OSF DIGITAL

S ﬂ'w‘lﬂ
EERE

From Cost Center
to Value Engine

Redefining the Contact Center
as a Full P&L Driver

For service operations leaders building a business case for

transformation, and the organizations ready to move beyond

efficiency into growth. - 1
-

osf.digital


https://osf.digital/
https://osf.digital/

osf.digital

Table of Contents

Executive Summary ... 3
1. The P&L Case for Service Transformation ...................................... ... 4
2. From Multichannel to Strategic Orchestration .......... ... ... ... .. ... ......... 5
3. The Strategic Role of Channels ... . ... . . . . . . .. 7
4. Designing a Channel Strategy That Works ... .. ... .. ... ... .. ... ... ... .. 9
5. Al as the Engine of Full P&L Performance ... ... ... ... ... . ... .. ... ... .. ... ... . 11
6. Revenue Generation: Service as a Growth Channel ...................... ... .. 14
7.The Operating Model Shift ... ... ... . 16
8. Measuring What Actually Matters ... .. ... . 19
9. Organizational Readiness and Change Management ... .. ... . .. ... .. . .. ... .. 21
10. The Road Ahead: Service as the First Fully Agentic .............. ... .. ... ... .. 23
How OSF Digital Helps ... ... 25

From Cost Center to Value Engine


https://osf.digital/

osf.digital

Executive Summary

For more than a decade, contact center transformation has been framed as a cost
management challenge. Organizations invested in automation, self-service, and Al to
handle more with less. The goal was always the same: reduce cost per contact, improve
containment, protect customer satisfaction scores.

That framing is incomplete and increasingly, it is a strategic liability.

Customer expectations have accelerated. Agents are being asked to do more in fewer
interactions. And leaders are under pressure not just to run leaner operations, but to
demonstrate how service contributes to revenue, retention, and long-term business
growth. The contact center can no longer be evaluated only as a cost line. It must be
held accountable and credited as a driver of the full profit and loss.

This whitepaper makes that case. It outlines how organizations can evolve the contact
center from an efficiency-first cost center into a full P&L contributor one that
generates revenue, retains customers, and supports an operating model aligned to
growth. It also sets the foundation for what comes next: the Agentic Enterprise, where
intelligent systems execute autonomously and service becomes the first operational
domain to realize that shift at scale.

This paper is designed for service operations leaders building an internal business case

for transformation , whether you are optimizing an existing Salesforce implementation
or beginning a broader digital transformation journey.
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1 TheP&L Case for Service
Transformation

The traditional business case for contact center investment focuses on two
levers: reduce cost and protect satisfaction. Both matter. But limiting the conversation
to those two variables misrepresents both the problem and the opportunity.

The complete P&L picture of a contact center includes three dimensions that must be
assessed together:

v) Cost efficiency: the cost to serve, the cost per interaction, the cost of agent time,
technology, and management overhead.

v) Revenue contribution: he direct and indirect revenue generated through service
interactions: upsell, cross-sell, retention, churn prevention, and loyalty.

v) Operating model leverage: the structural changes that make the above sustainable
at scale: how roles are defined, how teams are governed, how service leaders are
measured, and how Al is embedded into execution.
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Organizations that only optimize the first dimension, cost, often find themselves
cutting capacity while degrading the very service experiences that retain customers
and drive repeat revenue. The math stops adding up.

The shift to a full P&L perspective requires a different set of questions.
Not just: how do we reduce handle time?

But: how does this interaction create value?

Not just: how do we contain more cases?

But: how does resolution quality translate into retention and revenue?

This reframing changes everything, from the KPIs you track, to the roles you define, to
the technology investments you justify.

Organizations that only optimize the first dimension, cost, often find themselves
Service is not a line item to minimize. It is a platform to maximize. The organizations leading
this shift are not just running leaner contact centers, they are running smarter businesses.

2 From Multichannel
to Strategic Orchestration

The evolution of service channels has accelerated dramatically, from

traditional phone support to multichannel contact centers, and now to intelligently
orchestrated, omnichannel ecosystems. Yet many organizations remain stuck in the
multichannel phase, where channels exist side by side but operate in silos.

