The Recovery

Sequence

How to Rebuild
Service Muscle
Systematically




The Question Is No Longer Whether. It Is
How.

By the time most leaders accept that the service muscle of their organisation has atrophied, the question is no
longer whether the loss happened. It is whether anything can be done about it now, and at what tempo. This
essay is about that tempo.

Recovery is not a slogan, and it is not a training event. It is a sequence —
a deliberate, repeatable series of moves that reliably rebuild service
capability in a hybrid working world.

The organisations doing this well are not waiting for service excellence to return on its own. They are building it
back, one practice at a time, in the same disciplined way they would rebuild any other organisational capability
that had been lost in a crisis.

@ Across multiple industries, four approaches consistently produce measurable improvements in both
staff confidence and customer satisfaction. They are not innovations. They are disciplines — and their
power is in the combination.
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1. Micro-
Learning
Architecture

Intensive training events fail not because the content is wrong but because human
memory is not built to retain a day's worth of nuanced behaviour change. The leading
organisations have moved instead to continuous micro-learning — bite-sized, frequent,

and immediately applicable.

JetBlue Airways Transdev Sydney Ferries

Redesigned service training around 10-minute daily Implemented morning service moments — three-
modules delivered through their internal app. Each minute team discussions focused on a single
module focuses on a single behaviour: passenger care scenario. Not lectures:
acknowledging frustration, transitioning between collaborative problem-solving sessions where
topics, recovering from a service failure. Staff teams shared what worked in practice.

practise in real interactions and share results The discipline of frequency proved more effective

through peer feedback loops. than the depth of any single training day.
Service-recovery scores improved 14% within
twelve months, and staff report feeling more

confident handling difficult situations.

[JJ The principle: brief, regular skill-building creates lasting behaviour change more reliably than quarterly
training events.



2. Service

Story

Circulation

Organisations that systematically capture and circulate internal service stories rebuild

cultural memory faster than those relying on formal training. Stories carry both the
technical how and the emotional why of service excellence — and the whyis what

training documents cannot transmit.

Singapore Airlines

Maintained its service culture during
operational disruption by creating digital
story-sharing platforms where staff document
moments of exceptional care, given and
received. Stories are curated and circulated
across teams, creating emotional learning
that supplements technical training.

HCF Health Insurance

Built its post-pandemic recovery around
Service Archaeology — deliberately surfacing
historical examples of great service from the
organisation's own past, and connecting those
examples to current challenges. The implicit
message: this culture has done it before, and
can do it again.
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3. Internal
ervice

Standards

Redesign

The most effective recovery programmes do not start with external
customer service. They start with internal service quality — on the
principle that one cannot exceed the other.

Atlassian Aveo Group

Treats internal service interactions as product Redesigned internal communication standards to
development opportunities. Every internal process include empathy markers alongside efficiency

— IT support, expense approvals — includes requirements. When staff request support from
designed service standards that balance another department, the responding team must
efficiency with empathy. Teams regularly acknowledge within a specific timeframe and
prototype improvements to those internal provide emotional as well as technical assistance.

experiences. L . .
P The rule is simple. The cultural impact is large.

The downstream effect on external customer
service is consistent and measurable.
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4. Leadership
Service
Modelling

Service culture rebuilding accelerates when senior leaders demonstrate service
behaviours consistently rather than delegating service quality to frontline staff.
Modelling, here, is not optional. It is the highest-leverage intervention available.

& ©

DBS Bank John Lewis Partnership

Post-crisis recovery included Leadership Requires all senior leaders to spend one day
Service Rounds — executives regularly each month in customer-facing roles — not as
experience their own service delivery as observers but as active service participants. The
customers and share their findings transparently insights from those experiences directly inform
with teams. This is not fault-finding. It is service policy and technology decisions.

collaborative improvement, and the symbolic
weight of senior people doing it themselves is
what makes it land.

/N Modelling is the highest-leverage intervention available. The signal sent by what leaders dois
consistently stronger than the signal sent by what leaders say.
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A 12-Week Sequence

For leaders ready to act, the sequence below has produced consistent results. The

dates can shift; the order matters less than the discipline of working through each

phase before moving to the next.

Weeks 1-2

Service Reality Audit. Document current
service interactions, internal and external.
Map emotional journey points alongside
operational process points.

Weeks 5-8

Story Collection Launch. Implement
simple systems for capturing service
success moments. Share weekly. Connect
story themes to organisational values.

Ongoing

Leadership Integration. Schedule regular
leadership service-experience sessions.
Include service quality in all leadership
performance discussions.
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Weeks 3-4

Micro-Standard Development. Create
one-page service standards per
interaction type. Focus on behaviours, not
scripts. Test with small groups before
scaling.

Weeks 9-12

Internal Service Focus. Apply the same
standards to internal department
interactions. Measure both efficiency and
empathy. Celebrate internal wins publicly.



Measuring What Matters in Recovery

Traditional metrics miss the nuances of service recovery. Supplement them with four

indicators that reveal whether the muscle is genuinely returning.

Service Confidence

Brief regular surveys asking
staff how confident do you feel
handling difficult customer
situations? Track improvement

over time. metrics.

Cultural Momentum

Connection Indicators

Measure both customer and
staff responses to did this
interaction feel genuine?
alongside traditional efficiency
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Recovery Velocity

Track how quickly service
quality improves after
problems occur — in both
individual interactions and
systemic issues. Speed of
recovery is the truest indicator
of underlying health.

Monitor the frequency and quality of internal service stories shared voluntarily by teams. The voluntary part is

the diagnostic.

The Australian Context

Australian organisations face unique challenges in service recovery: geographic dispersion, cultural expectations
for direct communication, post-pandemic workforce flexibility demands. Recovery work needs to fit, not fight, that

context.

Bunnings

Rebuilt its service culture by focusing on contextual
helpfulness — training staff to understand the
broader context behind customer requests rather
than just processing immediate needs. The approach
balances efficiency with the Australian expectation
for genuine, unpretentious assistance.

Westpac

Redesigned its branch service recovery around
conversation quality rather than transaction speed,
recognising that Australian customers value
straightforward, respectful interaction over scripted
efficiency.

Both examples demonstrate that recovery has to align
with local cultural expectations to take hold.
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The Competitive Reality

Organisations that master systematic service recovery are not just fixing pandemic-
related problems. They are building competitive advantages that compound. Service
excellence that emerges from sustained capability development rather than individual
heroics creates differentiation that competitors cannot quickly replicate.

Staff Engagement Internal Collaboration Operational Resilience
When service culture is Internal service standards Organisations with rebuilt
rebuilt deliberately, staff redesign strengthens cross- service muscle recover
engagement improves — functional relationships, faster from disruptions — the
because people want to work reducing friction and same capability that handles
in an organisation that is accelerating decision- a difficult customer
genuinely good at what it making across departments. interaction handles a

does. systemic crisis.

Service muscle, like physical muscle, requires deliberate exercise to
rebuild. The organisations that commit to that exercise are creating
competitive advantages rooted in human excellence — the only kind
technology cannot replicate.

® The question, in 2026, is not whether your service capability has weakened. It almost certainly
has. The question is whether you are rebuilding it on purpose, or hoping it will return on its own.



Take This Further

This essay belongs to Breaking the Digital Doom Loop, a fourteen-essay examination of why digital
transformation so often fails to deliver — and what to do about it.

Essay 7/

Human + Al Collaboration — engineering empathy at scale, and the framework for
ensuring technology amplifies rather than erodes genuine human connection.
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