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Most organisations still operate reactively. A problem occurs, the customer discovers it, 
contact is initiated and only then does resolution begin. Decades of investment have made 
this response faster and more accessible, but they have not fundamentally changed the fact 
that by the time a response if given, damage to the relationship has already occurred. 
 
When the customers contacts you, they are already affected by the issue. Even if you 
resolve it quickly, the relationship may have been negatively affected.  
 
Real-time data, monitoring, predictive analytics and artificial intelligence now allow 
organisations to recognise risks and opportunities earlier. This means that before real 
damage occurs, the organization can look to proactively resolve it (extinguish the flame 
before it becomes a fire).  

Moving from detection to resolution 
 

Detection has advanced faster than resolution. While a signal creates awareness, it does not 
ensure that the right systems, professionals or customers can contribute successfully to the 
outcome.  
 

 
The constraint to proactive resolution is not early detection. 

 It is orchestrating the required capability to achieve the desired outcome. 
 

 
Capability Orchestration is the discipline of identifying what capability is required, and then 
orchestrating the appropriate operating models to get the outcome achieved most 
effectively.  
 
At times the required capability resides entirely within existing systems and AI Agents. What 
is needed is facilitating the required system actions in the required sequence i.e. full 
automation.  
 
Sometimes certain capacity resides with skilled staff. At certain steps in the operational 
process, they are required to contribute, either by capturing data or making decisions. The 
focus is therefore to provide them with the required information and form fields to perform 
their role in the chain quickly and effectively.  
 
And then there are times when a person, most commonly a customer but sometimes an 
employee or supplier is required to participate in the process of achieving a defined 
outcome. The challenge is that they lack the capacity to perform this role alone i.e. they 
seldom have the required policy, product or process knowledge required.  
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A reactive approach waits for the customer to call in and ask for expert help from a staff 
member. A proactive approach offers this expertise digitally, in a form that guides their 
participation and ensures they provide the right information and make the right decisions 
for a next action to be triggered.  
 

Operating model When it applies Primary objective 

Automation  
Technology can complete the work 
without human participation.  

Execute efficiently and 
consistently.  

Workflow 
Orchestration  

Capable professionals must contribute 
expertise, judgement or 
accountability.  

Coordinate expertise 
and control.  

Conversational Self-
Service    

Human contribution is essential, but 
expertise cannot be assumed.  

Enable informed 
participation and 
verified completion.  

 
The role of the Digital Front Line 
 

The Digital Front Line is the capability required to deliver Conversational Self-Service  at 
scale. It sits between event detection and enterprise execution, helping customers 
understand what has happened, make informed decisions, provide accurate information 
and complete the actions only they can perform.  
 
It does not replace automation, workflow, employees or core systems. It connects customer 
participation to them. Where no participation is needed, automation should act. Where 
professional judgement is required, workflow should coordinate the expert. Where the 
customer must contribute but cannot reasonably know the organisation’s rules or process, 
the Digital Front Line closes the Capability Gap. 
 

The six functions of the Digital Front Line  

The Digital Front Line is not architected to simply wait for a customer response. The 
capability is architected to take control of the engagement. To clarify. To explain. To guide. 
And to make sure the right next action occurs to achieve the desired outcome.   
 
 

Function Practical responsibility 

1. Recognise  Receive a reliable trigger indicating an emerging issue or opportunity.  

2. Understand  Assemble customer, event, journey, consent and policy context.  

3. Engage  
Select the appropriate channel and engage with the customer, 
establishing upfront purpose and trust.  

4. Guide  
Explain, question, validate and adapt so the participant can contribute 
successfully.  

5. Coordinate  
Invoke automation, initiate workflow or transfer to a professional with 
full context.  
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6. Verify  
Confirm the operational record was created, updated or closed and the 
outcome achieved.  

 
 

The Digital Front Line notices the need, creates context, guides participation,  
invokes the appropriate operational capability and verifies that the outcome occurred. 

 
 

The outcomes a Digital Front Line is architected to achieve   

 
A Digital Front Line tends to deliver high value when collecting, protecting and growing 
revenue, restoring service, protecting the relationship and completing complex processes 
(where customers need guidance).   
 

Key Objectives  Illustrative outcomes  

Collecting revenue  
Recover failed payments, collect arrears and establish approved 
payment arrangements.  

Protecting revenue  
Prevent cancellation, recover abandoned journeys and stop 
contracts or policies lapsing.  

Growing revenue  
Complete renewals, upgrades and appropriate cross-sell or upsell 
opportunities.  

