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Background 
From March 6 - April 4, 2002, Torsten Johanssen and Sam Smith of Emergent/ICS conducted one-hour 
interviews with 52 AirWave Wireless senior executives and employees to explore how the brand message 
can be better internalized by the entire organization and delivered at every point of customer contact. Of 
this number, 38 were individual interviews with managers, directors and vice presidents, and the 
remainder were involved in three focus groups with customer care advocates, business and retail sales 
representatives. The VPs and Senior VPs are identified as “executives” in the quotes in this report, and 
the managers and directors identified as “managers.”  A list of the departments represented in the study 
can be found in the appendix on the last page. The purpose of the study is to ensure that every contact 
point is living and breathing the customer brand and delivering on the message of end-to-end clarity. It 
gauged:  
 

• their awareness of the AirWave Wireless brand message; 
• the effectiveness with which they feel they are delivering on the brand message at their various 

customer and support touchpoints; 
• their perceptions of barriers and disconnects that hinder their ability to deliver on the promises 

AirWave Wireless makes in its external messaging; 
• how the forthcoming 3G launch is affecting/is expected to affect their ability to deliver clarity 

across their various customer and support touchpoints; and, 
• their perceptions of how other AirWave Wireless business units and departments are performing 

against the end-to-end clarity brand message. 
 
The study was sponsored by Jane Plainville, David Herr and Rick Ralphs.  

Executive Summary 
 
Executives, managers and line employees of the AirWave Wireless division have a generally strong 
understanding of and commitment to the clarity brand message, but a series of internal and external-
facing policies, practices and infrastructural dynamics compromise the company’s ability to deliver on its 
promise of end-to-end clarity. It is our conclusion that a series of fairly uncomplicated correctives can be 
applied to these operational issues, but in the long term Wireless will have to address the deeper 
corporate ideology of entrepreneurship and acquisition focus from which most of these problems derive. 
 

Strategic Overview 
 
Most of the tactical challenges identified in this report flow, either directly or indirectly, from two high-level 
strategic factors.  
 
The first issue is the wireless division’s overarching strategic commitment to clarity (or a lack thereof). 
There exists a fundamental disconnect between the company’s stated brand pledge – end-to-end 
clarity – and the reality of its daily operations, in which an obsession over the sheer number of new 
customers (with very little concern for their comparative value) drives a self-defeating, ad hoc “anti-
clarity.”  When push comes to shove, clarity is always trumped by cost, new customer adds or other 
bottom-line considerations. 
 
As this report will demonstrate, clarity is sacrificed so routinely that in places it seems to have no 
credibility left to influence actual policy-making. In the words of one top executive, “clarity is the first thing 
to be thrown under the bus” when it conflicts with perceived “business realities.”  
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The second relates to the company’s core ideology of entrepreneurship. Wireless sees itself as an 
entrepreneurial company, and for the most part its leaders and employees take great pride in this notion. 
In order to appreciate what this means for the Wireless division within the context of the wireless market, 
it’s essential to understand that entrepreneurship equals acquisition. The entrepreneur is, by definition, an 
empire builder. 
 
However, it is one thing to build an empire and another entirely to govern it, and there comes a time in the 
course of all empires where the constructivist impulse must give way to stewardship. That moment has 
arrived for the wireless division, and in operational terms this means that the company’s rage to 
acquisition must now be moderated in favor of a stronger commitment to retention. It is still important to 
grow, but now the growth process must center on expanding the value of the existing base through 
superior service, a meaningful emphasis on high-value customers and better up-selling and cross-selling 
of all existing customers. 
 
Taken together, these concerns suggest that the wireless division needs to redefine the role of brand 
management. Instead of crafting a façade of clarity through the smoke and mirrors of advertising imagery, 
Wireless must now focus on delivering clarity at each point, each moment of customer contact (which is 
where the brand is actually generated, evolved and reinforced). Every contact with the company is a 
microcosm of the brand in the mind of the customer, whether we’re talking about a call to Customer Care, 
a visit to Wireless.com, programming and using the handset, reading the owner’s manual, shopping in a 
retail store or seeing a commercial at halftime of the Bills/Broncos game.  
 
These brand touchpoints absolutely have to speak the language of clarity. Clarity is a connoisseurship 
brand – the “anti-VoiceStream,” if you will – and whatever power it has to compel the loyalty of high-value 
customers is badly compromised when Wireless’ practices and policies continually violate the brand 
promise. Promising clarity and not delivering is worse than not even trying in the first place, because 
failing to meet the expectation amounts to a betrayal of customer faith.  
 
There are other brands out there that could make appealing promises to the marketplace, and if Wireless’ 
commitment to clarity is going to remain little more than lip service, it would be worthwhile to begin 
exploring other options. 
 

Summary of Findings 
 

• Employee awareness and comprehension of the clarity brand message at the managerial level 
and above is generally strong and nuanced, but front-line comprehension of the brand is limited 
to literal voice clarity elements. 

 
• The MarCom organization enjoys a strong foundation of respect and goodwill with company 

executives. As a result, the group would seem ideally positioned as an agenda-setter and 
consensus-builder within the company. 

 
• While the company’s stated commitment to clarity is quite strong, its interactions with customers 

are riddled with policies that severely compromise the ability to deliver on the end-to-end clarity 
promise, a circumstance that is acknowledged at virtually every level within the company. 

 
• One of the most complicated and confounding areas of anti-clarity lies with the company’s 

profusion of plans, plan names and qualification conditions. There are currently as many as 8000 
plans still active in the customer base, and the large number of plans and plan iterations is 
arguably the single biggest barrier the wireless division faces in providing clarity for its customers.  
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• The large array of handsets available to customers, many of which are believed to result from 
opportunistic deals with equipment makers, is also a point of significant confusion. 

 
• The Easy Pay program creates significant barriers to clarity. When a single program targeting 

low-value customers consumes this much customer service bandwidth, it can have profound and 
obvious implications for Customer Care’s efforts to adequately serve higher-yield customers. 

 
• Many interviewees believe that the wireless division is driven too much by a rush to get products 

into the marketplace, a practice that places more value on speed-to-market than it does on clarity. 
In its worst manifestation, Wireless is seen as compromising quality, clarity and customer trust.  

 
• There is broad anxiety over the forthcoming 3G launch. The most common area of concern is 

pricing, with many believing it will be very difficult to explain pricing to sales and care reps, let 
alone customers. 

 
• Company systems, practices and policies create added burdens for front-line employees, and the 

customer experience is frequently degraded by a Customer Care vs. Sales (vs. Sales) dynamic 
within the company. 

 
• The company’s pricing and plan structures actually drive “internal churn” by encouraging creative 

end-runs by retail sales reps aimed at getting existing customers to cancel service, then sign up 
for new service. 

 
• There is no evident focus on or responsibility for retaining profitable customers (or any customers, 

for that matter). The pervasive attitude is reminiscent of a catch-and-release program – once the 
customer has signed the agreement, he or she becomes a liability.  

 
• Conflicting agendas from leadership and a shifting sense of direction creates a reactive 

management and unclear messages. 
 

• The company is perceived as being too short-sighted and tactical in planning, with 15-month 
plans where there ought to be three-year plans. 

 
• There are substantial problems relating to conflicting messaging at different touchpoints. While 

there is a major program under way to address this circumstance (the Knowledge Base project) 
its success is far from guaranteed.  

 
• Front-line employees are victims of severe information overload. Around 3000 separate 

messages are pumped into the Customer Care organization per year, and much of this 
communication is arguably unnecessary, detracting from the goal of clarity within the employee 
base. For instance, in a three-month period last year the script for how to close a call was 
changed no less than 24 times, all of which were variations on “Anything else I can do for you?” 

 
• Internal branding programs like “The Power of Us” and “Hero in a High-Tech World” don’t 

reinforce the Wireless brand and may be siphoning off time and energy that should be used to 
project the clarity message instead.  

 
• The AirWaveWireless.com organization was slammed at every turn by frustrated executives and 

managers. Complaints included widespread problems with response times and uncooperative (if 
not openly surly) attitudes on the part of .com leadership and personnel. 

 
• Many interviewees, including a significant majority at the vice presidential level, expressed 

concerns about the clarity brand message and how it can grow to meet new challenges. This 
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suggests that the clarity message’s ability to lead the company into the future has not been fully 
conveyed to key company leaders. Evidence of the brand’s efficacy should be shared (and 
aggressively so) with the company’s leadership.  

 
Based on these findings, we make the following recommendations:  
 

• Strengthen organizational commitment to the Knowledge Base project (or to a similar program). 
Some mechanism must be installed to insure the consistency of customer-facing communication, 
and without a clear and direct mandate from above, this is the sort of initiative that might starve 
from inattention at the director and managerial level. 

 
• Integrate Marketing Strategy’s “clarity litmus test” across all customer communications 

touchpoints. This step will require a strong “endorse and enforce” commitment, with clear buy-in 
from leaders in all affected organizations and clearly defined mechanisms to insure compliance. 

 
• Stress the importance of life-cycle management mechanisms for both the KB project and clarity 

litmus test. 
 

• In short term, informal linkage should be established between the people in Customer Solutions, 
Sales and AirWaveWireless.com organizations that are responsible for development of customer-
facing information. 

 
• Improve the ratio of resources-to-client demand within the Wireless.com organization. Two 

possible options should be considered: up staff levels, including internally-facing writers, project 
managers, design developers and dedicated business analysts/account execs; or migrate toward 
a distributed publishing model, where SMEs within the various business units are allowed to 
make their own additions and changes to the Web site. 

 
• Eliminate competing internal branding programs. 

 
• Train employees as brand ambassadors. All ongoing training needs to reinforce the brand 

messages, turning employees into 24/7 brand ambassadors. Based on our interviews, we would 
expect this initiative to meet with broad and enthusiastic support across the organization. 

 
• Sales reps need to be better scripted and trained. In particular, reps should be trained to: go over 

the first invoice with the customer in the store; explain, in a positive fashion, the reasons behind 
the sales contract; and review the most important elements of the product and service with the 
customer in the store.  

 
• Begin laying groundwork for streamlining plan offerings.   

 
• Champion integration of the care and sales (retention and acquisition) functions of the Wireless 

organization. The Wireless division must get to the point where Sales understands its critical role 
in the larger customer service process and where Customer Care understands that a key part of 
its function is sales-oriented. In the fully integrated organization we believe needs to be, the line 
between care and sales is very blurry. 

 
• Reconsider Easy Pay, which represents a growing problem for the company, both in operational 

and branding terms. From a branding perspective, Easy Pay is almost built to be a challenge to 
clarity. The demographic and psychographic character of the customer base is not given to clear 
provider-consumer relationships; in fact, this base is going to represent the least sophisticated 
market possible, and is historically the most contentious segment of the consumer population. 
The company’s ability to improve clarity in these relationships is inherently limited by the lack of 
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sophistication of the customers. From a business perspective, we believe the drain these 
customers exert on Customer Care either significantly diminishes or eliminates entirely their value 
to the bottom line.   

