
Introducing Work 
Orchestration & 

Observability:
A new way to manage complex work 

faster, smarter, and with less risk



Companies are tasked with delivering 
increasingly complex flows of work—but 
there’s a problem. Too many organizations 
are still relying on ineffective and fragmented 
strategies when it comes to real-time 
execution. A new model is needed if 
organizations are going to take control, 
utilize humans and machine automation as 
effectively as possible, and ensure successful 
delivery every time.



Modern organizations are continuously ex-
ecuting complex programs, from releasing 
and delivering new technology, to ensuring 
operational resilience, to implementing 
large-scale transformation programs like 
data center migrations.

Increasingly complex, increasingly risky

However, when it comes to real-time execution, companies 
are still using ineffective processes that rely on multi-
versioned documents, disparate data sources, and 
fragmented communications across multiple channels.

This leaves organizations unable to effectively orchestrate 
humans and machine automation, gain access to real-time 
data-driven insights, or ensure the smooth execution of their 
best-laid plans. When every second of every minute counts, 
this is a major cause for concern.  

Something has to change—fast. Companies require a new 
approach: Work Orchestration and Observability.

In this guide, we’ll analyze the current state of executing 
complex work and outline why it needs to be improved. 
We’ll introduce Work Orchestration and Observability, a 
new model of work that orchestrates humans and machine 
automation in seamless collaboration, in more detail. Lastly, 
we’ll set out how this approach improves the coordination 
of complex flows of work—outlining a variety of use cases 
where Work Orchestration and Observability proved critical 
to success.

The pressure is on. Companies are tasked with executing 
ever-more complex flows of work and coordinating with 
colleagues all over the world, all while causing minimal 
disruption and risk to ‘business as usual’. The more complex 
the flow of work, the greater the risk of delay, disruption, and 
failure, which has potential implications for both costs and 
organizational reputation. 

In the UK, for example, the financial conduct authority 
(FCA) reported a 187% increase in technology outages from 
October 2017 to September 2018. Many of those outages 
were linked to re-platforming and outsourcing failures, 
arising as a consequence of necessary change activities 



being implemented, but not executed as well as they should 
have been.

So how are organizations currently executing complex flows 
of work? A number of similar themes emerge across the 
landscape:

A reliance on static documents

Disparate data sources that don’t update in real time

Fragmented communication across different channels

A lack of real-time visibility into the end-to-end flow of 
work

An inability to clearly see the organization’s long-term 
plans

Keeping stakeholders updated pulls the team out 
of execution mode, and by the time updates are 
compiled, the corresponding data is out of date

Have you ever wasted precious execution time searching for 
the right version of a specific document? 

Have you ever wished that you had better visibility into what 
was happening at that very second, and could more easily 
access real-time data? Have you struggled to find a data 
source, or had to wait until long after an event was complet-
ed to analyze its performance? 

Have you ever had to deal with answering too many instant 
messages, emails, and phone calls while you’re busy trying 
to execute a flow of work—when all you want to do is focus 
on the task at hand?

Have you ever wanted one single source of truth for all 
teams involved in a particular work activity?

If you answered ‘yes’ to one or many of these questions, 
you’re far from alone.

Relying on disparate, static documents to accomplish com-
plex flows of work creates inconsistent business processes 
and hampers a company’s ability to execute repeatable 
procedures. 

During the execution stage, full visibility is difficult, relying 
on time-consuming progress reports and updates that often 



have to be manually compiled. Fragmented communication 
channels mean valuable time is spent in simply moving the 
flow of work along, to keep the process from stalling. 

Then when it comes to post-event analysis, much of the 
valuable data—for example, a coding issue that arose along 
the way and the length of delay it caused—is hidden from 
view somewhere, such as in an email thread. This makes it 
difficult to extract valuable insights and drive continuous im-
provement. It also makes assembling reports for regulatory 
compliance arduous and extremely manual.

Adopting Work Orchestration and Observability provides 
a solution to all of these problems.



