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Abstract: The complex and correct evaluation of the requests and of the clients’ or 
beneficiaries’ level of satisfaction provides important information to the organizations, 
regarding both the extent in which the planned objectives have been attained, that is: the need 
of implementing some improving, preventive or corrective actions and information regarding 
the progress that has been made.  
This work focuses on a possible system of managing complaints and on underlying a strategy 
of improving quality with the help of the clients and of the other persons whom are interested 
in this. 
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Introduction 

Handling complaints is part of the quality strategy. Improving quality is linked therefore of complaints 
management. The complaint is an element of customer satisfaction measurement system [5]. 
Complaints management speeds improve quality and achieve excellence. Complaints management can 
take place of internal audit / self assessment, complaint being an essential indicator for the 
organization which wants to improve the quality and image. In other words "strategy complaints" is a 
goal of "customer focus". The objectives of our study are linked to the: 

 The need to address the multi-faceted, integrated quality management; 
 The need to manage both satisfaction and dissatisfaction / customer complaint; 

 
The comprehensive and accurate assessment of requirements and customer satisfaction and 
stakeholder offer organizations important information on the extent to which planned objectives have 
been achieved and the need for implementation of corrective actions, preventive or improvement, 
especially as information on progress. 
 
Our arguments for development / improvement of the concerns of the organizations to assess the 
satisfaction / dissatisfaction of customers aim to make the relations efficient: 

 objectives / expectations - results - customer satisfaction; 
 performances - customer satisfaction; 
 continuous improvement - customer satisfaction; 
 exceeding customers’ expectations - excellence. 

 
After Hermel [5] the effective management of complaints requires a cultural change in the 
organization's environment and a systematic approach at different levels, including strategy, processes, 
analyzes and empowerment. 
 
Although the goal of "zero defects" exist, claims are a natural consequence of any activity, because 
mistakes are inevitable characteristic of all people and therefore we must accept improving claims 
management [5,7,8,16]. 
 
Statistics show that over 50% of the dissatisfied customers do not complaint. The absence of 
complaints is, however, a real indication of effective management [16]. Smart organizations recognize 
the need to encourage their customers to complain and they provide the means to do so. 
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1. Customers’ satisfaction 
1.1 Customer Orientation. Past-Present-Future Strategy (PPFS) 

Process approach promoted by ISO 9000 standards for documenting, implementing and improving the 
effectiveness of Quality Management System (QMS) organization, primarily aimed at increasing 
customer satisfaction. All activities that contribute to customer satisfaction must be mastered using 
quality management principles. 
 
Customer orientation and demands on listening and communicating with clients can be found several 
times in the text of the referential of ISO 9000: 

 Chapter 5.2. Listening client = design for future; output data are used to determine the quality 
policy; 

 Chapter 7.2. Customers = listening to the present; the output serve good contractual relations; 
 Chapter 8.2. Customer satisfaction = about past actions, output data are used to identify hot 

spots and determining actions aiming an improvement. 
 
We have included these requirements in an organization's strategy I called Past-Present-Future 
Strategy (PPFS) [9]. Moreover, Section 8 of ISO 9001:2008 - "Measurement, analysis and 
improvement" contains requirements for monitoring and measuring customer satisfaction which 
implicitly involve measures taken by the organization to monitor information related to customer 
perception of how its requirements were respected, ensuring compliance product / service provided. 
 
If in ISO 9001 standard, the researched satisfaction refers only to the client, in ISO 9004 standard, 
satisfaction belongs to all involved directly or indirectly in the transaction (customers and 
stakeholders). Obtaining, interpreting and using this information followed by actions to continuously 
improve their own QMS is a very controversial topic, difficult to be approached and developed, a 
proof being the fact that all international scientific events have given and continue to maintain 
attention upon these requirements. 
 
Customer must be listened because he knows very well the difference between the products / services 
of competitors. Process-based approach emphasizes the need to focus all the organization efforts to 
input data (customer requirements) and to the output (products / services) in accordance with customer 
requirements, coupled with measures to increase their satisfaction. 
 
