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Let us paint a safety picture: Your team is working in a trench created for installation 
of wastewater pipes. As part of your company’s safety protocol, the trench is 
inspected daily. On several occasions, tools, water bottles, and on one occasion, an 
entire metal toolbox, were left at the edge of the trench where they could easily fall 
on those working below. Today it’s hot, and the workers have put a small cooler filled 
with Gatorade at the trench’s edge. 

Safety scenario 1: Andy is the designated site safety inspector. He stops by mid-
morning to do his daily inspection. After Andy discovers the cooler, he yells down to 
the workers below that you can’t do that, and he’s waved off. Andy then moves the 
cooler away from the edge and makes a note of the hazard on his paper or digital 
checklist. The next day, a wrench falls from the edge of the trench and strikes a 
worker in the knuckles, breaking one of his fingers. 

Safety scenario 2: Katelyn is a safety inspector using a digital field inspection 
platform on her phone to perform inspections. She stops by the trench and sees 
the cooler. She too yells down to the workers that they can’t do that and moves the 
cooler out of harm’s way. She then reports the issue on her digital checklist using her 
cell phone. The site supervisor Marcus gets the notification about the problem, and 
pulls up a dashboard showing that this has been a recurring reported issue at the 
site, both from daily inspections and from others on site making reports using a QR 
code.

Marcus assigns follow-on tasks: 1) adding daily reminders about the problem in 
toolbox talks; 2) increasing the number of inspections; and 3) designating someone 
to be on call to hand items down to workers so they aren’t tempted to leave items at 
the edge for easy grabbing.

The next day, Marcus checks on the status of the tasks he assigned, and is pleased 
to see that the reminders at shift start have started and an on-call trench helper 
is now assigned. He then reviews his inspection dashboard and sees photos of 
trench edges that are free of hazards. In the trench, it’s just another day at work, and 
everyone goes home with their fingers intact. And finally, when OSHA stops by for 
an inspection, Marcus is able to demonstrate the company’s compliance with trench 
safety regulations.

The first scenario demonstrates an open-loop system of field inspection 
management. A safety issue was discovered, and corrected in that instant. The issue 
was noted on an inspection checklist, and that was it: nothing else was done about 
the safety issue which kept recurring.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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What is a closed-loop system?

Closed-loop systems in field inspection management

The second scenario uses a closed-loop field inspection management system. As in 
the open-loop example, the safety issue was discovered and fixed. Unlike scenario 
1, safety measures didn’t stop there. The report was made digitally, and the issue 
was found to be both dangerous and recurring. Follow-on activities were assigned 
to decrease likelihood of recurrence and ensure that any slip-ups were caught more 
quickly. 

To borrow a phrase from Let’s Make a Deal, we’ll go for Door No. 2 every time. 

This guide will explore how any organization with a field inspection program aimed 
at ensuring compliance can harness the power of digitization to implement a closed-
loop management system that leads to more effective and efficient safety and quality 
programs, as well as supporting wider company goals.

Broadly understood, a closed-loop system is regulated by feedback, in that output 
is fed back into the system as more input. Conversely, an open-loop system flows 
in one direction only, where output is not reinserted as input and so contains no 
feedback.

A home thermostat serves as a simple mechanical example. In a closed-loop system, 
if the thermostat detects the air temperature is below or above a set point, it sends a 
signal to the heater to turn it on or off. In an open-loop system, the heater would run 
for a pre-designated number of minutes every hour, no matter how hot or cold the air 
temperature.

Because a closed-loop system is simply a feedback mechanism, it can be applied 
to any process where data is collected. Closed-loop systems are deployed in such 
far-ranging functions as customer service and machine learning because they 
optimize data collection and analysis to produce actionable insights that deliver 
significant benefits. 

A closed-loop system in customer experience, for example, refers to following up 
on customer feedback. Rather than simply collecting feedback for its own sake, 
companies practicing closed-loop feedback actually use it, seeing it as a rich source 
of customer information to draw and apply data-driven insights to customer journeys 
in order to incrementally improve overall customer experience. 

