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HOW TO USE THIS PUBLICATION

A decision aid, not a
substitute for operating
context.
A research-backed synthesis of service-design, accessibility, and operating-model principles.
External sources support the framing; the decision-system model is Mantra’s applied point of
view.

Use the models to structure a leadership conversation, identify the first workflow or system
boundary worth examining, and define what evidence would be needed before committing to
implementation.
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01 THE VALUE GAP

Digital channels improved
access. They did not always
improve decisions.
Enterprises have invested in apps, portals, service tools, dashboards, and automation layers.
Many journeys still slow down when a decision has to cross teams or systems.

The next advantage is not another channel. It is a system that carries the decision from intent to
action.

A digital channel becomes strategic when it can
move the decision, not just capture the request.

Signal set

1 journey
first unit of change

5 layers
decision system model

0 restarts
target experience
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02 DESIGN ERROR

The channel is too often
designed separately from the
decision path.
A user can start a journey in a beautiful interface and still hit a slow manual path immediately
after submission.

The solution is to design the decision system around the journey: what is known, who acts,
which rules apply, where review happens, and what feedback is captured.

Experience quality now depends on how well the
system behind the interface moves the next
decision.

01
Intent capture

02
Context carry-forward

03
Decision action
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03 FAILURE PATTERNS

Decision systems fail when
the journey and the work are
separated.
The visible symptom is poor experience. The root pattern is usually missing state, missing
owner, missing context, or missing feedback.

State gap
The system does not know where the journey
stands.

Ownership gap
No team clearly owns the next decision.

Context gap
The next actor lacks the information needed to
act.

Workflow gap
The decision cannot trigger the next piece of
work.

Governance gap
Controls are reviewed after the fact.

Learning gap
The system does not learn from outcomes.

1 path
first modernization unit

3 roles
customer, team, owner

5 layers
minimum system model
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04 SYSTEM MODEL

Decision systems require five
connected layers.
The interface is one layer. The system needs four more to move the decision with confidence.

Experience surface
Where the customer, employee, or partner
initiates or completes the work.

Context layer
The data, state, history, eligibility, and rules that
travel with the journey.

Decision logic
The business rules, recommendations, and
thresholds that shape the next action.

Workflow path
The routing, task, approval, escalation, and
service flows that move the work.

Feedback system
The outcome signals that show whether the
decision improved the journey.

The first build should connect one journey to one
decision path end to end.
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05 GOVERNANCE

Controls should move with the
decision.
As decisions move faster, controls need to be embedded into the journey rather than added
after completion.

That means permissions, evidence, review, and auditability become part of the system
architecture.

The fastest decision system is the one that does
not need to leave the workflow to prove why it
acted.

Permission
Who can take the action.

Evidence
What supports the decision.

Review
What needs human oversight.

Audit
What must be captured.

1 trail
audit evidence

3 checks
permission, review, escalation

Every action
needs ownership

Evidence note. Decision governance should be designed into the journey path itself.
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06 STARTING POINTS

Start with one journey where
decision delay has a visible
cost.
The best modernization starting point is usually a journey with high volume, high support load,
clear ownership, and a measurable decision delay.

Modernization gets easier when the first unit of
work is a decision path, not a platform category.

Policyholder servicing
Connect documents, service actions, claims
status, and renewal prompts into one policyholder
decision path.

Completion · support load · cycle time

Healthcare booking
Connect search, availability, call center,
reminders, visit preparation, and follow-up into
one access path.

Conversion · utilization · patient effort

● High-volume request

● Visible delay

● Clear decision owner

● Known system path

● Measurable outcome
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07 MEASUREMENT

Measure decision movement,
not only channel usage.
Channel traffic can rise while decision speed stays flat. Better measurement follows whether
work actually moves.

Journey completion

Completion rate Restart rate

Drop-off point

Decision velocity

Decision cycle time Queue time

Handoff count

System learning

Feedback captured Repeat issue rate

Resolution quality

3 layers
experience, workflow,
decision

1 metric set
shared by business and
technology

90 days
first proof window
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08 ARCHITECTURE

Build the decision path before
scaling channels.
A decision system connects the interface to context, logic, workflow, governance, and outcome
capture.

01
Experience surface

02
Context model

03
Business rules

04
Workflow orchestration

05
Governance trail

06
Outcome analytics

Evidence note. The architecture should make the journey easier to complete and easier to improve.
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SOURCES & EVIDENCE

The evidence behind the
publication.
External claims are grounded in the sources below. Mantra frameworks and recommendations
are identified as applied interpretation rather than original quantitative research.

01 Service Design: Study Guide
Nielsen Norman Group
Service-design principles for connecting customer-facing interactions with backstage processes and systems.

02 Web Content Accessibility Guidelines (WCAG) 2.2
World Wide Web Consortium
The current W3C recommendation for accessible digital experiences and interaction design.

03 2026 Work Trend Index: Agents, human agency, and the opportunity for every
organization
Microsoft WorkLab
Research on organizational readiness, workflow redesign, governance, and human-agent operating models.

Continue the work

Ready to move beyond
channel-level modernization?
Use the constraint advisory map to identify the decision path where better systems can change
customer, employee, or operational momentum first.

mantra.ai

https://www.nngroup.com/articles/service-design-101/
https://www.w3.org/TR/WCAG22/
https://www.microsoft.com/en-us/worklab/work-trend-index/agents-human-agency-and-the-opportunity-for-every-organization
https://www.microsoft.com/en-us/worklab/work-trend-index/agents-human-agency-and-the-opportunity-for-every-organization
https://mantra.ai