More and more authors believe that customer orientation before, during and after the service is an 
approach to be applied with priority by the organization management. Here we are, in fact, at PPF 
Strategy [9,10] or customer focus before (Past) manufacturing/realizing  the product / service, during 
(Present) the process of offering the product / service and after (Future). 
 
A system of continuous improvement must enable to know five major elements: 

 What were, are and will be the target customers' needs? 
 What were, are and will be the customer's expectations? 
 What was / is his level of satisfaction? 
 What was / is the image of the organization in the eyes of the customer? 
 What were / are the reasons for customer dissatisfaction and of lost customers? 

 
Our strategy is consistent with Hermel [5] and Villalonga [15] who claim that ISO 9000 standards can 
be a deterrent for those organizations that are just waiting for certification.  
 
Within the process of obtaining information for measuring customer satisfaction it is very important to 
built up cooperation between the organization and the customer, so as to better define and predict its 
future needs. Japan's Yoshito Kondo [17] holds attention to the following important aspects in 
managing customer satisfaction: 

 defining customer satisfaction; 
 who is the customer (internal / external) and how is he considering the provided product / 

service; 
 quality perception by the market and the various forming it; 
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 preferences of different categories of customers, and therefore the attractiveness perception in 
terms of quality; 

 recognition that eliminating customer complaints is  necessary but not sufficient for achieving 
customer satisfaction; 

 the qualitative level required and necessary for the customer that can lead to new technology 
and product / service superior in quality, without being strongly conditioned by price etc. 

 
Customers’ satisfaction and its improvement is an essential part of quality management which is 
achieved through: customer orientation, customer communication, customer satisfaction [4]. 
 
The decision to launch a project management customer satisfaction is a strategic decision taken quality 
management at the highest level. This decision often involves a real change in behavior and corporate 
culture transformation. It is expected, especially for "generation" claims (customer inquiries about the 
quality of certain products or services), that approach is difficult. In this case we have identified some 
possible risks associated with the project such as the risk of not considering customer needs, the risk of 
the project not being received positively by employees, risks related objectives, risks related to 
communication etc. Analysis of these risks or obstacles will enable top management to avoid 
difficulties and obtain the expected results. 

 
1.2 Total Customer Satisfaction 

Quality is defined today by total customer satisfaction. Everything that dissatisfied customer is poor 
quality. It is possible to see changes in the concept of total quality or even replace it with the same 
total customer satisfaction [8.11], since it is a key element of customer relationship management (after 
selling) that must be supported by a generous satisfaction guarantee policy. Then we shall speak, as in 
the case of quality, about assuring, guaranteeing, measuring, increasing customer satisfaction. 
 
Ensure total satisfaction falls, on the other hand, within the retaining actual customers’ strategy, which 
supposes: 
 preventing situations of dissatisfaction opposite the offered products / services through a quality 

policy which is based on the principle of "zero defects" or "to do right the first time"; 
 studying customers who were dissatisfied; 
 treating customers in a legal, reliable and fair framework; 
 action immediately when there is a quality problem. This is possible if personnel come into 

contact customer has developed skills (empowerment), thus empowering them to take the 
appropriate decisions. 

 
Consumers do not evaluate many of the products and services they use. In other words, the consumer 
does not know how to evaluate, being not alert or bailing. Going by this logic is useless to measure 
consumer satisfaction, even it is difficult to be done. Despite this argument, knowing the satisfaction 
or dissatisfaction of consumer must become a priority in managing relationship with customers. 
Satisfaction measurement should be included in making quality; customer subsequent decisions can 
have important consequences for the organization. A prerequisite condition for measuring satisfaction 
means an accurate and comprehensive delineation of the characteristics of the product or service. 
 
Comparing criteria for customer satisfaction in the most popular models of excellence it is noted that 
mastering quality seems to go pretty quickly from total quality to excellence, from the total 
satisfaction to "great satisfaction" in the sense of exceeding customer expectations. A brief overview 
of the most important models of excellence shows a significant increase in customer satisfaction 
scores obtained from 85 (U.S. Malcolm Baldrige Award), 180 (French Award) or 200 points 
(European Quality Award, Award Juran ) of the 1000 possible points. 
 