While all inspection programs collect a wide range and high volume of data, when 
you manage field inspections in a closed-loop system, you don’t just passively 
collect data. Instead you act on it to effectively manage your inspection and issue 
remediation processes, analyzing and driving actionable insights that, when fed back 
into the inspection process, optimize its overall functioning to improve safety and 
quality outcomes. 

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
https://www.qualtrics.com/experience-management/customer/service-tips-skills/
https://docs.microsoft.com/en-us/archive/msdn-magazine/2019/april/machine-learning-closed-loop-intelligence-a-design-pattern-for-machine-learning
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• Plan – Gain control of inspection task 
planning and visibility into progress

• Inspect – Ensure timely inspection 
completion and issue reporting

• Resolve – Reduce risk with end-to-end 
issue resolution planning and visibility 

• Improve – Drive continuous safety, quality, 
and field operations improvements 
organization-wide 

An effective closed-loop inspection 
management process provides visibility 
and feedback at every stage to promote 
collaboration and drive action

This stands in stark contrast to the inspection process in an open-loop system, which 
simply collects the information it needs to execute a singular desired task or achieve 
a specific desired result (trigger remediation). Once the activity is completed, the data 
is warehoused, disconnected from a process where it can be consolidated and used 
to drive improvement. 

Safety and quality inspection programs are intended to identify safety hazards and 
work quality, including where there is consistently poor performance. So to better 
understand how closed-loop feedback extends their value, let’s break down field 
inspection management into its constituent stages:

As an example, think of a quality manager in an open-loop field inspection 
management system who tasks an inspector to do a quality check on rebar 
installation (Plan phase). The inspector visits the site and finds that the work doesn’t 
meet compliance requirements (Inspect phase), triggering a remediation team to 
fix the work (Resolve phase). In an open-loop inspection management system, the 
incident is then deemed complete and the entire process simply moves on to the 
next inspection. 

Able to only access issue-specific data on separate problems, managers are not 
able to connect the dots, leaving them with only a vague and often inaccurate 
sense of wider, recurring problems, root causes, and responsible parties. Unable to 
synthesize where consistent issues arise, managers are also left blind to the type 
and location of emerging project or regional trends. At best, the manager may make 
minor improvements to disparate parts of the process, perhaps scheduling more 
visits to individual problem sites or talking to struggling teams. At worst, the manager 
sees the reporting of a safety or quality issue as the end of the story, with inspectors 
moving on to the next site or project and repeating the process, everyone oblivious 
to the more troublesome recurring issues at play.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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Rather than simply identifying and notifying a remediation team about individual 
safety and quality issues at specific sites, a closed-loop inspection system 
neither stops at the beginning of the Resolve stage, nor is satisfied with anemic, 
disconnected improvements. As the inspection process unfolds, data is collected 
at every stage (output) and analyzed for improvement opportunities which are fed 
back into the Plan phase (as input), kicking off the cycle again and further refining the 
process. By consolidating all the information on inspection tasks and collected data 
across sites and projects, managers can quickly gain visibility into the full range of 
inspection activities at scopes simultaneously more broad and more granular.

More feedback, better compliance

This constant flow of inspection and remediation 
data – that is, feedback – helps managers develop 
higher-level insights into recurring issues or 
offenders, insights that drive immediate responses 
like targeted training programs for employees or 
better subcontractor/vendor selection. So instead 
of just collecting inspection data as a single record 
to achieve a single goal, you are acting on feedback 
across inspections to better identify and prioritize 
wider systemic issues, strategize your response to 
them, and, ultimately, optimize the entire process – 
and the business as a whole – for better results. 

Similarly, a closed-loop system that embraces 
feedback by extending quality issue reporting 
beyond quality control personnel to, say, site or 
assembly line workers, benefits from earlier quality 
issue identification and resolution. Feedback 
leads to more and better insights that can drive 
task execution, redesign, or reengineering to 
both streamline the quality approval process and 
increase compliance, thus reducing rework and 
keeping projects on schedule. 

Since a closed-loop inspection management program embraces feedback to improve 
outcomes, it makes sense to widen the net and collect more data from more inputs.
 
