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	Project / Area
	
	Date
	

	Pilot scope (one line)
	




	Gate
	Pass test
	Evidence / link
	Owner
	Status

	Process ready
	One best way used on all shifts for 2 weeks; CT & changeover measured
	
	
	☐ Pass ☐ Hold

	Data ready
	Inputs & owners named; last month’s numbers with source
	
	
	☐ Pass ☐ Hold

	Safety & controls ready
	Stops, interlocks, hand-back, safe access documented; sign-off named
	
	
	☐ Pass ☐ Hold

	Support ready 
	On-site owner named; spares list; vendor SLA; escalation chain
	
	
	☐ Pass ☐ Hold

	Economics ready
	Baseline costed; full TCO; reversal plan defined
	
	
	☐ Pass ☐ Hold




· If any gate = Hold:  fix the problem first, or, narrow pilot scope and time-limit it to mitigate.
· Stop rule:		
· Reversibility note:	

How to use: Review the 5 gates before funding a pilot. If any fails, fix it first or keep the pilot very narrow and time-limited.

1) Process ready
What it means: There is one agreed “best way” to run the current process, and teams actually follow it.
Why it matters: Automation copies today’s method. If that varies by shift/person, you may not be locking in the best version.
How to check (quick)
· Watch the work on two shifts. Steps, order, and settings match the SOP.
· You have measured cycle time and changeover time in the last two weeks.
Evidence that passes: Current SOP ID and date; short time study sheet or line report; a note that all shifts use the same steps.
Common fixes if it fails: Walk the SOP with the team; align one method; add simple visual cues; re-measure for a week.

2) Data ready
What it means: All inputs that the pilot depends on are named, owned, and recent. Examples: item size and weight, label position, cycle times, defect codes.
Why it matters: If inputs are wrong or stale, the tool makes wrong decisions and trust drops fast.
How to check (quick)
· List the data the pilot needs. For each, name the source and the owner.
· Pull last month’s values and show where they came from.
Evidence that passes: One-page “data list” with source system or form, named owner, last refresh date, and an audit sample.
Common fixes if it fails: Assign owners; run a spot check on 20 items; correct obvious gaps; set a simple weekly refresh.

3) Safety and controls ready
What it means: Stop conditions, interlocks, checks, and safe access are defined. People know how to hand control back to a human if needed.
Why it matters: Safety and quality must work on day one. Missing controls often create delays or risk later.
How to check (quick)
· List the events that should stop the system and how it stops.
· Confirm how an operator safely enters the area, resets, and restarts.
Evidence that passes: Short “controls list” (stops, interlocks, checks), safe access notes, approver in Safety/QA/Maintenance.
Common fixes if it fails: Add guards or shrouds; define stop signals; write a reset procedure; agree who signs off changes.

4) Support ready 
What it means: A named on-site person owns the system when it alarms, including nights and weekends. Spares and vendor help are in place.
Why it matters: Many pilots miss targets because stops take too long to fix.
How to check (quick)
· Name the on-site owner and the escalation chain.
· List the top five spares and where they are.
· Confirm vendor response times.
Evidence that passes: One-page contact list; spare parts list with locations; vendor SLA with response times; notes on remote access rules if used.
Common fixes if it fails: Train and assign an owner; stock critical spares; agree SLA terms; if this is not possible, choose simpler tech.

5) Economics ready
What it means: You know today’s cost and have modeled total cost of ownership (TCO) for the pilot and after. There is a plan to undo or redeploy the kit if the pilot misses.
Why it matters: Hidden costs and no fallback are common reasons ROI slips.
How to check (quick)
· Baseline: current labor time, scrap/rework, downtime, or travel minutes.
· TCO includes: equipment, integration hours, training time, software fees, install downtime, spares, vendor support, upgrades/obsolescence.
· Reversibility: where the kit goes if you stop.
Evidence that passes: One-page baseline and TCO summary; a sentence on the reversal or redeployment plan.
Common fixes if it fails: Complete the baseline with one week of measured data; add the missing cost items; define a clear redeploy target.
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