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AI-Ready CX:

Serve Them Everywhere.
Your customer does business with one company. Your systems
hold dozens of versions of them. This paper shows how to
design the customer truth every person, journey and AI agent
works from — starting with the moments customers feel, not the
systems IT owns.

S E V E N  S Y S T E M S  ·  S E V E N  V E R S I O N S
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T H E  B L U E P R I N T

The customer sees the seams first
Most CX programs have the strategy, the vision and the AI roadmap. What they lack is
one customer truth the whole company shares. AI doesn't close that gap. It automates
it — at the speed of every interaction.

F I G U R E  1  ·  F R O M  W H A T  T H E  C U S T O M E R  F E E L S  T O  W H A T  C L O S E S  I T

WH AT  T H E CU S T O M ER  S AY S T H E B L I N D S P O T  B EH I N D I T T H E CX  P I LLA R  T H AT  CLO S ES  I T

“You don’t even know who I am.”

“I already told you this.”

“That’s not what I bought.”

“Two of your teams called me.”

“Who else has my data?”

01 Identity problem

02 Silo trap

03 Quality crisis

04 M&A chaos spike

05 Governance blind spot

Know one customer
resolve · master · relate

Connect the journey
every source · real-time signals

Keep it true
quality as a running discipline

Earn the right
consent · lineage · disclosure

A I  A G E N T S  I N H E R I T  W H A T E V E R  C U S T O M E R  T R U T H  Y O U  G I V E  T H E M  —  G O O D  O R  B A D

Start from the sentence, not the system. Every blind spot in this paper reaches the customer as something they say out loud.
If you can hear it in your call recordings, it is already costing you loyalty.

How to use this paper
Pick one journey, not the whole enterprise. Find
where the customer feels the seams, trace each
seam back to its blind spot, and close it with the
pillar that owns it — before an AI agent is allowed
to act in that moment. One ordinary customer,
Dana, carries every idea from here.

What it deliberately skips
Vendor selection, platform architecture and MDM
tooling. Those choices matter, and they are not
the constraint. This is a CX paper: it decides what
the customer truth must do, then hands IT a clear
brief. It also takes a position on where to start that
differs from the platform-led view (page 05).

7 in 10
customers abandon a
brand after two poor
experiences

E M P L I F I ,  2 0 2 5

47%
of CX experts say data
integration is the top
barrier to CX value

I N F O R M A T I C A ,  2 0 2 6

74%
of customers are
frustrated by repeating
themselves

Z E N D E S K ,  2 0 2 6

72%
of service teams name
data readiness a major
blocker

S A L E S F O R C E ,  2 0 2 6
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0 0  ·  T H E  O R G A N I Z A T I O N A L  T R U T H

One customer. Dozens of versions of her.
Most enterprises hold customer data in 50 to 200 systems, most of which have never
spoken to each other. Each holds a version of the customer. None holds the whole
picture — and the customer is the only one who sees all of them at once.

F I G U R E  2  ·  W H A T  E A C H  S Y S T E M  B E L I E V E S  A B O U T  T H E  S A M E  C U S T O M E R

ONE PERSON

CRM

Dana Alvarez
open upsell · Sales owns

BILLING / ERP

D. Alvarez-Ruiz
net-30 · past-due flag

SERVICE

dana.a@mail…
ticket open 48h · damaged

COMMERCE

Guest #5521
3 orders · 1 return

LOYALTY

Dana Alvarez-Ruiz
Gold tier · points pending

MARKETING

Segment: lapsed
win-back offer queued

ACQUIRED CRM

cust_00417
own IDs · unmapped schema

Seven systems, seven customers. Loyalty thinks Dana is Gold. Marketing thinks she has lapsed. Service knows she is
waiting on a damaged item — and nobody else does.

F I G U R E  3  ·  H O W  I T  S H O W S  U P  —  I N  T H E  C U S T O M E R ’ S  W O R D S

T E A M W H A T  I T  D O E S N ’ T  K N O W W H A T  T H E  C U S T O M E R  H E A R S

Sales There is an open service ticket “You’re pitching me an upgrade while my problem is
still open.”

Service A renewal is being negotiated “Your agent had no idea I’m one of your biggest
accounts.”

Marketing She is an active, high-value customer “Why am I getting a ‘we miss you’ discount?”

AI agent The data it uses hasn’t been reconciled
since the last acquisition

“It recommended the exact product I’m returning.”

T H E  I N V I S I B L E  C O S T

Every interaction carries the cost of an organization
that hasn’t learned to act as one. It never shows up
on a single report. It shows up in churn.

A  Q U E S T I O N  F O R  Y O U R  N E X T  L E A D E R S H I P
M E E T I N G

How many definitions of “customer” are in use
across your business? One enterprise leader
counted more than forty.

A I - R E A D Y  C X  ·  F / C X . A I 0 3



W H Y  N O W

Three forces, and the clock is running
Customer-centricity has been a priority for a decade. What changed is the cost of not
knowing the customer. Three forces turned a back-office inconvenience into a front-
line liability — and each one lands on the customer first.

F I G U R E  4  ·  T H R E E  F O R C E S  T H A T  W O N ’ T  W A I T

1  R E C O R D

every
interaction

0 1  ·  A I  S C A L E S  W H A T  I T ’ S  G I V E N

Bad data becomes bad
decisions — automated
Agents, copilots and recommendation
engines run on customer data. Feed
them fragments and they don’t
underperform quietly. They make the
wrong call in every interaction they
touch.

