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To ROI or Not to Be:  

Why Proving Value is the Real Test of CX 

By: Yossi Abraham    

Customer experience is universally praised - and 

quietly questioned. 

In boardrooms and budget reviews, few leaders will 

argue that Customer Experience (CX) does not 

matter. The language is familiar: “customers expect 

more,” “digital-first is the new normal,” “loyalty is 

fragile.” All of that is true. The tension shows up later, 

when the conversation turns from aspiration to 

allocation. When budgets tighten and priorities collide, 

CX often finds itself on the defensive. Not because 

executives have suddenly become anti-customer, but 

because belief alone does not survive scrutiny. In 

today’s environment, CX is no longer judged by how 

good it sounds or how well it scores. It is judged by 

whether it produces measurable business value. 

That shift is uncomfortable for some teams, but it is also healthy. It forces clarity. It pushes 

us to connect what customers feel to what the business funds. It rewards programs that 

deliver both better experiences and better outcomes. It also exposes a hard truth: many 

CX initiatives struggle to prove ROI, even when customers genuinely benefit. 

The gap is rarely about intent. It is about design. 

CX Is Strategic - But Strategy Isn’t Enough 

For years, CX has been treated as a strategic pillar, often sitting alongside growth, 

innovation, and transformation. Strategy, however, is not a budget line item. Finance 

leaders and operating leaders need to understand how experience improvements translate 

into tangible results: lower cost to serve, fewer avoidable contacts, faster resolution, higher 
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digital adoption, and better retention. They also need to see those results within a 

timeframe that matches how businesses actually run. In an era of quarterly pressure and 

continuous reprioritization, “eventually” is a risky promise. 

Traditional CX measures such as Net Promoter Score and customer satisfaction still 

matter. They capture sentiment. They can signal emerging risk before it becomes obvious 

in churn or complaints. But on their own, they are often too indirect to carry a funding 

conversation. A rising score does not automatically explain what changed operationally, 

what it saved, or what it earned. Meanwhile, a flat score does not necessarily mean the 

investment failed. Customers can be happier and still score you the same if expectations 

moved, competitors improved, or the scoring question did not reflect the journey you 

fixed. 

This is where skepticism grows. If CX cannot translate improvement into outcomes the 

organization recognizes, experience becomes easier to trim than to defend. Teams end up 

arguing for the moral value of customer-centricity rather than the economic value of 

reducing customer effort. That is a losing posture, not because it is wrong, but because it 

is incomplete. 

The Real Issue Isn’t CX - It’s How We Prove Its Value 

When CX initiatives fail to demonstrate ROI, it is usually not because the experience did 

not improve. More often, ROI was never designed into the program from the beginning. 

I have seen this pattern repeat across industries. A journey is redesigned. A new digital 

path is launched. A channel is modernized. The organization celebrates a release date, then 

realizes it cannot answer basic questions: Did contact volume change? Did the handle time 

drop? Did customers complete tasks faster? Did repeat contacts decline? Did retention 

improve in the segment that used the new experience? The team scrambles to instrument 

measurement after launch, when baselines have already shifted, and data gaps are expensive 

to close. 

Three structural issues tend to drive the problem. 

First, measurement is treated as a phase instead of a requirement. Teams will spend months 

designing experiences and weeks debating microcopy, then allocate a fraction of that time 

to defining what “success” means and how it will be tracked. 

Second, time-to-value is underestimated. Many experience programs rely on broad, multi-

quarter rollouts that delay observable impact. During that gap, leadership changes, 

priorities shift, and budgets tighten. Even good programs can die from lack of early 

evidence. 

Third, data is disconnected. Experience signals live in survey tools and feedback platforms. 

Operational data sits in contact center systems, digital analytics, and workforce tools. 

Financial outcomes live with finance. Without a deliberate plan to connect these sources, 

leaders are asked to trust a narrative rather than a model. Trust is important. In budgeting, 

it is not enough. 
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The result is predictable. CX leaders walk into executive discussions with stories, not 

proof. They know the experience is better. They can show screen flows, quotes and survey 

deltas. But they cannot tie those improvements to what the organization is trying to 

optimize. In that moment, CX is treated like a cost center, not a lever. 

The New Standard: Speed and Measurable Impact 

The expectations for CX have changed. Organizations are no longer willing to wait a year 

to understand whether an investment is working. Modern CX initiatives must launch 

quickly, focus on high-impact use cases, and tie experience improvements directly to 

operational and financial outcomes. 

This does not mean every program needs to be “small.” It means the path to evidence 

must be short. Leaders need an early signal that the investment is moving the right needles. 

That early signal can take different forms depending on the initiative. For self-service 

experiences, it might be higher completion rates and fewer assisted contacts for the same 

intent. For proactive communications, it might be fewer inbound “where is my order?” 

calls, fewer missed appointments, or fewer billing disputes. For agent-facing improvements, 

it might be faster resolution and fewer transfers. 

The common thread is time-to-value. When results show up early, CX stops feeling like a 

leap of faith. It starts behaving like an operating decision. 

There is also a subtle cultural impact. When teams can show measurable change quickly, 

they earn permission to iterate. They can expand the scope with credibility. They can 

protect customer outcomes during hard trade-offs by showing the financial upside of doing 

so. 

What Proving ROI Looks Like in Practice 

Designing ROI into CX is not about turning every customer interaction into a spreadsheet 

exercise. It is about being clear from day one on three things: what business problem you 

are solving, how you will measure change, and how quickly you expect to see impact. 