What is Work 
Orchestration and 
Observability?
Work Orchestration and Observability is 
a new model of working that orchestrates 
humans and machine automation for 
seamless collaboration. It enables teams to 
plan, orchestrate, and analyze the execution 
of complex work faster, smarter, and with 
greater visibility.

Plan

Build automated runbooks visualizing flows of human and 
machine work, dependencies, user assignments, and 
timings. Rehearse executing major events to reduce risk, 
ensuring systems and teams are optimized.

Effective planning aligns humans and machine automation 
to create a step-by-step, detailed view of individual 
activities and tasks when it comes to executing complex 
flows of work. With the right execution plans in place, 
preparation is both more precise and less time-consuming, 
while the ability to accurately rehearse real-time execution 
preempts potential issues and reduces the risk of 
disruption and failure.

Orchestrate

Collaborate effectively and stay on track with real-time 
progress updates, dynamic timings, and automated 
communications.

Execution of complex work becomes smoother, faster, 
and more efficient when the orchestration of humans 
and machine automation takes place within a single, 
unified platform. Automated communications keep the 
flow of work moving, while real-time observability keeps 
stakeholders fully informed, and increases visibility of the 
process, allowing preemptive intervention and course-
correction where needed.where needed.



Analyze

Dashboards deliver live event observability, with detailed 
systems of record to power evaluation, continuous 
improvement, and regulatory compliance.

With advanced analytics, organizations can easily access 
a detailed audit trail providing valuable insights on the 
execution of programs, from the precise timing of different 
tasks to any deviations in the planned schedule and 
what caused them. These learnings can be implemented 
to drive the optimization of future programs. Having a 
comprehensive system of record also enables impeccable 
regulatory compliance.

Cutover defines Work Orchestration as the ability to 
efficiently coordinate and execute end-to-end human and 
machine activities, with full control and visibility in real time. 
Orchestration ensures that humans are in charge of what 
they do best—subjective decision-making and creativity—
while automation handles highly repeatable, data-based 
tasks. 

Imagine that you’re launching a rocket into space. 
Humans will be in charge of designing the rocket’s 
build and procuring, setting up, and installing the right 
manufacturing technology for the job, allowing machine 
automation to assemble the rocket according to the 
desired specifications. Humans will organize wet dress 
rehearsals and static fire tests, while machine automation 
will automatically feed back any relevant data regarding 
pressure, temperature, propellant-flow gradients, and more. 
Humans will use this data and their own experience to 
form the unique set of criteria as part of the launch’s go/
no-go decision tree, which will then be fed into the launch 
software—meaning that if anything critical goes wrong on 
the day, the rocket automatically won’t launch. 

You may be more used to coordinating cloud migrations, 
or implementing new technology platforms, than sending 
rockets into orbit. But it’s the same orchestration of human 
ingenuity and machine automation that brings greater 
control, speed, efficiency, and performance to executing 
complex work programs.

Work Orchestration



Work Orchestration alone isn’t enough for successful 
execution. In order to maximize effectiveness, organizations 
also need Observability. 

Teams require complete visibility over the organization’s 
long-term plans in order to appropriately assign resources 
and mitigate risk, view the end-to-end flows of work for 
each individual project, and access real-time metrics 
during a program’s execution. This means that if something 
looks likely to go wrong, the team responsible will be able 
to preempt the issue and take the appropriate course of 
action to keep things on track.

Observability also allows stakeholders to check in easily 
during a program’s implementation. This means that team 
leads don’t have to spend valuable time compiling progress 
reports based on data that, by the time the report is 
finished, is often out-of-date.

Formula 1 racing provides a great example of observability. 
Each car is fitted with telemetry systems that measure 
a variety of real-time metrics: speed, exhaust, and tire 
temperatures, engine RPMs, G-force, clutch fluid pressure, 
and more. According to Intel, “The Mercedes AMG* F1 
W08 EQ Power+ cars are loaded with 200 sensors that 
transmit millions of data points over the course of a race 
weekend.”

This data is automatically transmitted over to the engineers 
who can make in-race adjustments during pit stops to try 
and improve the car’s performance. What’s more, post-
race data analysis is crucial in improving next week’s 
performance. 

