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SUMMARY

In light of increasing competition and technological advancements, organizations are moving
towards adopting customer-centric approaches. However, in their pursuit to reach customer-
centricity, organizations tend to rely more on their internal beliefs instead of adequately
capturing and addressing customer feedback. Customer journey management—the strategic
process of mapping, evaluating, and optimizing customer interactions and experiences across
many touchpoints—can increase customer satisfaction and foster business success. However,
academic research on customer journey management (CJM) implementation and utilization is

lacking, highlighting the need for additional research.

This study aims to fill a gap in the literature by examining the implementation of CJM within
a B2B e-commerce wholesaler. An inductive qualitative case study was used to achieve this.
Semi-structured interviews with four customer segments and literature reviews have been used
to iteratively create a customer journey map based on client feedback. Based on this data,

potential improvements were developed.

In conclusion, an eight-step model has been developed to facilitate the implementation of CIM.
Each stage includes explanations of important considerations to take into account when
carrying out the tasks. This model encompasses understanding the customer journey, industry,
and business. It involves dividing the customer journey into touchpoints, collecting data to
analyze the customer journey, and forming a generic journey map. By identifying areas for
improvement and generating feasible suggestions, enhancements can be developed and
implemented. It is important to note that this process is iterative and continuous, ensuring

ongoing refinement and optimization.

Keywords: Customer journey, customer journey map, customer journey management,

touchpoints, B2B, customer-centric, customer satisfaction.
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Description of key terms

This section will give a short explanation of terms used throughout the thesis with the aim of

simplifying the comprehension of them.
Touchpoint — Any direct or indirect interaction an individual has with a company.

Customer Journey — A composition of all touchpoints that an individual generally experiences

before, during, and after a purchase.

Customer Journey Map — Visualization of the customer journey with customer satisfaction

index, customer behavior, and development potential at each touchpoint.

Customer Journey Management — A tool in strategic management that can be used to better

understand and improve the customer journey.

B2B (Business-to-Business) - business activities such as marketing and sales of products and

services geared towards the business world (National Encyclopaedia, n.d., a).

E-commerce (Electronic commerce) — Online commerce and distance commerce conducted

via fixed or mobile data communication (National Encyclopaedia, n.d., b).



1. Introduction

This chapter contains background information on the research topic, the studied case company,

as well as the aim, research questions, delimitations, and the disposition of the study.

1.1 Research topic

The adoption of a customer-centric approach has gained notable importance due to the rising
utilization of digital technologies and intensifying competition in the market. The adoption of
a customer-centric approach, which prioritizes the identification and fulfillment of unique
customer needs instead of treating all consumers uniformly, can result in a rise in sales (Lemon
& Verhoef, 2016). Kotler et al. (2012) suggest that organizations that prioritize customer-
centric strategies are more likely to foster a satisfied and loyal customer base. Organizations
that focus on customer-centricity are also more proficient at adapting to market fluctuations
and technological advancements, which can result in increased long-term profitability and
growth (Colin, 2017).

Understanding the discrete phases, the customers encounter with an organization and the
factors that influence them holds notable importance for any business aiming to increase its
customer-centricity (Lemon & Verhoef, 2016). These encounters are called touchpoints and
refer to distinct entities such as locations, individuals, or tools that customers come across
during their journey of buying a product or service (De Keyser et al., 2020). These touchpoints
are accompanied by contextual factors, surroundings, and conditions that influence the
customer experience. Additionally, the characteristics and features of these touchpoints play
an important role in shaping the overall customer experience. Lemon and Verhoef (2016) posit
that customers can interact with an organization at three different stages of the customer

journey, pre-purchase, purchase, and post-purchase.

Customer journey mapping helps visualize these touchpoints and how customers interact with
them (Rosenbaum et al., 2017a). They continue by defining customer journey maps as a visual
representation of the entity comprised of multiple touchpoints and interactions between a
customer and a product or service provider that constitute the customer's overall experience.

Typically, customer journey maps depict touchpoints horizontally in accordance with a process



timeline and list all potential organizational touchpoints that customers may encounter during

the service exchange procedure (Rosenbaum et al., 2017a).

While comprehending and analyzing the touchpoints depicted in a customer journey map, it is
a common mistake to assume that all touchpoints are of equal importance (Rosenbaum et al.
2017b). Consequently, managers tend to exaggerate how customers will perceive their
interactions with the organization. In addition, they emphasize the importance of focusing on
the most important client interactions. Developing a customer journey map and using the
information gained from customer insights can lead to several advantageous outcomes,
including effective utilization of resources, the promotion of innovation, and the development
of corporate strategies based on customer values (Norton and Pine 2013). Customer journey
management (CJM) is the term used to describe this strategy (Grewal & Roggeveen, 2020).