Customers can reach you via phone, email, chat, or social media, but behind the scenes,
these interactions are often disconnected. The impact is predictable and costly:

e Customers are forced to repeat themselves, undermining trust and increasing
effort.

e Agents lack context, leading to slower resolution, frustration, and missed
commercial moments.
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e Leaders cannot see the full picture, making it difficult to manage performance,
forecast demand, or optimize investment.

Strategic Orchestration: The Modern Mandate

To meet rising expectations and reduce operational overhead, leading organizations are
adopting strategic orchestration, a coordinated approach that connects people,

processes, and platforms into a single, intelligent service delivery model. This is not just
about technology. It is about enabling effortless, personalized service that scales with
efficiency.

Customers now expect to move fluidly across channels, from a chatbot on a product
page, to a follow-up email, to a live agent, without losing context or repeating
information. Failing to deliver this leads to increased churn, negative brand perception,
and lost revenue.

Pillars of an Orchestrated Omnichannel Experience

¢ Integrated Contact Points: all service channels must be fully connected via a unified
platform, enabling consistent service logic and access to customer context at every
touchpoint.

e Seamless Handoffs: intelligent routing and escalation allow customers to transition
smoothly from bots to agents, or from one channel to another, without repeating
themselves.

e Real-Time Data Synchronization: agents and supervisors must have access to a
Customer 360 view, including previous interactions, product usage, preferences,
and intent.

e Centralized Supervision: supervisors need real-time visibility into KPIs, queue
status, and agent activity across all channels.

Strategic orchestration is not an add-on. It is the foundation of a future-ready service
organization and the prerequisite for unlocking service as a revenue channel.
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3 The Strategic Role of Channels

In a high-performing contact center, service channels are not just communication
mediums, they are strategic business assets. When thoughtfully designed and
intelligently orchestrated, each channel becomes a lever to control cost, elevate brand
perception, and deliver exceptional customer outcomes.

A modern channel strategy must go beyond availability. It must ensure that every
customer query lands in the right place, is resolved with the right level of effort, and
delivers the right business outcome, whether that outcome is containment,
satisfaction, retention, or revenue.

Why Channel Strategy Matters

} Cost-to-Serve Optimization: different channels have vastly different costs. A single
phone call can cost 5-10x more than a self-service interaction. Smart channel
strategies match effort to value.
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} Faster, Smarter Resolutions: assigning the right interactions to the right channels
boosts First Contact Resolution (FCR), slashes Average Handle Time (AHT), and
reduces customer frustration.

} Revenue and Loyalty: consistent, timely support across preferred channels
improves NPS and CSAT, which are directly correlated with retention and lifetime
value.

} Scalability Through Automation: with the right blend of Al, bots, and live agents,
you can deflect low-value queries and free your human workforce for high-value,
revenue-generating interactions.

Channel Mix: Intent-Based Design

A strategic channel mix is rooted in intent-based design, not tradition or convenience.
Voice remains essential for urgent, high-emotion, or complex scenarios. Email suits
asynchronous, documented responses. Live chat is ideal for immediate transactional
support. Messaging apps like WhatsApp enable fast, mobile-first engagement. Self-
service portals and knowledge bases, when properly maintained, can resolve 30-40%
of tier-1 queries before they reach an agent. And today's autonomous agents go far
beyond basic FAQ engines. They understand intent, hold context, and hand off with full
case summaries.

The key is matching channel to intent, not defaulting to proliferation. This delivers both

operational efficiency and the kind of customer-centric experience that drives loyalty
and repeat business.
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4 The Strategic Role of Channels

In an age of customer-driven expectations and constrained budgets, designing an
effective channel strategy is a strategic differentiator. The best-performing
organizations build their service ecosystems with precision, intent, and adaptability. At
OSF, we guide organizations through a modular and pragmatic framework that aligns

operational priorities with customer behavior and future-ready architecture.

Core Pillars of an Effective Channel Strategy

} Improving Agent Productivity and Efficiency

Your strategy must begin with a deep understanding of how your customers want to

interact. Journey mapping, voice-of-customer data, and behavioral analytics help
identify preferred channels by segment, common service intents, and frustration points
where customers drop off or escalate. This insight is foundational to prioritizing the
right channel investments.
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} Containment Potential

Not all inquiries need a human agent and not all bots should try to replace one. The
key is identifying high-volume, low-complexity service requests that are ideal for
automation: password resets, order lookups, appointment confirmations. Intelligent
containment paths deflect traffic while maintaining satisfaction and free agents for
work that actually generates value.

