Al OPERATING MODEL

From Al Tools to an Al
Operating Model

What | learned by pairing autonomous execution with
critical review

A practitioner field note
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START WITH THE WORK

The wrong question is which
Al Is better

The more useful question is what each system
should own inside a particular workflow.

Design the work before choosing the
winner

Define the decision, evidence standard, review
gate, and accountable owner.
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DIVISION OF LABOR

Three layers with different
responsibilities

Execution layer

Pokee Al runs recurring research, coordinates specialized agents, maintains
operational records, and applies one process across a large universe.

Challenge layer

ChatGPT tests assumptions, finds missing controls, separates evidence from
inference, and turns research into decision-ready analysis.

Human owner

The human defines the objective, resolves ambiguity, sets risk tolerance, and
approves consequential action.
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REPEATABLE WORKFLOW

The five-stage operating loop

a Define
Name the decision and evidence required

Execute

Collect, monitor, organize, and score

Challenge

Test the output and the process

Decide

Apply human judgment before action

Learn

Feed credible lessons back into the system
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EXECUTION LAYER

Scale requires more than a

strong prompt
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Persistent records and account memory

Schedules and repeatable operating rules

Entity resolution and source provenance

Confidence labels and real stop conditions

Outcome capture and an audit trail
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CHALLENGE LAYER

Independent review must be
able to reject the premise

A weak review

Edits the wording, ranks the recommendations, and makes the output look more
confident.

A strong review

Checks the underlying evidence, identifies shared-source blind spots, questions
the scoring logic, and can conclude that no action is warranted.

The reviewer is not there to make the first
system sound smarter.
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REVENUE INTELLIGENCE

A real signal can still justify
no outreach

signal found source verified buying motion responsible
unproven result

A company event can be accurate and relevant without proving
that a buying motion exists. The review layer should be able to
stop escalation.

No action is a legitimate output of a
disciplined system.
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GOVERNANCE

Controls that keep multiple
systems dependable

Evidence
O

Separate source facts from interpretation

O Provenance
Keep a path back to the underlying record

Independence
‘ P

Check whether agents share the same source

Stop conditions
O P

Permit pass, monitor, and research required

Human authorit
O Yy

Require approval before consequential action
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READ THE FIELD PAPER

Build the operating model
before adding more tools

The advantage comes from assigning distinct
responsibilities and making disagreement useful.

From Al Tools to an Al Operating Model

White paper by Nick Montano
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