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In an age where artificial intelligence models increasingly shape business decisions, conflicting AI answers have
become a frequent and vexing problem. Whether you’re using AI to generate forecasts, produce due diligence
memos, or analyze market data, different models and different runs of the same model can yield divergent results.
Simply averaging or guessing is not only intellectually lazy but fraught with risk. Instead, a rigorous, traceable
process that treats conflict as a valuable audit signal offers the best path forward.

Why Conflicting AI Answers Arise
Before we explore reconciliation, it’s critical to understand why discrepancies happen:

Model architecture differences: Language models, transformer variants, decision trees, and neural nets
process inputs differently.

Training data biases and cutoffs: Different perspectives embedded in the source data lead to divergence.

Randomness and sampling: Stochastic elements in AI runs can cause variance.

Context interpretation: Models may weigh input features or phrasing variance unevenly.

Version updates: Shifts in model weights or token embedding change output dynamics.

Understanding these forces prepares us to discern meaningful disagreement from mere noise.

Key Framework: Using DCI as an Audit Signal
Here's a story that illustrates this perfectly: learned this lesson the hard way.. I'll be honest with you: one of the
most powerful concepts i’ve applied in boardroom due diligence and strategy work is dci — divergence, conflict,
and inconsistency — as an audit signal rather than a nuisance. Rather than glossing over conflicting AI outputs,
treat them as a signpost demanding deeper examination.

Think of DCI as a red flag raised by the AI ensemble indicating where assumptions, inputs, or logic require human
judgment. This friction is useful — it highlights uncertainty and complexity rather than forcing artificial consensus.

How DCI Advances Reconciliation

1. Highlight conflict: Use model outputs side-by-side to make divergences explicit rather than averaging or
hiding them.

2. Trace provenance: Investigate where each answer comes from — input data sets, internal weights, or
reference citations.

3. Engage human-in-the-loop: Bring domain experts and auditors to review discrepancies armed with
traceable evidence.

4. Refine inputs: Adjust prompts, parameters, or data sources to clarify ambiguities causing conflict.

This active reconciliation framework underpins robust, auditable AI-integrated workflows.

Conflict Highlighting: The First Essential Step
Skipping the stage of explicit conflict identification dooms teams to guesswork or complacency. The best practice is
to board-ready reporting surface conflicting answers side-by-side, annotated with metadata about model
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version, input timestamps, and run parameters.

Model Answer Timestamp Version Data Source Provenance Model A (GPT-4) Market CAGR 7.2% 2024-05-15
09:03 v4.0.12 Company Annual Reports CSV, 2021-2023 Model B (Custom LSTM) Market CAGR 5.8% 2024-05-
15 09:05 v1.4.3 Third-party Industry Dataset PDF, 2022 Model C (GPT-4, re-run) Market CAGR 6.9% 2024-05-15
09:10 v4.0.12 Company Annual Reports CSV, 2021-2023

Presenting data in this way allows the team to immediately perceive differences and their context instead of
accepting a blended "consensus" figure.

Provenance and Traceability: The Backbone of Trust
One of my firm rules, reinforced from years sitting through audit and deal scrutiny, is simple: Don’t accept a
number or assertion without a direct, traceable link to a source document or CSV. Without provenance, AI
outputs become unverifiable black boxes.

Maintaining provenance looks like this:

Explicit citations: The AI responses must reference source documents, data files, or databases with versions
and timestamped snapshots.

Immutable logs: Automated workflows should log input data hashes, model versions, prompt inputs, and
output versions in an auditable ledger.

Source document anchoring: Use tools that enable AI to quote exact paragraphs or tables from PDFs, CSVs,
or reports rather than paraphrasing or hallucinating.

With strong provenance, conflicting answers can be analyzed back to concrete data rather than speculation.

Variance Across Runs and Across Models: Disentangling Noise from
Signal
Conflicts may manifest in two ways:

Variance across runs of the same model: These differences reflect stochastic output selection, temperature
settings in generative models, or token sampling randomness.

Variance across different models: They reflect architectural biases, training data divergences, or algorithmic
differences.

Both types of variance carry different implications:

Variance Type Implication Reconciliation Approach Across Runs (Same Model) Model uncertainty or randomness;
may indicate fuzzy boundaries Run multiple times, aggregate ranges, identify stable consensus but report
confidence intervals Across Models Substantive differences in perspective or data; potential bias or knowledge
gaps Analyze model training data and architectures; engage domain experts for interpretation

Recognizing these variances informs whether to deepen input quality or create ensemble decision rules.



Human-In-The-Loop: The Non-Negotiable Checkpoint
Despite the sophistication of modern AI, complex decision-making demands deliberate human judgment. AI
conflict reconciliation workflows must embed human-in-the-loop (HITL) reviews where domain experts:

Assess conflicting answers alongside provenance evidence

Apply industry knowledge to interpret ambiguous data

Flag questionable assumptions or data quality issues

Approve reconciled outputs with documented rationale

The HITL step transforms AI outputs from mere suggestions into trusted contributions, critical especially in
strategic, financial, or regulatory contexts.

Step-by-Step Workflow Example: Reconciling Conflicting AI Answers
Here is a high-level practical workflow illustrating these principles:

1. Generate multiple AI outputs: Run different model types and rerun probabilistic models multiple times.



2. Structured conflict highlighting: Place outputs side-by-side in dashboards with metadata and provenance
links.

3. Analyze variance type: Separate intra-model variance from inter-model differences.

4. Trace back to sources: Access original documents, data snapshots, and inspect relevant data artifacts.

5. Human expert review: Engage SMEs and auditors to interpret data, raise questions, and suggest
refinements.

6. Refine inputs or models: Adjust prompts, data filters, and parameter settings as needed.

7. Iterate until stable, traceable consensus: Ensure reconciled outputs can be fully documented with audit
trails.

8. Report with uncertainty bounds and rationale: Communicate final results transparently, avoiding
overconfidence.

Common Pitfalls to Avoid
Ignoring provenance: Never accept outputs without direct source traceability.

Forcing consensus: Avoid averaging conflicting outputs without understanding underlying causes.

Skipping multiple runs: Overlooking intra-model variance risks underestimating uncertainty.

Excluding humans: Automated decision-making without expert review invites costly errors.

Using "black box" tools: Tools that switch AI models without sharing context or traceability create
confusion, not clarity.

Conclusion
Reconciling conflicting AI answers without guessing requires a disciplined approach anchored by conflict
highlighting, DCI as an audit signal, rigorous provenance tracking, careful variance analysis, and most critically,
human-in-the-loop validation. This methodology turns AI friction from a problem into an opportunity—surfacing
risks, illuminating uncertainties, and strengthening trust.

As AI becomes a core component of strategic decision-making, adopting these reconciliation best practices will be
the difference between fragile confidence and robust insight. In my experience leading due diligence and strategy
teams, I’ve seen countless cases where embracing conflict rather than smoothing it away saved deals, averted
risks, and laid foundations for scalable AI-powered workflows.

Keep your numbers tied to real data, your models transparent, and your humans engaged—this is the best way
forward for conflict-resilient AI decision-making.
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