
 



 

Customer Journey Management (CJM) has varying descriptions, intents, and goals 

depending on who you ask. It is the new frontier for advanced customer engagement 

made possible by a technology stack optimized for the modern consumer. Like anything 

new, it holds both promise and pitfalls for those exploring the unfamiliar, in search of the 

higher rewards business-as-usual is incapable of delivering. 

To aid those just getting started, we sat down with our own Senior Director for Strategic 

Marketing Services, Toby Hawkes, to compile a guide with tips and insights to facilitate a 

successful move into CJM, including: 

 The Key to Success 

 Going Beyond Customer Journey Mapping 

 Roadblocks 

 Getting Started 

 Retention vs. Acquisition 

 Role of CJM Champion 

 

 

 

 

 

 

 

 

 

 

 



 

 

That’s an enormous question so to simplify, let me start with a couple of grounding 

principles. 

 

First, the focus of all successful customer journey initiatives is invariably on improving the 

quality of the customer’s overall experience with the organization, brand, or service. That 

improvement may be focused on making those experiences easier/less painful, more 

valuable/relevant, emotionally engaging, or ideally all three. 

 

Second, the initiative should be designed with a clearly defined experience in mind. This 

may run the spectrum from the customer’s entire lifecycle experience (over several 

years) with a brand – down to specified individual journeys (e.g. loyalty program 

enrollment, building a wish list or gift registry) – or even specific moments of truth within a 

journey. Ultimately, it is the latter – specific interactions – that need to be addressed to 

improve the overall experience. By keeping these strategic principles front and center 

when you are defining and scoping out your customer journey initiative, you give yourself 

a better chance of success. 

 

Of course, whatever improvement initiative is planned needs to be founded on a 

comprehensive understanding of the customers’ experience on the journey – and their 

interactions both physical and digital. Gathering data on what a customer is doing, 

thinking, and feeling will provide the insight you need to develop the ideal journey and a 

roadmap of enhancements to get there. Voice of customer data along with tribal or 
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anecdotal information can help prioritize your efforts; however, really understanding the 

“as is” experience – as well as developing the “to be” – requires real customer data. 

 

Unfortunately, having a clear idea of how you can manage, or perhaps enable, the 

customer’s journey is just part of the puzzle. Making a journey easy, valued, or engaging 

by providing the right message or offer, requires the orchestration and management of 

copious quantities of data, rules, and content, increasingly in real time. Making this 

happen is the ultimate team sport – requiring data scientists, analysts, communication 

specialists, customer strategists, product evangelists, and sales advocates – and an 

ecosystem of service providers, to come together with aligned goals. 

 

Of course (and whisper this quietly), we understand that the customer can’t be the only 

consideration. We all have budgets, targets and fiscal years. Getting any sustained and 

enhanced program off the ground will be dependent on demonstrating clear business 

benefit. The right partners can help manage the costs of developing and implementing 

journey management, along with the selection and monitoring of the right program 

success metrics to track benefits. 

 

Many people get hung up on the concept of customer journey mapping as a solution.  

While undeniably a foundation of successful journey management, CJ mapping is just the 

means to an end. Mapping serves as a persuasive visual to articulate insights about a 

customer’s experience through a journey. It can serve to align team stakeholders and 

clearly demonstrate the sequence of interactions through which a customer moves. 

Moreover, when designing an enhanced or “to be” journey, a map can highlight the 

range of touchpoints that need to be refined to reach an ideal state.  

 

When this is all done, and stakeholders are aligned on the future direction, the 

challenging work begins in defining the data inputs, decision rules, messaging strategy 

and content that will enable the customer to move through the journey. Furthermore, a 

platform is required to manage the sequence of events and actions that comprise the 

journey for an individual, requiring integration with multiple customer data sources, 

content management and messaging systems.  

 



 

 

Yes, absolutely. The biggest challenge can be connecting the data so it can move us from 

optimizing campaigns to optimizing relationships. This means better understanding of 

customers, responding in real time with relevant information, and seamless execution 

across all channels. 
 

The data will make it possible for brands to be relevant and timely, providing the critical 

details of what is important and relevant to each person. With first and third-party data 



becoming increasingly available, the challenge becomes focused on collecting, assessing, 

and using data in real time.  
 

