ERIEE BB OO K

SPICE

Fietare - Proof Tech

REVOLUTIONIZING

TRANSFORMATION

Learn how to govern Al and connect
systems and partners through
controlled workflows, so you can
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automate tasks, and improve
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INTRODUCTION ‘

GOVERNED Al STARTS WITH GOVERNED
WORK

Every operations leader is being asked the same question: where
can we apply AlI? In regulated, multi-party work, the harder
guestion comes second. Can you prove what the Al did, with
whose data, and who allowed it?

Most organizations can answer the first question and not the second. Al gets added
tool by tool, each with its own settings, its own logs, and its own idea of consent, on
top of systems that already do not talk to each other.

This ebook starts with Al governance, because that is where the risk is. It then
shows why governance only holds when the work runs through a governed
orchestration layer: one that connects your systems and external partners through
controlled workflows.

A DELIBERATE POINT OF VIEW

The answer is not another point solution, and not a platform overhaul. It is a

governed layer between the platforms you already run.
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INTRODUCTION

WHAT YOU WILL GET FROM THIS
GUIDE

Why Al without governance is a liability in regulated work

The five requirements that make Al safe to apply

Where operations break, and the three failure patterns behind it
What governed orchestration is, and why governance needs it

How to connect systems and partners without adding fragile
middleware

Where automation belongs, with a person at the wheel

How to measure efficiency and productivity in outcomes, not
activity

How to decide between build, buy, and orchestrate

A 90-day path from first scoping call to a governed workflow in
production
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CHAPTER

Al WITHOUT GOVERNANCE IS
A LIABILITY

In regulated operations, the question is not whether
you can apply Al It is whether you can prove what it
did.

IN THIS CHAPTER

01 Five ways Al goes ungoverned

02  Questions your auditor will ask

03  Why policy documents are not enough
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CHAPTER 1 - Al WITHOUT GOVERNANCE ‘

FIVE WAYS Al GOES UNGOVERNED

Most organizations add Al the way they added every other tool: one feature at a
time, each with its own settings. In regulated work, that leaves five gaps.

1 Data crosses boundaries. Generic Al connectors have no tenant isolation, so
one customer's data can end up alongside another's.

2 No record of what happened. Without an audit trail of the exact prompt and
response, you cannot tell a regulator what the Al did.

3 Consent is all or nothing. One switch for the whole platform, instead of control
per feature.

4 One vendor, no exit. Locked into a single model provider, with no path forward
if pricing or terms change.

9 Open inputs. Free text passed straight to a model creates a prompt-injection
risk.

WHY POLICY IS NOT ENOUGH

Each gap is fixable, but only if governance is built into the architecture, not

written into a policy document.
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CHAPTER 1 - Al WITHOUT GOVERNANCE ‘

QUESTIONS YOUR AUDITOR WILL ASK

Whoever signs off on Al in your operation will ask some version of these questions. If
you cannot answer them from a system of record, the Al is not ready.

m What did the Al do last Tuesday, and with whose data?

m Which model, and which version, produced that answer?

m Where does our data go, and who agreed to that?

m Can we turn off one feature without turning off everything?
m What happens when the provider is unavailable?

® How do we know one customer's data never reached another's?

THE STANDARD

If you cannot replay an Al interaction from a record, you cannot defend it.
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CHAPTER

Al GOVERNANCE IN PRACTICE

Governance is not a policy document. It is what the
architecture makes impossible to skip.

IN THIS CHAPTER

01 Five requirements for governed Al
02  Governed versus ungoverned

03  Policy versus architecture
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CHAPTER 2 - Al GOVERNANCE IN PRACTICE ‘

FIVE REQUIREMENTS FOR GOVERNED
Al

1 Consent at every level. Al is opt-in for the platform, for each customer tenant,
and for each feature. All three must be true, and nothing activates silently.

2 A complete audit trail. The exact prompt, the response, the model version,
and token counts are recorded before the response is returned, including
failed and partial responses.

3 Data isolation in the query. Tenant isolation is enforced when the query is
built, not filtered afterward, so it cannot be misconfigured away.

