CHAPTER III

METHODOLOGY

Refer to Hammer and c/tampy _E199_3), this thesis applied the reen?ineering process in 4
steps; Team Selection, Current situation, Redesign, and Implementation.

3.1 Team Selection

Changing an orﬁanlzat_mn_ needs team work, both at the top and within the project teams
working” on the objective. After management level  commits the necessary of
reengingering, they set the conference that was clearly made to organize that company
was Suffering, and” would not survive if it did not change. Therefore, several people were
selected to work on the team.

The reengineering team was setup which includes:

1 Service manager (Team Leader) 1 person
2. Service centre expert 2 persons
3. Service engineer 1 person
4. Computer Staff 1 person

o Team Leader (Service Manager)

As the team leader, his job is to facilitate the entire project. He Plans the detail and
control the resources and the team members to ensure the project deliver to plan. He is a
connection cross functional department and responsible for reengineering plan.

« Team Members

Process team members were selected from employees who normally work somewhere
along the process to be analyzed. It picks process team members from an%/ involved
departments. Process team members are emdaloyees with good knowledge of the entire
process and the ability to critically review and arialyze the process.

* Rules for the Teams

1 Management support must be absolute. If the management does not support
reengineering team, the team will fail. ,

2. Every one on the team is equal; there are no superiors, bosses, tc.

3 Every Team member agrees to eliminate all waste that they uncover.
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Figure 3.1 Causes and Effects Diagram
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Problem Observed
L Individual Skill

2. Inadequate Expert

Consequences Possible Solution
1 Experts have specific skill. Even L Training all experts in all
though they have strong hasic suspects of problems forward
skill ut they all have individual {0 new s¥stem. They must
experience. “Some has more have profound knowledge that
electrical system.skill, some has can be assist and train to the
more engirie skill, etc. technician of dealer.

. Due to there are #ust experts 2. Provided the new system
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Categories Problem Observed
Machine 1 Fax
2. Telephone

3. Company’s car

Consequences

Possible Solution

11 It akes too much timeto get the 1 Avoid transfer the data of

12 Unclear data due to contaminate
ik or mechanic problem

1.3 Missing of some document
because sometimes so many data 2
transfer from several dealers to
the fax machine simult aneously

21 Due to there are limits of
eIephones SO It IS hard 0
connect to the centre in prompt
when all he phones were Used.

2.2 There are no depict in the phone
consequen (Y sometlmes unclear
or mistake data maybe happen.

3. Due to there are limits of 3

company cars and they can be
borrowed by ofhers department
sometime srvice centre has to
wait for the car.

Technical Report via fax
machine.

. Choose the other way to

communicate which can be
easy to connect and picture
avallable.

Provided he car pelong to
Service centre only.
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Categories
Method

Problem Observed

L Non value add process

Consequences

11 Wait for manager permission
1.2 Lost time in travel
1.3 More expenses such as fuel cost,
over time fee, etc.

Possible Solution

11 Give expert the power to
have decision by themselves

1.2 Try to fix the problem right
in the first time receive
problem from dealer.
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Categories Problem Observed Consequences Possible Solution
Material 1 Documentation 11 Not clearly sometimes. The 11 The true picture with color can
data receive from dealers is help the reader clearly what

text and sometimes they draw the problem was.
the picture by them so 1t is not
clearly identify the real
situation there,
1.2 Some technicians of dealers 1.2 Train technician from dealer

don’t really know how to about Technical Report
report the problem which can writing and what data should
be easy to analyze by others. be address in the report.

2. Supporting data such as
2. Insufficient data picture of part or place where
the incident occur
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3.3 Redesign

Referring to the last part, the team concluded that there are five areas to improve in
problemcorrection process.

* Incoming Data- try to find the new way to receive data from dealer

» Problem Corregtion - try to find the vv_ax to correct the problem in the first time
communicate with dealer’s technician with short and clearly.

