
Drew Morris 

EXECUTIVE EDITION

Co-creator of Co-creator of Chief Executive MagazineChief Executive Magazine’s ’s 
Wealth Creation IndexWealth Creation Index

A New Way to  
      Create a Prosperous Business
 or Rescue One

The Upside
   Within Reach

How to Find the How to Find the 
BestBest Ways to  Ways to 
Boost Your ResultsBoost Your Results
with with the tools the tools 
you’ll need you’ll need 



THE UPSIDE WITHIN REACH
How to Find the Best Ways to Boost Your Results
Copyright © 2022 Drew Morris

All rights reserved. This book or parts thereof may not be reproduced in any 
form, stored in any retrieval system, or transmitted in any form by any means—
electronic, mechanical, photocopy, recording, or otherwise—without prior written 
permission of the publisher. For permission requests, please use the Contact form 
on the publisher's website.

Lift PublishingTM (a wholly owned subsidiary of Great Numbers! LLC)
96 Rutledge Drive, Red Bank, NJ 07701
www.liftpublishing.com/contact-us

Cover design by Mary Schuck
Page production by Domini Dragoone
Editorial services provided by Natalie Horbackevsky and Lois Smith
Indexing by Rachel Kuhn

ISBN (print): 978-1-7361000-0-4
ISBN (ebook): 978-1-7361000-1-1
Library of Congress Control Number: 2022939224

Disclaimer
The Upside Within Reach is intended to guide readers in improving the 
financial results that their businesses achieve. The information presented is for 
informational purposes only and is the expression of the author’s and others’ 
opinions. The reader is solely responsible for any actions taken as a result of the 
book’s contents, since the author is simply providing a framework to guide the 
reader’s decisions, and the reader’s execution of them. While every attempt has 
been made to verify the information presented in this book, the author is not 
responsible for any errors, inaccuracies, or omissions. Please consult a professional 
if you have any concerns or doubts regarding your actions. No liability is assumed 
for losses or damages due to the information provided. 



C o n t e n t s  a t  a  G l a n c e

Preface ...................................................................................................................................... xvii

Part 1: The Core Concept, the Mindset, and the Skill That Drives Results .......xix

Introduction ................................................................................................................................... 1
Chapter 1: Leading Your Business to Better Results ...........................................................15

Part 2: The (Relatively) Quick and Easy Stuff ...........................................................23

Chapter 2: Creating Zealous Customers ..............................................................................25

Chapter 3: Honing Your Value Proposition—So More People Buy ................................. 43

Chapter 4: Raising Your Brand’s Power to Attract Sales ................................................... 77

Chapter 5: Creating “I Want That!” and Triggering the Sale ............................................ 97

Chapter 6: Pricing Perspectives With Legs ......................................................................... 119

Chapter 7: Deftly Managing Costs ...................................................................................... 143

Part 3: The Initiatives That Take More Doing ...........................................................157

Chapter 8: Detecting and Seizing Opportunities .............................................................. 159

Chapter 9: Finding and Serving Growing, Hungry, Markets ............................................177

Chapter 10: Crafting a Powerful Business Design ............................................................. 191

Chapter 11: Product and Service Design to Die For ........................................................... 211

Chapter 12 Innovation: The Why and How of Solving Worthy Problems ...................... 231

Chapter 13: Management Practices for Delivering the Upside .......................................251

Part 4: Your Best Results Moves: Insight-Based Management ........................289

Cha pter 14: Discovering the Best Ways to Boost Results in Your Business— 
Insight-Based Management .......................................................................................... 291

Part 5: Your Prosperity Design ......................................................................................327

Chapter 15: Creating Your Prosperity Design ....................................................................329

Afterword..................................................................................................................................337

Appendix A: Marketing Reading List ...................................................................................339

Appendix B: How to Modify Let’s See ..................................................................................341

Acknowledgments ........................................................................................................................ 345

Endnotes ...........................................................................................................................................347

Index  ..................................................................................................................................................367

About the Author ........................................................................................................................... 383 

Upside Element Assessments ................................................................................................... 384



  �  xvii

Preface
In the Summer of 1994, the potential of the business I was running began drain-
ing away, and I found myself looking for a better one.

On vacation one morning, in the surf off Cape May, New Jersey, waiting for 
a wave (we do a lot of that in NJ), the idea hit me that, “It’s about results.” That 
is, better results. Then I wondered, well just how do you do that?

I went looking for a way; one that would work for any (non-financial) busi-
ness. After looking high and low, for many months, what I found were ways to 
cut costs, boost sales, and so on, but no overall system that would work for any 
business. Continuing to look, to this day, I still haven’t found one.

So I made one, based on 25 years of research and more as a CEO, that I’ll 
show you how to use in this book. It will answer the question: 

What should I do to get my results up?

Simply, the idea is to first understand, down to your toes, all of the potential 
hiding in the various aspects of your business, and then, with eyes wide open, 
choosing to tackle those you see as the most rewarding and realistic. Those are 
your best shots!

If you use the There’s More! Framework (depicted above) that we provide 
here, it will boost your results. It could also lead you to pursue other rewarding 
businesses, especially if the business you run now has been shuttered or trauma-
tized by the Covid-19 pandemic, or if you’re just starting one.
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On a more personal level, working through all that’s here will make you bet-
ter at boosting results, because you’ll gain a set of tools for doing so, along with the 
skills to use them. The wide world needs those who can create prosperity.

You won’t find any miracle cures here, just a way to reveal where the 
untapped potential in your business lies, and to wisely choose what’s worth har-
vesting. It’s hard, enjoyable, rewarding work. But it won’t magically reopen a 
shuttered business—more about that below…

If your business is doing OK, but you want it to be better, I invite you to 
work through the whole book.

