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6 The Governance: Once customers are enticed or in some cases ensnared, the relationship 
moves into a state of customer relationship management. You’re now forever known as a 
number with a record on fi le. Conversations are now managed as tickets and placed within 
a queue for engagement and resolution. Your service level and attention level can be tied 
to your position within the customer hierarchy.

Revisiting Total Recall for a moment, the awakening customer 
has already altered the steps emphasized in the funnel. 
Technology introduces a sense of liberty that reminds each 
and every one of us that as strategists and decision makers, 
we have much to learn.

Your market has already been disrupted. Through an 
unforgiving series of technology revolutions in an era of 
individual empowerment, your customers are not only more 
informed, their expectations have grown. The “C” change in 
consumerism has ushered in a genre of connected consumers. 
As a result, your customers are learning about you and your 
competitors differently. How they make decisions does not 
follow a linear path. How they are infl uenced and in turn 
infl uence others is profound in its reach and effect.

The Cluster Funnel
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As the ebook points out, 79 percent of consumers say they use a smart phone to help with 
shopping. In addition, 70 percent of Americans look at product reviews before making a 
purchase. If 70 percent of consumers pick up a laptop, tablet, smart phone, or another connected 
device to learn more about your product or business after initial contact, what is it that they fi nd?

The decision makers in your organizations might think that you’re doing everything you need 
to. After all, you have a website, right? You have accounts on Facebook, Twitter, YouTube, and 
Pinterest . . . FTW (for the win)! But to the person who’s connected not only digitally but socially, 
today’s online presences are just pages with a lot of marketing text or videos.

The dynamic customer is just that . . . dynamic. Static pages, commercials, or walls rich with 
trivial conversations and promotions are not going to guide consumers or B2B customers from 
ZMOT to FMOT. They need substance, personalization, and shared experiences to help guide 
them to the next step . . . to help them complete their journey.

Diving deeper into Google’s ZMOT, it expands the customer journey by connecting the 
Second Moment of Truth or “the experience” with among the most infl uential of steps, 
the Ultimate Moment of Truth. The UMOT as I call it is the infl uence loop that connects 
back to the Zero Moment of Truth for connected customers. It is these shared experiences 
that infl uence impressions and decisions when someone searches or asks for information. 
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Did you know that consumers rely on 10 or more sources in making purchase decisions? 
Between 2010 and 2011 the average number of sources used not only doubled, but new 
technologies emerged to facilitate discovery and engagement around these sources.

Source: Google/Shopper Sciences. The Zero Moment of Truth 
Macro Study. April 2011. 

In ZMOT: Winning the Zero Moment of 
Truth,1 Google commissioned Shopper 
Sciences to study the sources of 5,000 
shoppers in 12 different categories and 
how they infl uence decision making. The 
results are nothing less than staggering. 
When you compare your current 
marketing initiatives against the number 
of sources in the Zero Moment of Truth 
(ZMOT), it’s clear just how easy it is to 
miss monetizable opportunities.
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Even something as simple as researching quick-serve restaurants involves an average of 
5.8 sources. Shopping for a car? Well, that shoots up to an average of 18.2 sources. It’s not 
just B2C, though. People in every industry imaginable from B2B to politics to education are 
searching for information to help them make better decisions. Voters, on average, will touch 
14.7 sources before voting. For the record, that’s just below the 14.8 average number of sources 
that people said they use to shop for electronics.

Category Purchased

Automotive

Technology (Consumer Electronics)

Voters

Travel

Over-the-Counter Health

Consumer Packaged Goods: Grocery

Consumer Packaged Goods:
Health/Beauty/Personal Care

Quick-Serve Restaurant

Banking

Insurance

Credit Card

Investments

18.2

14.8

14.7

10.2

9.8

7.3

7

5.8

10.8

11.7

8.6

8.9

34%

30%

35%

22%

18%

15%

14%

12%

25%

26%

19%

20%

97%

92%

95%

99%

78%

61%

63%

72%

91%

94%

81%

89%

Number of
sources used
by the typical

shopper

Average
usage across

sources

% of
shoppers

influenced at
ZMOT

Source: Google/Shopper Sciences. Zero Moment of Truth Macro Study. U.S. April 2011. 
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Average # of Sources Used by Category
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7 7.3
9.8 8.6 8.9 10.2 10.8 11.7

14.8
18.2

14.7

Q2: When you were considering purchasing [PRODUCT], what sources of information did 
you seek out to help with your decision?
Base: N 5 5,003

Source: Google/Shopper Sciences. The Zero Moment of Truth Macro Study. April 2011. 

