
The company may have come to the market before 
organisations were even ready for cloud technology, but 
Vapour – a true disruptor in the partner channel – quickly 
grew to a £4m revenue business working for renowned 
high street giants such as JCT600 and Betfred.

However, founding CEO Tim Mercer believed he was 
merely scratching the surface, when it came to the 
difference Vapour’s powerful technology could make to 
organisations large and small. With sights set on further – 
and much faster – expansion, Vapour therefore embarked 
on a strategic rebrand with The Engine Room, to relaunch 
an entirely new proposition to a completely different 
target audience…

Postive change to Business

The hidden 
technology behind 
powerful business.
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His time in the military taught him a lot about 
camaraderie, which – combined with his 
compelling passion for supercharging UK 
organisations with better tech, whatever their 
size or budget – meant he soon attracted 
some of the country’s most experienced 
telecoms engineering, sales and project 
management talent to come and work 
alongside him. Investors were interested too, 
and the start up soon had £4m under its belt 
to turn a bold vision into reality.

Focusing only on the partner channel and 
leveraging relationships with Tier 1 carriers 
including BT and Virgin, Vapour rapidly 
established a name for itself. The company 

was one of the first to bring a cloud-only 
proposition to the space – certainly affordable 
cloud technology – and their scalable, secure 
and feature-rich solutions soon became 
popular. This operating model meant Vapour 
collaborated with other tech firms, rather than 
competing against them, and achieved 96% 
net recurring revenues in the process.

This was a value-driven business, known as 
much for its people as its cloud voice, video, 
networks and storage products.

But when Barclays hand-selected Vapour 
to embark on a scale up programme in 
association with the University of Cambridge, 
the senior leadership team quickly realised 
they were on the cusp of a much faster 
high growth trajectory – if they made some 
changes.

They’d always outwardly focused on four key 
product sets, but in truth, their commitment 
to transforming how organisations do 
business, meant customers actually wanted 
far more from them. They were also fiercely 
protective of their service levels, but in some 

Challenge
The

When soldier-turned-CEO Tim Mercer 
founded Vapour, it quickly became 
clear that this was never going to be  
a technology business that faded into 
the background. 



instances, the partners they collaborated 
with, let them down – which ultimately risked 
putting end user satisfaction at risk.

And, despite the boldness of the vision 
that Tim Mercer and his colleagues brought 
to market in 2013, the outward facing 

manifestations of the brand did not mirror 
this courage.

Vapour therefore approached The Engine 
Room to explore a potential strategic 
rebrand, as the company stepped into what 
felt like a brave new world.

The Challenge

“Before we started working with The Engine Room, if you talked to different 
people about Vapour – who we are, what we stand for, and where we’re 
going – you would hear some consistent themes. That was encouraging, and 
something to be proud of. But over the years, our rapid growth meant we 
perhaps didn’t focus on our brand as much as we needed to. Even internally, 
our narrative, visual identity and vision had become a little disjointed.

In terms of the business’s bottom line, it risked holding us back.

We therefore found ourselves at a crossroads. We could give our logo a reskin 
and keep doing what we were doing. Or, we could have a much bigger reset 
and use a strategic rebrand to cleverly drive our company – and the people at 
the heart of it – through the next phase of growth and beyond.

Not afraid to shake up the market – and knowing we wanted to attract talent 
not just new customers – we chose the latter.”

Tim Mercer, CEO of Vapour
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As always, The Engine Room wanted to delve 
beyond the message that was conveyed 
on the existing company website, to better 
understand why Vapour differs from the 
competition, what customers truly think, what 
gets colleagues out of bed in a morning, and 
where untapped potential exists in the market, 
to name just a few strands of initial research.

Such insight was critical because, while the 
brief was clear on the face of it, to deliver 
a brand project with strategic impact and 
longevity, The Engine Room sought to gently 
challenge the brief in places too.

Covid-19 restrictions meant that the bulk of 
these sessions were held virtually, using savvy 
tools such as Mural. However, meeting and 
establishing relationships online was not to the 
detriment of the quality of detail uncovered.