The customer feels: confident, fast,
wrong answers.

first- & zero-party

third-party

0 2  ·  F I R S T - P A R T Y  D A T A  I S  T H E
F U E L

What customers share is
now what you run on
Third-party data is fading. What
customers give you directly now drives
personalization and AI — but only if it’s
unified. Scattered across dozens of
systems, it’s a liability dressed as an
asset.

The customer feels: “I told you my
preferences. Why ignore them?”

S A M E  P E O P L E ,  T W O  I D S

0 3  ·  M & A  M U L T I P L I E S  T H E
C U S T O M E R

Every deal doubles the
versions of each customer
Acquisitions bring new systems, new
IDs and schemas that map to nothing
you own. How fast the combined
company knows each customer
decides whether cross-sell lands in
weeks or years.

The customer feels: two account teams,
two pitches, no memory.

D E F I N I T I O N  ·  O N E  V I E W  O F  T H E  C U S T O M E R ,  I N  C X
T E R M S

One complete, accurate, continuously maintained
record of each customer — reconciled across every
system that touches them — that every employee,
journey and AI agent can trust and act on at the same
time.

It isn’t a report or a dashboard. It’s the shared
memory of the relationship.

Companies ahead in CX didn’t build
better campaigns. They decided the
customer record was a product, not a
report.

That decision belongs to CX and IT together. And the
window to make it is narrowing.

67–73%
of AI inputs come from first-party
customer data

I N F O R M A T I C A ,  2 0 2 6

42%
of CX professionals say data and
analytics will most change their roles

I N F O R M A T I C A ,  2 0 2 6

81%
of customers expect the conversation
to continue, not restart

Z E N D E S K ,  2 0 2 6
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O U R  P O I N T  O F  V I E W

Same problem. A different starting point.
Enterprise data platforms have made a strong case that AI-ready CX rests on a unified
customer data foundation. We agree on the problem. We part ways on where to start,
who leads, and how you know it’s working.

T W O  D I R E C T I O N S  T H R O U G H  T H E  S A M E  S T A C K

PLATFORM-LED · BUILD UP, HOPE IT’S FELT

All systems

Master record

Experiences

start: connect everything

milestone: records unified

customers feel it — eventually

CX-LED · f/cx.ai · DESIGN DOWN, BUILD WHAT’S NEEDED

One moment

Its context

Its sources

start: a moment customers feel

milestone: the seam is closed

build only what that moment needs,
then widen on evidence

W H E R E  T H E  T W O  V I E W S  D I F F E R

Q U E S T I O N P L A T F O R M - L E D  D A T A  F O U N D A T I O N C X - L E D  C U S T O M E R  T R U T H  —  O U R  V I E W

Who leads IT and data leaders, as architects CX and IT together — CX defines, IT builds

First deliverable An integration and mastering architecture A seam map of one journey, in the customer’s words

Unit of progress Systems connected, records mastered Moments made ready, one at a time

When AI may act When the data foundation is trusted When a moment passes five checks

Governance Compliance and control Trust as a feature customers notice

Proof Data quality and platform metrics Six signals customers can feel

Technology A specific platform stack Vendor-neutral — a brief any stack can build to

Both views are needed; the order is the argument. A strong data foundation is necessary, not sufficient. Started from the
wrong end, it becomes a program customers never feel.

W H A T  W E  K E E P

The diagnosis
Identity, silos, quality, merger debt
and lineage are real — and AI
makes each worse.

W H A T  W E  A D D

The customer’s side
Each blind spot traced to what
customers say and a signal that
proves the fix.

W H E R E  W E ’ R E  N I C H E

Design before build
We design the moments and write
the brief. Any platform team builds
to it.

A I - R E A D Y  C X  ·  F / C X . A I 0 5



T H E  W O R K E D  J O U R N E Y

One customer, three records, one bad week
Dana bought online, called support and joined the loyalty program. To the company,
she is three records in five systems. To Dana, she is one person having a bad week.

F I G U R E  5  ·  T H E  S E A M  M A P  —  A R T I F A C T  0 1  ·  O N E  W E E K ,  A S  D A N A  L I V E D  I T

HOW DANA FEELS

loyal

gone

MON T U E W E D T H U F R I SAT SU N

Commerce

Service

Loyalty

Marketing

AI assistant

G U E S T  # 5 5 2 1

D AN A. A@ …

AL VAR E Z - R U I Z

“ L AP S E D ”

S TAL E  P R O F I L E

1
orders online

2
arrives
damaged

3
order not
found

4
points
missing

5
“we miss
you” offer

6
suggests the
item she’s returning

7

starts over,
then leaves

5  SE A MS 3 I D E NT I T I E S 0 SH A R E D  C ONT E X T 1 customer lost

Map the seams, not the systems. Dana never saw a data problem — she saw a company that didn’t know her, five days
running. No seam was one team’s fault, so no team fixed them. An AI agent on this data repeats all five, faster.

