MT
q BYTES

Innovation in Motion

CUSTOMER EXPERIENCE

Customer journey
mapping toolkit

Connect the customer task with service delivery

Trace a complete customer task across channels, systems and teams. Identify
the handoffs that fail and define the changes needed to deliver the intended
outcome.

THE WORK THE RESULT

Bring recent transactions, support records and A current-state map, specific findings and an
observations to a review with the people who improvement decision with ownership and
operate the service. verification.

INSIDE THIS GUIDE
02 Scope 03-04 Evidence and mapping

05 Handoffs 06-07 Improvement and acceptance

08 Journey map 09-10 Finding and decision
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01/ SCOPE

Customer Journey Mapping Toolkit

Set the journey boundary

Examine the complete service

A customer journey crosses the boundaries of
your business. A person may compare
information on a phone, ask a question by email,
complete a purchase on a laptop and call support
when the confirmation does not arrive. Each
individual touchpoint can look acceptable while
the complete service still fails.

This toolkit gives product, marketing, sales and
operations teams a common method for
examining that service. It connects what a
customer is trying to achieve with the
information, systems and people required to
deliver it. The result is a current-state map, a set
of specific service problems and an improvement
plan with accountable owners.

Start with a journey your team needs to change.
Bring recent transactions, enquiries, support
records and direct customer observations.
Include the people who operate the service as
well as the people who design it. The map should
become a working decision document that teams
can update when the experience changes.
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Define the task and decision

Write the customer's task as an outcome. Buying
an item, booking an appointment, obtaining a
quotation and resolving a delivery problem are
useful boundaries because completion can be
observed. A broad label such as digital
experience can contain several unrelated
journeys and conceal the problem the team
needs to address.

Identify the starting event and the point at which
the customer can confirm that the task is
complete. For an order, the endpoint may include
delivery and an understandable route for
resolving a problem. A payment confirmation
alone says little about the subsequent service.

Record the audience, product or service, market,
channels and date range covered. Separate
journeys when their requirements materially
differ: a returning buyer can have a different
information need from a first-time buyer; a
staff-assisted application can involve different
delays from self-service. Preserve these
differences in the map instead of averaging them
away.

Agree the question the map must help answer.
The team might need to understand where
enquiries lose ownership, why customers contact
support after purchase, or which information is
missing before a booking decision. This question
determines which records to examine and who
must participate.

Boundary record: customer task; audience;
starting event; completed outcome; channels;
review period; decision to be made.
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02 / EVIDENCE

Gather the evidence

Records that show the sequence

Gather material that can show the sequence of
events. Useful sources include enquiry
timestamps, order and booking records, support
conversations, service emails, recordings
collected with appropriate permission, and direct
observations of people attempting the task. Use
the same journey definition across the records
being compared.

Keep a short evidence register. Give each record
an identifier, date, channel and relevance to the
review question. Remove unnecessary personal
information from working materials. Store
sensitive records in the organisation's approved
location and use their identifiers on the map.
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Customer Journey Mapping Toolkit

Check the operational account

Interview staff about the work that is difficult to
see in customer-facing systems. Ask what
happens when a record is incomplete, an
integration fails or the person assigned to the
task is unavailable. Check the explanation
against actual records where possible. A
description of the intended process can help
identify a gap, but it does not establish what
happened in an individual case.

Use customer language for the task and the
information needed to proceed. Keep exact
quotations short and connected to a source
record. If the team has no direct evidence for a
proposed emotion, motivation or expectation,
mark it as an open question for research. Avoid
decorating the map with invented satisfaction
scores.
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03 / MAPPING

Build five connected layers

Customer progress

Establish the stages that describe the task. Discovery, evaluation, purchase, onboarding and continued
use are a useful starting structure; adapt the stages when the service follows a different sequence.
Include returns, cancellations or complaints when they belong inside the boundary.

Customer actions and decisions

At each stage, describe what the person does and what they need to decide. Record the information
required to move forward, such as availability, eligibility, total cost, delivery timing or the next action
after submission.

Visible touchpoints

Connect the action to the page, message, call, form or physical interaction the customer encounters.
Record channel changes explicitly. A customer who moves from a website to a phone call should not
lose the context already provided.

Service delivery

Identify the team, system, queue or partner that fulfils the promise. Show the information passed to that
owner and the acknowledgement that the next step has begun. Where several systems participate,
identify which record establishes the authoritative state.

Observed friction

Attach evidence to a specific action or handoff. State the observed consequence: the task was
abandoned, repeated, delayed, completed incorrectly, or recovered through staff intervention. Give
unknowns their own space so they can be investigated without becoming findings.

Read the map from left to right as a customer, then from top to bottom as an operator. The first reading
tests continuity. The second tests whether the business can actually deliver each stage.
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04 / CONTINUITY

Customer Journey Mapping Toolkit

Inspect service handoffs

Responsibility and exception paths

Many journey problems begin where
responsibility changes. For each handoff,
establish who sends the work, who accepts it,
what information travels with it and how
completion is acknowledged. A forwarded
message is an action; ownership exists only
when somebody is responsible for the next step.

