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Turn a service commitment into a measurable improvement objective. Define the measure so that different managers calculate it consistently, show what the data covers and choose an action when performance falls short.
Who this module is for
Owners, managers and service leaders responsible for setting expectations and reviewing service performance. Bring the Module 01 vision and a commitment from Module 03, plus the records needed to measure delivery.
Learning outcomes
Distinguish an aim, objective, KPI, target, baseline and action.
Write a specific objective with an owner and review period.
Define a numerator, denominator, population, calendar and data source.
Select a realistic target without presenting it as an industry benchmark.
Interpret a change without hiding missing records or differences between locations.
Prepare a measurable goal and a practical review response.
Your finished output
Complete a goal brief, a KPI definition and a review plan. Start with one priority commitment and a small set of useful measures. More measures are worthwhile only when they inform a decision.
Scope
This module teaches target-setting and metric definition. The existing Mystery Shopping Benchmarks resource retains detailed comparison of assessment scores. Module 08 will cover a broader service review system. All numerical examples here are fictional and do not establish Australian industry performance.


Connect the aim to a measurable objective
	Term
	Working meaning
	Fictional repair example

	Aim
	The broad improvement sought.
	Customers know what happens next.

	Objective
	A defined result for a population and period.
	Reach the agreed-update target over an eight-week pilot at three locations.

	KPI
	The measure used to judge progress.
	Percentage of updates due in the period that are delivered on time and contain the required information.

	Baseline
	Comparable performance before the change.
	32 of 40 due updates met the definition, or 80%.

	Target
	The planned level to reach.
	At least 90% over the pilot period.

	Action
	The intervention intended to help.
	Introduce a due-update reminder and named handover owner.



Write the objective
Fictional objective: over the eight-week pilot, Harbour Home Repairs will achieve at least 90% compliant progress updates across its three locations, measured against all updates due in that period, with the service manager accountable. Each location and every missed update will be reviewed weekly.
The proposed 90% target is illustrative. Before adoption, examine the baseline, risks, resources and any applicable obligations. A target is not evidence of what an industry achieves, nor permission to ignore a missed commitment.
Use SMART as a drafting check
Check that the objective is specific, measurable, achievable, relevant and time-bound. Business Queensland describes SMART goals and the need for actions, ownership and regular review. This module adds the operational definition needed to calculate the selected service measure consistently. [1]
When a baseline is unavailable, begin with a defined measurement period and check data quality before setting an improvement target. Do not replace a missing baseline with zero.


Define the KPI before collecting results
A percentage can look precise while measuring different things. Write the rule so that another manager can calculate the same result from the same records.
	Field
	Fictional definition

	Population
	All agreed repair progress updates due at the three pilot locations during the reporting period. Count each scheduled update once.

	Numerator
	Due updates delivered by the agreed time, containing current status, next action, responsible team and the next update point where relevant.

	Denominator
	All scheduled updates due in the period, including updates with missing delivery evidence.

	Formula
	Compliant due updates divided by all due updates, multiplied by 100.

	Clock and location
	Compare due and actual timestamps using the servicing location’s local time; retain the timezone or offset.

	Exclusions
	Only documented duplicates or cancellations confirmed before the due time. Retain the exclusion reason. Do not remove missed updates.

	Source and control
	Job update register with unique update ID, job reference, original due time, actual sent time, location and content evidence. Retain changes to agreed due times.

	Zero or missing data
	If no updates were due, report not applicable. If records are incomplete, disclose coverage and missing evidence; do not call the result complete.



Prevent a moving deadline
A revised due time must be agreed and recorded before the original deadline, with a reason. Retain the original due time and the number of revisions. Review repeated extensions so that rescheduling cannot quietly turn missed commitments into success.
Separate missing evidence from known failure
For this operational KPI, an update without evidence does not enter the successful numerator. Report how many were late, incomplete or missing evidence so that managers can investigate the actual problem rather than treating every exception as identical.


