12 Questions Before
Your Edge System
Creates Chaos

A buyer-side decision guide for Al, Airtable, low-code, workflow automation, and
infrastructure choices.

Use this guide before a useful experiment quietly becomes unsupported
production infrastructure.
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(/9 ASYMETRYK HOW TO USE
EXECUTIVE DECISION GUIDE

Use evidence, not confidence

This is a short decision conversation, not a procurement marathon.

WHAT IS AN EDGE SYSTEM?

An edge system is any tool, workflow, automation, spreadsheet, Al assistant, or departmental app that helps work move around a
core system. It can create speed and flexibility. It can also create hidden dependencies, duplicated data, unclear ownership, and

operational risk when nobody defines how it fits.

This guide is not a procurement questionnaire. It is a short executive conversation about outcomes, boundaries, ownership,
evidence, and the operating model needed to keep the system useful.

Bring together the executive sponsor, workflow Answer each question with evidence, not
01 owner, technical owner, and the people 02  confidence. A diagram, named owner, runbook,
responsible for security, data, or operations. access report, test result, or approved decision is

stronger than an assumption.

Score each answer from 0 to 2 using the Decide whether to approve, approve with
03 scorecard. Record any critical red flag even when 04 conditions, pause for architecture work, or stop.
the total score looks healthy. Assign every condition to an owner and a date.

FAST STOP SIGNS

sensitive data with no classification, privileged access with no accountable owner, an integration with no failure path, or
a system nobody knows how to retire.
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ASYMETRYK SCOPE AND OUTCOME

EXECUTIVE DECISION GUIDE

SECTION 01

Scope and outcome

Good architecture starts by defining the decision and the boundary. A tool should not be allowed to become the strategy by
default.

What business outcome are we approving?

WHY IT MATTERS

Teams often approve a tool because it is impressive or convenient, then discover that nobody agreed on the decision, measure, or
behavior it was meant to improve.

EVIDENCE TO ASK FOR RED FLAGS
o One measurable outcome, a baseline, and a target date. e Success is described only as adoption, activity, or number of
» The executive decision this system supports and the person automations.
accountable for it. o Different stakeholders describe different problems or expected
results.

Where does the workflow begin and end?

WHY IT MATTERS

Unclear boundaries cause the system to absorb adjacent work, data, and exceptions until a small solution becomes a fragile operating

platform.

EVIDENCE TO ASK FOR RED FLAGS

o A current-state workflow showing triggers, handoffs, approvals, and e The answer is "everyone" or "the whole process" without a mapped
outputs. boundary.

e The teams, locations, volumes, and exception cases included in e Manual exports, email handoffs, and side spreadsheets are excluded
scope. from the map.

What is authoritative, and what is only assistive?

WHY IT MATTERS

People need to know where truth lives, where work happens, and whether Al output or edge-layer data can change an official record.

EVIDENCE TO ASK FOR RED FLAGS
o A named system of record for each critical data object. e Two systems can both become the final source of truth.
o Rules for what the edge system may create, recommend, update, or e Users must decide manually which version is current.

never overwrite.
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EXECUTIVE DECISION GUIDE

SECTION 02

Ownership and control

Speed without decision rights becomes dependency. Every important system needs accountable owners and controls that
survive team changes.

oa Who owns the outcome, system, data, and risk?

WHY IT MATTERS

One person rarely owns every dimension. Naming separate accountable roles prevents gaps between business sponsorship, technical
stewardship, data quality, and risk acceptance.

EVIDENCE TO ASK FOR RED FLAGS
o Named business, technical, data, security, and support owners. e Ownership is assigned to a team name, vendor, or consultant with no
» An escalation path for conflicts, incidents, and material changes. accountable person.
e The builder is the only person who understands or can administer the
system.

o5 Who can access, approve, and change the system?

WHY IT MATTERS

Access and change control are the practical expression of governance. They should match real responsibilities without creating broad
standing privilege.

EVIDENCE TO ASK FOR RED FLAGS

o Role-based access, approval rules, and a current list of privileged e Shared accounts, personal credentials, or permanent administrator
users. access.

o Audit logs or change records for data, permissions, logic, and e Production logic can change without review, testing, or a recorded
integrations. approver.

Can the organization operate without the key person or vendor?

WHY IT MATTERS

A valuable workflow can become hostage to one builder, agency, employee, or platform if knowledge, credentials, and decision history
are not transferable.

EVIDENCE TO ASK FOR RED FLAGS

o Current documentation, credential custody, backup administrators, e Critical accounts or automations live under a personal identity.

and handoff steps. e Nobody has tested handoff, recovery, or administrator replacement.

» Contract terms covering data access, configuration export, and
transition support.
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ASYMETRYK DATA AND INTEGRATION

EXECUTIVE DECISION GUIDE

SECTION 03

Data and integration

Most hidden risk sits in movement: what data travels, which system wins a conflict, and what happens when an automation
fails quietly.

What data enters, leaves, and stays?

WHY IT MATTERS

Leaders cannot accept data risk they cannot see. Classification, minimization, residency, and retention should be explicit before live data

moves.

