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1. Purpose
Provide a practical operating guide for establishing, maintaining and improving a customer contact centre service management system aligned with ISO 18295-1:2017 and, where applicable, ISO 18295-2:2017.
	[Note] ISO 18295-1:2017 and ISO 18295-2:2017 remain published while Edition 2 projects are under development. Maintain a standards-monitoring trigger so the service management system can be reviewed when replacement editions are published.



2. Define the Service Management System Boundary
	Element
	Define and Control

	Service purpose
	Why the contact centre exists, customer groups, business outcomes and service commitments.

	Operating model
	In-house, outsourced or hybrid model; organizational interfaces and decision authority.

	Channels
	Voice and applicable non-voice channels such as email, chat, social, messaging or web forms.

	Locations / teams
	Sites, remote teams, suppliers, language groups and operating hours.

	Client relationship
	Where services are provided for another organization, clarify client requirements, governance and change approval.

	Applicable obligations
	Contractual, privacy, recording, accessibility, sector and other requirements verified from authoritative sources.


3. Governance and Accountability
Assign a senior accountable owner for the service and a service-management lead for day-to-day system coordination.
Define ownership for customer experience, operations, workforce, quality, training, knowledge, technology, complaints, supplier management and data reporting.
Establish escalation thresholds for material customer impact, service failure, privacy/security concern, regulatory risk and repeated performance deterioration.
Use management review to make decisions that require cross-functional resources or changes to the operating model.
4. Translate Requirements into Service Controls
	Control Domain
	Minimum Practical Outputs

	Customer access
	Channel availability, hours, published contact information, accessibility and routing rules.

	Interaction handling
	Authentication/identification where required, listening/clarification, accurate information, transfer/escalation and closure rules.

	Knowledge management
	Approved knowledge sources, ownership, review triggers, urgent updates and obsolete-content controls.

	Workforce management
	Demand forecast, staffing model, schedule, real-time response and capacity escalation.

	Competence / coaching
	Role profiles, induction, competence assessment, refresher training, coaching and evidence.

	Quality assurance
	Sampling, evaluation criteria, critical-error treatment, calibration and action follow-up.

	Complaints / escalations
	Recognition, ownership, escalation, communication, investigation and closure evidence.

	Technology / continuity
	Availability, change control, support, outage response, alternate arrangements and recovery priorities.

	Supplier / client governance
	Requirements, SLA, monitoring, issues, approvals and change coordination.


5. Manage Customer Experience as an Operating Outcome
Define customer needs and service expectations from research, feedback, complaints, journey analysis and business requirements.
Design service channels and processes so customers can access the right service without unnecessary transfer, repetition or delay.
Use feedback and interaction evidence to identify recurring points of confusion, avoidable repeat contacts and accessibility barriers.
Balance efficiency measures with accuracy, resolution, quality, customer effort and complaint outcomes.
6. Workforce, Competence and Engagement
Service performance depends on having sufficient competent people available when demand occurs. Workforce planning, competence management, coaching and employee feedback should therefore operate as connected processes rather than separate administrative activities.
	Process
	Good Practice Evidence

	Forecasting / capacity
	Historical demand, known events, channel mix, interval forecast and assumptions.

	Scheduling
	Coverage model, skill requirements, breaks, shrinkage and contingency arrangements.

	Competence
	Role requirements, assessment method, induction and authorization to perform relevant tasks.

	Coaching
	Evidence-based coaching linked to QA, customer feedback and individual needs.

	Employee feedback
	Structured mechanism for front-line observations, recurring defects and knowledge/process improvement.


7. Quality, Knowledge and Performance Data
Quality assurance, knowledge management and KPI reporting should reinforce each other. Quality findings should identify where process or knowledge content needs change; knowledge changes should be communicated and checked in operations; KPI trends should direct deeper sampling where service risk is increasing.
Define each KPI with purpose, data source, calculation, exclusions, frequency, owner and target/threshold where appropriate.
Calibrate quality evaluators and investigate material scoring variance.
Protect the integrity of interaction samples and prevent selective sampling from distorting conclusions.
Control changes to scripts and knowledge that can affect customer commitments, regulated statements or authentication steps.
8. Privacy, Recording and Sensitive Information
	[Note] Privacy, consent/notice, recording, retention and disclosure requirements vary by jurisdiction, contract and sector. Do not adopt generic retention periods or legal statements without verification from authoritative sources.



Define approved access to recordings, transcripts, chats, customer identifiers and employee performance information; limit access to business need; retain only for approved periods; and ensure audit, training and review activities use appropriately restricted evidence.
9. Outsourced and Client-Managed Services
Where a contact centre is outsourced, the client remains responsible for clearly defining service requirements, governance, monitoring and change decisions within its role. The service provider should receive controlled requirements, objective performance measures, escalation routes and timely decisions. Material changes should be coordinated so customer commitments remain clear.
10. Assurance and Improvement Cycle
	Activity
	Purpose
	Typical Output

	Operational monitoring
	Detect service variation and emerging issues.
	Dashboards, queue / channel reports, issue logs

	Quality monitoring
	Evaluate interaction quality and control performance.
	QA results, calibration, coaching actions

	Customer feedback / complaints
	Identify outcome failures and customer needs.
	Trend analysis, complaint actions

	Internal audit
	Provide independent or objective assurance over selected controls.
	Audit findings and actions

	Management review
	Evaluate the whole system and make strategic decisions.
	Minutes, decisions, resources and priorities

	Corrective / improvement action
	Remove causes of recurring weakness and improve capability.
	Verified action closure / updated controls


11. Implementation Sequence
1. Confirm scope, service model, channels, customer/client requirements and accountable governance.
2. Baseline current controls using the implementation checklist and gap analysis.
3. Prioritize high-impact controls: interaction handling, knowledge, workforce, QA, complaints, data/privacy, technology and supplier interfaces.
4. Establish controlled procedures, records, KPI definitions and competence requirements.
5. Operate the controls long enough to gather reliable evidence and trends.
6. Conduct internal audit and management review, then close material actions before claiming readiness.
12. Readiness and Handover Checkpoints
	Checkpoint
	Evidence of Readiness

	Scope and governance
	Approved service scope, accountable owners and escalation routes are current.

	Operational controls
	Interaction, workforce, knowledge, quality, complaint and technology controls are in use.

	Evidence base
	Representative service, QA, training, complaint, KPI and supplier evidence is available.

	Assurance
	Internal audit and management review have addressed material weaknesses and decisions.

	Controlled handover
	Document owners, repositories, review dates and open-action responsibilities are confirmed.
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