	Friction Backlog + AI Suitability Test

	Organisation:  _____________________
	Date:  _____________________



	Focus on friction that moves one of these:
	Cost-to-serve (C)
	Risk-to-serve (R)
	Quality-to-serve (Q)


If an AI idea doesn't move one of these — it's noise.



	How to use:  List every friction area you can think of — admin burden, compliance risk, quality gaps, data errors. Score each against the five suitability questions: Y = Yes, N = No, ? = Unclear. Count Ys for a suitability score. The highest-scoring area with the most significant consequences is your pilot candidate. An example has been given to help you.



	#
	Friction area
(describe the specific pain)
	Lens
C / R / Q
	High
volume?
	Pattern-
based?
	Human-
reviewable?
	Measurable
outcome?
	Risk if
wrong?
	AI ladder
Assist / Advise / Decide
	Ready to
pilot?

	★
	Coach review admin
Progress notes taking 45–60 mins per learner per cycle. Evidence inconsistent across cohort.
	C+Q
	Y
	Y
	Y
	Y
	Low
	Assist
LLM drafts review; coach edits and approves
	Yes
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	Before you pilot: four systems-thinking questions  Answer these before you approve any pilot. If you can't answer all four, you have more design work to do.

		1  What is the failure mode?
How does this friction currently go wrong in your operation?

	

	



	
		2  What is the downstream consequence?
Time, risk, or quality — who and what does it affect when it goes wrong?

	

	



	
		3  How would you solve this without AI?
Identify the core steps of the process/sub-system to determine impact of any automation.

	

	



	
		4  What else must change in the system?
Workflow, QA process, training, governance — what shifts for this to hold?
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