Workflow or agent? A checklist
Run this against one AI system you are building or running. Most business tasks need a workflow, where the path is fixed in code. Use an agent only when the shape of the task depends on the input in ways you cannot list.
	System
	[Name]

	Owner
	[Name, role]

	Reviewed by
	[Names]

	Date
	[Date]


1. Pick the pattern: five questions, in order
	Question
	If yes
	Yes / no, and where

	Does the task have a fixed sequence of steps?
	Chain it, with checks between steps
	

	Does the input fall into categories that need different handling?
	Route it; test the router itself
	

	Can parts of the task be done independently?
	Run them in parallel
	

	Does the shape of the task depend on the input in ways you cannot list?
	Orchestrate, with tight limits
	

	Is there a clear standard the output can be improved against?
	Add an evaluator loop, with a limit
	


If none applies, a single model call with good context may be enough.
2. Draw the graph
☐  We can draw the graph before an input arrives. (If not, it is an agent: does it need to be?)
☐  Each model call has one job, a defined input and output, and a check.
	Model call
	What it does
	Pattern
	Check on its output

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


3. Rules, not models
☐  We have listed every place a model is used for something a rule could do, and moved it into code.
	Place
	Rule that replaces the model

	
	

	
	

	
	


4. Production principles
☐  The loop, stop condition, retries and approval steps live in our own code, and are tested.
☐  Prompts are versioned, reviewed and tested like code.
☐  The model only requests actions; our code decides whether to carry them out.
☐  Calls are small and focused, so smaller models and shorter contexts can be used.
5. Inputs outside the graph
For each kind of input the workflow cannot handle, choose one: add the case to the graph; route it to an agent with a fixed budget and a person at the end; or pass it to a person with the context attached.
	Kind of input
	How often
	Decision

	
	
	

	
	
	

	
	
	

	
	
	


Signs a workflow is no longer enough
☐  The prompt is full of conditional branches.
☐  Tools overlap, and better descriptions do not fix the choice between them.
☐  A growing list of special cases each need a different sequence.
From Enceladus AI (enceladus.ai), adapted from ENGINEER by Ian Lawton. A starting point to adapt to your system.