* Organization setting - set the organization to match the goals of new process
%pproprlately- . . o

J qmi)ment - provide the equipment which suit the center's goals

» People - provide training course to people who involve in the new process

33.1 Incoming Data

After the team concluded the areas to improve, they start with the improvement from
IncclJ_rtnmg Data. By using a fax, it is a time-consumirig, expensive and frequently a poor-
quality process.

ghleI team use brainstorming techniques to find the way to improve in these factor
ellows:

1 Fast

2. Correct

3. Easy to storage
4. Easytofind =
5. Easy to summarize

They appoint a member, computer staff, to set the sgstem which supports these needs.
This toRlc was start from September to November 2004. The member use several weeks
to set the new system. He came up, in 3rd week, with new system which set from SQL
language and storage data in the new mainframe of company.

New Electronic Technical Report system

The new electronic technical report system has three main features as following:
Recording
Storage
Repoit

The system can be divided in to two sections; Technical centre and Dealer.



3.3.1.1 Dealer Section

The procedure of TR similarly to the old one except some of the processes following:

* FrontPage

In order to fill the data in TR, there is the security page to protect the company's privacy.

Dealer technicians have to fill up the user name,,Password, and dealer’s narie or locafion
to enter the site. This user name and password will be given to dealer before they start the
new system. The password was recommended to chang\e/_every two months 17 order to
keep security. In this case there are only two of dealers, Vipavadee and Ladplaow, which

are the pilot dealer.
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Figure 3.2: Front Page
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* Menu Page

There are five elements in this Page:
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Figure 3.3: Menu Page
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L Dealer’s Technical System (TR form)

Firstly technicians have to fill_up job no., problem category, model and chassis no. of

customer’s car so the system will b auto run to the most appropriate specification to eas
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Figure 3.4: TR Form
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Second, they have to fill all the details about the car such as mileage, driving and road
condition, etc. all about the condition when problem occurs.
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Figure 3.4: TR Form (Con’d)
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Finally, the most important part of the E)age it is the problem of the car and detajl of
roblém that technician has to concentrate.”H

: e can type the problems with his opinions.
he important thing is how to describe the problem fo_let ¢

D xFert understand the situation
of that problem. Technician can choose the purpose of TR in threg choices.
to inform

to request for claim
- 10 request for assist
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Figure 3.4: TR Form (Con’d)
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Besides, there are some extra features in this report which are different, from the old ones.
If technician wants that TR to understand easier, they can attach pictures with report
which can be contained four of pictures.
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Figure 3.4: TR Form (Con’d)
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After theﬁ

fill up this page completely, the data will be transferred through the local area
network

ne or Internet [ine. Somehow it will reach the centre shortly.
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2. Dealer’s Technical Report Status « History

The report that was sending to service centre will be gathered. Dealer can see how
progress of that repart is. Three types of status are
Sending; which waiting for response
Approval; TR was approved by centre .
Return; the mistake of report Such as unsuitable data so expert wants technician to

recheck
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Figure 3.5: Dealer TR System
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Technician can see all the report and all the details about TR that was sent to centre b
speufxlran e of sending date, The system will show u

16 DY
all report that was sent within that
time. Also, they can see opinion and recommendation Prom centre for that TR.
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In order to see the report in old fashion, technician can use this menu easily by insert job

number,
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This menu contains all code of symptom and cause of problem of the car. Technician has

to understand each of the code in‘order to fill up TR correctly.
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Figure 3.7: Database
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5. Technical Information

Technical centre will send information about new product, problem, conference
summary, etc. to dealer, Technician was recommended to open it every day in order to get
Information from technical centre up to date.
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3.3.1.2 Technical Centre Section

* FrontPage

Before the expert accesses fo the web, he has to fill up user name and password. These
name and password are available for everyone in technical team centre.

* Menu Page

There are three main topics in this page.
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Figure 3.9: Technical Centre’s Menu Page
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1. Technical Report Status and History

Expert, who is on du% in responsible for incoming data, will open the page when
incoming TR alert. He_has to concern how important of that TR and he will response it
accordrngly of it objective.

For Claim; expert will forward TR, which attached with his analysis, to the warranty
department to wait for claim acc TrJtance

For Inform expert erI anal ze Rand add it to the statistic database which can be easily
o access for usrn in the ro lem assessment and product improvement.

