Glossary of Shortenings

CS= Customer Shelves and Sales personnel
DC= Distribution Central (suppliers to the warehouses)
DDs= Delivery damages

Dep. X. = Department X, at the warehouse in Jénkoping

Dep. Y= Department Y, at the warehous¢ in Linképing

E1= Employee 1, at Dep. X. Forklift operator (permanent). Worked for 17 years.

E2= Employee 2, at Dep. X. Forklift operator (paid by the hour). Worked for 5 years.
E3= Employee 3, at Dep. X. Forklift operator (paid by the hour). Worked for 4 months.
E4= Employee 4, at Dep. Y. Forklift operator (permanent). Worked for 28 years.

E5= Employee 5, at Dep. Y. Forklift operator (paid by the hour). Worked for 1,5 years.
E6= Employee 6, at Dep. Y. Forklift operator (paid by the hour). Worked for 4 months.
FL= Forklift operator

GM= Group manager

LM= Logistics manager

P= Picker personnel

PJ= Pallet Jack personnel

S= Sales personnel

WDs= Warehouse damages
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A Successful Global Furniture Company

For the reader to feel comfortable with the thesis topic, the authors will first describe the
thesis company’s operations, and more closely the department the authors chose to study.
However, the authors are not allowed to mention the name of the company due to secrecy
reasons and the company’s aim to stay competitive. Therefore, no references will be men-
tioned in the sections dealing with the company.

The thesis company is a global furniture company, with its roots in Sweden, six decades
ago. It successfully operates in 40 countries all over the world and this number increases
each year. The annual turnover amounts to more than 211 billion SEK, and being very
competitive and highly profitable, the company is socially involved wotldwide and takes
great environmental responsibility meanwhile.

The product line covers almost everything that is needed in households, offices and ware-
houses. A visit to one of their warehouses is enough to furnish most places where humans
reside. Daily, approximately 4000 visitors come to the warehouse where this case study was
conducted. The company’s vision is high quality merchandise with low prices, so that eve-
ryone can afford their products. It becomes evident for the reader that a cost focus is at the
heart of the company’s operations in order to sustain this vision.
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1 Introduction

This thesis is introduced with a section explaining the contexct in which it came into existence, and the focus
of the research. The case study methodology is explained and the disposition of the paper is briefly elaborated

orn.

1.1 A Mini Case of the Situation at Dep. X

While the whole city is still sound asleep, a few brave warechouse workers dare to defy their
biological clock and venture out in the morning dew to once again do a hard day’s work.
Klas, the new guy, almost does not make it to work, since his car did not start at first. And
there are no buses going to his workplace at 4.30 in the morning. Stressed out, he miracu-
lously makes it on time. Lasse had a fight with his wife the night before, and hardly even
got 3 hours of sleep. Yesterday afternoon, John was asked to work this morning because
Thomas had called in sick after putting up some shelves yesterday and hurt his thumb real-
ly bad. John sighs at the thought of the day lying ahead of him, since he does not even re-
member how you were supposed to report damages.

With drowsy eyes, the workers embark on the dismal journey to the logistics department at
the big warchouse. After a quick cup of coffee and a five-minute stressful briefing about
today’s tremendous workload of 320 cubic meters, they drag themselves up on the fork-
lifts. Then, Lars runs in, excusing himself for being late. He missed the morning meeting,
but how important could it be? Besides the 320 cubic meters of incoming freight, the
group manager hands the guys five task- lists each. This could only mean one thing; it is
going to be a hell of a day. Deadline- when customers come and all work is expected to be
done- is in five hours. Chaos, panic and remorse spread through the department. Lasse ac-
cidentally runs the forklift into a pallet full of wardrobes, so he leans over the vehicle to
check if the damage is great. Only the package, he guesses, and puts the pallet in its place.
As if this was not enough, due to the extreme workload, the employees have not got the
necessary time to check incoming goods for damages. They are not fully aware of the large
cost this implies for the department. And no one cares about cleaning up the gates. This
can wait till later, they suppose.

1.2 Background

In a world of increased competitiveness due to globalization and peak performance, com-
panies must struggle to stay in business. Cutting costs in all aspects of the business is a vital
endeavor. The venture of spotting and eliminating costs will only increase in importance.

Furthermore, not only the ones working in the controlling department of companies are af-
fected by costs and deal with them. All stakeholders of a company are affected by costs di-
rectly or indirectly. Nowadays, management is keen to make it a matter of all workers,
down to the floor of the firm, to cut costs or at least be aware of them.

Therefore, the authors have pinpointed a cost issue in a global furniture company. Specifi-
cally, this paper will concern not a cost that is directly linked to the operations of the com-
pany and thus mandatory, but such a cost that could in utopia be eliminated totally, and is
thus avoidable. It is the cost of damaged freight and products, which today amounts to
tremendous sums. To narrow down, the authors have studied one department, in this
company, that is struggling with proportionally unacceptable cost levels. Compared to oth-
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er similar departments in the furniture chain, this department carries notably larger costs.
From now on, this department will be named Dep. X.

The warehouse chain has a very clear cost focus in all matters. An example of this is that
the company recently held a lecture for their employees, the subject being how the current
global financial crisis affects the company at large and the individual worker. Hence, the
company is keen to eliminate this avoidable cost of damaged freight as soon as possible.

The authors [synonymous to ‘researchers’ in this thesis|] are specifically interested in cost
related issues, since it is at the heart of their educational branch. Hartvigson is interested in
profitability analyses and more particulatly cutting costs in order to increase profits. Palmén
has worked at one of the warehouse’s suppliers before and will later on specialize in cost
management and incentive control in the subject area. Cilingiroglu will be working in the
field of accounting management after graduation. Moreover, Cilingiroglu actually works at
Dep. X. In his daily work, he experiences the cost problem and is concerned that a lot of
money is lost here, when it could be used for better purposes. Through him, the co-authors
were enlightened about the problem. The management confirmed that they were troubled
about it, but were yet to identify the underlying reason. At this point, the authors saw the
possibility to analyze the problem and be helpful in providing potential solutions. As the
authors have connections to the department as well as the industry, they believe they will
be able to focus on key factors and ask relevant questions.

The first reflections that the authors made regarding what could be the source of the prob-
lems was that it was related either to motivational issues or a too high turnover among the
personnel, as illustrated by figure 1 below. However, to get a better understanding and a
broader view, a pre-study was conducted at Dep. X. Both the logistics manager and the
group manager were interviewed and the result of the pre-study is presented in section two.

High Statt

Turnover

Motivation

DDs and WDs=High costs

Figure 1. Early Stage Model of the Problems at Dep. X
1.3 Research Approach: Case Study

To solve the problem at Dep. X, the authors have chosen to conduct a case study. The me-
thodological aspects concerning this will be explained now, while a more detailed review of
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the method in large will be dealt with in section four. Byrman (2002) characterizes the case
study as studying in depth a certain case or situation. It is important to point out that the
purpose of a case study is not to find general patterns, but to study a specific type of cases
or a single case alone. In the thesis case, the researchers chose to use both qualitative and
quantitative methods and even though many of the pleaders for case studies often choose
qualitative methods, a mixture of the two is not uncommon. The researchers chose to col-
lect and analyze data continuously. They started off by conducting a pre-study, and then
analyzed the material in order to identify and close in on the problem. More data was then
collected and analyzed in several steps until the authors found they had enough informa-
tion to make a conclusion. This method is illustrated in figure 2 below.

Figure 2 Research Method; Case Study.

1.3.1 Comparative Design

To locate the source of the problems, the authors chose to benchmark Dep. X against
another department; Dep. Y. This is called a comparative approach. To the greatest possi-
ble extent, the same data collections will be conducted at both departments and then a
comparison will be made between them. Dep. Y was chosen because of the fact that it is
basically the same size and within a reasonable geographical area Apart from this, Dep. Y
also carries significantly lower costs of damaged products, meeting the expectations set by
the central organization.

1.4 Disposition

Section 1 has dealt with an introduction of the thesis topic and basic methodology, and has
informed the reader about the global furniture company Dep. X belongs to.

Section 2 will account for how the pre-study of the research was performed, as well as the
findings of it. It will describe the operations of Dep. X and elaborate on the cost problem.

Section 3 will contain a problem discussion, and hypotheses, concerning the cost problem,
that will be of importance in suggesting a viable solution to Dep. X. Also, this section will
state the purpose, and limitations, of the research.

Section 4 will report on methodological aspects, the proceeding of the research and short-
comings. The scientific perspective will be explained thoroughly. Also, validity and reliabili-
ty issues will be dealt with.
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Section 5 includes the theoretical framework for the study.

Section 6 will contain the findings of the research. The data from the survey as well as in-
terviews and answers, in full text, will be found in the appendices. The data will be
processed; described and commented on, in this section.

Section 7 is an analysis of the cost problem connected to the operations of Dep. X, justify-
ing the chosen theories and how conclusions have been drawn.

Section 8 concludes the authors’ work.

References and appendices finish the thesis.
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2 Pre-Study at Dep. X

In order for the authors to obtain a clearer view of the circumstances at Dep. X and the problem at hand,
as well as for the reader to be informed about this, a comprebensive pre-study was conducted at Dep. X.
The findings of that study are the context of this section.

After the authors had made the decision to do their research on Dep. X and the cost prob-
lem there, they realized the need for broad inside information on the operations of the de-
partment. This was to get a clearer view of the department and where the cost problem
may lie and to see whether or not the original reflections the authors had made were cor-
rect. The pre-study consisted of one interview with the logistics manager at Dep. X, and
one interview with the group manager at Dep. X. Also, the researchers browsed the corpo-
rate website to find more information about the company.

2.1 Findings of the Pre-Study

The findings of the pre-study interviews are the tasks of the logistics department, the tasks
of individual employees at Dep. X, and some important aspects in the operations of Dep.
X. Also, an elaboration on the cost issue at Dep. X is presented. The remaining part of sec-
tion 2 presents these findings.

2.1.1 The Logistics Department

Since the thesis company operates worldwide and carries such a large product range, it has
a large logistics branch, which is responsible for handling the distribution of products all
the way from contractors to warechouses. Within each warehouse, there is also an internal
logistics department, which is responsible for unloading and organizing the products as
they arrive at the warehouse. The goods must flow from the trucks into the shelves of the
warehouse, so customers can buy them. In between these stages of movement of goods,
freight must be examined and supplemented, registered, sorted and separated, and sent to
the right place in the warehouse; shop, customer shelf or storage area.

Every day, thousands of products are handled at the logistics department, and the em-
ployees there must struggle to be as efficient as possible so that all products a customer
may demand are available at all times. Goods are packaged in flat parcels, transported by
train, ship and trucks to be as cost- effective as possible. To be able to handle the logistical
work task well, the employees must know all the activities going on in the warehouse and
the locations of all products. Having full control of the warehouse and finding solutions to
the logistics problems that may appear is a huge duty.

It is the responsibility of all employees working at the logistics department to examine
goods for damages, and to handle freight efficiently. But it is the explicit responsibility of
the logistics managers to make sure routines and methods are in place for handling so that
logistics costs are held low. The group manager and the logistics manager are the ones car-
rying this joint responsibility.

2.1.2 Pre-Study- Interview with Logistics Manager and Group Manager

Below follows a selection of the questions and answers from the pre-study that the authors
found to be relevant. The questions and answers can be found in their full length in appen-
dices 1 and 2. The answers from the logistics manager are from an interview conducted
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2008-09-25 and the answers from the group manager are from an interview conducted
2008-10-02.

How does the introduction for new employees work?

“The introduction information is of higher quality when we do not have peak deliveries;
when there is not too much work coming in” said the logistic manager. While the group
manager’s answer was “It works well. We have a check list and introduction agenda for
new employees”. Both agreed on that the new employees should ask questions more fre-
quently.

How do you inform your employees?

Both respondents answered the question almost identically and mentioned the same infor-
mation sources when informing the employees. “Through 5 min meetings, staff meetings,
e- mail concerning departmental meetings, a notice board, and the department magazine”
both said.

What kind of cost problems do you have at the logistics department?
The logistics manager said: “Our main problem atreas are DD and WD costs”.

The group manager mentions other logistics departments: “We have been compared to
other logistics department in other warehouses, and we have larger damage costs on DDs
and WDs than they have”. He continues:” Mainly, the latter one is a problem, since they
are unsellable products. Even since we built the external warehouse, these numbers remain
high.” The group manager also tells the researchers about a group called ‘Cost hunters’,
which works with detecting sources of these costs.

What are DD and WD?

The logistics manager explains DDs: “DDs stands for delivery damages; damaged freight in
the deliveries. Those become a logistics cost when we miss to report them, but if we report
them, no money is lost for the warehouse”. He carries on: “If we have received a damaged
product and notice that it is broken, we have the possibility to take a picture of it and re-
port it as a DD, if this is done before the pallet leaves the quay”. Explaining WDs, he says:
“WDs stands for warehouse damages, and are damages that the employees cause in the
transporting and filling up of products, and this is a big problem for the logistics depart-
ment, since the warehouse carries the cost”. He also adds that this is a big problem in terms
of money and a big problem in relation to the customers, because of the sight of the dam-
aged products around the warehouse. He says: “this does not look good; it gives bad pub-
licity for the brand”. What is more, he says that they have to become better in both areas.

The group manager does not agree with the last mentioned above: “Mostly, we are very
good at spotting DDs” he says. He persists; “WDs are warehouse damages, caused by cus-
tomers or by employees due to lack of space, and this a big problem for the logistics de-
partment”.

2.1.3 Dep. X at the Company

It is not in the scope of this thesis to be concerned neither with the entire furniture com-
pany, nor its logistics departments in general. The focus of the problem discussion will be
logistics Dep. X in one of its warehouses. Also, a benchmarking study will be performed,
contrasting Dep. X with the comparable logistics Dep. Y in another warehouse.
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Dep. X operates actively every morning between 5 am and 10 am, unloading and filling up
products before customers arrive. About 10-14 employees carry out these tasks each morn-
ing. The manpower varies depending on the workload, illness and other unpredictable fac-
tors. Some employees operate forklifts [FL], while others use pallet jacks [P]] to the areas
the forklifts cannot access, to move goods. The fork lift operators are not only to unload
trucks, but also finish off task lists they receive each morning. The task lists contain orders
about which products that are out, and thus need to be refilled to where, and from what
place they should be picked up.

While some employees unload trucks and label freight, others fill up shelves and unpack
goods. It is however the assignment of all employees to check freight for damages and re-
port them, as well as removing damaged products from shelves and keeping the warehouse
neat. There are also employees starting work at 9 am, who work at the customer shelves
[CS] department during opening hours. These employees also hold a responsibility in re-
porting damages. Moreover, the pickers [P] also hold a responsibility in removing damaged
goods.

2.1.4 How Dep. X Should Operate

For the logistics department to work efficiently, some important aspects that are vital to its
operations will be discussed in the following section.

2.1.41 ‘Introduction Agenda’

The company has a formal ‘Introduction Agenda’ for all new employees at its logistics de-
partments. It consists of a 4-day program covering all security issues, garbage sorting, and
rules and routines for all tasks at the department. This introduction program is translated
into English and presented in figure 3 below.
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Name:

Day 1 date...

Review of the checklist for new employees
Review of the local forklifts rules

Safety round

Reportingincidents ard forklift accidentreport
Handling of waste

Cumpreherwsivereview ol the warehouseroulines

et ReRHReow K0

Comprehensivereview of the external storage

Day 2 date...
Work with unloadingincoming freight at the warehowuse with co- worker
Simplified review of how to work at the store area

Ny e

Work with co- workerat the externalstorage

Day 3 date...
Before 10 o clock
Workin the stream

Work with co- workerat the C5 Area

0

*,
- .4

b SN A S

Simplified review of rcutines at the CS Area
Affer 100 'rlock
Basic theory of the internal network system

*,
.‘0

B R

Review ofthe CSarearoutinesin the network
Review of the CS furniture routines

e

Day 4 date...
Review of the store arzaroutines
Work In the store arez with co- worker

< D

Figure 3 Introduction Agenda at Dep. X.

2.1.4.2 ‘Checklist for New Employees’

Also, one of the things on the introduction program is a run through of the ‘Checklist for
New Employees’ translated into English and presented in figure 4 below. The introduction
program contains a work description, handing out of clothes and materials, authorization
matters and local security affairs. Also, this checklist contains an item saying that new em-
ployees are to be informed about delivery damages and warehouse damages.
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‘Checklist for New Employees’

Hand out the work description

Doy/wWD

Hand out local forkliftrules
Gothroughthe safety document

Hand out “the red alert” pocketbook
Showthe meeting place in case of evacuation
Emergency exits

Fire extinguisher

Environmental stations and the handling of those
Hand out schedule

Hand out department plan

Hand out service protocol

Hand out gloves and knife

Hand out phone lists

Locker

Postbox

Passage card

Forklift shoes and clothing

Mametag

Accesstotheinternal network
Accesstodepartment room
Breakfastand lunch

Hand out routine booklet

Orderin the warehouse's storage areas
Signthe contract

Figure 4 Checklist for New Employees at Dep. X.

2.1.43 ‘Task list’

All employees at the logistics departments are also given a “T'ask List’, which can be found
translated into English in figure 5 below. This thoroughly spells out which responsibilities
they are held accountable for. Some important paragraphs are about ensuring the right
quantity of the right quality is filled up, unloading and filling up effectively and in a safe

manner, and cleaning up.
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Report to: group manager, depariment manager
The job description is

fo strengthen "the warehouse’s" position as Sweden's leading home decoration company

# Correctly, efficiently and safely handle the flow of goods from amval to selling

—ks

a1ea.

The primary work tasks are to:

¥

zuarantee that the actual quantity and quality is being refilled when necessary

¥

Unload deliveryin an efficientand safe way

¥

Reload delivery in an efficient and safe way

¥

Follow the logistic stream in a safe manner

¥

Store goodsin a safe way in the stated place
Performinventory checks and immediately reportdeviations

v

¥

Transportwrapping to nearest environmental station
Cleanupyour messand help keeping the warehouse ina clean condition

¥

¥

Contribute and take part in the department’s development

¥

Remove dangerous objectsto achieve asafe and secure settingfor ourselves and our
customers

¥

Share your knowledge and experience with yourcolleagues

¥

Carry the responsibility for one’s own development, both socially and behaviorally and
keeponlearning each day

Figure 5 Task List for Employees at Dep. X.

2.1.4.4 5 Minute Morning Meeting

Dep. X has a 5 am morning meeting before work, to brief the employees on the amount of
freight that has arrived in the dawn, and the tasks of the individual workers during the
morning. This meeting also has a motivational aspect. The group manager holding the
meeting tells the employees that they have to work hard.

2.1.45 Departmental Meeting and Information E-mail

Every two weeks, the logistics department holds a departmental meeting. All forklift opera-
tors are invited to take part of the agenda. For those employees working the current day,
this is salaried time, while those who drop in only for the meeting do not get paid. The
ones who have been present are expected to inform those who missed the meeting about
the agenda. During the meeting, contemporary problems or highlights are discussed. If
something new is about to happen at the warehouse, this is elaborated on. Also, it is dis-
cussed how effective the handling of goods is. The main goal of this meeting is to address
how the department can work more efficiently, and to give active feedback to the em-
ployees.

After this meeting has been held, the group manager sends an e-mail to each and every FL
employee at the logistics department. This is a chance for those who did not attend to
catch up on what was said, as well as for those who were present to update their memory
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on it. The employees are then supposed to read the e-mail and reply ‘Ok’ to the group
manager so he knows the employees have read it.

2.1.4.6 Information Notice Board

The information notice board hangs at the location where the 5 minute morning meeting
takes place. At this place, all information that has been sent out to the employees by e-mail
and been brought up in the meeting, is put up, so they can take part of it during their work-
ing hours.

2.2 CostlIssue at Dep. X = Damaged Goods

The main problem, as found out in the pre-study, lies in that Dep. X carties significantly
larger costs than comparable departments, but the reason is unclear. Numbers show that
more freight is damaged at this department but no one has detected the undetlying reasons.
Continuous work, targeted at decreasing these costs, is done. For instance, the warchouse
has built an external storage area to redistribute goods in a more efficient and practical
manner. Also, the warehouse has formed a group called *Cost hunters’, whose mission is to
detect damage costs and their origin. Employees have been informed that the cost of dam-
aged goods has to be decreased. However, the department does not really know where to
focus its efforts. Finding out this will be the objective of this thesis.

Before the authors can continue to elaborate on the phrases ‘damaged goods’ or ‘damaged
products’, they have to define what a damaged good is from the perspective of the ware-
house and more importantly in the eyes of the customer. A damaged good is when a prod-
uct cannot be sold. The actual product may be broken, but does not even have to be dam-
aged. It is enough that just the package is broken or smashed, since a customer will be un-
willing to buy it.

At the department, which will from now on be called Dep. X, there are two main kinds of
damages, and hence two kinds of associated costs (see figure 6).

Delivery Damages (DD)

)

Warehouse damages (WD)
- Emplqree.f anfluernce

- Customers tnfluernce

I
* Direct -@ indirect damages

Figure 6 Delivery Damages (DDs) and Warehouse Damages (WDs). (Own Figure.)

Warehouse
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These two kinds of damages, as presented in figure 0, are:

Delivery damages, from now on termed DDs. These are damages on incoming freight
to Dep. X from the company’s other storage areas. DDs occur mostly when the truck
is being loaded with the goods that are going to be delivered to the warehouse, due to
that the supplier wishes to fill up the truck as far as possible. DDs also occur during
transportation, when goods have been piled in the wrong way. The pootly piled goods
fall over in the truck so they get smashed and damaged. If detected and reported before
the freight has been unloaded, Dep. X gets back the total sum of the damage cost, and
thus this cost is carried by the storage area that sent the shipment. If the damage is not
detected and reported however, this becomes a cost carried by Dep. X, called ware-
house damage.

Warehouse damages, from now on termed WDs. These happen at Dep. X, and may be
the result of the employees’ carelessness or accidents, when employees break goods in-
tentionally or unintentionally. For instance when they hit the product with the forklift
or when they drop it on the floor from some height. In addition, WDs occur when the
employees fail to spot DDs, because undetected DDs automatically become WDs. A
WD may also be inflicted by customers. These can be divided into two subtypes; direct
and indirect damages. The direct damages are the ones that appear when a customer
deliberately breaks the package of the product, for instance to see how the material
feels, and takes a new one. The indirect damage occurs when the customers shuffles
over a damaged good on another product so the customer can reach a flawless one un-
derneath or behind the damaged one, but, in doing that, the customer damages a
second product without intending to. Figure 7 presents this situation. The grey areas
are shelves, the beige ones are pallets, green areas are products and black spots are
damages. In picture (1), a damaged product lies on the pallet to the left. A customer is
going to buy such a product, but does not want the damaged one, so she pushes over
the damaged product on the pallet to the right. In doing so, she simultaneously damag-
es the product at the top of this pallet as she hits it with the originally damaged prod-
uct.




Figure 7 Indirect Damage Inflicted by Customer. (Own Figure.)

From this, one realizes that the cost issue lies in WDs, as they incur the greatest costs in
Dep. X’s financial statements. This is so because any detected DDs will never become a
red figure for Dep. X.

2.3 Target Levels for WDs

Each warehouse in the chain has a weekly target of not exceeding an accumulative WD
level of 0.3 % of their total products. This target is centrally imposed. The reporting of
WDs (and DDs as well) is done on a ‘damage report form’, presented in Figure 8 below. In
this form, one fills in the product code, delivery code (if it is a DD), number of items and
product name of the damaged product. One signs it and takes pictures of the damage and
then hands the report to the superior at the department, most often the group manager.
Then, these reports are compiled into a weekly report of WDs, which is put up on a notice
board in the personnel entrance.

_ [pamage report form

DeLivery DaMaGEs WEEK

WareHousE DaMaGEs WEEK

Item Quantl- | Serlal number Product name picture | signature
ty Item article Guantity Product name signature

article

Figure 8 Damage Report Form.

The weekly report separates the WDs into product codes, for instance ‘bedroom’, ‘kitchen’
and ‘carpet’. It contains the weekly statistics as well as a column accounting for the accu-
mulated damage level over one year (for instance September 2007- September 2008).

Studying this report for accumulated WD levels, one immediately notes that Warehouse X
does not meet the 0.3 % goal; its accumulative damage level being in the range 0.1 - 1.3%
depending on what product code one is interested in. There are 13 different product codes,
and Warehouse X meets the accumulated goal for 8 of these product codes. What is inter-
esting is that for the remaining 5 product codes, the numbers far extend the target level, as
presented in table 1 below.

Product code WD level, Week 25 Accumulated WD level

‘living room storage’ 1.0 1.2

24



‘bedroom’ 0.6 0.9
‘office’ 1.2 0.6
‘plants, pots and supplies’ 1.4 0.6
‘extras’ 0.1 1.0
Total 0.4 0.5

Table 1 Accumulated WDs at Dep. X; Product Codes Which does not Meet Targets.

The company’s year starts in September, and the numbers are taken from June 2008, which
means they mirror most of last year.

The total accumulated WD for the entire warehouse is 0.5, which is still above the 0.3 goal.
The measurement of accumulated WDs 0,3 is a measurement for all the company’s prod-
ucts, which means that they are expected to sell 99,7% of their entire stock.

It must be noted, however, that the figures of damage levels only represent those damages
that have been reported. This does not mean the actual damage level is consistent with
what is reported. If no one reports existing damages one week, the department reaches the
target. But then, they would eventually have to report those damages. The damages would
therefore hit the proceeding week’s damage levels, making those higher.

The authors found a pattern in the report; mostly large and heavy things such as wardrobes
and tables were damaged.

2.4 Conclusion of Pre-study

After having conducted the interviews with the logistics manager and the group manager,
the authors started analyzing the data in order to form their own opinion about the various
reasons to why Dep. X is facing higher WDs than other comparable departments. Four dif-
ferent aspects were discussed and highlighted and these are presented in their full length in
section 3.

¢ Flaws in communicating knowledge (presented in section 3.1.1)
e Flaws in working environment (presented in section 3.1.2)

e Flaws in motivation (presented in section 3.1.3)

e Flaws concerning customers (presented in section 3.1.4)

These four aspects are then, to the extent that is possible, linked to relevant theories. The
theories are mentioned briefly in section 3 and explained in their full length in section 5.
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3 Problem

This section reports the problem discussion and hypotheses concerning the cost problem that will be of impor-
tance in suggesting a viable solution to Dep. X. Also, this section states the purpose and limitations of the
research.

The authors are interested in finding out why Dep. X carries significantly larger WD costs
than comparable departments, and believe that this can be corrected if the reason is identi-

fied.

Through a case study approach, the authors investigated:

if the department has a great deal of undetected DDs, and

e if employees at the department for some reason create a lot of WDs, and

e if customers carry much responsibility for the WDs, and

e if some other reason, such as lack of warehouse space may be the reason for the

high frequency of WDs.

3.1 Hypotheses

The assumption made in this research is that DDs and WDs lead to costs, as presented in
tigure 9.

DD
\‘ Costs
WD -

Figure 9 DDs and WDs Result in Costs. (Own Figure.)

The authors have some general hypotheses of what may be the reasons for the huge costs,
and why the amount of DDs and WDs is so large.

3.1.1 Flaws in Communicating Knowledge

¢ Employees do not know what DDs and WDs are.

e Employees are not aware of that not reporting a DD makes it a WD, and this is
important to be aware of since the cost never appears until this stage for the de-
partment. Therefore, they do not understand the importance of reporting DDs.

e Employees do not know how to do the reporting or that it is supposed to be done
at all.
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e Employees believe that there exists some kind of insurance on damaged freight, so
that there is no cost issue. This leads to moral hazard, which is an information-, as
well as insurance- problem (Aktiesite.se, 2007). The theory goes that if one believes
there exists some kind of insurance or protection against the consequences of one’s
actions, one will not take measures as to prevent them. This implies unnecessary
use of resources, and would in this case imply that avoidable costs are incurred.

