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We assume our readers have already developed judgment 
and social awareness as part of their brand identity and 
company culture. This paper addresses the next step: 
systematizing your existing excellence so that technology 
can multiply your current empathic and appreciative 
approach to client relationships.
 
The conditions for adding automation to client service 
systems for high-ticket services are now in place. The 
technology exists, it's sophisticated enough to handle cultural 
excellence, and it's not even particularly expensive.

The true challenge isn’t technical—it’s self-awareness. To 
multiply your values through automation, you must first 
be able to articulate exactly what those values look like in 
practice. You need to transform the way you intuitively treat 
people into systematic structures that can be replicated in a 
bot.

Executive Summary
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It is a huge challenge to find enough people who are able to 
embody that culture of excellence in their interactions with 
clients. But those staff members are the true face of the 
hotel—they are the ones who attract the right guests and 
dispel the ones disturbing the environment in the house.

The Challenge: Finding the Right People

We can acknowledge the strategic importance of client 
service in an upscale market environment. This is nothing 
new—most entrepreneurs know it, or have learned it after a 
short time in business.
 
The real question is: why don‘t they implement it?
 
A luxury hotel provides the answer. There isn‘t such a big 
difference between the buildings of 5-star and 4-star hotels. 
Maybe the rooms are a bit larger, and they have embedded 
fitness centers with privacy and excellent equipment.
 
But the real difference is made by the people in the hotel: 
staff and guests.
 
When we refer to the upmarket or luxury segment, we‘re 
talking about people who are distinguished by the fact that 
they won‘t allow anybody to play with them, push them, or 
try to deceive them. They might give a taxi driver a tip of 
50 dollars, but they would become furious if they feel he is 
taking a long way just to get a couple of dollars extra. 

The Implementation Gap

Part I: The Foundation
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You are always walking a tightrope between falling short in 
your service level because of not having enough people, and 
falling short because of having people who do not fit into 
your culture and damage your brand and client experience.

http://chavavo.com


Page 7 © 2025 Chavavo Business Solutions www.chavavo.com

Building Bots That Embody Your Values

The Solution

Since finding enough people who can naturally embody 
your culture of excellence is so challenging, let‘s create 
automation systems that can handle the systematic aspects 
while maintaining your authentic approach.
 
In hospitality, coaching, training, and advising businesses, 
the core client-facing activities will always be human. You‘ll 
have a human teacher, and you wouldn‘t send a perfectly 
polite robot into a meeting with clients, no matter how smart 
or well-mannered.
 
But for administrative tasks - bookings and reservations, 
sending reminders, handling a 4 AM wake-up call for a guest 
catching a plane - automation is perfect. It would never be 
a single minute late, always friendly, never moody. It will 
embody your values consistently, 24/7, without the human 
limitations.
 
Preparing and serving breakfast at 4 AM? That falls back to 
the human sphere. It‘s about creating processes that ensure 
both humans and bots are doing what they do best.

http://chavavo.com
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The Power of Processes

Part II: How To Replicate Your Excellence

In the last 500 years, organized mediocrity has always 
beaten isolated excellence. And the reason for this - the tool 
empowering mediocrity - were processes.

I ask you now for a moment to imagine what we could 
achieve if we could organize excellence into clear processes.
 
To organize excellence in processes, we need to create the 
ability to replicate excellence. 

Building excellence in a person takes constant effort, and 
it takes time. There are not many people who are willing to 
take that effort for a vague promise of excellence. And then, 
excellence already implies that someone has developed their 
individual strengths, is not run of the mill. Therefore, they 
will not fit easily into rigid processes. Hence, the shortage 
of quality staff for service positions suitable for a luxury 
environment.
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Therefore, it is hard to find the right people, mentor, 
challenge, and support them, so that they can serve the 
demanding clients in your upmarket segment.
 
But, what if you could build an automation that has the 
quality to satisfy sophisticated clients by providing fast 
solutions for routine requests, while maintaining a kind and 
appreciative tone?

http://chavavo.com
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Obviously, the first step in designing an automation for 
sophisticated clients means leaving them a choice and not 
pushing them towards the machine. 
 
On the other hand, if you watch in supermarkets the self-
service checkout terminals, you will find the self-service 
terminal busy, even without a long queue at the counter 
handled by a clerk. This shows that not everybody prefers 
in every instance service by a human over a combination of 
self-service and automation.
 
A system, automated or not, will not perform in upscale 
markets without conveying respect for clients, their language, 
their choices, and their individuality.
 
But if it can adapt to the needs of those demanding clients, 
such a system allows us to scale up, and to direct the scarce 
and intuitive talent to the spots 
where it counts most: towards 
value creation.
 
