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The first 30 days of an IT/OT project

A working plan for manufacturing teams: define one outcome, prove one data path and make the
pilot acceptance measurable.

01 Start with one operational decision

Choose a decision someone actually makes: when to investigate a stop, how to reconcile a production
counter, or which energy load to inspect. Record the current process, the person responsible and the
evidence they need. A dashboard is a delivery format; the decision is the reason to build it.

02 Week one: map the boundaries

Walk through the line with operations and automation. List the controller, software version, protocol, network
owner and available maintenance window. Separate read access from permission to change equipment.
Define the pilot boundary as one machine or cell, and name who can stop the trial if production is affected.

03 Weeks two and three: prove the data path

Test a small set of tags against a known machine state. Check units, timestamps, counter resets and quality
codes. Disconnect the test link deliberately during an approved window and observe recovery. Record missing
and duplicate samples. Keep a dated evidence log so an apparent success can be reproduced.

04 Week four: accept, revise or stop

Review the original decision with the user of the result. Can they act with less manual work, and can the team
explain every number? Accept the pilot only against agreed criteria. Write the remaining issues, owner,
rollback steps and operating cost assumptions before expanding to another line.
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TEAM WORKSHEET

From checks to a decision.

Work through this page together. Assign an owner and evidence to each check.

Site / line Date / version

Owner / team Pilot boundary

[] start with one operational decision

Evidence / openissue / owner:

[] Week one: map the boundaries

Evidence / openissue / owner:

[] Weeks two and three: prove the data path

Evidence / open issue / owner:

[[] Week four: accept, revise or stop

Evidence / openissue / owner:

Acceptance decision and next step

[1Accept [] Revise [ ] Hold

Acceptance criterion / result

Next action / owner / due date

Rollback trigger / plan

Project-specific support: aspdijital.com
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