4 Controlled inputs. Pre-configured prompts with validated variables. Raw user
input never reaches the model directly.

9 No lock-in, no silent changes. A provider abstraction lets you swap models
without rewriting workflows. Exact model versions are pinned, and a clean
fallback handles outages.
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CHAPTER 2 - Al GOVERNANCE IN PRACTICE

GOVERNED VERSUS UNGOVERNED

REQUIREMENT

UNGOVERNED Al

GOVERNED Al

Consent One switch for everything Opt-in per platform, tenant, and
feature
Audit trail “Al was used here” at best Exact prompt, response, model

version, and tokens

Data isolation

Filtered after the data is fetched

Enforced when the query is
built

Inputs Open text passed to the model Templates with validated
variables
Providers One vendor, silent updates Swappable, with versions

pinned

POLICY VERSUS ARCHITECTURE

Governance that lives in a policy document can be skipped. Governance

built into the architecture cannot.

REVOLUTIONIZING DIGITAL TRANSFORMATION

10



CHAPTER

WHERE OPERATIONS BREAK

Al governance fails when the work underneath it is
fragmented. Transformation stalls when operational
complexity outgrows the tools meant to manage it.

IN THIS CHAPTER

01  Yourtools cannot model your workflow
02  Yoursystems do not talk to each other

03  Knowledge lives in people, not systems
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CHAPTER 3 - WHERE OPERATIONS BREAK ‘

THREE WAYS COMPLEXITY
OUTGROWS YOUR TOOLS

1. YOUR TOOLS CANNOT MODEL YOUR WORKFLOW

A generic CRM or project tool is built around an average business. Yours is not
average. Every client engagement, patient pathway, or compliance review has

steps, approvals, and exceptions the tool has no place for.

So the team builds workarounds. Each one is reasonable on its own. Together they
become the real system, and nobody documented it.

2. YOUR SYSTEMS DO NOT TALK TO EACH OTHER

Most organizations already own the platforms they need: a contact center platform,
an EHR, a core banking system, a CRM. The problem is not missing software.

Customer or patient data lives in four places and none of them share it.

A person contacts you, and your team touches five systems to answer one
guestion. That is where cycle time, errors, and staff burnout come from.

3. KNOWLEDGE LIVES IN PEOPLE, NOT SYSTEMS

When a key employee leaves, the process leaves with them. Tribal knowledge is
expensive to maintain, impossible to audit, and invisible to leadership until
something breaks.
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CHAPTER 3 - WHERE OPERATIONS BREAK ‘

THE SIGNS YOU HAVE OUTGROWN
YOUR TOOLS

If several of these sound familiar, complexity has passed what your current tooling
can handle:

m Three or more business systems that do not share data

m The same information entered in more than one place

m Reporting assembled by hand in spreadsheets each month
m Teams that cannot see each other's work

m Handoffs that happen over email, Teams, or Slack

m A CRM that cannot model how the business operates

m Growth that creates bottlenecks faster than you can fix them

Adding another point solution rarely helps. It adds a sixth system to a five-system
problem.

WHAT HELPS INSTEAD

A governed orchestration layer that connects the systems you have, brings

in your partners, and runs the work through controlled workflows.
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CHAPTER

WHAT GOVERNED

ORCHESTRATION ACTUALLY
MEANS

Governance only holds when the work runs through
one controlled layer. Governed orchestration connects
your systems, people, and partners through controlled
workflows.

IN THIS CHAPTER

01 What it does

02  The plumbing you should not build yourself

03  Five questions to ask any platform
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CHAPTER 4 - GOVERNED ORCHESTRATION ‘

CONNECT, CONTROL, AND PROVE

Governance only holds when the work runs through one controlled layer. Governed
orchestration is that layer, sitting between the platforms you already run.

WHAT IT DOES

m Connects. Systems, data, and partners that do not share a common platform.

m Controls. Approvals, permissions, and routing are enforced inside the workflow,
not left to habit.

m Proves. Every action leaves an audit trail: who did what, with which data, and

when.

Your contact center platform, your EHR, and your core banking system stay exactly
where they are, as systems of record. The orchestration layer connects them, and

gives your team one governed view of the work that crosses all of them.

GOVERNANCE IS THE PRODUCT

In regulated, multi-party operations, trust is not a feature. It is the operating

system.
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CHAPTER 4 - GOVERNED ORCHESTRATION ‘

THE PLUMBING YOU SHOULD NOT BUILD
YOURSELF

Every serious orchestration layer needs this infrastructure before it needs a line of

business logic:

m Multi-tenancy, so each client has separate data

m Audit logging of who did what, and when

m Authentication and role-based permissions

m Integration scaffolding for connecting other systems

m Error handling, retries, and monitoring

Building it correctly typically takes 6 to 12 months before the first workflow ships.
None of it differentiates your business.

