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Objectives: This study aims to introduce a development case of empirical service manuals utilized by service corporations and help 
service managers and leaders for their future effective management on moment of truth (MOT).
Methods: In order to develop a duty-free service manual, the 2019 MOT monitoring evaluation, customer satisfaction survey, voice 
of customers, and a previous service manual developed in 2013 were analyzed. The requirements of executives and managers were 
taken into consideration. The service standards were set with the cooperation of subject matter experts, and the contents of the ser-
vice manual were revised to reflect the opinions of employees. 
Results: The standard behaviors and guidelines at each stage of the sales process were organized, and the best cases for sales conver-
sations were shared at the first and the second workshops. The developed service manual was distributed to the division managers 
and the sales directors, and training was provided for effective use of the manual.
Conclusions: The developed manual is used for the employees to teach them about the service process and customer service skills 
during their customer satisfaction training and the new employee training. A developed service manual should be utilized by em-
ployees not only published as a booklet. In order to promote the implementation of service manuals in a real MOT, the continuous 
monitoring of employee’s behavior according to the service manual and immediate feedback on employee performance are re-
quired.
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Introduction

The delivery of service is an interaction between front-line 
employee and customer (Czepiel, Solomon, Surprenant, & 

Gutman, 1985; Solomon, Surprenant, Czepiel, & Gutman, 
1985), and this encounter of customers assessing and evaluating 
the quality of service is often considered a “moment of truth 
(MOT)” (Carlzon , 1987). The service has unique characteris-
tics such as intangibility (Bebko, 2000), heterogeneity, insepara-
bility, and perishability (Jaw, Lo, & Lin, 2010). Thus, front-line 
employee-customer interaction needs to be carefully designed, 
managed, and controlled (Victorino, Verma, Bonner, & Wardell, 
2012) to promote the custumer satisfaction. 

There is a variation in the ability and competence of each 
employee who delivers the service, and the service needs to be 
customized according to the customer’s properties and situations 
(Time, Place, Occasion, T.P.O.) while being delivered. Standard-
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ization of services can prevent mistakes and deviations in pro-
viding customized services, maintaining reliability, helping man-
agement control, enhancing consumer protection, and raising 
confidence and satisfaction among consumers (Jones, Nickson, & 
Taylor, 1994; Kasiri, Cheng, Sambasivan, & Sidin, 2017). Service 
companies develop the standard manual of customer service to 
train their employees to provide consistent service. In order to 
operate and manage the service process effectively and clearly, 
standards for service behavior and communication must be set 
for the employees to follow when responding to customers, and 
based on the findings, an employee service evaluation at MOT 
should be practiced.

The concept of customer satisfaction and service in Korea 
was first introduced in the early 90s by large companies such as 
Samsung, LG and Hyundai. At that time, service meant uncon-
ditional kindness. In other words, the customer was king, and 
the customer was always right, and the service-related staff al-
ways had to have a bright smile, friendly greeting, polite speech, 
and professional appearance when providing service. Thus, the 
content of the service manual were based on five items of ser-
vice: a decent appearance and attire of the staff, a bright facial 
expression and voice, an appropriate posture and gesture, case 
by case greetings (customer service), and desirable conversa-
tion expressions starting from the 1990s until around the early 
2000s.

At the beginning of the early 2000s, service companies real-
ized the importance of managing customer waiting times (Kim 
& Yoo, 2010) and responding to complaints after purchases and 
started systematic service processes and quality control. Top 
service companies aligned their service concept, service manu-
al, and service monitoring together. However, most companies 
have set manuals by rearranging related contents from existing 
literature and managed them according to the experience and 
criteria of service executives without establishing proper evalua-
tion criteria. 

Since it has been only over a decade since the service delivery 
process has been recognized as a process in Korea, companies 
still lack the ability to manage and operate service processes 
effectively from within, so they often rely on external experts to 
maintain the existing level of service standard without any new 
improvements or innovations. Service process management 
and standardization methods for each service company are con-
ducted in a variety of ways. Service process management and 
standardization methods should be conducted in a way that is 
optimized for each company’s business model.

