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THE AI AGENT PROGRESSION MODEL

From Ambition
toImpact:

Turn Al Ambition Into
Customer Adoption

A practical guide to choosing, implementing, and
improving a customer service Al agent while
lowering cost and complexity.
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THE ARGUMENT

AlUrgency Is Everywhere.
Impactis Not.

Customer service leaders can see what Al agents could

do. Some are watching the market or comparing vendors. 700/
Others have begun building something that converses but O
does not yet resolve enough customer requests to matter. of customer-service
What they share is uncertainty about how to turn interest organizations using
into a credible result. Al agents report
measurable value
The market makes that harder. Platform vendors and point within 60 days of
deployment.

solutions describe similar capabilities, while most
published guidance assumes a program, budget, and SALESFORCE - 2026
specialist team that many organizations do not have. An

implementation capable of delivering meaningful value

can appear out of reach, while a more realistic effort may

seem too limited to matter.

A consequential customer service Al agent is within reach without
building a specialist function to sustain it.

The starting point is not another platform comparison; it is a customer request that
occurs often enough to matter and can be resolved end to end. Once that request is
clear, the technology question narrows to what can deliver it using the platforms,
systems, and knowledge already available.

Capacity remains the defining constraint. Whoever would lead the work already has a
full job. There may be no conversational designer, platform administrator, or analyst
waiting for an assignment. That does not prevent progress, but it changes how the
work must be structured: one internal owner, focused specialist support, and a result
that reaches real customers inside a short horizon.

This model does not score organizational maturity or require a multi-year roadmap. It
shows the four elements that move a customer service Al agent from initial ambition
to sustained customer adoption.

02



THE MODEL

Four Elements of the Progression Model

Every initiative should progress through the following elements. Each has a defining
question, a characteristic way it stalls, and a single move that completes it.

ELEMENT QUESTION

Reasonto Act Why are we acting,
and what should the
ambition lead to?

Starting Which customer
request should we
pursue first?

Implementing How do we get it
working?

Improving How do we make it
resolve more?

WHAT USUALLY STALLS IT

Interest creates motion
without naming a target.

Vendor claims are difficult
to compare and internal
capacity is limited.

Defining behaviors,
reaching systems, and
judging readiness are
harder than the
demonstration
suggested.

The agent converses but
handles too little real
demand.

NEXT MOVE

Convert ambition into a
focused commitment.

Start with a consequential,
bounded request.

Define success, then build

and evaluate.

Find and close the largest
resolution gap.

Progress does not require a maturity assessment or a roadmap. It
requires knowing which decision is in front of you and taking the
action that makes the next decision possible.

Progress is directional rather than rigid. An initiative may return to an earlier decision
when real customer evidence changes the problem, the scope, or the definition of
good. That is disciplined learning, not lost progress.
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REASON TO ACT

Why are we acting, and what should the
ambition lead to?

Ambition Without a Target

An initiative can begin with curiosity, competitive
pressure, vendor outreach, or a belief that customer
service should be easier to access and less expensive to
operate. All are legitimate reasons to explore. None
identifies what the agent should resolve or what result
would make the work worthwhile.

Exploration needs a purpose. It should reduce
uncertainty, identify a customer request worth handling,
or clarify what a credible result looks like. Otherwise,
vendor demonstrations accumulate while the initiative
remains no closer to a decision.

Six Questions to Drive Action

THE NEXT MOVE

Convert ambition into a
focused commitment.

46%

of CX leaders name
keeping pace with Al
innovation and
managing data
effectively as a top
challenge.

GENESYS - 2026

= Are we pursuing the right things? = What should we do first?

= Which customer or business outcome — What should we do next?

should improve?

= What evidence would make progress = Who decides that it worked?

credible?

The useful first commitment is narrow: name one customer request, the outcome that

should improve, and the person who owns that result.

If nobody can be named to own the outcome and get answers
from the business, that is the constraint to solve first, not the

technology.
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THE NEXT MOVE
Start with a

What customer issue should we pursue first? consequential, bounded
request.

