Closed-loop
feedback

How to build a process
that actually works.
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| ntroduction

Most organisations collect more customer feedback than ever before. NPS
surveys go out after every transaction. CSAT widgets sit on every
confirmation page. Verbatim comments accumulate in dashboards no one
opens. And yet the customer who left a 2/10 and a furious comment last
Tuesday has heard nothing back, and the systemic issue that produced their
complaint will produce twenty more next month — uncorrected, untracked,
often unnoticed.

This is the closed-loop problem. The gap is not in the listening. The gap is in
what happens between the moment a customer tells you something matters
and the moment something visibly changes — either for that individual
customer (the inner loop) or for the next thousand customers who would
otherwise hit the same wall (the outer loop).

A working closed-loop process is the single highest-leverage investment a
CX function can make. It is also the one most likely to stall. The reason is
rarely a tooling problem. It is almost always a question of operating model:
who owns what, how fast it has to move, and what visible consequence
follows when a piece of feedback is or is not acted on.

What you'll learn:

A five-layer model for how feedback becomes change

» Separation of the inner loop (individual recovery) from the outer loop
(structural fix)

e An SLA matrix, a RACI matrix, and five output metrics

* A 30-60-90 implementation plan you can run tomorrow

Who this is for:

» CX and EX directors, heads of service
 Voice-of-customer leads

» Operations and HR leaders they partner with

What's not here:

A list of tools, a comparison of survey vendors, or generic NPS theory. We
assume you already collect feedback and want it to drive change. Let's get
started.
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Chapter 1 - Foundations

What "closed-loop" actually means

The term is overloaded. Three definitions are floating around the industry,
and most are wrong, or at least incomplete. Before you can build a process
that works, the team has to agree on what "closed" means.

Wrong: "closed-loop = the follow-up call"

Calling a detractor is part of the loop, but a phone call that does not change
anything for the next customer is a recovery action, not a closed loop. The
loop closes when the cause is removed.

Wrong: "closed-loop = dashboard with alerts"

Alerts route information to a screen. They are necessary but not sufficient. A
loop closes with an action, not a naotification. Many companies measure alert
volume and call it progress.

Working definition: inner loop + outer loop

A closed-loop feedback process is one in which every individual piece of
feedback that meets a defined threshold triggers a response to the customer
within a defined SLA — the inner loop — and recurring patterns in feedback
trigger structural change inside the business that prevents the underlying
problem from recurring — the outer loop. Both loops have a named owner, a
deadline, and a visible status.

Why you need both

The inner loop is mostly about recovering individuals and learning from
them. The outer loop is about removing causes so the same individuals are
not hurt twice.

A programme that runs only the inner loop produces happier individual
detractors and an exhausted CX team. A programme that runs only the
outer loop produces process changes that look correct on paper but feel
anonymous to customers. You need both, and they need different people,
different SLAs, and different metrics.
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Chapter 2 - The five layers

Five distinct layers, each with its own owner

Picturing the loop as a single circle is a mistake. In practice, a working
closed-loop has five distinct layers, each with its own SLA and its own
owner. Failure in any one of them collapses the others.

1. Capture

Feedback is collected at the moment with the most signal — transactional,
at the relevant touchpoint, in the channel the customer prefers. Surveys that
go out too late are useless.

2. Route
Every piece of feedback meeting a defined threshold is assigned to a named
owner within minutes, not hours. Generic inboxes are where feedback dies.

3. Respond
The customer receives an acknowledgement or recovery action inside the
inner-loop SLA — typically under four hours for detractors. Speed signals
seriousness.

4. Resolve

The underlying cause is investigated and a structural change is proposed
where the pattern justifies it. This is where the function owner — not the CX
team — has to step in.

5. Verify

The proposed change is implemented and its impact is measured against
the same metric that surfaced the issue. "We shipped it" is not closure; "the
metric moved" is.

How to find your bottleneck

Walk the layers top-to-bottom and ask: "Could a named person, today,
point to the most recent thing they did at this layer?" The first "no" is your
bottleneck. It is almost never the layer the dashboard is showing you.



Chapter 2 - The five layers

Each layer in detail

Each layer has a distinct purpose, a distinct owner, and a distinct failure mode. Most stalled closed-loop programmes fail at one specific layer — usually Route or
Resolve — and everything downstream silently breaks.

Typical owner Typical SLA Main failure mode
Capture VoC programme lead <24h after touchpoint Surveys go out too late or to the wrong cohort; verbatim missing.
Route CX ops / triage <15 min for detractors Feedback lands in a generic inbox no one owns; rules out of date.
Respond Account owner / service mgr <4h first contact, detractors Person on the call has no authority to fix what made the customer
angry.
Resolve Function owner (Ops/Product) Cause identified in <30 days CX team tries to own the fix; the owning function disengages.
Verify CX team Metric checked at 6-12 weeks ~ Team moves on before measuring whether the fix actually worked.
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Chapter 3 - The inner loop

Responding to individuals

The inner loop deals with the customer in front of you. It is fast, personal,
and time-sensitive. The half-life of a piece of negative feedback is short: a
response within four hours regularly converts detractors into promoters; a
response after 72 hours rarely does.

