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Abstract: The present study investigates the impact of implementing Artifi cial Intelligence (AI)-

based chatbots on operational effi ciency, customer experience, and revenue generation, with a specifi c 

focus on the fi tness industry. The central objective is to analyze how conversational automation, 

grounded in sophisticated natural language processing (NLP) and machine learning, optimizes 

omnichannel customer service processes and transforms client relationships through an integrated 

framework of Complementary Cognitive Automation. The methodology adopted comprises a 

systematic literature review of the last fi ve years (2021–2025), complemented by a descriptive case 

study that evaluates performance metrics before and after technological implementation, including 

causal analysis, qualitative data, and fi nancial ROI analysis. The results demonstrate that the adoption 

of intelligent automation resulted in a 28% conversion rate in the automated channel via WhatsApp 

Business, signifi cantly surpassing the industry average (2–3%), representing a performance 7 to 10 

times superior to industry benchmarks. Exploratory causal analysis suggests that response speed (14 

percentage points), contextual personalization (13 percentage points), and appropriate escalation (23 

percentage points) are the primary mechanisms of success. Qualitative analysis reveals that 78% of 

customers prefer to start with the bot and escalate only if necessary, while human agents report greater 

professional satisfaction. Financial analysis demonstrates a payback period of 3–4 months and an 

1 É uma executiva sênior com mais de duas décadas de experiência consolidada em gestão ad-
ministrativa e � nanceira, governança corporativa e Customer Experience (CX). Ao longo de sua tra-
jetória, destacou-se pela liderança em processos de transformação digital e pela estruturação de ope-
rações escaláveis em grupos empresariais de grande porte. Sua expertise abrange a atuação estratégica 
como Project Management O�  ce (PMO) na concepção e expansão de projetos pioneiros no setor de 
� tness e bem-estar infantil, onde foi responsável pela padronização de processos, controle � nanceiro 
e implementação de metodologias inovadoras.
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IRR of 250–300%. The research concludes that the synergy between cognitive conversational agents 

and qualifi ed human teams not only reduces operational costs by up to 60%, but also substantially 

elevates customer satisfaction levels (CSAT), retention (30–35% elevation in lifetime value), and 

revenue generation, establishing a new paradigm of competitive effi ciency for the health and wellness 

services segment in the digital economy.

Keywords: Artifi cial intelligence. Conversational automation. Natural language processing. 

Omnichannel customer service. Fitness industry. Operational effi ciency. Customer experience.

Introduction

Digital transformation has substantially reconfi gured the dynamics of interaction between 

companies and consumers, establishing new standards of expectation regarding the speed, 

personalization, and availability of services. At the epicenter of this transformation lies Artifi cial 

Intelligence, whose practical applications are expanding exponentially, redefi ning the contours of 

operational effi ciency across multiple sectors. Particularly in customer service, the emergence of 

conversational automation systems represents a disruptive milestone, transitioning from rudimentary 

tools to sophisticated virtual agents capable of understanding complex contexts and emulating human 

interactions with remarkable precision.

The fi tness industry, characterized by its service-intensive nature and the high frequency 

of customer touchpoints, faces well-documented structural challenges: the need to manage 

massive volumes of leads with critical speed, mitigation of elevated cancellation rates, large-scale 

personalization, and optimization of acquisition costs. Historically, these pressures resulted in trade-

offs between operational effi ciency and experience quality, with organizations frequently sacrifi cing 

one to the detriment of the other.

Although the literature recognizes the transformative potential of AI in customer service, 
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signifi cant knowledge gaps remain: in-depth analyses are lacking on the specifi c mechanisms through 

which cognitive conversational automation simultaneously optimizes operational effi ciency and 

experience quality; most studies focus on cost reduction, ignoring revenue generation opportunities; 

investigations into how integrated omnichannel architectures amplify the impact of conversational 

agents are scarce; the fi tness sector, despite its receptiveness to digital technologies, remains 

underrepresented in the academic literature on conversational automation.

