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Abstract

As agentic artificial intelligence evolves from task-oriented automation to per-
sistent organizational participation, existing multi-agent frameworks offer
limited guidance on enterprise governance, institutional continuity, and ac-
countability. This conceptual paper proposes the Hierarchical Agentic Al
Governance Architecture (HAAGA), which organizes an Autonomous AI Or-
ganization across Governance, Administration, Operations, and Organiza-
tional Memory. An Autonomous Al Organization is distinguished from a per-
sistent multi-agent system by an enduring mission and identity; durable de-
partments, roles, and decision rights; formal escalation and final adjudication;
institutional governance; controlled organizational memory; continuity across
agent replacement; and auditable accountability. Decisions remain at the low-
est level, with formally assigned authority and validated competence, while
unresolved disagreements, insufficient authority, or requests for guidance
trigger escalation from local to supervisory and executive levels. The Board of
AT Governors and Executive Al are organizational roles that may be imple-
mented by autonomous agents, human officials, or hybrid arrangements; the
sponsoring legal organization and a designated human officer retain account-
ability for consequential decisions. HAAGA preserves departmental recom-
mendations, evidence, reasoning, objections, and revisions in a controlled,
versioned decision record that informs future cases. Preserved dissent im-
proves reviewability but does not by itself create independent perspectives
when departments share models, data, tools, or policy constraints. HAAGA
therefore offers a theory-informed organizational specification whose effec-
tiveness, scalability, and bias-mitigation properties require prototype imple-
mentation and empirical evaluation.
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1. Introduction

Artificial intelligence (AI) has undergone a remarkable transformation from sys-
tems designed to execute predefined computational tasks into increasingly auton-
omous entities capable of reasoning, planning, learning, and interacting with both
humans and other intelligent systems. This transformation has been accelerated
by advances in foundation models and large language models (LLMs), whose ca-
pabilities have enabled the emergence of agentic Al—autonomous systems that
can perceive objectives, formulate plans, utilize external tools, collaborate with
other agents, and adapt their behaviour to dynamic environments [1]-[3]. Unlike
traditional AI applications that rely primarily on deterministic workflows, agentic
Al systems exhibit goal-directed behaviour, allowing them to perform increas-
ingly sophisticated cognitive and operational tasks with limited human interven-
tion.

The increasing sophistication of these frameworks has prompted organizations
to envision AI systems that function not merely as task-oriented assistants but as
persistent organizational participants capable of supporting long-term opera-
tional and strategic activities. Rather than executing isolated workflows, future
enterprise Al systems are expected to coordinate multiple functional responsibil-
ities, preserve organizational knowledge, enforce institutional policies, support
governance processes, and collaborate continuously across organizational bound-
aries. Consequently, the design challenges confronting agentic Al are evolving
from questions of how autonomous agents collaborate toward broader questions
concerning how autonomous Al organizations should be structured, governed,
coordinated, and sustained.

This transition represents a significant challenge for both artificial intelligence
and information systems research. While existing agentic AI frameworks have
substantially advanced autonomous reasoning, collaboration, workflow orches-
tration, and task execution, comparatively less attention has been devoted to the
organizational governance structures required to manage persistent Al organiza-
tions operating at enterprise scale. Organizational governance encompasses au-
thority relationships, accountability mechanisms, policy enforcement, adminis-
trative coordination, institutional continuity, and organizational memory—capa-
bilities long recognized as essential to effective organizational performance in the
information systems and management literature [4]-[6]. As autonomous Al sys-
tems become increasingly embedded within organizational environments, these
governance capabilities become equally important for ensuring reliable, account-
able, and sustainable autonomous operation.

The central premise of this study is that the next evolution of agentic Al lies not
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merely in developing increasingly capable autonomous agents, but in designing
Autonomous Al Organizations governed through formal organizational struc-
tures. While existing research has primarily advanced the operational capabilities
of autonomous agents, this study argues that the long-term success of enterprise-
scale agentic AI will depend equally on organizational governance, institutional
continuity, administrative coordination, and organizational memory. Conse-
quently, the proposed framework shifts the focus of agentic Al research from or-
chestrating autonomous agents toward governing persistent Autonomous Al Or-
ganizations.

Despite the maturity of these organizational theories, their integration into con-
temporary agentic Al research remains limited. Existing multi-agent frameworks
provide valuable mechanisms for communication, reasoning, planning, and task
orchestration; however, they generally do not conceptualize autonomous Al sys-
tems as organizations composed of governance entities, administrative structures,
operational units, institutional memory, and enduring organizational responsibil-
ities. Consequently, current research provides comparatively limited guidance re-
garding how autonomous Al organizations should be governed throughout their
lifecycle, how organizational authority should be distributed, how institutional
knowledge should be preserved, how governance policies should be enforced, and
how organizational accountability should be maintained as Al systems continue
to evolve.

The present study addresses this research gap by developing the Hierarchical
Agentic AI Governance Architecture (HAAGA). Rather than proposing another
framework for coordinating autonomous agents, HAAGA introduces a theory-
informed organizational governance architecture that conceptualizes autono-
mous Al as a persistent organization comprising governance entities, administra-
tive structures, operational units, and organizational memory, all operating under
established governance principles. In doing so, this study extends the focus of
agentic Al research from coordinating autonomous agents to governing Autono-
mous Al Organizations.

Accordingly, this study asks: How can an enterprise-scale Autonomous Al Or-
ganization distribute decision authority across operational, administrative, and
governance levels while preserving accountability, procedural pluralism, institu-
tional memory, and organizational continuity?

Definition 1 (Autonomous AI Organization). An Autonomous Al Organiza-
tion is a persistent organizational entity composed of autonomous Al agents oc-
cupying enduring governance, administrative, and operational roles, coordinated
through formal organizational structures, institutional governance mechanisms,

and shared organizational memory to achieve collective organizational objectives.

Minimum Properties of an Autonomous Al Organization

A persistent multi-agent system becomes an Autonomous Al Organization only

when the following minimum set of properties operates together. Persistence
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alone is insufficient because a technically long-running collection of agents may
still lack an organizational identity, formal authority, institutional governance, or
accountable continuity.

An enduring organizational identity and mission that continues beyond any
single task or workflow.

Durable departments and organizational roles with formally assigned respon-
sibilities and decision rights.

Bounded local, supervisory, and executive authority, including formal escala-
tion and a defined final adjudicator.

A governance charter, institutional policies, and oversight mechanisms that
persist independently of individual agent instances.

Controlled organizational memory that preserves policies, evidence, dissent,
decisions, outcomes, and revisions with provenance and version history.

Continuity across agent replacement, model updates, restructuring, and other
lifecycle changes.

Auditable accountability anchored to a sponsoring legal organization and a des-

ignated human accountable officer for consequential decisions.

2. Conceptual Foundations

2.1. Conceptual Framework Development Approach

This study uses a theory-driven integrative conceptual synthesis to develop
HAAGA. The approach is appropriate because the research objective is to inte-
grate constructs that are typically examined separately across agentic Al, infor-
mation systems governance, organizational design, institutional continuity, coor-
dination, and organizational memory, and translate them into a coherent enter-
prise architecture.