In an increasingly social and mobile world, the ability to infl uence decisions reaches beyond 
search, in-store, and traditional media. While traditional media’s infl uence is trending downward, 
not surprisingly, mobile and social are trending upward. Yet, if you look at most marketing 
budgets today, company spending doesn’t match consumer behavior. Yes, money is invested 
in social media, mobile apps, search, online marketing, and so on, but investments in creating 
amazing experiences in each is disproportionate to the level of infl uence these channels carry.
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Let’s take a look at apparel shoppers for a moment. Not only do consumers rely on multiple 
sources offl ine and online to make decisions, they use multiple devices to do so. PCs, tablets, 
and smart phones are real-time windows into a real-time world. And each window requires a 
dedicated and optimized design. Each design must contribute to a holistic experience across 
channels. The experience requires clear defi nition and thought-out design.

Social and mobile are growing significantly in
influence compared to a year ago

Offline Social

Retail

Online General

Online Social

Mobile

Direct/Event

TV/Radio

Print/Outdoor

55%

60%

31%

19%

16%

24%

14%

21%

56%

2010 Macro Study

51%

39%

37%

34%

32%

27%

24%

Q5: We’d like you to tell us how infl uential each of these sources of information was to 
you at the time. Please select a number from 1 to 10 for each of the sources, where 1 is 
“least infl uential” and 10 is “most infl uential.” 

Source: Google/Shopper Sciences. The Zero Moment of Truth Macro Study. April 2011. 
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in the Ultimate Moment of Truth. The fi rst contributes to satisfaction, bond, and loyalty. The 
second is an investment in generating word of mouth, advocacy, and infl uence.

1 ZMOT—It’s what people search and fi nd after encountering the stimulus that directs their 
next steps.

2 FMOT—It’s what people think when they see your product and it’s the impressions they 
form when they read the words describing your product.

3 SMOT—It’s what people feel, think, see, hear, touch, smell, and (sometimes) taste as they 
experience your product over time. It’s also how your company supports them in their 
efforts throughout the relationship.

4 UMOT—It’s that shared moment at every step of the experience that becomes the next 
person’s Zero Moment of Truth (ZMOT).

Stimulus

Awareness
Social

Discovery

Shared experiences affect every moment of truth

UMOT -> ZMOT: Shared expressions form trusted
impressions

Consideration
to Purchase

Experience
Shared

Experience

Zero
Moment
of Truth

First
Moment
of Truth

Second
Moment
of Truth

Ultimate
Moment
of Truth

Source: www.shutterstock.com.
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People are going to talk, so give them something to talk about. That’s the opportunity you 
have if you focus on creating experiences. Whether they’re good or bad, they’re shared. And 
we’re only at the beginning. Your connected customer is increasingly taking to networks and 
forums to voice their experiences. Knowing that these numbers are growing, especially in digital 
channels, what do you want them to experience? What do you want them to share? Someone 
must take responsibility for designing and defi ning the experience.

Mentioned it to friends/family

Mentioned it to a co-worker

Took a survey

Wrote about it on a Facebook page

Wrote a customer review on a website

Wrote about it in a blog

Posted Tweets about it

None of the above

50%

21%

13%

10%

6% 24% of shoppers
engage in some
digital SMOT behavior4%

4%

41%

Q7: After buying [PRODUCT], which of these activities did you do to share your 
experience?
Base: N = 5,003

Source: Google/Shopper Sciences. The Zero Moment of Truth Macro Study. April 2011. 
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Source: “The Power of Peer Infl uence,” Copyright Crowdtap, 2012; download the whitepaper at http://corp
.crowdtap.com.
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Source: “The Power of Peer Infl uence,” Copyright Crowdtap, 2012; download the whitepaper at http://corp
.crowdtap.com.
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Inspired by McKinsey’s work and my own research, I set out to reimagine the traditional sales 
funnel into a constant and very public elliptical path that often repeats itself.3 Not only is it 
constant, every shared experience and touch point infl uences the decisions of all those who 
enter the decision ellipse. Experiences are now everything. For if you don’t defi ne or shape 
experiences proactively, your brand is left for others to create in the Ultimate Moment of Truth.

On the surface, the stages of the DCJ refl ect similar methodologies to the sales funnel, but the 
DCJ is designed to uniquely capture the path of your connected customer.

