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When delivering a service to a customer, you may find it difficult to pinpoint just
where things could be improved or where things are going wrong. Who's the real
face of the company to the customer? When does the service start and stop
according to the customer?

Being able to intervene at the right moment in the service process and provide a
concrete answer to these questions could make the difference between running a
growing, innovative service organization and running one into the ground.

Service is a complex, multi-layered process that involves lots of people and
technologies that work together--or don’t, as the case may be--and that’s where
service blueprints come into the picture.

As the name suggests, this diagram helps you design a blueprint of your service
process. To be able to innovate and make relevant changes that boost customer
satisfaction, you need to be able to visualize each step and actor from the
customer all the way down to third-party vendors. Service blueprints simplify
this task.

What is a service blueprint?

First introduced in 1984 by G. Lynn Shostack in the Harvard Business Review,
service blueprint diagrams visually map out the steps in a service process,
making it easier to design a new process or to document and improve an existing
one.

While simpler than UML (Unified Modeling Language) and BPMN (Business
Process Model and Notation), service blueprints offer a flexible, focused look at
an organization’s service processes and include the customer’s perspective.

However, service blueprints aren’t just another customer journey map. Both do
include similar information--they draw from customer research and aggregate
findings into sample scenarios—-but service blueprints have a wider scope.

A customer journey map focus on what customers experience when they interact
with a service or business, from specific actions or touchpoints to pain points.

Service blueprints go several steps deeper and combine the customer’s
experience with all employee actions and support processes that may or may not
be visible to the customer.



Elements of a service blueprint
Service blueprints typically contain five categories that illustrate the main
components of the service being mapped out.

1. Physical evidence

What customers (and even employees) come in contact with. Though first in line,
it’s usually the last element added.

Example: This category includes locations, like a physical store or the company
website, but also any signage, receipts, notification or confirmation emalils, etc.

2. Customer actions

What customers do during the service experience.

Example: Customers might visit the website, talk to an employee (in person or
online), make a purchase, place an order, accept an order, or receive something.

3. Frontstage or visible employee actions

What customers see and who they interact with. For tech-heavy businesses, add
in or replace this category with the technology that interacts with the customer.
Example: Employees might greet a customer visiting a physical location, respond to
questions through chat, send emails, take an order, or provide status information.

4. Backstage or invisible contact employee actions

All other employee actions, preparations, or responsibilities customers don’t see
but that make the service possible.

Example: Employees might write content for the website/email/etc., provide
approval, complete a review process, make preparations, package an order, etc.

5.Support processes

Internal/additional activities that support the employees providing the service.
Example: Third-party vendors who deliver supplies, a carrier service, equipment or
software used, delivery or payment systems, etc.

Lines

Service blueprints also include lines to separate each category, clarifying how
components in a service process interact with each other. This allows employees
and managers to better understand their role and, most importantly, possible
sources of customer dissatisfaction within a service experience.

Optional categories

If you need more detail, you could also add a timeline to show how long each
step takes, some kind of success metric to measure goals, or the customer’s
emotions throughout the process.

Fundamentally, service blueprints center on the customer. They allow for a clear
vision of the service design, which in turn helps organizations refine their
processes and deliver pleasing, memorable customer experiences.



Benefits of using service blueprints

Because services aren’t tangible, it can be difficult to convince decision-makers
and executives that changes need to be made. It can be even more difficult to talk
about specific changes without first having a full picture of the process.
Visualizing each step and each interaction in the process takes away that
vagueness and highlights areas for improvement.

Service blueprints empower organizations to optimize their service processes.

Additional benefits include:

+ Scalability and flexibility: Service blueprints accommodate as much or
as little detail as needed. They can show high-level overviews or intricate
steps.

* Cross-functionality and knowledge transferability: Employees and
managers in long-standing or complex processes can easily lose sight of
the bigger picture or how each action affects other departments, fellow
employees, or even the customer. Service blueprints clarify interactions
and reduce siloes.

+ Competition: Service blueprints allow you to compare what you want
your service to look like with what it looks like now, or you can compare
your company’s services with a competitor’s.

« Failure analysis: Once you can see who is (or should be) doing what, it’s
much easier to diagnose what’s going wrong.

Service blueprints create a visible structure for implementing and achieving
operational goals. Their cross-functionality likewise fosters better
communication between customers, employees, and management, which
increases the chances that companies will understand their customers and
respond to their needs while keeping their service processes free from
unnecessary complications and redundancies.

How to create a service blueprint
You can build a service blueprint diagram at any point in your service design.

1. Come up with a customer scenario

Whether you are just creating a new process or mapping out an existing one,
start with the customer service scenario you want to explore. It may be
beneficial, at this point, to include real customers in the conversation to ensure
that your scenario is as true to customers’ real (or desired) experiences as
possible.

2. Map out the customer experience
Whatever scenario you decide on, plot out the actions the customer will take in
chronological order.

3. Built out from the customer’s actions

Once you have the full customer service experience laid out, add the other
categories——-frontstage and backstage actions, support processes, physical
evidence, time, etc.—-to the customer actions. What do employees do during each
action the customer takes? What support processes come into play?



3. Clarify lanes of responsibility and action
Use the different lines of separation to keep each category in its own clearly
marked lane and to illustrate the ways different actors interact during the
service process:
+ Line of interaction: Where the customer interacts with the service and
employees.
+ Line of visibility: Where the employee or organizational processes
become invisible to the customer.
+ Line of internal action: Where partners or employees who don’t have
contact with the customer step in to support the service.

4. Clarify cross-functional relationships

After mapping out each category, add another level of detail to your service
blueprint by including arrows. While you will already have laid out the steps in
chronological order within each lane, you can also show the relationships and
dependencies that run across different categories through arrows. If a shape has
a single arrow, the exchange occurs in the direction indicated. A double arrow
shows that some agreement must be reached or that the two shapes depend on
each other in some way.

Together, these elements will help you see solutions to service process and
customer experience issues.
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