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1.0 Overview

Background
The objective of the TNT Express divisional internal communication and escalation policy is to improve the speed of responses provided to any requests for information between business units or countries.  TNT Express operates as a global organisation and a high dependency exists on disciplines and accountabilities at business unit and country level to adhere to the divisional communication policy. The communication policy is complemented with an escalation policy to ensure that employees who request information but have not received a response in a timely manner can escalate the request following divisional standards. The communication tools that are most widely used to request and respond to information are the TAO (totally automated office) mainframe system and the Lotus Notes system. The technology deployed enables users globally to communicate with other countries and to request real time responses to business critical questions.  The business unit model that is used by TNT Express and the launch of the right first time processes initiated a re-launch of the communication and escalation policy.



Purpose
This document is designed to support local management with procedures for staff, implementing these through staff instructions and monitoring the quality and performance of the process. It will define:

· roles and responsibilities

· generic information types

· escalation timelines (response times) and levels

· suggested measurement methods

· standard communication templates




.

Continued on next page

Scope
This document applies to customer service, operations, marketing & sales and finance employees who send or receive requests for information to and from other countries or departments by TAO and Lotus notes. The policy applies more specifically to those requests for information that have a business critical impact on customer satisfaction and loyalty although the policy can be used as a guideline for all forms of communication if required.

The policy does not cover Associate Partners or Off line stations directly due to the nature of the communication tools used. It is the responsibility of the controlling station to adhere to the communication policy. 



Deployment
This document, the divisional internal communication and escalation policy should be used as a starting point. Each business unit, region, country and depot is required to implement the standards mentioned in the policy. Local modifications to roles and responsibilities may be made based on local practice or regulation as long as the standards defined in the document are adhered to. It is the responsibility of  business unit  customer service, operations, financial and sales & marketing management to implement the policy and to monitor compliance at business unit, country, region and depot level.



Information
For more information please contact the relevant process or document owners as indicated on the front page of the document



Effective date
This policy is effective immediately replacing all former communication and escalation policies and documents
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2.0
Divisional response time standard

Purpose
TNT Express operates as a global network of individual countries and regions.  Responding to requests for information following a uniform response time standard between countries is a key requirement to support the strategy of being the fastest and most reliable provider of express delivery services. This is especially true for those information types that require an immediate response in order to deliver shipments on time and in perfect condition. Uniform templates have been developed for information types that require immediate responses and are available in appendix 1. To prevent unnecessary workload at both sides (sender and receiver) a number of actions are required prior to escalating a request for response if the standard response time is not adhered to. These actions are  described in this section

Information Types and response time standards
There are a number of frequently used information request and the table below lists these and the standard time line to respond to the request of information type

Information Type
Response Time Standards

Undeliverable shipment 
1 hour upon receipt

Unsendable shipment
1 hour upon receipt

Shipment Status
1 hour upon receipt

X Border Booking
1 hour upon receipt

Hard Copy POD
1 hour upon receipt

General information
1 hour upon receipt 

Continued on next page

Generic ID address set up
To improve the communication process generic information type addresses have been set up in TAO. All countries using Lotus notes need to ensure these generic addresses are also set up in Lotus Notes.  The generic information identification ensures the correct information type is allocated to the individual accountable for the action at local level. It allows requestors for information to send the request to the right employee at the receiving end without the need to know the name of the individual. It is the responsibility of functional management at business unit and country level to ensure generic system ids are allocated to individuals and maintained correctly.

The following table provides an overview of the information types and the generic identification addresses that have been set up to support them::



Information Type
Generic ID’s

Undeliverable
Undels.XXX.#

Unsendable
Unsend.XXX.#

Hard Copy POD
Hard.Copy.POD.XXX.#

Cross Border Booking
XBB.XXX.#

Shipment status request
Shipstat.XXX.#

General Information 
Cust.Serv.XXX.#

Surrogates
Functional management must ensure that surrogates are appointed during any period of absence or holiday leave of individuals linked to a generic ID so they can take over the allocated tasks. Surrogates must be fully informed about any outstanding requests for information and must be competent to take over such responsibilities.

It is the responsibility of local functional management to assign surrogates.



Continued on next page

Roles & responsibilities
The following table outlines the roles are responsibilities within the escalation process.

Mgmt Level
BU Level
Responsibilities

Functional Manager
BU, Country, Region or Depot
Assigning the names of the individuals linked to the generic information categories that have been set up in the TAO and Lotus Notes communication systems.

Functional Manager
BU
Communicating and implementing the policy at all levels and needs to ensure individuals linked to information categories are informed and trained.

Functional Manager
BU
Must ensure a mechanism is set up for maintaining the names of individuals linked to generic information categories.

Functional Manager
BU
Must ensure a mechanism is set up for assigning surrogates to individuals linked to information categories during holidays or absence.

Individual linked to generic information category
Depot 
Responding to the request of information within the pre-defined timelines.