F I G U R E  6  ·  E A C H  S E A M ,  T R A C E D  T O  I T S  C A U S E

# W H A T  D A N A  H I T W H Y  I T  H A P P E N E D B L I N D  S P O T

03 Agent can’t find her order Guest checkout email doesn’t match her
service record

0 1  I D E N T I T Y

04 Gold, but points missing Loyalty never received the order event 0 2  S I L O

05 Win-back offer to an active
buyer

Segment built on a stale, unreconciled
profile

0 3  Q U A L I T Y

06 AI suggests the returned item Assistant grounded on purchases, blind to
the open ticket

0 2  S I L O  0 3  Q U A L I T Y

07 Second call starts from zero No shared history across channels or
agents

0 1  I D E N T I T Y  0 2  S I L O

A I - R E A D Y  C X  ·  F / C X . A I 0 6



0 1  ·  T H E  F I V E  B L I N D  S P O T S

Five blind spots, as the customer feels them
One view of the customer isn’t hard to imagine. It’s hard to build, for predictable
reasons. Each blind spot starts inside the company, reaches the customer as a
broken moment — and gets worse the moment AI acts on it.

F I G U R E  7  ·  C A U S E  I N S I D E ,  S Y M P T O M  O U T S I D E ,  A M P L I F I E D  B Y  A I

B L I N D  S P O T W H A T  B R E A K S  I N S I D E
W H A T  T H E  C U S T O M E R
F E E L S W H A T  A I  D O E S  W I T H  I T

01 Identity Records can’t be matched to one
person

“You don’t know who I am.” Draws conflicting conclusions about
the same customer

02 Silos Each team holds a partial,
unshared view

“I already told you this.” Answers from one system, blind to the
rest

03 Quality Data is unified but factually
wrong

“That’s not what I bought.” Automates the error across every
interaction

04 M&A Foreign IDs and schemas arrive
all at once

“Two of your teams called
me.”

Treats one customer as two, or misses
them entirely

05 Governance No lineage; consent doesn’t
travel

“Who else has my data?” Uses data it has no right to use

B L I N D  S P O T  0 1

The identity problem: you can’t
serve who you can’t recognize
Before you can unify a customer, you have to
know which records are the same person. Dana
is three records with slightly different names,
emails and phone numbers.

Without identity resolution — matching and
merging records with exact and probabilistic
rules — your “single view” is just the latest
duplicate. Sales calls the wrong contact.
Marketing sends the offer twice. AI agents reach
different conclusions about the same person.

W H E R E  I T  B I T E S  H A R D E S T

A financial services firm holds one client under
three names across CRM, billing and risk. Three
teams work three accounts — and the client feels
all three.

F I G U R E  8  ·  T H R E E  R E C O R D S ,  O N E  P E R S O N

COMMERCE

guest_email

dana.alvarez@mail.com

SERVICE

requester

dana.a@mail.com · (415) 555-0142

LOYALTY

member

Dana Alvarez-Ruiz · 415-555-0142

~
NA ME  +  E MA I L
F U ZZY  ·  0. 82

=
PH ONE
E X A C T  ·  1 . 00

GOLDEN RECORD · CUST-7731

Dana Alvarez-Ruiz
3 sources · steward-approved · consent attached

The weakest match sets the reliability. Settle the fuzzy link
— or send it to a person — before any agent acts on it.

A I - R E A D Y  C X  ·  F / C X . A I 0 7



B L I N D  S P O T  0 2

The silo trap: every team has a piece, nobody has the customer
Even accurate records rarely move between systems. CRM holds purchases, ERP holds billing and
entitlements, marketing holds behavior, service holds tickets. Sales doesn’t see the open ticket.
Service doesn’t see the pending upsell. The customer ends up being the integration layer — carrying
context from team to team by repeating themselves.

F I G U R E  9  ·  F O R T Y - E I G H T  H O U R S  N O B O D Y  C O N N E C T E D

H OU R  0 H OU R  1 2 H OU R  24 H OU R  4 8

Service

CRM

ERP

Account manager

Ticket opened: production line down

no escalation flagged

no parts order raised

Learns from the customer

THE SYSTEMS KNEW AT HOUR 0 · NO ALERT · NO CONNECTION · NO CONTEXT TO ACT ON

A manufacturer’s account manager heard it from the customer. The signal existed two days earlier, one system over. Silos
turn proactive moments into apologies.

B L I N D  S P O T  0 3

The quality crisis: unified but wrong
is worse than scattered
Wrong addresses waste outreach. Old contacts
route calls to people who left. Bad account
hierarchies give enterprise clients the wrong risk
profile. When AI is grounded in that data, it
doesn’t produce a bad insight — it automates a
bad decision, again and again.

Customer data changes constantly: people
move, companies restructure, products retire.
Quality is a running discipline, not a one-time
cleanse. Without monitoring built into the flow,
decay is invisible until something breaks in front
of a customer.

F I G U R E  1 0  ·  T H E  D A M A G E  Y O U  S E E ,  A N D  T H E
D A M A G E  Y O U  D O N ’ T

visible dip

invisible: every later
recommendation carries
the same flaw

L A U N C H M O N T H S  L AT E R

B
A
D
 
D
E
C
I
S
I
O
N
S

A retailer trained personalization on 18 months of purchases
where 30% of records had in-store and online swapped. In-
store shoppers got digital offers — and kept getting them.

A T  T H E  D O O R

Validate on entry
Address, email and channel rules
run where data is captured — not
in a quarterly cleanse.

I N  T H E  F L O W

Monitor continuously
Hold anything outside its
threshold before it reaches the
customer record.