At Dep. X, employees get individual lists to cope with during their working day, and per-
haps work is aimed too much at individualism, so that there is no climate for asking co-
workers these things. Perhaps the introduction and morning briefing is not done carefully.
To investigate these potential flaws concerning DDs that become WDs or WDs that isn’t
reported and removed from the store. Surveys as well as interviews will be conducted with
employees at the department. Also, the authors will perform a benchmarking study by
comparing figures for Dep. X with Dep. Y on how much DDs they report. If Dep. X car-
ries out this task as desired; reporting all DDs, these numbers should be the same for both
departments, as their freight comes from the same supplier.

This hypothesis led the authors to look further into communication theories and later on in
section 5, Shannon & Weavers’ communication model is presented, though an extended
version that also contains the term feedback. Even though other areas and theories within
communication are discussed, this will be the model the authors put most focus on. See
section 5 for more information and an elaboration on theories to support the hypotheses

and purpose.

3.1.2 Flaws in Working Environment

e Employees do not have the time to report DDs.

To investigate if this may be the case, the surveys and interviews, as well as benchmarking
study, will also be directed at finding out if the work load is too large. Workers may simply
feel too stressed out by their basic work tasks, and not making time to taking care of dam-
age reporting. Employees are working very independently with lists, so perhaps there is no
collective responsibility in dealing with damage reporting.

e There is not enough space to carry out the work, so WDs become inevitable

One of the aspects Dep. X has so far been focusing on has been the issue of space. Shelves
do not allow for much air between pallets and this may be a contributing reason to why
WDs occur. This will be investigated through interviews, checking the attitudes among the
employees and the group manager as well as benchmarked versus Dep. Y.

This hypothesis is some extent related to motivation theories, such as Vroom’s expectancy
theory, but also the broken window theory. Both these theories are explained in section 5.

3.1.3 Flaws in Motivation
e Employees simply ignore reporting DDs.

This may be because many of the employees at Dep. X are newly employed or working
there only temporarily or very little, so they do not feel a great deal of responsibility for this
issue. In short, they do not know that it is one of their work tasks. When it comes to WDs
found in the warehouse, it may also be the case that an employee ignores reporting a WD
because no one else has. “Why should I do it when no one else has?”” The surveys to some
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extent, but especially the interviews, will be aimed at trying to figure out if this may be the
reason.

To give their reasoning in this area a more scientific approach, the authors have used a
theoretical model to connect their hypothesis to. Vroom’s expectancy theory has been cho-
sen for this purpose. The basic meaning of it is that there is a connection between what an
employee expects from a job, and if he or she will feel motivated in conducting it. The
model is thoroughly explained in section 5.

3.1.4 Flaws Concerning Customers

e Customers damage goods, thus resulting in WDs.

Since customers are in fact able to touch, move around and hence break things, the authors
will ask the managers about their opinions, as well as make a general observation and com-
parison of the frequency of WDs at a department the customers have access to [customer
shelves] and one in which only employees reside [external warehouse]. Also, one aspect of
the research will be an investigation of the warechouse premises; to find out how much
more damages there are after customers have been in the warehouse versus before custom-
ers enter the warehouse. This way, it will become clear if customers’ actions have a large
impact on the WDs.

No theory is directly connected to this hypothesis, however the broken window theory is
used as a tool for improvements. The investigation of damage levels was conducted and,
from that, the researchers came to a conclusion concerning this aspect.

At this early point, the authors believed that the problem was mostly related to flaws in
communicating knowledge. This is illustrated by that this aspect is the largest box in figure
10. The design of the interviews and surveys thus focused more on this aspect than the
other three.

Flaws in Communicating

Knowledge

Flavwez in . Flawes
; Flawars [n .
Wn.rkm.g Motivation Conecerning
envinonmeant Custorers
% L’ |’ ”

DDs+WDs=High Costs

Figure 10. Pre-study Model of the Problems at Dep. X (Own Model).

28



3.2 Research Questions

The hypotheses, which were confirmed after the conclusion of the pre-study are developed
into a couple of general research questions which was examined through surveys, inter-

views and an investigation of damage levels, as well as a benchmarking study against Dep.
Y:

1. Are employees at Dep. X aware of how reporting of damages is made?
Are employees at Dep. X aware of the costs of DDs and WDs?

Is the communication between managers and employees sufficient?

S

Is the work load too large on employees to be able to report damages?

5. Is there a lack of space to carry out the work properly without suffering damages?
6. Are employees at Dep. X unmotivated to report damages?

7. Do customers have a large impact on damage levels?

The researchers initially intended to conduct merely surveys, but quickly realized this would
not suffice, since an empirical investigation of the cost phenomenon in its context must be
done. Therefore, multiple sources are required.

3.3 Normative Purpose

By investigating the factors mentioned in section 3.1 in depth at Dep. X, the authors will
aim to reveal the now unknown reason for WDs, and develop a model to illustrate how to
solve the problem. At this point, the authors believe a big part of the cost issue is commu-
nication flaws, as described above in figure 10. By this, the authors mean that the depart-
ment seems to have failed in communicating the knowledge concerning damage reporting
and damage costs to its employees. Therefore, the research will largely be aimed at investi-
gating if bad communication of knowledge contributes to costs. Also, the researchers will
examine if other factors may be part of the problem, such as space issues.

As there exists little knowledge about the problem today, this research will aim at getting a
basic comprehension of, and explaining, damage costs as well as a deeper understanding of
the reason behind it. A mix of an explanatory and an exploratory research approach will be
performed. It will be found out what the reason is for the WDs and to some extent why
this is so. The exploratory aspect will deal with explaining what is happening at Dep. X and
gaining insights about the problem. The explanatory aspect will account for why Dep. X
carries such large damage costs; establishing a causal relationship. Indeed, there must exist
some organizational problem at Dep. X, since it is carrying these disproportionally large
costs. If the authors would not be able to identify the problem, at least the factors in sec-
tion 3.1.1 can be eliminated from the focus from there on.

The aim is for the outcome of this research to be practical advice for Dep. X. The pur-
pose of the thesis is to develop a model for Dep. X to aid in solving the problem of
large damage costs. Thus, the study will have a normative approach and act as guidance.
The researchers will prescribe, and suggest, potential solutions so that the department will
be able to focus its attention to this problem and thus cut costs.
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3.3.1 Practical and Theoretical Relevance

The cost issue at Dep. X is a large one and vital to deal with for the warehouse. This inves-
tigation will therefore be of great practical importance to Dep. X and certainly also to the
other logistics departments at the company. Hopefully, it may also be useful for other de-
partments or companies struggling with similar problems. The thesis will provide a method
for dealing with such concerns and may act as guidance in how to evaluate the origin of a
cost issue.

Theoretically, the outcome of this thesis is not clear to the authors at this stage. Since this
research deals with such a specific problem, the outcome will probably not be generizable,
neither theoretically nor empirically. However, this does not mean the contribution will be
insignificant. It the authors reveal the underlying problems for the cost issue in logistics
Dep. X, this may be the daybreak of a new way to theorize about these matters.

3.4 Limitations

3.41 Dep.X

The authors will limit themselves to investigating one department, which struggles with the
mentioned cost issue, namely Dep. X. Also, a benchmarking study will be done versus
Dep. Y. Dep. Y has been chosen on the grounds that it is comparable in size and turnover
and also a successful Swedish logistics department, concerning damage costs, within this
furniture company.

3.4.2 DDs and WDs
No other costs than DDs briefly and WDs extensively will be dealt with.

3.4.3 Employee Perspective

Employees will be surveyed and interviewed and a group manager and logistics manager
will be interviewed for this purpose. Indeed, they will probably hold differing opinions
about the problem. Therefore, the authors wish to make clear that since the logistics work
is mainly carried out by the employees, their perspective will be the dominant one in identi-
tying the problem. However, the perspectives of the managers are as important, perhaps
just because of the distinction between what they and the employees believe to be the
problem.

Customers will not be dealt with at all, more than a study where the authors will investigate
the magnitude of their impact on damages.

3.4.4 Target Audience

Dep. X and its managers will gain from the findings of this thesis, as the reason for the cost
issue will be detected. If efforts are focused at eliminating it, costs can be dramatically cut.
Indirectly, other stakeholders will gain as well, such as employees and customers.
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4 Methodological Aspects

This section will account for what research strategy and methods that have been used in order to fulfill the
purpose of this study. 1t concerns how data was collected, how samples were selected and a justification of
these choices.

The result of this applied research will be of immediate relevance to the managers at Dep.
X, and will hopefully solve the problems the department is dealing with. To fulfill this pur-
pose, the design of the methodology must be as follows.

4.1 Scientific Approach, Method and Data

Since the studied phenomenon is a specific cost problem and only potential reasons for the
high damage costs have been proposed, the authors did not assume any solution to the
problem before the study was conducted. A pre-study was performed to get the necessary
pre-understanding to conduct the research. Also, as mentioned, one of the authors is em-
ployed at Dep. X, which gave more knowledge and insight. Each one of the hypotheses
suggested in section 3.1.1 was examined in a case study of Dep. X, and the nature of the
study must therefore be hermeneutic. The focus was to understand the dynamics within the
single setting at Dep. X. Also, the approach was a mix of explorative, explanatory and at
best normative, as explained in section 3.3 above. The authors strove for basic comprehen-
sion of the particular cost situation as well as deeper knowledge on its origin and hoped
that this would act as guidance in solving the problem.

4.1.1 Hermeneutic Perspective- Interpretation

The hermeneutic perspective is often used when studying complex matters where one can-
not manipulate variables easily. Since the research subject of this thesis is a social setting
and a cost problem, in order to fulfill the purpose, the researchers focused on understand-
ing and interpretation. To investigate the complex setting and what factors may be the
reasons for damage costs, the researchers needed to play an active role in the interviews,
being very involved and interpret data in an experienced way, since it was difficult to dis-
tinguish between facts and understanding. The researchers allowed themselves to be sub-
jective insiders and for instance considered body language and feelings in the interviews,
and made the interviews flexible. The research method was designed so that the researchers
came close to respondents and understood their work situation. Due to these reasons, the
research outcome was mostly specific and did not allow for generalization. This was so be-
cause the specific situation at Dep. X cannot be reproducible; its complexity stems from its
social actors- the employees.

There was no definite starting point for the research and the end point was known first
when the research arrived at that point. The researchers did not know at an early stage why
damage costs were high, so they needed to investigate some hypothetical factors. It may be
the case that none of these factors is the true reason for the high damage costs at Dep. X,
and hence, the research may be incomplete when it is finished. However, the researchers
had a good pre-understanding of the subject through pre-studies, and a thorough compre-
hension of potential reasons for the damage costs. Still, the research was inevitably conti-
nuous work from theory, to reality, to facts, to theory, to reality and back to facts or a new
theory. This is the method used when conducting s case study and is explained in section
one. If the outcome is a new theory, the research outcome will be definitive and generaliza-
tion can be made.
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Most of the research resulted in qualitative data. It dealt with managers and employees and
how they experienced their reality and acted in their work. Their attitudes and values were
revealed. Therefore, interviews were chosen to collect data. However, a short survey, along
with an investigation of damage levels, resulted in some quantitative data. Fieldwork in the
form of interviews and surveys was performed for this goal to be accomplished, so that dif-
ferent parts of the context of the problem could be studied and interpreted to create a pet-
ceptible whole.

4.1.2 Positivistic Perspective- Empirical Data From Investigation of
Damage Levels and From Surveys

Scientific investigations of quantities of damaged goods at different hours of the day were
also made, and the outcome of this was empirical, quantitative data. Description and expla-
nation is needless in this part of the study, since it is highly structured and the researchers
are allowed to stay objective and external to what is studied. Data was measured mathemat-
ically, counting the occurrence of damages at different points of time during the day. After
this investigation, the researchers tested one of the hypotheses and hopefully found some
cause-effect relationship between customers and damages or employees and damages. This
is called a positivistic approach.

4.1.3 Data Collection; Secondary and Primary Data

Secondary as well as primary data was collected for the researchers to perform this re-
search. The secondary data consisted of literature, to broaden the researchers’ knowledge
but also information from the company such as documents. As the pre-study resulted in
some general hypotheses, the authors collected books and academic articles on motivation,
communication and logistics to form a theoretical framework and use this as a support in
forming questions and so on for the interviews and surveys. To find the needed data the
authors searched the university as well as city library, and databases such as Jstore, Julia,
Emerald, Google scholar, and ABI/inform. Several keywords were used, such as logistics,
motivation, communication, transport damage, transport cost, warehouse and many others.
These English keywords were also translated into Swedish to return more hits.

Moreover, the corporate website of the company has been browsed for information. Also,
some secondary data, like corporate documents, was collected from the group manager at
Dep. X. Some statistical data on DD reports was collected from the group manager at the
DC supplying Dep. X and Dep. Y.

The primary data was collected through an interview- based pre-study, surveys, interviews,
an investigation of DD reporting and an investigation of damage levels at the warehouses.
Also, a benchmarking study at Dep. Y was used to investigate if communication of know-
ledge is better there than at Dep. X. This benchmarking was also used to discover other
factors that may be of importance. The purpose of the primary data was to find answers in
investigating the specific phenomenon, and the construction of the research methodology
was done in the manner most suitable for this purpose.

4.2 Abductive Research Strategy
After having conducted the pre- study, the authors had developed some general hypotheses

about the situation at Dep. X. Communication- and motivation- theories, which may aid in
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understanding the problem, were examined more closely. However, at this point, it was un-
clear to what extent they would be helpful.

Sticking to either an inductive or deductive strategy was not possible at this stage. Instead,
the researchers, subsequent to data collection, abducted the most likely reason for the large
damage costs. Abductive reasoning is justified since very little was known about the
problem beforehand, and theories was merely used to support the exploratory
process of the problem investigation. The departure in this research was mainly the pre-
study, supported and somewhat combined with existing theories within the communication
and motivation field. Then, the researchers made empirical investigations, but the goal was
to come up with own conclusions and an approach to reveal the problem at Dep. X, rather
than testing theory. Thus, there is interface among induction and deduction, where theory
and empirical findings have interacted throughout the research.

The research might, however, take an inductive turn if the findings result in the crafting of
a novel theory about the cost problem at Dep. X. Another reader might, on the other hand,
think that this research is deductive, in that the starting point is to some extent theoretical
facts resulting in hypotheses and later data collection. However, the authors have used
these theories mostly as support for the research process and to hypothesize, and the re-
search does not have the deductive structure, but is in fact more flexible. There is no de-
velopment of a clear theoretical position that was tested through data collection. The re-
search is too specific and uniquely related to specifically Dep. X to predict outcomes, and is
hence abductive.

4.3 Validity, Reliability and Objectivity- Critics

4.3.1 Validity

The internal validity issue in research concerns how well findings match reality. This re-
search is very problem oriented, and thus the researchers believe they have been able to
measure what they were supposed to. The pre-study focused the research and allowed for
looking into certain communication and motivation theories, that aided in forming ques-
tions, but other aspects, such as space shortage were still also looked into. The researchers
made a great effort in asking the right questions, allowing them to be open-ended and the
interviews flexible, so the respondent was not trapped in answering a certain way. Also, the
researchers were able to explain questions and let the respondents elaborate freely, to en-
sure the vital aspects of the problem at Dep. X were covered. The choice of respondents
has been evaluated to ensure the findings are broad, taking into account the warehouse at
large and Dep. X in depth.

External validity concerns whether findings can be generalized to other situations. To take
this into account, the researchers collected as much information as possible, and made the
study broad. This way, a reader with a similar problem at hand can decide if this case is
helpful. However, as this study is hermeneutic, it is not readily generizable outside the
frames of this area. The authors wish to underline, once more, that generalization is not a
main purpose in this research and as mentioned in section 1 the purpose of a case study is
not to present generizable results. The value instead lies in specific case knowledge and
solving a unique problem.
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4.3.2 Reliability

It is hard to reveal the reliability of this study, since the researchers make no claim to
present an objective truth. Findings have been subjectively interpreted to investigate the
problem at Dep. X. Another independent researcher performing the research would prob-
ably not do it in the same way. Perhaps another researcher would hypothesize other factors
to test and do the investigations in another way. Also, one of the main data sources in this
research is the interviews. The proceeding of these was very flexible, as they were semi-
structured, and all in all, the answers were snapshots of what the respondents experienced
at the moment. The work in a department like this one is complex and many factors inter-
play. Therefore, the researchers are not eager to claim the reliability of their research. This
will be for the managers at Dep. X to judge. The reliability of the interviews could have
been increased by posing the same questions again in a different form or by repeating the
interview at a later date, but the researchers found that the cost of doing so would out-
weigh the benefit.

Apart from this there are a couple of other question marks to consider. The received sur-
veys from Dep. Y were fewer than expected; the authors only got 11 returned out of a total
25. This means that some conclusions drawn from the data collected might not be com-
pletely accurate. Apart from this were two of the interviews from Dep. Y conducted over
the phone which leaves a higher risk for misunderstandings and misinterpretations. Also
due to shortage of time and because of the geographical location of Dep. Y the authors
were unable to make the same observations of damage levels there as in Dep. X and they
did not have the possibility to attend the morning meeting at Dep. Y. All these factors ne-
gatively affect the reliability of the comparison between the two departments.

4.3.3 Objectivity

As one of the researchers is employed at Dep. X, the reader would perhaps question his au-
thority and credibility. However, all of the researchers have made an effort to partake in the
entire research process and have had thorough discussions throughout the progression.
The authors have found that their opinions correspond and the employment of one of
them has only made the research more insightful.

Moreover, the data are supplemented in full text in the appendices, in order for the reader
to infer how the researchers came to certain conclusions. Data are honestly represented
and analyzed.

4.4 Ethical Considerations

Even if this research is performed for Dep. X, the warehouse wishes to stay anonymous
due to competitive reasons. The negotiation of access was done on the basis of this secre-
cy. The authors and the warehouse agreed that the authors were allowed to elaborate very
informatively about the operations of the department and information about the ware-
house chain as long as its name was never mentioned, so the thesis would not appear in
web searches on the company name.

Also, the respondents are anonymous. The researchers have had to take this into account
in their reporting of findings. Characteristics that could perhaps been used as variables
among respondents (that is, more than how long they have worked at the company) have
been excluded to ensure their anonymity.
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4.5 Proceeding of the Research

To begin with, the authors joined in on the wish to do a study within the field of cost man-
agement. Since one of the authors happened to be working at Dep. X, and has much in-
sight in the cost situation there and holds the trust of the managers and employees, the au-
thors quickly decided that there was where they wished to perform their research. The en-
tire research is a case study of the cost problem at Dep. X, but the construction of it is a bit
unconventional, since it has had an abductive approach.

First, as presented in section 2, a pre-study was performed. The aim of this study was to
develop greater insight into the operations of Dep. X and the cost problem. After the con-
duct of the pre-study, the authors consulted relevant theoretical research, such as motiva-
tion and communication theories. This theoretical frame was important at this stage since it
could be of value for the construction of the research. However, as stated in section 4, the
authors were not convinced that the theories would come in handy at this point in time.
The theoretical frame was used more as supplementary guidance to insights developed in
the pre-study.

Next in the research, when the authors had hypothesized some problem areas in Dep. X,
they crafted a research proceeding that would answer the question of what the reason is for
the large damage costs. A series of interviews, a survey and an investigation of damage le-
vels would be performed both at Dep. X and at a comparable department; Dep. Y, which
does not experience these damage cost issues. To this extent, the research is hence a ben-
chmarking study. However, the researchers have not been able to perform the research in
exactly the same manner in both departments, so the findings from Dep. Y have been used
with caution. This shortcoming is further elaborated on in section 4.6 below.

Also, it must be noted at this point that the research took new turns at times when certain
findings were revealed. For instance, the authors did not intend to hand out surveys to as
many respondents as they later on did. This was due to that the authors realized the impor-
tance of giving the surveys to more respondents only after having conducted some of the
interviews. Moreover, the authors realized in the middle of the research that it would be
preferable if they could interview a manager at the warehouse’s supplier, to investigate the
damage reporting done both at Dep. X and at Dep. Y.

Below, the proceeding of the different research areas is explained.

45.1 Interviews with Logistics Manager, Group Manager and Employees

The interviews are considered a large weight in the research, since that is the one part of
the research that may actually explain why damage levels are so high at Dep. X. Observa-
tions, for instance, only shows what happens, not why. By this, the researchers mean that
the interviews will result in the richest data.

45.1.1 Selection of Questions

Before the researchers held interviews with the logistics manager, group manager and em-
ployees at the department, they drew a mind map and tried to figure out the possible un-
derlying reasons for the damage goods costs (see Figure 11). This was mainly based on the
pre-study and own insights. With the help of the mapping they could see a clear picture of
the problem and possible underlying reasons for the damages and the cost the damages re-
sulted in. With the help of the mapping, the authors formed applicable questions that
would help them in their investigation (appendices 3-7). The mapping was also the basis of
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the survey questions. These questions concerned communication of knowledge, motiva-
tional factors and work environment issues. Also, a general question was formed on the
respondents own opinion on what could be done to improve the damage situation at Dep.
X.

Employees view
Spuce shortige Insurance
Other Warehouszes High cast
Debiversy Damages (DD)
Customers
WareLowie DﬁM‘H‘ (WD) Laformation to the employees
Motivation

Intro for the new emplo*l;ree

Figure 11 Mapping of Issues at Dep. X, Made in Order to Construct Interview Questions.

Semi-structured interviews were considered to be the best approach due to the partly ex-
planatory purpose of this study. However, the managers were asked certain questions and
employees were asked other questions, since they have different responsibilities and work
tasks, and all of the same questions cannot be relevant for both managers and employees.
Forms for structure and support, listing relevant questions, were made. A form with ques-
tions was made for the employee interviews (appendices 6-7), and another initial form was
made for the manager interviews (appendices 3 & 5). However, this form had to be revised
(appendix 4) for the interview with the group manager at Dep. X, since the authors found
it interesting to reveal more of his opinions and since he seemed to be most knowledgeable
about the operations of Dep. X. Some closed questions were asked to obtain specific in-
formation and confirm opinions, but the interviews consisted mostly of open- ended ques-
tions. The authors then evolved the questions when necessary during the interviews, and let
the interviewee elaborate quite freely. Depending on respondents’ answers, proper atten-
dant and probing questions were asked. The research would gain most from open ques-
tions as they give room for flexibility, the authors believed.

45.1.2 Selection of Respondents

Stage number two before the interview was the selection of respondents the authors were
to interview. So they picked out five persons, with the following roles (presented in table
2), in the departments.

Department Dep. X Dep. Y

Position Logistics manager --
Group Manager Group Manager

Employees, properties Forklift operator (perma- | Forklift operator (perma-
nent). Worked for 17 years. | nent). Worked for 28 years.
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[E1]

[E4]

Forklift operator (paid by
the hour). Worked for 5
years. [E2]

Forklift operator (paid by
the hour). Worked for 1, 5
years. [E5]

Forklift operator (paid by
the hour). Worked for 4
months. [E3]

Forklift operator (paid by
the hour). Worked for 4
months. [EQ]

Table 2 The Respondents in the Conducted Interviews.

The logistics manager and the group manager were included in the study since they are the
managers working at Dep. X, and have insight into logistics damages. The other three em-
ployees are of great importance because workers are the ones that come in contact with the
DDs and WDs in their daily work. However, this research does not cover a census sample
even if that would have been desirable, due to time, practicality and access restrictions.
Therefore, the researchers chose to interview three of them, only on the basis of how long
time they had been working at the company, since the authors believed this will affect their
attitudes towards their work and more specifically towards damage control and reporting.
This sampling technique is called non-probability sampling, which carries the implication
that generalizations cannot be readily made outside the sampling frame. Still, this technique
was chosen as it allows for judgment in sampling and is easy to perform.

More specifically, quota sampling was performed, where one subject was chosen from each
stratum; the strata here being the amount of time the respondents have worked at the de-
partment. These five interviewees work together; their relation to one another is illustrated
in figure 12. The logistics manager is responsible for the entire department, but the group
manager works closer to the employees. However, the corporate culture stresses that man-
agers as well work on the floor often, so the employees work alongside the logistics manag-
er as well, with different tasks. By interviewing these five respondents, the authors would
reveal each one’s perspective on the cost problem. The authors needed to obtain a good
understanding of the workers opinions and perceptions to determine the concrete underly-
ing reasons for the damage costs that occur in the warehouse.
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LOGISTICS MANAGER
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MANAGER

EMPLOYEE 1 EMPLOYEE 2 EMPLOYEE 3

Figure 12 Schematic Structure of the Respondents’ Relation to One Another. (Own Figure.)

45.1.3 Setting

The interviews took place at a neutral setting, after the respondent’s choice, so he/she
could relax. The managers were interviewed at their respective warehouses. Two of the
employees at Dep. X were interviewed at the warehouse, and the third was interviewed at a
coffee shop. One of the employees at Dep. Y was interviewed at the warehouse, and the
others were interviewed by phone. A tape recorder was used in all interviews where the re-
searchers and respondent met in real life and the phone interviews were conducted at
speaker phone so they could also be taped. Of course, the researchers asked for consent in
taping the interviews and this was no problem for any of the respondent. Also, they were
informed that they could withdraw from the research at any time or avoid answering ques-
tions if they felt uncomfortable. Also, they were informed that their answers would be
anonymous. Therefore, they will only be named E1-E6 and the only information given
about them will be how long they have worked at the department.

The reason for why the authors taped the interviews was for them to be able to listen to
responses once more, in order to ensure the researchers understood answers correctly. The
researchers wrote down comments about behavior as well as citations during the inter-
views. Still, the interviews were afterwards written down in full text, excluding only gram-
matical or syntax errors, and a few adjustments to make them coherent. The full records
are found in appendices 3-7.

45.1.4 Data Processing and Analysis

The results of the interviews are long accounts of responses. These were cleaned up lin-
guistically and grammatically. To categorize, the answers were divided into the hypothe-
sized problem areas in the results, analysis and conclusion sections. This made the data
more manageable and comprehensive. The researchers discussed the answers, tried to es-
tablish relationships and contradictions and tried to depict problem areas. Also, the an-
swers will be linked to the theoretical frame. At the analysis stage, parallels were drawn to-
wards the data collected from the surveys and investigation of damage levels. This way, the
hypotheses were tested and a conclusion drawn.
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45.2 Surveys

Additional to the interviews that were made, the researchers also decided to carry out indi-
vidual ad hoc surveys directed at more of the employees, in order to give the research a
backbone and obtain a clearer picture of the damage situation. The surveys were conducted
both in Dep. X and Dep. Y.

45.2.1 Selection of Questions

The survey was self- administrated, constructed in a way that would make it easy to answer
and that would not take much of the workers time, because of their busy work schedule.
On top of the sheet, there was a short text explaining the purpose of the study and the
general character of the questions. Filling out the survey took approximately 5 minutes.
Questions were short and to the point, to ensure a large response rate. While a few re-
quired a full sentence to answer them, most required only one word.

The researchers aimed at figuring out what respondents think and how they behave in their
work. Questions were directed at finding out if the respondents knew what DDs and WDs
were and if they knew whose responsibility it is to report and remove damaged products.
These issues concern if knowledge is communicated to the workers properly. Also, the re-
searchers were interested in the motivational aspect of cost savings; if respondents knew
where cost savings end up. Two questions were directed at how respondents took part of
information; via e-mail and via the notice board. Also, a question concerning the work en-
vironment, namely the work load, was asked.

Answers to the surveys, in short form, can be found in the results section, as well as in the
appendices in their entire length. In appendix 8, questions as well as responses to the sur-
vey at Dep. X can be found. In appendix 9, questions as well as responses to the survey at
Dep. Y can be found.

45.2.2 Selection of Respondents

Many of the employees that are dealing with damaged goods participated in the survey, to
strengthen the weight of the results.

