
Dr iving St akeholder  Value

Service value is always co-created by users, customers, 
sponsors, service providers, and any other parties involved 
in the service. To dr ive st akeholder  value, all stakeholders 
must contribute to the co-creation of service value 
throughout the customer journey.

Customer journeys are important sources for cust om er  
exper ience (CX). Cust om er  exper ience or user experience 
is the sum of the functional and emotional interactions with 
a service and service provider as perceived by a customer 
or user. According to one study, 30% of customers will 
leave a brand and never come back because of a bad 
experience (IDC, 2020). On a more positive note, a 1-point 
increase in customer 
experience scores 
can lead to a $1B 
increase in annual 
revenue (Forrester, 
2019).

Each service 
consumer is different 
and should be treated differently. Personas may be used to 
summarize key characteristics for customer and user 
archetypes and help the service provider to understand 
their needs and aspirations. A persona is a fictit ious yet 
realistic description of a typical or target customer or user 
of a service or product. By following the personas on their 
journey from touchpoint to touchpoint towards service 
outcome, a service provider can experience the customer 
experience firsthand. 
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W HAT 'S I NSI DE:

Reflects how the journey, services, 
products, brand, and environment 
are perceived and make the 
customer feel.
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With this insight, combined with design thinking, behavioral psychology, and cultural insight, 
the service provider will be able to design and master customer journeys that lead to unique 
customer outcomes and experiences.

Mast er ing t he Cust om er  Journey

The cust om er  journey is the complete end-to-end experience that service customers have 
with one or more service providers and/or their products through touchpoints and services 
interactions. A t ouchpoint  is any event where a service consumer or potential service 
consumer has an encounter with the service provider and/or its products. A service 
int eract ion is a value co-creating reciprocal action between a service provider and a service 
consumer (e.g., transferring goods, providing access, providing support).

Mastering the customer journey enables organizations to maximize stakeholder value 
through co-creation, by focusing on both outcomes and experience.

The ultimate purpose of the customer journey is to create service value; this is the optimal 
balance of service outcome, resources, and risk.

The customer journey rarely follows a pre-defined path. Sometimes the journey progresses in a 
straight line from one touchpoint to the next. More often, the journey consists of a customer or 
user going from one touchpoint to another and back again. The journey may also start in the 
middle of the expected path and then approach the expected starting point. Regardless, the 
interactions and exposures that customers and users have with a service provider?s brand over 
the course of their journey influence their experience.

Mapping individual customer journeys is unfeasible. For this reason, customer journey maps 
normally represent a generic flow for a group of stakeholders (typically represented by 
personas) to allow the service provider to focus on widespread improvements.
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During a customer journey, there is a line of visibility beyond which customers cannot see the 
service provider?s activities. Similarly, there is a line of visibility beyond which the service 
provider cannot see the customers? activities. This applies to internal and external customers 
and service providers.

The band of  visibi l i t y represents the activities and resources within a service relationship that 
are visible to both the service provider and the service consumer. All parties need a clear 
understanding of the boundaries during the steps of the journey in order to:

- Understand how invisible elements influence the band of visibility
- Ensure that everything within the band of visibility is properly managed

Designing and Im proving t he Cust om er  Journey

The overall objective for the customer journey should be to plan and design customer journeys 
that:

- Support optimal value co-creation
- Lead to outstanding customer experiences

Customer journey design is part of service design, however:

- Customer journeys may span multiple services or products
- Single services or products may support multiple customer journeys

Before designing the actual customer journey, the desired outcome and customer and user 
experience should be defined. The expected value from the journey and how each stage can 
contribute to the co-creation of value should be considered as part of this definition.

Techniques for defining, measuring, optimizing, and communicating value include:

- Design t h ink ing ? a value-driven, data-driven method that puts the user at the center of 
the design process

- Leveraging behavioral psychology ? an approach that involves catering for logical or 
rational behavior and incorporates knowledge of cognitive biases and intuitive behavior

- Designing for  dif ferent  cult ures ? an approach that considers different cultural groups 
or personas

Design thinking addresses how designers should think in order to create innovative solutions 
that fit user needs. The design thinking method is iterative in its approach.