In this service management field, there are theories about 
service process and service standardization, but there is little 
research and knowledge about service manuals that companies 

can practically utilize. Therefore, in this study, we would like to 
share the development process and main contents of a service 
manual as a tool to increase the value of the service provided to 
customers and reinforce the positive customer experience in the 
case of a duty-free shop. This case study is expected to be help-
ful for the service company managers and field leaders when 
confronting MOT in the future.

Case Description

Need for Duty-Free Shops to Develop a Service Manual 
To develop a duty-free service manual, we analyzed the results 
of the 2019 MOT monitoring evaluation, customer satisfaction 
survey, and voice of customers (VOC); reviewed the contents 
of the service manual developed in 2013; and constructed the 
development concepts by reflecting the requirements of man-
agement and representatives. As a result of the overall review, 
we agreed to develop a manual that blends services and sales 
to reinforce the customer experiences and analyzed the service 
level evaluation results. We found that a high proportion of new 
employees did not perform basic service behavior properly such 
as posture and greetings. The manual gives concrete examples 
of actions that must be followed and actions to be avoided when 
responding to customers.

Service manuals should contain guidelines on employee 
behavior and conversations that must be performed at MOT. 
Furthermore, manuals should be constantly upgraded to meet 
evolving customer needs. The most important thing in devel-
oping a service manual is to establish the development concept 
and direction.

First of all, the focus was on reinforcing the positive customer 
experience following the service management trend. We studied 
ways to increase the positive experiences of our customers and 
diminish uncomfortable and unpleasant experiences. Analyzing 
the service level evaluation results confirmed that a high propor-
tion of new employees did not perform basic service behavior 
properly such as posture and greetings. Therefore, this manual 
proactively suggests the actions that must be followed and ac-
tions that must be avoided when responding to customers.

The second is the activation of internal communication. 
Although the existing manual consisted of an external custom-
er service, we tried to deal with an effective communication 
method from the viewpoint of the internal customer who is the 
main subject of service. In addition to the dialogue for working 
with internal employees, we have included conversation skills 
for better work coordination, an emotional workers protection 
act, information for the emotional care of employees based on 
occupational safety and health acts, and proposed solutions for 
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situations that make it difficult for employees to respond.
Third, we found a customized customer response method 

that could be used regarding a customer’s age, taste, and charac-
teristics on sales. As sales staff commonly focused on explaining 
things to customers, they lacked the ability to question custom-
ers and better understand their needs. Therefore, we focused on 
developing active question asking techniques to help employees 
understand the specific needs of customers.

Development Process of the Service Sales Manual
The development of the service sales manual is carried out in 
three phases: preparation, content development, and follow-up 
management as shown in Table 1. During the preparation 
phase, details and procedures will be discussed, and the en-
tire project operation plan will be prepared through meetings 
with developers. The content development phase is processed 
through the workshop with subject matter experts (SMEs) to 

set the service standards and revise and supplement the man-
ual content through constant feedback. It also includes the 
process of photographing the staff in action, and these pictures 
are included in the manual for the purpose of making staff feel 
connected and clear through familiar visual examples. Finally, 
during the post-management phase, the manual manuscript is 
sent to the printing company for editing and proofreading, and 
it is completed through staff feedback. After the completion of 
the manual, a report is given to chief managers, including the 
sales manager, presented with the manual application plan.

During the first workshop, the SME group organized stan-
dard behavior and guidelines for each level of the sales process 
and shared the best practice for sales conversations based on 
part-by-part characteristics (Table 2). The second workshop was 
conducted through online feedback due to COVID-19, and the 
service sales manual development report was distributed to the 
sales manager and other section managers. Finally, training for 

Table 1. Schedule developing the service sales manual

Step Week 
1–2

Week 
3–4

Week 
5–6

Week 
7–8

Week 
9–10

Week 
11–12

Week 
13–14

Preparation Consultation and contract

Developer internal workshop

Content 
development

SME workshop Workshop 1 Workshop 2

Photo shoot for the manual 

Content development

Follow-up 
management

Editing and proofreading Final
feed back

Suggesting a manual 
application plan

Note. SME, subject matter experts.

