
Providing seamless customer journeys 
requires seamless collaboration within your 
organization. That’s a no-brainer. The better 
teams work together, the better they are 
able to oversee the total customer journey 
and enhance the experience across all 
touchpoints.

Creating a winning customer 
experience starts with people

What would a top-notch marketing platform be, 
without people knowing how to work with it? 
And what would world’s largest database be, 
without people being able to turn it into insights 
and actions? Let’s face it: well organized teams 
can make or break the customer journey. 
However, organizing and setting up high- 
performing customer journey teams can be 
challenging. 

How should teams be organized, what 
capabilities should they contain, how can they 
be developed and where should they sit in the 
organization? Many companies take a step in 
the right direction by establishing 
multidisciplinary customer journey teams. But 
such teams often don’t work closely enough, 
resulting in marketing, IT and development 
silos. Given the complexity of the shift that 
organizations need to make, we often advise 
our clients to start small, learn fast and scale 
when you’re ready. Do you want to build a 
customer journey team from the ground up? 
Here’s how to get started in five steps. 

STEP 1: Build a team with strategic, creative 
and execution power
To build a customer journey team from scratch, 
recruit between seven and nine enthusiastic 
members to take responsibility for the total 
performance of a customer journey. 
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A customer journey team functions best if it 
encompasses a mix of strategy, creative and 
execution competences. Potential roles are 
product owner, scrum master, data analyst, 
service designer, UX’er, content specialist, 
online marketeer, front-end developer and 
back-end developer. Some organizations 
choose to create a center of excellence and 
share specialists with other customer journey 
teams. The team should be cross-functional, 
with the ability and execution power to design, 
develop and configure the customer journey, 
from strategy to go-live. 

STEP 2: Position it as an experiment 
It’s important that the team members 
experiment with new ways of working, 
advanced technologies and innovative ideas. 
They should feel comfortable trying new things, 
with a ‘fail fast and learn fast’ mentality.
Companies where such a mindset is truly part
of the culture are rare. It requires support from 
the management team, empowerment, a 
visible break from ‘old ways of working’ and a 
means to share results with the rest of the 
organization. Only then will they be set up for 
success for the long run.

STEP 3: Move from ‘water sprinting’ to working 
fully scrum 
Nothing is static about customer journey 
management. It involves listening to the voice 
of the customer, monitoring behaviors, 
identifying pain points, prototyping solutions, 
testing them with real customers and building 
minimal viable products. Traditional ‘waterfall’ 
models – in which teams work sequentially on 
an application and bring it to the market when 
it’s finalized – simply don’t work. Many 
organizations try to move to agile 
methodologies, but end up ‘water sprinting’. To 
improve customer experiences, we need to 
constantly validate experiences, and ask for our 
customers’ opinions. Agile working, within a 
‘scrum’ framework, can help teams in doing 
this.

STEP 4: Give the team mandate and control
Customer journey teams will only work well 
when they get full control over a customer 
journey. And when we say full control, we mean 
full control. 

Teams should have the performance 
responsibility and mandate to improve the 
journey anytime and anywhere – inhouse. They 
should decide whether to outsource marketing 
activities and hire agencies or build teams that 
contain all the necessary capabilities. Expect
the new way of working to conflict with existing 
ways of working in your organization. The 
team should be protected and supported 
when interacting with other teams that might 
still be using the old way of working. 

STEP 5: Train your customer journey team in 
technology & mindset
Before you can benefit from a new way of 
working, you need to invest in training.
First of all, training in marketing automation 
tools is crucial. The customer journey needs to 
be configured in an appropriate digital 
experience platform. 

. 

1. Experience Strategy & Blueprint
Embedding convenience, personalization and 
brand purpose throughout your customer 
journeys.

2. Design & Configure Customer Journeys
Bringing customer journeys alive based on 
your strategy with service design and agility.

3. Track & Trace Customer Journeys 
Managing performance with connected data, 
dedicated KPI frameworks and dashboarding.

