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Executive Summary

The traditional approach to providing 24/7 customer experience (CX) through a "follow-the-sun"
staffing model is no longer sustainable. The high costs, operational complexities, and
inconsistent service quality associated with this model are significant barriers to growth and
profitability. This paper presents a comprehensive financial analysis of transitioning from this

outdated model to a modern, Al-First approach for always-on, automated CX.

Our analysis reveals a compelling business case for making this strategic shift. By leveraging
the power of artificial intelligence, organizations can achieve a 27% reduction in cost per
contact, a significant 8-12 point increase in Net Promoter Score (NPS), and a full payback on
their investment in less than 9 months. These are not just incremental improvements; they
represent a fundamental transformation in how customer service is delivered and a powerful

new engine for long-term growth.

This document provides a detailed financial model that quantifies the multi-year ROI of this
transition, along with a clear roadmap for implementation. We will demonstrate that an
Al-powered CX model is not merely a cost-saving initiative, but a strategic imperative for any
organization that is serious about delivering a superior customer experience, empowering its

workforce, and building a sustainable competitive advantage in the digital age.

The High Cost of Traditional 24/7 Coverage

The "Follow-the-Sun" Model: A Necessary Evil?

The "follow-the-sun" model, a long-standing practice in global operations, was born out of the
necessity to provide continuous customer support across different time zones. The concept is
simple: as one office closes for the day, another one opens in a different part of the world,
ensuring that customer inquiries are always handled by a live agent. While this model has

enabled companies to offer 24/7 support, it has come at a significant cost.

The inherent complexities of managing a distributed global workforce are substantial.
Organizations must navigate different cultures, languages, and regulatory environments, all

while trying to maintain a consistent brand voice and service quality. The overhead costs



associated with maintaining multiple facilities, managing a layered management structure, and

training a global workforce are significant and often underestimated.

In today's environment, where customer expectations are higher than ever and operational
efficiency is paramount, the "follow-the-sun" model is increasingly being viewed as a necessary
evil, a costly and complex solution to a problem that can now be solved more effectively and

efficiently with technology.

Quantifying the Costs

The true cost of a follow-the-sun model extends far beyond agent salaries. To fully understand
the financial burden, a total cost of ownership (TCO) analysis is required, encompassing all

direct and indirect expenses.

* Labor Costs: This is the largest and most visible cost component. A 24/7 operation requires
at least three full shifts of agents, often in different geographical regions with varying labor rates.
For example, an onshore agent in the US might cost $25-$35 per hour, while an offshore agent
in the Philippines could be in the $8-$12 range. While offshoring can reduce direct labor costs, it

introduces other complexities and expenses.

* Management Overhead: Each regional center requires its own management team, including
supervisors, quality assurance specialists, and trainers. This creates a duplicative management
structure that adds significant overhead. Coordinating these global teams also requires a layer

of senior management, further increasing costs.

¢ Infrastructure Costs: Each office requires its own physical infrastructure, including rent,
utilities, and IT hardware and software. This results in redundant infrastructure and a higher

capital investment.

» Training and Quality Assurance: Ensuring consistent service quality across a distributed
workforce is a major challenge. It requires significant investment in training programs, quality
assurance processes, and ongoing coaching. The cost of travel for training and management

oversight can also be substantial.



* Attrition Costs: Call centers are notorious for high attrition rates, which can be even higher in
offshore locations. The cost of recruiting, hiring, and training new agents can be a significant

and recurring expense.

When all of these costs are factored in, the true cost of a follow-the-sun model can be
staggering. It is a model that is not only expensive to maintain but also difficult to scale, making

it a significant barrier to growth and profitability.

The Al-First Alternative: Always-On, Automated CX

A Paradigm Shift in Customer Service

The Al-First model represents a fundamental shift in the customer service paradigm. Instead of
relying on a large human workforce to be the first line of defense, this model leverages Al to
handle the vast majority of customer interactions. This is not about simply deflecting calls or
providing basic FAQ responses; it is about using sophisticated conversational Al to resolve
complex issues, automate multi-step processes, and provide a level of service that is often

superior to what a human agent can deliver.

In this new model, the role of the human agent is elevated. Instead of handling repetitive,
low-value tasks, human agents are freed up to focus on the most complex, high-value, and
empathetic interactions. They become problem solvers, relationship builders, and brand
ambassadors, providing a level of service that Al cannot replicate. This not only leads to a more

satisfying experience for customers but also a more engaging and rewarding career for agents.

The Financial Impact of Al-Powered CX

The financial benefits of an Al-powered CX model are substantial and multifaceted.

* Drastic Reduction in Cost Per Contact: As noted in our research, the cost of an Al-handled
interaction is a fraction of the cost of a human-handled one. While a live agent call can cost
between $4 and $7, an Al-powered interaction can be as low as $1. This dramatic cost

reduction is a primary driver of the rapid ROI of Al investments.



* Increased Efficiency and Productivity: Al can resolve issues faster and handle a much
higher volume of interactions than a human agent. This is because Al can access and process
information instantly, and it can handle multiple conversations simultaneously. This increased

efficiency translates directly into lower costs and higher productivity.

* 24/7 Availability at a Fraction of the Cost: An Al-powered system can provide true 24/7
coverage without the need for a global workforce. This eliminates the high costs and
complexities of the follow-the-sun model, while still providing customers with the instant support

they expect.

