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Abstract Complaints are a critical indicator that can reveal problems or failures in internal processes and
require quick recovery. Therefore, complaint management must be well-designed. However, this will not be
meaningful if failure, a cause of complaint, is not managed well. This article aims to establish a framework for
failure management that can enhance the effectiveness of complaint management. Failure is a probability that
can be prevented, anticipated, and managed. Failure management frameworks must be designed in accordance
with global standards to achieve acceptance. In addition, the failure management framework must be flexible,
robust, and comprehensive. Based on the definition of failure, ISO 31000:2018 provides a suitable basis for
developing a failure management framework to enhance complaint management. Industry can utilize the
findings to improve complaint management effectiveness by increasing stakeholder involvement in
anticipating failures. This involves managing, assessing, preventing, handling, monitoring, reviewing, and
recording failures to facilitate continuous improvement.
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1. Introduction

Stakeholder theories show the important role
of stakeholder engagement in product
development and market information [1]. Other
research also states that commodities reflect
ultimate stakeholder engagement in customer
and company relationships [2]. This relationship
is mutually beneficial in terms of resources,
innovation, costs, performance, credibility,
ensuring transparency and accountability,
anticipating controversy, increasing relevance,
improving quality, and enriching feedback [2],
[3]. One stakeholder can provide feedback on
customer complaints. It is recommended that
companies study systematic negative customer
experiences, restore satisfaction, and strengthen
business relationships by providing a channel for
customers to express their dissatisfaction [4].
The company can consider customer complaints
as key performance indicators. They indicate
problems or failures in internal processes that
require quick recovery [5]. The decline in
customer satisfaction and profits, along with the
spread of negative news, highlights the
importance of effective complaint management.

Efforts to prevent complaints can be made by
ensuring that every customer-facing activity
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runs according to plan. Efforts to control
potential failure in each activity will be critical.
Failure analysis is a tool used to identify, assess,
and manage potential failures. To date, several
failure analyses can be conducted using Failure
Mode and Effects Analysis (FMEA) [6],
Function Failure Design Method (FFDM) [6],
and Computer-Aided FMEA [7]. Over time,
failure analysis has evolved through the
development of life cycle simulations, which
utilize product behavior to inform the analysis
[7]. Another development in FMEA is the use of
FMEA based on expected cost scenarios, which
informs investment decisions regarding product
reliability [8]. This development highlights the
importance of applying failure analysis to
processes, rather than focusing solely on
managing product failures [9], [10], [11].
Activity-based failure analysis applies FMEA to
processes to cover the weaknesses of
implementing FMEA, which is only carried out
on product aspects [12]. However, such
approaches have not been widely applied to
service processes or activities involving direct
customer interaction, particularly in customer
complaint management. Furthermore, existing
failure analysis concerns are on identifying,
assessing, and mitigating failures. Meanwhile,
the service process requires the involvement of
other elements of the company. It is essential to
consider the crucial role of stakeholder
engagement in  ensuring  transparency,
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accountability, relevance, and overall process
quality. By actively involving stakeholders,
companies can anticipate potential failures and
provide timely support. Therefore, the research
gap addressed in this study lies in the lack of a
comprehensive, process-based framework for
failure management. This study employs the
term 'failure management' because the scope of
failure analysis has expanded to encompass not
only the identification and evaluation of failures
but also preventive measures, continuous
improvement, and stakeholder engagement.
Thus, the term 'failure analysis' no longer
accurately captures the comprehensive nature of
the approach. In this study, establishing a
framework for planning potential failure
management begins with the communication
stage, which involves relevant stakeholders. This
is followed by the failure assessment stage, in
which failure priorities are determined to
analyze failure causes. Then, the prevention
stage involves planning to handle failures and
efforts toward continuous improvement. The
framework that is initiated must be systematic,
robust, applicable, and widely accepted, so that
its development is carried out in accordance with
global standards, such as ISO standards. ISO
(International Organization for Standardization)
has advantages over other global standards
because it is neutral, grounded in international
consensus, and widely recognized across
industrial sectors. The effectiveness of several
ISO standards has also been empirically
demonstrated in previous studies [13], [14], [15],
[16]. ISO provides a comprehensive framework
to ensure the safe, reliable, and high-quality
production of products and services in the global
market.

