Are We Really
Reacdly for

Autonomous CX?




Introduction:

The Promise vs.
The Preparedness Gap

Customer experience is at an inflection point. Analysts estimate
that $3.7 trillion in global revenue is at risk annually from poor
customer experiences. At the same time, consumers are sending
a clear message: they expect Al to transform the way they engage
with businesses.

of customers believe companies will soon
use Al to create seamless, connected
experiences across every touchpoint.

And yet, the reality looks very different inside most organizations.
Our recent polls of CX leaders reveal an industry in motion but not
yet in sync with consumer expectations. O respondents report
'not using Al' — but only a minority are anywhere close to scaling
it. Most are still tinkering at the edges, piloting here and exploring
there.

It leaves us with a simple tension: on one side, customers are
pulling businesses into an Al-first future. On the other, CX leaders
are still tightening their shoelaces at the starting line.

are we really ready to hand
So the customer experience over to

quesﬁon is autonomous Al?
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What
Customers Expect

Past (Pre-GenAl baseline): For years, customers tolerated slow,
fragmented service so long as a helpful human eventually solved the
issue. “Personalization” meant a name in an email; handoffs were
clunky; bots were glorified FAQs. Patience was higher because
alternatives were limited and Al wasn't visible in everyday
experiences.

Present (2025 reality): Expectations have reset. Customers now
benchmark you against the best Al-infused experiences they’ve
seen anywhere. They want to be known across channels, get
answers fast, and be routed to a human the moment frustration rises.
In our practitioner polls, Al is already active on the front lines.

say it's most used in self-service, 33% in
conversation intelligence/QA, and 25% in
agent-assist. 0% report “not using Al."

This is why tolerance for “sorry, | didn't understand” is near zero:
customers are already living with competent Al elsewhere.

Future (Next 12-24 months): Expect a shift from reactive to
proactive. The standard will be experiences that carry context across
channels, anticipate needs (e.g., shipping delays, eligibility checks),
and escalate with full memory. Customers will measure brands not
just on speed but on appropriate empathy when the system knows
to pause automation and bring in a person. Your competitive bar is
moving from fast resolution to orchestrated journeys that balance
autonomy with human care.

What this means for CX leaders: Customer expectations are no
longer aspirational slides - they're the operating environment. Any
roadmap that treats Al as a sidecar will under-deliver; the experience
layer itself must be Al-first, with human expertise reserved for the
highest-value moments.
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Where
Businesses Stand

Past: Early deployments focused on triage and deflection — narrow bots and macros stitched to
knowledge bases. Value showed up as lower handle time and cost savings, but experiences remained
brittle and siloed.

Present: Our polls show a mixed, uneven reality:

e Current penetration: 30% of leaders say only 0-10% of interactions are Al-powered or assisted;
35% report 31-60%; 20% are already 61%+.

e Adoption stage: 27% claim full deployment, 45% are in pilots, 27% in early exploration (and 0%
say "not exploring”).

» Vertical emphasis: Retail leaders prioritize 24/7 virtual assistance (58%) and returns/refunds
(22%); BFSI leans toward fraud/lost-card workflows; travel targets rebooking and disruption
management.

Future: Ambition is rising: by 2026, 46% want 25-50% of interactions Al-led
and 34% want >50%. The practical path from “some Al" to “Al-led” is:

1 agent-assist everywhere

2 expand to end-to-end resolution on bounded intents

3 orchestrate across channels and back-office

4 govern with trust metrics (override, hallucination, bias
parity) as strictly as CSAT

Reality check: Many orgs still have <10% Al penetration —
not because the tech is missing, but because operating
models, data plumbing, and governance aren't ready.
Leaders that graduate from pilots standardize patterns,

integrate with systems of record, and measure both
experience quality and risk continuously.
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The
Readiness Gap

Past: “Launch a bot, declare victory.” Early wins masked deeper needs: shared context across
channels, resilient handoffs, and guardrails for privacy and brand safety.

Present: Three structural gaps stall progress:

1 Technology vs. Trust — Customers want deeper personalization, but confidence in data
protection lags; without transparency and control, scale stalls.

2 Efficiency vs. Empathy — Automation without context leads to brittle handoffs and churn at the
moments that matter most.

3 Experimentation vs. Execution — 72% of leaders are still in exploration/pilots while only 27%
claim full deployment; many pilots don't confront organizational friction, so they never scale.

