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W R I T T E N  F O R  T H E  C E O  A N D  T H E  E X E C U T I V E  T E A M

Every function is buying AI.
One customer is living
with the result.
Revenue confidence is at a five-year low, the board is pushing faster than the plan, and most AI spend
still has no line in the P&L. The one thing that compounds across every function is the experience the
customer actually moves through. This is what changed, what the team is measured on, and where
f/cx.ai plugs in.

Six challenges on the executive agenda AI ADOPTION × CUSTOMER EXPERIENCE

The other half of the data
WHAT SEPARATES THE 12%

3×
more likely to report meaningful
AI returns, where the
foundations are strong

+4pts
higher profit margin at
companies applying AI broadly
rather than in pilots

2–3×
more likely, among high
performers, to have embedded
AI in products and decisions

42%
of CEOs name customer service
and experience as where AI
impact is already measurable

Where the enterprise gap sits commitment on the left of every pair, realization on the right COMMITTED REALIZED

Increased AI investment 80% Board pressing for speed 61%

Seeing cost and revenue gains 12% AI tied to financial reporting 11%

Read it as one sentence. The commitment is made and the return is not, and the difference between the twelve percent and everyone else is foundations, breadth, and measurement
designed before the spend — decided journey by journey, across functions, rather than function by function. That is a design and decision problem, which is the work f/cx.ai does.
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30%
of CEOs are confident
about revenue growth —
a five-year low
PWC ’26

56%
report no significant
financial benefit from AI
yet
PWC ’26

12%
see both cost and
revenue gains from AI
PWC ’26

61%
say their board is rushing
the AI transformation
BCG ’26

35%
of a CEO's own
evaluation now rides on
AI ROI
BCG ’26

92%
of consumers expect
your best experience
everywhere
GENESYS ’26
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01
Growth confidence at a five-year
low

Only 30% of CEOs are confident about revenue
growth, down from 38%, while 42% name the pace
of transformation their top concern. Every bet now
argues against a smaller appetite for risk.

COST Caution priced into decisions that needed
conviction.

02 AI spend without a return line
56% report no significant financial benefit from AI so
far and only 12% see both cost and revenue gains —
while just 11% connect AI impact to financial reporting
at all.

COST A second year of investment argued on belief
rather than evidence.

03 The board is ahead of the plan
61% of CEOs say their board is rushing the AI
transformation, nearly 40% say it lacks an informed
view of AI's effect on growth, and over half say it
misjudges the gap between hype and reality.

COST Commitments made in the boardroom that the
organization cannot hold.

04 The accountability is personal

CEOs put 35% of their own performance evaluation
on AI ROI. Their boards put it at 27%. The eight-point
gap is itself the alignment problem, before a single
project is discussed.

COST Two different definitions of success in the same
review.

05 Six functions, six customers

61% name executive misunderstanding of AI as the
leading cause of misalignment, and nearly a third
report executives and practitioners working from
different AI strategies.

COST Each function hitting its own number while the
journey still fails.

06 The customer will not wait

92% of consumers expect the best experience they
have had anywhere, and 47% leave after two or three
poor interactions. Experience is the differentiator that
compounds across every function.

COST Share lost to a competitor with less friction, not a
better product.



T H E  S C O R E C A R D  ·  B Y  T H E  S E A T  T H A T  C A R R I E S  I T

What the executive team has to deliver again in 2027 FIVE BOOKS, ONE COMPOSITE

The enterprise scorecard did not shrink to make room for AI. Growth and margin stayed, customer value and AI return were added,
and trust became a reporting line. These are the measures the board reads together, and the constraint that breaks each one.

Growth

BREAKS WHEN

Acquisition outruns the
experience that has to keep
the customer.

Margin

BREAKS WHEN

Cost is moved between
functions rather than
removed from the journey.

Customer

BREAKS WHEN

Satisfaction is reported as a
score with no P&L line
attached.

AI return

BREAKS WHEN

Measurement is designed
after the build instead of
alongside the spend.

