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	Pilot title
	Area/Line
	Owner
	Sponsor
	Date
	Version
	Gate 0 (Readiness)
	Overall status

	
	
	
	
	
	
	☐ Passed  ☐ Amber  ☐ Red
	☐ On track  ☐ Risk  ☐ Off track



	Purpose & Pilot Hypothesis
	Metric
	Baseline
	Target
	Window

	
	
	
	

	
	
	
	



Success Metrics & Guardrails
	Metric
	Target/Accept
	Guardrail (Min/Max)
	Source
	Owner

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Budget & TCO
	Budget (capex/opex)
	TCO/NPV link
	Downtime allowance
	Approval

	
	
	
	

	
	
	
	

	
	
	
	



Roles & On-Call Matrix
	Role
	Name
	Responsibility
	Contact
	Coverage (hours)

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



	Scope (in this pilot)
	Process/station
	Assets
	Product family
	Shifts
	Volume

	
	
	
	
	

	
	
	
	
	



Key Risks & Mitigations
	Risk
	Impact
	Likelihood
	Mitigation/owner
	Status

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Time Limit, Stop Rule & Reversibility
	Start date
	Duration
	Stop rule (triggers)
	Rollback plan (≤1 week)

	
	
	
	



Vendor & Support
	Vendor contact
	SLA/response
	Remote access approved
	Spares list
	Local partner

	
	
	
	
	

	
	
	
	
	



Data Capture Plan
	Before window
	After window
	Comparator (A/B)
	Sample size
	Logging method
	Data owner

	
	
	
	
	
	

	
	
	
	
	
	



Safety & Controls
	Interlocks & stops
	Hand-back to manual
	Safe access/LOTO
	Approval (name/date)

	
	
	
	

	
	
	
	







	Decision (Go / Stop / Iterate)
	Date
	Sponsor
	PM
	SOP/Update ref
	Notes (why)

	
	
	
	
	
	


Tip: capture photos/video links of the final method; ensure SOP is updated to the winning method.
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