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HOW AI IS TRANSFORMING WFM METRICS IN THE HYBRID AI + HUMAN WORKFORCE

Executive summary

Workforce management (WFM) has
always depended on a set of stable
relationships: between work volume and
staffing, between handle time and cost,
between response speed and customer
satisfaction.

In a hybrid Al+human workforce, those relationships are
breaking down. Not because the metrics are
miscalculated, but because the work, the workforce, and
the demand patterns the metrics were built to describe
have fundamentally changed.

CUSTOMER REQUEST

This is not a distant forecast. Al is already absorbing
roughly 40% of simple customer requests, analysts
project that around 80% of routine service issues will be
resolved autonomously by 2029, and the industry is on
track for tens of billions of dollars in contact-center
labor-cost reduction. As that automation reshapes the
front ling, the metrics on every WFM dashboard are
quietly losing their meaning.
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This paper defines KPI Drift as the widening gap

between what a metric used to represent and what it
now represents after Al reshapes workflows and work-
mix. It documents the most common drift patterns now
visible in live operations, separates them into two
diagnosable forms, traces them all to a single root
cause, d planning model designed for a human-only
world, and introduces Workforce Intelligence as the
operating model that resolves them. It closes with a
practical, evidence-grounded playbook and a 90-day
implementation horizon.

The central warning is simple: in hybrid operations,
the most dangerous KPl is the one that still looks
familiar but no longer tells the truth.
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The Problem:
When the Dashboard Lies
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THE PROBLEM: WHEN THE DASHBOARD LIES

The ground is shifting

Several forces are changing operations at once, and their effects compound:

o1 Channel mix is fragmenting across voice, chat, social, messaging, and asynchronous workflows. The same
intent can arrive through five channels in a single day, and customers no longer follow predictable paths.

02 Work is becoming more complex. Agentic Al increasingly resolves Tier 1interactions end-to-end such as
password resets, order status, basic billing without ever reaching a human. What does reach a human
queue is disproportionately harder, more emotional, and more policy-sensitive than it was two years ago.

03 Agent workflows are changing. Copilots draft responses, recommend next-best actions, coordinate across
systems, and complete after-call work. In some deployments Al updates the CRM and triggers follow-ups
before the agent has moved to the next contact.

04 Demand is becoming less predictable. A single prompt change in a self-service bot can shift hundreds of
contacts a day from contained to escalated, with no change in raw inbound volume that a WFM team
would otherwise detect.

Organizations that keep managing to legacy KPIs risk optimizing for the wrong outcomes:
chronic staffing misalignment, misleading performance trends, and a cost structure that is
neither efficient nor predictable.
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THE PROBLEM: WHEN THE DASHBOARD LIES

Defining KPI Drift

KPI Drift occurs when the relationship between a KPl and the business objective it is meant
to represent changes over time. Four drivers cause it:

s Process change: automation, Al assistance, ~ Measurement change: new tools, new
agentic orchestration, routing changes. definitions, new coverage.

o Work-mix change: more complex issues s Behavioral change: agents and customers
reaching humans. adapting to new systems.

Two forms of drift

Drift presents in two distinct, diagnosable forms. Telling them apart determines the fix.

1 Semantic drift occurs when a KPIl keeps measuring exactly what it always measured, but the thing it measures is
no longer a reliable signal of the outcome it was meant to represent. The metric is technically correct; the
relationship underneath it has broken. Leadership can act confidently on a green dashboard while the customer
experience quietly deteriorates.

Example

A contact center deploys an Al assistant that cuts after-call
work from 90 to 20 seconds. AHT drops 12% and leadership
celebrates. Six months later, CSAT is flat and recontacts are
up 8%. Agents freed from routine wrap-up did not reinvest
that time in better resolution. The KPIl improved; the
outcome did not. AHT was still measuring handle time
accurately, it had simply stopped being a meaningful proxy
for resolution quality.
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THE PROBLEM: WHEN THE DASHBOARD LIES

Two forms of drift (cont.)