It begins by choosing the right use case. Not all journeys have the same ROI potential. A 

high-volume, costly interaction with frequent failure points is a better starting point than a 

low-volume journey that mostly works. If you want to demonstrate value, start where 

there is friction, expense, and repetition. 

Digital self-service is often beneficial because it can reduce the volume of assisted calls 

while making it easier for customers to solve their issues when executed well. That last 

part is important. Poor self-service does not prevent calls; it generates them. When 

customers encounter dead ends, they contact support more frustrated than before, costing 

the business twice: once for the digital system and again for assisted recovery. Effective 

self-service isn't about hiding the phone number; it's about resolving the customer’s 

problem completely and providing clear escalation options when necessary. 
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Call deflection, similarly, should be approached carefully. The aim is not to cut calls at all 

costs but to lower avoidable calls by addressing intent earlier in the customer journey, 

whether through smarter routing, better contextual answers, or proactive updates. If 

deflection becomes a leading KPI, it can encourage experiences that feel like barriers. These 

experiences might “save” costs in the short term but can erode trust and lead to higher 

churn over time. 

Proactive communication can be highly effective when it prevents confusion and reduces 

unnecessary inbound requests. The same rule applies: usefulness is key. Customers accept 

proactive messages when they are timely, relevant, and easy to understand. They dislike 

them when they feel like noise or marketing spam. 

Once a use case is chosen, credible attribution becomes the main focus. Leaders don't 

need perfection; they need confidence that the result is genuine and that the program, not 

a temporary trend, was responsible. 

Attribution can be implemented in several practical ways without turning the organization 

into a research lab. Phased rollouts can create natural comparison groups. A/B testing can 

isolate specific changes in digital flows. Time-series analysis can reveal breakpoints 

correlated with launches. Even simple pre- and post-baselines can be credible when you 

account for volume shifts and other known factors. The key is to choose the method 

before launching and set up the instrument accordingly. If you delay, the data will push 

back. 

The Often-Missed Metric: Time-to-Value 

In tight budget cycles, time-to-value isn't optional; it's essential for survival. 

Time-to-value depends on scope, integration complexity, and operational change 

management. When programs try to do everything at once, they often delay delivering 

results. A more resilient approach is to deliver a minimum viable experience that fulfills a 

specific purpose, measure its success, and then expand. This isn’t about shipping incomplete 

work. It’s about narrowing your focus so you can quickly deliver a full solution to a defined 

problem, learn from it, and demonstrate impact. 

Operational alignment is important here. If a new digital experience decreases contacts for 

one team but increases workload for another, the overall value may be unclear. If success 

depends on agents changing their behavior, measurement should include adoption and 

compliance. If finance is asked to verify savings, they should be involved early to define what 

qualifies as savings and how it will be reflected in the numbers. The quickest way to credible 

ROI is rarely just technical. It’s technical plus operational plus financial alignment, all agreed 

up front. 

ROI-Only Thinking Has Limits 

There is a risk in focusing too much on ROI as the only important measure. Some of the 

most valuable results in CX are real but indirect. Lowering customer effort can boost 

retention over time, even if the savings are not visible right away. Building trust can 
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decrease escalations, disputes, and reputational risks, which are hard to predict until 

something goes wrong. Brand outcomes can influence acquisition costs and customer 

lifetime value in ways that don’t easily connect to a single journey metric. 

If leaders demand that every CX initiative show immediate savings, organizations will 

overinvest in short-term efficiency and underinvest in experiences that build long-term 

resilience. Customers will quickly notice that imbalance. The same goes for employees, 

who become the humans forced to explain policies and friction that customers should not 

have to face in the first place. 

A balanced approach considers short-term ROI essential but not the sole objective. The 

most mature organizations evaluate CX investments through a combined perspective: 

short-term efficiency outcomes, medium-term behavioral changes, and long-term 

relationship growth. In practice, this involves linking operational metrics like contact rates, 

transfers, and resolution times with experience metrics such as effort and satisfaction, then 

monitoring downstream business results like retention, repeat purchases, and complaint 

rates. 

None of this requires a perfect model. It requires a consistent one. 

ROI Doesn’t Compete With Experience -  It Strengthens It 

One of the most persistent myths in CX is that focusing on ROI diminishes the customer 

experience. In reality, the opposite is often true. CX initiatives that demonstrate value gain 

stronger executive support, scale more effectively, and withstand economic pressures. 

That stability enables teams to invest more confidently in delivering better, more consistent 

experiences. 

When teams consider measurement part of the design process, they build with intention. 

When they prioritize time-to-value as a product requirement, they minimize risk. When 

they align experience outcomes with business goals, they stop selling CX internally and 

begin managing it like an operating system. 

Excellent customer experience not only feels good to customers but also benefits the 

business and can be demonstrated. 

The Bottom Line 

CX can no longer depend solely on belief. To succeed in today’s environment, it must 

demonstrate its value clearly, quickly, and consistently. 

That does not mean turning customer relationships into mere transactions. It means 

respecting the fact that organizations allocate resources based on evidence, not just 

intention. The teams that succeed in the next era of CX will be the ones that can link 

experience to operations, operations to financial results, and financial results back to the 

customer. 
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Because when it comes to customer engagement, the question is no longer whether CX 

matters. It’s to ROI, or not to be.  

 