This article investigates the transformative impact of cognitive chatbots on operational 

effi ciency, customer experience, and revenue generation, using as a paradigmatic case the 

implementation of Einstein Bot integrated with WhatsApp Business in a large-scale fi tness operation. 

The relevance of this study is consolidated in three dimensions: empirically, in the documentation 

of a 28% conversion rate, a performance 7–10 times superior to market benchmarks; theoretically, 

in the proposition of an integrated framework that explains how specifi c technological components 

(sophisticated NLP, real-time sentiment analysis, omnichannel architecture) interact to produce 

exceptional results; practically, in the articulation of strategic guidelines for successful implementation 

in contexts of high operational complexity.

Literature Review

Proposed Theoretical Framework: Complementary Cognitive Automation

Contemporary literature offers sophisticated analyses of individual components of 

conversational automation (NLP, chatbots, CRM, omnichannel), but lacks an integrated framework 

explaining how these components interact to produce exceptional impact. This article proposes a 

Complementary Cognitive Automation framework that articulates how virtual conversational agents 

and qualifi ed human teams create value through three integrated mechanisms.

Mechanism 1 – Temporal Friction Optimization: The capacity of a cognitive conversational 

agent to respond instantaneously, 24/7, eliminates the critical latency between the customer’s initial 



172ISSN: 2675-469X /  Vol. 07  - n 01 - ano 2026

interest and the response. Research in consumer psychology documents that this latency is a strong 

predictor of conversion rate. By eliminating this friction, conversational automation signifi cantly 

amplifi es the probability of conversion. This mechanism is particularly potent in sectors such as 

fi tness, where many leads arise outside business hours (evenings and weekends) and where competition 

is intense.

Mechanism 2 – Contextual Personalization at Scale: The integration of NLP with CRM 

systems enables hyper-segmented personalization of interactions at a massive scale. Rather than 

offering generic offers, the system substantively adapts its approach based on customer context 

(history, preferences, behavioral patterns). This personalization at scale transcends what human teams 

could achieve, even with excellent training.

Mechanism 3 – Complementary Human-Virtual Orchestration: Automation does not replace 

human agents but frees them to focus on high-value interactions (retention, relationships, complex 

cases). This strategic division of labor, where machines handle volume and humans handle complexity, 

creates an operational capacity that transcends what either could achieve in isolation.

Evolution of Chatbots: From Rule-Based Automation to Cognitive Intelligence

The history of chatbots dates back to the 1960s, with the ELIZA system developed by 

Joseph Weizenbaum, which simulated a psychotherapist through text recognition patterns and string 

substitution. This pioneering approach, though revolutionary for its time, proved fundamentally 

limited: it operated through explicit rules, lacked genuine semantic understanding, and depended on 

structured and predefi ned interactions. For subsequent decades, the evolution of chatbots remained 

relatively incremental, with fi rst-generation systems characterized by rigid decision trees, hierarchical 

menus, and limited capacity to handle linguistic ambiguities or unforeseen contexts.

The paradigmatic infl ection occurred with the convergence of three technological 

developments: exponential advances in computational capacity, the availability of large volumes of 
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training data (big data), and, most crucially, the emergence of deep learning architectures based on 

artifi cial neural networks. The application of NLP techniques based on recurrent neural networks 

(RNNs) and, subsequently, on attention architectures (transformers), enabled AI systems to transcend 

superfi cial keyword analysis to apprehend complex semantic structures, multifaceted contexts, and 

even pragmatic nuances of human language.

Contemporary literature documents that this transition represented not only a quantitative 

improvement in capabilities, but a qualitative transformation in the nature of human-machine 

interaction. Hibban (2025) highlights that third-generation cognitive chatbots, powered by large 

language models (LLMs), demonstrate capacities for contextual interpretation, logical inference, and 

response generation that closely approach the sophistication of human interactions.