Drift presents in two distinct, diagnosable forms. Telling them apart determines the fix.

2 Distribution drift occurs when a KPI keeps its relevance as a proxy, but its statistical baseline and variance shift
materially, making historical comparisons misleading even though the metric is still calculated correctly. The
metric still means what it always meant; the population it measures has changed. Benchmarks go stale, targets

become arbitrary, and trend lines mislead.

A health-insurance center uses average AHT as its primary
scheduling input. Before Al self-service, 60% of contacts

Example

were straightforward eligibility and claims-status inquiries
averaging 4.5 minutes. After deployment, the bot contains
those, leaving a human queue dominated by pre-
authorization disputes, appeals, and complex
reconciliations averaging 11 minutes. Overall AHT climbs to
9.2 minutes. The WFM team treats it as an agent-
performance problem and launches a coaching
intervention. No coaching will return AHT to 4.5 minutes,
those contacts no longer reach agents.

A simple diagnostic

If you improve the KPI, do the outcomes you care about reliably improve too?

« If no - you likely have semantic drift. The metric has decoupled from the outcome.

o If the metric has shifted to a new range and old benchmarks no longer apply, even though it remains directionally
valid - you likely have distribution drift. The population changed.

After a major Al change, expect both at once.

The core reframe for every metric is the question one practitioner offered at the April Think
Tank: "Does it still measure what we intended, or has the meaning changed?"
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THE PROBLEM: WHEN THE DASHBOARD LIES

Drift patterns in practice

1 AHT drift: faster work is not always better work

What changes Copilots cut search time and after-call work, but also lengthen interactions when better
guidance produces more thorough service. The net effect points in opposite directions for
different work types. Practitioners reported the contradiction directly: some organizations saw
AHT fall by 45 seconds, others saw it rise by 30—-60 seconds, both driven by the same cause: Al

deflecting the easy calls and leaving the hard ones.

Example A financial-services center deploys a generative copilot. Simple account inquiries drop 25% in
AHT; complex investment questions rise 40 seconds because agents now read Al-generated
policy summaries before answering, producing more accurate answers and a measurable drop
in compliance escalations. Both trends are correct. Blending them into one AHT number
produces a misleading average and the wrong staffing model.

Surfaces when AHT falls while repeat contacts rise, or AHT rises while CSAT improves and escalations fall.

Better alternatives Outcome-adjusted handle time (time per resolved outcome, weighted by recontact risk) and
cost per resolved case (capturing Al and human cost together). AHT is also migrating from an

agent-quota metric toward a forecasting input, and should be treated as such.

2 Service level drift: speed decouples from satisfaction

What changes Al self-service absorbs quick, simple queries. Human queues increasingly hold complex cases
where "fastest response” matters far less than "best resolution.”

Exqmple A telecom consistently hits its 80/20 service-level target after deploying Al self-service for
outage status and basic troubleshooting, yet CSAT drops 6 points over the same period. The
contacts now reaching agents are billing disputes and cancellation risks, where empathy,
authority to act, and first-contact resolution matter more than speed. The metric is green; the

experience is not.
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THE PROBLEM: WHEN THE DASHBOARD LIES

(cont.) Service level drift: speed decouples from satisfaction

Surfaces when Service level improves while CSAT/NPS stays flat, or SLA misses rise while churn and complaints
actually fall.
Better alternatives Time to meaningful progress (when a substantive action is first taken on the customer's behalf)

and time to resolution segmented by intent and complexity. Reframed at the system level:
service level - journey success rate — measure success, not speed at entry.

3 Forecast accuracy drift: historical patterns break

What chcmges Deflection and containment alter arrival patterns and seasonality. New automation creates
step-changes historical models cannot anticipate.

Exqmple A retailer builds its holiday forecast on 18 months of history. In October it launches an agentic
flow handling order modification and returns without an agent. By mid-November, containment
runs 34% for those intents: human volume is 22% below forecast, but AHT is up because the
remaining contacts are complex multi-item disputes. The forecast is wrong in both directions —
volume overstated, handle time understated — producing simultaneous overstaffing on

headcount and understaffing on time.

