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How to use: 	Use during demos, RFPs, and pilots. Mark priority (Must/Should/Could), capture short answers, and link evidence. Red flags (R) need a mitigation or are no-go. Skip questions not relevant to your case.
	Legend:
	Priority
	Risk
	Evidence

	
	M = Must, S = Should, C = Could
	G = Green, A = Amber, R = Red
	Docs, screenshots, links, contact names


1. Problem & outcomes (fit to need)
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Which outcomes will this improve (throughput, FPY, changeover, touches, MTBF, safety)?
	
	
	
	

	Typical quantified improvement range from comparable deployments?
	
	
	
	

	Which KPIs will we track, at what cadence, and who owns them post go-live?
	
	
	
	

	Smallest viable pilot scope (1 cell/line/zone/SKU family)?
	
	
	
	

	Acceptance criteria for pilot and for scale?
	
	
	
	

	What must be true on our side to see the promised outcomes (stability, staffing, data quality)?
	
	
	
	

	What happens if outcomes are not met — exit or remediation terms?
	
	
	
	



Notes:   



2. Functionality & performance
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Which functional requirements are covered out-of-the-box vs. custom?
	
	
	
	

	Rated performance limits (cycle time, throughput, accuracy, latency)? Provide test data.
	
	
	
	

	Behavior under variability 
(mix, tolerances, exceptions)?
	
	
	
	

	Top 5 failure modes in the field and how they are handled?
	
	
	
	

	Runtime configurability (without vendor) vs. vendor-required changes?
	
	
	
	

	Supported standards/protocols 
(fieldbus, OPC UA, MQTT, REST)?
	
	
	
	

	Which functional requirements are covered out-of-the-box vs. custom?
	
	
	
	



Notes:   	



3. Integration & data
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Default integrations 
(PLC/SCADA, MES, WMS/ERP, QMS, CMMS)?
	
	
	
	

	Interfaces (APIs, webhooks, message buses)? Provide examples.
	
	
	
	

	Data read/written and frequency/latency?
	
	
	
	

	How are versions, mappings, and test environments managed?
	
	
	
	

	Who owns the integration spec and long-term maintenance?
	
	
	
	

	Outage behavior: buffering, retries, manual fallback?
	
	
	
	

	Default integrations 
(PLC/SCADA, MES, WMS/ERP, QMS, CMMS)?
	
	
	
	



Notes:   	



4. Implementation & change
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Plan & timeline 
(discovery → design → FAT → SAT → go-live)?
	
	
	
	

	Site prerequisites 
(layout, power/air, network, fixtures, 5S)?
	
	
	
	

	Resources needed from us (roles, hours/week) by phase?
	
	
	
	

	Training for operators, maintainers, admins?
	
	
	
	

	Content governance (SOPs, recipes, models) after handover?
	
	
	
	

	Rollback plan if we need to back out quickly?
	
	
	
	

	Plan & timeline 
(discovery → design → FAT → SAT → go-live)?
	
	
	
	



Notes:   	



5. Safety, compliance & cybersecurity
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Applicable standards/certifications (CE/UL, ISO 13849/62061, SIL/PL)? Provide docs.
	
	
	
	

	How are risk assessments performed and documented (machine & process)?
	
	
	
	

	Interlocks/guarding/emergency behaviors implemented?
	
	
	
	

	Roles, access, and audit trails?
	
	
	
	

	Cybersecurity (patching, network zones, remote access, SBOM)?
	
	
	
	

	Applicable standards/certifications (CE/UL, ISO 13849/62061, SIL/PL)? Provide docs.
	
	
	
	

	How are risk assessments performed and documented (machine & process)?
	
	
	
	



Notes:   	



6. Reliability, maintenance & support
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Typical MTBF/MTTR in comparable sites?
	
	
	
	

	Required PM (tasks, intervals, skills)?
	
	
	
	

	Recommended spares and lead times?
	
	
	
	

	Support SLAs (hours, response, fix/restore)?
	
	
	
	

	Telemetry available for diagnostics and remote support?
	