4. Setup Customer Journey teams
Establishing customer journey teams, adapting 
your processes and integrating them in your 
organization.

5. Supporting your Experience Business with 
Digital Experience Platforms
Facilitating and scaling hyper-personalized 
experiences with the right technology. 

6. Scalable & Efficient Customer Journeys
Managing, scaling and maintaining customer 
journeys across multiple markets/brands.

7. Challenges, Scenarios, Roadmaps
Successfully rolling out an experience business 
in your organization and overcome 
transformational challenges. 

The practical how-to guide
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In fact, more than half of transformations fail 
due to low adoption rates of technology. Next 
to that, a different mindset is required. It’s 
important to train your team to think from a 
customer perspective, to apply design thinking, 
to translate customer data into insights, to work 
with personas, to test new ideas and to 
measure the customer experience.

Optimizing and internalizing the 
new way of working

Once a team is up and running, it is important 
to focus on optimizing and ‘internalizing’ the 
new way of working, including all related 
processes. Drawing on our experience, here are 
a few examples on how you can help a brand- 
new customer journey team mature: 

Adapt the way you measure performance 
For decades, teams have measured their 
performance through operational KPIs – hard 
numbers, such as costs and revenue. We 
believe a team should be held accountable for 
the total journey performance, with operational 
KPIs and experience-related KPIs (such as net 
promoter score, customer satisfaction, and 
customer effort score). The team moves from 
measuring single campaign results towards
measuring the total customer journey. 

Implement customer journey improvement cycles 
throughout the year
To ensure that the new way of working doesn’t 
stop after one improvement, it’s crucial to build 
in regular cycles to optimize the customer 
journey. At least a few times a year the team 
should take time to do extensive customer 
research and define improvement 
opportunities for the total customer journey. 
Based on this initiative, the backlog will be filled 
with new user stories. In addition, on a more 
regular basis, the team can work in Design 
Sprints to design and test new prototypes. 
 
Invest in change management
Generally speaking, teams are happier working 
in this way, mainly because the see direct 
results from their hard work and they have a 
business responsibility. However, significant 
changes can cause resistance, requiring strong 
change management and leadership – within 
the team and within the organization. 
Therefore, it can help to involve the full 
organization when building a new customer 
journey team. 

Curious how to scale teams and the challenges 
you will face? Keep an eye out for forthcoming 
chapters covering Supporting your Experience 
Business with Digital Experience Platforms 
(chapter 5) and Scalable & Efficient Customer 
Journeys (chapter 6). 

Yearly Cycle

A yearly cycle to ensure continuous improvement on the customer journey

1-2 times a year - Research design sprint
To do extensive customer research, by 

analyzing the total customer journey and 
translate painpoints into opportunities.

4-6 times a year - Design sprint
To deepdive on one of the opportunities 

and design, build and test possible 
solutions before implementation.

 Continuous - Agile realization sprint
To continuously build, test and 

implement functionalities, products 
and/or services.

 



This article is part of a larger series by Deloitte Digital on how to create your Experience Business.

A lot has been written about what it means to be an experience business, but very little about how to become one. This guide pinpoints 
the common challenges and possible ways for how to solve them.

Long gone are the days of customers simply buying based on price or on product or service alone. They now buy experiences. 
The ultimate goal of any business is to make its customers feel good and to add value to their lives. This is what an experience 
business is all about; building experiences around products and services that people love and will keep them coming back for 
more. Creating an experience business will drive long-term business growth, durability and relevance. Drawing on insights from 
our daily practice, Deloitte Digital has created this practical guide, which is designed to help organizations fundamentally change 
the way they engage and interact with customers.

"Improving customer 
journeys is not a one-time 
activity: it’s a new way of 
working for the longer run."

- Deloitte Digital
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While sharing best practice through this 
guide, we recognize that every organization 
has its own context and specific way of 
working. Given the diversity of 
organizations and our desire to make a 
positive impact, we are keen to talk to 
everyone who is passionate about this 
subject. 

Thank 
you.
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