 
In summary, Emergent encourages the Wireless division to begin framing its strategic planning and 
tactical execution in terms of “clarity-as-stewardship.”  
 
This report is divided into seven sections. 
 

• We will begin by examining clarity message footing within the Wireless community, noting 
points of concern as well as strengths that can be leveraged by the Brand team.  

• The second part of the report will examine the (primarily externally-facing) “anti-clarity” policies 
and practices at work within the company and the ways in which they compromise the Wireless 
division’s ability to deliver end-to-end clarity across all customer touchpoints.  

• Part 3 will consider internal systems and integration issues that the company must address in 
order to achieve internal clarity, a prerequisite for the coherent external projection of the brand 
message. 

• In Part 4, we will examine significant questions of brand buy-in among company leaders and 
discuss how executive uncertainty within various organizations undermines the Brand group’s 
ability to drive a unified message across all touchpoints; additionally, the report will explain how 
the disconnects from sections 2-3 derive from a single ideology at work within the company. 

• Sections 5 and 6 will outline recommended short- and long-term solutions.  
• Finally, the report will conclude with high-level strategic commentary on Part V and how the 

company can begin taking steps now to evolve a cultural mindset aimed at winning in a 
wireless market whose next five years will be dramatically different from its last five.  



AirWave Brand Audit: 7 

Table of Contents 
Background .................................................................................................................................................. 2 
Executive Summary ..................................................................................................................................... 2 

Strategic Overview ................................................................................................................................... 2 
Summary of Findings ............................................................................................................................... 3 

Table of Contents ........................................................................................................................................ 7 
1. Brand Awareness .................................................................................................................................... 9 

1.1  Employee awareness and comprehension of the clarity brand message at the managerial level 
and above is generally strong and nuanced, but front-line comprehension of the brand is limited 
to literal voice clarity elements ...................................................................................................... 9 

1.2 Managers, directors and vice presidents believe their employees and teams have a fairly strong 
understanding of the basics of the brand ...................................................................................... 9 

1.3 The MarCom organization enjoys a strong foundation of respect and goodwill with company 
executives ................................................................................................................................... 10 

1.4 Quantitative ratings of Wireless organizations ............................................................................ 10 
2. “Anti-Clarity” in the Wireless Division ..................................................................................................... 11 

2.1 Plans ........................................................................................................................................... 11 
2.2 Handsets ..................................................................................................................................... 13 
2.3 Rush-to-Market philosophy ......................................................................................................... 14 
2.4 3G rollout ..................................................................................................................................... 14 
2.5 Anti-Clarity in the Customer Care and Sales organizations ........................................................ 15 
2.6 Conflicting agendas from leadership and a shifting sense of direction creates a reactive 

management and unclear messages .......................................................................................... 18 
3. Internal Communications: Systems, Integration, Policies ...................................................................... 19 

3.1 Lack of integration and coordination ........................................................................................... 19 
3.2 Info overload ................................................................................................................................ 20 

4. Communicating and Evolving the Brand: Wireless Leadership and Clarity ........................................... 22 
4.1 First reservation : Acquisition vs. Retention ................................................................................ 23 
4.2  Second reservation: Voice vs. Data ............................................................................................ 23 
4.3  Third reservation: Consumer vs. Business .................................................................................. 23 
4.4  Fourth reservation: Clarity is becoming “table stakes” ................................................................ 24 
4.5  Some people want the brand message to include coverage ....................................................... 25 
4.6 Implications for clarity .................................................................................................................. 26 
4.7 The Entrepreneur and the Steward ............................................................................................. 26 

5. Recommendations: Short-Term ............................................................................................................. 27 
5.1 Strengthen organizational commitment to the Knowledge Base project ..................................... 28 
5.2 Integrate Marketing Strategy’s “clarity litmus test” across all customer communications 

touchpoints .................................................................................................................................. 28 
5.3 Stress the importance of life-cycle management mechanisms for both the KB project and clarity 

litmus test .................................................................................................................................... 28 
5.4 In short term, informal linkage should be established between the people in Customer Solutions, 

Sales and AirWaveWireless.com organizations who are responsible for development of 
customer-facing information ........................................................................................................ 29 

5.5 Eliminate competing internal branding campaigns ...................................................................... 29 
5.6 Sales and Customer Care should emphasize that customers with warranty problems on the 

handset will get a refurbished phone, not a brand new phone .................................................... 29 
5.7 Train employees as brand ambassadors .................................................................................... 29 
5.8 Standardize sales presentation PowerPoint template ................................................................. 30 
5.9 Sales reps need to be better scripted and trained ....................................................................... 31 
5.10 Initiate an audit of the AirWave Wireless.com organization to consider how best to solve 

resource shortfalls ....................................................................................................................... 32 



AirWave Brand Audit: 8 

6. Recommendations: Longer-Term .......................................................................................................... 32 
6.1 Begin Laying Groundwork for Streamlining Plan and Handset Offerings .................................... 32 
6.2 Champion Integration of the Care and Sales (Retention and Acquisition) Functions of the 

Wireless Organization ................................................................................................................. 32 
6.3 Reconsider Easy Pay .................................................................................................................. 33 

7. Evolving the Wireless Division Corporate Ideology ............................................................................... 34 
Appendix: ..................................................................................................... Error! Bookmark not defined. 

 



AirWave Brand Audit: 9 

1. Brand Awareness 
 
Brand awareness and commitment is surprisingly strong at the Wireless division, especially at the 
managerial and executive levels. This high level of regard provides a strong foundation for future activities 
on the part of the Brand group, and may even represent leverage for expanding the group’s sphere of 
influence. 
 

1.1  Employee awareness and comprehension of the clarity brand message at the managerial 
level and above is generally strong and nuanced, but front-line comprehension of the 
brand is limited to literal voice clarity elements 

 
1.1.1  Nearly all managerial interviewees, when asked to describe the Wireless brand message, 
mentioned clarity. Further, they not only understand the literal voice clarity promise, but most articulated 
the metaphorical “end-to-end clarity” message, citing elements like “ease of doing business with the 
company,” “clear plans and services,” “easy-to-understand billing,” etc. Despite their ability to articulate 
these values, however, only a couple interviewees actually used the term “end-to-end clarity” without 
being prompted.  
 
1.1.2 Another commonly cited attribute of the brand was “technology leadership.” In most cases, this 
term was stated as a self-evident value, that is, being a leader in technological innovation was apparently 
seen as being a good thing in and of itself. Only a very few interviewees articulated the value of tech 
leadership in terms of customer value, the value of innovative technology being that it makes the user’s 
life simpler. 
 
1.1.3 Front-line employees articulated the message of voice clarity, and some included coverage 
issues under the clarity umbrella. However, while aware of the importance of “ease of doing business with 
Wireless,” including easy-to-understand plans and billing, they did not associate these benefits with clarity 
or the brand. 
 

Johanssen/Smith: - What we’ve now said about the idea of expanding the idea of clarity to 
encompass the entire end-to-end user experience, is this the first time that’s been presented to you 
or is this something you’ve heard from the company before? 
- No, that’s a first for me, I didn’t know that. 
- I wasn’t aware of that either. 
- Because remember, clarity at one point was like pin drop and we had that model, so that’s pretty 
much the visual that I have, and so I’ve kind of stuck with that. 
- I think that’s a vision most consumers have too. 
Business sales focus group  

 
1.1.4 Store clutter is widely understood as a problem by brand-aware management, but store 
managers don’t perceive things like additional hangers or banners as violating brand compliance. In their 
minds, brand compliance is a series of things they must do, but they do not appear to see guidelines as 
limiting what they may not do. Most disturbingly, those with the authority to address this problem do not 
seem inclined to do so. 
 

1.2 Managers, directors and vice presidents believe their employees and teams have a fairly 
strong understanding of the basics of the brand 
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Not surprisingly, lower-level employees and those with less proximity to messaging units are seen by their 
managers as having a weaker, less sophisticated sense of the brand. As noted in 1.1.3 above, our 
interviews validate this perception. 

1.3 The MarCom organization enjoys a strong foundation of respect and goodwill with 
company executives 

 
1.3.1 The MarCom group scored highest on the numerical ratings scales (MarCom was the only group 
whose average rating exceeded 4.0 on the five-point scale), and many interviewees offered unsolicited 
praise for the efforts and expertise of the group. Despite being extremely busy, many interviewees said 
they were happy to participate in the audit process and were honored that their input was being solicited. 
 
1.3.2 The strength of the Wireless brand was widely seen as being critical for the company’s future 
success, in fact, we were surprised at just how strongly committed the company’s executives and 
managers were to the issue of the brand. In many companies, including any number of very successful 
ones, brand organizations are sometimes seen as lacking substance or heft. With Wireless, however, we 
encountered a respect for the Brand team and its mission that in places bordered on reverence. 
 

If anybody’s got it right, they /the marcom group/ really have it right because I think they definitely 
portray that message. If you look at our advertising, if you look at our materials, it portrays that 
message… I think they do a great job of delivering that message, and they’re very rigorous around 
“does it meet this criteria before it hits the press?” before it goes out. 
Wireless Customer Solutions executive 

 
1.3.3 Given that the MarCom group is so well-regarded among company leaders, including many 
whose responsibilities lie outside the sphere of marketing, the group would seem ideally positioned as an 
agenda-setter and consensus-builder within the company. 
 

1.4 Quantitative ratings of Wireless organizations 
 
We asked each interviewee to rate his or her team on the following question: “How well does your team 
deliver on the end-to-end clarity message on a 1-5 scale, where 5 is ‘extremely well’?” Their average 
score on this self-evaluation question was 3.6. We then asked interviewees to rate other organizations on 
the same criterion: “How well do the following Wireless teams deliver on the end-to-end clarity message?” 
(We did not ask these questions of the focus group participants.) 
 
The table below indicates interviewee responses: 
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0 1 2 3 4 5

MarCom

Marketing Strategy

PR

Consumer SBU

Internal Communications

Network

Subscriber Equipment

Retail Sales

Product Development 

Business Sales

Business SBU

Legal 

Finance

Customer Solutions

Wireless.com

 

2. “Anti-Clarity” in the Wireless Division 
 
While the company’s stated commitment to clarity is quite strong, its interactions with customers are 
riddled with policies that severely compromise the ability to deliver on the end-to-end clarity promise, a 
circumstance that is acknowledged at virtually every level within the company. 
 