Trust

BREAKS WHEN

Risk is consulted at launch,
so the gate becomes a veto
rather than a criterion.

On the board slide
THE FOUR THAT DECIDE THE YEAR

01

Revenue growth
new and existing, side by side

02

Cost to serve
down without headcount
added

03

AI benefit realized
against the case that was
signed

04

Return on CX (RoX)
on assumptions finance
accepts

By the seat that carries it ONE MODEL, EIGHT ARGUMENTS IT SETTLES

Four ways the executive team starts START WHERE THE DECISION IS

How it sequences every move ends in a decision, and nothing advances without one TIMING SET BY SCOPE AND COMPLEXITY

f/cx.ai · CEO & C-Suite Briefing · 2026–2027 fractionalcx.ai  |  innovate@fractionalcx.ai 2

f/cx.ai
✦

02

BOOK 01

Revenue growth and
category share

Revenue from new
offerings

Expansion versus new

Capability fit of any
acquisition

BOOK 02

Operating margin

Total cost to serve

Run cost of AI in
production

Productivity per employee

BOOK 03

Customer lifetime value

Retention and churn

Customer effort per
journey

NPS or CSAT tied to
revenue

BOOK 04

Share of work AI resolves
end to end

Initiatives meeting their
goals

Benefit realized against the
case

AI impact in financial
reporting

BOOK 05

Audit-ready traceability

Incidents in the customer
path

Consent and data posture

Adoption and talent
retention
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CEO

One experience direction the whole
company funds
The CX conversation reaches the board as
a business argument with numbers
attached.

CMO

The promise has to survive contact
with delivery
Brand promise and delivered experience
measured as a single number, not two.

CPO

Adoption, not the release calendar
The moments that decide whether a
customer stays, ranked by gain per
engineering week.

CTO / CIO

AI in the customer path that is
buildable and safe
The platform conversation starts from
journeys, so integration debt is known
before signature.

COO

Service that holds at volume without
new headcount
Capacity from removing avoidable work
rather than staffing to the worst forecast.

CINO

A pipeline that converts instead of
accumulating
Every cycle ends in scale, iterate, or stop,
and wrong ideas die cheaply.

CCO

Real ownership of a journey
crossing four functions
Arbitration stops being a contest of
opinions; the evidence decides and the
decision holds.

CFO

A case built on assumptions finance
already agreed
An investment argument that survives its
second year, because measurement was
designed with the spend.
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Executive
Briefing

WORKING SESSION

Not a presentation. One honest baseline
for what AI can and cannot do across
your experience, and a ranked shortlist
the room built itself.

Readiness
Assessment

FIXED SCOPE

Contact drivers, journey mapping, and a
data and platform audit, ending in one
ranked backlog the leadership team can
argue with instead of five wish lists.

Operating Model
Review

FIXED SCOPE

Who owns the customer outcome —
decision rights, funding routes, and the
forums that decide whether a strategy
survives its first quarter.

Fractional CX
Advisor

EMBEDDED

Senior CX and AI direction in the room at
the moment decisions are made, without
a full-time hire or an agency bench
underneath it.

START HERE

Evidenced baseline
One honest read of what is true today, built

from your own reporting first.

GATE 01

One ranked backlog
Every candidate scored on value, feasibility,

and risk, with a modeled return.

GATE 02

Owners and not-this
Decision rights, funding routes, and a

written not-this list that holds.

OUTCOME

Board-ready roadmap
Investment by workstream and a

measurement frame agreed before the
spend.



T H E  I P  T O O L K I T  ·  W H A T  T H E  E N T E R P R I S E  G A I N S

The ToolKit: 21 modules, one experience graph PROPRIETARY F/CX.AI IP

Twenty-one working decision-intelligence modules that move an engagement from nobody agrees what is true to a gated roadmap a
board can fund. Not a deck — live models your team operates in the room, that change answers when an input changes, and that stay
with your people when we release.

01 Diagnose

What is actually true. The baseline nobody
argues with.