Rule 1: Speed beats polish. An imperfect message in two hours
outperforms a perfect message in two days. Build templates the team can
send without management approval, and measure time-to-first-touch as the
headline inner-loop metric.

Rule 2: One named owner per case. Cases routed to teams die. Cases
routed to a generic inbox die. Cases assigned to a named individual, with
their manager visible on the escalation path, get closed.

Rule 3: Authority must match the trigger. If the customer is a detractor
because a refund was denied, the person calling them back must have the
authority to issue the refund. Calls made without authority make the situation
worse.

Inner-loop SLA matrix

Trigger Owner First-contact
Detractor (NPS 0-6) Account owner 4 hours
Critical CSAT (1-2/5) Service manager 24 hours
Negative verbatim, no score CX analyst 24 hours
Repeat issue, same customerEscalation owner 2 hours

EX detractor (eNPS 0-6) Line mgr + HRBP 48 hours

Resolution SLA
Resolution SLAs are roughly 10x the first-contact figure: 48 hours for
detractors, 5 days for critical CSAT, 24 hours for repeat issues. What

matters more than the exact number is that the SLA is named, tracked, and

reported weekly to function heads. An SLA without consequence is an
aspiration.
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Chapter 4 - The outer loop

Changing the system, not just the customer

The inner loop produces happier customers. The outer loop produces fewer
angry ones. It works by treating recurring feedback patterns as input to
root-cause analysis, not just to dashboards.

Step 1: Tag and cluster. Verbatim comments are useless until they are
categorised. Al classification (topic + sentiment + driver) is now table stakes;
manual tagging at scale is no longer competitive. The output is a small
number of recurring themes ranked by volume and severity.

Step 2: Root-cause workshops. Each major theme gets a 60-minute
workshop with the function that owns the failing process — not with CX. A
5-Whys is usually sufficient. The deliverable is one sentence: "the cause of X
is 'Y, and the fix is Z2."

The most common failure

Step 3: Cross-functional ownership. The fix is assigned to the function that
operates the process, with a deadline and a verification metric. CX does not
own the fix. CX owns the verification. This single principle separates
programmes that scale from programmes that stall.

Step 4: Verification against the originating metric. Six to twelve weeks
after the fix lands, the metric that surfaced the issue is checked. If it has
moved, the loop is closed. If it has not, the cause was misidentified and Step
2 reruns.

CX teams often try to own the outer-loop fix because the function nominally responsible has not internalised that customer experience is its problem. This is
a CEO-level fix, not a process fix. Until the VP of Operations (or Product, or IT) accepts the deadline as theirs, the outer loop does not close.
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Chapter 5 - Roles and the RACI

Who owns what at every layer

The five layers cross-referenced with the four roles that have to be involved.

The version below is a starting point; your version should be redrawn for
your structure, but three principles always hold.

Layer CX Frontline Function C-level
Capture AR @ | |
Route R A I I
Respond C AR | |
Resolve C C AR I
Verify AR € © I
R = Responsible - A = Accountable - C = Consulted - | = Informed

Three principles that keep the matrix honest

One A per row. Accountability cannot be shared. If "everyone owns CX", no
one does. Pick one accountable role per layer and put their name on it.

Responsibility lives near the work. The person doing the customer
recovery should not be a CX analyst sitting in a different building. It should be
the account owner or the local service manager.

Function owner is on the hook for outer-loop fixes. Not the CX team. The
CX team verifies; the function owner ships. Until this is enforced, structural
fixes stall in a queue no one has authority over.
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Chapter 6 - Metrics that prove it works

Five output metrics that fit on a single page

Most CX dashboards measure intake, not output. Intake metrics — response rate, sample size — tell you the survey is working. Output metrics tell you the loop is

working. A working programme can show all five of these on a single page.

Inner-loop coverage rate
Percentage of detractors who received a personal response within SLA.

Time-to-first-touch
Median hours from feedback received to first contact.

Recovery rate
Percentage of contacted detractors whose next score (or behaviour) leaves the detractor
band within 60 days.

Outer-loop throughput
Number of structural fixes shipped per quarter traceable to a feedback pattern.

Verified-fix rate
Percentage of shipped fixes whose originating metric moved materially within 90 days.

or B W N =

TARGET
>90% transactional - >70% relationa

TARGET
<4h detractors - <24h verbatim without score

TARGET
>35%

TARGET
Minimum 1 fix per major theme per quarter

TARGET
>60% (low number = causes misdiagnosed)
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Chapter 7 - Pitfalls and implementation

Six common pitfalls — and how to avoid each
Across roughly forty client deployments, the same six failure modes recur. None is unfixable, but every one of them kills a programme silently if left alone.

