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INTRODUCTION

Strategy over speea.

In a recent survey, a third of CX and contact center leaders said
their top career goal over the next 5-10 years is to implement

an Al solution that delivers clear ROI. Despite this motivation
and interest from the boardroom and beyond, analysts predict

that 90% of AI proofs-of-concept won’t make it into production.

Many Al initiatives are driven by market pressure, with
leaders feeling the need to act quickly to keep up with
competitors. But jumping on trends without a clear strategy
often leads to short-term pilots that can’t scale.
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Why Al success depends on
more than just the tech.

Introducing ALl into your organization is rarely just a tech project.
You’re guiding your business through operational change that affects
people, processes, and long-held assumptions.

Many teams aren't ready to hand off key processes to
Al because those processes aren't well-defined or
considered to be stable to begin with. That's why

change management is so critical.
According to the PolyAl Customer Service Trends Report,

80% of CX and contact center leaders are expected to
expand their use of Al at the request of C-level executives.

With the right planning, leadership, and expert guidance,
enterprises can successfully adopt Al and minimize
disruptions along the way.

This guide will show you how to manage the changes
needed for Al success and turn your Al goals into lasting,
measurable results.



ttps://poly.ai/guides/customer-service-trends-report-2025/
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Why the contact center Is a strong
starting point for Al transformation.

Al is reshaping business functions across the board,
from sales and marketing to finance and HR. But for
most enterprises, the real question isn’t whether to

start. It’s where.

The contact center is a natural entry point. With its high
volume of repetitive interactions, it offers clear, measurable
opportunities for improvement without overhauling the
entire business model.

Balancing efficiency with
customer experience

Enterprise transformation typically leans toward
one of two goals:

1. Cutting costs

2. Driving revenue

Contact center operations have historically focused on
lowering call volumes, optimizing agent utilization, and
iImproving routing accuracy. Meanwhile, CX teams have
worked to build loyalty and grow lifetime value.

These goals aren’t in conflict. Al can help achieve both.

With Al-powered solutions like Al agents, enterprises

can reduce handle times, improve resolution rates, and
lower costs while delivering a smoother, faster customer
experience. When Al is designed around real customer
needs, it resolves issues without escalating unnecessarily,
freeing up agents for high-value conversations. This balance
of efficiency and experience is where modern CX begins.

Whether you start your Al transformation in the contact
center or elsewhere in the customer journey, start by
pinpointing where Al can deliver quick wins, low-friction use
cases, and clear ROI. The goal isn't just to implement Al but
driving meaningful outcomes from day one.
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To succeed, Al transformation requires
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more than investment. It calls for:

i)

Customer journey clarity

Map experiences to identify
where Al adds value

oS

A sustainable roadmap

Scale intentionally with a
plan for long-term success

Ve

Strategy and vision

Rethink service models and
redesign processes before
layering on Al

Q0

'

Early momentum

Start with quick wins to
prove value and build trust

Stakeholder and cross-functional alignment

Involve stakeholders early and support the shift in how teams
work. Secure buy-in across CX, IT, operations, and risk

Enterprises that have employed these
strategies have seen the following results:

712%

reduction in average handle
time for routine requests

187%

ROI on labor cost savings

250k

generated from off hours bookings


ttps://poly.ai/case-studies/howardbrownhealth/
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Strategy and vision

Successful AI projects start with a clear direction.
That means going beyond the tech and thinking about
how Al supports your broader business goals.
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If you can't connect Al-driven improvements to tangible
business results, it will be hard to justify the upfront

investment. It's not about future-gazing - you need to look at

how solutions can solve your specific problems and create
value for your customers and your organization.

Connect Al to business priorities. Whether you're
trying to reduce costs, improve response times, or scale
without adding headcount, make sure your Al strategy

aligns with what your business is already working toward.

For example, if your goal is to free up your staff, voice Al
can reduce the number of calls to staff by as much as
/2%, allowing you to reduce workload and operational
costs while maintaining service quality.

Understand your appetite for change. Some
organizations are ready to rethink entire processes.
Others need a more gradual path. Knowing how much
change your teams can absorb will help you choose the
right approach.

Plan for growth, not just launch. A proof of concept
might be easy to spin up, but rolling out Al across
channels or teams takes planning. Think about
ownership, integration, and long-term impact

from the start.

Anchor decisions in clear principles. Teams will
face tough choices along the way about accuracy,
automation, transparency, and more. A strong vision
makes those tradeoffs easier to navigate.

Manage disruption early

Al is disruptive by nature. How you manage that disruption
often determines whether a project gets stuck in the proof-
of-concept phase or delivers long-term value.

We've seen this before. During the COVID-19 pandemic,
companies had to act fast. Some adapted and came out
stronger, while others stalled.

What made the difference wasn't just capability; it was
mindset. Risk tolerance, company structure, and leadership
approach all shaped how organizations responded.