1.3 Satisfaction of the Clients as Beneficiaries of Services 
Broadening the application of quality space, as a concept, has led to the extension of the measurements 
to the degree of internal and external customer satisfaction especially where it was most needed - 
services field (Paraschivescu & Căprioară, 2008) [10]. In addition, peculiarities and problems in the 
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field of services needed and still needs the quality assessment throughout the whole process, so we 
speak, as in the case of the products, of a lifetime of the service. 
 
A consequence of defining quality in terms of meeting the needs and expectations of customers, 
customer satisfaction assessment is placing a focal point for assessing the real (true) quality. For 
services, there are strong discussions for the need of their standardization. Although we should also 
understand the need for quality conformity of the product / service with a referential one, we could 
improve the assessment trying to understand the extent to which the client feels satisfied with the 
product / service received. 
 
This is particularly relevant for services, where customer satisfaction is determined by a number of 
objective and subjective factors. Objective indicators refer to measurable aspects such as development 
time, number of errors and response time to cancel dissatisfaction. Subjective indicators include 
customer satisfaction studies, the general perception of availability, trust, respect, etc.. A study done 
by the American Institute TARP Canard [2] refers to dissatisfied customers of utility services (45%) 
and financial services, medical (37%) do not complain, to 96% of dissatisfied customers who 
purchased products do not complain. 
 
Service quality is more difficult to assess than material goods, due to the specific characteristics. 
Services are intangible, production and delivery take place simultaneously, they can not be stored or 
inventoried, they depends on who, where and how performs them etc. 
 
Developing criteria for evaluating the quality of services is the critical point for most organizations. 
These criteria depend not only on the specific characteristics but also customer expectations, 
expectations that are in turn influenced by the level of the quality culture. 

 
2. Managing Complaints 

2.1 Dissatisfaction / Complaint 
The term "complaints’ management" was introduced to incorporate the service of "customer recovery" 
and involves receiving, investigating, solving and preventing customer complaints and customer 
recovery. Without feedback consumers, organizations are not aware of their problems and thus will be 
unable to improve their performance. [5]. 
 
"The complaint is an expression of dissatisfaction which the client ascribes to an organization and asks 
to be taken into consideration" [3]. 
 
“The first step used by a customer who wants to express dissatisfaction is the complaint" [5]. 
Complaint can be verbal, written, telephone, telematics, spontaneous or induced, directly or through an 
intermediary. 
 
Causes of dissatisfaction are: noncompliance of the services / products, the initial staff relationship 
with customers, irresponsibility / attitude / organization staff towards the claimed non-conformity, 
price. 
 
Importance. Complaints should be regarded in a positive, constructive way and from a professional 
point of view: 
- Complaints are a way to get feedback from customers and, therefore, the means necessary for the 
improvement action plans; 
- Complaints are a tool to prevent complacency, helping to optimize product quality and services; 
- Complaints are a useful tool in the "mirror'' to measure performance against competition; 
- Complaints are a useful exercise to maintain and understand customers better. 
 
Dissatisfaction consequences. Generally customers do not advertise their dissatisfaction but its 
consequences can be found at the service provider or to the manufacturer, these both the dissatisfied 
client but also those to whom he communicated his dissatisfaction (An unhappy customer will inform 
the other 11 customers while a  satisfied customer may communicate with only 3 people. For client 
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dissatisfaction means that there is a gap between expected quality and perceived quality, and the 
organization is a difference between quality design and quality achieved and in addition costs. 
Most organizations face challenges in handling customer complaints: 
- suffer from a lack of systematic approach to complaints handling; 
- do not recognize the importance of customer complaints at a strategic level; 
- are poorly equipped in terms of systems and processes logging in accepting and processing 
complaints, etc. 
- are not competent to measure (especially in non-financial) customer satisfaction and complaint 
management; 
- have inadequate organizational culture; 
- have embraced the concept of quality management and its related concepts. 
 