Continued on next page

Extended response times
There can be valid business reasons for the receiver of a request for information to negotiate an extended response time such as a longer investigation time requirement. It is important to notify the sender of the request of an extended response time requirement to allow the sender to keep his customer informed. A standard reply template “working on it” has been created and needs to be used to request a extension to the response time standard. If no extension is requested by the receiver the sender can and should commence with the escalation process. The table below shows the “working on it” objective and the negotiated time scale objective.  

Name
Description
Extended response Time

Working on it Communication (WOI)
A working on It communication is a standard reply to a requestor for information.

A working on t communication informs the requestor the request for information is received and an individual in the depot is currently working on providing the information.
The standard response time to the information types is extended with 1 hour 

An additional hour to respond is allowed following a working on it mail.

The working on it mail has to be sent within the predefined timeframe

Maximum one WOI mail can be send per request. 



Negotiated Time scale
Receivers of requests for information may negotiate a different time scale to respond. The negotiated time scale has to be formally agreed with the requestor for information.
As agreed with the requestor. If the requestor does not agree with the proposal a working on it communication must be sent and the extended response is limited to 1 additional hour

Continued on next page

Actions to take prior to escalation
The actions to take PRIOR to escalating a request for information are as follows:



Actions to take 
Objective

Time zone check
Prior to sending any escalation communication the actual working time of the responding country must be considered. 

Local time zones must always be taken into consideration. The station information file indicates the local time zone of a country  (+ or -) GMT (Greenwich Mean Time)

The standard response time of one hour only becomes active in the receiving country as of the start of the working day. To prevent escalations from commencing before the one hour time gap the official standard business starting time of a working day is set at 09.00 hours local time for every location.



Country holiday check
Prior to sending any escalation communication the country holidays must be checked

Actions to take by receivers of information
The actions to take PRIOR to responding to a request for information must be taken by the receiver as follows:



Actions to take 
Objective

System updates
If a system update is required to support the action requested by the sender this must be done PRIOR to the reply sent by the receiver

Continued on next page
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3.0
Escalation Policy

Purpose
The purpose of the escalation policy is to introduce a uniform and divisional standard for requesting and receiving information related to specific information types and response times. If the standard response time to a request as described in section 2 is adhered to no escalation is required. To ensure that the necessary actions are taken in case of non compliance to the standard an escalation policy is introduced enabling: 

· a uniform method for the sender to escalate the request for information without any necessary knowledge of individuals or names at the receiving end

· a response received within predefined time frames of escalation levels 

· improvement in customer satisfaction at the receiving end

· monitoring and corrective action planning by functional management in case of returning offences to the time frames




Pre-requisite to escalation
Before any 'next level' request is sent, all necessary checks need to be carried out as described in section 2.



Roles & Responsibility
The roles and responsibilities are as follows:

Individual
Functional Mgmt

The individual that is linked to a generic escalation category is responsible for identifying the cause of the delay in response and for ensuring the response is provided within the escalation time line
 Functional management at business unit, region, country and depot level is accountable for ensuring a measurement and monitoring method is used to identify the number of escalations received and sent in order to take corrective action at country, business unit and divisional level.

Continued on next page

Escalation Table 
The following table identifies the timelines that need to be respected prior and during escalation requests. No functions have been specified next to the generic information type as this decision is the responsibility of the functional managers at business unit and country level as specified section 2.

Deviations of the escalation levels are only allowed if the receiver has sent a “Working on it” TAO or email to the sender with a specific indication of the timeline that is requested for response.

Below you will find the uniform escalation levels through an example for undeliverable consignments. The generic escalation ids are identical for all information types as described in section 2 with addition of the request level as seen in the example used.



Escalation levels
Uniform response time to information request
Generic ID used


Escalation level required

Information request
Initial request for information, response within 1 hour 
Undels XXX.1
NO ESCALATION

2nd request
If no response is received within 1hour of the original request escalation can commence within the following hour
Undels.XXX.2

 2nd request
To:

CSR/OPS team leader or supervisor depending on local decision

Cc: Undels XXX 

3rd request
If no response is received within 1 hour of the second request escalation can commence within the following hour
Undels.XXX.3 3rd request
To: Depot general or depot  functional manager

Cc: CSR/OPS team leader or supervisor depending on local decision and Undels XXX 

4th request
If no response is received within 1hour of the 3rd request escalation can commence within the following hour
Undels.XXX.4 4th request
To: Country/

Business Unit general manager or functional manager

Cc: depot general or depot functional manager and CSR/OPS team leader or supervisor 

5th request
If no response is received within 1 hour of the 4th request escalation can commence within the following hour
Undels.XXX.5 5th request
To: Country/ business unit  managing director or divisional functional manager

Cc: country/business unit general or functional manager and previous addressees  

4.0 Measurements
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4.0 Measurements

Objective
The objective of measuring compliance to the escalation policy is to ensure:

· the policy is implemented effectively

· standards are being maintained

· correct escalation levels are used



Roles and responsibility
It is the accountability of depot and country functional management to organise the measurement of the effective deployment of the internal communication policy compliance until such time as the automatic reporting tool is available. An appendix of the current policy will be provided to all copyholders once the reporting tool is available.