The same is true for Al. Success isn’t just about choosing the
right tech. It's about preparing your business for what that
tech will change. That means getting ahead of the impact
on people, processes, and culture.

To stay on track, you need to:

Q!  Connect Al to business priorities

m Understand your appetite for change

s Plan for growth, not just launch

1_?_1 Anchor decisions in clear principles
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Stakeholder and
cross-functional
allgnment

Real transformation starts with engaging
early adopters, people who already

believe in what’s possible. Early adopters
understand the current business and want to
improve it. They’'re not just chasing career
wins; they’re focused on making an impact.
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Bring them in early to:

e Test new tools and ideas - Let them experiment
and explore what's possible

e Champion the initiative - Empower them to share
success stories and build momentum

e Offer grounded feedback - Use their insights to shape
your rollout strategy

e Build organizational trust — Involve real users early to
help build a culture of confidence and trust

Ultimately, Al adoption is about people. The goal isn't to
bolt on new tools, it's to embed Al into how your business
works. Your organization must set realistic expectations and
build trust through transparency, education, and involving
stakeholders in Al development.

Plan for change, not just implementation

Even the most promising initiative can fail if it reshapes how
teams work and there’s no plan to support that change.

Al changes more than workflows. It influences how
decisions are made and what “business as usual” looks like.
That can feel disruptive, so you need to create space and
time for:

Stakeholder and cross-functional alignment

Learning

Help employees understand the technology you are
investing in and how it will empower them.

Adaptability

Be clear about how Al will change roles, free up time,
and allow employees to focus on more complex,
high-value work.

Ongoing communication

Communicate openly throughout implementation to
highlight what’s working, where there’s friction, and
how to adjust.

Readiness isn’t just internal, it's
customer-facing too

Every industry claims to be customer-focused. But that
focus looks different in practice. If automation isn't
implemented thoughtfully, it can feel riskier or out of place.

The key is understanding your internal readiness and your
customers’ expectations. That's what determines whether Al
feels helpful or disruptive.
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Customer
journey clarity

Before you start mapping AI to your customer
experience, your organization must ask: What
do we want the customer journey to feel like?
That vision is your north star. It keeps

your AI efforts grounded in real outcomes,

not just technology for technology’s sake.
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Map the journey

Start by mapping the full set of customer touchpoints
across voice, digital, web, and in-person channels. Don't
worry about feasibility yet. This isn't the stage to filter ideas.
It's about capturing the experience you want to deliver, not
just the one you currently can.

Revisit this journey map once or twice a year.
As customer needs evolve and your Al capabilities
mature, so should your vision.

Taking stock of your current experience is a crucial step
toward understanding what better looks like. You'll need to
consider some of the following areas to find opportunities in
your customer journey:

11
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What?

Call reports

Web analytics

In-person feedback

Contact center metrics

Agent training material

Analytics and transcripts

Contact center
architecture

APl documentation

Customer journey clarity

What you'll look for

The number of calls you receive per year and the breakdown
of call types.

Page visits, bounce rates, site search terms, and chat usage.

Post-visit surveys, kiosk input, and front desk staff notes.

Average handle time, average speed to answer, abandonment, and
agent utilization.

Documentation about the process agents use to complete calls
and any systems used to enter and retrieve data.

Call recordings or transcripts of customer calls and
digital interactions.

Diagrams for telephony & digital chat architecture and
network connectivity.

Documentation of all available APIs and input & output
data formats.

Why?

This process will highlight the high-volume, routine calls that drive the most value
when handled by voice Al.

Reveals where users get stuck, abandon sessions, or frequently ask for help.

Captures unmet needs or friction in physical customer experiences.

This data will help you identify areas for improvement. When an Al agent is
deployed, you can use this data to demonstrate its impact.

Understanding this workflow is essential for designing voice Al that seamlessly
integrates with your existing processes.

To highlight customer behavior and preference patterns, understand specific needs
and pain points, and identify common issues or recurring customer problems.

You can identify potential integration points and dependencies by visually mapping
out the connections between different systems.

This enables your voice team to understand your available APIs and how to integrate
the voice Al system with your existing infrastructure and applications.

12



Customer journey clarity

Find Al opportunities within the journey

With your customer journey mapped, the next step is

to identify where Al can make a real impact. You'll need
someone who understands both the technology and the
operational landscape. This person can spot high-potential
entry points for automation that align with your CX goals.

These entry points should:

Q! Solve real customer pain points

T_|1 Integrate smoothly with existing systems

o Build internal credibility through clear,
measurable wins

If your existing systems already have self-service
capabilities, it may not make sense to rip them out and start
again. For example, voice Al can be used in the contact
center to add more self-service capabilities alongside your
IVR and to route calls from your Al agent to where self-
service and digital resources already exist.

The aim here isn’t for a sweeping transformation all at once.
The goal is to build enough traction and progress to prove
the value and build momentum.

