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Some introductions…

Charlie established The Foundation in 1999 with the aim of helping organisations be more successful by being better for their 
customers – in strategy and leadership, proposition and real world experience. 
Clients include LNER, Vitality, HSBC, Cancer Research UK, The National Trust, John Lewis and more.
His book about customer-led success, The Customer Copernicus, was published in 2021 and explains why something that looks 
attractive and obvious is rare and, even when achieved, usually temporary. 
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Being customer -led much claimed, little seen

“There are many ways to center a business. You can be competitor 

focused, you can be product focused, you can be technology focused, 

you can be business model focused, and there are more. But in my view, 

obsessive customer focus is by far the most [effective]”

“Earning lifelong relationships one customer at a time, is fundamental to 

achieving our vision.”
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Being customer -led much claimed, little seen

“There are many ways to center a business. You can be competitor 

focused, you can be product focused, you can be technology focused, 

you can be business model focused, and there are more. But in my view, 

obsessive customer focus is by far the most protective of Day 1 vitality”

Jeff  Bezos, CEO Amazon

Letter to Shareholders, April 2017

John Stumpf, Chairman and CEO Wells Fargo

Letter to Shareholders, February 2016

“Earning lifelong relationships one customer at a time, is fundamental to 

achieving our vision.”



1. To define what being customer-led means 
and why it matters

2. To show how inside-out and outside-in 
perspectives differ

3. To share two practical approaches to help 
you do it well

4. To share headlines from a new report on 
why being human is an advantage

Aims for this session
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Being customer -led is obvious and attractive
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Being customer -led is obvious and attractive

It’s often claimed and talked about, rarely done for real…



Revenue only comes from 
earning customer decisions in 
your favour

Not from products or services



The word ‘customer’ 
is an imperfect shorthand



Customer more usefully means
‘the people your organisation serves’



Being ‘customer -led’ means…

… listening to customers and 
doing what they say?



Understanding the 
problems customers need 
to solve or the outcomes 
they want…

…then finding new and 
better ways to solve 
those problems or meet 
those needs.

Being customer-led means….
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Understanding the 
problems customers need 
to solve or the outcomes 
they want…

…then finding new and 
better ways to solve 
those problems or meet 
those needs.

Being customer-led means….

For example…
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Why so hard?

Inside-out, 
business-led

Outside-in, 
customer-led

Lives and ambitions

Problems and frustrations

Competitors and alternatives

This organisation and offer
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The questions we ask are usually inside -out

Customer-centric
What really matters to them?

Competitor-centric
What do they think of our competition?

Self-centric
What do you think about us?

Most organisations' customer 
research is focussed here

Their real 
world and 

real life

Their hopes
and

ambitions

Their home Their 
businessTheir real world 

and real life

Their hopes, 
ambitions and 

jobs to be done

Your organisationThe services they 
use to help

The things that 
get in the way

Their perfect 
solution 

Their family, 
home, career or 

business



An outside -in perspective helps 
you see who the real competitors 
are for customers’ decisions…



“To be the nation’s favourite 
bus operating company”
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“To be the nation’s favourite 
bus operating company”

• Measuring success through competitor 
benchmark tests

• Pricing aggressively against other bus 
operators 

• Showing only your bus routes on your app

• Not accepting other bus operators' tickets 
– and selling day passes which only work 
on your buses
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An inside -out perspective tells us bus operators’ competition is 
other bus operators
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An outside -in perspective shows the true competition as other 
modes of transport – or not travelling at all
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“To get London moving”

Thankfully someone gets it…
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A useful model outside -in perspective on your competitors 
and alternatives…

Alternatives

Adjacent 
Competitors

Actual 
Competitors

The 3A’s model
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For example…

A Mars bar

Alternatives

Adjacent Competitors

Actual Competitors

DISTRACTION – INSTAGRAM or TV
TREATS / REWARD – GLASS OF WINE

BOOST – COFFEE, GOING FOR A WALK

SNACKS – SWEETS, CRISPS, NUTS, 
ENERGY BARS

OTHER CHOCOLATE BARS
SNICKERS, YORKIE, CRUNCHIE
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For you in your world…?
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Immersion – for customer -led belief on a specific issue

• Inconvenient customer truths – 
customer immersion

• Doubt we can do things differently – 
parallel immersion
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Honest truths – from Customer Immersion
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We COULD do things differently – from Parallel Immersion



The Human 
Experience 
Advantage:

How organisations turn being 
more human into a competitive 
advantage
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We judge organisations  
the same way we judge 
people…



Patterns not parts

We don't audit the people we choose to keep in our lives.

We just notice - over time - whether they show up. Whether 
they're the same person every time. Whether they do what 
they said.

Customers are doing the same thing to you. Not scoring 
your parts but reading your pattern – your behavioural 
fingerprint



What would you do if your partner:
 

• Didn’t answer your calls

• Wouldn’t let you message them

• Didn’t keep their promises

• Made you organise anything you did together

• Spoke in words you couldn’t understand

• Blamed you when things went wrong

• Was nicer to new people they just met than to you



Behaving in human ways isn't a 
soft, feel -good idea. 

It aligns with the decision -
making architecture your 
customers already carry.
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The 7 behaviours  of a more human organisation



70%
of brand consideration is explained by
the seven organisational behaviours.

This holds consistently across every demographic group and category we tested



Which behaviour do you think most 
impacts consideration?
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The order of infl uence 
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What they SAY matters most

#1  Straightforward  (22%)

#2  Responsible

#3  Respectful

#7  Proactive  ← ranked last

What ACTUALLY earns consideration

#1  Consistent  (13.2%) ← the real #1

#2  Straightforward  (11.9%)

#3  Accessible  (10.4%)

#7  Proactive  (5.1%) ← still last

What customers say matters isn't always what earns their 
consideration



So, who has the
Human Experience 
Advantage?