Surfaces when Forecast error spikes after Al releases or prompt changes, or intraday variance rises despite

comparable volumes.

Better alternatives Change-aware forecasting that treats automation releases as explicit feature-flag variables, &
intent-level forecasting that projects demand by reason for contact rather than by channel.
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THE PROBLEM: WHEN THE DASHBOARD LIES

4 Occupancy & shrinkage drift: "busy” is not "productive”

What changes Copilots reduce low-value time; agents spend more time validating Al output, escalating, and
handling exceptions. Non-contact time can become high-value (coaching, QA review,

knowledge curation).

Occupancy formulas also break mechanically when Al handles a share of volume.

Example After deploying a copilot, a BPO sees occupancy fall from 82% to 74%. Leadership flags a
productivity problem. On inspection, agents were reviewing Al summaries, flagging knowledge-
base errors, and mentoring newer colleagues. Relabeled as value-added non-contact time and
tracked separately, the team's quality scores and new-hire ramp both improved within two

quarters. The occupancy drop was a signal of a healthier operating model, not a problem.

Surfaces when Occupancy falls while resolution and quality rise, or adherence appears to worsen as work

becomes asynchronous.

Better alternatives Distinguish value-added from purely administrative non-contact time, and measure capacity
utilization across both synchronous and asynchronous work. Critically, calculate occupancy
against agent-handled contacts, not total resolved contacts, so Al-handled volume does not

distort agent metrics.

Reframed: occupancy - effective utilization (human + Al).

5 QA drift — sample audits cannot keep up
What changes Al enables 100% interaction analysis, but it also changes what "quality” means: compliance
adherence can be partly automated, while new failure modes emerge that sampling cannot
surface.
Example An insurer runs QA on a 3% sample. After deploying Al monitoring across 100% of calls, it

discovers sampled scores were systematically overstating compliance — auditors had
unconsciously selected cleaner calls. The full view reveals a 14-point gap in required-disclosure
rates on Al-assisted versus human-only calls. The old process was not wrong; it was too narrow
to see a pattern that only appears at scale.
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THE PROBLEM: WHEN THE DASHBOARD LIES

(cont.) QA drift — sample audits cannot keep up

Surfaces when Occupancy falls while resolution and quality rise, or adherence appears to worsen as work
becomes asynchronous.

Better alternatives Distinguish value-added from purely administrative non-contact time, and measure capacity
utilization across both synchronous and asynchronous work. Critically, calculate occupancy
against agent-handled contacts, not total resolved contacts, so Al-handled volume does not

distort agent metrics.

Reframed: occupancy - effective utilization (human + Al).

6 Productivity drift : tickets/hour becomes misleading
What chcmges Work arriving to humans is more complex, so simple throughput metrics penalize teams doing
harder work.
Exqmple A software support team's cases-per-hour falls from 6.2 to 4.8 after containment launches, and

a throughput review flags it as underperforming. But the cases now reaching agents are
configuration failures, data-migration issues, and multi-system integration problems that
previously escalated to Tier 2. With complexity weights applied, adjusted throughput is actually
up 11%.

Surfaces when Cases-per-hour declines while cost-to-serve improves — a divergence signaling harder work,
not slower agents.

Better alternatives Complexity-adjusted productivity (intent-based weights normalizing throughput) and net
resolution rate (resolved cases minus recontacts and reopens).

A aspect



THE PROBLEM: WHEN THE DASHBOARD LIES

Emerging patterns the traditional six can miss

Practitioners flagged three

additional metrics now drifting in
distinct ways:

) ASA drift: Raw average speed of
answer looks unchanged but means
something different, because Al
deflection absorbs part of the queue.
ASA must be scoped to agent-
handled contacts only; forecasting
models that ignore fully contained
calls produce flawed staffing plans.