} Cost Efficiency and ROI Modeling

Each service channel has a distinct cost profile. Email and voice are labor-intensive;
chatbots and self-service portals operate at a fraction of the cost. Through cost-per-
contact analysis and channel ROl dashboards, OSF helps organizations understand
total and marginal channel costs, prioritize changes that offer rapid time to value, and
align budget with outcome-based metrics.

} Organizational Readiness

Technology is only half the equation. Your agents, supervisors, and support processes
must be capable of delivering a consistent omnichannel experience. We assess digital
and process maturity, agent readiness across digital versus voice channels, and

governance structures that can sustain what is built.
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5 Al As The Engine Of Full P&L
Performance

Artificial intelligence has shifted from a promising trend to a mission-critical enabler of
modern contact center success. For organizations seeking to reduce operational costs,
improve agent productivity, deliver elevated customer experiences, and critically
generate revenue through service, Al is the most powerful lever available.

What makes Al transformative is not any single capability. It is the compounding effect
of multiple Al-powered interventions across the contact center operating model, each
contributing to a different line of the P&L.

Automating Routine Tasks and Reducing Costs

At the core of Al's value is its ability to handle high-frequency, low-complexity
interactions, those that traditionally tie up agents without adding strategic value.
Autonomous agents resolve common inquiries like order status, FAQs, password
resets, and appointment confirmations, freeing agents to focus on escalations and
complex, high-value interactions.

Al also automates backend workflows: post-interaction wrap-ups, ticket
categorization, case routing and prioritization. This reduces manual effort and human
error, driving down labor costs and improving consistency. Organizations leveraging Al
in the contact center report up to 60% cost reduction through automation and as
much as 90% reduction in manpower needs for repetitive tasks.

Improving Agent Productivity

Al augments the human agent experience. Tools like Salesforce Agentforce and Einstein

Assist surface real-time response suggestions based on customer sentiment, workflow

checklists tailored to context, and knowledge article recommendations. In tandem with
intelligent routing, Al ensures customers are connected with the right agent at the right
time, reducing Average Handle Time and improving First Contact Resolution.
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Enhancing Customer Experience and Retention

The expectation today is 24/7 service. Al enables this by powering always-on digital
channels, ensuring fast, consistent support even during off-hours or peak demand
periods. Real-time sentiment analysis identifies when a customer is becoming
frustrated. Next-best-action suggestions help agents tailor responses for empathy and
relevance. Seamless escalations between bots and humans reduce friction. These
capabilities contribute to higher CSAT, NPS, and loyalty scores, which in turn drive
retention and revenue. Organizations report customer satisfaction increases of 27% or
more with well-deployed Al.

Providing Actionable Analytics and Insights

Al systems don't just respond, they learn. By analyzing vast volumes of interaction
data, Al generates real-time dashboards of service performance and trends, insights
into customer behavior and unmet needs, and automated detection of bottlenecks or
quality issues. This creates a continuous improvement feedback loop that allows
leaders to make proactive decisions around resourcing, channel mix, and service
design.

Scaling Operations Without Scaling Headcount

Al allows organizations to scale without growing their cost base proportionally.
Chatbots and voicebots can handle thousands of concurrent sessions, absorbing
demand spikes without overstaffing. Al-driven forecasting models predict call volumes,

recommend optimal staffing levels, and inform long-term workforce planning,
supporting elastic service delivery models that align cost with demand.
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Business

Outcome

Cost Automates routine Cost per contact, Higher profit

Reduction tasks, deflects AHT margins, lower TCO
low-value contacts

Agent Real-time assist, FCR, handle time, More queries

Productivity smart routing, case throughput resolved per agent
summarization

Revenue Next-best-action, Attach rate, Direct top-line

Generation upsell prompts, upsell conversion,  contribution
retention triggers churn rate

Customer 24/7 coverage, NPS, CSAT, repeat  Reduced churn,

Retention proactive service, contact rate higher LTV
sentiment detection

Operating Governance, Service-attributed  Service as a growth

Model accountability, revenue, P&L driver

cross-functional
KPIs

contribution
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6 Revenue Generation: Service as a
Growth Channel

This is the section of the contact center story that has historically gone untold, or
undersold.

