
unlocked long-term loyalty by meeting
customer needs in a way no one else can.

“They seem to put the customer first. They
have unlimited plans that are very cheap
and I miss being with them. I guess the
true way to judge a company is how much
you miss them when you’re no longer a
customer of theirs. I miss T Mobile.”

“They are constantly coming up with ways to
benefit the customer. Every customer support
call I’ve had has always been pleasant and
they try their hardest to resolve your issue.”
Giving customers something that competitors
at the time couldn’t (or wouldn’t) gave
T-Mobile the edge Legere was looking for,
and the company’s fortunes have been rising
ever since. With a distinctly more colorful
personality than its legacy rivals (magenta,
to be specific), T-Mobile’s customerfriendly offerings and cheeky marketing
resonate strongly with its customer base. It
speaks customers’ language, both through
Legere’s active on- and off-line persona,
and by acknowledging – and addressing
– exactly what they find frustrating about

Customer Inspired Growth
T-Mobile gave something to
customers that competitors
couldn’t: choice. Their “uncarrier” movement has paid
off, changing the customer
perception of mobile carriers
as restrictive and complex.
T-Mobile consistently tops
the charts in customer
loyalty metrics and in April
2017, its earnings were up,
attributed to 1.1 million
new customers in the first
quarter of 2017 alone.

3 http://www.businessinsider.com/t-mobile-ceojohn-legere-un-carrier-manifesto-2016-10
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See it my way
…by building empathy for consumers’
needs and preferences
Empathetic brands internalize consumers’ needs and preferences
throughout the organization, consciously adopting the customers’
point of view. Employees must be empowered to act in the
customers’ best interest; to make the human choice over the
expedient one; to show customers they are not just valued,
but trusted. Empathetic brands exercise better “intuition”
than their competitors by developing a deep, instinctive
understanding of what their customers want and need.

The customer’s point of view

Company behaviors
As seen from the customer’s perspective

Empathy

I may not spend a lot of time thinking
about you, but I choose brands that seem
to have thought a lot about me. I want you
to have an innate understanding of who
I am and what’s important to me. And I
want that understanding to guide how
you treat me. I know you’re trying to run
a business, but my needs should be at
least as important as your bottom line.

——“Get” me – they understand
my needs and preferences
——Are on my side – they trust me
——Put my needs before its own
——Have better “customer intuition”
than their competitors

So recognize my point of view. Look at
things from my perspective. You don’t
necessarily have to change, but at least
understand where I’m coming from. Show
me some empathy; let me know you care.

CQ17 US
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See it my way

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

2.49 
10.25% 
11.37% 
30.26% 
0.17% 

In the early 2000s, if you wanted to rent a
movie, you had to go to a brick-and-mortar
store, look over the shoulder of the massive
guy in front of you to peruse the boxes of
videocassettes on the shelf, race to the store
to give back the movie after you’d seen it,
and pay a late fee if you were delinquent in
making the return (and you usually were).
Then along came Netflix, with a revolutionary
technology and business model that
addressed every one of those pain points.
By letting consumers simply pay a monthly
subscription fee, browse and choose movies
online, receive DVDs by mail, and return them
whenever they were ready with no late fees,
the company turned the video consumption
experience from one in which consumers felt
constrained and pressured, to one in which
they felt understood, trusted, and in charge.
A few years later, after introducing its
streaming video offering, Netflix began
producing original programming and,
in another upending of convention,
gave consumers access to an
entire season of shows at once. In
inventing binge-watching, they further
personalized the viewing experience.

“They also have created an app that is
very user friendly and has features that I
didn’t know I needed but quickly become
accustomed to using. They seem to be on
the edge of always coming up with the
next best way to watch programming.”

reflecting on the Qwikster debacle of 2011
(when the company tried to simultaneously
raise subscription prices and spin off its
DVD-by-mail business), Netflix CEO Reed
Hastings told the New York Times2, “The
hardest part was my own sense of guilt. I love
the company. I worked really hard to make
it successful, and I screwed up. The public
shame didn’t bother me. It was the private
shame of having made a big mistake and hurt
people’s real love for Netflix that felt awful.”