) FCR drift: When a bot handles the
first leg and hands off, what counts
as "first" contact? The definition itself
becomes ambiguous and must be
re-specified for hybrid journeys.

N CSAT drift by channel: Al's effect on
satisfaction is channel-dependent: it
has tended to worsen email CSAT
(multi-touch, long delays) while
improving text and chat CSAT — —
particularly when used for
information-gathering and clean
handoff rather than full resolution. A
single blended CSAT number hides
this split.
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Root Causes:
Why Legacy WFM Fails
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ROOT CAUSES: WHY LEGACY WFM FAILS

WFM was built for
a different world

Traditional WFM was designed around a linear pipeline:
forecast demand, schedule humans, execute the plan.
That worked when humans handled nearly all demand,
workflows were predictable, and history was a reliable
guide to the future.

Agentic Al breaks each assumption. Al now resolves
some demand before it reaches the center, automates
cross-system workflows, and changes the work that
remains. Hybrid operations behave less like a linear
pipeline and more like a production system: Al contains a
portion of work end-to-end; agentic Al plans and
executes multi-step workflows across knowledge bases,
CRM, ticketing, and policy systems; and Al
simultaneously augments human work through copilots
while humans supervise, correct, and handle exceptions.

The cost equation changes fundamentally:

OLD WFM EQUATION

VOLUME x COST

INTERACTION
\
NEW HYBRID-WORKFORCE EQUATION

COMPLEXITY X SKILL X TIME X QUALITY

OUTCOME

This is why legacy metrics can look stable while reality
shifts beneath them. The metric may still be computed
correctly, but the system it describes is no longer the
same system.
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Five forces reshaping
WFM performance

o1

02

03

04

05

Al containment reshapes demand: the
work reaching humans becomes less
predictable and more complex.

CX automation fragments workflows: one
journey may move across bot time,
customer idle time, agent time, and back-
office fulfillment before resolving.

Agentic Al introduces real-time
decisioning: Al participates moment to
moment, changing effort levels even within
the same contact type.

Al and hybrid work break traditional
controls: rigid adherence and occupancy
targets conflict with the flexibility volatile,
Al-shaped demand requires.

The agent becomes a distributed
specialist: human work shifts from queue-
based handling to judgment-intensive
exception management across journeys.

KPI Drift is therefore not a data-quality problem or a

tooling gap. Itis an operating-model problem, and it

requires an operating-model solution.
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THE SOLUTION: WORKFORCE INTELLIGENCE

What Workforce
Intelligence is

Workforce Intelligence is a continuous, Al-
aware operating model that connects
automation systems, WFM platforms,
interaction data, and business outcomes
into a closed feedback loop

— replacing the static, human-only planning model with
one designed from the ground up for the hybrid
workforce.

Where legacy WFM asks "How many people do | need?",
Workforce Intelligence asks "Where should work go right
now, and what risk are we creating if we do not act?"
That shift treats Al as a first-class contributor to
capacity, quality, and cost.

aspect.com

Workforce Intelligence resolves each drift pattern

What it does differently

by connecting measurement to the conditions
that cause drift:

Continuous reforecasting incorporates
containment, escalation, automation
performance, and release events in real
time — addressing forecast-accuracy
drift.

Dynamic staffing allocates work across
humans, copilots, and agentic Al on live
conditions — correcting occupancy and

shrinkage misreads.

Automated intraday management
detects service risk early and triggers
policy-aware actions before firefighting
begins — compensating for service-level
drift.

Interaction traceability captures how Al
participated in every case, enabling
segmented measurement by operating
mode — resolving the blended-average
problem behind AHT, QA, and
productivity drift.

Continuous quality signals replace
sample-based QA with 100% analysis,
surfacing compliance gaps, knowledge
failures, and automation regressions.

Closed-loop learning evaluates which
interventions actually improved
outcomes and feeds that back into
future recommendations.
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THE SOLUTION: WORKFORCE INTELLIGENCE

Measuring Al as a
first-class contributor

Every KPI should be tracked across three
operating modes:

o1 Al-only: fully automated handling,
no human involvement.