Additionally, the goal should be to align corporate strategy with the customer-centric
experiences and touchpoints that add the most value to the customer's overall journey (Norton
& Pine 2013). However, CIM research is fragmented and lacks coherence (Rusthollkarhu et al.
2022). Although there has been a surge in attention toward customer journeys, the management
of Business-to-Business (B2B) customer journeys is infrequently deliberated. Sales and
marketing teams often tackle journey-related concerns, although with distinct
conceptualizations that focus on a restricted number of touchpoints (Norton & Pine, 2013).
This approach overlooks the difficulty of connecting touchpoints across various channels to
achieve a cohesive customer experience. Consequently, a notable gap ensues due to the

decentralization of CJM among various teams in an organization.

In conclusion, CIM is complex and varied containing a wide range of factors that have an
impact on it. Understanding the diverse phases of the customer journey and the determinants
that impact them is imperative for organizations striving to enhance their customer-centric
approach when developing new improvements. However, current research on the
implementation of this tool is limited to only three steps. Understanding the customer journey,
analyzing it, to then make customer-centric developments based on these insights (Lemon &
Verhoef (2016), (De Keyser et al, 2020). However, there is a scarcity of thorough literature on
the implementation of CJM and what elements that should be considered in the process. This

absence has generated an academic motivation in exploring the tool further and developing a



comprehensive guide on its implementation in B2B organizations, as well as identifying key

considerations for successful implementation.

1.2 Aim

This thesis aims to explore how a B2B organization operating in e-commerce can implement
customer journey management to support strategically making decisions regarding
developments. Due to the current scarcity of academia’s knowledge on how to apply the tool,
this study aims to examine and act as a starting point in how CJM should be applied in practical
operations. Its results will then be compared with the current insufficient existing theory on the
subject, to conclude how to effectively implement CIM, and key factors to consider during the

implementation process.

1.3 Research question

To achieve the stated aim, two research questions have been formulated. These questions aim
to facilitate understanding and advance academic knowledge regarding the implementation of
customer journey management, and what a B2B e-commerce organization needs to consider

when trying to implement the tool.

Research question 1: How can a B2B e-commerce company effectively implement customer

journey management to guide development work?

Research question 2: What are key factors to consider for a B2B company operating in e-

commerce when implementing customer journey management?

1.4 Delimitations

To answer the research questions, the thesis will conduct a case study at a wholesale company
within B2B e-commerce. The case company will be actively used to analyze the
implementation of customer journey management and how it can be utilized as a tool for
strategic management decisions. Thus, the thesis will be limited to only the B2B e-commerce
wholesale industry. Moreover, within the vast landscape of customer interactions, the thesis
will narrow its scope to three distinct customer segments. The first segment, potential

customers, comprises potential customers who have taken the initial step of creating an account



on the company's website but have yet to proceed with their inaugural order or have only placed
a first order but not a second one. New customers that have placed their first order during the
last two months formulate the second customer segment. The third segment involves large
customers, distinguished by their track record of placing over 150 orders. Lastly, the attention
turns to the former customers, who used to be actively purchasing customers but have abruptly

ceased their ordering activities.

1.5 Disposition of thesis

The thesis will be structured into six different chapters. Chapter 1, Introduction, presents the
research topic and question to the reader. Subsequently, Chapter 2 presents a theoretical
framework that establishes the theoretical underpinnings of the thesis. Chapter 3 outlines the
research design and methodology used in the thesis. The chapter also delves into the thesis's
trustworthiness and ethical considerations. Chapter 4, which consists of Results and Analysis,
presents the empirical findings that have been systematically categorized and analyzed.
Chapter 5 entails a comprehensive evaluation of the results and analysis in relation to the
theoretical framework, both in relation to the case company and general discussion. Lastly, the
final chapter of the study, Chapter 6, presents an answer to the research question and puts forth

recommendations for future research endeavors.



2. Theoretical Framework

This chapter contains theories about relevant subjects that will help in answering the research
question presented in the previous chapter. The theory has been divided into subchapters to

structure the information.

2.1 B2B relations

Interactions that occur between organizations when they pursue to buy or sell a product or
service can be referred to as B2B relations (Hutt & Speh, 2019). The basis of forming B2B
relations lies in the ability of organizations to create value for one another, which should be
included in the market offerings (Pawlowski & Wiechetek, 2022). The success of B2B relations
could lead to further trading between organizations, thus contributing to economic growth not
only for the involved organizations but also for the business world (Hutt & Speh, 2019).

The establishment and maintenance of trust between organizations is a crucial factor for the
continuation of B2B transactions (Gummesson, 2017). In certain instances, B2B relations may
necessitate formal agreements and extended obligations, thereby requiring a high degree of
reliance on the part of organizations regarding their partners. For organizations to achieve such
objectives, it may be imperative to establish close bonds among their respective stakeholders

and formulate robust legal structures and mechanisms for handling conflicts that may arise.

According to Geehan (2011), the majority of purchasing decisions for a product are not made
by the end users themselves. Hence, it is crucial for organizations to ascertain the genuine
requirements and preferences of the ultimate decision-maker, in addition to those of the end
user, while selling a product or service. Furthermore, the process of developing products or
services can be enhanced by actively involving decision-makers, thereby promoting a positive

relationship between the organization and its customers.