Service interactions are not neutral. Every conversation is a commercial moment. A
customer calling to check on an order may be ready for a loyalty upgrade. A customer
escalating a billing dispute is signaling a churn risk that, handled well, becomes a
retention save worth multiples of the cost to resolve it. A customer completing a self-
service return is an opportunity to offer an exchange, a complementary product, or a
next-step engagement.

The contact center sits at the richest intersection of customer data, intent signals, and

relationship equity in the enterprise. Organizations that recognize this and equip their
teams and technology to act on it, unlock a revenue channel that compounds over time.

How Service Generates Revenue

} Upsell and Cross-Sell in Context

Al-powered tools like Salesforce Agentforce can surface next-best-action
recommendations in real time, not based on generic sales scripts, but on the
customer's actual interaction history, preferences, and current intent.

From Cost Center to Value Engine

14


https://osf.digital/
https://osf.digital/insights/blog/data-to-dollars-how-intelligent-segmentation-drives-revenue-velocity/

osf.digital

An agent doesn't need to sell. They need to recognize a moment and make a relevant,
timely offer. When this is done well, it feels like service, not selling. Conversion follows
naturally.

} Retention and Churn Prevention

Service is often the last interaction before a customer leaves. It is also, when handled
with intelligence and empathy, the most powerful retention tool in the business. Real-
time sentiment analysis flags at-risk customers during a conversation. Predictive
signals identify accounts showing behavioral churn indicators. Agents and autonomous
agents alike can be equipped with retention playbooks and incentive tools to recover
at-risk relationships before they are lost.

Prevented churn is revenue. A customer retained for another year is worth their full
lifetime value minus the acquisition cost of the replacement you no longer need to find.

} Service-Led Loyalty

Customers who experience exceptional service are demonstrably more likely to
repurchase, expand their relationship, and recommend the brand to others. This is not
an abstract claim, it is measurable through NPS-to-revenue correlation models, cohort
analysis of service-touched versus non-service-touched customers, and lifetime value
comparisons.

Service quality is not just a cost lever. It is a revenue multiplier. Organizations that
track and report this connection, from service interaction to downstream revenue,
build the internal case for service investment that no efficiency argument alone can
make.

The Revenue Shift in Practice

Service teams accountable to revenue outcomes need different tools, different KPIs, and
different coaching. They need real-time visibility into customer value. They need Al that
surfaces the right moment, not just the fastest resolution. And they need leadership that
connects service performance to growth, not just satisfaction scores.
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7/ The Operating Model Shift

Technology transformation without operating model change is not transformation. It is
automation of the status quo.

The shift from cost center to full P&L driver requires changes that go deeper than

tooling. It requires rethinking how service is organized, how it is governed, how it is
measured, and who is accountable for what. This is the operating model shift and it is
as important as any platform or Al investment.
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Organizational Design: New Roles, New Charters

As Al handles more routine execution and service becomes a revenue channel, roles
across the service organization must evolve. The table below illustrates how charters

and accountability shift:

Traditional Evolved
Charter Charter
Service Handle contacts, Orchestrate Al-assisted  Attach rate, retention
Agent resolve issues resolution; identify upsell saves, FCR
moments
Supervisor  Monitor queues, Coach on revenue Service-attributed
manage staffing  behaviors; govern revenue, Al
Al performance containment quality
Service Manage cost and Own service’s Service P&L, LTV
Leader CSAT contribution to P&L impact, churn
and growth prevented
CX / Ops Channel Cross-functional Conversion from service,
management, revenue enablement NPS-to-revenue
reporting and journey design correlation

This evolution is not about replacing people. It is about elevating what people do.
Agents become orchestrators of complex, high-value interactions. Supervisors shift

from queue managers to Al performance leaders and revenue coaches. Service leaders
become business owners — with a P&L to manage and a growth story to tell.
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Governance: Cross-Functional Accountability

Omnichannel service and revenue-generating service do not operate in silos. They
require coordination between Service, IT, Operations, Sales, and Customer Experience
teams. Governance frameworks must clarify:

