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W R I T T E N  F O R  T H E  C T O  A N D  T H E  C I O

They promised the experience.
You have to make it run
in production.
Every AI commitment made in front of a customer lands on your side of the house as an integration, a
retrieval accuracy number, a run cost, and an audit trail. This is what changed, what you are measured
on, and where f/cx.ai plugs in.

Six challenges that land on the technology seat AI ADOPTION × CUSTOMER EXPERIENCE

Where the gap sits on the technology side expectation on the left of every pair, capability on the right EXPECTATION IN PLACE

Agentic AI on next year's plan 70% Expect autonomous
orchestration 82%

AI initiatives meeting goals 19% CX infrastructure fully cloud 31%

Expect new audit requirements 70% Comp tied to AI outcomes 85%

Have defined AI KPIs 47% Adequate data quality for AI <50%

Read it as one sentence. The expectation is now contractual and the substrate is not ready, so the constraint on the 2027 experience is knowledge quality, orchestration
capability, and evidence a regulator would accept — decided journey by journey, before the platform is chosen rather than after. That is a design and decision problem, which
is the work f/cx.ai does.
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71%
face budget cuts or
freezes if AI targets are
missed

CIO SURVEY ’26

85%
say explainability gaps
delay or stop
production

CIO SURVEY ’26

19%
of AI initiatives are
meeting or beating their
goals

STATE OF CIO ’26

82%
say staff build AI faster
than IT can govern it

CIO SURVEY ’26

74%
regret a major AI vendor
or platform choice

CIO SURVEY ’26

31%
of CX infrastructure is
fully cloud-based today

GENESYS ’26
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01
Prove the value or lose the
budget

71% of CIOs face cuts or freezes if AI targets are
missed, and 85% now have compensation tied to
measurable AI outcomes — while only 19% of AI
initiatives are meeting their goals.

COST A platform investment argued on faith in its
second budget cycle.

02 Data debt is the actual bottleneck

Fewer than half report adequate data quality and
access for AI. IDC expects CIOs who defer data
debt remediation to see 50% higher AI failure
rates by 2027.

COST Model underperformance that is really a
knowledge and pipeline problem.

03 Explainability blocks production

85% say traceability and explainability gaps delay
or stop projects from reaching production, and
70% expect new AI audit or explainability
requirements within the year.

COST A build that passes QA and still cannot be
launched.

04 Shadow AI outruns governance

82% report employees standing up AI faster than
IT can govern it, and 54% have already found
unsanctioned tools in use inside the business.

COST Customer data in systems nobody scored,
owned, or logged.

05
Platform bets made before the
journeys

74% regret at least one major AI vendor or
platform decision from the past eighteen months,
and 62% have had a CEO question one of them.

COST Integration debt discovered after signature
instead of before it.

06 The customer path went real time

82% of CX leaders expect autonomous agents to
orchestrate the experience within three years,
while only 31% of CX infrastructure is fully cloud-
based today.

COST Orchestration promised on a stack that cannot
decide in the moment.



T H E  S C O R E C A R D  ·  W H E R E  F / C X . A I  P L U G S  I N

What the CTO and CIO have to deliver again in 2027 FIVE BOOKS, ONE COMPOSITE

Uptime and delivery stayed. Data readiness, AI in production, and audit-grade traceability were added, and the technology seat is
now measured on business outcomes it does not fully control. These are the measures the board reads together, and the
constraint that breaks each one.

Delivery

BREAKS WHEN

Throughput is high and none
of it reaches the customer
path.

Data & platform

BREAKS WHEN

Knowledge is treated as
content rather than as a
system requirement.

AI in production

BREAKS WHEN

Deflection is counted as
success and the customer
calls back.

Trust & risk

BREAKS WHEN

Evidence is assembled for
the audit instead of captured
during the build.

Value & cost

BREAKS WHEN

The value case was written
by someone who will not own
the run cost.

