£ 9 & IF AT ATH (| A TFRAD T = 7| TF
LN M < { \,‘w ‘ N — . H H ’ ) ) (] | \’ H
, e P WS B Y P § §§ 8§ "y & \, WL U B § § - [—_/’/ ol AL, o, L

“Friend or Foe?”
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Learning Objectives

Converting customer complaints into a positive event is a challenge to all
stakeholders.

The objective of this presentation is to offer an analysis path to utilize

customer complaints as a tool for operational excellence. For this presentation,
the chosen analysis model is based on LSS (Lean and Six Sigma) concept
incorporated into the Quality System using the DMAIC Flow (Define—Measure
Analyze—Improve—Control). This analysis model will be the roadmap to achieve
the following:

Accurate Problem identification (Seneca)

Effective root cause analysis to align actions with problem resolution
Measurable deliverables

Timely responses ‘acceptable’ to customers

Continuous Improvement
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Challenges of Customer Complaints

The common causes of unresolved or recurring complaints are :

Incorrect “diagnosis” of the problem ;wrong root cause (tunnel vision)
Vague plan, no measurable deliverables (it will work, trust me”)

No accountability and time frame (moving target)

No verification of effectiveness (fireworks)

Non-integration with improvement plan (grass root)

How do we turn this activity into a growth experience and revenue
contributor?
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“Recognize the positive ‘side’ of
Customer Complaints and utilize this
information to add value to the

stakeholders.”
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———"Benefits” of Customer Complaints

Based on Lean Six Sigma perspective, a complaint is a *“moment of truth”
customer perception that can impact a business partnership.

It is important for an organization to structure a program in capturing the Voice of
the Customer (VOC) as it is a powerful tool in adding value to the system such as:

Learning customer expectations (Kano model/Customer Focus)

Alignment of business direction (Hoshin planning, not just any
low hanging fruit)

Assessment of process control effectiveness (Operational
excellence)

What model should be used?



or Foe?

--It depends pany’s culture

* Model based on LSS Culture
* Non-LSS
e Define problem and root causes. ) Culture
e 5-why, Fishbone, 8-D
4 “We have been
e Is this incident isolated or repeating? ) iy th/s{;r
e FMEA (Failure Mode Effect Analysis), Control chart, 30 years, the
easure Y. customer must
/ have changed
‘ e |s error internal-controlled-variable or external (such something in
as customer, supplier)? their process.”
e SIPOC (Supplier-Input-Process-Output-Customer)
e Develop action plan with measurable deliverables, if b
applicable
e Force Field Analysis, (Critical to Quality) CTQ flow )
 Verify Effectiveness of plan—adjust as needed--- |
el continual measure of effectiveness )
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LSS-based Customer Complaint
Analysis Model

~

The following pages demonstrate a customer complaint

sample and the LSS tools used for analysis/resolution.
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Case Study:

Complaint from Company A:

“The last 5 shipments this month were late and damaged.
Respond with root cause, action plan and time frame to
improve performance and prevent recurrence.”



Define

Define the problem/root causes using 6Ms - Fishbone

Customer X
ROOT CAUSE ANALYSIS

2.0 1.0
Method Mother Nature

2.1
Partner carrier’s scanning gun
(xxxx) was down; materials
were processed manually (longer time)

1.1
Weather (Fog) caused 3 days
delay(XX was advised)

e Late Delivery to xxx
e Misloading of Freight

3.1
Truck driver did not have enough 4.1
driving time (waited at xxxx Internal communication and
for loading completion) error proofing needs to ensure
timely resolution of ‘roadblocks’.

3.0 4.0
Manpower Communication




Measure (data mining)

Pareto Analysis: Identify / measure variables
important to the customer?

cTQ
6“\6\
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Vital Few
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SIPOC (Supplier-Input-Process-Output-Customer)

"Think out of the box” when analyzing any process.

All processes have input and output. These variables
(signal) will help develop the detection mechanism to
trigger continuous improvement efforts.