If you need to pivot, or rescue your business, or if you’re just starting one, 
please read the Introduction, then work through chapters 8 (Opportunities), 
9 (Hungry Markets), 10 (Business Design), possibly 11 (Product and Service 
Design) and 12 (Innovation), the section of chapter 13 on Making Sage Deci-
sions, and chapters 14 (Insight-Based Management), and 15 (Creating Your 
Prosperity Design), and use the Let’s See decision-making tool that comes with 
the book to decide what to do.

Regardless of your situation, after you’ve worked with the book, I look for-
ward to welcoming you to the book’s Afterword. There you’ll learn about the 
community we’re working to create: of executives who use the book’s approach, 
and contribute their advice and improvements, that you can become part of. 

Because There's More!

—Drew Morris
    2022
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The Core Concept, the 
Mindset, and the Skill 
That Drives Results
Tapping into the upside of a business is a powerful way to grow 

profits and revenue. Tapping the upside is also a core skill—that 

executives can hone, and use again and again, to boost results, and 

their own careers. That core skill requires a mindset we call There’s 

More! It will power your pursuit of better results.
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“It is not enough to do your best;  

you must know what to do,  

and then do your best.” 

—W. Edwards Deming

Introduction
In the best of situations, running a business is a fun, rewarding adventure. In 
others, it’s not, especially when results are not where they need to be. That cre-
ates anxiety—and frustration. 

Lackluster results impact everyone who manages a P&L:

 � Business owners and entrepreneurs worry about losing their business 
(I almost did). In other cases, their business is declining, its markets 
are shrinking, or lenders are threatening to pull its credit lines. At the 
beginning, these people just wanted to build their businesses and sell 
them for a lot. But with down results, they’re not worth a lot. 

 � When results are off, managing a corporate P&L is no picnic either. 
Many executives suffer from numbers stress, the pressure to make 
tough results targets that grates on both their health and their close 
relationships. They worry about getting fired, and they’re frustrated, 
because they sure are trying.

In these situations, it’s also likely that the boss, the investors, or owners are 
not happy. In the case of a large company, an activist could be circling, pressing 
for board seats or executive changes.
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All of these executives or owners have probably tried some ways to boost 
results, but what they tried didn’t live up to what they expected. Many are again 
trying to figure out what to do to get their business’s numbers up and could be 
short of ideas.

This book is about one that will work—or nothing will—as we’ll see.

A New Way for Your Business 
to Make More Money
Here we’ll teach you a powerful new way to boost the results of the business you 
run, or want to run: creating higher profits, growing revenue, and crafting a 
more valuable business. You’ll be able to use the skills you learn here again and 
again, making you more valuable, too. 

How? Tap your business’s upside. Every business 
has one. It’s like a cache of buried treasure: 

 � Areas of your business where there’s room for improvement, like 
more persuasive and sales-inducing advertising, and standout value 
propositions (so more people buy), customers’ more positive attitudes 
about your business (so they buy again), strong brand promises, 
innovative pricing approaches, and others.

 � Major initiatives such as: pursuing promising opportunities and hungry 
markets, crafting improved business and product-and-service designs, 
and creating new solutions to people’s problems.

There’s a lot you could do, which brings up the question of where to best 
focus your efforts. We’ve provided a way to figure that out: to find the handful of 
improvement efforts that are both achievable and that will give you the highest 
results increase in your unique business.

This will be an exciting, fun adventure that your entire team can rally around. 
But you might wonder, will tapping my upside matter? 
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The true story of two Fortune 200 CEOs…

Many executives rely on their skills in using tools like cost cutting to 
boost results. But using just that tool can make everything look like a nail. 
Which it’s not. After repeated rounds of cost cutting, the tool becomes inef-
fective, because you run out of costs you can cut.

A single-minded focus on the cost-cutting tool also draws attention from 
other tools that can be used to grow the top line, and, for public companies, 
what the company is worth: its Enterprise Value (the amount needed to buy all 
of a company’s stock at its current price, and to pay off all of its debt).

We’ve recently seen an extreme case of cutting costs in the cratering of 
Kraft-Heinz stock during the time that it was led by CEO Bernardo Hees (Spring 
2015 to Spring 2019). Hees used Zero-Based Budgeting, an extreme cost-cutting 
tool, to the exclusion of other tools, which resulted in: the neglect of customers, 
sizable layoffs, which drained energy from the staff, and insufficient attention to 
marketing, hurting top-line growth.1

By contrast, during the same period, Best Buy, led by Hubert Joly, substan-
tially lifted the company’s value by using a broader set of results tools. They let 
him harness Best Buy’s most appropriate upside elements. Among them: 

 � Its customer experience and value proposition (the ability for in-store 
customers to see, touch, and use the products Best Buy sells, to pick up 
online orders, to get help from a knowledgeable, attentive staff, and to 
get in-store repairs and technical support).

 � Its pricing (a price-matching guarantee).

 � Yes, its costs (supply chain, warehousing, real estate).

 � Its opportunities (free, in-home tech consultations, tech-support 
contracts, including one designed for older adults).

 � A store-within-store arrangement in which major vendors can showcase 
their products, drawing customers while lifting Best Buy’s sales.2 
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Here’s what came of both CEOs’ efforts...3

In the Spring of 2019, Mr. Joly transitioned to Best Buy’s executive 
chairman as a hero. Mr. Hees was replaced.

The Point: Use all of your applicable results tools to boost your results.

This Book Will Help…
 � Business owners, who want to prosper.

 � Executives with tough profit and sales targets, looking for a way to 
meet them, and perhaps a way to the top.

 � CEOs and their teams, who want satisfied investors and a company 
that’s worth more.

 � Entrepreneurs looking to create thriving, significant businesses.