For good innovation to occur, designers need to engage with real users to truly understand 
their problems and explore different ideas for a resolution.



The Cust om er  Journey ? St ep-by-St ep

The customer journey can be broken into seven steps and is relevant not only for the service 
consumer.

The service provider must also identify, understand, and master the customer journey in order 
to:

- Target markets and stakeholders (Explore)
- Foster stakeholder relationships (Engage)
- Shape demand and define service offerings (Offer)
- Align expectations and agree details of services (Agree)
- Onboard and offboard customers and users (Onboard)
- Act together to ensure continual value co-creation (Co-create)
- Realize and validate service value (Realize)

The most successful organizations put themselves in the place of their customers and 
experience the end-to-end journey for themselves.

St ep 1: Explore ? Underst and Market s and St akeholders

Explore is the first step on the customer journey, which may occur before a relationship 
between a customer and a service provider has been established. Both groups may explore 
their own needs as well as market opportunities for identifying partners that may contribute to 
the fulfillment of their respective needs.

When a consumer organization has identified its demand for service and the opportunities for 
satisfying this demand, the next step is to identify and evaluate internal and external options to 
source this service.

As far as the service provider is concerned, it must conduct market analysis and understand 
market segments, including their characteristics and needs, to target specific service 
consumers and their needs through value propositions, profiling, branding, and targeted 
marketing.

St ep 2: Engage ? Fost er  Relat ionships

The relationship between the service provider, service 
consumer, and other stakeholders is an important 
precondition for co-creating value through services.

The parties must have a shared understanding of 
expectations in terms of outcomes, experience, and 
preferences.
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Communication is fundamental for building relationships and trust. The effectiveness of 
communication depends on the type of relationship between those communicating and 
whether it is a:

- Basic relat ionship ? ad-hoc order taker
- Cooperat ive relat ionship ? trusted advisor
- Par t nership ? strategic partnership

Fostering a good relationship includes creating environments where relational patterns can 
emerge, trust is built, and mutual needs and value, as well as readiness and maturity, are 
understood.

Supplier relations are equivalent to other service relationships and should be managed 
accordingly. The integration and orchestration of multiple suppliers is a special case of the 
supplier relationship.

St ep 3: Of fer  ? Shape Dem and and Service Of fer ings

The offer step helps the customer to articulate its needs and demands and the service provider 
to design matching service offerings. For services, demand and capacity are connected. To 
optimize service opportunities, service providers should adjust capacity and influence demand. 
A proper understanding of how their services are being used by different customer groups and 
segments is crucial (e.g., through analysis of patterns of business activity and user profiles).

When needs and demand are understood and addressed, a business case for meeting the 
demand through new or changed products and services may be articulated. Products and 
services can be designed only when the service consumer needs are well articulated and 
understood. Value-driven and data-driven service design implies an iterative approach based 
on frequent feedback, continual experimentation, and learning to ensure value co-creation in 
each step of the design process. Approaches such as Lean thinking, Agile development, user 
centered design, service design thinking, and service blueprinting support a value driven design 
process.

St ep 4: Agree ? Align Expect at ions and Agree Service

To drive and track stakeholder value, expectations must be aligned, value co-creation mapped 
and planned, and the service scope and quality agreed. There should be a shared 
understanding of how and when value is co-created, tracked, assessed, and evaluated. In the 
service value system (SVS), the fulfillment of service consumer purposes is enabled by achieving 
service consumer objectives.

Achieving service consumer objectives is powered by the consumer?s 
performance and the related experience. Service consumer 
performance is enabled by service performance and considered as 
utility and warranty. Finally, service performance is driven by the 
performance of the combined and individual resources, practices, 
and products. When there is a shared understanding of how and 
when value is co-created, the scope and quality of the service can be 
negotiated and agreed explicitly or implicitly. Copyright © AXELOS Limited 2020. Used under 
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An agreement, whether formal or informal, should cover the expected service outcome, utility, 
warranty, and experience as well as other terms and conditions.