02 Al-assisted human: a copilot supports
the agent.

03 Human-only: no Al support.

Reporting a single blended number across all three
makes improvements uninterpretable: a gain in one
mode can mask a regression in another. For each
interaction, capture traceability metadata: whether a
copilot was used, acceptance rate of recommendations,
how often draft text was adopted, which automation
steps executed, and what triggered escalation.

This separates process change from genuine

performance change.

Example

An agentic flow handles the first leg of a billing dispute
— verifying the account, pulling transaction history,
generating a summary — before connecting to an
agent. Without traceability this logs as a standard 4-
minute billing call. With it, teams see 3 minutes were Al
preparation and the agent's actual resolution time
was 60 seconds. That distinction matters for

forecasting, staffing, and fairly crediting the agent.
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THE SOLUTION: WORKFORCE INTELLIGENCE

The new metric stack

Workforce Intelligence organizes metrics into a four-layer stack. Each layer answers a
distinct management question and depends on the layers beneath it.

Customer outcomes
Are customers getting what they need?

Resolution rate and resolution confidence; recontact
rate at 24-hour, 7-day, and 30-day windows; time to
resolution by intent; customer effort; escalation rate and
the reasons behind it.

Workforce health
Can the workforce sustain performance?

Agent proficiency curves (time-to-competency in Al-
augmented roles); copilot adoption and trust calibration
(detecting both over-reliance and under-use); coaching
effectiveness measured by behavior change and
outcome lift; burnout-risk signals such as schedule
volatility and sustained complexity load.

aspect.com

Production outcomes
Is the system producing outcomes efficiently?

Cost per resolved case (human labor + Al platform +
tooling) replaces handle time as the primary efficiency
signal; effective capacity (human-hours + Al throughput
adjusted for escalation); containment rate and safe
containment (true resolution vs. mere deflection);
automation reliability (falloack rates, hallucination/risk
events, prompt regressions, agentic completion rates).

WFM execution
Are we staffing and routing correctly?

Forecast error by intent, channel, and release cohort;
intraday variance and backlog health in place of simple
occupancy; schedule adherence adapted for
asynchronous work; skill-based routing accuracy and
transfer rate.
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THE SOLUTION: WORKFORCE INTELLIGENCE

The single most important financial metric

A "call" is no longer one unit of work. With Al in the flow it splits into bot time + customer
idle time + human agent time. Measuring only the agent segment distorts everything.

Track human minutes per resolved contact for

MORE EDGE CASES RESOLVED

MORE SCENARIO

MORE WORKFLOW STEPS AUTOMATED

capacity planning.

Track end-to-end time to resolution for

CX quality.

Use cost per resolved contact as the primary
financial metric: the only one that spans the full
Al + human journey.

Why it matters. An interaction may run 15 minutes end-to-end but include only 2 minutes with a live agent. Agent
AHT looks excellent while the customer experience is poor. The full journey must be measured. (Note also that email
is increasingly more expensive than phone, due to multi-touch back-and-forth — some organizations are
deprioritizing it in favor of live channels.)

The mindset shift

Stop optimizing for

X Speed

X Volume

X Efficiency

v

v

v

Start optimizing for

Outcomes

Effectiveness

End-to-end success

Benchmarks must evolve.

‘ "Good enough" in a hybrid operation is simply different from what it was.

aspect.com
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THE SOLUTION: WORKFORCE INTELLIGENCE

The maturity journey

Organizations do not jump straight from legacy planning to full Workforce Intelligence.
They progress as visibility, trust, and control improve:

Stage Operating model Metric posture Management implication

Reactive Human-only visibility Lagging human KPIs, Leaders see only the work humans
historical decisions touch; Al impact and hidden demand

are invisible.

Augmented Al assists decisions Partial Al signals and Al improves insight but is not yet
recommendations integrated into workflows or staffing.

