

[image: Make Your Brand Legendary: Create Raving Fans With the Customer Experience Engine, by Scott Wozniak]







Praise for Make Your Brand Legendary





“Wozniak (aka the Wizard of Woz) gives you a rare glimpse behind the curtain on how legendary brands like Chick-fil-A are launched. Make Your Brand Legendary is a must-read for anyone wanting to create a beloved brand.”


– Rick Schirmer, cofounder & chairman, Schirmer McCord Media


“If you want to transform or simply ramp up your business’s success, you must read Make Your Brand Legendary. This step-by-step guide will be indispensable in your journey. Over the past years, we have implemented many of these tactics, and our business is thriving. It is now required reading for all new team members!”


– Tim Kennedy, president, Trident Construction


“Customer experience! For-profit, as well as nonprofit corporations, create internal and external customer experiences. In Make Your Brand Legendary, my friend Scott Wozniak will encourage and challenge you with wisdom gained over decades of designing, developing, and delivering world-class customer experiences globally.”


– Sam Chand, leadership consultant, author of Leadership Pain


“Inspiring. Insightful. Practical. Make Your Brand Legendary delivers a customizable roadmap for success in any business with great stories along the way that clearly reinforces each component of the Customer Experience Engine.”


– John Torres, EVP of Global Leadership Development, Bank of America


“I am 100% convinced Make Your Brand Legendary will positively change the future for any business that follows the systems and commits to creating raving fans. I personally plan to use this book as a guide for our business to ensure we get ahead and stay ahead of our competitors for as long as I am at Trident. I can’t imagine not having this knowledge and plan to recommend this book to any of my business colleagues who truly want to improve. I can’t wait to see what our business looks like in a few years after we implement our Customer Experience Engine!”


– Todd Bulwinkle, vice president, Trident Construction


“Absolutely game changing and mind shifting towards growth and profitability! This book will become your treasure if you are looking to build and grow a Customer Experience Engine. It gives you steps and great examples on how to create raving fans with a focus on excellence vs. success. As a businesswoman, I’ve learned within the last twenty-five years that customers want to do business with brands they trust and can count on. Make Your Brand Legendary is a perfect reflection of business insights with a personal touch of why and how. I highly recommend this book to front-line team members and executives for a high impact on any organization. I’ve known Scott for many years through Chick-fil-A, and he is one of the most genuine leaders I’ve had the privilege and honor to know and work with. I am a big supporter of his work.”


– Lana Chumachenko, lead business consultant, Domino’s Pizza International


“Few people understand customer experience like Scott Wozniak. It’s all about creating emotional connections. Make Your Brand Legendary shows not just what the successful systems look like, but how to build those systems that deliver consistently over time and at scale. If your organization wants emotionally engaged superfans, this is the book for you.”


– Nathan Magnuson, founder Leadership-in-a-Box®


“In Make Your Brand Legendary, Wozniak’s superior storytelling brings his guidance on a radical differentiation to life. His proven methods are proprietary and backed by loads of experience, examples, and verifiable outcomes. Although a book about business, Make Your Brand Legendary reads lucidly and practically.”


– Brian Davidson, chief financial officer, Pepsi Cola Decatur


“Scott Wozniak’s Make Your Brand Legendary is a treasure trove of ways to build a great company. Whether you are direct-to-consumer or business-to-business, you will find big ideas and useful advice. Plus, it’s really engaging and fun to read.”


– Tony Jeary, The RESULTS Guy™
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FOREWORD


Tim Elmore


In my pursuit to make the world a better place, I have learned the value of two ideals: investing in the next generation and making ideas memorable. Scott Wozniak’s book, Make Your Brand Legendary, is a beautiful example of each of these ideals in action.


I’m excited about this book because Scott and I are both passionate about investing in the next generation of leaders. I’ve spent loads of my personal time and energy mentoring young leaders and creating resources for those emerging leaders. Part of the joy of investing in the next generation is seeing those leaders grow and walking with them over the years. I’m honored to say that I’ve been a part of Scott’s leadership journey.