To this end, an effective closed-loop safety program required, for example, to comply 
with OSHA regulations and insurance requirements, will extend issue reporting 
beyond safety inspectors to all personnel on site. More comprehensive feedback 
means managers have better data to make insight-driven decisions to improve 
compliance and safety, reduce EMR and insurance costs, and retarget needed 
training and certification.

Consolidating issues captured across field inspections is 
important to drive insights required to address recurring 
or trending safety or quality concerns.

Using tools such as QR code reporting 
access to extend issue reporting to 
stakeholders beyond the inspection team 
provides richer data and better insights.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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Implementing closed-loop field inspection management system 

Organizations looking to add value to their field inspection management systems 
need the right tools that facilitate the foundation of closed-loop feedback – reliable 
and consistent collection and analysis of timely, accurate information.

This is where Fulcrum comes in. With its inspection applications and performance 
dashboards connecting all the moving parts of your quality and safety inspection 
programs – data, teams, sites, projects and oversight – Fulcrum scales closed-
loop inspection management with a tech-forward, user-friendly, and cloud-based 
platform. In addition, Fulcrum gives everyone real-time access to the same updated 
information, becoming a shared, company-wide tool that brings people and 
information together to responsibly and effectively execute tasks.

Let’s look at how Fulcrum’s technology builds closed-loop feedback into each of the 
steps of the field inspection process, increasing efficiency, cost-savings, and safety 
and quality outcomes.

Field inspection performance dashboards consolidate automatically geotagged status feedback across sites and locations 
to drive more efficient planning of inspection tasks and elimination of bottlenecks.

• Plan – Gain control of inspection task planning and visibility into 
progress. Fulcrum lets you create, assign, prioritize, and schedule 
inspection tasks, ranging from simple checklists to advanced mobile apps, 
giving your inspectors exactly what they need to collect more accurate 
data and ensure a more comprehensive inspection. For safety and quality 
managers, Fulcrum surfaces this field inspection data in real-time into 
performance dashboards with status tracking, letting them quickly identify 
and address bottlenecks that cause delays or missed deadlines. These 
snapshots help managers remotely monitor and manage inspection 
activities, while also providing the higher-level visibility needed to plan and 
execute inspection programs as a whole.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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• Inspect – Ensure accurate inspections with timely and complete issue 
reporting. While inspectors have easy access to SOPs on mobile devices 
to ensure accurate inspections and the timely capture of safety and 
quality issues, Fulcrum also expands issue reporting beyond scheduled 
inspections. Safety and quality issues noted during a walkthrough can 
also be reported directly on a mobile using the Fulcrum app. And external 
contributors on a jobsite can quickly scan a QR code and report an issue, 
even if they’re not part of the inspection team. Shared across teams, 
Fulcrum makes reporting and inspection a team sport, enshrining reporting 
responsibility to create a company-wide culture of quality and safety. 

• Resolve – Reduce risk with end-to-end issue resolution planning and 
visibility. Once issues have surfaced, Fulcrum enables you to schedule and 
assign downstream issue remediation tasks, ensure inspection follow-up, 
and track progress and resolution. All critical inspection details are easily 
accessible in one place, and a map view provides a consolidated view of 
all the inspection activities and reported issues and remediation activity 
through automatic activity geotagging. Visualizing problem areas in real-
time gives managers the agility to respond to safety and quality roadblocks 
with informed decisions, streamlining remediation in addition to reducing 
project and operational time and cost risk with real-time, end-to-end issue 
resolution visibility that promotes proactive remediation and inspection 
follow-up. 

• Improve – Drive continuous safety, quality, and field operations 
improvements organization-wide. The inspection and remediation data 
you capture with Fulcrum will enable you to share performance and 
outcomes across projects and teams, enabling collaboration and better-
informed decisions. Using standard dashboards, or by easily integrating 
with BI tools, you’ll drive organization-wide improvement with consolidated 
views of field inspection data that help you understand what you’re doing 
well and where you need to do better.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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Driving business objectives with a closed-loop inspection program

Open-loop systems make it difficult to improve inspection programs or drive higher-
level business outcomes because data is never consolidated for the analysis required 
to drive performance insights, nor is it connected to other program data or other 
teams. This sad reality is amplified if your inspection program generates hard copy 
data to report on a single task that is then shipped off to a filing cabinet. The effects 
of poorly-managed and paper-based data quickly ripple outward, leaving executives 
blind to what is happening with their safety and quality programs, while still trying to 
steer the ship.

