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Al implementation partner checklist
Automation & Workflow

Prepared by the RankGlobal Research Team - Reviewed 27 October 2026

Choose an Al automation partner who can map the current process, identify the Al decision, integrate authorized
systems and prove recovery after errors. Compare the whole transaction and its exception queue. Budget for
orchestration, model usage, connector subscriptions, monitoring and maintenance, then require workflow exports and
staff training before handover.

WHO THIS BUYER GUIDE IS FOR

Operations leaders and system owners automating repeatable business processes across CRM, ERP, finance or
service tools.

Fill the fields and checkboxes in a compatible PDF reader, then save a separate copy for each candidate. You can also print this guide.
No information is submitted.

Project / Al workflow Candidate Al partner

Decision owner Review date

01 AI service hiring and delivery checks

|:| Define the Al interpretation step and the approved business action.
Request a comparable production automation trace with failure recovery.
Test CRM or ERP writes using your sandbox identifiers.

Estimate model calls, orchestration runs, connectors and monitoring costs.
Validate reusable workflow templates against your exception cases.

Confirm workflow exports, credential ownership and adaptation rights.

Odoondn

Train staff to review held records and recover supported failures.

|:| Accept transaction tests, monitoring runbooks and maintenance responsibilities.

Open the current Automation & Workflow provider directory

Read the full guides: Al use cases & scope - Costs & ROl - Choosing a partner - Build your brief
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Al module cost context & offline quote notes

Illustrative upfront engineering budgets: the topic-specific effort assumptions below are multiplied by Upwork’s published
$35-860/hour marketplace band. These are planning examples, not surveyed module prices, provider quotations or enterprise fees.
Tools, hardware, tax and ongoing support are extra; supplier minimums may exceed these examples.

Reviewed lead-intake pilot - $1,680-$6,240

48-104 assumed engineering hours. Use one prepared lead source, agreed qualification rules and a sandbox CRM to
demonstrate deduplication and uncertain-case review.

Invoice validation and reviewed posting - $5,600-$19,200

160-320 assumed engineering hours. Connect one invoice family, supplier reference lookup, approval queue and sandbox
destination with duplicate-safe retries.

Operated service-case orchestration - $11,200-$38,400

320-640 assumed engineering hours. Release one case-routing workflow with account lookup, approved actions, visible

exceptions and deployment monitoring.

Source: Upwork: Al engineer cost guide

Optional offline quotation notes: record actual supplier figures in one currency and identify included scope, usage limits and
exclusions.

Discovery & readiness - one-time

Build & integration - one-time

Evaluation & deployment - one-time

Training & handover - one-time

Third-party tools, models & APIs - monthly

Infrastructure & monitoring - monthly

Maintenance & support - monthly

Usage assumptions, exclusions and questions to resolve

Add the one-time rows for initial investment. Annualize monthly rows for operating cost; include variable usage and human review.
Avoid counting the same managed-service charge both as a platform fee and a direct APl expense.
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Compare Al project scope

Qualitative scope inclusion, not measured cost or complexity. Core = explicitly scope the work; Conditional = confirm missing inputs;
Defer = outside this narrowly bounded scenario.

Workstream One transaction Connected approval Multi-system
rehearsal workflow orchestration

Al decision boundary Core Core Core

Live integration - CRM or case-management Defer Core Core

platform

Live integration - ERP, booking or Conditional Conditional Core

payment-adjacent service
Transaction and recovery tests Core Core Core

Live support - Multi-system orchestration Conditional Core Core

One transaction rehearsal

Replay one request-to-outcome workflow on approved exported records; staff confirm the proposed updates.
Boundary: Use approved samples covering Al decision boundary. Live CRM or case-management platform access is
excluded unless the acceptance test requires it; the named pilot reviewer retains operating responsibility.
Connected approval workflow

Read from one operational system and submit reviewed updates with duplicate and timeout recovery.

Boundary: Include the agreed CRM or case-management platform connection. Confirm whether ERP, booking or
payment-adjacent service access is needed for this release; additional sites, departments or channels need a separate
scope decision.

Multi-system orchestration

Coordinate live transactions, exception queues and rule changes across the authorized application estate.

Boundary: List the assets, volumes and users covered by multi-system orchestration. Agree monitoring, handover and
ongoing support for Al decision boundary before expanding coverage.
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02 Which parts of our workflow should use AI, and which
actions need rules or human approval?

Map one complete transaction before choosing an automation platform. Use Al where interpretation is needed, such as
classifying an enquiry, then apply explicit validation and permissions before updating a CRM, ERP or booking record.
Your partner should demonstrate ambiguous inputs, a destination timeout and duplicate-safe recovery. Scope the
exception queue alongside the successful path, and price orchestration steps, model calls, premium connectors and
operator training. The acceptance result is a correctly completed, traceable transaction rather than a workflow that
merely ran.

