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Abstract. Digitalization transforms the way organizations order their processes, make decisions and
interact with customers, even in regulated industries like healthcare services. Digital platforms, data
integration, and greater process transparency have changed how organizations design services, track
performance and relay service quality to customers. Because of this, the digital customer journey is no
longer only a customer interaction—oriented concept. Of course, the digital customer journey can also serve
as a management tool that helps with process control and guided by data.

In literature, past works depict the digital customer journey from a customer experience perspective
whereas management of service quality in healthcare is mostly investigated through internal standards,
procedures and accreditation mechanisms. The conceptual distinction constrains the understanding of how
patient processes can embody internal quality management systems into tangible and understandable
signals for patients that emanate through digital channels. This creates a gap between the service quality
that is internally delivered compared to what customers perceive.

This paper assumes a theoretical and conceptual approach and addresses the following research
question: how can the digital customer journey be conceptualized as a managerial instrument for quality
management within the process of business digitalization? The analysis starts with the literature review on
digital transformation, customer journey, and service quality management. After that it is adapted to the
organizational context of medical laboratory services and it is applied to the specific characteristics of the
pre-analytical, analytical, and post-analytical process chain.

The conceptual results show the potential to create a new model in which the digital consumer journey
brings together business digitalization, service quality management and strategic managerial decision-
making. The proposed model illustrates how the digital visibility of processes can facilitate treating data
generated in the digital customer journey as managerial resources. This, in turn, aids in bridging the gap
from intangibility to service quality as perceived internally which matches up with the external assessment
of organizational performance.

Keywords: medical laboratory services, digital customer journey; business digitalization; service quality
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Introduction

Digitalization has changed fundamentally the way businesses work nowadays. Businesses use
more and more digital platforms and data’s to profoundly influence how firms structure their
processes, manage resources, and ground managerial decision-making. Digital platforms and
access to a large volume of data have pushed businesses to move from reactive managerial practices
to decision based on real data and process control. This can mean that, digitalization can no longer
be understood solely as a technological initiative, but rather as a strategic process that reshapes the
relationship between organizations, customers, and internal performance control mechanisms.

One such concept that has become more relevant in modern times is customer journey.
Routed in marketing and customer experience research, this idea describes the order of employee-
customer interactions with an organization during service delivery. As the digital interactions
increase, so does the customer journey which has been transformed into a digital dimension and
become a key data vessel.

The collected data on customer behavior, process performance, and organizational
outcomes give businesses large perspectives of improvement. From a manager point of view, these
data go beyond customer experience considerations and can support operational performance
monitoring, the identification of process dysfunctions, and managerial decision-making.

As a result, the present paper proposes a reconceptualization of the digital customer
journey, positioning it not only as a customer experience—oriented tool, but as a managerial
mechanism for quality management. The paper contributes by proposing a conceptual model and
outlining how the digital customer journey can be conceptualized as a transformation process of
data resulting from digital interactions into process visibility and managerial decision support. In
that way the model closes the gap between the quality of process executed internally and the quality
perceived by customers.

Most studies predominantly treat the digital customer journey from a customer-oriented
perspective, focusing on satisfaction, loyalty, or service design. By contrast, research on quality
management in highly regulated services tends to focus on internal control mechanism such as
standards, procedures, and accreditation mechanisms that ensure the compliance and reliability of
internal processes. As a result we have a conceptual fragmentation, in which the digital customer
journey and quality management systems are analyzed as distinct dimensions rather than being
integrated into a coherent digital business context.

This gap is particularly relevant to the topic of medical laboratory services, as businesses
operate in environments that are marked by complicated processes, high quality demands and
considerable regulation. Medical laboratories exercise extensive quality management systems
based on standardized procedures and internal control mechanisms, but patients find these elements
hard to comprehend or judge. From this perspective, the manner of digital interactions of customers
reaches a strategic significant as it allows to translate internal processes into external customer-
related elements so that methods of quality control become an externally observable factor per se.

The laboratory sample collection process is perceived by patients to be an intrusion making
them need for predictability and transparency more compelling. That digital interactions decrease
uncertainty, thereby encouraging trust in service providers. Those interactions are also each small
pieces in a digital system you can leverage to support process control and data-driven decision-
making.

