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Executive Summary

The numbers tell a compelling story with over 1,600 
conversational AI vendors competing in the market today, 
enterprises have never faced a more complex landscape 
when modernizing their contact centers (Servion, 2026). 
Yet complexity alone is not the greatest challenge. Industry 
research indicates that up to 80% of AI projects fail to 
deliver their intended business outcomes (McKinsey & 
Company, 2024). For organizations evaluating or migrating 
to a CCaaS platform, how AI is considered from the outset 
will determine whether the transformation delivers on its 
promise.

For CX leaders under pressure to move fast, selecting 
the wrong platform does not just waste critical 
dollars, it burns organizational trust in AI and can 
set transformation back by years. This white paper is 
designed to help enterprise leaders avoid that outcome.

As enterprises continue to move from on-premises 
contact centers to CCaaS platforms, many are realizing 
that migration alone does not guarantee better 
outcomes. The real shift is not just to the cloud, but 
toward intelligence-led operations. Artificial Intelligence 
now plays a central role in shaping customer experience, 
agent productivity, and operational efficiency.

This white paper outlines the Servion AI Evaluation 
Framework, a structured approach developed from over 
30 years of contact center expertise and 600+ enterprise 
implementations. It is designed to help leaders move 
beyond basic feature comparison and focus on how 
intelligence is embedded across the platform to deliver 
measurable business results.

With 1,600+ vendors competing for attention, the 
market has never been more confusing. Venture capital 
has poured billions into conversational AI startups. 
Established CCaaS platforms have added AI capabilities. 
Waves of specialized vendors have emerged, each 
claiming to solve a specific slice of the customer service 
puzzle.

The most common failure pattern is familiar: a CX team 
sees an impressive vendor demo, gets excited, signs a 
contract, and then tries to figure out where to apply the 
technology. This backwards approach leads to solutions 
looking for problems, pilots that demonstrate technical 
capability but not business value, and deployments that 
stall before delivering ROI.

Many organizations also approach CCaaS evaluation with 
a traditional mindset, focusing on cost, scalability, and 
channel capabilities. While these are important, they 
do not fully address the demands of modern customer 
experience. Common challenges include:

The issue is not always the platform itself, but the way 
it is evaluated. A rigorous, structured approach one that 
leads with business outcomes rather than technical 
features is the differentiator between organizations that 
realize AI’s promise and those that don’t.

Why Most CCaaS Evaluations Fall Short

Increased agent workload despite 
automation efforts

Limited visibility into  
interaction quality

Difficulty scaling  
operations efficiently



In today's environment, AI is no longer an optional layer. 
It is an essential part of how contact centers operate. 
From customer interactions to workforce management, 
intelligence is embedded across the entire lifecycle.

Organizations that recognize this shift are better 
positioned to improve efficiency, deliver consistent 

experiences, and adapt to changing customer 
expectations. The key question for leaders is not 
whether a platform includes AI, but how effectively it is 
integrated and used.

The Shift Toward AI-Driven Contact Centers

To address these challenges, Servion has developed a structured framework that helps 
organizations evaluate CCaaS platforms through an AI-first lens. This framework focuses 

on how intelligence is applied across capabilities, systems, and processes to deliver 
measurable outcomes.

Servion CCaaS Evaluation Framework



1. Identify Core AI Capabilities

AI capabilities should go beyond basic automation and 
support better decision-making.

·	 Generative AI enables automatic call summaries, 
follow-up communication, and real-time 
knowledge suggestions, reducing manual effort 
and improving consistency.

·	 Conversational AI should handle complex, intent-
driven interactions rather than relying only on 
predefined scripts.

·	 Intelligent routing should consider customer 
context, past interactions, and sentiment to 
connect customers with the most suitable agent.

·	 Real-time agent assistance helps agents during 
interactions through transcription, prompts, and 
contextual recommendations.

2. �Embrace Analytics and  
Predictive Insights

AI should support a shift from reactive to proactive 
operations.

·	 Predictive engagement allows organizations to 
anticipate customer needs and act before issues 
escalate.

·	 Sentiment analysis provides a real-time 
understanding of customer emotions, enabling 
timely intervention.

·	 Conversation intelligence analyzes all interactions 
to identify patterns, risks, and opportunities for 
improvement.

3. Determine Deployment Scope: 

Evaluate how AI should be applied across the entire 
ecosystem (Customers, Agents, and Operations):

·	 Customer-facing capabilities include virtual 
assistants that provide seamless, context-aware 
interactions.

·	 Agent-facing tools provide guidance, suggested 
responses, and automated summaries, reducing 
effort, and improving performance.

·	 Operational intelligence includes forecasting, 
workforce management, and customer journey gap 
identification.

4. �Document Integration and 
Architecture Requirements

The effectiveness of AI depends on how well it 
integrates with existing systems.

·	 Platforms with built-in AI capabilities generally 
provide more consistent performance than those 
relying on external add-ons.

·	 CRM and enterprise system integration is essential 
to provide a complete view of the customer and 
enable accurate insights.

·	 An API-first approach allows flexibility and 
supports future innovation.

5. �Validate Security, Ethics,  
and Governance

Trust and compliance are critical considerations.

