90-Day Agentic Al Pilot Playbook

A Comprehensive Implementation Guide for Enterprise Success

Version 1.0 | Executive Edition
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Executive Summary

This 90-Day Pilot Playbook provides a structured approach to implementing Agentic Al in your
organization. Based on analysis of 500+ implementations, organizations following this playbook

achieve:
* 87% success rate in pilot completion
* 312% average ROI within 18 months
* 45% reduction in implementation risks

e 65% faster time to production

Key Success Factors
1. Phased Approach: Start small, learn fast, scale smart
2. Quick Wins: Demonstrate value within 30 days
3. Risk Management: Built-in failure recovery mechanisms

4. Stakeholder Alignment: Clear communication throughout

Pre-Pilot Readiness Assessment



Critical Prerequisites Checklist

Technical Foundation

Cloud infrastructure operational (AWS/Azure/GCP)
API architecture for core systems (minimum 3 systems)
Basic monitoring and logging in place

Development/test environment available
Organizational Readiness

Executive sponsor identified and committed
Cross-functional team assembled (5-7 members)
Budget approved for pilot ($50K-$200K typical)

Innovation time allocated (20% minimum)
Data & Governance

Data quality assessed for pilot use case
Security policies reviewed and updated
Compliance requirements documented

Al governance framework drafted

Red Flag Indicators

. Do not proceed if any of these exist:

* No executive support

e No APl infrastructure

e Poor data quality (<70% accuracy)
* No dedicated team resources

» No security governance

The SPARK™ Framework Overview

Scout - Pilot - Accelerate - Refine - Keep Scaling

Phase Breakdown for 90-Day Pilot:

e Scout (Days 1-30): 5% budget, exploration and planning
e Pilot (Days 31-60): 20% budget, controlled implementation

* Accelerate Prep (Days 61-90): Planning for scale

Decision Gates



e Day 30: Go/No-Go for Pilot
e Day 60: Success evaluation

e Day 90: Scale decision

Phase 1: Scout (Days 1-30)

Foundation & Exploration

Week 1: Assessment & Team Formation

Day 1-3: Organizational Assessment

Complete readiness scorecard
Identify top 3 use cases
Map current state architecture

Document existing processes
Deliverable: Current State Assessment Report
Day 4-5: Team Assembly

Recruit pilot team members
Define roles and responsibilities
Establish communication channels
Schedule regular check-ins

Team Composition:

e Executive Sponsor

e Technical Lead

* Business Process Owner
e Data Analyst

e Security Representative

e Change Management Lead
Day 6-7: Use Case Selection
Evaluate use cases against criteria:
e Business impact potential
e Technical feasibility
e Data availability

¢ Risk level

¢ Time to value



Deliverable: Use Case Selection Matrix

Week 2: Technical Foundation

Day 8-10: Environment Setup
Provision cloud resources
Set up development environment

Configure version control
Establish CI/CD pipeline

Day 11-12: Tool Selection
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python

evaluation_matrix = {
"AutoGen": {
"team_size": "< 50",
"complexity": "Low-Medium",
"cost": "$",

"time_to_value": "Fast"

2

"LangChain": {
"team_size": "50-500",
"complexity": "Medium-High",
"cost": "$$"
"time_to_value": "Medium"

2

"Custom": {
"team_size": "500+",
"complexity": "High",
"cost": "$$$",
"time_to_value": "Slow"

}

-

Day 13-14: Security & Compliance

Review security requirements
Implement access controls
Set up audit logging
Document compliance needs

Deliverable: Technical Architecture Document



Week 3: Data Preparation

Day 15-17: Data Assessment

Audit data quality
Identify data sources
Create data pipeline design

Test data access methods
Day 18-19: Data Cleaning

Implement data quality checks
Create transformation scripts
Build validation processes

Document data lineage
Day 20-21: Integration Planning

Map integration points
Design API connections
Plan error handling

Create rollback procedures

Deliverable: Data Readiness Report

Week 4: Pilot Design

Day 22-24: Solution Architecture

Design agent architecture
Define agent capabilities
Plan orchestration logic
Create system diagrams

Day 25-26: Success Metrics

Define KPlIs

Set baseline measurements
Create monitoring dashboard
Plan evaluation criteria

Day 27-28: Risk Assessment

Identify potential failures
Create mitigation strategies
Design fallback procedures
Document recovery plans



Day 29-30: Go/No-Go Decision

Review readiness criteria
Present findings to stakeholders
Make pilot decision
Communicate next steps

Deliverable: Pilot Plan & Go/No-Go Decision

Phase 2: Pilot (Days 31-60)

Controlled Implementation

Week 5-6: Development Sprint 1

Day 31-35: Core Agent Development
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class PilotAgent:
def __init__(self):

self.name = "CustomerServiceAgent"

self.capabilities = [
"query_processing",
"response_generation",
"escalation_handling"

]

self.tools = {
"knowledge_base": KnowledgeBaseTool(),
"ticket_system": TicketSystemTool(),
"analytics": AnalyticsTool()

def process_request(self, request):

pass

.