The AIDA funnel implies that customers move along a linear path from Attention to Interest to 
Decision to Action; and loyalty and advocacy are often assumed to be a by-product following 
each transaction. Research already shows that connected customers move into a state of 
neutrality, which can tilt toward negative or positive.
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Walking through a simple and quick example of the DCJ by using fashion retailer American 
Eagle as an example, you can identify and organize shared experiences across various social 
networks into various moments of truth. As Gen C takes to search engines and status updates 
to research, ask and answer questions, and share experiences, several opportunities present 
themselves for businesses to listen, learn, engage, and adapt.

1 Listen to how people communicate following various stimuli, messages, and new 
information sources to learn how customers are guided to take their next steps from 
awareness to consideration and evaluations (the Zero Moment of Truth).

2 Learn how customer journeys unfold based on the information that comes back in their 
discovery process. Who are the experts? What are the communities where people go? 
Who infl uences them? What do they fi nd and learn? What technologies and services do 
they use? What happens as a result?
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3 Engage customers in each moment of truth based on their expectations and the 
opportunities presented to provide value or resources.

4 Adapt processes, strategies, and technology investments to improve steps 1 to 3.

As you’ll soon see, the dynamic customer journey presents moments of truth that either lead 
people to you or away from you. Each moment is yours to defi ne. The journey is rich with data, 
relevant networks, infl uential authorities and peers, and also technology sources.

To help you make sense of the DCJ in your work, let’s look at each stage at a high level. 
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with this moment as customers naturally want to know if the store they are in will match the 
online price. Technology isn’t the only thing that needs to change. Dated policies and processes 
are also in dire need of updating. When a customer asks if a price can be matched by showing 
an app or site that lists a lower price, the answer is usually no. Perhaps it’s time to revisit that 
and other policies and technologies that encourage in-the-moment engagement.

The smoother you can make the transaction, the easier it is to ensure that your customers will 
continue the journey through to the Second and Ultimate Moments of Truth. This isn’t just 
about reducing friction in the information and commerce channels you choose to support. 
This is about meeting the discerning needs and expectations of your connected customers in 
the channels and through the screens they prefer. We are indeed becoming a digital society 
of multitaskers and multiscreeners. As such, you need to invest in a multichannel strategy that 
appeals to common interests and behavior, which without research is just using new technology 
because it’s in fashion.

The image below visualizes how different age groups use technology to make purchases. Simply 
by grouping the people who are comfortable or prefer using mobile devices to make purchases, 
you can justify a dedicated mobile commerce strategy while still investing in traditional and 
desktop/laptop-based commerce models. Investing in technology and engagement strategies 

Source: Milo.com, using data from Comscore, eMarketer, Digital Marketing Insights, or Prospr Mobile.
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The image on the preceding page is a word cloud generated by the tweets of customers who 
shared their experiences regarding @United (United Airlines). I removed the colorful language 
as this isn’t a discussion about United, but instead how customer experiences are shared and 
how they infl uence impressions and decisions. Additionally, this is an example of the necessary 
examination of how businesses are shaping and reacting to customer experiences in the midst 
of a digital revolution.

The two words that stand out clearly and represent the importance of our focus over the next 
several years are . . . customer service. If you look closely enough, you’ll see two other words 
surrounding customer service, which symbolize the importance of a renewed or new customer 
focus . . . response and change.

In a study published by Maritz Research and evolve24 in 2011,2 just less than 1,300 consumers 
were asked about their experiences with Twitter and customer service. As the respondents’ 
ages increased, so did their expectations that companies would read and respond to their 
experiences.

Source: Reprinted with permission from IBM.  
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Imagine that you are a connected consumer using 
Twitter to lodge a complaint and get a response that 
could solve a problem and retain you as a customer, 
only to be disappointed by the absence of a response. 
That’s exactly what happened to the respondents 
of the survey. Just over 70 percent said that they 
did not hear back from a company they reached out 
to on Twitter. This sets up a bigger problem if the 
company is in fact on Twitter. It tells consumers that 
their experience is unimportant and that the business 
is only present in social networks to market or sell 
products and not to provide help. Saying nothing to 
customers with a problem says everything about how 
you value them.

Providing resolution is only one part of the value 
proposition. Engagement is defi ned as the interaction 
between a brand and a consumer, but it is in how it’s 
measured that counts. Source: Reprinted with permission from IBM.  

Engagement isn’t measured by Likes, comments, impressions, tweets, or retweets. Engagement is measured 
by the takeaway value, sentiment, and resulting actions following the exchange. People have said that they’ve 
felt better once they were contacted by a company representative on Twitter. That says everything. . . . 

