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INTRODUCTION: FROM ZMOT TO FMOT, 
BUILD A BRIDGE TO COMMERCIALISE ONLINE LEADS

Some companies and organisations still think that the number of site visits they’ve had is a big measure of 
success. Others think that the number of leads generated by such sites or in fact “on the road” or telesales 
forces are other important success measures. 

Important as such metrics are in looking at the big picture of a marketing sales enterprise, they are also at 
best a very partial measure and ones that can be deeply misleading.

As many people have discovered to their cost, it’s perfectly possible to have a massively successful website 
in terms of visitor numbers AND have lots of initial inquiries from that and other sources, yet still struggle to 
secure viable client engagements.

That’s why it’s important to consider a number of other critical customer engagement concepts, including 
ZMOT and FMOT.
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ACRONYMS AND JARGON

True, nobody today really likes acronyms and jargon! However, sometimes they’re important as a shorthand 
measure.  

Let’s examine ZMOT and FMOT because they actually encapsulate two very simple concepts: 

• ZMOT – “Zero Moment Of Truth”.
This describes the instant when a potential client first starts their journey with you. It may be that 
they’ve had their interest piqued by any one of a number of advertising and marketing techniques but 
this is essentially when they enquire for the first time, with some interest, about you and your services 
or products. 

In some terminology, this is the “initial lead”; 

• FMOT – “First Moment Of Truth”. 
This describes your first meaningful engagement with a prospective client following ZMOT. 

The term “meaningful” is absolutely critical here – simply sending someone an email which says “we’ll get 
back to you sometime” or which attaches a tariff in WORD is NOT what FMOT is all about. Equally, a vague 
and inconclusive discussion resulting in no discovery/further engagement is just as unproductive and doesn’t 
count as FMOT.

FMOT is where you start the journey with the client in a profound way and that involves information 
exchange (aka discovery) and meaningful dialogue with someone in your establishment who is qualified to 
progress things.  

“To put it bluntly, ZMOT is the starting gun. The longer a 
company takes to have a nice leisurely “think about life” 
while they’re resting on their starting blocks after the 
race has got underway, the more likely it is that another 
competitor will reach the prospect first with a quality 
response and migrate the prospect to FMOT.”
Peter Rosenwald
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THE BASIC PRINCIPLES OF OPERATION

This article makes two very simple assertions, albeit ones backed up by survey fact:

• In order to win and eventually secure business, you must reduce the time taken to reach the 
prospective client at ZMOT. Response time at ZMOT is critical;

• You must constantly monitor and improve the quality and meaningfulness of your ZMOT 
engagement. Remember, at initial contact, it is by no means certain that you will succeed in migrating 
them to true FMOT status;

This should all be intuitive. However, if you doubt it, it’s backed up by some perhaps painful-reading hard 
facts:

• Speed of response: 
some US surveys have shown that companies responding to leads/ZMOT within an hour of inception 
were roughly 7 times more successful in getting to significant FMOT status with key purchasing 
decision makers than companies who waited 2 hours.

They were 60 times more successful than companies who waited 24 hours to respond at ZMOT.

• ZMOT is an opportunity – not a result in itself.
Survey results here show that at ZMOT, your prospect may have already visited 6-12 other sites/
competitors and might have entered ZMOT status with an average of perhaps 4 of them.

To put it bluntly, ZMOT is the starting gun. The longer a company takes to have a nice leisurely “think about 
life” while they’re resting on their starting blocks after the race has got underway, the more likely it is that 
another competitor will reach the prospect first with a quality response and migrate the prospect to FMOT.

Companies that respond within an hour of inception  were 60 times more successful than 
companies who waited 24 hours  

+24 Hour Response time

1 Hour Response time = 60 times more successful
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WHAT THIS MEANS FOR DEPLOYMENT OF RESOURCE

It’s not unusual to find organisations who have invested heavily in mobilising and deploying for lead 
generation. In itself, that’s fine but doing so at the expense of second-line follow-up services may be risky.

Experience shows that some organisations are very effective at generating leads via various channels and 
getting to ZMOT.  Unfortunately, what can then happen are things such as:

• lengthy delays in follow-up;

• inappropriate approaches used, which don’t migrate the prospect’s journey successfully to FMOT.

As has been touched on already, speed of response at ZMOT is crucial but it’s far from the only criterion for 
success in cementing customer engagement. 

This introduces the concepts of both channel and quality of first meaningful engagement.

