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00 / FOUNDATION

The Insight Most
Organizations Miss
Why managing outcomes is the wrong starting point

Organizations are extraordinarily skilled at measuring outcomes. Revenue. Churn. Patient

satisfaction. NPS. Contact volume. AI accuracy. They build dashboards, deploy analysts, and

conduct post-mortems.

And yet they remain perpetually surprised by the outcomes they produce.

The reason is simple: they are managing the visible while the invisible is managing them.

"Every outcome is the predictable consequence of something that happened

before it was visible. The challenge is not managing the outcome. It is finding the

moment that made the outcome inevitable."

THE MOMENT ZERO PRINCIPLE

Most diagnostic frameworks begin at the observable event: the complaint, the cancellation, the

five-star review. Moment Zero begins earlier. It asks one question.
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At what point did this outcome become significantly more
likely?

That point is Moment Zero. What you discover when you find it is called your Zero Hour. A

named, datable, ownable origin that made everything that followed significantly more probable.
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01 / CORE PRINCIPLE

Moment Zero and the Zero
Hour
Two terms. One framework. One discovery.

Moment Zero is the earliest identifiable point, a decision, assumption, action, omission, policy,

process, knowledge transfer, technology implementation, or leadership choice, where a future

outcome became significantly more likely to occur.

The Zero Hour is what you call it once you have found it. A specific moment in time. A datable,

nameable, ownable decision or omission that made your outcome significantly more probable.

Once named, it cannot be ignored. Once named, it can be changed.

THE MOMENT ZERO EQUATION

Outcome
IS THE VISIBLE RESULT OF

Experiences + Actions + Decisions + Assumptions
ALL ORIGINATING AT

Your Zero Hour

Organizations focus energy on the outcome layer. Some investigate contributing factors. Very few

trace the causal chain back to its true origin. The Moment Zero Framework provides the
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methodology to do that. And critically, it works in both directions: finding the Zero Hour of failure is

an autopsy. Finding the Zero Hour of success and replicating it is a growth engine.
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02 / TYPOLOGY

Two Types. One Framework.
Every outcome has a type. Every type demands a different response.

TYPE I

Negative Moment Zero
CREATES

→ Customer churn and revenue loss

→ Poor patient or member experiences

→ Employee disengagement and turnover

→ AI hallucinations and failures

→ Contact center inefficiency

→ Knowledge erosion

COMMONLY ORIGINATES FROM

→ Misaligned incentives

→ Absent or broken knowledge systems

→ Untested assumptions

→ Process designed around internal logic, not

customer reality

TYPE II

Positive Moment Zero
CREATES

→ Customer loyalty and advocacy

→ Patient trust and outcomes

→ Employee engagement and retention

→ Exceptional service delivery

→ AI that actually works

→ Organizational innovation

COMMONLY ORIGINATES FROM

→ Employees empowered to act

→ Knowledge captured and made accessible

→ Processes designed around the customer

journey

→ Technology deployed with governance and

purpose

Most organizations spend their time reacting to negative outcomes. The most effective

organizations spend their time engineering positive Moment Zeros, intentionally creating

conditions that make excellent outcomes significantly more likely, before the customer, patient, or

employee ever arrives.
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03 / THE RIPPLE EFFECT

One Moment. Many
Outcomes.
A single Zero Hour rarely produces a single consequence.

A common misconception is that Moment Zero creates a single outcome. In practice, a single Zero

Hour often triggers a cascade, positive or negative, that ripples across customers, employees,

systems, and strategy simultaneously.

THE RIPPLE EFFECT
One structural decision made years earlier ripples forward through the organization, creating a

cascade of consequences that compound over time and become visible only after the damage is

done.