On the board slide
THE FOUR THAT DECIDE THE YEAR

01

Pilot-to-production
what actually reached a
customer

02

Accuracy at the gate
retrieval and answer quality on
real journeys

03

Cost per interaction
after AI, including run cost

04

Return on CX (RoX)
on assumptions finance
accepts

What f/cx.ai does about each one CHALLENGE → ENGAGEMENT → ARTIFACT YOU KEEP

Prove the value
Budget on the line, goals unmet

CX AI Readiness & Opportunity
Assessment

Data and knowledge debt
Retrieval below the gate

Contact Center Modernization & Agent
Assist

Explainability blocks launch
Passes QA, fails approval

CX Governance, Trust & Enablement Shadow AI
Faster than IT can govern

CX Strategy & Operating Model Design

Platform bets
Chosen before the journeys

Fractional CX Leadership Real-time customer path
Orchestration on a fixed stack

Agentic Service Design & Deployment Plan

Four ways a CTO or CIO starts START WHERE THE DECISION IS

How it sequences every move ends in a decision, and nothing reaches production without one TIMING SET BY SCOPE AND COMPLEXITY
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BOOK 01

Pilot-to-production rate

Release throughput and
lead time

Change failure rate

Time to restore service

BOOK 02

Data quality and access for
AI

Retrieval accuracy on real
journeys

Integration debt retired

Real-time orchestration
coverage

BOOK 03

Share of contact resolved
end to end

Answer accuracy and
escalation quality

Containment with
resolution

Cost per interaction and
per inference

BOOK 04

Traceability and audit
readiness

Eval-set and red-team
coverage

Shadow AI surfaced and
governed

Incidents in the customer
path

BOOK 05

Total cost to serve

Run cost per workload

Benefit realized against the
case

Payback on the AI
investment

03

A ranked backlog with a modeled return per line,
and an investment narrative finance can defend.

Knowledge rebuilt to the standard retrieval actually
needs, with cited, confidence-gated assist in the
flow.

Guardrails with enforcement and named owners,
evaluation sets, and red-team evidence before
build.

Decision rights, funding routes, and the forums that
turn scattered activity into scheduled work.

A vendor evaluation scorecard weighted against
your journeys, and commitments pressure-tested
before signature.

What AI resolves, what it must never touch, and
escalation that carries full context to a person.

04

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

A data, knowledge, and platform audit
across CCaaS, CRM, and the content
retrieval would have to rely on, ending in
a ranked backlog with a modeled return.

Governance & Trust ATTACHES

Guardrails with enforcement and named
owners, evaluation sets, and red-team
evidence — priced inside whatever it
governs, never bought on its own.

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
Contact drivers, journey mapping, and the

data, knowledge, and platform audit behind
them.

GATE 01

Criteria before build
Accuracy, safety, and escalation thresholds

agreed and written down before anyone
builds.

GATE 02

Safe to launch
Evaluation sets and red-team evidence,
rehearsed with the approvers who can

decline.

OUTCOME

Board-ready roadmap
Investment by workstream, the

dependencies that actually threaten it, and a
measurement frame.



T H E  I P  T O O L K I T  ·  W H A T  T H E  C T O  &  C I O  G A I N

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 TECHNOLOGY SEAT

CMO to CIO Alignment Mapping DECIDE

The same portfolio scored twice — once by the function
that owns the customer, once by the function that owns the
systems.

The gaps are the agenda.
RISK →

VA
LU
E 
→

DISAGREEMENT

Omni-Channel Modeler DESIGN

How the same customer moves between channels — the
handoffs that carry context, the ones that do not, and what
each switch costs to serve.

The switching matrix often pays for the engagement.

WEB APP CHAT VOICE

RED = CONTEXT LOST ON SWITCH

Journey Mapping DESIGN

The orchestration behind the journey — every automated
step, every handoff to a person, every exit. Rearrange it
and connections and throughput follow.

Throughput and loss at every step.

IN

−21%

−27%

DONE

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 CTO and CIO gain 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 (2026 CIO AI accountability survey; Foundry State of the CIO 2026; IDC 2026 CIO Agenda Predictions; 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

Platform chosen against journeys
A vendor scorecard weighted on your real
journeys, not on the demo.

01 Integration debt known early
Surfaced in the audit, before the contract
instead of after it.

02 Knowledge built to spec
Rebuilt to the standard retrieval needs, so the
accuracy gate is passable.

03 Gates agreed before build
Accuracy, safety, and escalation thresholds
set while they are still cheap.

04

Traceability that survives audit
Every score and recommendation carries its
evidence, six months later.

05 Shadow AI given a forum
Decision rights, funding routes, and named
owners instead of a ban.

06 AI that resolves, not deflects
Containment scored with resolution,
escalation carrying full context.

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

08


