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Stage 1: Validation (2 to 6 weeks)
☐	Acceptance criteria fixed in the contract schedule before testing (accuracy, worst subgroup gap, operational limits)
☐	Test sample assembled: at least 300 cases, representative, subgroups covered, hard cases included
☐	Sample frozen under Data Steward control; excluded in writing from vendor training
☐	Run completed in a test configuration; results scored against pre-fixed criteria only
☐	Compared against current practice on the same cases
☐	Decision recorded: pass / remediate and retest / renegotiate scope / exit
☐	GATE G2: Data checklist (Module 5) and validation results signed: Data Steward ______ Independent Reviewer ______ Date ______
Stage 2: Shadow mode (minimum 4 weeks and 200 outputs; 6 to 8 weeks if low detectability)
☐	Outputs recorded, nobody acting on them; comparison method defined first
☐	Live alert or exception rate measured against the operational criterion
☐	Real minutes-per-case review cost measured; reviewer time budget set (Module 3.4)
☐	Monitoring baselines captured for every Artifact 6b metric
Stage 3: Pilot (4 to 12 weeks)
☐	One-paragraph pilot definition written first: scope, duration, success criteria, stop criteria with numbers
☐	Oversight design one-pager in force (Module 3.4); reviewers trained on limitations and validation failures
☐	Appeal channel live and notice published (Artifact 6c)
☐	Incident plan and monitoring plan (Artifact 6b) in force
☐	Pilot decision recorded either way
☐	GATE G3 (full go-live): System Owner ______ Independent Reviewer ______ Date ______
Stage 4: Operation (standing)
☐	Monthly monitoring review and summary to System Owner; weekly glance if low detectability
☐	Monthly unflagged-case audit (20 cases or 2 percent); quarterly outcome reconciliation
☐	Appeals log read monthly beside the metrics
☐	Every update notice through the 6.7 routine; change log current; frozen test set or prompt set re-run on model changes
☐	GATE G4 (every 12 months and on trigger): revalidation passed, roles filled, thresholds reviewed: System Owner ______ Date ______
Stage 5: Decommissioning (2 to 8 weeks)
☐	Trigger and decision recorded
☐	Fallback confirmed working and staffed before switch-off
☐	Users, operators, and (where relevant) affected persons informed
☐	Export received and verified; decision records retained per local retention rules
☐	Vendor deletion certificate on file: Data Steward ______ Date ______
☐	Access closed item by item; register entry closed; one page of lessons filed with the procurement templates
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