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Important!  all notes written in green are for your reference only and should be deleted or replaced before use of this procedure 
1. Purpose

This procedure defines methods to plan, design, operate, maintain, analyze and improve complaints handling process as one process within [Company Name]’s system of processes {NOTE You may add here “and one of processes in quality management system”}.

2.  Scope

This procedure applies to all personnel in [Company Name] who have responsibilities for design, operation, maintenance, analysis, and improvement of the complaints handling process. 

3. Reference documents

The following referenced documents are indispensable for the application of this document: 

ISO 9000:2008, Quality management systems — Fundamentals and Vocabulary

ISO 10002:2004, Quality management — Customer satisfaction — Guidelines for complaints handling in organizations
Document CH-01, Complaints Handling Policy 

Document CH-02, Complaints Handling Objectives

Procedure CH-03, Complaints Handling 

Procedure CH-04, Complaints Handling Records 
Responsibility Matrix RM-01, Complaints Handling 

Responsibility Matrix RM-02, Complaints Handling Process

{NOTE Complaints handling documents should be numbered according to the requirements of your Document Control System. 

NOTE References to Quality Policy is applicable here. References to the following QMS procedures are also applicable here: Management Review, Resource Management, Internal Audits, Personnel Training, Continual Improvement, and Internal Communication. Here you should also make references to any other applicable internal or/and external documents}

4. Terms and definitions

For the purposes of this document, the terms and definitions given in ISO 9000:2000 and ISO 10002:2004 apply.

{NOTE In addition to or substitution for the references to the ISO 9000:2000 and ISO 10002:2004 you may make here references to any applicable documents that give terms and definitions. You may also list below some terms and definitions from referenced documents or in addition to them}
5. Process purposes and model  

Purposes of the complaints handling process are:

· to provide customers and other interested  parties with an easy to access and use process for communicating  their concerns and complaints to [Company Name];
· to resolve the complaint to the satisfaction of the complainant while being fair to [Company Name]’s personnel;

· to analyze and draw attention to complainants’ concerns in order to improve the quality of  [Company Name]’s product and customer service;

· to contribute to developing a customer-focused environment in [Company Name].

The model of the complaints handling process consists of four elements: 

· outputs that are produced to accomplish the process’ purposes, 

· inputs that are transformed into outputs, 

· resources that enable this transformation, and 

· controls that provide a focus to direct the process. 

The complaints handling process outputs are:

· Complainant’s satisfaction/ dissatisfaction
· Responses to complainants {EXAMPLES: Written responses, acknowledgment letters}

· Decisions and actions aimed to resolve complaints {EXAMPLES: Apology, refund}

· Information about complaints handling process {EXAMPLE: A brochure with information on how and where to complain}
· Complaints analysis reports {NOTE: Analysis should indicate trends, recurrent problems etc.}
· Completed complainants surveys {NOTE: References to any other techniques designed to determine the level of complainants satisfaction are applicable here}
· Proposals to improve products, services, and current practices 

· Requests for resources

The complaints handling process inputs are:

· Complainant’s dissatisfaction

· Oral and written complaints 

· Complainant’s decisions and actions in reaction to [Company Name]’s responses {EXAMPLE: A decision to accept or reject a proposed remedy}
The complaints handling process resources are: 

· Human resources {EXAMPLE: Labor hours of personnel involved in complaint handling} 

· Technology, knowledge, and information {NOTE: Resources needed for training are very important here}
· Materials, energy, facilities, equipment  

· Hardware costs and software licensing 

· Financial resources

The complaints handling process controls are:

· Criteria for initial assessment of the complaint {Typical criteria are complexity, severity, impact, or urgency}
· Relevant statutory and regulatory requirements {should be specified}
· Procedures and documentation

· Financial, operational, and organizational requirements {should be specified}
· Criteria for the assessment of the complaints handling process {EXAMPLE: a level of achievement of each complaint handling objective}
· The best practices for complaints handling 

· Methods for process improvement 

6. Linkage with other processes 

The complaint handling process is linked to other processes as it is shown in Figure 1. This illustration shows that the outputs from the complaints handling process form the input to leadership, resource management, monitoring and auditing, and continual improvement processes. {Substitute processes established by your organization for similar processes in Figure 1} Outputs of these processes, in their turn, form controls and resources to the complaint handling process. 

The model shown in Figure 1 is not all inclusive of the elements of leadership, resource management, monitoring and auditing, and continual improvement processes, but only those related to the complaint handling process.  The model does not demonstrate all linkages between elements of these processes and their elements at a detailed level.

The illustration shows that the complaints handling process plays a significant role in continual improvement of the [Company Name]’s product, service, and operations by providing the Continual Improvement process with analysis of complaints that indicates where the organization has not fulfilled the customer requirements. 
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Figure 1. Linkage of Complaint Handling process with other processes
The numbers in Figure 1 refer to the relevant clauses of this procedure. Figure 1 also illustrates the application of the Plan-Do-Check-Act methodology to the complaint handling process.

Plan: Complaints handling policy, objectives, and procedures are established, and adequate resources, including training, are provided for the complaints handling process.

Do: the complaints handling process is implemented and maintained.