Given the research urgency described
above, the objective of this scientific study is to
develop an ISO-based framework for failure
management to improve complaint
management. ISO used in this research is ISO
31000:2018. Unlike ISO 31000, which provides
a general risk management guideline, this study
explicitly operationalizes risk principles into a
failure management framework tailored for
complaint management processes. The novelty
lies in integrating stakeholder-driven failure
anticipation, preventive planning, and complaint
handling into a unified process-based model.
The proposed framework offers practical
guidance for companies seeking to enhance
service quality, improve customer satisfaction,

and strengthen business relationships by
integrating  stakeholder involvement and
proactive measures to mitigate failures. The
results of this article provide references on the
development of complaint management by
expanding the conceptual understanding of
failure management beyond existing failure
analysis.

Based on the identified research gaps, this
research was conducted to contribute to the
existing body of knowledge in several
significant ways. The first contribution aims to
extend the concept of failure analysis into a
broader failure management perspective by
incorporating preventive actions, stakeholder
engagement, and continuous improvement. The
second contribution aims to integrate risk
management into complaint management within
the ISO 31000:2018 framework, which provides
a structured and globally recognized approach.
The third contribution aims to offer a process-
based framework applicable to service systems
with high customer interaction, addressing the
limitations of existing product-oriented failure
analysis methods. In addition, this study does not
aim for statistical generalization but for
analytical generalization.

2. Methods

The research conducted in this article
adopts a qualitative conceptual framework
development approach complemented by an
illustrative case study. Thus, the purpose of this
case study is to demonstrate the applicability and
logical consistency of the proposed framework
in a real-world context. Effective complaint
handling can start with efforts to prevent and
manage process failures. Failure management
should focus on enhancing complaint
management. Hence, its development must be
grounded in the evaluation of existing complaint
management practices. The implications of this
research align with service recovery theory,
which emphasizes the importance of timely and
effective responses to service failures in
restoring customer satisfaction. The proposed
framework not only addresses complaints as a
risk but also enhances customer satisfaction
outcomes. Thus, the proposed framework aligns
with quality management principles that concern
continuous improvement and process control as
key drivers of performance. The actions used to
address the aims in this article are illustrated in
Figure 1. The research was conducted in 3
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stages. Stage 1 involves studying and evaluating
the current complaint management framework
by doing a structured literature review. An
exploration of prior research, as a knowledge
source, is necessary to understand the causes of
complaints and their characteristics, thereby
enabling complaint control through preventive
or corrective actions. Furthermore, a structured
literature review also aimed to explore the
definition and characteristics of failure as a cause
of complaints. Understanding failure is essential
to exploring effective and efficient methods for
controlling it. Furthermore, this idea is the
forerunner to the development of the failure
management framework. In addition to the
literature review, a review of the current
complaint-handling mechanism is conducted to
identify opportunities for improvement. The
results of Stage 1 will inform the development of
a comprehensive, effective, robust, and resilient
failure management framework in Stage 2,
which can close gaps in existing complaint
management. The development of the failure
management framework systematically adapts
the principles, framework, and processes of ISO
standards, which are widely accepted by
companies worldwide. The framework that was
initiated is also general and flexible, making it
suitable for every unique organization. In detail,
a conceptual mapping approach is used to align
risk management components with failure
management activities, ensuring integration of
preventive actions, stakeholder engagement, and
continuous improvement mechanisms.
Furthermore, the results of developing the failure
management framework are applied in an
illustrative case study in Stage 3. The chosen
illustrative case study is a company that offers
product and service integration as its core
offerings. The rationale for selecting this case is
that failure management will be oriented towards
activities involving direct customer interaction,
from product sales to after-sales activities, unlike
traditional failure analysis. The data for the case
study were obtained from a customer survey on
the company's actual performance. A review of
internal documents and interviews with
company management representatives was also
conducted to validate the types and severity of
failures in the product and service delivery
process.

