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Introduction

Artificial intelligence is no longer a concept confined to research papers or technology conferences; it is actively
reshaping how organizations across industries serve their customers, manage their operations, and compete in an
increasingly digital marketplace. Understanding how these transformations happen in practice, and what drives
their success, is essential knowledge for IT educators, researchers, and business leaders alike.

This document presents a series of real-world business cases drawn from the work of NDS Cognitive Labs,
reinterpreted through a strategic analytical lens to serve as a learning resource for the GITMA community. Each
case examines how AI-powered solutions, specifically intelligent virtual agents and chatbots, were designed,
implemented, and scaled within organizations operating in three distinct sectors: banking and financial services,
manufacturing, and retail. Together, they offer a grounded, cross-industry view of how technology strategy
translates into measurable business outcomes.

Rather than focusing solely on the technical architecture behind these solutions, the analysis is structured around
four dimensions of modern customer experience management: omnichannel integration, personalization,
intelligent automation, and exponential scalability. This framework is intended to help readers move beyond the
surface of what AI does, toward a deeper understanding of why certain implementations succeed, what risks they
carry, and how organizations can evaluate their strategic readiness to adopt similar models.

In the spirit of GITMA's mission to bridge academic inquiry with professional practice, these cases are presented
not as prescriptions, but as evidence-based learning opportunities, inviting reflection, critical analysis, and
informed dialogue about the future of AI-driven service delivery in global organizations.
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The Moment We Are In

The cases presented in this document did not emerge in a vacuum. They reflect a broader and accelerating shift
in how organizations relate to their customers and manage their internal processes. Over the past several years,
advances in natural language processing, machine learning, and cloud-based integration have made AI-powered
customer service not only technically viable, but economically compelling for organizations of all sizes. At the
same time, customer expectations have risen sharply: people now expect immediate, accurate, and personalized
responses regardless of the time of day, the channel they use, or the complexity of their inquiry.

For organizations in Latin America and across the globe, this convergence creates both urgency and opportunity.
The urgency comes from competitive pressure—fintech challengers, e-commerce platforms, and digitally native
companies are raising the service bar in every sector. The opportunity comes from the fact that AI implementation,
when approached strategically, can simultaneously improve customer experience, reduce operational costs, and
generate organizational intelligence that compounds in value over time. The cases in this document illustrate
precisely this dynamic, making them particularly relevant for professionals and researchers seeking to understand
not just what AI can do, but what conditions make it work in practice.
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A Framework for Strategic Analysis

To ensure consistency and analytical depth across each case, this document applies a four-lens framework
designed to evaluate AI implementations from a customer experience and business strategy perspective. Each
lens captures a distinct dimension of value creation.

1. Omnichannel

Examines how a solution integrates across the multiple touchpoints through which customers and organizations
interact—websites, messaging platforms, phone channels, physical locations, and internal systems. A strong
omnichannel implementation ensures that the customer experience is seamless and consistent regardless of
where or how the interaction begins.

2. Customized (Personalization)

Evaluates the degree to which a solution adapts to the individual customer—their identity, history, intent, and
emotional state. Personalization at scale is one of the defining promises of AI, and this lens assesses how well
each implementation delivers on that promise, and where gaps remain.

3. Automated

Focuses on which tasks, decisions, and workflows have been removed from human hands entirely, which have
been augmented by AI support, and which still require human judgment. This distinction matters enormously for
evaluating operational impact, cost efficiency, and the realistic limits of any given solution.

4. Exponential

Asks whether the solution is capable of growing in value over time—not linearly, but in ways that compound as
data accumulates, usage increases, and the system learns. This is the lens through which AI's long-term strategic
potential is most clearly visible, and it is often the dimension most underestimated during initial implementation
planning.

Applied together, these four lenses provide a structured way to move from observation to insight, helping readers
not just understand what happened in each case, but draw transferable lessons applicable to their own
organizational contexts.
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A Resource for the GITMA Community

GITMA, the Global Information Technology Management Association, has spent more than two decades creating
a space where IT educators, researchers, and practitioners come together to advance knowledge, share
experience, and build the professional relationships that carry ideas from conference rooms into classrooms and
boardrooms. This document is offered in that same spirit.

