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Abstract

Technology spending no longer guarantees an advantage. In
hi-tech, where products and platforms increasingly resemble one
another, the deciding factor has shifted to how an organization is
experienced at every point of contact by customers, channel
partners, developers, and employees. When organizations
modernize systems without considering the people who use them,
they create friction instead of value from their investment.

This white paper introduces Experience Engineering (XE): a field
focused on designing, creating, and perpetually refining
human-technology interaction systems to achieve tangible
economic benefits. XE goes beyond mere aesthetics. It represents
a framework that integrates behavioral insights, data, modular
platforms, and applied Al into a unified accountability structure.
Drawing on research from McKinsey, Gartner, Forrester, and leading
academic work, we present the XE Value Architecture - a five-layer
framework that helps enterprises diagnose their experience
maturity, prioritize investment, and quantify return. Zensar applies
the framework to the hi-tech sector, using its Al-first, experience-led
approach to transform experience investment into a durable
competitive advantage.

Executive Summary

Organizations that excel in experience surpass their competitors.
McKinsey has determined that leaders in customer experience see
revenue growth approximately 1.7 times quicker than the sector
average and enjoy gross margins 10% - 15% points higher. However,
the majority of transformation initiatives prioritize internal efficiency
first and consider experience as a secondary outcome, resulting in
significant unrealized potential.

Bridging the gap necessitates a shift in approach. Experience
should be intentionally designed as a comprehensive system
encompassing people, processes, technology, and data, rather
than an incidental result of other efforts. XE is the organizational
discipline that effectively addresses this at scale by merging
behavioral science, Al, platform engineering, and outcome-based
accountability.

Four key points shape the subsequent argument:

. Maturity follows a developmental curve. The capability for
experience advances through five levels, ranging from reactive
to predictive. Despite substantial investments, most
organizations remain in the lower half of this spectrum.

. Benefits are quantifiable. The value of XE can be categorized
into three areas: revenue growth, cost avoidance, and risk
mitigation, each supported by credible metrics and attribution.

. Specific capabilities determine outcomes. Al-driven
personalization, real-time journey orchestration, and
adaptable, composable platforms distinguish leaders from the
rest.

. The hi-tech sector exhibits a unique value pattern. The
framework manifests differently in this sector compared to
others, with partner-influenced revenue, developer
time-to-value, and renewal economics serving as the primary
drivers of return.

The Experience Imperative
]

For nearly 20 years, the focus on digital transformation has guided
enterprise technology investments, including cloud adoption, ERP
updates, agile delivery methods, and DevOps practices. Yet, a
paradox remains: spending has reached unprecedented levels (with
Gartner predicting global enterprise IT spending to exceed $5.1
trillion in 2024), while visible improvements in customer and
employee experience have fallen short.

The underlying reason is structural. Traditional transformation
emphasizes speed and cost-throughput, cost-per-task, and
resolution time. These metrics focus on performance rather than
the actual benefits afforded to the individuals they serve. Focusing
solely on optimizing these metrics results in customers feeling
rushed through processes without a personal touch, receiving
accurate service, yet without any meaningful significance.

The expectation gap

An entire generation of consumer-grade technologies - intuitive
mobile applications, highly personalized recommendations, Al
assistants, and seamless commerce experiences - has permanently
elevated expectations for enterprise technology among all
stakeholders, including B2B customers, field personnel, operations
managers, and regulators. According to Salesforce's State of the
Connected Customer, roughly 73% of customers expect
organizations to recognize their individual needs. Simultaneously,
about two-thirds of enterprise employees report that a subpar
digital workplace has a measurable negative impact on their
productivity and engagement. The disparity between expectations
and actual delivery is where value quietly dissipates.

The commoditization trap

Enterprise technology is evolving rapidly towards convergence.
When two vendors offer comparable capabilities and pricing, the
choice often depends on the overall experience, on how quickly a
partner can finalize a deal, on how much friction a developer faces
before realizing initial value, and the reliability of post-sale support.
Research published in the Journal of Marketing consistently shows
that it is the quality of the service experience, rather than simply the
product itself, that builds customer loyalty. In the hi-tech sector, the
experience is increasingly becoming a core component of the
product.