Source selection was purposive rather than systematic or exhaustive. The syn-
thesis combines seminal works that define the selected organizational theories
with contemporary surveys, peer-reviewed agentic Al frameworks, and official
framework documentation needed to characterize the current technical land-
scape. Sources were retained when they directly informed authority, accountabil-
ity, hierarchy, coordination, institutionalization, memory, persistence, or multi-
agent execution.

The synthesis proceeded in four stages. First, recurrent theoretical constructs
were extracted from the selected literature. Second, those constructs were used to
identify four governance and organizational gaps in contemporary agentic Al
Third, the gaps were translated into theory-linked design principles. Fourth, the
principles were mapped to architectural layers, decision pathways, and organiza-
tional memory requirements, and then compared with representative agentic Al
frameworks.

Four gaps structure the analysis: a governance gap involving decision rights,
accountability, and oversight; an organizational gap involving hierarchy, admin-

istration, and distributed decision-making; a knowledge-management gap involv-

DOI: 10.4236/ica.2026.174007

150 Intelligent Control and Automation


https://doi.org/10.4236/ica.2026.174007

B. Quito

ing institutional rather than temporary agent memory; and an institutionalization
gap involving the preservation and revision of rules, roles, and organizational
identity over time.

These gaps are translated into seven complementary principles: governance; or-
ganizational structure; subsidiarity and escalation; procedural pluralism and
traceability; institutional continuity; coordination; and organizational memory.
The principles provide the conceptual basis for the four HAAGA layers and for
the formal movement of decisions and decision records between them.

The synthesis produced a theory-to-architecture traceability mapping, which is
presented alongside the HAAGA design principles in Section 3.1. This mapping
provides a conceptual justification for the proposed architecture; it does not con-
stitute evidence that HAAGA has been implemented or empirically validated.

The resulting framework is conceptual and platform-independent. It estab-
lishes organizational and governance requirements rather than a software imple-
mentation. Prototype construction, simulation, comparison under controlled de-
cision scenarios, and field validation are therefore reserved for later phases of the

research program.

2.2. Evolution and Contemporary Agentic Al

Artificial intelligence has evolved from systems designed to automate narrowly
defined computational tasks to increasingly autonomous and collaborative intel-
ligent entities. This progression has been driven by advances in machine learning,
knowledge representation, reasoning, planning, and, more recently, large lan-
guage models (LLMs), which have substantially expanded the capabilities of intel-
ligent systems. Rather than representing isolated technological milestones, these
developments reflect a broader shift in how intelligence is conceptualized—from
individual computational functions to autonomous systems capable of reasoning,
collaboration, adaptation, and increasingly complex organizational behaviour.
Understanding this evolution provides the conceptual foundation for positioning
Autonomous Al Organizations as the next stage in the maturation of agentic ar-
tificial intelligence [7] [8].

Contemporary agentic Al frameworks demonstrate increasingly sophisticated
collaboration and autonomous execution, but they remain primarily oriented to-
ward bounded tasks and workflows. Formal authority, administrative oversight,
institutional accountability, policy management, organizational memory, and
long-term continuity are generally implicit or external to these systems. Enter-
prise-scale persistence, therefore, requires an organizational architecture that reg-
ulates authority and preserves governance independently of individual tasks or

agent instances.

2.3. Organizational Governance

Organizational governance provides the formal structures, decision-making

mechanisms, and accountability relationships through which organizations pur-
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sue strategic objectives while ensuring effective coordination, control, and respon-
sible use of resources. Unlike operational management, which focuses on execut-
ing organizational activities, governance establishes the policies, authority struc-
tures, oversight mechanisms, and decision rights that guide organizational behav-
iour over time. Within information systems research, governance has long been
recognized as a critical capability for aligning organizational resources with stra-
tegic objectives while balancing autonomy, accountability, and organizational
performance [5] [6].

The distinction between operational coordination and organizational govern-
ance is particularly important. Operational coordination focuses on how autono-
mous agents work together to accomplish specific objectives, whereas organiza-
tional governance determines how authority is distributed, responsibilities are as-
signed, decisions are supervised, organizational policies are enforced, and institu-
tional continuity is preserved. Although complementary, these functions address
fundamentally different organizational concerns. Coordination enables effective
execution; governance ensures that execution remains aligned with organizational
purpose and long-term strategic direction.

Consequently, as agentic Al systems evolve from temporary collaborative
workflows toward persistent organizational entities, governance must become an
architectural capability rather than an operational afterthought. Autonomous Al
Organizations require governance structures that can define organizational hier-
archies, allocate decision rights, enforce institutional policies, preserve organiza-
tional knowledge, and maintain administrative oversight across multiple autono-
mous agents operating over extended periods. These governance requirements es-
tablish the conceptual foundation for the Hierarchical Agentic AI Governance Ar-
chitecture (HAAGA).

2.4. Organizational Theory

Organizations are not merely collections of individuals performing related tasks,
but structured social systems designed to coordinate resources, responsibilities,
and decision-making toward shared objectives. Organizational theory examines
how organizations are designed, governed, and sustained, emphasizing the rela-
tionships among structure, authority, specialization, coordination, and organiza-
tional effectiveness. Rather than viewing organizational performance solely as the
outcome of individual capabilities, organizational theory recognizes that effective
organizations emerge from well-defined structures that enable diverse actors to
function collectively as an integrated system [9].

Hierarchy represents another fundamental organizational principle. Hierar-
chical structures establish formal authority relationships that define reporting re-
sponsibilities, decision-making authority, accountability, and supervisory func-
tions across multiple organizational levels. Rather than limiting autonomy, organ-
izational hierarchies enable decentralized decision-making within clearly defined

governance boundaries, allowing organizations to balance local operational flexi-

DOI: 10.4236/ica.2026.174007

152 Intelligent Control and Automation


https://doi.org/10.4236/ica.2026.174007

B. Quito

bility with centralized strategic direction. Hierarchical governance has therefore
remained a defining characteristic of enduring organizations across both public
and private sectors [10] [11].

Viewing autonomous agents as organizational actors rather than isolated com-
putational entities fundamentally changes the architectural requirements of agen-
tic AI. Autonomous Al Organizations require persistent organizational structures
that define governance responsibilities, administrative authority, role specializa-
tion, reporting relationships, and decision rights, independent of individual work-
flows or task execution. Organizational theory, therefore, provides a foundational
lens through which autonomous agents can be organized into coherent, governa-
ble organizational systems capable of sustaining long-term institutional objec-

tives.

2.5. Institutional Theory

Institutional theory explains how organizations achieve stability, legitimacy, and
long-term continuity by developing formal structures, shared norms, established
practices, and governance mechanisms that persist beyond individual organiza-
tional members. Unlike organizational theory, which primarily focuses on inter-
nal structures and administrative design, institutional theory emphasizes the
broader organizational environment and the processes through which organiza-
tions become enduring institutions. Organizations therefore survive not only be-
cause they perform efficiently, but because they establish governance structures
and practices that are perceived as legitimate, consistent, and sustainable within
their institutional contexts [12] [13].

As autonomous agents increasingly assume persistent organizational responsi-
bilities within enterprise environments, institutional continuity becomes a critical
architectural requirement. Autonomous Al Organizations must preserve govern-
ance policies, organizational structures, administrative procedures, and institu-
tional knowledge independently of individual agent instances or temporary work-
flows. Organizational legitimacy likewise depends upon the consistent application
of governance principles that remain stable despite changes in organizational

composition, operational objectives, or technological infrastructure.