This paper analyses the digital customer journey as a managerial tool for quality
management in the context of business digitalisation in medical laboratory services. The study is
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guided by the following research question: how can the digital customer journey be formulates as
a managerial instrument for quality management, in the context of medical laboratory services?
The theoretical argument of the paper comes from the assumption that integrating the digital
customer journey into quality management systems contributes to increased process transparency
and improved managerial decision-making.

Literature review

Business digitalization and the transformation of managerial practices

Business digitalization, in the academic literature, is defined as a process of organizational change
that goes further the mere adoption of digital technologies and involves structural changes in
processes, business models, and managerial practices (Vial, 2019; Verhoef et al., 2021). Research
emphasizes that digitalization generates organizational value only to the extent that it is embedded
in decision-making mechanisms and management systems, rather than being approached solely as
a technological initiative (Westerman et al., 2014). In this context, digitalization is associated with
a transition from fragmented processes and reactive decisions toward integrated processes and
decisions grounded in data relevant for managerial purposes.

Existing research suggests new digital platforms and integrated information systems drive
the collection, correlation, and visualisation of significant volumes of data from operational
processes as well as customer interactions (e.g., Kane et al. 2015). Such data serve as strategic
resources for management that enable performance tracking, process variation detection, and
enhance the forecasting and control capabilities of management. Therefore, digitalization has an
important influence on managerial decision-making, which is characterized to a greater extent by
transparency, traceability and the standard use of key performance indicators.

A central aspect of business digitalization is the transformation of the relationship between
organizations and customers. Digital interactions are no longer limited to communication or
promotion, but become an integral part of service delivery processes and of the mechanisms
through which managerial information is generated (Verhoef et al., 2021). Through these
interactions, organizations gain increased visibility into how services are actually delivered, which
creates the conditions for using the customer journey as a source of information relevant to both
operational and strategic management. This evolution provides the necessary foundation for
integrating the customer journey into organizational managerial practices.

Digitalization of customer interactions and the emergence of patient journey management
Digitalization of customer interactions, is a critical dimension of a service organizations digital
transformation that applies both to the customer relationship and the design of organizational
processes (Verhoef et al., 2021). The proliferation of digital touchpoints has given rise to an
approach known as customer journey management which focuses on how to govern interactions
across the entire service in a coherent fashion. This view extends on the analysis of individual
interactions and stresses the coordinated sequence of service stages from an organizational
perspective impacting process control and operational performance (Lemon & Verhoef, 2016;
Meyer et al., 2020).

Likewise, in healthcare services context, the studies adapted this concept through the patient
journey form outlining patient pathway across the medical service delivery stages and work
interactions (McColl-Kennedy et al., 2019). Previous research highlights that digitalisation enable
management of patient journeys: it contributes less fragmented information and enables
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incorporation of digital touchpoints such as online scheduling, electronic communication, and
digital access to information (Halvorsrud et al., 2016). In that sense, patient journey management
can be viewed as a proxy for the orchestration of processes and interactions, supporting operational
efficiencies resulting in strengthening the perception of quality service delivery.

However, most recent on patient journey focuses mainly on the end user’s experience and
satisfaction, paying limited attention to its role in supporting managerial decision-making and
process control. Most studies look on how patients perceive interactions and how they feel during
the process, without explicitly integrating the use of data generated through digital interactions into
organizational management systems (Lemon & Verhoef, 2016; McColl-Kennedy et al., 2019).

Within the process of business digitalization, this limitation becomes particularly relevant,
as digital interactions with patients generate significant volumes of data that can support process
monitoring and managerial decision-making (Kane et al., 2015). Consequently, the digitalization
of customer interactions creates the conditions for an integrative approach, in which patient journey
management is analyzed not only as a user-oriented instrument, but also as part of managerial
control and coordination mechanisms. This perspective is the setting point for the analysis of
existing conceptual models and for the identification of gaps in the literature, which are discussed
in the next subsection.

Conceptual models and gaps in the literature

Different conceptual models have been proposed in the literature for analyzing both the customer
journey and the patient journey, with the primary objective of understanding how users experience
services throughout the delivery process. Customer journey models describe the customer’s path
as a series of stages and touchpoints, emphasizing the importance of interaction coherence and
continuity in shaping service perceptions (Lemon & Verhoef, 2016). These models are commonly
used to map interactions and to identify key moments that influence customer satisfaction.