Furthermore, the validation process is
critical in framework development. In this study,
the proposed framework is  validated

theoretically by examining the conformity of its
steps with the principles of ISO 31000:2018,
which served as the foundation for its design.
Globally, the effectiveness of ISO 31000:2018
implementation has been recognized by many
organizations across diverse fields [15]. This
indicates that the principles and framework of
ISO 31000:2018 are empirically valid. In
addition, the framework's validity is
demonstrated by its ability to address the
identified limitations in existing complaint
management approaches, particularly through
the incorporation of preventive actions,
stakeholder engagement, and continuous
improvement. These methods work well for
conceptual framework studies where the goal is
to provide structured and generalizable
suggestions, rather than to draw statistical
conclusions.
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Fig. 1 Research Methodology

3. Result and Discussion

A complaint is defined as a customer's
negative expression of dissatisfaction with a
product, process, or the company's actions [17].
The company must detect and address the
expression immediately to restore the
relationship with the customer and prevent
excessive disappointment. The disappointment
indicates the company's failure to meet customer
expectations. In the long term, the impact of
proper complaint handling is increased customer
loyalty and a positive company image [18].
Previous studies have explored the processes and
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procedures companies can employ to handle
complaints systematically, effectively, and
efficiently. These processes and procedures are

collectively referred to as  complaint
management.  The  existing  complaint
management framework, as discussed in
previous studies, generally encompasses

receiving, registering, finding solutions for, and
resolving complaints [19], [20]. Figure 2
illustrates the existing complaint management
framework.

Complaint Reception Registering Complaint
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recorded by the
M firm’s dedicated
channel

Complaint is
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relevant group

Internal Customer Paotential
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Follow up Action
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Fig 2 The Existing Complaint Management
Framework
The existing framework requires

companies to establish dedicated channels for
handling complaints in response to efforts to
address customer dissatisfaction. The existence
of a reporting process also indicates knowledge
management, facilitating the handling of similar
complaints in the future. However, the
framework still has gaps in planning preventive
actions, reducing the probability of complaints,
and increasing participation among relevant
stakeholders, so that the existing complaint
management framework is more oriented
towards corrective actions. In contrast,
corrective actions will be much more detrimental
than preventive actions. Based on this gap, the
article argues that complaint management can be
improved by planning preventive actions to
address potential failures that could still lead to
complaints.

Failure may not occur if preventive
measures are taken as early as possible.
Therefore, failure management will support
complaint management. Furthermore, preparing
a failure management framework should begin
with understanding the concept of failure.
Failure is defined as a potential event that can
disrupt a component's function. Understanding
the meaning of failure reveals that it is part of
risk that can be managed comprehensively. Risk
can be defined as uncertainty regarding costs,

loss, or damage [21]. Failure management can be
effectively implemented wusing a risk
management framework, as failure is inherently
a risk. A comprehensive risk management
framework is necessary to ensure that
implementation is more systematic, integrated,
and effective. This will influence the risk
information that is managed, and in turn, this risk
information will lead to the decisions made [22].
The aforementioned decisions would include
preventive and corrective actions to manage
complaints.

The implication is that preventive action
planning helps companies understand the
importance of continuous improvement in
controlling failures, which in turn enhances
complaint management. The concept of
continuous  improvement in  complaint
management has not been discussed in previous
studies. This is the other discussion material in
this article. Developing a comprehensive failure
management framework for effective complaint
management can be based on ISO 31000:2018.
ISO 31000:2018 is a standard guide to
implementing risk management, which contains
the principles or philosophy of risk management,
a framework for managing risk management
systems in a structured and systematic manner,
and sequential and interrelated risk management
processes. With a comprehensive framework, the
role of company elements and stakeholders can
be maximized in managing failure. Apart from
that, the failure analysis stops at the analysis
stage and can be followed up by applying the
principle of continuous improvement.

