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e EXECUTIVE SUMMARY

Most Workflows Don't Fail.
They Succeed.

Friday — a contractor's engagement ends.
Offboarding workflow fires.
That same week, the contractor is converted to full-time.

Onboarding workflow fires.

Monday, the new hire logs in. The laptop is wiped, files are gone, access is revoked,

and the replacement device hasn't shipped.

How did two successful workflows produce a failed outcome?

Most workflows don't fail. They succeed — each one doing exactly what it was designed to
do. That is precisely why this problem is so hard to find.

When every workflow reports green, no dashboard shows a failure. The broken outcome surfaces
later — in a ticket, an escalation, an audit, or a new hire who can't work. The cost hides in the
gap between “the workflow ran” and “the outcome was right.”

This whitepaper walks through five reasons workflow automation keeps creating work instead of
eliminating it — and what it takes to finally close that gap.
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e THE FIVE REASONS

Your Workflows Aren't Broken.
They're Blind.

Each of these workflows succeeds on its own. None of them can see the outcome they
are collectively responsible for.

. Workflows Only See Their Own World

WHAT GOES WRONG Offboarding  Sees a contract ending
» Two workflows fire on one person Onboarding Sees an employee
» Neither can see the other starting
* Both report success Reality One person, one Monday
e The outcome is destroyed
Both ran Reported success

Two successes. One broken

outcome. Should either have

run?

. Workflows Automate Assumptions

A new hire starts Monday — and the workflow orders a replacement laptop.

WHAT IT CAN'T SEE Assumes No inventory available
o Refurbished inventory on the shelf Warehouse Refurbished laptop on the
e The failed Saturday delivery shelf

e The device sitting at the carrier depot Carrier Saturday delivery failed;

» Two laptops already in motion device at depot

Result Orders another laptop —
successfully

The workflow succeeded. The

employee still can’t work.
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. Workflows Can't Decide

WHAT GOES WRONG $SO Unused for 90 days
e Three systems, three answers Manager "Still needed"
» No basis to choose
° The Workﬂow Sta”s or guesses Findnce Renewal due next week
e |t routes to a human . S
Workflow No way to decide which is
true

Three answers, ho way to

choose. So it escalates.

. People Become the Decision Engine

A AT (BES HSEA AT The promise  "Automate repetitive
o _ work"
» Conflicting ownership
e Unknown location Automated The straightforward 80%
* Policy conflicts
. Exception approvals Escalated Everything interesting
Net effect The service desk

reconciles by hand

Your decision engine is

made of people.

Notice the pattern. Every workflow above ran exactly as designed — yet each one ends at a
human's desk. The workflow can't decide, so a person has to.
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. Workflows Don't Own Outcomes

Every task can succeed while the one thing that matters quietly fails.

Every task in the onboarding runbook completed.

Account provisioned
Laptop shipped
License assignhed

Badge activated

Is the employee actually productive?

Workflows own tasks. Nobody owns the outcome.

This is the heart of the problem.

Workflows are measured by completion, not by outcome. Each one closes its ticket and reports
green. The outcome — a productive employee, a reclaimed license, a recovered device —
belongs to no system at all. It lives in the gap between them, which is exactly where your people
spend their days.

A workflow can succeed perfectly and still leave the outcome unfinished.
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e THE AUTOMATION PARADOX

Why More Automation
Creates More Coordination.

The market sells automation as subtraction. At enterprise scale, it behaves like
addition.

THE PROMISE
e« More automation More automation
e = Less work - More systems

Clean. Linear. Wrong at scale. — More workflow collisions

- More exceptions

— More coordination, not less

More automation gives you fewer tasks. More coordination gives you
more work.

e MEET YOUR HUMAN MIDDLEWARE

WHO WHAT THEY DO ALL DAY
o Service desk o Check systems

o Asset manager o Compare records

e SAM analyst « Call people

e |T coordinator « Update spreadsheets
e Operations analyst » Resolve exceptions

The work didn't disappear. It moved to the humans standing between the
systems.
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e THE ROOT CAUSE

Workflows Execute.
They Don't Reason.

Three structural limits explain every story in this paper. None of them is a bug you can
patch.

1 Workflows execute

They run the steps they were given. They don't reason about whether those steps add
up to the right outcome.

2  Workflows trust inputs

They act on whatever the trigger hands them. They don't determine whether that input
is actually true.

3  workflows complete tasks

They close tickets and report success. They don't own the outcome those tickets were
supposed to produce.

Your workflows aren't the problem. They're just the wrong layer to put the truth in. Asking a
workflow to determine truth is asking it to do a job it was never built for — so the job falls to
your people instead.
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e THE MISSING LAYER

The Missing Layer Isn't
Another Workflow.

It isn't another dashboard or another integration. It's a layer that establishes what's
true before a workflow runs.

Systems of Record
l
l
Workflow
l

Today, most enterprises run Systems —» Workflow - Action and skip the

layer that decides what's true. Insert it, and workflows finally act on reality
instead of assumptions.

Bring Us Your Most Successful Workflow.

The one that still generates tickets. The one that still requires manual reconciliation. The
one that still creates exceptions. We'll show you what operational truth would have
changed.

The missing layer isn't another workflow, dashboard, or integration. It's
operational truth — and it's what turns automation that runs into
automation you can trust.
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