Natural Language Processing: Technological Foundations of Cognitive Automation

Natural language processing (NLP) constitutes the fundamental technological substrate 

that enables Artifi cial Intelligence to understand, interpret, and generate human language in a 

contextualized and semantically meaningful way. The evolution of NLP in the last fi ve years has been 

marked by revolutionary advances, particularly the emergence of massively pre-trained transformer 

models such as BERT, GPT, and their successive variations. These models, trained on billions of 

tokens of diverse text, develop sophisticated internal representations of language that capture not only 

lexical and syntactic patterns, but also deep semantic structures and complex pragmatic relationships.

Real-time sentiment analysis, in particular, emerges as a critical functionality for optimizing 

customer experience. Omoleye (2020) documents that sophisticated NLP systems can detect signals 

of frustration, confusion, urgency, or satisfaction in customer messages with accuracy approaching 

human discrimination. This emotional detection capability allows the system to dynamically adapt its 

response strategy: adopting a more empathetic tone when frustration is detected, escalating to human 

agents when exceptional complexity is identifi ed, or reinforcing value messages when satisfaction is 
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detected.

It is important to recognize that, although sophisticated NLP has remarkable capabilities, 

it remains limited in several dimensions. NLP is fundamentally based on statistical patterns in 

training data, which means it can perpetuate biases present in that data. Additionally, NLP lacks 

genuine semantic understanding or causal reasoning, operating through statistical correlations. 

These limitations have important implications for system design: conversational automation is most 

appropriate for transactional contexts with relatively structured language.

Omnichannel Architectures: Integration of Multiple Touchpoints

The contemporary customer experience is characterized by the expectation of fl uid and 

consistent interaction across multiple communication channels. A customer may initiate a conversation 

via WhatsApp, continue via email, fi nalize via website chat, and subsequently contact via phone, 

expecting the system to maintain contextual continuity and integrated history throughout this entire 

journey. The inability of traditional customer service systems to provide this integrated omnichannel 

experience represents a critical bottleneck in service quality.

The implementation of omnichannel architectures based on unifi ed CRM platforms, such as 

Salesforce Service Cloud, resolves this challenge through the consolidation of all touchpoints into a 

centralized database. This consolidation enables the creation of a “360-degree view of the customer,” 

where both human and virtual agents access a complete and contextualized history of all previous 

interactions, regardless of the channel through which they occurred.

The Fitness Industry: Competitive Dynamics and Structural Challenges

The fi tness industry is characterized by a particular competitive dynamic that makes it 

especially receptive to the adoption of conversational automation technologies. Unlike sectors 
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where customers interact with organizations episodically and transactionally, the fi tness industry is 

founded on continuous relationships, with members interacting with the gym at multiple touchpoints 

throughout their journey: from initial interest and demonstration, through enrollment, plan renewal, 

class scheduling, to retention and eventual cancellation.

The structural challenges of the sector are well documented in the literature. First, the 

fi tness industry faces historically high churn rates, with studies indicating that up to 50% of members 

cancel their memberships within the fi rst six months. Second, the sector is characterized by constant 

pressure on operating margins, with high fi xed costs (rent, equipment, staff) leaving little room for 

operational ineffi ciency. Third, intense competition among gyms, particularly in urban markets, 

makes differentiation through customer experience a strategic imperative.

Performance Metrics, ROI, and the Measurement Paradox

Measuring the impact of conversational automation implementations is a domain that still 

lacks robust methodological standardization. However, contemporary literature has identifi ed a set of 

key metrics that correlate with operational success and value generation. Chat Data (2025) provides 

a comprehensive framework for measuring ROI in AI-driven customer support, highlighting that 

many organizations make the mistake of focusing exclusively on operational cost reduction, ignoring 

revenue generation opportunities.

The most relevant performance metrics include: lead conversion rate (percentage of prospects 

that convert into paying customers), average resolution time (ART), fi rst contact resolution (FCR), 

customer satisfaction index (CSAT), Net Promoter Score (NPS), and customer lifetime value (LTV). 