Risk management design and
implementation in research in several fields has
increased in recent years [23]. This is supported
by ISO's publication of a risk-based management
system in 2015, which includes quality and
environmental management systems. Every
organization is required to wupdate its
management system version in 2018 [24]. On a
risk basis, company management can be
integrated [25]. Therefore, in carrying out risk
management, a guide is needed that complies
with global standards and is systematic,
comprehensive, and robust. To address this
interest, ISO 31000, concerning risk
management, was first published as a standard in
2009. ISO 31000 provides risk management
standards through principles, frameworks,
concepts, and terminology. However, this
standard is not to be certified. This guide is
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general, covering all fields and all types of
organizations [23]. The effectiveness of the ISO
31000 guide has been proven through empirical
studies [15]. ISO 31000:2018 consists of 6
clauses: Scope, Normative Reference, Terms and
Definitions, Principles, Framework, and
Process[26]. Based on this clause, the risk
management process encompasses several key
elements, as illustrated in Figure 3.

Figure 3 shows that the risk management
process consists of communication and
consultation; determining scope, context, and
criteria; and risk assessment, risk management,
monitoring, review, and documentation.
Communication and consultation: In risk
management planning, communication aims to
increase awareness and understanding of risks,
while consultation seeks to involve relevant
stakeholders in the process. This involvement
can take the form of providing feedback and
information to make decisions. Through the
involvement of relevant stakeholders, good
relationships and effective coordination will be
established to manage risks effectively.
Furthermore, the company's main goals can be
achieved more easily. Communication and
consultation with relevant stakeholders, both
external and internal, must be conducted at all
stages of the risk management process. Scope,
context, and criteria: The purpose of determining
scope is to limit the risk management process
according to the application level and relevant
objectives. Therefore, the company must define
the relevant activities. The context must also be
determined by considering the external and
internal environments relevant to implementing
risk management. Based on these two factors,
the company can determine which risks are
relevant and likely to occur. This can be
considered when defining criteria to evaluate the
significance of potential risks. These criteria
must remain appropriate to the objectives and
scope of the activity under consideration.
Criteria will benchmark an organization's values,
goals, resources, and consistency. Risk
Assessment:  Risk assessments must be
conducted systematically, taking into account
the knowledge and perspectives of relevant
stakeholders. Complete  and  accurate
information must be used as input for further
investigations. This is critical because the risk
assessment results will be used to prioritize risks.
Risk Treatments: This section outlines strategies
to mitigate risks. Many ways may be appropriate

for addressing the risk. When selecting a
method, an analysis of the potential benefits and
costs can be carried out. Monitoring and Review:
Monitoring and review can be used to control
and improve the quality and effectiveness of
process design, implementation, and results.
Continuous monitoring and regular reviews
must be a planned part of the risk management
process. Monitoring and review must be carried
out at all stages of the process, which includes
planning, collecting and analyzing information,
recording results, and providing feedback. The

results must also be considered in all
management  activities, including  the
measurement and reporting of company

performance. Documentation and Recording:
The risk management process must be
documented and reported through appropriate
mechanisms to convey risk management
activities and results with clear accountability
and responsibility, provide information for
informed decision-making, enhance risk
management activities, and foster effective and
beneficial relationships with stakeholders.
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. 3 ISO 31000:2018 Risk Management Process
Framework

The framework outlined in Figure 3 must
be followed in the development of failure
management to achieve the same benefits as
those outlined in ISO 31000:2018. Certain
outputs from failure management activities can
be utilized as resources to enhance the existing
complaint management. Figure 4 shows the ISO-
based failure management framework that
enhances complaint management, as proposed in
this study. The advantages of the proposed
framework are the active role of stakeholders in
controlling failure as a cause of complaints as
indicated by the communication and
consultation process, the problem analysis
process that focuses on relevant context as
indicated by the scope, context and criteria
review process so that problem solving efforts
become effective and efficient, the failure
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assessment to prioritize failure repair, the
planning of preventive and recovery failure
treatments so that it can help accelerate the
search for solutions when complaints occur, the
continuous improvement process as indicated by
the monitoring and reviewing process, the
support for knowledge management as indicated
by documentation and recording. Thus, the
framework is comprehensive, effective, and
efficient. The results of failure assessment and
treatment, which in turn support effective
complaint management, underscore the
relationship between failure management and
complaint management. The framework
depicted in Figure 4 shows that failure
assessment results can provide quick
information on the relationship between failure
and a process's function, enabling prediction of
complaints that might result from the failure.

