
Closing the Customer 
Feedback Loop
Why Your CEM Success Depends 
on Getting It Right 



Most companies see customer feedback as 
an unalloyed good. But if you’re surveying 
your customers and failing to follow up 
afterward, you could be doing harm where 
you mean to be building relationships.

A survey response that appears to fall on 
deaf ears, a request for help or information 
that goes unanswered, even praise that 
goes unacknowledged – all are effective 
ways to ruin your customer relationship, 
sometimes for good. 

Instead, ensure that your customer 
experience program achieves its purpose 
by establishing a robust process for closing 
the loop with your customers when they 
provide feedback. Done right, closed 
loop processes let you make the most of 
your Promoters and even transform your 
Detractors into loyal customers. 

This ebook will explain the importance of 
closing the loop with customers and give 
you a framework for creating sound closed 
loop processes.

Overview
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Let’s start by quickly reviewing the five key elements of a comprehensive customer experience program.  Whether you 
call it customer experience management, CEM, or you prefer the term voice of the customer, VOC, there are a lot of 
misconceptions about what customer experience management means. When CEM efforts don’t bear fruit, it’s often the 
result of a failure to treat CEM, or VOC, as a comprehensive, multi-faceted undertaking.

CEM involves gathering customer feedback data from surveys or other sources; analyzing the data to understand what 
the feedback means to your business; closing the loop with customers, which is what we’ll cover in this ebook; acting on 
the feedback data; and driving positive change within your company.

A Quick Refresher

Although VOC has many elements, in this ebook we’ll focus on closing the loop. Even that’s a big topic, so we’ll keep our 
focus mainly on how frontline employees follow up with individual customers who have provided feedback.  

Gather Data Analyze Data Close the Loop Distribute Insights Drive Change

Complete  
Customer View

A relentless focus on the customer journey—
across all touchpoints and cross-functional teams 
that impact the customer

Driving employee engagement—to optimize 
processes or strategies and generate new ideas 
from customer suggestions

Organizational 
Engagement

2



Satmetrix co-developed the Net Promoter Score (NPS®) to create a reliable measure for customer experiences and as a predictor of business growth. 
Now, it is the most widely accepted measure of customer loyalty and retention. It is also a key metric to understand customer perceptions of your brand, 
and it plays a key role in determining how and when to close the loop with customers.

NPS asks the question ”How likely is it that you would recommend [brand] to a friend or colleague?” and measures responses  on a 0-10 point scale.

Net Promoter Score®
A Key Metric for CEM

Responses to this question fall into three categories:

Promoters - These are your loyal, invested customers. Research shows they will stay longer, buy more, and recommend your products  
or services to other buyers.

Passives - These buyers may be satisfied, but are not fully invested in your company. According to research, this group could easily be  
attracted to a competitor with a better offer.

Detractors - This group is dissatisfied with your company. Research shows that these customers are more likely to take their business  
elsewhere and recommend AGAINST your company.

Not at all likii elykk

Detractor

0              1                2                 3                4                5                6                 7                8                9            10        

Neutral Extremely likii elykk

Passive Promoter

3



When you ask people “What brands do you promote?” the answers usually center 
around a few common themes:

• They made me feel valued.

• They fixed my issue.

• Their product (or service) is great!

People become Promoters when brands capture both 
heart and mind.

What Makes a Promoter?
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As you might imagine, when you ask people “What makes you a detractor and why?” the 
answers generally follow these themes:

• I was on hold forever, and I finally hung up.

• They wouldn’t give me a refund.

• I had a bad experience, and no one seemed to care. 

People become Detractors when they don’t feel valued.

What Makes a Detractor?
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Now that we’ve reviewed the basics of VOC and NPS, let’s discuss the closed loop process in more detail.  First and 
foremost, closing the loop means you’re listening to customer feedback and acting on the input to make positive 
changes to improve your customers’ experiences … and ultimately your business.  