 � Anyone who aspires to one of these roles, including students with 
big plans. 
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The Upside and Your Business

Tapping your upside involves closing gaps like these:

 � The gap between how you’re often treated as a customer, and the 
treatment that would make you never want to buy anywhere else.

 � The gap between an ad that makes you buy, and an ad that makes you 
laugh (but you don’t buy).

 � The gap between what you just bought being drop-dead easy to use, 
and one that's so confusing that you felt like screaming—with either 
outcome multiplied by what you tell other people.

 � The gap in value between a business that’s become a player in a growing, 
hungry market, and one that ignored that plum opportunity.

These gaps and others are where your prosperity is hiding.

You can take each gap’s potential out of hiding by first realizing that it’s 
there, figuring out all that its potential can contribute to your results, then 
making the promise of your most worthwhile and realistically addressable gaps 
show up in your financials. You’ll find that there’s a gulf between what most 
everyone gets from their business and what’s really possible.

What About Your Business?
A business’s performance on the activities that bring better results varies mark-
edly. It’s useful to understand how well your business is performing in the 
selected results-driving activities on the next page. Please take a minute to mark 
where your business is right now on each of the bars. It will give you a perspec-
tive as you work through what’s to come.
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In marking the bars above, you might have noticed some areas in which 
there’s more you could do. Good. Keep in mind that it’s also likely only a part of 
the full results potential of your business.

Let’s go inside the upside, which can be better seen on what we call The 
Upside Map. We’ll use a fictitious company, Move It!, a large, established pro-
vider of fitness gear and training aids, to illustrate. 

In Move It!’s Upside Map, the lower portions of the bars (not to scale) rep-
resent the financial results of the business as it’s now operating. Each bottom 
bar shows the (same) current financial results, with the potential gain its upside 
element can provide shown in the bar above it. The gains vary. And they’re dif-
ferent for every business, because every business is different.

Clearly, there are a lot of things Move It! can do to boost its results, some of 
which will prove more appropriate than others. It’s also possible that only some 
of an element’s potential can be delivered, because some of the necessary actions 
don’t make economic sense, or they require unavailable resources or skills.

Also notice that, for Move It!, the potential of squeezing costs out (6th bar 
from the left) and model management practices (2nd bar from right) have lower 
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potential gains than the others. That’s because those areas of improvement have 
been well worked over, as is typical for most companies, so there’s not as much 
potential improvement left.

The larger point is that Move It! still has a great deal of unrealized upside 
potential. And a mere 1% change in revenue or profit margin can move a public- 
company’s stock. 
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The Upside Map is a way to see both the range of the upside, and the potential 
each element holds to possibly increase results. Most of them have far more poten-
tial than most everyone recognizes—people are either too busy or too distracted. 
We’ll examine each element’s potential in depth in the coming chapters, because 
you really need to understand how much of a boost each upside element can pro-
vide. To help you do that, we’ll summarize the best thinking of a number of experts.

Finally, you can’t and shouldn’t pursue every upside element. You and your 
business simply don’t have the bandwidth. You’ll need to understand which of 
your upside’s elements are best pursued, so you can make them happen and 
have their results show up in your financials. We’ll call those your best shots 
(they’re the X’s on the map on the book’s cover). We’ll work through how to find 
them after we’ve assessed the individual upside-element’s potentials.

The upside-element approach we’ve taken here, which we’ll call the There’s 
More! Framework, is a comprehensive process designed to maximize the value 
of a single business—one that sells a related group of products or services to 
a single market: people or businesses with a similar set of needs. To pick the 
business to work on (if you have several), first focus on one of the biggest, and 
one for which improving its fortunes will have a major impact on overall value.

Using This Approach Is a Skill
Outstanding athletes and accomplished people in all fields spend years honing 
the skills they need.

Yet for those who now run a business, or want to, there’s a critical skill that’s 
not even taught, much less honed, in business schools and executive-develop-
ment programs (and I’ve been looking, since 1995).

That skill is boosting results—not just keeping the business going as is. 
Increasing results is why you’re in your role. Boosting results is indeed a learn-
able skill, one that you can keep getting better and better at, like golf. Using this 
book’s material will take your skill in boosting results from good toward great. 
Here’s the core skill:

Surfacing all of the untapped potential of your upside 

elements, and then choosing which ones to pursue. 



Introduction  �  9

Assuming that you get really good at it, what could that skill bring you in 
terms of career success, earning potential, and interesting opportunities?

Developing the skill of boosting results is about mastery—getting closer 
and closer to being truly outstanding. The thing that makes mastery so alluring 
is that you never get all the way there, but you can get pretty darn close, closer 
than almost everyone today. As in developing any skill—tennis, cooking, and 
any of the fine, martial, or performing arts—you’ll have challenges and rough 
times, but when things go right, few pursuits are as satisfying.

Experts’ Ideas—in a System
This book is a synthesis of original work and that of many others—thank you! 
We’ve provided summaries of their work, and recommended their original 
contributions, in our references. This is particularly true in the individual 
upside-element chapters. Extracting all of the potential value from each element 
draws on the work of Ken Blanchard (customers); the late Clayton Christensen 
(value propositions, business design, and innovation); Chip and Dan Heath 
(marketing messages, making sage decisions); Robert Kaplan and Robin Cooper 
(modern cost management); W. Chan Kim and Renée Mauborgne (market posi-
tioning); Rafi Mohammed (pricing); Michael Porter (business design); Adrian 
Slywotzky (creating demand), and others. 

This book weaves their best ideas for improving the results from various 
upside elements into an integrated, actionable, overall system for boosting 
results: the There’s More! Framework.

Why Should You Read This Book 
(and do all the work it suggests) 

In other words, what can come of your efforts?

