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INTRO:

The iIncomplete
Mandate

Twenty-five years ago | was given a mandate:
reduce operational expenses by 70% by moving

the labor base from the US to India. The economics
looked clean on paper. We found a highly educated,
motivated, English-speaking workforce. We hit our
budget targets. For the first 120 days, the savings
were celebrated. In one meeting they literally pointed
to our team and applauded.

Then the real numbers came back.

Conversion? Lower. CSAT? Lower. Loyalty? Lower. A modest
performance decline consumed that 70% cost saving faster
than any finance model accounted for.

Management revised my mandate: reduce costs by 70%,

while maintaining the same or better performance. That was a
different task. For the next two years we reinvested a meaningful
portion of the labor savings back into the infrastructure required
to make the savings real — compensation rates relative to

local markets, hiring practices, training programs, even how
agents got to and from the office. We built captive sites. It took
24 months. But the capability was there — it just required the
infrastructure investment to unlock it.
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The incomplete mandate

| think about that experience every time | hear an executive say:
“We need to reduce our operational expenses by deploying
agentic Al.”

The statement is incomplete. The full version is: reduce costs
while maintaining the same or better performance. Just as
moving volume offshore without building the operational
infrastructure produced 120 days of applause followed by a
performance crisis, deploying Al voice agents without building
the data and process infrastructure produces impressive demos
followed by a containment rate that sends most customers to a
human anyway.

The savings are not in the technology. They are in the
infrastructure that makes the technology work.

Olnvisible | invisibletech.ai
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PART I:

The cost of
standing still

The contact center is not an aging artifact of pre-digital
commerce. Nearly 2.9 million Americans work in one.
Yet for most enterprises, this, their highest-volume
customer interface, remains stubbornly focused on cost
containment over revenue growth.

The measurement problem compounds everything. A supervisor
reviews three calls out of two hundred an agent completed that
week. Enterprises survey 5% of customers; roughly 0.5% respond.
That half-percent of five percent becomes “the voice of the
customer” — a sample so skewed toward strong sentiment that
mediocre experiences register only as cancellations. First-call
resolution rates of 70—-79% mean one in four issues requires a repeat
contact. Agent turnover of 40-45% annually keeps the operation in
permanent retraining mode. At $2.70-$5.60 per contact, the true
baseline cost of the legacy model is a number most COOs have
never seen assembled in one place.

None of this is inevitable. It is the logical output of an operating model
built around scarcity of capacity, data, and insight.
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The true
baseline cost

3 out of 200

calls reviewed

QA COVERAGE

©.5%

of customers heard

CUSTOMER VISIBILITY

1 1in 4
need a repeat contact

RESOLUTION GAP

40 -45%
annual agent turnover

STAFF RETENTION

$5.60

max cost per contact

LEGACY BASELINE
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The competitive gap
is widening.

Your data has a
blind spot.

Most executives frame this as a strategic
choice: move toward Al-native, or maintain
the current model.

That is the wrong question.

The right one is: how far behind can you
afford to fall before the gap becomes
permanent?
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When an Al-native contact center deploys a new offer:
design, push, analyze 100% of conversations within 24
hours, refine, redeploy. No training cycle. No lag. When

a legacy contact center deploys the same offer: write a
training script, schedule cohort training, roll out over two
to three weeks, wait for QA samples, begin refinement with
incomplete data. In a calendar year, that is the difference
between fifty learning cycles and eight. That gap does not
stay constant. It widens every quarter.

A consumer’s Al agent hits your operation, finds no
structured interface, routes to a competitor, and reports
back. No complaint. No cancellation call. No record. You
never knew they were there. Enterprises are deploying
bots to screen out bots so their bots can serve the humans
those screened-out bots were representing. The logic is
circular. The business consequences are not. Forty-five
percent of shoppers already use GenAl tools to compare
products. That behavior is accelerating.

Contact Center Performance Dashboard
fence metrics acros

Unified operational, quality, and customer experi s all channels.

100

80

SEPTEMBER 2026
Total interactions

20 7 8.2% MoM

SLA attainment

96%
Avg handle time

N 4.1%
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PART ITI:

Why the
contact center
IS the right
starting point

The contact center sits at the intersection of every
upstream decision and every downstream customer
relationship in the enterprise. Every pricing change,
product launch, and policy update lands here first.
That makes it both the hardest function to transform
and the highest-leverage starting point.