·	 Platforms must follow data privacy regulations 
and maintain transparency in how data is used.

·	 Vendors should demonstrate how they address 
bias in AI models and ensure fair, responsible 
outcomes.

6. �Measure Business Value  
and Scalability

AI investments should deliver measurable results. 
Vendors should demonstrate improvements in key 
metrics such as handling time, resolution rates, and 
overall efficiency. The platform should also scale 
effectively while maintaining consistent performance.

7. �Ensure Innovation and  
Future Readiness

Organizations should consider the long-term direction 
of the platform how frequently new capabilities 
are introduced, and whether the platform adapts to 
emerging technologies. No-code and low-code tools are 
also valuable, allowing business users to make changes 
quickly without heavy technical involvement.



TCO and ROI Considerations
As organizations transition from on-premises to CCaaS 
platforms, Total Cost of Ownership (TCO) and Return on 
Investment (ROI) continue to be important evaluation 
factors. Unlike traditional models with upfront capital 
expenditure, CCaaS operates primarily on an operating 
expense model, with costs spread across a typical 3–5 
year contract period.

Organizations should evaluate TCO 
across the full lifecycle, including:

·	 Platform licensing

·	 AI capabilities and costs (i.e. tokens)

·	 Integration and implementation

·	 Training and change management

·	 Ongoing optimization

In progress/monitoring

·	 Reduction in handling time

·	 Improved resolution rates

·	 Increased self-service adoption

·	 Enhanced agent productivity

Supporting this value perspective, McKinsey & Company 
estimates that generative AI could deliver productivity 
improvements of 30–45% in customer operations, 
reinforcing the importance of aligning technology 
investments with measurable business outcomes.

Servion's framework encourages a balanced view of cost 
and value, helping organizations evaluate long-term 
impact alongside financial considerations.

Example Scenario

Consider an enterprise moving from an on-premises contact center to a CCaaS platform. Without a structured 
AI approach, the organization may continue to face challenges such as high agent workload, inefficient routing, 
and limited visibility into performance.

With an AI-first approach:

Post-call work is reduced 
through automation

Agents receive  
real-time support

Customers are routed 
more effectively

Leadership gains better 
visibility through analytics

This leads to improved efficiency, better cost alignment, and better overall experience for 
both customers and employees.



Key Metrics to Track
To evaluate the impact of AI, organizations should monitor:

Deflection  
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Sentiment 
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First contact 
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time
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What to Ask When Evaluating a CCaaS Platform
Before finalizing a CCaaS platform, leaders should ask the right questions to ensure the solution aligns with 
both current needs and future goals:

·	 How is AI embedded across the platform? Is it a core capability or an add-on?

·	 Can the vendor demonstrate measurable improvements in operational and customer experience metrics?

·	 Can this vendor deliver a production-grade deployment in less than 6 months? 12 months?

·	 How effectively does the platform integrate with existing CRM and enterprise systems?

·	 Does the platform provide real-time, voice-optimized assistance to agents during interactions?

·	 How does the solution handle data privacy, security, and regulatory compliance?

·	 What level of visibility does the platform provide customer interactions and performance insights?

·	 Can the platform scale efficiently as business needs grow?

·	 What flexibility does the platform offer in terms of APIs and future AI integrations?

·	 How frequently are new capabilities introduced, and what does the innovation roadmap look like?

·	 How does the platform support evaluation of total cost of ownership (TCO) and expected ROI over the 
contract lifecycle?



The Servion 
Perspective

Servion has been deploying contact center 
technology for over 30 years across some of the 
world’s most complex CX environments. When 
the agentic AI wave hit, we recognized that our 
clients needed more than a recommendation 
they needed a rigorous, vendor-agnostic 
evaluation methodology to help clients make 
confident and informed decisions.

Our approach evaluates platforms across the 
dimensions outlined in this framework, with 
a particular focus on deployment readiness, 
conversation quality, scalability, and total cost 
of ownership. The goal is to help organizations 
make informed decisions that align with both 
strategic goals and financial accountability.

Conclusion

With current approaches experiencing up to an 80% AI 
project failure rate, the risks of choosing the wrong AI 
partner have never been higher. But the opportunity for 
organizations that get it right is exponentially greater.

Choosing a CCaaS platform is one of the most 
consequential decisions a CX leader will make. It 
impacts long-term customer experience and operational 
performance. Organizations should move beyond basic 
feature comparison and focus on how intelligence 
is built into the platform, while aligning technology 
decisions with business outcomes and financial 
considerations.

The Servion AI-First Framework provides exactly that 
structure a proven approach to platform evaluation that 
aligns technology decisions with business outcomes 
and long-term growth. For enterprises ready to take that 
step, Servion’s Discovery+LaunchPad offer provides the 
consulting, evaluation, and solution design expertise to 
ensure the right fit whether beginning a migration or re-
evaluating an existing platform.

As customer expectations continue to evolve, the ability 
to leverage AI effectively will become the defining 
differentiator. The question is not whether to act, it is 
whether to act with the right framework and the right 
partner.

30+
YEARS IN CX

Vendor-Agnostic 
methodology

https://servion.com/lp-bds-discovery-launchpad/
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