DI DYNAVERTO

Real-Time Journeys Health Check

Sixteen symptoms, the likely causes behind them, and what to check first — a field
diagnostic for Dynamics 365 Customer Insights — Journeys

Journeys rarely fail loudly. They fail the way plumbing fails: a slow drip of late sends, shrinking open
rates, and segments that no longer mean what the business thinks they mean — until legal calls, or
a customer receives the same email three times in one week. This guide is organised by symptom:
find the ones you recognise, read the likely causes, and run the first check before the tenth. It is
grounded in delivery experience and aligned with Microsoft's current guidance for Customer Insights
— Journeys. One caveat up front: consent and communication rules are jurisdiction-specific, so
validate the consent model with your legal or privacy team — not with a PDF.

1- Delivery and deliverability

Start by separating delivery from measurement — they fail differently and get blamed
interchangeably. Everything below the surface (reputation, authentication, suppression) is invisible
right up until it isn't.

Engagement metrics dropped across every journey at once

What it usually means — First establish whether delivery changed or only measurement did — tracking
consent, mailbox filtering, and bot handling can move opens and clicks without changing inbox
acceptance. If delivery, bounce, or complaint rates moved too, suspect the sending layer:
authentication silently broken by a DNS change, a rotated DKIM key, or reputation dented by a volume
spike from a new journey.

Check first — Read delivery, bounce, complaint, and engagement trends separately. Then confirm SPF,
DKIM and Envelope-From alignment still pass in domain authentication settings — DMARC is not on
that screen, so check it separately in the published DNS record and in the headers of a message that
actually arrived. Then ask what new high-volume sending started in the week before the drop.

Messages arrive later than the business promised

What it usually means — The journey is not slow — it is obeying a rule someone configured. Quiet times
hold messages until the restricted window ends; segment-based entry waits for the segment's refresh;
and a frequency cap does not defer a message that exceeds the limit — it blocks it outright.

Check first — Check message analytics for quiet-time holds and block reasons, compare the
segment's refresh timing with the promised send window, and only then blame the platform.

The same contacts never receive anything, journey after journey

What it usually means — They are being suppressed consistently, not skipped at random: consent
missing at purpose or topic level for that contact point, a suppression entry after bounces or a
complaint, an invalid address, or a frequency cap quietly absorbing the send.

Check first — Take three affected contacts and read them end to end — consent records, suppression
status, bounce history, frequency-cap analytics. Three honest case files beat any dashboard.
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2 - Audience and data

Journeys are amplifiers. Whatever is wrong with the data — duplicates, stale definitions, empty fields —
a journey repeats it politely, at scale, with your logo on it.

Segment counts do not match what the business expects

What it usually means — The written business rule and the implemented query have quietly drifted
apart — "active customer” means one thing in the sales meeting and another in the segment builder.
Refresh adds a second layer: the source and the segment may update on different schedules, and
rarely used segments refresh less often.

Check first — Ask the segment's business owner to state the rule in one sentence, then compare it
clause by clause with the definition. Then check the source’s freshness and the segment’s last refresh.
The gap is usually visible within minutes.

The same person receives the same message more than once

What it usually means — Duplicate contact rows are the usual cause, but not the only one: the same
person can also qualify through two overlapping journeys, a repeating schedule, or re-entry after
leaving and rejoining a segment.

Check first — Count the contact rows behind the affected address first; then review other live journeys,
re-entry settings, and repeating schedules — before anyone starts deleting records.

"Dear,” — broken personalisation reaches production

What it usually means — The journey reads fields that are empty, or bound to the wrong record, for part
of the audience — and no fallback was defined. A successful design preview proves very little; it does
not execute every runtime path.

Check first — Add fallback values to every customer-facing token, verify audience and trigger bindings,
and preview with deliberately incomplete records rather than the five cleanest contacts in the system.

3 - Journey mechanics

A journey is a small distributed system: triggers, waits, branches, exits, versions. It fails like one —
quietly, at the joints, and usually in the step nobody tested because it "obviously” works.

The journey is live, but nobody enters it

What it usually means — The entry trigger no longer fires — a payload changed, a flow was turned off,
the trigger never reached a ready state — or the entry conditions exclude precisely everyone. The
canvas looks fine; the pipeline in front of it is broken.

Check first — Trace one known test contact from the source event to the journey's entry analytics, and
trust the inflow numbers rather than the designer.

A custom trigger works in one environment and not in another

What it usually means — Ingestion keys are environment-specific and do not travel with the trigger; the
calling code may still point at the source environment; and the Power Automate flow behind the
trigger is not automatically carried as a solution dependency. This is an ALM problem wearing a
marketing costume.

Check first — Verify the destination trigger's state and ingestion key, re-point the calling system, and
deploy the related flow explicitly. Then treat every trigger contract as a versioned interface — because
that is whatit is.
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Contacts are stuck mid-journey, or take paths nobody intended

What it usually means — Somewhere a wait step holds for an event that can no longer happen, a
branch time limit does not fit the process, or re-entry rules do the opposite of what the team assumes
— entry exclusions, for instance, do not remove people already inside a journey; exit rules do.