Check: the complaints handling process is monitored and measured against the complaints handling policy, objectives and procedures through performance monitoring, internal audits, complainant surveys, and management reviews.

Act: the best practice and improvement methods are implemented to continually improve the complaints handling process.

7. Leadership 

Management Commitment. Top Management Team of [Company Name] is committed to the positive response to and the effective handling of the complaint. This commitment allows both personnel and customers to contribute to the improvement of [Company Name]’s products and customer service while maintaining [Company Name]’s reputation for honesty and integrity. Top Management Team provides evidence of its commitment to effective and efficient handling of the complaint by:

· ensuring that Complaints Handling Policy CH-01, Complaints Handling Objectives CH-02, and complaints handling procedures are established, communicated, and understood within [Company Name],

· ensuring that responsibilities and authorities with respect to the complaints handling process are defined per Responsibility Matrix RM-01, Complaints Handling and Responsibility Matrix RM-02, Complaints Handling Process, and communicated within [Company Name], 
· conducting management reviews of the complaints handling process per [Procedure Name] XE "Management Review Procedure" , {a reference to Management Review procedure is applicable here} XE "Resource Management Procedure" 
· ensuring the availability of resources for the complaints handling process per [Procedure Name], {a reference to Resource Management procedure is applicable here} XE "Resource Management Procedure" 
· providing personnel with training on complaints handling per [Procedure Name]. {a reference to Personnel Training procedure is applicable here}
Complaints Handling Policy. Top Management Team established customer focused [Company Name]’s Complaints Handling Policy CH-01 and ensures that it:
· espouses conformance to relevant statutory and regulatory as well as financial, operational and organizational requirements,

· takes into account the input from customers, personnel, and other interested parties;

· provides a framework for establishing and reviewing Complaints Handling Objectives CH-02; 
· is supported by the complaints handling procedures; 
· is aligned with [Company Name]’s Quality Policy; {if applicable}
· is available to, known, and understood by all [Company Name]’s personnel;
· is readily available to customers and other interested parties;

· remains current, and meets the requirements of ISO 10002:2004 International Standard.   

Complaints Handling Objectives. Top Management Team ensures that complaints handling objectives are established and documented per Complaints Handling Objectives CH-02. Complaints handling objectives are also established at relevant functions and levels within [Company Name]. They are measurable, consistent with [Company Name]’s Complaints Handling Policy CH-01, and are determined on an annual basis. 

Awareness & communication. Top Management Team ensures:

· the promotion of awareness of the complaints handling process and the need for a customer focus throughout the organization per [Procedure Name] {a reference to Internal Communication procedure is applicable here};
· availability of information about the complaints handling process to customers, complainants, and other interested parties per Complaints Handling CH-03 procedure. 

Management Representative. A complaints handling management representative is appointed by [Name of Executive Manager] and reports directly to [Name of Executive Manager].  The responsibilities and authority of the complaints handling management representative with respect to the complaint handling are defined per Responsibility Matrix RM-01, Complaints Handling and Responsibility Matrix RM-02, Complaints Handling Process.
{NOTE: Use the following paragraph if your company maintains a Management Review procedure and delete it if it does not}

Management Review. Top Management Team reviews the complaints handling process on a regular basis per [Procedure Name] {a reference to Management Review procedure is applicable here}.  
{NOTE Use the following paragraph if your company does not maintain a Management Review Procedure and delete it if it does}

Management Review. Top Management Team meets annually {or monthly, quarterly, etc.} to review inputs related to, at a minimum: customers feedback including complaints; the overall performance of the complaints handling process; product conformity; internal and external audit results; customer satisfaction surveys; status of preventive and corrective actions; follow-up actions from previous management reviews; changes in internal and external factors; and recommendations for improvement.  The chairperson maintains records of the management review and prepares a complete Management Review Report.  The Management Review Report contains, at a minimum, outlines of review inputs, decisions and actions related to improvement of the effectiveness and efficiency of the complaints handling process, identification of needed resources; and proposals on improvements. The Management Review Report is dated, signed by each representative who was at the meeting of Top Management Team, and is controlled per [Procedures Names] {a reference to Records Control procedure is applicable here}. Appropriate information from the Management Review Report is communicated through to all levels within [Company Name] per [Procedure Name] {a reference to Internal Communication procedure is applicable here}.
Planning. Planning of the complaints handling process is conducted in the management review meetings. Top Management Team ensures that the implemented plan: 
· is intended to improve the quality of the service and product provided,

· is focused on increasing customer loyalty and satisfaction,

· espouses conformance to the Complaints Handling Policy CH-01 and achievement of the Complaints Handling Objectives CH-02,

· takes into account the best practices with regard to complaints handling,
· allots sufficient resources to the complaints handling process. 
8. Resource management 

Resource management. Top Management Team must determine and provide for the resources per [Procedure Name] {a reference to Resource Management procedure is applicable here} to implement, maintain, and continually improve the effectiveness of the complaints handling process. This is accomplished through the Top Management Teams’ periodic reviews of resource needs.