The cases presented here are not hypothetical. They are grounded in real organizational challenges, real
implementation decisions, and real outcomes—both the successes and the limitations. They are offered as
learning material precisely because the most durable knowledge in our field comes not from theory alone, but
from the disciplined examination of practice. By analyzing what worked, what fell short, and what questions
remain unanswered, readers are invited to contribute their own expertise to an ongoing conversation about the
responsible, strategic, and human-centered deployment of artificial intelligence in organizations.

It is this conversation—across borders, disciplines, and sectors—that defines GITMA's contribution to the field,
and it is the conversation this document is designed to advance.
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Business Case: Banking and Finances

Executive Summary

One of Mexico's largest banks partnered with NDS Cognitive Labs to deploy an AI-powered chatbot across its
customer service operation, replacing a heavily strained 50-agent contact center model. The initiative was driven
by mounting operational costs, unsustainable call volumes, and chronic employee attrition. The solution
dramatically transformed service capacity, speed, and consistency at scale. Within months, it became a
mission-critical tool not just for customers, but for internal agent training and operational intelligence. This case
represents a textbook example of how AI can shift a cost center into a strategic customer experience asset.

Business Problem

The bank's contact center, staffed by approximately 50 agents, was structurally incapable of meeting demand.
Thousands of monthly calls resulted in average wait times that frustrated customers and burned out agents, who
faced a 40% attrition rate—a well-documented industry average. Each phone interaction cost between USD 35
and USD 50, making scale through headcount economically indefensible. The bank also lacked 24/7 service
capability, meaning roughly one in five customer inquiries went unanswered outside business hours. The cost of
inaction was compounding: declining customer satisfaction, rising operational spend, and an increasingly
competitive fintech landscape eroding the bank's service differentiation.

Proposed Solution

NDS Cognitive Labs designed and deployed a Financial Contact Center Chatbot, an AI-powered virtual agent
capable of handling customer inquiries end-to-end across the bank's digital touchpoints. The solution was built
after analyzing over 150,000 historical customer interactions spanning calls, emails, and chat messages. Three
primary use cases anchored the design: product information, platform troubleshooting, and ATM/branch location.
The chatbot integrates machine learning, big data analytics, sentiment analysis, and geolocation capabilities. It
was embedded into the bank's website via a chat interface, responds in under two seconds, and escalates to
human agents when complexity or customer frustration is detected. A continuous improvement loop, driven by
automated reporting and ongoing training cycles, allows the system to expand its knowledge base over time.

Strategic Analysis

The solution operates across the bank's primary digital channel—its web portal—while integrating multimedia,
geolocation, and sentiment-driven escalation to human agents, creating a layered, multi-touchpoint experience
that mirrors what a well-run omnichannel operation should deliver. Context-awareness is embedded in how the
chatbot detects customer intent and emotional state, routing frustrated or complex cases to the right specialist
with full interaction context already transferred, which meaningfully reduces the repetition burden on customers.

Automation is the core value driver here: routine inquiries are handled end-to-end without human involvement,
response times dropped 80%, concurrent capacity expanded from 50 to over 16,000 simultaneous conversations,
and the system now handles more than 150,000 monthly interactions—figures that would require hundreds of
additional agents to replicate manually. The exponential dimension is particularly compelling: the chatbot's
knowledge base grew from 1,000 to over 14,000 questions, its monthly interaction capacity grew fivefold in under
a year, and the system's data outputs are now being repurposed to train new human agents—a compounding
organizational intelligence effect that increases in value as usage scales.

Strategic Value
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From a customer experience standpoint, the reduction in resolution time from 10 minutes to 2 minutes—an 80%
improvement—is not incremental; it is transformational. Customers receive immediate, consistent answers at any
hour of the day, including the 20% of inquiries that previously went unaddressed after business hours.
Operationally, the bank has fundamentally restructured its service model: agents now handle complex, high-value
cases rather than repetitive queries, which improves both their job quality and the bank's cost efficiency. The
chatbot's role as an internal training tool adds an underappreciated layer of organizational value. Strategically, the
bank now has a differentiated, scalable service platform that can absorb fintech-level customer expectations
without a proportional increase in headcount or cost.