Complaint: Late delivery
SIPOC Analysis Sample — High level

Flow of event was analyzed using the SIPOC (Supplier, Input, Process, Quiput and Customer) tool fo identify key elements

associated with this event:

Supplier, Input, Process

Output required, Customer

International Procassing of

Domestic Processing of
Conatiner’ Paparwork . g

ContainerPaperwork

Environment (Hurricana)

Customs Regulatory requirements

Releasze of
Freight

On time Delivery to
Customer

Center internal process

12



Analyze

etti Diagram

mprove

Customer Feedback: Customer is dissatisfied with the current on time delivery of 909%;

customer expects =95%G

Root cause 1:
Conmmunication
bBaebwaeaen planming amad
dock coordinators
neads re-structuring for
miore timaly inforrmation
trarsifer impacting
dalivarias

Root Cause 2:
Harnd-off the plamnming
information neaeds a
standard path o
ernsure tirmely
dissaemination to teamm.

Root Cause 3
Wiorie flows
adjustrmaents naad

Action |tems

Aacticom 1:
Flammimng wi

ococur 24 howurs in advance and

B the taorm will be adwvisad during the aftermoon
meererting of all key accounts that will bes due
the followirng day.

] Scilon 2

Croeck coaordination will be the responsibility of the Dock
Coemrdinator. Schedules will be changed and nesded
partes adwvised., Dock Coordinators are responsible o
waoerks im a meEnnar o rresad custorrser cul off timeas

C

Aucticorn 3

miare wisibility (Wisual
Factory comncept) to
prevent delays

Root Cause 4:
Dochk managenment
support neads mors
wisibility and
Aaccessibility o healp
resolve excepiicns im &
timely manner.

Facility Manager andfor Oparations Manager will be
presasnt at the dock and assist in ooocrdinating all
custormer deliveries o meet cut off times bebeeesan
10am CST and 1pm CST.

Aocibor <3
Status of all inbouwunds will continue to e monitorsed

arnd information passed to CSR of amy potential
dalays.

SR s will communicate with Facility o deternmine
track stEatus if uvnable o e cbhtained by system.
Escalation to Corporate Ops Managers and WE of
Oparations will ocour is Laredo doas not raply tirrmely .

.
-,
H“«H Scikon 5
Gy A inbound trailers arrreing atter MNOOM with dus
fresight will be priontized and communicated o all
partes wia wvisual facility whitea board comesmunication.
.
—

Respansibility amd Timeline:
Departrment =

hanagemeant will be at the Center location omn Novembeaer 117 and 12"

2010 1o implarmeant thaess changes,

13



Analyze [ Improve

Preventive

WOC:

Sales conference call with customer on xx prompted additional evaluation of the variables impacting the
customer freight before these elements become issues.
showing SIPOC for each element. Reff CRPAR XXX

Below is the CTCQ flow down improvement plan

| CTCQ Flow Down Chart — Improvement Plan

Customer Satisfaction
(Customer X)

w

Objective:
Identification of the CTCQs
and the matching plan

v 4

On-time deliver per
customer regquirements

Delivery of correct material
to correct place (e.g. Haz-
mat issue)

Consistent
performance

CTCs

w

INMPUT WwARIABLES

- Resource support
[training, allocation)

- Internal Praocess
Controls

- Supplier arrival

window time
- Customer
infarmaticon

Improvement Plan

1. Process Control

AL Existing controls will be re-visited and enforced -Scheduled Work
Instruction Process Walks reguired for each center (Procedure »xxx-
Process Walk Matrix).

Responsibility: XXXK- on or before March 1, 2011

2. Process Flow

A value Steam map will be developed to analyze existing cycle
timeSsupport to identify any improvement opportunity which can
include [cycle time, waiting/waste, window timeas, atc.}
Responsibility: XXXX — on or before March 1, 2011

I irmmediate actions taken:

Kaizen event: Center is in the process of layout aorganization to
improwve flow and wvisual direction (e.g. use of colored cones for
designation purposal.

COUTPUT VARIABLES

Custormer satisfaction —
Measurement of Success
that will be monitored on
monthily basis or as often
as needad:

~-On-time delivery
-Center Performance
-CPAR trend

These metrics will be re-
reviewed on or before
March 15 to evaluate
effectiveness of plan.