 � Your business will become more valuable. All who have an interest in its 
financial success will be happy. And you will get better at boosting results: 
worth more as an executive, with a stronger reputation. All because you 
have the necessary tools and you’re getting good at using them.
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 � Your business and your company will obviously benefit from the 
improved results. Prosperity leads to a stable work environment, 
creating a platform for doing even better.

 � You’ll find out how good you can get.

 � Your newfound skills could bring you a bigger future. You’ll be seen as 
someone who has developed the insights and perspectives, and who’s 
mastered the tools needed to handle tough results challenges. “Who 
they gonna call” when the next one rears its head?

 � Best, you’ll feel more “juice” flowing into your organization, and 
into yourself!

 � And if you’re not sure it’s worth the trouble, consider whether your 
competitors are now reading this book—and acting on it…

Why I Wrote This
After a lot of searching through the business literature, I found myself frus-
trated that this obvious way to improve results was not widely recognized, 
codified, or practiced.

I also wanted to provide an honest, teachable way to increase results and 
create prosperous businesses. That also involved assembling, in one place, as 
much of the available wisdom about boosting results as I could.

How the Book Is Organized
We’ll begin with the core concept—tapping your upside can boost your results. 
There’s also a needed mindset—that there are better results to be had, but you 
have to look for how to get them. That’s a skill that we’ll help you hone in chap-
ters 2–13. We’ll explore what could be quick wins, then big initiatives—things 
that take more doing but that can bring breakthrough results. Finally, we’ll 
guide you in figuring out your best moves to boost results, using insight-based 
management and its tools (chapter 14), and how to assemble those moves into 
your prosperity design (chapter 15).
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Part 1—The Core Concept, the Mindset, 
and the Skill That Drives Results
We’ll begin by showing how tapping into the upside of a business is a powerful 
way to grow profits and revenue. Tapping the upside is also a core skill—that 
executives can hone, and use again and again, to boost results, and their own 
career potentials. That core skill requires a mindset: There’s More! It will power 
your pursuit of better results.

Part 2—The (Relatively) Quick and Easy Stuff
Here we’ll pursue the upside elements within easy reach: creating zealous cus-
tomers, powerful value propositions and brands, effective advertising, astute 
pricing, and that perennial favorite, cost management. Most of these are rela-
tively quick wins.

Part 3—The Initiatives That Take More Doing
This part covers the big upside elements: capturing opportunities, finding hun-
gry markets, market strategy and business design, product-and-service design, 
innovation, and management practices. Each can have a dramatic positive 
impact on your results, but they’re major initiatives—consuming management 
time, considerable money, thought, etc.

Each of the chapters in Parts 2 and 3 include a Tapping Your Upside exercise. 
These are sets of questions designed to help you think deeply about the chapter’s 
topic, fully understand how your business can benefit from pursuing it, and figure 
out how you might go about doing so.

Part 4—Your Best Results Moves: 
Insight-Based Management
There are so many powerful ways to boost results that you won’t be able to 
tackle them all, nor should you. Depending on the business you’re in, some 
won’t amount to much of anything, while others will make it rock. In a different 
business, an entirely different set of upside elements would make it rock.

So we’ve provided a set of tools for wisely choosing the realistic upside ele-
ments that together will produce the best possible results for your particular 
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business. It’s a framework for doing so that we call Insight-Based Management. 
The idea is to first understand the type of performance (increased profit margins 
or revenue growth) that your investors, senior management, or a prospective 
buyer of your business, will value most. Then you’ll be able to use the chapter’s 
decision-making framework, the Let’s See spreadsheet tool that comes with the 
book, to pick the realistic set of upside elements that will bring you the best pos-
sible results, and make your business the most valuable it can be.

Part 5—Your Prosperity Design
At this point in the book, you will have given your upside a thorough going 
over, and have a clear idea of the initiatives you want to tackle. In Part 5, you’ll 
work through pulling those initiatives into a prosperity design for your busi-
ness—a plan laying out which elements of your upside you’re going to work on 
when, and how those initiatives will be integrated into your existing business 
and plans. The design will, by its nature, be a living, breathing creation, but 
capturing the starting version will serve as a springboard. The There’s More! 
Framework will light a path for creating your design.

Using This Book
Getting the biggest results increase possible from working through the book will 
take a commitment of time on your part, or better, an unflagging, well-orches-
trated group effort. Boosting results is the core of your role as an executive—very 
little is ultimately more important.

To have the best chance of delivering maximum results, give each of the 
upside-element chapters (2–13) a thorough going over, but, if possible, hold off on 
picking your best shots until you have a complete picture, so you don’t slide right 
past your most promising upside element. Chapter 14, Insight-Based Management, 
will help you decide which elements are, in fact, those best shots, using the Let’s See 
decision tool. By moving through all of the elements over a few weeks, or a month, 
perhaps two, you’ll not unduly delay the benefits, nor will you miss the big one.

However, you might already be well aware of a quick win or two that you'd like 
to pursue, or are pursuing. In that case, you can work through the chapters about 
those quick wins, then tackle the others, but please read the rest of this chapter.
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About the Tapping Your Upside exercises… They’re opportunities to figure 
out what you’re going to do as a result of what we’ve just covered. The intent is 
to get you to internalize the chapters’ lessons, take a good hard look at how you 
and your business now operate, and figure out how you’re going to make things 
better. These exercises will help to make your career. Do them.

What You’ll Need (Later)
The book will walk you through the entire process of tapping your upside to 
boost results. To do so, you’ll need to bring a few numbers-based insights to 
bear. This is done with the chapters’ Tapping Your Upside exercises, and Let’s See. 
Given good input, it will reveal your best shots.

You can download Let’s See, and the book’s tools and extras, by visiting:
www.theupsidewithinreach.com.