Risks and Limitations

The case does not address data privacy or regulatory compliance considerations—a significant gap for a financial
institution operating under banking secrecy laws and data protection regulations. Sentiment analysis, while
powerful, carries risk of misclassification, potentially routing satisfied customers to agents unnecessarily or,
worse, failing to escalate genuinely frustrated ones. The chatbot's effectiveness is contingent on the quality and
completeness of its training data; gaps in historical data or atypical customer language patterns could degrade
performance. The document also does not address multilingual capability, digital literacy barriers among older
customer segments, or fallback protocols when the system is unavailable. Dependency on NDS Cognitive Labs
for continuous improvement and reporting introduces a vendor concentration risk that executives should evaluate.

Success Metrics

The following KPIs should be tracked on an ongoing basis:

Customer-facing metrics: First-contact resolution rate, average handling time per interaction, customer satisfaction
score (CSAT) post-chatbot interaction, Net Promoter Score trend, volume of escalations to human agents as a
percentage of total interactions, and after-hours inquiry resolution rate.

Operational metrics: Cost per interaction (chatbot vs. human agent), concurrent conversation capacity utilization,
chatbot knowledge base expansion rate, agent attrition rate (pre- and post-implementation), and monthly interaction
volume growth.

Business metrics: Reduction in overall contact center operating cost, incremental revenue from after-hours inquiries
converted, and training cost savings attributed to chatbot-assisted onboarding.

Final Assessment

STRONG. This business case is well-substantiated, with measurable before-and-after results across speed,
scale, cost, and customer reach. The compounding intelligence model, where the system continuously learns and
expands, gives this solution long-term strategic durability beyond its immediate operational gains. The primary
gaps are on the compliance and risk side, which are non-trivial in financial services and should be addressed
before any replication or expansion of the model.
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Business Case: Manufacturing

Executive Summary

One of Latin America's largest construction materials manufacturers identified a critical breakdown in its sales and
after-sales communication pipeline—between internal vendors, external customers, and support teams. The
company engaged NDS Cognitive Labs to deploy an AI-powered chatbot integrated across WhatsApp, Microsoft
Teams, and its customer web portal. The solution was designed not for end consumers, but as an operational tool
for vendors and B2B clients managing complex purchase orders. Today, the chatbot handles over 2,000 monthly
interactions, has eight active functions, and is on a scheduled expansion roadmap. This case illustrates how AI
can streamline B2B service workflows and free sales talent for higher-value activity.

Business Problem

The company's vendors managed large portfolios of B2B customers placing frequent, varied purchase orders
throughout the year. Tracking these orders required routing inquiries across multiple internal departments through
informal channels, primarily WhatsApp, making real-time tracking nearly impossible and leaving no auditable
history. Customers frequently forgot portal credentials and were locked out, creating a loop of unnecessary
contact that consumed vendor time and support team capacity. The fragmentation of communication channels
meant that no single team had visibility into the full customer inquiry lifecycle. The cost of inaction was a gradual
erosion of vendor productivity, customer frustration, and an inability to scale service quality as the order volume
grew.

Proposed Solution

NDS Cognitive Labs designed a virtual sales and after-sales assistant that acts as a centralized inquiry resolution
layer for both vendors and B2B customers. The chatbot was built around eight core functions: purchase order
status, entry profile (delivery dashboard), real-time order geolocation via map, production cycle tracking,
dispatched unit details, customer credit information, billing particulars, and escalation to human agents for
complex cases. It also includes a self-service security protocol that allows users to recover locked accounts or
forgotten credentials without agent involvement. The solution integrates natively with WhatsApp and Microsoft
Teams—the channels already in use—as well as the company's existing customer web portal, minimizing
adoption friction.

