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A Digital Front Line is developed, not installed 

 

Most organisations already possess the raw material: policies, procedures, decision frameworks, business 

rules, regulatory obligations, systems and experienced employees. The challenge is that this capability is 

fragmented. The implementation journey turns distributed expertise into a governed, reusable capability 

delivered during participation. 

STARTING DISCIPLINE 
Begin with one outcome so valuable and well executed that the organisation  

does not want to return to the old way of working. 

1. Begin with outcomes 

 

Do not begin with a list of conversations to automate. Build a portfolio of outcomes that depend 

materially on successful participation. Prioritise those that are consequential, repeated at scale, costly 

when they fail and difficult for non-experts to complete reliably. 

Selection criterion Question 

Value What cost, revenue, risk, loss or customer effort will improve? 

Trigger Can the need or opportunity be detected reliably and early enough to act? 

Participation Must the person provide information, decide, consent or act? 

Capability Gap 
Can that person reasonably be expected to know what to do without expert 
support? 

Outcome Can completion be expressed as an objective enterprise state change? 

Feasibility Are the required data, systems, owners and decision rights accessible? 

2. Define the verified outcome 

 

Specify what must be completed, the authoritative record, required evidence, permitted decisions, 

exceptions demanding specialist judgement and the point at which responsibility transfers. 

Conversational completion is not sufficient; the business outcome must be observable. 

3. Locate the Capability Gap 

 

Map where the participant is likely to lack information, procedural knowledge, confidence or authority. 

These are not merely pain points. They are moments where progress depends on capability the 

participant does not yet possess. Determine whether explanation, comparison, validation, reassurance, 

recovery or escalation will close each gap. 
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4. Structure organisational expertise 
 

Capture the policy obligations, product rules, process logic, contextual guidance, validation, exceptions, 

disclosures, escalation criteria and recommended actions that experts use. Static documents are source 

material; the target asset is structured, testable capability with an accountable owner. 

5. Allocate the operating model 

 

Required capability Operating response 

Technology can complete the work without human 
participation. 

Apply Automation. 

Expertise, judgement or accountable approval is 
required. 

Invoke Workflow Orchestration. 

A person must contribute but cannot be assumed to 
possess the required expertise. 

Deliver Conversational Self-Service through the 
Digital Front Line. 

 

Most consequential outcomes use a combination. The architecture should keep the outcome and context 

intact while responsibility moves between technology, professionals and the participant. 

6. Design for Conversational Self-Service 
 

Guide one meaningful decision at a time. Explain why information matters before requesting it; validate 

continuously; adapt when circumstances change; preserve trust and provide a clear recovery path. The 

customer should experience responsive guidance while the 3rganization retains control of policy, 

authority and evidence. 

7. Establish governance and production readiness 
 

Govern the capability, not only the technology. Every rule, disclosure, decision path and system action 

requires ownership, approval, version history, testing and evidence of compliance. Define deterministic 

boundaries, human approval points, security, data protection, audit, rollback, incident handling and 

operational support. 

8. Measure, operate and improve 
 

Track eligible events, appropriate interventions, successful participation, verified completion, accuracy, 

exceptions, assisted demand avoided, customer effort, revenue impact and operating cost. Outcome 

data should feed a controlled improvement cycle. The Digital Front Line is operated and optimised as a 

living service rather than launched as a project. 
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SCALING PRINCIPLE 
Projects are expressions of the Digital Front Line. They should strengthen a  

shared capability rather than create another isolated agent. 

 

The operating model for delivery 

 

To unlock a Digital Front Line requires cross-functional engagement. Here are the roles to consider: 

Role Accountability 

Business owner Owns the outcome, policy, value case and decision rights. 

Executive sponsor Resolves cross-functional ownership and funds capability reuse. 

Subject-matter experts Make tacit expertise explicit and define rules, exceptions and evidence. 

Risk and compliance Set authority boundaries, controls and approval requirements. 

Technology and 
architecture 

Connect signals, systems, workflow, identity and channels. 

CX and conversation 
design 

Translate expertise into coherent Conversational Self-Service. 

Operations Verify outcomes, manage exceptions and run the production service. 

 

How CLEVVA helps accelerate the journey 

 

We can help by providing the Conversational Self-Service Orchestration technologies, as well as the team 

capable of designing, deploying and operating your Digital Front Line. We work with existing automation, 

workflow, CRM, case-management and channel investments rather than requiring unnecessary 

replacement. 

Our role is to shorten the learning curve. We help select the right starting outcome, structure 

organisational expertise, engineer Conversational Self-Service, integrate the required systems, establish 

production governance and continuously monitor completion and performance. 

OUR TYPICAL APPROACH 
Start with one outcome, prove value in production, capture reusable capability 

 and expand deliberately. 

 

If you would like to learn more about of offering, please contact us at sales@clevva.com. 

 

mailto:sales@clevva.com
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Some of the outcomes we can help with 

The catalogue is intended for opportunity identification. It offers a list of the type of use cases we can 

help you automate through Conversational Self-Service. 

Industry High-value Conversational Self-Service outcomes 

Retail banking 
Fraud verified and protective action completed; failed payment recovered; 
repayment arrangement agreed; KYC renewed; mortgage documentation 
completed; renewal, retention or appropriate additional product completed. 

Insurance 
Claim lodged and evidence validated; missed premium recovered; lapse 
prevented; policy renewed; cancellation intercepted; cover adjusted; beneficiary 
verified; complaint progressed. 

Lending and 
collections 

Payment collected; promise to pay recorded; arrangement negotiated; failed 
debit order corrected; hardship identified; affordability assessed; dispute 
resolved; settlement selected. 

Telecommunications 
Connectivity or device fault resolved; activation completed; billing dispute 
investigated; SIM-swap secured; failed payment recovered; contract renewed; 
cancellation prevented; upgrade completed. 

Utilities 
Supply or prepaid-token issue resolved; billing anomaly investigated; meter 
reading validated; payment arrangement established; disconnection prevented; 
move-in or move-out completed. 

Government and 
public services 

Service fault reported correctly; municipal balance collected; licence or permit 
renewed; eligibility confirmed; grant or benefit application completed; appeal or 
declaration progressed. 

Healthcare 
Pre-admission completed; appointment recovered or rescheduled; consent 
captured; eligibility or authorisation progressed; contribution collected; payment 
plan agreed; warning signs escalated. 

Retail and e-
commerce 

Delivery issue resolved; return or refund completed; failed payment recovered; 
abandoned basket completed; subscription renewed; cancellation prevented; 
product support completed. 

Travel and hospitality 
Disrupted booking re-accommodated; refund or voucher selected; payment 
recovered; booking completed; loyalty renewed; upgrade accepted; lost-luggage 
case progressed. 

Automotive and 
mobility 

Fault diagnosed; roadside assistance coordinated; accident information captured; 
warranty progressed; finance payment recovered; service plan renewed; recall 
appointment completed. 

Property and facilities 
Maintenance diagnosed; repair coordinated; rent or levy collected; arrangement 
agreed; lease renewed; inspection scheduled; access permission and compliance 
captured. 
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Employee and HR 
Onboarding completed; payroll or benefit issue resolved; incident reported; 
policy declaration completed; overpayment arrangement agreed; support or 
development intervention progressed. 

Supplier and 
procurement 

Supplier onboarded; compliance renewed; invoice exception resolved; banking 
details verified; credit recovered; contract renewed; delivery issue managed. 
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