Imagine what would happen 
if you could focus the great 
people you have been 
attracting as coworkers to 
refine your products, create 
even better videos, curating 
more touching stories 
illustrating your messages, 
while automation takes care 
of a big part of those repetitive 
chores that need to be done to 

Service Automation for Ambitious Clients
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keep your business running. Next, we discuss how to design 
such a system.
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Self-Observation and Self-Awareness

This is a perfect example of building leverage, and the 
results border on alchemy. We transform noise and chatter 
into actionable information, revealing clients’ pain points 
and desires, unveiling paths for improvement of our service 
system itself, our offers, and our marketing communication.

For humans, this approach of observation and awareness 
nurtures over time intuition and creates an invaluable body 

The most important foundation of excellence is a system of 
careful self-observation nurturing self-awareness, resulting 
in continuous improvement: Every day a small step forward. 
Without self-observation and self-awareness, nobody can 
develop excellence.
 
Therefore, if we want to create a client service automation 
embodying excellence, we must have such an observation 
system.
 
We start with a simple system: Every conversation, every 
interaction is recorded. And all records are automatically 
summarized and analyzed. This way, we can always find the 
next point allowing improvement.
 
Obviously, in the end, some humans will check those 
summaries and analysis, and decide which improvements 
to implement where. The system provides the insights, but 
human judgment determines the actions.

Results
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of reference information, called the subconscious mind, 
acting as a resonance body for your senses and allowing your 
senses to record and send to your mind over time finer and 
more nuanced sensations.
 
For automation systems, we can use that same approach 
to improve the underlying knowledge base, refine 
communication protocols, and strengthen underlying 
workflows and processes.
 
The automation doesn’t just serve clients - it continuously 
teaches you how to serve them better, creating a compound 
effect. Knowledge about clients’ pain points generates 
huge competitive advantage in product development and 
marketing, up to strategic decision making.
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Fundamental Bot Design Architecture
A good client service agent listens to client stories and pain 
points, translates them into actionable information, feeds 
that information into the underlying system, retrieves the 
results, translates them into client-oriented solutions, and 
presents them to the client.
 
A good bot should do the same. However, the results must 
be provided by clear and sharp processes. The result quality 
depends on three factors: the quality of input from translated 
pain points, the quality of the underlying processes, and the 
quality of translation and presentation to the client.
 
Strong processes are the foundation of automation 
acceptable to sophisticated clients. But we focus in this 
paper on the bot itself. The reason is that every business 
has existing legacy processes we must build upon. We 
cannot dismiss them and start from scratch. Therefore, we 
reserve process design for your running business to private 
conversations.
 
The processes are not handled by the bot. The bot serves 
as a bridge between the client and your systems, allowing 
natural conversation with freedom of expression for the 
client while ensuring your business systems function 
properly.
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The bridge function consists of three core components:

In this stage, we capture the client‘s story and pain points 
and transform them into structured information suitable for 
the background system. 
 
Asking: The bot opens the conversation by introducing itself 
and welcoming the client. Then comes the simple question: 
„What can I do for you?“ „How can I help you today?“ „What 
brought you here today?“ 
 
Listening: The next step is a capture step, where we wait for 
the client‘s answer. When the answer arrives, we save the 
original response into a variable before moving to the next 
step of summarizing and paraphrasing. 
 
Summarizing (a way of paraphrasing): This is not yet deep 
structuring. It‘s about identifying the focus and real intention 
of the user. We use LLMs for this, with a prompt asking to 
summarize. Then we present the result as paraphrasing their 
request and ask for confirmation.
 

•	Communication:  
Asking, listening, understanding

•	Categorization: Analyzing intent and routing to the 
appropriate workflow

•	Integration: Processing and formatting information, then 
initiating the appropriate process 

The Bot as a Bridge

Communication: Asking, Listening, Understanding
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Getting confirmation: The bot presents the summary: „I 
understood [summary]. Does that express your intention 
well?“
 
This typically involves three prompt types: 

Categorization: Analyzing Intent and Routing to the Correct 
Workflow

With the confirmed summary, we have a confirmed client 
intention. We analyze this intention and route it to the 
appropriate workflow.
 
The categorization step determines what kind of process is 
needed - whether it’s a knowledge base query, a calendar 
booking, a CRM lookup, or a ticket creation. This routing 
decision is crucial because different workflows require 
different information and formatting.

•	Summarize step: Creating the summary and saving it 
into another variable

•	Talk step: Presenting the summary to the client. This can 
be a simple talk step if the summarization works well, or 
a prompt like “present [summary] to user and ask if it is 
correct“

•	Capture step: Picking up the client‘s confirmation, 
rejection, or amendment 

Note that rejection or amendment creates a loop back 
to earlier steps, though we won‘t detail those exception 
handling cases here.
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Processing and Formatting Information, Initiating the Right 
Process

Now we know what to do and what kind of information we 
need to process that request or intent.
 