You will also need:

 � To pick a business to work on. If you have several, focus on one of the 
biggest, and one for which improving its fortunes will have a major 
impact on the company’s overall value.

 � A recent full-year P&L for that business, showing operating results (or 
projections, if you’re just starting).

 � Its full-year unit sales.

 � A solid sense of how unit sales rise and fall when prices change in that 
business—fancy name: price elasticity. It’s the percentage change in 
unit sales divided by the percentage change in price, and it’s almost 
always a negative number (unit sales drop when prices rise).

 � An estimate of the inflation rate.

We’ll use the above in Let’s See to calculate the profit and revenue gains that 
the various upside elements can bring. Chapter 14 is basically a guide to using 
that tool. Its Tapping Your Upside exercise is to use Let’s See on the business you 
chose, above.

As you work through each of the upside-element chapters, do its Tapping 
Your Upside exercises and record your improvement estimates on the Upside 
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Element Assessment worksheet following the book's index. Now or later, you 
should also fill in your estimates of how risky and how doable pursuing that 
upside element is, what it will cost in terms of your capital and expense budgets, 
and what resources you’ll need to pull it off.

Once you get to Chapter 14, Let’s See’s The Chooser worksheet will use 
all of that information to help you decide which upside elements are your best 
shots, so you can get on with planning how you’ll pursue them and the results 
increases they’ll bring.

Clearly, this takes work. It’s also why you have your job: to create a prosper-
ous business. It’s the most important job in your business, and no one else has 
the wide perspective needed to tackle it. You can lighten the load by getting all 
the help you can from your team. Rowing together is great fun!

Now, on to the beginning!
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"I just love your company!" 

—Your Customer

C h a p t e r  2

Creating Zealous 
Customers*

Revenue. Without it, you don’t have a business. Revenue comes from custom-
ers—who either buy what you offer, or buy from your competitors, giving them 
the revenue and clobbering your profits.

The cost of losing customers is made clear in the work of Frederich Reichheld, 
who wrote, in 1996, that the cost of disloyalty stunted corporate performance by 
25 to 50 percent, and sometimes more.9 He and his Bain & Co. colleagues also 
showed that a 5 percent increase in customer retention resulted in a 25 to 100 
percent increase in the value of the average customer.10

This realization begat rewards programs, which do work but are essentially 
bribes. If companies stop funding the bribes, customers are left without a major 
reason to continue buying.

The approach we’ll take here is different: create emotion-based loyalty, 
which can also be much less expensive and much more powerful. We see this 
in the behavior of consumers who flock to U.S. supermarkets like Trader Joe’s. 
In the words of Mitch Goozé, president and founder of the Customer Manu-
facturing Group, “They don’t have a ‘loyalty program.’ They have the Trader 
Joe’s experience.”11

* Portions of this chapter are excerpted from the author’s July/August 2009 Chief Executive article.  

 Used by permission
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Another zealous-customer creator is the legendary Wegmans.12 Their com-
pany’s driving force: “Every Day You Get Our Best.” Whose job was it to create 
that driving force, and to make it the foundation of their culture?

So your job as an executive has a missionary aspect: turn your current 
customers into zealots—people who love your business. Do the same with 
your prospects—your competitors’ customers. Because the strongest revenue 
per customer comes from the zealous: enthusiastic believers in your business 
and in what it offers. That’s because zealous customers will be delighted to buy 
again, often without even considering the competition. They’ll also tell others 
why they bought from you and suggest they do likewise.

Getting people to love your business is very different from rewards incen-
tives. Creating the love, emotion-based loyalty, is achievable, but it does require 
leadership—particularly, the ability to inspire—see Wegmans, above. 

Those few businesses that I recommend to others tend to be based on prod-
uct designs that show a genuine care for the customer: Subaru (you know you’ll 
get where you need to go, in any weather); ThinkPad laptops (design, quality, 
reliability), and the Japanese retailer Uniqlo’s clothing (their clothes keep you 
warm, without reminding you that you’re wearing them), and they provide a 
wonderful in-store experience (ready help from floor salespeople, and a mov-
ing-right-along checkout process, even on Black Friday).

There are also a handful of others, service businesses that I interact with 
personally, and feel zealous about.

One is R.W. Auto Repair, in Little Silver, NJ, started in 1978 by its owner, 
Bob Wichmann. He was recommended to me by my lead salesperson in 1984. 
Besides being knowledgeable, capable, honest, transparent, and wise, Bob really 
cares about his customers. I’ve found that his advice is always in our best interest. 

In 2019, I was chatting with a local pharmacist and Bob’s name came up. 
It seems that the gearshift on the pharmacy’s delivery van had come off in the 
driver’s hand. They towed it to the dealer, who estimated that the repair would 
cost $2,000. (The van wasn’t worth that.) So they towed it to R.W., where Bob 
looked at it, inserted a screw to hold the gearshift, and sent the van off, no charge.

My now-retired lead salesperson also remains a customer. Thirty-five years 
of a healthy business in a community: a quiet, yet very loud, lesson…

If you’re lucky, you might have a few of these businesses in your life. Why 
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do you feel zealous about them? Can you use the same reason to create zealous 
customers for your business?

The upside element in this chapter is the difference between the revenue 
created by one-time, satisfied customers, and zealous customers. Its potential is 
substantial, or better. Consider:

 � Are prospects more likely to buy from a firm they get enthused about?

 � What’s the additional revenue potential from the long string of repeat 
purchases that zealous customers make?

 � How many new customers will you get as a result of your zealous 
customers’ recommendations and general word of mouth?