The literature in the field describes three main factors impeding the implementation of complaint 
management system [12, 13]: (1) costs of the system are visible and immediate, while their benefits 
are long-term and indirect; (2) administrators doubt customer honesty when expressing complaints; 
and (3) many dissatisfied customers do not complain (up to two thirds of dissatisfied customers do not 
complain). 
 

2.2 Improving the Management of Complaints 
As mentioned above, complaints are a key indicator for the organization that wants to improve the 
quality of products and services offered to its customers. Statement forces us to introduce a new 
quality strategy objective: managing customer complaints. Our arguments in favor of this objective 
include: 

 efficient quality management systems and claims by applying Past-Present-Future Strategy 
(PPFS); 

 analysis and recognition causes customer dissatisfaction and non-quality costs; 
 recognition of employee participation in achieving quality expected; 
 implementation of legislation on consumer right; 
 complaints measuring the impact on the image of the organization etc. 

 
This new target for complaints handling in organizations involves changing vision and acceptance of a 
new approach: the "complaint is a matter that should get rid of" (classical approach) to "claim is a 
source of wealth" (dynamic approach) [ 5]. 
 
The logic is simple. If companies require the customer before selling a product / service through 
advertising, it may also be requested to the organization, by the client, to influence decisions on 
quality improvement. Often, competitors are not the problem but dissatisfied customers that lose them. 
Companies will benefit if they invest in after selling customer as much as they invested before sale. 
The best example is comparing advertising costs for product / service losses resulting from negative 
publicity due to customer complaints. 
 
Complaint should be seen from many points of view:  
- Customer complaint is a right, so should be considered; 
- Claim requires an urgent reply for both the customer and management; 
- Complaint may be a sign of customer confidence in its capacity to repair the damage; 
- The complaint is an opportunity for contact with the customer can be satisfied with the response, 
promoting the image of the product / service. 
 
Hermel [5] believes that a client requires organization as a gift. Dissatisfaction is related to the notion 
of dissatisfaction caused by defects, weaknesses, or insufficient quality of a product or a service 
disruption. A good complaints management system will raise more organization to quality problems 
and generate greater customer satisfaction. The advantage is the loyalty of customer satisfaction and 
profitability in the short, medium and long-organization. 
 
Complaints management is related to the typology of products / services, complaints. Complaints can 
be classified according to their nature (simple, difficult, complex) and by mode of transmission from 
the client (written, face to face, telephone, telematics, etc.). 
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In preparing complaints management strategy one must take into account certain legal requirements, 
the organization's quality objectives, financial requirements, operational, organizational etc., 
customers’ opinions, stakeholders, staff. Integration of the treatment of claims in a global quality 
approach [5] can change / influence the general picture of the quality management system. Hermel 
(2006) recognizes that launching a complaints management is a political decision that the top 
management often involves a real change comportment and transformation of organizational culture. 
Some authors [2,3,5,8] are trying to sensitize managers on the importance of managing complaints.  
 
Effects of good complaint handling can contribute to: 

 development of customer satisfaction; 
 improving the image of the organization; 
 improving the quality of products / services and creating new products / services. 

 
The complaints overall management contains, communication of the means made available to the 
public for complaints, collecting complaints, response to complaints, complaints exploitation, analysis 
and improvement of the complaints management system. 
 
Several factors have been identified to suggest what is needed in the management of the complaint 
[14, 16]. These include: 

 the existence of clear procedures; 
 providing a rapid response; 
 reliability (consistency) response; 
 existence of a single point of contact for applicants; 
 access to the complaint; 
 ease of use of the process; 
 maintaining applicant knowingly; 
 meet claims management procedures; 
 complaints to be taken seriously; 
 the employee empowerment; 
 use of data for continuous improvement; 
 measures to reduce the causes of complaints. 