Customers and colleagues alike spoke of 
Vapour’s passion and talents – the ability to 
make even complex cloud technology simple 
to understand and effective. Many even 
remarked on the team’s natural aptitude to 
make the impossible, possible. Very few people 
spoke about the specific products that Vapour 
provides, despite this being typically how 
organisations communicate in this space. The 
products’ former names – Hollr, Sanctm, Gaze 
and Tunnl – also seemed to cause confusion, 
rather than add value. They were certainly 
restrictive, given Vapour’s future growth plans.

On a more tactical level, it quickly became 
apparent that visually, the brand could 
work harder for Vapour. The colour palette, 
interchangeable use of the word ‘Cloud’ 
as part of the brand, and various iterations 
of the company’s iconic ‘V’, had led to 
confusion over time.

Difference
The

This project began like any other, with 
the formation of a collaborative plan 
that would see a number of exploratory 
workshops – involving the entire team – 
help to unpick what Vapour was  
really about.



However, having thoroughly explored and 
validated the many options available, The 
Engine Room arrived at a fresh, clean and 
clear sense of purpose – demystifying cloud 
technology for businesses.

These businesses may be channel partners 
(resellers) who seek to collaborate with 
Vapour to strengthen their own offering, 
or end users keen to transform their 
organisations with Vapour’s cloud technology 
expertise and people-focused approach  
to projects.

Either way, Vapour is always there – the 
hidden tech behind powerful businesses.  
This message didn’t just form a key part of 
the company’s new narrative, it also helped 
to reinvigorate their personality as a team.

Vapour’s natural tendency to focus on 
problem solving, tell it like it is, and remove 
unnecessary jargon, also conveyed a sense 
of honesty that was further developed when 
defining Vapour’s five brand principles.

Results
The

Embarking on this project with a 
completely open mind, Vapour’s senior 
leadership team did not have a rigid 
view of how the rebrand should unfold. 
Together, we remained flexible to the 
fact that a completely new name may 
be required, for example, or an entirely 
separate entity could even be needed, if 
Vapour was to move away from focusing 
solely on the partner channel and move 
into the direct, end user space.



For example, being straight talking, acting as 
a challenging breath of fresh air, and always 
putting the customer before the deal, meant 
content on the new website focused more 
on storytelling – showcasing the art of the 
possible – rather than overwhelming visitors 
with technical specifications that did little to 
generate demand.

These were just three of many reasons why 
the decision was made to also stick with one 
organisation – Vapour. There was no need 
to form any sub brands or sister companies 
for the end user market. If they had, it would 
have undermined the authenticity of the 
brand, from the outset.

Visually, the project represented a ‘coming 
of age’ for the brand, with a vibrant and bold 
yet refined colour palette, and use of more 
people-focused imagery, taking centre stage.

Vapour revealed the new brand internally 
to colleagues, before projecting their fresh 
identity to the outside world. The launch 
coincided with the announcement of three 
impressive industry collaborations that 
immediately extended Vapour’s market 
offering to include solutions ranging from 
Microsoft Teams integrations to robotic 
process automation – seemingly light years 
away from the company’s former cloud 
voice-led narrative.

The Result
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“One of the great things about this project is that it helped to define a vision developed by the whole team, for 
the whole team. Colleagues – and customers – feel more invested in what we’re about, because they have had 
a stake in mapping out our future. The rebrand was the most talked about story for Vapour, in the eight years 
since we were formed, and the stats on our website and social media channels, evidence that.

We’ve recruited at pace and, despite going from a standing start, we’re now having conversations with 
partners AND end customers, who are equally as excited about how we can help their business. These people 
don’t feel like we’re dabbling in new technologies – and, as expected, they don’t particularly care about the 
tech itself, as such. What they are interested in, is that we will work with them to unlock growth, drive change, 
boost productivity and remove the stress so often associated with the delivery of technology projects. They feel 
invigorated as a result of the rebrand, and so do we.”

Carol McGrotty, head of transformation, Vapour
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