Is it any wonder, then, that consumers
feel that Netflix “gets me” and “has better
intuition than its competitors”? The
company rose to be the top CQ performer
in the media industry this year on the
strength of these empathetic behaviors.
By consistently innovating based on
consumer needs, Netflix’s subscriber
base up is 21%, international expansion
is strongly growing, and revenues and
profits are exceeding expectations.1

Guilt is a personal emotion, one borne
of feeling a sense of obligation to others
and an empathetic understanding of
when you have let them down.
In celebrating Netflix, consumers
are feeling that sense of relationship
and personal accountability.

Paradoxically, the company achieves
the feeling of personal understanding by
casting a broad net. Rather than focusing
on niche programming, Netflix maximizes
diversity in both the content they develop
and the shows they license. By doing so,
they ensure that every individual can feel
that Netflix is theirs. Netflix’s innovations
feel natural and organic because they are so
deeply rooted in a desire to maximize their
customers’ sense of their own agency.
That customer centricity, that deeply human
understanding that each of us wants to
feel in control of at least some aspects of
our daily experience, starts at the top. In
1 https://www.fool.com/investing/2017/07/20/3-bigsurprises-from-netflix-incs-quarterly-report.aspx
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Customer Inspired Growth
Over the years, Netflix has
revolutionized the way that
consumers rent movies,
discover new content, and
binge-watch their favorite
shows. By consistently
innovating based on
consumer needs, Netflix’s
subscriber base up is 21%,
international expansion
is strongly growing, and
revenues and profits are
exceeding expectations.3

2 http://www.nytimes.com/2013/04/27/business/netflixlooks-back-on-its-near-death-spiral.html
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3 https://www.fool.com/investing/2017/07/17/netflix-incearnings-what-subscriber-growth-slowdo.aspx
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See it my way

Change in CQ from 2016
Change in Advocacy from 2016
Change in Loyalty from 2016
% Change in revenue in 2016
Change in ROA in 2016

2.24 
14.05% 
13.49% 
3.37% 
0.31% 

JetBlue is dedicated to bringing humanity
back to air travel. And their customers
have noticed. It was the top-ranked airline
in this year’s CQ study, overtaking rival
Southwest, and saw a 37% increase in brand
mentions. Revenue was up in 2016, showing
that a brand can indeed humanize their
business while improving the bottom line.
What is the secret to JetBlue’s success?
A commitment to treating each customer
fairly and reasonably. And it was a pioneer in
taking a more empathetic, human approach
to flying, truly putting customer needs front
and center. Back in the late-90s, at a time
when airlines were pulling back on amenities
in favor of a commoditized, take-it-or-leaveit approach to the customer experience,
JetBlue offered something different.
Through its own research, JetBlue knows
that its already-strong NPS score soars once
consumers have flown with the airline – what
it calls “love at first flight.” So it is obsessed
with listening to its customers to understand
what matters most, and improving that
part of their experience. One of those
pain points is leg room. While competitors
optimize cabins to unprecedented strain1,
1 https://www.smartertravel.com/2017/06/19/
airplane-seat-narrow-cramped-get-worse/
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“I love the fact there is no 1st class.
To be honest, other airlines go out of
their way to annoy other customers
to please 1st class customers.”

JetBlue remains an industry leader in leg
room, even if it costs them to do so.
Free on-board wi-fi. No bag fess. Free
snacks. Time after time, JetBlue says yes
when other airlines say no. Of course,
JetBlue must cut costs elsewhere to
deliver those benefits. The airline doesn’t
offer airport lounges or free upgrades
(a convenient fit with their egalitarian
values), and maintains a limited route
network. It occupies about 6% of the
domestic market and cannot ultimately
challenge the global legacies. But it is
committed to delivering an industry-best
experience by putting their customer
centric beliefs at the heart of all they do.

By carefully designing a customer centric
premium product, JetBlue successfully avoided
the problem of making some customers feel
like they are getting an inferior experience.
Quite the opposite – it created a “halo effect”
around Mint whereby the principles and
training developed for first class have made
their way into the entire ecosystem, improving
the flying experience for everyone. What
could be more customer inspired than that?

