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Create a clear description of the service your business intends to provide, then translate it into practical choices and behaviours. The result is a foundation for your customer service charter, service standards and measurable goals.
Who this module is for
Business owners, location managers and service leaders defining expectations for a team or a network of locations. Begin with one customer group and one service journey. Extend the approach after testing it.
Learning outcomes
Distinguish service purpose, mission, vision, values, promises and goals.
Write a concise service vision grounded in customer needs and the business strategy.
Define values through observable behaviours and realistic operating support.
Test whether a service commitment is clear, feasible and useful when priorities conflict.
Produce a service direction brief that a manager can use to build a charter and standards.
Your finished output
Complete the worksheets in this module: a service direction brief and a values to behaviours matrix. Review them with a colleague who knows the work and someone who can challenge the customer perspective. Use the assessment criteria at the end to revise the result.
Before you start
Gather the existing business vision or mission, recent customer feedback, a description of the service process and staff observations. Remove identifying customer details. If evidence is incomplete, record the gap rather than presenting an assumption as a confirmed need.
This module provides practical self-directed learning. It does not award an accredited qualification. The worked business and all example commitments are fictional.


Understand the service direction
Organisations use these terms differently. This module uses the working definitions below so that each statement has a clear job. Keep established terminology when it already helps your team understand the business.
	Term
	Question it answers
	Example for a fictional repair business

	Purpose
	Why does this service matter to the customer?
	Help people keep essential household equipment working with less uncertainty.

	Mission
	What do we do now, for whom and how?
	Assess and repair household equipment, explaining the work and agreed next steps.

	Service vision
	What should the future service experience be like?
	Every customer can understand the repair options, make an informed choice and know what happens next.

	Values
	Which principles guide our decisions and conduct?
	Clarity, ownership and respect.

	Service promise
	What specific commitment can a customer expect?
	We explain the proposed work and seek agreement before proceeding.

	Goal or objective
	What result will we work towards?
	Reduce cases in which customers need to contact us again just to find out the next step.



Connect the statements
Use the purpose and mission to establish relevance. Let the vision describe the desired experience. Use values to guide choices, then express selected commitments in a customer service charter. Standards describe the behaviours needed to fulfil those commitments. Objectives and KPIs help you check progress.
A vision does not need to contain every operating rule or target. Keep detailed response times, exceptions and escalation instructions in the documents that staff use to deliver the service.
Start with what the customer needs
For this module, identify one important customer task and a frustration that obstructs it. Support the choice with feedback or an observation when available. For example, a customer arranging a repair may need to understand options and costs before agreeing to work. Do not assume every customer values speed above clarity or choice.


Build the service vision
Step 1 Define the scope
Name the customer group, journey, channels and locations covered. Record what sits outside the scope. A repair enquiry process may include telephone booking, an in-person assessment and an email update. Someone must own the handovers between them.
Step 2 State the customer outcome
Describe what customers should be able to understand, do or resolve. Use plain language. Begin with a draft such as: We want customers to be able to [customer task], with [important quality of the experience]. Treat this as a drafting aid, not a mandatory sentence formula.
Step 3 Connect the outcome to the business
Check the statement against the existing business strategy and operating model. A low-cost service can still provide clear information and respectful treatment. Avoid commitments that require staffing, expertise or systems the business has not agreed to provide.
Step 4 Make values observable
Choose a small set of useful values. For each, write the decision it influences, what a team member would do, a behaviour to avoid and the support needed. Replace an instruction such as be caring with a specific action such as check the customer has understood the available options before asking for agreement.
Step 5 Test before adopting
Ask a team member to explain what the statement means for tomorrow’s work. Ask a customer-facing colleague to apply it to a delay, a handover and a difficult choice. Revise wording that produces conflicting interpretations. Test with customers when practical, using a method that suits the decision.
Step 6 Allocate ownership and review
Identify who approves the direction, who translates it into local procedures and who investigates barriers. Set a review point after the initial trial and a trigger for earlier review, such as a material change to the service. Retain the feedback and reasons for revisions.
Business Queensland recommends plain language and a realistic vision aligned with the wider business. This module applies those general principles to service delivery through the worksheets and decision tests that follow. [1]


Study a completed example
Fictional business: Harbour Home Repairs operates three service locations and takes enquiries by telephone and email. This is an instructional scenario, not a Secret Customer client or a measured case study.
Customer need and service direction
Scenario assumption: customers are uncertain about repair options and who will contact them next. In a real business, validate this assumption with customer feedback and operating records before adopting it as the priority.
Purpose: help people keep essential household equipment working with less uncertainty.
Mission: assess and repair household equipment, explaining the work and agreed next steps.
Service vision: every customer can understand their repair options, make an informed choice and know what happens next.
	Value
	Observable behaviour
	Operational support

	Clarity
	Explain the available options and check understanding before asking for agreement.
	Staff can access current information and obtain technical clarification.

	Ownership
	Confirm the next action, the responsible team and when an update can be expected.
	The handover record names an owner and the agreed update point.

	Respect
	Ask how the customer would prefer to receive an update and record the agreed available method.
	The process supports the contact methods the business actually offers.



