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A strategic guide for growth and efficiency.
 

Most organisations say they are customer-centric. Far fewer can show you exactly
how their operations, processes, and decisions consistently make life easier for
customers.

That gap is where customer journey mapping (CJM) becomes a leadership advantage. 
Done well, CJM doesn’t simply improve experiences. It exposes waste, clarifies
priorities, aligns teams, and ultimately reshapes how the business operates.

For leaders, it’s not a “CX tool.” It’s a strategic guide for growth and efficiency.

2



3

At its core, customer journey mapping forces a simple but powerful shift from
thinking about internal processes to seeing what the customer actually experiences.

Instead of simply seeing:
Departments
Handovers
Policies
KPIs

 
You start to see:

"Moments of Truth" (What matters most)
Friction
Delays
Confusion
Emotional highs and lows

 That perspective reveals opportunities your competitors often miss.

Amazon used mapping of the purchase journey in their pursuit to be "Earth's most
customer-centric company.“ This led to innovations like one-click ordering and
frictionless returns. 

Like Jeff Bezos, I also encourage colleagues and clients to leave an empty chair in
meetings to represent the customer. 

Why? 

Because if we want to reduce customer effort, thereby increasing their loyalty and
propensity to purchase, every decision should answer one question: “Is this easier for
the customer?”

Small reductions in friction have the power to create massive competitive advantage.
When you remove steps, customers notice. When you simplify effort, loyalty follows.

Customer journey mapping as a differentiator,
not simply a pretty diagram.



Here’s where many leaders underestimate the power of customer journey mapping.

It doesn’t only show where to add value. It shows where you’re wasting effort.

In almost every organisation, maps uncover:
• Duplicate approvals
• Internal rework
• Unnecessary data capture
• Handovers customers never asked for
• Policies designed for internal convenience, not customer benefit
 
In other words: activities that cost money but add little or no customer value.

This is pure operational gold!

Example:
One client I worked with recently discovered that opening new accounts required customers to submit
the same information three separate times because three different teams “owned” different systems.
Removing those steps reduced onboarding time by 45% and cut internal processing costs
dramatically, improving both the customer experience and their margins.
One senior leader even commented: “We thought we were just mapping customer journeys. What we
actually found were our inefficiencies.”
 
Journey mapping becomes a lean tool as much as a CX tool. You’re not just improving
experiences. You’re systematically stripping out waste.
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The hidden value: eliminating what customers
don’t care about



 A beautiful journey map on a wall changes nothing!

Many organisations stop at workshops and sticky notes. 

Real impact comes when leaders treat journey mapping as the starting point for
action, not the deliverable.

Because the barriers to better experiences are rarely owned by one team.
Marketing owns acquisition.
Operations owns delivery.
IT owns systems.
Finance owns policy.
HR owns capability.

 
The customer, of course, sees none of that. Which means fixing journeys requires
something many companies struggle with, cross-functional leadership. 

Improving journeys demands a leadership team committed to one shared outcome:
making it easier for customers to do business with you.

But mapping alone isn’t enough..
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That means:
Jointly prioritising improvements
Removing functional trade-offs
Aligning KPIs to customer outcomes, not departmental targets
Empowering frontline employees to solve problems first-time

 
This is why I provide clients with digital journey maps that can be edited, updated and
linked across different customers and stages. 

We even feed in customer survey feedback and business and operational metrics,
providing a clear and up to the minute picture of the experience the customer is
having with your business.

Without this visibility and alignment, teams optimise locally and damage the
experience globally. 

Which is why having your senior leadership team not only buy in to but also truly lead
the customer experience initiative in your business is the only way to guarantee true
customer centricity and long-term success. 
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Example:
Think of Ritz-Carlton’s well-known empowerment model. Every employee can spend up to
$2,000 to resolve a guest issue without escalation.

Why? Because leaders recognised that rigid processes were preventing employees from
doing the right thing.

Their philosophy: “We are ladies and gentlemen serving ladies and gentlemen.”
 That mindset gives employees permission to prioritise customers over policy.

 Journey mapping should lead to exactly this type of empowerment.

If a process doesn’t help the customer, teams should feel safe challenging it.

If a rule creates friction, employees should feel trusted to override it.

When culture supports this, improvement accelerates far beyond what leadership
alone can design.
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One of the most powerful outcomes of journey mapping is cultural.

It gives people language to ask:
1.Why do we do this step?
2.Who is it for?
3.Does the customer actually value this?
4.What would happen if we removed it?

Those questions spark smarter decisions.

Examples:

Toyota’s lean philosophy calls this “respect for people and continuous improvement.”
Employees are expected to stop the line when something doesn’t add value. The same
thinking applies to customer journeys.

First Direct asked their employees “If we were building a bank around customers today,
what would we never design?”
The answers were obvious:

Long hold times
Multiple transfers
Scripted conversations
“Computer says no” policies
Separate teams for every tiny task

So they built the operation differently and benefited from consistently high NPS/CSAT
scores, strong loyalty, lower repeat contact (which reduces cost-to-serve) and a brand
reputation built almost entirely on word-of-mouth. In August 2025 they were voted
number 1 bank for customer service in the UK Customer Satisfaction Index.

Creating a culture that questions “why”
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Many organisations map the current state… and stop there. That’s like diagnosing a
problem without defining the cure.

A future-state journey map is just as critical.

It answers:
What experience do we want to be known for?
Where will we differentiate?
What should feel effortless?
What will we deliberately stop doing?

This then becomes a strategic framework. Instead of scattered improvement
initiatives, teams align projects to a clear destination.

It helps leaders say:
Yes to high-impact work
No to low-value activity

And it creates something priceless: organisational clarity. Everyone understands what
“better” looks like.
 

The next step leaders often miss: the future
journey
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The leadership takeaway
Customer journey mapping is not a workshop. It’s not a poster. It’s not owned by the
CX or Customer Service Team. 

It’s a leadership discipline.

 Used well, it helps you:
Differentiate your brand through better experiences
Eliminate waste and cost
Align cross-functional teams
Empower employees
Build a culture that challenges non-value work
Prioritise investment for maximum ROI

And when paired with a compelling future-state customer vision, it gives the whole
organisation absolute clarity to go ahead and be the best it can be.

Because the real goal isn’t mapping the journey.

It’s redesigning how your business works around the people who pay for it, which
differentiates your brand strongly from the competition in the mind of that customer.
Moving conversation away from price, making them more likely to buy more from
you, more often, and become strong advocates of your brand, supporting long-term
growth. 

**
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Expert advice from founder Gem Jones BA (Hons) CXAD
(Dip) Stellar CX

Combining over two decades of business expertise and
experience within large manufacturing organisations with
formal CX learning, our founder Gem Jones developed the
Stellar CX Senior Leadership Programme to help businesses
de-code CX and overcome the challenge of developing a CX
strategy that is highly relevant, achievable and cost effective,
whilst maximising opportunities to grow customer loyalty,
acquisition and lifetime value. 
 
Info@stellarcx.co.uk 
or select a call to suit your diary @ www.stellarcx.co.uk or
scan the QR code
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Support To Map Your Customer Journey

If you’d like to find out more about cost-effective ways to map your customer
journey and guide your team through the CX leadership process, book a call via
our contact us section.

mailto:Info@stellarcx.co.uk
mailto:Info@stellarcx.co.uk
http://www.stellarcx.co.uk/