This prediction can be made immediately after
the failure occurs and in parallel with the
customer's complaint submission. In addition,
the urgency of the failure's impact can be
determined from the failure assessment,
allowing solutions and compensation to be
selected accordingly. Solutions and
compensation can also be selected from the
preventive and recovery action plan in the failure
treatments  section.  Furthermore, failure
management can disrupt the flow of the existing
complaint management process. Efficiency is
achieved by eliminating the complaint-grouping
process, as it is already incorporated into the
periodic review of scope, context, and criteria.
Additionally, efficiency is improved by
eliminating the solution-search process in the
failure-treatment section.
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Based on Figures 2 and 4, the proposed
framework can significantly improve complaint
management. Table 1 compares existing
complaint management with the proposed
framework.

Table 1. The Comparison of Existing and Proposed
Complaint Management Framework

Existing Proposed
Aspect Complaint P
Framework
Management
Preventive
Approach Reactive and

proactive

Stakeholder Limited Integrated

Risk Not explicit Explicit

As an example of implementation, this
study is limited to a single illustrative case. The
framework idea in Figure 4 is applied to one of
the car dealers in Indonesia. The process flow
and the stakeholders involved are presented in
Figure 5. In Figure 5, the company
communicates with stakeholders to build
awareness and understanding of the ideal
process design customers should follow. Next,
stakeholder feedback relevant to the process is
collected to identify potential failures. This is
important to do to anticipate potential failure.
The potential failure identification process can
be consistently limited to narrow the company's
attention. This stage includes determining scope,
context, and criteria. Narrowing the company's
attention is also intended to improve the
effectiveness and efficiency of complaint
management.

The service processes in Figure 5 are not
all the discussion points in failure management.
Service process selection is based on scope,
context, and criteria. Failure management in this
article is used to enhance complaint
management, ensuring that the scope, context,
and criteria used align with the main service
processes that directly relate to customers, where
there is a significant opportunity for complaints
to arise. The service processes in question are
negotiating, closing the order, delivering the
order, registering maintenance, and closing the

maintenance  process. Next, the failure
assessment stage involves identifying potential
failures, evaluating their severity, and assessing
the impact on satisfaction if the process fails.
Data on failure levels and the impact of customer
satisfaction can be used to obtain potential
failure  priorities. Failure assessment
encompasses the entire process of failure
identification, analysis, and evaluation. This
failure assessment should be carried out
systematically, periodically, and collaboratively.
Failure identification aims to find, recognize,
and describe failures that may occur in
components. The failure assessment stage is
presented in Table 2.

Risk components refer to the likelihood of
an event occurring and the potential impact
resulting from that event [27]. Thus, potential
failures identified in the selected processes are
assessed, including the likelihood of their
occurrence and their impact on customer
satisfaction. If a potential failure is highly likely,
the company must pay closer attention to prevent
it. Next, it is necessary to assess the impact of
customer satisfaction on potential failure.
Companies should pay more attention to
potential failures that strongly impact customer
satisfaction. Failure priorities are selected based
on strong impacts and high failure rates.

The potential failure that raises concern is
the salesperson's inability to establish common
ground between the company's interests and the
customer's expectations. Next, a treatment plan
for failure is developed, which includes
preventive and recovery measures. Preventive
action can be taken by controlling the failure rate
and improving the company's customer
treatment. Meanwhile, recovery actions refer to
the company's responses to a failure. Recovery
efforts must be planned to ensure a faster
response time in the event of a failure. Recovery
management significantly influences customer
evaluations because customers are more
emotionally invested and pay closer attention to
recovery efforts than to routine service [28]. If
recovery efforts are successful, customer
satisfaction will be higher than with routine
service, and these customers have the potential
to become loyal [18].
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Fig. S Car Dealer Service Process Flow

