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How to use
This is the governance backbone for automation projects. 
Gates follow the practical ‘pipeline’ from the book: 
Problem → Process → Data → Controls → Economics → Pilot → Scale. 
Use the Readiness Screener tool as Gate 0, then move gate by gate only when outputs are clearly met.

	Legend:
	Priority
	     M = Must, S = Should

	
	Status
	     ☐ Open / In progress, ☑ Done

	
	Risk
	     G = Green / A = Amber / R = Red

	
	Evidence
	     Link, doc name, or location



Gates at a glance
	G0 Readiness
	☐
	
	G5 Economics
	☐

	G1 Problem
	☐
	
	G6 Pilot ready
	☐

	G2 Process
	☐
	
	G7 Pilot complete
	☐

	G3 Data
	☐
	
	G8 Scale ready
	☐

	G4 Controls
	☐
	
	G9 Sustain/Close
	☐



G0. Readiness (use Automation Pilot Readiness Screener tool)
Exit when: Readiness Screener is passed or gaps have interim controls; show who owns the fixes and timeline.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Readiness Screener completed (Process/Data/Controls/Support/ Economics)
	M
	
	☐
	
	

	Blocking gaps closed or interim controls defined
	M
	
	☐
	
	

	Pilot kept small/reversible if any Amber remains
	S
	
	☐
	
	




G1. Problem defined
Exit when: One-line problem statement approved with baseline → target → time window and constraints noted.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Problem statement: baseline → target → time window
	M
	
	☐
	
	

	Metric chosen from existing KPIs (e.g., FPY, OEE, picks/hr)
	M
	
	☐
	
	

	Constraints documented (specs, shift pattern, line speed)
	M
	
	☐
	
	

	Owner named; stakeholders listed
	M
	
	☐
	
	


G2. Process stable
Exit when: Best current method confirmed, stable across shifts (≥ 2 weeks); changeover & cycle time measured.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Current SOP updated to match reality; visual checks in place
	M
	
	☐
	
	

	Cycle time and changeover measured; stable presentation
	M
	
	☐
	
	

	Simple fixtures/5S; manual fallback path defined
	M
	
	☐
	
	

	Workarounds removed where practical before automating
	S
	
	☐
	
	


G3. Data ready
Exit when: Inputs named with owners; last month’s values available; sample audit done and issues fixed/owned.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	One-page data list (inputs, source system, owner, refresh)
	M
	
	☐
	
	

	Last month’s numbers retrieved with source/trace
	M
	
	☐
	
	

	Sample audit on floor completed; defects logged/owned
	M
	
	☐
	
	

	Definitions/unit conventions agreed (route times, calendars)
	S
	
	☐
	
	




G4. Controls & safety ready
Exit when: Stop conditions, interlocks, alarms, safe access, and ‘hand-back to manual’ documented and approved.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Controls list: interlocks, alarm thresholds, reset path
	M
	
	☐
	
	

	Safe access & LOTO defined; risk review done
	M
	
	☐
	
	

	Approver named in Safety/QA/Maintenance
	M
	
	☐
	
	

	Cyber/remote access rules (if applicable) agreed
	S
	
	☐
	
	


G5. Economics ready
Exit when: TCO/payback view complete incl. integration, training, downtime, software, spares, upgrades / obsolescence; reversibility noted.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	TCO & NPV (T46) including all categories; sensitivity noted
	M
	
	☐
	
	

	Utilization/seasonality considered; redeploy/undo plan
	M
	
	☐
	
	

	Budget & resourcing aligned; simple ROI narrative
	M
	
	☐
	
	

	Lease/modular option considered if cash tight
	S
	
	☐
	
	


G6. Pilot ready
Exit when: Pilot scope and success metrics defined; test plan, stop rule, and rollback ready; owners trained.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Pilot charter: scope, metric(s), time limit, stop rule
	M
	
	☐
	
	

	Reversible setup/rollback plan within 1 week
	M
	
	☐
	
	

	Before/after data capture plan; guardrail metrics
	M
	
	☐
	
	

	Training plan for pilot team; on-call matrix
	S
	
	☐
	
	



G7. Pilot complete (decision)
Exit when: Pilot ran; results vs target confirmed; learning captured; clear Go/Stop/Iterate decision with rationale.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Results vs target; guardrails respected
	M
	
	☐
	
	

	Issues log; fixes tried/owned; photos/video of final method
	M
	
	☐
	
	

	SOP updated to winning method
	M
	
	☐
	
	

	Decision recorded: Go / Stop / Iterate with reasons
	M
	
	☐
	
	


G8. Scale readiness
Exit when: Scale plan approved; method frozen; ownership, change control, and go-live readiness confirmed.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	Standardized method frozen (steps, settings, fixtures)
	M
	
	☐
	
	

	Scale plan (sequence, resources, stabilization windows)
	M
	
	☐
	
	

	Ownership table; on-call/escalation posted
	M
	
	☐
	
	

	Change control & content governance defined
	M
	
	☐
	
	

	Go-live checklist and spares/PMs ready
	S
	
	☐
	
	


G9. Sustain / Close
Exit when: Stabilized; KPIs sustained; handover complete; lessons learned and tracking; vendor items closed.
	Criterion
	Priority
	Owner
	Status
	Risk
	Evidence / Link

	KPIs meeting targets for agreed period; verification checks
	M
	
	☐
	
	

	Handover package: SOPs, admin guides, spares, PM tasks
	M
	
	☐
	
	

	Benefits tracking in place; cost model reflects run-rate
	M
	
	☐
	
	

	Lessons learned captured; contracts/obligations closed
	S
	
	☐
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