For Assist: after egot R he will analyze the Cause of problem and contact to dealer
which s waiting for any help.

3 tap-sre. - SSan-th.comfTechmeal. Technic_30_0t_Owter.asp - Microsoft Intermet Explorer

Fle £ vex Frotes Took Hep

Q- Q WD ey f"‘”"@u ’5

av-&]u: nmw-fcr «mumm-( no,.nc-

S&am m«nn Au!omobllo Co La
g, b
msmdmlmlm Tet w2

= oA /,1.\; 3@ e
: L ,g
coa el !

T

do“-:“‘ “‘.:;r-r.

Figure 3.10: Report Status & History
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This menu will show all TR by specifying date of receiving. Expert can browse TR by
four elements;

Send
'Fg‘eturrgrval
Al

In case of TR for assist, the detail will be shown in the Problem Correction process.
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2. Technical Report Summary

This toPic will facilitate management level, or everyone in department, understand the
trenéj 0t proldtl)l/d problem and this data will be useful to another department to improve
product quality.
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Technical Problem Report

Figure 3.11: Report Summary
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In order to see the summary of TR that centre receive, it can be review in four types.

. Technical Information_Reﬁort L
This function will show TR in three original objectives and the part type; Local, CKD,
and all will sort it

"3 http:/fe.mssén-th,com/Technicdl/lechnic_31 03 tr_reporLasp- Microsoft Internet Explorer
Ffe Edit Vie» Favorites Tools Help

08 o *0 1d) p™* 0 0-% * orEl

Address fe j http:/ffi.nissan-th cori/Techmeaf/TedTnic_31_03_tr_report.aso VigjGo 10

TECHNICAL INFORMATION REPORT
Between 27/03/2005 to 27/04/2005
_ T/R TYPIFICATION
4| A : T/R for information
4l B : T/R for daim approval

& C : T/R that needs the suggestion or needs engineer to DLR. and
follow up

TOTAL

Figure 3.11: Report Summary (Con’d)


http://e.mss%c3%a2n-th,com/Technicdl/lechnic_31_03_tr_reporLasp-
http://fi.nissan-th.cori/Techrncaf/TedTnic_3l_03_tr_report.aso
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Technical Model Report
This function will show the amount of report that sorted by model of product. It can be
easily to concentrate what model has more problems.

:; 2 hitp://e.nissan-th.com/Technical/Technic_31_04_model_report.asp - Microsoft Internet Explorer

'] Fée Edt View Favontes Tools Help

Adress [ 8] hew: fe.russon-th.com{TecheicalfTechric_31_04_model_report.om

MODELS REPORT
Between 27/03/2005 to 27/04/2005

Fieure 3.11: Report Summary (Con’d)


http://e.russan-th.com/Techntcal/Technic_31JH_modei_report.asp
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. Technical Dealer Report
This function will show amount of report that sort by area and each dealer.

e = - e

) Figure 3.11: Report Summary (Con’d)

. Technical Problem Report
This function will show amount of report that sort by part, symptom, and cause of the
Problem In order to see what the most problem part of situation occur. It is a very useful
ool to let management level understands how the problem occurs.
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3. Technical Document (upload for dealer)

To support dealer, the centre can upload technical document. There are three types of
document as following

nic_32_01_Documentb.asp - Microsoft Internet Explorer

Ffle Edt Vien Favorites Took Hebp

OO BEG o e @ @5 @~y Bl

Figure 3.12: Technical Document
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*  PB (Product Bulletin)

To inform about changing of product specification, part, assembly, etc. both
factory and Japan.