We check the conversation context, where all questions and 
answers are saved, for relevant information and turn it into 
variables. If information is missing, we ask the client for it 
and extract the information from their answers, putting them 
into variables.
 
For other workflows, we format the information differently. 
As soon as we have everything, we make an API call. The 
API call provides a response. These are often a series of API 
calls.
 
For example, for calendar booking, you must first clarify the 
time zones of the calendar and the user, then ask the user 
roughly when they want the appointment (e.g., which day). 
After that you retrieve from the calendar several available 
slots that day, ideally three. Then you offer those slots to 
the user and ask them to confirm one. After that you book 
the slot. If you get a success as API response, you inform 
the user that you booked the appointment and that they will 
receive a separate email confirmation with reminders. 
If you get an error, you inform the user and provide a link to 
the calendar where they can book on their own. 
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Special Case: The Knowledge Base

Many requests asking for general information can be 
resolved through the bot directly, without needing external 
processes. For this purpose, we integrate into the bot 
something like a mini-system: the knowledge base.
 
The knowledge base represents a hybrid between system 
and bot function, where the bot provides answers directly 
using well-structured information seamlessly integrated into 
the bot itself.
 
The steps are basically the same: We format the relevant 
information in a way suitable for the knowledge base 
process, send it there, retrieve the answer, present it, and 
ask for confirmation or further requests.

On the way back from the system to the user, we retrieve 
the system response, translate it into a format a human can 
understand and present it to the client.

Communicating: Presenting and Explaining the System 
Response

http://chavavo.com
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The Foundation: How Bots Process Instructions

Adapting Bots to Organizational Culture

Before we dive into cultural adaptation, we need to 
understand how bots actually process instructions and act 
on them. Unlike humans who intuitively balance multiple 
factors, bots follow a clear hierarchy of instructions that 
determines their behavior at every moment.
 
Understanding this hierarchy is crucial because every 
response your bot gives is influenced by these three factors, 
in order of priority:

1.	System Prompt (Core personality and values)
2.	Step-Specific Prompt (What the bot should do right now)
3.	Context (Conversation history and situational 

information) 

The System Prompt: Your Bot’s Moral Compass
The system prompt is your bot’s foundation - it defines the 
personality, values, and core behavior that should remain 
consistent across all interactions, regardless of which 
workflow step the bot is executing.

Designing System Prompts for Sophisticated Clients

When serving demanding, self-confident clients, your system 
prompt must establish the right tone and boundaries from 
the very first interaction.

The Power of Consistent Values

The system prompt acts like a moral compass for your bot. 
No matter what specific task the bot is handling - whether 
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You are an assistant for [Coach Name], who works exclusively with 

C-level executives and senior leaders. 

 

Core Values: 
- Treat every person as an accomplished professional deserving of 

respect 

- Value their time - be efficient and precise 

- Never attempt to provide coaching or strategic advice 

- Maintain absolute discretion about all interactions 

 

Communication Style: 
- Professional but warm 

- Direct without being blunt 

- Confident in what you can do, honest about what you cannot 

- Never apologetic for appropriate boundaries 

 

When in doubt about anything, offer to connect them directly with 

[Coach Name] rather than guessing. 

System Prompt Example

it’s scheduling appointments, answering FAQs, or escalating 
complex issues - these core values influence how it 
approaches the task.
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Step-Specific Prompts: The Current Mission
Each step in your workflow has its own specific prompt that 
tells the bot exactly what to accomplish at that moment. This 
is where you define the specific behavior for that particular 
interaction point.

The Beautiful Simplicity of Step-Based Architecture

When designing your bot workflows, you have a choice: 
create separate workflow-level instruction sets, or embed all 
specific instructions within individual steps. The step-based 
approach offers significant advantages:

1.	Clarity: Each step knows exactly what it needs to do 
Flexibility: You can modify one step without affecting 
others

2.	Debugging: When something goes wrong, you know 
exactly which step to examine

3.	Scalability: Adding new capabilities means adding new 
steps, not restructuring entire workflows

 

Step 1 - Welcome: 
“Greet the user warmly and ask how you can help them today.” 

Step 2 - Listen and Summarize: 
“Listen to their request and create a clear summary. Ask for 

confirmation that you understood correctly.” 

Step 3 - Route: 
“Based on their confirmed request, determine if this is: 

[appointment booking], [information request], or [needs human 

attention]. Route accordingly.” 
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Context: The Memory That Shapes Responses

Context includes everything the bot knows about the current 
conversation session:

•	Current conversation history: What has been said so far 
in this session

•	Session information: Data collected during this specific 
interaction

•	System data: Available calendar slots, current date/time, 
etc.

Important privacy note: This refers to information within 
a single conversation session, not data stored between 
sessions. Users can clear this session context by reloading 
the page or restarting the conversation.