® Roles and responsibilities across the channel and Al lifecycle
e Ownership of escalation paths, retention workflows, and upsell playbooks

e Shared KPIs that bridge channel performance, customer outcomes, and
revenue contribution

® Processes for reviewing Al recommendations and maintaining trust in
autonomous execution

GTM Model: Service as a Revenue Channel

As the operating model matures, service increasingly functions as a go-to-market
channel, not just a support function. This means:

e Service-originated revenue is tracked, attributed, and reported at the
leadership level

e Commercial incentives are redesigned to reward retention and upsell, not just
throughput

e Service leaders participate in commercial planning cycles alongside Sales and
Marketing

e Customer journey design includes service touchpoints as deliberate revenue

moments, not afterthoughts
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Organizations that make this shift change the internal conversation about service from
'how do we reduce this cost line?' to 'how do we grow this business lever?' That is a
fundamentally different operating model and a fundamentally stronger competitive
position.

The operating model shift is not a one-time project. It is a continuous evolution, phased to
your organization's maturity, enabled by technology, and sustained by leadership
commitment to a new definition of service value.

8 Measuring What Actually Matters

Traditional customer satisfaction scores are no longer enough to capture the full
impact of a contact center's performance. In today's omnichannel, Al-driven
environment, service leaders must adopt a broader, more dynamic set of metrics that
reflect both operational efficiency and revenue contribution.

This means moving beyond a single satisfaction score toward a performance
framework that connects every layer of the service operation to business outcomes.
The metrics that matter in a full P&L model include:

Efficiency Metrics

e Cost per contact: total operational cost divided by interaction volume

e First Contact Resolution (FCR): percentage of cases resolved without a repeat
contact

e Average Handle Time (AHT): time invested per interaction across channels

e Containment Rate: percentage of interactions resolved without human agent
involvement
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Revenue and Retention Metrics
e Service-attributed revenue: revenue generated through upsell, cross-sell,
or retention saves initiated in service interactions

e Churn prevented: volume and value of at-risk customers retained through
service intervention

e Attach rate: requency with which agents or Al systems offer and convert
relevant products or services

e Lifetime value impact: NPS-to-revenue correlation and cohort analysis of
service-touched customers

Al and Operating Model Metrics
e Autonomous Resolution Rate: interactions completed end-to-end without
human involvement

e Human Escalation Ratio: frequency and complexity of cases requiring manual
handling

e Al recommendation conversion: rate at which Al-surfaced upsell or retention
actions are accepted and acted on

e Cost per intent: true operational efficiency across automated and human layers

These metrics connect service transformation directly to enterprise outcomes. They
build the business case for investment, justify the operating model changes, and
demonstrate the contribution of service to the full P&L.
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9 Organizational Readiness and
Change Management

Technology alone doesn't transform a contact center, people do. While Al, automation,
and orchestration platforms form the digital backbone of modern service operations,
long-term success hinges on cultural alignment, cross-functional ownership, and
workforce empowerment.

True transformation requires a shift in mindset as much as in tools. OSF places equal
emphasis on organizational readiness and change management, ensuring your teams
are equipped, engaged, and aligned to make new service models succeed.

Automating Routine Tasks and Reducing Costs

Today's agents need more than call-handling expertise. As customers move across live
chat, messaging apps, self-service, and voice, frontline teams must be equipped to
deliver consistent, high-quality service across multiple channels and to recognize and
act on commercial moments within those interactions. This includes fluency in

asynchronous communication, empathy and tone calibration across digital mediums,
and confidence using Al-assisted tools.
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Trust and Transparency in Al

Resistance to automation is natural, especially when agents or supervisors are
uncertain about their role in an Al-assisted environment. Building trust in Al begins
with transparent logic in Al tools, demonstrating how automation assists rather than
replaces the human role, and using data to show measurable value in time saved,
quality improved, and revenue generated.

Supervisor Empowerment

Supervisors play a pivotal role in sustaining performance across service channels. With
more distributed, asynchronous, and Al-assisted interactions, they need modern tools
to monitor agent activity and channel volume in real time, access conversation
summaries and transcripts for coaching, and identify training needs and revenue
behavior opportunities based on interaction data.

