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At the end of every quarter, support leadership gathers around QBR dashboards filled with

familiar metrics and reassuring numbers.

One slide reccd:

‘CSAT 4.6 / 5. Target met.”

The score appears to confirm that the customer experience is healthy, but beneath
it sits a very different reality thousands of support interactions where most customers
never responded at all.

In this article, we explore why CSAT is becoming an increasingly incomplete measure of
support performance, and why operations teams now need a faster, more complete way to
understand customer experience through the Customer Experience Score (CES).

O1. The CSAT Response Problem

From my investigation of multiple support engagements to date, the range of CSAT response rates
(i.e., post-ticket) from tickets reviewed thus far vary from 2% to 5%. In fact, none of the clients |
examined had an outlier client fall within that range; however, according to industry standards, a
healthy email-CSAT response would be between 20%-30%, while for SMS pulse, it would be between
40% and 50% of all responses received by support as a whole are nowhere near these ranges.

CSAT response rates and feedback lag - six anonymized support engagements
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Synthetic illustrative data based on engagement averages. Lag = days from ticket close to survey response received.

Figure 1- Response rates and lag across six anonymized engagements. None hit the internal 6% target.
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Three things are happening at once.

(" \

Channel saturation.

In the past 5 years, customers have been getting far more survey invitations than they did in the past.
Their inboxes have filled up. Each new survey has to compete for attention with all of the previous surveys
that were sent to them. SurveyLab's 2025 report states that Response rates have steadily declined from

2019 (Approximately 1-2% decline per year).

J

Mobile friction.

Long Likert grids and mandatory open-text fields result in abandonment rates above 40% on small screens.
Most post-ticket surveys are still designed for desktops.

Privacy fatigue.

Customers increasingly question how feedback is used. Even the UK's national Labour Force Survey
collapsed to roughly thirteen percent participation. If a statutory survey can't crack double digits, a

discretionary support survey is not getting better.
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02. The Bigger Problem:
\Who Actually Responds

Even if response rates were healthy, the responses themselves would tell a distorted story.

A 2019 Swiss study of 717 hospital surveys (Vermeulen et al., BMC Health Services Research)
found a J-shaped response curve: the probability of responding was lowest which is around
twenty percent for patients in the middle satisfaction band, then climbed sharply at both
extremes. Maximum-satisfied patients responded at near seventy percent. Minimum-satisfied
responded somewhere between.

The J-curve of survey response - only the extremes self-select

Angry
customers
respond

Silent majority
(neutrals rarely respond)

Likelihood of responding (%)

1 2 3 4 ®
Customer satisfaction (1 = very dissatisfied, 5 = very satisfied)

Pattern documented in healthcare surveys (Patient Experience Journal, 2018) and replicated in support contexts.

Figure 2 — Customers in the middle rarely respond. Surveys hear the loudest, not the most representative.

Press-Ganey patient satisfaction surveys (Tyser et al., 2016) showed
the same: response was patterned by age, gender, payer type, and

clinical specialty. Younger patients, men, and Medicaid patients were It 95% of
systematically less likely to respond. The score was not the tickets
population's view. It was a slice of the population's view. generate no
Support has the same pattern. The customer who got a clean SigﬂGL the 5%
fifteen-minute resolution shrugs and closes the email. The customer that do is not
who waited three days through four agents writes paragraphs. The your customer

customer in the middle where there is a thirty-minute resolution, mild experien ce.
irritation, no real harm usually deletes the survey. So CSAT becomes,

It is a self-selected
in practice, a barometer of extreme emotion. It tells you who hated slice of it.

you and who loved you. It does not tell you what most of your
customers actually experienced.
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03. What Operations
Actually Needs

A support operations manager require customer feedback to identify when a support request
may escalate, to continue to coach agents while a case is current, and to inform the brand about
a decline in customer experience following last week's release. The way that CSAT is currently
being used does not provide an operations leader with real-time data about the challenges they
are going to face tomorrow. Instead, they are usually asked to manage their team using historical
data collected a month prior from one out of twenty customers.

\IVhat operations need Fast response and ;| Complete and i Behavioural is derived
is a score that is fast, is available within i calculated for every i from what happened to

complete, and rooted in minutes of ticket ticket, not just the five the customer, not what
close, not weeks. i percent that respond. @ they remembered later.

observable behaviour:

That score exists in the data already. Every ticket carries timestamps, agent counts, transfer
flags, channel markers, and update logs. The customer's effort is encoded in those signals. We just
need to read it.

04. The Customer Experience
Score

CES draws directly from Gartner's (formerly CEB's) work on the Customer Effort Score, which
Dixon, Toman and DeLisi published in The Effortless Experience (2013). Their finding has been
replicated repeatedly: the strongest predictor of customer disloyalty is not the absence of delight,
itis the presence of effort. Ninety-six percent of customers reporting a high-effort interaction
become more disloyal, against nine percent of those reporting low-effort experiences. Gartner's
later research positions effort as one-point-eight times more predictive of loyalty than CSAT.
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The classic CES is still a survey. It still depends on a response. The Movate CES is a the case-level
Customer Experience Score that keeps the philosophy and removes the survey. lWle compute
customer effort from operational signals that exist on every ticket.