A

_Y_
o
(=]
=
o
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Analyze [ Improve —Wheel of Waste
Preventive

TRANSPORT E
WASTE OR
NEFFICIENCY

OVER- W
PRODUCTIO

15



Control Phase =

The Control phase of the DMAIC will vary in scope depending on
the objective of the program. The Control phase may be
implemented at any stage of the system.

For this presentation, the following pages are examples of the
Control phase implementation focused on the core elements
of the quality system. Narrower scope can be applied as

appropriate.

These core elements impact the Customer Complaint program.

16



Control Phase —

Incorporate LSS in core Quality Elements

Contihuous

-Custdmer / Miarket
requirement

17



Control Phase

LSS in Customer Concern Program

Moment of Truth / Mitigation Process

° At the initial contact, the customer is already engagingin a
“moment of truth” with the company. Customer’s first
impression or perception plays a role in winning or
maintaining a business relationship.

* Mitigation process is critical during the “moment of truth"” to
assess the customer needs and provide immediate response
as possible.

18



Control Phase

LSS in Document Control

* Document Control is one of the key elements in
standardization and streamlining.

* Enforcement of document control does not have
to be the “necessary evil” —this concept went out
with the Dark Ages. The new concept is optimize
this program as an effective communication tool.

19



Control Phase

Incorporate LSS in Internal Audit

Lean Approach

Anti-Lean (old system)

Championship of Continuous
Improvement

Policing approach

Grouping the vital few (affinity
approach).

Individual observations

Resolution of the 'big’
problems

Address low hanging fruits
(even if not aligned with
mission)

20



Control Phase

LSS in Process Control

Process

» Identify process requirements or CTQ
parameters (critical-to-quality).

* Address constraints affecting the
efficiency and effectiveness of the
desired output.

* Measure effectivenessﬁ

* Adjust and re-measure

21



Do you have to do these
overall QMS evaluations for
every complaint?
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CPAR Sample

23
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Example of a DMAIC Analysis on a
“small scale”
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1.
- DEFINE maijor 2. 3. . 5.
problems resulting to MEASURE ANMNALYZE IMPROWVE Control
RDRs
da.
Closing of anmy gapd
improwvemeant
o ot
Z2a. Ja. [ e
e lPr:r::ess Hnn-A oy Information analysis Discrepancies/gap noted
o conformance Analysis
Gap Analysis andfor & Root cause analysis and h«alw_aan g I 15a.
. s = reguirements and the
Process Walk JPareto evaluation of the Understanding of the results of the process walk Control and sustenance
Observation of current reportad mon- application strengths and vere augmented wis of approved bast
processeas al Flant XX — conformances and weaknesses _training to enhance |practice
still an-going) observations noted during _ ] software feature
the process walks for Analysis of application knowledge:
feriaritization. capabilities _standardization of
Tachniguees, wiork
instructions will state bast
practice techniques._

e

hlllaetunas I Accomplishments of items submitted tao Customer Z:
1. Center process walk/coachingitrairing
Center A - Sept 20-22 — completed
Center B — Sept 22-24 —compelted
Centaer C— Sept 27- still on-going
Center D— scheduled week of Sept 30

2, Modifications to the work instructions to clarify certain tasks {(e.g. techniques in scanning to improve ermor proofing) have been drafted
and will be formalized on or before 10/5/2010

T Verification of action plans effectivenass

AL IE function will continue monitoring  the process and any RDRs for evaluation using applicable Lean ! statistical indi L of pr
performance with input from the task force listed above (e.g. CpK or ppm, etc). IE XYZ —2 weeks after the completion of Box & abowve

B. A follow up Process Walk, either by any of the task force or local team will be performed to ansure pli and to id tiffy amy
improvemeant opportunity — starting 3 weeks after the the completion of Box 6.

Comtinue
compliance and
identification of

Yes Improverent

25



/
~—1SS-Based Customer Feedback Program
Highlights
Focuses on the continuous improvement partnership with the

different phases of the business (instead of finger pointing)

Provides a logical analysis tools for problem identification/ root
cause analysis

Provides a path to the evaluation of other sources of non-compliance
(process input), instead of using the OE or Tl syndrome.

Lean focuses on measurable results, therefore easier to verify
success.

26
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