Turn the vision into a decision
A technician has not yet assessed a job. The customer asks whether it will be ready tomorrow. A response aligned with clarity explains that completion cannot yet be confirmed, describes the assessment step and agrees an update point that the business can meet. Staff do not invent a completion time to make the immediate conversation easier.
What the example does not prove
Writing these statements does not demonstrate better satisfaction, faster repairs or increased sales. Those outcomes require implementation and suitable evidence. A sampled assessment can check whether staff explain the next step; customer feedback is needed to investigate whether that explanation was useful.


Test the direction in daily work
Use three decision tests
	Situation
	Question for the team
	Evidence to look for

	An answer is uncertain
	How will we explain what we know and what needs checking?
	The customer receives a clear next step without an unsupported promise.

	The issue crosses teams
	Who keeps responsibility until the receiving team accepts the handover?
	The handover record has a named owner and an agreed update point.

	A target conflicts with the need
	Can staff seek help when a conversation needs more time than the target allows?
	The manager can review the trade-off instead of encouraging a rushed explanation.



Keep the promise consistent across locations
Set common principles and required outcomes centrally. Allow a different local method where it still fulfils the commitment and meets the business’s requirements. Consistency does not require identical wording in every conversation. Record authorised exceptions so they can be understood and reviewed.
Give managers work to do
Check that staff can access the information, time and decision authority needed. Introduce the direction using one everyday scenario, practise the response and ask staff to identify obstacles. A repeated failure may come from a booking system, policy or handover process as well as a capability gap.
Avoid these drafting problems
Vague ambition: replace world-class service with a description of the customer’s intended experience.
Unfunded promise: test any commitment against staffing, systems and authority.
Unobservable value: show the action a colleague could see or hear.
Misleading certainty: distinguish the desired service from verified current performance.
Disconnected measures: avoid treating a high assessment score as proof of loyalty or financial return.
For decision rights and escalation ownership, use the existing Customer Experience Governance resource. That guide retains the governance detail; this module focuses on writing the direction that people will implement. [4]


Complete your service direction brief
Replace the prompts below with your organisation’s wording. This page is editable. Keep a copy of the evidence and record any assumptions that still need checking.
Scope and evidence
Business or team: [Enter name]
Customer group and journey: [Describe one group and the task they need to complete]
Locations and channels covered: [List the scope]
Outside scope: [State the boundary]
Customer need: [What must customers be able to understand, do or resolve?]
Evidence: [Source, period, relevant observation and limits]
Unverified assumptions: [What needs checking, by whom and when?]
Draft your statements
Purpose: [Why does this service matter to these customers?]
Mission: [What does the service do now, for whom and how?]
Service vision: [Describe the intended future experience in one or two clear sentences]
Check alignment
Business priority supported: [Name the relevant priority]
Resource or system implications: [Identify what delivery requires]
Promise we cannot currently make: [Record a limit that must remain clear]
Prepare the next module
Candidate charter commitment: [Choose one commitment that can be developed and checked in Module 03]
Potential objective: [Describe an improvement to define and measure in Module 04]


Complete your values and implementation worksheet
For each chosen value, enter the behaviour, decision and operational support. Add rows when needed. Use words that your team can apply to an actual customer interaction.
	Value
	Action staff can demonstrate
	Behaviour to avoid
	Support and owner

	[Value 1]
	[What a colleague could see or hear]
	[An action inconsistent with this value]
	[Information, authority or system; owner]

	[Value 2]
	[What a colleague could see or hear]
	[An action inconsistent with this value]
	[Information, authority or system; owner]

	[Value 3]
	[What a colleague could see or hear]
	[An action inconsistent with this value]
	[Information, authority or system; owner]



Test and revise
Delay scenario and response: [How will we explain uncertainty and agree a next step?]
Handover scenario and response: [Who accepts responsibility and how is acceptance recorded?]
Conflicting target scenario and response: [Who decides when speed and understanding need different priorities?]
Assign delivery and review
Approver: [Name or role]
Implementation owner: [Name or role]
People consulted and feedback: [Record who tested the draft and what changed]
Pilot activity: [Where and how will the direction be introduced?]
Review date or trigger: [Set a review point and material change triggers]
Evidence of adoption: [How will you check that staff can explain and apply it?]
Manager review: distinguish a missing skill from a process or resource barrier before deciding the action. Retain an owner and due date for each unresolved dependency.


Assess your output and continue
Submit the completed brief, values matrix and responses to the three decision tests. The reviewer should be able to understand the service direction without needing an explanation from its author.
	Criterion
	Satisfactory evidence

	Customer relevance
	A specific customer task or need is identified, with evidence or a clearly recorded assumption.

	Clear distinctions
	Purpose, mission, vision and values each have a useful role, without contradictory commitments.

	Practical behaviours
	Every chosen value has an observable action and a behaviour to avoid.

	Feasibility
	Delivery needs and limits are stated, with owners for unresolved dependencies.

	Decision usefulness
	The delay, handover and conflicting-target scenarios have workable responses.

	Accountability
	An approver, implementation owner and review point are recorded.



Revise any criterion that lacks evidence. This is an applied review checklist, not a validated scoring instrument. Completion means the output is usable for the next planning task; it does not establish that service performance has improved.
Continue your learning
Use Module 02 to examine customer needs and service journeys, Module 03 to develop the charter and Module 04 to define measurable goals. Continue through the curriculum to connect delivery, learning and review.
Sources and editorial basis
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