Source: Reprinted with permission from IBM.  
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If you take a look at the graph above, it’s these traditional metrics that drive increasingly 
ineffective decisions at a time when those very decisions are starting to also work against the 
company.9 Customer analytics is at least in the fourth spot, but as you can see, it isn’t until we 
get down to the 50 percent mark that personal data factors into strategic decisions. And even 
today, blogs are just a mere 26 percent.
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CUSTOMER ENGAGEMENT IS NOT 
THE SAME AS CONVERSATIONS

Remember, at the top of the list of priorities of CEOs is getting closer to customers. Yet, looking 
at this information, it’s clear that the customer and the idea of the true picture of customers are 
contrasting. To truly engage, businesses must not only understand customers, but also act. It 
really is a play on the old saying, “actions speak louder than words.” But here, actions speak as 
loudly as words and, therefore, anything social requires social action.

When I was writing The End of Business as Usual, I sought out a working defi nition of the word 
engagement. It was both unbelievable and also understandable that the results were varied and 
confusing. I proposed a working defi nition in the manuscript that explained engagement as the 
act of a consumer and an organization or brand interacting within the consumer’s network of 
relevance. Engagement, and here’s the important part, is then measured by the takeaway value, 
sentiment, and resulting actions following the interaction. This is the experience.

With this defi nition in mind, we zero 
in on the discrepancy between how 
businesses view the customer and how 
they measure engagement.

According to the IBM CMO study, 
CMOs (Chief Marketing Offi cers) 
reveal that data is focused on 
managing the customer transaction 
and not the relationship. This is not 
engagement. And, this is why I believe 
that any discussion about sCRM (social 
customer relationship management) 

[ ]
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is premature at best. As the following data demonstrates, companies are still placing greater 
emphasis on the “M” and not the “R” or relationship.

Yes, this is the end of business as usual and rather than merely focus on the transaction, 
businesses must focus on creating a meaningful and shareable customer experience fi rst. In the 
preceding chart, we can see that awareness/education, interest/desire, use/enjoy, and bond/
advocate make the list. And, the direct benefi ciary of those initiatives is the customer.

Engagement is not just about communication. It’s about creating experiences that mean 
something, something that’s positive and worth sharing. And, that is what’s possible today. In 
fact, if we look beyond transactions and measure results as they defi ne and drive experiences, 
we can expand our toolbox to include what I refer to as the A.R.T. of Engagement. How can we 
best use our customers’ networks or services of relevance to inspire or spark actions, reactions, 
and transactions? How can we shape experiences and outcomes?

Nick Barton, vice president of sales and marketing, Greater China, InterContinental Hotel Group 
shared his brief but potent thoughts on the subject in IBM’s report. “We have to get scientifi c 
about the customer experience.”
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IBM found that at the top of the list is the now infamous quest for what seems like seeking the 
holy grail without a map, return on investment (ROI).10 But there’s hope, as customer experience 
is second on the list. Truly, with the customer experience defi ned from beginning to end, the 
other metrics fall into place.

Actions speak as loudly as words and as CMOs focus their priorities for shifts toward disruptive 
technology, the customer is at the front and center of corporate transformation.

Everything comes down to customer relationships and experiences and that’s what will separate 
your strategies from tomorrow’s success stories. To that end, at the top of the list is enhancing 
customer loyalty and advocacy. Following is designing experiences for tablets and mobile 
devices. Third, CMOs will use social media as a key engagement (hopefully as defi ned earlier) 
channel. Now we’re talking! As you can see below, those companies that focus on customer-
focused and business outcomes perform well.
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IBM found that CMOs who use customer data to improve customer experiences are actually 
outperforming those businesses that do not invest additional effort in fostering customer 
relationships. This is the chart that should bring it home for you. This is what you’re fi ghting for. 
This is data to savor as it demonstrates the end of business as usual and the beginning of a new 
era of relevance. You are the change agent and your organization, your team, your peers, need 
you now more than ever.
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TEN PRIORITIES FOR MEANINGFUL 
BUSINESS TRANSFORMATION

Surviving Digital Darwinism is only part of the story. From the IBM CMO study, we learned that 
it takes customer-centricity and the ability to prioritize investments. But, more importantly, it 
takes leadership and it takes courage to do and see what others won’t or can’t. The future of 
business and customer and employee engagement is built on a foundation of vision, trust, 
signifi cance, and relationships. Set on this foundation are 10 pillars on which your business 
transformation is predicated.