Frequent operational/technical issues include: 

 Legacy data silos  

 Difficulties matching data across channels (e.g. online and in store customer 

purchase data)  

 Insufficient data management or analytics capability to create effective decision 

rules 
 

 

JourneyNavigator,SM is 89 Degrees’ proprietary customer journey management solution. 

Powered by Kitewheel, a recognized Visionary in Gartner’s 2017 Digital Engagement Hub 

Magic Quadrant, JourneyNavigator comes with dozens of pre-built connectors, allowing 

marketers to fully integrate existing marketing technologies, including CRM, content 

management systems, ad tech, and social media. 



Overcoming these barriers (and many other related issues) isn’t easy but can invariably 

be achieved by committing to developing a personalized “customer-first” approach. 

 

One notable feature of the companies prioritizing customer experience transformation is 

the presence of a senior leader to help develop and sustain cross business collaboration 

while increasing quality and improved outcomes as the primary goals. 

 

 

The good news is that CJM doesn’t have to start with a massive investment and at a 

massive scale; it can be approached in a way that makes sense for each business. To 

unlock appropriate next steps, start with asking: 

 

1) What does the ideal journey look like? 

2) What can our current infrastructure support? 

3) Who inside and outside our organization owns what? 

4) How will those relationships and responsibilities change in a new 

CJM-centric world? 

 

These are the questions I ask when scoping out a plan to improve CJM capabilities, as the 

answers will determine how big of a bite from the apple we’ll take. 

 

 



 



 

All businesses need to define their marketing strategy to include the appropriate balance 

between new customer acquisition and retaining existing loyal customers – it’s the classic 

“leaky bucket” conundrum. Happy or delighted customers buy more, stay with you longer, 

often have a lower cost to serve (you must deal with fewer complaints) and ideally will 

advocate on your behalf through positive word of mouth, ratings, and reviews. However, 

at its core for a sustainable business, you must provide a value prop and experience 

consistent with your brand promise and operating model.  
 

If your focus requires you to continually acquire new customers, it probably makes sense 

for you to ensure you are optimizing the new customer journey; for example, removing 

friction in the customer onboarding journey. Many consumer mortgage companies are 

working hard to make the new customer journey easier by minimizing duplicative data 

entry and providing automated credit approval steps. 
 

Ultimately CJM is about an improved customer experience and delivering more positive 

outcomes. It is hard to see that at odds with business ROI. At the end, the CJM business 

case revolves around changes in big metrics, e.g. churn, acquisition, migration from trial 

to loyal customer, and share of wallet. Improving these numbers will move the business 

forward. 

 

As I mentioned earlier, implementing CJM involves orchestrating many moving parts 

across an organization and its service partners. Ideally it will involve all functions of a 

business and will draw on in-house expertise – and most likely third party solution 



providers – in data, analytics, technology, marketing, sales, and service. Most importantly, 

a company needs a senior champion to help align functions and priorities. 

A senior champion can provide essential guidance, feedback and support to the program 

team and help break down departmental silos. By demonstrating customer empathy they 

can provide a visible symbol of an organizational commitment to the customer. Moreover, 

as a program builds momentum, they will be vital in helping communicate the link between 

customer programs and ROI – ensuring that boardroom decisions are viewed through a 

customer lens, increasing the likelihood that progress is maintained towards mid and long 

term goals. 

In reality, when an organization is committed to a “customer-first” approach, it is possible 

to reduce and manage this complexity by selecting a relatively simple journey initiative to 

act as a proof of concept. The momentum and learning created by executing a genuinely 

customer focused initiative with measurable results, usually makes a compelling case for 

a wider transformation program.
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As Senior Director on the Strategic Marketing Services team, Toby is 

responsible for the development of key retail clients. He brings over 20 

years of global experience driving strategic change, growth, and 

improvement programs across numerous industry verticals with a 

strong focus on the Retail and CPG space. He is passionate about 

driving customer strategy, experience, lifetime value, and loyalty 

through the better collection, analysis, and application of customer 

insights. Current and past clients include IKEA, Rolls-Royce, Nestle, 

Kimberley Clark, Sephora, Home Depot, Unilever, Lowes, JP Morgan 

Chase, Exxon-Mobil, Marks & Spencer, and Tesco. 