Adaptive Real-time recalibration Human + Al visibility, Workforce Intelligence becomes the
dynamic staffing, control layer that detects change and
continuous forecasting enables rapid response.

Autonomous Al-driven orchestration End-to-end optimization, The system self-adjusts within policy
blended human + Al guardrails; humans oversee strategy,
outcomes exceptions, and trust.

The journey is hot only about technology. It depends on whether the organization has the
governance, trust, data quality, and operating cadence to let Al influence workforce
decisions safely.
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The Playbook:
Enabling Workforce
Intelligence
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Enabling Workforce Intelligence

Workforce Intelligence is built through a repeatable operating discipline that treats
automation like a product, measurement as a continuous practice, and Al performance as
a first-class operational concern. Run the following as a cycle when Al capabilities change.

o Step 1: Map KPIs to behaviors and outcomes

For each KPI, document what behavior it encourages, what outcome it should improve, where it can be gamed,
and which cohorts it should be compared within (by intent, complexity, and Al operating mode).

7 Step 2: Establish guardrails

Whenever a speed or cost metric is optimized — AHT, service level, throughput — pair it with a quality and risk
guardrail. Reducing AHT without watching recontacts, complaints, refunds, or compliance triggers is exactly how
semantic drift goes undetected until outcomes have already degraded.

N Step 3: Rebaseline after every material Al change

Treat each new prompt, containment flow, or routing change as a measurement event: declare a cutover date,
recompute baselines by cohort, and use pre/post analysis with control groups where possible. Without this,
distribution drift silently corrupts historical comparisons.

o Step 4: Move from averages to distributions

Al often increases variance even when averages look stable. Track p50 and p90 at minimum to surface the tail
experiences that averages hide — the rare cases that carry the highest cost and reputational exposure.

< Step 5: Apply complexity weighting

Apply complexity weighting. Build a lightweight complexity model (intent taxonomy, customer tier, sentiment/risk,
required skills) and use it to normalize throughput and time metrics so teams handling harder work are
measured fairly.

o Step 6: Close the loop continuously

Use Al analytics to find the top drivers of recontact, detect knowledge gaps before they spread, surface coaching
topics from real interaction patterns, and flag automation regressions as they emerge. Measurement should feed
back into operations continuously, not at the end of a reporting cycle.
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THE PLAYBOOK:

ENABLING WORKFORCE INTELLIGENCE

Metric replacement reference

A quick-reference for retiring and replacing the metrics most prone to drift:

Legacy metric

Average handle
time (AHT)

Service level
(e.g., 80/20)

Forecast accuracy

Occupancy/
shrinkage

Sample-based QA

Tickets/cases
per hour

ASA
FCR
Blended CSAT

Cost per call
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Drift risk

Semantic + distribution

Semantic

Distribution

Distribution

Semantic

Distribution

Distribution

Definitional

Semantic

Semantic

Replace or supplement with

Outcome-adjusted handle time; cost per resolved case; treat AHT as a
forecasting input

Time to meaningful progress; journey success rate; time to resolution
by intent

Change-aware forecasting (release flags); intent-level forecasting

Effective utilization (human + Al); value-added vs. admin non-contact
time; occupancy on agent-handled contacts only

Continuous quality signals (100% coverage); outcome-linked QA

Complexity-adjusted productivity; net resolution rate

ASA scoped to agent-handled contacts only
Re-specify "first" for bot-to-human handoffs
CSAT segmented by channel and operating mode

Cost per resolved contact (full Al + human journey)
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Treat automation as a program, not a project

The most common mistake practitioners
cited is treating Al deployment as a one-
time project.

Leading organizations instead:

v Assign automation a named owner, a prioritized
backlog, a release cadence, and explicit
acceptance criteria covering both CX and
compliance.

v Run a recurring Al Ops / Contact Center Ops
cadence (weekly or biweekly) to review
deflection, containment, escalation reasons, and
emerging failure modes.