Just like Formula 1 teams, organizations also require 
observability if they’re going to be able to course-correct in 
real time, swiftly analyze post-event data, and improve the 
execution of future programs.

Observability



Cutover is the Work Orchestration and Observability 
platform. It enables teams and organizations to execute 
complex work at pace and with control, thanks to 
sophisticated coordination of humans and machine 
automation activities, streamlined communications, and live 
visibility.

Cutover provides a single, intuitive platform for planning, 
orchestrating, and analyzing the implementation of 
complex work, updated in real time and easily visible to 
everyone involved. It integrates machine activity, leverages 
automation, and replaces multiple spreadsheets, fragmented 
communications, and manual reporting.

Cutover enables teams to plan, orchestrate, and analyze 
the execution of complex work faster and smarter, reducing 
risk, simplifying complexity, and enhancing visibility. No 
other platform delivers full organizational observability of 
dynamic flows of work, visualizing and linking events to fully 
automated runbooks in one intuitive interface.

Cutover: The Work Orchestration and 
Observability platform



Work Orchestration 
and Observability 
in action
Let’s explore how Work Orchestration and 
Observability makes the difference in a 
number of real-life situations. 

Work Orchestration and Observability breaks silos and 
greatly improves the coordination, speed, and accuracy 
of executing frequently repeated activities such as a 
continuous program of regular technology releases. 
Planning for a seamless execution becomes more efficient 
thanks to iterative building on previous activity, while 
orchestration integrates human and machine automation 
activities for greater speed and precision. Analysis and audit 
are boosted by a thorough system of record.

One British bank needed a better way to execute 300,000 
changes per year—manual tools and processes were no 
longer enough to handle such complexity and volume of 
change. With the help of Cutover’s Work Orchestration and 
Observability platform, they were able to plan, orchestrate, 
and analyze the execution of their most complex flows 
of work in one place, eliminating spreadsheets from the 
process. By gaining greater visibility, they increased their 
ability to preempt and avoid potential problems that would 
cause delays or event failures. In fact, they reduced the 
number of failed or delayed programs by half—leading to 
annual savings worth an estimated £15 million. 

Learn more >

Technology delivery and release

How Work Orchestration and Observability 
makes a difference



When conducting service and application resilience testing 
and invocation, production failovers, and other repetitive 
events, organizations adopting Work Orchestration and 
Observability get ahead. This doesn’t require pouring more 
resources into the programs or spending more time working 
on them; they simply get ahead by leveraging better tooling. 
They are able to quickly and easily build, find, manage, 
and deploy recovery plans—ensuring their smooth and 
successful execution. Observability of progress maintains 
control and enables swift action as required. Post-event 
analysis and regulatory compliance are enhanced thanks to 
detailed data analytics.

One British bank was under regulatory scrutiny and 
needed the ability to promptly pull together thousands of 
standardized service recovery plans (SRPs) in minutes 
rather than months. By implementing Cutover’s Work 
Orchestration and Observability platform, they were able to 
successfully orchestrate and execute operational resilience 
tests that involved thousands of employees across the 
globe, and thousands of different applications. Coordinating 
all teams, tasks, and activities within the single unified 
platform greatly increased the observability of all tests, 
reducing the overall risk profile.

Learn more >

Operational resilience

How Work Orchestration and Observability 
makes a difference



Strategic business transformations, such as mergers, 
acquisitions, and divestments, pose significant challenges, 
which is compounded by increased pressure and visibility. 
They often span multiple organizations and require real-
time coordination of activities across different technology 
systems and user groups. Work Orchestration and 
Observability provides a new model to manage complex 
IT integration and consolidation—before, during, and 
after the events themselves. It ensures faster progress 
to effective cross-collaboration, cost efficiencies through 
retiring redundant platforms, and improved services as you 
transition from two systems to one.