A T  T H E  S O U R C E

Fix it where it broke
Every correction goes back to the
system that created the error, or it
comes back next week.

A I - R E A D Y  C X  ·  F / C X . A I 0 8



B L I N D  S P O T  0 4

The M&A chaos spike: the customer feels the merger first
An acquisition doesn’t just add customers. It adds a foreign CRM, foreign IDs and foreign data standards
— years of accumulation arriving at once, ungoverned. The first casualty is the relationship: duplicate
outreach from two account teams, high-value customers invisible to the combined sales force, territory
disputes at exactly the moment the business should be focused on retention.

F I G U R E  1 1  ·  T W O  W A Y S  T O  A B S O R B  4 0 0 , 0 0 0  C U S T O M E R S  —  A  B A N K  A C Q U I S I T I O N

DEAL CLOSES

Systems-first duplicate outreach begins territory disputes “complete” at 18 months — still a patchwork

Customer-first days combined view cross-sell in first quarter overlaps resolved in days · one hierarchy in weeks

W H A T  T H E  C U S T O M E R  E X P E R I E N C E S

Two pitches from two teams. A wealth advisor who
doesn’t know them. Attrition accelerates, and the
synergies arrive late — if at all.

W H A T  T H E  C U S T O M E R  E X P E R I E N C E S

Continuity. One relationship team that knows them, one
welcome, and relevant offers in the first quarter.
Relationships hold.

B L I N D  S P O T  0 5

The governance blind spot: trust is a
CX feature
Customer data is among the most regulated data
you hold. Consent, residency, access and the
right to be forgotten aren’t just legal matters —
they decide whether a customer trusts you with
more.

Without lineage you can’t answer basic
questions: where does this customer’s data live,
who touched it, and does our use match their
consent? Regulators ask these questions.
Customers now ask them too — and AI agents
must be able to answer them.

F I G U R E  1 2  ·  O N E  A C C E S S  R E Q U E S T ,  T W O
A N S W E R S

11 PLACES ONE POLICYHOLDER’S DATA LIVED

!

6  R E G I O N A L 2  L E G A C Y 3  P A R T N E R S

vendor contract expired 2 years ago

Manual search

11 days — ends as a regulatory disclosure

Mapped lineage

hours — a routine, confident reply

An insurer in fourteen jurisdictions. The lineage always
existed. Nobody had mapped it.

T H E  F I R S T  P O S T - C L O S E  P R I O R I T Y

Treat the acquired customer base as a journey to
design — the acquisition onboarding plan, artifact
06 — not an integration backlog item. The welcome
is the first moment the new customer judges the
deal.

T E S T  I T  W I T H  A  R E A L  R E Q U E S T

Take last quarter’s access or deletion request. Can
you show where every copy lived, and prove the
answer, the same day? If not, no agent should touch
that data yet.

A I - R E A D Y  C X  ·  F / C X . A I 0 9



0 2  ·  D E S I G N  F R O M  T H E  M O M E N T  B A C K W A R D

Start with the moment, not the master record
Platform-led programs start with systems and hope the experience improves. CX-led
programs start with the moments that matter and work backward to the data each one
needs. That order decides whether customers feel the first release.

F I G U R E  1 3  ·  F I V E  Q U E S T I O N S ,  A S K E D  I N  T H I S  O R D E R ,  F O R  E V E R Y  M O M E N T

01  M O M E N T 02  C O N TE X T 03  SO U RC E 04 RE A D I N E SS 05  W H O  A C TS

What is the
customer trying
to get done?

What must we
know to get it
right first time?

Where is each
fact true, and
who owns it?

Is it matched,
fresh, consented
and traceable?

Person, AI agent,
or AI with a
person on call?

A “NO” AT STEP 04 MEANS A PERSON HANDLES THE MOMENT UNTIL IT’S FIXED

F I G U R E  1 4  ·  T H E  C O N T E X T  C O N T R A C T  —  A R T I F A C T  0 3 ,  O N E  R O W  P E R  M O M E N T

M O M E N T C O N T E X T  I T  N E E D S
S O U R C E  O F
T R U T H

F R E S H
W I T H I N I F  I T ’ S  M I S S I N G

Damaged-item call Order, delivery status, open
tickets, tier

Commerce ·
service

real time Agent asks once, never twice;
flags the gap

AI chat: “Where’s my
order?”

Order, carrier events, returns in
progress

Commerce minutes AI hands over with context — no
guessing

Next-best offer Purchases, returns, open issues,
consent

Customer record daily No offer. Silence beats a wrong
one

Renewal
conversation

Contract, usage, service history,
owner

ERP · CRM daily Account owner joins before the
call

Post-merger
welcome

Both relationships, matched, one
owner

Customer record before send Hold outreach until overlap is
resolved

Why work backward
A complete customer record is a multi-year
program. A moment is a quarter. Starting from
moments puts value in front of customers while
the foundation grows — and it shows which data
matters, so nobody cleans fields no journey uses.

The contract is the brief IT builds to. It turns “we
need a customer 360” into a finite list of fields,
owners and freshness rules, each tied to a
moment customers feel.

W A T C H ,  D O N ’ T  S U R V E Y

Sit with frontline teams and record where they
switch screens to answer one question. Every
switch is a seam, and every seam is a row in the
contract.

T H E  R U L E  T H A T  P R O T E C T S  T H E  C U S T O M E R

If the context isn’t ready, the moment goes to a
person. AI earns each moment by passing the gate
— never by default.

