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Executive summary

Customer experience is moving from a channel problem to an operating-model problem. Customers may begin in chat,
move to voice, receive an email and return through messaging—but the business still needs to understand one
customer, one intent and one outcome.

Artificial intelligence is accelerating this shift. The strongest use cases are no longer limited to drafting replies or
summarizing calls. Al can increasingly interpret context, recommend next actions, automate routine work and
coordinate steps across systems. The opportunity is to connect those capabilities into a governed CX layer rather than
add another isolated tool.

Research snapshot: Salesforce’s 2025 State of Service research found that service professionals estimate Al
handles about 30% of cases today and expect that share to reach 50% by 2027. McKinsey’s 2025 global Al
survey found 62% of respondents were at least experimenting with Al agents, while 39% reported
enterprise-level EBIT impact from Al.

This whitepaper presents a practical framework: unify customer context, connect channels, apply Al where it creates
measurable value, keep humans in control of high-stakes decisions and build governance into the operating model
from the start.

Al should make customer experience feel more human, not less.
Speed matters. Automation matters. But trust, context and good judgment remain the foundations of lasting CX.

Statistics above are survey findings reported by Salesforce and McKinsey, not startelelogic performance claims.
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1. Why customer experience is changing

For years, organizations improved CX by adding channels, dashboards and point solutions. The result was often a
fragmented experience behind a polished front end: different queues, different customer records, different knowledge
sources and different measures of success.

Al changes the equation because it can operate across those layers. Instead of treating voice, chat, messaging and
email as separate destinations, businesses can treat them as inputs into a shared decision system.

From channels to context

Customers do not think in channels. They think in outcomes. A person who asks a question on WhatsApp and then
calls support expects the second interaction to benefit from the first. An agent should not need to reconstruct the story
manually.

That makes context continuity a defining capability of modern CX. It requires identity, interaction history, intent,
knowledge, business rules and operational data to work together.

From automation to orchestration

Traditional automation follows predefined paths. Modern Al can interpret less-structured situations and choose among
available actions. That does not mean every decision should be autonomous. It means organizations can decide which
decisions are safe to automate, which require approval and which should remain human-led.

McKinsey’s 2026 research describes a shift from static customer journeys toward dynamic orchestration: Al agents
can interpret context and make moment-to-moment decisions while humans define goals, guardrails and escalation
points.

The strategic question is no longer “Where can we add Al?” It is “Which customer and business decisions should
become faster, smarter and more consistent because Al is present?”
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2. What the research says

The market is moving quickly, but the evidence also argues for discipline. Adoption is rising faster than enterprise-wide
value realization, which means organizations need better operating models—not just more Al tools.

50% 62% 39% 51%

of Salesforce service leaders

of McKinsey survey
respondents experimenting
with Al agents

expected share of service
cases handled by Al by 2027

reporting enterprise-level saying security concerns
EBIT impact from Al delayed or limited Al
initiatives
These figures point to three realities. Al adoption is becoming mainstream. The value gap is real: experimentation is
easier than scaling. And trust, security and governance cannot be treated as later-stage concerns.

For CX leaders, this is useful news. Customer service has clear workflows, measurable outcomes and frequent
interactions—conditions that make it a practical environment for proving Al value. McKinsey’s 2026 research reports
that 41% of Al deployments in customer-facing functions had fully scaled in its analysis, making them 3.5 times more
likely to scale than deployments in other business domains.

The implication is not to automate everything. It is to choose high-value workflows where Al can improve an
observable outcome and then build the data, governance and human operating model needed to scale.

Research basis: Salesforce, State of Service, 7th edition (2025); McKinsey, The State of Al: Global Survey 2025; McKinsey, Rewiring customer
experience for the agentic era (2026).
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3. The modern Al-powered CX operating model

A scalable CX architecture has four connected layers: the customer, an intelligence layer, an action layer and a human
layer. The value comes from how these layers work together—not from any single model or interface.

_

Customer Intent + context

Al Understand + reason
Action Resolve + automate
Human Judge + empathize

Connect intelligence to action—not just intelligence to a screen.

A modern CX model keeps customer context, Al, workflows and human judgment connected.

Customer context

Identity, history, preferences, intent, sentiment and current journey should be available as usable context. The aim is
not to collect everything; it is to make the right information available at the moment of decision.

Intelligence

Al interprets conversations, retrieves relevant knowledge, summarizes history, recommends next steps and identifies
signals that rules alone may miss.