A critical challenge in conversational automation implementations is the “measurement paradox”: 

the easiest metrics to measure (interaction volume, response time, cost per contact) frequently do not 

capture the most important value (experience quality, satisfaction, impact on retention).
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Ethical and Social Implications of Conversational Automation

Although the economic benefi ts of conversational automation are well documented, it is 

important to consider the broader ethical and social implications of this technology. Critical AI 

literature has identifi ed several dimensions of concern that deserve attention.

Privacy and Data Security: The implementation of cognitive chatbots requires the system 

to have access to sensitive customer data (transaction history, payment information, personal 

preferences). This raises important questions about privacy: How is this data protected? Who has 

access? How is it used?

Transparency and Accountability: Customers interacting with a chatbot often do not know 

they are talking to a machine, not a person. This raises questions about transparency: do customers 

have the right to know they are interacting with AI?

Employment Impact: Although this study did not result in job reductions (agents were 

reassigned to higher-value roles), conversational automation has the potential to displace workers in 

contexts where there is no appropriate reassignment.

Algorithmic Bias: AI systems, including chatbots, can perpetuate or amplify biases present 

in training data. This raises questions about AI governance: how do organizations ensure their AI 

systems are fair and non-discriminatory?

Methodology

Research Design and Methodological Approach

The present study adopts a mixed methods methodological approach, combining the rigor 

of systematic literature review with the analytical depth of an empirical and descriptive case study. 

This methodological triangulation is particularly appropriate for investigations that seek not only 

to synthesize the theoretical state of the art, but also to provide empirical evidence on the practical 
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application of technologies in real contexts. The research is structured in two complementary and 

sequential phases.

Phase 1: Systematic Literature Review

The fi rst phase consisted of a systematic literature review (SLR) conducted in accordance 

with protocols established by the scientifi c community, including the explicit defi nition of research 

questions, inclusion and exclusion criteria, search strategy, and procedures for study selection and 

analysis.

Research Questions: The questions guiding the SLR were: (1) How have Artifi cial 

Intelligence and natural language processing transformed the nature and effi ciency of customer 

service? (2) What are the mechanisms through which conversational automation impacts operational 

performance metrics and customer experience? (3) What are the specifi c challenges and opportunities 

for implementing cognitive chatbots in the fi tness industry? (4) What is the current state of the art 

regarding success metrics and ROI in conversational automation implementations? (5) What are the 

ethical and social implications of conversational automation?

Search Strategy: The search was conducted in recognized academic databases (ResearchGate, 

Google Scholar, specialized journals) and in consolidated consulting reports (L.E.K. Consulting, 

Juniper Research, Gartner). Search terms used covered combinations of keywords in English and 

Portuguese: “AI chatbots”, “artifi cial intelligence customer service”, “conversational automation”, 

“natural language processing”, “fi tness industry”, “customer engagement”, “WhatsApp Business 

API”, “omnichannel customer service”, “chatbot ROI”, “machine learning customer support”, “AI 

ethics”, “algorithmic bias”.

Inclusion and Exclusion Criteria: Included were: peer-reviewed articles published between 

2021–2025; reports from established consultancies with documented methodological rigor; case studies 

documenting real AI implementations in customer service; publications specifi cally addressing the 
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fi tness industry or similar service sectors; critical literature on AI ethics. Excluded were: articles prior 

to 2021 (with the exception of seminal works such as Omoleye 2020); publications without apparent 

methodological rigor; non-academic marketing content; studies addressing only technical aspects of 

NLP without connection to business applications.

Selection Process: Initial screening resulted in the identifi cation of approximately 80 

potentially relevant documents. After reading titles and abstracts, 35 texts were selected for full 

reading. Of these, 22 were effectively incorporated into the theoretical foundation of this article.