Y, Maintain an automation-mix dashboard
(human-handled vs. bot-contained vs. bot-to-
human handoff) and use it to interpret AHT and
CSAT shifts correctly as the mix evolves.

v Define clear digital>human escalation triggers:
repeated bot failures, negative sentiment, or
high-value/high-risk situations.

7 Design per channel. Voice and digital are not
interchangeable; digital often benefits more
from "help me do it" (Assist) than "do it for me"
(full automation). Even chat and SMS can need
distinct models.

aspect.com

Protect the agent pipeline

Al's impact on the agent role is double-edged.
Ramp time has fallen sharply in some
deployments — onboarding cut from six weeks to
two, or training effort reduced by roughly a quarter
with Agent Assist. But agents are now expected to
handle Tier 2 and Tier 3 work from day one, and
those contacts take longer while proficiency

develops.

Example

An agentic flow handles the first leg of a billing
dispute: verifying the account, pulling
transaction history, generating a summary —
before connecting to an agent.

Without traceability this logs as a standard 4-
minute billing call. With it, teams see 3 minutes
were Al preparation and the agent's actual
resolution time was 60 seconds. That distinction

matters for forecasting, staffing, and fairly

crediting the agent.

The lesson:

If Al absorbs Tier 1 work without a deliberate
development strategy, today's shortage of simple work
becomes tomorrow's shortage of experienced
specialists.

Workforce planning must be rolling, continuously
updating staffing levels, skill mix, and training.
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Drive adoption — a culture problem as much as
a tooling one

‘

=F

- Don't pendlize usage; coach for non-usage. The winning pattern: supervisors get a daily report of agents who didn't
use Assist and follow up the next day as a coaching conversation, not a compliance exercise.

Agent Assist succeeds only when agents trust it. Practitioner consensus:

« Guard the trust bucket. Every accurate assist deposits trust; one wrong or irrelevant answer can "kick over the
bucket" and lead agents to abandon the tool. Accuracy, source-grounding/citations, and fast correction loops are
non-negotiable.

« Manage the jealousy dynamic. Tenured agents who spent years building tribal knowledge can feel threatened when
new hires instantly access the same information. Frame Assist as augmentation and standardization, not
replacement.

 Throttle the UL Veterans may want a lighter touch; newer agents benefit from more proactive guidance.

« Knowledge currency is foundational. Assist is only as good as the knowledge base beneath it. Organizations with
frequent (seasonal, multi-brand) policy changes need strong knowledge-management discipline or the tool becomes
a liability.

« Mind intent drift at handoff. Customers who start with one intent often reveal a deeper one after interacting with a
bot; handoff workflows must accommodate evolving intent, and high-quality bot-to-agent summarization is a key
lever for both AHT and CSAT.
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Governance & ethics:
measuring safely

Al changes what is measurable and what is tempting to
measure. Governance is a first-class operational
requirement, not a post-launch afterthought — it
requires infrastructure, ownership, and ongoing
investment.

A responsible framework rests on five principles:

« Transparency: teams understand which signals feed
performance reviews and how Al-generated flags are
weighted.

« Proportionality: measure what outcomes and safety
require, not everything technically available.

« Human oversight: automated flags always carry
clear escalation and appeals paths; no
consequential performance decision is made by an
algorithm alone.

« Bias monitoring: regularly audit quality scores &
routing outcomes across demographic groups for
disparate impact.

« Privacy: minimize collection of sensitive attributes to
what is operationally necessary.

In practice this means holding Al agents to the same
guardrails as human agents — compliance standards do

not change because the agent is artificial — and building

for real-world risk. One implementation routes potential
compliance exceptions (credit-card numbers, SSNs) to a
supervisor in real time and auto-redacts sensitive data.
Two further realities deserve explicit planning:
adversarial risk is ongoing (actors will probe and exploit
Al systems, so build this into the threat model), and
auditing Al consumes significant person-hours — a cost
that surprised many organizations and belongs in the
ROI model.
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Plan for realistic ROI

12% A

The financial case for Al is real but slower
& messier than vendor narratives suggest.

