flcx.ai

CMO BRIEFING 2026-2027

@ WRITTEN FOR THE CHIEF MARKETING OFFICER

You still own the promise.
Now you own whether it
survives contact.

Al moved into the customer path faster than the operating model behind it. The brand promise, the Al
agent answering at 2am, and the number the board reads are now the same conversation — and it
lands on the CMO. This is what changed, what you are measured on, and where f/cx.ai plugs in.

70

of CMOs call Al a
critical goal for the
year GARTNER 26
GARTNER 26

30

are actually ready to
scale Al capability

of the marketing
budget now allocated
to Al constraint

GARTNER ‘26 GARTNER 26

15.3- 63

name budget and
resources as the top

Six challenges that decide the next four quarters

The ambition-readiness gap

Seventy percent of CMOs put Al at the center of
the plan. Only 30% have the data foundation,
process, and governance to scale it. Pilots
multiply; almost none reach a customer.

cosT A year of spend with no experience change
to show the board.

Discovery moved inside the
model

Zero-click reaches 43% with Al Overviews and
93% in Al Mode. Branded mentions now
correlate with citation more strongly than links
do.

cosT Category share decided in answers you never
see.

@ Agents arrive before guardrails

78% expect agentic Al to handle half of
customer contact inside 18 months. 16% have it
embedded, and only 31% can measure it once it
is live.

cosT Brand risk written by a model nobody scored
before launch.

@ Flat budget, growth mandate

Marketing holds 7.8% of revenue and is broadly
flat, while 56% report insufficient budget. Every
Al dollar has to displace an existing one.

COST Prioritization by seniority instead of by
evidence.

Where the 2026 gap actually sits intent on the left of every pair, capability on the right

Al named critical

Ready to scale Al

Real-time personalization goal — 80%

Measurement frame in place

92% 4. 2yr

of consumers expect average CMO tenure
your best experience — shortest in the C-
everywhere suite

GENESYS 26 F500 26

AI ADOPTION x CUSTOMER EXPERIENCE

Promise vs. delivered
experience

47% of consumers leave after two or three poor
interactions. Marketing is measured on a
promise that service, digital, and operations
actually deliver.

€0ST Acquisition spend funding a leak nobody
owns end to end.

An ROl case a CFO will sign

61% name executive misunderstanding of Al as
the leading cause of misalignment.
Measurement designed after the build never
survives the second year.

coST A program defunded in budget season on a
technicality.

@ InTENT

CAPABILITY IN PLACE

70% Agentic in support expected — 78%

30% Agentic actually embedded 16%

Autonomous orchestration in 3 — 82%
yrs

31% Adequate data quality for Al <50%

Read it as one sentence. The intent is settled and the capability is not, so the constraint on the 2027 experience is no longer ambition or licenses — it is readiness,
sequence, and the ability to prove what a change is worth before it is funded. That is a design and decision problem, which is the work f/cx.ai does.
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THE SCORECARD

WHERE F/CX.AI PLUGS IN

The number you have to deliver again in 2027

The CMO scorecard widened without anything coming off it. Growth and efficiency stayed, experience and Al performance were
added, and discovery changed shape. These are the measures the board now reads together — and the constraint that breaks

each one.

Growth

BOOK 01

@ Marketing-sourced
revenue and pipeline

@ CAC and payback period
e Category and market share
e New vs. expansion mix

BREAKS WHEN

Acquisition outruns the
experience that has to keep
the customer.

On the board slide

THE FOUR THAT DECIDE THE YEAR

BREAKS WHEN
Satisfaction is reported as a
score with no P&L line

attached. still fails.

01 02
Customer lifetime value

moved by things you control
added

BREAKS WHEN
Four functions each hit their
own metric and the journey

Cost to serve

down without headcount

o Cost per interaction after Al

BREAKS WHEN

calls back.

03

Deflection is counted as
success and the customer

Al-resolved share

resolution, not deflection

FIVE BOOKS, ONE COMPOSITE

Value & loyalty Experience Al performance Brand & discovery

BOOK 02 BOOK 03 BOOK 04 BOOK 05
Customer lifetime value o Customer effort per o Share of contact resolved e Visibility and citation in Al
Retention, churn, repeat journey end to end answers
rate e First-contact resolution e Containment with ® Branded mention volume

. resolution .

Share of wallet e Journey completion and e Unaided awareness and
NPS or CSAT tied to drop-off ° :gjz\llztl;::ct:;y and consideration
revenue e Cost to serve per contact a y e Trust, consent, and data

posture

BREAKS WHEN
Personalization outruns what
the customer knowingly
agreed to.

04
Return on CX (RoX)

on assumptions finance
accepts

What f/cx.ai does about each one

Ambition-readiness gap
Pilots everywhere, nothing shipped

Promise vs. delivery
Two functions, two numbers

Flat budget, growth mandate
Prioritization by opinion

CX Al Readiness & Opportunity
Assessment

One ranked backlog, scored on value, feasibility,
and risk — plus a board-ready roadmap.

Customer Journey Reinvention

The signature moments rebuilt end to end, with the
value leak sized in behavior.