Zero Hour
Origin ->

Siloed
Knowledge ->

Inconsistent
Answers ->

Multiple
Transfers ->

Customer
Frustration -> Churn

Understanding the Ripple Effect changes how organizations prioritize. Addressing churn directly is

expensive and temporary. Addressing the Zero Hour that created the conditions for churn is

transformational and permanent. The further upstream the intervention, the greater its leverage.
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04 / THE DIAGNOSTIC MODEL

Six Stages. One Zero Hour.
Apply this model to any outcome. Stage Five is where the discovery
happens.

01
The Outcome
What happened, and how significant is it?

Name the outcome precisely. Resist the impulse to explain it here. Only describe it. A customer

left. A patient filed a complaint. An AI generated a harmful response. An employee stayed for

twenty-five years. The outcome is the starting point, never the analysis.

02
The Observable Event
What did everyone notice?

This is where most investigations begin and where most stop. The complaint. The escalation. The

cancellation call. The resignation letter. The glowing review. The observable event is not the

cause. It is the moment the outcome became undeniable. A symptom, not a source.

Most organizations treat the observable event as the problem to solve. The Moment Zero

Framework treats it as the first clue in a deeper investigation.
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03
The Contributing Factors
What conditions shaped the environment?

Map the ecosystem that surrounded the outcome: policies, systems, processes, knowledge

availability, communication patterns, technology constraints, leadership priorities, and

measurement incentives. Contributing factors are not the cause. They are the soil in which the

Zero Hour was planted.

04
The Assumption Layer
What did the organization believe without verifying?

Every outcome has an assumption beneath it. Some are explicit. Most are invisible, operating as

organizational truth without ever being tested. Surfacing the assumption layer reveals where

belief diverged from reality and created the conditions for the Zero Hour to take root.

Unexamined assumptions are the most common host environment for a Zero Hour. Where

beliefs go unverified, outcomes go uncontrolled.

M0 Moment Zero / Your Zero Hour
What specific decision, action, or omission made this outcome significantly more

likely?

This is the central question. The Zero Hour is the earliest identifiable point where the trajectory

was set, before it was visible, before consequences were felt, before interventions became

expensive. It may be a leadership decision made years ago, a technology implementation without

governance, an employee who chose empathy when no one was watching, or a knowledge base

that was never built.

ZERO HOUR IDENTIFIED

This is your Zero Hour. A specific moment in time, a datable and nameable decision

or omission, that made the outcome you experienced significantly more probable.

Once named, it can be changed.
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06
The Strategic Response
What does the organization do with this knowledge?

Once identified, every Zero Hour demands a deliberate response: Replicate a positive Zero Hour,

Strengthen conditions that were fragile, Eliminate the negative root cause entirely, or Replace it

with a positive Zero Hour in its place. There are no other options.
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05 / THE FOUR DIMENSIONS

Every Zero Hour Lives
Somewhere
Understanding which dimension your Zero Hour inhabits determines the
intervention.

Every Zero Hour exists within one or more of four organizational dimensions. Many significant

outcomes have Zero Hours that span multiple dimensions simultaneously.

O Human
Decisions, behaviors, and choices made by

individuals, leaders, frontline employees, coaches,

and managers. Human Zero Hours are often the

most emotionally resonant and the hardest to

systematize.

Leadership choices / Employee empathy / Coaching

quality / Hiring criteria

K Knowledge
The availability, accuracy, governance, and

accessibility of information. Knowledge Zero Hours

are among the most common and overlooked root

causes of organizational failure and AI breakdown.

Documentation gaps / Expert capture / AI

knowledge governance / Searchability
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P Process
The design of workflows, journeys, and systems.

Process Zero Hours reveal the gap between how

an organization thinks it serves customers and

how customers actually experience being served.

Journey design / Escalation paths / Intake

workflows / Scheduling logic

T Technology
The tools, platforms, and AI systems that mediate

between the organization and its customers.

Technology Zero Hours almost always trace to

implementation decisions, not the technology itself.

