Vwhen Al becomes the executor,

the path must be governed.

Project governance assumes the executor can explain,
escalate, and be held accountable. Agentic Al cannot—yet

@ Why this matters How agentic project governance keeps execution attached to mandate.

it can perform multi-step project work. o e e
6. 0 Who should care
O™ PMOs - Project sponsors - Risk and Compliance - Internal MANDATE SEMANTIC
audit - Workflow owners deploying Al agents CONTRACT
: Preserve mandate fidelity Produce governance Direct human judgement.
Authorize the work. Represent the mandate. ,
What changes for managers as the work develops. evidence.
* Govern Al as an executor, not only as a tool
* Review mandate exceptions, not only final outputs - 7

* Use process evidence to focus human attention

G
Where the framework applies il
@ The framework is most useful where work is:
* Mandate-bound
* Multi-step
* Evidence-sensitive . .
. High-consequence Define purpose, T/ranslate the mandat\e Monitor decisions Record the execution Focus human review
scope, authority, into a machine- during generation and path, decisions, on mandate-risk
Kev terms constraints, sources, readable contract: steer toward mandate sources used, exceptions and
y : and review sources, constraints, fidelity - countering checks performed, material decisions.
* Execution-to-mandate gap : . . . . : .
. . requirements. evidence duties, drift, enforcing exceptions, and Humans decide,
Divergence between authorized mandate and the path . . . : :
escalation triggers, and constraints, and evidence artifacts approve, or escalate.
that produces the work. : . : : :
, , review costs triggering escalations. for later review.
* Execution drift
Cumulative, locally plausible movement away from
mandate during execution. \ )
L Conceptual theory-building paper - Six testable
— propositions - Requirements-validation vignette - . . .
Steps 2-4 have a working implementation evaluated in A pOl'Shed OUtPUt can Stlu be procedurauy defeCtlve.

related work
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N Al can optimize without preferences.

\\ .
Humans still bear the consequences.

Why this matters
@ Classic delegation theories assume that the delegated actor has HOW delegation changes When the executor has no preferences

Interests, responds to incentives, and can bear consequences. An
Al system may optimize a task while having none of these.

Who should care
Boards - Senior managers - Al governance leaders - Legal and risk

0 functions - Organization and management researchers
Authorizing organization

Specifies a mandate and
constraints

What changes for managers
v * Govern Al delegation through mandate fidelity, not incentive
alignment

Principal
Set goals and incentives

* Define in the mandate what must remain invariant during

execution i\ Al Executor
Imi h k with
* Retain human responsibility for interpreting ambiguity and - N Ofe:clerleznecsets ce)rt:cs:cc\)Nultthg;clit
standing behind the result Human agent P 4
Has preferences and
Where the framework applies responds to consequences .
. Multi-step Al delegation P Generated execution path
* Ambiguous or incomplete mandates @—9 Produces outputs through
* Consequential intermediate judgements multi-step decisions
* Work in which the organization remains accountable jC)— A G T
— Agent can explain, adapt, Human Decision Maker
Key terms v and be sanctioned :
* Preference-free delegation interprets, aut.h(’Jrlzes, and
Delegation to an executor that can optimize without having bears responsibility
localized interests in the outcome.
* Mandate fidelity ' . . '
The degree execution preserves the purpose, constraints, Primary control mechanism: Primary control mechanism:
evidence obligations, and authority. Incentive alignment Mandate fidelity

* Residualinterpretive responsibility
The human obligation to determine what the mandate means
when the decision does not fully resolve.

Optimization can be delegated. Responsibility cannot.

Conceptual theory-development paper - Extends agency and
delegation theory - Develops testable propositions
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o«0 |he workflow is not the work.

l .
¢-® Redesign the work for the executor.

Why thi tt . . . .
@ Most Al automation replicates the human steps in & How organizations reconstruct work for a different kind of executor.

workflow because that is how the work was always done
- not because those steps are constitutive of valid work.

Wh hould Validity Evidence Authorization = Due Process  Accountability Interface Waiting Manual Redundant Workarounds
O O O O shouta care Conditions Requirements & Approvals & Escalation Boundaries Navigation & Queues Translation Handoffs for System
T~ COOs - Transformation leaders - Function heads - Org Limits

designers - HR - Professional bodies - Al product teams

What changes for managers 0 9

Evaluate workflow for the capabilities of the executor
* Preserve safeguards while removing human tasks
* Redesign the workflow around the reconstructed path

@ Where the framework applies %

 Workflows with heavy navigation, waiting, or coordination
 Stable validity conditions but flexible production

Inherited Human Executor-Workflow Work Production-Path Organizational
Workflow Mismatch Decomposition Reconstruction Redesign

