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A step-by-step approach to automating first-response support — in four
phases, so trust is earned before the bot handles more.

A free playbook from The Nexa Solutions - thanexasolutions.com
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SECTION 1

What “Good” Looks Like

Good support automation is close to invisible to the customer — they get a fast, accurate answer, and
escalation to a human happens smoothly the moment the bot genuinely can’t help. It doesn’t mean
removing people from support; it means removing repetitive first-response work so people spend their
time on the conversations that actually need judgment.

A useful target

A mature setup typically resolves 30-50% of incoming tickets without any human involvement, cuts
first response time from hours to seconds, and escalates cleanly — with full context — for everything
else.
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SECTION 2

Before You Start: Prerequisites

e« A supportinbox or helpdesk tool already in use — email, a helpdesk platform, or live chat with
some ticket history to learn from.

o At least a few hundred past tickets or emails to identify your most common question categories —
see Phase 1 below.

« A named owner for this project who will review bot performance regularly, not just launch it and move
on.

« Written answers to your most common questions — even a rough internal FAQ document is
enough to start from.

If any of these are missing
Start there first. Automating on top of an undocumented, inconsistent support process just produces
inconsistent automated answers.
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PHASE 1

Triage & Routing

Automatically categorize and route incoming tickets — no Al-generated replies yet, just getting the right
ticket to the right place instantly.

Pull 200-500 past tickets and group them into 5-10 clear categories (billing,

ANALYZE
1 technical, shipping, general).

Connect an Al classification step that reads each new ticket and assigns it to
a category.

2 CLASSIFY

Automatically route each category to the right team or queue in your helpdesk

3 ROUTE
tool.

Review a sample of classifications weekly for the first month and correct the

4 MONITOR o ) iy
model's instructions where it's wrong.

Goal before moving to the next phase: At least 90% of tickets are correctly categorized without

manual re-routing.



PHASE 2
Instant Answers for Common Questions

Automatically answer the questions that make up the bulk of your ticket volume — order status, business
hours, return policy — with human review still watching closely.

From Phase 1's categories, pick the 3-5 highest-volume, most repetitive

1 IDENTIFY )
question types.

Give the Al system access to the specific source of truth for each (order
database, policy doc, FAQ).

2 CONNECT

3 DRAFT Have the Al draft the reply, but require human approval before it sends — not
yet fully automatic.
Once accuracy is consistently high for a category, allow it to send

4 GRADUATE . . .
automatically without review.

Goal before moving to the next phase: The bot's suggested answers for common categories are
accurate 90%-+ of the time, reviewed by a human.



PHASE 3
Al-Drafted Replies for Complex Tickets

Extend Al assistance to less repetitive tickets — the Al drafts a reply for a human agent to review and
personalize, rather than starting from a blank page.

For longer or multi-message tickets, have Al summarize the thread for the

SUMMARIZE
1 agent before they respond.

Al drafts a suggested reply for the agent to edit, using the same knowledge
sources as Phase 2.

Agents review and personalize every draft before sending — this phase never

3 REVIEW .
sends fully automatically.

Track which drafts agents heavily edit versus send with minor tweaks — this

COLLECT
4 identifies where the Al's knowledge gaps are.

N

Goal before moving to the next phase: Agents report drafting time is meaningfully reduced, and reply
quality/consistency holds steady or improves.



PHASE 4
Full Resolution for Defined Cases

Allow the system to fully resolve a small, explicitly defined set of ticket types end-to-end — including
actions like issuing a refund or updating an address, not just replying.

Choose a small number of well-understood, lower-risk ticket types (e.g.

DEFINE
1 “where's my order”, simple address changes).

Grant the Al system permission to take the specific action needed (querying
an order, issuing a defined refund amount) via API.

2 AUTHORIZE

Set explicit limits — dollar thresholds, order age, customer tier — outside

3 GUARDRAIL L . .
which it escalates instead of acting.

Log every autonomous action for review, and audit a sample regularly even

AUDIT
4 after the system is trusted.

Goal before moving to the next phase: A defined set of ticket types are resolved with no human
involvement, at an accuracy and customer satisfaction level matching human performance.



SECTION 7

Roles & Responsibilities

Project Owner Owns the rollout end-to-end, decides when to advance to the
next phase, reviews performance weekly.

Support Lead / Senior Agent Writes and maintains the knowledge sources the Al draws from;
flags inaccurate responses.

Support Agents Review Al-drafted replies in Phases 2—-3; provide feedback on
quality and edge cases.

Technical Owner (internal or Builds and maintains the integrations, classification logic, and
external) any autonomous actions in Phase 4.
Leadership / Sponsor Reviews the metrics in Section 9 monthly and approves any

expansion of scope or autonomy.



SECTION 8

Recommended Tooling Stack

+ Helpdesk platform (Zendesk, Freshdesk, Help Scout, or similar) — most have native or app-based Al
features that cover Phases 1-2 without custom development.

« Al model provider (OpenAl, Anthropic, or your helpdesk's built-in Al) — for classification, drafting, and
summarization.

+ Knowledge base or documentation source — your existing help center, policy docs, or a dedicated
internal knowledge base the Al references.

« Automation layer (n8n, Zapier, Make, or native helpdesk workflows) — to connect the Al's decisions
to actions in your other systems for Phase 4.

Start with what you already have
Most helpdesk platforms now include Al features covering Phases 1-2 out of the box or as an add-on
— check what's already available before building anything custom.
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SECTION 9

Metrics to Track at Each Phase

Phase 1 Classification accuracy (% correctly routed without manual re-routing)

Phase 2 Auto-reply accuracy rate; first response time

Phase 3 Agent edit rate on Al drafts; average handling time

Phase 4 Autonomous resolution rate; customer satisfaction (CSAT) on auto-resolved
tickets

All phases Overall CSAT,; escalation rate; ticket volume trend



SECTION 10

Common Pitfalls

O Skipping straight to Phase 4

Full autonomy without the trust and accuracy data from earlier phases is how a business ends up with a
very public, very embarrassing wrong answer.

OLetting the knowledge base go stale

An Al system is only as accurate as what it references — outdated policy docs produce confidently
outdated answers.

ONo visible escalation path

A customer stuck with a bot that won't hand off to a human is one of the fastest ways to turn a minor
issue into a public complaint.

[OMeasuring only cost savings, not quality
A high resolution rate with declining customer satisfaction is a warning sign, not a win.
OTreating the rollout as finished after launch

Knowledge sources, edge cases, and customer expectations all change — this needs ongoing review,
not a one-time setup.
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SECTION 11

A Realistic 90-Day Timeline

1-2 Prerequisites: gather ticket history, document common answers, assign an
owner.

34 Phase 1: build and tune triage/routing classification.

5-8 Phase 2: launch instant answers for top question categories, with human
review.

9-12 Phase 3: extend to Al-drafted replies for more complex tickets.

Beyond Day 90 Phase 4 begins only once Phases 1-3 are stable and consistently accurate —

timeline varies by business.

How The Nexa Solutions can help

We design and build exactly this kind of phased Al support rollout — including the classification logic,
knowledge integration, and autonomous action guardrails for Phase 4. Visit
thanexasolutions.com/contact to book a free consultation.