[ ]

Strategy: With new media & 
technology creating a groundswell of
customer empowerment, new 
strategies must focus on alignment,
objectives & meaningful experiences 
& outcomes.   

People: The 5th P of the marketing 
mix, People, will take center stage as
organizations empower employees to
experiment through intrapreneurialsim
& partner with customers to advance
products, services & processes.    

Localization: For global 
organizations hoping to connect with
customers around the world,
localization & contextualization are
king in any engagement strategy.   

Intelligence: Social media is 
introducing the art & science of
listening & monitoring to
marketing/service teams.
Organizations need to invest in
technology, teams & processes to 
learn & feed insights.    

Vision: The stated outlook of 
organizational direction needs review.
In a time when brands are co-created,
if vision is unclear or underwhelming,
alignment, community & camaraderie
are elusive.    

Philanthropic Capitalism:
Customers expect values to match
their own. A new era of CSR requires 
charitable & sustainable decisions as
part of everyday business where
customers become stakeholders.      

Leadership: As technology continues 
to evolve & permeate work & life, 
behavior, expectations & 
communication evolve. Someone 
must look ahead, see where we need
to go & lead the way to relevance.   

Innovation: Adapt or Die! The ability 
to recognize new opportunities,
disruptive technology & the capacity
to consider or develop new solutions,
responses & systems as a matter of
process & collaboration.       

Influence: Digital influence is 
becoming prominent, turning
everyday consumers into new
influentials. Organizations should ID &
engage to extend reach. Contributing
to networks will also earn influence.    

Culture: This is a time of change, 
which requires coalescence &
solidarity. Organizations need to 
focus on cultivating a culture of 
adaptation, customer & employee 
centricity & empowerment.     
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easy to recognize nor capitalize on without a greater mission and purpose or an infrastructure to 
identify trends, experiment, learn, and scale.

Competing for the future requires a full assessment of how some of the biggest trends in 
technology impact your business or markets today and how they will infl uence behavior in 
the future. While this list may alter, expand, or contract based on your industry, the image 
below should provide a glimpse of just how expansive the landscape is, and while not every 
technology is affecting the bottom line today, elements are beginning to change the way 
decisions are made and how people work with one another. At the very least, the golden 
triangle of cloud, mobile, and social provides a hub to begin the evaluation of both technology 
and human behavior.
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Building a process for disruptive technology sets the stage for a culture of innovation and 
adaptation. Customers aren’t the only passengers on the dynamic journey. As the change 
agent for your organization, as the hero, you will lead your organization on its own journey of 
transformation. And in doing so, you will help your business earn relevance now and in the 
future where success is measured in revenue, profi tability, relationships, and shared experiences.
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THE TASK FORCE, 
AKA STEERING 
COMMITTEE

It sounds like a special forces unit or a new comic book series by Marvel Comics, but instead 
this is your team. This is the group that you will assemble to help you begin the process of 
transformation to bring your vision for customer experiences and engagement to life.

[ ]
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2 Contemplation (Getting Ready): The stage in which people are intending to change in 
the next six months. They are more aware of the pros of changing but are also acutely 
aware of the cons. This balance between the costs and benefi ts of changing can produce 
profound ambivalence that can keep people stuck in this stage for long periods of time.

3 Preparation (Ready): The stage in which people are intending to take action in the 
immediate future, usually measured as the next month. They have typically taken some 
signifi cant action in the past year. These individuals have a plan of action.

4 Action (Action): The stage in which people have made specifi c overt modifi cations within 
the past six months. The action stage is also the stage where vigilance against relapse is 
critical.

5 Maintenance (Maintenance): The stage in which people are working to prevent relapse 
but they do not apply change processes as frequently as do people in action. They are less 
tempted to relapse and increasingly more confi dent that they can continue their change.
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THE HERO’S JOURNEY

Before we take these next steps, let’s revisit Chapter 2 for a moment and reacquaint ourselves 
with the Hero’s Journey. We originally reviewed the Hero’s Journey in the context of storytelling 
and how your customer is really at the center of the experience you’re trying to create. In our 
closing chapter, let’s use the Hero’s Journey to think through the cycle of change that faces your 
organization. The key difference is that here, you are the hero and this is your journey. As the 
change agent, let’s merge the TTM with the Hero’s Journey to prepare you for what change will 
look like within your organization. Here, you are the hero.

[ ]
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The Hero’s Journey for Transformation is divided into 4 stages and 11 phases.3
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