I first met Scott over twenty years ago when he attended a master’s course that I taught on leadership and generational differences. We crossed paths again when he worked at the Chick-fil-A Support Center. He and his team helped to introduce their franchisees to my Habitudes® courses. For many years, we worked in parallel, running in the same circles and attending the same leadership events. He’s even personally mentored some of the staff that I’ve hired. Over those years, Scott has grown to be a brilliant life-giving leader. His track record of impact is impressive, and he has built a reputation as an expert.


Scott’s personal leadership has blessed my life, and his book has given us new ideas for improving our organization. Our relationship started with me teaching him, and now it has progressed to him teaching me. There are few things more fulfilling than that.


I’ve believed over the years that how you say something matters. While we need fresh ideas, for any idea to have impact, it must be presented in a way that captures the imagination and makes it come to life in the mind of the listener. Two of the best techniques for this are imagery and stories, which Scott delivers in this book. Research from 3M reminds us that visual aids improve learning by 400 percent and 90 percent of information retained is visual. Mind Tools reveals that two in every three individuals are visual learners. When you capture an idea with a vivid image, it becomes more tangible, easier to remember, and most importantly, easier to pass on to others.


I’ve used this principle to create leadership development tools that are used worldwide, called Habitudes: Images That Form Leadership Habits and Attitudes®. Big ideas delivered in brief lessons make the ideas stick. People discuss them again and again, long after the class is over. I work hard to gather the best ideas, but I work equally hard to find a visual to capture each idea.


That’s what Scott did in his book. Not only does he have some truly big ideas on how to create raving fans, but he has also organized them into an overarching image, one that has depth and logic. His Customer Experience Engine sticks with people, making it easy to apply these ideas, whether for a strategic assessment or to make a specific improvement.


Make Your Brand Legendary delivers a colorful portfolio of images, from word pictures to diagrams. Scott’s visuals aren’t limited to just his overall frame idea. Each section of the Customer Experience Engine is loaded with imagery and analogy, helping the concepts in the book come to life.


Another key component to memorable communication is stories. Humans make sense of the world through stories. From time immemorial, people have passed on wisdom by telling stories.


It’s what I’m committed to do in our work at Growing Leaders. In this book, Scott did so as well. From the beginning to the very end, you will find real stories of how leaders are implementing these ideas. It would be worth reading the book for the stories alone. With each story, the insights come to life. With each story, the ideas feel more doable. You’ll be inspired, challenged, and amused. Make Your Brand Legendary is a wonderful example of influential communication.


Scott Wozniak is one of the rising stars in our field. I believe you should read this book for yourself, your team, and your customers. The world needs more leaders. Don’t settle for building an ordinary brand. Build a Customer Experience Engine and become a legend.


Tim Elmore


Founder, Growing Leaders, Inc.


TimElmore.com
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I want to help you build a legendary brand. What is a legendary brand? In each industry, you can usually find companies that stand out. If you run one of these stand-out businesses, your customers don’t just buy from you; they love you. They buy your T-shirts and stickers so they can declare to the world that they are associated with your company. They wait in long lines to be the first to have your latest release. They drive past your competitors’ locations to shop with you. They come back again and again to your store—which they probably consider their store—and engage with the staff like they’re personal friends. Some, like Harley-Davidson’s customers, even tattoo the logo on their body!


I probably don’t have to work too hard to convince you that this is true. I bet you’re a raving fan of someone yourself. It might be a sports team or a music group. It might be a big company or a nonprofit. It’s not all of us. Some of us are more reserved and cautious with our loyalty. But a whole lot of us have a particular brand that we truly love.


Why? What is it that these legendary brands do differently from their competitors? Why do their customers love them so much?


It’s not luck. Some companies have managed to do this year after year, decade after decade. It’s not a fluke; it’s a pattern.


I’d like you to pause right now and think of an actual example, a legendary brand that you get excited about. (If you’re one of the skeptics who doesn’t love any brand, then think of a brand that someone close to you is a raving fan of.) As you progress through the parts of the engine in this book, I will share my own examples to help the ideas come to life—famous ones we can all relate to and some you might never have heard of. But I want you to have your own example too. Test my ideas against your own experience to see if this actually works.