Is a customer hearing clarity /from marcom/? Absolutely. But is that what they’re experiencing? No, 
it’s not. 
Wireless Customer Solutions executive 
 
I think that in many regards our internal vision of how that promise would be delivered would be a 
lot more like the simplicity and clarity of a Southwest Airlines service, and I think that what we 
actually deliver at times feels more like the post office or the Department of Motor Vehicles.  
Wireless Marketing executive 
 
Let’s say that we’ve got 40,000 people in Wireless division, 18,000 of which are customer care 
people.  Isn’t that a problem statement?  What’s wrong with this picture? I’m just saying when 
you’ve got 35% of your business sitting at a desk answering complaints, that ain’t good.  
Wireless Executive 
 

2.1 Plans 
 
One of the most complicated and confounding areas of anti-clarity lies with the company’s profusion of 
plans, plan names and qualification conditions. The large number of plans and plan iterations is arguably 
the single biggest barrier the Wireless division faces in providing clarity for its customers. 
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2.1.1 There are currently as many as 8000 plans still active in the customer base, a factor that adds 
significant complexity to the challenge the company, and its customer care advocates in particular, must 
overcome in order to assure clear service for customers. This is especially troublesome when the 
customer wants to change plans, something that happens on a daily basis. 
 

But even though our competitors offer one rate plans and you pay a premium for that benefit, you 
overpay for that capability, but they’re very easy to understand, very compelling sales arguments. 
Since we have many buckets of minutes, many rate plans, special deals, promotional deals, credit, 
handset subsidies, our discounts for enterprise customers, it’s very difficult to fairly articulate all the 
moving parts that we offer… You’re AT & T, we’ve got one rate, we cover everybody is a pretty 
crisp message.  
Wireless Sales Executive 

 
2.1.2 Many of these plans are confusing due to nomenclature issues, rollout schedules and volatility 
resulting from competitive jockeying. For example: 
 

2.1.2.1 In one case there are two “Family Plans,” with multiple offers and qualifiers, so that in 
effect you have 12 plans instead of two, all masquerading under the same name. 

 
It’s a Radio Shack ad, it ended on February 28th and the four offers is a price plan which has a 
couple of key points underneath it. It has a $50 mail in rebate, a $30 instant rebate, and a $50 
Radio Shack gift card…Well, you’ve got to have the right credit class, you’ve got to be a new 
customer, you’ve gotta sign a one-year term agreement, you’ve got to do the mail-in rebate. 
There’s four or five things you’ve gotta do to get a $49.99 phone… 
We’ve got two plans right now that we call both of them family calling plans and they have 
completely different terms. And we see both of these plans come in from two different groups within 
marketing. One is from the customer management side, and the other’s from the consumer SBU 
side. And they don’t mesh together really. 
Wireless Law Department Manager  

 
2.1.2.2 Advertising for the recent “Short Messaging” promotion said it started mid-April, but 
Customer Care thought it was under way earlier, and the Web page was “under construction” 
until May 1. 
 
2.1.2.3 During last year’s “Holiday Sale” nine changes were made to a single promotion in 
response to competitive moves. 
 

The time between Thanksgiving and Christmas /last year/, we literally had nine different changes to 
the same promotion within that time. And I have some five to six thousand distribution points, 
meaning different stores in my region. So you can imagine having to go out nine different times 
within those four weeks to those five thousand points to retrain.  
Wireless Sales Executive 

 
2.1.2.4 Customer Care advocates indicate that the company always has contingency promotions 
in place that can be launched in the last two weeks of a quarter if it appears the company is in 
danger of missing its targets. This seems to happen less frequently now than in the past, but an 
institutionalized practice of “hot-shotting” the numbers at the end of a quarter contributes directly 
to the plan profusion problem, and also creates additional drains on training and service 
bandwidth within the care organization. 
 

The biggest challenge we have is unclear pricing… If you’ve got to have this much disclaimer, 
chances are there’s something amiss up above in what you’re trying to communicate.  
Wireless Marketing Manager 

 



AirWave Brand Audit: 13 

- Like the Samsung 8400. I didn’t even know we had that phone until I saw it on the commercial.  
- Well, I found out about it when a customer called and said I need to program this phone, and I 
saw the tag /on Velocity/ and I’m like, okay, we have a new phone… 
- It’s hard because information come out so quick, we just don’t have time. And if you’re off for 
three days. It’s like I don’t have a clue, and I don’t have time to catch up. Because the minute you 
sign on, you have calls coming in and you don’t have time to go back and look to see what 
happened  
Customer Care focus group 
 

2.1.3 The Easy Pay program creates significant barriers to clarity. In addition to specific problems 
associated with execution of the program itself, which will be detailed later in the report, customer care 
advocates indicate that confusion over Easy Pay dominates their work days. In some cases, these front-
line employees say that over 90% of the calls they receive are from Easy Pay customers. When a single 
program targeting low-value customers consumes this much customer service bandwidth, it can have 
profound and obvious implications for Customer Care’s efforts to adequately serve higher-yield 
customers. 
 

2.2 Handsets 
 
The Wireless division offers a wide variety of handsets to its customers, ostensibly in order to provide a 
total solution that makes as much sense as possible for the individual customer. While a worthy goal, this 
policy often compromises clarity for the customer. 
 
2.2.1 In many cases the sheer volume of different handsets makes it difficult for Customer Care to give 
clear support. 
 
2.2.2 A few company execs believe that many handsets offered by the company result not from clarity 
dictates or customer demand, but instead from opportunistic deals with equipment makers. 
 

Behind every handset is a deal. And sometimes those deals are related to “we’ve got 300,000 of 
these really crappy devices, we’ll cut you a deal on these, so we’ll take 500,000 or a million of 
these other ones, but we’ll also take the other 300,000 of the less than optimal device”… When you 
look at our portfolio of devices, you sort of scratch your head and go, at least the way I would look 
at it. Would we really have picked that one for any other reasons other than you got a good deal on 
it…  
Wireless Marketing Executive 

 
2.2.3 In the opinion of one executive close to this process, the number of available handsets could 
probably be cut in half without seriously compromising the range of options for customers.  
 

Whether I pick up a Motorola, Sony or Samsung handset, I ought to be able to accomplish this set 
of tasks without any training or any manual… The company that I would seek to emulate in that 
fashion is Apple. I think Apple understands how computing for many, many people is seen as a 
daunting, confusing, oh, god, I wish the day never came when I had to use one sort of thing. And 
they’ve overcome that by making the technology almost transparent to the customer. 
Wireless Marketing Executive 
 

2.2.4 From an organizational perspective, it’s worth noting that the handset procurement and selection 
process reports to the Sales organization, which strikes us as an odd location for a function so heavily 
concerned with technical and usability issues. 
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2.3 Rush-to-Market philosophy 
 
Many interviewees believe that the Wireless division is sometimes driven too much by a desire to get 
products into the marketplace quickly, a practice that places more value on speed-to-market (closely 
correlated the brand quality of technology leadership) than it does on clarity. 
 
2.3.1 In its worst manifestation, the Wireless division is seen as compromising quality, clarity and 
customer trust.  
 

We seem to not have product management. We seem to not understand that after launch 
somebody needs to own a product, not just a segment but the product… I don’t even know who 
owns product development. I know it goes up to Rick at some point. There’s a real dysfunctionality 
going on in product development. SBU’s not considered part of product development right? 
Although they should be the ones to reign them in and align the equipment. 
Wireless Customer Solutions Executive 
 
I will tell you the way our release management process works is fundamentally broken  
Wireless Customer Solutions Executive 
 
It has to be a horrible bug in the phone that would generate calls to customer care, to get us not to 
launch a handset… In fact, we have launched handsets that have had such significant bugs in 
them… when it really comes to anybody pulling the chain, say stop, we don’t pull the chain in some 
cases where we should. 
Wireless Marketing Executive 

 
2.3.2 At a tactical level, a rush to market results in very short lead times, jeopardizing customer care 
and sales by making it hard, if not impossible, to provide requisite training and product information to the 
front lines. This seems related to the loud complaint from customer care advocates that they frequently 
get new information from customers. 
 

2.4 3G rollout 
 
There is broad anxiety over the forthcoming 3G launch. Comments ranged from uncertainty to despair, 
although several interviewees indicated that the 3G team has made great strides recently, and that 
they’re less worried than they were two months earlier.  
 
2.4.1 The most common area of concern is pricing. Some interviewees are uncertain, but are willing to 
take a wait-and-see attitude; however, many others believe it will be very difficult to explain pricing to care 
reps, let alone customers, especially if the model charges by the kilobit (or worse, involves both per 
minute pricing and data pricing). According to one employee, “this is going to be a disaster, we can’t even 
make peak vs. off-peak pricing clear to customers as it is.” 
 

If we’re gonna price by packet rather than by minute, that’s a huge inferential leap to assume 
customers will get that. What I perceive as a relatively complex pricing structure as it is. So that’s 
my number one concern. 
Wireless Sales Executive 
 
We have a difficult time explaining peak versus off peak to customers. How in the world are we 
gonna explain to them megabytes and kilobytes. My reps aren’t gonna even understand it. We 
would much prefer permanent pricing right across the board, whatever’s simple to understand, 
simple to explain. 
Wireless Sales Executive 
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I think 3G’s gonna be a disaster, to be quite honest. I think if we truly wanted it to be clear, we 
would just make it one flat fee, you pay us thirty bucks a month, you can do whatever you want. But 
we are gonna get into, you can download something and it costs you x. You can check your e-mail, 
it will cost you something completely different. You can visit different sites and we’ll bill you a 
different way. Marketing at one point wanted to convert from megabytes to kilobytes and they even 
wanted to put a conversion chart on the invoice about how you convert megabytes to kilobytes. 
You’d have to have a math textbook or something... I’ve seen invoices of fifteen, sixteen pages 
long because there’s just so much stuff on it. I’m not looking forward to it…  
Wireless Finance Manager 

 
2.4.2 There is some concern that AirWave will go to market before sufficient testing has been done, or, 
alternately, that if the company holds back features that aren’t market-ready, the initial offering will be so 
limited as to compromise the splash Wireless hopes to make. 
 

We’re three months away, and as a person who’s responsible for how our products work in a 
browser environment, I’ve yet to see other than in a PC simulator how our products will even work 
on these devices. So to me that’s very scary. I’m not comfortable with that level of risk. 
Wireless Marketing Executive 

 
2.4.3 It was suggested in one instance that the company’s hard date for 3G rollout is dictated 
exclusively by its promotional tie-in with Xxx xx Xxxxx 2 (movie). While it is currently impossible for us to 
know whether (or how deeply) this perception is rooted in reality, one thing is clear: if the company’s 3G 
rollout fails to meet expectations, and if any portion of that failure is tied to a promotion-dictated rush to 
market, the results will be disastrous for the company, to say nothing of the executives responsible for the 
decision. 
 