St ep 5: Onboard ? Get  Onboard or  Leave t he Journey

To proceed from agreement to service provision and consumption, the parties must undergo a 
transition that involves the integration or separation of the resources of the service provider 
and the service consumer. This approach should be defined as part of service design, and 
onboarding or offboarding activities should be planned, run, and controlled accordingly.

The main onboarding activities include fostering user relationships, orchestrating omnichannel 
access, enabling users for service, and elevating mutual capabilit ies, for example through 
training, facilitation of user communities, and super users.

St ep 6: Co-Creat e ? Provide and Consum e

When all parties are ready for service delivery and consumption, the most important step of 
the journey begins. All previous steps aim to enable this step and ensure that it will be 
successful. To co-create value based on the agreed service offerings, the service consumer 
makes use of accessible service provider resources, consumes the goods provided, and acts 
together with the service provider.

The success of this step depends on the ability of the stakeholders to adopt a service mindset. 
A service m indset  is an important component of the organizational culture that defines an 
organization?s behavior in service relationships. A service mindset includes the shared values 
and guiding principles adopted and followed by an organization.

Mature practices for effective, seamless, and ingenious handling of user interactions, deviations 
and feedback, is key to value co-creation and user experience.

Many ITIL practices contribute to the customer journey.



St ep 7: Value Realizat ion ? Provide and Consum e

This step involves:

- Tracking, assessing and evaluating if the value that the stakeholders expected and 
planned for is realized throughout all steps of the journey

- Continually identifying improvements to the service and the 
customer journey

Tracking and measuring service value requires indicators. A service 
value indicator is a measure that either directly or indirectly indicates 
the situation or level of a specific aspect of service value.

Indicators reflect the achievement of an objective and are reinforced 
by one or more metrics. Metrics can be defined for customer 
journeys, services, products, practices, and resources of all four 
dimensions of service management.

Service value is always perceived value, which makes it difficult to track and evaluate as it is 
based on individual expectations and preferences.

In order to ensure that customers and users are satisfied with the service, and the whole 
customer journey, the service provider should not only measure and track service usage and 
outcomes, but also customer and user experience to continually improve the customer journey 
and value co-creation.

Sum m ary

Customer and user journeys are important sources for customer and user experience. 
Customer and user experience are shaped by how the journey, services, products, brand, and 
environment are perceived and how they make the customer or user feel.

How a service is delivered is as important as what is delivered. Service providers must identify, 
understand, and master the end-to-end customer journey. The purpose of mastering the 
customer journey is to maximize stakeholder value through co-creation, not only focusing on 
outcomes, but also on the experience. The most successful organizations put themselves in the 
place of their customers and experience the end-to-end journey for themselves.

Each step of the customer journey contributes to drive stakeholder value and experience. In 
real life, a customer journey never follows a linear or theoretical sequence of steps. Rather, it 
typically follows an emerging pattern of touchpoints and service interactions. The service 
experience is formed by these touchpoints and service interactions.

To improve service consumer satisfaction, each touchpoint and interaction must lead to good 
customer experience so that the whole journey delivers on customer expectations.
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Cont act  us t o schedule t im e w it h a subject  m at t er  exper t .

Make a Dif ference!

Any service management related initiative will affect organizational culture. Effective 
communication plans, training, and clear policies and procedures are all needed to achieve the 
desired performance outcomes and enable collaboration between the many different people 
involved.

Contribute to your organization?s IT service 
management effort by expanding your 
knowledge of best practices and by 
enthusiastically using what you learn to lead 
transformational and continual improvement 
activities. 

Want  t o Learn More?

Training helps individuals and organizations build and maintain their capabilit ies. Training also 
provides individuals the knowledge, skills and information needed to fill their role in the 
organization or achieve their career goals, along with a place to test and develop the 
confidence to use these skills in the workplace.

The ITIL® 4 qualification scheme provides a role-based, modular approach that is comprised of 
qualifications focused on different aspects of ITIL best practice to various degrees of depth and 
detail.

The structure of the ITIL qualification scheme offers individuals flexibility relating to the 
different disciplines and areas of ITIL and the ability to focus their studies on key areas of 
interest.

Read What Is ITIL 4 Qualif icat ion Schem e.