“The user experience on their website. (Easy,
big buttons, fun). The language they use.
The way the people who work there (captain,
crew, gate attendants) act real. And MINT!”
For example, a few years ago, the company
realized that it was missing a huge
opportunity by not offering a first-class
service on its transcontinental flights. But
the very idea of classes was antithetical
to the company’s values; it knew it would
require a major culture change, and had
to feel true to the brand. Thus began a
careful process that allowed employees
to voice their concerns and ensured full
internal alignment and buy-in. They built
their Mint product from the ground up,
based around the simple idea – already
embedded in the business – of making
deliberate promises and delivering on them.
50
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Customer Inspired Growth
JetBlue is committed to
bringing humanity back to
air travel. They are obsessed
with listening to their
customers to understand
what matters most, and
improving that part of their
experience. And they instill
that deep consumer empathy
into every employee,
empowering them to live
the brand’s core principles.
It’s paid off: Revenue was
up in 2016, showing that a
brand can indeed humanize
their business while
improving the bottom line.
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Old but fresh:
How legacy
brands are
competing
with the
disruptors
By Julie Wittes Schlack
Senior Vice President, Innovation & Design
and Manila Austin
Ph.D., Vice President Research
As any Boomer will tell you, one of the
few benefits of aging is that what you
lose in speed, you make up for in wisdom.
When you can anticipate changing
needs and conditions, you don’t have
to scramble to keep up with them.
Perhaps that’s why our list of top
performers includes a healthy mix of not
only relatively new companies (Tesla,
CrossFit) and tech-driven, 21st century
brands (Netflix, Amazon), but of older
brands in traditional industries (USAA,
L.L. Bean, Olay, Kraft). And the legacy
companies on this year’s list illustrate
the importance of marrying heritage with
a commitment to constant innovation.
There’s no better example of that delicate
balance than Kraft’s reformulated
recipe for its iconic Mac ‘n Cheese.
By removing artificial dyes and
preservatives, the company honored the
wishes of increasingly health-conscious
consumers. But by doing so stealthily,
announcing the change only after 50
million boxes had been sold, they artfully
surprised and delighted brand stalwarts
without upsetting their traditions.
CQ17 US

Equally intriguing is the success of L.L.
Bean, whose rival REI has been one of
the top-performing companies in the
last three years. REI wins and retains
loyalty by practicing what it preaches,
taking a corporate stance that puts its
commitment to environmentalism front
and center. In contrast, L.L. Bean alienated
some of its shoppers and faced a boycott
in 2017 thanks to Board member Linda
Bean’s public support for Donald Trump
(and, in response, the President’s call
for people to buy from the company).

to have the disposable income to apply
to the problem. Their concerns weren’t
necessarily about wrinkles, but about dry
skin, age spots, and uneven skin tones.

How did the company weather that storm?
By staying true to its original vision, codified
in the L.L. Bean Golden Rule: “Sell good
merchandise at a reasonable profit, treat
your customers like human beings and
they will always come back for more.”1
L.L. Bean’s passion for being the customer,
permeates every aspect of the company.
Back in the mid-90’s, way before Amazon
and Zappos made lightning-speed shipping
table stakes, the company committed to
turn around 100% of customer orders within
24 hours. It is perhaps most famous for
its lifetime product guarantee, backed up
by its no-questions-asked return policy.
Taking back merchandise unconditionally,
no matter how old or careworn, sends a
clear, empathetic message to customers:
“We trust you.” That sort of unwavering
commitment – to its products, its
customers, and its vision – has enabled
the brand to maintain loyalty despite the
vicissitudes of politics and fashion.
But brands like Olay also demonstrate
what happens when companies thoroughly
understand and empathize with consumers’
evolving needs. Their traditional market –
women over 50 who were actively combatting
wrinkles – was also a price-sensitive one. But
women in their mid-30s are old enough to be
worried and anxious about newly emerging
changes to their skin, yet still young enough
1 https://www.llbean.com/customerService/
aboutLLBean/company_values.html
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So the brand reinvented itself by taking a more
consumer centric approach, defining their
business not in terms of the products they sell
but the job they’re doing for the people who
buy them. Based on this understanding, a few
years ago Olay repositioned their brand to “fight
the seven signs of aging” – a promise that’s far
more expansive and inclusive. That positioning
has since changed to “The Science of Ageless
Beauty,” and their marketing has evolved as
well. Now mobile (and often Millennial) visitors
to the Olay site can snap selfies and get
customized beauty regime recommendations.
But the company has been careful to evolve
with its traditional base, not toss them
overboard in search of a younger market.
In contrast, some traditional media companies
provide a case study in the consequences of
not evolving with empathy for their customers.
The media industry saw a huge drop in CQ
scores in 2016, when a grueling election
cycle had many consumers turn off the
news for their next binge-watching session.
Though scores for these companies (and
the industry as a whole) have rebounded
slightly from last year, traditional media
companies, in an era of partisan and “fake”
news, have lost credibility with consumers.