Organizations that see experience as just a feature will spend the
next decade making modifications. Conversely, those who regard it
as a fundamental architecture will spend the next decade
significantly enhancing it.
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The Al inflection

Generative Al, autonomous Al, and real-time machine learning are
significantly broadening the capabilities of experience engineering.
Scalable personalization, anticipatory service design,
conversational interfaces, and the autonomous handling of
complex, multi-step requests are now deployable on an enterprise
scale. The McKinsey Global Institute estimates that generative Al
could contribute $2.6 trillion to $4.4 trillion in annual value,
particularly in customer operations, marketing, sales, and software
engineering - all crucial areas for XE. Organizations that integrate Al
into their experience architecture from the outset, rather than
adding it later, will capture a larger share of this potential value.

What is Experience Engineering

Experience engineering is not merely a rebranding of UX design,
customer success, or digital marketing. It approaches the
interaction between people and technology as a single,
quantifiable, and improvable system, unifying three domains that
most organizations tend to separate: understanding individuals,
engineering technology, and developing a strong business case. It
is built upon three foundational pillars.

. Human-centered intelligence: This involves systematically
studying how customers, employees, and partners think, make
decisions, and behave, leveraging behavioral economics,
ethnographic research, and real-time analytics to sustain an
up-to-date model of intent and context.

. Engineered technology: The platforms, APls, and Al models
that turn that understanding into consistent, relevant,
personalized experiences across every channel - built
composably so they can adapt in real time.

. Outcome accountability: The metrics, financial models, and
governance that connect experience investment to business
results, shifting experience from a cost line to a measurable
source of value.

Equally, it helps to be clear about what XE is not. It is not
screen-level redesign, not a one-off project, not customer-only
(employee and partner experience matter just as much), not
separable from data strategy, and not Al for its own sake. Al earns
its place only where it resolves a real point of friction.

The Experience Maturity Model

Zensar's Experience Engineering Maturity Model (XE-MM) helps
leaders assess their organization honestly. Each level reflects the
organization's demonstrated capability - what it can actually deliver,
not what it has purchased.

Level stage defining capabilities

L1: Reactive experience is handled only after something breaks.
Feedback is retrospective, customer data is fragmented, and digital
channels operate in isolation.

L2: Structured ownership of the experience is clearly defined, and
teams actively map out journeys. They track KPIs, although not in
real time, and they implement improvements on a
project-by-project basis.

L3: Integrated cross-functional governance is in place. Real-time
behavioral data feeds delivery, personalization works at the
segment level, and ROl measurement is emerging.

L4: Intelligent Al personalizes experiences for each individual and
automatically orchestrates journeys. Predictive models reduce the
reactive workload by 30% - 50%, and we formally track ROI.

L5: Predictive experience serves as a critical metric at the board
level. Systems proactively anticipate needs before they arise, teams
continuously experiment, and organizations treat experience as
essential revenue infrastructure.

Fewer than 12% of organizations reach the top levels despite their
investment. Three causes recur: customer data that is never unified,
no explicit link between experience effort and business outcomes,
and teams that operate in silos, preventing a coherent experience
from forming.

The XE Value Architecture

The XE Value Architecture is Zensar's framework for designing and
improving experience. The framework connects five layers,
beginning with the business outcome and working backward to
determine the capabilities, data, and technology required to
achieve it, unlike technology-first methods.

Layer focus core building blocks

1. Outcome and strategy experience-economic modeling,
stakeholder journey mapping, strategic intent design

2. Human and behavioral data, real-time CDP, behavioral
analytics, qualitative research, emotional-signal capture

3. Composable architecture, headless platforms, journey
orchestration, API-first integration, omnichannel hub
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1. Al-augmented delivery, assistive Al, autonomous agents,
generative personalization, responsible-Al governance

2. Measurement and optimization

Layer 1 assigns financial significance to particular journey failures
and specifies the implications of experience excellence over a
period of three to five years.

Layer 2 replaces infrequent voice-of-customer studies with
continuous signal monitoring, enabling identification of
deterioration before it leads to customer loss.