In the survey sampling, the researchers used a probability sampling technique, namely stra-
tified sampling, because this technique is better than random sampling, as it reduces sam-
pling error. Also, because the researchers suspected there were relevant differences among
the strata. The subsets, in the population of employees at Dep. X, were ‘forklift [FL] opera-
tors’, ‘pallet jack [P]] drivers, and ‘customer shelves [CS]” personnel. The researchers car-
ried out 20 surveys, divided in the following way among the workers; approximately 10 FL,
5 [PJ] and 5 [CS]’. The reason why the proportion of FL operators was so great was be-
cause those workers are the only ones that encounter DDs, and they are also the ones to
mainly encounter and report WDs on a daily basis, and they work at the logistics depart-
ment. For this reason, the researchers wished to have a greater proportion of FL respon-
dents, as they are more relevant than the others. The other 10 surveys were included to
contrast the answers, and reveal if the respondents at different departments and with dif-
ferent work tasks were truly aware of their responsibilities. The task of CS personnel is to
accept responsibility for the products during opening hours, after the FL. operators have
performed their work, and hence, they hold an important perspective. The PJ drivers refill
the store area, and thus hold a responsibility in reporting WDs, and they were included in
the survey to reveal if they were aware of this.
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4523 Setting

The surveys were given at different times, since all employees are not present simultaneous-
ly at the departments. The researchers wanted to perform the surveys with physical contact,
to build trust, inform them about the purpose of the survey as well as achieve a high fre-
quency of answers. This was done at Dep. X. However, it was not possible at Dep. Y.
Here, the researchers had to leave the surveys to the group manager and he distributed
them to respondents at different times.

45.2.4 Data Processing and Analysis

The survey responses were compiled into the different categories of employees; FL, PJ and
CS employees. The results can be found in appendices 8-9 and consists of tables reporting,
for the first five questions, on if the answer to questions was correct, for example if the
respondent knew whose responsibility it is to report a certain damage. The last three ques-
tions were compiled by Yes/No answer, for instance if they considered their workload to
be too large.

Since the surveys were performed with 20 of the approximately 50 employees at the logis-
tics department, and this is a quite large proportion [40%], the results may be considered
quantitative findings. These results were compiled into statistics, since that made them eas-
ier to interpret and comment on. It was investigated how many of the employees that were
aware of their responsibilities versus what the managers believe, and these figures were
compared between Dep. X and Dep. Y. Also, the other questions in the survey were ana-
lyzed in comparison to managers’ beliefs and to what would have been preferable answers.

4.5.3 Investigation of 5 Minute Meeting

The researchers also performed a participant observation (‘observer as participant’) of the
five minute morning meeting at 5 am at Dep. X to form their own opinion and interpreta-
tion of it, and mainly to see if a lot of and what kind of information that is communicated
to the employees. Mainly, the authors were interested in what way the group manager men-
tioned DDs and WDs. Alongside with attending to listen to the information, the authors
also stayed for approximately 10 minutes to monitor the work flow.

In Dep. Y, the authors were unfortunately unable to attend the morning meeting and only
got information about it through the interviews.

45.3.1 Data Processing and Analysis

Since this part of the research is observational, the authors have no figures or answers from
respondents to this part. Instead, a qualitative account has been made on what happened at
the meeting. The data outcome was primary, as the researchers noted everything that hap-
pened and was said. To a certain extent, however, the data is also experiential, as the re-
searchers noted their own opinions and feelings and what seemed to be the feelings of the
subjects that were present. The authors then compared the outcome of this with what the
point of the meeting is, to see if they corresponded. The point of the meeting is informing
employees enough for them to be able to conduct their job, with focus on DDs and WDs.
In section 7 the meeting is analyzed and focus is on whether or not the aim was met.
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4.5.4 Investigation of Damage Levels

After the interviews with the two managers, the authors got split depictions about the dam-
age situation in Dep. X. The logistics manager claimed the main problem leading to dam-
aged goods was that the employees did not have adequate education about WDs and DDs
and how to report them. The group manager, on the other hand, draw an entirely different
picture where the customers were in focus, causing most of the damages. Two managers
with two different views caused a tricky situation for the authors, a state that had to be in-
spected, before they could go on with the thesis. The researchers therefore needed to find
out how efficient the reporting and removing of WDs were at the warchouses and how
both FL, PJ] and S and CS personnel behaved towards the damaged goods; if they took
their responsibility to keep the warehouse in a clean condition.

4541 Setting

The researchers constructed an investigation, the main demand was that it would be easily
understood when findings would be presented to Dep. X. Also, it is too complicated and
time-consuming to investigate the whole warehouse and go through all the product series
for WDs. So the researchers decided to perform a simple test. At three different times dur-
ing opening hours they decided to visit the warehouse and note the number of damaged
goods, as well as messy areas, that were very easy to spot. The criterion was that the prod-
uct would be easily detectable and obviously damaged in a way that would make it unsella-
ble. The criterion for the messy areas was unacceptably untidy areas that needed to be
cleaned up for the store to look in a good condition. Examples include wrongly placed
goods and empty packages. The definition of a damaged product in this investigation is a
product group. Thus, several of the same products could be damaged, but are counted as
one, since they lie at the same place and were to be detected simultaneously. The research-
ers noted how many such damages and messy areas there were in both the store area and
the CS area at the different hours to see how many of the WDs that were recovered and
how many of the messy areas that were cleaned up by the personnel that was working.

The first visit was at 2 pm, the middle of the day. At the second visit, at 7 pm, just before
closing time, the researchers went back to investigate the same goods and see if they were
ordered, replaced or removed by the workers during that period of time; S and CS person-
nel, and also see if other damages had occurred, inflicted by customers. The last visit, at 10
am (opening time) the next morning, would show the authors if new damages had occurred
and what happened to the old ones during the logistics personnel shift. During this period
of time, PJ and FL personnel had been working. This little test would clear up the situation
to some extent on the magnitude of the customer impact. Also, it would show the contri-
bution of the different kinds of employees; if the workers took their responsibility as they
should at different hours of the day.

454.1.1 Dep. X Versus Dep. Y

This test was first conducted at Warehouse X and then at Warehouse Y. The authors do
not name them Dep. X and Dep. Y now, since the investigation was conducted both in the
store area and in the CS area. However, there was a difference between the tests in X and
in Y. The one at Warehouse X was done during the above mentioned period of two days,
while the test at Warehouse Y was done merely during a period of one day. The reason for
this difference in the study is related both to time resources and geography.

Therefore, at Warehouse Y, one visit was made at 10 am in the morning and a second one
at 3 pm in the afternoon. In this investigation, only some of the impact of customers as

41



well as some of the contribution of S and CS personnel will be revealed. (While both CS
and S, as well as PJ and FL personnel were investigated in Warehouse X.) However, a quick
run through of the warehouse was done at Y to control the general level of WDs.

The findings of these investigations are found in section 6.

45.4.2 Data Processing and Analysis

The researchers discussed the statistics of the investigation, to see if certain employees do
not take their responsibilities seriously or if customers inflict many damages, thus reveal
potential problem areas. At the analysis stage, parallels are drawn towards the data collected
from the surveys and interviews. This way, the hypotheses was tested and a conclusion was
drawn.

455 DD Reporting- Comparison of Dep. X and Dep. Y

For the researchers to reveal if Dep. X is in fact worse at reporting DDs than Dep. Y, they
would also investigate the statistics of reported DDs in Dep. X as well as Dep. Y for the
petiod September 2007 through September 2008.

4551 Setting

To acquire the needed statistics, the researchers contacted the “Head Distribution Central
of Products” for the warchouse chain. Fortunately, both warehouses have the same DC,
which meant the researchers would only need to meet with a manager at this DC. Also, the
implication for the research is that since the same supplier sends freight to both ware-
houses, one would expect the DD levels to be approximately the same, proportionally.

The researchers got in contact with one of the group managers, who is responsible for
DDs, at the DC. He presented the DD statistics from Dep. X and Dep. Y and explained it
thoroughly. He also explained the rules of how the pictures of a DD should be taken and
the criteria to get back money on DDs for the warehouses.

455.2 Data Processing and Analysis

The numbers of reported DDs at Dep. X and Dep. Y is compiled in Table 6, in section 6.
Also, the figures were supplemented by their statistical proportions. To understand the ta-
ble, some explanations of concepts are also presented. In the analysis, the researchers com-
pared the two departments to see if any patterns were revealed.

4.6 Shortcomings of and Reflections on the Research

In general, this research has been very time- consuming, due to that the authors chose to
approach a specific problem, aiming at solving it for Warehouse X. Also, since the purpose
has been to reveal the problem at the department, the researchers have found themselves
taking on a very large task. The scope of the research expanded from merely surveys to in-
clude interviews and investigations as well. Still, the nature of the problem is so unique and
complex, that the researchers would have wanted to spend more time doing research; more
interviews, more surveys and more investigations. The time at hand for this project did not
allow for this, sadly.

Since this research is not strictly scientific, there are several methodological aspects that can
be considered shortcomings..These are.described uhder the vagious subsections below.
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As the case at hand is a practical and specific one, some of the authors’ hypotheses have
been difficult to relate to essential scientific theories. For example, while flaws in commu-
nicating knowledge, flaws in motivation and also to some extent flaws in working envi-
ronment could be connected to scientific theories, flaws concerning customers could not
be connected in the same way. There is hence a mix of inductive, deductive and abductive
research in this examination.

Also, the scientific aspect of the research can be questioned. It will be hard for the reader
to follow some of the interpretative roads the researchers have taken in analyzing and
compiling the empirical findings. This is often easier if the outcome of research if hard sta-
tistics, compiled from SPSS. In this research, hypotheses have been based a lot of hunches
and analysis has been based a lot on common sense and own interpretation, making it sub-
jective. Additionally, the potential conflict between being an objective researcher and an
employee at the department for one of the authors has been an issue all along, as has been
pointed out earlier in this thesis. This has also led to that the research has become even
more time- consuming, since the other two authors have critically reviewed all his contribu-
tions.

46.1 Interviews

Since the problem at Dep. X is largely unknown, the researchers have hypothesized and
constructed questions for the interviews according to this. Although, the forming of the
questions and the focus of them can be criticized for being subjective, especially since one
of the researchers is employed at Dep. X. However, this is not necessarily a shortcoming,
since the researchers consider themselves very knowledgeable concerning Dep. X and the
cost situation. And what better way is there to construct questions than by observing the
department from within and being subjective.

After having held the interview with the logistics manager at Dep. X, the researchers rea-
lized that the questions needed to be worked on, and that more questions need to be asked
to the group manager. Therefore, the questions to these interviews do not correspond ex-
actly. However, the findings do not suffer from this, since the logistics manager did not
have too much knowledge in the field of the additional questions asked to the group man-
ager.

Also, at Dep. Y, only the group manager was interviewed. This was due to that the logistics
manager could not find the time to do the interview and also because the group manager
and logistics manager at Dep. Y talked about the questions that were to be asked before-
hand and came to the conclusion that they would respond in the same way, so they felt it
unnecessary for both of them to partake in the interviews. However, this is sad because
one of the suggested problems at this stage was that a problem in Dep. X was the flawed
communication between the two managers. (As has been mentioned in section 2 about the
pre-study, and as will be presented in the empirical findings, these managers hold quite dif-
ferent views on the operations of Dep. X as well as on the damage problem.) Therefore, it
would have been of interest to investigate if the managers in Dep. Y actually do agree
about DDs and WDs and the operations of the department to a greater extent than the
managers in Dep. X do.

What is more, the participant bias, which is quite common in these kind of interviews were
the behaviors and attitudes of employees at a problemized workplace, is not considered an
issue in this research. Participants may give inaccurate responses due to that they wish to
appear better than they really are. However, this is where the researcher who is employed at
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the department comes in handy. Not only did he build trust during the interviews with the
employees, he would also have known if respondents tried to distort results. Concerning
the interviews with the managers, on the other hand, this cannot be ensured to the same
degree.

The issue of interviewer bias is more relevant in this research, since the interviews were
semi-structured, and the researchers asked probing and attendant questions when answers
were not satisfactorily elaborated. It cannot, in fact, be known if respondents were affected
by this in their answering. If present, this bias was reduced by taping the interviews and
making full records of them to ensure the interpretation of answers was correct.

4.6.2 Surveys

Furthermore, the questions in the survey were designed in a way that made it difficult for
the authors to interpret the answers and compile them into tables. Answers to the open-
ended questions sometimes differed so much, so the researchers found it was the best to
compile the findings by the criteria if the respondent had answered correctly or not. This is
however explained more thoroughly in appendix 8-9. This shortcoming could probably
have been avoided by doing a pilot survey beforehand. However, the findings are relevant
and useful anyway, so the research does not suffer from this either.

The researchers compiled the data into tables and calculated statistics for what percentage
of the employees answered the knowledge questions correctly. This quantitative data out-
come can be questioned, as it is a small sample of 20 respondents at each department. Al-
though, it is a large proportion; approximately 40% of the employees at Dep. X, but signif-
icantly less at Dep. Y answered the survey.

4.6.3 5 Minute Meeting

The 5 minute meeting was observed one morning only. The purpose was to examine what
the focus of the meeting was and especially if the group manager mentioned DDs and
WDs. This purpose was accomplished, but one could question if it is enough to visit mere-
ly one of these morning meetings to obtain a clear picture of this, due to the potential time
error. An example of this is when the researchers happen to be present at a day when
productivity was unusually low. Also, in attending, the researchers may alter the results by
their mere presence.

4.6.4 Investigation of Damage Levels

Due to the fact that the authors were unable to repeat the exact same investigations and
routines in Dep. Y as were conducted in Dep. X, the benchmarking between these two
could be questioned. The data show the contribution of all personnel at Dep. X and only
for some of the personnel at Dep. Y. Also, the difference in impact of customers cannot be
revealed, but this is not necessary, since the researchers do not believe that customers be-
have radically different in the two warehouses. These findings are of course still useful,
since the focus of this research is Dep. X, while Dep. Y is only investigated for compari-
son.

On the other hand, it must be mentioned that this investigation was only done at one occa-
sion. Generalization is thus impossible, since this could be a bad or good day. For weightier
results, the researchers should have performed the investigation numerous times. However,
the researchers did not find the time to do this.
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4.6.5 DD Reporting- Comparison of Dep. X and Dep. Y

The statistics of reported DDs in Dep. X as well as Dep. Y that the researchers got hold of
was for the period September 2007 through September 2008. While a period of one year is
sufficient for this investigation, since it was not of interest to investigate this longitudinally,
one might perhaps have wished to split the figures up into monthly statistics, instead of

merely annual.
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5 Theoretical Framework

In order to later on interpret the findings of this research, the researchers, and the reader as well, will need
the background information accounted for in this section. The authors report basic theories and previons
findings in the field of communication and motivation and briefly touch upon the subject of logistics. The
broken window theory is also presented. The theories in logistics are meant to give the reader a broader un-
derstanding while the theories concerning commmunication, motivation and working environment are meant to
be used in order to solve the problemr at Dep. X.

5.1 Logistics

Logistics is a broad concept, covering all processes in the supply chain (Harrison & van
Hoek, 2008). It is the planning, conducting and controlling of flows of information, ma-
terial, products, services and money. The design of logistics operations is determined main-
ly from the customers’ demands and its goal is to meet those demands as effectively as
possible by coordinating available resources and functions (CSCMP, 2008). This is a great
challenge in all companies.

In the current company, the authors will limit themselves to the logistics of Dep. X, where
the problem is the ‘waste of defects’, as it is termed by Harrison & van Hoek (2008, p.
195). Deficiencies are resource-consuming, Harrison and van Hoek (2008) claim, and the
further down the supply-chain the defect goes, the more it will cost the company. If a cus-
tomer buys a damaged product and notices it at home, the customer will have to return it,
which will not only hurt the relationship with the customer, but also be costly in return
handling costs. Therefore, it is vital for companies to extend their defects work to their
suppliers, so companies get as little incoming defects as possible (Sadler, 2007). For in-
stance, while it may be in the interest of the supplier to send full loads of freight, this may
not be cost effective if half of the goods arrive broken at their destination. Also, companies
need to focus effort on in-house operations, since defects may appear here as well. One vi-
tal aspect of this work is to make sure there is enough space for housing all products, but
not so much that they become dispersed.

Further, this thesis will deal with information logistics. The authors believe that communi-
cation of work tasks may be a challenge in the logistics operations at Dep. X. More infor-
mation on communication 1s given in section 5.3.

5.1.1 Costs of Poor Quality (COPQ)

To give the reader a broader understanding of the problem associated with logistics, differ-
ent types of costs that are associated with logistics and poor quality will be presented.
These will also emphasize the importance of preventing damages before they occur, or as
early as possible, as this saves the company a great amount of money. This theory is also
used in the analysis to emphasize the importance of working with pre-emptive measures.

The term COPQ is explained as the total sum spent on prevention, appraisal and failure
costs (Krajewski & Ritzmann, 2005). These can be divided into four different categories:
internal failure costs (associated with defect goods that are found before the customer rece-
ives it), external failure costs (associated with defect goods found after the customer has re-
ceived it), appraisal costs (incurred to determine the level of conformance to quality re-
quirements) and prevention costs (incurred to keep failure and appraisal costs to a mini-
mum. These can further be regarded as controllable poor quality costs (appraisal and pre-

46



vention) and resultant poor quality costs (internal and external failures). For a more struc-
tured review on COPQ), consult table 3 below.

5.1.1.1 Prevention Costs

Prevention costs are things identified before they occur (Krajewski & Ritzmann, 2005).
They involve costs such as redesigning the process to remove the cause of poor perfor-
mance, redesigning the product/setvice to make it easier to produce, educating employees
in the methods of constant improvements as well as working with suppliers to raise the
quality of purchased items or consumed services. In order to make performance more effi-
cient, companies have to invest money, effort and additional time.

5.1.1.2 Appraisal Costs

According to Krajewski & Ritzmann (2005), appraisal costs are costs associated with mea-
suring, evaluating or auditing products to assure conformance to standards or require-
ments. This could for example mean test and inspection, supplier acceptance sampling and
auditing processes.

5.1.1.3 Internal Failure Costs

Internal failure costs, as mentioned above, are all costs that are revealed before the product
or service reaches the customer. For example this could be scrap, rework, overtime (poor
quality related) and re-inspection.

5.1.1.4 External Failure Costs

According to Krajewski & Ritzmann (2005), external failure costs arise when a customer
discovers a defect service or product after she has received it. Examples of this are
processing customer complaints, field repairs, recall costs, returned goods, warranty costs
and loss of reputation.

Clarke (1999), in his book Success through quality’, discusses the idiom, “one ounce of pre-
vention is worth one pound of cure”. This basically means that if you prevent a problem in
the earliest stage it will save you a lot more money than if you solve it later in the process.
For example, it could cost one dollar to prevent a problem, ten dollars to find it and one
hundred dollars to fix it.
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CONTREOLLABLE EESULTAMNT

POODR-LHMITATITY COST POOR-LMTATITY COST
Prevention cost | Appraisal cost Internal error cost |External error cost
*Quality planning | "Receiving inspec. | *Sceap *Field repairs
*Customer surveys | Tzource inspec. *Rewvark *Recall costs
*Mlarketing reseach | *Test *Design changes *Returned goods
*Education & *Quality audits *Downgrading W arranty costs
Training TAudting process | *Reinzpection *Los: of reputation
*Design reviews *Outside *Cheertime *Processing

certications poor quality cUstarmers
related. complaints

Table 3 COPQ. (Own Figure, Derived from Cost of Poor Quality, 2008.)

5.1.2 Previous Studies in the Field of Logistics

Few studies have been made regarding the topic that the authors have chosen. The prob-
lem at Dep. X is a very specific one, and though logistic departments or companies have
been forced to deal with damaged goods since the dawn of time, companies have different
routines and strategies for coping with the problems they face. The authors have found
studies or reports that concern a subpart of their topic, for example transportation costs
and damages within the transportation sector. Although, these studies have had very dissi-
milar purposes and theoretical frameworks, which means the authors have not been able to
use them more than slightly for reference assistance.

5.2 The Power of Context- Broken Window Theory

This theory is used as one of the cornerstones in the analysis, when it comes to flaws in
working environment.

Malcolm Gladwell (2001), in his famous book “The Tipping Point, describes the scene in
New York, where crime had reached colossal proportions in the 1980s and early 1990s and
then dropped sharply. His theory is that the increase happened because crime follows the
same pattern as epidemics. But the interesting thing is why it so suddenly came to a halt.
‘The Power of Context’ is a theory suggesting that conditions and circumstances in times
and places affect a mighty deal of outcomes. Small things in our context affect our beha-
vior tremendously. In NY, illegal drug trade spawned violence and unemployment and mi-
nor problems, like graffiti, acted like invitations to more serious crime (Gladwell, 2001).

David Gunn was the man who put ‘the Broken Window theory’ into practice, through
cleaning the NY subways from graffiti and William Bratton was the transit police leader
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who acted very seriously on fare beating. Although, the Broken Window theory is the
brainchild of criminologist James Q Wilson and George Kelling. Their idea is that crime is
a result of disorder. If something, even small, is broken or messy, people who walk by get
the impression that nobody cares and no one is in charge. More things will be broken, in
the end resulting in chaos and anarchy. A signal is sent, saying “anything goes”. There is an
agreement among social criminologists and police officers that leaving a window broken
will result in all other windows being broken as well (Broken Windows, 1982). Since beha-
vior is contagious, the problems will snowball. The tipping point to chaos can be a person,
acting in an ignorant manner, as well as something physical, like disorder (Gladwell, 2001).
So while the benefit of fighting minor disorder may not seem worth while compared to the
cost spent on it, one must bear in mind that small efforts may lead to larger changes.

In NY 1994, Mayor Rudolph Guiliani appointed Bratton as the head of the NYC Police
Department to use the same strategy in the city at large as he had used in the subways.
Crime fell drastically! Bratton realized the solution was that tinkering with small details
would reverse tipping points (Gladwell, 2001).

Psychologist Philip Zimbardo reported on some Broken Windows research in 1969, where
he had placed a car without plates in Palo Alto, California, and another one in the Bronx
(Broken Windows, 1982). The one in the Bronx was vandalized within minutes, and as
soon as one person had attacked it, others joined in. The car in Palo Alto was left un-
touched for several days, until Zimbardo broke part of it with a sledgehammer. That was all
it took for others to join in on the sabotage. Within hours, that car was destroyed as well.
An important note to make is that the vandals appeared to be mainly respectable adults.

The implication from this social- environmental theory is that because behavior is a func-
tion of social context, trends can be turned around if minor details are dealt with. This also
concerns the behavioral patterns of the workplace. If one person puts a good example in
reporting damages, others will follow. If the work area is always clean, workers will not wil-
lingly be the ones littering it. On the other hand, if the workplace is untidy, no one will
make an effort to throw that piece of string in the litter-bin rather than on the floor. If the
store is messy and not cleaned by employees, customers will not feel guilty if they make
even more of a mess. If the shelves are full of damaged products, no one will care about
reporting them all. But if only one damaged product protrudes from the otherwise orderly
store, employees will feel obliged to remove it, since it does not belong there.

This theory will be used as support for suggesting some minor adjustments to Dep. X, as

noted mainly in comparison with Dep. Y, but also at the investigation of damage levels at
Dep. X.

5.3 Communication Theory

To look closer into the hypothesis that the problem at Dep. X is caused by flaws in com-
munication, the authors have chosen to present various theories within communication.
These will then be linked to the problem, some to a greater extent than others.

The word communication is derived from the Latin word ‘communicate’, which means that
something becomes in common. Communication is, according to Lind, Nilsson and Gus-
tavsson (2000), the most important instrument for exercising leadership and unifying work-
ers in an organization. According to Nilsson & Waldemarson (1990) it means that you
convey or share something, for example thoughts, actions or values. Communication is
thus a social process that takes place in a social system where the participants bring expec-
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tations and attitudes that affect the messages that are exchanged. This interaction takes
place through many different channels simultaneously, for example language and speech,
behavior and distance. Through these, the message is conveyed and communication occurs.

5.3.1 Process School and Semiotic School

In his book on communication theories, John Fiske (1997) presents two different major
schools that have had a large impact on research within communication. These are also ac-
knowledged by Nilsson and Waldermarson (1990) in their book Communication: Interaction be-
tween humans, and are called the process school and the semiotic school. The process school
regards communication as transformation of messages. It focuses on how the transmitter
and the receiver codes and decodes the message plus how the senders use different chan-
nels and media to communicate- that is, the process conveying the message. This is illu-
strated in figure 13 below. Communication is regarded as a process through which a person
affects someone else’s behavior and mood. If the effect is different or less than estimated
this school has a propensity of talking in terms of failed communication, and further inves-
tigating the different steps in the process to determine where the failure occurred. The
process school often relies on social studies, such as psychology and sociology.

The second one, the semiotic school, regards communication as creation and exchange of
opinions. This school focuses on how messages interact between humans to create mean-
ing. It uses the term denotation and does not necessarily regard a misunderstanding as
failed communication; this can be caused by cultural differences between a transmitter and
a receiver (Fiske, 1997). This theory will not be explained further since the authors choose
to focus on the process school as support for the analysis.

5.3.1.1 Process School

5.3.1.1.1 Linear Model

The most influential and acknowledged model within communication is Shannon and
Weavers ‘Mathematical theory of communications’. It was developed during the Second
World War and was primarily focused on finding a way to optimize the use of different
communication channels (Fiske, 1997).

Shannon and Weaver identify three different levels of problems in communication studies:

Level A How exactly can the symbols of communication be trans-
terred?

(Technical problems)

Level B How accurately do the transferred symbols express the de-

sired meaning?

(Semantic problems)

Level C How efficiently does the received meaning affect the beha-
vior in the desired way?

(Efficiency problem)
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The technical problems on level A are the most simple to understand. The semantic prob-
lems are also easy to identify but very difficult to solve. At this stage, there are cultural fac-
tors to consider, which are not specified by the model. The meaning is anchored as much
in the culture as in the message. Efficiency problems could indicate that Shannon & Weav-
er regard communication as manipulation or propaganda. For example that A has not

communicated efficiently with B when B reacts in another way than A desires (Fiske,
1997).

Recieved
Message Signal signal Message

Source Transmitter N Receiver Destination

Figure 13 Communication; Transmitter and Receiver. (Own Figure, Derived From Fiske (1997).)

The communicating process starts at the source, who determines what type of message that
is to be transferred. The transmitter then transforms the chosen message into a signal that
is transferred to the reciever through a communication channel. Noise is everything that is
added between the transmitting and the recieving and was not intended by the source. This
process is presented in figure 13.

Feedback is a term that Shannon & Weaver do not use, but something that successors have
pointed out as an important part of the communication chain. Shortly described, feedback
is the transformation of the recievers’ reaction back to the transmitter and gives the
transmitter the possibility to adapt his message to the reciever’s needs and a chance to give
a response if the communication happens face to face. Other types of communication
channels, where no face to face communication occurs, often mean that the possibility to
give and receive feedback is strictly limited. Feedback helps the reciever to feel like an
active part in the communication process. Through the fact that the transmitter takes the
reciever’s reaction into consideration, the reciever tends to be more inclined to accept the
senders message. This makes the communication more efficient (Fiske, 1997). This model
is used as a tool to analyze the communication at Dep. X.

5.4 Communication Within Organizations

Communication within organizations is different from many of the other forms of com-
munication since it is expressed in very structured and formalized outlines. Factors like hie-
rarchy, status and formalized organization schedules somewhat complicate the communica-
tion. One can divide organizational communication into two different types; internal,
which concerns the communication taking place within the company walls, and external
which mainly concerns the communication between suppliers, customers and other inter-
ested parties. In this thesis, focus will be primarily on internal communication. The theories
explained below are used in the analysis.
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5.4.1 Internal Communication; Formal and Informal

Internal communication can be further divided into two separate areas, formal and infor-
mal communication. The formal communication consists of official messages mediated by
the company. Examples are information pamphlets, internal newspapers and other written
information. Another way to communicate formally, although more indirect, is through the
organizational culture. This sometimes expresses itself through organizational schedules
that visualize a company’s formal communication channels. In some organizations, formal
rules are laid out in ways so that the employees cannot dodge the formal communication
channels.

The informal communication consists of interpersonal communication that does not fol-
low formal channels. Rogers & Agarwala-Rogers (1976) declare that the Hawthorne study,
conducted between 1924 and 1933 in Hawthorne works outside Chicago, has shown that
informal communication has a positive effect on employees’ motivation and therefore also
the company’s productivity. The informal communication often contributes to whether or
not a company reaches its goals. This is so even though the communication is not con-
trolled by, and in many cases not directly influenced by, the management. While the formal
communication to some extent is forced on the individuals within an organization, the in-
formal communication often arises spontaneously. The informal communication is also of-
ten less structured and predictable then the formal. In difference to the formal communica-
tion, the informal communication takes place on all levels and in all directions within an
organization; both vertically and horizontally.