2.2 E-commerce

When an organization uses online platforms to conduct parts of their business, such as buying
and selling products or services, it can be referred to as e-commerce (Chaffey & Ellis-
Chadwick, 2019). What distinguishes e-commerce from traditional offline channels is the

involvement of online transactions, which is an important part of conducting business today.
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E-commerce will help customers decrease the time and money spent on transactions, thus
making organizations' businesses more effective as it is automated through online platforms.
The increased efficacy that e-commerce can offer compared to offline channels is one of the
main drivers for its rapid growth in recent times (Turban et al., 2018). Additionally, by moving
from offline to online channels, the need for physical stores and salespeople decreases, and as

a result, organizations will see a decrease in overall costs.

If organizations utilize online platforms, they will also be able to look beyond the close
geographical area they might be bound to and reach out to potential customers worldwide
(Turban et al., 2018). This is another upside of using e-commerce compared to offline channels
as it enables organizations to reach out to a wider market. Thus, firms may increase revenue by
forming new collaborations or discovering new business opportunities that were inconceivable

using offline methods.

However, there are some drawbacks that can be associated with the implementation of e-
commerce. Since the use of online channels entails the transfer of certain sensitive information
both internally and externally via online platforms, security is considered a possible pitfall in
the use of e-commerce (Chaffey & Ellis-Chadwick, 2019). Companies must be updated on
risks when transferring sensitive data and make sure it can be done in a safe manner.
Furthermore, integrating e-commerce into an organization does not come without challenges.
Chaffey and Ellis-Chadwick (2019) further emphasize the importance of effective
communication when implementing the several online platforms it may take to successfully
run their business as e-commerce. Also, if the different systems used are too different it might
be difficult to make them communicate effectively without any hurdles.

2.3 Touchpoints

Every time a customer has any type of contact with a company's brand, product, or service,
they will form some sort of opinion about it (Zomerdijk & Voss, 2010). When a person has a
direct or indirect, physical, or digital interaction with a brand or company, these interactions
are known as touchpoints (Baxendale et al., 2015; Rudkowski et al., 2020). Herhausen et al.
(2019) define it as any one-way (for example, customers observing commercials about the
products or service) or two-way (direct contact between customer and people or chat-bot from



the company) interaction between a customer and a company, including interactions between

customers, where information or a transaction is exchanged.

2.3.1 Different types of touchpoints

Towers & Towers (2022) explain that there is no common definition of how many or which
categories one can divide touchpoints into. However, they found some common threads among
previous research and propose that touchpoints can be put into three groups: brand-owned,

partner-owned, and touchpoints that neither the brand owner nor the partner can control.

Lemon and Verhoef (2016), argue that there are four types of touchpoints: brand-owned,
partner-owned, customer-owned, and external/social. However, they have called for more
research to be done on how each category of touchpoints affects one another and the overall

customer journey.

According to Witell et al. (2020), it is important for managers to understand the different
touchpoints and classify each one correctly. By doing so, they can effectively manage all
touchpoints and identify the crucial ones. If managers treat some touchpoints as unimportant
early on, it could lead to notable issues further down the customer journey (Lemon & Verhoef,
2016). It is also essential that touchpoints are not treated identically, as their functions vary

depending on the stage of the customer's journey (Gao et al., 2021).

It is important to manage touchpoints sequentially rather than individually. It will contribute
to a more effective method of managing all touchpoints and make it simpler to identify the
most important "moments of truth™ in the customer journey (Homburg et al., 2017; Lundin &
Kindstrom, 2023). Stein & Ramaseshan (2016) fill in on this and additionally highlight that
when identifying and measuring touchpoints, it must be done from the customer’s perspective.
In this situation, they emphasize how difficult it is to accomplish this because the customer
experience is situational, subjective, and dependent on the perspective of the individual
customer. This is in line with Helkkula (2011), who shows that all customer interactions are
subjective and that everyone has a personal way of thinking about different situations. This
further implies that people’s opinions can be shaped by more than just one interaction between

the company or brand and the customer.



Each touchpoint serves a unique function; therefore, businesses must first determine how to
meet customers' expectations at each one (Lund & Kindstrom, 2023). Since touchpoints are
sequentially dependent on one another (Stein & Ramaseshan, 2016), managers need to come
up with plans for how to handle touchpoints both individually and sequentially (Lund &
Kindstrom, 2023).

2.3.2 Digital touchpoints

Naturally, there are some differences between physical and digital touchpoints, and De Keyser
et al. (2020) have called for additional research on digitalized touchpoints to identify these

differences.

Digital touchpoints usually occur during a customer's first interactions with an organization
(Lundin & Kindstrom, 2023). For instance, customers may connect with the organization via
search engines, company websites, or social media. These digital tools allow customers to
initiate contact sooner than they would have physically been able to, extending the beginning
of a customer's journey. It also provides the organization with an opportunity to develop search

engine optimization or personalized content through social media (Ledford, 2015).

