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EXECUTIVE SUMMARY

"We deployed Al customer service"
"We also have no idea if it works"

2024-2026 has been the explosive era for Al customer service. But of 50+

companies we surveyed, fewer than 8 could clearly answer these 3 questions:

1. How many tickets did your Al close independently yesterday?
2. For every Al-handled customer, what was the satisfaction score?

3. Since this Al deployment, how much have you saved per month, and how much did tokens cost?

The reasons aren't complicated:

e OpenAl [ Anthropic [ Claude APIs give you model capability, not a KPI system

e Open frameworks (LangChain, RAG, etc.) solve "can answer", not "is the answer good enough /

worth it"

¢ Most Al customer service Saa$S products are sold on "how many channels we support", not

"what measurable business value Al created"

Result: companies are burning money on tokens + maintenance + training every month, but can't
produce an ROl report for the CFO. This is "Al is running, but no KPIs" — which is, by definition,

burning money.
This whitepaper provides:

e 6 hidden cost metrics (almost no one is measuring these)
¢ 1 self-check calculator (30 minutes to compute your real Al ROI)

e 3 company cases (real journeys of teams that rebuilt their Al customer service projects)



PART 01 - 6 HIDDEN COST METRICS

You're burning this money,
but it's not on your ROl sheet

Each metric below comes with: definition [ formula [ why 80% of companies
ignore it / one real data example. Sum these 6 items and you get the full-stack

cost of your Al customer service project.

@ TOKEN - MODEL SPEND

Real token consumption [ month

Most teams only look at the monthly bill. But bills don't tell you which scenarios burn

most, or where money is wasted on retries. Without categorization, no optimization.

FORMULA

True token cost = (input tokens x price) + (output tokens x price) x
monthly calls

Categorize by scenario: chitchat / lookup / ticket / KB / handoff /
retry / failed requests

Example: A cross-border eCommerce team's monthly token bill: $670. Breakdown
revealed 62% was burnt on "Al re-asking questions because the customer's
initial info was incomplete". A 3-field intake form at the start cut token cost by
50% instantly.




@ HANDOFF - HUMAN TRANSFER COST

Handoff rate & transfer cost

The real money-saver is not "how much Al answered", but "how much human work Al

eliminated". If no one measures handoff rate, you're double-paying.

FORMULA
Effective self-serve rate = (tickets AI closed independently / total
tickets) x 100%

Real handoff cost = handoffs x (avg human handling time x hourly rate
+ customer wait-attrition cost)

Example: A SaaS company claimed "Al answered 80% of questions" after deploying.
A deeper look showed 56% of that was meaningless chitchat ("hi", "thanks"), and
true effective self-serve rate was only 31%. After redefining the metric, they took

it from 31% to 73% in 3 months.



@ FCR - FIRST RESPONSE QUALITY

First response time & first response accuracy

"Instant response" is the headline promise of Al customer service. But "answered fast" #

"answered right". Wrong first answer costs 10x to clean up later.

FORMULA
First response time (FCR) = median time from question - AI's first
useful reply

First response accuracy = (no follow-up question after first reply /
total first replies) x 100%

Example: An ed-tech company's Al had 1.2-second first response time — looked
great. But first response accuracy was only 41%. Customers needed an average of

2.3 follow-up questions to get the correct answer. Actual "need met" time: 4

minutes — slower than a human agent.

m KB - KNOWLEDGE BASE DECAY

Knowledge base decay cost

Al answer quality = model + knowledge base. Outdated or missing KB = wrong answers,

no matter how strong the model. Yet almost nobody monitors KB health.

FORMULA

KB coverage rate = (AI replies backed by KB / total AI replies) x
100%

Decay alarm: % of knowledge items not updated in 60+ days

Example: A Web3 project hadn't updated its KB for 3 months, during which the
product had shipped 3 iterations. Al was still quoting the old rules — 14 high-value
users made poor decisions based on stale info, resulting in real complaints.



@ SWITCH - CROSS-CHANNEL LOSS

Cross-channel switching cost

Customers switch between Telegram, WhatsApp, web, email, Discord all the time. If your
Al customer service runs each channel as a separate account with its own context, every
channel switch forces the customer to repeat themselves. Al doesn't know who they
are. Wasted deployment.

FORMULA

Cross—channel continuity rate = (cross—channel chats still identified
as same customer / total cross—channel chats) x 100%

Re-introduction cost = re-intro events x token unit price x customer
patience decay

Example: An overseas gaming company's customers bounced between Discord and
Telegram. Al ran a fresh "self-intro + info collection" flow each time. Token cost

doubled. Customers got annoyed and left.



