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Build a service review routine that connects your charter, standards, operating records and customer feedback. Choose evidence for a defined decision, keep missing information visible and assign actions that can be checked. Produce a measurement plan and a review record that lead to practical decisions.
Who this module is for
Owners, service managers and leaders reviewing a team or network. Bring the Module 04 KPI definitions, Module 05 standards, Module 06 case records and Module 07 learning plan. Begin with the journey already mapped in Module 02.
Learning outcomes
Match operational, customer and assessment evidence to a management question.
Build a measurement plan with scope, definitions, ownership and review timing.
Interpret a result with its counts, coverage and exceptions.
Separate implementation, adoption, performance and customer outcomes.
Record a decision and verify whether its action worked.
Your finished output
Complete a measurement plan, service review agenda and improvement decision log. Keep the underlying KPI definitions with the plan so results can be reproduced. Start with a small set of measures that support actual decisions.
Scope
This lesson assembles a recurring service-management routine. Module 04 contains the detailed goal and KPI specification. Existing Academy guides retain detailed mystery shopping analysis, benchmark comparison and reporting. No new composite score, national benchmark or guaranteed commercial effect is proposed.
All Harbour Home Repairs figures and review decisions are fictional. A rise after an intervention is evidence of change under the stated conditions; it does not by itself prove the intervention caused the change.


Choose evidence for the decision
	Management question
	Evidence to use
	Interpretation limit

	Were agreed updates delivered?
	Job update register, due points and content evidence.
	Records may be incomplete; show gaps and eligibility.

	Did staff apply the standard?
	Comparable observations and relevant work examples.
	A sampled encounter does not establish every interaction.

	Did customers understand the next step?
	Consistently collected customer feedback and relevant comments.
	Respondents may differ from non-respondents.

	Did a handover change work?
	Acceptance records, outstanding actions and repeat-contact evidence.
	Check whether the records refer to the same journey and period.

	Was the improvement sustained?
	Repeated comparable results and exception reviews.
	Definitions or operating conditions may change.



Keep the meaning of each measure
Operational delivery, observed behaviour and customer perceptions answer different questions. Show them beside one another rather than averaging unlike scales into an unexplained total. The existing comparison guide explains the distinction between mystery shopping, surveys and recommendation measures. [1]
Plan collection before reviewing results
Specify population, channels, locations, reporting period, data owner and record source. Use the Module 04 definition for the numerator, denominator, timing, exclusions and missing evidence. Decide what a manager will do with the result before adding another measure.
Check the review population
A survey of people who completed a repair may miss customers who abandoned the task. A review of email enquiries cannot establish telephone delivery. Record these gaps explicitly and arrange additional evidence when the decision requires it.


Read a fictional measurement plan
Harbour Home Repairs is reviewing the eight-week progress-update pilot introduced earlier. Its service manager wants to know whether the handover and reminder changes are being used, whether updates meet the standard and whether customers can progress with less uncertainty.
	Measure or check
	Definition and source
	Owner and review use

	Compliant due updates
	Use the Module 04 formula and HHR S01 content standard. Source: update register and message evidence.
	Service manager reviews weekly, investigates missed items and checks each location.

	Handover adoption
	Inspect all eligible transfers for accepted ownership, the outstanding action and due point. Retain missing acceptance records.
	Location managers investigate transfers without accepted ownership.

	Customer understanding
	Ask a consistently worded next-step question after a defined interaction; retain response counts and comments.
	Service manager investigates confusion and checks who was not reached.

	Open improvement actions
	Review the action log for completed work, blocked dependencies and later verification evidence.
	Process owner resolves barriers and agrees the next review.



Show the fictional result with counts
The baseline in Module 04 is 32 compliant updates out of 40 due updates, or 80%. The pilot result is 38 out of 40, or 95%. That is a rise of 15 percentage points and exceeds the illustrative 90% target. Retain the two non-compliant updates for investigation.
State what the result does not answer
The ratio alone does not tell us whether customers understood the updates, whether every location improved or whether the change will persist. It also does not establish a sales effect. Review the other planned evidence before deciding to expand the intervention.
Keep comparability explicit
Check that the same definition, due-update population and evidence rules were used. Record changes in the mix of cases, locations or channels. The existing benchmarks guide provides the detailed comparison checklist. [2]


Run a service review that makes decisions
Prepare the evidence
The data owner checks completeness, duplicates, current definitions and reporting cutoffs. The manager receives the counts, rates, relevant comments, serious exceptions and outstanding actions. Resolve a known calculation error before describing a result as final.
Review the customer consequence
Ask what customers could or could not achieve. A fast reply may coexist with an unresolved enquiry. Identify the affected task and the evidence supporting the concern. Keep an urgent material issue visible even when an average meets target.
Investigate the explanation
Separate the observed gap from possible causes. Check workflow, information, skills, capacity and authority with the relevant people. Avoid selecting coaching simply because a customer-facing employee appears in the record.
Make and record the decision
Decide to retain, revise, stop or investigate the change. Record why, who can implement the decision, the due date and what evidence will confirm delivery and effect. Escalate a dependency to someone who can resolve it.
Verify at the agreed point
Check whether the action happened and whether the relevant behaviour or outcome changed. If the review opportunity has not occurred, keep verification open. The existing action-plans guide explains follow-through from a validated mystery shopping finding; this lesson places it in a wider service routine. [3]
Avoid misleading complaint trends
More recorded complaints may reflect easier reporting, higher transaction volume or a real service problem. Fewer complaints may reflect improvement or a barrier to raising concerns. Investigate counts, exposure and customer feedback before claiming either trend is good or bad.