2.3.3 Moment of truth

A touchpoint may include a so-called “moment of truth," which refers to a critical point where
the customer interacts with the company and forms an opinion about its brand, product, or
service (Homburg et al., 2017). The way the customer feels about the interaction at this critical
point depends on how well the company meets the customer's expectations. For example, it
could be here that the customer makes the purchase decision based on the experience.

To make a good impression, build customer loyalty, and increase sales, it is important to find
the key moments of truth and design customer experiences that meet or possibly exceed

customer expectations at given moments (Temkin, 2010).

2.4 Customer Journey

B2B customer journeys are defined as a series of touchpoints across different stages (Lemon
& Verhoef, 2016; Stein & Ramaseshan, 2016). The customer journey consists of three stages

of decision-making: pre-purchase, during-purchase, and post-purchase (Lemon & Verhoef,
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2016; Towers & Towers, 2022). Towers & Towers (2022) define a customer journey as a
customer's engagement with all categories of touchpoints throughout all three stages of the
decision-making process. The customer journey is essential to comprehending consumer

behavior and developing successful marketing strategies (Lemon & Verhoef, 2016).

Baxendale et al. (2015) highlight that the majority of existing research focuses on specific parts
of the customer journey instead of giving a full picture of all customer touchpoints.
Additionally, many companies often tend to focus on individual touchpoints rather than the
entire customer journey (Rudowski et al., 2020). Lemon and Verhoef (2016) also highlight this
and explain that all touchpoints, from pre-purchase to post-purchase, contribute to the overall
customer experience. They further emphasize that customer journeys are iterative and change
over time, which makes it even more important to take a step back and observe all the

touchpoints in the customer's journey.

Customer experience is an important marketing factor that can influence customer satisfaction,
loyalty, and support (Lemon & Verhoef, 2016). It is essential to evaluate the many stages of

the customer journey that can be seen in Figure 1 to comprehend the full customer experience.

Grewal & Roggeveen (2020) propose a different view where the customer journey may not
always take a linear route. Instead, it can be seen as a circular process where previous
experiences from the last journey have an impact on the current journey. They also imply that
customers may sometimes skip the "pre-purchase” stage and go straight to the "during

purchase™ stage.



During-

Past Purchase
Customer e Delivery
Journeys - .
* Need is created e Order confirmation * Consumption .
* Research « Payment ® Customer service
* Purchase consideration « Ordering * Loyalty
* Choice of retailer
Feedback & Pre-Purchase Post-Purchase
Reflection

CUSTOMER JOURNEY

Figure 1: The foundations of a customer journey (Adopted Lemon & Verhoef, 2016)

In the context of a digital environment, customers assume a notably more participatory role in
the customer journey (Lundin & Kindstrom, 2023). They highlight the potential for
organizations to decrease the overall quantity of touchpoints through the implementation of
digital touchpoint sequences and those that facilitate concurrent interaction among multiple
actors. The process of digitizing the customer journey may involve the synchronization and
consolidation of additional touchpoints. In this context, the significance of individual
relationships and exchanges is diminished, as the customer's experience is contingent upon the

seamless integration of all digital touchpoints.

According to Lundin and Kindstrom (2023), the implementation of digitalized B2B customer
journeys facilitates the creation of pertinent touchpoint sequences that effectively guide
customers and could generate new value-added opportunities. Having more transparency,
information, and a more complete overview of the entire customer journey can enhance the
organization's control and increase the possibility to affect the customer experience. In turn,
digitalizing the customer journey enables organizations to design and develop touchpoint
sequences as well as support their execution (Lundin & Kindstrém, 2023).
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2.4.1 Pre-purchase

As defined by De Keyser et al. (2020), all of a customer's interactions with a given touchpoint
prior to making a purchase fall under the “pre-purchase” stage. During the pre-purchase stage,
customers engage in activities such as information search, option evaluation, and decision-
making (Lemon & Verhoef, 2016). At this point, to ensure an excellent customer experience,
companies must provide customers with relevant and valuable information and make the

decision-making process as simple as possible.

Digital touchpoints are typically more common in the pre-purchase phase of the customer
journey (Lundin & Kindstrom, 2023). These digital touchpoints at the beginning of the
customer journey give customers more information and make it easier for them to move on in

their journey, which could make later stages shorter.

2.4.2 During purchase

The during purchase-stage involves the customer's interactions with touchpoints during the
purchase decision and action (Lemon and Verhoef, 2016). This includes the customer's choice,
placing an order, paying for it, picking it up, or getting it delivered. As the initial point of direct
interaction between a customer and a company, this phase is crucial for influencing the whole
customer experience (Lemon & Verhoef, 2016). Therefore, organizations need to ensure that
for every customer, the during purchase-stage is streamlined and convenient with actions being
taken to problems that may occur. This is in line with Herhausen et al. (2019) who state that
organizations should make sure that the customer journey is efficient for customers purchasing

the products or services they need.