Phased Transformation Aligned to Maturity

No organization can transform overnight. Successful change initiatives prioritize
according to digital maturity, operational bandwidth, and staff readiness. This means
rolling out channel and Al capabilities in manageable phases, aligning deployments to
available skills and training cycles, and measuring progress through capability

benchmarks and user feedback. Transformation becomes iterative and strategic, not
reactive and disruptive.
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10 The Road Ahead: Service as the
First Agentic Domain

The future of customer service is not just more channels or smarter bots. It is a
fundamental architectural shift in how service organizations operate, one that
positions the contact center as the first domain of the Agentic Enterprise.

The Agentic Enterprise is an organization in which intelligent systems do not merely
assist human work, but autonomously execute it. In this model, Al agents collaborate

across systems, generate workflows dynamically, and resolve customer intent in real
time. Human agents shift from processors of volume to orchestrators of exceptions
and designers of experience.

Customer service is uniquely positioned to lead this shift. It sits at the intersection of
customer data, operational workflows, and revenue impact. It generates high volumes
of structured interactions and produces measurable outcomes. It is rich with real-time
signals and outcome-based workflows, exactly the conditions that make agentic
execution viable and valuable.
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Trust and Transparency in Al

Many organizations are still completing their omnichannel orchestration journey. But
the next evolution is already underway.

In an orchestrated environment, systems route cases, surface history, and assist agents

with recommended responses. Resolution still depends on human navigation across
systems. In an agentic model, the customer's intent triggers coordinated digital action.
A pricing agent validates eligibility. A logistics agent evaluates delivery options. A
communication agent drafts and sends updates. These agents collaborate dynamically,
resolving tasks in seconds. When an exception arises beyond defined guardrails, the
workflow escalates to a human orchestrator.

Emerging Principles of Future-Ready Service Design

e Channel-less Customer Journeys: service will no longer be defined by where it
happens, but by how effortlessly it flows. The focus shifts from channel-specific
design to customer intent orchestration.

¢ Predictive and Proactive Service: with tools like Salesforce Data Cloud, contact
centers will move from reactive support to anticipating needs, surfacing solutions
before customers ask, and resolving problems before they are felt.

e Al-First Service Architecture: intelligence embedded into the core design of every
workflow, from real-time case triage and knowledge suggestions to autonomous
agent conversations and smart escalation paths.

e Service as the Proving Ground: service becomes the proving ground for intelligent,
goal-driven systems that scale trust and efficiency across the broader enterprise.
The capabilities built here, governance, agentic execution, human-Al teaming,
transfer across sales, marketing, and operations.

Preparing for this shift does not mean overhauling your entire infrastructure today. It
means investing in modular, Al-enabled systems that can evolve alongside customer
needs and market trends. By prioritizing unified data models, scalable automation, and
employee readiness now, organizations position themselves not just to keep pace with
tomorrow, but to lead it.
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How
OSF Digital
Helps

Where Al, Data, and Trust
Deliver Business Reinvention

OSF Digital is a Salesforce-first consulting partner helping organizations turn Al, data,
and trust into measurable business impact. With 20 years of hands-on Salesforce
experience and deep multi-cloud expertise, OSF guides clients from strategy through
implementation to managed services.
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Our Services and Channels proposition is built to deliver the highest ROI solution

for contact center transformation:

Full P&L Transformation

From cost reduction to revenue
generation — we build the business case
and the operating model that makes it
real.

Al-Led Containment
and Automation

Autonomous agents deployed across all
channels — with governance, trust
layers, and human escalation paths
designed from the start.

Unified Data and
Performance View

Agents, supervisors, and leaders get a
single view of performance, Al activity,
and customer intelligence — across
every channel.

Rapid Time to Value

Salesforce-native modules and pre-built
solutions reduce complexity and
accelerate deployment across channels
and Al capabilities.

Operating
Model Design

We help you evolve roles, governance,
and KPIs so that service is accountable
to growth — not just efficiency metrics.

Agentic-Ready
Foundation

Every engagement is designed with the
Agentic Enterprise in mind — modular,
scalable, and ready for the next phase of
intelligent execution.

We partner with you to reduce agent handling costs, deflect low-value cases, generate
revenue through service interactions, and deliver consistent, personalized experiences
— driving high satisfaction, strong retention, and low total cost of ownership.

Ready to build the business case
for service transformation?

Contact OSF Digital to start the conversation
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