STARTING

Choose a Consequential Contact Driver

Every platform vendor and point solution is pitching Al agents, and the claims sound

alike. Without a dedicated evaluation team, it is difficult to tell which options are real,

which fit the operation, or what implementation will require. The decision that clarifies
the rest is not which vendor to choose. It is which customer issue to resolve first.

Three Signals a Use Case Is Worth Accelerating

01 Meaningful impact. The request occurs often enough, costs enough, or creates
enough customer friction to matter.

02 Implementable scope. The agent can reach the knowledge and systems required
to resolve a bounded version end to end.

03 A visible result. Success can be stated in customer requests resolved, not
merely in capability delivered.

HIGH
e N

[
: DEEP ROUTINE START HERE
'; long, valuable, judgment required
S Account changes e Billing dispute and resolution
a Payment arrangements e Service change with eligibility rules
: Order or application updates e Return or exchange with an exception
-
P N J
w
w
x VOLUME PLAYS EXPENSIVE CURIOSITIES
[~ 4
w
& Password reset General advice with no action
= Order and shipment status Chat that cannot transact
p Branch hours and locations Rare questions with many variations
>

LOW

ROUTINE AMBIGUITY OPEN-ENDED

Pull last quarter's contact drivers and name the single highest-volume
request you would trust an agent to resolve end to end. That choice
eliminates most of the vendor comparison.
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STARTING

Consequential Does Not Mean Large

A bounded use case handled well for real customers is a

serious result. It limits the number of intents, systems, 800/

policies, and customer variations included in the first O

release without reducing success to a technical of common customer

demonstration. service issues could
be resolved

autonomously by
agentic Al by 2029.

GARTNER - 2025

A right-sized starting point has four characteristics:

01 One meaningful customer 02 One internal owner works with
request is resolved end to end. targeted specialist support.

03 Real customers produce a clear 04 The result creates a credible
resolution measure. next decision.

Before evaluating another platform, determine whether the current environment can
support the selected customer request. The real constraint may be configuration,
knowledge, integration, workflow design, or evaluation rather than the platform itself.

Set a target you could reach this quarter, stated in customer

contacts resolved rather than capability delivered. Decline any
plan that cannot put something in front of real customers inside it.
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THE NEXT MOVE
Define success, then
How do we get it working? build and evaluate.

IMPLEMENTING

The Gap Is Method Not Talent

The build is where the demonstration meets the operation. Specifying what the agent
should do, reaching the systems that hold the answers, and deciding whether it is
ready are each more involved than the sales experience suggested.

The organization does not need to create a specialist function. It needs one person
who owns the outcome and can get answers. The specialist work can be supplied
around that owner.

~ - ”~ -

What the Organization Supplies What the Specialist Work Supplies
® One accountable owner for the customer and * Agent behavior and experience design
business result ¢ Configuration and build
¢ Policy and operating context * Knowledge and system integration
® Access to the people who can make ¢ Repeatable evaluation
decisions

* Release and post-launch improvement
e Confirmation of what customers and support

employees need

A capable generalist team can build and run an Al agent once the behaviors are
written down and the evaluations are automated. Without that method, every change
becomes a new judgment call and the initiative becomes someone's second job.

Stop adding capability for one week. Write down the
conversations the agent must handle correctly, turn them into a
test you can run on demand, and judge every change against it
from then on.
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IMPLEMENTING

Evaluation s the Key to Iteration

Al agents interpret language, context, policy, and knowledge. They can respond
differently to inputs that appear similar, and a change that improves one behavior can
weaken another. A pass-fail test built only around a demonstration cannot manage
that variation.

WHEN GOOD IS NOT DEFINED WHEN GOOD IS DEFINED
A customer conversation The same conversation 47
EACH SCORED PASS / FAIL ¢
Someone forms a view Identify the correct customer issue?

experience, instinct, whoever happened to listen

Task instructions followed?

Righttools and articles used?

"Seems fine to me”

Appropriate tone and sentiment?

No shared standard. l
No ability to scale.

A score — and the reason for it

the same standard, every conversation

A minimum viable evaluation should determine whether the agent:

— ldentified the customer request correctly — Completed or materially advanced the
task
= Used the appropriate knowledge, data, = Recognized when human involvement
and tools was required
— Followed required process and policy — Communicated clearly and appropriately

Before launch, agree what the first month after go-live looks like: who
reviews real conversations, how often, and against what. An agent nobody
looks at does not stay good.
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THE NEXT MOVE

IMPROVING .
Find and close the largest

How do we make it resolve more? resolution gap.

