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Every enterprise CX leader has heard the
pitch. A new Al platform. A new LLM
powering a GenAl solution. An agentic
framework that promises to automate 80%

of interactions before Q4.

And yet, most enterprise Al deployments
stall. Pilots run for months. Use cases get
quietly abandoned. The contact center
remains exactly as it was — except now with
a costly Al layer nobody fully trusts.

Usually, the challenge isn't the technology -
it's how quickly and effectively you can

implement it and start seeing results.

Over the past few years, Ozonetel has
deployed Al-powered CX solutions across
some of India’s most demanding enterprises
— a DTH operator serving 12 million
subscribers, a leading stock broking
platform, an NBFC with 22,000 agents, and a
state government delivering 580+ public
services. What we've learned across these
deployments is worth putting on record —
because too many enterprises are making

the same avoidable mistakes.




Why Enterprise Al Deployments Fail
Before They Start

Ozonetel - 3 root causes to fix before go-live

i N 7 N 7 N
. ~® X

Wrong metrics (% Data that = No room to ©
at go-live isn’t ready fail fast
Set metrics before Audit data before Build a safe-to-fail
go-live deployment phase
not after launch siloed data stalls Al iterate before scaling

\ Y AN 4\ 4

Fix the foundation first — Metrics - Data - Iteration - Then scale

The most common failure isn't a bad Al model—it's misaligned expectations.

Enterprises often treat Al like a system upgrade: deploy, switch on, expect results. But
Al in CX is not a plug-and-play tool. It's a capability build.

And capability builds require a fundamentally different approach: clear objectives,
process alignment, training, and continuous iteration to actually drive outcomes.

In this regard, three things consistently derail deployments before they deliver value.

1. Set the Right Metrics Before Go-Live.

If you can't define what “working” looks like before launch, you won't know if it's failing
after. Al metrics can’t mirror human benchmarks — an Al resolving 50% of
conversations in month one, with the rest transferred to agents, isn't underperforming.
It's progressing. Calibrate success to what Al can achieve at each stage. Define it in
phases, not absolutes.



2. Data That Isn’'t Ready.

Your Al is only as good as the data it can read — and in most enterprises, critical data
sits locked in systems that don't talk to each other. CRMs, backend databases, product
catalogs, transaction records, ticketing systems — each holds a piece of the customer
picture. For Al to act on that picture, every relevant system must expose data via API, in
real time, in a format the Al can consume. This isn't just an integration task. It's an
interoperability mandate. Without it, even the most capable model is working with an
incomplete view — and incomplete views produce wrong answers.

3. No Room to Fail Fast.

Some use cases won't work. The enterprises that succeed are the ones with the
organizational tolerance to identify a failing use case early, pause it, and move to the
next one — without treating it as a program failure. Piloting with volume-percentage
routing (sending 5-10% of traffic to the Al before full deployment) gives this safety
valve.

The Four Pillars of Successful
Enterprise Al in CX

Ozonetel - Strategic framework
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Based on Ozonetel’'s deployment experience, successful enterprise Al programs
consistently get four things right.

1. Phased Deployment With Demonstrated Value at Every Stage

No enterprise should deploy Al across all its CX operations simultaneously. The most
successful programs we've seen run in three phases: a contained pilot on one high-volume
use case, a measured expansion across related workflows, and — only once both phases
have demonstrated ROl — a broader transformation program.

Cloud migration was fundamentally a where problem — the same workloads, running on
different infrastructure. Al deployment is a what and how problem. You're not moving
existing processes to a new environment; you're redesigning how decisions get made, how
customers get served, and how your teams work.

2. Design with Failover Strategy for High-Stakes Interactions

High-stakes customer interactions demand reassurance, not rigid automation.
Designing with a failover strategy means knowing when to step back and let a human
take over. When conversations become complex or sensitive, a smooth

handoff—without losing context—helps ensure effective communication and builds
frust.

The goal isn't to contain every conversation within Al. It's to ensure that when a human

needs to step in, they step in informed — and the customer should simply feel heard,
helped, and never passed around.

3. Continuous Al Monitoring for Right Outcomes

Deploying Al is not a set-and-forget operation. An that performs well in week one may

degrade as customer language patterns shift, product offerings change, or edge cases
accumulate.



Enterprise-grade deployments need automated quality assurance — systems that
continuously score Al conversations against human audit standards, flag fatal errors in
real time, and give operations teams visibility into what is and isn't resolving. At
Ozonetel, we've seen QA scoring move from sentiment-and-topic dashboards to
resolution-focused: did the customer’s problem actually get solved?

Mature programs run two parallel tracks: Al monitoring Al — evaluating every bot
conversation against resolution criteria, hallucination thresholds, and compliance
parameters — and Al monitoring humans, scoring agent interactions against quality
benchmarks without manual sampling. Different parameters, same outcome focus.
That's what separates programs that scale from pilots that stall.

4. Conversational Intelligence as a Business Asset

The conversation data from a CX operations is one of the most underused assets in
any enterprise. It contains buying patterns, churn signals, product feedback,
competitive intelligence, and missed opportunities — all in raw form, waiting to be
extracted.

Modern conversational Al insights goes beyond dashboards. The most advanced
deployments now allow business users to directly query conversation data: “What are
the top reasons customers aren't repurchasing?” or “What objections are my agents
encountering most?” — answered in seconds from analyzed call and chat logs. This

transforms every conversation into a strategic input for product, marketing, and growth.




Al Guardrails:
The Foundation of Trust at Scale

No enterprise can afford Al operating without control.
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Implementation Prerequisites
That Actually Move the Needle

Getting enterprise Al right isn't about jumping straight to deployment — it's about
laying the right foundation in the right sequence.

Get your data ready. \ / sTeP 2 ) Define what success actually

Ozonetel’'s Al can extract information & derive insights from raw IOOkS Ilke

transcripts, unstructured logs, and messy CRM records —butitcan > ——  Once the data foundation is in place, every planned use case needs a

only work with data it can reach. Voice transcripts, knowledge measurable business outcome tied to it — CSAT improvement, \
bases, legacy logs, CRM records — they need to live in one resolution rate, AHT reduction, or revenue uplift. If success can't be

accessible place. Fragmented, siloed data doesn't just slow defined before launch, it can't be measured after. Ozonetel

deployment — it stalls it indefinitely. This is where most enterprises deployments that clear this step first have delivered up to 25% faster

Klose months without realizing it. / \resolution rates and 15% CSAT improvement within the first phase. /

Integrate without disrupting Choose the right use cases to

what'’s working. start with.

Al must fit into your existing ecosystem — cloud, on-prem, or hybrid

Not everything should be automated at once. Prioritize where you

— without breaking live operations. Map your current Al maturity, have the right data set, the outcome metric is clearest, and the cost /
identify integration constraints early, and adopt a phase-wise < of a failed experiment is lowest. Start there, learn fast, and expand

only what works. The goal at this stage isn’t scale — it’s proof.
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migration strategy that de-risks each step before committing to the

next.




