AI readiness checklist
Twelve yes-or-no questions for the leadership team, answered together in about an hour. Every "no" comes with its first move. Count the yeses, then read the pattern on page 2.
	Business
	[Company]

	Answered by
	[Names]

	Date
	[Date]



Leadership
	#
	Question
	Yes / No
	If no, the first move

	1
	Have we agreed what AI is for in this business, in one sentence?
	
	A half-day leadership session, not a project

	2
	Is there a named owner, with time (about a day a week)?
	
	Name one before spending anything

	3
	Can we fund a first phase without a business case for the whole programme?
	
	Agree a bounded first-phase budget with a decision at the end


Access
	#
	Question
	Yes / No
	If no, the first move

	4
	Do staff have sanctioned access to an enterprise AI assistant, on business terms that protect our data?
	
	Governed access: the cheapest, fastest move on the list

	5
	Do we know how AI is actually being used today?
	
	A short, honest survey; it takes a week


Data
	#
	Question
	Yes / No
	If no, the first move

	6
	For the two or three use cases people talk about most, does the data exist, and do we know where?
	
	A data check against those use cases, not a data strategy

	7
	Is that data reachable without a project?
	
	Scope an extraction path as the first technical work

	8
	Do we trust our own numbers?
	
	Start where the truth is unambiguous: documents, tickets, drawings


Knowledge
	#
	Question
	Yes / No
	If no, the first move

	9
	Is the knowledge we run on written down somewhere, in any form?
	
	Capture before you automate


Governance
	#
	Question
	Yes / No
	If no, the first move

	10
	Is there a one-page AI policy that staff have read?
	
	Adapt a template; it takes an afternoon

	11
	Do we know which of our AI uses the EU AI Act would call high risk, if any?
	
	A morning's classification exercise


Skills
	#
	Question
	Yes / No
	If no, the first move

	12
	Is there someone who can judge an AI system's output against the truth, in their own field?
	
	Find the expert, and the hours, before scoping any build




Scoring
Number of yeses: [  ] out of 12
	Yeses
	Reading

	10–12
	Ready. Run discovery, prioritise, and pilot the top opportunity this quarter.

	7–9
	Nearly ready. Fix the specific noes first; most take weeks, not months. Discovery can run in parallel.

	4–6
	Foundations first. A leadership session and governed access come before discovery.

	0–3
	Start with the conversation. One leadership session, then this checklist again.


Where the noes cluster
Leadership (1–3). Nothing else will stick. Fix these first.
Access (4–5). Fastest to fix and the highest immediate return.
Data (6–8). The pattern that most often sinks pilots. Be specific, not general.
Knowledge (9). The first project is knowledge capture.
Governance (10–11). Rarely the blocker on its own, but the cause of slow programmes.
Skills (12). What you need first is a domain expert with hours, not an AI hire.
Our first three moves
	Move
	Owner
	By when

	
	
	

	
	
	

	
	
	


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