Ol "We'll start with the dashboard." 04 SLA without consequence.
Dashboards without an owner, an SLA and a workflow produce An SLA that is missed without consequence is not an SLA. The simplest
dashboards. The right order is: workflow — ownership - SLAs - enforceable consequence is visibility: missed SLAs surface weekly to
tooling. Tooling last. the responsible function head, named, with the case attached.

02 Detractor calls without authority. 05 Survey saturation.
Recovery calls made by people who cannot fix the problem make it More surveys produce lower response rates and lower-quality data. A
worse. If the role you give the call to cannot also issue the remedy, working programme has fewer surveys, better-timed, with higher
redesign the routing. response rates and richer verbatim.

03 Outer loop owned by CX. 06 Closing the loop without telling the customer.
CX cannot own the structural fix. CX owns the verification. The fix sits The customer who reported the issue should learn the fix shipped — by
with the function that operates the failing process. name, by emalil, in plain language. This is the highest-trust moment in a

CX programme and most companies skip it.
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Chapter 7 - Pitfalls and implementation

A 30-60-90 implementation plan
The plan we use with new clients. It assumes you already collect feedback in some form; if you do not, add a month at the front for instrumentation. The output at
day 90 should be: an inner-loop coverage rate above 80%, at least three structural fixes shipped, and a scorecard a CEO will read.

DAYS 1 —30 DAYS 31 — 60 DAYS 61 — 90

Closethefirst fixes

e First two or three structural fixes ship.

Stabilise the inner loop Stand up the outer loop
¢ Define trigger thresholds (NPS, CSAT, verbatim ¢ Implement automated tagging (topic + sentiment +
flags). driver). * Verify against originating metrics at 6 and 12 weeks.

* Name an owner for every trigger — no team aliases. * Run first three root-cause workshops on « Five output metrics live on a single CX scorecard.
highest-volume themes.

¢ Establish first-contact and resolution SLAs. « Run first quarterly review with C-level.
e Assign function owners and deadlines for each

e Wire routing to named owners (CRM-side, not
resulting fix.

survey-side).

* Communicate at least one closed loop publicly to the

customers who reported it.

¢ Define a verification metric at the workshop, not after.

e Start measuring time-to-first-touch and coverage from « Internal comms: name the function team that shipped

day 7. e Add outer-loop status to the weekly scorecard. the fix.
e Publish first weekly inner-loop scorecard to function e First quarterly review on the calendar.
heads.
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Audit checklist

Assess your current closed-loop process
Twenty questions across the five layers. A working programme answers "yes" to at least 16. A score below 10 usually means the inner loop has not been wired
correctly; the outer loop is rarely worth working on until that is fixed.

CAPTURE RESOLVE

[] Surveys go out within 24 hours of the relevant touchpoint. [] Recurring themes are surfaced automatically, not by manual review.
[] Detractor and critical-CSAT thresholds are written down. ] Each major theme has a function owner — not a CX owner — for the fix.
[] Verbatim is always optional but easy to add — and frequently used. [] Each fix has a written verification metric agreed before work begins.
[] Channels match the customer base (email + at least one other). [] Stalled fixes are escalated to the C-level cadence.

ROUTE VERIFY

] Every trigger has a named individual owner, not an inbox. [] Originating metric is rechecked 6-12 weeks after the fix lands.

[] Routing rules are reviewed quarterly and have a documented owner. [] Customers who reported the issue are told that the fix shipped.

[] EX feedback routes to the line manager, not HR centrally. [] Outcomes are reported to the CEO at a quarterly cadence.

[] There is a manual override for cases the rules miss. ] Fixes that did not move the metric are reopened, not closed.
RESPOND

[] First-contact SLA is <4 hours for detractors and is measured.

[] The role that makes the call has authority to issue the remedy.

[] Response templates exist; managers do not need to approve each send.
L] Inner-loop coverage rate is reported weekly to function heads.

Scoring
16-20 yes - working programme; focus on Verify and outer-loop throughput. 10-15 yes - inner loop sound, outer loop needs ownership. Below 10 - rebuild
Capture and Route before touching anything else.
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Closing thoughts

Closing the loop is not a tooling problem. It is an operating-model problem.
The companies that get it right consistently do three things that the rest do
not.

They make the inner loop fast and authoritative. Response within hours,
not days. The person responding has the authority to resolve. Speed signals
seriousness.

They make the outer loop someone-else's job. The function owner ships
the fix; the CX team verifies. CX as project manager for operational fixes is
the failure pattern.

They measure the output of the loop, not the intake. Coverage rate,
time-to-first-touch, recovery rate, throughput, verified-fix rate. A single
scorecard the CEO actually reads.

This paper draws on the InsightSofa CX Strategy Team's experience deploying closed-loop programmes across B2C and

B2B, in retail, financial services, healthcare and manufacturing.
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