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CUSTOMER WHITE PAPER

Beyond Enterprise Search:
Operational Co-pilots That Turn
Knowledge Into Governed Action

A practical framework for grounding guidance in approved knowledge, live
context, explicit rules and verified outcomes.

BUILT FOR

Business, service, operations, knowledge, technology and risk leaders who want approved enterprise knowledge to
improve work at the moment it matters.
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EXECUTIVE SUMMARY

The missing capability is governed guidance at
the moment of work

Enterprise knowledge becomes useful only when the right evidence, context, rules and authority
arrive together around a live event or case.

SWATANTRA Al THESIS

An operational co-pilot should not be enterprise search with a chat interface. It should be a governed interaction
layer that connects approved knowledge and live work context to a bounded answer, next step or draft while
keeping authority with the business.

Principle What it means for the customer

Define one recurring event, the user handling it, the current pain and the outcome that
should improve before choosing an Al model or interface.

Start with a moment of work

Retrieve approved, permitted and current sources; match the correct case; then apply

e EiEio gene g explicit rules and approval limits before preparing guidance.

Show sources, case facts, rules, permissions, refusals, escalation and what the co-

Make boundaries visible pilot may prepare but may not decide or execute.

Capture the action, override reason and outcome so knowledge gaps, policy defects

Cleeete operEens [gep and guidance quality can be measured rather than guessed.

VALUE TEST
A co-pilot is justified only when it reduces measurable search, interpretation, rework, escalation or service friction
while preserving policy, permission and accountability.
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CHOOSE THE RIGHT MECHANISM

Not every knowledge problem needs an
operational co-pilot

Use the least-complex mechanism that solves the real job. A conversational interface is not a
reason to introduce a co-pilot.

Business need Best starting mechanism Primary job
The user needs a known document or fact Search / lookup Return authoritative information.
The user asks questions over approved Grounded retrieval / RAG . . .
. Retrieve and summarize approved material.
documents assistant
A bounded policy determines the answer Decision table / rule set Apply explicit rules consistently.
The path and hand-offs are predictable Workflow Coordinate known steps and approvals.
The case evolves and people adapt the work Case management Manage a changing case and human tasks.

A person needs knowledge, context and a
bounded next step

Prepare grounded guidance inside explicit

Operational co-pilot authority.

Several feasible alternatives must be compared Reasoning engine Evaluate trade-offs and recommend or abstain.

Maintain state and intervention context around a

Changing operational state must be maintained Digital twin real subject.

SELECTION PRINCIPLE
Choose an operational co-pilot when a person repeatedly needs approved knowledge interpreted in the context of
a live case, with visible rules, permissions and escalation boundaries. Otherwise use the simpler mechanism.
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SEE THE CUSTOMER PROBLEM

Service recovery: one customer event, several
knowledge and authority checks

A customer reports a third service failure and requests replacement equipment plus a fee waiver.
The hard part is not drafting a polite response; it is assembling the right entitlement, history, policy
and authority before responding.

Operational element Service-recovery example

Event Third service failure; customer requests replacement plus fee waiver.

Case context Customer, product, entitlement, prior incidents, open work and service history.
Approved knowledge Service policy, contract terms, warranty conditions and approved response guidance.
Rules and limits Eligibility, goodwill thresholds, approval limits, refusal conditions and escalation.
Guidance Prepared options, response draft, reasons, source references and approval requirement.
Human action Employee accepts, edits, challenges, escalates or routes for approval.

Outcome Approval, override, response, customer result and later recurrence are captured.

WHY SEARCH ALONE STOPS HERE
Search can find the policy. It does not by itself determine which version applies to this customer, whether an
exception is permitted, who may approve it or what happened after the employee acted.

WHAT THE OPERATIONAL CO-PILOT ADDS
It connects the live case to approved knowledge, applies rules and permissions, prepares bounded guidance with
visible evidence and captures how the person acted. Policy and accountability remain with the organization.
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FOLLOW ONE EVENT END TO END

From customer request to grounded action
without hiding the control points

The service-recovery case becomes a repeatable operating pattern. The objective is not to remove
the employee; it is to remove avoidable reconstruction and ambiguity.

