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When policies live in PDFs, teams improvise. This case study shows how to turn scattered 
issue resolutions into a searchable playbook that supports both live agents and self-service 
chat.
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TL;DR

• Normalize policy content and add owners before adding a chatbot.

• Use the same playbook for agent assist and customer chat to avoid drift.

• Measure deflection and recontact rates to confirm quality, not just usage.

• Add a feedback loop so supervisors can fix the source, not the prompt.

Executive Summary

We worked with a support organization where agents relied on tribal knowledge and outdated doc-

uments. The result was inconsistent answers and long handle times. We built a knowledge playbook 

pipeline that turns policy updates into versioned, searchable entries with clear ownership. The same 

content powered agent assist and customer chat, with guardrails around citations and escalation.

Why It Matters

Support teams carry brand risk. One wrong answer can trigger refunds, compliance issues, or public 

complaints. Consistency is hard when the knowledge base is fragmented and changes weekly. A play-

book approach creates one source of truth and makes quality measurable.
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What We Built

• A content intake process with document IDs, versions, and owners for every policy page.

• Issue-resolution playbooks with standard fields: symptoms, decision steps, and permitted actions.

• Agent assist UI that highlights sources and suggests next steps instead of long paragraphs.

• A feedback channel for supervisors to flag outdated steps and push fixes upstream.

Observed Outcomes

• Shorter average handle time after agents stopped searching across multiple systems.

• Lower repeat contact after improving consistency for top ticket types.

• Fewer escalations for policy questions with clear citations and decision trees.

Implementation Notes

• Keep playbooks short. Agents need steps, not essays.

• Use versioning. If a policy changes, the playbook must show the change date and owner.

• Prefer structured fields over free text for common scenarios. It makes retrieval cleaner.

• Train supervisors to edit the source content and not chase prompt tweaks.

Governance & Risk

• Prevent prompt injection by treating customer messages as untrusted input.

• Do not expose internal-only policy notes in customer-facing chat.

• Keep audit logs for high-impact actions such as refunds or account changes.

Release Checklist

• Do playbooks have owners and review dates?

• Do agents see sources and effective dates with each suggestion?

• Is there a clear escalation rule when confidence is low?

• Are quality metrics tied to outcomes like recontact and escalations?
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• Can supervisors fix the source content quickly?

Conclusion

A contact center assistant is only as good as its playbooks. Once the content is clean and owned, the 

automation becomes a support tool teams can trust day to day.
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