A I - R E A D Y  C X  ·  F / C X . A I 1 0



0 3  ·  T H E  C X  B L U E P R I N T

Four pillars, one customer truth
The data industry calls these pillars integrate, master, cleanse and govern. We keep
the pillars and change who they answer to: each is defined by what the customer
notices when it works, and each feeds one shared context that people and AI agents
read from.

F I G U R E  1 5  ·  T H E  R E F E R E N C E  B L U E P R I N T  —  R E A D  T O P - D O W N  F O R  C X ,  B O T T O M - U P  F O R  B U I L D

M O M E N TS

W H O  A C TS

C O N TE X T

PI L L A RS

SY STE M S

Web & app Contact center AI agent Store & field Outreach

Service · sales · marketing · AI agents everyone reads the same customer, and writes back

TRUSTED CUSTOMER CONTEXT

One record · relationships · history · preferences · consent one context, many consumers

PI L L A R 1 P I L L A R 2 PI L L A R 3 PI L L A R 4

Connect the journey Know one customer Keep it true Earn the right
every source, real time resolve · master · relate validate · monitor · fix consent · lineage · access
integrate master quality govern

CRM ERP Commerce Service Marketing Loyalty Acquired

LINEAGE — EVERY FIELD TRACEABLE FROM SOURCE SYSTEM TO THE MOMENT IT WAS USED

No copies, no side doors. Moments and agents read the shared context rather than pulling their own extracts. Every private
copy is a future seam — and a future answer nobody can explain.

P I L L A R  1

You already knew
The account team calls
before the customer has
to.

P I L L A R  2

One of me
One name, one history,
one conversation
across channels.

P I L L A R  3

It’s right
Offers and answers that
match what they
actually did.

P I L L A R  4

I trust you
Their choices are
honored everywhere,
and you can prove it.

Who owns the customer truth
Not IT alone, and not CX alone. CX owns what the
truth must do — the moments, the context
contract, the definition of a customer. IT owns
how it’s built and run. A named executive signs
both, because a customer record with two half-
owners has none.

T H E  Q U E S T I O N  T H A T  E X P O S E S  A  M I S S I N G
P I L L A R

“When an AI agent answers a customer, which
record did it use, and who could prove it was right?”
If the answer names a system rather than the
shared context, a pillar is missing.

A I - R E A D Y  C X  ·  F / C X . A I 1 1



P I L L A R  1  ·  C O N N E C T  T H E  J O U R N E Y

Bring every signal to the moment it matters
The customer has touched sales, service, commerce, marketing and partners.
Connecting them isn’t about pipes — it’s about making sure the signal reaches the
person or agent who can act on it, while it still matters.

What “connected” has to mean
F I G U R E  1 6  ·  T H E  S A M E  S I G N A L ,  C O N N E C T E D

H O U R  0

Ticket opened
C O N T E X T

Record updated

Account team alerted

Parts pre-ordered

Who calls whom

Before customer calls at hour 48

After we call the customer within the hour

THE SAME EVENT · A DIFFERENT RELATIONSHIP

P I L L A R  2  ·  K N O W  O N E  C U S T O M E R

One customer, one truth — built in seven moves
Connecting brings the data together. Mastering it creates the version the whole business trusts. It
anchors personalization, keeps service consistent, survives migrations and acquisitions, and makes
consent attach to the person — not to whichever system collected it.

F I G U R E  1 7  ·  S E V E N  M O V E S  F R O M  S C A T T E R E D  R E C O R D S  T O  A  S H A R E D  C U S T O M E R

01

Connect
every system

that knows them

02

Master
one record

per customer

03

Resolve
match, merge,
pick what wins

04

Clean
names, addresses,

contacts, attributes

05

Relate
households,

accounts, hierarchies

06

Govern
stewards, changes,

audit trail

07

Share
to people, AI
and analytics

FOR DANA: THREE RECORDS → ONE PROFILE → ONE CONVERSATION, WHOEVER SHE REACHES

I T  I S  N O T

A data lake dump
Landing everything in one place
without meaning moves the silo; it
doesn’t remove it.

I T  I S  N O T

A nightly batch
If the moment is real time,
yesterday’s data is a wrong answer
delivered confidently.

I T  I S  N O T

A new silo named “360”
A profile only one team can read is
just a better-looking silo.

Every source, no custom glue. CRM, ERP,
commerce, service, marketing and acquired
systems join through maintained connectors — not
scripts that break when a vendor updates.

Real-time where the moment needs it. Clicks,
orders and service events move at the speed of
the context contract, not a nightly batch.

Anomalies stopped upstream. Mapping errors
get caught before they reach the customer record,
not after a customer complains.
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P I L L A R  2  ·  K N O W  O N E  C U S T O M E R

Write down what a customer is — then sign it
Forty definitions of “customer” is not a data problem. It’s a decision nobody made.
The customer definition card makes it once, in plain language, and becomes the rule
every system, team and AI agent follows.

F I G U R E  1 8  ·  T H E  C U S T O M E R  D E F I N I T I O N  C A R D  —  A R T I F A C T  0 2

What counts as one customer
V E R S I O N  1 . 0  ·  R E V I E W E D  M O N T H L Y

O W N E R :  V P ,  C U S T O M E R  E X P E R I E N C E

D E F I N I T I O N  —  O N E  S E N T E N C E

One person or organization we serve, recognized the same way in every system, moment and agent —
whichever door they came in through.