See ITSM Academy individual class opt ions and dat es or download course cat alog

Culture change and progress cannot 
happen without the support of people 
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Addit ional Resources:
- ITSM Professor  Blog - a WEALTH of knowledge published weekly, since 2008

- Webinar  Archives - Monthly since 2007

- ITSM Academ y Resource Cent er

+1-954-491-3442 ht t p:/ / i t sm academ y.com

Read More

ITSM Academ y
We are a female owned small business, established in 2004.  Our extensive catalog includes accredited and 
sustainable ITIL®, DevOps, Process Design (CPDE), Agile Service Management, Site Reliability Engineering (SRE),  
Value Stream Mapping (VSM) and  Experience Level Agreement (XLA) training and education. Our business values 

are founded on trust, loyalty, professionalism and long term relationships.  ...educate and inspire is not just our 
corporate slogan, it speaks to our core mission and goal.

          Follow our founder and CEO, Lisa Schwartz, on LinkedIn  and Tw it t er . 
___________________________

Inst ruct ors  
Every ITSM Academy instructor is certified to the highest levels in the areas they train.  They have years of hands-on 
IT practitioner experience, enabling them to effectively intertwine theory and real-life stories and scenarios. Using 
the highest quality content, this engaging training style encourages active group participation, allowing all learners 
to bring from class a wealth of practical knowledge.  

___________________________ 
Accredit at ions
All of ITSM Academy?s Certification Courseware is developed in-house and is accredited by independent, 
international organizations. 

___________________________ 
Gam e On! - Int eract ive Learning 
Involves students in active learning, using the engaging qualities of a game, fueled by our Subject Matter Expertise.  

___________________________ 
Courseware Licensing 
In addition to our public and corporate/onsite training, our Courseware - which we develop in-house - is available for 
licensing under our flexible Licensing Program, including Train-the-Trainer (for qualifying organizations).

___________________________ 
m y.it sm academ y.com  
Portal - extends the classroom experience for our learners and provides everything our authorized trainers need to 
prepare for and teach our classes. 

___________________________ 
Professional Educat ion Hours (PDUs/CPEs/CEUs):  
ITSM Academy is proud to make it possible for individuals who attend our classes to earn professional education 
hours. (e.g., PDUs, CPEs, CEUs). These professional education hours can be submitted to associations such as the 
Project Management Institute and ISACA, if applicable.
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The St ory of  t he Academ y 
Today, ITSM Academy is widely recognized 
for its expertise in multiple IT frameworks 
(ITIL, DevOps, Agile Service Management, 
Lean) and, more importantly, how they work 
together. But that 's not where we started.

The founders of ITSM Academy ?grew up? in 
the world of Help Desks. As our careers 
progressed, we graduated to Senior 
Management roles within our organizations.  

 

As the first wave of IT Service Management 
(ITSM) and ITIL reached the shores of the 
United States, we were hooked. 

An internationally accepted collection of 
best practices focused on reducing IT costs 
and improving customer satisfaction was 
here.  We had to get our arms around this!  
So, like many of you, our research began. It 
became obvious to us that education and 
networking would be our first steps. 

Local resources were limited ? so we 
gathered some colleagues to help start the 
South Florida itSMF USA Local Interest 
Group (LIG). We also began the hunt for 
quality ITIL training. At the time, options 
were very limited. As they say, one thing led 
to another...

To help fill the void, in 2003, we founded 
ITSM Academy and set our sights on 
developing "Americanized" training content 
and achieving Accreditation. From the start, 
we were committed to building content of 
the highest possible quality.

By 2005, we had developed in-house, all 
available ITIL Training, including Service 
Manager.  Read m ore of the story here...

By now, you?ve likely researched more than 
one training provider. What makes ITSM 
Academy different? Why should you 
choose us?

?Our business values are founded in trust, 
loyalty, professionalism and long term 
relationships. We provide personalized 
solutions based on those same values and 
built on the foundation on our own 
experiences ? as IT Professionals.? 

Sounds nice, but can we back that 
statement up?

We don?t need to. Our 100,000+ (and 
growing!) alumni do it for us. They are happy 
to talk about the quality and personalized 
services they receive from ITSM Academy. 
Please visit our testimonials page, or contact 
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