Layer 3 transforms traditional platforms into modular, API-based
components that can be rearranged according to context and
intent.

Layer 4 implements assistive, autonomous, and generative Al with
responsible-Al governance measures, such as bias detection,
explainability, consent, and compliance integrated from the start
rather than added later.

Layer 5 completes the process by measuring ROl and channeling
optimization back through the system.

Hi-Tech in Focus

Enterprise technology companies live with a structural paradox:
they are in the business of improving everyone else's experience
while often neglecting their own. Partner portals built for
compliance rather than adoption, post-sale journeys that drive
churn in the first renewal cycle, and developer platforms whose
onboarding friction delays time-to-first-value are endemic to the
sector and each represents quantifiable revenue risk.

The economics are unforgiving because so much hi-tech revenue
flows through multi-tier channels and self-serve developer
adoption. A partner who cannot find an enablement asset, or a
developer who abandons a trial during a clumsy setup, is lost
revenue that rarely shows up cleanly in a single dashboard.

Core challenge: Partner-experience fragmentation across
multi-tier channel ecosystems. Forrester (formerly SiriusDecisions)
finds that channel partners reporting a high-quality digital
experience with their primary vendor generate about 23% more
revenue per head than those reporting a poor one. Yet fewer than
30% of hi-tech vendors have invested in a composable
partner-experience platform.

The XE intervention

XE tackles fragmentation by viewing the relationship between
partners and developers as a cohesive journey instead of a
collection of isolated portals:

. Unified partner experience: A journey-orchestration layer
integrates deal registration, co-marketing, technical
enablement, and incentive management into a singulapartner
experience rather than four separate systems.

. Al-driven support: Tailored recommendations based on each
partner's profile and pipeline history, presenting the
appropriate enablement and offers at the optimal time.

. Al-enhanced service: A partner service hub that addresses
routine support in real-time and directs complex issues to
specialists with complete context.

«  Developer time-to-value: Onboarding is thoroughly
monitored, with friction points identified and eliminated to
accelerate the arrival of initial value and enhance trial-to-paid
conversion.

Outcome model

A Tier-1 enterprise software vendor that deployed this approach
saw 34% improvement in partner-portal engagement, 19%
reduction in channel-conflict escalations, and a $47 million increase
in its partner-influenced pipeline within 18 months of go-live,
against a program cost of a fraction of that return.

What to measure
To keep the program honest, pair leading and lagging indicators:

. Leading: portal journey-completion rate, enablement-asset
utilization, trial activation, and time-to-first-value,
deal-registration cycle time.

. Lagging: partner-influenced pipeline and revenue per partner,
channel-conflict escalation volume, partner net promoter
score (NPS), renewal, and net revenue retention.

Building the Business Case

The recurring obstacle to funding experience work is attribution.
Leaders who readily fund a cost-reduction program with a clear
payback often underfund experience because its value feels
diffuse. The measurement architecture below resolves that.

The three value pools
Value pool: What it captures, primary metrics

Revenue growth, increased conversion rates, larger average order
values, decreased churn rates, greater premium product uptake,
average revenue per user (ARPU), lifetime value (LTV), net revenue
retention (NRR), attach rate, churn, and time-to-purchase.

Cost savings: Reduced volume and minimized service costs per
customer or transaction. Customer portfolio strength score (CPSC),
first contact resolution (FCR), average handle time (AHT),
self-service utilization rate, escalation frequency, and
mean-time-to-resolution (MTTR).

Risk mitigation: Decreased regulatory, brand, and compliance risks
stemming from inadequate experiences, net promoter score, trust
index, volume of complaints, breach incidence, and brand
reputation.
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The XE ROI model