Phase 2: Case Study – Einstein Bot Implementation in the Fitness Industry

The second phase of the research was based on a descriptive and quantitative case study 

focused on the implementation of a conversational automation solution in a large customer service 

operation in the fi tness segment in Latin America. The case study is particularly appropriate for 

investigations seeking to understand complex phenomena in real contexts, where multiple variables 

interact in non-linear ways.

Organizational Context: The object of analysis is the implementation of Einstein Bot, 

Salesforce’s Artifi cial Intelligence platform, integrated with the WhatsApp Business API, in a 

customer service operation managing approximately 17,000 monthly interactions distributed across 

multiple channels (email, phone, WhatsApp, social media). The implementation was coordinated by 

the author of this study during her tenure as National Customer Service Manager (2014–2024), a 

position that granted her direct access to operational data, performance metrics, and strategic context 

of the implementation.

Analysis Period: The study covers the implementation and operation period of Einstein Bot, 

with retrospective data collection covering 12 months of post-implementation operation, allowing the 

evaluation of stabilized performance metrics and the identifi cation of sustainable patterns.
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Bias Mitigation and Data Validation

A critical challenge in case studies where the researcher has direct access to organizational 

data is the potential for confi rmation bias. To mitigate this bias, this study implemented several 

strategies: (1) Data Triangulation – fi ndings were validated through multiple data sources; (2) Deviant 

Case Analysis – cases where the bot did not perform well were identifi ed and analyzed; (3) Cross-

Validation with External Benchmarks – results were compared with independent market benchmarks 

from consolidated consulting fi rms; (4) Sensitivity Analysis – the study explored how results would 

change under different assumptions; (5) Explicit Acknowledgment of Limitations – the article 

explicitly recognizes the study’s limitations.

Methodological Limitations and Generalization Issues

The present study explicitly acknowledges its methodological limitations. First, the case 

study, while rich in contextual details, is necessarily specifi c to a particular organization in a specifi c 

time period, limiting the generalization of fi ndings. Second, data availability was contingent on 

organizational cooperation and the quality of maintained historical records. Third, the author’s direct 

access to data and organizational context, while offering advantages in terms of depth of understanding, 

introduces potential for confi rmation bias. Replication studies in different geographical contexts, 

sectors, and organizational sizes would be valuable for validating the generalization of fi ndings.

Results

Conversion Rate and Causal Analysis of Success Mechanisms

The most expressive fi nding of this research lies in the conversion rate achieved by the 

automated channel. Operational documentation indicates that Einstein Bot was responsible for a 28% 
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conversion rate on WhatsApp Business. To adequately contextualize the magnitude of this result, it 

is necessary to compare it with industry standard metrics. According to consolidated market surveys 

(L.E.K. Consulting 2025, Virtuagym 2025), the average conversion rate in fi tness segment e-commerce 

historically oscillates between 2% and 3%. This contrast demonstrates that the implemented solution 

surpassed the market baseline by a ratio of 7 to 10 times. In traditional customer service operations, a 

conversion rate of 5–8% is considered exceptional; a rate of 28% represents a performance that places 

the operation in the 99th+ percentile of sales effi ciency.

To understand the mechanisms through which the 28% conversion rate was achieved, an 

exploratory causal analysis was conducted. Although the sample size and complexity of the context 

do not permit rigorous causal analysis (e.g., regression discontinuity), it was possible to estimate the 

relative contribution of different factors through qualitative analysis of patterns in the data.

Temporal Pattern Analysis: Leads receiving a bot response within 5 minutes had a 32% 

conversion rate, while leads receiving a response after 1 hour had an 18% rate. This suggests that 

response speed contributes approximately 14 percentage points to the conversion rate.

Personalization Pattern Analysis: Leads receiving personalized offers based on their profi le 

(age, gender, fi tness history, geographic location, availability hours) had a 35% conversion rate, while 

leads receiving generic offers had a 22% rate. This suggests that contextual personalization contributes 

approximately 13 percentage points.

Escalation Pattern Analysis: Leads escalated to human agents when the bot detected 

complexity had a 38% conversion rate, while leads who remained with the bot despite complexity had 

a 15% rate. This suggests that appropriate escalation contributes approximately 23 percentage points. 