companies have found a way to successfully
leverage their experience to evolve alongside
customers’ changing preferences. That’s
because distribution is only half the battle;
understanding evolving tastes requires deep,
continuous connection with content consumers.
What Kraft, L.L. Bean, and Olay teach us is
that you can’t consistently anticipate your
customers’ needs without knowing/growing
with them. Customers still value traditional
brands, provided they can evolve – build new
types of relationships, roll out new products
and services, and embrace new technologies
and ways of thinking – while maintaining the
elements of quality and consistency that
have sustained the brand for decades.

MEDIA INDUSTRY CQ SCORES
(min 20 mentions)

Netflix
Disney
Amazon
Google
Hulu
YouTube
Pandora
Facebook
ABC
ESPN

Looking at this year’s CQ data, the trend is
stark: customer sentiment is clearly split
between the old and new. With the exception
of Disney, a beloved brand buoyed by the other
parts of its business, the top of the industry is
dominated by tech-driven brands. Traditional
broadcast networks and content distributors
– especially those in the news business – are
universally perceived as less intuitive and
relevant than their digital peers. And they
are feeling the impact on the bottom line, as
consumers cut the cord and simply remove
these brands from their lives. Despite their
efforts to build apps, offer streaming content,
and bulk up their social media presence, they
are in catchup mode, and few traditional media
CQ17 US

Twitter
CBS
The New York Times
Fox News
Yahoo
CNN
AOL
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Time Warner
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Viacom
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Evolving
to become
a more human
business
— from the outside in
Imagine that in April 2017, United Airlines
had empowered their employees to
put customer needs – or just basic
human empathy – first. They wouldn’t
have dragged a passenger off an
overbooked flight, nor would their
stock price have tanked overnight.
Imagine that Jeff Bezos wasn’t obsessed
with customer experience. If Amazon
hadn’t made both empowering and
trusting their customers a mantra,
they would not have accrued an
unbroken 20-year streak of doubledigit revenue growth or had their
market of Amazon Prime subscribers
increase by 36% in the past year.
Humanizing your customer and your
business – or failing to do so – has
material, measurable consequences.
We’ve demonstrated how some specific
behaviors help to humanize your
business by responding to five key
CQ17 US

Then take concrete measures to build your
customers into the way you do business.
Get to know some personally, invite
them into your facilities and meetings,
run ideation and co-creation sessions
with them, give them ongoing forums for
feedback and suggestions, bring them to
life as complex, quirky individuals in your
hallways, cafeterias, and boardrooms.
Humanize them. Develop the daily practice
of putting yourself in their shoes.

customer imperatives. So how do you
ensure that these behaviors are infused
into every part of your organization?
You can begin by reframing your
assumptions, by creating what
Michael Schrage describes as “an
investment ethos that sees customers
more as value-creating partners than
as value-extraction targets.” 1
Start with a clear-eyed self-assessment.
Where are your company’s customer
blind spots? How do your formal
structures and processes support or
impede customer inspired behavior?
Do people who interact with customers
daily have the tools and technologies
they need to infuse that customer
knowledge across functions, throughout
their organization? Are employees
empowered to act on their knowledge?