Detect the moment of work - Capture the request, exception, alert or change that creates a need for guidance.

Identify the user and subject - Match the correct employee, customer, asset, supplier, order or case and enforce
permissions.

Retrieve approved knowledge - Use owned, versioned and permitted policies, procedures, contracts and
records.

Assemble relevant context - Bring in history, current status, prior actions and facts that can materially change
the answer.

Apply rules and authority - Check eligibility, approval limits, prohibited actions, refusals and escalation
conditions.

Prepare bounded guidance - Return an answer, draft or next step with sources, reasons, limits and any approval
requirement.

Keep the person in control - Let the employee accept, edit, challenge, override where permitted or escalate.

Capture action and outcome - Record what was done, why it differed from guidance and what happened next.

GUIDANCE TRACE
For every material case, retain the source and version, relevant case facts, rules applied, permission and authority
checks, guidance produced, human action, override reason and verified outcome.
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DEFINE THE CO-PILOT AROUND A MOMENT OF WORK

The minimum useful co-pilot connects seven
things before it generates guidance

A useful operational co-pilot is not a general-purpose assistant. It has a bounded user, event,
knowledge base, context, authority model and measurable operating outcome.

Design field Question the team must answer

User Who is asking or acting, and what permissions and responsibilities apply?

Event Which request, alert, exception or state change creates the moment of work?

Subject Which customer, employee, supplier, order, asset or case is being handled?

Approved knowledge Which owned, versioned and permitted sources govern the task?

Context and rules Which history, case facts, eligibility rules, limits and exceptions can change the answer?

What may be answered, drafted or recommended; what requires approval; what must be refused

Guidance boundary or escalated?

What evidence proves the guidance made the work faster, safer, more consistent or more

Outcome effective?

READINESS TEST
If the team cannot identify the live event, authoritative knowledge, relevant context, guidance boundary and
outcome, narrow the use case first. A larger language model will not repair an undefined operating purpose.

Recurring work; repeated search or expert interruption; approved knowledge exists; case context
changes the answer; safe refusal or escalation can be defined; outcome can be measured.

Good candidate

A single static FAQ, uncontrolled knowledge sources, no reliable subject or permissions, or success

e Gl measured only by whether users like the conversation.
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HOW THE SYSTEM FITS TOGETHER

An operational co-pilot connects systems of
record to governed guidance

The LLM is one bounded component. Source ownership, identity, permissions, deterministic
controls and the guidance trace are what make the capability operational.

GUIDANCE FORMATION

1 2 3 4 5
EVENT + CASE TRUSTED KNOWLEDGE RULES + CONTEXT BOUNDED LLM / TOOLS GUIDANCE TRACE
user, subject, request, approved sources, owner, eligibility, authority, retrieve, interpret, draft sources, reasons, limits
history version, permissions exceptions, freshness and explain and required action

GOVERNED WORK AND LEARNING

PERSON / APPROVAL WORKFLOW /.SYSTEM ACTION . OUTCQME FEE.DBACK
K Approved work is executed through Action, override, service result and
Employee challenges, edits, approves . X X
s . governed business systems, not hidden knowledge gaps are captured for review
within role or routes to the correct authority. R .
agent authority. and controlled improvement.

ARCHITECTURE RULE

Systems of record continue to own authoritative facts. The co-pilot assembles only the evidence needed for the
selected moment of work, applies explicit permissions and rules, prepares guidance and leaves execution inside
governed business processes.

LLM BOUNDARY

A bounded LLM may interpret approved unstructured material, call permitted tools and draft or explain guidance. It
does not decide which source is authoritative, invent policy, grant permissions or silently execute outside explicit
authority.
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MAKE GUIDANCE INSPECTABLE

Trust requires evidence, limits and a safe way to
disagree

A fluent answer is not enough. The user should be able to reconstruct why the guidance was
produced and know what to do when the evidence is weak or the case falls outside the boundary.