Restoring service  
Diagnose faults, guide corrective action and verify that service has 
been restored.  

Resolving and 
protecting  

Address fraud, complaints, disputes, claims and emerging 
customer vulnerability.  

Completing complex 
processes  

Complete KYC, applications, evidence gathering, consent and 
regulated declarations.  

 

The value drivers for adopting a Digital Front Line   

 
While most Conversational AI solutions target the reduction of cost for inbound query 
resolution, a Digital Front Line focuses more on the value that can be unlocked through the 
effective resolution of needs and issues, proactively.  
 
Key value drivers include:  

 

Value driver How value is created Illustrative measures 

Reduced cost to 
serve  

Prevent inbound demand, repeat 
contacts, avoidable escalation and 
manual administration.  

Contacts avoided; cost per 
outcome; employee hours 
released.  

Improved 
completion  

Guide and validate participation before 
errors create rework or abandonment.  

Completion; accuracy; 
rework; exception rate.  
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Value driver How value is created Illustrative measures 

Collected and 
protected 
revenue  

Recover payments, prevent lapse or 
cancellation and retain customers after 
service failure.  

Cash recovered; renewal; 
churn prevented; retained 
revenue.  

Grown 
customer value  

Use context and approved rules to 
complete relevant renewals, upgrades 
and additional sales.  

Conversion; incremental 
revenue; products per 
customer.  

Reduced loss 
and risk  

Intervene earlier and apply policy, 
controls, disclosures and evidence 
consistently.  

Losses avoided; compliance 
exceptions; audit quality.  

Improved 
experience  

Reduce customer effort and 
uncertainty while maintaining progress 
towards resolution.  

Effort; satisfaction; 
complaints; time to 
resolution.  

 

Getting started   
 

It is important to note that a Digital Front Line does not require you to replace existing CX 
technology. This will already be architected to optimize your reactive service offering. 
Instead, by adding a specialized layer to orchestrate your proactive, Conversational Self-
Service , you can quickly start realizing benefits without the pain of ‘rip and replace’.  
 
A Digital Front Line is not a big bang deployment. It is grown carefully, one outcome at a 
time. The strongest first use case should be high-volume, rule-rich, measurable and 
materially improved by earlier intervention.  
 
Below are the recommended phases for adoption  
 

Phase Executive focus 

1. Select  
Choose a valuable outcome and quantify its current cost, risk, effort 
and revenue impact.  

2. Architect  
Map the signal, required capability, authority boundaries, systems, 
participation and verified outcome.  

3. Prove  
Deploy a contained production implementation and measure 
completed outcomes rather than engagement alone.  

4. Scale  
Reuse policy logic, integration, identity, channel and monitoring 
patterns across adjacent outcomes.  

 
To reduce the effort and learning curve, CLEVVA offers a comprehensive managed service. 
We design, deploy and operate Digital Front Lines for regulated and process-intensive 
organisations. We not only provide the orchestration technology required, but also the 
capability to get a Digital Front Line working effectively in your organisation.  
 
For suitably scoped, rule-rich journeys where the required data and integration access are 
available, we typically target an initial production outcome within 6-12 weeks. Once 
reusable patterns are established, adjacent outcomes can often be added in two-to-three-



  
 

 

 

  6 

 
 

week delivery sprints. Actual timing depends on scope, governance, integration of readiness 
and client decision cycles.  
 

 
OUR PROPOSITION  
You do not have to assemble and operate the capability alone. CLEVVA will help you 
grow your governed Digital Front Line, one measurable use case at a time. 
 

 

Learn More  

To offer you a more in-depth understanding of Capability Orchestration and what it takes to 
unlock proactive resolution within your organisation, we have a 4 part series available for 
download.  

 

 Part 1: The Power of a Proactive Operating Model 

 Part 2: The Role of the Digital Front Line 

 Part 3: The Technology That Powers the Digital Front Line 

 Part 4: The Journey to Unlock Your Digital Front Line 

 

To view the other parts, click here 

 

 
To experience the power of Conversational Self-Service, and to understand the costs 
involved, contact us at sales@clevva.com.  

 

https://clevva.com/press-release/part-1-the-power…-operating-model/
https://clevva.com/press-release/part-2-the-role-…gital-front-line/
https://clevva.com/press-release/part-3-the-techn…gital-front-line/
https://clevva.com/press-release/part-4-the-journ…gital-front-line/
https://clevva.com/press-release/
mailto:sales@clevva.com.
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