Strategic Analysis

The solution directly addresses channel fragmentation by consolidating inquiries that previously traveled across
WhatsApp, Microsoft Teams, email, and the web portal into a single, connected virtual agent that operates
consistently across all three platforms—a meaningful omnichannel achievement in a B2B context where channel
discipline is typically poor. Personalization is present at the account level: customers access their own order data,
credit lines, and billing history, and the chatbot adapts its responses based on the specific inquiry type and user
identity, which is particularly important for B2B relationships where context continuity matters.

The automation impact is operational rather than volume-driven—the primary gain is the elimination of multi-step,
multi-department routing for queries that are now resolved instantly, freeing vendors to focus exclusively on sales
rather than acting as informal support intermediaries. The exponential value comes from the structured expansion
roadmap: a new function is added approximately every two months, and the transition plan calls for customers to
take over all after-sales interactions from vendors entirely, which would allow the sales force to operate at full
commercial capacity—a compounding productivity gain as the tool matures.
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Strategic Value

For customer experience, the most immediate gain is speed and reliability: customers no longer wait for inquiries
to travel through multiple people and departments. Real-time order tracking, geolocation maps, and instant billing
visibility give B2B clients the operational transparency they need to manage their own businesses effectively. For
operational efficiency, the reduction in vendor time spent on after-sales inquiries is the headline benefit—vendors
are repositioned as revenue generators rather than support agents. For business growth, the chatbot creates a
scalable after-sales infrastructure that can absorb increasing order volumes without adding headcount, and the
structured expansion roadmap suggests the company views this as a long-term platform investment rather than a
one-time fix.

Risks and Limitations

The 2,000 monthly interactions figure, while directionally positive, is modest compared to the banking case, and
the document does not provide pre-implementation baseline volumes, making it difficult to quantify the true
operational improvement. The case relies heavily on WhatsApp as a business communication channel, which
introduces dependency on Meta's platform policies and potential reliability or compliance risks, particularly for a
company operating across Latin America where data residency and privacy regulations vary. The document does
not address how the chatbot handles inquiry escalation quality—specifically, whether the handoff to human
agents preserves full context or resets the customer experience. The transition plan that moves all customer
interactions from vendors to the chatbot assumes high adoption rates among B2B customers who may have
established, relationship-based preferences for direct vendor contact—an assumption that may not hold uniformly
across the customer base.

Success Metrics

Customer-facing metrics: Order inquiry resolution rate without human escalation, average time from inquiry to
resolution, credential recovery success rate (self-service), and customer satisfaction score for chatbot-resolved
interactions.

Operational metrics: Reduction in vendor time spent on after-sales inquiries (hours per week), volume of inquiries
routed to human agents as a percentage of total, number of active chatbot functions deployed versus planned, and
monthly interaction volume growth.

Business metrics: Incremental sales activity generated by vendors freed from after-sales tasks, cost per after-sales
interaction (chatbot vs. manual routing), and time-to-resolution improvement versus baseline.

Final Assessment

MODERATE TO STRONG. The solution addresses a genuine and structurally important operational
problem—B2B communication fragmentation—with a well-designed, channel-native approach. The expansion
roadmap and vendor productivity repositioning give it strong long-term potential. However, the relatively modest
current interaction volume, the absence of clear baseline metrics, and the untested assumption of full customer
adoption temper the immediate impact assessment. The case becomes significantly stronger if the
vendor-to-chatbot transition executes as planned over the next 12 to 18 months.
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Business Case: Retail

Executive Summary

One of Mexico's largest retail companies faced a structurally expensive and operationally fragile contact center
model—one that was particularly vulnerable during high-demand sales events. The company partnered with NDS
Cognitive Labs to deploy an AI-powered chatbot on its website, capable of handling the full range of customer
service inquiries including order tracking, returns, product search, billing, and special promotions. Within three
months of launch, the chatbot handled over 690,000 inquiries, reduced resolution time by 70%, and enabled the
company to absorb peak demand events like El Buen Fin and Cyber Monday without hiring or training new staff.
This case demonstrates the most direct and quantifiable return on investment of the three cases presented.