Action and human judgment

Intelligence becomes valuable when it can trigger a controlled action: route a conversation, update a record, start a
workflow, provide an answer or hand off to a human with context intact. People remain essential where empathy,
accountability, negotiation, exception handling or high-impact decisions matter.

© 2026 startelelogic | Industry perspective



B  startelelogic Al-Powered Customer Experience

4. Omnichannel should mean one conversation

Adding more channels does not automatically create an omnichannel experience. True omnichannel CX is about
continuity: the organization can recognize the customer, understand what has happened and carry the intent forward
regardless of where the next interaction occurs.

A practical omnichannel model

Voice Real-time conversations, verification, complex issues and high-emotion interactions.
Chat Fast answers, guided self-service and assisted resolution.

Messaging Persistent, convenient conversations across mobile-first journeys.

Email Detailed requests, documents, follow-ups and asynchronous service.

The common layer underneath every channel should include identity, conversation history, knowledge, routing logic,
permissions and outcome data. This is what turns “multiple channels” into “one relationship.”

Al can then summarize what happened, detect why the customer is contacting the business, surface the right
knowledge and recommend what should happen next.

Design principle: optimize the customer journey, not the channel. The channel is the interface; the relationship is
the product.
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5. From Al assistants to Al agents

The next stage of customer-service Al is not simply better text generation. It is the ability to work toward a defined
outcome by interpreting context, selecting approved tools and taking bounded actions.

An Al assistant helps a person work faster. An Al agent can complete a defined workflow. The distinction matters
because autonomy introduces both greater value and greater responsibility.

A useful maturity model

Assist Summarize, suggest, retrieve Human approval
2 Recommend Next-best action, routing Human decision
3 Automate Resolve routine requests Rules + monitoring
4 Orchestrate Coordinate multi-step workflows Policies + guardrails

The goal is not maximum autonomy. The goal is appropriate autonomy. A password-reset flow may be highly
automated; a complaint involving financial loss, safety or a vulnerable customer may need a person in the loop.

Every agent should have a defined purpose, allowed actions, source-of-truth data, escalation rules, logging and a clear
owner.
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6. Human + Al: the experience customers can trust

The most useful question is not whether Al will replace service agents. It is how work should be divided between Al
and people so customers get faster answers without losing judgment, empathy or accountability.

Al is well suited to repetitive and information-heavy work: searching knowledge, summarizing interactions, identifying
intent, drafting responses, classifying requests, checking policies and coordinating routine steps.

People are especially valuable when the interaction is ambiguous, emotional, commercially important, novel or
consequential. Human expertise also improves the Al system by identifying gaps, correcting errors and refining
policies.

The result should be a better agent experience, not simply a cheaper one. Salesforce’s 2025 research found that
service representatives using Al report less time spent on routine cases.

A practical division of work

People should fead

High-volume routine requests; knowledge retrieval; Sensitive complaints; complex exceptions; negotiation and
summaries and wrap-up; classification and routing; recovery; high-impact decisions; novel situations;
proactive alerts; approved workflow actions relationship-critical moments

When this balance is designed well, customers experience faster resolution, better context and fewer handoffs, while
employees spend more time on work that actually needs them.
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7. The data foundation: context before intelligence

Al cannot create a reliable customer experience from fragmented or unreliable information. If customer identity,
product data, policies and conversation history disagree, a more capable model can simply produce a more convincing
wrong answer.

A strong CX data foundation should answer five questions quickly:

e Who is the customer? Identity, account, relationship and permissions.

e What happened? Recent interactions, cases, transactions and outcomes.

e What do they need? Intent, context, sentiment and current journey.

e What can we safely do? Policies, entitlements, permissions and approved actions.

e What should happen next? Knowledge, recommendations, routing and workflow.

The objective is not a giant data lake for its own sake. It is a usable context layer that gives Al and people the right

information at the right time.

Knowledge quality matters just as much as model quality. Organizations should define source-of-truth systems,
ownership, update frequency, access controls and fallback behavior. When the system cannot establish a reliable
answer, it should say so and escalate rather than improvise.

If an agent cannot explain where a critical answer came from, the system needs stronger retrieval, governance or
human review.
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8. Trust, security and Al governance

CX is one of the most visible places to deploy Al because customers directly experience the output. That makes trust a
product requirement, not a compliance afterthought.