Quick note for nonprofits and mission-driven organizations: The methods in this book apply to you as well. You may have to mentally replace words like customer experience with patient experience or client with member, but whatever terms you use, this engine will get you better results, even if what you aim for isn’t profit—and that’s not just my optimistic guess. I know this because in addition to the business consulting I’ve done, I have spent many years applying these tools in a variety of nonprofit settings, from hospitals to churches to summer camps. However, to make this book more readable, I decided not to use both for-profit and nonprofit language every time I bring up a new idea. I’m just going to say things like company and customer and trust you to translate the terms in your head if it better suits your specific situation.


Whether you run a nonprofit or are a traditional business leader, whether you sell a physical product or deliver services, this book is full of practical methods for building your own Customer Experience Engine. It’s not magic; it’s a set of systems that work together to produce a great result. A lot of other organizations have done this, and you can too.


At this point in the discussion, I’ve learned that many leaders feel both hopeful and exhausted. Many of us have been told that the only way to get exceptional results is to work exceptionally hard. And if you are already tired, imagining all the extra work this is going to require can feel pretty discouraging. It’s all some of us can do to keep up with the business. In fact, many of the leaders I’ve worked with have confided in me that leading their organizations feels like they are riding a tiger. They worry that they can’t let go or the whole enterprise will spin out of control. They constantly feel a nagging pressure that they might have forgotten something important and that they’re always in a tug-of-war contest with their team, pulling on the rope to keep them doing their job with excellence.


As we get started, let me reassure you. The Customer Experience Engine I will teach you to build does not require more effort than running a regular company. In fact, it is actually easier to manage a Customer Experience Engine than a company without these systems. Yes, work is required to make the shift from no engine to engine, but none of the engine systems require you to have a genius-level intellect. None of the systems require a lot of money. Each individual step is something you can do without breaking the bank or burning out. And when you put them all together, they create raving fans—customers who are easier to deal with than regular customers and who make you more money!


I have a lot of respect for the hard work you’ve done. But the way forward is not working harder; it’s working smarter. You’re already working hard. What if you could stop riding a tiger? What if you had your own Customer Experience Engine?
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This isn’t a book about how to catch a trendy wave. All the examples you will read come from companies who wowed their customers year after year. They didn’t stumble into being the hottest item for a season. Instead, this is a book on how to be like Lego, whose toys top kids’ Christmas wish lists year after year. It’s not luck that caused Lego to grow larger than Mattel and Hasbro put together. In fact, their strong position today came after an intentional transformation. In the late twentieth century, Lego’s major patents expired, reducing their toys to plastic commodities, and their sales collapsed. Why would anyone pay premium prices for their plastic bricks when their competitors sold the same buildings and characters for far less? They had to figure out how to differentiate themselves from multiple copycat companies. They did this so well that today people buy toy sets from Lego for more than twice the cost of competitor brands, without any patent protection at all.


Or consider sports fans. Teams like Manchester United (a professional soccer team in England) have hundreds of millions of raving fans around the world, far exceeding the roughly 550,000 people who live in the city of Manchester. In fact, they have 206 official Manchester United Supporters’ Clubs around the world, from Brazil to Australia. Getting in street fights with fans of rival teams is far too common for some of their most unruly fans. They might love their team too much!


You might think that they have a fan base like this only because they have won a lot of championships (which they have). That can be true, but some sports teams have huge numbers of raving fans even though they haven’t won a championship in years. For example, fans of the Chicago Cubs (an American baseball team) stayed fully committed to their team for one hundred and seven seasons without a championship victory. And I don’t just mean they survived as a club; they survived as a wholly beloved brand.


Every year, Cubs fans walked into opening day truly believing, “This is our year!” I know this personally because I’ve heard many of my own family members say this year after year. During this record-smashing losing streak, the Cubs maintained one of the best attendance figures in pro sports. In 2007, the Cubs finished second for attendance in Major League Baseball with a 97.7 percent capacity in their stadium. More astounding, they got this high fan attendance even though a large portion of Cubs home games were in the middle of the day, when people were supposed to be at work or school. Their faithfulness was rewarded in 2016, when the Cubs finally won a World Series championship.


Yes, winning does increase your fan base. But winning doesn’t guarantee raving fans, and you can have raving fans without winning the championship. You might be thinking this is a realistic option only for big consumer brands like Apple, Disney, or Harley-Davidson Motorcycles. You might be in a more technical industry, have a business-to-business service, or find yourself price-squeezed and your product becoming commoditized. But before you give up on having raving fans, let me tell you about two of my favorite brands, Buc-ee’s and Chick-fil-A.