This fi nding is particularly important as it demonstrates that complementarity between virtual and 

human agents is critical for success.
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Operational Effi ciency and Omnichannel Impact

The introduction of conversational AI did not occur in isolation, but as the apex of a broader 

implementation of omnichannel architecture via Salesforce Service Cloud. The analysis demonstrates 

that integrating all communication channels into a unifi ed platform was the fundamental foundation 

for the bot’s success. From an operational standpoint, managing 17,000+ monthly interactions became 

signifi cantly more effi cient. The bot absorbed approximately 65–70% of Tier 1 (low-complexity) 

queries, such as information about plans, class schedules, payment status, and basic operational 

questions. This automated triage drastically reduced the overall average resolution time (ART) from 

approximately 8 hours (previous benchmark) to 45 minutes, an 89% reduction. Cost per contact was 

reduced by approximately 60%.

Contextual Personalization and Real-Time Sentiment Analysis

One of the most sophisticated aspects of the implementation was Einstein Bot’s capacity 

to provide highly personalized responses based on context. The bot had access to consolidated data 

about each customer in the CRM, including: transaction history, contracted plans, frequency of use, 

explicit preferences, behavioral patterns, and relationship status (new, active, at churn risk, cancelled). 

This context availability allowed the bot to substantively adapt its responses. For example, when a 

customer at churn risk inquired about cancellation, the bot automatically identifi ed this risk condition 

and proactively offered personalized retention offers.

Real-time sentiment analysis also proved critical. The system detected signals of frustration, 

confusion, or urgency in customer messages and dynamically adapted its response strategy. When 

frustration was detected, the bot adopted a more empathetic tone and offered immediate escalation to 

a human agent. This emotional modulation resulted in a signifi cantly higher perception of empathy 

and understanding, even in fully automated interactions.
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Qualitative Data and Validation of Findings

Customer Feedback: Analysis of customer comments about their experience with the bot 

revealed recurring themes. Customers appreciated response speed (“instant response”, “I don’t have 

to wait”), 24/7 availability (“I can contact at any time”), and the ability to resolve problems without 

escalation. Frequent criticisms included: diffi culty communicating complex needs, perception of lack 

of empathy in some cases, and frustration when the bot did not understand the question. Importantly, 

the majority of customers (78%) indicated a preference for starting with the bot and escalating to 

humans only if necessary.

Human Agents’ Perspective: Interviews with customer service agents revealed that the 

introduction of the bot signifi cantly impacted their work experience. Initially, there was concern about 

job replacement, but after 3 months, the perception changed. Agents appreciated that the bot absorbed 

repetitive transactional interactions, freeing them to focus on more interesting and challenging cases. 

Agents reported greater professional satisfaction and lower burnout.

Conversation Transcript Analysis: A random sample of 100 conversations between customers 

and the bot was analyzed for interaction quality. Analysis revealed that in 82% of cases, the bot 

provided responses perceived as relevant and useful. In 12% of cases, the bot provided partially 

relevant responses that resolved part of the problem. In 6% of cases, the bot did not understand the 

question and escalated to a human agent.

Impact on Retention and Lifetime Value

Although the 28% conversion rate is the most visible result, the impacts on customer 

retention and lifetime value may be even more signifi cant in terms of long-term value. Automated 

reminders about scheduled classes, sent via WhatsApp 24 hours before the class, resulted in an 
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18% increase in attendance rate. Personalized workout program suggestions, based on frequency 

history and preferences, resulted in a 22% increase in average utilization frequency. Contextualized 

motivational messages, sent at critical moments (e.g., when a customer had not attended for more than 

a week), resulted in a 15% reduction in churn rate. Proactive renewal offers, sent 30 days before plan 

expiration, resulted in a 25% increase in renewal rate. These impacts on retention and engagement, 

when aggregated, resulted in an estimated 30–35% elevation in the average customer’s lifetime value.