Table 2. Program of the development workshop for service sales manual

Time Activity Note

9:30–10:30 Sales process inspection and feedback interview (Part I)
Additional findings workshop for reinforcement of sales by part (Part IV)

4–6 SME

10:30–11:00 SEI arrangement and supplementation

11:00–12:00 Sales reinforcement conversation and customer-oriented situation feedback interview (Part II, III)
Additional findings workshop for reinforcement of sales by part (Part IV)

4–6 SME

12:00–12:30 SEI arrangement and supplementation

12:30–13:30 Lunch

13:40–16:40 Excellent dialogue and MOT supplementation, photo shoot Visiting MOT

16:40– SEI arrangement and supplementation

[Requirements for selecting SME]
•   Representative per each section: Liquor, cigarette, sunglasses, watch, fashion, chocolate, souvenir, perfume, accessories, cosmetics, and red 

ginseng
•   Level: Manager or assistant manager with high understanding of sales process

Note. SME, subject matter experts; SEI, service excellence institute; MOT, moment of truth.
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the effective use of service sales manuals as well as sharing the 
content of field practitioners was provided. 

Contents of the Service Sales Manual
The main dialogue method of the service sales manual of a 
duty-free shop consists of four areas, focusing on actions and 
dialogue expressions that identify and actively respond to cus-
tomer’s needs (Table 3). 

Part 1: Standard Behavior and Guidelines for Services by Phase
In the greeting phase, we proposed a dynamic standby method 
to welcome customers, and in the identifying needs phase, we 
organized questioning, listening, and empathy techniques to 
ask the customer what they need. In the problem solving phase, 
we proposed three ways (trend, diversity, and convenience) to 
make the product look appealing to customers. In the payment/
product delivery phase, A/S, exchange, refund-related instruc-
tions were sorted, and in the farewell phase, a method of send-
ing customers off politely was explained.

Part 2: Skills and Conversations to Strengthen Sales Capability
1)   Question: SPIN Technique
SPIN (Situation, Problem, Implication, Needs-Pay Off) tech-
niques are sales skills to strengthen sales capability developed 
by Huthwaite, a global sales consulting company, by analyzing 
more than 35,000 sales consultation cases in more than 50 
industries, including GE, Kodak, Xerox, Volvo, and Motorola 
(Rackham, 1988). As customers have different characteristics 
and tastes, it is important to ask the right questions to under-
stand what their needs are.

Appropriate situational questions (S) help employees to un-
derstand the customer’s current situation, and problem ques-
tions (P) help them to explore customer dissatisfaction or prob-
lems. Through implication questions (I) that can recognize and 
share problems, customers feel that their problem is perceived 
to be important. As the last type, needs-pay off questions (N) 
that can solve problems allow customers to be confident when 

purchasing the product while considering its benefits.
In addition, by using the extended questions to ask the cus-

tomers how they feel after using the product, the customers can 
find the product they want and they can recommend the prod-
uct with the appropriate alternative. It is difficult to understand 
unless the customer expresses what is on their mind. Questions 
can be asked to assist in identifying the detailed needs that the 
customer did not recognize and allow them to become self-en-
lightened rather than having staff appeal the advantages of the 
product so that customers gain confidence in their product 
choices by themselves.

2)   Product Description: FABE Technique
FABE (Feature, Advantage, Benefit, Evidence) techniques are 
widely used to increase the effectiveness of proposal descrip-
tions as a way for employees to describe products. The FABE 
technique emphasizes the features, advantages, and benefits of 
the products when describing the product. Rather than listing 
all the characteristics of the product, it is important to explain 
the highlighted and representative features and benefits that can 
be perceived by the target audience to attract attention. Specific 
evidences such as product purchasing cases, statistics, and re-
views can be provided to eliminate anxiety before a purchase 
and lead to decision making. 

For example, when selling a rose gold watch to customers, it 
is effective to highlight the color and design of metal watches 
(features and advantages) as well as customer’s personality and 
easy-to-layer points (benefits) with fashion. In addition, empha-
sizing the popularity of the watch with the fact that it receives a 
great deal of customers’ interests and inquiries (evidence) con-
firms the watch to be the best model at the department store.