2.4.3 Post-purchase

Lastly, the post-purchase stage comprises the customer's experience following the purchase
(Lemon & Verhoef, 2016). It includes touchpoints that relate to how the products or services
are used and consumed, such as brand communities. This phase is crucial for shaping the
customer's opinion of the company and their likelihood to make future purchases or recommend
it to others. Companies must make sure that the customer is satisfied with their purchase and
quickly fix any problems. Pizzutti et al. (2022) propose that in this phase, touchpoints that
involve information searches for products or services are for the most part initiated by the

customer. They further point out that it is a great opportunity for the organization to initiate
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contact with customers and give more information during or after the consumption of the

product or service.

2.5 Customer Journey Map

A key component of creating a thorough understanding of the customer experience is mapping
a visualization of the touchpoints (Srinivasan et al., 2002). A customer journey map is a visual
representation of the sequence of interactions a customer has with an organization during the
entire customer journey (Rosenbaum et al., 2017a). By mapping out the touchpoints and listing
important information at each of them, managers will develop a better understanding of the
customer journey as a whole (Stein & Ramaseshan, 2016). It will also provide the opportunity
to develop an overview of the customer experience from a customer's perspective (Helouani,
2021).

Although it was initially and successfully proposed for B2C markets, Temkin (2010) has
developed a five-step model for how a company can map its customers' journeys. The first step
is to collect all the existing knowledge and insights the company has about its customers. This
can be done by cross-functionally collecting different perspectives of the company's customers,
which will foster stakeholder involvement at an early stage.

Temkin (2010) continues by explaining that the second step is to generate hypotheses. Groups
frequently have very different customer images; therefore, it is important to have cross-
functional communication and sort through these to form a unified opinion. He also suggests
that when developing the hypotheses, it is also important to create a map of the expected
journey. This can then be used to visualize the expectations of the insights. In the end, it may
also be interesting to save this to investigate the similarities and differences between the initial

and the actual customer journey map.

The third step is to investigate the customer's processes, needs, and perceptions. According to
Temkin (2010), while businesses know a lot about their customers, this knowledge is often
skewed in favor of the company. To clarify the matter, companies can have a good idea of who
their customers are but have less control over their behavior. Companies must broaden their
perspectives to include the customer's perspective to obtain a more comprehensive image of

the customer. By adopting a customer-centric approach, organizations can enhance their
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comprehension of customer behavior (Helouani, 2021). Several methods are available to
conduct this process, such as interviews, forms, and self-evaluation, wherein an employee
assumes the role of a customer (Temkin, 2010). Customer feedback from page surveys and
widgets is also a good source of data for customer journey mapping because it gives the map
an idea of what customers think and feel (Helouani, 2021). According to Lemon and Verhoef
(2016), companies can also ask customers to create an ideal customer journey map to gain a

different perspective.

The fourth stage involves the analysis of the gathered data pertaining to the customers. Temkin
(2010) suggests that it is important to provide clear and concise explanations of customer
interactions, expectations, and impressions based on the outcomes of the data analysis. Further
analysis could be conducted at this juncture to establish a more fundamental viewpoint.
Through the process of analyzing genuine user interactions with digital analytical tools, the
organization can gain insights into trends across a wider demographic, supplementing the
customer data already collected, and thereby achieving a better understanding of how
customers interact during the customer journey (Helouani, 2021).

When the company reaches the fifth and final step, it is time to create the customer journey
map. This map is created by converting data and analysis into a simplified visualization of how
customers perceive the journey (Temkin, 2010). It is critical that customer needs are clearly
visible, as this demonstrates how well the company meets them at each stage. Moreover, if the
customer identities differ notably, companies can create individual customer journey maps for
each identity (Rosenbaum et al., 2017a). The reason for this is that the creation of so-called all-
inclusive maps will only depict a customer journey with touchpoints some customers will
encounter while others do not. As a result, the company will not be able to visualize the true
experiences of their customers. The focus should be on creating maps that derive from up-to-
date data from customer experiences to visualize a more realistic map. This is in line with
Temkin (2010), who stated that it is critical at this stage to ensure that it is founded on the

opinions of the customers.
Jellvert and Lindblom (2021) describe their take on how a generic customer map should be

illustrated. To better understand this approach, Figure 2 below will help by illustrating how

this should be conducted.
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Figure 2: Generic Customer Journey Map (adopted by Jellvert & Lindblom, 2021

A horizontal timeline should be used to align the defined touchpoints that formulate the
generic customer journey map. This is to help display where in the customer journey
certain things happen. The three different stages, pre-purchase, during-purchase, and
after-purchase are illustrated using three different colors to separate them visually.
However, they also emphasize the importance of understanding that all customer
journeys rarely look the same. Customer journeys are iterative, and the generic journey

is only utilized to enable measurability and generalizability.

The customer satisfaction index should thereafter be illustrated to help visualize and
understand how well customers are experiencing the different touchpoints. A good
experience is above the midline, while a worse experience is below. Using distinct
colors to help visualize the good and bad experiences is preferable. For example, green
can be used to display good and red to display the index of unsatisfactory touchpoints.

