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Vista Higher Learning (VHL)
• 1999: Established

• Specialized language publisher
• 2001: First Spanish language product

• Today: >60 programs in 7 languages
• 2006: 1.0 product site released

• Today: 3.0 live
• 4.0 in development

• 2012: Market Leader in Higher Ed
• Today: business 80% K12, 20% Higher Ed

• Last 1 yr
• >6.5 mil students in >109k courses
• >11k schools

• Since Aug 1, 2025
• >1.5 mil students in >34k courses
• >47k educators
• >7k schools



Travelers on the Journey
• Product Journey
• Passengers

• Customers: Students, educators
• Guides 

• Tier 1 - Tier 2 Tech Support
• Tier 3 aka Product & Engineering
• Zendesk Admin (Jul 2024)

• eCommerce Journey
• Passengers

• Customers: Students
• Guides 

• Tier 1 - Tier 2 Customer Service 
• Tier 3 aka eCommerce Engineering
• Zendesk Admin (Jul 2024)



Tier 2 Core (3 FTEs)
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• Core Team 23 FTEs (bi-lingual)
• FTEs scale up busy seasons



Origin Story: What happened on this date…?

November 30, 2022
• ChatGPT public release



Origin Story: What happened after…?
• Market

• Media & Social media hype
• New products, players, research

• Personal experiments
• VHL 
• Discussion about potential applications
• TOS/EULA updated: intellectual property 

rights around AI use
• AI use requires internal approval

• Support Team 
• TS Systems 

• Zendesk w/legacy chat & workspace
• Talkdesk, et al.

• AI gen quiz/answ keys agent training



Poll Question 1



Poll Question 2



Poll Question 3



Transformation Journey – Phases

• Investigate
• Implement
• Iterate



Transformation Journey – Inputs

• Input Snapshots
• Business Goals
•Market Trends
• Technology Advances
• Customer Feedback
• Performance Data



Transformation Journey – Input Snapshot

• Business AI Goals
• 2024 Three-tier Cross-functional Focus

1. Cascaded AI Business Initiatives
• Scale, efficiency, cost reduction
• Human in the loop

2. Product Development
• User task efficiency, back-end process tools

3. Support (Product & eCommerce)
• Scale support to product & company growth
• Efficient, accurate solution path for customers  
• Reduce live agent contacts at Tier 1



Transformation Journey – Input Snapshot
• Market Trends
• Pace of growth of AI tech

• Unproven tech & upstarts
• Acceptance of AI?

• Open to AI agents following growth of self-service during 
COVID

• Concerns about AI hallucinations
• VHL product end-user sentiments

• Educators vocal, concerned about AI
• Not an instructional replacement
• Not a cheating mechanism for students

• Students more accepting



Transformation Journey – Q3-Q4 2023

• Initial investigation: Zendesk (ZD), Talkdesk, BPO Vendor
• Continuous monitoring due to market trends (rapid growth, unproven tech & 

upstarts)
• Chose Zendesk AI options (with human in the loop) w/minimum 1-year commit

Input SnapshotIterateImplementInvestigateDATE

Tech growth, reliabilitySupport Systems AI2023 Q3

Tech growth, reliabilitySupport Vendor AI2023 Q4



Transformation Journey – Q1-Q2 2024

• Zendesk (ZD) 
• Content Cues (Knowledge Gen AI curated summary of “like” contacts)
• AI Autoreply Answer BOT (web form and email BOT)
• Support Responsiveness & Knowledge
• Two-tiered Rebrand (acquisition & roadmap velocity)

• Essential AI agents (mix of Gen AI, KB self service)
• Advanced AI agents (+ analytic, custom, agentic AI, Ultimate AI) 

• VHL
• Jan-Feb busy season
• Adjustments: release date, roadmap planning for AI Messaging BOTs 

Input SnapshotIterateImplementInvestigateDATE

VHL Busy SeasonZD releases & EAPs2024 Q1

ZD responsivenessZD Content CuesZD releases &EAPsFeb

ZD responsivenessZD releases &EAPs2024 Q2

ZD AI RebrandRelease dateZD Autoreply BOTZD releases & EAPsMay

Plan adjustJun



Transformation Journey – Q3-Q4 2024

ZD
• Contracted admin – July start on ZD planning
• Functionality gaps – agent notifications on transfer/agent reassign (Slack webhook), end session/pranks, wait time

VHL
• Busy season Aug - mid-Oct
• Support team – Training; post-release Q&A sessions, daily check-ins, tracking sheet, recap summit Nov

• System – adjustments to messaging views, reporting, triggers
• Launch Oct 16 – MVP (Minimum Viable Product) Product & eCommerce
• MVP BOT – icon design & mobile widget refresh (Product and eCommerce), Product design refresh (removal in-context 

support)
• BOT Dev – Tech Support problem types (student)