We’re driven by a date that’s tied to a release of the movie for the most significant product 
introduction… We will have mud on our face. We will hurt the clarity message. 
Wireless Marketing Executive 

 
2.4.4 There are also concerns as to how 3G’s value to enterprise customers will be marketed. 
 

I don’t know how much appetite people will really have for spending five bucks a month so you can 
change the ringer on your handset. I wouldn’t spend a nickel for that, but what I want to do is make 
sure we have messages to say we can give you enterprise applications or e-mail or location 
position, things that really could help in my case a business customer be more productive. There 
seems to be a lot of energy on this ringers and more stuff. 
Wireless Sales Executive 

 

2.5 Anti-Clarity in the Customer Care and Sales organizations 
 

I cannot get on a plane or go to a conference and talk to a Wireless customer that won’t give me a 
horror story about customer care.  
Wireless Customer Solutions Manager 
 

We anticipated, and found, considerable problems executing on the clarity promise within Sales and 
Customer Care. We were also not surprised to find a good deal of blamestorming going on between 
these organizations (although managers in both Sales and Customer Care were quite forthcoming and 
honest in their assessments of their own groups’ culpability). However, not all confusion results from 
ineptitude or a need to shift blame (the easy conclusion to which some might be tempted to leap). 
 
Ultimately all of the problems identified by interviewees across the company can be attributed to the 
Wireless division’s failure to sufficiently integrate the sales and care functions. That said, the specific 
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complaints can be divided into two general categories: company-inflicted burdens and inter-organizational 
contention. 
 
2.5.1 Company systems, practices and policies can create added burdens for front-line employees. 
 

2.5.1.1 Customer phones (primarily Easy Pay) are often hot-lined without explanation, and 
customer care advocates are not allowed to tell detail customers spending limits from them 
unless they are specifically asked. Advocates feel this information should be better 
communicated at the point of sale. 

 
- So they /customer/ haven’t even received an invoice yet and they’re hot-lined. And you’re trying to 
explain this to them without telling them that they had a spending limit, unless you have to finally 
get down to the nitty gritty.  
- If they ask specifically, you can tell them. But it’s all on a reactive basis. It’s not on a proactive 
basis.  
Customer service focus group (Customer service focus group claims that ninety-five percent of 
their calls are Easy Pay related) 

 
2.5.1.2 Customer Care systems don’t reflect important information on the formats of retail stores; 
there are apparently four separate types of retail outlets, and all services are not available at all 
stores; this results in Customer Care frequently sending customers to a store that cannot meet 
their needs. 

 
/Customer care is/ not informed as to what type of store we are…The customers will come in and 
say, this is the second store I’ve been to. I was told by customer care to go to the Beverly Hills 
store to get a software upgrade. I went to that store and they weren’t able to do it and they sent me 
here. Send the customer to the closest store to where they are, but not based on their specified 
needs. They don’t send them to a store that can service what they need. Because they’re unaware 
of what type of store we have. 
Retail focus group 

 
2.5.1.3 Customer bills and promotional inserts can be confusing. Some confusion with the bill is 
unavoidable, given the inherent nature of taxes, charges, etc., that have to be reflected. However, 
there is apparently consistent pressure by the marketing organizations to include additional 
promotional collateral in the bill, and this, along with the bills themselves (which are widely seen as 
being more complicated that they have to be) creates a confusing clutter that frequently results in a 
call to Customer Care. 

 
2.5.2 The customer experience is frequently degraded by a Customer Care vs. Sales (vs. Sales) 
Dynamic within the company. 
 

2.5.2.1 Miscommunications between customer care and sales are commonplace. In particular, 
we heard stories about the failure of retail reps to communicate important information to 
customers at the point of sale (perceived as a significant problem by call center advocates who 
deal with Easy Pay customers daily). 
 
2.5.2.2 Customers routinely get the old runaround, being sent back and forth between Business 
Sales, Retail Sales and Customer Care. At the heart of this problem lies a troubling lack of team-
mindedness: Customer Care feels that Sales is only concerned with notching as many 
acquisitions as possible, while Sales sees most post-sale issues as being Customer Care’s 
problem. 
 
2.5.2.3 In addition to the predictable tension between Customer Care and Retail Sales, we also 
encountered a similar lack of cooperation between the care and Business Sales organizations. 
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Business reps can get up to “20 phone calls a night” with questions that Customer Care could 
and should handle; according to business reps, Customer Care tells customers that “you have to 
talk to your business rep” for answers to simple questions like information on plan changes.  
 
2.5.2.4 Worse still, we found a disturbing lack of cooperation between retail and business sales. 
Retail stores will sometimes refuse to help customers once they find out their service was initiated 
by a business rep, and will send customers back to their rep for simple hardware problems like 
replacing batteries. On the other hand, business reps will sometimes push their customers into 
retail stores with requests that retail can’t fulfill. 

 
-There are a lot of American Airlines employees who come in who have special corporate accounts 
on which they receive a certain discount on and they want us to either re-sign them up on that 
contract so they can get a free phone or cut them some sort of deal so that they can get a phone, 
and that’s kind of hard to work with because their rep just sent them in or they called customer care 
and customer care said just go and see your nearest AirWave store and you can get a phone. 
Retail focus group 

 
2.5.2.5 The company’s pricing and plan structures actually drive “internal churn.” Customer Care 
focus group participants claimed that retail sales reps will deliberately end-run the system to put 
existing Wireless customers on new plans. While convoluted in detail, reps are essentially 
explaining to customers how to cancel their current plans and sign up for new ones in order to get 
the benefits of “new customer” promotions (retail reps are motivated to do so because they’re 
rewarded for acquisitions). Advocates claimed this gaming is most prevalent at AirWave stores, 
but Radio Shack stores are getting into the game as well, and it’s now spreading to telesales. 

 
- You’ve got a customer with one phone, it’s only one person, he doesn’t need two phones. But 
you’ve got two phones on an account, one that’s an existing and one that has just been added 
simply for the person to get that promotion, that special. 
- Yeah. And they’ll tell them call in and cancel your other phone. 
- The calls that I get is that they set customers up on something totally different that they did not 
want, and they’d say okay, after you’ve had this phone for thirty days, then call back, cancel the 
subscription we set up, take your phone and put it back on so you can keep your same number, 
and yet you got your rebate on top of paying... 
- It’s everywhere, just everywhere. And not only everywhere, it’s almost everyday. Every day you 
get a call like that… 
- It’s rampant in the stores and there’s a few in telesales that have figured this out too. 
Customer Care focus group 

 
2.5.3 Many interviewees believe there is insufficient focus on and responsibility for retaining profitable 
customers (or any customers, for that matter), and it’s worth noting that most of the examples above have 
in common their minimal regard for the existing base. The pervasive attitude seems reminiscent of a 
catch-and-release program – once the customer has signed the agreement, he or she becomes a liability. 
This dynamic, which dominates across all too many customer touchpoints, has obvious and distressing 
implications for the company as the market evolves from an acquisition- to retention-driven environment. 
 

At the end of the day, if all marketing has to worry about is driving the herds of cattle to the store 
and John Garcia only has to worry about making sure they leave with a phone, you could have 
some inconsistent messages, especially if Tony’s only job is “I’ve got to keep the costs low.”  
Wireless Customer Solutions Manager 
 
We’ve been fat, dumb and happy on the acquisition roller coaster, so getting off of it is not 
necessarily going to be fun, entertaining or particularly delightful for some, so there will probably be 
some resistance to that. It’s a different business. It’s a different life-cycle of our business. Which 
means that functions change, power shifts, all those great things that makes people nervous. 
Wireless Customer Solutions Executive 
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2.6 Conflicting agendas from leadership and a shifting sense of direction creates a reactive 
management and unclear messages 

 
2.6.1 Certainly the Wireless division isn’t the only company whose executives are sometimes at cross-
purposes, but in a company that bases its image on clarity a stronger effort must be made to insure that 
everybody is on the same page.  
 

Finance was sponsoring one thing and marketing was sponsoring another thing, and I was 
sponsoring another thing, and maybe the IT infrastructure people were sponsoring something 
different. So the four of us independently had our big number one projects and we wanted to get 
those four projects done this year, and we had funding to get those four projects done this year. But 
the machinery can’t do a whole project this year. So we wait four or five months kind of jockeying - 
first there was sort of the classic you have a runway, you’re an air traffic controller and you’ve got 
five jets. Now let’s sequence them landing. So we sequence them landing. But guess what? Now 
their sequence for landing, you figure out that one is going to run out of fuel today so you’ve got to 
land that one first. And the funding and the timing might not be there. So we get it all siloed, and 
then the folks who have to deliver are saying there’s no way in hell that we can do this all at one 
time. You’re talking about ripping the whole - so again we approach things from a very siloed type 
of approach…. 
That’s not uncommon from any other organization. I think the difference that I have seen is there’s 
just not a level of prioritization that says these are the top three business things that we’ve got to 
get done. And these are the only top three business things that we’re gonna get done and 
everybody else has go to go deliver on that.  
Wireless Customer Solutions Executive 
 
I would think the solution to that is to be crystal clear about what it is each of the organizations are 
to do and not to do. And by doing that, if you then can’t align your work with that one, two, three 
objectives, whatever they are for your particular organization, you have no more reason to exist. 
And the objective for the people running those organizations is to have to rigorously tie everybody’s 
efforts to those things that are most important rather than allow it be well, that’s a nice idea too.  
Wireless Marketing Executive 
 
You’ve got to have a leadership team that’s really linked together. I think /we need/ joint memos 
coming out from Tony and John Garcia saying the same thing. 
Wireless Customer Solutions Manager  
 
You’ve got John Garcia says we’ve gotta have let’s say family calling plans for an example 
because Cingular’s got them… He goes to Chip Novick… Chip says okay, I’m gonna get a family 
calling plan, goes and tells somebody to do it. They put it together, and then it goes to Dave… 
Dave does try to strip it down to make it clear… Sometimes I think we should decide what our 
course is and stick with it and not be as reactive.  
Wireless Legal, Manager 

 
2.6.2 The company is perceived as being too short-sighted and tactical in planning, with quarterly or 
yearly plans where there ought to be three-year plans. 
 

I think our history to date in the company has been very tactically focused… We rarely think beyond 
twelve or fifteen months… We don’t necessarily go out and find those unmet needs that aren’t 
already being addressed by our consumer BU, so we do a good job of incrementally developing 
products that continue to enhance the value of our subscribers’ use of our services. But I would say 
we miss opportunities to come up with new products… 
That meant until we got to June of 2001, people weren’t really looking at what needed to happen 
for 3G because we have this very tactical focus and these are things that are out more than twelve 
months…. There wasn’t enough focus put on it until we got within the twelve month time horizon 
and then people started scurrying as fast as they could and it’s been an uphill race ever since.  
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Wireless Marketing Executive 
 

3. Internal Communications: Systems, Integration, Policies 
 
The ability of any company to project a brand message into the marketplace hinges first on how well it 
drives consistency through its employee-facing activities. To wit, the Wireless division’s success at 
providing end-to-end clarity for its customers is contingent on its success at creating clarity internally. If 
we might engage in a bit of zen wisdom, that which is without mirrors that which is within. 
 
While the Wireless division appears to be blessed with a strong employee base, there are internal 
systems, structures and dynamics that undermine the company’s need to create an atmosphere of end-
to-end internal clarity. 
 

