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The BOT Maturity Model
As the use of conversational AI becomes more 
commonplace, we are beginning to see a pattern to 
delivering chatbots within our customer base. We 
have summarised these different behaviours and 
stages of maturity in this paper. It is important to 
understand where your organisation is positioned, so 
that you can proactively plan and define your 
conversational AI strategy.

In our experience, there are six key stages of bot 
maturity. Each will be specific to an organisation and 
be dependant on the organisation’s requirements and 
needs, as well as the desire to innovate and leverage 
artificial intelligence and conversational chatbots in 
the context of the business.

Yeah bot, 
no bot
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Six Key Stages Of Maturity
The six stages are as follows:

1. Resistance 
This scenario exists in organisations where there is little or no innovation, and 
no desire to investigate how chatbots and artificial intelligence could help 
reduce costs and improve efficiency. In this scenario, chatbots had not been 
considered as an option, there is no engagement on the topic and there is no 
defined strategy supporting any use of chatbots across the organisation. 
In summary, the organisation has never used chatbots and has no strategy in 
place to implement them. 

2. Experimentation
A decision has been taken to run pilots focused on chat bots. Initial pilots will be 
underway and in the early stages, with some outline findings. In most cases 
bots will be being trained and optimised, and the real benefits still to be fully 
understood and realised.
In summary, initial pilots are in flight, either in one specific business area, or 
across multiple disciplines. The focus is on self-help Bot frameworks.
 
3. External commissioning
This stage involves the use of an external agency. In some cases larger 
consultancies are used at this stage, however the more complex bots tend to 
be designed and delivered by specialist niche consultancies.
By this time the organisation has undertaken a number of pilots with bots and 
realised the benefits of using chatbots for specific activities. The organisation 
has taken the step of commissioning an agency to build a first (simple) bot on a 
SaaS Self-Help Chatbot tools.
The organisation probably has 3 or 4 bots operational bots (often on Microsoft, 
Watson, Google, other) and is considering how to scale and connect them.
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4. Bespoke
Some organisations decide at this stage that it is sensible to build their own 
bespoke cross management bot platform (at vast expense) with help from 
an external Systems Integrator. Such an approach, is costly, and can impact 
on the business case and ROI. Our recommendation at this stage is not to 
self build but to use an external enterprise bot manager, such as our 
Enterprise Bot Manager (EBM) -, which has been developed by our AI 
partner in conjunction with a number of major global banks.

5. Middleware: recognising the need for middleware
At this stage the organisation has connected all of its bots together, and 
has the platform (either externally or internally managed) that is overseeing 
bot performance. However, the organisation recognises the need for a chat 
bot middleware solution and has started to search the market for solutions.
 
6. Optimised
This is the most mature of the stages. Organisations that have reached this 
stage have successfully implemented and optimised a number of bots, built 
or purchased a bot management solution and have selected and 
implemented a middleware solution. 

With their bot architecture complete, the organisation now seeks to 
optimise the use of bots, based on information received through their bot 
manager and client interactions.
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