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THE END OF “PRESS 1”

EXECUTIVE SUMMARY

IVR is not underperforming due to a lack of optimization. It is underperforming because it encodes an outdated
interaction model.

For more than three decades, enterprises have designed customer engagement around constrained input,
deterministic routing, and internal organizational structure. This model prioritizes system efficiency over human
communication. The result is predictable friction.

Natural Language Al removes the constraint that made IVR necessary. Systems can now interpret language, infer
intent, and coordinate actions across functions in real time.

This creates a structural shift.

Enterprises now face a choice. Continue optimizing decision trees that compress intent into predefined
categories, or redesign around intent, context, and orchestration. The difference between these approaches will
define customer experience, cost structure, and competitive position over the next decade.

“Natural Language Al remaoves the constraint that made IVR necessary.”

THE SHIFT IN ONE PAGE

LEGACY IVR NATURAL LANGUAGE Al C.O.R.E. MODEL TARGET STATE
Menu -> selection -> routing -> Intent understanding, context Capture Intent -> Orient Context Resolution without requiring
handling retention, probabilistic inference, -> Reason Action -> Execute customers to navigate internal
dynamic next action Outcome structure

THE END OF PRESS 1| 2



THE END OF “PRESS 1”

1. IVR AS A LEGACY ABSTRACTION

IVR is best understood as an abstraction layer that compensates for system limitations.

It assumes:

e Intent must be translated into discrete options
e Interactions must be routed before resolution can begin
e Organizational structure is the correct model for customer interaction

These assumptions were valid when systems could not interpret natural language. They are no longer valid.
The persistence of IVR reflects organizational inertia rather than technical necessity.
EXHIBIT 1: LEGACY IVR INTERACTION MODEL

Customer Intent -> Forced Categorization -> Menu Navigation -> Routing Decision -> Queue -> Resolution

Failure points: loss of intent fidelity, misrouting, repetition across systems, and latency before resolution begins.

2. THE CEILING OF DECISION TREE OPTIMIZATION

Most enterprises continue to invest in incremental improvements to IVR. These are local optimizations applied to
a globally constrained system.

Typical areas of focus include:

Prompt optimization

Speech recognition accuracy
Routing logic refinement

e Containment metrics

A decision tree is inherently lossy. It requires customers to map complex, nuanced problems into simplified
categories. This introduces friction that cannot be eliminated through tuning alone.

There is a natural ceiling to this model. Many organizations are already operating near it.
EXHIBIT 2: DIMINISHING RETURNS CURVE
X-axis: Investment in IVR optimization

Y-axis: Customer experience improvement
The curve shows early gains followed by a plateau, where additional investment yields negligible improvement.

3. NATURAL LANGUAGE Al COLLAPSES THE INTERFACE LAYER

Natural Language Al removes the requirement for structured input. The interface becomes conversational.
Systems can:

Parse unstructured input into intent and entities
Maintain context across interactions

Infer missing information probabilistically
Determine next actions dynamically

This eliminates the need for the customer to navigate predefined paths.

EXHIBIT 3: INTENT-DRIVEN INTERACTION MODEL
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Customer Expression -> Intent Understanding -> Context Enrichment -> Action Orchestration -> Resolution
Key shift: Interaction design moves from navigation to understanding.

4. FROM ROUTING SYSTEMS TO ORCHESTRATION SYSTEMS

Traditional contact centers are routing architectures. Their primary function is classification and distribution.
The system is responsible for:

Understanding intent

Determining whether resolution can be automated
Coordinating actions across systems

Escalating with full context when required

Natural Language Al enables orchestration architectures. Routing becomes a secondary concern.
EXHIBIT 4: ARCHITECTURAL SHIFT

Legacy model: Classification -> Routing -> Handling
Emerging model: Understanding -> Orchestration -> Resolution

5. REDEFINING THE OBJECTIVE FUNCTION

IVR-era metrics are optimized for operational efficiency. These metrics do not measure whether the customer’s
problem was actually solved.

IVR-era metrics typically include:

e Average handle time
e Containment rate
e Cost per contact

Natural Language Al enables a different objective function.

EXHIBIT 5: METRIC EVOLUTION

Legacy Metrics Emerging Metrics

Containment Resolution rate

Handle time Time to outcome

Cost per call Effort per resolution
Deflection Customer satisfaction

6. CUSTOMER EXPERIENCE AS A COMPETITIVE SYSTEM

The impact of this shift extends beyond operations. Improved intent recognition and orchestration directly
influence satisfaction, retention, brand differentiation, and cost-to-serve.

Customer expectations are no longer set within industry boundaries. The best interaction sets them a customer
has experienced recently.
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This creates a non-linear competitive dynamic. A limited set of improved journeys can disproportionately shift
perception and behavior.

EXHIBIT 6: EXPECTATION RESET EFFECT

Single high-quality interaction -> Elevated baseline expectation -> Cross-industry comparison -> Behavioral shift

7. WHY INCREMENTAL Al LAYERING FAILS

Many organizations attempt to integrate Natural Language Al into existing IVR frameworks. This creates structural
conflict.