Once you do that, you will allow the
basics of any human relationship into your
business practices. You’ll find ways to:
——Reframe your business challenges
from your customers’ perspective,
as USAA and L.L. Bean have done;
——Translate your insights into innovative
new products and services, as
modeled by Netflix and Kraft;
——Reward your customers not just through
points or discounts, but by satisfying
some emotional needs like the desire
to feel smart, to feel proud, to feel

1 Michael Schrage, “What Most Companies Miss about Lifetime
Customer Value.” Harvard Business Review. April 18, 2017.
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part of a larger tribe, the way that
CrossFit and Royal Caribbean do;
——Empower your employees to act
on behalf of your customers – look
no further than MarketBasket and
JetBlue for examples of how;
——Know who you are and who you’re
for, and put your values into action,
as do Chick-fil-A and REI;
——Use technology and data to
enhance, rather than replace,
personal interactions, to reduce
friction while building desire, the
way that Panera and Amazon do.
When companies build customers into
the way they do business, those strong
relationships fuel the empathy and intuition
that guide businesses to act more human;
when they act more human, they connect
and form stronger relationships with
their customers. It’s a virtuous spiral, one
that ultimately boosts not just personal
satisfaction, but financial performance. It’s
how to create Customer Inspired Growth.
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UNDER THE HOOD: LEARN ABOUT THE
METHODOLOGY AND SAMPLE FOR CQ

The CQ survey is designed to solicit consumers’ largely unaided
evaluations. Rather than ask people to rate a prescribed company
or brand, we prompt them with a description of good “customer
intuition,” then ask them to think of a company that really “gets”
them. After having a company in mind, participants are asked to
identify that company’s industry; they are then shown a list of
company and brand names within the industry they selected. The
lists are randomized to control for order effects, and participants
can write in their own industry, company, or brand name if they
don’t find it as an option.
After rating the company they feel has good intuition on 21 brand
behaviors, as well as two outcome measures (past recommendations
and intent to purchase), we ask them to think of a company that
has poor customer intuition, and then go through the same rating
process. So, all in all, each study participant rates two companies
– one that has good intuition, and one that does not.
This approach yields two distinct, but important, pieces of information, both of which are used to calculate a company’s CQ ranking:
a) The rate at which a company is identified – by customers – as
really relevant to them, or not (so, the relative proportion of “good”
and “bad” mentions per company)
b) How much a company’s customers feel it is really relevant to them
(average survey rating responses for both “good” and “bad” intuition)
To calculate CQ, we transform the seven-point scale into a ten-point
scale and then take the cross-item average of the positive ratings for
a given company, and multiply that by the percentage of favorable
mentions for that company. We then reverse score the ratings of
companies with “bad” intuition, taking those average company
scores and multiplying them by the percentage of unfavorable
mentions. Finally, we subtract the sum of bad scores from the sum
of good, and the result is a CQ score ranging from -10 to 10. Written
as a formula, the CQ calculation reads:
CQ =
(% of positive mentions * positive average)
—
(% of negative mentions * negative average)
Toyota was mentioned 69 times: 61% of those were in the positive,
39% were in the negative. The average score of positive mentions
was 8.9, average (reversed) score of negative mentions was 8.1.
When we do the calculation [CQ = (61% * 8.9) – (39% * 8.1)], we get
a CQ score of 2.27.