Thirdly, a short and summarized text should be integrated to briefly explain what is
happening and what the customers are experiencing during each touchpoint. This will
give the reader a compact and quickly accessible overall insight into every step in the

generic customer journey.
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4. Lastly, the potential for development should be displayed for every touchpoint that has
capabilities for improvements. A distinct color should be used to capture the viewer's
attention since this is the takeaway that the map is intended to generate. Jellvert &
Lindblom (2021) have used a clear purple to display this.

2.6 Customer Journey Management

Jaakola & Terho (2021) emphasize that the goal for any company should be to have satisfied
customers who have a problem-free experience throughout their entire journey. If the customer
journey is smooth and consistent from start to finish, customers will be able to move from one
touchpoint to the next more easily and with less effort. In such a journey, customers will not,
for instance, encounter inconsistent product or service information across touchpoints
(Gasparin et al., 2022). The organization should strive for collaboration throughout the entire
customer journey rather than having separate, isolated silos (Lundin & Kindstrom, 2023). This
broader perspective will enable the organization to move its customers along their journeys
more efficiently and to discover new ways to assist them regardless of where they are on their

journeys.

A customer journey analysis requires customer input to comprehend and map the journey from
the customer's perspective (Lemon & Verhoef, 2016). Given that customers frequently employ
multiple touchpoints at various stages of their journey, it is important to take them into account

at each of these decision-making stages (Lemon & Verhoef, 2016).

Grewal & Roggeveen (2020) define CIJM as a tool to better understand and improve the
customer’s journey with the company. They emphasize that the aim of the tool is to first map
the journey, then illuminate and act on the opportunities for improvements that emerge from
the map. Additionally, they describe how important it is to have a CIJM system for systematic
use in interaction with understanding and analyzing the customer's journey. CJM differs from
customer journey mapping in that it involves systematically working with developments and
analyzing the current situation, as opposed to merely visualizing it. Thus, customer journey
mapping can be seen as an important part of customer journey management (Grewal &

Roggeveen, 2020).
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Norton & Pine (2013) describe that if companies can create an understanding of which elements
the customer values most and then design customer journey maps that also visualize this, they
can understand their customers' current experience with the organization. Then there is the
opportunity to define, based on the tool, what development potentials that exist to optimize the
customer journey. These lessons can then form the basis of how the organization continues to
work with its strategy (Norton & Pine, 2013).

To successfully manage the customer journey, Lemon and Verhoef (2016) suggest the
following three steps for managers: First, they should aim to comprehend the customer journey
from both the organization's and the customer's viewpoints, identifying crucial characteristics
at each stage. Second, organizations must define the specific parts or touchpoints that occur
during the journey. Thirdly, they should seek to determine the specific triggers that cause

clients to continue or leave the customer journey (Lemon & Verhoef, 2016).

Jellvert & Lindblom (2021) highlight some additional key aspects to think about when
implementing CJM. Staying objective when analyzing and working is essential with the tool
to ensure the core value of its customer-centric nature. Furthermore, they emphasize the
importance of taking a step back and keeping a holistic view of the full customer journey rather
than focusing solely on touchpoints that performed poorly according to customers. This will
enable the organization to better understand how touchpoints could relate to and affect one

another.

Other researchers, such as De Keyser et al. (2020), take on a different viewpoint to improve
and manage touchpoints and the whole customer journey. When managers implement this in
their organization, they should first focus on streamlining the overview of their touchpoints,
i.e., customer journey mapping. Secondly, they should strive to recognize the context in which
the touchpoints are related, for example, how much the customer is interacting at this point,
what are their previous experiences, what is the current mood of the customer, etc. Thirdly,
assessing all delivered qualities means: Is the company reaching the customer's expectations at
all points? How easily can they move from one touchpoint to another? Lastly, managers should
evaluate all the previous three steps as one and benchmark them against competitors. After this

is done, they are ready to take action to improve touchpoints and the customer journey.
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Jellvert & Lindblom (2021) explain that after the implementations of the chosen improvements
have been finalized, a new iteration should be conducted to investigate what impact the
improvements had on the customer journey. In cases where the results are not achieved, the
company needs to continue to act on the opportunities until they are achieved. Thereafter, when
the chosen improvements have been fulfilled, a new customer journey map should be created.
The company will then get a picture of the new current situation, with a new customer
satisfaction index that demonstrates new potential for improvements. Grewal & Roggeveen
(2020) also share the view of CIM being a tool that should be considered as a circular process.

2.7 Key factors to consider for CJM implementation

Table 1 presents an overview of four key factors, as identified by the academic literature cited
in the theoretical framework, that should be considered when implementing CIJM within an

organizational context.

Table 1: Key factors when implementing Customer Journey Management.