Financial ROI Analysis

To understand the fi nancial return on the implementation, an ROI analysis was conducted 

that considered costs and benefi ts. Direct benefi ts (cost reduction) included approximately a 60% 

reduction in cost per interaction and reduced agent turnover due to lower burnout. Indirect benefi ts 

(revenue increase) included additional conversions from the elevated conversion rate (difference 

between 28% and 3%) and increased retention (30–35% elevation in lifetime value). Based on this 

analysis, the Einstein Bot implementation had a payback period of approximately 3–4 months and an 

IRR of approximately 250–300%, suggesting it was a highly profi table investment. Comparatively, 

alternative investments (e.g., hiring more human agents) would have a payback period of 12–18 months 

and an IRR of 30–50%, demonstrating the economic superiority of conversational automation in this 

context.

Operational Challenges and Identifi ed Limitations

Although the results are unequivocally positive, the implementation faced signifi cant 

challenges that deserve explicit documentation. First, the initial quality of the bot was inadequate, with 

a handoff rate of 45% in the fi rst weeks of operation. This was resolved through continuous iteration, 
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knowledge base refi nement, and NLP model adjustment, but required substantial investment in data 

curation and training. After 8–12 weeks of operation, the handoff rate stabilized at approximately 

15–20%, a level considered acceptable in the industry. Second, initial customer acceptance was 

lukewarm, with many expressing a preference for interacting with human agents. This was mitigated 

through: clear communication about the availability of escalation to humans; demonstration of the 

bot’s competence through high-quality responses; and offering incentives for use of the automated 

channel. Third, privacy and data security issues required careful attention, including implementation 

of robust security protocols and compliance with data protection regulations (LGPD in Brazil, GDPR 

in Europe).

Discussion

Success Mechanisms: Why a 28% Conversion Rate?

The 28% conversion rate is extraordinary and warrants critical analysis of the mechanisms 

through which it was achieved.

Response Speed as a Critical Factor: Consumer psychology research documents that latency 

between initial interest and response is a strong predictor of conversion rate. Einstein Bot completely 

eliminated this latency, responding instantaneously 24/7. This is particularly important in the fi tness 

context, where many leads arise outside business hours and where competition is intense.

Contextual Personalization as a Differentiator: Rather than offering a generic plan to all 

leads, the bot adapted the offer based on lead characteristics (age, gender, fi tness history, geographic 

location, availability hours). This personalization resulted in offers that resonated more strongly with 

the specifi c needs and preferences of each prospect.

Quality of Conversational Experience: Rather than forcing the customer to navigate rigid 

menu hierarchies, the bot conducted a natural conversation, allowing the customer to express their 

needs in free language and offering responses that felt genuinely comprehensive.
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Capacity to Handle Objections in Real Time: When a prospect expressed an objection (e.g., 

“it’s too expensive”), the bot was able to respond with personalized value arguments, offer price 

alternatives, or suggest a trial period.

WhatsApp Integration as a Strategic Channel: WhatsApp is the most widely used messaging 

application globally, with particularly high penetration in Latin America. By offering the bot through a 

channel that customers already used daily, adoption friction was reduced and engagement probability 

increased.

Theoretical Implications for CRM Theory

The fi ndings of this study have signifi cant implications for CRM theory. Historically, CRM 

literature emphasized the importance of human interaction, building personal relationships, and 

empathy as critical success factors. These factors remain important, but the fi ndings suggest that 

the technical quality of interaction (response speed, personalization, information relevance) may 

be equally or even more important than interpersonal factors in transactional contexts. Particularly 

important is the implication that automation does not necessarily degrade customer experience if 

implemented with adequate sophistication. The traditional belief was that automation was a necessary 

trade-off between effi ciency and quality. The fi ndings suggest that, with suffi ciently sophisticated 

technology, it is possible to simultaneously achieve superior operational effi ciency AND superior 

experience quality.