When two major hotel chains underwent a merger, they 
needed to be able to consolidate 100 million external users, 
300,000 internal users, 17 systems, and 20 million lines of 
code in one single place—so they turned to Cutover for help. 
The Cutover platform helped them to coordinate and execute 
their complex set of interdependent technology changes 
with confidence. They were able to rehearse executing 
critical events multiple times before improving and refining 
their plans where necessary, and their visibility of end-to-
end processes allowed teams to better understand real-time 
progress during complex events. By the time the events 
went ahead, the work was well orchestrated, the teams were 
well prepared, and the merger processes were executed 
efficiently and successfully.

Learn more >

Transformation (business-led)

How Work Orchestration and Observability 
makes a difference



Work Orchestration and Observability helps organizations 
to manage the strategic and operational risk while executing 
large-scale transformation programs like data center 
migrations, cloud migrations, and platform implementations. 
The new model of work is ideally suited to choreographing 
vast volumes of complex activities held in sets of runbooks, 
delivering crucial real-time visibility and maximizing 
orchestration between humans and machine automation.

An American multinational bank was undergoing a large-
scale data center migration, transferring some 2,400 
applications to four new data centers. They were able to 
successfully orchestrate three times their normal volume 
of change by using Cutover’s Work Orchestration and 
Observability platform—orchestrating all flows of work within 
the library of runbooks and templates. This allowed for 
increased repeatability, efficiency, and likelihood of success 
when it came to executing the migration.

The platform also provided real-time data from multiple 
runbooks that provided stakeholders with an up-to-date view 
of progress, helping them to ensure that the migration was 
executed smoothly and with great success.

Learn more >

Transformation (technology-led)

How Work Orchestration and Observability 
makes a difference



More effective planning and orchestration allows you 
to achieve more in less time. For instance, a British 
multinational bank used Cutover to reduce their time to 
test from twelve weeks down to two. Map out the end-to-
end flow of work in fully automated runbooks, then go live 
and streamline the execution process by orchestrating 
machine automation with human activities. Hit the ground 
running on future activity thanks to the full record of prior 
programs when, for example, the time rolls around for 
a biennial enterprise resource planning (ERP) upgrade. 
Instead of creating a new flow of work from scratch, build 
on the template deployed when executing your previous 
upgrade, introducing any necessary improvements based on 
learnings from the previous run. 

By implementing a single control panel for the purposes 
of Work Orchestration and Observability, companies have 
one single system of record for all complex work initiatives—
and one source of truth. This drastically reduces the 
resources required for maintaining compliance, providing 
an irrefutable audit log, mapping out the precise steps 
taken when executing any specific activity, including precise 
timings. One organization was heavily fined year after year 
for failing regulatory checks. While they weren’t technically 
doing anything wrong, they couldn’t articulate their internal 
processes to regulators—so they couldn’t prove that they 
were being compliant. After introducing Cutover, the 
company became able to show regulators the precise steps 
that they took to complete each action, and they are no 
longer being fined.

Let’s explore how Work Orchestration 
and Observability positively impacts an 
organization’s ability to plan, orchestrate, 
and analyze the execution of complex work.

Radically compress timelines

Build better compliance

The benefits of Work 
Orchestration and 
Observability



Carry out robust testing to reduce risk and shore up your 
recovery responses. Plan resilience responses, rehearse 
the execution of proposed flows of work to identify issues, 
and make any necessary adjustments, before running the 
recovery tests ‘for real’.

Imagine, for example, working in an energy facility and 
experiencing a power outage. There was a circuit breaker 
failure and, for whatever reason, your back-up generators 
didn’t kick in. In this event, the last thing you need is to be 
scrambling around for a recovery plan listed on a static 
document somewhere on the IT drive. Or if you are able 
to find the document in question, you shouldn’t have to 
alert multiple global teams, update stakeholders as to the 
recovery execution status, and make decisions without real-
time data, all on the fly.

Instead, by having a clearly orchestrated flow of work 
already rehearsed multiple times, and a unified platform 
accessible on multiple devices to coordinate it in, you can 
implement your contingency plan with minimal disruption 
and no panic.