3.1 Lack of integration and coordination 
 
The Brand group was well aware of the problems relating to conflicting messaging at different touchpoints 
before this audit was commissioned, and none of our findings challenge the conclusion that the Wireless 
division is badly fragmented and siloed, or that lack of coordination among business units fosters 
confusion at any number of customer touchpoints.  
 
3.1.1 The sales, customer care and Wireless.com organizations all develop product and service 
information for customers. Frequently each organization will tackle the same question, and many times 
multiple answers will emerge. Predictably, sales and customer care management tend to blame each 
other for inconsistencies.  
 

We have several people full-time employed re-keying phone handset user manuals into our 
customer care soft application so they can have a soft copy of it. But we have several soft copies of 
those user manuals in the company right now. But we have people reading the hard copy and 
typing it in… 
We would get handset activation instructions that would go from the manufacturer to our handset 
people and they would kind of tweak them, and then they would go to our internal marketing 
communications folks and they would kind of tweak these instructions of how to activate your 
handset. Then they’d get sent over to the dot.com group and to the live advocate group, and both 
of those groups had people who felt that they had to rewrite them for their environment because 
they could write them better than were written by these three people up front. Of course what you 
would have is you’d have the web site saying this is how to activate this handset and the advocate 
saying this is how to activate the handset…  
We have some customers who get very frustrated because they don’t get the same answer from 
different places. Then we have reports that will show people that go to two and three different touch 
points to get an answer because they keep getting a different one. They get very frustrated. Then 
we have people who have learned that game. And they will keep asking until they get the answer 
they want.  
Wireless Customer Solutions Manager 

 
3.1.2 Disparate systems, unintegrated across business units, are generally seen as a major cause of 
confusion and inconsistent messaging being disseminated to customers. It’s our sense that this problem 
is more acute within the customer care organization, as care advocates must interact with so many 
different systems in the course of the average day. 
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I want to know how many minutes I’ve used so far this month and what my projected bill is. You’re 
not gonna get the same answer on the managed side, through the IVR or from a live advocate. 
Because there’s disparate tools being used… Probably the most disturbing thing about that is that 
you’re getting disparate answers to what happened to your most common question. Things like 
how many minutes /you’ve used/. 
Wireless Marketing Executive 
(one system shows what the minute balance was last hour, the other system shows the balance as 
of last midnight) 
 
We’ll sell a phone like in third party, they’ll call up customer care to get activated and when they ask 
for their zip code or where they live, they don’t give it to them and they’ll put it into the tool they 
have which basically checks geography versus coverage and they’ll come back and say I’m sorry, 
we don’t have coverage. And the customer will come back to our store and say you sold me a 
phone that doesn’t work and through further investigation, we’ll find out well, we do have coverage 
in that area but for some reason the tool in customer care wasn’t updated to reflect that. So again 
somebody had a responsibility to go in and update those tables when new coverage is added and it 
didn’t happen. Another case like that, similar cases, a customer will just call up our 800 number 
looking for one of our store locations to go buy a phone and they’ll be told that there is no store in 
that area when there is.  
Wireless Sales Executive 

 
3.1.3 There are minimal, if any, mechanisms in place to manage version control and the life-cycle of 
informational communications. This especially seems to plague the Wireless.com operation, which 
currently does a poor job updating existing information and striking outdated information. 
 

We got some new information about pricing that was coming out. My team was about to roll content 
that day on this pricing memo or some new price plans, and the shop side was gonna roll theirs the 
same day. And entirely by accident we discovered because we’re two separate teams, that we 
were on version eight and they were on version fourteen of the same memo.  
Wireless Customer Solutions Manager 

 
3.1.4 The Knowledge Base project is aimed at solving the integration problem, but is rightly seen as a 
monumental task, and at least one very senior leader expressed serious reservations about its ability to 
solve the core issue, which is lack of clarity in offerings. 
 
3.1.5 The Knowledge Base project may not yet be as integrated as it needs to be. People involved say 
they have the support of a broad range of groups within the company, but we found that very few people 
outside the Customer Care organization had any awareness of the Knowledge Base project. It seems as 
though there is ample support for the initiative on paper, but our interviews make us wonder if people who 
are involved in theory are actually involved in reality; i.e., did they actually attend the scheduled meeting? 
 

3.2 Info overload 
 
Front-line employees have jobs that can be incredibly taxing, and the company sometimes consumes 
valuable mental bandwidth by overloading employees, especially customer care advocates, with 
information. 
 
3.2.1 Excessive amounts of information are being pushed into the sales and care organizations. 
Around 3000 separate messages are pumped into the Customer Care organization per year, including: 
new plans, changes to plans, changes to operational procedures and customer engagement, etc. And, 
according to Jan Kitta, (Dir. – Internal Communications), there are over 4,000 URL’s on AirWave’s 
Intranet sites. 
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We do up to twenty AVI slides /screens on the internal video messaging system/ a day which tries 
to communicate our changes to processes. I think all that change makes it difficult for our 
specialists to deliver on that clear, simple, easy to use, easy to understand product when 
customers call in. 
Wireless Customer Solutions Manager 

 
3.2.2 Much of this information is obviously necessary, but some of what advocates are forced to endure 
is hard to justify. For instance, between January and March 2001, the script for how to close a call was 
changed no less than 24 times, all of which were variations on “Anything else I can do for you?” 
 
3.2.3 Internal branding programs don’t necessarily reinforce the Wireless brand. Employee-side 
campaigns like “The Power of Us” and “Hero in a High-Tech World” may be siphoning off time and energy 
that should be used to project the clarity message instead.  
 

They /the marcom team/ came out last year and said here’s the brand, use this, everybody needs 
to understand it and do it, I haven’t heard anything about it since. And when I’m literally pushed 
twenty-five new things a day that I need to train the specialists on, but not really push the brand, 
whether or not it’s right, you lose sight of that, so it’s not, it’s not emphasized and focused 
throughout everything we do every day.  
Wireless Customer Solutions Manager  
 
Right now our big campaign issue this year is “The Power of Us.” And if you walk around, you see 
posters, The Power of Us. And people have badges that say The Power of Us. They shipped power 
boxes, with a power bar, a power ball. Immediately every presentation that Tony and everyone 
started from the top, everyone gave the same PowerPoint presentation. We have power hours. We 
had a leadership conference, The Power of Leadership. They came out with a bang and tied a lot 
of the programs to it…We don’t see that with the brand. So I think that’s part of it. If it’s not 
something that’s focused on and refocused on, integrated into everything we do. 
Wireless Customer Solutions Manager 

 
3.2.4 Also, employees are inundated with information from AirWave Corporate that doesn’t necessarily 
enhance their ability to do their jobs. 
 

And probably one of the biggest barriers… is we have a corporate brand group and a corporate 
brand strategy. We have a Wireless brand group and a Wireless brand strategy… what is your key 
message? Is it Wireless? Is it AirWave? 
Wireless Marketing Manager 
 
Corporate is telling us that all of our employees also need to know a whole body of information 
about the rest of the company and messages from [Corporate] and kind of stuff that has no impact 
on their job… And in fact there’s more coming, not less. There’s the firehose of information coming. 
Wireless Marketing Executive 

 
3.3 Wireless.com 
 
The AirWaveWireless.com organization was slammed at every turn by frustrated executives and 
managers, and scored the lowest of any group on our numerical ratings (averaging a measly 2.43 out of 
5.0). 
 
3.3.1 Complaints included widespread problems with response times and uncooperative (if not openly 
surly) attitudes on the part of .com leadership and personnel. 
 

Every project that we’ve worked on that has to do with anything beneficial to the company in 
relation to the web site is delayed by months, goes in late, works wrong, they’re incredibly difficult 
to deal with, they are an absolute pain in the ass to work with. I don’t know how else to say it… 
Honestly, I think they have a big egotistical maniac running the .com organization and he has a 
vision of having the web doing such wonderful things, they just work on all the wrong things… It’s 
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just a complete nightmare dealing with them. It’s almost as if they’re not even a part of AirWave in 
my opinion. They put all this time and money in, for instance, letting customers activate services 
and activate their phones over the web where I think every month it’s less than point zero five 
percent of all activations are through the web because it doesn’t work. Our web site is a joke to 
everyone who works here.  
Wireless Finance Manager 
 
We have a team that’s working on a portal strategy, the .com group. They have a great idea but 
also they have an attitude and outlook … that idea isn’t invented here in my group then the other 
people don’t have any intelligent input on it.  
Wireless Marketing Executive 

 
3.3.2 The “surly leadership” issue has probably been addressed by the departure of John Yuzdepski. 
He was called out by name in a number of interviews, but Pragnesh Shah struck us as being extremely 
personable and forthcoming. 
 
3.3.3 The “lack of responsiveness” issue identified by interviewees is likely a result of resource 
shortfalls within the Wireless.com organization. In short, the group doesn’t have enough people to 
accomplish high-priority development tasks and manage change and development requests for internal 
client organizations. Shah indicates that the number of requests flowing in from the business units has 
exploded, and that people making those requests are correct in asserting that it doesn’t “take that long to 
move a comma” once his staff gets to it. The problem is that it can days or weeks before they have time 
to get t it. 
 

When we launch price plans, what our customer saw on the web was not the new price plan that 
we just launched. So organizationally we set up the expectation that it was okay for us to go train 
15,000 people in two days on what this new price plan looked like, but you know we didn’t have the 
way to be able to update our web site to show the new price line in two days.  
Wireless Customer Solutions Executive 
 
You would never tolerate the poor quality in the web site if it were our voice mail system. If our 
voice mail system is down as often as our web site was, there would be people fired on the network 
side. 
Wireless Marketing Executive 
 
We spent millions of dollars on voice e-mail on the Olympics. You, there’s not an American alive 
today that does not know that you can get your voice e-mail from Wireless. That ad ran twenty 
times a night. I dare you to find that product anywhere on our web site. It does not exist. Nowhere 
does it say voice e-mail in the whole web site, nowhere… I’m so bummed that we wasted an 
opportunity to really launch and really gain adoption of voice command. We spent the money on it, 
but we didn’t follow through… Nobody had the foresight to put one of those skiers in a helmet on 
the web site and say click here for information about voice e-mail. Nobody did that. 
Wireless Sales Executive 

 

4. Communicating and Evolving the Brand: Wireless Leadership and Clarity 
 
Early on in the audit process, a series of concerns regarding the brand message itself began to emerge 
(concerns we understand are not new to the Brand group). We decided to pursue the issue, not really 
knowing where it would lead, but sensing that it was vitally important to the project.  
 
The primary upshot of this line of questioning concerns not so much what the Wireless division needs to 
do with its brand, but rather, what are the implications for a leadership whose hearts and minds are 
perhaps not fully on board with the message as they understand it? The Brand team will have a hard time 
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strengthening delivery of the end-to-end clarity promise across customer touchpoints if the executives 
responsible for those touchpoints are not fully invested in the power of the message. 
 
As noted in section 1, the Brand group enjoys a powerful assumption of competence and trust with the 
executive audience, so how can this credibility be leveraged into an even stronger understanding of and 
commitment to clarity? 
 
