AI go-live record: the five gates
Use as the agenda for the go-live meeting. Against each gate write exists, partial or missing, with the evidence and the signatory. A system that meets real customers or acts on real records passes all five first.
	System
	[Name]

	Version going live
	[Version, model version pinned]

	Meeting date
	[Date]


Gate 1: the specification is signed
	Check
	Exists / partial / missing
	Evidence

	Acceptable output written so a tester could grade it
	
	

	Failure modes listed, with what the system does instead
	
	

	Limits on what it can do stated
	
	

	Unit of work and behaviour when it cannot do the task defined
	
	


Signed by (Owner, for the acceptable output and threshold; engineer, for the rest): [Name]          Date: [Date]
Gate 2: the evaluation passes, reliably
	Check
	Exists / partial / missing
	Evidence

	Cases mixed: easy, hard, edge, attempts to trick it, exact facts
	
	

	Each case run more than once; pass-every-time reported
	
	

	Score above the owner's threshold on every dimension
	
	

	Suite runs automatically, on the exact version going live
	
	


Signed by (The keeper of the evaluation set): [Name]          Date: [Date]
Gate 3: the controls are in code, and tested
	Check
	Exists / partial / missing
	Evidence

	The system's identity and permissions are set
	
	

	Limits and approval steps enforced in our own code
	
	

	Data boundary enforced where the data is held
	
	

	Reading untrusted text is separated from taking action
	
	

	Each control tested by trying what it forbids
	
	

	Off switch tested; work in flight understood
	
	


Signed by (Engineer; owner for the limits): [Name]          Date: [Date]
Gate 4: the operations exist
	Check
	Exists / partial / missing
	Evidence

	End-to-end logging, with a retention and access policy
	
	

	Dashboard with quality and cost alerts and baselines
	
	

	Cost forecast for the first quarter
	
	

	Fallback in place and tested
	
	

	Runbook covering the new failure modes
	
	

	On-call rota and version record
	
	


Signed by (Whoever will be called out): [Name]          Date: [Date]
Gate 5: the business can run it
	Check
	Exists / partial / missing
	Evidence

	Owner named and accountable
	
	

	Keeper of the evaluation set named
	
	

	Person who reads escalations named, and has seen the escalation format
	
	

	Review date and switch-off condition set
	
	

	Support arrangements written down
	
	


Signed by (Owner and engineer together): [Name]          Date: [Date]
Decision
☐  All five gates pass: go live.
☐  Not yet. First missing item and who will fix it: [ ]
From Enceladus AI (enceladus.ai), adapted from ENGINEER by Ian Lawton. A starting point to adapt to your system.