NIST’s Al Risk Management Framework emphasizes trustworthy Al characteristics including validity and reliability,
safety, security and resilience, accountability and transparency, explainability, privacy and fairness. ISO/IEC 42001
provides an international management-system standard for establishing and continually improving Al governance.

For CX teams, these ideas translate into practical controls:

Purpose Every Al capability has a defined customer and business outcome.
Access Al can only see and change data it is authorized to use.

Grounding Answers are tied to approved knowledge and operational sources.
Guardrails Sensitive actions require rules, thresholds or human approval.
Observability Interactions, decisions, tool calls and outcomes can be audited.
Evaluation Quality, safety, accuracy and customer impact are tested continuously.
Escalation Customers can reach a human when Al cannot safely resolve the issue.

Security is part of the experience. Customers are more likely to trust automation when the organization is transparent
about how it uses data, limits risky actions and provides a clear path to human support.
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9. Measuring what matters

Al projects often begin with activity metrics: conversations automated, suggestions accepted or prompts generated.
Those measures are useful, but they do not prove customer or business value.

A better scorecard connects four layers of outcomes.

Operational Employee

CSAT,; Customer effort; First-contact resolution; Time saved; Adoption; Ramp Cost to serve; Retention;
Resolution quality; Repeat Average handling time; time; Complex-case capacity Revenue influence; Service
contact Transfer rate; Backlog margin

One metric rarely tells the whole story. Reducing average handling time can look positive while customer effort rises.
Increasing automation can look efficient while escalation quality deteriorates. The right measurement system tracks
trade-offs.

For each Al workflow, define a baseline, a target, a guardrail metric and a review period. Then measure the complete
journey—not just the Al component.

Good Al economics are not “more automation.” They are better
outcomes per unit of human and technology effort.
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10. A practical roadmap to Al-powered CX

Transformation does not need to begin with a platform-wide redesign. A staged approach reduces risk and creates
evidence before the organization commits to broader autonomy.

Typlcal moves

1. Prepare Create the foundation

2. Assist Improve human
performance

3. Automate Resolve repeatable work

4. Orchestrate Connect decisions

5. Optimize Scale what works

Map journeys; clean knowledge; define identity; establish governance and
baselines.

Agent assist, summaries, knowledge retrieval and quality analytics.

Self-service, Al voice/chat, routing and bounded workflow automation.

Cross-channel context, proactive journeys and multi-step Al agents.

Continuous evaluation, experimentation, governance and outcome-based
investment.

Start with workflows where three things are true: the customer pain is clear, the data is available and the outcome is
measurable. This creates a learning loop that can be expanded safely.

Avoid the “big bang” approach. A small number of well-governed journeys that deliver measurable value will
usually teach the organization more than a large deployment with unclear ownership.
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11. Leadership checklist

Before scaling an Al-powered CX initiative, leadership teams should be able to answer these questions clearly.

e What customer problem are we solving, and how do we know it matters?
e Which journey or workflow is the first priority?

e What data and knowledge does the Al need to act reliably?

e What decisions can Al make, and which require human approval?

e What happens when the Al is uncertain or wrong?

e How will customers reach a human without losing context?

e How will we protect sensitive data and control access?

e What metrics will prove customer, employee and business value?

e Who owns the Al capability after launch?

e How will models, prompts, knowledge and policies be evaluated over time?
The startelelogic point of view

The future of CX should not be defined by how many Al features a business can deploy. It should be defined by how
intelligently the business can connect people, technology and customer needs.

For startelelogic, that means thinking about CX as a connected system: voice and messaging, Al-powered
self-service, agent assistance, automation, routing, analytics and workforce operations should contribute to one
customer relationship rather than operate as separate islands.

The winning approach is grounded: use Al where it improves a real journey, give it reliable context, give it clear
boundaries, keep people involved where judgment matters, measure outcomes honestly and scale what works.

Al is powerful. Good CX makes that power useful.

Research notes

Salesforce — State of Service, 7th edition / Al Agents research (2025). Survey of 6,500 service professionals and decision makers.

McKinsey & Company — The State of Al: Global Survey 2025; Rewiring customer experience for the agentic era (2026); The contact center crossroads

(2025); Next best experience (2025).

NIST — Artificial Intelligence Risk Management Framework 1.0 and Generative Al Profile. ISO — ISO/IEC 42001:2023, Artificial intelligence —
Management system.

Research checked against publicly available sources in August 2026. This document is for strategic education and planning; it is not legal, security,
financial or regulatory advice.

startelelogic
Experience the Future of CX.
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