A complementary research direction is represented by the concept of service journey
quality, which extends the analysis of quality beyond the final service outcome and emphasizes the
quality of the service journey as a whole. Research shows that problems appearing at different
stages of service delivery can affect the overall perception of quality, even when the final outcome
meets the requierd standards (Halvorsrud et al., 2016). This approach highlights the relevance of
stage coordination and process visibility for the evaluation of service performance.

In the healthcare domain, patient journey models are used to describe the patient experience
across the stages of medical service delivery, highlighting the importance of communication and
coordination among different touchpoints (McColl-Kennedy et al., 2019). Digitalization is
frequently mentioned as a facilitating factor for these models, through information integration and
the reduction of process fragmentation. However, most approaches remain predominantly focused
on the end-user perspective and on the experiential dimensions of the journey.

A comparative analysis of these models reveals a conceptual gap that is highly relevant for
organizational management. Although journey models acknowledge the importance of coherence
and transparency across the service journey, they rarely explicitly integrate the use of data
generated through digital interactions into managerial control mechanisms and decision-making
processes. In previous studies the digital customer journey, the patient journey, and service quality
management are addressed as separate domains, without proposing an integrative framework that
connects these perspectives within the context of business digitalization (Kane et al., 2015).
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This fragmentation of approaches to service quality management and journey-based
models, as well as the absence of an explicit managerial integration mechanism for digitally
generated interaction data, are summarized in Figure 1.
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Figure 1. Distinct approaches to service quality management and the patient journey
in the literature
Source: authors’ own research contribution.

Methodology

This study adopts a qualitative, theoretical, and conceptual research design. The objective is to
develop an integrative conceptual framework that explains the role of the digital customer journey
as a managerial instrument for service quality management within the broader process of business
digitalization. This approach is appropriate given the current stage of the literature, which indicates
the need for conceptual clarification and integration prior to empirical validation (Vial, 2019;
Verhoef et al., 2021).

The research method is based on a critical synthesis of relevant literature on business
digitalization, digital customer journey, patient journey, and service quality management. Using
deductive reasoning, the analysis identifies key concepts, examines their relationships, and
integrates insights from management, service marketing, and digital transformation research.
Similar conceptual approaches have been employed in prior studies addressing digital
transformation and its managerial implications (Westerman et al., 2014; Kane et al., 2015).

Based on this analysis, the study formulates three conceptual propositions rather than
empirically testable hypotheses: (1) the digitalization of the patient journey increases process
visibility; (2) increased process visibility contributes to reducing the gap between internal service
quality and perceived quality; and (3) data generated through digital interactions can support
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managerial process control and decision-making. These propositions structure the development of
the proposed conceptual model.

Given the conceptual nature of the research, no quantitative methods or statistical data
processing software are employed. The outcome of the study is a conceptual model and a set of
managerial implications, which provide a foundation for future empirical research aimed at
validating and operationalizing the proposed framework in specific organizational contexts, such
as medical laboratory services.

Results and discussions

A conceptual model of digital patient journey management

The results of this study consist in the development of a conceptual model that positions digital
patient journey management as an integration mechanism between business digitalization, service
quality management, and managerial decision-making. From the synthesis of the analyzed
literature, was proposed this model to addresse the identified gaps related to the conceptual
separation between patient experience—oriented approaches and those focused on managerial
control and organizational performance.

The proposed conceptual model is illustrated in Figure 2, highlighting the mechanism
through which the digital patient journey is integrated into service quality management and
managerial decision-making processes.

The proposed model has three levels and represents analytical layers rather than discrete
structural components, and are reflected across the integration logic illustrated in Figure 2.

The model has a simple start point and it is assumes that the digitalization of patient
interactions produces a constantly and continues flow of data regarding how services are delivered
across all the stages. These data can be used as managerial resources for process monitoring, the
identification of dysfunctions, and decision support.
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Figure 2. A quality-oriented digital patient journey management model
Source: authors’ own research contribution.
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Conceptual application of the model in medical laboratory services

The proposed model was an appropriate conceptual application of it within medical laboratory
services because operational processes are complex, patient interactions are sensitive and quality
management is important for service delivery. While all these services are dependent on solidly
built internal quality control systems, measuring the patient side perception of service quality is
still difficult and heavily dependent on process transparency and visibility.