Strategic Implications for the Fitness Industry

For the fi tness industry specifi cally, the fi ndings suggest that the adoption of cognitive 

conversational automation is no longer an optional innovation or competitive differentiator, but 

rather a strategic imperative for sustainable competitiveness. Organizations that do not adopt 



186ISSN: 2675-469X /  Vol. 07  - n 01 - ano 2026

these technologies will face increasing competitive pressure from those that do. More specifi cally, 

the fi ndings suggest that the fi tness industry should prioritize: implementation of omnichannel 

architectures integrating all customer touchpoints; adoption of sophisticated CRM platforms enabling 

customer data consolidation; integration of cognitive chatbots operating through customers’ preferred 

channels (particularly WhatsApp); continuous investment in data curation and NLP model training; 

and maintenance of qualifi ed human teams to handle complex cases and build high-value relationships.

Ethical and Social Implications

Although the fi ndings of this study are economically positive, it is important to consider the 

broader ethical and social implications of conversational automation. Regarding privacy, the Einstein 

Bot implementation requires the bot to have access to sensitive customer data. In this study, robust 

security protocols and compliance with data protection regulations (LGPD in Brazil, GDPR in Europe) 

were implemented. Regarding transparency, transparency was implemented through clear indications 

that the customer was talking to a bot, with the option to escalate to a human at any time. Regarding 

employment impact, although this study did not result in job reductions, conversational automation 

has the potential to displace workers in contexts where there is no appropriate reassignment. These 

ethical questions do not have simple answers but are critical to consider as conversational automation 

becomes more prevalent.

Limitations and Open Questions

Although the fi ndings are robust, there are open questions that deserve future investigation. 

First, the generalization of fi ndings to other sectors and geographical contexts remains uncertain. 

Second, the sustainability of results over longer periods remains to be documented. It is possible 
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that the 28% conversion rate is an initial result that degrades over time as novelty disappears or 

as competitors also adopt similar technologies. Third, the implications for human customer service 

teams deserve deeper investigation regarding quality of work life, career development, and employee 

satisfaction.

Conclusion

The present investigation evidences, in a compelling and multifaceted manner, the 

transformative impact of Artifi cial Intelligence on operational effi ciency, customer experience, and 

revenue generation in the fi tness sector. The implementation of Einstein Bot integrated with WhatsApp 

Business transcended the incremental optimization of costs, establishing itself as a strategic tool 

for value generation, materialized in a 28% conversion rate — a performance surpassing market 

benchmarks by a ratio of 7 to 10 times.

Conversational automation, supported by sophisticated natural language processing, real-

time sentiment analysis, and integrated omnichannel architecture, demonstrated an unparalleled 

capacity to reduce friction in the consumer journey while simultaneously offering instant, contextual, 

and personalized responses. The study concludes that the synergy between cognitive conversational 

agents and qualifi ed human teams not only absorbs massive volumes of interactions with superior 

operational effi ciency, but also reconfi gures customer service as a direct engine of sales, retention, 

and lifetime value generation.

Theoretical Contributions: This article offers three main contributions to theory: (1) 

proposition of a Complementary Cognitive Automation framework; (2) reinterpretation of the service 

paradox suggesting that with appropriate technology it is possible to transcend the effi ciency-quality 

trade-off; (3) contribution to CRM theory suggesting that technical interaction quality may be as 

important as traditional interpersonal factors in transactional contexts.

Practical Contributions: This article offers specifi c guidelines for successful implementation: 
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prioritize integrated omnichannel architecture; invest in data curation and continuous NLP model 

training; implement real-time sentiment analysis for appropriate escalation; maintain qualifi ed human 

teams for complex cases; consider ethical and social implications of automation.

For the fi tness industry, the adoption of cognitive conversational automation technologies 

ceases to be an optional innovation, consolidating itself as an essential pillar for competitiveness 

and scalability in the digital economy. Organizations that do not adopt these technologies will face 

increasing competitive pressure and risk of operational obsolescence.
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