Lean Six Sigma Case Study: Reduce Cycle
Time And Effort For Complaints Management

Complaints management is an essential process for any organization. It not only
helps in improving customer satisfaction but also provides valuable insights into
product or service issues that need immediate attention. However, the
management of complaints can be a time-consuming process, leading to

inefficiencies and increased customer dissatisfaction.

In this case study, we will explore how Lean Six Sigma methodologies were
utilized to successfully reduce the cycle time and effort involved in complaints

management for a leading global company.

The Challenge

The company, a major player in the telecommunications industry, was facing
significant challenges in their complaints management process. They were
experiencing a high volume of customer complaints, which were taking longer
than desired to address. The cycle time from complaint registration to resolution
was not meeting the company's defined targets, resulting in increased customer
dissatisfaction and potential revenue loss. There was a clear need for

improvement in this area to maintain their competitive edge in the market.
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Analyzing the Current State

Prior to implementing Lean Six Sigma, a thorough analysis of the current
complaints management process was conducted. This involved mapping out the
entire process, identifying key stakeholders, collecting relevant data, and
analyzing the root causes of delays and inefficiencies. The analysis revealed
several challenges, such as a lack of standardized procedures, poor
communication between departments, and a manual and fragmented process

flow.

The Lean Six Sigma Approach

A cross-functional team consisting of process owners, subject matter experts, and
Lean Six Sigma professionals was formed to lead the improvement efforts. The
team utilized the DMAIC (Define, Measure, Analyze, Improve, Control)

methodology of Lean Six Sigma to systematically tackle the identified challenges.

1. Define

In this phase, the team defined the project scope, objectives, and the key
performance indicators (KPIs) to measure success. The goal was to reduce the
cycle time for complaints management while improving overall customer
satisfaction. The team also established a solid project charter, which outlined the

project's purpose, stakeholders, timeline, and anticipated outcomes.
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2. Measure

In this phase, the team collected and analyzed relevant data to establish a
baseline and understand the current state of the complaints management
process. Key metrics such as the average cycle time, number of complaints per
day, and customer satisfaction scores were measured and recorded. This data
provided valuable insights into the extent of the problem and helped identify

areas for improvement.

3. Analyze

Using the data collected, the team conducted a thorough analysis to identify the
root causes of delays and inefficiencies in the complaints management process.
Through techniques like root cause analysis, process mapping, and cause-and-
effect analysis (Fishbone Diagram), the team pinpointed various factors
contributing to the extended cycle time. These included lack of standardized
processes, manual handovers, ineffective communication, and inadequate

training.

4. Improve

With a clear understanding of the problems, the team brainstormed and
implemented innovative solutions to address the identified issues. They
introduced standardized complaint handling procedures, automated certain
aspects of the process, implemented a centralized communication platform, and
provided comprehensive training to employees involved in the process. The team
also eliminated non-value added steps and streamlined the flow of information

throughout the process.

5. Control



Once the improvements were implemented, the team put in place control
measures to sustain the gains achieved. These measures included establishing
performance monitoring systems, implementing visual management tools,
conducting regular audits, and providing ongoing training and support to
employees. The team also created an escalation process to handle exceptional
cases and continuously collected customer feedback to ensure ongoing

satisfaction.

The Results

The Lean Six Sigma project yielded significant improvements in the complaints
management process. The average cycle time was reduced by 30%, bringing it
within the company's defined target. This speedy resolution of complaints led to a
25% increase in customer satisfaction scores. Moreover, the manual effort
involved in complaint handling was reduced by 40%, allowing employees to focus
more on value-added tasks. The company also reported a 15% reduction in
customer complaints, indicating an overall improvement in product and service

quality.

Not only did these improvements enhance customer satisfaction, but they also
had a positive impact on the company's bottom line. The reduction in cycle time
and effort resulted in cost savings and increased operational efficiency. The
streamlined complaints management process allowed the company to proactively
address potential product or service issues, further improving customer loyalty

and brand reputation.

This Lean Six Sigma case study demonstrates the power of systematic process
improvement methodologies in resolving complex business challenges. By
applying the DMAIC approach, the company successfully reduced the cycle time

and effort involved in complaints management, leading to improved customer



satisfaction, cost savings, and enhanced operational efficiency. The application of
Lean Six Sigma principles not only benefited the company but also served as a

valuable learning experience for the cross-functional team involved.

To stay competitive in today's fast-paced business environment, organizations
must continuously strive for operational excellence and customer centricity. Lean
Six Sigma provides a structured approach to achieve these goals, resulting in

improved business performance and increased customer satisfaction.
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This six sigma case study is about reducing time taken for updating, tracking and
reporting customer complaints in an offshore development center..

An offshore development center has different divisions like banking, insurance,
securities, healthcare, information media and entertainment, global service desk
etc. When service levels were not met or when there were issues in product
delivered, onsite customer complains to point of contact project managers onsite.

The customer complaints are then reported by the onsite point of contact to
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respective project managers offshore. These complaints and escalations were

then resolved by the respective project managers. Critical complaints and issues,

with status of resolution, were reported by project managers to branch head in

monthly status meeting. The monthly status meeting takes place every month,

during 1st week, at the offshore development center between branch head and

offshore project managers. The scope of this project is to monitor customer

complaints and escalations of different divisions of the offshore delivery center.
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