If you’re not from the state of Texas, then you might not know about Buc-ee’s because, as of the release of this book, the chain has only recently been building locations outside of Texas. But if you are from Texas or the surrounding states, then you probably know what I’m about to say. I know parents whose small children ask if they can go to Buc-ee’s every Saturday afternoon (no, it’s not a theme park). I also personally know a globe-trotting multimillionaire who has a tradition of doing his Christmas shopping at Buc-ee’s every year (no, it’s not a department store). I even know young adults who have gone there on a first date—and got a second date too (no, it’s not a dance club or restaurant). Believe it or not, Buc-ee’s is a gas station and convenience store. Honest. Look it up.


Like those of you who haven’t been to a Buc-ee’s, I was also confused when I first heard of their fans’ passion for what is basically a fancy truck stop. When it comes to emotional appeal and brand loyalty, gas stations might be the lowest of the low. Sure, we realize that our cars need to refuel. We admit that sometimes we want junk food when we stop for a bathroom break during a road trip. But we expect these experiences to be dirty and cheap. They’re not something we look forward to. They’re a necessary evil. My motto for road trip bathroom stops has been, “Get in and get out fast, nobody gets hurt.” But mature and accomplished people get truly excited when they talk about Buc-ee’s. Hands start waving, eyebrows lift, breathing speeds up. They walk around with large Buc-ee’s logos proudly displayed on their hats, T-shirts, coffee mugs, and even on their kids’ toys. People drive out of their way, passing many other gas stations and convenience stores, to spend an entire afternoon at Buc-ee’s. And this isn’t happening at just one lucky location. This happens every day at dozens of locations. I’ll explain how they did this later in the book, but for now my point is this: even a gas station chain has raving fans.


The other perfect example is a little chicken sandwich company based in Atlanta. Maybe you have heard of them: Chick-fil-A. If you live in the United States, you’re probably a fan. And if you aren’t a frequent customer of Chick-fil-A yourself, you probably know someone who is.


In fact, they’ve been so successful at making strong emotional connections with their customers that we probably need to pause and remember what the fast-food category was like before Chick-fil-A. Fast-food chains were the gas stations of the restaurant world. They were understood to be the cheapest, greasiest, rudest way to get your food. It was where you went when you couldn’t afford the time or money required to get anything good.


Sadly, this is still true for many fast-food brands. But Chick-fil-A doesn’t just have more sales than their competitors (on a per-store basis, it is significantly more than their competitors, often double or triple the sales per location). Every time a new location opens, hundreds of people camp out in the parking lot, sleeping in tents for two days to participate in their “First 100” party. This isn’t happening just in the spring and fall or in regions with mild weather. Parking lot campouts happen in the middle of Minnesota winters and Arizona summers. I’ve seen entire cars professionally painted to display the Chick-fil-A logo. These customers are not satisfied with a mere bumper sticker; they want all the other drivers on the road to see that they love Chick-fil-A.


You can regularly see a Chick-fil-A restaurant with a line of cars wrapped around the building while another major fast-food chain sits right next door almost empty. I can’t count the number of times someone has said to me, “I don’t eat fast food… well… except for Chick-fil-A, of course.”


If you can create raving fans in the fast-food and gas station industries you can create them in any category. I’ve personally seen this done in construction companies, enterprise software companies, accounting firms, manufacturing companies, and health-care systems. You may not have heard of them, because you’re not in their category. But all the players in their niche know and love them. After more than twenty years of helping businesses build their Customer Experience Engine, I can say with confidence that there are no businesses too technical, no products too cheap, no industries too boring to benefit from a Customer Experience Engine.


You could argue that consumer technology companies have an advantage when trying to create raving fans because their products are new and exciting. But I think companies in everyday categories, like roofing and accounting, have an advantage all their own. In many of these industries, a poor customer experience is the norm. When you decide to build a Customer Experience Engine, you will stand out from the crowd that much more.
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Okay, enough of the hype. Let’s get specific. Raving fans are not just satisfied customers who feel good. These customers behave differently. Specifically, there are three key critical characteristics:





First, raving fans buy more, more often. They don’t just do the minimum transaction required to get what they need; they get as much as they can, and they like the experience so much that they come back again and again. (Of course, the coming back part doesn’t apply equally to all businesses. If you run a wedding chapel, for example, you probably don’t want your customers coming back every year to get married. But they can add more to the wedding package or use your referral partners for post-wedding service.)