Zensar's XE ROl model evaluates returns over three years,
accounting for investment timing, value realization delays, and
compounding. It uses baseline performance, assesses potential
improvements from specific interventions, considers investments
by architectural layer, and applies a discount rate appropriate to the
sector. The values from reduced churn, deflected service costs,
increased revenue from personalization, enhanced employee
productivity, and risk mitigation are modeled individually and then
aggregated. Typically, well-structured programs generate returns of
three to nine times their initial investment over three years, often
reaching break-even for both revenue and cost aspects within 12 to
24 months. According to Forrester's 2023 analysis of economic
impact, mid-sized businesses utilizing Al-enhanced customer
experience achieved an average return of $14.2 million over three
years, with most reaching break-even in about 14 months. Lastly, it's
important not to depend solely on lagging indicators. Metrics like
NPS, CSAT, and churn reflect past performance with a 60- to
90-day delay; mature governance also monitors leading behavioral,
operational, and attitudinal metrics that can change within weeks,
providing early warnings before financial indicators fluctuate.

The Zensar Approach

Many firms can help with parts of experience work - UX agencies,
systems integrators, Al platform vendors, and management
consultants. What distinguishes an effective partner is the ability to
operate across strategy, architecture, and delivery at once, with
genuine industry depth. Zensar's position rests on four capabilities
that are hard to assemble independently and reflect a 30-year,
engineering-first heritage:

. Depth-first industry engineering: Teams that understand
hi-tech as a business - its regulation, operations, and
commercial model, not just its technology. Pre-built industry
blueprints compress the strategy-to-architecture cycle by
40% - 60%.

. An Al experience platform: A composable set of pre-built
components for journey intelligence, personalization, service
augmentation, and analytics - model-agnostic and built
around responsible-Al controls. It augments existing
investments in Salesforce, SAP, ServiceNow, Adobe, and
Microsoft rather than replacing them.

. Outcome-based engagement: Value-based pricing,
gain-share, and performance-linked commitments that tie
Zensar's success to the client's, and align the entire delivery
organization around prevention, speed, and continuous
improvement.

. Global delivery, local intelligence: Engineering centers
across India, the US, the UK, and APAC combine the scale of
global delivery with the cultural proximity that
experience-sensitive design requires.

The field is advancing rapidly. Three key changes will influence the
competitive environment that leaders must prepare for:

. Personalization is becoming the standard for B2B. The
standard for consumer personalization is shifting to B2B, with a
24- to 36-month delay; by 2026, younger B2B purchasers will
frequently dismiss suppliers whose digital interactions fall
short of their consumer experiences.

. Composable architecture is emerging as the preferred choice.
Monolithic engagement platforms are losing traction against
composable, API-first, Al-driven alternatives. Vendors reliant on
single-platform solutions will experience increasing agility
challenges - an ironic twist for tech firms.

. Agentic Al is transforming service cost structures. Gartner
predicts that agentic Al will manage a significant portion of
multi-step service interactions by 2027. Vendors lacking
Al-native service and partner frameworks will find themselves
at a structurally disadvantageous cost position.

Conclusion

The architect must have engineering experience rather than
assemble it. The organizations that define the next decade will not
be those with the most advanced individual technologies, but
those with the most coherent, measurable, and continuously
improving experience systems - governed with the same rigor as
any other core infrastructure.

The XE Value Architecture provides the plan, the maturity model
provides an honest baseline, and the ROl framework makes the
case. Applied to hi-tech, it is not a theory: the outcomes above
show it works. What remains is the decision to treat experience as
something to be improved continuously rather than delivered once.

The question is no longer about engineering experience; now it

focuses on whether your organization will deliberately
engineer it or let it emerge by chance.
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Glossary

Term Definition

XE Experience Engineering: The discipline of designing, building, and optimizing human-technology systems for measurable outcomes.
PX Partner Experience: The experiences of channel partners and ecosystem participants with a vendor or platform.

CX Customer Experience: The totality of perceptions a customer forms across all interactions with an organization.

GenAl Generative Al: Systems that create new content (text, code, images) from patterns in training data.

Composable architecture: Modular, API-driven capabilities assembled and reassembled into flexible experience configurations.

Journey orchestration: Coordinating interactions across channels in real time around a single view of context and intent.

NRR Net Revenue Retention: Revenue retained from existing customers, including expansion, excluding new revenue.

LTV Lifetime Value: net present value of all revenue expected from a customer over the relationship.

ROI Return on Investment: benefit of an investment as a percentage of its cost.
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