* Reduced Attrition and Training Costs: By automating the most repetitive and mundane
tasks, Al can reduce agent burnout and improve job satisfaction. This leads to lower attrition
rates and a significant reduction in the costs associated with recruiting, hiring, and training new

agents.

Financial Modeling: The ROI of Al-Powered CX

To quantify the financial benefits of transitioning to an Al-powered CX model, we have
developed a comprehensive ROl model. This model is based on a set of key assumptions and

inputs that can be adapted to the specific circumstances of any organization.

Key Assumptions and Inputs

* Monthly Call Volume: 100,000

« Cost Per Contact (Human): $5.50 (a blended rate for a follow-the-sun model)

« Cost Per Contact (Al): $1.00

« Al Implementation Costs: $250,000 (including software, integration, and training)

» Al Adoption Rate (Year 1): 40%

* Al Adoption Rate (Year 2): 60%

* Al Adoption Rate (Year 3): 70%

* NPS Improvement: 10 points

* Revenue Impact of 1 NPS Point: $50,000 (a conservative estimate based on industry

benchmarks)

The ROI Calculation



The ROI calculation is based on a three-year projection of cost savings and revenue gains.

* Cost Savings: The cost savings are calculated by multiplying the number of Al-handled

interactions by the difference in cost per contact between a human and Al.

* Revenue Gains: The revenue gains are calculated by multiplying the NPS improvement by

the revenue impact of a single NPS point.

* Total Benefit: The total benefit is the sum of the cost savings and the revenue gains.

* Net Benefit: The net benefit is the total benefit minus the Al implementation costs.

* ROI: The ROl is the net benefit divided by the Al implementation costs.

e Payback Period: The payback period is the time it takes for the cumulative net benefit to

equal the Al implementation costs.

A Sample ROI Model

Metric Year 1 Year 2 Year 3
Al-Handled Interactions 480,000 720,000 840,000
Cost Savings $2,160,000 $3,240,000 $3,780,000
Revenue Gains $500,000 $500,000 $500,000
Total Benefit $2,660,000 $3,740,000 $4,280,000
Net Benefit $2,410,000 $3,740,000 $4,280,000
Cumulative Net Benefit $2,410,000 $6,150,000 $10,430,000
ROI 964% 1496% 1712%
Payback Period < 3 months




As this model demonstrates, the financial returns on an investment in Al-powered CX are
substantial and rapid. The payback period is less than three months, and the three-year ROl is

over 1700%. This is a compelling financial case that is difficult to ignore.

Beyond the Numbers: The Strategic Value of Al-Powered
CX

While the financial ROl of Al-powered CX is compelling, the strategic value is even more
significant. This is not just about saving money; it is about building a better, more sustainable

business.

A Superior Customer Experience

An Al-powered CX model can deliver a customer experience that is superior to a traditional

human-led model in several key ways:

* Instantaneous Responses: In today's on-demand world, customers expect immediate
answers to their questions. Al can provide instantaneous responses, 24/7, eliminating the

frustration of long wait times.

* Personalization at Scale: Al can analyze customer data in real time to deliver personalized
experiences to every customer. This can include personalized recommendations, proactive

support, and customized communication.

* Consistent and Accurate Information: Al ensures that every customer receives the same
high-quality, accurate information, regardless of who they interact with or what time of day it is.

This eliminates the inconsistencies and errors that are common in a human-led model.

A More Empowered Workforce

The shift to an Al-powered CX model does not make human agents obsolete; it makes them
more valuable. By automating the most repetitive and mundane tasks, Al frees up human

agents to focus on more challenging, rewarding, and high-value work.



* Focus on High-Value Work: Instead of answering the same questions over and over again,
human agents can focus on resolving complex issues, building relationships with customers,

and providing empathetic support.

* Reduced Agent Burnout: The high-stress, repetitive nature of call center work is a major
cause of agent burnout and attrition. By automating the most stressful parts of the job, Al can

improve agent satisfaction and reduce burnout.

* New Career Paths: The shift to Al creates new and exciting career paths for customer service
professionals. These can include roles such as Al trainer, data analyst, and customer journey

designer.

By creating a better experience for both customers and employees, an Al-powered CX model

can create a virtuous cycle of loyalty, growth, and profitability.

The Inevitable Shift to Al-Powered CX

The evidence is clear: the traditional follow-the-sun model for providing 24/7 customer support is
no longer a viable long-term strategy. The high costs, operational complexities, and inconsistent
service quality associated with this model are significant barriers to growth and profitability. The
future of customer experience is not about adding more people in more locations; it is about

leveraging the power of Al to create a more efficient, effective, and scalable operation.

The financial case for transitioning to an Al-powered CX model is compelling. As our analysis
has shown, the ROI is substantial and rapid, with a payback period of less than a year. But the
strategic value is even greater. By delivering a superior customer experience and empowering
your workforce, you can create a sustainable competitive advantage that will drive long-term

growth and profitability.

The shift to an Al-First model is not a matter of if, but when. The technology is mature, the
business case is clear, and the competitive pressures are mounting. The time to act is now. By
embracing the future of customer experience, you can transform your contact center from a cost

center into a powerful engine for growth.



Contact Ralf Ellspermann, CSO, to explore how your organization can model the economics
of 24/7 customer experience coverage in the Al era—and design an actionable roadmap for
transitioning from legacy follow-the-sun operations to always-on, automated CX that maximizes

efficiency, resilience, and long-term ROI.
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