M E R G E  W H E N N E V E R  M E R G E  W H E N

W H I C H  S Y S T E M  W I N S ,  B Y  F I E L D

Legal name Billing — verified at contract

Contact choices Preference center — what she said

Address Latest verified delivery

Tier & points Loyalty

Open issues Service — always shown first

A C C O U N T A B I L I T Y

Owner A named executive, not a committee

Stewards Clear the “maybe” queue daily

Undo Any merge can be split and replayed

Change log Every rule change, dated and reasoned

Used by Every system, team and AI agent

Every line is enforceable somewhere other than a slide. Read each rule and name the system that applies it. Rules with no
system behind them are hopes, not definitions.

Three questions that finish the card
01 Who signs it? Without a named owner, the

definition drifts back to forty.

02 What is never merged? A wrong merge is
worse than a duplicate — it shows one customer
another’s history.

03 How does a merge get undone? Customers will
dispute links. The fix must take minutes, not a
ticket queue.

W R I T E  I T  I N  A  R O O M ,  N O T  A  B A C K L O G

CX, service, marketing, IT, legal and privacy agree it
together in one working session. The output is a
published document, not a configuration file.

T H E  F A I L U R E  T H I S  P R E V E N T S

Two people share a household email. An agent
merges them, then tells one about the other’s order.
Every step was “correct.”

A verified phone or customer ID matches exactly

Name and email match strongly, plus one exact key

Acquired IDs are mapped before first contact

B2B: the legal entity, not the billing account

Only the name matches

An email is shared across a household

The customer disputes the link

Confidence is below threshold — a steward decides
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P I L L A R  3  ·  K E E P  I T  T R U E

Measure quality where the customer feels it
A golden record is only as good as what flows into it. Quality scores mean little to a
CX leader — until each one is tied to the moment it breaks. Then they become the
cheapest early warning you have.

F I G U R E  1 9  ·  Q U A L I T Y ,  T R A N S L A T E D  I N T O  C U S T O M E R  M O M E N T S

Q U A L I T Y  M E A S U R E W H E R E  T H E  C U S T O M E R  F E E L S  I T H E A L T H Y  B A N D O W N E R  O F  T H E  F I X

Duplicate rate Two teams, two offers, one confused
customer

< 1% Stewards, daily

Channel attribution Digital offers sent to in-store
shoppers

> 98% correct Commerce and store systems

Order-status freshness An agent — human or AI — gives the
wrong answer

minutes Commerce integration

Contact validity Bounced messages, calls to people
who left

> 95% valid Capture points, at entry

Hierarchy accuracy An enterprise client gets the wrong
risk or service tier

reviewed
quarterly

Account owners

Bands are illustrative — set yours from your own baseline. The point is the second column: every quality measure has a
customer on the other end of it.

F I G U R E  2 0  ·  T H E  C O N T E X T  R E A D I N E S S  G A T E  —  A R T I F A C T  0 4 ,  F I V E  C H E C K S ,  A L L  M U S T  P A S S

A moment
wants AI

01

Identity
resolves

one person, one
record, no guesses

02

Truth has
an owner

one system wins
per field

03

Context
is fresh

within the contract’s
freshness rule

04

Consent
travels

permitted for this
use, in this place

05

Lineage
traces

we can explain
every answer

AI may
act

Person
handles

A L L  P A S S

A N Y  F A I L

For Dana’s damaged-item moment today:

0 1  FA I L  — FU Z Z Y  L I N K 0 2  PA S S 0 3  FA I L  — N I G H T LY  B AT CH 0 4  PA S S 0 5 PA R T I A L → a person, for now

These are gates, not a score. Four out of five isn’t 80% ready — it’s one unguarded path to a confident wrong answer. Publish
the result, including the fails.
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P I L L A R  4  ·  E A R N  T H E  R I G H T

Personalization is borrowed trust. Pay it back.
Every personalized moment spends a little of the customer’s trust. Governance is how
you earn it back: consent honored in every system, a clear answer to “why did you do
that?”, and proof on demand. Handled well, it’s a CX feature customers notice.

F I G U R E  2 1  ·  C O N S E N T  T R A V E L S  W I T H  T H E  C U S T O M E R

C O N S E N T  O N  T H E  R E C O R D

✓  Email offers
✕  SMS
✓  AI help, disclosed
◉ Data stays in EU

Marketing EMAIL ONLY

SMS platform BLOCKED

AI agent DISCLOSES

Analytics EU REGION

Partner feed REVIEW

Consent belongs to the person, not the system that collected
it. Mastered once, it’s enforced everywhere at the same moment.

What governance means to a
customer

95%
of customers expect an explanation
for an AI-made decision
Z E N D E S K ,  2 0 2 6

~75%
want to know when they’re dealing
with an AI agent
S A L E S F O R C E ,  2 0 2 4

54%
would trust an AI agent with simple
issues only
I N T E R C O M ,  2 0 2 6

F I G U R E  2 2  ·  T H E  C O N S E N T  &  D I S C L O S U R E  R E G I S T E R  —  A R T I F A C T  0 5 ,  O N E  R O W  P E R  U S E

U S E  O F  C U S T O M E R  D A T A P E R M I T T E D  B Y W H A T  T H E  C U S T O M E R  I S  T O L D H O W  T H E Y  U N D O  I T

AI agent answers service
questions

Service relationship “You’re chatting with our AI
assistant”

“Talk to a person” — one step,
always

Personalized offers Opt-in, by channel Why this offer, in one line Preference center, honored
everywhere

Acquired-customer
outreach

Consent carried from
source

Who we are now, and what
changed

Opt out before any offer is sent

You know what you hold. Sensitive data is
found and classified automatically, not by
memory.