Al decision boundary

Ask the Al team to inspect: Representative requests, ambiguous cases and actions staff will approve manually.

Estimation impact: Unclear decision rules expand evaluation and exception design beyond a simple connector build.

Transaction behavior
Ask the Al team to inspect: The record identifiers and outcomes of failed or repeated operations.

Estimation impact: Weak APl semantics require additional reconciliation or a custom integration service.

Change ownership
Ask the Al team to inspect: Current SOPs, workflow owners and how business rules are changed.

Estimation impact: Frequent rule variation increases configuration, training and regression-test scope.

03 Systems, tools and AI integration boundaries

CRM or case-management platform
Al service requirement: Classify requests and propose authorized record updates.

Scope check: Confirm write scopes, duplicate matching and a test tenant.

ERP, booking or payment-adjacent service
Al service requirement: Submit validated transactions after the required approval.

Scope check: Inspect transaction status, rate limits and idempotency; do not infer success from a timeout.

Orchestrator and exception queue
Al service requirement: Coordinate model calls, business rules and recovery tasks.

Scope check: Check execution limits, exportability, retries and who reviews held records.

04 External software and operating costs

Automation platform
Charging unit or cost driver: Executions, steps, tasks or capacity tiers under the chosen supplier plan.

Ask before approving the quote: Count retries, polling and branches in the proposed workflow.

Al inference
Charging unit or cost driver: Tokens, document calls or classification requests used by the Al steps.

Ask before approving the quote: Model normal and exceptional paths, including repeated evaluation calls.
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Premium connectors and external APls

Charging unit or cost driver: Connector subscriptions or per-request charges from connected products.

Ask before approving the quote: Identify restrictions in your existing licences and separate supplier bills from
development fees.

Operational monitoring and repair

Charging unit or cost driver: Log retention, alerting services and agreed support effort.

Ask before approving the quote: Price credential failures, broken mappings and API changes separately from new
workflows.

05 Reusable components, licensing and ownership

Prebuilt connectors and authentication modules

Validate supported endpoints and permissions; a connector cannot guarantee the destination transaction semantics.

Workflow accelerators

Inspect editable exports and licence terms, then retest matching, approvals and failure recovery using your records.

06 Staff training, documentation and support

Training and adoption

* Teach process owners to inspect Al suggestions, resolve held items and distinguish a committed transaction from a
requested one.

* Train administrators to rotate credentials, adjust approved rules and run the supplied regression cases.

Documents and technical assets
* Supply an as-built workflow map showing Al steps, deterministic rules and external writes.
» Deliver connector scopes, credential ownership, deployment instructions and workflow exports.

* Document retry limits, duplicate prevention, reconciliation and the exception-handling SOP.

Maintenance and support
* Monitor failed and unusually expensive runs with a named owner for every exception queue.

* Maintain connectors and Al regression tests when source formats, model versions or business rules change.

07 From business requirement to working Al service

Al workflow automation services: scope the decision, integrate the action

Al automation services should connect an uncertain input or decision to a controlled business action. Examples include
classifying an incoming request, extracting document fields or proposing the next step before an approved system
update. Separate the Al inference from the deterministic business rules, permissions and transaction checks that
surround it. That separation makes both the estimate and the acceptance criteria easier to assess.

A low-code demonstration may use only the happy path. A production implementation also needs identity matching,
retries, duplicate prevention, monitoring and a staffed exception route. Ask a partner to show comparable Al-assisted
transactions, including failures they recovered. Existing templates can shorten delivery, but each destination system,
approval rule and operational exception must be checked in your environment.
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08 How the developer should take an Al-assisted workflow into
production

Choose one repeatable process with a visible owner, then test the business effect rather than the appearance of the
automation canvas.
1. Document the current transaction

Follow a request from intake to completion, including approvals and exceptional cases. Decide where Al interpretation
is useful and which fields or actions remain rule-controlled.

Accountable team: Automation analyst and workflow owner

Data / system: Process map, sample records and current SOP

2. Validate interfaces before building the Al step

Test authenticated reads and writes against a sandbox. Establish stable identifiers, rate limits and what the connector
returns after a partial success or timeout.

Accountable team: Integration developer

Data / system: CRM, ERP, ticketing APIs and test accounts

3. Evaluate inference and failure recovery

Run representative ambiguous inputs through the Al step, then interrupt downstream execution. Confirm
low-confidence routing, safe retries and reconciliation without duplicate business records.

Accountable team: Al engineer and quality lead

Data / system: Evaluation set, orchestration engine and transaction log

4. Release with monitored exceptions

Train staff to review held items and restart supported failures. Provide workflow exports, credential ownership and
runbooks so routine changes do not require rebuilding the whole process.