Take the case of the British multinational bank under 
regulatory scrutiny, who used Cutover to pull together 
thousands of standardized service recovery plans into test 
scenarios in minutes (as opposed to months). With the 
Work Orchestration and Observability platform, they were 
able to standardize their SRPs using templates, access key 
in-test status information and updates, and easily visualize 
the critical path. Implementing Cutover improved their ability 
to safeguard customer-facing operations in a wide range of 
resilience use cases.

By implementing a single control panel for the purposes 
of Work Orchestration and Observability, companies have 
one single system of record for all complex work initiatives—
and one source of truth. This drastically reduces the 
resources required for maintaining compliance, providing 
an irrefutable audit log, mapping out the precise steps 
taken when executing any specific activity, including precise 
timings. One organization was heavily fined year after year 

Strengthen resilience

Build better compliance



for failing regulatory checks. While they weren’t technically 
doing anything wrong, they couldn’t articulate their internal 
processes to regulators—so they couldn’t prove that they 
were being compliant. After introducing Cutover, the 
company became able to show regulators the precise steps 
that they took to complete each action, and they are no 
longer being fined.

Communicate with impact

Expand observability

A unified Work Orchestration and Observability platform 
allows you to integrate all communications within one single 
channel, streamlining conversations and saving crucial 
seconds and minutes when executing complex flows of 
work. Automated notifications keep the flow of work moving, 
freeing up program leaders and team members from the 
repetitive job of manually alerting the next user to start 
their task. As a result of Cutover’s built-in communication 
capabilities, one British multinational bank managed to 
entirely do away with conference calls during the process 
of executing operational resilience tests—saving countless 
hours across multiple teams.

Having all activities orchestrated in one single platform—
whether that’s communication, plans and runbooks, 
or details of previous campaigns—greatly enhances 
observability. Adopting a single Work Orchestration and 
Observability platform grants visibility to everyone involved, 
including key stakeholders. They can view progress and 
status in real-time, removing the need for teams to pause 
their ‘execution mode’ and spend valuable time compiling 
manual progress reports. One British financial institution 
used Cutover to give stakeholders real-time insights into 
major technology releases, enabling them to manage 
change consistently for the first time, and increase business 
confidence in a successful delivery.



Change behavior and transform the way 
you work
Wave goodbye to static documents, disparate 
communication channels, and limited visibility. Become a 
more process-led and productive organization by effectively 
orchestrating and executing complex flows of work, 
analyzing programs in real-time, and enabling rapid post-
event analysis. Create templated runbooks that make it 
easier for employees to successfully devise and implement a 
wide range of large-scale projects in the future. The Global 
Payments team in a British multinational bank used Cutover 
to eliminate legacy internal applications—transforming their 
ways of working and, in the process, reducing the number 
of failed or delayed changes by half (leading to estimated 
annual savings of £15 million).

Here are some essential steps to consider for 
any organization that wants to successfully 
execute complex flows of work with Work 
Orchestration and Observability:

Towards Work 
Orchestration and 
Observability

Combine long-term planning views with detailed event 
plans to gain a complete picture

Move away from inefficient legacy systems and static 
documents

Adopt technology that effectively orchestrates humans 
and machine automation

Provide real-time metrics in one easy-to-understand 
dashboard



Provide stakeholders with complete end-to-end visibility 
over processes

Unify all communications within one place

Ensure program analytics are comprehensive, 
accessible, and actionable

Adopt a single source of truth

Implementing the above steps will set you on 
the path to transforming your organization’s 
approach to executing complex work, 
increasing efficiency, reducing risk, and 
driving better performance.



To learn more, join us on an in-depth 
exploration of planning, the first of three 
essential stages in Work Orchestration and 
Observability:

Download the eGuide:

PLAN: The advanced capabilities 
organizations need to prepare, rehearse, 
and optimize complex work programs

Next Steps
Adopting Work Orchestration and 
Observability methods allows 
organizations to:

Radically compress timelines

Build better compliance

Strengthen resilience

Communicate with impact

Reduce the risk of failed programs

Change behavior and transform the way they work

Execute complex flows of work with confidence



Contact us

www.cutover.com

For news and updates search  
for Cutover on LinkedIn or follow  
us on Twitter: @gocutover

If you have any questions please  
contact us at info@cutover.com