2.6. Coordination Theory

Coordination theory examines how interdependent actors organize, communi-
cate, and synchronize their activities to achieve collective objectives. Originally
developed to understand coordination within human organizations, the theory
has been widely applied to information systems, distributed computing, workflow
management, and collaborative technologies. At its core, coordination theory rec-
ognizes that organizational effectiveness depends not only on the capabilities of
individual actors but also on the mechanisms that manage dependencies among
their activities, resources, and decisions [4].

Despite these advances, coordination should not be interpreted as a substitute
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for organizational governance. Coordination determines how specialized actors
interact to accomplish operational objectives, whereas governance determines
who possesses authority, what decisions may be made, which organizational pol-
icies apply, and how accountability is maintained across the organization. Coor-
dination mechanisms optimize execution, while governance mechanisms estab-
lish the organizational context within which execution occurs. Consequently, co-
ordination without governance may produce efficient workflows that nevertheless

lack strategic alignment, institutional accountability, or policy compliance.

2.7. Organizational Memory

Organizations accumulate knowledge through experience, decision-making, pol-
icies, routines, and interactions that collectively shape future organizational be-
haviour. Organizational memory refers to the mechanisms by which organiza-
tions acquire, preserve, retrieve, and apply accumulated knowledge independently
of individual members. Rather than residing solely within individuals, organiza-
tional memory is embedded in organizational repositories, formal procedures, in-
stitutional policies, historical decisions, operational routines, and shared knowledge
structures, enabling organizations to maintain continuity despite personnel changes
or evolving operational environments [14]-[16].

These principles have important implications for the evolution of agentic Al
Contemporary agentic Al frameworks commonly maintain temporary conversa-
tional histories, execution traces, planning states, or short-term contextual infor-
mation to improve task performance. While these mechanisms enhance reasoning
within individual workflows, they differ fundamentally from organizational
memory. Existing frameworks generally preserve information only for the dura-
tion of a task, project, or interaction, providing limited support for long-term in-
stitutional knowledge, governance continuity, policy evolution, or organizational
learning across successive organizational activities.

For Autonomous AI Organizations, organizational memory must function as a
persistent institutional capability rather than as a temporary computational con-
text. Governance policies, administrative procedures, organizational roles, histor-
ical decisions, operational experiences, compliance records, and organizational
knowledge should remain available independently of individual agent instances
or specific workflows. Such persistent memory enables autonomous organizations
to learn from past experiences, maintain consistent governance, support institu-
tional continuity, and preserve organizational identity as agents are replaced, up-

dated, or reassigned over time.

2.8. Synthesis

The preceding review demonstrates that no single theoretical perspective provides
a sufficient foundation for designing persistent Autonomous AI Organizations.
While each theory explains an essential organizational capability, each also ad-

dresses only a specific dimension of organizational functioning. Consequently,
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designing Autonomous Al Organizations requires an integrated theoretical per-
spective that combines organizational governance, organizational structure, insti-
tutional continuity, coordination mechanisms, and organizational memory into a

unified organizational framework.

3. Hierarchical Agentic Al Governance Architecture

3.1. Design Principles

The preceding literature review established that existing agentic Al research has
made significant progress in autonomous reasoning, planning, collaboration, and
workflow orchestration, but provides limited guidance on governing persistent AI
organizations that operate as enduring organizational entities. While contempo-
rary agentic Al frameworks successfully coordinate autonomous agents to accom-
plish complex tasks, they generally emphasize computational execution rather
than organizational governance. Consequently, existing approaches provide lim-
ited support for organizational authority, institutional continuity, administrative
management, long-term organizational learning, and organizational accountabil-
ity.

To address these limitations, this paper proposes the Hierarchical Agentic Al
Governance Architecture (HAAGA), a theory-informed conceptual architecture
for governing Autonomous Al Organizations. Rather than viewing autonomous
agents as independent computational entities that collaborate temporarily to solve
tasks, HAAGA conceptualizes them as organizational actors operating within a
persistent organizational structure governed by formal authority, administrative
coordination, institutional governance, and organizational memory. The objec-
tive is not merely to improve autonomous task execution but to enable Al organ-
izations to sustain coordinated operations over extended periods while remaining
aligned with organizational objectives, governance policies, and institutional con-
straints.

The design of HAAGA is guided by seven complementary principles derived
from the theoretical perspectives synthesized in Section 2.

Governance Principle. Autonomous Al Organizations require formal govern-
ance structures that define organizational authority, decision rights, accountabil-
ity mechanisms, and policy enforcement. Governance ensures that organizational
decisions remain aligned with strategic objectives while providing mechanisms
for oversight, compliance, and organizational control.

Organizational Structure Principle. Autonomous AI Organizations should or-
ganize autonomous agents within hierarchical organizational structures that
clearly define roles, responsibilities, reporting relationships, and functional spe-
cialization. Hierarchical organization promotes scalability, administrative clarity,
and effective coordination among specialized organizational units.

Subsidiarity and Escalation Principle. A decision should remain at the lowest
organizational level possessing the authority and competence to resolve it. Esca-

lation is triggered by unresolved departmental disagreement, insufficient author-
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ity, or a documented request for guidance from the next level.

Procedural Pluralism and Traceability Principle. Departments may produce
different recommendations from their specialized perspectives. Each recommen-
dation, its supporting evidence, and its reasoning must remain distinct and ac-
company an escalated matter so that the deciding authority can evaluate disagree-
ment without erasing minority or dissenting positions.

Institutional Continuity Principle. Organizational governance must persist in-
dependently of individual autonomous agents or specific operational workflows.
Governance policies, organizational roles, institutional rules, and organizational
objectives should remain stable across organizational evolution, enabling conti-
nuity despite changes in personnel, technologies, or operational requirements.

Coordination Principle. Specialized organizational units must collaborate
through formal coordination mechanisms that regulate communication, resource
allocation, dependency management, and collective decision-making. Effective
coordination enables distributed autonomous agents to function as coherent or-
ganizational systems rather than isolated computational components.

Organizational Memory Principle. Autonomous Al Organizations require per-
sistent organizational memory capable of preserving governance policies, admin-
istrative procedures, institutional knowledge, historical decisions, and accumu-
lated organizational experience. Organizational memory enables continuous
learning, policy refinement, and consistent governance across successive organi-
zational activities.

Collectively, these principles embed governance within the organization rather
than treating it as an external constraint. HAAGA does not claim to eliminate
model, data, or human bias. Instead, its departmental separation, bounded deci-
sion rights, preserved dissent, and reviewable decision records are intended to
mitigate procedural bias arising from concentrated authority, omitted perspec-
tives, or undocumented reasoning.

Preserved dissent improves reviewability by revealing alternative recommenda-
tions and the reasons they were rejected, but it does not guarantee independent
perspectives. Departments that share foundation models, training data, retrieval
sources, tools, prompts, or policy constraints may reproduce correlated errors or
common-mode bias. Implementations should therefore supplement procedural
pluralism with independent evidence channels where feasible, model and data di-
versity, conflict-of-interest checks, periodic bias audits, and human review for
consequential decisions.