Many interviewees, including a significant majority at the vice presidential level, expressed concerns 
about the clarity brand message and how it can grow to meet new challenges. This suggests that the 
clarity message’s ability to lead company into the future has not been fully conveyed to key company 
leaders. 
 
Nearly all interviewees believe clarity can continue to be a meaningful signifier, but a substantial number 
of directors and VPs worry that the brand is not currently “built for the future.” The three major axes of 
concern are: 
 

4.1 First reservation : Acquisition vs. Retention 
 
Clarity is perceived as a strong acquisition message (assumes a market where clarity hasn’t become 
ubiquitous), but is a comparatively weak retention and customer service brand. This is seen as being 
especially relevant as the field of potential new customers shrinks and the company’s success hinges 
more and more on reducing churn. 
 

I do think clarity is an acquisition tool that may lose a bit of its, I think clarity is not a stickiness 
issue, it is an acquisition tool. Assuming the customer chose you for clarity, then it has become an 
expectation… I think our challenge is how do you turn clarity into stickiness, because it’s easy to 
forget it once you have it because it is water to a fish. 
Wireless Executive 
 

4.2  Second reservation: Voice vs. Data 
 
Clarity is perceived as an outstanding message in a voice environment, but as Wireless moves into a 
data world clarity is perceived as having less (or perhaps no) relevance. 

 
 
We’re gonna try to convince our retail customers that this is a Game Boy. Oh, and by the way you 
can talk on it as well. Does Gameboy Nintendo come out and say we have clear games? We have 
fun games, right? 
Wireless Sales Executive 
 
We’re building the start page for the mobile unit, so it would be like Windows or AOL coming up 
and saying our brand image is clarity on the Internet…. I’m not sure the clarity actually has any 
relevance in 3G. I couldn’t articulate it being as close as I am. 
Wireless Marketing Executive 

 

4.3  Third reservation: Consumer vs. Business 
 
Clarity is a perceived as a strong consumer message, but has comparatively less resonance for business 
customers (predictably, this sentiment was strongest among B2B-situated interviewees). 
 

I’m saying that the brand message that we have for our retail business is pretty darn good. I’m not 
positive that that same message translates to the enterprise market where I believe productivity is a 
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bigger issue. If we can translate clarity into productivity somehow, that’s probably a manageable 
challenge versus trying to come up with a complete different message. I don’t think we’ve 
addressed that though internally…  
For the enterprise market, they’ve got different issues. They’re saying that’s a lot of money and I’m 
not into novelties, I’m into giving my shareholders a return, and how does that help me do that? I 
don’t care about your clarity. Tell me I’m gonna make money… 
If we’re talking to a CIO, he’ll say clarity, bullshit. I want productivity, I want security, and I don’t 
want to bill this three times. What have you got for me there? What does clarity mean about that?  
Wireless Sales Executive 
 
- I don’t see my customers telling me, oh, yes, AirWave.  I’m leaving to go to AirWave because of 
the clarity…   
- That’s true… we haven’t really heard recently about oh, yeah, the clarity.  
- I haven’t experienced recently oh, is it clear? Not really.  At some point they may ask, but initially 
no. They ask about coverage, but not clarity. 
- Yeah, I have a tendency to agree with you also. I’m a senior AE and I’m thinking more on the 
executive end of it.  And they’re not looking at it at clarity at all.  
- What I find more than clarity is important is availability of signal.  
Business sales focus group  
 
The message for the enterprise base has to be based on relationships, it has to be based on a 
trusted partner, and so I think, or something like that, it’s a different message than clarity. Clarity 
has to be kind of a table stakes to get in front of folks as a certain standard about which then we 
built a reputation for being trusted, partner with integrity, delivering on and interested in what our 
end users needs are.  
Wireless Marketing Executive 
 
So what’s working for my sales people today? What gets them on sales calls because people buy 
phones? It is product leadership and innovation. Much, much more than clarity. And we explored 
those kinds of options when I was doing the research /referring to the Penelope brand research two 
years ago/. But our research was very, very consumer centered. And as a consumer, they just want 
to understand it. They just want to be able to hear it so that’s why clarity resounded, played so well 
with consumers. We never really looked at the business world fairly.  
Wireless Sales Executive 
 
Dell on the consumer side is very price-oriented. They’ve got Stephen, that wacky kid that goes 
around and says hey, dude, you’re gonna get a Dell. And then they also have a corporate 
enterprise top down message they execute it in a different context so that it resonates and makes 
sense to the target audience. And that’s something we haven’t done well at yet.  
Wireless Marketing Executive 

 

4.4  Fourth reservation: Clarity is becoming “table stakes” 
 
Other and related points of concern include: as competitors roll out more ubiquitous data networks, clarity 
loses its power to differentiate; clarity is “table stakes,” not a buy-generating feature (in this view, clarity 
has become a basic expectation that customers have for any service, and it isn’t something they notice 
once they purchase, clarity becomes “as water to a fish”); and, clarity may have no particular relevance 
for younger markets, which stand as a potential target for growing the new customer base. 

 
I think that we need to look at something else in voice quality as the reason we stand for because 
I’m thinking our competitors are going to make that an indifference point. It’s not going to matter 
anymore. 
Wireless Customer Solutions Executive 
 
Are we at a point in time in this industry where clarity is a non-differentiator? Is it a given? I would 
suggest that we aren’t there yet. I think there is still some differentiation capability, but it’s clear that 
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it’s not going to be a differentiator much longer. So to keep hanging our hat on the voice clarity 
message as the reason you should buy us seems short-lived to me.  
Wireless Executive 
 
We’ve become concerned recently, we’ve received a letter from one of our main competitors, 
Verizon, challenging our ability to continue to say that we’re clearer than they are.  
Wireless Law Department Manager  

 
 

And I think it’s becoming table stakes for getting in the game. So I think it may be an antiquated 
message or there may be some other interpretation of that. I think we really started off trying to be 
more clear and up front with the customer and that was a more meaningful part, and I think we sort 
of abandoned that ship years ago. But so did everybody else, but at least they’re not claiming it… I 
don’t think you go out and buy clarity. I mean do you go out and buy seatbelts on your car 
anymore?  
Wireless Sales Manager 
 
I do know that just standing on clarity alone will have diminishing value over time…. If you’re talking 
about the teenage market, certainly these guys have grown up with digital technology and certainly 
their expectation is of course it’s clear. Why wouldn’t’ it be. They’re not gonna have any expectation 
that it’s gonna be anything less than that and I’m not sure we gain much with a group like that with 
just a clarity message.  
Wireless Sales Executive 

 

4.5  Some people want the brand message to include coverage 
 
Some interviewees felt very strongly that coverage should be part of the brand message, especially since 
it’s an issue that Verizon seems to be scoring big points with. 
 

We do cover more people than anyone else but we don’t cover as much dirt, so some of the 
outlying areas aren’t covered by us. So I’m not an advertising guy, but somehow we’ve got to get a 
message, it doesn’t matter how much dirt you cover; it matters are you covering users… We’re just 
not able to explain that as effectively in any kind of jargon, and it almost looks to me like it’s a 
defensive approach. We come up with sort of very cloudy descriptions of our coverage when that’s 
the number one thing we ought to be battling on…. I think we need messages that scream out 
coverage because in the world of mobile work forces, coverage is gonna be what clarity used to be. 
If you don’t have coverage, it’s a non-starter.  
Wireless Sales Executive 
 
The biggest one that comes to mind right now that we’re being impacted by is coverage. It’s one of 
our mantra points, but it’s not one we’ve really taken advantage of. Especially now that we have 
really become the biggest carrier in terms of coverage across the United States. We cover more 
people. Verizon covers more miles. But like we say, they cover the cows; we cover people. But it’s 
not a message we’ve really taken advantage of and we’ve just recently started incorporating the 
line covering 247 or 250 million people, but it’s an after the fact type of line, it’s very small print if it’s 
in print at all. It’s just not leveraged to our advantage at all. And we really feel strongly in the field 
that we should be because we’re losing because of that today versus carriers like Verizon. They 
are really pushing that message and in fact using it against us, even using our own coverage maps 
against us. 
Wireless Sales Executive 

 
4.5.1 Of particular concern is an underlying sense that the Wireless brand is currently cast in terms of 
the company’s immediate present and recent past, or, in military terminology, the brand is perhaps built to 
fight the last war, not the next one. 
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4.5.2 Clarity’s strongest support came from the Marketing organization. 
 

I guess the bottom line is I think we are doing a great job. I’m really proud of how Dave Herr and 
the team developed that positioning, the way that they expanded it and morphed it into being so 
much more than just a slogan and started off with the replacement for cellular is here, then that 
became the clear alternative to cellular, and that became clarity.  
Wireless Marketing Executive 
 
Clarity is the equivalent for Wireless what softness is to Charmin.  
Wireless Marketing Executive 
 
What people tell us is that clarity’s more important than ever… The fancier you tell me things are 
gonna be, the more anxiety I have about how hard it’s gonna be. And so we can’t even start to 
dialog with people about 3G without assuring them that it’s gonna be clear. Or they’re just gonna 
turn tail and run. 
Wireless Marketing Manager 
 
I mean all of those simple straightforward honest elements /of the clarity message/ that’s the 
opportunity to ride that bus into 3G because the biggest hindrance to adopting 3G and everything it 
stands for will be “I don’t get it,’ “it’s too confusing,” “I’m not ready to take that technological leap.” 
Well, if you can use your brand equity of you’re clear and simple and straightforward to do business 
with and have 3G delivered under that umbrella, you have a far higher probability of people saying 
“that makes sense, I’m ready to go try that now.” 
Wireless Marketing Executive 

 

4.6 Implications for clarity 
 
4.6.1 As noted above, clarity’s success depends on executive buy-in. The power of clarity in the 
customer’s mind is well-documented (we have seen market research indicating its strength, and the 
Brand team indicates it has even more evidence to this effect that we haven’t yet seen), but the section 
above should make clear the size of the gulf that exists between the ideology of clarity and the frequently 
confusing reality facing employees and customers today.  
 
4.6.2 On at least three or four occasions our conversations with the Brand group raised the issues 
outlined above, and in each case we were told that Brand is aware of the reservations and has research 
demonstrating the primacy of clarity, and in particular of clarity versus some of the other suggested brand 
messages. While we certainly didn’t take it personally, it would not be unfair to characterize those 
exchanges as dismissive of the concerns held by some very important executives. 
 
4.6.3 We have not been privy to conversations between Brand and the other leaders we interviewed, 
but we did come away from our series of interviews with the suspicion that many of these critically 
important stakeholders were not aware of the Brand team’s research. Put directly, evidence of clarity’s 
efficacy, especially with regard to the three major axes outlined above, should be shared (and 
aggressively so) with the company’s leadership. 
 