The infrastructure required to transform it — unified data,
structured process architecture, real-time feedback
loops — is the same infrastructure every other function is
trying to build separately. You build it once, here, because
the pressure is most acute here. Then it compounds
everywhere else.

Three industries show this most clearly.

O lInvisible |
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Why the contact center is the right starting point

Insurance A Total Loss call requires a trained agent to simultaneously
navigate claims, policy, billing, and an informal knowledge
base — under pressure, while managing a distressed
customer. The scarcity is not headcount. It is the time it
takes to bridge those systems correctly. When that data is
unified and the workflow structured, an Al agent completes
the call: coverage confirmed, next steps communicated,
adjuster file initiated. Containment improves. The same
infrastructure becomes the foundation for fraud detection
and proactive renewal outreach the underwriting team was
trying to build separately.

Telecom Outages, billing close, device promotions — each drives
volume the center was never staffed to absorb. Al-native
handles that volume by resolving it, not rerouting it. The
agents who remain are freed for the one conversation that
actually prevents churn: the customer who is about to
leave. That conversation requires empathy, offer authority,
and full customer history. It is the conversation every
legacy contact center is too busy to have.

Healthcare A significant share of scheduling, verification, and prior
auth volume lands on clinical staff — nurses answering
billing calls while patient care competes for the same
hours. Al-native resolves that volume without clinical
involvement. The infrastructure built for the contact center
becomes the backbone of proactive patient outreach and
care coordination that the clinical operations team was
trying to fund as a separate initiative.

Olnvisible | invisibletech.ai
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THE AI-NATIVE CONTACT CENTER

Why the contact center is the right starting point

The pattern is consistent. The contact center is where the
pressure is highest and the payoff most immediate. The
organizations that understand this are not treating it as a
cost-reduction project. They are treating it as an enterprise
capability investment that happens to start here.

Before | joined Invisible | sat in on a demo for a marketing
Al tool. A large brand was updating its website 10,000
times a month. The Al reduced thousands of hours of
labor to dozens. The marketing team scaled immediately
from 10,000 updates to 30,000.

One operator raised his hand.

PROACTIVE SENTIMENT & RISK SIGNALS

Most contact centers learn about
problems when customers cancel.
Al-native operations see the pattern
before the first complaint is filed.

QO Invisible ‘ invisibletech.ai
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“How is your contact center dealing with
going from a dozen new offers a month to
hundreds a day? How does the training
work for that?”

The room went silent. The bottleneck had simply
moved. Department-level Al transformation does not
solve the bottleneck problem. It relocates it. The path
from legacy to Al-native has to run through the entire
enterprise for the transformation to hold.

Customer Engagement Trend
Mar 2026

Overall customer
risk s

Key risk factors
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PART IIT:

Where you are

Al-native is not a product you buy. It is a stage you reach.

The four stages
of Al maturity

02
Al-aware
o1 MENTALITY

Tool adoption
Legacy COST OF STAYING

Sunk cost; no operational
MENTALITY

change
Cost containment

COST OF STAYING
Compounding efficiency
gap; friction and churn

STAGE
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Where you are

Most enterprises reading this are Al-enabled, and

that is where the gap between perception and reality

is widest. Scaled deployments are live. Handle times
have dropped. There is a CSAT story to tell. Leadership
believes the hard work is done. It has not yet started.

Ask your Al agent to change a billing address, issue a
refund, reschedule an appointment. In most Al-enabled
contact centers, it cannot. Human agents have always
been the integration layer, bridging disconnected
systems per call, invisibly.

Five questions worth asking your
Head of Contact Center Operations

INVISIBLE TECHNOLOGIES

Deploy Al without fixing that architecture and you don’t
solve the problem. You expose it. A 23% containment
rate is not serving one in four customers through Al. It is
making three in four wait through an Al interaction before
reaching the human they needed from the start. That is
not a partial success. It is a very articulate dead end.

this week:

01 The action test Ask your Al voice agent to change a billing address right now.
Does it complete the task or hand off? If it hands off, your Al
can talk. It cannot act.

02 The bot readiness test If a consumer’s Al agent attempted a transaction tonight,
would it hit a CAPTCHA wall or find a structured interface?
If you’re blocking bots, you may be blocking the customers
they represent.

03 The deployment tempo test How long from offer finalization to accurate contact center
representation? Longer than 48 hours is a structural liability.