Inspectable element What the user should be able to see

Source and version Which approved document, record or passage supports the guidance, who owns it and whether

it is current.
Case facts Which user, subject, event, history and current facts materially changed the response.
Rules and permissions Which eligibility, authority, approval, refusal or escalation rules were applied.
Guidance boundary What the co-pilot prepared, what it did not decide and which action requires human approval.
Uncertainty and conflict Missing, stale or contradictory evidence and how it changed confidence or authority.
Challenge / override How the employee can question, correct, override where permitted or escalate the guidance.

What action was taken and whether the customer, service, quality, time or risk outcome

Outcome feedback .
improved.

TRUST INCLUDES REFUSAL
When approved knowledge is missing, stale, conflicting, outside the user's permissions or insufficient for the case,
the correct response is to ask, refuse or escalate - not improvise a confident answer.

MINIMUM GUIDANCE RECORD
Source + version + case context + rules + permissions + guidance + limit + human action + outcome. If these
cannot be reconstructed later, the operational control is incomplete.
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DESIGN FOR THE PEOPLE WHO USE AND GOVERN IT

Useful guidance looks different for each role

Adoption is not a single metric. Each role should receive a different operational benefit and a
different form of evidence.

_ At the moment of work Evidence of improvement

Relevant sources, case facts, next step, draft and escalation

Frontline employee Less search, rework and uncertainty

boundary
Team leader Exceptions, override reasons, unresolved cases and Fewer anecdotal escalations; better
recurring guidance gaps coaching

Only novel, disputed or high-risk cases with the context

already assembled Less routine interruption

Experienced specialist

Missing, stale, contradictory or frequently overridden

Knowledge owner Faster policy and content repair

guidance
. . Sources, permissions, refusals, approvals and material Traceable control and exception
Risk / compliance : -
overrides evidence
Business sponsor Time, rework, service, adoption and verified outcomes A defendable investment decision

RELIANCE PRINCIPLE
Employees should know when to use the guidance, when to question it and when to escalate. Blind acceptance and
permanent scepticism are both operational failures.

ADOPTION RULE

Do not measure success by conversation volume or fluency. Measure whether people spend less time
reconstructing context, make fewer avoidable corrections and handle exceptions with clearer evidence and
boundaries.
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INTRODUCE IT SAFELY

Five stages from a bounded use case to routine
operational guidance

A co-pilot should earn active use through evidence. The test is whether it stays grounded and
useful under normal cases, difficult exceptions and missing information.

! 2 CALI:RATE 4 °
FRAME PREPARE | i SHADOW PROMOTE
event, user, pain and knowledge, context, O A s live guidance without bounded active use with
. refusals and expert K L
outcome permissions and rules comparison changing work monitoring and rollback

m Evidence produced Exit question

Is the moment of work narrow,

Frame Use-case contract, event, user group, baseline pain and measurable outcome .
recurring and owned?

Approved sources, owners, versions, permissions, case matching, rules and Can the trustworthy minimum be

Pl refusal boundaries stated and maintained?
Calibrate Representative cases, exceptions, conflicting evidence, refusal tests and Does guidance stay grounded and
expert comparison safe on difficult cases?
Live guidance compared with actual work and outcomes without changing Does it hold up in current operating
Shadow - L
authority conditions?
Active-use criteria, adoption measures, monitoring, incident handling and Is bounded active use justified and
Promote .
rollback reversible?
DEPLOYMENT GATE

Move to active use only when grounding, guidance quality, refusal and escalation behaviour, user adoption and
outcome capture pass agreed evidence gates. Otherwise revise or stop.
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BUILD THE BUSINESS CASE

Measure what changes in the work - not activity
around the chatbot

A co-pilot should reduce operational friction or improve a measurable service, quality or risk
outcome. More conversations are not evidence of value.