If you want this behavior, you need your customers to feel better after the experience is over than they did before buying from you. Or, to put it another way, companies with a Customer Experience Engine maximize the post-transaction feeling.


Most companies have their emotional peak at the point of sale. To put it bluntly, they want their customers to get excited enough to give them money, then they hope nothing goes wrong. That’s not going to harm you, but it only creates satisfied customers, not raving fans.


Instead of measuring success by how excited they are when they say yes to the sale, you could evaluate your success by how they feel after the entire customer journey is over. You could design an experience that makes them love you more after it’s all done than they did when they started.


Warning: I’m about to pick on McDonald’s, and I’m going to do it several other times in this book. This could imply that I’m against McDonald’s. I’m not. I grew up loving McDonald’s food, and there will always be a special place in my heart for them. It was a very rare thing for me to eat at McDonald’s, so I have some cool memories there and some of their food will probably always taste like childhood to me. Besides, they’re making a lot of money as a company, so I am not saying it’s a failing company. In fact, McDonald’s does a lot of things right. But McDonald’s has built a system that’s very different than the Customer Experience Engine I’m talking about, one focused on maximizing efficiency and convenience rather than on maximizing the post-transaction feeling.


For those outside the United States, you may have a very different experience of McDonald’s. Its global experience is very different from the US experience. Sadly, here in the land where they were founded, the fries are cold, the staff is surly, your shoes stick to the floors, and they are really slow, despite being a fast-food restaurant built on efficiency. In America, McDonald’s is widely known for their bad customer experience.


Again, they are making money. They have actually built a successful Bare Minimum Engine (my term, not theirs). Because of that, they are a good counterexample to a Customer Experience Engine. People often eat at McDonald’s when they are hungry, in a hurry, and don’t want to spend a lot of money. Plus, the idea of a Big Mac and a milkshake sounds so good when you’re hungry. But after it’s all done, you feel worse than you did when you first got to the restaurant.


According to multiple news outlets, McDonald’s spends $1–2 billion per year on advertising and marketing media, trying to excite us enough to buy their products.1 They spent $1.4 billion in the United States alone in 2016, according to Ad Age.2 McDonald’s is clearly making huge investments in their presale experience. Sadly, they don’t work nearly as hard at making the postsale elements great. In fact, their strategy seems to be getting a sale and then doing the minimum after that moment.


But raving fans are created when you give them such a good all-around experience that they leave with the goal of coming back. It’s so good they want to do more while they are with you, and they want to do it more often.





Second, if they truly love you, raving fans pay full price.


I’m going to oversimplify business strategy and say that there are two basic positions you can take in the market, two ways to win. You can be the cheapest option and go for lots of volume, like McDonald’s or Walmart. This position requires you to enter a painful race to the bottom. You can’t really stay small and do very well with this strategy, so you have to push hard to get lots of people to notice you. And in the end, the customers’ loyalty isn’t to you; it’s to your price. If someone figures out how to offer a lower price (or is simply willing to lose money longer than you), your customers will jump ship. Your other option is to become the premium player, to offer products and services that are different and so much better than your competitors’ that your customers will pay more—and say that it is worth it. In the United States, this would include brands like Chick-fil-A and Trader Joe’s.


When you have customers who come more often and pay full price, you don’t need as many customers as your competitors to be profitable. You can focus on winning their loyalty with a better customer experience. And when you do, your customers can’t be stolen by a competitor’s coupon.


A striking example of this is the many times I have seen a McDonald’s across the street from a Chick-fil-A. There will be two cars in the McDonald’s drive-through, while the Chick-fil-A restaurant has two lanes of cars wrapped around the building two times! All this despite the fact that Chick-fil-A sandwiches, on average, are significantly more expensive than McDonald’s.


See, price isn’t the whole story; value is what matters. Whether something is expensive is determined by how valuable it is to you. A $1,000 price for a granite rock the size of your fist would be really expensive. But paying $1,000 for a diamond the size of your fist would be a great deal! It’s not how much it cost; it’s how much you get compared to how much it cost.