@ LOOP - TICKET CLOSURE LEAKAGE

Ticket closure leakage

After Al replies and the customer "disappears" — was the problem solved, or did they
leave disappointed? Without closure tracking, Al looks busy but is actually a leak
machine.

FORMULA

Closure rate = (confirmed resolved + transferred & completed +
explicit customer confirm / total chats) x 100%

Drop-off rate = (no customer reply within 48h of AI response / total
chats) x 100%

Example: A support center claimed "Al handles 12,000 chats/month". Closure rate

audit showed: only 38% had evidence of being solved. The other 62% never came
back — probably bought from the competitor.



PART 02 - SELF-CHECK CALCULATOR

30 minutes to the true ROI
of your Al customer service project

Copy the template below into your Excel / Notion, fill in your company's
numbers. Run it once and you can tell your CFO: "Our Al customer service
saved $X per month and created $Y in new value."

Step 1: Cost side (what you're burning)

TYPICAL MONTHLY

ITEM HOW TO COUNT
RANGE

True token spend All model APl monthly bills $40 — $1,400
SaaS platform fee Third-party Al CS subscriptions $70 — $4,200

handoffs x avg handling time x hourly
Human fallback cost $400 — $11,000

rate
KB maintenance labor KB specialist hours x hourly rate $280 — $2,100
Drop-off opportunity drop-offs x AOV x conversion

. $1,400 — $28,000

cost (estimate)

Step 2: Value side (what Al is actually creating)

TYPICAL MONTHLY
RANGE

ITEM HOW TO COUNT

Effective self-serve closed tickets x per-ticket human cost
$700 — $21,000
value (not token cost!)



TYPICAL MONTHLY

ITEM HOW TO COUNT
RANGE

Off-hours coverage L .

off-hours inquiries x conversion x AOV $420 — $11,000
value
Response-speed ) ) )

] (instant vs. 5-min) conversion delta x AOV $280 — $5,600

premium

annotated chats + KB + customer profiles,
Data-asset value $140 — $2,800

reusable

N Example: 30-person support team

Current cost (3 reps + tokens) $2,520 /
— Real token spend $52 /
— 1 supervisor $670 /
— KB maintenance (half FTE) $350 /

AegisWise monthly fee $168 /

New stack total cost $1,240 / mo

Monthly savings $1,280 / mo (51%)

Note: example only. Actual ROI depends heavily on your business size, customer mix, and

current self-serve baseline. Want a 30-min ROI calculation on your real numbers? Contact us.




PART 03 - CASES

3 companies that rebuilt their Al customer
service
using these 6 metrics

CASE 01 - DTC CROSS-BORDER ($8.6M GMV/YR)

"From 'how much did Al answer' to "how much did Al save'"

? (1}

3 months on ChatGPT, burning $590/month in tokens, no answer to "how many reps did
we save". Redefined metrics: true effective self-serve rate was only 28%. In 3 months,

with KB optimization + intake form, took it to 71%. Reduced 4 night-shift reps, $69K/year

savings.

CASE 02 - B2B SAAS (SOUTHEAST ASIA)

"Customers re-introduced themselves, tokens 3x of real demand"
? 20
Customers switched between 4 channels (WA / Email /| Web [ Telegram), Al ran "self-intro"

each time. After unified identity matching, monthly tokens dropped from $950 to $290,

satisfaction score rose from 6.8 to 8.4.



CASE 03 - WEB3 / NFT PROJECT

"KB stale for 3 months, 14 users missed yield because Al quoted old rules"

? web3l 2 8 core

Product iterated 3 times; Al still quoted "old staking rules". After KB version control +

expiry alerts, answer accuracy rose from 67% to 96%, complaint rate down 80%.



SOLUTION - PATH FORWARD

Cosolution AegisWise
—— Al customer service that finally has KPlIs

Not just plugging in Al — equipping your Al customer service with a KPl dashboard +
ticket-closure loop + ROI reports. All 6 metrics in this whitepaper are natively
supported.

PILLAR 01 PILLAR 02 PILLAR 03

Unified multi-channel 6-step ticket closure KPI + ROI dashboard

workspace loop Effective self-serve, FCR,

TG | WA /| WeChat [ web / From intake - Al reply > real token spend, closure
rate, cross-channel

continuity — all on one

email all integrated; customer confirm -

cross-channel customer human transfer -

identity auto-merged. resolution - postmortem; screen.

no leakage.

2-4 weeks to onboard, supports SaaS or self-hosted deployment (preferred for high-sensitivity

industries). Plug in your existing ChatGPT / Claude / regional models — no vendor lock-in.

ai.cosolution.cc | john@cosolution.cc
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