How Context Influences Cultural Adaptation

The same system prompt and step prompt can produce 
different responses based on context. This is where cultural 
sensitivity really matters. 
 
Example scenario: A step prompt says “Ask for confirmation 
of the appointment time.” 
 
With different contexts, this might become: 
 
Context 1: First-time client, simple request 
Response: “I have you down for Tuesday at 2 PM. Does that 
work for you?” 
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Context 2: Long-term client, previously had scheduling 
conflicts 
Response: “I’ve scheduled Tuesday at 2 PM, which I see fits 
between your board meeting and your flight. Should I send 
the calendar invite to your assistant as well?” 
 
Context 3: Client seems frustrated from previous 
conversation 
Response: “To make sure we get this right this time, let me 
confirm: Tuesday, March 15th at 2:00 PM Eastern. Is this 
correct?”

The Three Types of Prompts: Building Conversational Flow

Once you understand the instruction hierarchy, the next 
step is mastering the three fundamental types of prompts 
that create natural conversational flow. Each type serves a 
specific purpose and together they enable sophisticated bot 
communication.

Talking Prompts: Conveying Messages and Questions
Talking prompts are where your bot communicates 
outward to the user. These prompts shape how your bot 
presents information, asks questions, and maintains the 
conversational tone that reflects your brand. 
 
Purpose:  
Deliver information or questions in a way that aligns with 
your organizational culture. 
 
Basic example: 
“What can I help you with today?” 
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More sophisticated example for executive coaching: 
“I’m here to help you connect with [Coach Name] or access 
the resources you need. What brings you here today?” 
 
The difference:  
The second example immediately establishes the 
professional context, mentions the coach by name (building 
personal connection), offers multiple types of help, and uses 
“brings you here” instead of generic “help with” - showing 
respect for the user’s intentionality.

Key Principle: Use Indirect Speech When Possible

Instead of telling the LLM exactly what to say: 
“Say: ‘Thank you for your patience. Your appointment has 
been rescheduled’”, give the LLM guidance and let it craft 
the appropriate response:
 
“Acknowledge their patience and confirm that their 
appointment has been successfully rescheduled. Be warm 
but professional.”
 
Why this works better: The LLM can adapt the tone, formality, 
and specific wording based on the conversation history and 
context, creating more natural, situationally appropriate 
responses. 
 
Key considerations for sophisticated clients:

•	Respect their intelligence - avoid over-explanation 
•	Be direct but not abrupt
•	Acknowledge their expertise when relevant
•	Provide clear next steps
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Listening Prompts: Capturing and Preserving User Input

Listening prompts do the invisible but crucial work of 
capturing user responses and storing them in variables 
for later use. The prompt design affects not just what 
gets captured, but how the bot interprets and stores that 
information. 
 
Purpose:  
Accurately capture user input and store it in a structured way 
that other steps can use. 
 
Simple example: 
“Capture whatever the user says and save it as ‘user_
response’” 
 
More sophisticated example for appointment booking: 
“Listen for timing preferences, meeting format preferences, 
and any urgency indicators. Save each type of information 
separately so later steps can use them.” 
 
The difference: 
The sophisticated version breaks down complex user 
responses into component parts. When someone says “I 
need to meet next week, preferably Tuesday, and it’s quite 
urgent because of our board meeting,” the bot captures 
timing (next week, Tuesday), urgency (quite urgent), and 
context (board meeting) as separate pieces of information. 
 
Why this matters:  
Later steps in your workflow can use these specific pieces 
rather than having to re-analyze the entire response.
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Analyzing Prompts: Understanding and Routing User Intent

Analyzing prompts are where the intelligence happens. 
They take raw user input and transform it into structured 
understanding that drives the bot’s next actions. 
 
Three main functions:

1.	Summarizing and Paraphrasing - Ensuring accurate 
understanding

2.	Categorizing and Routing - Determining what should 
happen next

3.	Knowledge Base Processing - Finding and formatting 
relevant information

Summarizing and Paraphrasing: The Two-Step Approach

Rather than trying to summarize and confirm in one step, a 
more effective approach separates these functions:
 
Step 1: Internal Summarization 
Create a clean, structured summary of the user’s request 
and save it to a variable. This summary becomes the 
foundation for all downstream processing.
 
Step 2: Confirmation Request 
Present the summary to the user and ask for confirmation.
 
Why this two-step approach works better:

•	Clean data downstream: The confirmed summary is 
much cleaner than the original user statement

•	Validated intent: Once confirmed, you know the 
summary accurately represents what the user wants
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Categorizing and Routing Prompts

Categorizing and routing prompts handle one of the most 
challenging aspects of bot communication: understanding 
the complex, layered responses that humans naturally give, 
then determining the appropriate next action.
 