Future: Closing the gap requires shifting from bot projects to Al-operating models:
cross-functional governance, standard patterns (grounding, safety, handoff), shared metrics
(BSAT, override rate, bias parity), and verticalized flows. The orgs that operationalize these
elements will move from “Al-touched” to Al-led experiences.
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The

Autonomous CX
Readiness Matrix
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The Four Quadrants

To make the framework simple and actionable, we define four

Automators
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Adoption Stage

quadrants based on two dimensions:

Adoption Stage (Low vs. High) | CX

Impact Delivered (Low vs. High).
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01 | Explorers (Low adoption, Low impact)

% of orgs here: ~30%

Checklist: Is <10% of your CX Al-led? Are you limited to FAQ bots or basic
routing?

Al x Human work: Humans dominate; Al supports only at the margins.

Example: A retailer uses a chatbot only for store hours or delivery FAQs.

02

| Automators (High adoption, Low impact)

% of orgs here: ~35%

Checklist: Is Al resolving repetitive tasks but struggling with personalization or
empathy? Do handoffs feel clunky?

Al x Human work: Al handles routine tasks; humans handle complexity but
without full context.

Example: A bank deflects password resets to Al but can't carry context into
fraud complaints.

03

| Experimenters (Low adoption, High impact)

% of orgs here: ~15%

Checklist: Are you piloting advanced use cases (sentiment routing, call
summarization)? Are these siloed?

Al x Human work: Humans and Al collaborate in pockets; copilots help some
teams, but not org-wide.

Example: A telco pilots Al summarization for 1 support center, but others lack
the tool.

04 | Autonomous Leaders (High adoption, High impact)

% of orgs here: ~20%

Checklist: Is Al orchestrating end-to-end experiences? Do humans step in only
for empathy or complex escalations?

Al x Human work: Al leads; humans focus on high-value trust and empathy
moments.

Example: An airline Al agent rebooks disrupted passengers, applies loyalty
credits, and routes exceptions to a human with full context.
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Recommendations
for Advancing Across
the Quadrants

o Explorers - Automators: Scale 1-2 use cases tied to measurable CX
outcomes (CSAT, deflection, AHT). Standardize pilots into repeatable

Y,

® o workflows and show early ROI.
o Automators - Experimenters: Layer in context awareness — conversation

[ J : ? ; ; 4

S intelligence, customer history integration, and smoother handoffs. Expand

[ i ; i
beyond efficiency to deliver personalization.

°-0 o Experimenters > Autonomous Leaders: Move from innovation islands to

enterprise rollout. Industrialize Al horizontally across channels, integrate

with CRM/ERP, and back deployments with governance and compliance.

 Autonomous Leaders: Strengthen governance, ethics, and trust metrics.
Use vertical Al models to deepen context, innovate continuously, and set

the industry benchmark.
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Trust,
Governance,
and Risk

Building on a Solid Foundation

Autonomous CX only succeeds when it's built on trust. Customers
must feel respected, protected, and understood — and internal
stakeholders need confidence that Al systems are safe, compliant,
and controllable. To close the trust gap, align on five pillars:

1

Security — Protect sensitive service data and harden Al systems
against jailbreaking, prompt injection, and data leakage.

Privacy — Make data minimization, retention controls, redaction,
and consent flows first-class citizens in CX design.

Bias & Fairness — Actively monitor for skewed outcomes across
languages, geographies, and segments; keep a human in the loop
for high-stakes decisions.

Transparency & Explainability — Label Al everywhere, expose
confidence scores and source grounding, and make automation
logic auditable.

Control — Ensure admins and agents can review, adjust, and
override Al. Provide kill-switches and feature-level opt-outs.

Governance operating model: [QEEIEENR] Al Risk Workgroup [(RYeE]MESY-YoT01 14V 2{foYe [V MRS U] o] o o]

Ops) to approve use cases, review incidents, and publish safe-use standards. Tie approvals to

impact level and mitigation strength.
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A 30/60/90 =
180/365 Roadmap
to Autonomous CX

Days 0-30 — Prove value on one lane

Pick 2-3 high-volume intents (e.g., delivery status, password

i e S e 0-30

Stand up knowledge grounding and guardrails; define
containment and BSAT (Bot SATisfaction) baselines.