Training. Training for development of employee competency, awareness, and skills is the responsibility of [Managerial Position]. Training is provided per [Procedure Name] {a reference to Personnel Training procedure is applicable here} and as well as all applicable formal and informal training plans. All personnel in contact with customers and complainants are trained in complaints handling and are made aware of the relevance and importance of their activities for customer retention and for the achievement of the Complaints Handling Objectives CH-02. Records of the type of training and instruction that individuals receive in complaints handling are maintained, as appropriate, by [Managerial Position] per [Procedure Name] {a reference to Records Control procedure is applicable here}.
9. Complaints handling

Operation of the complaints handling process that includes receiving, tracking, investigating, responding to, resolving, and closing complaints is carried out per Complaints Handling CH-03 procedure. 

Identification, gathering, classification, maintenance, storage, preservation and disposition of records related to complaints handling is carried out per Complaints Handling Records CH-04 procedure. 

10. Monitoring and auditing

The performance of the complaints handling process is measured annually {quarterly, monthly, etc.} through evaluation of its effectiveness and efficiency. [Managerial Position] is responsible for ensuring that the measuring and monitoring of the complaints handling process is carried out, necessary data are collected, and needed resources are available. [Managerial Position] reports on the performance of this process to the Top Management Team. 

Effectiveness of the complaints handling process is determined as a percentage of produced outputs to planned outputs. Planned outputs (list of planned outputs is in Clause 6 of this Procedure) are divided into two kinds: outputs to complainants and outputs to other processes.  Effectiveness of the outputs to other processes is measured as a percentage of information released, reports and surveys completed, and proposals and requests submitted within the specified time, and in compliance with established requirements. Indicators shown in Table 1 are used to measure the effectiveness of the outputs to complainants, and can be used as a basis while establishing measurable Complaints Handling Objectives CH-02.

	Outputs 
	Effectiveness indicators are percentages of complaints 

	Complainant’s satisfaction
	- resolved to the satisfaction of complainants 

- made not about the complaints handling 

	Responses to complainants 
	- acknowledged/ responded to within the specified time 

	Decisions and actions aimed to resolve complaints 
	- resolved at the point at which they are made 

- investigated/ resolved within the specified time 

- resolved without references to external methods 


Table 1. Effectiveness indicators for the complaints handling process 

Efficiency of the complaints handling process is determined as a relationship between the produced outputs and resources consumed (list of outputs and resources is listed in Clause 6). Resources needed to cover losses (for example: compensation, refunds, repair/rework, substitutes, etc.) are not taken into consideration while defining efficiency of the complaints handling process because such resource consumption arises from the nonconformities of other processes (for example Service Provision or Production processes) and should be not counted while defining efficiency of these processes. An average cost per one complaint handling, report issued, survey completed, proposal made, or per any other output produced are efficiency indicators for complaints handling process. 

{NOTE: Examples of criteria that may be used for measuring the performance of the complaints handling process see in Appendix G.3.2 of ISO 10002:2004}

Complainant surveys. The Complaints Handling Manager should appoint a supervisor to randomly call back complainants, discuss the matter of complaint handling with them, and determine the level of complainant satisfaction. Complainant Surveys are conducted every 4 or 6 weeks.  Results of the surveys, including determination of level of complainant satisfaction with the Complaints Handling process, should be recorded in Complainants Survey Report, which is controlled per [Procedures Names] {a reference to Records Control procedure is applicable here}. 
{NOTE: Your organization may plan and take other actions to determine the levels of complainant satisfaction instead of or in addition to the complainant surveys}

Internal audits. The performance of the complaints handling process is evaluated through internal audits, which are conducted at planned intervals per [Procedure Name] XE "Management Review Procedure" , {a reference to Internal Audits procedure is applicable here}. Among the internal audit outputs there should be information pertaining to: 
· process conformity to Complaints Handling Policy CH-01;

· process conformity to Complaints Handling CH-03, Complaints Handling Records CH-04, and this procedure;

· process suitability to achieve the Complaints Handling Objectives CH-02.

The audit results are taken into consideration during the Management Review.

11. Continual improvement

 {NOTE Use the following paragraph if your company maintains a Continual Improvement procedure and delete it if it does not}

Continual improvement. [Company Name] continually improves the effectiveness and efficiency of established processes including the complaints handling process per [Procedures Names] {a reference to Continual Improvement procedure is applicable here}. 
{NOTE: Use the following paragraph if your company does not maintain a Continual Improvement procedure and delete it if it does}

The process of continuous improvement transforms information and data from monitoring, internal audits, complainant surveys, and management reviews related to the complaints handling process into improvement projects through application of the best practices and improvement methods and techniques. Improvement projects can be focused on the improvement of the complaints handling process itself or/and [Company Name]’s product, service, and current practices. 

Improvement projects in relation to the complaints handling process typically can be deployed: 

· as outputs of Management Review;

· as a personnel initiative; 

· as a proposition of a process improvement team; 
· with the use of outsourced consultancy services.
 [Name of Executive Manager] is responsible for selecting, controlling the implementation and evaluating of results of the improvement projects. Records relating to the design, selection, implementation, closing, and evaluation of the improvement projects are controlled per [Procedures Names] {a reference to Records Control procedure is applicable here}.
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