04 The hidden cost test What percentage of agent time is spent toggling between

screens and completing post-call documentation? You are

05 The North Star test

QO Invisible ‘ invisibletech.ai

paying humans to do what infrastructure should handle.

Is your Head of Contact Center Operations measured on cost
per contact or revenue influence? The answer tells you which
mental model your operation is running on.

11
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PART IV:

What It takes
to move

Most Al contact center deployments are IVR modernization with
a better voice layer. The underlying architecture is unchanged.

Four infrastructure problems determine whether transformation
holds or stalls in production.

& K

Data fragmentation Process opacity

Al agents cannot complete transactions against The workflows agents execute through years
systems that don’t communicate. Remove of muscle memory are undocumented. You
the human without fixing the architecture and cannot automate a process that has never
you’ve exposed the problem, not solved it. been written down.

A U

Execution without oversight No monitoring loop

When Al makes a decision affecting a QA on a 3% sample cannot catch what 100%
customer’s coverage or account, someone coverage surfaces. Without a complete

must be accountable. In requlated industries monitoring loop, performance degrades silently.
that is a legal requirement, not a design

preference.

QO Invisible ‘ invisibletech.ai
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THE AI-NATIVE CONTACT CENTER

What it takes to move

Consider what 100% coverage actually surfaces in
practice. A carrier rolls out a new pricing tier. Within

48 hours, the Al-native contact center detects that
customers who upgraded are expressing confusion
about their first bill at a rate three times higher than the

baseline for any plan change in the prior twelve months.

No formal complaints filed. No CSAT results back

yet. The billing team doesn’t know there’s a problem.
But the pattern is visible — and a targeted proactive
communication goes out before the wave of complaint
calls that a legacy center would have been the last to
know about and the first to absorb.

That is the difference between a 3% sample
and full coverage. Not marginal. Systemic.

The metrics shift tells the same story:

LEGACY

INVISIBLE TECHNOLOGIES

Some interactions must remain human — not because
Al lacks capability, but because accountability and
judgment are not features you can engineer in. They

are the service itself. The first call after a policyholder’s
death. The prior authorization denial for urgent
treatment. The small business owner whose payroll was
disrupted by fraud. These people are not looking for
information. They need someone to navigate a difficult
moment with them. The well-designed Al-native contact
center treats this as a design principle, not an exception.

The results when the infrastructure is built are measurable.
One Invisible deployment moved containment from 23%
to 71% for a 75-year-old, multi-billion dollar brand — while
holding customer satisfaction flat. That is the test Al
tourism consistently fails.

AI-NATIVE

Average handling time

First-contact resolution

Cost per contact

Customer effort score

QA sample score

Interaction quality at 100%

Headcount

Revenue influenced

A contact center measured on average handle time is incentivised to move customers off the
phone. A contact center measured on revenue influenced is incentivized to solve their problem.

Same operation. Entirely different output.

Olnvisible | invisibletech.ai
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PART V:

INVISIBLE TECHNOLOGIES

Two contact centers

There are, at this moment, two kinds of contact centers

operating in the enterprise.

THE FIRST
Staffed to the curve

It samples 3% of calls, surveys half a percent of
customers, trains agents in cohort cycles. It has
probably piloted Al, perhaps replaced its IVR.

Its containment rate is likely below 25%. It is busy,
under-resourced, and doing the best it can within
the constraints it was built around.

3% of calls sampled for QA

0.5% of customers surveyed

<25% containment rate

THE SECOND

Operates without those constraints

It handles surge volume without adding headcount.

It evaluates 100% of interactions. It deploys a new
offer and has complete feedback within 24 hours.

When customers need a human, they get one with
full context and authority to resolve the issue.

100% of interactions evaluated

24hr complete feedback on any new offer

The customers of both are the same people — moving between these
two contact centers, sometimes on the same day. The experience they

carry from one shapes what they expect from the other.

Escaping the scarcity trap is not a technology project. It is
an architectural one. The organizations that understand that

distinction are not waiting for a better moment to start.

QO Invisible ‘ invisibletech.ai
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QO Invisible

Invisible runs a Contact Center Maturity Audit that produces
a specific gap analysis against the Al-native benchmark —
the same framework that moved containment from 23% to
71% for organizations with far more legacy complexity than
most enterprises are starting with.

If you want to know where you
actually are and what it takes to
move, that is the conversation
worth having.

4 REQUEST A DEMO
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