The graphic below outlines the basic framework.  Note how the customer feedback is collected in step 1, the data is 
captured in a CEM technology system, like CEM software from NICE Satmetrix, and then key employees are notified 
about the feedback as shown in steps 2 and 3.  Then in subsequent steps, the action owner closes the loop by 
communicating with the customer to resolve an issue or express gratitude.  Finally, appropriate notes are detailed in the 
VOC system to document the interaction.

Understanding the Closed Loop Process

1

4

5

3

2

6

3

Customer feedback  
or event

Escalate or 
delegate as needed

Status and learnings are 
captured

Action owner conducts closed 
loop activity
(Email, phone, face-to-face)

Customer
Experience

System

Business rules generate 
alert

Management reviews 
aggregate data

Notifications

• Coach teams

• Recognition

• Improvements

• Account manager

• Team leader

• Product manager

• Business leader
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Why Close the Feedback Loop?
Accomplish Strategic Business Goals

Reduce churn and increase 
up-sell opportunities

Gain a deeper understanding of 
root causes of customer loyalty and 
lack of loyalty

Demonstrate that you are listening to 
customers and employees

Engage Promoters in referral and 
other marketing opportunities

Use the “voice of the customer” to drive 
tactical and strategic decisions
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Benefits of Closed Loop Actions

A structured closed loop 
process engages and 

empowers employees to 
focus on customers.

Closing the loop makes 
customers feel valued and 
tells them you care about 

their opinions.

Create Customer-
Centric Culture

Promote 
Goodwill

Closed loop activities 
are an excellent way to 

recover customers on the 
verge of churn.

By engaging directly with 
customers, you can create 
a legion of customer allies 

who may participate in 
focus groups or beta-

testing programs.

Increase 
Retention Rates

Build 
Relationships

Feedback and follow-
up calls can expose 
shortcomings and 

procedural problems.

Many customers take pride 
in being asked to actively 

promote your business 
as referral or showcase 

customers.

Improve 
Internal Operations

Create Engaged 
Promoters

The process can uncover 
opportunities to improve 

products/services and launch 
new revenue streams.

Grow 
Your Business

Business-Facing Benefits

Customer-Facing Benefit
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Analysis On the left, we see details of how an industrial B2B company effectively used its closed loop process to recover or grow an 
additional $2 million across four global regions.  The company was able to track additional orders that came directly from closed loop 
processes, revenue that was gained where closing the loop was a contributing factor, and potential new business opportunities discovered 
through closed loop conversations with customers.

The chart on the right is from a supply and logistics company that saw its NPS increase by nearly eight points after it incorporated changes 
to its call center processes—a result of closed loop findings. 

When closed loop activities are designed and carried out properly, your company will see improvements in individual customer relationships 
AND in customer experiences overall.  Those improvements will be reflected in higher Net Promoter Scores over time.

Tangible Benefits of Closed Loop Activities
The Pay Off

Follow-up	Customer	Feedback	to	Drive	Revenue	Generation
Case	Study:	Global	B2B	Organization

Region Directly	Related NPS	contributed Potential	Business

North	America

Nordics

Central	Europe

South	West	 Europe

70,000.00

23,000.00

120,000.00

30,000.00

45,000.00

375,000.00

120,000.00

1,020,000.00

200,000.00

Totals 243,000.00 540,000.00 1,220,000.00
NOTE:	 Values	in	US$

Closed loop processes require an investment of time and effort, but it pays off!

Region Directly Related NPS contributed Potential Business 23
31
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Consequences of Failing to Follow Up

Loss of loyalty and trust

Loss of response rates and communication  

Loss of opportunity and value

Loss of belief and investment 

Loss of program
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To help you develop an effective closed loop process, begin with our “Six C” framework. Once you develop 
and implement your processes, you can begin to measure and maximize the ROI of your VOC program.

• Consider: Start with assessment and know your options.

• Create:  Develop your framework by simplifying the process.

• Coach:  Launch by ensuring your team is equipped and empowered. 

• Customize:  Provide the right tools to the right people at the right time.