Later in the book, I’m going to walk through a step-by-step plan to build a Customer Experience Engine, one that helps you become a legendary brand. Before I do, though, let me just share what you should avoid doing if you want to design a customer experience that helps your customers pay full price: don’t discount. The more you discount, the harder it is to create raving fans.


This might sound backward to you. You might have run a coupon campaign and learned that it works—sales go up when you lower your prices.


That’s actually what concerns me. Discounts work too well. I have learned that the more you offer discount pricing—coupons, clearance deals, limited-time offers—the more you erode your price in the mind of your customer. Every discount purchase lowers the perceived value in your customers’ minds. Once they know they can buy it for less, it’s harder to believe that it really is worth the original price. Sales are emotionally sticky.


If you need cash in the next ninety days, you should offer discounts. Sometimes this is the right move. When running a business, cash flow is like oxygen. It doesn’t matter if a big supply of it will come to you later if you don’t have enough to keep operating now. But if you have enough cash flowing to breathe easily, and if you want to maximize your perceived value, then avoid the discounts the way an astronaut would avoid cuts in a space suit.


This is harder to navigate for some of us. There are whole industries who are stuck in this trap. In America, if you order takeout or delivery pizza, you know better than to order off the regular menu. You pick your pizza only after you see what coupons or hot deals they are offering—because they are always offering discounts. And this is not limited to food. Kohl’s has trained its customer to shop only when they offer 30 percent discounts in their monthly mailer and when Kohl’s Cash (their rewards points) can be used. Why would customers shop at any other time? Volume discounts are standard for many manufacturing and construction companies. Even accounting firms will offer a discount if you sign up for a longer contract. It’s everywhere, and the pressure to follow the crowd in these industries is intense.


Chick-fil-A, for example, despite being in a category that is overflowing with coupons and buy-one-get-one offers, never offers discounts. Of course, you may be thinking, Wait a minute. I have gotten a “Be My Guest” card for a free sandwich from Chick-fil-A. That is true. They often give away cards for free food. However, giving something away for free doesn’t have the same psychological effect as selling at a discount. Receiving a free item once in a while doesn’t change the perceived value of the item. When you get a gift from a friend, you know the thing wasn’t free. In fact, we are subtly incentivized to see it as more valuable because that increases the pleasure of receiving the gift. Free feels generous, but a discount communicates that the item’s true value is the discount cost. If you want to bring in clients, offer free things as a taste test, then ask them to pay full price next time.


This doesn’t work in every industry. For example, I’m not sure that a homebuilding company should give away a free house to bring in customers! (Though, if you want to experiment with a major gift like that, let me know and I’d be glad to be a test case for you.) But they could probably give away a free materials upgrade or fancy fixtures within a larger building project.


You don’t have to price like everyone else in your industry—in fact, it’s often better to have different pricing options than everyone else. Pricing is a story we tell, and you don’t have to organize your story around being the cheapest. You can break out of the price war and get your customers to pay full price.


Price wars happen when you overfocus on beating your competitors. They happen when you feel like you have to match or beat their price. But I have learned that you can obsess about beating your competition or you can obsess about serving your customers. Both can drive improvement, but focusing on your competition sets the bar only as high as what everyone expects. That’s why a typical doctor’s office is okay making us wait and regular gas station bathrooms are nasty; they’re just meeting our expectations. Legendary brands focus on blessing their customers, not beating their competitors.


Apple is a vivid example of this. Their products are among the highest-priced options in their categories, and if you point that out to their raving fans, they will proudly explain why Apple products are worth a higher price. Disney World theme parks are another example of this. The cost of taking my family there for vacation did some serious damage to my budget! Honestly, the first time I took my family I was worried that I had made a big mistake promising that to my children. But after experiencing it, my wife and I reluctantly agreed that it was worth it—and we have taken our kids there three more times since! In fact, I have taken my kids to Disney World more times than I have taken them to the Six Flags Over Georgia theme park—despite the fact that I live in Atlanta (not Orlando), and the cost of Six Flags is much lower than Disney even without travel expenses.


Note: When I refer to Disney in this book, I’m talking about the Disney World theme parks. In my experience, the other divisions of the Disney corporation don’t connect with their customers like the theme parks do.


Price isn’t what matters. How much value someone gets for the price is what matters.