A score of 100 means a single agent resolved

CES =
100 - S Peﬂ(]|tleS. contact. A score near zero means the

Every friction event in the case customer worked hard — multiple agents,

the issue in under sixty minutes on first

subtracts from a perfect 100.

follow-ups, transfers, delays. The score is

What remains is the estimated computed for every closed ticket, not for the
experience quality. _
five percent that bother to respond.

CES Index - eight operational dimensions and their penalty weights

Resolution Time — -50 How long it took
Number of Agents _ -40 How many people involved
Updates / Touches - -20 How many back-and-forth

Transfers -15  Did they re-explain
Queue Returns ' -10 Owned then released
Reopens - -15  Was it really fixed
Channel Burden -5 phone vs chat [CES = 100 = Penqltles]
Higher score = lower effort
Off-hours Penalty . -10 Wait spanning weekends
0 10 20 30 40 50

Maximum penalty deducted from 100

Weights are illustrative starting values; calibrate against historic CSAT once sufficient overlap is available.

Figure 3 — Eight dimensions, each with a maximum penalty weight. Resolution time and number of agents carry the heaviest weights.
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05. The Eight Dimensions

Eight is a deliberate choice. Six dimensions miss meaningful signals like reopens and off-hours
wait. Ten dimensions add complexity without proportionate explanatory power. Eight covers the
practical span of effort across most B2B and B2C support contexts.

RESOLUTION TIME NUMBER OF AGENTS

How long the customer waited end- Every additional agent forces the
to-end. The single largest weight . . customer to re-explain. Heavy
(max -50) because time-on-issue penalty (max -40) for cases

is the most consistent driver of handled by four or more.
perceived effort.

UPDATES / TOUCHES )

The back-and-forth count. Each transfer requires re-
Six or more updates suggests explanation and introduces
the case did not progress wait at the handoff. Distinct
smoothly (max -20). from agent count because it

captures the moment of

. . disconnection (max -15).
QUEUE RETURNS [ REOPENS |

The case was owned, then The case was closed, then
released back to the queue reopened. The strongest signal
without resolution. Restarts the that the original “resolution” did

customer's wait clock (max -10).

not actually resolve (max -15).

CHANNEL BURDEN : OFF-HOURS PENALTY
The total maximum penalty across

all eight is 165, but real cases rarely
accumulate more than 60 to 70. The

The phone requires active The wait that spans weekends

engagement throughout; chat or holidays where the

bands work out to: 85-100

Excellent, 70-84 Acceptable, 50-69
penalty (max -5) but At Risk. 0-49 Poor. expect progress but feels the
s U— .

consistent.

allows multi-tasking. Light customer cannot reasonably

delay anyway (max -10).

Excellent Acceptable
85-100 70-34 50-69 0-49
CES Score Bands
8
© 2026 Movate Inc. All rights reserved. www.movate.com



v\\movqte

06. AWorked Example

-

A case from a hospitality client. Phone channel. Accounting reports issue.

The ticket sat open for nineteen hours, was handled by two agents,

returned to queue once, with three customer updates. Starting score 100.

Resolution time fell in the under-one-day band: -30. Tivo agents: -10. Queue

return: -10. Phone channel: -5. o transfer, three updates, no reopen has

zero on those. Final CES: 45. “Poor.” Churn-risk band.

That case never got a CSAT response. The customer closed the email and moved on. But

operations now has a flag, dated within an hour of close, with an exact attribution of where the

effort came from. The team lead can pull the case, listen to the call, and coach in the same week.

J

OT7. Practitioner Notes

Three things from running this in production environments:

First, weights matter less than

consistency. A team that runs

CES with imperfect weights
but reviews every <60 case
daily will outperform a team
that spent six months tuning
weights and never put them
into the workflow. Get the

version-one calibration done in

two weeks, then iterate from

operational evidence.

© 2026 Movate Inc. All rights reserved.

Second, CES exposes
process problems that
CSAT hides. When
CSAT is 4.6, no one
investigates. \When
CES reports that 40%
of cases fell into ""At

Risk™ last week,

leadership investigates.

The same operation.
Different visibility.

Third, agents don't resist
CES the way they
sometimes resist CSAT.
CSAT feels personal and
usually interpreted as a
customer rated “me."” CES
feels structural where the
case had four transfers
because routing pushed it
there. The conversation

moves from blame to fix.
9
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08. The Shift Ahead

CSAT remains in our reports CES fills the gap. It is computed for every ticket,
because it captures the derived from what actually happened. and is available
customer's voice. That voice is the moment the ticket closes. It is not a replacement
real, but it is partial. We hear the for CSAT. It is the daily instrument for a function that
loudest five percent, three weeks has been flying blind on weekly readouts.

SIESTCIEEEE AT ) Across most engagements, the survey has already

SIS T U stopped speaking. The data has not. CES is how we

can be run on a signal that thin. choose to listen.
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outcomes. With over 12,000 employees across 20 global locations, augmented by Al collaborator agents, it brings
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growth. Powered by Mova iO, its intelligent outcomes platform, Movate delivers practical, scalable, and industry-
contextualized solutions that address real business challenges.
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