EVIDENCE TO ASK FOR RED FLAGS

o A data inventory showing source, classification, destination, e Sensitive or regulated data is copied "temporarily" with no deletion
retention, and deletion. proof.

o Alist of vendors, subprocessors, exports, Al models, and training-use e The team cannot explain whether vendor or model providers retain or
settings. train on data.

o8 How does data reconcile with the system of record?

WHY IT MATTERS

Integrations create business logic. Without source authority, field ownership, and conflict rules, synchronization can duplicate, overwrite,
or silently corrupt data.

EVIDENCE TO ASK FOR RED FLAGS

o An integration map with direction, frequency, field ownership, and e CSV exports or copy-and-paste are treated as a reliable integration.

identity matching. e Bidirectional sync exists without explicit conflict and deletion rules.

o Tested rules for duplicates, conflicts, retries, and manual correction.

How will we detect, contain, and recover from failure?

WHY IT MATTERS

A workflow is only as reliable as its failure path. Quiet failures can create incorrect decisions long before anyone sees a technical error.

EVIDENCE TO ASK FOR RED FLAGS
» Monitoring, alert ownership, incident steps, retry limits, and recovery e Users are expected to notice missing or incorrect results.
objectives.

e Retrying an automation can duplicate actions, payments, messages,
o Arecent test of backup, rollback, replay, or manual fallback. or records.
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SECTION 04

Lifecycle and operating model

A successful pilot needs a path into supported operations. It also needs a safe path out.

What moves this from experiment to production?

WHY IT MATTERS

Pilots often acquire real users and critical data before anyone applies production controls. A visible promotion gate keeps
experimentation fast and operations deliberate.

EVIDENCE TO ASK FOR RED FLAGS
o Entry criteria for security, data, architecture, testing, documentation, e '"ltis already in use" is the only reason to call it production.
and support.

e Test data, personal accounts, or prototype logic remain in the live
o A named approver and recorded go-live decision with conditions. workflow.

What will this cost and require to operate?

WHY IT MATTERS

License price is only one cost. Support, administration, integration maintenance, vendor management, compliance, change demand, and
usage growth shape the real commitment.

EVIDENCE TO ASK FOR RED FLAGS

o A 12 to 24 month cost model with licenses, labor, partners, usage, e The business case assumes no ongoing owner or maintenance
and contingency. effort.

o Capacity assumptions for support, maintenance, reviews, and user e Usage-based Al, automation, storage, or integration costs have no
enablement. guardrails.

How will we retire, export, or replace it?

WHY IT MATTERS

Exit architecture protects negotiating power and operational continuity. Retirement should preserve required records without leaving
orphaned logic, access, or data.

EVIDENCE TO ASK FOR RED FLAGS
o Tested export formats, retention obligations, dependency map, and e Data can be viewed but not exported in a usable structure.
shutdown checklist. e No one knows which workflows, reports, or decisions depend on the
o A transition owner, expected effort, and contract terms for exit system.
support.
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ASYMETRYK DECISION SCORECARD

EXECUTIVE DECISION GUIDE

Score the evidence available today

Mark one score per question. A confident answer without evidence is not a 2.

0 unkNowN 2 READY
No accountable answer or reliable Direction is understood, but ownership, The answer is documented, owned, tested
evidence. evidence, or controls are incomplete. where relevant, and accepted by the right

decision-maker.

What business outcome are we approving?

2 Where does the workflow begin and end?
3 What is authoritative, and what is only assistive?
4 Who owns the outcome, system, data, and risk?

5 Who can access, approve, and change the system?
6 Can the organization operate without the key person or vendor?

What data enters, leaves, and stays?

7
8 How does data reconcile with the system of record?
9 How will we detect, contain, and recover from failure?

10 What moves this from experiment to production?
1 What will this cost and require to operate?

12 How will we retire, export, or replace it?

0to8 18 to 24

Pause Approve with conditions Ready for a governed decision

The operating risk is not yet understood. Do not Define the missing controls, owners, and dates Proceed through the normal approval path and
expand access, data, or dependency. before broader use. monitor the assumptions.

CRITICAL OVERRIDE A severe red flag can justify a pause regardless of the total. Scores create a conversation; they do not replace
judgment.
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EXECUTIVE DECISION GUIDE

Turn the discussion into a decision

Capture the operating agreement in one page, then assign every condition to an owner and date.

DECISION BRIEF CHECKLIST

What exactly is being approved, rejected, or deferred?

What measurable result and date define success?

Which workflow, team, users, data, and exceptions are included?

Which system owns each critical record and decision?

Who owns the business outcome, technology, data, risk, and support?
Which access, change, monitoring, and recovery controls are required?
What must be completed before pilot, launch, or broader use?

How will data, logic, access, and dependencies be removed or transferred?

When will assumptions, cost, risk, and value be reviewed again?

BEFORE FINAL APPROVAL

Critical red flags are resolved or explicitly accepted. Owners and approval authority are named.

Conditions have dates and evidence requirements. Monitoring and review dates are scheduled.

NEED A NEUTRAL DECISION MODEL?

Asymetryk provides buyer-side Fractional CTO leadership across low-code, Al, and START A REVIEW

infrastructure. The work aligns executives, architecture, governance, risk, and delivery
sequencing without turning the recommendation into an implementation sales pitch.

https://www.asymetryk.com/review/
info@asymetryk.com
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