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One discipline, three operating models 
 

Capability Orchestration is the overarching discipline. It determines what capability an outcome requires, 

where that capability should reside and how the appropriate operating models should work together. 

The technology architecture must support three complementary models rather than force every outcome 

into one platform. 

Operating model When it applies Illustrative technologies 

Automation 
Technology can complete the work 
without human participation. 

WorkHQ, UiPath Maestro, 
Microsoft Power Automate, APIs 
and digital workers. 

Workflow Orchestration 
Capable professionals must contribute 
expertise, judgement or accountable 
approval. 

Chorus, Pega, Appian, ServiceNow, 
CRM or BPM platforms. 

Conversational Self-Service 
(Digital Front Line) 

Human contribution is essential, but the 
participant cannot be assumed to 
possess the required expertise. 

Trust Orchestrator; Cognigy.AI or 
Kore.ai 

 

1. Automation: execute without human participation 
 

Where capability can reside entirely in technology, automation should act. An enterprise orchestration 

environment coordinates APIs, digital workers, AI services and systems; manages priorities, 

dependencies, queues and retries; and provides operational visibility. The state-changing work remains in 

the executing systems and services. 

2. Workflow Orchestration: execute with the input of 
skilled staff 

 

Investigations, claims, complaints and other long-running outcomes may wait for evidence, approval or 

specialist judgement. A workflow, CRM, BPM or case platform maintains authoritative operational state, 

sequences tasks, controls service levels and coordinates the inputs from capable professionals. 

3. Conversational Self-Service: execute with the input of 
individuals that lack required knowledge and skill 

 

The Digital Front Line closes the Capability Gap when a customer must authenticate, explain 

circumstances, provide evidence, understand consequences, choose between permitted options or give 

consent. It supplies organisational expertise during participation and connects the resulting decisions and 

information to the workflow and execution environment. 
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The Conversational Self-Service Model 

 
The missing capability in most service models 
 

Most companies have already invested heavily into full automation and workflow orchestration. What is 

missing, and why most are forced to rely on reactive service models, is Conversational Self-Service. A key 

reason is that it is not simple. The variability within the customer domain is so high that scripted, dialog 

flow journeys seldom hold. Customers unexpectedly ask questions or change their mind. Their 

understanding also varies significantly. 

While most Conversational AI technologies can support the more standard, simple engagements, they 

struggle when the variables get more complex. The result is that most Conversational AI Agents are used 

to handle information based queries, and skilled humans are used to resolve the queries that are more 

complicated, where context and rules matter. 

Requirements for success 
 

To support effective proactive service, your Conversational Self-Service capability must enable you to 

design, govern and operate the conversational logic of the Digital Front Line across voice and digital 

channels. It must translate policy, product rules, process logic and expert knowledge into Conversational 

Self-Service that adapts to the customer while remaining within defined authority. 

A Conversational Self-Service capability must therefore, at the very least: 

1. Understand the customer’s goal: Recognise multiple intentions, clarify vague requests and 
diagnose the underlying need before deciding how to respond. 

2. Gather the right context: Identify missing information, ask adaptive questions and use 
customer, policy and real-time operational data to determine the appropriate next step. 

3. Manage complex conversations: Maintain state across processes, interruptions, channels and 
time; moving into a related subprocess, responding to a change in topic or sentiment, and then 
continue without losing context. 

4. Apply governed conversational logic: Use maintainable business rules and approved 
knowledge to dynamically plan responses, make decisions and personalise the interaction. This 
provides greater control than relying on prompts or rigid decision trees alone. 

5. Coordinate action and escalation: Connect with enterprise systems, trigger actions, 
coordinate specialist agents and transfer conversations to people when necessary—with the 
relevant context intact. 

6. Provide enterprise-grade control: Support security, privacy, compliance, auditability, 
simulation and controlled deployment. Allow the same governed logic to be adapted 
appropriately across channels such as voice, chat and messaging. 

Conversational Self-Service orchestration platforms do more than generate responses. They enable 

virtual agents to understand what must be achieved, establish the necessary context, guide the customer 

through the required decisions, apply the organisation’s rules, coordinate the resulting action and 

maintain a complete record of how the outcome was reached. 
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Conversational Self-Service orchestration 
platforms do… 

Conversational Self-Service orchestration 
platforms don’t… 

Determine what the participant needs to 
understand, decide or provide next. 

Replace the enterprise case, CRM, BPM or 
workflow platform. 

Apply approved policy, validation, sequencing, 
disclosure and escalation logic in context. 

Replace APIs, digital workers or systems 
responsible for executing transactions. 

Maintain conversational state and context across 
the participation journey. 

Assume that a fluent LLM response is equivalent to 
a governed outcome. 

Invoke automation or workflow and pass 
structured information and full context. 

Remove the need for professional judgement 
where policy or consequence requires it. 

Confirm that the relevant operational record was 
created, updated or closed. 

Own every enterprise signal, channel or data 
source in the wider architecture. 

Provide detailed records of every engagement 
journey what was said, why and what happened 
next. 

 

 

Importance of trust, control and observability 
 

A production Digital Front Line operates in the organisation’s name. It therefore requires explicit decision 

rights, deterministic controls where consequence demands them, human approval points, end-to-end 

traceability, versioned logic, role-based access, secure data handling, test environments and operational 

monitoring. 
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The proof is in the eating 
 

There is a lot of confusion in the market regarding Conversational AI. The focus tends to be on the 

capability of an AI Agent to converse like a human. What is often overlooked is the job that must be 

done, and the value of that job being done safely, consistently, accurately and in line with rules and 

regulations (compliant). 

Simply providing a customer with information, while helpful, is seldom valuable. Automating basic 

inbound queries and requests does lower the volume pressure on human agents, but it does not change 

the operating model. 

For real meaningful impact, an AI Agent needs to be capable of providing Conversational Self-Service that 

leads to a valuable outcome. Where a case record is either created, updated or closed. And the 

organisation has a detailed engagement record to prove it was handled in a consistent and compliant 

manner. 

The strongest technical assessment of any capability orchestration solution therefore begins with a high-

volume, rule-rich outcome that has measurable value and benefits from earlier intervention. This not 

only assesses its capability to engage off a signal, but to facilitate a conversational process with a 

customer that leads to a successful conclusion. 

Do not ask whether the ecosystem can deploy a Conversational AI agent.  
Ask whether it can proactively resolve issues without having to rely on  

skilled staff members to be in the loop. 

 

 

NEXT IN THE SERIES 

Part 4 provides the practical method for selecting the first outcome, structuring organisational 

expertise, establishing governance and scaling through re-use. 

 

To discuss your architecture or experience Conversational Self-Service in action, contact 

sales@clevva.com. 
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