< Research

ldentify

< Assess

<Imp|ement
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Build early momentum

Once your touchpoint map is in place, the next
step is to identify gaps or pain points where
customers might experience frustration, delays,
or disengagement. Whether you're aiming to
improve efficiency, boost customer satisfaction,
or streamline operations, the key is to be
clear about what problem you want AL to solve.
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Setting clear goals at the outset will ensure that your
project team stays aligned and any conflicting priorities are

addressed upfront. These pain points are where Al can make

a tangible, immediate impact.

Ask yourself:
e Where do customers experience delays?
e \Which interactions are repetitive or resource-intensive?

e What bottlenecks most frequently cause customer
disengagement or abandonment?

By identifying these gaps, you'll be able to prioritize Al
applications that offer the most significant, immediate
benefits. This ensures that Al isn't just implemented for the
sake of innovation but as a powerful tool to enhance both
customer satisfaction and operational efficiency.

Start with use cases that deliver fast
results

To gain early momentum, focus on use cases that can
deliver quick, tangible results without disrupting existing
operations. Look for projects that are:

e Low in complexity but highly visible to stakeholders
e Backed by clear KPIs

e Able to demonstrate value quickly and build
internal confidence

Some examples of use cases that work across
industry include:

e Automating responses to common customer questions,
such as business hours or order status

e Streamlining appointment scheduling and sending
reminders to reduce no-shows

e Automating routine data entry and validation to
reduce errors

e Providing real-time updates on order or service request
status without manual intervention

15
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Create 3
sustainable roadmap

Al transformation is a marathon, not a sprint.
To build a sustainable roadmap, focus on
achieving short and medium-term wins while
laying the foundation for long-term success.

The key 1is to stay agile: start small, test,
learn, and scale.
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Create a sustainable roadmap

Each initiative should be

>~

Tied to a clear Measured by the
business objective Impact, not by ambition

$

Supported by ROl modelling to prioritise actions

Avoid the temptation to overreach too early.

Start by establishing your technical baseline, validating

outcomes, and then build from there. This step-by-step
approach minimizes risk while maintaining momentum

and confidence.

Real transformation isn't just about solving problems; it’s
about making change feel inevitable. This mindset shift is
critical for Al leaders.

To lead effectively:

e Understand where your business currently delivers
unique value

e Position Al as a tool to enhance that value, not replace it

e Align Al initiatives with your company’s top priorities,
whether that's improving efficiency, boosting customer
loyalty, or gaining a competitive edge

Al isn't the strategy, it's the lever that moves the
business forward. Your job is to show how it can make
that progress a reality.

17
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Plan for progress,
not perfection

Al transformation is a marathon, not a sprint.
To build a sustainable roadmap, focus on
achieving short and medium-term wins while
laying the foundation for long-term success.

The key 1is to stay agile: start small, test,
learn, and scale.
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Al can transform your customer experience, but only
when it's applied intentionally. Use it where it actually
makes a difference.

The most successful organizations take an iterative
approach: start with real customer problems, build internal
momentum, and scale intentionally. With the right mix of
vision, planning, and flexibility, your team can avoid the Taking an iterative approach
proof-of-concept trap and turn Al into a long-term driver of
business value. The key is to stay grounded in what matters:
your people, your processes, and your customers.

Start with real customer problems

Build internal momentum

Scale internally
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Your Al readiness checklist:
Are you set up for success?

Use this checklist to assess how prepared your organization
is to roll out AI that delivers long-term impact.

O

O

Strategy and vision

Al goals are tied to clear
business objectives

Stakeholders can articulate
the value Al brings to your
customers and company

There's a plan to scale
beyond the pilot or proof-
of-concept

Decision-making is guided
by a consistent set of
principles

[0 Early adopters are identified

[0 Champions are empowered

O

Stakeholder alignment

and actively engaged

to share progress and wins

Cross-functional teams are
aligned on goals, roles, and
responsibilities

Feedback loops exist
between business teams
and Al developers

Customer journey clarity

[0 A current-state customer

journey map exists across
key channels

Journey data (call volumes,
web behavior, page visits) is
available and accessible

Pain points and high-
friction moments are
clearly identified

Al opportunities are
prioritized based on impact
and feasibility

Momentum and
measurement

[0 Quick-win use cases
have been identified and
validated

[0 Success metrics are
defined for each phase of
rollout

[0 Internal communications
are planned to keep teams
informed and engaged

[0 There's a plan to track,
measure, and refine over
time

Roadmap clarity

[0 Milestones are defined for

each stage of the rollout

[0 Dependencies across

teams (e.g., IT, data, CX) are
clearly mapped

Risks and blockers have
been identified and have
owhners

[0 There's a timeline for

review and adaptation as Al
capabilities evolve

20



Ready to start your
digital transformation?

PolyAl is the world's first and only
customer command center platform.

Request a demo to find out more about
how PolyAl can help you resolve up to 90%
of calls, access first-party customer data,
optimize phone support in an instant, and
deliver effortless CX at scale.

Request a demo



https://poly.ai/request-a-demo/