YOU LEAVE WITH

A ranked value-leak list, each item traced
to its evidence.

02 Design

What we intend instead. Options tested
before the expensive commitment.

YOU LEAVE WITH

A designed AI handoff, including the
failure path — and the concepts that did
not survive.

03 Decide

What we will and will not do. The phase
clients skip.

YOU LEAVE WITH

A weighted ranking you set the weights
for, and a not-this list with an owner.

04 Deliver

What the board can fund. Sequence, gate,
measure, hand over.

YOU LEAVE WITH

A gated roadmap, a measurement frame
agreed before anything is built, and the
model itself.

Four modules to ask for by name BUILT FOR THE EXECUTIVE ROOM

Experiences Dashboard DIAGNOSE

One view of every experience in flight, planned, and
proposed — volume, cost to serve, satisfaction, and the
signals that should change what gets funded next.

The decisions worth making this quarter, ranked.
VALUE AT RISK · MODEL CONFIDENCE

CX Maturity Assessment Modeler DECIDE

Where each capability operates today, where next year
needs it to be, and the honest distance between the two
across six maturity levels.

Most organizations stall at Align.

TODAY THE GAP

CAPABILITY BY CAPABILITY

Customer Experience Roadmap DELIVER

The sequence, the decision gates, and the dependencies
— a roadmap the board can fund and the organization can
execute in order.

The artifact clients circulate most.
◆ = DECISION GATE

Return on Customer Experience DELIVER

Value per customer moved by things the organization
actually controls, with the leading indicators that predict it
sitting alongside.

The measure a CFO will accept.
RoX

INDEX + LEADING INDICATORS

What the enterprise gains EIGHT OUTCOMES, NOT EIGHT DELIVERABLES

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

innovate@fractionalcx.ai
Begin with an executive briefing: your leadership team in the room, an
honest baseline, and a ranked shortlist you keep whether or not we
work together.

FractionalCX.ai LLC
1301 Sansome Street, 2nd Floor
San Francisco, California 94111

fractionalcx.ai

f/cx.ai is a customer experience design and innovation agency for the AI era, working with enterprise organizations to design, prototype, and prove the journeys, service models, and AI agents their customers actually move through. Market
figures cited are drawn from published industry research (PwC 29th Global CEO Survey 2026; BCG 2026 CEO and board AI survey; EY 2026 CEO Outlook; Adobe 2026 AI and Digital Trends; Genesys 2026 State of Customer Experience) and
are shown for context, not as a projection for any one organization. Engagement timing is set by scope and complexity and confirmed at scoping. ToolKit module outputs shown in any f/cx.ai material are illustrative and are not any named
client's results.
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Experiences Dashboard — Summary

Experiences Dashboard — Active

Persona Manager
Touchpoint Mapper

Segmentation Profiler

Sentiment Analysis
Voice of the Customer

Journey Orchestrator

Journey Mapping

Omni-Channel Modeler
Experience Optimizer

Experience Recommendation Scoring

CX Maturity Assessment Modeler

Customer Experience Scorecard

CMO to CIO Alignment Mapping
Experience Aligned Heat Map

Capabilities Ranker

Experience Rationalization

Customer Experience Roadmap

Return on Customer Experience

Community

06

07

One direction, actually funded
The executive team signs a single experience
strategy rather than tolerating four.

01 A board argument with numbers
The CX conversation reaches the board in
revenue, cost, and risk.

02 Hype and reality reconciled
What AI can and cannot do here, evidenced,
so the pace stops being a guess.

03 AI spend with a P&L line
Measurement designed at the same time as
the spend, so year two survives.

04

Six functions, one model
The same evidence in front of every seat, so
arbitration stops being political.

05 Wrong bets stopped early
Gates agreed in advance, and a written not-
this list with a named owner.

06 Risk shapes the design
Guardrails and evidence built in, so
governance stops arriving as a veto.

07 The capability, kept
The experience graph and scoring model
stay with your people when we release.
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