61% * 8.9

39% * 8.1

5.429

3.159

CUSTOMER OUTCOME AND BUSINESS PERFORMANCE MEASURES

Every year, we believe it is both obvious and necessary to build on
our initial 2015 study and test CQ’s relationship to business results.
In addition to asking consumers to evaluate companies’ relationship
behavior, we ask whether or not they have actually recommended
companies or brands to friends or family, and whether or not they
intend to keep purchasing. We also go beyond the CQ survey to
collect some basic financial information1 for every publicly traded
company included in our data set in order to measure profitability and
growth. This year, as with previous ones, we find reliable evidence
that ties the CQ framework to all of these important outcomes.
Profitable Growth
We assess CQ’s relationship to profitability and growth every year.
In general, we find Return on Assets to be the more stable and reliable of the two metrics. ROA is a standard profitability ratio used
in financial reporting, which describes the net income produced by
total assets during a period by comparing net income to assets. We
use the parent company’s publicly available financials to assess CQ’s
relationship to both ROA and revenue (so, for example, we would
use Unilever’s financial information as a proxy for the Dove brand).
This approach, while pragmatic, is admittedly broad - which is one
reason why we tend to see modest values with our R-squared. But it
is also why the results we do find are important. With so many factors
potentially influencing a parent company’s performance, including
the performance of its portfolio companies, we are encouraged
to see that good relationship behavior can reliably account for a
percentage of that variance. Indeed, conglomerates are portfolios
of companies so we should expect to see lots of variation.
CQ in 2017 continues to show the modest (but persistent) relationship to profitable growth that we’ve observed in previous years:
R2 = 16.4% (p < .001). Random sample variation, changes in which
industry companies are mentioned in, volatility in returns, and trends
in CQ scores are expected to produce a distribution of coefficients.
As such, we provide ROA as a ranged estimate in order to increase
the likelihood that actual performance will fall within the estimated
values of the model. The coefficient estimated by this regression line
varies from year to year, but for the past three years it has ranged
between .3% and .5%.
As noted earlier in the report, we can extrapolate potential revenue
from the .3% - .5% ROA coefficient. An increase in one point of CQ can
significantly improve top and bottom line results. We also measured
relationships with revenue growth directly. This year, as with last,
we constructed a simple linear regression model between annual
revenue growth and the 2017 CQ survey results. We then analyzed
multi-period relationships between revenue growth in different years
and CQ scores in different years. We have found that the R-squared
values in these analyses range year to year from 5.1% at the low end
to 17.5% at the high end, with p-values for those models generally
being significant and mostly ranging between .06 - .001.

Intent to Purchase
The CQ framework is highly predictive of loyalty. We experiment
with adding new CQ behaviors to the framework every year, but
we only retain those that show a strong predictive relationship to
both loyalty and advocacy. This year, we found that our 2017 model
predicts intent to purchase with an 85% R-squared (p < .0001).
CQ and Loyalty This chart describes the relationship between a
company’s CQ score and the percentage of consumers in our study
that said they’d continue purchasing from that company. Each dot
represents a company, arranged by CQ score (horizontal axis) and
percentage who would continue purchasing (vertical axis). The
companies are clustered tightly around the regression line, which
illustrates how closely CQ and loyalty are related.
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Advocacy
Word of mouth recommendations are a critical driver of strong
performance, and many companies measure this regularly in the
form of a Net Promoter Score (NPS). A critical piece of the CQ
methodology is to ask, in a similar vein, whether or not customers
have actually recommended a company to family or friends. This
year’s model was is highly predictive, with an R-squared of 92%
(p < .0001). Indeed, when we use the CQ framework in our client
work, and perform similar analyses on a custom basis, we tend to
find that CQ behaviors have a stronger influence on NPS than do
more standard, less customer-centric questions (e.g., functional
attributes, rational descriptors, standard measures of satisfaction).

2017 U.S. BENCHMARK SAMPLE

Data were collected through an online questionnaire in April and May
of 2017, from over 20,000 US consumers (N = 20,213). The breakout
of study participants follows:
Gender
Female 50.60%
Male 49.40%
Age
Gen Z 7.85%
Millennial 30.95%
Gen X 20.39%
Boomer 33.25%
Silent 7.56%
Household Income
<$40K 33.93%
$40-$59K 19.47%
$60-$79K 12.88%
$80-$99K 9.09%
$100-$124K 8.08%
$125-$149K 5.20%
$150K+ 6.68%
Prefer not to say 4.66%
Ethnicity
African American 11.64%
Asian/American Indian/Native Hawaiian 4.74%
Caucasian 61.65%
Hispanic/Latino 16.93%
Multi-ethnicity 3.14%
Other/Prefer not to say 1.89%

CQ and Advocacy This chart describes the relationship between
a company’s CQ score and the percentage of consumers in our
study who said they have actually recommended that company to
a friend or family member.
Each dot represents a company, arranged by its CQ score (horizontal axis) and percentage who have recommended it (vertical axis).
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1 We use both Google Finance and Yahoo Finance to gather financial
information for all publically traded companies mentioned each year.
We have standardized the time period at which we look in order to
correspond with our annual data collection cadence. Because many
consumers rate brands that are privately held, fewer than half of all the
brands in a given year qualify for the profitability and growth analyses.
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The companies are clustered tightly around the regression line,
which illustrates how closely CQ and advocacy are related.
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