AI implementation / CRM design / Knowledge base

architecture / Integration decisions

Many Zero Hours span multiple dimensions simultaneously. A customer experience failure might

originate in a Technology decision that created a Knowledge gap, ignored by a Process that lacked

oversight, reflecting a Human assumption never challenged. The diagnostic model surfaces all four.
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06 / HIERARCHY OF ZERO HOURS

Five Levels. Not All Are
Equal.
The deeper the Zero Hour, the greater the leverage and the courage
required.

Zero Hours exist at different levels of organizational depth. Most organizations focus on Level 1.

The most transformational Zero Hours live at Levels 4 and 5.

L1
Individual

A single interaction where a human choice determined the outcome. An agent who chose empathy. A

nurse who made a proactive call. Powerful, but does not scale without systemic support.

L2
Process

A workflow, policy, or procedure that systematically shapes outcomes across many interactions.

Process Zero Hours affect everyone the process touches, consistently and at scale.

L3
Knowledge

The architecture, governance, and accessibility of organizational knowledge. A knowledge base that is

current, trusted, and findable creates a positive Zero Hour for every interaction it informs. One that is

absent or outdated does the opposite.
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L4
Leadership

Strategic decisions about investment, priorities, organizational structure, and technology. Leadership

Zero Hours often occur years before their consequences emerge. What leadership chooses to fund is

ultimately what the organization becomes.

L5
Culture

The shared beliefs, values, and unspoken rules that govern behavior when no one is watching. Cultural

Zero Hours are the most powerful and the most difficult to change. 'Patients come first' and 'hit the

metric no matter what' are both cultural Zero Hours. One creates advocates. The other creates liability.
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07 / THE OPPORTUNITY MATRIX

Where Is Your Organization
Right Now?
A navigation tool. Four quadrants. One move to make.

Once a Zero Hour is identified, organizations can place themselves in one of four quadrants. The

matrix is not a judgment. It is a navigation tool. It tells you where you are and what move to make

next.

POSITIVE OUTCOME Excellence, loyalty, trust earnedNEGATIVE OUTCOME Churn, failure, breakdown

KNOWN ZERO HOUR

REPLICATE

You know what created
success.

Codify it and scale it before it is

accidentally dismantled.

Priority: Growth Engine

ELIMINATE + REPLACE

You know the root cause.

Act now. Remove it and replace it with

something deliberate.

Priority: Urgent Risk

UNKNOWN ZERO HOUR

DISCOVER + PROTECT

Something is working.

You do not yet know why. Find it before

it disappears.

Priority: Protect before it is lost

INVESTIGATE

A recurring problem with no
named cause.

This is where most organizations live.

The diagnostic moves you out.

Most common organizational state
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The most important move any organization can make is to shift from the bottom row to the top

row, from unknown to known Zero Hour, in any quadrant. Once you can name your Zero Hour, you

can act on it. Until then, you are managing consequences.
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08 / STRATEGIC RESPONSES

Four Actions. No Other
Options.
Once you find your Zero Hour, exactly one of these applies.

Replicate
Positive Zero Hour / Known

You have found what created the exceptional

outcome. Understand it precisely enough to

reproduce it at scale. Codify it into process, train

people on it, and protect it from being disrupted by

initiatives that do not understand what they are

dismantling.

Strengthen
Positive Zero Hour / Fragile

The conditions for the positive outcome existed but

were unreliable. Strengthening means

systematizing what was previously accidental.

Make the positive Zero Hour the default, not the

exception that depends on one person's judgment

or energy.

Eliminate
Negative Zero Hour / Structural

Address the root cause, not the symptom or the

observable event or the downstream behavior. The

root. Then immediately identify what will occupy

the space the negative Zero Hour vacated. Leaving

a vacuum creates a new Zero Hour.

Replace
Negative Zero Hour / Cultural

Simple elimination is insufficient when the Zero

Hour is embedded culturally or structurally.

Removing it without replacing it creates a vacuum.