Fulcrum consolidates and surfaces all of your inspection data across tasks and teams 
with common dashboarding and insights, pushing the most pressing issues to the 
fore through simple visual models, customized reports, and notifications. This high-
level snapshot of important enterprise-wide safety and quality performance can 
further be used with business intelligence (BI) platforms, allowing senior management 
the ability to develop organizational insights to improve overall operations such as 
optimizing time and resources for better company-wide efficiencies.

This high-level snapshot of important enterprise-wide safety and quality 
performance can further be used with business intelligence platforms, allowing 
senior management the ability to develop organizational insights to improve 
overall operations such as optimizing time and resources for better company-wide 
efficiencies.

Fulcrum performance dashboards provide clear visibility into inspection tasks and issues, surfacing those that are most 
pressing in real-time. 

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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When it comes to safety inspections programs, this means senior management 
can always see the real-time number and status of scheduled inspections, whether 
in progress, complete, or overdue, as well as the ratio of passed vs failed safety 
inspections. Having a wider grasp of their safety inspection program, management 
can plan strategy more effectively, whether prioritizing their response by ranking 
safety performance across project or site or being more responsive in the moment to 
eliminate bottlenecks. Dashboarding also provides senior safety management with a 
clear view of who and where the worst safety offenders are. Near-misses can easily 
be reported and surfaced into a snapshot view that identifies the tasks, sites, and 
players at higher risk of safety offenses. While this data shouldn’t be used to punish 
offenders (or else people will be uneasy to report a near-miss), management can 
investigate the root causes of the problem, say, the areas where additional training is 
needed or which subcontractors to avoid hiring in the future.

As for work quality, surfacing the range of inspection data to the dashboard level 
can reveal to senior quality managers the recurring issues by any number of 
variables, including site, location and issue type. Repeating quality issues signal to 
management that immediate action needs to be taken to resolve the problem. And 
higher-level data helps map out the best next steps, whether that’s identifying if any 
SOPs or personnel training needs updating or if any contractors or materials are sub-
par.

Comprehensive field inspection data 
from Fulcrum is easily captured by 
business intelligence platforms such 
as Google Data Studio (shown here) 
to create additional management 
dashboards for broader business-wide 
safety and quality insights.

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
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LEARN MORE

Please visit us to find 
out more about the 
Fulcrum field inspection 
management platform 
and how it can help you 
improve performance, 
reduce rework, and 
prove the effectiveness 
of your field inspection 
quality program.

Fulcrum’s platform is the one-stop backbone and 
brains of an effective closed-loop field inspection 
management program. Affording strict operational 
control and location-enabled insights, Fulcrum 
streamlines, consolidates, and makes actionable all 
the data that emerges from the inspection process 
so that management can focus on better planning 
for continuous improvement.

Combining out-of-the-box capabilities, low-code 
customizable inspection application workflows, 
and unfettered data circulation, Fulcrum allows 
safety and quality managers to weave the value of 
their programs into the fabric of the organization, 
promoting collaboration across departments 
to scale value well beyond safety and quality 
compliance initiatives. 

Start your closed-loop field inspection 
management system today by starting your free 
trial today!

Close the loop with Fulcrum 

https://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=automating-field-quality-inspections-data-sheet
http://www.fulcrumapp.com?utm_medium=referral&utm_source=content&utm_campaign=es_22-08-03_all_all_all_closed-loop-announcement_2013
https://www.fulcrumapp.com/lps/free-trial-general?utm_medium=referral&utm_source=content&utm_campaign=turn-inspection-requirements-into-management-decisions-with-closed-loop-field-inspection-management-guide
https://www.fulcrumapp.com/lps/free-trial-general?utm_medium=referral&utm_source=content&utm_campaign=turn-inspection-requirements-into-management-decisions-with-closed-loop-field-inspection-management-guide