HAAGA operationalizes these principles through four interdependent layers:
Governance, Administration, Operations, and Organizational Memory. The op-
erational, administrative, and governance layers also constitute the local, supervi-
sory, and executive decision-making levels. Organizational Memory supports all
three by preserving policies, cases, recommendations, reasons, outcomes, and
subsequent revisions. The relationship between HAAGA’s theoretical founda-
tions, architectural design principles, and organizational components is summa-
rized in Table 1.
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Table 1. Theory-to-architecture traceability matrix.

HAAGA Architectural

Theo. Architectural Design Principle
v & P Component

Decision rights, accountability, polic
Governance Theory 8 > poticy Governance Layer
enforcement

o Hierarchical structure, specialization, o .
Organizational Theory Administrative Layer

administrative control

. Organizational continuity, legitimacy, Governance Policies and
Institutional Theory ) o ]
lifecycle management Organizational Lifecycle

Communication, dependenc
Coordination Theory P Y Operational Layer

management, collaborative execution

Organizational =~ Knowledge preservation, organizational Organizational Memory
Memory learning, institutional knowledge Layer

Local, Supervisory, and

Governance and Subsidiarity, bounded decision rights, . e
Executive Decision

Organizational Theor formal escalation
& Y Authorities
Coordination and . .
o Independent recommendations, Departmental Review
Organizational ] o o
traceable reasoning, decision precedent and Decision Record
Memory

Source: Author’s own work.

As Table 1 shows, the foundational theories contribute distinct but comple-
mentary elements to HAAGA. Governance Theory informs organizational au-
thority and accountability; Organizational Theory supports hierarchy and admin-
istrative specialization; Institutional Theory establishes continuity and lifecycle
governance; Coordination Theory informs operational collaboration; and Organ-
izational Memory Theory supports knowledge preservation and organizational
learning. The final two rows demonstrate how these perspectives operate together
to support HAAGA’s cross-layer mechanisms, particularly bounded decision
rights, formal escalation, independent departmental recommendations, traceable
reasoning, and decision precedent.

The resulting four-layer architecture is presented in Figure 1.

3.2. Governance Layer

The Governance Layer represents the executive level of organizational authority
within HAAGA. It establishes strategic direction, organizational objectives, deci-
sion rights, accountability mechanisms, and governance policies. It also resolves
matters that cannot be decided at the operational or administrative levels while
ensuring alignment with institutional objectives, ethical principles, regulatory re-
quirements, and organizational policies.

The Governance Layer consists of five complementary governance functions
that collectively establish organizational control: Board of AI Governors, Execu-
tive Al, Policy and Ethics Management, Risk and Compliance Management, and
Audit and Performance Oversight. Together, these functions provide the organi-
zational mechanisms necessary to govern persistent Al organizations while main-

taining accountability, transparency, and strategic alignment.
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-

AUTONOMOUS Al ORGANIZATION \

GOVERNANCE LAYER

Board of Al Governors + Executive Al + Policy and ethics + Riskand

+ Audit and performance oversight

i
l strategy and policy

and exception:

ADMINISTRATIVE LAYER

Department managers + Resource allocation + Planning and scheduling + Performance monitoring « Interdepartmental coordination

1
l plans and resources

OPERATIONAL LAYER

institutional knowledge and learning

Functional units « A

+ Interdepartmental collaboration + Operational decision-making « Learning during operations

ORGANIZATIONAL MEMORY LAYER

Governance repository + Administrative repository «

Operational repository + Knowledge evolution -+ Identity and institutional continuity

-

Source: Author’s own work.

Governance directs; administration coordinates; operations execute; memory preserves and informs every layer.

Figure 1. Overall architecture of the Hierarchical Agentic AI Governance Architecture (HAAGA).

3.2.1. Governance-Role Composition and Legal Accountability

HAAGA defines the Board of AI Governors and Executive Al as organizational
roles rather than prescribing a single actor type. Depending on the deployment
context, either role may be performed by autonomous agents, authorized human
officials, or a hybrid arrangement in which AI components analyze and recom-
mend while human officials authorize specified classes of action. For consequen-
tial decisions, the sponsoring legal organization and a designated human account-
able officer retain legal and regulatory responsibility for deployment, compliance,
and resulting organizational effects. That external accountability does not render
the human officer a hidden participant in the internal hierarchy: the officer may
halt execution, withdraw delegated authority, or require a revision to governance,
but any change to an executive adjudication must remain explicit in the decision

record.

3.2.2. Board-Directed Review and Executive Reconsideration

The Board of AI Governors establishes the organization’s charter, strategic vision,
governance objectives, institutional policies, decision mandates, and long-term
priorities. A Board-requested review is mandatory. The review directive must
state its basis and any binding charter, policy, legal, ethical, risk, or resource con-
straints. For a consequential matter, the Board or designated human accountable

officer may suspend implementation while the review is pending. The Board does
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not silently rewrite the executive decision; it returns the matter to the Executive
Al as a recorded review event.

The Executive Al is the single final adjudicating authority within HAAGA’s in-
ternal decision hierarchy. Operating within the charter and binding directives es-
tablished by the Board of AI Governors, it resolves matters that remain undecided
after supervisory review. No operational department, administrative authority, or
other governance function may alter an executive adjudication. In a Board-di-
rected review, the Executive AI must reconsider the matter within the stated con-
straints and then affirm, modify, or overturn its prior decision through a formal,
reasoned, and auditable decision. The record must preserve the original decision,
the review directive, the reconsidered decision, and the reasons for any change.

The Governance Layer does not directly perform routine operational work. It
establishes decision boundaries, resolves escalated matters, and issues directives
that the Administrative Layer converts into coordinated plans. Operational units
implement authorized decisions, while Organizational Memory preserves the
complete decision record and makes prior decisions available as precedents for

future cases.

3.3. Administrative Layer

The Administrative Layer serves as the organizational management function of
the Hierarchical Agentic AI Governance Architecture (HAAGA). Positioned be-
tween the Governance Layer and the Operational Layer, it translates strategic gov-
ernance decisions into coordinated organizational plans, allocates organizational
resources, manages interdepartmental dependencies, and monitors organiza-
tional performance. Whereas the Governance Layer establishes organizational di-
rection and policies, the Administrative Layer ensures these directives are effec-
tively implemented across the Autonomous Al Organization.

The Administrative Layer consists of five complementary organizational man-
agement functions: Department Managers, Resource Allocation, Planning and
Scheduling, Performance Monitoring, and Interdepartmental Coordination. To-
gether, these functions transform governance objectives into coordinated organi-
zational activities while maintaining consistency across operational units.

Department Managers represent the leadership of specialized organizational
domains within the Autonomous Al Organization. Similar to functional manag-
ers in human organizations, they oversee organizational units responsible for spe-
cific business capabilities such as finance, human resources, engineering, cus-
tomer service, research, or marketing.

Planning and Scheduling translates governance objectives into actionable or-
ganizational plans by defining priorities, sequencing activities, assigning respon-
sibilities, and coordinating organizational timelines. Rather than generating iso-
lated task plans for individual agents, administrative planning develops coordi-
nated organizational work plans that account for dependencies across multiple

organizational units.
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The Administrative Layer serves as the supervisory bridge between governance
and operations. Its designated Supervisory Decision Authority considers matters
that operational units cannot resolve, determines whether the administrative level
has sufficient authority, and either issues a supervisory decision or escalates the
complete case to the Executive Al It also coordinates implementation, communi-
cates outcomes, and preserves planning and decision records within Organiza-

tional Memory.

