
 

1 Customer Journey Mapping 

Success is a journey, not a destination. The doing is often 

more important than the outcome.    

 - Arthur Ashe 

Journey Mapping That Drives ActionJourney Mapping That Drives ActionJourney Mapping That Drives ActionJourney Mapping That Drives Action 

Pretty charts on the wall are not enough! 
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IntroIntroIntroIntroductionductionductionduction    

It has become quite common to see Customer Journey Maps proudly 

displayed on the walls of market research departments.   Many of these 

maps have been created by graphic artists and look very impressive.  

Unfortunately, based on conversations with many clients, all too often 

these maps seem to have little practical use beyond wall art.  That is a 

shame, as Customer Journey Mapping – or CJM – holds great promise 

for guiding action and improvement in the customer experience.  But, 

we’ve come to learn that the journey is far more important than the 

destination. 

Whether it was called ‘CJM’ or not at the time, the notion of 

investigating and describing the end-to-end customer lifecycle is not 

new. CX Solutions (and others) has been doing qualitative and 

quantitative research within this framework for decades – it is a necessary foundation of customer experience 

measurement and management.  But, the process has become an end in itself as CJM has grown in 

popularity.  The research that was once seen as an important precursor to launching a new customer 

measurement process is now often valued solely for the information uncovered during the examination. 

Unfortunately, the popularization of CJM has often resulted in a process that is primarily, or even exclusively, 

an internally focused one.  Cross-functional teams are locked away, given Post-It Notes and flip charts, and 

emerge with a complete picture of the customer’s end-to-end journey.  The output of these meetings is fed 

into specialty software or handed to a graphic artist and an impressive chart on the wall is the eventual 

outcome. 

So, what is wrong with this process?  It is a great start, but falls down in two fundamental ways.  First, the 

customer perspective is lacking, or at best is only taken into account as an afterthought.   A CJM that doesn't 

fully integrate the customer’s perspective and use that perspective to drive the internal conversation will, in 

our opinion, be far more likely to end up as just a chart on the wall than one where the internal (employee) 

and external (customer) positions are fully integrated.  And, second, failure to fully involve the organization in 

the process can give this a ‘flavor of the month’ feeling and result in few, or even no, actions taken.  A strictly 

internal focus is appropriate for business process mapping—where the ultimate goal is process efficiency—

but not, in our opinion, for customer journey mapping—where the ultimate goal is improving the customer 

experience.  You need the customer’s input for that! 
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In our experience, successful journey mapping comes down to discussions around three key considerations: 

1. Corporate cCorporate cCorporate cCorporate commitmentommitmentommitmentommitment – This can be the difference between lip-service and embracing the customer 

experience as a strategic asset - worthy of the same attention and investment necessary for it to be 

leveraged effectively to benefit customers and the company bottom line.  

2. Inclusive, iterative mInclusive, iterative mInclusive, iterative mInclusive, iterative methodethodethodethodologyologyologyology – One that is seated in the customer perspective (outside-in), is 

juxtaposed against the internal view (inside-out) and progressively explores customer priorities. 

Prioritization needs to be by consensus and the process must facilitate the essential shift from “knowing” 

to “doing”. 

3. Action focusAction focusAction focusAction focus – A customer journey map should be a roadmap of prioritized initiatives that can be 

demonstrably proven to: 

a. address the most material customer needs, 

b. lead to agreed actions, supplemented with deep-dive analysis, and 

c. result in the greatest ROI through improved revenue and/or reduced cost. 

So, having laid out the characteristics of a successful CJM, let’s discuss these one at time:  

 

1.1.1.1. Corporate CommitmentCorporate CommitmentCorporate CommitmentCorporate Commitment:    

We are talking fundamental business transformation 

here and that doesn’t happen without C-suite 

sponsorship.  It is more than just helping to secure the 

budget. The actions you should expect to arise from 

the CJM will require top-tier engaged and active 

support and stewardship, so senior involvement must 

be built into the solution process. Your CJM will falter 

without it and you’ll be left with little beyond artwork.   