Real-world example: When asked “Did I solve your problem 
completely?” humans rarely give simple yes/no answers. 
Instead, they might say: “Thank you so much for the quick 
response! That helps a lot, but I’m also wondering if there’s 
a way to arrange already a follow up appointment to discuss 
the input from our upcoming board meeting.” 
 
This response contains multiple layers:

•	Appreciation and satisfaction with the current solution
•	A “but” that introduces an additional need
•	A forward-looking request that builds on the current 

solution
•	Business context that explains the reasoning

Simple approach: 
“Determine if the user is satisfied and if they have additional 
requests.”
 
Sophisticated approach: 
“Analyze the response for satisfaction level, identify any 
new requests, and determine if those requests are clear or 

•	Better routing: Categorization and knowledge base 
queries work better with structured summaries

•	Error handling: If the summary is wrong, you get a fresh 
explanation rather than trying to patch the original
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Cultural Adaptation Through Prompt Design

Adjusting Talking Prompts for Brand Voice

The same functional prompt can be adapted for different 
organizational cultures: 
 
Formal Consulting Firm: 
„Thank you for your interest in our strategic planning 
services. To ensure we connect you with the most 
appropriate consultant, could you briefly describe your 
organization‘s current situation and primary objectives?“ 
 
Approachable Executive Coach: 
„Great to meet you! I‘d love to understand what‘s happening 
in your leadership world right now. What‘s the challenge or 
opportunity that brought you here today?“ 
 
Premium Training Company: 
„Welcome! Our programs are designed for leaders ready to 
make significant changes. What‘s driving your interest in 
executive development right now?“

Designing Listening Prompts for Context

Sophisticated clients often provide rich, nuanced 
information. Your listening prompts should be designed to 
capture this complexity:
 

need clarification. Then route to the appropriate next step: 
conversation closing, continuing with a new request, asking 
for clarification, or escalating to a human.”
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„Listen for and preserve: explicit requests (what they directly 
ask for), implicit needs (what they seem to need but haven‘t 
directly stated), constraints (time, budget, organizational 
factors they mention), success indicators (how they‘ll 
measure value), and stakeholder context (who else is 
involved in decisions).“

Practical Implementation Considerations

Conversation History: Sometimes Helpful, Sometimes Confusing

Whether to include conversation history in your prompts 
depends on the specific step and what you’re trying to 
achieve.
 
When conversation history helps:

•	Analyzing complex responses that reference earlier parts 
of the current conversation

•	Maintaining context for multi-turn interactions within the 
same session

•	Personalizing responses based on what the user has 
shared in the current conversation

•	Simple, focused tasks that should be handled 
consistently regardless of context

•	Steps where you want the LLM to focus on just the 
current input

•	Situations where too much context leads to overthinking

When conversation history can confuse:
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•	A faster, less expensive model might be perfectly 
adequate

•	You’re looking for consistent, reliable classification rather 
than creative responses

For high-volume, straightforward tasks:

•	Cost-effectiveness becomes more important
•	Consistency and speed matter more than sophistication

Different LLMs have different strengths, weaknesses, and 
costs. You don‘t need to use the same LLM for every step in 
your workflow.
 
Consider matching LLM capabilities to step requirements:
 
For simple categorization or routing:

Claude Heiku
Opus

Sonnett Gemini Flash
Gemini ProOpenAI

o3 mini
GPT-5 nano

Llama 3.1

DeepSeek R1

Choosing the Right LLM for Each Step
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The Compound Effect of Consistent Architecture

When you maintain a clear hierarchy and consistent 
implementation, you get:

•	Cultural coherence: Every interaction feels authentically 
“you”

•	Predictable debugging: Problems are easier to identify 
and fix

•	Scalable improvement: Enhancements at any level 
improve all interactions

•	Team alignment: Anyone working on your bot 
understands the structure

Conclusion: Simplicity Enables Sophistication

The step-based architecture, where workflow-specific 
instructions are embedded directly into individual steps 
rather than creating separate workflow-level instruction sets, 
creates a clean, maintainable system where:

•	The system prompt provides unwavering values
•	Each step knows exactly what to do
•	Context allows for intelligent adaptation

This hierarchy doesn’t just make your bot work better 
technically – it makes it possible to consistently deliver 
the sophisticated, respectful communication that your 
demanding clients expect.
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Debugging and Refinement 

Before diving into debugging, we need to understand how 
bots process instructions. Unlike humans, who intuitively 
balance multiple factors, bots follow a clear hierarchy that 
determines their behavior at every moment.
 
Every bot response is influenced by three factors, in order of 
priority:

1.	System Prompt (Core personality and values)
2.	Step-Specific Prompt (What the bot should do right now)
3.	Context (Conversation history and situational 

information)

When Instructions Collide: A Real Example

Consider this scenario: A client asks for my company’s email 
address. My bot responds with “contact@chavavo.com” - an 
address that doesn’t exist. The correct address “support@
chavavo.com” is clearly set in the knowledge base.
 