3.4. Operational Layer

The Operational Layer represents the execution core of the Hierarchical Agentic
AI Governance Architecture (HAAGA). It is responsible for performing the day-
to-day organizational activities necessary to achieve the strategic objectives estab-
lished by the Governance Layer and coordinated by the Administrative Layer.
While governance defines organizational direction and administration manages
organizational execution, the Operational Layer performs the specialized organi-
zational functions that generate value for the Autonomous AI Organization.

The Operational Layer, therefore, consists of specialized organizational depart-
ments composed of autonomous agents possessing domain-specific knowledge,
capabilities, and responsibilities. Each department performs a distinct organiza-
tional function while remaining accountable to the Administrative Layer and op-
erating within the governance policies established by the Governance Layer. This
organizational specialization enables scalability, modularity, and coordinated ex-
ecution across complex organizational activities.

Operational activities are carried out by specialized organizational units that
represent core organizational functions. Depending on the Autonomous AI Or-
ganization’s mission, these units may include Finance, Human Resources, Mar-
keting, Engineering, Customer Service, Legal Affairs, Research and Development,
Procurement, or other functional departments.

Operational units execute activities independently within authorized bounda-
ries. Each operational level has a designated Local Decision Authority responsible
for resolving disagreements among local departments when possible. Operational
work includes planning local activities, using organizational resources, collabo-
rating across departments, making authorized decisions, and adapting to chang-
ing conditions.

Local authority is intentionally bounded. A matter is escalated when depart-
ments remain in disagreement, the Local Decision Authority lacks authority, or
the local level seeks guidance. The complete case then moves to the Supervisory
Decision Authority. Decisions affecting strategy, institutional policy, regulatory
compliance, ethical governance, or organizational restructuring typically fall out-
side local authority and must be escalated.

Rather than allowing these experiences to disappear after task completion,
HAAGA captures operational knowledge and transfers it to the Organizational

Memory Layer, where it becomes available for future governance decisions, ad-
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ministrative planning, organizational learning, and the preservation of institu-
tional knowledge. This continuous knowledge transfer enables Autonomous Al
Organizations to improve organizational performance over time by leveraging ac-
cumulated organizational experience rather than repeated trial and error.

The Operational Layer serves as the primary value-creation component of
HAAGA while remaining tightly integrated with the other architectural layers.
Governance establishes organizational objectives and decision boundaries; ad-
ministration coordinates organizational activities and allocates resources; and or-

ganizational memory preserves operational knowledge for future learning.

3.5. Decision Authority, Escalation, and Traceability

Authority and Competence Mandates

Authority is the formally delegated right to decide or act within a defined man-
date. Each mandate is recorded in a decision-rights registry that identifies the per-
mitted subject domain, action types, financial and resource limits, risk class, legal
and regulatory implications, affected stakeholders, and conditions requiring esca-
lation. Competence is the validated capability to exercise that authority in the cir-
cumstances of a particular case. It is assessed against domain knowledge, access
to required evidence and tools, evaluated performance, uncertainty or confidence
thresholds, recency of validation, and any conflict or independence requirements.
Possessing competence does not create authority, and possessing authority does
not establish competence; both are required for a decision to remain at a level.

The Board of AI Governors sets and revises executive and organization-wide
mandates through the governance charter, subject to the sponsoring legal organ-
ization’s obligations and approval by the designated human accountable officer
where law or policy requires it. Executive authority translates those mandates into
supervisory delegations, and supervisory authorities define bounded local delega-
tions. Risk and Compliance Management and Audit and Performance Oversight
monitor the registry and validation evidence. Mandates are reviewed periodically
and after material incidents, model or data changes, regulatory changes, sustained
performance deterioration, or documented conflicts between precedent and cur-
rent obligations.

HAAGA applies a lowest-competent-level rule. A matter originating in an op-
erational department is first considered locally. If multiple local departments dis-
agree, their separate recommendations are submitted to the designated Local De-
cision Authority, which either resolves the matter within its mandate or escalates
it to the Administrative Layer.

At the Administrative Layer, the designated Supervisory Decision Authority
evaluates the full case and may issue a decision when the matter falls within its
mandate. It escalates the case when supervisory departments remain unable to
resolve it, when the required authority exceeds the administrative mandate, or
when documented guidance is required from the Governance Layer.

At the Governance Layer, executive departments may also produce different
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recommendations. If those departments cannot reach a resolution, the Executive
AT adjudicates the matter. Its decision is final within the architecture and cannot
be modified by a lower level or another department. Only the Executive AI may
reconsider its own decision, and any revised decision must identify the earlier de-
cision, explain the basis for the change, and preserve both versions in Organiza-
tional Memory.

Escalation transfers the entire decision record rather than only a summary or
preferred recommendation. The record contains each participating department’s
recommendation, supporting evidence, reasoning, unresolved objections, the au-
thority basis for escalation, and the decision issued at each level. This paper trail
allows later reviewers to reconstruct how a decision was reached and which alter-
natives were considered.

Authorized decisions become precedents for future cases. A prior decision in-
forms later decisions involving materially similar facts, but it does not operate as
an unchangeable rule when circumstances, evidence, policies, or legal obligations
differ. A departure from precedent requires an explicit explanation and is itself
added to Organizational Memory.

HAAGA may also generate or revise proposed operational code and procedures
from approved architectural principles, new organizational information, and ac-
cumulated decision records. Generation does not confer authority to deploy. Each
proposal must enter the same review hierarchy and receive authorization from the
competent level; unresolved or out-of-scope proposals are escalated with their

supporting record.

3.6. Organizational Memory Layer

The Organizational Memory Layer serves as the institutional knowledge reposi-
tory of the Hierarchical Agentic AI Governance Architecture (HAAGA). Its pri-
mary responsibility is to preserve organizational knowledge, governance policies,
administrative procedures, historical decisions, operational experiences, and in-
stitutional learning throughout the lifecycle of the Autonomous AI Organization.
While the Governance Layer establishes organizational direction, the Administra-
tive Layer coordinates organizational activities, and the Operational Layer exe-
cutes organizational functions, the Organizational Memory Layer ensures that or-
ganizational knowledge persists beyond individual operational activities, enabling
long-term organizational continuity and continuous organizational improve-

ment.

Minimum Controls for Organizational Memory
Organizational Memory requires minimum controls so that a stored decision can
function as reliable institutional evidence rather than an unverified recollection.
These controls apply to governance policies, cases, recommendations, evidence,
decisions, outcomes, and precedents.

Provenance: assign a unique record identifier and preserve the source,

timestamp, contributing department or actor, model and tool versions where ap-
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plicable, supporting evidence, and complete decision chain.

Versioning and integrity: use an append-only version history with integrity
checks and an audit log, ensuring that prior states remain recoverable and that
silent overwriting is prohibited.

Access permissions: apply role- or attribute-based controls, least-privilege ac-
cess, confidentiality classification, and separate permissions for reading, append-
ing, approving, correcting, or retiring records.

Retention: apply documented retention schedules, legal holds, archival require-
ments, and authorized disposal procedures that reflect regulatory, contractual, ev-
identiary, and privacy obligations.

Correction: correct an inaccurate record through a linked amendment that
identifies the reason, approving authority, date, and affected versions; retain the
original rather than deleting or rewriting it.