5.5 Motivation Theories

After performing the pre- study, the authors came to the conclusion that one aspect of the
problem was that the employees were not motivated to conduct the necessary work tasks.
To further pursue this theory, the authors have chosen to look closer at Vroom’s expectan-
cy theory, as it would be the most relevant motivation theory to connect to the problem at
Dep. X. But first, some general ideas within the field will be presented.

Tengblad (2003) discusses how employees must feel motivated in order to contribute to the
organization in which they work. If they feel stressed or experience too large of a workload
or unclear task structure, this as well results in a smaller ability to work for the organiza-
tional development. Boyens (2007) stresses that, especially at times when things change in
the workplace, but also otherwise, management must continually communicate the expecta-
tions they hold on employees, what tasks they must perform and what the desired future
state is. Also, employees must be motivated by informing them of how they will benefit
from performing the work.

5.5.1 Vroom’s Expectancy Theory

There is a strong connection between expectations and motivation. Vroom (1964) was the
first to connect the two and his theory is to this date still very practicable. According to
Vroom, there are two reasons why people work. First, there has to exist a gain or a reward
for the individual, and second, the work must be motivating. This is where expectations
come in, and they have an impact on motivation.

The individual experiences motivation in her work when she thinks that existing expecta-
tions can become real. Vroom (1964), in his theory, connects motivation, expectations and
reward and stresses the correlation between these. He-maintaias that the individual has dif-
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ferent types of goals that she wants to accomplish. A human being feels motivated when
she believes that her expectations can be reached and that the reward she receives is of per-
sonal value. To describe the strength in one person’s desire or valuation of a certain goal or
result the term valence is often used. If there is a positive valence, the person desires the
result. If the valence is around zero, the person is indifferent to the result. If the valence is
negative, the person does not desire the result. The expectancy theory is also known as
VIE; short for the correlation between valence (reward), instrumentality and expectancy.
The three questions in figure 14 aid in explaining the correlation further.

Motivational Expectancy Instrumentality Valence
force
Question Quastion Questian
Tatal —_— F oy, how >< Wl ry sfforts >< Hew high dol
motTvation prebable is it make me reach wvaluaths
ta achisve the desired result, what's
what's on my tesult? it waorth?
mind?

Figure 14 Expectancy Theory. (Own figure, Derived From Vroom (1964).)

The factors expectancy, instrumentality and valence can be any number between 0 and 1.
To establish motivation, according to Vroom, the three factors shall be multiplied. If any of
these factors happens to be zero, the motivation to achieve the given goal also becomes ze-
ro. Therefore, if the individual is to experience motivation, all three factors must be higher
than zero (Arnold, Cooper & Robinson 1998). Expectations are the starting point when an
individual makes a decision and this is based upon what result the individual believes he or
she receives. It is this belief that psychologists call expectations or subjective conceptions
(Vroom, 1964).

If you apply Vroom’s expectancy theory on the recruiting process it means that the appli-
cant has to expect that the offered reward for the intended work is of value to him, and al-
so that the reward matches the performance. If the expectations that are created upon per-
formance and valence are not fulfilled, the motivation to accept the job becomes zero. It
means that the person is ready to look for a job elsewhere, or that her performance deteri-
orates. Both alternatives are negative for the company.

Vroom’s expectancy theory can also be connected to the psychological contract that con-
cerns expectations that exist between employers and employees. According to Isaksson
(2000), these contracts can be pronounced promises or simply subjective interpretations of
promises and undertakings. In distinction from the ordinary contract of employment, the
psychological one can change and be affected by things that happen in the workplace. One
of the areas Isaksson mentions, which is a common content of a psychological contract, is
that a coworker expects to profit from his commitment. It could be in the form of eco-
nomic exchange but also if the form of important business contacts or a career. Expecta-
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tions do have an important role in the psychological contract and Isaksson is only one of
many that have highlighted these consequences for both organizations and individuals.
Isaksson claims that broken contracts lead to unsatisfied workers and lower trust in the
management, which also affects the working satisfaction and employee loyalty. This does
of course also generate a higher staff turnover. The model explained above is used in sec-
tion 7 to analyze the effect employee motivation has on WDs.

5.6 Summary of Theories

The theories are used for different purposes in the analysis section and to make it easier for
the reader these are now explained. The theories regarding logistics and costs associated
with poor quality are mainly used for providing the reader with an understanding of the
concept and the importance of working with measures of prevention. Costs of poor quality
are however referred to in the analysis section, though just briefly and again to emphasize
the importance of preventing damages before they occur. The broken window is used as
one of the main cornerstones in the analysis section; it is used as an analysis tool both re-
garding flaws in working environment and flaws concerning customers. The communica-
tion theories are used extensively; the communication within the organization is analyzed
and Shannon & Weaver’s model is used to explain where communication might have
failed. Regarding the last part of this section, motivation theories are also used in the analy-
sis section. Vroom’s expectancy model is presented to highlight the connection between
rewards and motivation, this will also briefly focus on the psychological aspects.
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6 Empirical Findings of the Research

This section will account for the results of the research. The findings of the interviews with managers and
employees in both Dep. X and Dep. Y will be presented. A compilation of the survey results from both de-
partments will be made. A short report on the 5 minute meeting in Dep. X will be made. Also, the investi-
gation of damage levels will be accounted for, as well as the figures of DD reporting from Dep. X and Dep.
Y. This section will present the findings in relation to the hypotheses in the problem discussion, that is, some
data processing will also be made. The total findings, however, are presented in the appendices. Pre-study
findings have already been presented in section 2.

This section will be divided into interviews with managers, interviews with employees, the
survey, investigation of damage levels, the five minute meeting in the morning and a com-
parison between the two departments obtained from the supplier. The interviews and the
survey will be divided into the four problem areas. Regarding the other areas, since they
were more observational, they will not be divided into the four problem areas.

6.1 Interviews with Logistics Manager, Group Manager and
Employees

In order to give the authors a broader understanding of the problem with the high levels of
damaged goods that Dep. X is facing, a total of ten interviews were conducted. In differ-
ence to the survey, the interviews were to be used as tools for analyzing the problem more
deeply and to give the authors’” hypothesis more credibility. First, the interviews with the
managers will be presented, and after that the interviews with the employees. Both of these
will be separated into the four hypothesized problem areas presented in the problem dis-
cussion. These were “flaws in communicating knowledge”, “flaws in working environ-
ment”, “flaws in motivation” and “flaws concerning customers”. The interviews can be
found in their full length in appendices 3-7.

6.1.1 Interviews with Managers

A total of three interviews were conducted with managers. At Dep. X, the logistics [2008-
10-07] and the group [2008-10-17] manager, and at Dep. Y, the group [2008-11-06] manag-
er. The interview questions that were asked to test the hypotheses, along with the answers,
can be found in the appendices; for the logistics manager at Dep. X in appendix 3, for the
group manager at Dep. X in appendix 4 and for the group manager at Dep. Y in appendix
5.

6.1.1.1 Flaws in Communicating Knowledge

The first of the authors’ hypotheses was that the reason for why Dep. X is carrying greater
WD costs than comparable warehouses is due to flaws in communication. This was the hy-
pothesis that the researchers considered most relevant for the damage problem and the re-
sult will therefore be more thorough than for the following three hypotheses. The findings
from the interviews with managers will be compared to the findings of the interviews with
employees and the surveys to see if there are any differences in what managers believe the
employees know and what they really do know. Below, the answers to the interviews will
be presented shortly, Dep. X and Dep. Y separately. The questions related to this hypothe-
sis can be found in appendices 3-5.
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6.1.1.1.1 Dep. X

When it comes to the awareness of DDs and WDs, the logistics manager believe that only
half of the employees know the consequences for breaking, or missing to report damaged
goods. Of course, the ones that have been employed longer are more aware of it. Accord-
ing to the logistics manager, they do not have any regular information about DDs and
WDs but he sees no reason as for why they could not inform about it in the morning meet-
ing. He also emphasizes that the reason for why the employees are unsure about how to
handle DDs and WDs is the lack of important information not communicated to the em-
ployees.

As for the introduction, the logistics manager believes that the quality of it has been a bit
uneven. When the department has a lot to do, the introduction suffers in quality. The in-
troduction can of course be improved further, especially the follow-up of it.

The group manager talks about the introduction more thoroughly. The employees get two
different introductions, first one at the personnel department when the employee gets her
clothes and a tour of the warehouse and an introduction of the working environment.
Then, there is the introduction at the logistics department. The group manager mentions
that he has been the one to have done all the logistics introductions so far, since the ma-
terial the warehouse supplies for introducing employees is very brief, and thus requires a lot
of own experience. It usually takes an hour and a half in the CS department and about the
same time at the external warehouse. Sometimes, the introduction is done with two em-
ployees at the same time if for example two employees are hired at once, or it could be that
there is an employee that needs to freshen up the theoretical parts. After they finish with
this introduction, the employees are encouraged to ask questions if there is anything that
they are unsure about. However, there is no follow up other than the scheduled salary- and
development meetings each employee has once a year.

According to the group manager, there is currently a plan to change the introduction pro-
gram, since the material today is very concise. They have a checklist they go through for
every new employee and since it is brief and requires experience, it is hard for anyone else
than the group manager to perform it. The group manager also talks about the information
board at the docking bay, the five minute meeting in the morning and the department
meetings which are held every second week. The meetings are held every second Thursday
and lasts about an hour and the employees that do not attend the meetings get the informa-
tion sent to them by e-mail. On the notice board, information that has been sent out in e-
mails, or other things that are relevant, is put up. This could, for example, mean informa-
tion about DDs and WDs. The employees are told about the notice board but it is their re-
sponsibility to read them. Also, there is a notice board, in the personnel entrance, which
reports the amount of weekly WDs. When it comes to the morning meeting, the point of
having them is to provide information that is related to the morning’s work. Other infor-
mation is sent out in the e-mails. This means that both DDs and WDs can be mentioned if
the department has had problems with them lately.

6.1.1.1.2 Dep. Y

When it comes to the awareness of handling damaged goods and the knowledge about re-
porting them, the group manager answered: “The employees are aware about the basics of
DDs and WDs, they have been told the goal to keep WDs at 0,27% but everyone probably
does not know what this means. And the ones that have been employed for a longer time
know more about it” (personal communication, group manager Y, 2008-11-17) Dep. Y also
informs the employees about DDs and WDs in their weekly meetings and as well in their
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departmental meetings. In Dep. Y, it is also an important part of the introduction to learn
how to handle DDs and WDs. They also talk about it in their two minute morning meeting
and if there are employees that miss the departmental meeting, they get weekly updates
about what is new.

The introduction at Dep. Y is currently being revised. Earlier, there has not been any pro-
gram for it, but now they are in the process of creating one. For the moment, it starts out
with a tour of the warehouse where the theoretical parts are explained. After this, the em-
ployee has two days where he or she works alongside an experienced employee and learns
how the practical parts work. During these two days, the new employee is not expected to
perform the same work tasks as the other employees. However, there are always things that
can be improved according to the group manager; one thing is for example to introduce a
follow-up 3-4 weeks after the introduction to see if the employees have learned the theoret-
ical parts.

When it comes to the fact of how damaged a good must be in order to qualify as a WD,
the group manager says that it is enough that the box is broken, even though the good it-
self is still intact. In Dep. Y, there is also an extra employee, whose work task is to walk
around the warechouse and repair broken boxes. [Connexi is a company offering simple
jobs to people comprised by LSS. LSS is the Swedish Law on Special Support.] In order for
a DD to be accepted, it has to be reported straight away, preferably in the truck. If it is on
the quay, that is acceptable as well. The employees of Dep. Y are aware of this.

If the department manages to decrease WDs further, the money that they save would mean
a larger budget for the department.

6.1.1.2 Flaws in Working Environment

The second hypothesis the authors had was that the reason for the high WDs is due to
flaws in the working environment, such as, for example, space shortage. This was mainly
investigated through visits to both Dep. X and Dep. Y, but a few questions were also di-
rected to the managers concerning this hypothesis. These can be found in appendix 3-5.

6.1.1.2.1 Dep. X

The group manager mentions the fact that since Dep. Y has a smaller CS department, they
put larger products in the external warechouse and therefore run a lower risk of damaging
them. It is important to keep the right goods in the in-store warehouse and Dep. X moves
a lot of articles between the CS and external warehouse depending on how much they sell.
The aim is to serve the customers in the best way by having the high-selling products in
CS.

The group manager then claims that in the external warehouse it is very clean and that they
have very few WDs there. At this point, however, the logistics manager disagrees and he
thinks there are a lot of WDs there, even though that should not be the case since no cus-
tomers are allowed in that area.

6.1.1.2.2 Dep. Y

The CS department at Dep. Y is only half the size of the CS department at Dep. X. Still,
the sizes of the external warehouses of the departments are basically the same. In Dep. Y,
the group manager feels like they have a shortage of space in the CS; they cannot store as
many articles there as they want to. One thing that the group manager believed could be a

57



reason for why Dep. X carries larger WDs is the fact that they use larger forklifts to move
around the products. These are faster but they also make it easier to break goods. The ar-
ticles kept in the CS department are those that sell three or more per week.

There are no certain days when WDs are higher, except that an increase is noticed in the
summer when a lot of the ordinary personnel are on vacation.

Also, Dep. Y has introduced specific work tasks and responsibility areas. For example, this
means that one person has the ultimate responsibility to report DDs and WDs.

6.1.1.3 Flaws in Motivation

The third hypothesis to explain the high level of WDs that Dep. X is carrying is that per-
haps the employees do not feel motivated enough. This theory was investigated partly
through the interviews with managers and employees. The questions related to this hypo-
thesis can be found in appendix 3-5.

6.1.1.3.1 Dep. X

The logistics manager mentions that the employees are responsible for their own develop-
ment; it says so in their HR strategy. He also speaks about the fact that they have a flat or-
ganization and that they try to work with motivation in all areas and try to have regular per-
formance reviews and use the employees’ ideas for improvements. Also they try to have
regular activities involving the logistics department as well as the other departments.

The group manager talks about the possibility of organizing some sort of competition in
order to decrease WDs. A couple of years ago they did a similar thing when they had a
problem with the safety of pallets being lifted into the air. After a month they had put
double ties around all the pallets that were lifted into the air, and they bought the em-
ployees pizza. However, he only sees this as an option if other more conventional methods
will fail.

The logistics manager is skeptic when it comes to using the carrot and stick theory. He
mentions that giving the employees a reward after completing as task will only mean you
have to give something better the next time to achieve the same result, and something even
better the time after that. And if you are to punish your employees you have to very consis-
tent; the slightest mistake will undermine you totally. The group manager is doubtful when
it comes to this technique as well even though he earlier suggested using a carrot as a
means of solving a problem.

6.1.1.3.2 Dep. Y

As a tool in motivating their employees, Dep. Y tries to communicate the goals for the day
during the morning meeting. They also try to motivate the employees while they work, en-
courage them and give them positive feedback.

The group manager does not feel like it is a good idea to use the carrot theory as a motiva-
tional tool; rewards should be spontaneous, like for example giving the employees candy or
fruit after having finished a day’s work.

6.1.1.4 Flaws Concerning Customers

The last hypothesis that the authors had was that the high levels of WDs was caused by
customers. This will mostly be investigated through the investigation of damage levels pre-
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sented later in this chapter, but a few questions in the interviews were also related to this
hypothesis. These can be found in appendix 3-5.

6.1.1.4.1 Dep. X

The logistics manager believes that customers have a big impact when it comes to damaged
goods, but that it is mostly indirect. For example, if the customer sees a broken box, he or
she will move it in order to take the intact box lying underneath. In doing this there is a risk
that the customer breaks a third good since many of the boxes are very heavy and hard to
move.

6.1.1.4.2 Dep. Y

When it comes to the effect customers have on damaged goods, the group manager be-
lieves that it is large, especially on certain goods. Although, these damages happen mostly
because there are already damaged goods in the warehouse. For example a customer wants
to be sure if the good is the right color and the box is already a bit broken. He or she then
opens it further to be sure and then picks the box underneath that is intact.

Although, Dep. Y also carries damages in the external warehouse where they are not any
customers and no WDs should occur. This could be because of that the employees do not
pay attention or that they fail to report DDs on time.

6.1.2 Interviews with Employees

A total of six interviews were conducted with employees; three at Dep. X and three at Dep.
Y. These were conducted with one full time employee that has been employed for at least
ten years (E1 in Dep. X and E4 in Dep. Y), one part time employee that has been em-
ployed for 2-4 years (E2 in Dep. X and E5 in Dep. Y) and one employee that is recently
hired (E3 in Dep. X and E6 in Dep. Y). The answers below are divided into Dep. X and
Dep. Y. The interviews along with answers are found in appendix 6 for the employees in
Dep. X and appendix 7 for the employees in Dep. Y.

6.1.2.1 Flaws in Communicating Knowledge

This hypothesis was also considered in the interviews with the employees in order to try to
establish whether or not the employees had enough information about the job they are ex-
pected to do. Questions related to this hypothesis can be found in appendices 6-7.

6.1.2.1.1 Dep. X

When talking about their work tasks, both E3 and E2 answers that work tasks are to oper-
ate the forklift and refill goods. Only E1 answers that one of the work tasks is to keep the
warehouse clean and in order. When it comes to when the meaning of DDs and WDs was
explained to the employees, E1 started before this term existed. E2 had it explained to him
at the introduction but E3 did not; E3 had to learn about it from colleagues while working.
Only E1 is aware of when you need to report a DD in order for it to be accepted at the
supplier. E2 knows how to make a report but is a bit unsure of when the pictures need to
be taken. E3 does not have any idea when you have to report a DD before it turns up as a
WD.

6.1.2.1.2 Dep. Y
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When describing their work tasks, all three employees answer that one of their tasks is to
keep the warehouse clean and orderly. Additionally, the work tasks differ a bit, due to the
fact that they have personal responsibility areas; either DDs or WDs. Both E6 and E5 got
DDs and WDs explained to them thoroughly when they started, and they were also shown
how to handle them in practice. E4 has been working there for 28 years and when E4
started, the terms DDs and WDs did not exist. All of them are quite aware of when a DD
has to be reported in order to be acceptable, especially E0.

6.1.2.2 Flaws in Working Environment

This hypothesis was also to some extent investigated in the interviews with the employees.
Questions related to this hypothesis can be found in appendices 6-7.

6.1.2.2.1 Dep. X

E1 claims that they do not have enough time to do optional work every day; E1 would like
more time to report damaged goods and clean up the shelves. E2 thinks that new em-
ployees might have problems doing their tasks in the appointed time frame and E3 men-
tions that there sometimes is no time to remove damaged goods.

Concerning the work load, E1 and E3 answers that the work load is not really too large but
there are certain days that are tougher than others. E2 does not think it is a problem as
long as everyone does what they are supposed to.

6.1.2.2.2 Dep. Y

When the employees are asked whether or not there are any work tasks that they do not
find time for, the answers are pretty similar. Of course there are days when there is a big
work load but most often you have time to finish your tasks. E4 talks about the importance
of that everyone contributes and does their part. E4 also mentions that the work load used
to be a problem but ever since the department appointed specific work tasks and responsi-
bility areas, it has become much better. E6 also mentions that reporting DDs and WDs
does not have top priority which means that this could be missed out on busy days.

None of the employees believe that they have too much work to do, even though of course
some days, like holidays, could be a bit tough.

6.1.2.3 Flaws in Motivation

Two questions in the employees’ interviews can be linked to this hypothesis. The related
questions can be found in appendices 6-7.

6.1.2.3.1 Dep. X

Both E1 and E3 answer that if they do not report a damaged good it is because of shortage
of time. E2 says that “between the hours 5 am and 10 am, lists and delivery must be taken
care of. [...] If I can make time for other things, like reporting damages, I do that as well
(personal communication, E2, 2008-10-23). E2 also talks about that it is a split responsibili-
ty between the personnel at the logistics department and the personnel at the CS depart-
ment to report damaged goods. The CS personnel arrive at nine o’clock and E2 thinks it is
their responsibility then to check the shelves for broken goods.

Both E1 and E3 claim that they report a damaged good if they see one in the same shelf as
they are currently refilling, but if it is a couple of rows away they probably will not report it.
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6.1.2.3.2 Dep. Y

If the employees do not remove a damaged good that they see in the warehouse it is be-
cause of the time pressure or that they prioritize other work tasks. E5 reports a damaged
good even if it is a couple of rows away from the shelf that E5 is currently refilling. E6
mentions the importance of reporting a damaged good if you see one, because if you do
not, it will only mean more work for the department in the long run.

6.1.2.4 Flaws Concerning Customers

This hypothesis was not at all dealt with during the interviews with the employees.

6.2 Survey

In order to get a wider range of data, a survey was conducted in addition to the interviews.
A total of 22 surveys were sent out to Dep. X and 11 to Dep. Y. In Dep. X, 11 of these
were directed towards FL operators, 5 were directed towards CS personnel and 6 were di-
rected towards PJ personnel. In Dep. Y 7 were directed towards FL personnel, 2 towards
PJ personnel and 2 towards CS personnel. The answers of the surveys will be divided into
the four areas presented in the problem discussion and then further into Dep. X and Dep.
Y. A more thorough explanation of the surveys, and tables to record the results, can be
found in appendices 8-9.

6.2.1 Flaws in Communicating Knowledge

In the survey, six questions dealt with the problem of communication. These can be found
in appendices 8-9.

6.2.1.1 Dep. X

When it comes to the awareness of DDs among the personnel, 14 out of 22 knew what it
meant and 10 out of 22 understood the meaning of it. Regarding WDs, 17 out of 22 knew
what it meant and 15 out of 22 understood the meaning of it. When asked about whose re-
sponsibility it is to remove damaged goods, 17 out of 22 answered correctly if the damage
good came in the delivery, 7 out of 22 answered correctly if the damaged good was in the
store, 15 out of 22 answered correctly when the damaged good was in the CS area and 12
out of 15 answered correctly if the damaged good was in the external warehouse (This last
case in the question did not concern the CS personnel).

Regarding whether or not the warehouse has an insurance that covers damaged goods, 4
out of 22 answered correctly that it has not. When it came to the e-mail sent out each week,
10 out of 11 answered that they read it (CS and PJ personnel were not included in this
question, since the email only is sent out to FL operators). 6 out of 17 answered that they
read the notice board by the docking bay (this question did not concern CS personnel).

6.2.1.2 Dep.Y

Regarding the awareness of DDs in Dep. Y, 10 out of 11 respondents were aware of the
term and 8 out of 11 understood the meaning of it. Then with WDs, 10 out of 11 of the
respondents were aware of the term while 7 out of 11 understood the meaning of it. When
asked about the responsibility to remove damaged goods, all 11 respondents answered cor-
rectly if the damaged good came in the delivery. 6 out of 11 answered correctly if the dam-
aged good was in the store, 9 out of 11 answered correctly if the damaged good was in the
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CS area and 9 out of 9 answered correctly if the damaged good was in the external ware-
house (this question did not concern CS personnel).

As for the fact whether or not the warehouse had an insurance to cover damaged goods, 3
out of 11 respondents answered correctly that it does not. 5 out of 9 respondents answered
that they read the information notice board (this question did not concern the CS person-
nel). In Dep. Y, no weekly e-mail is sent out and therefore this question was cut from the
surveys conducted at Dep. Y.

6.2.2 Flaws in Working Environment

In the survey, one question concerned the problem concerning the work environment.
This question can be found in appendices 8-9.

6.2.2.1 Dep. X
In Dep. X, 12 out of 22 employees felt like they have too much work to do.

6.2.22 Dep.Y

In Dep. Y, 2 out of 11 respondents answered that they felt they had too much work to do.

6.2.3 Flaws in Motivation

One question in the survey was focused on motivation problems. This can be found in ap-
pendices 8-9.

6.2.3.1 Dep. X

7 out of 22 employees answered that they were not aware of how money saved from reduc-
ing the cost of DDs and WDs would be used.

6.2.3.2 Dep.Y

In Dep. Y, 6 out of 11 respondents answered that they were not aware of how money
saved from reducing the costs of DDs and WDs would be used.

6.2.4 Flaws Concerning Customers

This hypothesis was not at all dealt with in the surveys.

6.3 Investigation of 5 Minute Meeting at 5 a.m.

Early in the morning while the whole city is still asleep the authors bravely defy the laws of
nature for the sake of the thesis. Along with six tired workers and the group manager, the
researchers stand at the area where the freight is about to arrive in just a minute. The group
manager, stands in front of the notice board making a short note about the amount of in-
coming freight before he addresses the workers in a tired voice. He mentions that this
morning, three students from the faculty are here, to make some observations for the writ-
ing of a thesis about the department. Further, the manager briefly mentions, in a low voice,
the topic of the thesis; to write about WDs, and that the department aims at halving the
cost of them before the end of this-year. The wortkers.nod.at this.extra.information and do
not seem to care about the aughors, butjust wanted today’s tasks sothey could get started.
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Then, the manager tells them that today’s delivery is 240 cubic meters and that they should
be done before 10 am, because “240 cubic meters is not much” (group manager X, person-
al communication, 2008-10-16) and that this should be an easy day. Beside the delivery
load, some workers are given task lists about which empty shelves to refill out in the store.
The manager says that these should be taken care of in three hours, by breakfast time.
Then, with some encouraging words; “let’s work hard now, guys” (group manager X, per-
sonal communication, 2008-10-106), he sends them off to work. After this, the employees
get up on their forklifts and start to work. Even though the workload is light compared to
many other days, the workers seem to be feeling the pressure and after a few minutes one
of them runs the forklift into a lamp device hanging from the ceiling. The manager sees
this, however he does not seem to get very surprised but just states that “oh, come on, that
one has just been fixed” (group manager X, personal communication, 2008-10-16).

6.4 Investigation of Damage Levels

Tables 4 and 5 below present the findings of the investigation of damage levels at Dep. X.
Table 6 presents the findings of the investigation of damage levels at Dep. Y. The total
findings can be found in appendix 10 for Dep. X, and appendix 11 for Dep. Y.

The results were divided into messy areas, minor damages and large damages. To qualify as
a messy area, the area must look unacceptably untidy and give a bad impression. Minor
damages are, for instance, half-open or broken packages, meaning the product could be
sold if fixed. Large damages are broken products, impossible to sell as they cannot be res-
tored.

As mentioned, the investigation was conducted both in the store area and in the CS area.
The area as well as time of the investigation is noted in the columns of the tables below.

6.4.1 Dep.X

As mentioned eatrlier, at Dep. X, the researchers performed the investigation at three occa-
sions; 2 p.m., and 7 p.m. one day and 10 a.m. the following day.

6.4.1.1 General Observation of Warehouse X

During the research that was performed at Warehouse X, the researchers went for a gener-
al observational stroll through the warehouse, where they noted two things worth mention-
ing. First, several of the damages noted at 2 p.m. had become more severe at 7 p.m.
Second, one of the employees at the CS area picked up an empty box and just threw it
among the shelves.

6.41.2 Dayl
This text explains Table 4 below.

The investigation at Warehouse X was started 2008-10-09, at 2 p.m. when a total of 59
damages were spotted at store area; 18 messy areas, 39 minor damages and 2 large damag-
es. A total of 55 products were spotted at the CS area; 4 messy areas, 50 minor damages
and 1 large damage. This totals 114 damages. At the following two visits, the researchers
planned to follow up the same 114 damages to see if they were in the same condition or re-
covered.
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The next visit at Warehouse X took place later on the same day; at 7 pm. Out of the pre-
viously detected 59 damages in the store area, only 9 were recovered. The rest, 50 damages,
were in the same condition; 11 messy areas, 38 minor damages and 1 large damage. The
situation at the CS area was similar as many of the products were at the same condition
still. Only 1 out of 55 products were recovered. 4 messy areas, 49 minor damages and 1
large damage remained.