Advantage

To help dealers natice detail of specification changing of product in order
to prepare for servicing the customer , _
To let dealers has their ways in classify different detail of model in each

ear. , .
0 To be reference document in part request opening
0 To be reference document in customer explanation
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motfliuaiix
1 BATARFFT18EHAL -UPZ BOATI0 -AES07S
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- s v Rde 1w e
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R T =
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Fi> ure 3.13: Product Bulletin
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o ST (Service Tips)

ST Is knowledge document that involve,of theory and principle function of part or
vehicle_systems mcluqu to informatin from all dealer, technical centre and
Japan. This knowledge will be the direction,in operation. The language that use In
ST is simple as well ‘as experience exchan?mg. e source of infornation will be
stated in document to give honor to the dealer Which sends this knowledge.

Advantage
Vo qu let dealers know what happen with the product that they never know
0 To let dealer prepare for facing and solving problem

ST 3501 im rafiJialii ACS!
St- - ; bk, Mus/ A , oberg*

f\ (it 1, i kKA
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Figure 3.14: Service Tips
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o TB (Technical Bulletin)

This document informs about technical term, which is necessary to repair the
problem in several cases. Some of this information comes from conclusion of
problem _correction of service centre, report of factory, technical meeting, and
Information from Japan.

Advantage .
190 help dealer correcthf understand step and method of problem correction
To reduce problem analysis time
To be reference document in case of warranty

All documents from technical centre are confidential and can be used only to authorize
dealer. Dealer’s manager has to, understand the content and explain involved staff or
technician. These docUments will be filed where technician or involved people can
aCCESS.
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Figure 3.15: Technical Bulletin
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3.3.2 Problem Correction

The team concerns that most problems ¢an be solved if dealer’s technician can see the
real picture than only. hear a voice. The biggest disadvantage of onling correction is that it
does not allow participant for face-to-face and real picture communication. So they
concluded to use the video conferencing system to solve this problem. Videoconferencing
can be used throughout the problem solving process for exchanging information among
the problem solvers who are located in different area. Participants in one location can sge
graphs, charts, and pictures available in other locations. It’s not just only help in
correction but it also redyces ynnecessary processes. In this case, “pilot dealer, they
assume to use web camera instead.

Technical Onling
Report Correction —
Recelving
Connect fo Weh Camera
Dealer via Correction
Internet
"~ Sub Ordinary Process :
Sub Ordinary Process
Management Preparation Request for Travel t Investigate !
Legvel for%utSJde Cgmpany Dealer & Rsefaa;r
Approval Correction Car

Figure 3.16: New Problem Correction Process
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» Technical Report Receiving

After the trouble-car comes to, dealer, technician, will_fill detail in the new TR, which
connect to the internet all working time, and send it to Technical center for 3 purposes; to
Inform, to request claim approval and to request for help.

* Online Correction

In case of requesting for help, Technical centre will call back to the dealer after the centre
got TR. for basically help. They m,a¥ teach how to correct the component or how to repair
sPeepaflcaIIy case ori phone. The picture, which was attached to TR, is very useful in this
step.

* Connect to Dealer via Internet

After expert has done online correction, in case it was unsuccessful, he will consider
whether problem can be solved in house. or not. If there can be correct in house, he will
set the camera up and connect to. dealer via the internet. The camera will place on where it
can capture the problem picture in correction room, which the trouble car parks in.

* Investigation and repair

In a videoconference, participants in one location can see partmépants at another location.
Pictures of the Bartlmpants will appear on a desktop computer. S0, whatever expert wants
to see the problem or want to shows technician how to solve, they can understand
situation of problem easily and can exchange experience.

o Sub Ordinary Process

In case that above process is.unable to correct the problem, the team set the sub ordinary
process to support this situation. Sub ordinary process is similar to the old one but it hds
more performance than previous, The new organization effect to management level
approval process consumes less time than before. And the car reguest process is more
easy due to the cars was prepared for this sub ordinary process already.



3.3.3 Equipment

Setting up a video conferencing package can run the range from relatively inexpensive to
extremely costly depending on'the user’s needs, Therefore, it is important for the team to
understand the” requirements needed for particular use and to research the available
technology that fit needs.

The% review the components of video conferencing to understand the necessities needed
for the technology and broke down individual components into five categories:

1 Camera

2. Microphone

3. Speakers ,
4. Network Connection
5. Computer System

. these categories are imRortant components in supplying the user with a workable
video conferencing system. These com[)_o,n_ents are the basic requirements for the small
desktop individual'to a large company utilizing video conferencing at a high level.