The debugging process revealed the conflict:
 
The client’s request had been routed to a support ticket 
workflow because it contained multiple, somewhat unclear 
elements. In that workflow, the bot faced contradictory 
instructions:

•	System prompt: “Be professional, friendly, and client-
oriented”

•	Step prompt: “Ask the user for their name and email 
address”

Understanding Bot Instruction Hierarchies and Conflicts

http://chavavo.com
mailto:support@chavavo.com
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The bot reasoned: “The client asks for MY email, but I’m 
supposed to ask for THEIRS? That’s not client-oriented!” With 
no knowledge base access in that step, it “helpfully” invented 
a plausible email address. 
The solution was architectural: Clarify first, then escalate 
cleanly if needed, rather than trying to be helpful without 
proper information.

How Human Unpredictability Creates Unexpected Bot 
Behavior
Humans communicate naturally - jumping between topics, 
asking multiple questions at once, using context from earlier 
conversations. This creates common challenges:

•	Context switching: Mid-conversation topic changes
•	Multi-layered requests: Combining gratitude with new 

questions
•	Implicit assumptions: Expecting knowledge the bot 

doesn’t have
•	Emotional charge: Frustration affecting communication 

patterns

The Upmarket Standard: Accommodating Natural Communication

Sophisticated clients expect systems to adapt to their 
communication style, not the reverse. Your bot must handle 
clients who:

•	Skip steps (“I need Tuesday at 2 PM”)
•	Ask multiple questions simultaneously
•	Provide information in unexpected order
•	Use their preferred communication style

•	Context: The bot has just asked for the company email 
address

This requires tolerance for different expression forms - from 

http://chavavo.com


Page 34 © 2025 Chavavo Business Solutions www.chavavo.com

This requires tolerance for different expression forms - from 
very polite (“Could you kindly inform me...”) to direct (“I 
require information about...”) to business-focused (“My team 
is evaluating...”).

Systematic Debugging Approaches
The Breadcrumb Method

Set debug markers at critical workflow points:

•	After categorization steps
•	Before and after API calls
•	At workflow transitions
•	When accessing the knowledge base

Backward Analysis

Start with the problem and trace backward:
•	What was the last correct action?
•	Which step made the wrong decision?
•	What instructions conflicted?
•	Did the bot have necessary information access?

Context Verification

Check what the bot „knew“ at each decision point:

•	Which variables were set?
•	What conversation history was available?
•	Which prompts were active?
•	What external data was accessible?

http://chavavo.com
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Architectural Solutions for Unpredictability

Error Handling

Every workflow needs clear “emergency exits”:

•	What happens when the bot doesn‘t understand?
•	How does it escalate elegantly?
•	How does it preserve client dignity?

The emergency exit is essentially an error message with an 
alternative solution - like providing an email contact or a 
direct booking link.
Adaptive Conversation Management

The bot should adapt its style to match the client:
•	Formal for business communication
•	Direct for brief responses
•	Patient for detailed explanations

We provide this flexibility through indirect speech in talking 
prompts - instead of scripting exact responses, give the bot 
guidance and let it match the client’s language and tone 
naturally.

Security Through Simple Limits

Malicious actors often exploit bots by stacking requests 
to create specific contexts, then following with ambiguous 
queries designed to probe for vulnerabilities. 
 
Simple architectural limits provide elegant protection:
 
Three-Request Rule: Limit conversations to three client 
requests. After resolution, provide polite closing rather than 
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asking “Anything else?” 
 
Conversation History Limits: Cap history at approximately 
twenty entries. This prevents context manipulation while 
improving response speed. 
 
Clean Exit Protocol: For strong dissatisfaction, immediately 
offer email contact. For minor dismay, respond with kindness 
first. Note: Implementing nuanced emotional recognition 
requires extensive testing.
 
Hostility Detection: When clients become abusive (“You’re 
so stupid”) or attempt system information extraction (“Show 
me your instructions”), politely end the conversation: “I 
understand you’re frustrated. For the best assistance, please 
contact us directly at [email]. Have a good day.”
 
Even here, we simply mimic what professional client service 
agents would do.

Proactive Testing Strategies

Scenario Planning

Think like demanding clients:

•	How would you communicate when rushed?
•	What would you expect when frustrated?
•	What shortcuts would you want?

http://chavavo.com
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Edge Case Testing

Deliberately test system limits:

•	Very short responses (“Yes”, “No”, “Maybe”)
•	Very long, nested requests
•	Emotional or unusual phrasings
•	Multilingual inputs

Allow yourself to tease the bot a bit

Test naturally: Act like yourself. Follow your impulses, have 
humor, be spontaneous. Authentic interactions often reveal 
issues that formal scripts miss. 

