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Driving Stakeholder Value

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

Customer journeys are important sources for customer
experience (CX). Customer experience 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
canleadtoa $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 fictitious 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.

CUSTOMER EXPERIENCE

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.

Mastering the Customer Journey

The customer 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 touchpoint is any event where a service consumer or potential service
consumer has an encounter with the service provider and/or its products. A service
interaction 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.

Customer

Understand needs and
value, and identify
service providers

Build
relationships

Understand and Understand customer
target markets, and build
identify customers

Service provider 2021,
Service Line of E—— Band of
interaction visibility . visibility
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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 visibility 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 Improving the Customer 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 thinking - 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 different cultures - 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.
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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 Customer Journey - Step-by-Step

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

Co-

PEvE Realize

Explore > Onboard >

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)

+ Acttogether 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.

Step 1: Explore - Understand Markets and Stakeholders

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.

Step 2: Engage - Foster Relationships

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

Outcomes

The parties must have a shared understanding of
expectations in terms of outcomes, experience, and
preferences.

Service
value

Preferences Experiences
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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 relationship - ad-hoc order taker
* Cooperative relationship - trusted advisor
* Partnership - 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.

Step 3: Offer - Shape Demand and Service Offerings

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.

Step 4: Agree - Align Expectations 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, r——
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. O e 2o oea 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.

Step 5: Onboard - Get Onboard or Leave the 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 capabilities, for example through
training, facilitation of user communities, and super users.

Step 6: Co-Create - Provide and Consume

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 mindset 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.

Relationship Service Level Service Request
Mgmt. Mgmt. Mgmt.
Supplier Mgmt.

Co- .

Business Analysis Service Catalog Portfolio Mgmt.
Mgmt.
Service Desk




Step 7: Value Realization - Provide and Consume
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

Purpose

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.

Objectives

Define

Evaluate

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

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.

Summary

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.




Make a Difference!

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 BE A CHANGE CHAMPION!
management effort by expanding your
knowledge of best practices and by
enthusiastically using what you learn to lead
transformational and continual improvement
activities.

Culture change and progress cannot
happen without the support of people
like you. Take action!

Want to Learn More?

Training helps individuals and organizations build and maintain their capabilities. 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.

ITIL Master
ITIL Managing Professional
(ITIL MP)

Direct,
Plan
& Improve

DPI

ITIL Foundation

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 Whatls ITIL 4 Qualification Scheme.

See ITSM Academy individual class options and dates or download course catalog

Contact us to schedule time with a subject matter expert.

+1-954-491-3442 http://itsmacademy.com info@itsmacademy.com
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Additional Resources:
m |ITSM Professor Blog - a WEALTH of knowledge published weekly since 2008

m Webinar Archives - Monthly since 2007
m [ITSM Academy Resource Center

ITSM Academy

We are a female owned small business, established in 2004. Our extensive catalog contains accredited and
sustainable IT Service Management (ITSM) education and advice including; ITIL®, DevOps, Process Design (CPDE),
Agile, Site Reliability Engineering (SRE), Value Stream Mapping (VSM) and Experience Level Agreement (XLA). 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.
o Follow our founder and CXO, Lisa Schwartz, on LinkedIn.

Instructors

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 and actionable knowledge.

Accreditations

All of ITSM Academy'’s certification courseware is developed or enhanced in-house and is
accredited by independent, international organizations where applicable.

Game On! - Interactive Learning
Involves students in active learning, using the engaging qualities of a game, fueled by our subject matter experts.

Courseware Licensing (all developed or enhanced in house)

In addition to our public and corporate/onsite training, our courseware is available for licensing / co-branding under
our flexible licensing program, including Train-the-Trainer (for qualifying organizations).

my.itsmacademy.com (digital portal)

Extends the learning experience with games, videos, exercises, sample exams, and course materials. It also provides
instructors a vast repository of information and guidance to successfully prepare for and teach our courses.

Professional Education Hours (CPDs/PDUs/CPEs/CEUs):

ITSM Academy is proud to make it possible for individuals who attend our classes to earn professional education
hours. (e.g., CPDs, PDUs, CPEs, CEUs). These professional education hours can be submitted to associations such as
PeopleCert, the Project Management Institute and ISACA, if applicable.

Read More | The Story of the Academy

y Today, ITSM Academy is widely recognized
for its expertise in multiple IT frameworks
(ITSM, ITIL, Process Engineering (CPDE),
DevOps, Agile Service Management, Lean)
and, more importantly, how they work
together. But that's not where we started.

...educate & inspire®

+1-954-491-3442 http://itsmacademy.com
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