3) Alternative Proposal: 3F Technique
In situations where it is difficult to answer such as when a cus-
tomer is looking for products that are out of stock or limited, 
employees are encouraged to explore why the customer is 
looking for a particular product and find a solution using 3F 

Table 3. Contents in the service sales manual

Part Phase Contents

1 Establish standard behavior and guidelines 
for service sales by phase

Service point by phase: Greetings, identifying needs, problem solving, payment/delivery, 
and farewells.

2 Develop skills and communication to 
strengthen sales capabilities

Sharing best practices such as using questions, product description, and offering 
alternatives.

3 Develop dialogue methods for each sales 
section

Discovering major sales dialogue methods such as cosmetics, fashion, sunglasses, liquor, 
red ginseng, watches, etc.

4 Develop problem-solving skills according to 
the situation

Responding to complaints and malicious customers (according to emotional labor law).
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(Feel-Felt-Found) technique. After fully understanding why 
customers are looking for a particular product, employees need 
to recommend a product that suits their needs. An “Empa-
thy-Identifying the fact-Suggesting alternative” approach might 
be helpful. As shown in Table 4, a swift alternative proposal 
can upset customers. For example, if a customer asked, “Why 
is this so expensive?” and the employee answered, “Items on 
sale are over there,” then how would the customer feel? They 
may feel insignificant. Therefore, it is important to remember to 
show empathy first even if it is a difficult situation to deal with. 
However, it is a good idea to avoid showing excessive empathy 
immersing in a customer’s situation. This is because insincere 
empathy rather leads to counter-productivity.

Part 3: Sales Methods by Item Groups
Part 3 includes detailed sales methods for different item groups 
such as cosmetics, perfumes, cigarettes, red ginseng, sunglasses, 
liquor, watches, etc. This part includes up-selling techniques to 
suggest higher class products, cross-selling techniques to rec-
ommend additional products, and how to give customers confi-
dence in their choices.

For example, when an employee sells cosmetics, it is import-
ant to ask questions about the customer’s skin concerns and 
then compare and describe different products. Recommenda-
tions are given to customers to try other products that are more 
functional or can be used together with the products they are 
looking for. This will broaden their choices and prevent them 
from regretting purchase decision making. In addition, when 
the customer is hesitant about purchasing a product because 
they are unfamiliar with the product, the employee allows the 
customer to test the cosmetics themselves or to facilitate the 
customer’s purchasing decisions by mentioning other custom-
ers’ reviews and its popularity.

The most difficult thing for employees to overcome is chal-
lenging opposition. It is not easy to persuade a customer when 
they compare the product to other brands or have a negative 
previous experience with the product. When a customer makes 
an argument, listen to the customer and professionally compare 

prices, performance, and effectiveness. Make sure that custom-
ers recognize the difference in familiarity that have made them 
feel uncomfortable with the product and not make it due to a 
product defect.

Part 4: How to Respond with Problem-Solving Skills by Situation
Finally, part 4 is the last phase of the service sales manual that 
consists of handling complaints from customers and malicious 
customers. Employees can follow the procedure and process ac-
cordingly in the cases of a simple complaint, a complaint about 
the product and service, physical abuse, or a verbally abusive 
customer so that they can wisely solve problems rather than un-
conditionally apologize for every situation.

Service manuals make employees use apologies too often in 
every situation, resulting in employees’ having low self-esteem 
and low job satisfaction. For example, when a customer asks for 
a name, “Excuse me, what’s your name?” is appropriate, not “I’m 
sorry, what’s your name?” 

When handling malicious customers, we organized a compa-
ny’s support and effort for the employees’ protection. In the event 
of verbal abuse, sexual harassment, or emotional exhaustion, 
the staff at MOT is separated from the customer for the physical 
safety and psychological comfort, and the service will be tem-
porarily suspended. Inform the staff at MOT that the problem 
caused with the customer is not the employee’s personal fault, 
and conduct interviews and consultations to prevent emotional 
depression or exhaustion. If a customer’s verbal abuse or sexual 
harassment is deemed to be in violation of criminal penalties of 
the relevant law, the staff can report it to the competent agency 
if the staff at MOT who have been affected by the act requests 
to do so. This series of content “serves,” as a foundation to the 
service staff at MOT that “allows” employees to enjoy meeting 
customers under the company’s interest and protection.