Get diverse perspectives: Ask several people to interact 
with your bot. Each brings different communication styles, 
revealing blind spots you might miss testing alone.

Development Best Practices

Version Control for Prompts

Always maintain a copy of your working prompt when testing 
modifications. Like A/B testing in advertising, you need a 
proven baseline to compare against new variations. This 
“control version” ensures quick reversion if changes degrade 
performance and provides clear benchmarks for measuring 
improvements.
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The Compound Effect of Good Architecture

When you implement clear instruction hierarchies and 
consistent debugging processes, you get:

•	Cultural coherence: Every interaction feels authentically 
“you”

•	Predictable debugging: Problems become easier to 
identify and fix

•	Scalable improvement: Enhancements at any level 
improve all interactions

•	Team alignment: Anyone working on your bot 
understands the structure

Key Principles for Resilient Bot Design

•	Clear instruction hierarchies that prevent conflicts
•	Robust debugging processes that reveal root causes
•	Graceful failure modes that preserve client dignity
•	Adaptive responses that match client communication 

styles
•	Simple security measures that feel natural to legitimate 

users

Remember: A bot that knows its limits and handles them 
gracefully is infinitely more valuable than one that tries to do 
everything and thus predictably fails.

http://chavavo.com
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For the complete step-by-step debugging process behind the 
email address case discussed earlier in this chapter, see 
Appendix B: Bot Debugging Case Study - The Email Address 
Mystery. 
 
This demonstrates the systematic debugging approach 
outlined in this chapter, showing how instruction conflicts 
can create unexpected bot behavior and how to resolve 
them.

Real-World Debugging: The Email Address Mystery

Case Study

http://chavavo.com
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From Raw Data to Strategic Insights
From Noise to Signals 

Important Note: Beyond Bot Boundaries

At this point, we‘re moving beyond pure bot functionality 
into business process territory. Continuous improvement 
is no longer part of the bot itself, but rather a higher-level 
system that leverages bot data to strengthen your entire 
organization.
 
The bot documents and provides raw data. With your 
automated process, you turn the noise of those raw data into 
actionable information. Sounds complicated, but this is a 
simple process you can easily implement.

A Simple Monitoring Architecture

Here is a small outline you can use to implement this 
process:
 
Documentation:

•	Append every conversation transcript automatically to a 
Google Doc

•	Include transcripts of client service calls and email 
conversations in this analytic process

•	Use raw conversation data for this monitoring, No 
preprocessing required

•	Structured information (date, intent, resolution) goes to 
your CRM system
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Weekly Rotation:

•	Automation tools (Zapier, N8N, Make) rename and 
archive the previous week’s doc and push it to an LLM

•	They create also a new doc for the new week
•	A LLM analyzes the raw transcripts and creates 

actionable summaries

Immediate Alerts:

•	Slack notification for dissatisfied clients
•	Separate channels for errors and ideas for improvement

Weekly Reviews
 
The first step in the weekly review process is to create 
summaries and read them. The summaries turn the raw 
data into information you can digest.
 
Then, by filing the summaries you build an archive for 
later use. For example, whenever you plan a major launch 
or campaign, you can use those archives to check what 
happened last time you did that Black Friday campaign.
 
Additionally, you can use the raw data to monitor some 
simple KPIs. That could be the number of requests per week, 
the number of complaints or unhappy clients, the number or 
percentage of requests solved autonomously by the bot and 
automated processes without human intervention.
 
You could relate these numbers to sales numbers, ad 
conversion rates, refund requests etc.

http://chavavo.com
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Client Signals as Business Intelligence:

Client feedback, positive or negative, provides huge 
opportunities to improve the bot itself, business processes, 
business communication, and product development. This 
information costs next to nothing compared with expensive 
market research. And you get the insights very early, 
because clients tell you their pain points if you are willing to 
listen.
 
You have already answers, before others do even know the 
question to ask.

Practical Applications:

This market intelligence is indispensable for:
•	improving your bot’s responses and conversation flow
•	strengthening your products and developing new 

offerings
•	communicating more effectively with your market
•	streamlining your business processes
•	making strategic decisions based on real client needs

Use this gift from your clients to build a huge competitive 
edge. Listening to your clients, even with the help of 
machines, allows you to make better decisions faster. 
Therefore, don’t let noise remain noise.

Continuous Growth

If you turn this monitoring system into a habit, into a 
disciplined process, you open the door to a path of 
continuous improvement. You learn and grow, while others 
rest on their laurels.

http://chavavo.com
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Four Simple Steps

Four simple steps and the power of discipline will propel you 
forward beyond your imagination:

1.	Consistent information collection through transcription of 
all conversations and dumping them into log files.

2.	Summarizing the logs into information digestible and 
understandable for human brains.

3.	Calculating simple KPIs to monitor developments at a 
glance.

4.	Filing the summaries and creating graphs from the KPIs 
allow you to access your new treasure of information 
easily.

Start Now!

