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Gruntflow, an AI agents and workflow automation firm, has published the set of operating principles it uses to

decide what it will and will not build. The doctrine is drawn from field reports the company files from inside its

own production systems ? 47 to date, a selection published at gruntflow.io/research and the remainder

available on request. Each is a short, dated observation from inside a live engagement. They run against a

common assumption in the industry: that better models produce better automation.

Gruntflow's position is that the deciding factor is rarely the model. It is whether the people who inherit a

system trust it enough to keep using it.

?A system nobody trusts by the end of the first week gets quietly abandoned, no matter how well it was

engineered underneath,? said Munhib Asrar, co-founder of Gruntflow. ?That failure looks like a technology

problem. It almost never is.?

The doctrine's central argument is that engineering capacity is no longer the bottleneck in automation.



Judgment is.

?Engineers can build almost anything you ask them to,? Asrar said. ?Far fewer people can walk into a

business, work out which process is worth automating and which one should be left alone, and then introduce

it in a way people actually keep using. That judgment is the whole job. The technology is the easy half.?

The company traces the view to its origins. Before Gruntflow, its founders watched healthy, well-funded firms

lose hours every week to manual work nobody had stopped to question. In one case a single spreadsheet

was passed between six people over email, one at a time, when a shared document would have solved it in

an afternoon. The barrier was not cost or software. People had merged the ideas of automation and artificial

intelligence into one vague thing they did not fully trust.

One principle in the doctrine holds that a good automated system is often defined by what it refuses to do.

Gruntflow cites its own lead-acquisition work as the example. By the company's own measurement,

engineering the system to act less, and to escalate borderline decisions to a human, cut its throughput

signficantly. Over the same period, Gruntflow reports that its qualified-conversation rate, the share of

passed-on conversations that met its bar, rose by a wider margin. The figures are internal and self-reported,

drawn from a field report published at gruntflow.io/research.

?Restraint is a feature you engineer,? Asrar said. ?The platform does not reward it. The operator does, and

the operator is who we work for.?

The word operator recurs throughout the doctrine. Gruntflow uses it to mean the named human who lives

inside a system, reads every transition, and can reverse anything it does. The firm states it will not begin an

engagement until a client can name that person, and will not ship automation that cannot be undone by a

single operator action with a clean audit trail.

The doctrine is written partly as a list of refusals. Gruntflow states it does not build proof-of-concept chat

boxes, does not take engagements shorter than six weeks, and turns down more work than it accepts. When

it declines, it says it refers the prospective client elsewhere.

That discipline extends to the firm's own capacity. Gruntflow accepts a maximum of two new systems per

quarter across its practice, which spans multi-agent orchestration, workflow automation, and systems

integration. The principles apply identically across all three.

Asrar said the doctrine is published so prospective clients can rule themselves out.

?We would rather someone read this and decide we are not for them than start an engagement on the wrong



premise,? he said. ?The people we work best with tend to already believe most of it.?

The full set of field reports is published on the company's site on what it describes as a slow cadence, with, in

its words, audit-log honesty over case-study polish.
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