Date of test Store areaat Storearea at CS area at 2 CS area at 7
bm bm

2008-10-09 2 pm Zpm

Messy areas 18 products 11 products 4 products 4 products

Minor damages 39 products 38 products 50 products 49 products

Large damages 2 products 1 products 1 products 1 products

Total 59 50 55 54

Table 4 Damage Levels at Dep. X, Day 1. (Own Table.)

6.4.1.3 Day?2
This text explains Table 5 below.

The final visit to Dep. X, in this investigation, took place at 10 a.m. the following day;
2008-10-10. According to the previous visit at 7 p.m., 2008-10-10, there were 50 damages
in the store area and 54 in the CS area to investigate. 37 out of the 50 damages in the store
area were at the same condition; 7 messy areas, 29 minor and 1 large damage, while 13 were
recovered. 49 out of 54 products at the CS area were also in the same condition; 4 messy
areas, 44 minor damages and 1 large damage. 5 damages were thus recovered.

In total, only 28 out of 114 products (10 at the second visit and 18 at the second visit) were
recovered during the entire investigation at Warehouse X.

Date of test Store area at 7 Store area CS area at 7 CS area at

pm at 10 am pm 10 am
2008-10-10

The day before The day before
Messy areas 11 products 7 products 4 products 4 products
Minor damages 38 products 29 products 49 products 44 products
Large damages 1 products 1 products 1 products 1 products
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Ll 50 37 54 49
Table 5 Damage Levels at Dep. X, Day 2. (Own Table.)

6.4.2 Dep.Y

As mentioned eatrlier, in contrast to Dep. Y, at Dep. Y, the researchers only performed
these investigations twice; at 10 a.m. and 4 p.m. the same day. The researchers could not
follow up the investigation at Warehouse Y the next day due to resource and geographical
issues.

6.4.2.1 General Observation of Warehouse Y

During the research that was performed at Warchouse Y, the researchers went for a general
observational stroll through the warehouse, and noticed that it was in a better condition,
compared to the cleanliness and freshness of Warehouse X.

6.422 Dayl
This text explains Table 6 below.

The first investigation of Warehouse Y took place 2008-11-06, at 10 a.m. Only 21 products
were detected in the store area; 10 messy areas, 6 minor damages and 5 large damages. The
spotted number of items at the CS area was similar; 17 products. Out of these, 9 were mes-
sy areas, 5 were minor damages and 3 were large damages. The second visit to Warehouse
Y took place later on that day. At 4 p.m., 17 out of 21 damages were in the same condition
in the store area and at the CS area, this number was 15. Only 6 out of 38 products were
recovered at Warehouse Y.

Date of test Store area at Store area CS area at 10 CS area at 4
10 am at 4 pm pm pm

2008-11-06

Messy areas 10 products 7 products gproducts 8 products

Minor damages 6 products 6 products 5 products 4 products

Large damages 5 products 4 products 3 products 3 products

Total 21 17 17 15

Table 6 Damage Levels at Dep. Y, Day 1. (Own Table.)
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6.4.3 Comparision Between CS and External Warehouse

The authors also visited the external warehouses at both Dep. X and Dep. Y. As already
mentioned by the logistic manager at Dep. X they carried a lot of damages also in the ex-
ternal warehouse, although not as many as in the CS area. This was the same in Dep. Y
where there also were a few WDs at the external warehouse but in both cases it was related
to amount of damages they carried totally. Therefore Dep. X carried more damages in their
external warehouse than Dep. Y.

6.5 DD Reporting- Comparison of Dep. X and Dep. Y

At the meeting at the DC, the researcher found out some important facts about DD re-
porting technique, which is presented below. Also, the numbers of reported DDs from
Dep. X and Dep. Y are presented below.

6.5.1 DD Reporting Procedures

In order for the warehouses to get refunds for the DDs they report, some criteria must be
met concerning the reporting. The DC receiving the refund demand checks if these criteria
are met by the reporting warehouses.

Employees unloading the trucks at the warehouses must go through certain procedures
when detecting a DD. This reporting consists of filling out the damage form and taking
pictures of the damage. The damage form must be filled out in accordance with the de-
scription in section 2.4 in this thesis. Also, whilst the goods are still in the truck, at least 2
relevant photos, from two different angles, of the damaged good/s must be taken. If this is
not possible, because for instance the damage is first spotted at the quay, then the photos
can be taken there. If, for instance, a hole in the trailer curtain has caused water damage,
pictures must be taken on the source, in this case the hole in the trailer curtain, if it is visi-
ble.

The employee unloading the truck must also make a note of the damage on the delivery
note (consignment note) and sign it. The driver must be asked for his signature to confirm
this on the delivery note. If the driver refuses, a notice of that must be made on the deli-
very note. The delivery note with the two photos must be given to the co-worker responsi-
ble for reporting DDs.

Refund is only given if all relevant information has been filled out in the damage report and
on the delivery note and photos are enclosed in the report. If any documentation is unclear,
incomplete or late, the DC has the right to refuse the claim. The damage report must be
forwarded as soon as possible because the responsible party must be held responsible with-
in 24 hours. Last, but not least, no damage credits will be refunded if the total amount of
damaged goods from one load, that is the daily delivery, is less than 300 Euros.

6.5.1.1 Why Report?

Even if the above requirements are not fulfilled, it is important to report all the DDs, be-
cause in the long run the responsible parties can see and detect patterns that cause the
DDs. Then, they can take actions, i.e. talk to drivers, inform the suppliers etc.
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6.5.2 Numbers of Reported DDs at Dep. X and Dep. Y

The numbers of reported DDs at Dep. X and Dep. Y, during the period September 2007
through September 2008, are compiled in Table 7 below. The complete figures are found
in appendix 12 for both Dep. X and Dep. Y. Also, the numbers are supplemented by their
percentage proportions below. To understand the table, some explanations of concepts are
presented first:

“Picture/ Document”: The picture/pictures is/are taken wrong, ot no pictures exist, ot the
document is not correctly filled out, so no refund is given.

“Wrong”: Major fault in the reporting, so no refund is given.
“Internal Delivery”: Getting back money (Approved DD)

“Below Limit”: below the stated limit of 300 Euros, so no refund is given.

September 2007 | Dep. X % of total Dep. Y % of total
through September

2008

Total number of | 543 100 162 100
reported DDs

“Picture/  Docu- | 91 16.7 26 16.0
ment”

“Wrong” 3 0.55 2 1.20
“Internal Delivery” | 61 11.2 20 12.3
“Below Limit” 389 71.5 112 09.1

Table 7 DD Reports From Dep. X and Dep. Y. (Own Table.)
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7 Analysis; Reflection on Identified Problems

A connection between the theoretical background and the empirical findings will be made in this chapter.
The analysis will present the differences between the two departments according to the surveys, interviews and
the meetings that were carried out. Personal ideas and reflections that can contribute to the value of the anal-
ysis will also be included in this part.

7.1 Analysis of Pre- Study Findings

The pre-study of this thesis resulted in some findings on how Dep. X should operate. After
having conducted the research, however, the researchers have found that certain of these
standards and procedures are not followed. First, the introduction of new employees does,
according to procedures, consist of a 4-day program covering all security issues, garbage
sorting, and rules and routines for all tasks at the department. In reality, the group manager
handles the introduction on a couple of hours. Second, the checklist that should be ticked
at the introduction is not followed; the co-author of this thesis who is employed at Dep. X
claims that approximately half of the notes on the checklist are left out.

7.2 Comparison of Dep. X and Dep. Y; Interviews with Logis-
tics Manager, Group Manager and Employees

The interviews conducted with employees and managers have resulted in findings that sug-
gest that Dep. X and Dep. Y operate in very differing ways. These findings will be analyzed
in this section. For simplicity’s sake, the authors divide the analysis into the hypothesized
problem areas below.

7.2.1 Flaws in Communicating Knowledge

Concerning this hypothesis, one discloses major differences between Dep. X and Dep. Y,
first of all regarding the introduction of new employees. This works in two very different
ways at the departments; from a three hour theoretical briefing in Dep. X, to a total 2-3
days both theoretical and practical introduction at Dep. Y. During the interview with the
group manager at Dep. X, the authors got the initial feeling that the introduction was done
in a proper way with a checklist and an introduction program that was to be followed up.
This conception changed after the interviews with the employees and the visit to Dep. Y.
The introduction program is set up on four days, but in reality it takes about three hours.
Even though the introduction procedure is very new and still being revised at Dep. Y, the
employees there are more aware of when and how DDs have to be reported and they con-
sider it their responsibility to keep the warehouse clean to a greater extent than the em-
ployees of Dep. X.

The managers at Dep. Y ponder improving their introduction by doing a follow-up 3-4
weeks after the introduction to see if the employees have learned the theoretical parts. The
group manager at Dep. X does not indicate that such a solution is considered. However, he
suggests that the checklist used at the introduction could be made more thorough, so oth-
ers than himself can do the introductions. The management at Dep. Y seems to be better at
communicating knowledge to the employees and also better at the overall communication
with the workers. Apart from this, E2 mentioned in the interview that he believes informa-
tion is very important and that it has to be made more accessible.
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7.2.1.1 Shannon & Weaver's Communication Model

The group manager at Dep. X has a lot of information and tries to communicate it to the
employees, however somewhere in this process, much of it is lost. In Shannon & Weaver’s
model, (explained thoroughly in section 5.3.1.1) the communication process is divided into
different steps to help us identify where communication might have failed. We know that
the intended message never reaches the receiving part in Dep. X, leaving two options. Ei-
ther, the packaging of the message| is inadequatq (signal) or noise interferes in the interac-
tion. The first alternative is very interestinre—ted60k closer into. We know that in Dep. X,
much of the information is sent out by e-mail or put up on the notice board. We also know
that Dep. Y to a larger extent uses communication channels where both the transmitter and
the receiver are in the same room, hence are able to interact with each other. Communica-
tion that takes place without human interaction is much more likely to fail, or at least be-
comes altered so that the message gets another meaning for the receiver than what was in-
tended. In communicating through these types of channels, it is very important that you
express yourself clearly and are aware that the communication is more likely to fail than in
a face- to- face situation. Therefore, the researchers believe that the communication flaw at
Dep. X is the signal, if you think about communication in the way Shannon and Weaver
do. This is illustrated by Figure 15 below. The group manager intends to communicate very
well, since he realizes the importance of it, and the employees are craving for information
from the manager, so they are receptive. However, somewhere in between, communication
fails, indicating that the signal is too weak or noise interferes with it. Still, this only points in
a problem direction. What is wrong, specifically, cannot be determined still. It might be
that the communication media is inappropriate, as mentioned above. The researchers be-
lieve this to be the case, since the employees receive very much information in written
form, and less verbal. However, it might also be the case that for instance working condi-
tions are not appropriate for the morning meeting, because human beings are tired 5 a.m.
in the morning and the employees are not very receptive to information they receive at that
time. Also, the e-mail information might be inappropriate since the employees are to read it
in their leisure time, so they might not be in the right mood mentally for information con-
cerning their work.

Another thing that is important to take into account is that if you choose communication
channels where messages only flow in one direction, the receiving part does not have the
possibility to give feedback. If the receiver is not able to give feedback to the transmitter,
the communication runs a higher risk of failing, thus creating a misunderstanding.
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Figure 15 The Communication Issue at Dep. X.

7.2.1.2 Internal Communication in Organizations

There is nothing that indicates that the formal communication differs significantly between
the two departments. Since both are part of the same company, information such as
pamphlets and internal newspaper sent out are the same. It could of course be smaller dif-
ferences between them but this should not be enough to support the authors’ hypothesis.
Instead it is more likely that the difference is in the informal communication and as ex-
plained in section 5, the informal communication is very hard to control by the manage-
ment. The authors could see a difference between the two group managers when it came to
their view on problems and this could very well be something that has a negative effect on
the informal communication and as well the motivation among the employees.

7.2.2 Flaws in Working Environment

The logistics manager at Dep. X did not believe that there exists a shortage of space, espe-
cially not since they opened their external warehouse. However, the group manager, who
spends more time in his daily work at the logistics department, considers space shortage to
be one of the main issues resulting in WDs. This is why they continuously work with mov-
ing products between the CS department and the external warehouse and also between the
shelves in the CS. In Dep. Y, the group manager felt that the CS was too small and that
they would like to keep more products there. However, the size of the CS does not seem to
be a reason that causes WDs, especially not since Warehouse Y has a smaller CS than
Warehouse X, and still only Y meets the damage level targets. Instead, perhaps the attitude
of the group manager at Dep. X influences the employees. If the manager has the attitude
that the space in not enough to handle the goods safely and ensure no WDs occur, then
how could the employees feel any other way? In short, the group manager seems to think
that the problem with WDs is out of the workers’ control, and perhaps this is why the
workers do not pay enough attention to preventing WDs. Also, since the forklifts used at
Dep. Y are smaller than those at Dep. X, this could result in higher damage frequencies at
X.
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The employees did not feel like they had too much work to do, and the answers were very

similar in both departments. Workload does therefore not seem to be a factor resulting in
higher levels of WDs.

7.2.3 Flaws in Motivation

The interviews did not indicate that deficient motivation among the employees is an issue.
However, E6 said that he did not know how potentially saved damage money would be
used, but the knowledge that it was of personal gain for him would have acted as a positive
motivation tool. In Vroom’s expectancy theory, (explained thoroughly in section 5) the to-
tal motivational force is made up of three different aspects; expectancy, instrumentality and
valence. If an employee expects a reward (valence) for the work that is to be done, she is
likely to do a better job. This implies that E0, if he had known the fact that money saved
on DDs and WDs would be used at the department, would have had higher valence. This
would have generated a higher total motivational force. This example is illustrated in Figure
16 below. The numbers on top of expectancy, instrumentality and valence; 0,7, 0,7, and 0,7,
represent the original state, which are multiplied to a total motivational force of 0,343. The
numbers at the bottom represent the state after an increase in valence, to 1,0, making the
total motivational force 0,49 instead.

?’5[0‘3“’9«‘310“9«1 Ezpectancy Instrumentality Valence
orce

0,49 0,7 0,7 1,0

Figure 16 An Example of how Increased Valence Might Increase the Total Motivational Force.

There is also the aspect of the psychological contract of employment to consider. Since the
introduction is very different between the two departments it may be so that employees at
Dep. Y expect other conditions than the one at Dep. X. In having a clear and well working
introduction the department decreases the risk of misunderstandings and minimizes the
risk of unpleasant surprises among the employees. Meaning, a good intro can increase the
motivation among the employees.

7.2.4 Flaws Concerning Customers

The managers of Dep. X and Dep. Y held similar opinions on the customer effect. In both
departments, they considered it to be large. However, after they had been asked related
questions, the managers came to the conclusion that this was an indirect effect. In other
words, customers break goods mainly because there already are broken goods in the ware-
house. This theorizing is in accordance with the Broken Windows theory, which was pre-
sented in section 5.2. The theory goes that the context we act or work in has a major effect
on our behavior. If the warehouse is messy and contains plenty of WDs, customers will not
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amend from their destructive patterns either. If they make even more of a mess, it will
hardly show. The implication is that if the problem would be solved at an earlier stage,
making sure there is a minimum of broken goods in the warehouse, the customer effect
would become negligible.

7.3 Comparison of Dep. X and Dep. Y; Survey

7.3.1 Flaws in Communicating Knowledge

In Dep. X, most of the employees were aware of DDs and WDs. However, only 45% un-
derstood the meaning of DD and 68 % understood the meaning of WD. This result is
however affected quite strongly by the PJ personnel where only one out of five answered
correctly when it came to DDs. PJ personnel are not directly associated with the delivery in
the morning and DD knowledge might not be of great importance for them. The general
conclusion to be made from this is that the employees are quite aware of what DDs and
WDs are and that they understand the meaning of it.

Regarding the fact of who is in charge of removing and reporting damaged goods, the data
are ambiguous in Dep. X. If the product is in the store, many of the employees are uncer-
tain or wrong about whose responsibility it is to remove the damaged good. None of the PJ
or CS personnel were aware of who is responsible, but 64% of the FL. personnel answered
it correctly. The figures are better when you consider the CS area, the external warehouse
and if a damaged good comes in the delivery. 81% of the FL operators are aware that it is
their responsibility to report a damaged good if it arrives with the delivery and this finding
is also backed up by the fact that Dep. X is among the better ones in the country at report-
ing DDs. Even if 68% of the employees are aware that it is their responsibility to remove
damaged goods in the CS area, the authors spotted a significant amount of undetected
WDs there during their investigation of damage levels. This indicates that the employees
are aware of that they should remove them, but for some reason do not.

When it comes to whether or not the employees believe Dep. X has an insurance that cov-
ers damaged goods, only 18% answered correctly. However, many of them answered that
there is a DD insurance. In reality, even though the department receives a full refund for
DDs if reported correctly, this is not an insurance. It was not widely assumed, on the other
hand, that there exists an insurance for WDs.

At Dep. X, the information notice board at the docking bay is read by 35% of the FL and
PJ personnel which indicates that this channel of communication is quite inefficient. As for
the e-mails, those were read by 91% of the approached employees (FL). This should there-
fore prove as a good channel for communicating with the employees.

Apart from this, only 32% of the employees at Dep. X are aware of how saved money
from DDs and WDs would be used. Communicating this knowledge and making the em-
ployees more aware of the big picture could prove as an incentive for decreasing damage
levels.

In Dep. Y, almost all of the respondents were aware of the terms DD and WD, although
only 64% understood the meaning of WDs and 73% understood the meaning of DDs. The
results were especially poor regarding PJ personnel where only one of the respondents was
aware of the terms and none of them understood the meaning. PJ] personnel are as men-
tioned above not associated with delivery but that the figure-was the same on WDs should
be noticed. Regarding the responsibilityto remowe damaged goods the answers were over-
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all very good at Dep. Y. All respondents answered correctly if the damaged good came in
the delivery and if it was at the external warehouse, 64% answered correctly if it was in the
store and 82% answered correctly if it was in the CS area. This indicates that the employees
at Dep. Y are well aware of their responsibilities and are keen on helping other areas than
their own in order to keep the warehouse clean and in order.

Regarding the insurance, only 27% answered that there was none. However some of these
answered, just as some employees at Dep. X, that it exists an insurance for goods damaged
in the delivery. Even though the warehouse gets a full refund if the DD is reported correct-
ly, this is not an insurance. That so many of the employees believe that there is an insur-
ance could indicate that they might be reckless when handling certain goods. In Dep. Y, e-
mails with information are not sent out to the employees and the question was therefore
left out from the survey. And when it came to the information notice board on the docking
bay, 55% answered that they read it, indicating that important information put up here may
run the risk of never reaching many of the employees. 45% of the employees were aware of
how money saved from DDs and WDs would be used. Here communication could be bet-
ter but the number is still higher than what the authors had expected and better than the
corresponding number in Dep. X.

If we start to compare the two departments we can see a big difference when it comes to
the responsibility of reporting damaged goods. In Dep. Y many of the respondents ans-
wered that it is the one who detects the damage that is to report it or that all personnel in
the warchouse are responsible of reporting damaged goods. This is also supported by the
fact that Dep. Y had a lot less damaged goods lying around in the warchouse and that if the
employees were more aware of their responsibility, it could give a positive effect on Dep.
X.

Apart from this, the numbers do not differ dramatically between the two departments. In-
teresting to mention could be the fact that Dep. Y received slightly higher scores indicating
that communication is more effective there than in Dep. X. Also, as the e-mail seems to be
a successful communication channel in Dep. X, and Dep. Y does not use it, one might
wonder why the employees are still more aware at Dep. Y.

7.3.2 Flaws in Working Environment

When asked whether or not they felt like they had too much work to do, 55% of the em-
ployees at Dep. X said yes. This indicates that the work load could very well be a problem
even though this contradicts the authors’ conclusions from the interview. Furthermore, it
can be established that among the CS personnel, 80% answered that they felt they had too
much to do, while this number was only 33% among P] personnel, indicating that P] per-
sonnel might have more time for additional work tasks such as keeping the warehouse in
order.

In Dep. Y, only 18% of the respondents answered that they felt they had too much to do.
Of these, one was a FL. and one was a CS personnel. Since only two CS personnel took
part in the survey in Dep. Y this equals 50% of the respondents. It is hard to draw conclu-
sions from this but with support from the survey at Dep. X it may very well the case that
CS personnel feel more stressed about having time for work tasks. The overall conclusion
is also interesting since the attitude towards the workload differs a lot between the two de-
partments, from 55% in Dep. X to only 18% in Dep. Y. Still, they have the same work-
force and basically the same delivery. The only concrete reason for explaining this differ-
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ence is the size of the CS area. If this is not the reason it is likely to be a psychological ef-
fect.

7.3.3 Flaws in Motivation

In Dep. X, as mentioned above, only 32% of the employees are aware of how saved money
in DDs and WDs are used. If more employees were aware of this, it could very well have a
positive effect on their motivation. This had already been discussed in the analysis of the
interviews. As the findings from the surveys point in the same direction, it gives more
weight to the importance of communicating the big picture of cost savings to the em-
ployees.

In Dep. Y, 45% were aware of how saved money would be used; a small but still clear dif-
ference from Dep. X. This is another thing that emphasizes that Dep. Y is better at com-
municating with their employees than Dep. X.

7.3.4 Flaws Concerning Customers

This hypothesis was not at all dealt with in the surveys.

7.4 Investigation of 5 Minute Meeting at 5 a.m.

The authors were a bit disappointed with the meeting because they had got another under-
standing of it after the interview with the group manager.

7.4.1 Flaws in Communicating Knowledge

During the 5 minute meeting, the authors did not hear anything being mentioned about the
DDs and WDs. The only things that were said were the delivery amount coming in that
morning and how many task lists each person would get. Also the workers have to be done
with their workload before 10am. The authors believed that this meeting could be used in a
better way to communicate important information to the employees. Many of them are
paid by the hour and do not work every day, so this would be a good opportunity to fill
them in on news and updates. As mentioned above in the analysis of the interviews, choos-
ing a direct channel of communication lowers the risk of failed communication and misun-
derstanding, and this is another reason for why this meeting should be of importance when
it comes to communicating information.

For example, the person responsible for the meeting could mention that they have to try
and spot delivery damages and that they should try to keep the warehouse in a clean order.
He should also bring up information that the group manager sent out by email to the
workers, repeating the information in order to make it stick. The manager can repeat this
procedure a couple of weeks, so that all of the employees are being informed not just by e-
mail, but also through a communication channel where they are able to give feedback.

7.4.2 Flaws in Work Environment

Another thing that the authors observed during the meeting and the short investigation was
that empty pallets, trolleys and large products were lying around beside the pallet causing
troubles for the FL. when they are to refill shelves. This could easily be prevented if the CS
personnel took care of it before they went home the day before. Also, one of the FL. ma-
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naged to break a lamp device that was hanging from the ceiling. The group manager did
not seem to care about it and the authors believe it’s because it’s eatly in the morning and
that they are working under time pressure. This lamp device has also been broken in the
past indicating that the position for it might not be suitable.

7.4.3 Flaws in Motivation

Another reason for this meeting, as the authors understood it, was to motivate the em-
ployees. This was not successful according to the authors. Of course, five o’clock in the
morning is early and both the group manager and the employees are tired but still, the
meeting could be used more efficiently when it comes to this aspect as well.

For example, the person responsible for the morning meeting should try to create a more
positive atmosphere. Even though the authors never attended a morning meeting at Dep.
Y, they were given another picture of it, both from the employees and the group manager.
The emphasis was put more on encouraging the employees and highlighting the fact that
they have done something good instead of pointing out the faults. They did not put unne-
cessary pressure on their employees, like talking about that they should be finished eatly
today since it is a smaller workload.

7.4.4 Flaws Concerning Customers

This hypothesis was not relevant during the morning meeting,.

7.5 Investigation of Damage Levels

The initial feeling the authors got when they first entered Dep. Y was that it looked a lot
fresher than Dep. X. After completing the comparison of damage levels a great difference
can also be seen between the two departments, especially when it comes to minor damages.
In Dep. X, 30-40 minor damages were found in the store and 45-50 at the CS area. In
comparison, Dep. Y only had 6 minor damages in the store and 4-5 damages in the CS
area. The store areas are basically the same size but the CS at Dep. X is twice the size of the
CS at Dep. Y and this could of course be of relevance. However, this alone is not enough
to explain the huge difference between the two departments.

7.5.1 Flaws in Communicating Knowledge

The difference between the departments was, as the reader could observe in the empirical
section of this thesis, massive and this might to some extent be related to communicational
flaws. A reason for why Dep. X carries a lot more WDs in the store and CS area could be
that the employees are not aware of whose responsibility it is to remove them. This was
however contradicted by the answers from the surveys, in which many of the employees
were aware that it was their responsibility to remove damaged goods. Regarding this, it is
more likely that the problem is related to motivation among the employees or the working
environment.

7.5.2 Flaws in Working Environment

As explained above, a reason for why Dep. X has extensively more WDs in their CS area
could be that it is twice the size and therefore requires more personnel to keep it in order.
This could very well have been a trigger but should not be enough to explain the huge dif-
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ference that the authors noticed. In section 5, the broken window theory was explained.
Briefly, it means that if an interior is messy, damages are much more likely to appear. If we
apply this theory on Dep. X, a reason for that they carry a lot more WDs is because there
already are broken goods and messy things in the store. This also corresponds with the im-
pressions the authors had compared to Dep. Y. During one of their visits to Dep. X, the
authors also observed an employee when he removed an empty box from the shelf. The
employee walked a couple of meters and then threw the box at an empty pallet that stood
in one of the shelves. These kinds of incidents could, according to the broken window
theory, be avoided by keeping the warehouse clean. For example, an employee is much
more likely to remove a broken good if the shelves and aisles around it were kept in a good
order. Apart from this, Dep. Y has an extra employee, on vocational training, who walks
around the warehouse and repairs broken boxes. In copying this idea, Dep. X would be
able to have an extra employee solely focused on repairing broken boxes without it inflict-
ing an additional cost for the warehouse. With support from the broken window theory
this could give an extensive effect on WDs at Dep. X.

7.5.3 Flaws in Motivation

Because Dep. X has a lot more WDs lying around the warehouse than Dep. Y, it equals a
greater cost. As was explained in section 5, costs associated with poor quality can be di-
vided into two different areas; controllable and resultant costs. At Dep. X, they are facing a
lot of resultant costs, both internal (spotted in the warehouse) and external (spotted after
the customer has purchased the good). These two types of costs are far greater than the
controllable costs, and if the department could prevent the damages before they reach the
shelves they would save a lot of money. This work needs to take place continuously and at
Dep. Y, E4 mentions that he talks with the supplier regularly in order to improve packag-
ing and avoid damages.

If the employees were aware of the fact that resultant costs generate much higher costs for
the company than controllable costs, they would have a strong reason for working with
preventing measures. This can also be linked to Vroom’s expectancy theory (explained in
section 5). If the employee is given the big picture and the benefits for the individuals are
clear, he or she is likely to have a higher motivational force. In this case, it does not mean
that the company increases the rewards; they only highlight benefits that have been hidden
from the employees and in doing so creating a higher motivational force without having to
increase the actual reward.

7.5.4 Flaws Concerning Customers

When it comes to the impact that customers have on damaged goods, it was hard to make
any conclusions at either of the departments. The authors did not notice any pattern that
new damages occurred around already existing ones in any of the departments. However,
the investigation was done in merely two days in Dep. X and one day in Dep. Y and this
might have been too tight a timeframe to notice any changes. That there should be a differ-
ent between the departments when it comes to customer effect is unlikely if we do not
consider the indirect effect explained above in the analysis of the interviews.

Regarding the comparison between the CS area and the external warehouse there was a
slight different at both departments. However there was still an extensive amount of WDs
at the external warehouse at Dep. X, where customers do not have any access, indicating
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that the customer effect on damaged goods was limited. Same thing were observed at Dep.
Y with the difference that both the CS area and the external warehouse has less damages.