In terms of quality, most of us have experienced, as prospective clients at ZMOT, follow-ups that include 
experiences such as:

• Receiving an email when a phone call has been requested;

• Poorly-trained,  inexperienced or demotivated personnel responding entirely through pre-scripted     
 texts / phone calls;

• Gimmickry and dissuader-word dialogue psychology of the “free trial”, “contract”, “let me show you  
 how” and “what you need to realise is” varieties;

• Deferral comments and doubt-seeding of the “I don’t know, I’ll need to talk to my supervisor and get  
 back to you” type;

• Being asked to re-provide information about our needs that has already been given at ZMOT; etc.

All of these are value-destructive prospect experiences that simply drive potential clients elsewhere.



“The challenges involved 
in such a transformational 
evolution of a company’s 
client engagement 
philosophies shouldn’t be 
trivialised.”
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A CHANGE IN FOCUS AND TOOLS

The solution to many of these problems is typically simple:

• a more strategic distribution of resources (financial, people and developmental) between ZMOT 
migration engagement teams and front-line lead generation;

• re-balancing top leadership focus from a heavy lead generation emphasis towards lead 
transformation and engagement; 

• making better use of the market and prospect intelligence that might already exist within the 
organisation;

• a move away from mechanistic engagement models at ZMOT towards quality-led value-add client 
experience models;

• a de-emphasis on reward for quantity (i.e. number of raw leads generated) towards one emphasising 
success in migrating to quality discovery and engagement (i.e. FMOT). This is based upon the law 
of diminishing returns because old models are often predicated along simplistic lines that doubling 
the number of initial leads will roughly double the number of eventual conversions. However, 
this approach is typically cost ineffective in the longer term and becomes unwieldly bordering on 
unmanageable in logistical terms;

• Increased financial investment in the development of ZMOT-FMOT migration processes.

The above discussion talks in perhaps overly simple terms about what will prove, for some organisations, to 
be major cultural, leadership, business process and investment priority changes. 

The challenges involved in such a transformational evolution of a company’s client engagement philosophies 
shouldn’t be trivialised.

Assistance if often required in terms of education, tools, processes and philosophical re-orientation.
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Of course, there is no “one size fits all” when implementing a new approach to generating quality transitions 
from ZMOT to FMOT and beyond. Different markets, different business cultures by sector and indeed 
different background social cultures all need to be taken into account when defining a new-model client 
engagement strategy of the above type. This takes experience and background knowledge.

The client above specialises in corporate consulting and outsourcing. 
They employ highly experienced and knowledgeable client 
engagement/telemarketers and deal sizes start at £500k.

The change made was to make visible to the Engagement Team, rather 
than just their Business Development team, all their prospect touch 
points (ZMOT); attendance at events, downloads, connections on 
LinkedIn, mutual ‘close friends’.

One company invested in the tools, technologies and focus changes 
as mentioned above, shifting emphasis heavily from initial lead 
generation to post-lead nurturing and development;

For 7 previous years, the telemarketing lead generation rate had 
been approximately one good lead (roughly approximating to 
moving to and past FMOT) per 21 hours of telemarketing;

After the application of new approaches, that return improved 
to one every 12 hours and eventually 1 for every 10. Their ITT 
increased from 38% to over 80%. 

CONSIDER ONE CASE STUDY THOUGH:

IS IT WORTH IT

For any organisation, change brings with it cost and risk that need to be evaluated against the potential 
rewards inherent in the proposition.

in 21hrs

in 10hrs



“For any organisation, 
change brings with it cost 
and risk that need to be 
evaluated against the 
potential rewards inherent in 
the proposition.”
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CONCLUSIONS

To re-summarise:

• many companies are failing to best exploit the leads or potential leads they’re acquiring;

• opportunities are being lost due to sluggish or inappropriate responses to leads at ZMOT. FMOT 
status is often not achieved – something that’s frequently avoidable;

• moving to enriched FMOT and past that to more concrete prospect conversion is also regularly 
prejudiced by inadequate training of personnel and outdated methodologies – a failure to invest in 
engagement support tools can also be a factor here.

These problems can be addressed via the application of modern B2B approaches 
coupled with a change in emphasis and focus at leadership levels within organisations.

01392 247200 info@chartdev.co.uk
8 Kew Court, Pynes Hill,
Rydon Lane,
Exeter EX2 5AZ

If you would like to know more about how Chartered Developments could help 
your business, then please contact us below.