However, before you go wild and double your prices, I should probably make at least two comments about the limits of this approach.


First, I’m not saying if you build a Customer Experience Engine, you can charge any price you want. Price always matters. Setting prices is at the heart of setting strategy. Even if your quality is better than everyone else, you still have to account for price in your competitive plan. So, don’t go crazy here. If you are selling materials, like steel, or fairly common services, like lawn care, your “premium price” might be only a little bit higher than your competitors. There is a real limit on how high you can raise prices before you lose all your customers.


Second, don’t be afraid to lose some customers because your price is too high. In fact, let me make a crazy challenge to you: If you aren’t losing at least 5 percent of your potential customers because your price is too high, then your price is too low. If you want your service to be seen as above average in your space, then you need to be priced above average as well. Also, in my experience, in our society there are almost always at least 5 percent of people who care only about price. They are looking for the cheapest option, not the best value. If those people aren’t complaining about your price, then your price is too low. Make your pricing and your messaging tell the same story.


Serious strategy and analysis should go into deciding how much to increase your prices, but a good goal is that if you raise prices 5 percent, you should lose no more than 5 percent of your customers. At first glance, that seems like you made no progress. But if you do the math, if this happened you would make 100 percent of the revenue for 95 percent of the work.


My advice is to either fix your product or fix the price. Find a price point you can sell at without needing a discount to make it a good deal. And when in doubt, don’t lower your price to make it a good deal. Instead, find a way to offer things your competitors don’t offer and charge a higher price.





Third, raving fans tell others to buy from you. Raving fans are not only valuable customers on their own but also bring you more raving fans. In the long term, this might be the most powerful of the three behaviors.


In modern life, we are swimming in an ocean of advertising. In 2006, J. Walker Smith (then president of the marketing firm Yankelovich) reported that the average American sees and hears over five thousand branded messages by the end of a typical workday.3 If you think that sounds too high, pause and look around you right now. My guess is that you can see several branded images around you right now on shirts, signs, and coffee mugs. Don’t forget to consider all the ads you see online or hear as you listen to music. Depending on where you are and what your daily activity looks like, you may not get a full five thousand brand impressions every day, or you might get many more than that (especially if you have a long commute to work).


All those ads blend into white noise. The only thing that always cuts through that chaos is the oldest form of marketing known to man: a recommendation from someone we trust.


We all want people to recommend our businesses, but the approach I have seen most often is to do a good job and hope our customers tell others. You have to go from hoping it happens to making it happen. You have to be willing to shift some resources from general advertising to include things that empower your raving fans to become storytellers. Just because they love you doesn’t mean they’re going to talk about you. You still need to give them a good reason to tell others to buy from you. You need to give them a story to tell.


See, people don’t tell facts. They tell stories. So, you need to create a story-worthy moment. This requires a different kind of marketing. You should do enough general-awareness marketing so that when potential customers think of your category, you come to mind as an option. But after you reach the minimum threshold to earn some “mindshare,” you can spend your time on creating experiences that inspire your core customers to tell others to buy from you.


Later in this book, I’ll explain exactly how to activate your raving fans so they become storytellers on your behalf. For now, just catch the mindset shift here. I want you to shift from awareness advertising to customer activation, from broadcasting to everyone to cultivating insiders, from sharing facts to telling stories.




NOT A MOTIVATIONAL SPEECH TO TRY HARDER


I hope it’s clear by now that you don’t build a Customer Experience Engine by simply trying harder or caring more. I love that you care. In fact, I’m assuming you already care, or you wouldn’t be reading this book! Sadly, I’ve seen a lot of people who care deeply and are working hard to build something special, but they don’t have any significant success to show for that effort.


If you want a different outcome, you have to build a different engine. Therefore, this book is not a motivational speech; this is not a “you should” book. It’s a “how to” book.


Yes, hard work is required to do something great. But it may not be as big of a factor as you have been led to believe. In fact, when you get your Customer Experience Engine in place and running smoothly, you will probably have less stress. I’ve seen this time and time again. I have lived this myself in multiple leadership roles. When you have built a steady engine, you can step away from your job and not worry that it will crash without you keeping everything moving. You’ll have a smooth system, a Customer Experience Engine, and its normal outcome will be raving fans.
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