Creating zealous customers is about first winning hearts, then minds. It’s 
rooted in the customer’s or prospect’s emotions.13 It’s not at all about rewards 
programs. Nor is it even mainly about metrics like Net Promoter Score (what 

which companies use to try to get their people to deliver solid service.14

It’s more about creating a powerful emotional bond with customers—to 
have them feel that your business really cares about them, is trying to make 
things better for them, and is trying to do so consistently. The best examples I 
know of are the inspiring stories in Ken Blanchard’s book Raving Fans: A Revo-
lutionary Approach to Customer Service—too long to treat here, and better told 
in original form.15

Executives need to take the lead in creating those positive emotions—
because every part of the company will have a role to play in bringing them 
about, and everyone will need to be clear on what they need to do. As we’ll see, 
it’s not a problem that can be laid in the laps of brand managers, the market-
ing department, or those responsible for customer service. It’s a culture shift, if 
you’re not yet there.

There are three prerequisites—necessary conditions—that have to happen 
in your business in order to evoke the emotions felt by zealous customers, and 
the revenue upside that will come from it. A business has to bring about all three 
of these necessary conditions, or the effort won’t succeed to anywhere near the 
degree it can.

percentage of customers would recommend the business to their friends), 
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Necessary Condition 1: Simple Respect
The first thing that you need to do as an executive is to get your customers and 
prospects to believe that your business really cares about, and respects, them 
as people. Not wallets. For many businesses, this is a huge shift in the way they 
think and act. 

All humans, when we encounter someone for the first time, make a near 
instant assessment of them, subconsciously. We want to know, to put it in the 
language of the sixties, where they’re coming from. What are their intentions?

You can try this simple experiment with the next few people you meet for 
the first time and observe their reactions. 

1. For some, show up wanting something from them. It could be a getting 
them to buy something, take a survey, go on a date, etc. 

2. For others, show up expecting them to treat you like you’re better than 
they are. 

3. Finally, show up with the simple intention to be their friend. No agenda 
(other than to be helpful if you can), no airs, no judging. 

What did you notice? Let’s go through them:

1. We humans can “smell” someone who wants something a mile away. 
The problem is that because prospects perceive that you’re up to 
something, they won’t trust you, and rightly so. The relationship you 
want won’t begin to form because of that lack of trust. Yet how often do 
businesses start a conversation with some form of, “Wanna buy this?” 
or a premature attempt to qualify the person as a legitimate prospect. 

2. If you try to position yourself as better than they are, not only will the 
relationship fail to form, but they’ll likely as not write you off as a jerk 
(more colorful words, and hand gestures, can also be used to describe 
this reaction). Yet how often does a business begin a conversation with 
some form of, “We are great, [big, famous, etc.] buy our stuff!”

3. When you show up without an agenda, or just wanting to help, the 
other person feels respected and at ease. They are open to a relationship. 
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One way to put a new relationship on this footing is to begin by 
alluding to a problem the other person might be facing.

Before anything else, we want to know whether the other party (1) believes 
that we’re important, and (2) will treat us as such. Only if their intent is pos-
itive and the respect for us is there will we be open to the possibility of a 
relationship. Showing people that you think they’re important and appreci-
ated is powerful. Examples:

 � If you’ve ever left a holiday tip (or a 6-pack) out for the trash collectors, 
you’ve no doubt noticed how everything you later need to dispose of, 
even if it’s excessive, is taken away.

 � A man was having a house built. Every few days, he would go see 
how it was going and bring coffee and donuts for the workers. Upon 
completion of the house, he remarked to a friend how many nice 
touches were in the house that he never expected, or paid for.

 � A well-regarded, privately held firm that manages retirement accounts, 
untarred by financial-crisis debacles, noticed that in the first month 
of 2008’s Great Recession, its call-center volume had spiked, because 
people were nervous. Some calls were dropped because of longer-than-
normal wait times for a representative. But the firm had the account 
and phone numbers of those who had decided not to wait. They 
brought in their call-center staff on the weekend and called all of those 
account-holders back.

Most people who hear that story think it’s wonderful. The sad truth is that 
response should be normal. Now what about the opposite of respect? We’ll call it 
by its street name, “dissing.”

This really happened to me. I stopped in to a Verizon Wireless store one day 
to try out some of their phones and to get my questions answered. There were 
three sales reps on the floor, all serving other customers. By interacting with 
one of their “floorwalkers,” I put my name in their “waiting for a rep” queue, 
and my number in line showed up on a display board. I was 2nd in line. A 
few minutes later, I was 4th. When I asked the floorwalker what happened, he 
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explained that “VIPs” (whoever they are) can jump the queue to get service. I 
had Verizon accounts for both residential and business service, and for wireless. 
What am I, chopped liver?

It would be hard to overstate the level of “grrr...” this induced. And it was 
designed to function this way! GRRRR!

Customer defections are a major, avoidable revenue leak.

Necessary Condition 2: Be “For Them” 
Customers’ feelings about the companies they do or 
don’t buy from fall on what we’ll call the Passion-in- 
Customers Spectrum. 

At the problematic bottom of the spectrum is a 
passion we’ve seen many companies evoke in custom-
ers: “No way, no how, will I ever buy anything from 
you again!” These are people who have been “dissed.” 
Poster child: Dell’s offshoring their tech support some 
years back.

Dell’s senior management made what looked like 
a necessary decision from a cost perspective (cheaper 
PCs no longer permitted high-cost support).

What they didn’t fully appreciate was that their 
customers thought they had a relationship with Dell. 
They liked the company and bought their products. And you’d get a lot for what 
you paid, even if there were some soon-to-arrive issues like key tops falling off.

Then Dell, by offshoring its support, badly, conveyed to its customers that 
they, and their technical issues, were not important. This included a support pro-
cess, which someone actually designed, that drove Dell’s technically troubled 
customers straight up a wall. Dell suffered “The Revenge of the Dissed,” and its 
CEO at the time is now “former.”