• Communicate:  Drive momentum; keep communication open, positive, and active. 

• Commit:  Succeed by starting with small steps; commit to enable the journey.

Follow These Steps for Successful Closed Loops
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As you develop closed loop processes, be sure to take time to consider your options and opportunities.  And, be sure to design processes 
for Detractors, Passives, and Promoters. When a customer sings your praises, you need a process to thank your Promoters for providing 
positive survey feedback—so you can retain a loyal customer and quite possibly gain a valuable marketing or R&D partner.  While service 
recovery and relationship building are important, so too is root cause learning because it can help your company resolve issues, identify 
growth opportunities, and optimize the customer experience.

Consider your communications options too. Closed loop processes don’t mean that you call every customer who responds to a survey.  You 
have to balance effort and value. Possibly it makes sense to call or send hand-written notes to specific customers, while a personalized 
mass email is appropriate for large audiences. On the other hand, quarterly or annual in-person customer meetings, like focus groups, may 
be a good way to get in-depth feedback to uncover root cause learnings. 

Consider Your Options

The most important thing is not necessarily to close the loop with all customers all the time, but 
instead, to commit to keeping the loop of customer communications alive, active, and reciprocal.

OPTIONS AND OPPORTUNITIES EFFORT VS. VALUE

• Service Recovery

• Relationship Building

• Root Cause Learning

• Mass Communication

• Personalized Email

• Call Respondent

• Face to Face
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Once you’ve considered your options … create your closed loop plan.  Begin with your goals in mind because different 
goals may require different closed loop processes.  For example, while service recovery may be immediate, relationship 
building may take weeks or months.  

Once you have set your goal, then decide which segment of customers will receive the follow up, when it will occur, how it 
will be conducted, who needs to be involved, and what is the expected outcome.  Be sure to work with others across your 
organization to develop, vet, and refine your closed loop plans.

Create: Six Elements of Closed Loop Design

WHAT WHICH WHEN HOW WHO WHAT

is the goal of 
your closed 

loop process?

customers receive 
a follow-up?

do you follow-up? will you conduct 
the follow-up?

should be 
involved?

is the expected 
outcome?
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• Train action owners on processes 

• Equip and empower rather than script and conscript

• Close the loop with your employees to ensure positive outcomes and scalable grow

Coach: Empower and Enable Success
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Since each role—frontline employees, executives, LOB leaders—within your organization will require different reports, analytics, 
and alerts, you’ll need a technology solution like CEM software from NICE Satmetrix to track details and automate processes. 

Customize: Tailor to Your Needs

UNDERSTAND PERFORMANCE GAIN CONTEXT

EVALUATE TRENDS TEAM COACHING

You can scale your closed loop processes and engage your entire workforce when you 
use a technology solution like CEM software from NICE Satmetrix.
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Communicate to Customers and Employees

Celebrate your wins—and use those wins—to grow your VOC program.

As this example shows, you can use mass communication to close the loop 

with customers to very good effect.

Closing the loop with employees can be as simple as an email from the 

CEO to employees who create Promoters or groups of employees when 

CEM goals are achieved.

16



Commit to Comprehensive  
Involvement & Success Will Follow
In this ebook, we’ve focused on setting policies and processes for how frontline employees close the loop 
with individual customers. But, be sure that company leaders and executives get in on the action too.

FRONTLINE

OPERATIONAL
Closed Loop (1:1)

Learning Priorities

Communication

Customers

Employees

1:many

LEADERS

ACTION PLANNING

EXECUTIVES

RESOURCE  
PRIORITIZATION
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Request Demo

Properly executed closed loops are critical to your success at increasing NPS.  

Make sure you have a robust CEM system to support your efforts. CEM software 

from NICE Satmetrix is for customer-first companies and offers the tools you 

need to manage a world-class customer experience program.

Complete, Powerful CEM  
Software from NICE Satmetrix

http://www.satmetrix.com/request-a-demo/


INTERNATIONAL +44(0) 845.371.1040 | NORTH AMERICA 888.800.2313
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