Key factors Supported by

Iterative and continuous methodology Grewal & Roggeveen, 2020; Lemon &
Verhoef, 2016; Jellvert & Lindblom, 2021

Obijectivity when analyzing Temkin, 2010; Jellvert & Lindblom, 2021

Holistic evaluation of the customer journey | Grewal & Roggeveen, 2020; Lundin &
Kindstrom, 2023; Rudowski et al., 2020;
Lemon & Verhoef, 2016; Stein &
Ramaseshan, 2016; Jellvert & Lindblom,
2021

Insights from the customers are the Norton & Pine, 2013; De Keyser et al., 2020;
cornerstone in developing improvement Jellvert & Lindblom. 2021: Lemon &

suggestions.
Verhoef, 2016
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3. Methodology

The objective of this section is to provide a depiction of the case company, elucidate the
research design and strategy, expound on the process of discovering and evaluating pertinent
literature, and how this study employs qualitative methodologies for data collection and

analysis. Lastly, the trustworthiness and ethical implications of the thesis are also examined.

3.1 Research Strategy

According to Bell et al. (2019), the term "research strategy" refers to a comprehensive approach
to conducting business research. It is emphasized that the process of selecting a research
strategy is a crucial aspect for individuals seeking to conduct impactful business research. The
field of research employs two distinct methodologies, namely quantitative research strategies
and qualitative research strategies. The employment of quantifiable data is a central focus of
the quantitative research approach, which is particularly well-suited for studies that involve
substantial amounts of data. The utilization of a qualitative research approach is founded on
the interpretation of words more than numbers and is better suited for investigations that aim
to comprehend the fundamental motivations, beliefs, and desires of individuals. The grounded
theory approach is extensively employed in qualitative research, wherein researchers
continuously juxtapose their empirical observations with pre-existing theories and repeatedly

refine their hypotheses by amalgamating both (Bell et al., 2019).

CJM is a field that has received limited attention in academic research, thus data were scarcely
available at the moment of conducting this study. As a result, the researchers opted for a
qualitative research strategy to generate findings regarding this area. The researchers also
integrated grounded theory into their methodology to acquire an in-depth understanding of
every stage of the implementation of CIM and continuously analyze their approach throughout

the course of the study.

The proponents of the case study design tend to exhibit a preference for qualitative techniques,
such as participant observation and unstructured interviewing, as they are perceived to be
particularly advantageous in facilitating an in-depth, comprehensive analysis during a study
(Bell et al., 2019). Thus, having a qualitative strategy, a case study would be the most suitable

for generating an in-depth understanding of the implementation and usage of CJM.
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3.2 Case Study

The fundamental approach of a case study involves a comprehensive and in-depth examination
of a singular case (Bell et al., 2019). In the context of academic research, a case study involves
the examination of a particular object in a delimited situation or system of interest with the aim
of providing a comprehensive and detailed analysis of it. This is what ultimately sets a case
study apart from other types of research designs. Consequently, as pointed out by Bell et al.
(2019), the outcomes of the study are not necessarily generalizable to other times or places
beyond those in which the research was conducted. Although it may be of interest to develop
generalizable findings, the main objective should always be to concentrate on completely
understanding the complexity surrounding the specific case. This is for the researcher to
develop a thorough explanation of the case in question. Without establishing a differentiation

of this nature, it becomes unfeasible to differentiate the case study as a distinct research design.

The case company that has been studied in this thesis operates as a B2B e-commerce
wholesaler. They were founded approximately a decade ago, and offer around 4,500 different
products, ranging from food and beverage to cleaning and utility tools. The company has
chosen to partner up with a 3PL provider who takes care of the warehousing and distribution

of all products.

The company has a goal of only being a go-between for manufacturers and retailers through
smooth e-commerce that connects buyers and sellers. Their business model is to give the
customers the freedom of choosing when and how much to order and not have to sign contracts
that will force them to buy certain volumes. The CEO (Personal communication, January 17,
2023) stated the company’s business model as follows: "While others move forward, we move
backward. We have taken the wholesale business back to where it was 15 years ago — a
distributor for producers. We supply food products to large-scale kitchens. Period. Oh, and
everything is done through super-efficient e-commerce.” This sets the company apart from
competitors who often choose to implement contract-based business models that often are a
hybrid between e-commerce and physical stores.

The typical customer is a company that operates in the food service sector or another industry
where food is necessary for day-to-day operations. Restaurants or cafes that serve lunch are

some examples of typical clients. The case company solely provides services to corporate
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clients, and the majority of their goods are purchased at the webshop with clients in the food
service industry in mind. As a result, items are sold in large quantities, such as boxes of pasta
weighing a few kilograms, instead of smaller portions like 500g bags. In addition to food
service, other customer segments served by the company include office activities, gyms, padel

halls, and others.

The company has recently started to shift focus from growth to being more profitable. To
increase their profit, they have investigated how customers interact with their website to
discover how well they are performing in certain e-commerce key performance indicators
(KPIs). Upon observing the initial purchase patterns of customers, it became apparent that
approximately 50 percent of individuals who created a new account in 2022 did not place any
subsequent orders. By identifying and resolving potential obstacles customers may encounter
when placing their initial or subsequent orders, could result in benefits for the company, such
as increased customer retention. In addition to this, the company also fails to retain customers
who placed their first order at a desirable level. Thus, it calls for research to delve deeper into
their customer journey and identify effective management strategies to aid in improving the
overall customer experience. This, together with the scarce research conducted on how
organizations should implement CJM serves as motivation for conducting a case study, as it
involves comprehending the intricacies of incorporating CIJM into the framework of a business
model that is employed by the company.