7.6 DD Reporting- Comparison of Dep. X and Dep. Y

The DD reports revealed that Dep. X was the better warehouse when it comes to reporting
in damaged goods, with 543 cases while Dep. Y only reported 162 cases, if we only consid-
er the amount of reports that was handed in. But this does not mean that Dep. X got back
money for 543 cases; this is only the number for the amount of items that they have re-
ported, and the same goes for Dep. Y. Most of the cases were rejected and the departments
did not get any refund because of the below limit criteria, meaning that the reported items
single or together for the current day did not reach a worth of 300 Euros. 389 of the 543
cases were below limit for Dep. X and 112 of the 163 cases were below limit for Dep. Y;
71,5% for Dep. X and 69,1% for Dep. Y. Another reason for not getting a refund was the
poor quality of the pictures. If a picture of the entire document does not match the criteria
set up by the Distribution Central, the departments does not get any refund. 91 of the 543
cases were identified as bad pictures/documents at Dep. X (16,7%), and the corresponding
number was 26 of 162 at Dep. Y (16%). So how much did they get back? Dep. X got mon-
ey for 61 (11,2%) cases and Dep. Y for 20 (12,3%) cases. It is important to mention that
the delivered amount of products to both warchouses is approximately the same.

7.7 Summary of Analysis

After the analysis, the authors agreed on that the two major problems were flaws in com-
munication and flaws in working environment. This is illustrated by figure 17 below. Com-
paring the figure with the one in section 3.1, where the major problem only was flaws in
communication, one can see that the model has been modified to include the weight of
flaws in working environment. This is illustrated by that flaws in communicating know-
ledge, as well as flaws in working environment are equally big boxes, and also bigger than
flaws in motivation and flaws concerning customers, in the figure.

Flaws in Flaws in
Communicating Working
Knowledge Environment
Flaws in Flaws )
Motivation Concarning
Zustormers
J £ ,

DDs and WDs=High costs

Figure 17. Analysis Model of the Problems at Dep. X.
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8 Conclusion

The purpose of the study that was formed in the third section of this thesis will be fulfilled below. Conclu-
sions from the analysis will be made in this part, and both direct and indirect suggestions will be presented
regarding the situation at Dep. X.

The purpose as described in section 3.3 is accomplished, as the authors have detected the
problem areas in Dep. X, and succeeded in suggesting improvements and to present a
model (Figure 19 later in this chapter). Apart from this, the research questions, linked to
the hypotheses, are dealt with below.

8.1 Conclusion of the Problem Areas

The conclusion will be divided into the four problem areas and each one of them will be
evaluated to see whether it is likely to be one of the causes for the problem.

8.1.1 Flaws in Communicating Knowledge

The authors noticed several flaws concerning the communication at Dep. X and this was
also confirmed after their visit to Dep. Y. One of the major differences was the introduc-
tion which worked in two very different ways, from a three hour theoretical briefing at
Dep. X to a 2-3 days theoretical and practical introduction at Dep. Y. This was also backed
up by the fact that employees at Dep. Y was in general more aware of how to handle DDs
and WDs. Apart from this the work tasks were made more clear at Dep. Y due to respon-
sibility areas, the employees were aware of what they were supposed to do and did it.
Another thing that also worked better at Dep. Y was the communication between the em-
ployees. For example the CS personnel helps the FL by cleaning up the CS area in the
evening before they go home and this makes it easier for the FL to have time to finish their
tasks when they arrive in the morning.

8.1.2 Flaws in Working Environment

Regarding the work environment the authors found out at an early stage that the CS area at
Dep. X was twice the size of Dep. Y and that it requires more effort to keep it in order.
This could of course be a reason for why Dep. X carries more WDs but it should not alone
explain the large difference. A simple thing such as the fact that Dep. Y has tape at the
floor in the CS area in order to make it easier for the FL to know where the pallet is going
to be placed makes a big difference. And if all pallets are placed aligned it looks cleaner and
communicates a better message to the customers. Apart from this we also know that ac-
cording to the broken window theory keeping the warehouse clean and in order will reduce
the risk of WDs. A last point should also be mentioned, in Dep. Y there is an extra em-
ployee (vocational training) that walks around and repairs boxes. This enables them to keep
the warehouse in a good order plus it does not inflict an additional cost for the company.

8.1.3 Flaws in Motivation

There was no clear indication that employees at Dep. X were less motivated than em-
ployees at Dep. Y. However as explained above regarding the difference in communication
between the two departments it indicates that employees at Dep. Y are more aware of the
big picture. This means that the total reward (valence) perceived by them is higher, and
linked to Vroom’s expectation theory this generates a higher motivational force. So in solv-
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ing the problem with communication Dep. X would also gain a higher motivation from
their employees.

8.1.4 Flaws Concerning Customers

Managers at both departments agree that customers has a large effect of damaged goods,
however there is nothing that indicates that customers that visit Dep. X are more keen on
breaking goods. Still the authors can establish that there is an indirect effect, as explained
by the logistic manager and supported by the broken window theory. Because there already
are broken goods in the store new damages is more likely to occur, caused by employees
but also by customers. However if the managers simply decreases the amount of WDs in
the store the customer effect would also decrease, thus this problem solving itself.

To conclude, Figure 18 below explains the situation and the underlying reasons for the
high cost of DDs and WDs. Motivational flaws are an indirect cause of the communica-
tional flaws and Customer flaws are an indirect cause of the working environment flaws.
All these flaws contribute to DDs and WDs, resulting in high costs.

communcation flaws worldng environmemt flaws
-bad intro -lacltof clean environment
-no collabration between ~damaged goods

co-worlers or de partments
-infformation flaws

Motivation flaws Customer flaws
-laclcof the big -affecved of the
picture damaged goods
-no areas of respons Jndircet damage

4 | l |

DDs+WDs=High Costs

Figure 28 The Reasons for The High Level of WDs and DDs in Dep. X.

8.2 Suggestions for Improvements

The authors have listed some actions for improvements at Dep. X. These are related to the
two problem areas, flaws in communicating knowledge and flaws in working environment.
This is because the authors in their conclusion pointed out that these were the major causes
for the problem.

8.2.1 Flaws in Communicating Knowledge

The authors have noticed that the checklist for the introduction is not followed as it sup-
posed to be. This is a major loss and an important topic that in the end of the day results in
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DDs and WDs. It is important that the new employees get a good introduction so the
warehouse could benefit from that, both in the short and the long run. Overall, in the long
run if employees get a better introduction it can decrease the amount of damaged goods
and keep down the costs. The checklist that the warehouse has for their new employees is a
very good tool to use, IF and WHEN they use it. It is important with a good intro but it is
also important to review the intro in a near future, maybe after 3-4 months to ensure that
the employees has learned the theoretical parts.

Besides a good theoretical and practical intro with sponsorship for the new employees,
there should clear responsible areas as in Dep. Y. In doing this the employees will be aware
of exactly what they are supposed to do and also what they are responsible for. Many of
the employees at Dep. X that the authors got in touch with was not aware of whose re-
sponsibility it was to keep the warehouse clean and in a good condition.

The authors also noticed a lack of knowledge when it came to reporting delivery damages
i.e. how to take a picture, information needed beside the photos, and most of the workers
were uncertain about when a delivery damage became a warehouse damage. The mentioned
knowledge is important to know for the workers if the warehouse wants to bring down the
delivery- and warchouse damages and the costs associated with them. This kind of infor-
mation should be mentioned during the intro and also repeated continuously.

Things that are mentioned in the beginning of the employment have a bigger impact on the
worker then later on in their employment. When someone get used to do something in a
certain way it is harder to stop doing that later on. For instance it is easier to teach a puppy
than a full grown dog. This is another thing that makes the introduction very important.

DDs may be an area that concerns only the logistics department but WDs concerns every-
one in the warehouse and because of that every single co-worker should be informed about
WDs and learn how to handle these. The different departments in the warehouse should
support each other and try to help each other for a better environment. It is easier to work
if everyone pulls in the same direction and towards the same goals.

Besides the all above mentioned, it is important that the warehouse managers inform their
employees about the situation and the different aspects. It is important to mention what
would happen if they succeed in bringing down the costs i.e. what the money will be used
for but also what will happen if they do not succeed in cutting the costs. It is not enough
with just informing the logistics department but all the personnel in the warehouse, so eve-
ryone can help out in cutting the costs.

8.2.2 Information

The main tool informing the workers at the department X is done by email. It is a good
tool to use when informing the workers, but there are some things that the managers have
to remember;

+ NO LLong emails; do not write too long emails with important information, or too
much information in the same email. This doesn’t help, only confuses the reader so
the reader does not want to read the email. Also when it is too much information it
is easy that some of it is forgotten by the reader.

+ NOT Too many emails; do not send too many emails, we live in an information era
and there is too much information out there. Only email the most essential infor-

mation to the workers.
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+ It is not enough with just emailing, but also important to bring up the information
in the day to day work. Face to face communication is to prefer to avoid misun-
derstanding and enable feedback from the receiving part.

8.2.3 Flaws in Working Environment

Many of the workers the authors came in touch with mentioned shortage of time when
they got the question “what is the reason for you not reporting a damaged product?” Poss-
ible solutions for this variable are not many, but if everyone pulls in the same direction
nothing is impossible. It is not possible to report ALL the damages during one working
day, but if you and your co-workers report a few damages every day this would make a dif-
ference. Besides the importance of teamwork, clear goals and that everyone have responsi-
ble areas are possible solutions to the time shortage problem. Also to work in a cleaner en-
vironment will make a difference according to the already mentioned Broken Window

theory.

8.2.4 Frequently Damaged Goods

Check out products that are damaged often. Investigate the reasons why they get damaged
so often and try to figure out what can be done. If possible show the co-workers how to
handle those products and explain for them why they should be careful when handling
those products.

8.2.5 Operation Clean the Warehouse

The incentive for why to clean up the warehouse is because of the broken window theory
mentioned in this study. There will be three stages during this operation; cleaning up, stabi-
lization and improvement.

8.2.5.1 STAGE 1, Cleaning Up

It is important to clean up the whole warehouse, not only from garbage but also from
damaged goods. Because there are several damaged products that are not shown in the re-
portts; these are so called hidden damages. During this process the warehouse damage levels
will increase, but this only helps the warehouse to see the real number and brings up the
hidden old damages. The benefit of this stage will be that the warehouse gets the real bal-
ance of products that can be sold, more space for new products and the whole warehouse
will be cleaner. A cleaner environment will also prevent customers from causing additional
damages.

8.2.5.2 STAGE 2; Stabilization

During this stage the warehouse have to work with avoiding new damages. Useful rules and
tools that can be used follows;

» Nothing should lay outside the pallet or on the warehouse floot, since the forklifts can
damage those and the warehouse does not look clean and fresh.

» Nothing should lay in a sidelong position because the customers relate this to damaged
goods or products with error.
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Opverfilling shelves is not a good idea, easier for a customer to damage goods when try-
ing to reach for the wanted product.

Remove damaged goods right away, because a damaged product can damage an addi-
tional one, and we get the equation 2*¥X, meaning two times the damaged products.
The sooner one removes a damaged product, the sooner you prevent an additional
damage from occurring.

Thumb rule; if you see a damaged product or a box one arm length away, report it or
bring it back with you. Do not focus only on the place you refill.

Lines; one solution is to draw lines in the CS. area. It can be a helpful tool for the for-
klift driver when refilling the actual floor space. This will help to keep the warehouse
in order and it looks nicer when every pallet is in line.

Cardboard; to remove all the lose cardboards and trash.

Use ropes; to keep long and instable things in place, such as curtain rods etc.

Use baskets; for smaller goods

Sticky tape; every forklift needs to have sticky tape so the forklift driver can use it when
needed. i.e. fixing minor damages.

Digital cam; needed when reporting delivery damages and it is very important that it is
available.

Problem areas; take care of the problem areas better.

Recycle can; a can where the forklift drivers and co-workers can put not damaged but
lost goods found in the warehouse before they get damaged.

Keep it clean, it is easier to avoid damages in a clean setting.

8.25.3 STAGE 3; Improvement

When stage one and two are through, the results will be known and this will decrease the
damages in the warehouse. Stage three is where the desired results will be shown and when
the warehouse can improve towards better goals.

Figure 19 shows that motivational flaws and customer flaws will disappear if improvements
are made in communication and working environment areas. This will, in turn, decrease
DDs and WDs. When figure 18 and 19 are compared to each other, one can see the differ-
ences and the underlying reasons for the problems. Like mentioned before, if improve-
ments are made in communication and working environment this will eliminate bad moti-
vation and bad customer behavior.
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Figure 19 Improvements at Dep. X Which Will Result in WDs and DDs Decreasing.

8.3 Generalizations of Findings

The results found in this investigation are strictly related to the case at hand. Therefore, it
means that the results and conclusions are specific and might not be applicable to other
companies. However, the research structure used in this thesis and the problem areas dis-
cussed include factors that are relevant in many different companies and industries. This is
particularly relevant when it comes to the areas communication, motivation and working
environment. The relationship between communication and motivation is something that
concerns all companies in society. Looking closer into communicational flaws, identifying
and improving them, will probably improve motivational issues in the process elsewhere as
well. However, the outcome may not be a decrease of damage costs, as in this logistics de-
partment, but it may concern another cost or another issue. The last problem area, con-
cerning customers, might however be of limited interest to other companies since in the
chosen one, customers have the possibility of moving around large goods and are therefore
more likely to cause damages.

A large part of the study has focused on the broken window theory, and this can applied in
many different situations, from different companies up to a level that concerns the society
at large. Even though this theory is not discovered by the authors it is presented and ap-
plied in a way showing that it might be of interest to companies, organizations and com-
munities.

At large, this research is not of a major interest to other companies. Its value lies in that it
is very useful for Dep. X, but also the development of a research structure for identifying
problems. Even though the research is not generizable over a large number of companies,
it is of obvious use for one company, as compared to generizable research that aims to be
of use for the majority of companies but may in fact not be of use to any company at all.
Therefore, the authors believe the conducting of this research is justified by its usefulness.
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Appendix 1 Pre-Study Interview with Logistics Manag-
er; Questions and Answers

This interview was conducted 2008-09-25.
1. How many employees work at the logistic department?

We have between 40- 50 employees at the logistics department. Most of the workers are
part time workers and they work when we call them or when we need them.

2. What does a typical day look like?

A typical day for a logistics worker starts at 5am with a brief meeting, were they are in-
formed about how the day will look like. After that they get their task lists and they start to
work. The day is finished off at 10 am. Then, they have filled up today’s delivery and
moved around products according to what is missing in the shelves.

3. What type of difficulties appears during a normal day?

People may call in sick and this leads to more pressure for the remaining workers if we
have a big delivery that day. Another difficulty is time pressure; we have a deadline to work
with every day. Furthermore, stress is usual due to the time pressure and the deadline we
have every day.

4. How does the introduction for new employees work?

The introduction information is of higher quality when we do not have peak deliveries;
when there is not too much work coming in. Employees need to ask more questions if they
are uncertain about things, and I believe that we encourage them to do so. We are getting
better and better and we are trying to have discussions about important issues in our week-
ly meetings.

5. How do you motivate your employees?

By encouraging them every day, talking with them not only about the daily job but also ask
them how they are and if everything is ok. Small things like that.

6. Do you have staff meetings?

Yes we do, like I mentioned earlier we have 5 minute meetings every morning, when we tell
the staff about the situation and how the day will look like. Beside that we have a depart-
mental staff meeting every second Thursday, were we discuss about important topics, news
and what we have to get better at.

7. How do you inform your employees?

Through 5 min meetings, staff meetings, e mail concerning those departmental meetings, a
notice board, and the department magazine.

8. What kind of cost problems do you have at the logistics department?

Our main problem areas are the DD and the WD costs that appear.

9. What are DD and WD?
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DD stands for delivery damages; damaged freight in the deliveries. Those become a logis-
tics cost when we miss to report them, but if we report them, no money is lost for the
warehouse. If we have received a damaged product and notice that it is broken, we have
the possibility to take a picture of it and report it as a DD, if this is done before the pallet
leaves the quay. WD stands for warehouse damages and is damages that the employees
cause in the transport and filling up of products, and this is a big problem for the logistics
department, since the warehouse carries the cost. We have to get better in both areas. Itis a
big problem in terms of money and a big problem towards our customers, because it does
not look good when we have damaged products around the warehouse, it gives bad pub-
licity.

10. How big is the problem, in numbers or financial terms?

The damage levels are measured in percentages of the total amount of cubic meters we
handle. Our target is an average of 0,3 (accumulated) and the outcome has been an average
of up to 1.7 on certain products some weeks. This number differs among the products. For
carpets and couches, for example, we reach our targets. But for wardrobes, tables and some
office supplies, the damage levels are too high. As you can imagine, that results in a big
cost. We have a lot to work on, and a real effort must be made so that damage reporting is
done properly, and so that we get less damages.
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Appendix 2 Pre-Study Interview with Group Manager;
Questions and Answers

This interview was conducted 2008-10-02.
1. How many employees work at the logistic department?

Our logistics staff is about 50, about 10 of the employees are full time employees and the
rest are part time workers.

2. What does a typical day look like?

A typical day at the logistics department starts at 5 am with a short meeting, that takes
about 2 minutes, but we call it ‘the 5 minute meeting’. This meeting takes place at the de-
partment, right next to the information notice board. During this 5 min meeting I, or the
group manager, inform the staff about the delivery load for the day and what has to be
done in the warehouse before we open at 10 am. We also hand out the task lists, to FL op-
erators, which contain picking orders from the previous evening about what products that
needs to be refilled because customers have bought the products so they are out in the
shelves. Also, we inform them about important things that we have to think about when
we work, like safety matters and that we have to be careful with the products we handle.
All employees have the responsibility to report damages and keeping the workplace in or-
der. More than FL operators, we have PJ personnel, who refill at places where forklifts
cannot get in.

3. What type of difficulties appears during a normal day?

It happens that people call in sick just 10 min before we start to work; this means a larger
workload for the rest of the crew. It is usual that the delivery truck is late so we sometimes
stand still. Shortage of time is something that we have to deal with every single day because
of the deadline we have before opening the store for the customers. But we are used to all
of these factors, and manage work even when they occur.

4. How does the introduction for new employees work?

It works well. We have a check list and introduction agenda for new employees. The intro-
duction agenda is divided into activities in four different days [see Appendix 2| but we
normally do not stick to it very firmly. It works better when you talk about the things the
employee asks about. Also, we have a checklist [see Appendix 3] so that no important
points are left out. The new employees are also given a task list [see Appendix 4|, which
they read and sign.

5. How do you motivate your employees?

They are paid salary, which is partly based on their performance in their work. Also, we try
to be here for them as support, and they can come to us with any questions they may have.
At the morning meeting, I try to encourage them to do their best.

6. Do you have staff meetings?

Yes we do, beside the 5 min meetings every second Thursday we have a logistics depart-
mental meeting with the employees. Even if all employees could come, only those working
that day attend and then we ask them to inform the rest of the employees about what has
been said. At the meetings we bring up important topics or we inform the employees about
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the new things that happen at the store. We may also discuss problems at the department
or targets we have to strive towards.

7. How do you inform your employees?

By e-mail, notice board, departmental staff meetings, 5min meetings, and the department
magazine.

The e-mail is sent after the departmental meeting. These sums up the meeting and all em-
ployees receive it and reply that they have read it.

The information notice board at our morning meeting point contains the e-mails. Also, at
this location, the employees can find information on the amount of incoming freight and
so on.

The departmental magazine is a small folder the warechouse makes each week. It usually lies
in the restaurant at the warchouse and is put up on a notice board, so the employees can
take part of it. You can also ask for it at the personnel department. The information in it
concerns facts about the warchouse; the weekly turnover, it notes birthdays of employees
and things like that.

8. What kind of cost problems do you have at the logistics department?

We have been compared to other logistics department in other warehouses, and we have
larger damage costs on DDs and WDs than they have. Mainly, the latter one is a problem,
since they are unsellable products. Even since we built the external warehouse, these num-
bers remain high. We have a group called ‘Cost hunters’, who work at detecting sources of
these costs, but no breakthrough has been made.

9. What are DD and WD?

DDs are delivery damages, freight that is already damaged when it arrives to the ware-
house. DDs might also become WDs if we miss to report them. But if reported, this is not
a cost. Mostly, we are very good at this. WDs are warehouse damages, caused by customers
or by employees due to lack of space, and this a big problem for the logistics department.

10. How big is the problem, in numbers or financial terms?

I am not sure about the exact numbers but I can say that it is a big cost for us at the logis-
tics department.
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Appendix 3 Interview with Logistics Manager at Dep. X;
Questions and Answers

This interview was conducted 2008-10-07.

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment, questions marked M are related to flaws in
motivation and questions marked Cu is related to flaws concerning customers. Question
number 9 was not related to any of the problem areas, this was used to establish in which
area the employees believed the problem was.

1. C. How well informed is your staff on DDs and WDs?

The personnel that have been at the logistics department for a longer period of time are pretty well
aware of DDs and WDs. The ones that have been here for under a year however are not complete-
ly sure of how to handle DDs and WDs, partly because of poor information.

2. C. Do you inform the staff on regular bases about DDs and WDs?

No we do not. There is actually nothing saying we cannot have information about DDs and WDs
on the five minutes meeting we have every morning. Although it is not the information itself that
makes the difference, but the fact that it increases the employees’ focus on it.

3. C. Do you think that all of the employees know what DDs and WDs are?

No. If I would make a guess I would say that half of the employees are not aware of DDs and WDs
and the consequences for breaking, or missing to report damaged goods. The employees are not
sure how to handle the process; they do not feel at home with it. Employees start to understand the
meaning of DDs and WDs but they are still unsure about the importance and how to handle it in a
proper way. Reasons for this are for example stress, lack of time and lack of information.

4. Are DDs and WDs a growing problem or is it a stagnant one?

When it comes to DDs and WDs we are among the worst in Sweden, however I do not have any
historic numbers to compare today’s figures with say two years ago.

This is a financial problem as well as a commercial one, since due to a damaged product or package,
the customer gets a negative image of the company.

5. Do you have a plan of action regarding DDs and WDs? Can we look at it?

Yes we have. The group manager can help you with it and give you more information.

6. What has been done so far and what kind of actions did you take? Have you noticed
any changes?

We have a group in the building called ‘Cost hunters’. They meet regulatly to look into certain
problems within the company. They then inform the employees through the information paper. 5-6
months ago they presented an action plan but it is just recently that it has been implemented. I am
not sure why it has taken so long but you can talk to the group manager about it, he knows more
than me.

No not really, I have just been trying to set a good example a couple of times, spending time on the
floor with the employees and doing their work, but it has not given any long- term effect.

7. Could it be a solution to have an extra employee that checks the incoming goods on ar-
rival?
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I cannot answer that, it is a good question. It is all about the cost; you have to look at the cost of an
additional employee doing this only and compare it with the DD cost, to see whether or not you
save money. If you come up with a good equation it might very well be a good solution. A great
risk as I see it is that if you take in an employee just to check the goods, no one else will care about
it and then he has to be there every day.

8. C. How well does the introduction the company gives to your new employees work?
Can that be improved?

It has a higher quality when there is not much work coming in. Employees need to ask more ques-
tions if they are uncertain about things, and 1 believe that we encourage them to do so. We are get-
ting better and better and we are trying to have discussions about important issues during our
weekly meetings. However it can still be improved, especially the following up part, but it is better
if you ask the group manager about this since he is in charge of it.

9. W. Are there certain days when more damages occur?

Talk to the group manager about this, he knows more. But I am sure you can find a pattern if you
analyze historical data. For example it could differ depending on the personnel working, some are
more focused on getting the incoming goods to the shelves and do not check them for damages.
These damages may not be reported until the following day or even later even though they oc-
curred some eatlier day. It depends on what people worked that day, some are better at reporting
damages than others. This does not mean that they break things but just that they make them visi-
ble, they see them.

10. C. How damaged must a product be to be defined as a WD?

Every little thing can count as damage. A product is a WD when it will probably not be sold be-
cause f the state it is in. For instance the product in itself could be wrecked, the box could be bro-
ken, or the package could be water damaged.

11. C. Do you have any insurance for damaging of goods?

I do not know, check with the group manager.

12. C. When does a DD become a WD?

It says so in the instructions (from the DC). As long as the good is on the floor and the plastic is
still wrapped around it, it can be passed and reported as a DD to the delivery company.

13. What would it cost to hire an extra employee in the evening before a big delivery?

The evening hours are worth twice as much as a normal employee. This includes unsocial hours
plus the cost for having a guard there. This is probably too large a cost.

14. Cu. Is the customers’ effect concerning infliction of damages large? How big is it in fi-
nancial terms?

Yes it is. If a customer wants a product, but a broken one of that kind lies on top of the pile, she
moves it and picks a whole one that lies under it. This is a problem, since in moving the box she
runs the risk of breaking it.

15. W. How do the damages occur? Which part of the pallet is most often damaged?

The group manager can answer that. There are a lot of factors to take into consideration when a
product is moved between two different locations and no easy answer can be given.
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16. W. Has the warehouse damages decreased since the opening of the external ware-
house?

No it has not improved the situation. And we also have damages at the external warehouse where
there should not be any. There are no customers here and the employees are not under any time
pressure. So these damages occur simply because of poor focus, poor respect and inadequate know-
ledge.

17. W. Do you have any kind of space shortage?

No, definitely not. Before we opened up the external warehouse this could have been a reason but
not anymore.

18. C. Have you tried to get in touch with other warehouses?

No, not when it comes to this matter. I have not been prioritizing it since the group manager and
the ‘Cost hunters’ hold the responsibility over this area. I have been expecting them to benchmark a
bit more.

In my eyes the cooperation between different warehouses can be made a lot better. I am trying to
be the good ambassador and have made various visits to different cities, most recently up to Stock-
holm.

19. M. What kind of staff policy does the company have? For instance how do you motivate
your staff to perform well daily?

Our personnel idea and HR strategy says that the employee is responsible for his own development.
This is a flat organization so we work with motivation in all areas. Supervisors work at the floor
doing the same work as the employees and this generates motivation and a sense of belonging. We
also try to work with performance reviews to use the employees’ ideas for improvement. We try to
have regular activities involving not only the logistic department but the entire organization, ap-
proximately once a month.

20. M. Have you considered motivating through carrot and stick?

I, myself, am not very fond of the carrot and stick- method. Firstly, concerning rewards; give them
one and the next one has to be better to increase their motivation. You start out with buying them
breakfast, the next time you have to buy them lunch and the time after that something even more
expensive. When it comes to punishments, you have to be consistent for it to work and if you make
a mistake you will lose most of your credibility. To sum up, we work mainly with information,
communication and education, together these three forms a good foundation for motivating your
employees.

21. C/M. If you could decrease the costs of the warehouse damages, how would you distri-
bute the money you save?

If we manage to decrease the amount of damages we get more working hours for the company.
And these can be used for example to hire additional employees in departments where there is a
very stressful environment, more resources to departments that need it, more kickoffs and an addi-
tion to wages.
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Appendix 4 Interview with Group Manager at Dep. X; Questions
and Answers

This interview was conducted 2008-10-17.

As the interview is a semi-structured one, the respondent often took other directions, in
answers, than intended by the researchers. Although, all answers are reported on here, since
much of the other information will be used in the results and analysis of the cost problem.
Exact questions and comments from interviewees are not written, since these included di-
recting the respondent back to the question several times.

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment, questions marked M are related to flaws in
motivation and questions marked Cu is related to flaws concerning customers. Question
number 9 was not related to any of the problem areas, this was used to establish in which
area the employees believed the problem was.

Concerning the 5 minute meeting at 5 am in the morning

1. C. Who is in charge for the meeting? Who participates?
Most often, I am responsible for it. If I’'m not around, I hand down the responsibility to someone
else. All logistics employees are present.

2. C. What happens at the meeting? What do you talk about?

I hand out today’s tasks and give vital information. It is supposed to take about 2 minutes, so the
information that is handed out concerns only the morning work. All other information goes out via
mail and so on. So DDs can definitely be something that I talk about, if we are not reaching our
target results. I remind about how important it is to check incoming goods so DDs do not become
WD. If we only have employees having been with us for a long time, we do not remind about it.
And we know pretty much who reports damages, since you sign a note on the damaged product.
There is statistics on how many DDs and WDs every employee has reported, and this is contained
in files, but we do not make any record of it or use it in any way. It is, however, recorded what kind
of products are written off. So we can see what kind of products have a lot of DDs, perhaps a car-
ton is not proper or the pallet is not wide enough. Still, we have a pretty good feeling about who is
good at reporting and who is not. So when employees, who are not very good at it, work, I make a
reminder about checking freight. Everybody knows that you should check freight, but they do not
know the whole picture probably.