Conflicting and superseded precedents: flag conflicts, identify the governing
authority and factual scope of each precedent, link superseding decisions, and pre-
vent a superseded record from being treated as controlling without an explicit ex-
planation.

Unlike conventional agentic Al frameworks that primarily maintain temporary
conversational histories, execution traces, or workflow context, the Organiza-
tional Memory Layer maintains institutional knowledge that continuously evolves
throughout the organization’s existence. Organizational memory, therefore, rep-
resents a strategic organizational asset rather than a temporary computational
mechanism, enabling Autonomous AI Organizations to improve governance
quality, administrative effectiveness, and operational performance over time.

The Governance Knowledge Repository preserves strategic objectives, institu-
tional policies, governance rules, ethical guidelines, regulatory requirements, and
every finalized decision record. For escalated cases, it retains each department’s
recommendation, evidence, reasoning, objections, the authority exercised at each
level, and any later reconsideration. This enables consistent use of precedent with-
out concealing disagreement or revision.

Operational activities continuously generate organizational knowledge through
task execution, collaborative problem-solving, resource utilization, customer in-
teractions, and organizational outcomes. The Operational Knowledge Repository
captures these experiences to support organizational learning and future decision-
making.

Organizational memory extends beyond passive storage by supporting contin-
uous organizational learning. Prior decisions and their outcomes inform later
cases, policy refinement, administrative practice, and proposed procedural changes.
When a later decision departs from a recorded precedent, the changed circum-
stances and reasons for departure become part of the new institutional record.

Persistent organizational memory contributes directly to organizational iden-
tity. The accumulated governance decisions, institutional policies, historical ex-

periences, organizational objectives, and operational practices collectively define
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how the Autonomous Al Organization behaves across time.

This continuity distinguishes persistent organizations from temporary multi-
agent collaborations. Even as autonomous agents are upgraded, replaced, or reor-
ganized, the organization’s accumulated knowledge, governance philosophy, in-
stitutional rules, and operational experience remain intact. Organizational iden-
tity, therefore, resides within institutional knowledge rather than within any indi-
vidual autonomous agent.

Accordingly, organizational memory functions as the knowledge infrastructure
that integrates governance, administration, and operations into a persistent or-
ganizational system. Rather than serving as a passive repository, it enables Auton-
omous Al Organizations to preserve institutional continuity, learn from experi-
ence, and adapt organizational behaviour while maintaining alignment with stra-

tegic objectives and governance principles.

3.7. Organizational Lifecycle

While the four architectural layers define HAAGA’s organizational structure, Au-
tonomous Al Organizations are not static entities. Like human organizations, they
evolve over time in response to changing objectives, environmental conditions,
technological advancements, governance decisions, and accumulated experience.
Consequently, HAAGA conceptualizes Autonomous Al Organizations as dy-
namic organizational systems that continuously adapt while preserving institu-
tional continuity through governance and organizational memory.

HAAGA conceptualizes the organizational lifecycle as consisting of five inter-
related stages: organizational establishment, operational growth, organizational
adaptation, organizational restructuring, and organizational retirement. Together,
these stages describe the continuous evolution of Autonomous Al Organizations
while preserving governance consistency and institutional knowledge. Figure 2
presents these five stages and their relationship to continuous organizational evo-
lution.

The lifecycle begins with the creation of an Autonomous AI Organization. Dur-
ing this stage, governance structures are established, organizational objectives are
defined, administrative departments are created, governance policies are ap-
proved, and organizational memory repositories are initialized.

Organizations must continuously respond to internal and external changes, in-
cluding new business objectives, regulatory requirements, technological innova-
tions, environmental uncertainties, and stakeholder expectations. Organizational
adaptation enables Autonomous AI Organizations to modify governance policies,
administrative procedures, operational strategies, and organizational structures
without compromising institutional continuity.

Over time, organizational priorities may require significant structural changes.
Departments may be merged or divided, governance responsibilities reassigned,

organizational hierarchies evolve, and autonomous agents replaced or upgraded.
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ORGANIZATIONAL
RETIREMENT

» Complete or decommission mission
« Archive decisions and records
* Preserve reusable knowledge

ORGANIZATIONAL
ESTABLISHMENT

« Define mission and objectives
« Establish governance and policies
« Initialize roles and repositories

OPERATIONAL
GROWTH

« Execute organizational activities
+ Add specialization and capabilities
» Accumulate experience

ORGANIZATIONAL
MEMORY

Policies « decisions * procedures
experience ¢ institutional history

7‘
/
o

ORGANIZATIONAL
RESTRUCTURING

» Reconfigure roles and structure
« Realign departments
« Preserve continuity

ORGANIZATIONAL
ADAPTATION

* Respond to change
« Update policies and strategies
« Learn and improve

INSTITUTIONAL CONTINUITY

Organizational knowledge persists across every lifecycle stage.

Source: Author’s own work.

Figure 2. Organizational lifecycle of an autonomous Al organization.

Before retirement, governance decisions, institutional knowledge, operational
experiences, compliance records, and organizational history are preserved to ensure
accountability, regulatory compliance, knowledge reuse, and organizational tracea-
bility. Organizational memory thus enables historical organizational knowledge to
remain available for future organizations, audits, or governance review even after
operational activities have ceased.

Throughout every lifecycle stage, governance remains responsible for maintain-
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ing organizational accountability; administrative coordination ensures organiza-
tional stability; operational units perform organizational functions; and organiza-
tional memory preserves institutional continuity. Rather than representing dis-
crete phases with rigid boundaries, these lifecycle stages often overlap as organi-
zations continuously evolve in response to changing internal and external condi-

tions.

4. Discussion

The Hierarchical Agentic AI Governance Architecture (HAAGA) extends con-
temporary research on agentic artificial intelligence by shifting the focus from au-
tonomous agents performing individual tasks to Autonomous AI Organizations
operating as persistent organizational entities. While recent agentic Al frame-
works have significantly advanced autonomous reasoning, planning, collabora-
tion, and tool utilization, they primarily emphasize the capabilities of individual
agents or collections of collaborating agents. HAAGA argues that organizational
intelligence requires capabilities that extend beyond autonomous execution to in-
clude governance, administrative coordination, institutional continuity, and or-
ganizational memory.

Grounded in Governance Theory, Organizational Theory, Institutional Theory,
Coordination Theory, and Organizational Memory Theory, HAAGA conceptual-
izes Autonomous Al Organizations as enduring organizational systems capable of
strategic governance, coordinated management, operational execution, and con-
tinuous organizational learning. This organizational perspective expands the con-
ceptual boundary of agentic Al by introducing governance structures and institu-
tional mechanisms traditionally associated with human organizations into auton-

omous artificial intelligence systems.

4.1. Theoretical Contributions

A primary theoretical contribution of HAAGA is the shift from agent-centric in-
telligence to organization-centric intelligence. Contemporary agentic Al research
has largely concentrated on enhancing the reasoning, planning, memory, and col-
laborative capabilities of autonomous agents. Although these advances have sig-
nificantly improved autonomous task execution, they generally treat organiza-
tions as collections of collaborating agents rather than as enduring organizational
entities possessing governance structures, institutional rules, and organizational
identity.

HAAGA proposes that organizational intelligence emerges from structured
governance relationships rather than solely from improvements in individual
agent capabilities. Consequently, the Autonomous Al Organization becomes the
primary unit of analysis, extending agentic Al research beyond autonomous task
execution toward persistent organizational systems capable of long-term institu-
tional continuity.