FIVE QUESTIONS TO ASK ANY PLATFORM

1 What is underneath the workflow layer? Real architecture, or a visual tool with
nothing beneath it?

2 Can you build purpose-built endpoints and data models, or only pick from a fixed
menu?
3 How is data isolation enforced? In the query, or as a setting someone can

misconfigure?
4 What does the audit trail record, and when is it written?

9 What happens as your requirements grow? Is there a path forward, or a rebuild?
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CHAPTER

INTEGRATE YOUR DATA
WITHOUT ADDING ANOTHER
FRAGILE LAYER

The best integration is a purpose-built endpoint
scoped to one workflow, not a generic connector that
moves everything and fits nothing.

IN THIS CHAPTER

01 Purpose-built endpoints vs. generic connectors
02 Connect your systems and partners

03 A practical integration checklist
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CHAPTER 5 - INTEGRATE YOUR DATA ‘

PURPOSE-BUILT ENDPOINTS VS.
GENERIC CONNECTORS

Generic connectors are built to work for everyone, which means they cannot know
how you use your systems. They return bloated payloads, need a transformation
layer to make sense of the output, and break quietly when the upstream system

changes something the connector did not expect.

GENERIC CONNECTOR PURPOSE-BUILT ENDPOINT
Fit Built for the average use case Scoped to your specific
workflow
Data returned Everything the source exposes Exactly the fields the workflow
needs
Middleware Usually needed to reshape None
output
Data isolation Depends on configuration Enforced at the APl boundary,
per tenant
Auditability Varies by connector Full call chain from request to
response
Upfront effort Low Scoping work required
Long-term cost Workarounds accumulate Integrations stay stable

THE HONEST TRADEOFF

Purpose-built endpoints take scoping work upfront. In our experience, the

cost of living with a generic connector's workarounds exceeds that scoping

cost within about three months.
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CHAPTER 5 - INTEGRATE YOUR DATA ‘

CONNECT YOUR SYSTEMS AND PARTNERS.
LEAVE YOUR PLATFORMS IN PLACE.

If you run NICE, Five9, Epic, or a core banking system, you chose them for good
reasons. Ripping them out is rarely realistic and almost never necessary.

The better move is an orchestration layer that sits between them. It connects your
existing systems and your external partners, assembles the data a workflow needs
from each, and gives your team one governed view of the journey. Partners join
through the same controlled endpoints, scoped to what they need to see. Your
EHR stays the system of record.

A PRACTICAL INTEGRATION CHECKLIST

1 Which two or three integrations would remove the most manual work?
2 What exact data does each workflow need, and from which system?

3 Who owns each data field, and who is allowed to see it?

4 What should happen when an upstream system is unavailable?

5 How will you audit what moved, when, and why?

START SMALL

Start with the two to five integrations that matter most. Prove the value,

then extend. Connecting ten systems on day one is how integration projects

become 12-month programs.
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CHAPTER

AUTOMATE THE WORK THAT
SHOULD NOT NEED A HUMAN

Automate the handoffs, the re-keying, and the status
chasing first. Keep people on the judgment calls.

IN THIS CHAPTER
01  Where to look first
02  Governance is part of automation

03  Keep aperson at the steering wheel
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CHAPTER 6 - AUTOMATE THE WORK ‘

AUTOMATE THE HANDOFFS FIRST

The highest-return automation is rarely glamorous: a status update no longer
assembled by three people, an intake form that routes itself,a compliance report
built from live data.

WHERE TO LOOK FIRST

m Handoffs: work that moves between teams by email, Teams, or Slack
m Re-keying: data entered once and again in another system

m Reporting: board, client, or compliance reports built by hand

m Routing and approvals: requests that wait for someone to notice

m Client visibility: status questions that need a person to find the answer

GOVERNANCE IS PART OF AUTOMATION

In regulated or multi-party operations, an automation you cannot audit is a liability.
It should leave a trail: who triggered it, what data it touched, what it did, and what
came back.