Discussion

Service companies suggest the scope and order of the service 
delivery process for staff at MOT through the service manual 

Table 4. Example dialogue for difficult situation: In case of specific volume is not in stock

Step Action Example dialogue

1 Empathy Yes, I understand you are looking for a smaller version of the product.
I regret to inform you that if there were a wider range of choices for the product, we would have had a wider 

selection for you.

2 Explaining the fact/ 
exploring the reason

Unfortunately, only 1 bottle per person is allowed to be purchased at the Duty-Free store, and therefore, we 
carry mostly big bottles. Are you looking for something to enjoy at home? 

3 Alternative proposal/ 
product suggestion

Even if it is a big bottle, I can assure you that it is cheaper than the smaller bottle sold outside the Duty-Free 
store. I guarantee that you will not regret this purchase if you take advantage of this great price.
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and specify the responsibilities of the performance. Staff at 
MOT have the advantage of increasing job skills and sharing 
information through documented manuals, and companies can 
secure skilled personnel through manuals and reduce losses 
caused by department transfer (Suh & Lee, 2012). Companies 
are building and implementing their own manuals, but in order 
to meet the changing needs of customers and reduce dissatis-
faction, they need to improve the level of execution in the long-
term perspectives rather than temporary manual execution.

Therefore, the link between the service concept, service man-
ual, and service monitoring (evaluation) is the most important, 
and the service concept should be implemented as a behavioral 
point and dialogue expression in the manual. Employees who 
are monitored can rely on the evaluation if the service concepts 
and manuals are consistent.

Giese and Cote (2000) conceptualized customer satisfac-
tion to be an emotional or cognitive response, with a focus 
on subjective perspectives such as customer expectations and 
experiences. They also claimed that the response occurred not 
only when using the service, but also after decision making, 
purchase, or even after several experiences. Therefore, it is nec-
essary to focus on the customer’s response and experience at the 
time of service delivery during the development of the service 
sales and to reinforce the customer’s positive experience and 
to improve the behavior and dialogue technique of employees 
to minimize a negative experience. This is because the ability 
of the employees to solve problems and communicate with the 
customers at MOT determines the level of service quality. In 
general, it is necessary to find moments when customers can 
evaluate the service of companies and employees in order to 
develop situational dialogue at MOT. Look for moments when 
customers feel confident.

In addition, it is important to understand the expectation and 
state of customer’s mind in order to effectively manage MOT. 
Specifically, employees need to understand the customer’s state 
of mind on a case-by-case basis and consider their expectations 
to find solutions. In a study of the competency indicators of 
face-to-face service staff at MOT, Lee and Hwang (2018) argued 
that employees need to have self-management, the ability to 
control emotion and customer orientation, as well as commu-
nication skills, the ability to cope with the situation and confi-
dence-building skills in order to effectively respond. 

The service sales manual can be useful guidelines that pro-
vide the dialogue expression that helps to communicate with 
customers smoothly and identify the points of behavior to cope 
with unintended situations that occur at the point of the con-
versation. Manuals also can increase the sales power of the sales 
product. The conversation to respond flexibly to difficult situa-

tions can be a useful guide to overcome the customer’s opposi-
tion. Moreover, a service sales manual can enhance the ability to 
build trust with the customer giving reliability through accurate 
work process when complaints are raised about the delay of 
waiting time, service, and products from the customer.

Conclusion

Through the service sales manual development process, we 
can identify and solve problems of communication between 
departments, improving work cooperation and work efficiency 
among internal employees. The developed manual is used to 
ensure that customer satisfaction training and new employee 
training by department is used to acquire service processes and 
to provide customer service. Based on this manual, monitoring 
to evaluate the level of on-site service is carried out and the level 
of service manual understanding of the staff can be verified.

A developed manual should be actively utilized, not only 
published and finished as a booklet. Manual training for con-
sistent and constant implementation of manuals should be 
carried out continuously and each department should strive to 
train multi-tasking personnel through distinctive and various 
manual training for acquisition. Staff at MOT who practice the 
actual manual must be compensated according to their ability 
and execution. By monitoring the manual execution process in 
real situations, its direct effect on increasing the level of manual 
execution can be obtained and linked with feedback and work 
performance by monitoring the manual execution process.
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