Business Problem

The retailer's contact center faced two distinct but related problems. The first was structural: agents handled a
broad mix of inquiry types—order tracking, credit card support, collections, billing, warranties, and product
searches—causing constant misrouting between departments and diluting specialist capacity. The second was
cyclical: special sales events every two months, some lasting only a weekend, required the recruitment and
training of temporary staff for a limited engagement, making the cost-per-event disproportionately high. The
company's over-the-phone and online sales channels were also underperforming because agents dedicated to
driving those sales were routinely pulled into general customer service tasks. There was no existing call data
record or systematic needs analysis, meaning the company was managing a high-cost, high-volume operation
without the intelligence infrastructure to improve it. The cost of inaction was clear: revenue lost during peak
events, high recruitment and training spend for temporary staff, and customer service quality that varied with
agent availability.

Proposed Solution

NDS Cognitive Labs deployed an AI-powered virtual agent integrated into the retailer's website, designed to serve
as the primary point of customer contact for all routine inquiries. Given the absence of prior customer data, the
team conducted field research—including agent interviews, call listening sessions, and two weeks of transcript
analysis—to map the most common customer needs. The chatbot was built to handle online, in-store, and phone
order tracking; returns, exchanges, and warranty requests; product searches by name, category, SKU, or
description; billing inquiries; physical store locations; and automatically updated special promotions. Sentiment
analysis and escalation protocols route complex or frustrated customers to human agents with full interaction
context. The system was trained on natural language variations identified during fieldwork, enabling it to recognize
diverse customer communication styles.

Strategic Analysis

The retail chatbot achieves the broadest channel and use-case coverage of the three cases, handling inquiries
that originate from online purchases, in-store transactions, and phone orders within a single interface, and
extending service availability to the 20% of customers who contact the retailer outside business hours.
Personalization is functionally present through purchase tracking tied to customer or order numbers,
location-aware store finding, and the chatbot's ability to recognize the same product inquiry regardless of how it is
phrased—by name, category, description, or SKU—which materially improves the experience for customers who
do not know standard product terminology.
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The automation impact is the most dramatic of the three cases: concurrent inquiry capacity shifted from an
average of 11 per hour to effectively unlimited, response time dropped 70%, and the company successfully
absorbed over 82,000 inquiries across two major sales events without a single incremental hire—a direct and
measurable operational cost avoidance. The exponential dimension is defined by the peak-event model: as the
retailer runs more frequent or larger promotions, the chatbot's value scales non-linearly because the marginal cost
of handling additional inquiry volume is near zero, while the alternative—temporary staffing—scales linearly and
expensively.

Strategic Value

The customer experience improvement is significant on two dimensions: speed (resolution time reduced from 5.7
to 1.7 minutes) and availability (24/7 service, including after-hours coverage that previously did not exist). For the
roughly 13,000 customers who inquired about the store's credit card outside business hours, the chatbot
represented the difference between a converted customer and a lost one. Operationally, the ability to absorb El
Buen Fin and Cyber Monday demand without scaling headcount is a structural competitive advantage in a sector
where those events are revenue-defining. Human agents, freed from routine inquiry handling, can now specialize
in complex cases and sales conversion—a workforce redeployment that improves both output quality and job
satisfaction, which should reduce attrition over time. The retailer is also building a customer intelligence asset
through ongoing chatbot interaction data—a long-term strategic resource that informs product, promotion, and
service decisions.

Risks and Limitations

The absence of a pre-existing call data record was a significant constraint that required NDS Cognitive Labs to
conduct primary fieldwork, which adds time and cost to the implementation and introduces the risk that the needs
mapping was incomplete or biased toward the perspectives of managers and agents rather than customers. The
chatbot's effectiveness during peak sales events—its most commercially critical application—depends on
real-time promotion data being accurately and automatically updated; any failure in this data pipeline during a
high-traffic event could result in incorrect information being delivered at scale. The document does not specify
how returns, exchanges, and warranty requests are fully resolved—whether the chatbot completes the transaction
or merely initiates a process that still requires human follow-through—which is a meaningful distinction for
measuring true automation depth. Additionally, while the system routes to human agents for complex cases, the
case does not address capacity planning for those agents during peak events, where escalation volumes could
also spike significantly.