4.7 The Entrepreneur and the Steward  
As we spoke with Wireless executives about brand issues, one of their concerns slowly emerged as being 
central to all the smaller operational challenges we were hearing about. Time and time again we either 
heard comments about the company’s perceived emphasis on acquisition over retention or saw actual 
practices and behaviors at work that reflected this emphasis. 
 
Meanwhile, we were seeing external validation of the acquisition-over-retention dynamic. The AirWave 
quarterly earnings report made a point of noting its leadership in new adds (which we take to be one of 
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the most important yardsticks of company performance), and a major Business Week profile (“What Ails 
Wireless,” April 1, 2002, pages 60-64) on the wireless sector likewise noted the emphasis, while pointing 
out that the available new customers over the next five years will be decreasing dramatically and making 
clear that players in the industry will be compelled to focus more heavily on retention. 
 

We would sell our soul to have this be the fifteenth quarter that we were the fastest-growing 
wireless competitor. Because I always think to myself what will happen if somebody grows faster 
than we do in a quarter? Will we all go out and in a ceremony slit our wrists… If we got in the 
middle of a quarter and that quarter wasn’t doing well, I can remember the time that we launched a 
whole brand new product in ten days. 
Wireless Customer Solutions Executive 

 
At the same time we heard several executives lauding the company’s entrepreneurial spirit, which is 
broadly seen as a powerful cultural asset. 
 
As we were concluding the last of our interviews, it finally became clear that the key factor underpinning 
so many of the problems identified by Wireless execs, managers and line employees was the company’s 
deeply seated ideology of entrepreneurship. 
 
The entrepreneur is an empire builder, someone who, through hard work and an innovative vision, makes 
something out of nothing. In industry terms, entrepreneurship equals acquisition; there is nothing to retain 
at first, so the prime task is to accumulate, to grow. 
 
In the course of any empire, be it geo-political or corporate, there comes a time when the impulse to 
building must give way to stewardship, a time when the emphasis turns from building the empire to 
governing it. It is our belief that this time has arrived for the Wireless division, and we doubt this comes as 
a revelation to the company’s leaders, many of whom are on record saying essentially this.  
 
However, it is abundantly clear that the ideology of stewardship has not yet translated into broad 
operational policy and practice (although we see suggestions of it in various places). 
 
As the clarity brand prepares for the coming 3G world, we believe that its interpretation and 
operationalization as a message of retention, customer care and stewardship will serve the Wireless 
division well. 
 
 

5. Recommendations: Short-Term 
 
Gone are the days when brands were created through traditional “branding” activities like designing 
colorful logos and witty tag lines, creative commercials and unique packaging. The brand is no longer 
defined (if it ever was) by a glossy coat of lipstick applied to the products as an afterthought. 
 
Instead, customers’ perceptions of the brand are based on the character of the brand, as expressed 
through the entire customer experience. Today, the people most responsible for building the brand are 
the sales representatives and care advocates working the front lines for the Wireless division. Their 
performance and relationships with the customer determine the strength of the brand.  
 
In fact, world-class brands exist solely in the minds of customers and stakeholders, and are defined and 
reinforced by the quality of their experience with everyone and everything representing the company. This 
has dramatic implications for brand management because marketing communications is no longer the 
key link to consumers; instead, the brand is communicated across a broad customer-facing infrastructure 
that includes consumer database(s), operations and front-line workers. Brand management has been 
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redefined as a cross-functional responsibility that requires the orchestration of all part-time 
communicators in the end-to-end service experience.  
 
Below is a “to-do list” of quick, tactical correctives that we believe will help create a clearer customer 
experience. In cases where the Brand team doesn’t directly own the process, we believe it has sufficient 
credibility with the owners to influence decision-making. 
 

5.1 Strengthen organizational commitment to the Knowledge Base project  
 
5.1.1 The KB project isn’t a panacea for curing customer confusion, but it seems well-designed for 
integrating the development of customer communications. 
 
5.1.2 Drive active buy-in by vice presidents across all affected organizations. Without a clear and direct 
mandate from above, this is the sort of initiative that might starve from inattention at the director and 
managerial level (corporate managers act on two things, the projects they personally care about and 
those their bosses care about). It does no good if Customer Care is thoroughly committed while 
Marketing and Sales are only paying lip service. These organizations must be more closely involved if the 
project is to be successful. 
 

5.2 Integrate Marketing Strategy’s “clarity litmus test” across all customer communications 
touchpoints 

 
5.2.1 The clarity litmus test process used by Mark Krantz’s group seems ideally suited for integration 
with the Knowledge Base project, and it would make very good sense if it were further extended into 
Legal and Finance, each of which plays an important role in developing customer-facing communications. 
Currently, there seems to be no awareness of the litmus test, particularly outside of marketing, and it 
apparently lacks the support it would need to make a meaningful dent in the Wireless division’s anti-clarity 
problems. This step will require a strong “endorse and enforce” commitment, with clear buy-in from 
leaders in all affected organizations and clearly defined mechanisms to insure compliance. 
 

Clarity isn’t a go, no go decision when we execute.  We are a finance-driven company at the end of 
the day. 
Wireless Customer Solutions Executive 

 
5.2.2 A key goal of the Knowledge Base project is implementation of a process that will govern 
development of informational communications accompanying new products or services. This process will 
identify all Wireless teams that will be touched by the new rollout and what kind of information they will 
need to produce to insure successful delivery of the service to customers. Similarly, the clarity litmus test 
is a process to simplify new products that are being developed. 
 

5.3 Stress the importance of life-cycle management mechanisms for both the KB project and 
clarity litmus test 

 
Timely updating and striking of information is a process that must be clearly owned by an accountable 
individual or group. 
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5.4 In short term, informal linkage should be established between the people in Customer 
Solutions, Sales and AirWaveWireless.com organizations who are responsible for 
development of customer-facing information 

 
The Knowledge Base project will solve consistency problems once implemented, but in the meantime a 
simple informal coordination between these people could do a lot to lessen customer confusion. At 
present, they seem completely unaware of each other. 
 

5.5 Eliminate competing internal branding campaigns 
 
5.5.1 Internal campaigns in all organizations should be grounded in the external brand. Front-line 
organizations have limited bandwidth to start with, and trying to drive multiple messages (“clarity” and “the 
Power of Us,” to say nothing of “Your Hero in a High-Tech World”) promotes confusion.  
 
5.5.2 This will oblige the Brand group to help the BUs with appropriate brand usage. One interviewee 
indicated that difficulties getting approval for use of logos, etc., was a barrier (the old “appeasing the 
Brand Police” complaint). Brand should make it as easy as possible for internal organizations to make full 
use of messaging, visuals, etc.  
 
5.5.3 It’s not sufficient to do an internal campaign for clarity once every few years. The brand needs to 
be front and center of employees and managers on a daily basis.  
 

5.6 Sales and Customer Care should emphasize that customers with warranty problems on 
the handset will get a refurbished phone, not a brand new phone 

 
This is apparently a major point of confusion and customer frustration. They are told that if their handset 
doesn’t work they will receive a “new” phone, which puts Customer Care in the unpleasant situation of 
having to explain that “new” means “new to you.” Customer Care and Sales blame each other directly for 
this. 
 

We’ll have customers that will call customer care and complain about what’s maybe perceived to 
them to be an equipment type problem and customer care will basically say oh, no problem, just go 
to our of our retail stores and they’ll give you a new phone… Then we would give them probably a 
replacement phone which would more likely be a used phone or reconditioned phone, not a new 
one. 
Wireless Sales Executive 

 

5.7 Train employees as brand ambassadors 
 
All ongoing training needs to reinforce the brand messages, turning employees into 24/7 brand 
ambassadors. Based on our interviews, we would expect this initiative to meet with broad and 
enthusiastic support across the organization. 
 
5.7.1 Front-line employees are currently not trained on how to articulate and deliver the end-to-end 
clarity message, which means thousands of lost opportunities every day to cross-sell products, improve 
satisfaction and retention and build the brand.  
 
5.7.2 In addition to incorporating the brand message in all existing training, the Wireless division should 
consider developing a training program specifically on how employees should communicate the brand 
message. All employees should be able to recite the elevator pitch of the clarity message consistently 
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and know how to live and breathe clarity in everything they do and say. Such a training program can help 
turn them into proud and well-informed ambassadors for the entire company. 
 

If AirWave has 70,000 employees, would that not seem like there’s 70,000 ambassadors of 
customer satisfaction? And why aren’t all employees fairly knowledgeable about explaining the 
services, their value proposition, and how to navigate the company when you have an issue? 
Wireless Executive 
 
I don’t think that anyone would argue the point that your employees can be your best ambassadors 
and the one thing that I don’t think we do a good enough job on at this point is really making 
information simple, clear and accessible to our employees as to what do we offer to our customers. 
We make it very difficult.  
Wireless Marketing Manager 
 
I would love to have us all be spokespersons on behalf of our company and what that brand is, and 
we’re not there. 
Wireless Customer Solutions Manager  
 
I’ll guarantee you the majority of the AirWave employees use the phone as a phone and they 
probably don’t know how to access the wireless web browser. I think if we do a better job of telling 
our own employees, sending that clarity message to our own employees, they can sell it.  
Wireless Sales Manager 
 
Here’s how a typical product is rolled out. On voice command, the people in Chicago would work 
tirelessly to create a voice command PowerPoint. And they would e-mail that to the directors of 
sales. And say here’s the new training program for voice command. Now train your folks, right. The 
directors of sales would e-mail it to their managers who would e-mail it to their sales reps who 
would delete it without looking at it because they’re busy… We need to train people on it, test them 
on it, and hold them accountable for getting it. 
Wireless Sales Executive 
 
We have to upgrade that sales force now. In fact our reps don’t know what a VPN is, a virtual 
private network. Well VPN is really important in 3G. So we have to teach them that. Sort of basic, 
we need to upgrade the skill level of the sales force to be prepared for it.  
Wireless Sales Executive 
 
If Wireless’s brand is clear and simple, then our training should be clear and simple. And let’s show 
them how we do that. You can use those two words, those components to teach specialists. How 
do you talk to the customer? You do it clearly, you make your words clear, and you keep it simple.  
Wireless Customer Solutions Manager  

 

5.8 Standardize sales presentation PowerPoint template 
 
5.8.1 The sales force is not currently using a consistent PowerPoint template, which means that 
countless thousands of potential customers are being showered with any number of competing images 
and messages. 
 
5.8.2 Brand should standardize the template to be used by all sales reps and develop guidelines for its 
customization. Brand must work with Sales leadership to socialize the importance of this template and to 
enforce its adoption. 
 

We gave a big, big presentation to Rockwell the other day where all AirWave’s divisions were 
there. And when I got the presentations that we were gonna present at the meeting, there were four 
different templates used in our presentation alone, and so I said no, no, no. Pick one so at least we 
have one template. 
Wireless Sales Executive 
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5.8.3 Images from the current advertising campaign should be made available on the internal Web site 
for use in specific PowerPoint presentations. Brand should develop appropriate guidelines for the use of 
these materials.  
 