Write your measurement and review plan
	Decision and measure
	Definition and source
	Coverage and owner
	Review and action

	[Question and measure]
	[KPI specification or check]
	[Period, population, owner]
	[Trigger and decision]

	[Question and measure]
	[KPI specification or check]
	[Period, population, owner]
	[Trigger and decision]

	[Question and measure]
	[KPI specification or check]
	[Period, population, owner]
	[Trigger and decision]



Measurement controls
Current standard and measure versions: [enter].
Data collection responsibility and access: [enter].
Checks for missing records, duplicates and period boundaries: [enter].
Known coverage gaps and action to address them: [enter].
Breaks in comparability and how they will be reported: [enter].
Service review record
Meeting date, journey and period reviewed: [enter].
Result with counts, rates and exceptions: [enter].
Customer consequence and evidence reference: [enter].
Possible cause, alternatives and information still needed: [enter].
Decision, rationale and accountable owner: [enter].
Action, dependency and due point: [enter].
Implementation evidence and later effect check: [enter separately].
Next review and escalation trigger: [enter].


Verify improvement without overstating it
	Stage
	What it establishes
	Example evidence

	Implementation
	The planned change was delivered.
	Reminder configured and managers briefed.

	Adoption
	The revised approach is being used.
	Relevant job records show accepted ownership.

	Performance
	Delivery against the defined standard changed.
	Comparable compliant-update counts and rates.

	Customer outcome
	The customer task or reported experience changed.
	Task completion evidence and consistently collected feedback.



Applied exercise
After a workshop, the update KPI rises from 80% to 95%. Only one location supplied customer feedback, and the new period has more straightforward jobs. A report says training improved satisfaction across all three locations. Which parts are supported?
Check your reasoning
The reported delivery ratio rose by 15 percentage points under the stated measurement rules. The changing case mix limits a direct comparison. The feedback covers one location and its respondents, so it does not establish satisfaction across the network. The before-and-after sequence does not isolate training as the cause. Record the missing coverage and investigate the contribution of workflow and reminder changes.
Make the next check useful
Seek comparable task coverage and the planned customer evidence. Keep action completion and effect verification separate. If an action has failed, revise the diagnosis rather than marking it complete repeatedly. Do not convert a small operational pilot into a statistically representative claim.
Report the conclusion in plain language
Example: update delivery improved in the reviewed pilot records. We will retain the trial while checking case mix, each location’s exceptions and customer understanding. This is a management decision supported by limited evidence, not a proven customer satisfaction effect.


Assess the review routine and continue
	Criterion
	Evidence needed

	Decision relevance
	Each measure supports a defined management question.

	Reproducible result
	Definitions, counts, eligibility and record sources are available.

	Honest coverage
	Missing records, untested routes and comparability changes are shown.

	Useful review
	Customer consequences, exceptions and alternative causes are considered.

	Accountable action
	A decision owner, delivery owner, due point and dependencies are recorded.

	Verified effect
	Implementation and later effect checks are distinguished.



Ask someone outside the reporting task to trace one result and one decision to the underlying evidence. Revise the plan where the connection is unclear. This is an applied review aid, not a validated assurance standard.
Continue your learning
Use Module 09 to check whether the service and measurement process miss people facing access barriers. Module 10 will bring the measurement plan and review routine into the 90-day implementation plan. The existing business intelligence guide provides additional reporting context. [4]
Sources and editorial basis
The measurement plan, review template and fictional pilot interpretation are original proposed Academy teaching material. The pilot figures are carried forward from Module 04 for consistency. AI assisted preparation; approval status is controlled in the Academy production register. Sources support general interpretation, not the fictional outcomes. Accessed 16 November 2026.
[1] Secret Customer Australia. Mystery Shopping vs Customer Surveys and NPS. https://www.secretcustomer.com.au/the-secret-customer-academy/mystery-shopping-vs-surveys-and-nps/
[2] Secret Customer Australia. Mystery Shopping Benchmarks. https://www.secretcustomer.com.au/the-secret-customer-academy/mystery-shopping-benchmarks/
[3] Secret Customer Australia. Mystery Shopping Action Plans and Follow Up. https://www.secretcustomer.com.au/the-secret-customer-academy/mystery-shopping-action-plans/
[4] Secret Customer Australia. Business Intelligence in Mystery Shopping. https://www.secretcustomer.com.au/the-secret-customer-academy/business-intelligence-mystery-shopping/
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