Success Metrics

Customer-facing metrics: First-contact resolution rate by inquiry type, average resolution time (chatbot vs.
agent-handled), after-hours inquiry resolution rate, customer satisfaction score post-interaction, and cart or credit
application conversion rate from chatbot-assisted interactions.

Operational metrics: Inquiry volume per hour (chatbot vs. agent baseline), escalation rate to human agents,
peak-event handling capacity versus demand, promotion update accuracy rate, and agent attrition rate pre- and
post-implementation.

Business metrics: Cost avoidance from reduced temporary staffing at peak events, incremental after-hours revenue
attributable to chatbot availability, reduction in total contact center operating cost per inquiry, and return rate or
warranty claim resolution cycle time.

Final Assessment

STRONG. This is the most commercially compelling of the three business cases, with the clearest and most
quantifiable return on investment. The ability to handle peak sales events without incremental staffing cost alone
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justifies the investment for a retailer of this scale, and the 70% reduction in resolution time alongside 690,000
inquiries handled in three months demonstrates both quality and volume impact. The primary risks—data pipeline
reliability during peak events and escalation capacity planning—are manageable with proper operational discipline
and should not undermine the overall assessment of strategic strength.



GITMA Global Information Technology Management Review  •  ISSN 3122-4601 15

SECOND EDITION  |  APRIL 2026 ISSN 3122-4601

References

[1] Accenture International. (n.d.). A su servicio, El Poder Disruptivo de los Chatbots. Retrieved from
https://www.accenture.com/t00010101t000000z__w__/co-es/_acnmedia/pdf-50/accenture-pov-chatbots_pov-espanol.pdf?la=es-la

[2] IBM, Nearshore Delivery Solutions & NDS Cognitive Labs. (2018). Nearshore Delivery Solutions. Retrieved from
https://www.ibm.com/case-studies/nearshore-delivery-solutions-cloud-ai-banking-chatbot

[3] IBM, Nearshore Delivery Solutions & NDS Cognitive Labs. (2018). Nearshore Delivery Solutions. Retrieved from
https://www.ibm.com/downloads/cas/JOEXYB08

[4] Salesforce. (2019). State of Service. Retrieved from
https://c1.sfdcstatic.com/content/dam/web/en_us/www/documents/reports/salesforce-research-third-edition-state-of-service.pdf

[5] Redacción. “NDS Cognitive Labs Crea Asistente Virtual Con IBM Watson Para Fundación Teletón.” ESemanal – Noticias Del Canal,
IBM, February 13, 2020.
https://esemanal.mx/2020/02/nds-cognitive-labs-crea-asistente-virtual-con-ibm-watson-para-fundacion-teleton/

[6] Machorro, Juan Carlos. “¿Cómo Es Charlar Con Yolín, El Asistente Virtual Del Teletón?” ExpokNews, IBM, 18 Feb. 2020.
https://www.expoknews.com/como-es-charlar-con-yolin-el-asistente-virtual-del-teleton/

[7] Petouhoff, N. (2019, April). “State of Service” Report: The Age of AI, and Agent and Customer Empowerment. Retrieved from
https://www.salesforce.com/products/service-cloud/resources/state-of-service/

[8] Ovanessoff, A. & Plastino, E. Accenture International. Artificial Intelligence to drive South America’s Growth. Retrieved from
https://www.accenture.com/_acnmedia/pdf-48/accenture-ai-south-america.pdf?la=es-la

[9] Martinho-Truswell, E. & Gomez Mont, C. Oxford Insights. Mexico leads Latin America as one of the first ten countries in the world to
launch an artificial intelligence strategy. Retrieved from https://www.oxfordinsights.com/insights/2018/5/24/mexico-leads-latin-amer
ica-as-one-of-the-first-ten-countries-in-the-world-to-launch-an-artificial-intelligence-strategy

[10] Ovanessoff, A. & Abbosh, O. World Economic Forum. Artificial intelligence could help reverse Latin America’s economic slowdown.
Retrieved from
https://www.weforum.org/agenda/2017/03/artificial-intelligence-could-help-reverse-latin-america-s-economic-slowdown/