Trace the exception paths as carefully as the
routine path. Examine failed payment,
unavailable stock, an appointment change, an
incomplete enquiry or a missed callback where
relevant. Follow the customer's experience
through detection, communication, recovery and
resolution.

Confirm what happens when the same request
arrives twice. A duplicate submission should be
recognisable; it should not silently produce
conflicting instructions, repeated charges or
separate owners who are unaware of one
another.
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Checks at each handoff

e A submission creates a retrievable record and
communicates the next step to the customer.

e The receiving team can see the customer's
request and relevant previous interaction.

e The customer receives an understandable
status while work is waiting.

e Delays, failures and missing information have
an assigned response route.

¢ The customer can correct an error without
unnecessarily restarting the journey.

e Completion reaches the systems and teams
that depend on it.
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05/ IMPROVEMENT

Customer Journey Mapping Toolkit

Define the problem and the measure

An actionable finding

Write each finding in a form that a delivery team
can investigate: at this stage, this behaviour or
condition occurred, it affected this customer
outcome, and these records establish the
observation. Keep the cause separate until it has
been examined.

A finding should contain enough detail to
distinguish it from a general complaint. A
statement such as improve communication
leaves the recipient to rediscover the problem.
Identify which event requires a message, who
should receive it, the information the message
must contain and the operational event that
should trigger it.

Assess consequence before effort. Problems
involving incorrect transactions, privacy
exposure, inaccessible essential tasks or an
unusable recovery route require a different
response from minor presentation defects.
Assign ownership for urgent risks directly. The
remaining work can be ordered using observed
frequency, customer consequence, business
consequence and the dependency required to fix
it.

Do not convert every concern into a numerical
score. Where the evidence is incomplete, specify
the next observation or investigation. A clear
unanswered question is more useful than a
precise-looking ranking built on uncertain inputs.
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Measure the changed outcome

Choose a measure that reflects the customer
outcome being changed. Completion, elapsed
time, repeat contact, correction, cancellation and
avoidable staff intervention can each be relevant.
Record the denominator and observation period
so another person can reproduce the measure.

Define the operational event that starts and ends
a time measure. For a response measure, decide
whether an automated acknowledgement
counts, whether the business is closed during
part of the elapsed period, and which record
provides the timestamp. Use that definition
consistently when reviewing the change.

Pair the primary measure with a guardrail. Faster
handling should not increase incorrect outcomes.
Fewer support contacts should not be achieved
by making support difficult to find. A shorter form
should still collect the information required to
complete the service.

Record the current evidence before
implementing the change. Set the review point
according to how much suitable activity the
service generates and the risk of the change. If
several changes are released together, report the
combined effect honestly; the journey map alone
cannot isolate the contribution of each change.
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06 / FOLLOW-THROUGH

Customer Journey Mapping Toolkit

Agree operating acceptance

01 02

Agree Deliver

Name the change, owner and
dependency.

Ownership and delivery

A useful journey review finishes with decisions.
For each accepted improvement, name the
owner, the agreed change, the dependency, the
completion evidence and the review date.
Identify who can accept the finished work and
who must be informed when the experience
changes.

Update customer-facing instructions and internal
operating guidance together. A redesigned page
can create a new promise that support teams or
fulfilment systems are not yet prepared to
honour. Confirm that the service owner can
recognise the new state and handle the
exception route.
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Update the experience and
operating guidance.
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Verify

Walk the changed task and its
failure path.

Verification after the change

Walk the changed journey again after release.
Test the primary task and the failure path.
Compare the observed outcome with the agreed
acceptance condition, then update the map so it
reflects the service customers now receive. Keep
unresolved findings visible until there is an
explicit decision to address, investigate, defer or
accept them.
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07 | WORKING MAP

Customer journey map

Customer Journey Mapping Toolkit

Use the columns for successive stages of one task. Read across to examine continuity and down to examine delivery. Extend the map with another copy when the agreed boundary needs

more stages.

Stage 1

Stage and customer progress

Customer action and decision

Visible touchpoint and channel

Delivery owner, system and handoff

Observed friction and evidence
identifiers
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Stage 2

Stage and customer progress

Customer action and decision

Visible touchpoint and channel

Delivery owner, system and handoff

Observed friction and evidence
identifiers

Stage 3

Stage and customer progress

Customer action and decision

Visible touchpoint and channel

Delivery owner, system and handoff

Observed friction and evidence
identifiers

Stage 4

Stage and customer progress

Customer action and decision

Visible touchpoint and channel

Delivery owner, system and handoff

Observed friction and evidence
identifiers

Stage 5

Stage and customer progress

Customer action and decision

Visible touchpoint and channel

Delivery owner, system and handoff

Observed friction and evidence
identifiers
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08 / WORKING RECORD

Journey finding record

Document one finding and the records that establish it. Keep uncertain explanations separate from what
was observed.

Customer task and audience

Journey boundary and review period

Finding identifier, description and affected stage

Evidence identifiers

Customer and operational consequence
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09 / DECISION RECORD

Journey improvement decision

Connect the proposed change to its acceptance condition and review. Link this record to the relevant
finding.

Finding reference

Agreed improvement

Accountable owner and delivery dependency

Acceptance condition

Primary measure and guardrail

Review date and decision
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