Interpret the results fairly
Worked fictional calculation
Baseline: 32 compliant updates out of 40 due updates = 80%. Pilot result: 38 compliant updates out of 40 due updates = 95%. The result exceeds the illustrative 90% target and is 15 percentage points above the baseline. It does not prove that the reminder caused the change or that satisfaction improved.
	Location
	Compliant
	Due
	Result

	Location A
	45
	50
	90%

	Location B
	1
	10
	10%

	Combined
	46
	60
	76.7%



Combine the counts before calculating the overall percentage: 46 / 60 = 76.7%. Averaging the two percentages gives 50%, which answers a different question: the equal-weight average location rate. Label the method and show both locations so the combined result cannot conceal Location B’s performance.
Use a safeguard alongside the primary KPI
A timely update may still be confusing. Review whether customers needed another contact to understand the next step, alongside the completeness checks in the numerator. Where feedback is collected, show who responded and the response count. Do not equate selected feedback with every customer’s experience.
Make a missed target actionable
Investigate whether the problem concerns ownership, staffing, a reminder system, information availability or a skill gap. Allocate an action, owner and check date. Keep urgent or material service failures visible even when the overall result meets target.
Check comparability
Keep definitions, population and periods comparable. Explain changes to channels, due-time rules or location coverage. Small samples can vary substantially; report the counts and avoid ranking managers on a handful of observations. For assessment-score comparisons, use the existing benchmarks guide. [2]


Write your goal and KPI definition
Complete the following fields for one service commitment. Add another KPI only when it informs a different decision or protects against an unintended effect.
Goal brief
Service commitment and customer need: [enter].
Broad aim: [enter].
Objective: [result, customer population, locations, timeframe and accountable role].
Baseline: [numerator, denominator, percentage, period and source, or state unavailable].
Target and rationale: [proposed level, why it is feasible and approval required].
Action and resources: [what will change, who will deliver it and required support].
KPI definition
Name and intended decision: [enter].
Population and unit counted: [enter].
Numerator and denominator: [enter separately].
Formula and rounding: [enter].
Data source and unique record key: [enter].
Clock rules, timezone and reporting period: [enter].
Exclusions and missing-data treatment: [enter].
Validation and evidence retention: [how will another person check the result?].
Safeguard
Additional check: [what could go wrong while the primary result improves?].
How it will be reviewed: [evidence, owner and response].


Prepare the review and action plan
	Review field
	Your entry

	Accountable owner
	[Role with authority to act]

	Review frequency
	[Daily, weekly or another justified interval]

	Location and channel view
	[How will differences remain visible?]

	Action trigger
	[What result or material exception needs investigation?]

	Decision and action
	[What will the review decide and who implements it?]

	Verification
	[When and how will the action be checked?]

	Definition changes
	[How will revisions and breaks in the series be recorded?]



Applied exercise
A service team has 24 updates due in a week. Eighteen were on time and complete, three were late, two were on time but incomplete, and one has no delivery evidence. Its target is 90%. Calculate the result using this module’s rule and describe an appropriate review action.
Check your reasoning
The numerator is 18 and the denominator remains 24. The result is 75%, which is 15 percentage points below the illustrative target. The missing record remains in the denominator. Investigate the causes by exception type, confirm the record quality and allocate corrective actions. Do not remove the six exceptions to improve the percentage.
Review your own plan
Ask a colleague to calculate your KPI from a few sample records without coaching. If their result differs, clarify the definition. Check zero eligible records, missing evidence, duplicate records and a due date that crosses the reporting boundary.


Assess the plan and continue
	Criterion
	Evidence needed

	Relevant objective
	A service commitment and customer need are linked to a defined result.

	Reproducible KPI
	The numerator, denominator, population, clock, source and exclusions are explicit.

	Honest target
	The baseline and target are distinguished; absent data is visible.

	Fair interpretation
	Counts, location differences and material exceptions are shown.

	Useful review
	An owner can act on the result and verify the action.

	Safeguard
	A check addresses an unintended consequence or missing perspective.



Revise any definition that another person cannot reproduce. The checklist supports a practical review; it is not a validated performance instrument.
Continue your learning
Carry the definition into service standards and procedures in Modules 05 and 06. Module 08 will assemble measures and feedback into an improvement review. The existing report example shows how assessment findings can be interpreted, while the benchmarks guide explains fair comparison. [2, 3]
Sources and editorial basis
The KPI specification, exercises and Harbour Home Repairs figures are original proposed teaching material. All numbers and targets are fictional. AI assisted preparation; approval status is controlled in the Academy production register. Sources provide general support, not validation of the selected KPI. Accessed 16 November 2026.
[1] Business Queensland. Short and long term goals and KPIs. https://www.business.qld.gov.au/running-business/planning/goals-kpi
[2] Secret Customer Australia. Mystery Shopping Benchmarks How to Compare Scores Fairly. https://www.secretcustomer.com.au/the-secret-customer-academy/mystery-shopping-benchmarks/
[3] Secret Customer Australia. Mystery Shopping Report Example How to Read Results and Choose Actions. https://www.secretcustomer.com.au/the-secret-customer-academy/mystery-shopping-report-example/
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