The result is:

e Reduced accuracy of intent interpretation
e Increased system complexity
e Inconsistent user experience

Natural language input is translated into predefined categories to fit existing routing logic. This reintroduces the
same constraints that the technology is meant to eliminate.

This approach improves the interface but preserves the limitation.

8. THE OPERATING MODEL CONSTRAINT

The primary barrier to transformation is organizational, not technical. IVR reflects internal structure.
IVR reflects:

e Functional silos
e Ownership boundaries
e Fragmented data

Natural Language Al exposes these constraints. An intent-driven model challenges existing governance models
and accountability structures.

An intent-driven model requires:

e Cross-functional orchestration
e Shared data context
e Unified ownership of outcomes

9. THE COST OF DELAY

Delay creates asymmetric risk. While one organization continues to optimize IVR, another can remove friction
from high-volume interactions, improve satisfaction and retention, increase agent effectiveness through context,
and shift cost structures through automation of resolution.

These advantages compound. The gap becomes experiential, not just technical.

EXHIBIT 7: COMPETITIVE DIVERGENCE CURVE

Early adopters: Rapid improvement in satisfaction and efficiency
Late adopters: Gradual improvement followed by a widening gap
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CONCLUSION: A STRUCTURAL SHIFT IN INTERACTION DESIGN

IVR is not being improved. It is being bypassed.

Natural Language Al enables a fundamentally different model, one where systems understand intent, orchestrate
action, and deliver outcomes without requiring customers to navigate internal structures.

This is not a feature upgrade. It is a shift in the design of interaction systems.

The question for enterprise leaders is not whether this transition will occur. It is whether their organization will lead
the shift or respond to it after competitors have already reset customer expectations.

Because in the next generation of customer engagement, the defining advantage will not be efficiency alone. It
will be how easy you are to do business with.

“The defining advantage will not be efficiency alone. It will be how easy you
are to do business with.”
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THE C.O.R.E. MODEL™

The shift from IVR to Natural Language Al is not a feature upgrade. It is a transition from constrained systems to
intelligent systems.

The C.O.R.E. Model™ defines the four capabilities required to make that shift: Capture Intent, Orient Context,
Reason Action, and Execute Outcome.

This model replaces the legacy IVR sequence of menu -> selection -> routing -> handling with a dynamic system
that understands and resolves customer needs in real time.

Customer Expression -> Capture Intent -> Orient Context -> Reason Action -> Execute Outcome

What it replaces: Menu selection and forced categorization.

What it does: Interprets natural language to identify true customer intent

What the system identifies or uses Impact

Primary intent Eliminates menu friction
Secondary intent Increases first-pass accuracy
Emotional signals and urgency Reduces misrouting

Key entities and variables

What it replaces: Repetition and fragmented data retrieval.

What it does: Assembles relevant context across systems in real time

What the system identifies or uses Impact

Customer history Eliminates repetition
Recent interactions Increases personalization
Account or case status Enables faster resolution

Behavioral signals
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R: REASON ACTION
What it replaces: Static routing logic.

What it does: Determines the optimal next action based on intent and context.

What the system identifies or uses Impact

What outcome is required Improves decision quality
Whether it can be resolved autonomously Reduces unnecessary escalation
Whether escalation is needed Adapts in real time

What sequence of actions will resolve the issue

E: EXECUTE OUTCOME
What it replaces: Queue-based handling.

What it does: Completes the action or orchestrates resolution across systems and people.

What the system identifies or uses Impact

Completing transactions Faster outcomes
Triggering workflows Lower effort for the customer
Coordinating across systems Higher satisfaction and trust

Engaging human agents with full context when needed

IVR VS. THE C.O.R.E. MODEL™

EXHIBIT 9: IVR VS. C.O.R.E. MODEL™

Legacy IVR: Menu -> Selection -> Routing -> Handling -> Partial Resolution
C.O.R.E. Model™: Intent -> Context -> Reasoning -> Execution -> Outcome

WHY THE C.O.R.E. MODEL™ MATTERS

Most organizations are attempting to modernize the left side of this diagram. They are improving menus. They are
adding conversational entry points. But they are not changing the system.

The C.O.R.E. Model™ defines what must change for transformation to be real. It forces a shift from interaction
management to outcome delivery, from system constraints to customer intent, and from routing logic to intelligent
orchestration.

EXECUTIVE IMPLICATION

Organizations that implement all four components of C.O.R.E. will reduce customer effort dramatically, increase
first-contact resolution, improve satisfaction and retention, and lower cost through intelligent automation.

Organizations that implement only part of the model will improve perception temporarily, retain structural friction,
and fall behind competitors who complete the transition.

ABOUT THE AUTHOR

Jeff Shipley is a technology and transformation executive with deep experience across customer experience,
contact center modernization, digital transformation, Al-enabled operations, and enterprise strategy.
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His work focuses on helping leaders recognize structural disruption early and translate it into practical operating
models that improve customer experience, cost structure, and competitive position.
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