Concerning the Thursday meeting

3. C. Who is in charge for the meeting? Who participates? What happens at the meeting?
This meeting is held by me every second Thursday, and lasts about an hour. The employees are
paid to be present. But we are 50 people at Dep. X, and only 6 of them work each morning, so
most often, those are the only ones present. So different people come to these meetings at every
occasion. We would like everyone to be there, but we have budgets based on hours, so we cannot
ask 50 people to come in every two weeks for an hour, since the personnel is better used working at
the department.

4. C. Do all employees take part of the information? How?

Since all employees cannot be present, I send out an e-mail on what the meeting concerned. Often,
I write why it is so important with WDs. All employees receive these mails and know that they
must read it.

5. C. What is discussed at the meeting? What is the point of having the meeting?
Everything- from routines that do not work and need to be discussed, to information about things
that have happened and will happen. Before, we have not discussed damage levels much at all, but
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the present year, this is our focus. This is something that concerns not only the warehouses, but al-
so suppliers. This focus at the target level for WDs comes from the top management.

And, DDs and WDs, do not only concern the logistics department, but the entire warehouse. The
logistics department is like a service department to the other ones. Employees of all departments
must react when they see WDs. Before, the other departments have not done that, and right away,
when damage reporting has not worked, the logistics department has been blamed. Everyone must
think about it all the time for us to reach this goal. We have also created a group; ‘Cost hunters’,
which I am part of. We are looking at product lists with damage levels. For example what products
hold a lot of WDs and what products are we good at reporting DDs for and why those products
are hit by a lot of DDs. Because we also have target levels for DDs; we are not supposed to receive
damaged products. Perhaps packages, or the manner in which products have been stapled, are not
satisfactory. Mostly, the focus is on DDs at the ‘Cost hunter’-group, since it is a cost when not re-
ported. Therefore, we cannot know the exact levels of DDs.

We cannot know whether the damage was a DD or if a customer has broken the package. If cus-
tomers see damaged products, they will rip apart the next package as well to see if that one also is
broken, so this way, we get a lot of WDs.

Our biggest problem at this point in time is that even if we make damage reporting work at the lo-
gistics department, it will not work all of the way. It will not work at the DCs, and this affects us.
Also, we have to report DDs in a certain way. If we do not take pictures of the damage inside the
truck, we cannot know for sure if we will be given the money for it back. And a DD we are not
paid for becomes a WD, because it is not reported correctly. We will have meetings with our DCs
during the autumn about this way of reporting. We do not feel this routine works. If the damage is
turned the other way, into the truck, it will not be seen until it has been taken out of the truck, but
we should still be able to report it, since it is in fact a DD. I was actually informed about this rou-
tine only yesterday. Before, we were allowed to write off DDs as long as the product is not un-
packed, and this harsher demand has come only recently. But as I said, we will discuss this, because
it is no viable routine for the warchouses.

6. C. Do you believe the employees take part of the information e-mails?

The reading of mails has not been working properly before, but it does work very well now. We
feel like everybody reads them. Also, we book our personnel via the web, connected to the e-mail,
so probably; this is why most employees nowadays read the mail. Now, we have also started re-
questing some kind of reply from the employees. So after reading it, they send back an “OK?”, that
they have read the information.

Concerning the introduction for new employees

7. C. Who is responsible for it? What happens? Does an introduction plan exist?

The group manager, me, does the introduction. We have a checklist and introduction material. WD
and DD is one of the first items on that list. But I can tell you that at the end of year 2007 for in-
stance, we were in a very chaotic period where we were never done with the morning freight before
10 am, and we had just lost a lot of personnel. So the introductions were not very good at that
moment in time.

8. C. How long time does the introduction of a new employee take?

They have two different introductions. The personnel department has one introduction, showing
them the warehouse, giving them clothes and some education on work environment. At the logis-
tics department, we have a departmental introduction. How much time it takes differs depending
on who does the introduction, and how much that person knows about the department. But I will
give an employee about one to one and a half hour here at the department [Dep. X] and the same
amount of time at the external warchouse. I do not go through everything they need to know, be-
cause that is too much to listen to at once. The most important things are covered, and WDs and
DDs are among those things.
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Sometimes, the introduction is done with more than one employee, if for instance two are hired at
once, or if we feel that someone already working at the department is not fully aware of the things
we go through.

9. C. Are they expected to perform the job by themselves after the introduction? Is there
any follow-up?

After the introduction, if employees have any questions, we count on them to turn to their col-

leagues. They should be able to turn to anyone who has been here longer than they have, but often,

they turn to their closest manager.

The introduction is not finished after that one information day, but it is continuous work until the
employee knows everything and does not need more help. We are working with situational leader-
ship; adapting our guidance to the employees’ individual needs.

To follow up, we have one-to-one conversations with each worker, and as well as annual develop-
mental conversations. The one-to-one conversations work bad generally within the chain, because
there is no time for them in the daily work. At the developmental conversations (in September), the
employee is assessed during a couple of hours, depending on how much the employee has to talk
about. A discussion is held on what the employee is good at and what the employee needs to do
better and if help or support is needed from management to do this. Then, an individual develop-
mental plan of action is crafted, depending on the ambitions of the employee. The follow-up meet-
ing on this (in February/March) is then the basis of the salary rise. A grading scale on different
work aspects is used to set the individual salary.

10. C. Have you discussed a change of the introduction? Or is it good the way it is now?
Today, the one doing the introduction talks a lot from own experience, so that person must be well
aware. For anyone to do the introduction, we need some kind of material that explains how every-
thing works. We have routines that are written down, but that file is too thick to carry around. We
could make some kind of supporting, but brief, material on each thing that should be gone through
at the introduction. Up until now, I am the only one who has held these introductions, and I talk
from my head. But the checklist covers everything. What should perhaps be elaborated on is how
much we talk about each item on the list.

Concerning damage level lists

11. Do you have records of when damages are reported?

We have weekly records of damage levels of different products. On these, outcomes are compared
to target levels. These records are put together from the daily damage reporting done at the logistics
department. The reporting lists are saved in files, but we do not make statistics from them on a day-
to-day basis or based on when certain employees work.

12. C/M. Do the employees take part of these records or are they only for management?
We have discussed this too seldom. We will invite the person responsible for doing these lists, an
employee at the recovery department, to a departmental meeting. So she will talk about WDs and
DDs and how much money these problems concern. But still, we need to talk more about this,
since these meetings are only attended by 6 employees every second week. There are probably long
time periods between when the individual employee last heard about WDs and DDs. But as I see it,
our department works well with damage routines, but the other departments are not as good. For
instance, when the logistics personnel fill up at CS, we ate responsible for that there are no damages
on those products we fill up with. The personnel working at the department, during opening hours,
are responsible for that there are no damages in the shelves. So old damages ate their responsibility,
and the effect of customers is their responsibility. They should make sure that all products fit in the
shelves, and that for instance one shelf is not occupied by several products. They make sure that
shelves are wide enough, so products do not break when they are refilled. They own the space, so
to speak, and we only fill it up. So we must work together on this one. What is demanded from the
logistics workers works well. It could work better, because it always can, but it works well. So it is
the other departments that need to work harder on this.
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The damage lists on all product types are not given to employees. This is used by us in looking at
what products need to be relocated and as the basis of what we talk about at the departmental
meetings. Instead, we have notice boards, for instance at the personnel entrance, on how we per-
form on WDs each week, compared to the target levels. This is something the employees can take
part of every day, but discussing it is something we do at the warehouse level. This notice board
does not concern DDs, since only WDs are a definitive cost for the warehouse, and the one we
need to work on. DDs are not a cost, unless it has not been reported. DDs can actually be profita-
ble for us if reported correctly. Because if that is done, we are paid all the money for it and we may
even be able to sell if at our bargain department in the store. This is where old demonstration items,
single unsold products and some damaged products are sold. This way, we make money on re-
ported WDs.

And the problem is not that we miss out on reporting DDs, it happens very seldom, and it might
be because it is not a visible damage or the employees are stressed, but this works well. All em-
ployees do check the pallets before putting them in the shelves, even if some do it better than oth-
ers, mostly new employees are not as good at this. The biggest problem, as I see it, is that the sup-
pliers load damaged freight and that we do not have enough space for the products at the ware-
house. Many pallets would need a bigger surface than what is given to them, and that often leads to
damages.

Concerning the notice board

13. C. What kind of information is posted on the notice board?

It differs. If we write something about DDs and WDs in e-mails, the mail is also put up on the no-
tice board, to really make sure that the information goes out. It is also other information that con-
cerns the department.

14. C. Do you think the employees read the notice board?

We have told them that there is information on this board, but it is the responsibility of the indi-
vidual employee to read the board. We cannot nag them about reading it. Also, the notice board
hangs at the meeting point for the morning meeting, so the employees can see if something new is
on the board, and if I just put something up, I sometimes even point it out.

Concerning general DD and WD knowledge

15. C. Are the employees well informed about DDs and WDs?
They should know the difference between them and what they mean.

There are no major educational days about damages, but it concerns the daily work.

16. C. Does the warehouse have any insurance covering damages?

We have insurances for fixtures and movables, like shelves, but not for freight or sellable products.
I do not think any insurance company would like to give us that kind of insurance. Imagine the cost
of that premium!

17. C. Have you considered if employees perhaps believe there is such an insurance?

Well, perhaps the employees believe that there is such an insurance [the group manager thinks for a
long time]. Perhaps this could be a reason for them not taking the damage costs more seriously. We
are insured against practically everything else, so why not. Perhaps they believe so. No one has ever
asked me this question before, but I will have to consider this.

Concerning motivational issues

18. M. Do you motivate the employees in other ways than by encouraging the workers ver-
bally and by means of their salary? Are they ever punished?
There are no punishments.
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No, the meeting held in February/Match, is the basis for salary. This includes looking at how they
handled responsibilities such as for damages, only to a slight extent, though, since it is a part of the
responsibility. But this is not pointed out specifically in the salary grading.

It would not surprise me if we eventually held some kind of competition on damage levels. We
have had this arrangement before. For instance, 3 years ago, we had low security in the air. Every-
thing that is hoisted must have two conveyor belts, according to safety rules, so things do not risk
falling down. Sometimes, there was only one conveyor belt, and it even happened that pallets had
no belts at all. If a child climbs the shelf and accidentally drags down something from a pallet, if a
person is hit by it, this means serious damage or even certain death. At that point, we had a compe-
tition, well it was not a competition, but we told the personnel that they had one month to improve
these procedures. We told them that there must be two belts on each pallet after this period of
time, on the morning control of this. And the employees fixed it, so as thanks for the help; we
bought pizza and soft drinks to the entire department. After that, each pallet has always had two
conveyor belts.

If we do not achieve results on damage levels in other ways, perhaps such a competition can come
in handy. But we try other things first, like discussing damages more and pushing employees to take
it seriously. Also, since it concerns the entire warehouse, we cannot just have a competition on the
logistics department.

The problem we have to deal with here is WDs! We nag about controlling DDs, but WDs is the
problem. DDs are something that is discussed with suppliers, if the products are not packed prop-
erly. For instance, they are allowed to stick out 2 maximum of 10 cm on each side of the pallet, and
if this regulation is not met, we turn to the suppliers, because this otherwise turns into WDs even-
tually when there is not enough space for the pallet in the shelf. This co-operation does not work
entirely, since our suppliers are at every corner of the world. The chain must also work with this at
a central level. Also, the one loading the cargo at the DC must be careful in filling up the truck.
They are told to fill up the truck as much as possible, and they do not discuss damages at all. And if
the chain all over the world manages to fill up all the trucks with an additional of 10 pallets, the fi-
nancial gain outweighs the loss of the damage costs any given day, unfortunately. But the focus we
need to have here at the employee level is on WDs, and not on filling of trucks.

The problem here at this warchouse is shelf space, and to some extent reporting of DDs. Perhaps
this is not at its optimal level because of a high work load.

There is a difference among the warchouses in Sweden on how many work hours they have in their
budget. This is based on the turnover of the warechouse. The larger turnover, the more hours you
get to the warehouse. To get resources, the warchouses must make profits.

As we compared ourselves to Dep. Y, we note that there, all wide products are put in the external
warehouse, so customers cannot break products. But, on the other hand, they must put resources
to picking out the orders for the customers since only employees are allowed to be in the external
warchouse. But this depends on how you want to service the customer. Here, we move everything
that only sells in small amounts to the external warehouse, so we get empty shelves at the CS. This
allows us to move around pallets and products, so there is enough space for them. This is some-
thing were working on intensively right now, but it is some lengthy work. Each week, about 5
product articles are moved around. And pallets of different sizes are moved around to get optimal
solutions. We are working on having the right products in the CS. Those products that we sell a lot
of are put here, to best service the customer. Dep. Y has a much smaller CS than we do, so they
have taken all wide products and put in their external warehouse, but as we see it, this is not the
point of the external warechouse. The meaning of it is to put products that are not sold a lot of. We
would rather see that products are moved according to that so we make room also for wide prod-
ucts at CS as they are sold a lot of.

But, if you look at the shelves at the CS and at the shelves of the external warechouse, everything is
clean, neat and there are no damages at the external warchouse. This is so because thetre are no cus-
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tomers there, but only employees. Also, we fix damaged products here to a larger extent because we
have time to do it, and there is a kind of guarantee that the product is not damaged, since it has
been checked better here. Of course, damages occur at the external warehouse as well, but it is not
a problem. Also, we have had no group manager up there for 6 months, and reporting of DDs has
not been handled as well as it should. But from now on, this will get better, as a group manager has
been appointed.

To minimize the risk of damages, a pallet should be handled as few times as possible. At this point
in time, 3-4 handlings are made on each pallet up until it arrives to the customer. One is at the sup-
plier, at DC it can be several times, but we have no statistics on this, at the warehouse it may also
happen several times. DC should check the pallet before loading it also. The goal is for no damages
to arrive to the warehouse.
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Appendix 5 Interview with Group Manager at Dep. Y;
Questions and Answers

This interview was conducted 2008-11-06.

The questions do not entirely correspond to the ones asked to the group manager at Dep.
X, since not all questions were relevant for the group manager at Dep. Y and some addi-
tional questions were interesting as well.

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment, questions marked M are related to flaws in
motivation and questions marked Cu is related to flaws concerning customers. Question
number 9 was not related to any of the problem areas, this was used to establish in which
area the employees believed the problem was.

1. C. How well informed is your staff on DDs and WDs?

The employees know the basics about DDs and WDs. We inform them about it in our de-
partment meetings but of course if differs among the employees. The ones that have
worked here for a long time and are here regularly know it better than employees that just
work every second weekend.

2. C. Do you inform the staff on regular bases about DDs and WDs?

Yes, it is a very important part of our introduction, and we try to tell them about it conti-
nuously while they work. However, we do not talk about it so much in the two minute
meeting we have before we start in the morning. Also, for those employees that did not at-
tend the department meeting, weekly information is given about what we have talked
about.

3. C. Do you think that all of the employees know what DDs and WDs are?

The employees know what DD and WD mean. They have been told that we have a target
for 0,27 % warehouse damages but I do not think that all of them are aware of exactly what
that means. We could improve that information and try to make the employees see the big
picture.

4. Are DDs and WDs a growing problem or is it a stagnant one?

I believe it is a stagnant problem. And because we reach the goals we have, we focus our
resources on improving other areas instead.

5. C. Do you have a plan of action regarding DDs and WDs? Can we look at it?

No we do not have a written one. But if we see in the report that we have WD levels high-
er than average we look into what has happened, why it happened, how it happened and
when it happened. It is often very easy to find the cause for it.

6. What has been done so far and what kind of actions did you take? Have you noticed
any changes?

We have regular information about DDs and WDs. We have also introduced responsibility
areas when it comes to DDs and WDs. This means that every morning, one person has the
ultimate responsibility when it comes to reporting WDs and DDs. It is also important that
we do not forget about this even if we have a very stressful day.
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7. C. How well does the introduction the company gives to your new employees work?
Can that be improved?

We are in the process of creating an introduction program. When I started, I basically got a
one hour tour and then I was expected to start working. Now it looks a little bit like this;
you sign the contract, get a tour around the building and get the theoretical areas explained
to you. After this, you have two days when you have support from another employee; you
work alongside him or her and get to see how the practical part works. A lot has happened
the last year and a lot will happen in the near future as well, I have only been working at
this position for three months and, of course, there are a lot of things that we can improve.
For example I would like to have a follow up 3-4 weeks after the introduction, like an extra
introduction to see if the employees have learned all the theoretical parts. This of course
costs money but I believe that it is something that it worth doing in the long run.

8. W. Are there certain days when more damages occur?

Well if we have a lot to do, less damaged goods are reported and these will most likely be
reported the following day instead. And this summer, when we had vacation personnel,
there was an increase in WDs, but otherwise I would say no.

9. C. How damaged must a product be to be defined as a WD?

If the box is broken or opened it counts as a WD. We also have an extra person from
Connexi that walks around in the store and repairs broken boxes. He is here as part of a lo-
cal government program doing job-training, so we do not pay his salary.

10. C. When does a delivery damage become a warehouse damage?

You have to take a picture of the damaged good, preferably when it is in the truck, howev-
er it is also acceptable if it is taken on the quay, for it to be reported as a DD. If you have
removed the plastic and taken the pallet into the warehouse it has become a WD. The em-
ployees know this.

11. Cu. Is the customers’ effect concerning infliction of damages large? How big is it in
financial terms?

Yes it is, especially on certain goods. I am not quite sure if there is anything you can do to
make this better. But we have WDs in our external warehouse as well, and we should not,
[since no customers are there]. I believe one reason for this is that you do not pay attention
when you get the delivery and miss to report DDs, which then become WDs, or the em-
ployees could just be sloppy. We always have the goods that go to the external warehouse
in the back of the truck, this to minimize the times when you move the goods. The em-
ployees start to work at six o’clock in the external warehouse and the goods we have there
are those we sell less than three of per week plus kitchens. This arrangement has been de-
cided on local level.

12. W. Do you have any kind of space shortage?

We have a shortage of space in our in-store warehouse [CS]. We would like to be able to
have more articles there.

13. C. Have you tried to get in touch with other warehouses?
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I have not had that much contact yet but as I said eatlier I have only been working as a
group manager for three months. I know that the flowchart manager here has a lot of con-
tact with other warechouses. Within the organization there is not that much rivalry and if we
can help another warehouse we gladly do so.

14. M. What kind of staff policy does the company have? For instance how do you mo-
tivate your staff to perform well daily?

We have our morning meeting where we try to communicate what goals we have for the
day. Usually, I am the one in charge of the meeting. Also, I believe it is important to en-
courage the employees while they work. We plan our work to finish unloading one truck
before starting on the next one, to try to get closure between them.

15. M. Have you considered motivating through carrot and stick?

No I do not believe it is a good idea, I think rewards should be spontaneous. You should
not expect to get something extra every time you do a good job. You already have your sal-

ary.

16. C/M. If you could decrease the costs of the warehouse damages, how would you
distribute the money you save?

If we managed to cut down costs further it would probably mean a larger budget, more
hours for the department.

17. Why do you think Linképing is better than Jonk6éping when it comes to warehouse
damages?

One of the reasons I believe is the fact that we use different forklifts. You use the bigger
ones, which are faster but it is also easier to damage goods with them. Otherwise, maybe
the workers are not paying attention.

18. Cu. How do you believe the damage infliction is distributed among employees and
customers?

Tough question, but if I was to make a guess I would say that employees cause approx-
imately 70% of WDs and customers the remaining 30%. Although, the customer effect is
mostly indirect, meaning that they damage goods because there are already broken goods in
the store.
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Appendix 6 Interviews with Employees at Dep. X; Questions
and Answers

These interviews were conducted:

Employee Date Termed

Forklift operator (permanent). | 2008-10-25 E1l

Worked for 17 years.

Forklift operator (paid by the | 2008-10-23 E2

hour). Worked for 4 years.

Forklift operator (paid by the | 2008-10-24 E3

hour). Worked for 4 months.

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment and questions marked M are related to flaws
in motivation. Question number 9 was not related to any of the problem areas, this was
used to establish in which area the employees believed the problem was.

Questions asked to all respondents:

1.
2.

C. What are your work tasks?

W. Are there things you think you should have time to do, but do not in reality be-
cause of lack of time?

W. Do you think the work load is too large on you?

M. What is the most common reason for you not to report a damage? Could it be
lack of time? That you do not know how to do? Do you think it is someone else’s re-
sponsibility?

C. Did someone explain the concepts DD and WD when you started working? If
not, when did you find out what they mean?

C. When does a delivery damage become a warehouse damage?

M. When you spot a damaged good on a shelf, what do you do/how do you think?
Report it? Think that it has been there for a while now, so it might as well lie there
for a while longer? Think that I did not break it so it is not my responsibility?

C. If you need help with something, who do you turn to?

How do you think the situation with DDs and WDs and the costs of them may be
improved?

10. C. Whose gain is cut costs? Where to is saved money reallocated?

Answers

E1l

1.

Everything that has to be done so the warechouse looks fresh and new every day before
opening at 10 o’clock. I want to set a good example. This means unloading the goods
from the truck, transporting them into the warehouse, keeping the shelves clean when we
reload etc. Besides that, to report WDs and DDs and taking pictures of the last mentioned.
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It is my responsibility to keep it clean in the warehouse. Also, I am in the ‘cost hunters’
group.

Yes, to do an optimal work every day there is a shortage of time. I wish that we had more
time, so that I and the others could clean the warehouse in a more proper way. We are not
very good at this. I do not have the time to pick up or report damaged goods a couple of
shelves away from what I am refilling.

Not really, but sometimes when we have a big delivery in the morning. However, it would
be nice if we had some more time than just five hours before opening. Stress gives negative
effects, not only on people, but also on their work effort. But, WDs among the CS is a re-
sponsibility we share with CS personnel, so we could keep the CS area really tidy if all em-
ployees took their responsibility. As it is now, CS and FL employees do not work closely
enough; we need to help one another more and emphasize certain shelves, as they look
worse and give a bad impression to customers.

If I do not report a WD it is because I do not have time, or prioritize other work tasks. Of-
ten when we have a big delivery, and a high work load, I do not have the time if the dam-
age is a couple of shelves away, like I said before. If we just had an extra hour every day be-
fore opening, the warehouse would be tiptop.

No, because DDs and WDs are relatively new concepts. We did not have those when I
started to work here. But yes, I know what they are and I know what the picture looks like.
Although, no one educated me, but I had to look for the information myself. So I do un-
derstand if some of the workers do not get it, because the introduction and education is
not satisfactory. For instance, PJ] employees are not well aware of what DDs and WDs are
about.

When you miss to detect the DD and do not report it, then it becomes a WD. And the re-
porting program can report that even the next day if you find it than but before they report
the damage to the supplier.

I report a damaged good straight away if it is in the same shelf that I am refilling. If it is a
couple of shelves away I probably will not report it. And, of course, there are two scena-
rios. If we have an ambitious work team, I can check an extra time in the warehouse. Oth-
erwise I do not have the time for that extra check. We do not have the time, like I said be-
fore. Our number one priority is the delivery and filling up the shelves.

It depends on what it concerns. In general, employees rarely turn to the managers, so we
have to pay attention to our co-workers if they are insecure about anything. The new em-
ployees do not even know who to turn to. Also, out group manager has two departments
to care about, so he has got too much to do.

It is important to educate the employees in a proper and a better way about the problem.
We need to inform the staff in a better way than just e- mailing. E-mailing is good, but not
enough. Many of the employees do not even know where to find the information files. If
someone has been away from work one week, that person does not automatically get the
new information, but has to ask for it. Information must be easily accessible. Also, too
much useless information is given, while important things are not told. The new employees
must get a better introduction to their job than just a few hours. It is naive to think this is
sufficient. And after the introduction, they also need an additional introduction after a
couple of months when they go through it again. And, the managers do not have to be the
ones doing the introductions, because they do not know everything. Other things are that
for instance, the new employees could only get for instance one list, and the full- time
workers get three, so we do not put too much pressure on the un-experienced ones. More,

the computer system is hard to deal with; the risk of doing something wrong is too big.
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10. If damage levels were cut drastically, another full time employee could be hired. But we

have to put up small goals in order to reach such a large one.

I operate the fork lift. I finish the lists as soon as possible, and then take care of the day’s
delivery, which must be done by 10 am.

Between the hours 5 am and 10 am, lists and delivery must be taken care of. My goal is to
have finished the lists before 8 am. Everything depends on how many cubic meters of
freight that has arrived. If I can make time for other things, like reporting damages, I do
that as well. After 10 am, I punch lists, update cars and such things. Of course I care
about how the warehouse looks and try to tidy up, but those employees that have only
been working for a short while have not acquired the same sense of routines that I have, so
they hardly ever make time for such things.

No, I do not think so. As long as everybody takes care of their tasks, I am fine as well.
Since the time between 5 am and 10 am is devoted to finishing off lists and taking care of
the delivery, damaged freight at CS can be taken care of afterwards. At CS, they go through
the warehouse once every day and take care of reporting damages. But if I can find the
time to do it myself, I do it. It is a joint responsibility between logistics and CS to report
and gather damaged products. If I am about to fill up a certain item, and something is
damaged there, of course I bring it along and report it. If I am operating a mixed pallet at
the time when I spot the damaged product, I never bring it with me, because it takes so
much time to bring it along and write it off. I want to do as much as I can during the 5
morning hours, and reporting damages is as much the responsibility of CS as it is of the lo-
gistics department. I try to make sure it is clean and neat where I am working, and report
damages to the group manager directly if I can. However, many employees at logistics
simply ignore damaged goods, but if I would do the same, the problem would grow larger.
The biggest problem, as I see it, lies in those who have only been working for a short time.
I have been working here for a couple of years, so I feel the responsibility towards custom-
ers to make sure CS is clean and tidy. Customers do not want to shop if that is not the
case. But the new employees do not feel the same deal of responsibility. This is mainly be-
cause they are not given the proper preconditions to manage the job tasks, in that they are
not informed to the extent they should be about how important these matters are. Al-
though, some of the full time workers also do not feel the load of responsibility they ought
to, and therefore do not pick away damaged goods and litter.

Yes. When I started at the company, they went through EVERYTHING with me, from
the computer system and organization to everything that happens at the warchouse.

If you miss the damage when it comes in the delivery and detects it afterwards. You have
the chance to report it until noon. You take a picture of it and it is reported to the trans-
porter or supplier, I do not know to which person. If you have put the damaged good on a
shelf and then see it, you still have the chance to pick it down and report it, if you do it be-
fore noon. If I miss it today and detect it tomorrow, it is a WD.

Most often, I report it immediately, even if I did not break it. If the damaged good is in the
way of filling up new goods, you have to move it, so you might as well report it. Sometimes
I put damaged goods on the floor where I am filling up, and then just before 10 am, I bring
an empty pallet on the forklift and pick up all damaged goods. But sometimes, this is for-
gotten, and that is mainly when there is too much to do. All the lists and deliveries are of

course our main priority.
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10.

The ones that have been working longer than me, who know more than I do. I never ask
evident things, because I have been working for such a long time, but for instance if I have
a question about the computer system. I hardly ever ask the group manager or the logistics
manager, only if I have got a question about salary or something. Not about work tasks.
Teaching the new employees how important it is to report DDs so they do not become
costs. And how important it is to pick away WDs so they do not create a mess. The infor-
mation is generally very poor, and it has been like this during the entire time I have been
working there. I have told the group manager and another manager at the warehouse this a
thousand times, but nothing changes for the better. The group manager does his best, I can
tell, but he carries too much responsibility [over both the logistics department and the ex-
ternal warehouse| to be able to inform his employees in the way he should. We frequently
receive e-mails containing information, but this is not enough, and cannot replace informa-
tion at the workplace. Many employees neglect reading their e-mail. And there are tem-
plates of how work tasks are to be done (in files and so on) but we do not know where to
retrieve this information. I mean, where are those files? It would be better to use informa-
tion boards at the workplace on what happens and so on. If I have not been working for a
week, and something has changed, a procedure or the location of something, I do not get
to know unless I ask. They expect us to find out these things ourselves.