This 4-step process is an easy system you can start 
implementing today. Start with the information sources you 
already have at hand. Create automatic transcripts of your 
client service calls and save all emails into archives. Use 
these information sources as a starting point for your new 
business intelligence system.

http://chavavo.com
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The Next Step

Nuggets in This Paper

If you’ve made it this far, you’ve gained something most of 
your competitors don’t have: an advanced understanding 
of how to implement client service automation for highly 
demanding and sophisticated clients in a premium market 
environment.

The most important points:

•	Offer automated solutions, and leave your clients a 
choice. Don’t try to push them into self-service flows. 
Just offer them and make them attractive.

•	The architectural principles for building bots that embody 
your organizational values

•	How to design instruction hierarchies that prevent 
conflicts and maintain cultural coherence

•	The debugging mindset that turns bot failures into 
systematic improvements

•	How to transform raw client conversations into 
actionable business intelligence

More importantly, you’ve seen the compound effect: when 
these elements work together, they don’t just improve 
efficiency—they create a sustainable competitive advantage 
through superior client relationships.

Knowledge Without Action Means Waste and Distraction

If you learnt something and - for whatever reason - you don’t 
use that knowledge, you have wasted your time, energy, and 
in most cases money.

http://chavavo.com


Page 45 © 2025 Chavavo Business Solutions www.chavavo.com

But this waste is only the tip of the iceberg. 

Think about it: You have just learned how to build an 
automation system capable of serving very demanding and 
sophisticated clients, and serving them better, especially in 
a fast-moving environment of launches and campaigns, even 
better than humans ever could. 

And then imagine, you stay with your old ways, recruiting 
fresh staff for every launch or at least rehiring them after a 
few months of inaction. You have to retrain them. They will 
not be exactly loyal to you, because they cannot count on 
your business for their regular expenses. Their interest in 
listening to your clients and prospects is very limited. And as 
a result, you turn in circles. 

Continuing that way, even if it used to be unavoidable, will 
now sink your business.

It‘s Time for a Head Start

This offer is reserved for those, who have been reading (or 
at least scrolling) down through this paper up to this page. I 
know that it is not easy to read, and thus reading it signals 
sincere interest.

My standard rate for an one hour consultation is $200. 
Today, I offer you a one-hour consultation call for $97, thats a 
more tan 50% discount. 

50% discount (limited time only)

http://chavavo.com
https://cal.com/johannes-chavavo.com/strategy-call-customer-service-automation-for-premium-clients-discounted
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•	start with a look at your ideal client
•	think about the values you want to convey to attract her 

or him
•	brainstorm how to ingrain those values into your 

processes
•	dream up ways how to communicate to them so that feel 

those values and develop trust
•	how to integrate that way to communicate into your bot

What we are going to do depends a lot on your input and 
questions. I will be open-minded without a fixed agenda.
That said, we can:

Obviously, this agenda is much more than we can talk in 60 
minutes. It is up to you to set the focus. The only thing I ask 
you is to communicate your focus early enough, together with 
some specific questions, so that I can prepare.

What to Expect

50% discount (limited time only)

Discounted Consultation:Reserve Your Seat Now!

After booking, I email you a confirmation and instructions, 
how to communicate your expectations and your focus for 
the session. 

PS: If that consulting session results in a long term 
cooperation, I will apply the price paid to the ongoing fees.

http://chavavo.com
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Share with Your Friends 

You are welcome to share this document with your friends. 
They will appreciate your help, even if I might decide to 
invalidate this coupon code to protect my time and my ability 
to serve my clients. 
 
You can download the current version of the report 
Bots4People here 

http://chavavo.com
https://chavavoleadmagnets.s3.eu-west-2.amazonaws.com/business_solutions/bots4people.pdf
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in 1955, has spent 35 years in various client-facing roles, 
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and their behavior. His observations gifted Johannes with 
deep insights about himself, humans in general and the 
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the resulting knowledge and methods with people around 
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Johannes holds an MBA from Edinburgh Business School, 
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Today, Johannes is semi-retired and focuses on sharing his 
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More Resources
1.	Case Study: Bot Debugging
2.	Case Study Porsche &Volkswagen
3.	The 9 Stages of Professional Conversations

Over time I will add here additional resources. You can 
download the current version of the report Bots4People here

http://chavavo.com
https://chavavo.com/bot-debugging/
https://chavavo.com/volkswagen-porsche/
https://chavavo.com/professional-conversation/
https://chavavoleadmagnets.s3.eu-west-2.amazonaws.com/business_solutions/bots4people.pdf
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