Conversational Is Not Yet Consequential

Something is live. It converses, handles a narrow set of

requests, and transfers more customers than expected. 940/
That does not mean the model is incapable or the O
platform is wrong. Proving the technology works is a of organizations hit
legitimate first step and a different thing from handling day-two operations
real demand. problems after

deploying agentic Al.
The distance between the two is usually knowledge,
integration, and evaluation. Real customers describe
needs differently, arrive with exceptions, and expect the
agent to take action. Each transfer is evidence about what
the operation has not yet enabled the agent to do.

DATAROBOT - 2026

~ - ~ - ”~ - ~ -

1. Customer 2. Business 3. Agent 4. Operation
e Resolution e Cost per contact e Intent e Containment
» Effort  Conversion understanding e Accuracy
e Confidence e Retention * Process ¢ Release stability
e Satisfaction e Avoided demand -a}dherence * Review effort
e Tone

e Escalation
judgment

Improvement is a loop: observe real conversations, compare them with the standard,
diagnose the largest cause of failure, make one change, and rerun the same
evaluation to determine whether resolution improved.

Export every conversation that ended in a transfer last month and classify
each one by why it transferred. Read only the largest category. The cause is
usually missing knowledge or a system the agent cannot reach.
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CONCLUSION

Progress Is Knowing What to Do Next

You cannot fully understand this work until real customers use what you build. The
way forward is not a larger planning exercise. It is knowing which decision is in front
of the initiative, making that decision with enough discipline to produce evidence, and
using the evidence to determine the next move.

Four Keys to Impact
01

Name the customer issue before comparing platforms.

The use case narrows the technology decision and makes vendor claims
easier to evaluate.

Start consequentially and keep the boundary clear.

A focused implementation can still resolve something important for real
customers.

Define good in a form the team can test repeatedly.

Written behaviors and automated evaluation allow generalists to run the
agent well.

04

Measure resolution, not conversation.

The agent creates value when it handles real demand and improves
customer or operational outcomes.

A credible result does not require a new specialist function, a five-year platform
commitment, or a broad transformation program. It requires one owner, a bounded
customer request, a method for evaluating the agent, and a plan for improving it after
launch.

Find the decision that describes your initiative today and make the one next
move it names.

10



WORKING WITH PTP

How PTP Helps

PTP helps organizations configure, build, and run customer service Al agents across

voice and messaging channels. Focused engagements produce a first working result

in weeks, using the platforms the organization already has wherever they can support
the selected customer request.

The specialist work is PTP's. We work alongside one accountable business owner to
define the customer request, design the behavior, connect the required knowledge
and systems, create repeatable evaluation, and improve performance. The
organization does not need to build a new function to get started or sustain the result.

Proof in practice. This model is grounded in hands-on work selecting, designing,
building, evaluating, and improving customer service Al agents in live operations. The
evidence is practical: defined behaviors, working integrations, repeatable evaluation,
measurable performance, and an improvement cycle the organization can sustain.

Select and Bound Accelerate Delivery Close the Performance
FOR INITIATIVES IN REASON TO FOR INITIATIVES IN Gap

ACT OR STARTING HHPLEMENTING FOR INITIATIVES IN IMPROVING
Choose a customer issue, Define essential behaviors, Identify why the agent
define an implementable connect the required transfers or falls short,
scope, and name the knowledge and systems, prioritize the largest cause,
evidence that would make automate evaluation, and and improve resolution

the result credible. create a path to real

against the same evaluation

customer use. standard.

Find the decision that describes your initiative today and make the one next move it
names. Or talk to PTP about your next move.

START THE CONVERSATION Contact Us >

PTP brings more than 20 years of CX expertise to helping growing organizations
select and implement practical Al solutions that improve customer service and deliver
measurable results without unnecessary cost or complexity. Our client relationships
average more than 10 years.

@ m AMERICA FIRST eHealth TheBancorp
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