Since WDs is a cost for the warehouse, the logistics department would incur less costs if
damage costs could be reduced. I do not know if they even compare departments to see
where the greatest cost happen, but they do talk a lot about that we need to cut WD costs.
It said so recently in the mail from the group manager. But I do not know how the cost

savings are allocated.

. My job is to operate the forklift, to refill the shelves and to drive in the delivered goods.

Besides that, to report the damaged goods that I come across with when I refill the shelves.
I also work at the external warchouse.

Sometimes you do not have the time to report or remove the damaged goods because of
the time shortage or when the damaged goods are a couple of rows away.

It varies from day to day, but it happens that we have much to do some days, but not every
day.

If I do not report WDs, it is always because of that I do not have time, or prioritize other
more important work tasks.

No, they just mentioned it and that was it. I had to learn by myself, or colleagues showed
me.

To be honest I do not really know.

I prioritize the task lists and the delivery before I can afford to report the warehouse dam-
ages that I have spotted. Like I said before, it is all about the time we have left.

I am not ashamed of asking anyone.

Perhaps the warchouse can have an extra worker that goes around and reports the dam-
aged goods that we miss to report.
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Appendix 7 Interviews with Employees at Dep. Y; Ques-
tions and Answers

These interviews were conducted:

Employee Date Termed

Forklift operator (permanent). | 2008-11-06 E4

Worked for 28 years.

Forklift operator (paid by the | 2008-11-14 E5

hour). Worked for 1,5 years.

Forklift operator (paid by the | 2008-11-14 E6

hour). Worked for 4 months.

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment and questions marked M are related to flaws
in motivation. Question number 9 was not related to any of the problem areas, this was
used to establish in which area the employees believed the problem was.

Questions asked to all respondents:

1.
2.

C. What are your work tasks?

W. Are there things you think you should have time to do, but do not in reality be-
cause of lack of time?

W. Do you think the work load is too large on you?

M. What is the most common reason for you not to report a damage? Could it be
lack of time? That you do not know how to do? Do you think it is someone else’s re-
sponsibility?

C. Did someone explain the concepts DD and WD when you started working? If
not, when did you find out what they mean?

C. When does a delivery damage become a warehouse damage?

M. When you spot a damaged good on a shelf, what do you do/how do you think?
Report it? Think that it has been there for a while now, so it might as well lie there
for a while longer? Think that I did not break it so it is not my responsibility?

C. If you need help with something, who do you turn to?

How do you think the situation with DDs and WDs and the costs of them may be
improved?

10. C. Whose gain is cut costs? Where to is saved money reallocated?

Answers

E4

1.

I unload the goods from the truck, transport them into the warchouse, take all the empty
pallets out and try to keep everything clean and in order. If I see a damaged good it is my
responsibility to report it and remove it from the shelf. However, if there is a damaged
good at the bottom of the pallet I just put a green sticker (marked as a WD) on it and re-
move it later when the goods that are placed on top of it have been purchased. DDs can be
tricky to spot sometimes, so the next person that moves the pallet also needs to check for
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them. It is not my responsibility to keep it clean in the CS department; we have a guy from
Connexi doing this. Before, it was the sales personnel that took care of it.

I have worked here for a very long time and eatlier, I tried to do everything, but there is
not always time. Now, if I do not have time to do it today, I just do it tomorrow instead. It
is also important that everyone does what they are supposed to. Before, this did not work
very good, but ever since we started with specific work tasks it has become much better.
And I also believe that it is important that you are able to say that you do not have time do
to do a task that has been appointed to you. Someone else probably often can help you
with that.

Between five o’clock and ten o’clock in the morning, it is quite a lot to do. The afternoon,
however, is calmer.

If I do not report a WD, it is because I do not have time, or prioritize other work tasks. We
had a girl that used to check all the pallets for damages, but this duty was removed to im-
prove efficiency. Management wanted the pallets to be moved fewer times. It is also quite
complicated to report a damage and it takes time. Also, DDs have however improved late-
ly, though they rise a bit in the summer when the ordinary personnel are on vacation at the
DC.

When I started here there was no such thing as DDs and WDs. The last 5-6 years, the con-
cepts have become important and we have gotten regular information, plus lists that show
how well we are doing compared to other warehouses.

I think a DD has to be reported straight away, not completely sure about it though. But I
know that I cannot do it the next day.

I report a damaged good straight away if it is in the same shelf that I am refilling. If it is a
couple of shelves away, I probably will not report it.

[Not relevant.]

The packaging is of great importance; many of the goods can be packaged better to keep
them from breaking. I have been walking around the warehouse with a girl from our sup-
pliers and pointed out flaws and I report to her regulatly.

My work tasks are to keep the CS department clean and in a good condition when the cus-
tomers arrive at ten o’clock. This includes refilling and reloading shelves, clean the shelves,
and of course operate the forklift.

Not really, but sometimes there are things that I do not find time to do, nothing specific.
However I usually do it later instead, although sometimes I forget about it.

No, even though some days can be pretty tough.

It is because I do not have enough time, it is my responsibility to report a damaged good if
1 see one, even if someone else has broken it. Sometimes 1 do not have time to do it
straight away but then I fix it later.

Yes, it was explained to me in the introduction. Then, I was also shown how to handle it
practically during my first days by other employees until I was sure of how to handle it my-
self. This includes for example that you need to take a picture of a DD.

I think you have to do it almost straight away, I think it is ok to report it even if the good
has been moved into the warchouse as long as it is the same day.

I report a damaged good straight away if I see one, even if it is a couple of shelves away
from the one that I am refilling.

The manager, or someone else that I think can help. It depends very much on what kind of

question I have.
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10.

E6

I believe it is important to report it on time so we do not get any damaged goods into the
warehouse, that we get them out of the store. And also to be more thorough with DDs be-
cause if we miss to report them they become WDs.

I do not know where the money goes actually. [The authors then explained it to him.] Well,

if I knew that, I guess it would work as a motivational tool for doing a better job.

I operate the fork lift, refill goods and make sure the shelves are in order, unload trucks
and hoist goods.

Sometimes it is hard to get all the goods into the warehouse by ten o’clock, but that is more
general. I do not have work tasks that are just mine that I do not have time for. And when
it comes to reporting damaged goods it does not have top priority. Also to report DDs is
quite complicated which means that you sometimes do not have time for it.

It depends, not usually in the weeks but, of course, holidays could be tough.

It is because of the time pressure, or that I prioritize other work tasks.

Yes, it was explained the first day. I had a person who 1 walked alongside, and he showed
me the slip and explained thoroughly how you were to handle it.

As soon as you take the forklift into the truck, it is usually ok if you do it on the quay as
well. The person at the supplier that receives the report needs to be able to trust the person
that has made the report. And sometimes it is hard to spot DDs in the truck of it is on the
back of the pallet which means you need to be able to report it when it is on the quay as
well.

I usually remove it. Of course it is hard if it is on the bottom of a pallet, then I report it,
put the date and my name and then put a slip on it so the customers knows that it is dam-
aged. It is important not to be sloppy with this because it will only mean more work for the
department in the long run.

Different people, could be almost everyone although the group manager knows quite a lot
so most of the times I ask him.

You could set aside a day or a couple of hours to inform the employees thoroughly because
I believe a lot of them are insecure of how to handle them, and that means that they just
leave the damaged goods for someone else to report. You could have an education or
something like that.
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Appendix 8 Questions and Answers to Survey at Dep. X
These surveys were conducted 2008-10-16 through 2008-11-24.

The respondents’ answers to the survey questions are compiled below.

Position # respondents Dep. X
CS= Customer Shelves and Sales personnel 33
FL= Forklift operator 11
PJ= Pallet Jack personnel 6
and

P= Picker

S= Sales personnel

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment and questions marked M are related to flaws
in motivation. Question number 9 was not related to any of the problem areas, this was
used to establish in which area the employees believed the problem was.

C. Question 1: Do you know what the meaning of the term WD
is, and what does it imply?

A brief answer of the “translation” of WD is enough to have answered this question cor-
rectly. For the second part of the question, what the meaning of WDs implies, the respon-
dent must have given at least a correct short note, such as “damage occurring at the ware-
house” or “damage inflicted by customer”. However, none of the respondents have given
a complete answer that would show that they understand the full picture of WDs. In uto-
pia, all answers should be in the Yes column, and none in the No column.

Do you know what the meaning of the term WD is? #of respondents

CS FL PJ
Yes No Yes No Yes No
2 3 10 1 5 1

Do you know what the meaning of WD implies? #of respondents

CS FL PJ

Yes No Yes No Yes No
2 3 8 3 5 1
Table 1 WD

C. Question 2: Do you know what the meaning of the term DD
is, and what does it imply?
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A brief answer of the “translation” of DD is enough to have answered this question cor-
rectly. For the second part of the question, what the meaning of DDs implies, the respon-
dent must have given at least a correct short note, such as “damaged product in transport”
or “damage not inflicting a cost at the warehouse”. However, none of the respondents
have given a full answer that would show that they understand the full picture of DDs. In
utopia, all answers should be in the Yes column, and none in the No column.

Do you know what the meaning of the term DD is? #of respondents

CS FL P]
Yes No Yes No Yes No
3 2 10 1 1 5

Do you know what the meaning of DD implies? #of respondents

CS FL P]

Yes No Yes No Yes No
1 4 8 3 1 5
Table 2 DD

C. Question 3: Whose responsibility is it to report and remove
damaged products?

The definition of what consists a correct answer is in accordance with management’s view
on whose responsibility it is to report and remove damaged products. When correct an-
swers were given, the respondent’s answer is counted in the Yes column. In utopia, all an-
swers should be in the Yes column, and none in the No column.

Correct answers of whose responsibility it is, as specified by management, are:

-if damaged product arrives in delivery

-if damaged product is in the store

FL/ logistics

All employees; FL, PJ, CS, S

-if damaged product is in CS area FL, PJ, CS

-if damaged product is in the external warehouse FL, P

Whose responsibility is it to report and remove damaged products? #of respondents
CS FL PJ

Yes No Yes No Yes No

1. -if damaged product arrives in delivery

4 1 9 2 4 2

2. -if damaged product is in the store area
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0 5 7 4 0 6

3. -if damaged product is in CS area

1 1 7 4 4 2

4. -if damaged product is in the external warehouse

~ ~ 7 4 5 1

Table 3 Responsibility to report and remove damaged products
Comments concerning Question 3:
CS personnel:

Concerning question one, 4 of the CS personnel answered correctly. The last 1 did not an-
swer the question at all. Question two was not answered correctly by anyone. 3 of them
answered S personnel were responsible, which is only partially correct. The remaining two
answered “personnel”, which it too brief an answer. Concerning question three, 4 respon-
dents answered that it is their own responsibility, or FL personnel. The last 1 answered that
S personnel was responsible of this. The CS personnel never works at the external ware-
house, thus the fourth question was not relevant for them.

FL personnel:

Concerning question one, 9 respondents have answered correctly. The remaining 2 have
answered that it is the responsibility of “the employee”, thus the researchers cannot con-
clude the respondent has answered correctly, and that it is the responsibility of “only the
one unloading the truck”. The correct answer to question two would be that it is the joint
responsibility of all employees at the warehouse or that it is the responsibility of the one
that discovers the damage. 7 respondents have answered in this manner. The remaining 4
respondents are either lacking answers or have answered too cursory. 1 respondent ans-
wered “employees”, another answered “personnel in the store”, and one answered “those
who handle the unpacking of products”. Question three is correctly answered if the res-
pondent has made it clear that it is a joint responsibility. Thus answering merely “em-
ployees”, “FL personnel” or “PJ personnel” is not enough. 4 respondents have done this.
The remaining 7 have in some way made it clear that PJ-, FL-, and CS- personnel share the
responsibility. Question four is answered correctly if the answer is “those working at the

¢

external warehouse”, “the one detecting the damage” or “FL personnel and P personnel”.
2 <

Incorrect answers are “employees”, “personnel” only answering “FL operators”, or failing
to give any answer at all.

PJ personnel

4 out of 6 respondents have answered the first question correctly, that it is the responsibili-
ty of the fork lift operators/ logistics employees to report and remove delivery damages.
The 2 remaining respondents have erroneously answered that it is the responsibility of S
personnel and PJ only. As for the second question, all respondents have answered that it is
the sole responsibility of S personnel to report and remove damaged products in the store
area. The answer to question three; the responsibility over damaged products in the CS area
has received three sorts of answers. The entirely correct one, that it is the joint responsibili-
ty of FL, PJ and CS, has only been answered by 1 respondent. 3 respondents have ans-
wered that is it the CS personnel, and these have-heen considered cerreet answers as well.
The 2 remaining respondentsihaye vanswered that it 1s ithe esponsibility/of S personnel,
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which is wrong. As for the last question; number four, 5 respondents have answered that
the responsibility lies at logistics personnel or “those working at the external warehouse”.
These answers have been interpreted as correct. The remaining 1 respondent answered “I
have no clue”.

C/M. Question 4: If the cost of WDs and DDs is reduced, who
will take part of the saving?

Measured as the number of correct answers. Yes= correct answer.

As management claims, the cost savings will result in more money for the entire warehouse
budget, resulting in higher salaries and more working hours for all kinds of personnel.
None of the respondents have given a full answer to the question, suggesting they under-
stand the entire process of where cost savings end up. However, to have answered the
question correctly, it was enough that respondents answered something short, but accurate,
like “it goes back to the warehouse”, “it goes to salary increases” or “less costs will lead to
higher salaries”.

If the cost of WDs and DDs is reduced, who will take part of the saving? #Hof respondents

CS FL P]
Yes No Yes No Yes No
0 5 5 6 2 4

Table 4 In case of cost reductions in WDs and DDs, who gains.

C. Question 5: Does the warehouse have an insurance cover-
ing the cost of damaged products?

Measured as the number of correct answetrs.

Management’s answer to this question is that there exists no such insurance. Therefore, if
respondents have answered No to this question, they have a correct answer, thus resulting
in ending up in the Yes column. If they have answered Yes or Do not know, the answer is
incorrect, thus resulting in ending up in the No column.

Does the warehouse have an insurance covering the cost of damaged products?

#of respondents
CS FL PJ
Yes No Yes No Yes No
0 5 4 7 0 6

Table 5 Insurance covering the cost of damaged products.

C. Question 6: Do you read the information e-mails, about the
departmental meetings, sent out by the group manager?

In this question, Yes or No simply presents whether or not the respondents read the e-
mail. Thus, no answer is correct, but this is an attitude question. PJ] and CS personnel do
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not receive the e-mail containing the departmental meeting, and are thus not included in
the answers. This question had a follow- up question concerning what the latest e-mail was
about. Although 10 respondents claimed to have read the e-mail, one of them did not pro-
vide any example of what the mail said. The others pointed out different things from the e-
mail. 3 respondents answered that the mail contained a funny story while three others
pointed out that the mail was about the problem of overfilled shelves and pallets. The last

three answered general things; “work is supposed to be done at 10 am”, “it is important to
stay positive at work” and “the workplace must be kept cleaned and in order”.

Do you read the information e-mails, about the departmental meetings, sent out by the

group manager? #of respondents
CS FL P]

Yes No Yes No Yes No

- - 10 1 - -

Table 6 Information e-mails

C. Question 7: Do you regularly read the information notice
board at Dep. X?

In this question, Yes or No simply presents whether or not the respondents read the notice
board. Thus, no answer is correct, but this is an attitude question. The CS personnel are
not instructed to read the notice board.

Do you regularly read the information notice board at Dep. X? #of respondents
CS FL P]

Yes No Yes No Yes No

- - 6 5 0 ¢

Table 7 Information notice board

W. Question 8: Do you think that you have got too much work
to do for the time at hand to perform the work?
In this question, Yes or No simply presents whether or not the respondents think they

have got too many work tasks, considering the time they have at their disposal to conduct
them. Thus, no answer is correct, but this is an attitude question.

Do you think that you have got too much work to do for the time at hand to perform the

work? #of respondents
CS FL P]

Yes No Yes No Yes No

4 1 6 5 2 4

Table 8 Amount of work versus time to perform it
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Appendix 9 Questions and Answers to Survey at Dep. Y
These surveys were conducted 2008-11-06 to 2008-11-24.

The respondents’ answers to the survey questions are compiled below.

Where # respondents Dep. Y

CS= Customer Shelves and Sales personnel

FL= Forklift operator

PJ= Pallet Jack personnel

and

P= Picker

S= Sales personnel

Questions marked C is related to the theory of flaws in communication, questions marked
W is related to flaws in working environment and questions marked M are related to flaws
in motivation. Question number 9 was not related to any of the problem areas, this was
used to establish in which area the employees believed the problem was.

No information emails were sent out to the employees at Dep. Y therefore this question
has been removed from the survey.

C. Question 1: Do you know what the meaning of the term WD
is, and what does it imply?

A brief answer of the “translation” of WD is enough to have answered this question cor-
rectly. For the second part of the question, what the meaning of WDs implies, the respon-
dent must have given at least a correct short note, such as “damage occurring at the ware-
house” or “damage inflicted by customer”. Seven of the respondents have given a com-
plete answer that would show that they understand the full picture of WDs. In utopia, all
answers should be in the Yes column, and none in the No column.

Do you know what the meaning of the term WD is? #of respondents

CS FL PJ
Yes No Yes No Yes No
2 0 7 0 1 1

Do you know what the meaning of WD implies? #of respondents

CS FL P]

Yes No Yes No Yes No
2 0 5 2 0 2
Table 1 WD
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C. Question 2: Do you know what the meaning of the term DD

is, and what does it imply?

A brief answer of the “translation” of DD is enough to have answered this question cor-
rectly. For the second part of the question, what the meaning of DDs implies, the respon-
dent must have given at least a correct short note, such as “damaged product in transport”
or “damage not inflicting a cost at the warehouse”. Seven of the respondents have given a
full answer that would show that they understand the full picture of DDs. In utopia, all an-
swers should be in the Yes column, and none in the No column.

Do you know what the meaning of the term DD is? #of respondents

CS FL P]
Yes No Yes No Yes No
2 0 7 0 1 1

Do you know what the meaning of DD implies? #of respondents

CS FL P]

Yes No Yes No Yes No
2 0 6 1 0 2
Table 2 DD

C. Question 3: Whose responsibility is it to report and remove

damaged products?

The definition of what consists a correct answer is in accordance with management’s view
on whose responsibility it is to report and remove damaged products. When correct an-
swers were given, the respondent’s answer is counted in the Yes column. In utopia, all an-
swers should be in the Yes column, and none in the No column.

Correct answers of whose responsibility it is, as specified by management, are:

-if damaged product arrives in delivery

-if damaged product is in the store

FL

All employees; FL, PJ, CS, S

-if damaged product is in CS area FL, PJ, CS

-if damaged product is in the external warehouse FL, P

Whose responsibility is it to report and remove damaged products? #of respondents
CS FL P]

Yes No Yes No Yes No
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-if damaged product arrives in delivery

2 0 7 0 2 0

-if damaged product is in the store area

1 1 5 2 1 1

-if damaged product is in CS area

1 1 7 0 1 1

-if damaged product is in the external warehouse

- - 7 0 2 0

Table 3 Responsibility to report and remove damaged products
Comments concerning Question 3:
PJ personnel

2 out of 2 respondents answered the first question correctly, that it is the responsibility of
the forklift operators/logistics employees to report and remove delivery damages. As for
the second question, one of the respondents have answered that it is the responsibility of
the personnel in the department where the damaged good is, this is considered to be a
wrong answer since it is all employees responsibility to remove a damaged good if they see
it in the store. The second employee has answered the one who spots it which is consi-
dered to be the right answer. The answer to question three; the responsibility over damaged
products in the CS area has received two different answers. The entirely correct one, that it
is the joint responsibility of FL, PJ and CS, was answered by 1 respondent. The other res-
pondent answered that it was the responsibility of the CS personnel. As for the last ques-
tion; number four, both respondents have answered that the responsibility lies at logistics
personnel or “those working at the external warehouse”. These answers have been inter-
preted as correct.

FL personnel:

Concerning question one, all respondents have answered correctly. The answers were both
logistic personnel, the one who unloads the goods and the ones who detects it. All these
answers have been considered correct. The correct answer to question two would be that it
is the joint responsibility of all employees at the warehouse or that it is the responsibility of
the one that discovers the damage. 5 respondents have answered in this manner. The re-
maining 2 respondents had answered the personnel or the one who is refilling which has
been considered wrong. Question three is correctly answered if the respondent has made it
clear that it is a joint responsibility. All of the employees had answered that it’s a joint re-
sponsibility or that it is the one that detects it that shall report it. Both these answers are
correct. Question four is answered correctly if the answer is “those working at the external
warehouse”, “the one detecting the damage” or “FL personnel and P personnel”. Incorrect
answers are “employees”, “personnel” only answering “FL operators”, or failing to give
any answer at all. All of the respondents answered either the one who works there or the
one that detects it.

CS personnel:
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Regarding the first question, the respondents had answered that it’s the responsibility of
the logistic personnel which is the correct answer. The correct answer to the second ques-
tion would be all personnel or the one that detects it. Here one of the respondents had
answered simply “personnel” which was not considered a correct answer. At the third
question one of the respondents had answered “personnel”. This was not considered cor-
rect since the right answer would be joint responsibility between PJ, FL and CS or the one
that detects it. The last question was not of relevance for the CS personnel.

C/M. Question 4: If the cost of WDs and DDs is reduced, who
will take part of the saving?

Measured as the number of cotrrect answers. Yes= correct answer.

As management claims, the cost savings will result in more money for the entire warechouse

budget, resulting in higher salaries and more working hours for all kinds of personnel. Five

of the respondents have given a full answer to the question, suggesting they understand the

entire process of where cost savings end up. However, to have answered the question cot-

rectly, it was enough that respondents answered something short, but accurate, like “it goes
»

back to the warehouse”, “it goes to salary increases” or “less costs will lead to higher sala-
ries”.

If the cost of WDs and DDs is reduced, who will take part of the saving? #Hof respondents

CS FL P]
Yes No Yes No Yes No
2 0 3 4 0 2

Table 4 In case of cost reductions in WDs and DDs, who gains.

C. Question 5: Does the warehouse have an insurance cover-
ing the cost of damaged products?

Measured as the number of correct answers.

Management’s answer to this question is that there exists no such insurance. Therefore, if
respondents have answered No to this question, they have a correct answer, thus resulting
in ending up in the Yes column. If they have answered Yes or Do not know, the answer is
incorrect, thus resulting in ending up in the No column.

Does the warehouse have an insurance covering the cost of damaged products?

#of respondents
CS FL PJ
Yes No Yes No Yes No
0 2 3 4 0 2

Table 5 Insurance covering the cost of damaged products.
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C. Question 6: Do you regularly read the information notice
board at Dep. X?

In this question, Yes or No simply presents whether or not the respondents read the notice
board. Thus, no answer is correct, but this is an attitude question.

Do you regularly read the information notice board at Dep. X? #of respondents
CS FL PJ

Yes No Yes No Yes No

- - 4 3 1 1

Table 7 Information notice board

W. Question 7: Do you think that you have got too much work
to do for the time at hand to perform the work?
In this question, Yes or No simply presents whether or not the respondents think they

have got too many work tasks, considering the time they have at their disposal to conduct
them. Thus, no answer is correct, but this is an attitude question.

Do you think that you have got too much work to do for the time at hand to perform the

work? #of respondents
CS FL P]

Yes No Yes No Yes No

1 1 1 6 0 2

Table 8 Amount of work versus time to perform it
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Appendix 10 Investigation of Damage Levels at Dep. X; Re

This investigation was conducted 2008-10-09 and 2008-10-10. The findings are
into Table 1 for the store area, Table 2 for the CS area, and Table 3 for totals.

STORE
AREA
Dep. Y

Time Day 1, 2pm Day 1, 7pm Day 2, 10am
Product Type of damage ~ Same Recovered Same

name
condition
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P24 Minor X - X -

P26 Messy - X - -

P28 Messy - X - -

P30 Minor X - X -

P32 Minor X - - X

P34 Minor X - X _

P36 Messy X - X -

P38 Messy X - X -

P40 Minor X - X -

P42 Minor X - X -

P44 Minor X - X -

P46 Minor X - X _

P48 Minor X - X -

P50 Minor X - X -
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P52
P53
P54
P55
P56
P57
P58
P59

Total day

Total day

TOTAL

Messy
Messy
Minor
Messy
Messy
Messy
Minor

Minor

59

50

37

Same condition

37

13

Recovered

22

Table 1 Store Area

CS AREA
Dep. X

Product
name

Type
age

of dam- Same

condition

Recovered

Same

condition

Recovered

"/ List of research project topics and materials
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P69 Minor X - X -

P71 Minor X - X -

P73 Messy X - X -

P75 Minor X - X -

P77 Minor X - X -

P79 Minor X - X -

P81 Minor X - X -

P83 Minor X - X -

P85 Minor X - X -

P87 Minor X - - -

P89 Minor X - X -

PI1 Minor X - X -

P93 Minor X - - X

P95 Minor X - - X

P97 Minor X - X -
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P99 Large X - X _

P101 Minor X - X -

P105 Minor X - X -

P107 Minor X - X -

P109 Minor X - X -

Pi111 Minor X - X -

P113 Minor X - X -

Total day 55 54 1

‘

Same condition Recovered

Table 2 CS Area

WAREHOUSE X SAME CONDITION RECOVERED
Total 104 ( 59+55) 86 (37+49) 28 (22+6)

Table 3 Totals

124


https://www.bestpfe.com/

Appendix 11 Investigation of Damage Levels at Dep. Y; Results

This investigation was conducted 2008-11-06. The findings are compiled into Table 1 for
the store area, Table 2 for the CS area, and Table 3 for totals.

STORE AREA

Dep. Y

Time Day 1, 10am Day 1, 4pm

Product name Type of damage Same condition Recovered
Y510 Minor X =
Y511 Large X -
Y512 Large X =
Y513 Messy X -
Y514 Messy X -
Y515 Messy - X
Y516 Large - X
Y517 Minor X -
Y518 Minor X -
Y519 Messy X -
Y520 Messy X -
Y521 Messy X -
Y522 Minor X -
Y523 Large X -
Y524 Large X -
Y525 Messy - X
Y526 Messy - X
Y527 Minor X -
Y528 Minor X -
Y529 Messy X -
Y530 Messy X -
Total 21 17 4

Table 1 Store Area
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CS AREA Dep.

‘<

Product name Type of damage Same condition Recovered

Y261 Messy X -

Y263 Messy X -

Y265 Messy - X

Y267 Minor X -

Y269 Messy X -

Y271 Minor X -

Y273 Messy X -

Y275 Large X -

Total 17 15 2
Table 2 CS Area
WAREHOUSE Y SAME CONDITION RECOVERED

Table 3 Totals
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Appendix 12 DD Reporting - Comparison of Dep. X and Dep. Y

Delivery damages reported
Dep. X & Dep.Y

600
o
§ 500
g 400
S 300 —
-t
g 200 [—
(] 100 — | -
= o H_ ==

. picture/docu internal Total
Below limit . wrong
ment delivery reported

B department x 389 91 61 3 543
5 departmenty 112 26 20 2 162

Dep. X and Dep. Y are compared against each other on this chart. Like one can see, Dep.
X is better than Dep. Y in reporting delivery damages.
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Below limit
picture/document
71% internal delivery

wrong

This pie chart shows how the total reported DDs for Dep. X and how it is divided.

Total reported DD Dep. Y

1%

M Below limit
W picture/document
W internal delivery

B wrong

This pie chart shows how the total reported DDs for Dep. Y and how it is divided.

When comparing the both pie charts you can see that they are similar to each other, mean-
ing that the both Dep. are equally efficient even that Dep. X reports the most.
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