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How to Design Governed AI
Marketing Workflows

AI can shorten research, content, lead operations, and reporting work. This
operating model shows where controls, review, traceability, and recovery
still have to sit.
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01

Map the work before adding AI
An agentic workflow can complete several connected steps toward a goal, but autonomy is useful only

when the goal, inputs, rules, and stop conditions are understood. Start by observing how competent

people complete the task today, including the exceptions they handle implicitly.

Document the trigger, required context, allowed tools, decision rules, expected output, owner, approval

point, and recovery path. If the team cannot agree on those elements, adding AI will automate ambiguity

rather than resolve it.

● What starts the workflow?
● Which data is approved as context?
● What may the system recommend versus execute?
● Which conditions require human review?
● How is an incorrect action detected and reversed?

Document the trigger, required context, allowed tools, decision rules, expected
output, owner, approval point, and recovery path.

02

Classify risk at the action level
Not every step needs the same control. Summarizing an approved brief is different from sending a

customer message. Drafting campaign variants is different from changing a live budget. Classify each

action by potential impact, reversibility, data sensitivity, and the cost of a plausible error.

Low-risk, reversible assistance may need sampling and periodic review. Public claims, customer

communication, material spending, record changes, and sensitive data handling usually need stronger

validation and explicit authorization.

Low-risk, reversible assistance may need sampling and periodic review.
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03

Ground the workflow in controlled context
The workflow should retrieve from approved brand, product, offer, policy, and customer-journey sources.

Record which source versions were available when an output was created. Do not assume that a model’s

general knowledge is current or appropriate for company-specific claims.

Minimize data access. Provide only the fields required for the step, define retention expectations, and

avoid placing secrets or unnecessary customer data into prompts. Permissions should follow the same

least-privilege principle used for other production systems.

Provide only the fields required for the step, define retention expectations, and
avoid placing secrets or unnecessary customer data into prompts.

04

Validate outputs and preserve human control
Use deterministic checks where possible: required fields, approved vocabulary, numerical bounds, URL

allowlists, schema validation, duplicate detection, and CRM state checks. Use a second review step for

subjective quality or unsupported claims, but do not treat another model as an infallible judge.

Human reviewers need useful context: the proposed action, source material, uncertainty, changed fields,

and a clear approve, edit, or reject path. Review queues should prioritize higher-risk exceptions rather

than forcing people to reread every low-risk output.

05

Operate it like a production system
Track inputs, outputs, tool calls, approvals, failures, model and prompt versions, latency, and cost. Define

what happens when a provider is unavailable, an integration times out, a record has changed, or

confidence is insufficient. A manual fallback is a feature, not an admission of failure.

Measure throughput and time saved, but also accuracy, exception rate, reviewer correction time,

customer impact, and downstream conversion quality. Review the workflow when the underlying offer,

policy, data model, or customer journey changes.

Key Takeaways
● Begin with a defined decision and workflow, not with an agent or model.
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● Separate low-risk assistance from actions that affect customers, spending, data, or public claims.
● Use approved context, explicit validation, human review, logging, and fallback paths.
● Measure accuracy, exceptions, correction cost, and business impact alongside speed.
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Sources
1. NIST AI Risk Management Framework — https://www.nist.gov/itl/ai-risk-management-framework

2. NIST Generative AI Profile — https://nvlpubs.nist.gov/nistpubs/ai/NIST.AI.600-1.pdf

3. Google guidance on generative AI content —

https://developers.google.com/search/docs/fundamentals/using-gen-ai-content