Worse, in May 2007, the then New York State Attorney General, Andrew 
Cuomo, sued Dell, claiming that, “At Dell, customer service means no service at 
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all.” According to The New York Times, Mr. Cuomo said that the suit was filed 
after talks with Dell executives failed to resolve the issue (a new high in lows in 
the annals of brand management).16

Once a customer perceives that they’ve been disregarded by a company, is it 
even possible to get them back? I haven't been. 

At the next step on the Passion-in-Customers Spectrum are the uncommit-
ted. These people have no strong opinions about your products, services, brands, 
or business one way or the other.

Further up the scale are satisfied customers. They have no unresolved issues 
and would buy from your business again. They’ve received good customer care, 
been treated fairly, and regard your offerings as a good value. But these custom-
ers might just “look at another provider” the next time they buy.

Moving customers to the next rung of the spectrum, loyal, requires that you 
create real loyalty. That springs from them liking and trusting your business.

Still further up the spectrum, we find the club members, the customers who 
take part in a like-minded community related to your business. An off-line example 
is the Harley-Davidson (motorcycles) Owners’ Group (HOG). On-line examples 
include literary, product, and fan forums of all stripes, such as mugglenet.com for 
Harry Potter fans, which garnered 208,000 distinct visitors in November 2018.17

Communities work because people have an innate need to belong and 
contribute to groups they’re passionate about. They’ll join, and as long as their 
psyches stay entwined with the community, and your business doesn’t do any-
thing ultra-boneheaded, “they ain’t goin’ nowhere.”

Higher still, we find fans—customers who will enthusiastically tell others 
about your business or what you offer.

Atop the spectrum are zealots—the highest level of customer passion. Zeal-
ots will enthusiastically recommend your offerings to any and all, and not even 
consider using a competing provider.

Beyond respect, what’s the next thing you need to do to create those zealous 
customers?

For me, the key came while watching the film The Mask of Zorro. In the story, 
Zorro (a nobleman in disguise) foils the arrogant colonial governor’s repeated 
attempts to kill, enslave, and abuse the peasants. They in turn were zealous (and 
then some) in their passion and regard for Zorro. The learning lies in why.
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Zorro was for them. If you’re poor, uneducated, oppressed, etc., it’s easy 
to feel that nobody’s for you. Zorro showed them through his actions that they 
were important to him, as was making their lives better. He cared deeply about 
them and their plight, and he put himself on the line.

The film makes vivid the enthusiasm that came back. It came back because 
it’s so rare that anyone really gives a damn.

Lest you think that being for them only happens in movies, consider the 
recent case of the captain of the U.S. Navy’s aircraft carrier, Theodore Roosevelt, 
Brett Crozier, who was fired for trying to protect his sailors.18 And, if someone 

and got him in trouble, it would be only him: he wouldn’t let his willing junior 
officers sign it as well, fearing for their careers.19

Creating the “For Them” Mindset:  
Some Dimensions of Enriching the Customer
The basic idea is well captured in the old saying, “I love you not only for what 
you have made of yourself, but for what you are making of me.” What can your 
business do for your customers that they’ll deeply appreciate and for which 
they’ll want to freely reciprocate? Here are a few powerful ways to accomplish 
that. Visits to the websites of the companies we cite could be instructive.

Teaching

The American Girl historical character dolls (americangirl.com/discover/
historical-characters) provide a deep emotional connection to the situations, 
challenges, and stories of young girls from various backgrounds living in (or 
coming to) America. The company has created a powerful social and learning 
community for these young people, and a deep, ongoing revenue stream.

Teaching and Protecting

You don’t hear much good said about financial-services firms these days. One 
exception is T. Rowe Price (troweprice.com)—for two reasons: their efforts to 
educate prospective investors (kids included) and, based on many years of direct 
experience, I know they have my back. It has long operated with a squeaky-clean 

had to take the blame for writing the plea for help leaked to the newspapers 
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nose. When something (like a fund redemption) does go awry, one of their asso-
ciates will grab onto the problem and ride it until it’s resolved.

Tellingly, a few years back, T. Rowe Price’s fund managers were working to 
ensure that private-equity firms didn’t team up with a company’s management 
to take it private for less than it was worth, leaving public shareholders (such as 
TRP’s investors) the poorer.

Enabling

An oft-cited example of working to improve customers’ lives is A.G. Lafley’s 
legacy at Procter & Gamble (pg.com), in which P&G’s people actually live with 
consumers so they can observe their problems and challenges in P&G’s product 
areas and help to craft solutions. P&G’s Children’s Safe Drinking Water, and 
Live, Learn and Thrive programs are exemplary.

The outdoor equipment retailer REI (rei.com) is another classic practitioner of 
enabling the customer. On its website you’ll find all sorts of outdoor gear, the sales 
pages for which are infused with quality advice for things like not breaking your 
neck, or getting buried in an avalanche. You’ll also find a set of communities by 
activity.

Some enablers help customers show the world who they are. Target’s (target.
com), chic for less, is a good example of this approach.

Other enabler examples: Amazon (amazon.com)—easily finding what you 
want to buy, Google (google.com)—easily finding information, and the Firefox 
web browser (mozilla.org), which has gone all out to protect your privacy.

There’s one other aspect of conveying to customers that you’re really for 
them, best conveyed by this experience. We all have favorite foods. Many have 
brand names. These days the brand names compete with supermarket chains’ 
store brands. Sometimes, in order to pump up their own brands’ sales, the 
supermarket might stop carrying competing brands.

But customers might well wonder, “Whose need is being served here? The 
price might be lower, but I liked that non-store brand—better! Grrr!”