Table 2. Failure Assessment Stage in Failure Management

Potential failure causing customer complaint Failur Impact of
Process erate  satisfaction
Negotiating Salespersons do not find common ground between 0.2 Strong
company interests and customer expectations
Miscommunication occurred between the salesperson 0.1 Strong
and the third party
Salespeople fail to offer attractive services to customers 0.2 Currently
Closing Salespersons do not find common ground between 0.1 Strong
company interests and customer expectations
Miscommunication occurred between the salesperson 0.1 Strong
and the third party
Delivering the order There is a discrepancy between the units promised and 0.1 Strong
those received by the customer
A delivery error occurred 0.1 Strong
Registering A registration error occurred 0.05 Strong
maintenance There was damage to the registration system 0.02 Strong
Closing of the Miscommunication occurred in the explanation of 0.01 Strong
maintenance treatment results
process

Meanwhile, recovery actions can be
planned by preparing a service failure Standard
Operating Procedure (SOP) and determining the
service level, response time, and compensation
that can be provided.

The next stage of failure management is
monitoring and reviewing effectiveness.
Ongoing monitoring and reviews are conducted
regularly in all sections. Monitoring and review
are part of designing a comprehensive failure

analysis. In the failure assessment section,
companies can monitor the reduction in failure
levels after the failure treatment plan is
implemented effectively and consistently. If
there is a shift in values, the company can
evaluate the causes of the change. Shifting
priority levels based on failure rates can serve as
company feedback on technical methods for
managing failures. Shifting priority levels based
on the importance of activities can serve as a
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company's feedback on activity innovations that
deliver surprises and essential elements for
customers. Therefore, improvement planning
will align with Customer Relationship
Management (CRM) activities and can enhance
the established complaint management process.
The failure management framework is
documentation and recording. Documentation
and recording can be done by maintaining
records of the creation of flowcharts and forms
for each part of the failure management process.
In simple terms, the managerial implications
steps can be carried out sequentially as follows:
identify key processes, conduct stakeholder
mapping, perform failure assessment, develop
preventive and recovery plans, and finally
integrate with the complaint system.

The proposed framework demonstrates its
validity. Systematically, it follows the principles
and framework of ISO 31000:2018 in complaint
management, treating complaints as risks. The
proposed framework includes preventive
planning, stakeholder = engagement, and
mechanisms for continual improvement, which
are not typically found in traditional complaint
management frameworks that focus solely on
fixing problems. The framework also ensures
consistency by linking the processes for finding,
evaluating, and fixing problems to those for
handling complaints. This integration makes it
possible to respond faster, make better decisions,
and give better service. The case study illustrates
the framework's practical applicability and
provides evidence of its usefulness in real-world
service processes. This study does not aim to
generalize  statistically. Nevertheless, the
conceptual solidity and logical consistency of
the framework suggest its potential relevance
across  various  service-oriented  sectors.
However, future research may focus on
empirical validation across multiple industries to
quantitatively assess the effectiveness of the
proposed framework.

5. Conclusion

Customer complaints are an indicator of
process failure. Complaint management has
been structured to provide clear channels for
receiving and handling complaints. The
complaint management design can be
strengthened by efforts to mitigate potential
failures during the process. The scope of failure
management encompasses a series of efforts to
mitigate potential failures. Therefore, the

preparation of a failure management framework
should be based on globally recognized,
comprehensive, and robust standards. The
standard that meets these criteria is ISO 31000:
2018. By using ISO 31000: 2018, failure
management in complaint management provides
strengthening in terms of stakeholder
involvement discussed in communication and
consultation; the effectiveness and efficiency of
potential failure management efforts discussed
in scope, context, and criteria; failure assessment
considering the level of potential failure and the
impact on customer satisfaction; failure
treatments suggesting developing a preventive
and recovery action plan for potential failure
leading the complaint; monitoring and review
emphasizing a continuous improvement process;
documentation and recording reminding the
need for knowledge management. Although
empirical validation is not the primary objective
of this conceptual study, the illustrative case and
comparative analysis provide initial evidence of
the framework's applicability and potential
effectiveness
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