The brands that scored highest in our research are:

The 'winning' brands aren't the ones you expect
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What the winners appear to have in common

They promise within their capability

Greggs doesn't claim to be fine dining. Tesco doesn't 
posture. Nationwide doesn't say it's disruptive. Each keeps 
expectation and delivery tightly matched.

They have operational depth

Consistent scores are built on mature supply chains, 
scaled processes, and dense physical footprints. You 
don't get there by accident.

They know who they are

They have a clear vision for how they want customers to 
experience them, how they wan to be distinct from 
competitors and alternatives  

They manage expectation, not just experience

Apple and Virgin set very high expectations. When they 
miss, the gap is visible. The top five keep that gap small 
— by design.
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Scan the QR Code to download the report



1. Why being customer-led matters

2. Customer-led definitions 

3. Taking an outside-in perspective

4. Customer Immersion

5. Parallel Immersion

6. The Human Experience Advantage

Session takeaways
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We are the 
Customer -Led 
Growth Consultancy
An independent growth consultancy that, since 
1999, has helped brands and businesses pioneer 
on behalf of customers.

Being customer-led is not just doing what 
customers ask. 

It’s understanding the problems they need to 
solve or the outcomes they want…
…then finding new and better solutions.

This is the foundation of sustained success.
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We help brands and businesses pioneer on behalf of the people 
they serve, creating sustainable, commercial success as a result

Developing Pioneering 
Propositions and Experiences

Creating trailblazing products, services and 
experiences that make life better for customers, 

achieving lasting success as a result

Building 
Pioneering Organisations

Growing the leadership, culture and capabilities 
to make customer-led decisions from the 

boardroom to the front line
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Customer Immersion
Understanding and empathising with what matters to customers no matter 
how inconvenient. Achieved through direct, first-hand experience of their 
lives and personal conversations, adding impact to conventional research.

Parallel Immersion
Getting new ideas and, crucially, belief that they can work, by listening in 
person to honest stories from leaders from organisations in other sectors 

who have successfully tackled challenges with similarities.

Recognised that building a 
relationship with customers is a matter 
of earning trust over time and doesn’t 
mean things always need to go well

… after hearing from psychologists, 
scientists, and ex-military intelligence 
offices

Recognised that returning the company 
to health relied on embracing 
distinctiveness not following the 
industry…

… after hearing from leaders at Lego, 
O2, Pret a Manger, Jaguar Land Rover, 
Metro Bank and IKEA

Recognised the limitations of ‘ready meals’ 
after accompanying customers on a weekly 
shop then cooking and eating dinner with 
them, exploring the future of convenience 
food

They saw for real people’s well-meaning 
claims to eat healthily while in practice doing 
much that contradicted, for good reasons the 
Samworth team now understood

Recognised big problems with 
investment propositions after each 
‘adopting’ a customer in a month-long 
online community, confronting them with 
challenging perceptions of banks and 
investment institutions

The team saw decision-making was 
fundamentally emotional not functional, 
unlike their own.

We create the conviction to get into action by connecting the hearts 
and minds of people across organisations to what customers really 
value and then find new and better ways to create that value



Leading to a 70% reduction in complaints, 
and #1 ranking among utilities companies in 

the UKCSI 2020
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Our work helps organisations earn more customer decisions 
in their favour, creating significant commercial value

Supporting a successful turnaround through a 
strong proposition, an energising purpose 
and a service model with Foodmakers and 

Shopkeepers at its heart

From four years of like-for-like sales decline 
to 14 consecutive quarters of growth, 

operating profit of £432m in 20/21 and a 
private equity sale for £9.97bn in mid-21

Going beyond the regulator to build trust 
with a customer-led growth plan

Creating an ‘empathy training 
programme’ for 700 Mortgage advisors

Increased NPS by 10—15 points, halved 
repeat call volumes, and increased 
colleague engagement by c.15%

Inspiring fearless style not fashion 
followers through a new customer-led 

brand strategy

Contributing to 9% revenue growth to 
£210m for the year to March 2018 

following the rebranding
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As a result, we’re trusted by leading brands and businesses 
with critical and ambitious growth challenges 

How can we reach out to supporter 
communities in ways they value, 

earning more decisions to support?

How do we create a great 
experience for our eclectic 
range of B2B customers?

How do we put customer centricity at 
the heart of our strategy in a 

meaningful, competitive way?

How can we create a compelling 
global customer experience in a vast 

and complicated global bank?

What’s the future of individual giving 
and how do we become supporter 

not product-led?

How can we decisively increase retention 
across our global customer base, and catch 

up our German competition?

How can we be more valuable 
to people, in a world where the 

NHS is under such pressure?

How can we create Europe’s most 
loved travel service?

How can we grow genuine relationships 
with our merchant partners from a start 

point being seen as arrogant?

How do we grow belief that a failing 
business offers unique customer value 
and has a purpose worth fighting for

What’s the real meaning and value in 
having an ‘emotional connection’ with 

customers, and how do we do it?

How do we become a true 
customer pioneer in a troubled and 

unloved category?



@TheFoundation

The Foundation – The Customer-Led Growth Company

www.the-foundation.com 

+44 (0)20 7255 8720

info@the-foundation.com

The Foundation – The Consumer-Led Growth Company

www.the-foundation.com 

+44 (0)20 7255 8720

hello@the-foundation.com