Savings are offset by platform costs, auditing effort,
tuning, governance work, and the increased complexity
of the remaining human workload. Cost per call is
approaching break-even in many deployments as
deflection savings meet rising Al platform costs. Plan for
year one to be break-even or negative, with meaningful
ROI emerging after 12—18 months as adoption, accuracy,
and process maturity improve.

Two framing cautions practitioners raised repeatedly:

- For many organizations the real driver is CX and
brand experience, not cost takeout — yet CFOs still
expect a cost-savings narrative. Teams must be
ready to translate qualitative outcomes into financial
terms, and the market is shifting toward qualitative
KPIs (experience, retention, quality) over purely
quantitative ones (cost, AHT) — a tension still
unresolved at most organizations.

- Brands want control over the rate of automation.
Speed of deployment should be a dial the
organization controls, not a vendor roadmap
imposed oniit.
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Scenario-based planning

Because Al introduces volatility history cannot fully
anticipate, model each major initiative across three
scenarios rather than a single-point forecast:
Optimistic high containment, low escalation,
stable platform costs, strong
adoption.

Realistic moderate containment, some
rework, partial adoption, maturing
governance.

Pessimistic lower containment, higher
escalation, elevated platform

costs, slower trust-building.

Quantify the cost of being wrong in both directions —
understaffing when automation underperforms, and
overcorrecting when it exceeds expectations. This turns
KPI Drift from a silent threat into a managed,
anticipated condition.
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THE PLAYBOOK: ENABLING WORKFORCE INTELLIGENCE

Implementation roadmap (90 days)

3

Align & instrument

Agree consistent definitions
for "resolution” and "recontact"
across functions. Tag Al
operating modes and release
cohorts in interaction
metadata. Build the initial KPI
map and pair each speed/cost

metric with its guardrail.
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Days 16—-45:
Rebaseline & segment

Agree consistent definitions
for "resolution” and
"recontact” across functions.
Tag Al operating modes and
release cohorts in interaction
metadata. Build the initial KPI
map and pair each speed/
cost metric with its guardrail.

-

Days 46-90:
Operationalize

Launch hybrid metric-stack
dashboards surfacing all four
layers in one view. Implement
continuous quality signals to
replace or supplement sampling.
Establish a quarterly KPI Drift
review cadence tied to the Al
release schedule, so measurement
assumptions are revisited every
time the automation landscape
changes materially.
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HOW AI IS TRANSFORMING WFM METRICS IN THE HYBRID AI + HUMAN WORKFORCE

° KPI Drift is not a measurement problem. It is an operating-

Con C lU S I O n model problem. When Al reshapes the work, the workforce, and
the demand patterns WFM was built to manage, a
measurement system designed for a human-only world will
produce confident, coherent, and wrong answers.

The drift patterns documented here — across AHT, service
level, forecast accuracy, occupancy, QA, productivity, and the
newer ASA, FCR, and CSAT cases — are not isolated failures.
They are symptoms of one underlying condition: a planning
model that treats Al as a feature layered onto legacy
operations rather than a structural change to how work gets

done and how outcomes get produced.

Workforce Intelligence resolves that condition. By connecting
automation systems, WFM platforms, interaction data, and
business outcomes into a continuous feedback loop, it
replaces static scorecards with a living operating model — one
that rebaselines when automation changes, segments when
work-mix shifts, and recalibrates when Al performance drifts

from expectation.

The organizations that manage this transition best will not be
the ones with the most metrics. They will be the ones whose
metrics remain honest — grounded in customer outcomes,
inclusive of Al's contribution, and resilient enough to stay

meaningful as the system keeps evolving.

In hybrid Al+human operations, the most dangerous KPI is still
the one that looks familiar but no longer tells the truth.

Workforce Intelligence exists to close that gap.

A modern workforce,
powered by
intelligence &

aspect.com
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