Customer outcome Baseline required Evidence of improvement

Context-gathering time Average minutes per case Meaningful reduction with quality held
Expert interruption Share requiring specialist interpretation s 1o i EBIe S JPelis e ls a
novel cases
Rework / correction Reopened, corrected or re-routed cases Fewer avoidable repeats and policy mistakes
Decision consistency Variation across teams, shifts or locations  More consistent application of approved policy
Outcome coverage Cases with a recorded result Pre-agreed verification coverage
. . . . Material overrides linked to outcome and
Override quality Reasons captured inconsistently .
reviewed
VALUE RULE

Count only verified, non-overlapping benefits and subtract the full annual operating cost. Faster response
generation has little value if correction, escalation, risk or knowledge-maintenance cost rises elsewhere.

FULL LIFECYCLE COST

Knowledge ownership, versioning, effective dates and ongoing maintenance.
Integration, identity, permissions, case matching and event context.

Retrieval, LLM or tool operations, evaluation, monitoring, security and incident support.
Rules, approval boundaries, refusal tests, audit trace and outcome capture.

Training, manager visibility, adoption support and accountable business ownership.
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COMBINE CAPABILITIES WITHOUT CONFUSING THEM

Operational co-pilots work with search,
workflows, reasoning engines and digital twins

These capabilities can work together, but their primary jobs and authority boundaries should
remain explicit.

Primary job Retrieve known information Coordinate predictable work Apply approved knowledge in context
Core question What does the source say? What step comes next? What should this person know or do now?
Typical output Document / passage / answer Task / route / approval Answer / next step / draft / escalation
Human role Judge relevance Complete or approve the step Use, challenge, edit or escalate guidance

ADJACENT DECISION CAPABILITIES

Dimension Reasoning engine Digital twin

Primary job Compare feasible alternatives Maintain changing operational state
Core question Which feasible option is best? What is happening now?

Typical output Recommendation / ranked options / no-decision State / alert / intervention context

A PRACTICAL COMBINATION
EVENT / TWIN KNOWLEDGE + RULES ERElAStON'NhG / COAP';OTd WORKFLOW
Supplies the live case or changing Provides approved sources, valuates when neeced and Routes approval and executes the
- : presents grounded guidance in .
state. permissions and hard boundaries. usable language governed business process.

CUSTOMER RULE
Use search for known information, workflow for predictable steps, an operational co-pilot for grounded guidance to
a person, a reasoning engine for context-sensitive trade-offs and a digital twin for changing operational state.
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SWATANTRA Al POINT OF VIEW

Build around one valuable moment of work - and
make the guidance traceable

The strongest co-pilot projects are defined by trustworthy knowledge, a bounded operating
purpose, visible authority and verified outcomes - not by the size of the model or the novelty of the
chat interface.

Principle Practical implication

1. Moment of work first Define the recurring event, user, subject and measurable outcome before selecting technology.
2. Least-complex mechanism Use search, rules, workflow or case management whenever they are sufficient.

3. Grounding is operational Approved source ownership, version, permissions, case matching and freshness must be
control explicit.

4. Alis bounded LLMs may retrieve, interpret, draft and explain; policy, permissions and authority remain outside

the model.
5. Refusal is a feature Ask, refuse or escalate when evidence, permission or authority is insufficient.
6. People can challenge Guidance must be inspectable, editable and overridable where governance permits.

Capture action and result so knowledge gaps, overrides and business value can be tested and

7. Outcomes close the loop improved

START WITH ONE RECURRING EVENT

Ask four questions: Which moment repeatedly consumes search or expert time? Which approved knowledge and
rules govern it? What must the co-pilot refuse or escalate? Which outcome can prove that the work improved? If
these can be answered, the use case is ready for bounded discovery.

Explore the framework at swatantra.ai
SELECTED STANDARDS AND SOURCES
NIST Al Risk Management Framework 1.0

NIST Generative Al Profile

W3C PROV-O

ISO/IEC 42001:2023

ISO/IEC 23894:2023

Practitioner synthesis. Named standards do not certify a specific implementation or replace sector-specific legal, safety, privacy, security or
regulatory review.
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