 
In terms of benefits, when speaking about claims management, there have been identified four distinct 
types [14]: (1) the benefit information - is the value that is generated by using information from 
customer complaints to improve products / services to increase efficiency and reduce costs failure, (2) 
the benefit of positive change in the attitude of the customer, because resolving the complaint, (3) the 
benefit of customer retention, (4) benefit communication. 
 
Calculating the return on complaint management. In order to calculate profit management (CPM), it is 
necessary to make operational the four types of benefits and to determine the value. The amount of 
benefits less costs equals profit measured by CCM. CMP is a key indicator of profitability complaints 
management [6, 11]. 
 

Return on complaint management = 
Complaint management profit/Investments 

in complaint management 
 
In managing complaints there are used strategic indicators and operational indicators. Most popular 
operational indicators are: number of claims, distribution of the types of cases complaints on products 
and services, distribution by type of customer, fast response, satisfaction applicants, shares the causes 
of complaints [5]. 
 

3. Models of Managing Complaints Systems 
There are several models in literature of complaint management systems. For comparison we chose 
four models compatible with the requirements of quality management (Table 1) 
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Table no. 1 Models of managing complaints systems 

Johnst model 
[6] 

Boeing A&T* model 
[17] 

NRMA model[16] Bosch&Enriquez model 
[1] 

The complaint processes 
as the core of the 
model influences customer 
satisfaction, process 
improvement, and 
employee attitude. 
A conceptual model for 
the relationship between 
complaint culture 
(handling), customer 
satisfaction, and 
profitability: 
 Complaint culture 
 Complaint processes 
 Process improvement 
 Financial performance 
 Customer satisfaction 
 Customer retention 
 Employee attitude 
 Employee retention 
 

Amongst the key aspects of 
Boeing's complaints 
handling system is proactive 
management of customer 
contacts and complaint 
resolution through joint 
teams  
 Formal or informal 

customer complaint 
 Receive, log, and assign to 

proper team 
 Assigned team, 
 Analyses, resolves, 
    statuses and provides   
    feedback 
 Assigned team closes 

problem 
 Executives review 
 Analyses results and 

assign  
 Appropriate responsibility 
 Analyze and aggregate 

teams 
 Analyze data for recurring 

problems 
 

*Winners of the Malcolm 
Baldrige National Quality 
Award 

System has different 
levels, both internal and 
external and it depends 
on decision making, 
which in fact could be 
affected by 
organizational 
strategies. 
 Primary decision 

review and complaint 
resolution 

 Internal decision 
review 

 Within the 
organization 

 External to 
organization 

 Independent review 
     Level 1 
     Level 2 
     Level 3 
 

Integrate model based on  
QFD – Quality  function 
deployment și FMEA – 
Failure Model and 
Effects  Analysis 
Feedback 
 Document Voice of 
   Customer (VoC) 
 Translate VoC into 
   customer needs/ 
   Problems 
 Analyze and solve the 
   problem 
 Exploit customer needs 
 Update FMEA to 

avoid Recurrence 
 Share solution with 
    affected customer 
 Update system 
    performance 
    measurements 

 

 
Margerand & Gillet – Goinanard model called CARREDAS [7, p.75]  proposes a complete method for 
analyzing g the customers’ problems following eight stages (Table 2). 
 

Table no. 2 CARREDAS Model 
Stages Instruments 

Searching the problem (Coisir...) Pareto diagram, vot 
Analyzing the problem (Analyser..) Questionnaire 
Research of the causes(Rechercher...) Brainstorming, 5M,   
Search of the solutions (Rechercher..) Brainstorming 
Analyze solutions (Essayer...)   Indicator 
Decide upon solutions (Decider ...) Decision dies 
Applying the solutionsi (Appliquer...) Action plan 
Monitoring (Suivre...) Indicators  

 
The analysis of these models revealed the following observations: 

 internal decision may be taken by empowering customer service team; 
 complaints culture is required for both clients and staff organization; 
 It is necessary to improve claims management. 

 
Empowerment in claims management  is a powerful means of increasing customer’s satisfaction when 
dealing with complaints. 
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Conclusions 
The cornerstone of quality assurance products / services is reaching and exceeding customer needs and 
expectations. 
 