A second contribution is the formal conceptualization of the Autonomous Al
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Organization (AAQO). Existing agentic Al frameworks typically instantiate groups
of autonomous agents to accomplish specific objectives and then terminate upon
task completion. In contrast, HAAGA introduces AAOs as persistent organiza-
tional entities composed of autonomous agents who occupy enduring governance,
administrative, and operational roles and share institutional knowledge through
organizational memory.

HAAGA also contributes by integrating multiple organizational theories into a
unified architectural framework. Governance Theory provides mechanisms for
strategic oversight and accountability. Organizational Theory explains hierar-
chical structures and roles within organizations. Institutional Theory supports or-
ganizational legitimacy and policy continuity. Coordination Theory explains in-
terdepartmental collaboration and organizational synchronization, while Organ-
izational Memory Theory provides mechanisms for preserving institutional
knowledge across time.

Another theoretical contribution lies in positioning governance as a founda-
tional capability of autonomous Al organizations rather than as an external con-
trol mechanism. Existing Al governance research frequently treats governance
as a regulatory process imposed upon Al systems by human organizations.
HAAGA instead embeds governance directly within the organizational architec-
ture through dedicated governance structures responsible for strategic planning,
policy development, risk management, compliance monitoring, and organiza-
tional oversight.

HAAGA further distinguishes organizational memory from the computational
memory mechanisms commonly employed in contemporary agentic Al frame-
works. Existing systems generally maintain conversational context, execution
traces, or temporary workflow histories to support ongoing task execution. While
valuable for short-term reasoning, these memory mechanisms do not preserve in-
stitutional knowledge across successive organizational activities.

The Organizational Memory Layer introduced in HAAGA serves as a persistent
organizational repository for governance decisions, administrative knowledge,
operational experiences, organizational policies, and institutional history. By con-
ceptualizing memory as an organizational rather than computational capability,
HAAGA enables continuous organizational learning, institutional continuity, and
long-term organizational evolution.

Finally, HAAGA introduces an explicit organizational lifecycle that conceptu-
alizes Autonomous Al Organizations as evolving organizational systems rather
than static software architectures. The lifecycle encompasses organizational estab-
lishment, operational growth, organizational adaptation, organizational restruc-
turing, and organizational retirement while preserving institutional continuity
through organizational memory.

Collectively, these contributions position HAAGA as an organizational govern-
ance framework that extends contemporary agentic Al beyond autonomous task

execution toward persistent, governed, and continuously evolving organizational

DOI: 10.4236/ica.2026.174007

167 Intelligent Control and Automation


https://doi.org/10.4236/ica.2026.174007

B. Quito

systems. By integrating organizational governance, administrative coordination,
institutional continuity, and organizational memory into a unified architecture,
HAAGA establishes a theoretical foundation for future research on Autonomous
AT Organizations and offers a new perspective on how autonomous intelligence

can be organized, governed, and sustained over time.

4.2. Comparison with Existing Agentic Al Frameworks

Recent advances in agentic artificial intelligence have produced numerous
frameworks that enable autonomous reasoning, planning, collaboration, and
tool utilization among multiple AI agents. Representative frameworks such as
AutoGen, CrewAl, LangGraph, CAMEL, and Microsoft Magentic-One have sig-
nificantly advanced the state of the art in autonomous multi-agent systems by
improving agent communication, workflow orchestration, collaborative reason-
ing, and task execution [17]-[21]. These frameworks demonstrate that groups of
autonomous agents can effectively cooperate to accomplish complex computa-
tional tasks.

Despite these advances, existing agentic Al frameworks primarily emphasize
task-oriented collaboration rather than organizational governance. Their archi-
tectural focus remains centred on coordinating autonomous agents during the ex-
ecution of individual workflows, with relatively limited attention given to govern-
ance structures, organizational management, institutional continuity, or long-
term organizational evolution. Consequently, these frameworks typically instan-
tiate temporary collections of collaborating agents that dissolve once the assigned
objective has been achieved.

In contrast, HAAGA adopts an organization-centric perspective, conceptualiz-
ing Autonomous Al Organizations as persistent organizational entities governed
by formal organizational structures. Rather than focusing exclusively on agent col-
laboration, HAAGA introduces dedicated governance, administrative, opera-
tional, and organizational-memory layers that collectively support strategic deci-
sion-making, institutional continuity, organizational learning, and long-term ad-
aptation.

LATTICE is a governance-first architecture for deterministic authorization of
individual agent actions through policy-as-code, gated execution, confidence-
based escalation, and cryptographic audit trails [22]. HAAGA neither incorpo-
rates nor depends on LATTICE. LATTICE’s primary concern is runtime author-
ization of agent actions, whereas HAAGA'’s unit of analysis is the enterprise or-
ganization, including departments, bounded decision rights, cross-level escala-
tion, administrative coordination, institutional memory, and organizational con-
tinuity. LATTICE is therefore treated as an external comparator rather than as a
component or enforcement mechanism within HAAGA.

Table 2 compares the organizational capabilities specified by HAAGA with
the documented capabilities of representative task-oriented agentic AI frame-

works.
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Table 2. Comparison of representative task-oriented agentic AI frameworks and the
HAAGA conceptual specification.

Architectural M tic- HAAGA
renitec ur AutoGen CrewAl LangGraph CAMEL agentic G

Capability One  (conceptual)
Multi-agent .
. Yes Yes Yes Yes Yes Specified
collaboration
Autonomous .
. Yes Yes Yes Yes Yes Specified
reasoning
Tool integration Yes Yes Yes Yes Yes Specified
Workflow .
. Yes Yes Yes Yes Yes Specified
orchestration
Hi hical
ferarciica No  Limited Limited  No  Limited Specified
governance
Administrative .
No No No No No Specified
management
O izational
rganization No No No No No Specified
departments
Organizational . - . . - .
Limited Limited Limited Limited Limited  Specified
memory
Institutional .
L No No No No No Specified
continuity
Organizational
g. No No No No No Specified
lifecycle
Persistent Al .
L No No No No No Specified
organization

Note. The comparison is bound to the cited descriptions of AutoGen [21], CrewAl [17],
LangGraph [19], CAMEL [20], and Magentic-One [18]. Yes denotes a documented plat-
form capability; Limited denotes partial, configurable, or task-scoped support; No denotes
that the capability is not specified as native to the cited platform. Specified denotes a re-
quirement in HAAGA’s conceptual architecture, not a claim of technical implementation
or empirical validation. LATTICE is discussed separately because it is an authorization ar-
chitecture rather than a task-oriented agent framework. Source: Author’s own work.

Table 2 distinguishes the currently documented capabilities of representative
task-oriented frameworks from the capabilities specified by HAAGA as concep-
tual requirements. The table does not establish technical superiority or empirical
performance. Instead, it shows that HAAGA addresses a different architectural
level: the persistence, governance, coordination, and institutional continuity of an
Autonomous Al Organization.

The comparison demonstrates that HAAGA should not be interpreted as a re-
placement for existing agentic Al frameworks. Rather, it complements these tech-
nologies by providing an organizational governance architecture that operates
above existing orchestration and collaboration mechanisms. Frameworks such as
AutoGen, CrewAl, LangGraph, CAMEL, and Magentic-One may therefore be

viewed as implementation platforms supporting operational agent collaboration
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within the broader organizational governance architecture proposed by HAAGA.