Accountable team: Operations owner and support developer

Data / system: Exception queue, monitoring dashboard and deployment repository

09 AI use cases and evaluation requirements

1. Lead intake and qualification

Validate incoming leads, enrich approved fields and route them to sales with an explanation of the assignment.
Inputs: Forms, duplicate identifiers, territory rules and CRM stages.

Al partner deliverables: A deduplicated intake flow with a review queue for uncertain classification.

Measure the result: Correct ownership, duplicate rate and time from intake to accepted handoff.

Failure to test: The Al invents missing qualification facts or overwrites a salesperson’s later update.
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2. Invoice-to-posting coordination

Combine document extraction with supplier validation, purchase-order checks and approval before creating the
finance record.

Inputs: Invoices, supplier master, purchase orders and approval policies.
Al partner deliverables: Field validation, approval routing and posting reconciliation.
Measure the result: Correct first-pass postings and exceptions requiring correction.

Failure to test: An extraction confidence score is treated as authority to make a payment.

3. Service case orchestration

Classify a case, gather account context and dispatch a bounded action or specialist task.
Inputs: Case history, service agreements and approved resolution paths.

Al partner deliverables: Routing logic, action permissions and visible unresolved items.
Measure the result: Reassignment rate, recovery time and verified case completion.

Failure to test: A ticket is marked closed because the automation ran, although the service problem remains.

4. Employee joiner workflows

Coordinate access requests and preparation tasks while keeping approval authority with authorized owners.
Inputs: HR start events, role definitions, system inventories and approvals.

Al partner deliverables: Tracked provisioning requests, approval evidence and reconciliation.

Measure the result: Correct entitlements and completion by the agreed start point.

Failure to test: Copied role templates grant access that the new employee does not require.

10 Specialist team and relevant deployment evidence

Process analyst
Finds real variants, handoffs and exception ownership before implementation.

Evidence to request: A process map grounded in observed transactions and an exception catalog.

Integration engineer
Understands APIs, authentication, rate limits, data models and concurrent updates.

Evidence to request: A connector test showing pagination, failures and permissions.

Workflow reliability engineer
Designs durable state, bounded retries and duplicate-safe actions.

Evidence to request: A recovery demonstration after a timeout and worker restart.

Operations enablement specialist
Makes waiting, failed and corrected work understandable to staff.

Evidence to request: An exception inbox and runbook used by an actual operator.
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11 Al implementation milestones and acceptance gates

Observe and bound the process
Choose one transaction type and document source-to-target states, volumes, peak patterns and exclusions.

Acceptance gate: The business owner agrees what completion and exception handling mean.

Prototype the risky interfaces
Test the least reliable API or user interface before building the whole flow.

Acceptance gate: Authentication, update semantics and duplicate protection are demonstrated.

Replay normal and failed transactions
Use representative cases plus deliberate timeouts, missing approvals and duplicate events.

Acceptance gate: Targets reconcile correctly without repeated side effects.

Launch with operator ownership
Release to a controlled queue, monitor aging items and train staff to correct and resume work.

Acceptance gate: Operators recover a failed transaction without developer intervention.

12 Project scope and quotation questions

Connector reliability
A stable API and a frequently changing browser interface create different maintenance burdens.

Ask in the quotation: Which connections use supported APIls, and which depend on screen automation?

Process variation
Several business units may use different approval states and data definitions.

Ask in the quotation: How many variants are included, and how are new variants priced?

Exception volume
Human correction tools and audit trails can require as much effort as the happy path.

Ask in the quotation: What proportion and types of cases stay with staff?

Execution and support model
Per-run charges, worker capacity, premium connectors and support coverage affect ongoing cost.

Ask in the quotation: What happens to the operating cost when volume or downstream retries increase?

13 Hiring and comparing Al implementation partners

Comparable production transactions

Ask: Show an Al workflow that changed a business record and recovered from failure.
Useful evidence: A trace linking input, Al output, approved write and reconciliation.
Warning sign: Only a successful demonstration on a vendor-owned test account.

Candidate notes
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Boundary between inference and action

Ask: Which decisions can the model suggest and which actions require rules or approval?
Useful evidence: Explicit schemas, validation steps and permission-scoped tools.
Warning sign: A prompt is treated as the only safeguard around system writes.

Candidate notes

Retry and duplicate handling

Ask: What happens if the destination commits a record but its response times out?

Useful evidence: An idempotency key or reconciliation check demonstrated under interruption.
Warning sign: The proposed recovery is to run the entire workflow again.

Candidate notes

Maintainable automation ownership
Ask: Can our team inspect, export and update the production workflow?
Useful evidence: Editable definitions, credential inventory, test cases and a named support route.