That is why governance belongs in the platform, not in a policy document. When
audit logging, tenant isolation, and permissions are built into the architecture, every

workflow inherits them.
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CHAPTER 6 - AUTOMATE THE WORK ‘

KEEP A PERSON AT THE STEERING
WHEEL

Al belongs inside the controlled workflow, at the steps where it helps and where a
person can check its work.

m Draft, then approve. Al prepares; a person approves before anything reaches a
customer or a record.
m Log every Al step. Each Al action inherits the audit trail of the workflow around it.

m Scope the data. The workflow decides what data an Al step can see, and nothing
more.

m Plan for the outage. If a provider is unavailable, the workflow falls back to a
manual step instead of failing silently.

m Switch on one feature at a time. Consent is set per feature, and each one earns
its place with a measured result.

THE PRINCIPLE

Use Al to move faster on work you already understand, inside workflows you

can audit, and keep a person at the steering wheel.
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CHAPTER

EFFICIENCY AND
PRODUCTIVITY YOU CAN
PROVE

Measure outcomes, not activity. A workflow you
cannot measure is a workflow you cannot defend at
budget time.

IN THIS CHAPTER

01 Outcome metrics that matter

02 Count the cost of workarounds

03  Setthe baseline first
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CHAPTER 7 - EFFICIENCY AND PRODUCTIVITY

OUTCOME METRICS THAT MATTER

Activity metrics tell you the project is busy. Outcome metrics tell you whether the

business is better off. Pick three or four outcomes before you build, and instrument

them from the first workflow.

OUTCOME

WHAT TO MEASURE

BASELINE QUESTION

Fewer manual
touches

Steps a person performs per
case, client, or request

How many people and systems
touch one case today?

Faster cycle time

Elapsed time from request to
resolution

How long does the slowest
common request take?

Cleaner audits

Documentation gaps per
review; hours spent preparing

How many hours does audit
prep take each month?

Reporting effort

Hours per week spent
assembling reports by hand

Who builds the monthly report,
and how long does it take?

Client visibility

Status requests that require a
person to answer

How often do clients ask where
things stand?

Revenue
protected or
gained

Retention, upsell, or throughput
linked to the workflow

What did the last lost client or
delayed project cost?
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24



CHAPTER 7 - EFFICIENCY AND PRODUCTIVITY ‘

KNOW WHAT THE CURRENT STATE
COSTS

COUNT THE COST OF WORKAROUNDS

The most overlooked number is the cost of the current state. Add up per-seat
software costs that scale faster than your revenue, the hours your team spends on
re-keying and manual reporting, and the cost of mistakes that slip through
handoffs.

Often the workaround cost already exceeds the cost of a purpose-built system. You
are paying for the problem either way. The only question is whether the payment
buys you anything.

SET THE BASELINE FIRST

Before you change anything, record where you stand today. A baseline captured
after launch is just an estimate.

Even a rough before-and-after, such as weekly reporting hours dropping from 10 to
2,is far more persuasive than a general claim of improved efficiency.

THE SCOREBOARD

Activity is noise. Measurable impact is the score.
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CHAPTER

BUILD, BUY, OR ORCHESTRATE

Buy when a standard tool fits, build when the work is
truly unique, and orchestrate when your work crosses
several systems and needs control.

IN THIS CHAPTER

01  Three ways to get there
02 Questions that settle the decision

03  When orchestration is the wrong answer
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CHAPTER 8 - BUILD, BUY, OR ORCHESTRATE

THREE WAYS TO GET THERE

Most multi-system, compliance-bound operations land in the third column.

BUY (OFF-THE-SHELF

SAAS)

BUILD (CUSTOM
DEVELOPMENT)

ORCHESTRATE
(GOVERNED LAYER)

Best when Your process Your need is unique Your work crosses
matches a standard and you have several systems and
category engineering capacity needs control

Fit Approximate; you Exact Exact, built around

adapt to the tool

your workflow

Time to first
value

Days to weeks

Many months

Weeks

Infrastructure None to build You build and Provided by the
maintain all of it layer
Typical risk Workarounds and Timelineg, Choosing a layer
per-seat cost growth maintenance, key- that cannot grow
person dependence with you
Integration Generic connectors Whatever you build Purpose-built

endpoints
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CHAPTER 8 - BUILD, BUY, OR ORCHESTRATE ‘

QUESTIONS THAT SETTLE THE DECISION

1 Does a standard tool model your core workflow? If yes, buy it. Do not build
what you can license.

2 Do you have engineering capacity to own the infrastructure? Multi-tenancy,
audit logging, and integration scaffolding take months to do correctly and
need ongoing maintenance.

3 Is the workflow what differentiates you? If so, you want control over its logic,
not a vendor's interpretation of it.

4 What is the cost of the workarounds today? If it is rising faster than your
revenue, the current tool is already the expensive option.