Accordingly, HAAGA expands the conceptual scope of agentic Al by integrat-
ing organizational governance with autonomous multi-agent systems. Rather
than replacing advances in autonomous reasoning or collaboration, the proposed
framework provides the organizational context within which these capabilities can

operate as components of enduring Autonomous Al Organizations.

4.3. Practical Implications

The proposed Hierarchical Agentic AI Governance Architecture has implications
for organizations seeking to deploy autonomous artificial intelligence beyond iso-
lated task automation toward persistent organizational capabilities. By integrating
governance, administrative coordination, operational execution, and organiza-
tional memory within a unified architecture, HAAGA provides a conceptual foun-
dation for designing Al organizations capable of sustained decision-making, in-
stitutional continuity, and organizational adaptation.

Unlike existing agentic Al frameworks that primarily support autonomous
workflow execution, HAAGA addresses organizational capabilities required for
long-term enterprise operations, including strategic governance, organizational
accountability, policy management, resource coordination, institutional learning,
and organizational evolution. These capabilities have potential applications across
multiple sectors in which Al systems are expected to operate continuously while
remaining aligned with organizational objectives, regulatory requirements, and
ethical principles.

HAAGA’s dedicated governance and organizational memory layers provide
mechanisms to document governance decisions, preserve audit trails, maintain
institutional knowledge, and support regulatory accountability. These capabilities
may facilitate the responsible deployment of autonomous organizational systems
in highly regulated environments.

Rather than replacing human organizations, Autonomous AI Organizations
may increasingly operate alongside human decision-makers within hybrid organ-
izational environments. Human executives may establish strategic objectives
while autonomous organizational units perform administrative coordination and
operational execution under established governance policies.

The practical significance of HAAGA lies not in replacing existing agentic Al
frameworks but in providing an organizational governance architecture that sup-
ports their deployment in persistent organizational environments. By integrating
governance, administration, operations, and organizational memory, HAAGA of-
fers a conceptual foundation for organizations seeking to transition from isolated
autonomous workflows toward governed Autonomous AI Organizations capable
of sustained organizational operation, institutional continuity, and continuous

organizational learning.

4.4, Limitations and Future Research

First, HAAGA is a conceptual architecture rather than a fully implemented tech-
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nical framework. It has not been validated through prototype development, sim-
ulation, or operational deployment. Its escalation, final-authority, auditability,
precedent, and procedural-bias-mitigation mechanisms must therefore be treated
as design propositions whose effectiveness remains to be tested.

Second, the framework emphasizes organizational governance rather than low-
level implementation details. Existing agentic Al platforms differ substantially in
their communication protocols, orchestration mechanisms, memory architec-
tures, and execution models. HAAGA intentionally abstracts away from these
technical implementation differences to provide a platform-independent organi-
zational governance architecture. Future research should therefore investigate
how HAAGA can be instantiated using existing agentic Al frameworks and eval-
uate the proposed architecture’s compatibility with different implementation en-
vironments.

Third, the minimum Organizational Memory controls specify governance re-
quirements rather than a complete technical implementation. Future work must
still determine appropriate knowledge representations, storage architectures, re-
trieval and ranking methods, cryptographic or other integrity mechanisms, pri-
vacy-preserving access controls, retention automation, conflict detection, and em-
pirical validation of precedent use at enterprise scale.

Fourth, HAAGA’s preservation of departmental dissent improves traceability
and reviewability, but does not demonstrate that departments provide independ-
ent perspectives. Shared models, data, tools, or policy constraints can create cor-
related errors and common-mode bias. Future evaluations should therefore meas-
ure viewpoint independence, source diversity, correlated failure, and the incre-
mental effect of human review and external evidence on consequential decisions.

Fifth, HAAGA assumes that autonomous organizational entities can operate
under governance structures analogous to those found in human organizations.
While this assumption is grounded in established organizational and governance
theories, its implications for organizational performance, decision quality, ac-
countability, trust, and regulatory compliance remain largely unexplored within
the emerging field of agentic Al. Empirical investigation will therefore be essential
to determine whether the proposed organizational governance mechanisms pro-
duce measurable improvements in organizational effectiveness.

One important direction is to implement and empirically evaluate HAAGA.
Future studies should develop prototype Autonomous AI Organizations using ex-
isting agentic Al frameworks and evaluate the effectiveness of the proposed gov-
ernance architecture in realistic organizational environments. Such investigations
could examine organizational performance, governance effectiveness, decision
quality, coordination efficiency, and organizational resilience under different op-
erational conditions.

A second research direction concerns the measurement of organizational gov-
ernance within Autonomous Al Organizations. While HAAGA introduces gov-

ernance as a foundational architectural capability, future work should develop
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quantitative metrics for evaluating governance quality, accountability, transpar-
ency, policy compliance, organizational adaptability, and institutional continuity.
Establishing standardized governance metrics would facilitate comparative eval-
uation across different organizational architectures and implementation platforms.

Another promising research direction involves human-Al hybrid organiza-
tions, in which autonomous organizational units operate alongside human man-
agers and employees. Investigating governance structures, delegation of authority,
accountability relationships, trust mechanisms, and collaborative decision-mak-
ing between humans and Autonomous Al Organizations may provide valuable
insights into the future of organizational design and digital transformation.

Finally, future research should examine the evolution of Autonomous Al Or-
ganizations over extended periods. Longitudinal studies could investigate how
governance structures adapt, how organizational memory accumulates institu-
tional knowledge, how organizational identities evolve, and how persistent auton-
omous organizations respond to changing strategic objectives, technological in-
novations, and external environmental conditions. These investigations would
provide empirical evidence regarding the organizational lifecycle proposed within
HAAGA.

5. Conclusions

This paper addressed the identified governance gap by proposing the Hierarchical
Agentic Al Governance Architecture (HAAGA), a theory-informed conceptual
framework for Autonomous AI Organizations (AAOs). HAAGA integrates Gov-
ernance Theory, Organizational Theory, Institutional Theory, Coordination The-
ory, and Organizational Memory Theory through four interdependent layers:
Governance, Administration, Operations, and Organizational Memory. Across
these layers, decisions remain at the lowest competent level, unresolved matters
escalate from local to supervisory and executive authority, and the full record of
departmental recommendations and reasoning is preserved for accountability and
future learning.

The theoretical contribution lies in repositioning the organization, rather than
the autonomous agent, as the primary unit of analysis. HAAGA specifies bounded
decision rights, a single final executive authority, formal reconsideration, institu-
tional precedent, and organizational memory as architectural requirements for
persistent autonomous organizations. Its procedurally plural design is intended
to mitigate decision bias arising from concentrated authority or omitted perspec-
tives, but implementation and empirical evaluation are required before claims of
effectiveness can be made.

As agentic artificial intelligence continues to evolve, future progress will depend
not only on improving the intelligence of autonomous agents but also on under-
standing how autonomous intelligence can be organized, governed, and sustained
over time. By introducing the concept of Autonomous Al Organizations and pro-

posing the Hierarchical Agentic AI Governance Architecture, this paper contrib-
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utes to the emerging discourse on organizational governance in agentic Al and

provides a foundation for future research at the intersection of artificial intelli-

gence, organizational theory, and information systems.
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