You can show the path. Lineage runs from
source to record to the moment it was used.

You honor the choice. Access, residency
and consent rules are enforced, not
documented.

You answer fast. Access and deletion
requests take hours, not weeks.
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0 4  ·  T H E  P A Y O F F

From reacting to what they did, to knowing
what they need
The pillars are a technical achievement. Their value shows up in moments. The real
shift is from reactive personalization — responding to the last click — to contextual:
knowing who the customer is, what they value and what they need before they ask.

F I G U R E  2 3  ·  T H R E E  L E V E L S  O F  P E R S O N A L I Z A T I O N ,  A S  D A N A  W O U L D  E X P E R I E N C E  T H E M

L E V E L  1  ·  R E A C T I V E

L E V E L  2  ·  C ONSI ST E NT

L E V E L  3  ·  C ONT E X T U A L

Responds to the last click

Same answer everywhere

Knows before she asks

“Customers who bought this
also bought…” — the return

Every channel sees the open
ticket, her tier and her
preferences. Nobody asks twice,
and no offer contradicts the
conversation she’s having.

The replacement ships before
she calls. Points are credited
with an apology. The AI
assistant opens with “Your
replacement arrives Thursday” —
and offers nothing until the
problem is closed.

REQUIRES ALL FOUR PILLARS

Most companies are stuck at level one with level-three ambitions. AI doesn’t skip a level. It amplifies whichever one your
customer truth supports.

F O R  A I

AI that works because the context works
Agents grounded in one profile resolve without
escalating. Churn models built on complete histories
spot risk before customers leave.

F O R  E V E R Y  T E A M

Personalization without adding headcount
A service rep sees the full relationship in real time. A
marketer trusts the segment. Routine requests close
end to end.

F O R  A C Q U I S I T I O N S

Deal value that arrives on schedule
How fast you know the combined customer base is
how fast the deal pays off. The two move in lockstep.

F O R  O P E R A T I O N S

Savings that compound
No more manual reconciling, pre-campaign cleansing
or brittle point-to-point fixes. Fragmentation costs
more every quarter you wait.

S P O T L I G H T  ·  A  V E N D O R  O N  I T S E L F

When Salesforce unified its own
customer data
Account and product data across several internal
orgs, rebuilt as mastered records shared to
analytics and AI. Vendor-reported; read
accordingly.

98%
fewer tax
adjustments

20%
fewer duplicate
accounts

85%
of accounts
enriched

100%
less manual
governance effort
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0 5  ·  M E A S U R I N G  I T

Six experience signals on one page
Customer data programs usually report on themselves: records mastered, sources
connected, quality scores. Those matter to the build team. Leadership should read
what the customer feels — and every number below is visible from outside the
company.

F I G U R E  2 4  ·  T H E  E X P E R I E N C E  S I G N A L  S C O R E C A R D  —  A R T I F A C T  0 7

Repeat-yourself rate
asked for what they already gave

<  1 0 %

Context carryover
handoffs where history travels

>  9 0 %

Duplicate outreach
same customer, same ask, twice

<  1 %

Offer relevance
offers accepted, none contradicted

r i s i n g

Consent honored
uses that match what they allowed

1 0 0 %

Rights-request response
access and deletion, end to end

h o u r s

01

02

03

04

05

06

B A N D  =  H E A L T H Y  R A N G E C I R C L E  =  I L L U S T R A T I V E

Read them together, never alone. Carryover can look healthy while repeat-yourself rises — a sign history travels to people
but not to the AI agent. The gaps between signals are where the next seam is.

What each one tells you O N E  M E A S U R E  T O  S T O P  R E P O R T I N G  U P W A R D

“Percent of records unified.” It measures the
program, not the customer. A 95%-unified record
set can still fail Dana five times a week.

C A P T U R E  T H E  B A S E L I N E  F I R S T

Measure all six before anything changes. Without a
before, every after is an anecdote.

Repeat-yourself measures identity and silos. It’s the
seam customers complain about most.

Carryover measures whether context reaches
people and agents.

Duplicate outreach is the M&A and marketing
health check.

Relevance measures quality: right data, right offer.

Consent and rights response measure trust you
can prove.
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W H E R E  T O  S T A R T

One moment first, in this order
None of this starts with a platform decision. It starts with one journey, one signed
definition and one moment made ready — then widens on evidence. Pace depends on
your estate; the order doesn’t.