9 Who needs to maintain it in two years? Choose what your team can actually
operate.

WHEN ORCHESTRATION IS THE WRONG ANSWER

Be skeptical of any platform that claims to be right for everything. An orchestration
layer is a poor fit if you only need a CRM, if you want purely out-of-the-box software
with zero configuration, or if you have no measurable operational pain.

Configuration is an investment. It makes the system fit your workflow permanently,
but it asks for time from people who understand the work. If you cannot spare that,
a standard tool is the more honest choice.

REVOLUTIONIZING DIGITAL TRANSFORMATION 28



CHAPTER

A 90-DAY PATH TO FIRST
VALUE

Start with one painful workflow, put it in production
within weeks, and expand from evidence.

IN THIS CHAPTER

01 Four phases, four gates

02 Who needsto beinthe room

03 Common mistakes
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CHAPTER 9 - A 90-DAY PATH

FOUR PHASES, FOUR GATES

DAYS 1-15

Diagnose and baseline

Map where complexity sits: which systems are disconnected, where
data is re-keyed, which workarounds your team depends on. Pick one
workflow with visible pain and record its baseline.

GATE A named owner, a chosen workflow, and numbers for today.

DAYS 16-45

Scope and build the first workflow

Define the data model, the two to five integrations it needs, and the
permissions. Build purpose-built endpoints for those integrations.

GATE The workflow runs end to end in test against real data.

DAYS 46-60

Run it live with real users

Move the workflow into production with the team that feels the pain.
Fix the rough edges, and confirm audit logging captures what
compliance needs.

GATE The team uses it daily and the old workaround is retired.

DAYS 61-90

Measure and extend

Compare outcomes to the baseline and show leadership the numbers.
Choose the next workflow from what the first one proved. Turn on Al
features one at a time, with consent set per feature.

GATE A measured result and a prioritized next step.
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CHAPTER 9 - A 90-DAY PATH ‘

WHO NEEDS TO BE IN THE ROOM

m The person who owns the outcome: an operations leader or business owner
with budget authority

m The person who knows the workflow: whoever holds the tribal knowledge
today

m The technical owner: someone who can speak to your existing systems and
integration constraints

m Compliance or security, if you are regulated, involved early rather than at sign-off

COMMON MISTAKES

Trying to connect ten systems on day one

Choosing the politically easiest workflow instead of the most painful

Skipping the baseline, then having no way to show results

Treating configuration as an IT project instead of an operations project

WHAT TO AVOID

Do not start with a transformation roadmap that takes a year to produce its

first result.
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SELF-ASSESSMENT

HAS COMPLEXITY OUTGROWN YOUR
TOOLS?

Check every statement that applies. Your score is the number of boxes ticked.

O O O O O 0 0 0O

Three or more business systems that do
not share data

Reporting or operations depend on
spreadsheets

Customer or patient data lives in multiple
systems

Several people touch each customer or
case

Our CRM cannot model how the business
works

Growth is creating bottlenecks faster
than we can fix them

Key processes live in people's heads, not
systems

Key integrations between our systems
are broken or missing

[0 The same datais entered in more than

one system

[[J Teams cannot see each other's work

O O O O Od

Handoffs happen over email, Teams, or
Slack

Leadership has no real-time view of
operations

Our team builds daily workarounds for
platform gaps

Every client engagement is meaningfully
different

Customers are asking for better visibility
into their work

SCORE WHAT IT MEANS

0-4 Current tools are probably sufficient.

5-8 Complexity is building. Watch for triggers.
9-12 Complexity has outpaced your tooling.

13-15 Acute. Start with your most painful workflow.
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READY TO FIND YOUR
FIRST WORKFLOW?

SpiceX is the governed orchestration layer that connects people,

data, and systems. We help organizations turn fragmented,

compliance-bound processes into workflows they can control,

measure, and keep improving.

GOVERNED
ORCHESTRATION
Connecting people, data,
systems, and external

partners through controlled,
auditable workflows.

TALK TO THE SPICEX TEAM

Bring your complexity score.

DURABLE EXPERTISE

Turning subject-matter
expertise into reusable
software that
organizations can own,
adapt, and scale.

AI-READY OPERATIONS

Creating the governance
and workflow foundation
organizations need to apply
automation and Al safely.

SPICEX.COM


https://spicex.com/