5.9 Sales reps need to be better scripted and trained 
 
5.9.1 At the point of sale, clarity depends on asking the right qualifying questions in order to best target 
the customer’s needs. However, the national mystery shopper program in November 2001 suggests that 
sales associates in the stores are increasingly failing to ask qualifying questions. 42% of customers were 
not asked any qualifying questions at all. 
 
5.9.2 The knowledge level of sales associates is dropping from previous years. In addition, with the 
exception of Radio Shack (holding steady in the 68-69% range), sales associates within AirWave and 3rd-
party stores are becoming more difficult to understand during the sales process as time passes.  
 
5.9.3 In addition to training and better scripting sales reps during the sales process, they need to be 
better trained in describing Wireless services to customers once they’ve signed on, particular with respect 
to their invoices and the relevant details of the contract. In particular, sales reps should: 
 

5.9.3.1 Go over the first invoice with the customer in the store. 
 
5.9.3.2 Explain, in a positive fashion, the reasons behind the sales contract, instead of framing it 
in punitive terms. Most customers aren’t aware of the ways in which they’re being subsidized by 
Wireless. This step alone would go a long way toward inoculating customers against the 
frustrations associated with seeing new customers being enticed with offers that are better than 
the plans they’re on. 

 
We take a very negative approach to our contract. It says, “if you leave us, we’ll charge $150.” I 
think that we could reposition that saying, “this phone is worth more than what you paid for it, about 
$150 more, we’ll pay that for you if you stay on with us for a year. If you leave before that year, 
you’re gonna owe us some money that we subsidized your phone with… As long as you stay on 
with us a year, we’ll let you have that money. If you leave early, you’ve got to pay the difference.” 
Wireless Sales Executive 

 
5.9.3.3 Develop simple step-by-step usage guides to be distributed to new customers and review 
the most important elements of the product and service with the customer in the store. Most new 
customers probably don’t (and won’t) read the complex fine-print instructions that are included 
with the phone, but a brief walk-through with the sales rep could help clear up several points of 
confusion before they arise, thereby diminishing the number of needless calls to Customer Care. 

 
If you’ve ever purchased a computer that’s been sent to your home from Dell Computer, it’s got this 
big thick manual and then it’s got this big thing that pulls out, and it says Step l, Step 2, Step 3, and 
it walks you through in a very clear, easy way. You fire it up and the computer works. We don’t 
attempt to do that.  
Wireless Sales Executive 
 
I worked for Cellular One some time ago and we even set up a whole checklist that the customer 
was gonna have to check off before they’d sign up. The sales person walks through a sample bill 
with me and the sales person explained roaming to me, the sales person showed me all the 
features on my phone. I think having a bill at the point of sale and the customer can look at it right 
there and we can say “look, here’s what your first bill’s gonna look like.” I think that would be 
tremendous. 
Wireless Finance Manager 
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5.10 Initiate an audit of the AirWave Wireless.com organization to consider how best to solve 
resource shortfalls 

 
Something must be done to improve the ratio of resources-to-client demand; as it is, Wireless.com 
receives more development and change requests than it has time to address. Two possible options 
should be considered: 
 
5.10.1 Up staff levels in the Wireless.com organization; new hires should probably include internally-
facing writers, project managers, design developers and dedicated business analysts/account execs.  
 
5.10.2 Migrate toward a distributed publishing model, where SMEs within the various business units are 
allowed to make their own additions and changes to the Web site. 

6. Recommendations: Longer-Term 
 
This audit suggested a number of longer-term ideas we feel offer significant promise for Wireless and its 
mission of making end-to-end clarity a living, breathing reality for its customers and employees. While 
these correctives can’t be executed immediately, we do believe it’s important for the company to begin 
laying the groundwork as soon as possible. As with the short-term recommendations above, some of 
these initiatives address areas that Brand will have to influence, rather than taking direct action upon. 
 

6.1 Begin Laying Groundwork for Streamlining Plan and Handset Offerings  
 
Obviously Brand doesn’t own this process. However, the group is uniquely positioned, as the champion of 
clarity, to drive the idea that less is more. This is especially true given the number of interviewees who 
say that one problem the Wireless division has vis a vis clarity is a profusion of plans (as noted above, as 
many as 8000 are still on the books, and one interviewee indicated that 5200 of these have a small 
enough number of customers still on them that they could be fairly easily phased out). The abundance of 
handsets was also sited as a barrier to clarity. We expect Brand to encounter a very receptive audience 
as it promotes this initiative in the Marketing organization. 

6.2 Champion Integration of the Care and Sales (Retention and Acquisition) Functions of the 
Wireless Organization  

 
This represents a major step along the path to the stewardship model discussed in section 4.3 above. At 
present, the sales and customer service functions are not only not integrated, they are frequently at 
cross-purposes.  
 
6.2.1 Several interviewees expressed frustration with the fact that Marketing, Sales, and Customer 
Care are held to different standards. Marketing is all about acquisition, without sufficient cost 
consideration. Customer Care is all about cost, without sufficient consideration to retention. Sales is all 
about getting customers to sign on the dotted line, at which point they become “Customer Care’s 
problem.” 
 

I don’t think as an organization we live and breathe retention. I think that the sales organization 
thinks the retention is a customer service problem and retention is everyone’s problem. It’s 
marketing’s problem. You know, they didn’t up until recently in the business cases take a churn 
implication, have a churn factor in it… everyone should be marching to churns.  
Wireless Customer Solutions Manager  
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Who truly owns the cross-sales strategy?  Who owns the up-sale strategy?  Those are some pretty 
big deals and you know, if you were to sit with Chip and Rick today, they would say we own a lot of 
it, we ought to own all of it.   If you were to ask Tony and Dena, they would say customer solutions 
owns a lot of it and we should own all of it… The way to solve the problem is Chuck needs to figure 
that out.  Chuck needs to say, ‘Rick, you are responsible for up to acquisition between you and Jim 
Fernandez.  Tony, you are responsible for everything post acquisition, period.’   
Wireless Customer Solutions Manager 

 
6.2.2 The Wireless division must get to the point where Sales understands its critical role in the larger 
customer service process and where Customer Care understands that a key part of its function is sales-
oriented. In the fully integrated organization we believe Wireless needs to be, the line between care and 
sales is very blurry, and our conviction on this point is so strong that we recommend that the company 
study the possibility of merging Sales and Customer Care. 
 
6.2.3 As part of this new, integrated mindset, we would encourage the Wireless division to begin 
migrating from a “help desk” model of customer care toward an aggressive “outrider” model, where 
sales/care reps make full use of all the technological resources at the company’s disposal to “ride the 
fences,” going in search of service problems and attempting to find and solve problems before the 
customer even realizes he or she has a problem.  
 
At first glance, this perhaps looks like a costly venture, but we believe it would actually represent a 
substantial improvement in the division’s ROI by, first, projecting clarity instead of waiting for confusion, a 
policy we believe would dramatically improve the efficiency of the care organization. Second, customer 
interactions that are initiated by company personnel being helpful would significantly improve the 
relationship dynamic for purposes of up-selling and cross-selling. 
 
The goodwill generated by this kind of program has been demonstrated dramatically in at least one 
telecom-sector pilot program we’re aware of, and we’re convinced that this model represents the future 
for successful companies across all consumer-oriented industries. 
 

Tony can’t fix this. Tony is the victim. And he’s fighting for air. He doesn’t have enough hours in the 
day in his life to solve this. This has to be a top down strategic vision that we re-engineer the 
company around, while Tony continues to tread, he’s just gotta tread water.  
Wireless Executive 

 

6.3 Reconsider Easy Pay 
 
At the onset of the audit we knew very little about the Easy Pay program. After interviewing several dozen 
Wireless leaders and employees, we’re now convinced it represents a growing problem for the company, 
both in operational and branding terms. 
 
6.3.1 When customers are hot-lined without explanation, it’s anything but a clear message. At a 
minimum, the Wireless division needs to reconsider the way it communicates to Easy Pay customers how 
the phone gets hot-lined when they reach a certain debt. 
 
6.3.2 By its very nature, Easy Pay is bound to be a challenge to clarity. The demographic and 
psychographic character of the customer base is not given to clear provider-consumer relationships; in 
fact, this base is going to represent the least sophisticated market possible, and is historically the most 
contentious segment of the consumer population.  
 
6.3.3 Easy Pay is and will continue to be a massive drain on Customer Care resources. As noted 
earlier, this segment of the base accounts for over 90% of the calls received by some care advocates. 
The company’s ability to improve clarity in these relationships is inherently limited by the lack of 
sophistication of the customers. 



AirWave Brand Audit: 34 

 
6.3.4 We have not seen the numbers on the Easy Pay program, although we understand it represents 
a substantial portion of the company’s new adds. However, we wonder what a hard cost/benefit analysis 
weighing return on these low-yield customers vs. the cost of servicing them would indicate. From our 
vantage, Easy Pay looks like a manifestation of the entrepreneurial/acquisitional mindset discussed 
earlier, which places an out-of-proportion value on raw add numbers. But at the end of the day, the 
company’s success isn’t contingent on adds, it’s contingent on profit, and money devoted to five no-yield 
customers would be better spent servicing one high-value customer.  
 

Any customer, even low value Easy Pay customer who calls in and threatens to disconnect gets 
connected to the retention team: 
We never saw a customer we didn’t like, and not all those customers are profitable 
Wireless Customer Solutions Executive 

 
6.3.5 At its heart, Easy Pay isn’t a clarity program, it’s a price-point program. In terms of the wireless 
sector landscape, it appears out of step with a company that values clarity and technology leadership, 
and would seem more in line with a company like VoiceStream. 

7. Evolving the Wireless Division Corporate Ideology 
 
In summary, Emergent encourages the Wireless division to begin framing its strategic planning and 
tactical execution in terms of clarity-as-stewardship. The company has built something quite remarkable 
in an astonishingly short period of time, and now that it finds itself overseeing a bustling empire it’s time to 
focus more energy on running what it has.  
 
This doesn’t mean the Wireless division should abandon acquisition goals by any means, but it needs to 
shift from an acquisition mentality that revolves around raw new adds toward an acquisition strategy that 
acknowledges the importance of up-selling the value of the current base and that understands the best 
tool for attracting new customers is the satisfaction and unwavering loyalty of existing customers.  
 

The technology evolution is causing us to rethink what’s the customer. If Cadillac manufactured 
300,000 Cadillacs with a Wireless modem on it for its on-road service management, is that 300,000 
customers? The person driving this vehicle doesn’t even know that the Cadillac’s talking to the 
service line. He also has a phone. But so what does that mean? We may need to start thinking 
about how we define customer. Is it machine-to-machine messages, the vending machine that is 
now giving a message to a host system someplace that it’s down to twenty percent of its stock? 
Wireless Executive 

 
Within this context, we believe clarity will find even stronger expression and salience within the 
marketplace, a critical factor for a company that finds itself in an increasingly retention-oriented industry. 
 
 
 