To clearly understand where a business is coming from, customers shouldn’t 
pay any attention to its marketing messages. They can simply watch what it does. 
In the supermarket’s case, what it did made clear whose side they were really on.
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Necessary Condition 3:  
Singing to Customers in Harmony
For the two previous efforts to be effective, it’s necessary that a business, regard-
less of its size, give customers and prospects a consistent and positive experience. 

The challenge is well illustrated by my experience as a Hewlett-Packard 
(HP) customer. Upon buying an HP All-in-One (a combination printer, copier, 
scanner, and fax machine) in early 2006, I was invited to enroll in HP’s free 
online courses on both technical and general topics. I did, found them to be 
excellent, and took several. 

So I loved HP. Until in early 2009, a flimsy plastic piece of the All-in-One’s 
printing mechanism broke. Not only was the part impossible to replace—
there weren’t any, anywhere. After all, “The printer was more than 3 years 
old,” I was told by HP support. Worse, the scanner and fax would no longer 
function if the machine was unable to print. Don’t ask me why; I’m the now 
disillusioned customer.

The problem here was dissonance; various parts of HP were working at 
cross-purposes. The marketers and the training department wanted me to love 
HP. But the product was not designed to be repaired, nor was there an adequate 
supply of spare parts. It was also about as far from being sustainably “green” as 
it could be. There were other HP All-in-Ones in the electronics bin at the town 
recycling center, which is emptied weekly, so I guess I wasn’t the only one.

The point is that unless the executive with “all the buttons” makes it crystal 
clear to everyone that product-design gaffes and other dissonance, e.g. lack of 
parts, are unacceptable, because they enrage customers, we’ll continue to see 
customers like me moving from “zealot” straight down to “no way, no how” on 
the spectrum shown earlier.

HP needed to decide that it would serenade customers in harmony. Those 
voices could say, “We’ll provide you with a quality product that will last and 
can be repaired; we’ll provide training, and support along with it, and throw in 
some relevant education to boot.” That message is internally consistent.

While every company needs to do this; few do.20 There’s that overlooked 
upside thing again…

In a large corporation, where the general managers, the executives who run 
the company’s individual businesses, don’t have “all the buttons,” they and their 



2: Creating Zealous Customers  �  35

division heads will have to enroll the CEO and their peers in getting everyone 
to “sing in harmony” to customers. 

It won’t be easy; just remunerative.

Pitching Versus Enriching— 
The Revenue Impact of How Your 
Business Thinks About Its Customers 
The diagram below shows the typical way that a business goes about selling 
to prospects and customers. The prospect is treated as an object who might 
buy, rather than as a person. The business makes offers, often based on price, 
to someone who’s emotionally unengaged. Note the thin lines leading to the 
revenue pot. We call this pitching.
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In the next diagram, below, we see an engaged, enthusiastic customer. She 
feels respected, and has gotten value from her purchases and experiences as 
a customer. She looks like a promoter of the company. Her feelings and their 
intensity are reflected by the wider arrows leading to the larger pot of revenue. 
This is the direct result of enriching.
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TA PPING YOUR UPSIDE:

Customers and Prospects
In this chapter, we’ve come to understand that creating zealous customers, 
and inducing prospects to join their ranks, requires that three things happen: 
respect, being for them, and singing in harmony. Take some quiet time to work 
carefully through how you’ll accomplish them in your business:

1. What would be the percentage increase in your revenue if every  
one of your customers never bought what you provide from 
another company?

2. What percentage of your current customers behave like that now? 

3. What could you realistically increase that percentage to? 

4. What would that realistic percentage mean in terms of:

Additional revenue? $ 

Increase in profit? $ 

Profit-margin improvement (profit/sales): Now? %  

If that realistic percentage increase happens? %

5. If it seems worthwhile to work on this upside element, what 
specific things will you do to get your customers and prospects to 
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believe that your business really cares about, and respects, them 
as people? 

6. What will be your business’s customer mindset:

Its way of thinking about the customer that everyone in your business 
will need to embrace? To be ultra-clear, this is about what customers 
and prospects will come to believe about your business, based on their 
direct experience with it. It’s not at all about what your business thinks 
they believe.

7. Put yourself in your customer’s or prospect’s position and take 
careful notice of “where your business is coming from”—its attitude. 
What, if anything, needs to change? 
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8. What, specifically, will you do for customers that clearly enriches their 
lives? See the examples of being “for them” earlier in this chapter. 

9. How will your business make being “for them” happen?  
Who will do what?

10. What will you do to make sure that the message(s) you committed 
to sending to prospects and customers in the answers to 
questions 8 and 9 get delivered at every touch point? In other 
words, how will you make sure that your business “sings in 
harmony” to them?
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11. What will you do to continue to enrich your customers, far into 
the future?

12. What is your hiring model for customer-facing people and their 
managers? What skills and personality characteristics do they 
need to have? How will you try to ensure this?

13. Same question as #12, for the company’s customer-facing and 
marketing leaders, those who set the organization’s “tone” with 
respect to customers?
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UPSIDE A SSESSMENT:  
CRE ATING Z E A LOUS CUS TOMERS

Roughly estimate what putting more effort into developing zealous 
customers will bring, and take…

Increase in:  

Revenue   %     Profit    %     

Profit-margin   %

Cost (expense-budget) impact  ($ or %)   

Capital-budget impact  ($ or %)   

Riskiness (0–9)   %     

Likelihood of actually happening (0–9)    %

Absorption of:  

Management time   %     

Market-research/ethnographic resources    %     

Customer-enrichment-program resources   %

Other resources   %     

Enter the above into the Creating Zealous Customers row in the Upside 
Element Assessment Sheet, just before the last page.

−

And so, with plans for creating zealous customers in hand, we move on to 
equally powerful upside elements: your value proposition and the promise that 
is your brand.
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