Design the replacement with the same rigor used

to diagnose the original, or you will recreate a

version of what you removed.
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09 / THE FRAMEWORK APPLIED

Two Outcomes. One
Framework.
How the six-stage diagnostic reveals the true origin of very different
problems.
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NEGATIVE ANALYSIS / CONTACT CENTER

The Organization That Kept Losing
Customers

Outcome Customer churn rate rising steadily

over 18 months

Observable Customers calling to cancel, citing

service inconsistency

Factors Long hold times, multiple transfers,

inconsistent answers

Assumption 'Customers will tolerate transfers to

the right department'

Level Level 4, Leadership and Process

Dimension

ZERO HOUR

A department structure designed around

internal ownership rather than the customer

journey, implemented during a reorganization

five years prior. No customer was consulted.

No journey map was drawn. The cancellation

calls were not the problem. They were the

delayed consequence of a single structural

decision made in a conference room years

before.

POSITIVE ANALYSIS / HEALTHCARE

The Hospital That Earned
Extraordinary Trust

Outcome 99th percentile patient satisfaction for

seven consecutive years

Observable Patients writing glowing reviews and

referring friends and family

Factors Communication quality, scheduling

efficiency, clinical excellence

Assumption 'Patients value being informed and

prepared, not just treated'

Level Level 1, Individual and Human

Dimension

ZERO HOUR

A nurse who began calling patients 48 hours

before their procedure, not because policy

required it, but because she believed anxious

patients had better outcomes. One human

decision. It reduced anxiety, increased trust,

improved compliance, and eventually became

a formal protocol. The reviews were not the

Zero Hour. The call was.

These two cases illustrate a critical asymmetry: the negative Zero Hour was a Level 4 leadership

decision with enormous structural leverage and enormous cost to undo. The positive Zero Hour

was a Level 1 individual choice with enormous potential to scale if identified and codified. The

framework reveals both.
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10 / THE INQUIRY SEQUENCE

Ten Questions. One Zero
Hour.
Ask in order. Each answer makes the next question more precise.

These questions guide any Zero Hour investigation. They are designed to be asked in sequence.

Each answer makes the next question easier and the final discovery more inevitable.

01 What happened, precisely? Describe the outcome without explanation or attribution.

02 When did this become visible? What was the observable event that made the outcome undeniable?

03 What assumptions did the organization hold about this area, and were they ever tested?

04 What decisions reinforced those assumptions over time?

05 What signals existed that the outcome was becoming more likely, and were they ignored, missed,

or misinterpreted?

06 What was happening in the organization before the observable event? And before that?

07 Which dimension does the likely origin inhabit: Human, Knowledge, Process, Technology, or

Culture?

08 Which level of the hierarchy does it operate at: Individual, Process, Knowledge, Leadership, or

Culture?
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09 What single change, if made earlier, would have made the outcome significantly less or more

likely?

10 What is the earliest identifiable point where this outcome became significantly more

probable? That is your Zero Hour.
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SCIENCE OF CX: MOMENT ZERO (M0)

The Show Built Around
Finding It

Science of CX: Moment Zero goes back to find the Zero Hour before anyone

noticed. Every episode traces a real outcome, loyalty earned, culture broken, AI

deployed or failed, patient trust built or destroyed, back to the single moment

that made it inevitable.

300+
EPISODES

5.0
APPLE PODCASTS

M0
THE EVOLUTION

stevepappas.net

Pitch your story / Take the Zero Hour Assessment
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THE ULTIMATE PRINCIPLE

By the time the outcome appears, the most important moment

has already passed. The purpose of the Moment Zero

Framework is to make organizations capable of finding that

moment and acting on it before the outcome is written.

Most organizations manage outcomes.

Some manage processes.

Very few manage the moments that create outcomes.

Be the few.

Steve Pappas
Creator, The Moment Zero Framework

Host, Science of CX: Moment Zero (M0) / 300+ Episodes

Author, SIMPLE CX / Six Startup Exits / $50M+ Acquisition

stevepappas.net