L Individual Components
A. Camera:

The camera is very important to the correction process and can determine how well the
video will be viewed by the receiving end. The team determined what need is and they
look at many products available and Utilize a camera that meets the user ex[)ectatlons. In
the,fnlot phase, they use relatively inexpensive Desktop PC Cameras that are now
available in the markat,

B. Microphone and Speakers:

A user must be discriminating when looking at microphones and speakers. If the video
fails durm,? a conference, it IS important the” audio continug to be available to keep the
functlonallY of the meeting in tact. Important features include location of microphone,
echo control, and hackground noise Suppression.

¢. Network Connection:
The network connection is very important to the overall quality of a video conference.
W

portant to dl .
The team uses the same interriet lin, which 56 kbps data flow rate, that available on
company.
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D. Computer System:

The higher quality monitor coupled with a faster efficient machine will help the overall
success of a conference. The team defines at least computer specification as following.
The minimum requirements for such kits are Wincows 95, 98 or NT 4.0, Pentium 233 or
higher with 32MB or more RAM, connection to the Internet, cParallel Port, computer and
keyboard with PS/2 style connectors or computer and keyboara AT style connectors.

2. Software Packages

In the market today there are countless products and software packages available for
video conferencing. The low end of products includes the use of a ‘desktop camera,
microphane, and speakers along with basic software to Iget the user started. The team use
Microsoft’s MSN, which is easy to use and minimal” equipment, is needed to run. a
conference, These software packages basic kits can be download for free. Most kits
feature full motion video camera (usually 10-20 frames per second), a microphone,
conferencing software, all necessary adapters and converters.

3. Web Camera Correction Process Area
The .area system is, inteﬁrated equipment that includes a PC, web camera,  display
monitors, the line mmroP ones, et¢ and also the technical equipment such as Lift, Tool
Box and etc. It is clear that there is space of area available to park the vehicle and the
camera can capture important part of problem.

4, Department’s Car
In order to reduce the time to dealer, the team set two company’s cars to use in problem
correction process, one is the pickup car and another is four wheels drive. 1t will'be used
when investigation and repair via web camera is fail.
Investment

Everything that was stated above are available on the company except the web cameras
that the cost of them, 3 web camera, for 3 stations is 3000 baht.
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3.3.4 Organization Setting

The team realizes that after_theY reengineer System, organization structure should gio
N

along with new system. Obviously the Original one, company gives more power to only
management level.

In origiinal organizaion, both service and part department were, under control of one
general manager and one vice president. General Manager supervises three of assistance
manager; Service, Bangkok Area, and Up-country and one of service planning manager.

ger\ﬁ department was divided into two divisions; Warranty and Engineering(Technical
entre).



JRPMWMpims 1= Mm1

VP. Service & Parts

GM Series & Part  -———-—--- CO-GM Service & Part
1 A
AGM Service AGM (BKK) AGM (Up-country)
iwe yoa T g v g e i
I\/l . MGR. Area MGR. Area MGR.
annlng (Engineering) © ©)
MGR.
(Warranty)

Figure 3.17: Original Organization Chart
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Figure 3.18: New Organization Chart
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In order to enhance efficiency of work, company had change organization in the new way.
Previously service division depend on service & part vice president one man. In the new
structure service and part were separated and work independently with the purpose of
increase strength of each department. Service department was changed to Customer Service
department (CS) which divided into three divisions which supports the organization's new
system.

1 Warranty
2. Technical Information
3. Engineering

Also Corporate Quality Assurance division (CQA) was st up to improve all aspect ahout
product quality.

335 People

Initially, task of reen?meerlng Teams involved in coachlng everyone in the organization.
Every ?erson needed 10 understand that they were responsible for’reengineering every da}é.
Given the aptitude of the personnel of the division, this.actually proved'to be a simple task.
Since the members of the team covered all areas of the division, it was easy for them to coach
everyone. This step proved to be the critical step.
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