CX Strategy & Operating Model Design

One funded direction, decision rights that hold, and
a written not-this list.

Four ways a CMO starts

0 Executive
Briefing

WORKING SESSION

A working session, not a presentation.
One honest baseline for what Al can and
cannot do across your experience, and a
ranked shortlist the room built itself.

o Readiness
Assessment

FIXED SCOPE

Contact drivers, journey mapping, and a
data and knowledge audit — ending in a
ranked use-case backlog with a modeled
return on each line.

CHALLENGE

Agents before guardrails
Launch date set, gates undefined

Discovery inside the model
Traffic down, answers up

An ROI case that holds
Measurement designed too late

® Journey Reinvention

End-to-end redesign of a journey that
carries real value, rebuilt around the
moments that decide whether a customer
stays.

How it sequences each move is gated, and nothing advances without a decision behind it

- ENGAGEMENT - ARTIFACT YOU KEEP

Agentic Service Design & Deployment Plan

What Al resolves, what it must never touch, and the
evaluation gates agreed before build.

Conversation Intelligence & Voice of
Customer

Every interaction analyzed, clustered to a driver
taxonomy with a named owner.

Fractional CX Leadership
Senior direction in the room when decisions are

made, and the board narrative written in revenue,
cost, and risk.

START WHERE THE DECISION IS

Fractional CX

L Advisor

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

TIMING SET BY SCOPE AND COMPLEXITY

®

START HERE

Executive briefing

An honest baseline for what Al can and
cannot do across your experience.

f/cx.ai CMO Briefing 2026-2027

(®)
GATE 01 GATE 02
Ranked backlog Gates and owners

Every candidate scored on value, feasibility,
and risk, with a modeled return.

Decision rights, evaluation gates, and a
written not-this list that holds.

O]
OUTCOME

Board-ready roadmap

A sequence with investment by workstream
and a measurement frame agreed up front.
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THE IP TOOLKIT WHAT THE CMO GAINS
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€ The ToolKit: 21modules, one experience graph

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.

© © O, ©
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What is actually true. The baseline nobody What we intend instead. Options tested What we will and will not do. The phase What the board can fund. Sequence, gate,

argues with. before the expensive commitment. clients skip. measure, hand over.

o Experiences Dashboard — Summary o Journey Orchestrator o CX Maturity Assessment Modeler o Customer Experience Roadmap
o Experiences Dashboard — Active o Journey Mapping e Customer Experience Scorecard o Return on Customer Experience
& Persona Manager ® Omni-Channel Modeler e CMO to CIO Alignment Mapping o Community

o Touchpoint Mapper o Experience Optimizer o Experience Aligned Heat Map

o Segmentation Profiler o Experience Recommendation Scoring o Capabilities Ranker

& Sentiment Analysis @ Experience Rationalization

o Voice of the Customer

YOU LEAVE WITH
A gated roadmap, a measurement frame
agreed before anything is built, and the

YOU LEAVE WITH
A designed Al handoff, including the
failure path — and the concepts that did

YOU LEAVE WITH
A weighted ranking you set the weights

YOU LEAVE WITH
A ranked value-leak list, each item traced

to its evidence. not survive. for, and a not-this list with an owner. model itself.
Four modules to ask for by name
CMO to CIO Alignment Mapping Capabilities Ranker
" (]
The same portfolio scored twice — once by the function D REEHENT Every candidate scored on the same five criteria with the Pr—
that owns the customer, once by the function that owns the Seo weights visible. Move a weight and the ranking re-sorts in
. G
systems. front of the room.
Yy ® ® [ ]
The gaps are the agenda. The weights are the strategy. The listis arithmetic. @ = =—ccccccccccaaaaaa
FUNDING LINE

Return on Customer Experience Journey Orchestrator (LD
Value per customer moved by things the organization The engine scores every candidate action across
actually controls, with the leading indicators that predict it marketing, sales, commerce, and service, and selects the
sitting alongside. ROX next best one per customer, per event. e
The measure a CFO will accept. The journey as a policy, not a map.

INDEX + LEADING INDICATORS NEXT BEST ACTION - SCORED LIVE

.
What the CMO gains
N [ N [ N

One funded direction o1 Prioritization that is arithmetic 02 The promise measured as one 03 Al that resolves, not deflects 04
The executive team signs a single experience Weights agreed before the ranking appears, number Containment scored with resolution,

strategy instead of tolerating four. so the list stops being political.

Brand promise and delivered experience on
the same line, not two functions each
winning

escalation carrying full context to a person.

S L AN AN J
4 ) N\ N
A case finance already agreedto ~ °° Evidence behind every claim 66 Weeks, not year two 67 The capability, kept 68

Measurement designed at the same time as Research base, sample, verbatim cluster — Two-week prototype sprints against criteria The experience graph and scoring model
the spend, so year two survives. traceable six months later. set first, so wrong ideas die cheaply. stay with your people when we release.
J J J J

START THE CONVERSATION

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.

f/cx.ai

FractionalCX.ai LLC

1301 Sansome Street, 2nd Floor
San Francisco, California 94111
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