	
	
	

	Update policy (frequency, downtime, rollback)?
	
	
	
	

	Typical MTBF/MTTR in comparable sites?
	
	
	
	



Notes:   	



7. Scalability & flexibility
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Scale across cells/lines/sites (licensing, architecture)?
	
	
	
	

	Handling product mix (new SKUs, recipes, routes) — effort/time?
	
	
	
	

	A/B or phased rollouts without downtime?
	
	
	
	

	Typical scaling bottlenecks and mitigations?
	
	
	
	



Notes:   	



8. Data ownership, privacy & retention
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Who owns the data and derived models?
	
	
	
	

	Where is data stored/processed; how is it backed up?
	
	
	
	

	Retention policy and export format for raw/processed data?
	
	
	
	

	PII/confidential handling (masking, access policies)?
	
	
	
	



Notes:   	



9. Commercials & TCO
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	One-time costs (hardware, integration, install) and who supplies what?
	
	
	
	

	Recurring costs (licenses, cloud, support, calibration, spares)?
	
	
	
	

	Commonly missed TCO items that should be budgeted?
	
	
	
	

	Price protections (validity, caps, FX/indexation) and renewal terms?
	
	
	
	

	Payment milestones and acceptance triggers (FAT/SAT/live)?
	
	
	
	



Notes:   	



10. Roadmap & vendor viability
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Product roadmap (12–24 months) and impact on our solution?
	
	
	
	

	EOL/backward compatibility policy?
	
	
	
	

	Company health (size, focus, partners, regional support)?
	
	
	
	

	How are feature requests prioritized; typical lead time?
	
	
	
	



Notes:   	



11. References & proof
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Comparable reference sites — contacts for calls/visits?
	
	
	
	

	Measured results from those sites (before/after on same KPIs)?
	
	
	
	

	What did not work there and why?
	
	
	
	

	Pilot commitments (KPIs, conditions, data to collect)?
	
	
	
	



Notes:   	



12. Contract & exit/lock-in
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	SLAs and penalties for missed response/restore times?
	
	
	
	

	IP terms for custom code/config; rights to use/modify after end?
	
	
	
	

	Data export rights/format on termination; transition assistance?
	
	
	
	

	De-install/de-commission responsibilities and costs?
	
	
	
	



Notes:   	



13. Site requirements & utilities
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	Floor space, ergonomics, access/egress?
	
	
	
	

	Power, air, vacuum, RF (Wi‑Fi/5G) needs; EMC/noise?
	
	
	
	

	Environmental limits (temperature, dust, humidity) and enclosures?
	
	
	
	

	Special handling (cleanroom, ATEX, food contact, ESD)?
	
	
	
	



Notes:   	



14. Acceptance test & handover
	Question
	Priority (M/S/C)
	Vendor answer
	Evidence / Link
	Risk 
(G/A/R)

	FAT/SAT plans with detailed test cases and data capture?
	
	
	
	

	Sign-off at each gate and attached evidence?
	
	
	
	

	Post‑go‑live hypercare plan (duration, staffing, response)?
	
	
	
	

	Handover package: drawings, BOM, software images, admin guides, SOPs?
	
	
	
	



Notes:   	



Appendix:  Documents to collect
	Item
	Required ?
	Collected ?
	Notes

	Functional spec & final scope
	☐
	☐
	

	P&IDs / layouts / cell drawings
	☐
	☐
	

	Risk assessment (machine/process)
	☐
	☐
	

	CE/UL declarations; safety circuit report
	☐
	☐
	

	Interface control document (ICD) / API spec
	☐
	☐
	

	FAT & SAT protocols with results
	☐
	☐
	

	Training plan & materials
	☐
	☐
	

	PM task list & spares list
	☐
	☐
	

	Support SLA & contact matrix
	☐
	☐
	

	Cybersecurity policy / SBOM
	☐
	☐
	

	Data schema & export formats
	☐
	☐
	

	Roadmap & EOL policy
	☐
	☐
	

	
	☐
	☐
	

	
	☐
	☐
	

	
	☐
	☐
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