 

Beyond C-suite support, 

companies embarking on a 

CX strategy require some 

form of governance 

structure or Steering 

Committee though which 

to funnel and traffic-

control all initiatives. 

While some companies  

CX Solutions works with 

have already had the need 

to establish such a body, 

others see the CJM as the catalyst around which to create one. Either way it’s a 

good thing and this committee should either have direct involvement of the  

C-suite or a sponsor at the most senior level through which it will have effective 

access to the necessary decision-making. 
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2.2.2.2. Inclusive, Iterative ProcessInclusive, Iterative ProcessInclusive, Iterative ProcessInclusive, Iterative Process:    

Commitment is a necessary precondition to a 

successful CJM project, but our experience tells us 

that it will be worthless if adequate consideration isn’t 

given to the actual development process; “success” 

should be determined by the actions the map drives, 

rather than the map itself.  And, action requires trust 

and acceptance in the data, which is in turn built by 

the process that creates the data.  A transparent, 

iterative process that brings all key stakeholders in 

from the start will build ownership of the results and 

thus ownership of the actions. 

 

3. Actionable Roadmap3. Actionable Roadmap3. Actionable Roadmap3. Actionable Roadmap    

 

As a paramount objective, 

CJM should be leading your 

organization toward a 

roadmap of prioritized 

actions that can be 

renewed and added to 

over-time.  

 

This roadmap should 

feature short-term quick-

wins to help build 

momentum, as well as medium- and longer-term projects.  Each will require 

different levels of organizational change and investment and some will almost 

certainly require additional evaluation and/or proof-of-concept before 

implementation.  

 

    

CX SolutionsCX SolutionsCX SolutionsCX Solutions    5555----Step CJM ProcessStep CJM ProcessStep CJM ProcessStep CJM Process    

As detailed above, CX Solutions believes the process 

followed in developing a CJM is as important—indeed, 

in many cases, more important—than the actual map 

that is the end result.  The process should engage both 

the corporate sponsors and the people who will be 

tasked with implementing new processes and 

procedures and the results must be seen as 

trustworthy.  The best way to do this is by combining 

inside and outside views through an iterative process 

and making certain the facts behind the map are 

presented transparently at every step of the way.    
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CX Solutions has developed a proven, simple 5-step process designed to engage all of the stakeholders along 

the way -- providing a roadmap to direct and guide CX improvement efforts…and develop a pretty picture to 

hang on the wall. 

    

    

    

 

The 5-Step process is generally initiated by presenting the client with an initial hypothesis of the customer 

journey, from path-to-purchase through path-to-loyalty and retention. At this stage, it is really just 

educated speculation on the main customer interactions (touchpoints) and the channels within which they 

occur.  

 

This initial map is intended to be no more than a starting point. The goal is to frame the initial conversations 

with the internal core team (most likely the Steering Group) and to align the entire team to the CJM 

objectives. In most instances, this initial hypothesis is just a high-level description that can apply to the most 

common customer typologies and/or product service types, though even at this stage it may become 

evident that several base CJM’s may be required.  

    

It is expected that the hypothesized map will be challenged and modified during this process. At this stage, 

we are really looking to have something credible to expose to a wider cross-functional audience at Step 2.  

Bringing this group in as early as possible is critical to the ultimate buy-in and ownership of both the map 

and the actions. 

EEEEstablish stablish stablish stablish aaaa    hypothesis of the customer landscape and endhypothesis of the customer landscape and endhypothesis of the customer landscape and endhypothesis of the customer landscape and end----to end to end to end to end     
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Step 1 is also where we ensure that senior stakeholders have their opportunity to provide their 

perspectives that can be layered into the following steps.  This is usually done though one-on-one, in-depth 

interviews and should include players throughout the entire internal value chain, including partners, 

suppliers, distributors and dealers, as appropriate. 

