AI pilot brief
One page, written before the pilot starts. If you cannot fill all six parts, you are not ready to start: you are ready to do the work that would make you ready. Page 2 is the five gates to production.
	Pilot
	[Name]

	Owner
	[Name, role: in the business, not IT or the vendor]

	Start date
	[Date]

	Decision date
	[Date]


1. The use case
Tier on the Opportunity Pyramid: [days / weeks / months / 6–18 months]. Data position: [low dependency / in hand / siloed / partial / absent]. Route: [research / product / a feature in a system we already have / data first].
2. The number
What we measure today: [measure]. From [current] to [target] by [date].
3. The scope
The narrowest slice where the number can be measured: [one product line / site / ticket category].
4. The owner
[Name] has read this brief, accepts the number, and will run the result.
5. The escalation
When the system does not know, it [hands to whom, with what attached]. A customer can always reach a person by [route].
6. The stop condition
The pilot ends if [result, or lack of one] by [date].
The whole process
	Line
	Expected
	Measured

	Work removed
	
	

	Work moved elsewhere
	
	

	Work created (checking, correcting, supervising)
	
	

	Change in quality, customer experience or risk
	
	

	Money, counted at the end of the process
	
	




The five gates to production
In order. Do not move to production until all five are ticked.
	Gate
	Evidence
	Signed by
	Date

	☐ 1. The data is audited: how much, how clean, how reachable, who knows it best
	
	
	

	☐ 2. The owner has agreed, in writing, to run the result
	
	
	

	☐ 3. The escalation is designed: a defined "I don't know" and a person who receives it
	
	
	

	☐ 4. The test set exists: 20 to 50 real cases with the right answers, run before every change
	
	
	

	☐ 5. The governance fields are filled: risk category, data protection, human oversight, transparency
	
	
	


Once it is running
	Monthly running cost forecast
	[£]

	Cost owner
	[Name]

	Six-month benefit check
	[Date]

	Twelve-month benefit check
	[Date]

	Switch-off condition
	[The condition under which we turn it off]


From Enceladus AI (enceladus.ai), adapted from CONVERGE by Dr Paul M. Gibson.