Separate what must be

* Work that machines can access or execute directly Desioned for human Mismatch between nresaived from what can Rebuild the sequence Rebundle jobs, review,
 Organizations with clear responsibility structures interface workflow steps and be removed or around the executors authority ana
executor capabilities . strengths and limits accountability
redesigned
Key terms
 Executor-workflow mismatch Includes navigation, . - Eliminate unnecessary Align roles, metrics,
Th bet hat %! d d d what translation, waiting Many steps are not Identify constitutive steps; redesign review rights, and
€ gap etween what a wor . (?W emands ?n what a hand ff’ 9 ’ value-adding for a safeguards vs human tars ’ dat 4 ation ¢ ”’1
Pa rticular executor can do efﬂClently and rellably. andotis, an machine-executor accommodations nte a.C_e’ a a.’ an escala |on- O the hew
- . . redundancy decision points production path
* Work-decomposition plasticity
The extent to which inherited work can be separated and
: : : : . Harder to automate, . . Clarifies what is Faster, more reliable, Sustainable execution
recombined without destroying its validity. . Automation delivers less . . . .
) - slower, higher cost, | o qili essential to the validity lower cost, easier to with clearer
* Production-path reconstruction more errors value, more fragility of the work. govern responsibility
Redesignhed workflow once constitutive safeguards are
separated from executor-specific accommodations.
Conceptual process-model paper - Organization-design :
= pruat proc Paper- e & Preserve the safeguards. Redesign the path.
—| theory - Propositions on machine-native work

reconstruction
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Al lowers the cost of doing work.

The cost of process proof rises.

Why this matters . . .
@ Agentic Al can reduce some production costs. But it can also How firms meter and govel’n delegated machine execution.

Increase the cost of governance when final outputs do not
reveal how the work was performed. DELEGATED MACHINE OUTCOME FOR
o EXECUTION THE FIRM

O
(\ro{ﬁ Who should care S
Executives - Operations leaders - Procurement and vendor N %
management - Risk and compliance - Org design researchers it.m.%: —
What changes for managers Al systems perform multi-step Evidence on how work was executed - Informs decisions, ensures
. : - : work, make intermediate choices, sources used, constraints applied, defensibility, and protects
Meter process fidelity, not only output quality and generate outputs reviews triggered, escalations made accountability when delegating

* Design evidence for exception-based review and silent-
failure detection

* |Include evidence for make, buy, and hybrid governance
decisions

@ Where the framework applies m @ H

* Multi-step delegated execution
* |ntermediate choices affect validity or defensibility

2. MANAGERIAL ATTENTION 4. GOVERNANCE MODE
* Thefirmremains accountable for its external work Was the work performed Enable supervision by Determine when execution Support choice among
 Final output IS g weak signa[ of Process fide[ity within authorized sources, exception and detection of can move outside the firm market, hybrid, or internal
constraints, and review silent failures that outputs while accountability arrangements based on
requirements? can hide. remains inside evidence and risk.
Key terms
@ * Process evidence

Organizational evidence used to inspect or reconstruct KEY CONTINGENCIES

how delegated machine execution was performed. =
* Process fidelity O p /@\\\\
The degree to which execution follows authorized 2
- : Task Risk Output Observability Accountability Intensity Process-Evidence Specificity
governance and accountability expectations.
* Process-evidence specificity
The extent to which evidence derives its meaning from

firm-specific processes and artifacts.

The work may be cheaper to produce, but harder to verify.

Conceptual integrative framework - Extends theory of the firm
- Four propositions - Worked organizational illustrations
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Why this matters
@ Al workflows can cross organizational boundaries quickly.

Execution can move.

Accountability sticks.

Responsibility often cannot. A firm may externalize execution
while remaining answerable for the outcome.

Lo8  Who should care

Boards - Strategy leaders - Sourcing and procurement - Legal
and risk - Regulated businesses - Al vendors

What changes for managers

* Treat accountability as a strategic boundary problem

* Retain control of critical accountability assets

* Choose internal, market, or hybrid arrangements partly
according to accountability specificity

Where the framework applies

* Regulated or fiduciary work

 Safety-critical or reputationally sensitive activity

* Multi-vendor Al ecosystems

* Workthat depends on the firm’s evidence and judgement

Key terms
* Residual accountability

Responsibility that remains with the focal firm after
execution has moved elsewhere.

* Accountability specificity
The degree to which accountability depends on firm-
specific artifacts.

* Accountability assets
Capabilities and resources that allow a firm to stand behind
delegated execution.

Conceptual strategy-theory paper - Extends firm-boundary and
modularity research - Develops propositions on execution and

accountability boundaries
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MODULAR EXECUTION, STICKY ACCOUNTABILITY
Firm Scope and Value Capture Under Agentic Al

Components, providers,
and workflows cross
boundaries easily.

The firm designs, owns,
and controls the assets
that make accountability
possible.

ACCOUNTABILITY
STICKS

Responsiblilities remain
anchored to the firm.

You can outsource the work, but not the responsibility.
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ACCOUNTABILITY ASSETS (Held inside the firm)
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Customers &
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3
The Workflow is
not the Work

Board &

Courts Professional &

Shareholders & Law Fiduciary Duties

4
Delegated
Machine Execution

How modular Al execution divides operating from accountability boundaries
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