 

    

    

    
 

Here, CX Solutions will essentially guide the 

cross-functional team through multiple 

interactive activities. The cross-functional 

team(s), which can be anywhere from 5-25 key 

players, needs to be both knowledgeable and 

accountable for internal and customer facing 

activities that deliver or support the customer 

experience. 

 

Step 2 typically comprises a mix of general 

sessions and break-out workshops where the 

cross-functional teams, over a period of one or 

two days, are encouraged to put themselves in 

the customers’ shoes and identify all the 

interactions that take place between the 

company and its customers. These interactions 

are then documented in the mapping tool where 

they are organized by life-stage with “swim-

lanes” used to organize areas of similar activity.   

 

While many aspects of Step 2 will vary depending on the business, three objectives are particularly 

important in all cases: 

1. The cross-functional teams need to arrive at a consensus on those interactions that they perceive are 

customers’ moments-of-truth; interactions which have the potential to make or break the 

relationship. 

2. The teams should also identify those interactions that they believe to be customer points-of-pain; 

where the company is failing to meet customer needs and expectations. 

3. The team needs to agree on functional responsibility for managing key interactions and alleviating 

identified pain points. 

The key outputs of Step 2 are: 

a. A comprehensive CJM from an “inside-out” perspective. 

b. An internal perspective on what matters most to customers and where the company is failing the 

customer. 

c. A baseline action prioritization determined by the company’s collective view of where to focus 

efforts. 

d. Consensus and participation in problem identification by those who will ultimately be responsible 

for owning the outcomes of the CJM(s).    

Validate with the interValidate with the interValidate with the interValidate with the internal crossnal crossnal crossnal cross----functional team and functional team and functional team and functional team and identify potentialidentify potentialidentify potentialidentify potential    issues and prioritiesissues and prioritiesissues and prioritiesissues and priorities 2222    
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Just as there are CJM approaches that are primarily—or even 

totally—“inside-out”, there are others that are strictly “outside-

in” and rely only on customer’s viewpoints.  We would be on the 

side of the “outside-in” proponents if the only goal of the CJM 

exercise was to describe the journey, as at the end of the day 

the customer perspective is the one that matters, especially in 

today’s social media-driven world. 

 

But, as we have argued from the beginning of this article, we 

believe CJM needs to be more than the map on the wall; it 

needs to be an accepted, actionable guide to improvement.  

Thus, while the customers’ viewpoint is the most important, we have found that allowing the customers to 

modify the internal view is better at engendering that support than presenting the outside view to internal 

stakeholders and then having them modify it to suit their “world view”. 

 

Also, from a practical standpoint, garnering customer input is the most expensive and time-consuming 

aspect of this process. We believe it is best to use budget and time wisely and not waste it using customers 

to construct the landscape of interactions, when this is already basically well known by the business.  

 

Having created and internally validated a straw-man view of the customers’ world, Step 3 is the time to 

“take it to the streets” and use customer research (both qualitative and quantitative) and customer 

observations to complete an understanding of the end-to-end customer lifecycle, its key stages and all the 

touchpoints that occur across different channels. 

 

The methods used and extent of the examination will vary according to the complexity of the customer 

relationship, any pre-existing key customer typologies and the products and services involved.   In general 

however, the methodology employed here follows the long-standing tenants of basic research: using 

qualitative methods (e.g., one-on-one interviews, focus groups, ethnographic observation, etc.) that then 

lead into quantitative measurement via surveys. 

 

The qualitative work will shape the scope and quantitative content.  It also helps provide deep insights and 

color as to what customers think, do and why.  It’s here where we get insight into the emotions and 

motivations that drive their behavior and provide hooks for future solutions and innovations to tap into. 

 

While many clients tell us they already have more than enough existing quantitative data, the reality is most 

organizations’ data warehouses are very heavy with transactional information and very light on overall 

assessments of the customer journey.  Transactional measurement is critical to assessing and improving 

individual moments of truth, but here we need robust data that will enable: 

• Understanding the context of each touchpoint relative to one another and the whole relationship. 