Warning sign: Critical logic lives in an undocumented personal account.

Candidate notes

14 Demonstrations, trial terms and hiring commitments

Ask whether a no-cost demonstration, sandbox or representative-sample evaluation is available. A free consultation
does not imply free implementation; custom pilots are often paid. Agree workflow scope, what is free, usage limits,
when billing starts, data handling, acceptance evidence, output ownership and the exit path before supplying data.

Relevant demonstration: A deduplicated intake flow with a review queue for uncertain classification.

Failure to introduce: The Al invents missing qualification facts or overwrites a salesperson’s later update.

15 Practical Al buying tips

» Ask for the exception-handling demonstration before the happy-path demo.
* Put reconciliation and correction interfaces in the original scope.

* Run achange rehearsal using a new required field before accepting handover.
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16 Questions buyers ask about AI implementation

When is Al useful beyond a rules-based workflow?

Use Al for variable inputs that require interpretation, such as free-text intent or information extraction. Keep
predictable eligibility rules, record validation and authorization explicit. Ask the developer to compare a simpler
rules-based baseline with the proposed Al step and identify what uncertain outputs staff must review before any
business-system write.

What happens if an Al automation times out after creating a record?

The workflow must check whether the destination committed the transaction before retrying. Ask for an idempotency
key or areliable reconciliation method linked to a stable record identifier. Test this interruption deliberately; rerunning
the entire flow can create duplicate orders, tickets or bookings even when the original response was lost.

What should our staff see when an automated case needs review?

Provide the original request, proposed classification or action, validation failure and relevant record history in an
exception queue. Staff need a permitted correction or resume action, not a generic failure alert. Include the queue and
its ownership in the scope so unresolved work remains visible after the automation team leaves.

Why does an Al workflow cost more than its connector subscription?

The build includes process mapping, permissions, data matching, Al evaluation, exception handling and recovery tests.
Platform fees may then count steps, polling, retries and branches as separate executions. Request a transaction-level
estimate showing both a normal case and an exception, with third-party subscriptions separated from engineering and
maintenance.

How should we calculate cost per completed Al automation?

Divide the relevant platform, model, connector and operating-review costs by correctly completed transactions.
Include repeated calls, failed jobs and staff correction effort in the numerator. A low cost per execution can conceal an
expensive exception queue, particularly when the workflow runs frequently but does not produce accepted
destination records.

Which changes should an automation support agreement cover?

Define responsibility for expired credentials, APl changes, broken field mappings and failed-job investigation.
Distinguish these from adding a new process, channel or approval rule. Ask for a change allowance or rate basis, and
retain regression cases so the team can verify that a repair has not altered an existing transaction path.

What should an Al automation developer demonstrate before we hire them?

Give the proposed team a representative request and ask them to trace input, model output, validation, approved write
and reconciliation. Then introduce a timeout and a duplicate request. Relevant evidence is an inspectable recovery
path with scoped permissions, not only a successful demonstration inside the supplier’s own accounts.

How do we avoid being locked into an automation consultant’s account?

Keep production platform ownership, destination credentials and billing under agreed client-controlled accounts.
Request editable workflow definitions, connector code where commissioned, configuration documentation and test
cases. During handover, have your operator change a noncritical rule and recover a held transaction using the
delivered runbook.

Which skills matter when hiring for Al workflow integration?

Look for process analysis, authenticated APl integration, Al output validation and workflow reliability. Ask who designs
duplicate prevention and who builds the operator exception queue. A prompt specialist alone may not cover
transaction state, destination-system behavior or the staff training required to operate the resulting service.
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17 Primary sources and editorial scope

1. Temporal: Activities

Primary technical background on external operations and retry-safe activity design; not a requirement to select Temporal.

https://docs.temporal.io/activities

2. Temporal: Design patterns

Reference for durable orchestration, retries and recovery patterns. Transaction and procurement questions above are original
recommendations.

https://docs.temporal.io/design-patterns

3. UiPath: Process tracking

Vendor documentation illustrating business-process tracking across automation steps; product details should be checked
during selection.

https://docs.uipath.com/process-mining/automation-cloud/latest/user-guide/how-does-process-tracking-work

4. Temporal Activity Execution

Primary documentation of activity execution, retries and failure behavior.

https://docs.temporal.io/activity-execution

5. Temporal: Idempotency and durable execution

Primary engineering explanation of retry-safe effects. Business evaluation guidance is editorial.

https://temporal.io/blog/idempotency-and-durable-execution

Original Al-service buying guidance. Verify current interfaces, licences, data rights and provider evidence. No supplier
certification, project quotation or guaranteed outcome is implied.
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