
Checklist: Task Deconstruction: The COO’s Tool
for Designing Hybrid AI–Human Workflows

Use this checklist to break work into components and identify where AI accelerates,
where humans decide, and where workflows need redesign.

Many organizations stall in vague conversations about “AI opportunities” because the work
itself is poorly understood. Without clarity on how tasks actually function, AI can be applied
unevenly - automating the wrong steps, introducing risk, or creating confusion about
ownership.

Task deconstruction allows COOs to move past abstraction and examine the real mechanics
of work. By breaking processes into their smallest components, leaders can intentionally
decide what AI should handle, where human judgment is essential, and how the workflow
must change to remain stable, clear, and scalable. This checklist helps you assess whether
your tasks - and the systems around them - are ready for effective hybrid AI–human
execution.

Apply this checklist to a specific process or task, not an entire function at once. Choose
work that is recurring, decision-heavy, or a candidate for AI enablement. Review each
statement and score it based on how accurately it reflects your current state, not your
desired future design.

As you work through the checklist, focus on gaps and inconsistencies. The goal is not to
maximize automation, but to design workflows that are resilient, understandable, and
operable under real conditions. Once complete, use the results to guide redesign priorities
and clarify where stabilization is required before AI is introduced.

How to Use This Checklist

Score each statement using the following scale:

0 = Not true at all
1 = Partially true / inconsistent
2 = Mostly true
3 = Consistently true

Add up the total score once you’ve completed the checklist.

Scoring System
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Task Clarity and Deconstruction 0 1 2 3

The task’s purpose, outcomes, and boundaries are
clearly defined.

Steps, inputs, outputs, and handoffs are
documented.

Variations, exceptions, and decision points are
identified.

The task is broken into its smallest actionable
components.

Section subtotal (max 12): ____

Section subtotal (max 12): ____
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Allocating Work Between AI and
Humans

0 1 2 3

Repetitive or rules-based steps are identified as AI
candidates.

Steps requiring judgment, ethics, or nuance remain
human-owned.

Automation readiness is validated based on data
quality and predictability.

Oversight, review, and exception handling remain
human-led.



Designing Hybrid Steps 0 1 2 3

Steps where AI drafts or predicts and humans refine
are clearly defined.

Exception-handling paths are intentionally
designed.

Humans know when and how to intervene or
override AI outputs.

Shared ownership rules are documented and
understood.

Section subtotal (max 12): ____

Evaluating Workflow Stability 0 1 2 3

Inputs are clean and consistent enough to support
automation.

The workflow does not rely on undocumented
personal workarounds.

Upstream and downstream impacts are understood.

Bottlenecks and friction points are identified before
redesign.

Section subtotal (max 12): ____
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Redesigning the Hybrid Workflow 0 1 2 3

AI-supported steps are sequenced to improve flow
and efficiency.

Human decision points are placed intentionally, not
by default.

Transitions between AI and humans are clear and
reliable.

Failure modes and fallback paths are defined.

Section subtotal (max 12): ____

Clarifying Roles and Decision Rights 0 1 2 3

Each step has clear ownership (AI, human, or hybrid).

Decision rights are explicit for AI-assisted work.

Escalation paths are simple and well
communicated.

People understand their revised responsibilities.

Section subtotal (max 12): ____
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Validating Performance and Fit 0 1 2 3

Outputs consistently meet quality expectations.

AI errors, edge cases, and interruptions are tracked.

Human workload is reduced in the right places.

Metrics show improvement in speed, accuracy, or
capacity.

Section subtotal (max 12): ____

Preparing for Iteration 0 1 2 3

Feedback loops exist to monitor workflow health.

Teams can report issues or propose improvements.

The workflow is reviewed at 30/60/90-day intervals.

Continuous improvement is embedded into
operating rhythms.

Section subtotal (max 12): ____
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Total Score
Maximum score: 120
Your score: ____

100–120 | Scalable Hybrid Design
Tasks are well understood and ready for AI enablement at scale.

75–99 | Strong Foundation
Core design is sound, but role clarity or workflow stability may need refinement.

50–74 | Fragile Under Stress
Hybrid workflows may fail in edge cases; redesign recommended before scaling.

Below 50 | Not Ready
Fundamental task clarity or process stability is missing. Focus on deconstruction
before AI adoption.

Score Interpretation

Use your score to guide sequencing - not judgment. Start with the lowest-scoring
sections to stabilize the task before introducing additional automation. In many
cases, improving documentation, inputs, or decision clarity delivers more value than
adding AI capability.

Revisit this checklist as workflows evolve. Task deconstruction is not a one-time
exercise. It is a discipline that helps COOs ensure AI augments human judgment
rather than obscuring it. When applied consistently, it enables hybrid workflows that
are resilient, understandable, and scalable over time.

How to Apply the Results
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