Evaluation of the results and performance of an organization based on the evaluation of the degree of 
customer satisfaction must take into account the interests of all parties directly involved or which may 
be affected by the quality of products or services organization. 
 
Consumer opinion request under PPF strategy, knowledge perceived quality of products / services to 
them, proper management of complaints are possible means of success for a continuous improvement 
approach. 
 
Given the speed with which new products enter the market and consumer services can not keep up 
with the avalanche of information about the quality of these products and services. Then the distance 
from the commercial to the complaint or dissatisfaction is not too large. This must be prevented, 
calculated, corrected, in other words, effectively managed. 
 
Studying models and concepts of customer complaints management has led to the conclusion that 
managers have to face challenges in organizational culture of empowerment and complaints 
management including quality improvement programs. Culture is an important issue that could affect 
customer satisfaction, complaints processes and employee attitudes. Improvement / quality culture 
enrich both the customers and employees of the organization will lead to profitability. 
 
A mapping of different attributes claimed and their intensity establishes a basis for prioritizing efforts 
for improvement, total quality and excellence of products / services which must be the primary aim of 
the organization and the elimination of eventual deficiencies. 
Claims management is a challenge for organizations that want performance. But we also have to worry 
about performances after certification. This is the great problem of organizations. 
 
References 
[1] Bosch, V.G. and Enriquez, F.T., (2005),“TQM and QFD: exploiting a customer complaint management 

system”, International Journal of Quality & Reliability Management, Vol.22, No.1, pp. 30-37; 
[2] Canard, F., (2009), Management de la qualité,  Ed. Guliano,   Paris; 
[3] Détrie,P.,  (2007), Les réclamations clients, Éditions d’Organisation, Paris; 
[4] Froman, B., (2010), Du manuel qualité au manuel de management, AFNOR, Paris; 
[5] Hermel. L., (2006), Stratégie de gestion des réclamations clients, AFNOR, Paris; 
[6] Johnston, R., (2001), "Linking complaint management to profit", International Journal of Service Industry 

Management, Vol.12, No.1, 2001, pp. 60-69. 
[7] Margerand, J., Gillet-Goinard, F., (2006), Manager la qualité  pour la première fois, Edition dé 

Organisation, Paris; 
[8] Nguyen, N., (2006), Gestion de la qualité, Les Édition de la Chenelière inc., Québec; 
[9] Paraschivescu, A.O., (2009),”The harmonization of the PPF Strategy whit the requirements of the ISO  

9001 and ISO 9004”, Metalurgia international, vol XIV, no.1, pp. 54-57; 
[10] Paraschivescu, A.O., Căprioară, F.M., (2008),”La qualité du service. Les modeles conceptuels”, Annals 

of University of Oradea, sec. Economic Science, Tom XVII, pp.111-116; 
[11] Saludin ,M.N., Kian,T.P., (2010), ”The importance of customer satisfaction and customer complaint 

towards a better quality service using six sigma an academic perspective”, Jurnal Teknologi, 53(Sains Sosial), 
Sept., pp. 107–126; 

[12] Shahin, A., (2004), Integration of FMEA and the Kano model: An exploratory examination, Int.J.Quality 
Reliab. Management, 21(7),pp.731-746; 

[13] Stauss, B., Schoeler, A., (2004), ”Complaint management profitability: what do complaint managers 
know?” Managing Service Quality Volume 14 · Number 2/3,pp. 147-156; 

[14] Valenzuela, F. Et all., (2005),”Consumer Complaining Behavior”, Contemporary Management Research, 
Vol. 01, No. 01, September,  pp. 3-12; 

[15] Villalonga, C., (2010), Un nouveau  souffle pour la qualité, AFNOR, Paris, 2010; 
[16] Zairi, M., (2000), "Manging customer dissatisfaction through effective complaints management systems", 

The TQM Magazine, Vol.12, No.5,  pp. 331-335. 
[17] Yositi, K., (2003) Managementul total al calitații- modelul japonez, Niculescu Publishing House, 

Bucharest.  