Additionally, this case study will not include stakeholders from the 3PL partner in the thesis as
that would render in another company being involved, thus not being focused on a delimited
system or situation as mentioned by Bell et al. (2019).

3.3 Research Approach

Bell et al. (2019) posit that the research approach pertains to the function of theory in research,
and they differentiate between deductive and inductive approaches. The utilization of a
deductive research approach entails the testing of a theory and is deemed suitable when the
researcher aims to examine a hypothesis that is based on a theory. Inductive research involves
the development of a novel theory that is derived from the analysis of the gathered data. The
optimal conditions for obtaining favorable outcomes are when the subject matter has not been
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extensively researched and the available data is limited. They also conclude that a case study

often adopts an inductive approach when the primary research strategy is qualitative.

Due to the limited availability of research on CIM and how to implement it in an organization,
this thesis objective was to contribute to the existing body of knowledge through a qualitative

case study. As such, an inductive research approach was deemed most appropriate to apply.

3.4 Literature Review

For this thesis, an initial literature review has been conducted to gain a better understanding of
the customer journey and formulate the introduction to the thesis. This thesis builds on the
work of a previous thesis by Jellvert and Lindblom (2021) about CIJM in B2B organizations to
avoid “reinventing the wheel” in areas where their findings are applicable to this thesis. From
this, the authors could see early on that Katherine Lemon and Peter Verhoef were two of the
most cited on this specific topic. This led the authors to first examine their article from 2016

about customer experience in the customer journey.

Once the initial review was completed, the authors set up a structured literature review on the
topic of CJM, which was conducted between February 6™ and 17th, 2023. The first screening
was conducted on the Web of Science using the search term customer journey management.
This search only resulted in finding five articles with the given search term in the title. At this
stage, the authors had to broaden the search terms to find more relevant articles and searched
for articles containing “customer journey.” After excluding the proceeding papers, the
screening resulted in 82 articles. In the second screening, the abstracts of those articles were
read to exclude any that were not relevant to this study according to the preset requirements,
such as articles only focusing on B2C or physical stores. To further explore and find relevant
information, the authors have used a technique called "snowballing,” which entails examining
references found in the articles that had been screened for additional relevant information
(Wohlin, 2014). The snowballing was conducted at the same time as the authors took in
recommendations for possible relevant articles. Using the authors' judgments to sort out
relevant articles finally resulted in a total of 23 articles, and the process can be seen in Figure

3 below.
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Figure 3: Process of literature review

From the same criteria and way of working as described above, the authors searched for the

" <

terms "touchpoints," “customer experience," “B2B relations," and “e-commerce” to provide
more depth to the theoretical framework. This screening was conducted at the websites of
Chalmers Library, Web of Science, and Google Scholar between February 22" and March

22 2023,

3.5 Hypothetical Customer Journey Map

To establish a preliminary understanding and hypothesis of the customer journey and
experience for the case company's customers prior to the project's initiation, a workshop was
conducted with all employees. Prior to the workshop, the nine steps in the customer journey
were defined together with the study's supervisor, i.e., the CEO of the company. This made it
possible to construct a visualization of the entire customer journey that could fit in one figure
but at the same time contained relevant sectioning of the respective touchpoints. The workshop
started by dividing the employees into different teams, where each team was given a particular
touchpoint in the customer journey to investigate. On a scale of +10 to -10, each group
evaluated the performance of the company and provided a brief description of the touchpoint.
The outcome of this perceived customer journey is depicted below in Figure 4, and it was later

compared to the actual customer journey map constructed from customer interviews.

22



3ISYHIYNd-150d

“ISqunu ISpIo ‘Isquny 1sWwosna

“JUNoWE s yans “1SpIo ey
1 uERajS)
oI i IS R LopE WU
15081 1Bw01sN7) paae|d
118pIo SU USY M SYEgS M AL
L0 LOREWUOD SaAE08) ISWoIsT

ma

saaufie pue powaw
wawied sssoouya ‘fep KianEp
uoa|  pue ) g csaud 1soo Guy
“dlals 158 Sup 01 UD SaRoL “spook
sjpaya Inoyaaya sy suadn
e Guyddoys o waw) ppe pue
s m 8L uo sinpoid 10y yaueag

WNEDDE IS paiESID

aney ey U n o Buojag o s n
fiau dnoif aopd yangs ssooya
osje ueD SIBWmER) saoUAad
pue uopEdna0n S50 pUE
“spe1ap uedwos yau e simug

aus o ssaLp
au1sa) sioaE) UEpod
au dianyap pue Buiddiys “aony

L0IE aSa) W PUNOJ SIA[ESA0LY i
ws1ay)p usamag BuppEwyoLsE

ASVYHIUNd ONIYNd

INNODJ2V
EILELD)

J2WoIsNd uauin)

i g

HITVSITOHM
40 4310HD

ISVH