The digital patient journey management toll helps to reproduce the patient—laboratory path
from a fragmented interpretation of the systematic sequence of interactions into a coherent (theory
and managerial) system. Patient journey across pre-analytical, analytical and post-analysis parts of
the patient journey [6], including specific digitally mediated touch points (DMPs) where
information relevant for patients and management is generated

Pre-analytical stage

In the pre-analytical stage, the digitalization of patient interactions it is used to reduce uncertainty
and increase the process predictability. Online appointment scheduling, digital communication,
and automated notifications help patients understand upcoming steps and better organize their
service pathway. In practice, these interactions generate data on patient flows, waiting times, and
appointment adherence, which can be used for capacity planning, identify bottlenecks, and prevent
operational disruptions.

Analytical stage

At this point, patients do not know anything about their sample, they are not directly involved in
carrying out inner laboratory operations, which promotes informational asymmetry between the
organization and the service user. Within this context, the concept of the number of digitally
mediated status updates in relation to how a sample is processed can be seen as a process that
enhances perceived transparency. Information on the progress of processes has the effect of
reducing uncertainty, signalling control and professionalism while allowing managers to connect
internal performance measures to patient expectations and perceptions of service reliability.

Post-analytical stage

The continuity in the relationship between the patient and the laboratory, in the post-analytical
stage, it is supported by the digital access to test results and historical records of this samples. The
manner in which information is presented and made available influences the overall perception of
service quality and process reliability. For those managing these processes, data generated at this
stage enable the assessment of journey coherence and facilitate the identification of areas where
both operational performance and the structuring of information delivery can be improved.

By integrating the pre-analytical, analytical, and post-analytical stages into a coherent
digital patient journey, we can translate internally managed process quality into visible and
intelligible signals for patients. In this way, digital patient journey management supports greater
transparency and informational control, while enabling management to monitor processes, align
quality objectives with patient-facing interactions, and support continuous improvement initiatives
within medical laboratory services.
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Discussion

The proposed model adds to the existing literature by looking at the digital patient journey as a
managerial mechanism rather than a tool focused exclusively on user experience improvement.
While most customer journey and patient journey frameworks focus on how users experience the
service and what they think during the service, the proposed model shows that patients digital
interactions can be used as important sources for managers and this can support process visibility,
quality management, and decision-making. In conclusion, the digital patient journey is positioned
as an unifying element that connects business digitalization initiatives with internal quality
management systems and managerial control practices.

The proposed model offers a structured approach for leveraging digital patient interactions
as inputs for process control and decision-making. By integrating data generated along the patient
journey into quality management practices, organizations can enhance process monitoring, identify
critical points, and align improvement actions with both operational objectives and patient-facing
interactions. This approach supports a shift from reactive quality management toward a more
transparent and data-informed managerial practice, particularly relevant in highly regulated service
environments such as medical laboratory services.

The present study has several limitations because it is a theoretical study. It is important to
mention that has not been empirically validated and is intended to provide a theoretical framework
rather than testable causal relationships. Future research may build on this model by conducting
empirical studies in specific organizational contexts to examine its applicability,
operationalization, and impact on service quality outcomes and managerial decision-making. In
further work could also explore how different levels of digital maturity influence the effectiveness
of digital patient journey management.

Conclusion

This article proposes to development of a conceptual framework that underlines the role of the
digital patient journey as a tool supporting service quality management in the context of business
digitalization. By integrating insights from previous studies on digital transformation, patient
journey management, and service quality management, the study identified a relevant gap resulting
from the fragmented treatment of these perspectives in existing research.

The main contribution of the paper lies in redefining the digital patient journey from a
sequence of interactions primarily oriented toward user experience into a mechanism that enhances
process visibility and supports managerial decision-making. The proposed model shows how
digitally interactions can be seen as a bridge between internally managed process quality and
externally perceived service quality, which helps to reduce the gap between these two dimensions.

The conceptual application of the model in medical laboratory services highlights its
practical relevance for service organizations operating in environments characterized by complex
processes and high quality requirements. Digital patient journey management can complement
existing practices by strengthening transparency and informational control and this without
replacing formal quality assurance mechanisms.

The study is subject to limitations related to its conceptual nature, as the proposed model
has not been empirically validated. Future research may focus on testing and implementation of
the model in different service contexts. Also can pay attention on examining the relationship
between digital patient journey management, organizational performance, and user-perceived
outcomes.
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