Levels  and frequency of Measurements
The measurement of the escalation policy deployment is to be carried out at 3 levels. The individuals assigned to measure the effectiveness and compliance to the escalation policy need to ensure following activities are performed monthly:

· collate the data

· analyse the data

· communicate the results of the analysis to country

      and functional management

· take the appropriate action to ensure the policy

      and its disciplines are adhered to 



Management Levels Involved
The three management levels held accountable for the measurement of full deployment of the communication escalation are:

No
Level
Management Involved

1
Country
Country - Operations & 

Customer Service Management

2
Region
Regional - Operations & 

Customer Service Management

3
Divisional
Divisional - Operations &

 Customer Service Management

Continued on next page

Key performance indicator
The escalated communications as of the 3rd request need to be recorded and analysed to identify the escalations sent by the origin to the different destinations:

· location initiating the escalation

· location receiving the escalation

· reason for escalation

· incorrect escalations

the key performance indicator that will be linked to functional management at  country or depot level is:

Total number of escalation communications received per month

5.0
Appendices

Information templates
The standard information templates can be found in TAO under the Forms.Escalation Bulletin Board.

Note
Examples of the 1st request templates are attached. 

Country and depot information
Information regarding time zones, working hours and holidays can be found in following CICSACOM options:

YG73 : Country Information for information on country level

YG74 : Business Location Information for information on a depot level

Generic ID set up
Setting up and maintaining the ID’s is the responsibility of local functional management and local IS. 

The local functional management has to assign the names of the individuals to the generic ID’s. It is the responsibility of local IS to request the set up the generic ID’s according to the standard procedures 

Measurement template
The measurement template needs to be completed weekly on a country level and reported to DHO.

A monthly escalation report will be produced by DHO and distributed to Business Unit Management 
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Templates

Hardcopy POD 1st request

To:

CC:

From:

Subject:  Hardcopy POD request c/n __________________

Dear colleague,

Could you please fax me a hardcopy POD of the following consignment.

Fax number: 

==================================================

Shipper:

Consignee:

Delivered on:

Driver:

Runsheet:

Area:

Zone:

====================================================

Thanks in advance.

Regards

Name:

Depot:

Department:

Shipment status 1st request

To:

CC:

From:

Subject:  Shipment Status Update request c/n __________________

Dear colleague,

Could you please update the system with the latest details concerning this consignment and let me know when this is a negative satus code.

==================================================

Shipper:

Receiver:

Collection date:

Info:

====================================================

Thanks in advance.

Regards

Name:

Depot:

Department:

 General Information 1st request

To:

CC:

From:

Subject:  General Information request c/n __________________

Dear colleague,

Could you please supply information concerning this consignment? 

==================================================

Shipper:

Receiver:

Collection date:

Info:

====================================================

Thanks in advance.

Regards

Name:

Depot:

Department:

Undeliverable Shipment 1st request

To:

CC:

From:

Subject:  Undeliverable request c/n __________________

Dear colleague,

Please note that the following shipment is Undeliverable due to the reason(s) stated below.

==================================================

Shipper:

Receiver:

Collection date:

====================================================

Y/N     Location unknown. When called for location there is no answer at the contact telephone number given on the consignment note.

Y/N     Wrong telephone/fax number mentioned on the consigment note.

Y/N     Incomplete address.  No contact telephone number of company name mentioned on the consignment note.

Y/N     Company is unknown and is not listed in the telephone directory, hence we are unable to contact consignee for location/directions.

Y/N     Wrong delivery address.  Contact person mentioned on the consigment does not work at given address.

Y/N     The company has moved to another location.

Other reasons (please specify): 
====================================================

Please support us in resolving the issues.

Thanks in advance.

Regards

Name:

Depot:

Department:

 Unsendable Shipment 1st request

To:

CC:

From:

Subject:  Unsendable shipment c/n __________________

Dear colleague,

Please note that the following shipment is Unsendable due to the reason(s) stated below.

==================================================

Shipper:

Receiver:

Collection date:

====================================================

Y/N     Missing Customs Paperwork:

Y/N     Missing Consigment note.

Y/N     Missing Hazardous Goods paperwork :

Y/N     Undeclared Hazardous Goods

Other reasons (please specify): 
====================================================

Please support us in resolving the issues.

Thanks in advance.

Regards

Name:

Depot:

Department:

 XBB Booking 1st request

To:

CC:

From:

Subject:  Cross Border Booking Request

Dear colleague,

Could you please arrange for the following Cross Border Booking shipment to be picked up.

Thanks in advance.

Regards

Name:

Depot:

Department:

==================================================================

Collection at:

Name

Contact Person

Telephone number

Collection Address

City

Postal Code

Country

Account number

Service Level

Weight

Dimensions

For delivery to

Name

Delivery Address

City

Postal Code

Country

Account number

Customer Reference

Other info:
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		Escalation Measurement Template
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