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The Al Execution Architecture
Framework

A practical framework for deciding where Al fits, designing workable Al-assisted workflows,
and diagnosing the operational conditions that make Al execution unreliable.

Framework purpose Primary focus Typical use

Turn Al interest into controlled Value, readiness, workflow structure, Opportunity assessment, workflow
business execution, rather than context, validation, ownership, design, reliability audit, redesign, and
disconnected tools, pilots, or prompts. handoffs, and operational reliability. implementation planning.

1. Framework at a glance

DECIDE DESIGN DIAGNOSE
. How the work should Why execution breaks
Where Al fits o
run down
Identify practical value, readiness, Build the workflow around controlled Trace reliability failures, hidden
risk, and the boundaries of human inputs, validation, ownership, correction, context loss, and
judgement. decisions, and handoffs. structural weaknesses.

Core principle: Al capability is not reliable execution. Reliable execution requires a workflow that preserves context,
introduces validation at the right points, assigns ownership, and controls how outputs move into decisions and
downstream work.

2. DECIDE - determine where Al belongs

Where can Al create practical Task volume, repetition, delay, quality variation, Prioritised opportunity areas.
value? information load, and business impact.
Is the workflow ready? Source quality, process clarity, exception patterns, data Readiness and gap assessment.

access, and operational ownership.

Where must human judgement Decision consequence, ambiguity, regulatory or client risk, Human approval and escalation
remain? and authority boundaries. points.

What should not be automated Unstable rules, weak source material, unclear Exclusions and preparation
yet? accountability, or high exception rates. actions.
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3. DESIGN - build a workable Al-assisted workflow

Architecture layer Design requirement Why it matters

Purpose and boundary Define what the Al task is intended to support, what it must not Prevents scope drift and
decide, and where the output will be used. inappropriate reliance.

Controlled inputs Name approved sources, current decisions, constraints, Reduces unsupported
exclusions, and required context. assumptions and context loss.

Output specification Define required structure, acceptance criteria, evidence needs, Makes quality review consistent
and prohibited claims. and explainable.

Validation design Place checks before decisions, publication, client use, or Stops weak outputs before they
downstream handoff. travel further.

Ownership and authority Assign responsibility for source input, review, approval, Prevents hidden dependency and
exceptions, and updates. authority leakage.

Handoff and reuse Carry decision history, caveats, source references, and approval  Preserves meaning as work
status into the next stage. moves between people and

systems.

4. DIAGNOSE - identify why execution becomes unreliable

Failure signal Likely structural condition Diagnostic action

Review work keeps expanding Validation is late or acceptance criteria are weak. Trace where review begins and what
reviewers repeatedly reconstruct.

Outputs vary across similar tasks Inputs, source material, or decision boundaries are Compare source packages,
not controlled. instructions, and prior decisions
across cycles.

One person keeps fixing the Critical context and judgement sit inside an Map tacit corrections, exceptions,

system individual rather than the workflow. and dependencies.

Errors appear after handoff The workflow loses context, ownership, or validation  Follow the output through decisions,
status as outputs travel. teams, clients, and future reuse.

Al looks fast but delivery is not Draft speed is being offset by hidden correction, Measure total operating effort, not
clarification, and rework. only generation time.

5. What the client receives

Opportunity and readiness view Shows where Al can create value, where preparation is required, and what should
remain outside scope.

Workflow architecture map Defines inputs, output movement, validation points, ownership, decisions, handoffs,
and reuse.

Failure diagnosis Explains why an existing Al-assisted workflow is becoming harder to trust, review, or
maintain.

Prioritised design recommendations Sets out which controls to add first without creating unnecessary process weight.

Implementation roadmap Translates the framework into a practical pilot, redesign, and scaling sequence.

Positioning note: This framework is designed for operational Al adoption and reliability work. It is not a generic
technology-selection model or a prompt-writing method. Its purpose is to connect Al capability to business value,
workflow design, control, and dependable execution.
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