• Quantification of which touchpoints are indeed moments-of-truth relative to the overall journey, and 

which ones are causing customers pain. 

  

Talk to customers both qualitatively and quantitatively to confirm the landscape and experienceTalk to customers both qualitatively and quantitatively to confirm the landscape and experienceTalk to customers both qualitatively and quantitatively to confirm the landscape and experienceTalk to customers both qualitatively and quantitatively to confirm the landscape and experience 3333    
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The quantification provided by this phase of the process is critical to prioritization and to understanding the 

ROI for individual improvement actions. When these data are combined with internal business metrics 

related to customer behavior and costs of service, the quantitative research allows the team to know, with 

confidence and from the customers’ Point of View: 

a. What priorities should be pursued to maximize future loyalty. 

b. Where to reduce the negative impact of points of pain though Market at Risk analysis. 

 

    

    

 

The first three steps of the process are largely based on 

internal discovery and customer exploration. In Step 4, 

all the perspectives and insights that have been 

harvested come together in a process of examination 

and prioritization, and the transition from “knowing” to 

“doing” starts in earnest. 

 

How this is achieved will depend on the organization’s 

business and operational model, but in essence the 

cross-functional team(s) that first convened in Step 2 

are now re-convened to use the qualitative research 

and the quantitative results to re-consider their original 

understanding of the CJM, moments of truth and 

points of pain.  A key goal here is to have the client 

team(s) reconsider and challenge their original 

assumptions and to explore gaps between their 

perspectives and those of their customers.   

 

Like Step 2, Step 4 usually takes the shape of a mix of general and breakout sessions in which the CX 

Solutions team overviews the research, presents the revised Journey Map, and helps the team formulate 

the roadmap for change.  At the end of this step, the client will have achieved the following: 

a. Agreed quick-wins—actions on areas where the team can make swift decisions to address customer 

priorities. 

b. A short-list of action areas which have been identified as customer priorities and require further 

Diagnostic Assessment (see Step 5 below) to better understand the problem and identify the costs and 

benefits of alternative solutions. 

c. A roadmap outlining the planned sequence of events and priorities to be managed. 

d. A parking lot of those issues which are shelved for future prioritization beyond this initial effort  

  

Consolidate the internal and external views, challenge findings and reach consensus on prioritiesConsolidate the internal and external views, challenge findings and reach consensus on prioritiesConsolidate the internal and external views, challenge findings and reach consensus on prioritiesConsolidate the internal and external views, challenge findings and reach consensus on priorities 4444    
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As noted above, not every important issue will be a “quick 

win”.  Indeed, it is likely that most will fall into the near-

term and short-term improvement buckets.  And, while the 

actions needed to address some of these will be self-

evident or those where solutions are already known, others 

may require additional analysis and additional research.  

While CX Solutions has 40 years of experience helping 

clients and a well-developed Assessment Process to guide 

such actions, the reality is that the nuances of this step will 

be very different for each organization’s unique situation. 

    

Conclusion     Conclusion     Conclusion     Conclusion         

As the great tennis legend, Arthur Ashe, once said: “Success is a journey, not a destination. The doing is 

often more important than the outcome.”  Creating a beautiful customer journey map is a destination. It is 

also the easy part.  “Success” here is defined by the actions taken and the return on investment for those 

actions.  Every aspect of the CJM process should be focused on three key, interlocking objectives: 

1. Ownership and a commitment to action at all levels of the organization. 

2. Internalization of the process, so results are an accepted guide to action rather than wall art. 

3. A step-by-step action plan that addresses key customer needs. 

The 5-Step approach outlined here is one that has been proven to achieve all three objectives.  We look 

forward to discussing your organization and together exploring ways it can be implemented to help you 

solve your most vexing problems and increase customer engagement and loyalty.  

 

 

DeepDeepDeepDeep----dive odive odive odive on specific areas to agree and take actionn specific areas to agree and take actionn specific areas to agree and take actionn specific areas to agree and take action 5555    


