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[bookmark: _eosrcd90sm0w]Translate the CX metrics you already track into the cost and revenue language your CFO and board use.
NPS, CSAT, first contact resolution and service levels tell your team whether customers are getting a good experience. They don't tell a CFO what that experience is worth, which is why CX budgets are often first in line when cost cuts come. 
Use this worksheet to pick one or two financial KPIs, build the calculation once, and report it every month or quarter so the next budget conversation starts from value.
1. Audit how you report CX today
Answer these honestly before you change anything. Most CX leaders find they've never reported performance in revenue terms.

	Question
	Your answer

	When did you last report CX performance in revenue or cost, instead of NPS or CSAT?
	

	When a CX initiative was cut, did you push back with financial data, or accept the cut?
	

	Does your leadership team know the cost of a bad experience in dollars?
	

	Are you building the internal case for CX, or waiting for someone to ask for it?
	



Then take the metrics in your last leadership report and apply the “so what?” test to each one.

	Metric we report
	What leadership hears
	Financial version we could report

	e.g. NPS of 72
	e.g. Customers are happy
	e.g. A five-point NPS drop after a product launch puts this much revenue at risk.

	e.g. FCR up three points
	e.g. More queries resolved first time
	e.g. Fewer repeat contacts, worth this much in annual cost to serve.

	Your answer
	
	

	Your answer
	
	





2. Pick one or two financial KPIs
These four financial KPIs get the most attention from CFOs, CEOs and boards. Pick one or two that match a real use case in your area and start there.

	Financial KPI
	What it tells finance
	CX levers and an example

	Cost to serve
	What it costs to support each customer.
	Org design and site consolidation. One multi-country operator cut its contact centers by about two-thirds and removed three management layers, then reported the seven-figure saving.

	Gross margin
	How much of each sale the business keeps.
	FCR, contact volume, handle time. A five-point FCR gain cuts contacts, so roles lost to natural attrition aren't backfilled.

	Revenue expansion
	Revenue CX generates directly, and long-term customer value.
	Cross-sell and upsell in service conversations. Every sale can be counted and reported.

	Business valuation
	What CX does to the value of the company.
	The hardest to prove. Start by asking finance whether your work affects valuation; the question alone changes how they see you.



Cost to serve is usually the easiest start, because you own most of the levers. Build the model once and reuse it every period.

Our first one or two KPIs, and why:

	e.g. Cost to serve, because we're consolidating two support sites this year; gross margin, because FCR is our main team goal.








3. Find your one number
Your team already does work that converts into a financial value. Find the one thing you can turn into a number; for many teams right now, it's an AI initiative.

A strong one number is:
· Something the team already tracks
· Inside an area you own and control
· Directly tied to cost or revenue
· Repeatable every month or quarter

Our one number:

	e.g. Contacts fully resolved by our AI assistant each month, converted into agent hours and cost.






4. Build the calculation
Work from the CX change to the financial result one step at a time. Each step is simple; write them all down in the language finance uses. Agree the inputs with your finance lead before you present anything. The example figures below are illustrative.

	Step
	Question to answer
	Example: FCR
	Our numbers

	1. CX change
	What moved, and by how much?
	e.g. FCR up five points
	

	2. Operational effect
	What happens to volume or time?
	e.g. About 6,000 fewer repeat contacts a month
	

	3. Capacity
	How much agent time does that free?
	e.g. The workload of eight agents
	

	4. How it's realized
	How does the saving happen without cutting jobs?
	e.g. Eight roles not backfilled as natural attrition happens
	

	5. Financial result
	What's the cost, revenue or margin effect?
	e.g. Annual cost of eight roles out of cost to serve, lifting gross margin
	





Find the data
Financial data is often scattered across teams and hard to get up to date. Start with whoever reports the figure for the business, then fill gaps with industry benchmarks for companies of your size and sector.

	Data we need
	Who owns it
	Fallback if it's not available

	e.g. Company gross margin
	e.g. Finance lead
	e.g. Industry benchmark for our sector and size

	e.g. Fully loaded cost per agent
	e.g. HR and finance business partner
	e.g. Salary bands plus a standard overhead rate

	
	
	

	
	
	

	
	
	



Keep the numbers inside your own area to start, because that's where you have control. Count savings from other teams, such as engineering or analytics, only after you've aligned with the owner of that area. 



What's inside our boundary, and who we need to align with:

	e.g. All support and CX operations costs; align with the head of product before counting fewer bug-related contacts






5. Translate your reporting
Look at the dashboards, decks and updates you send upward. If every line is NPS, FCR and service levels, add the financial effect next to it. Keep the CX KPIs; they still tell you whether customers are well served. The financial line is what makes leadership want to invest more in your area.

	Report line today
	Report line with the financial effect

	e.g. We cut our contact centers by two-thirds and removed three management layers.
	e.g. Consolidation removed a seven-figure sum from annual cost to serve.

	e.g. The service center now handles cross-sell and upsell.
	e.g. The service center delivered this much new revenue this quarter.

	
	

	
	

	
	



Decide who works with the financial KPIs

Push financial KPIs down one level only: the directors and heads of who report upward and help build the case with you. Frontline teams already track plenty of CX and service KPIs, and adding financial ones on top tends to confuse what they should focus on.

Who owns the financial KPIs, and how often we report them:

	e.g. Heads of support and CX operations; monthly to the exec team, quarterly to the board.







6. Make the case before the cost cut
The budget cycle tends to follow the same pattern. Plans run well in Q1. By the end of Q2, slow revenue starts the talk of cuts. By Q3 you have a target to hit. Get ahead of it: at the start of the year, present the two or three initiatives you're running and the cost they'll save or revenue they'll add. With so much leadership attention on AI in customer service, CX is well placed to lead this conversation.

	Initiative
	Financial KPI
	Expected value
	Present to

	e.g. AI assistant for billing queries
	e.g. Cost to serve
	e.g. Agent hours saved, priced at fully loaded cost
	e.g. CFO, in January planning

	
	
	
	

	
	
	
	




· Each initiative has a cost or revenue figure, not just a CX KPI
· Finance has seen and agreed the inputs
· The case reaches the CFO before cost-cut targets are set
· You report progress against it every month or quarter


[image: ]
image3.png
o
Poweredby: (" The Alliance





image2.png




image1.png
=
Powered by: . The Alliance