Input SnapshotIterateImplementInvestigateDATE

VHL Busy SeasonZD admin startZD releases & EAPs2024 Q3

ZD releases & EAPs2024 Q4

Feedback, monitoringTactical16th launch MVPOct

Feedback, monitoringBOT updatesGap solutionsZD function gapsNov

Feedback, monitoringBOT updatesProduct UI updateIteration testingDec



Transformation Journey – Input Snapshot
• Performance Data 2024
• BOT significant share of 

contacts 
• Engagement YoY +1186%

• 90% contained
• Acct/Access Issues >20 pt % 

drop
• 1st #1 problem drop to #2

• Grades/Grdbk Help 10 pt % 
drop

• Live agent contacts 
• +17.64% in contacts for 6 wks
• SLA drop 

• Learning curve
• Increase in pranks (K12)
• ZD functionality gaps



Transformation Journey – Input Snapshot

• Technology Advances Post-launch
• Rapid change: New technology, new players

• VHL Scribe & Synthesia
• AI tools for support documentation resources

• Zendesk Roadmap velocity
• Releases daily
• Focus shift from BOT to gen AI w/ acqu of Ultimate AI
• AI Agent co-pilot App (ZD Marketplace)
• Tech obsolescence soon after implementation

• Content Cues (Mar 2025 deprecation announced)
• AI Messaging BOT Builder (legacy at time of our 

release)



Transformation Journey – Q1-Q2 2025

ZD
• Roadmap releases daily

• Release to address pranks; end session trigger
• Est wait time, queue positioning

• Content Cues deprecation
• AI co-pilot app: testing error blocker
VHL

• Product Support BOT continued dev
• top problems (Q1: student & educator)
• Launched est wait time/queue positioning

• Product UI revisions (Jan student Home; May instructor Home)
• Scribe and Synthesia use of AI to create support resources (user guides, video)
• BOT Welcome update to add guides, support ctr (Jun per performance analysis) 

Input SnapshotIterateImplementInvestigateDATE

Feedback, monitoringZD releases & EAPS2025 Q1

VHL Busy SeasonBOT updatesJan-Feb

ZD Content Cue depBOT updatesScribe, SynthesiaMar

Feedback, monitoringBOT updatesZD AI Agent AppZD releases & EAPS2025 Q2 

BOT updatesMay

BOT UpdatesJun 



Transformation Journey – Input Snapshot
• Performance Data 

Busy Season Jan-Feb 2025
• BOT share of contacts 

• Engagement YoY +349%
• 82% contained

• Acct/Access Issues >14 pt % drop
• Grades/Grdbk Help >9 pt % drop

• Live agent contacts Messaging
• #1 problem tied with #2
• -19.5% (yoy decline)
• SLA below target 

• Learning curve seasonal agents
• Prank share up, 10.9% (K12)



Transformation Journey – Q3 2025
Input SnapshotIterateImplementInvestigateDATE

Feedback, monitoringZD releases & EAPS2025 Q3

Feedback, monitoringBot updatesJul

VHL Busy SeasonBot updatesKB Gen AI EAPAug

VHL Busy SeasonBOT ReportsSep

• ZD
• Roadmap releases daily
• Knowledge Builder Gen AI EAP launched, run for Product Support (Aug)

• VHL
• Product Support BOT continued dev (student & educator) 
• eCommerce MVP BOT updates (Jul) 
• Product UI revisions (Jul, course masthead update for in-context support student & instructor) 
• Knowledge Builder Gen AI EAP testing complete; feedback to Zendesk (Sep)
• ZD Admin developing custom BOT performance dashboards for enhanced visibility (Sep)



Transformation Journey – Input Snapshot

• Performance Data  
Busy Season Aug-Sep 2025
• Migration obsolesced Qlik API w/ZD

• IT update prioritized to Q4
• BOT share of contacts 

• Engagement YoY 255.9%
• 80% contained

• Comms Tools Help = halved share
• Course Create Help >4 pt % drop
• Grades/Grdbk Help >10 pt % drop

• Live agent contacts
• -29.8% (yoy decline) Messaging
• -2.2% (yoy decline) all channels
• Contact Channel Shares

• Near even distrib btw voice, messaging, email, web form
• Historically, chat/messaging 45-50%



Transformation Journey – Input Snapshot

• Customer Feedback
• Product end-users

• Engagement data
• Pranks & Prank DSATs thru Q1 2025
• Educator (May 2025)

• BOT loop – update release bug fixed
• Educator (Aug 2025)

• Long-time VHL consultant (Higher Ed)
• Dislike of BOT interaction; prefers live agent
• Will touch base after Oct for sentiments, 

feedback from students & educators

• More comprehensive research needed



Transformation Journey – Recap

• 3 I’s of transformation cycle
• Influence from inputs

• Change management for alignment
• BOT Scaling

• FTE hours equivalent (to date)
• 2024: 1,633
• 2025: 14,249

• Next steps
• Team structure review
• Metrics tracking review
• Customer feedback deep dive
• Still iterating!

• Continued BOT dev
• Gen AI tech investigation & testing