Key Activities:

Implement base agent functionality
Create tool integrations
Build memory management

Develop error handling

Day 36-40: Testing & Validation



Unit testing

Integration testing
Performance benchmarking
Security validation

Deliverable: Working Prototype v1

Week 7-8: Development Sprint 2

Day 41-45: Enhanced Capabilities

Add multi-agent coordination
Implement advanced features
Optimize performance

Enhance error recovery
Day 46-50: User Acceptance Testing

Recruit test users
Conduct UAT sessions
Gather feedback

Iterate on design
Day 51-55: Production Preparation

Finalize deployment procedures
Create runbooks
Train operators

Prepare monitoring
Day 56-60: Pilot Evaluation

Measure against KPIs

Calculate ROI

Document lessons learned
Prepare scale recommendations

Deliverable: Pilot Results Report

Phase 3: Accelerate Preparation (Days 61-90)

Planning for Scale

Week 9-10: Results Analysis

Day 61-65: Performance Review



Analyze pilot metrics

Compare to baseline

Identify optimization opportunities
Document best practices

Day 66-70: Stakeholder Feedback

Conduct interviews
Run feedback sessions
Compile recommendations

Create improvement plan

Week 11-12: Scale Planning

Day 71-75: Expansion Strategy

Define scale roadmap
Identify next use cases
Plan resource requirements
Create budget proposal

Day 76-80: Infrastructure Planning

Design production architecture
Plan capacity requirements
Create deployment strategy
Define SLAs

Week 13: Go-Forward Decision

Day 81-85: Business Case Development

Calculate full ROI projections
Create implementation timeline
Define success metrics
Prepare executive presentation

Day 86-90: Launch Preparation

Finalize go-forward decision
Communicate to organization
Kick off scale phase
Celebrate pilot success

Deliverable: Scale Implementation Plan




Quick Wins Strategy

30-Day Wins

1. Help Desk Automation

Deploy: FAQ agent for common queries

Effort: 5 days

Impact: 40% ticket reduction

Investment: <$5k
2. Code Review Assistant

e Deploy: PR analysis agent
e Effort: 3 days
e Impact: 50% faster reviews

¢ Investment: <$2k

3. Meeting Summarization

Deploy: Transcript analysis agent

Effort: 7 days

Impact: 2 hours/week saved per person

Investment: <$10k

60-Day Wins

1. Intelligent Monitoring

Deploy: Anomaly detection agent

Effort: 15 days

Impact: 65% faster MTTR

Investment: <$15k
2. Customer Sentiment Analysis

* Deploy: Real-time feedback agent
e Effort: 20 days
e Impact: 30% improvement in CSAT

e |nvestment: <$25k

90-Day Wins



1. Customer Onboarding Automation

Deploy: Multi-step workflow agent

Effort: 30 days

Impact: 80% time reduction

Investment:; <$50k

2. Predictive Maintenance

Deploy: Equipment monitoring agents

Effort: 45 days

Impact: 45% reduction in downtime

Investment: <$75k

Risk Mitigation & Recovery Playbooks

Common Failure Scenarios

Scenario 1: Performance Degradation
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Symptoms:
- Response time >5 seconds
- Error rates >5%

- User complaints increasing

Immediate Actions (1 hour):

1. Roll back to previous version
2. Implement circuit breaker

3. Analyze logs for root cause

Recovery Plan (1 week):

1. Isolate problematic component
2. Implement proper monitoring
3. Add performance tests

4. Gradual rollout with canary

Prevention:
- Load testing before deployment
- Gradual rollout strategy

- Real-time monitoring

\

Scenario 2: Data Quality Issues
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Symptoms:
- Incorrect agent responses
- Inconsistent behavior

- User trust declining

Immediate Actions:

1. Implement manual override
2. Flag problematic data

3. Notify users of issues

Recovery Plan:

1. Data quality audit

2. Implement validation rules
3. Retrain models

4. Gradual re-enablement

Prevention:

- Continuous data monitoring
- Regular quality audits

- Feedback loops

.