Check first — Review every wait and branch for a timeout and a default path, write down the intended
behaviour for first entry, re-entry, and early exit, and compare it with the configuration. A wait without
an exit is not patience; it is a leak.

In one week, three journeys hit the same audience

What it usually means — Journeys are created per campaign, by different owners, and each is
individually reasonable — collectively it is carpet-bombing. Frequency caps may be missing or set at
the wrong business unit; they cover commercial messages on rolling windows, and transactional
messages are excluded by design.

Check first — Review every live journey touching the affected audience, then set frequency capping at
the right business unit and agree a cross-team send calendar. Good intentions do not coordinate
themselves.

4 - Consent and compliance

Consent is an architecture plus a legal interpretation — the platform enforces only the model
somebody deliberately configured. Consent debt behaves like technical debt, with one difference: the
interest is collected by a regulator.

Legal asks "who exactly may receive this?" and the answer takes days

What it usually means — Consent is being interpreted from parallel sources — legacy opt-in fields,
contact-point consent, imported lists, forms — and no single model is authoritative. One frequently
missed fact: by default, real-time journeys do not evaluate the legacy DoNotEmail and DoNotBulkEmail
fields at all, and the preference centre does not update them.

Check first — Make contact-point consent the single authoritative source, migrate legacy opt-ins into
it deliberately, review the consent-related feature switches, and document purposes and topics with
your DPO — once, properly.

Unsubscribes climb, and complaints say "I never signed up for this”

What it usually means — Somewhere a list is being marketed to whose origin or legal basis is
undocumented or stale. This is not a deliverability problem; it is the early, polite phase of a compliance
problem.

Check first — Audit the provenance of every audience source and suppress anything without a
defensible origin. Then offer topic-level preferences — people rarely want zero email; they want less
irrelevant email.

5 - Testing, operations, and measurement

The operating model shows its quality at exactly four moments: when a journey is tested, when it is
published, when it is measured — and when it goes wrong.

The test send passed; the live journey misbehaved

What it usually means — A test send validates rendering, not the journey: it does not execute the
consent decision, preference-centre logic, audience resolution, or the trigger path. Passing it proves
the email looks right — not that the journey behaves right.

Check first — Before go-live, run one controlled end-to-end journey with internal contacts and the real
compliance profile, trigger, personalisation, and links — and record that run as the approval.
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Test sends have reached real customers

What it usually means — There is no structural separation between test and production audiences —
concentration and luck are the only safeguards, and both run out.

Check first — Set up seed lists and dedicated test segments, restrict who may publish journeys, and
keep test audiences structurally incapable of containing a real customer.

A wrong send happens, and the response is improvisation

What it usually means — There is no rehearsed stop procedure. Stopping a journey halts new entries —
but every live version must be stopped separately, and messages already dispatched will still deliver.
Discovering those facts mid-incident makes everything worse.

Check first — Write the one-page runbook: who may stop a live journey, how versions are checked,
what is communicated to whom. Rehearse it once on a test journey — an hour that buys back entire
evenings.

Reporting stops at opens and clicks

What it usually means — The journey launched without a stated business outcome or goal, UTM
conventions drift per campaign, and tracking consent changes what gets measured — so attribution
never reconciles and reporting decays into screenshots.

Check first — Define the outcome and the journey goal before publication, standardise UTM
conventions once, and hame an owner who reconciles journey results with the downstream
conversion numbers.

Four symptoms that should not wait for a review
! A commercial send is active for an audience whose origin or consent cannot be evidenced

! Bounce, complaint, or block rates rise sharply — or the platform shows a sending-suspension
warning

A wrong journey is live and nobody can identify and stop every active version

A custom-trigger ingestion key is exposed, or accepts untrusted input that drives branches or
personalisation

Everything else in this guide can wait for a planned review. These four cannot — each gets more
expensive by the day, and the fix is rarely where the panic is pointing.

How to read the pattern

This is a diagnostic aid, not an audit. One isolated symptom usually has a local fix — apply it and
move on. Symptoms spread across sending, data, journey mechanics, and consent usually share a
smaller set of root causes: unclear ownership, an undocumented consent model,
environment-specific trigger configuration, or release controls that stop at the designer. Treat a
cross-domain pattern as an operating-model problem rather than a queue of unrelated tickets —
and look at it before the next big campaign, not after.
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If too many of these felt familiar

Every symptom above is cheap to check and expensive to ignore, and most of them share a
handful of root causes. DynaVerto runs a structured Journeys health check: a few days
inside your sending foundation, consent model, audiences, trigger contracts, and journey
architecture — ending with a severity-ranked findings register carrying evidence, an owner,
and a practical remediation sequence, rather than a maturity score. If this guide read less
like a document and more like your backlog, it is worth a conversation.

Book a Journeys health check.
info@dynaverto.si - dynaverto.si

DynaVerto d.o.o. - Sisenska cesta 2, 1000 Ljubljana, Slovenia

Sources & further reading

Journeys overview - Domain authentication - Deliverability troubleshooting - Quiet times - Frequency capping -
Consent management - Migrating consent records - Preference centers - Custom triggers - Service limits and
fair use

© 2026 DynaVerto d.o.o. — You are welcome to share this guide internally in unmodified form. - Last reviewed:
July 2026
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