Launch Al summarization + agent-assist to lift productivity
immediately.

Days 31-60 — Expand breadth and resilience Q C C C

Add proactive use cases (refund eligibility checks, appointment
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Start weekly governance reviews (exceptions, override rates,
safety flags).

Days 61-90 — Scale and verticalize C C C C

e Layer vertical flows (lost/stolen card, tiered refunds, flight

Sl el 61-90

Introduce sentiment-aware routing and auto-QA for audits.
Publish an executive dashboard: BSAT, containment, AHT,
first-contact resolution, model override rate.
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365 days — Governed autonomy

180 days — Omnichannel orchestration

Expand to email/voice/social; unify identity and case context.

Automate back-office steps via CRM/ERP/RPA integrations.

Run A/B tests on proactive journeys (predictive outreach,
next-best action).

Shift humans to exceptions/escalations; codify policy packs per
region/brand.

ceeCe
180

Annual model audit (bias, drift, hallucination).

Integrate trust signals into journey logic (risk scores, consent
state, loyalty tier).

CCeCcC
365
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Metrics
That Matter
Beyond CSAT

Al efficacy: Containment rate, end-to-end resolution rate,
|A|i deflection (%), zero-touch resolution, abandonment after
bot.

s Quality & experience: BSAT (bot satisfaction), CES, NPS
i@P deltas for Al-assisted vs. non-assisted, empathy-triggered
handoff success.

p Productivity:AHT, shrinkage recapture (tickets/agent/day),
o time-to-resolution, agent throughput, backlog burn-down.

Trust & safety: Model override rate, hallucination
Q@ incidence, Pll exposure rate, safety filter hit rate, bias parity
across segments.

r| Financials: Cost per contact, cost-to-serve delta,
D incremental revenue from proactive saves/upsell, payback
period.

Executive snapshot:

“From pilots to autonomy in 12 months:

8-12 pt. increase in BSAT 20-30% decrease in cost-to-serve

35-45% bot containment zero material privacy incidents
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Industry
Spotlights

What ‘Autonomous’ Looks Like

Retail & eCommerce

N

,i P ' Now: Returns eligibility, order status, size/fit Q&A; proactive back-in-stock and
&5 cart-recovery nudges.

Next (12-18 months): Hyper-personalized promotions tied to inventory and
lifetime value; abuse/fraud checks on returns; curbside pickup orchestration;
dynamic service-level promises based on customer value.

BFSI

Now: Card replacement, KYC document collection, disputes triage, account
lockouts.

Next: Real-time fraud flags in chat; risk-aware journeys using consented data;
automated chargeback evidence packages; differentiated treatment and service
thresholds for premium segments.

Travel & Hospitality

. ’ Now: Disruption rebooking, voucher issuance, loyalty tier benefits, itinerary
(S @ changes.

Next: Predictive IRROPS handling; dynamic compensation rules; real-time
inventory reallocation across partners; sentiment-aware recovery and goodwill
management.

Utilities & Telco

Now: Outage updates, plan changes, usage insights, billing questions.

Next: Predictive outage communication; proactive bill-shock prevention;
technician scheduling and field orchestration; automated pre-visit prep and
post-visit follow-ups.
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Conclusion:

Reacdly for Autonomy If You're
Ready to Operate Differently

Customers have moved on from “good enough” automation. They
expect context that travels, empathy on cue, and outcomes without
friction. Your peers aren't debating Al anymore — 0% of
practitioners said they're not using it — but most are still climbing
from pilots to production at scale.

The story in this report is straightforward:

e Past: bots and deflection proved the cost case.

o Present: Al is everywhere, but impact is uneven — split across
Explorers, Automators, Experimenters, and a small set of
Leaders.

e Future: the advantage goes to teams that treat Al as an
operating model, not a tool — with governance, vertical depth,
and metrics that value trust as much as CSAT.

If you recognize your organization in the left-hand quadrants, the
path is clear: standardize what works, wire in context and safety,
expand horizontally, and measure what matters. If you're already on
the right, your job is to keep trust high while pushing into proactive,
orchestrated experiences.

Bottom line: Autonomous CX isn't about replacing humans — it's
about putting them where they matter most. Build for autonomy with
oversight, and the payoff shows up in happier customers, faster
operations, and durable, defensible growth.

: Get Agentic «
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https://www.kapture.cx/demo/
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