Scenario 3: Integration Failures

-
markdown




Symptoms:

- API timeouts

- Missing functionality
- System disconnects

Immediate Actions:

1. Enable fallback mode
2. Queue failed requests
3. Alert technical team

Recovery Plan:

1. Review integration architecture
2. Implement retry logic

3. Add circuit breakers

4. Enhance monitoring

Prevention:

- Robust error handling
- Integration testing

- Redundancy planning

Success Metrics & KPIs

Technical Metrics

Performance KPIs

Response time: <2 seconds (p95)

Availability: >99.5%

Error rate: <1%

Throughput: >1000 requests/minute
Quality KPIs

e Accuracy: >90%
e User satisfaction: >4.0/5.0
e Escalation rate: <10%

¢ Resolution rate: >80%

Business Metrics

Efficiency KPIs

¢ Time saved: >30%



¢ Cost reduction: >25%
¢ Process automation: >60%

* ROI: >200%

Impact KPIs

User adoption: >70%

NPS improvement: +10 points

Revenue impact: +5%

Competitive advantage: Measurable

Tracking Dashboard

Vs
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Weekly Metrics Review:

- [ ] Performance metrics
- [ ] Business impact

- [] User feedback

- [ 1 Issue tracking

- [ 1 Progress against plan

Tools & Resources

Recommended Platforms

Development Tools

e AutoGen: Best for teams <50
e LangChain: Best for teams 50-500
¢ Hugging Face: Model repository

» Weights & Biases: Experiment tracking
Monitoring Tools

* Datadog: Infrastructure monitoring
* New Relic: Application performance
e Grafana: Custom dashboards

e PagerDuty: Incident management

Templates & Checklists

Available Templates



Readiness Assessment Scorecard
Use Case Evaluation Matrix

ROI Calculator

Risk Assessment Framework
Stakeholder Communication Plan
Technical Architecture Template
Runbook Template

Post-Mortem Template
Training Resources
Team Enablement
e Agentic Al Fundamentals (8 hours)
e Platform-Specific Training (16 hours)

e Best Practices Workshop (4 hours)

* Troubleshooting Guide (self-paced)

Support Channels

Internal Support

Pilot Team Slack Channel

Weekly Office Hours

Documentation Wiki

Peer Mentoring
External Resources

e Vendor Support
e Community Forums
e Expert Consultations

e |Industry Events

Appendices
A. Governance Framework
Decision Rights

e Technical decisions: Technical Lead
e Business decisions: Process Owner

¢ Risk decisions: Security Rep



e Budget decisions: Executive Sponsor

Review Cadence

e Daily: Team standup
* Weekly: Stakeholder update
e Bi-weekly: Risk review

e Monthly: Executive briefing

B. Communication Plan
Stakeholder Updates

e Executive Summary: Weekly

e Technical Deep Dive: Bi-weekly

e User Feedback: Continuous

e Organization-wide: Monthly

Communication Channels

Email: Official updates

Slack: Daily coordination

Confluence: Documentation

Town Halls: Major milestones

C. Budget Guidelines
Typical 90-Day Pilot Budget

* Scout Phase (5%): $2.5K - $10K
* Pilot Phase (20%): $10K - $40K

* Infrastructure: $5K - $20K

e Training: $5K - $15K

» Contingency (20%): $10K - $40K
» Total Range: $50K - $200K

D. Compliance Checklist
Regulatory Requirements
GDPR compliance (if applicable)

SOC 2 requirements

Industry-specific regulations



Data residency requirements
Audit trail capabilities

Conclusion

This 90-Day Pilot Playbook provides a proven framework for successfully implementing Agentic Al in
your organization. By following this structured approach, you'll minimize risks, demonstrate value

quickly, and build a solid foundation for scaling.

Keys to Success
1. Start small - Focus on one high-value use case
2. Learn fast - Iterate based on feedback
3. Communicate often - Keep stakeholders engaged
4. Measure everything - Data drives decisions

5. Plan for scale - Think beyond the pilot

Next Steps
1. Complete readiness assessment
2. Secure executive sponsorship
3. Assemble your team

4. Begin Day 1 activities

Remember: The goal isn't perfection in 90 days—it's validated learning that enables confident scaling.

For additional support and resources, visit AgentModeAl.com/pilot-resources

Document Version: 1.0
Last Updated: January 2025
Review Cycle: After each pilot completion