F I G U R E  2 5  ·  T H E  S E Q U E N C E  —  S E V E N  A R T I F A C T S ,  T H R E E  G A T E S ,  O N E  M O M E N T

STA G E  1  ·  SE E STA G E  2  ·  D E F I N E STA G E  3  ·  RE A D Y STA G E  4 ·  P I L O T STA G E  5  ·  W I D E N

Map the seams

Definition workshop

Context contract

Consent register

Baseline signals

Readiness gate

Pilot one moment

Widen on evidence

artifact 01 · seam map

02 · one room

03 · one moment

05 · disclosure too

07 · runs from day one — no baseline, no proof

04 · five checks

AI + person on call

next moment

G ATE :  D E F I N I TI O N  SI G N E D

G ATE :  C H E C K S PA SS

G ATE :  S I G N A L S H O L DA C Q U I R E D  B A S E ?

add artifact 06 at stage 2

Teams that start with the platform build a customer record nobody has defined. Teams that skip the seam map fix what’s
easy instead of what customers feel. The first two stages produce no software — and they decide the outcome.

What good looks like after the first
moment

Your role
The customer truth has always been a business
priority. What changed is the cost of not having it:
fragmented data now means fragmented AI,
stalled acquisitions and exposure you can’t see.

CX leaders define what the truth must do. IT
leaders build what makes it real. Together, they
decide whether the AI strategy lands with
customers — or just with slide decks.

One moment where customers feel the difference,
and AI acts in it safely.

A signed definition of a customer, with a named
owner.

A context contract IT can build to without a steering
committee.

Six signals, with a baseline, on one page.

A published list of moments that aren’t ready yet —
and why.
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f cx.ai

W H E R E  T H I S  G O E S  N E X T

Know them once.

f/cx.ai is a customer experience design and innovation agency for the AI
era. We design, prototype and prove the journeys, service models and AI
agents enterprise organizations run on.

I F  Y O U  H A V E N ’ T  S T A R T E D

Map the seams
Pick one journey and walk it as the
customer. The seam map needs no
engineering and sets every priority
after it.

I F  Y O U R  3 6 0  H A S  S T A L L E D

Anchor it to a moment
Stalled programs rarely lack data.
They lack a signed definition and
one moment customers would notice.

I F  A I  I S  A L R E A D Y  L I V E

Run the gate backward
Put every live AI moment through the
five readiness checks. Any fail goes
to a person until it’s fixed.

An AI agent is only as good as the customer it thinks it’s talking to.
Get the customer right, and the AI gets easier.

T H E  S E V E N  A R T I F A C T S ,  I N  O R D E R

01 Seam map 02 Customer definition card 03 Context contract

04 Readiness gate report 05 Consent & disclosure register 06 Acquisition onboarding plan

07 Experience signal scorecard

T H E  C O N V E R S A T I O N  W E  H A V E  M O S T  O F T E N

Which customer moments are ready for AI, which
aren’t, and what has to be true before they are. If that’s
the question in front of your leadership team, it’s the
one we’re set up for.

C O N T A C T

Skip Vanderburg
Founder & Chief Experience Officer

innovate@fractionalcx.ai

fractionalcx.ai

FRACTIONALCX.AI LLC · SAN FRANCISCO, CA

© 2026 FRACTIONALCX.AI LLC · ALL FIGURES ORIGINAL · DANA AND ALL SAMPLE DATA ARE ILLUSTRATIVE, NOT ANY NAMED CLIENT’S

RESULTS



S O U R C E S  &  N O T E S

Where the numbers and influences came from
This paper is f/cx.ai’s independent point of view, written in conversation with the platform-led case
for a unified customer data foundation. The CX-led approach, the worked customer, the seven
artifacts, the readiness gate and the signal scorecard are our own. External figures are attributed on
the page where they appear. Vendor-published data is self-interested and is labeled as such.

T H E  P E R S P E C T I V E  T H I S  P A P E R  R E S P O N D S  T O

Informatica
2026

How IT Leaders Build the Data Foundation for AI-Ready CX (eBook). A clear statement of the platform-led
view. Its data blind spots, foundation pillars and several industry scenarios informed our thinking; we
reframe them from the customer’s side and diverge on where to start (page 05).

C U S T O M E R  E X P E C T A T I O N S  A N D  L O Y A L T Y

Emplifi
2025

Emplifi reveals 70% of consumers will abandon a brand after just two negative experiences (press
release, April 2025).

Zendesk
2026

CX Trends. 74% frustrated by repeating themselves; 81% expect continuity rather than restart; 95% expect
an explanation for an AI-made decision.

Salesforce
2024

State of the AI Connected Customer. About 75% want to know when they are dealing with an AI agent. 2024
baseline.

Intercom
2026

AI Sentiment Report. 54% would trust an AI agent with simple issues only.

D A T A  R E A D I N E S S  A N D  C X  V A L U E

Informatica
cited 2026

From Data Silos to AI-Enabled Customer Engagement. 47% of CX experts name data integration the primary
barrier to CX value; 42% say data and analytics will most affect their roles; first-party data drives 67–73%
of AI inputs.

Salesforce
2026

AI service agents and customer satisfaction. Data readiness cited as a major blocker by 72% of service
teams.

SalesforceDevOps.net
2025

Salesforce and Informatica: context is the new currency (December 2025). Salesforce’s own results: 98%
fewer tax adjustments, 20% fewer duplicate accounts, 85% of accounts enriched, 100% reduction in
manual governance effort. Vendor-reported.

Prepared by f/cx.ai. Volume III in a series with Agentic AI Customer Experience & Innovation (Volume I) and The Agentic CX Build
Blueprint & Guardrails (Volume II). Informatica is part of Salesforce; both are named as sources, not endorsements. Dana, her records
and all bands, thresholds and readings in figures are illustrative. Verify regulatory obligations against the primary legal text.
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