
PRE-LAUNCH FIELD GUIDE

THE FRAME CHECKLIST

Don’t YOLO

your chatbot.

Five questions to settle before you put an AI-powered tool in

front of customers. Print it, pass it around, and check every box

before launch.
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FRAME AT A GLANCE SOURCETOAD · FRAME CHECKLIST

Easy to launch. Harder to get right.

It is now possible to connect a chatbot to a CRM, scheduling platform, billing

system, or internal database with relatively little effort. The hard part is making sure

it does those things safely, accurately, and in a way that does not create a worse

customer experience than the one it was meant to improve.

F

Funnel stage

Where does it sit in the customer journey?

PAGE 03

R

Risk

What is the blast radius if it gets something wrong?

PAGE 04

A

Authority

How much authority does it have?

PAGE 05

M

Mechanism of truth

Where does the authoritative information come from?

PAGE 06

E

Escalation

What happens when it reaches the limits of what it can safely handle?

PAGE 07

01

Get product, engineering, support,

and compliance in one room.

02

Work through each letter and

check a box only when the answer

is written down.

03

Any empty box means the system

probably is not ready for production

yet.
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STEP 01 OF 05 SOURCETOAD · FRAME CHECKLIST

F

FUNNEL STAGE

Where does the automation sit?

%�GLEXFSX�ERW[IVMRK�FEWMG�UYIWXMSRW�JSV�E�TVSWTIGXMZI�GYWXSQIV�WLSYPH�RSX�FI�XVIEXIH�XLI

WEQI�[E]�EW�E�W]WXIQ�LERHPMRK�FMPPMRK�HMWTYXIW��EGGSYRX�GLERKIW��SV�WYTTSVX�MWWYIW�JSV�ER

I\MWXMRK�GYWXSQIV�

THE CUSTOMER JOURNEY, BY STAKES

Service questions

4VSWTIGX�FVS[WMRK

Lead qualifying

'SPPIGXMRK�MRJS

Scheduling

&SSOMRK�E�«VWX�ZMWMX

Support

)\GITXMSRW��QMWXEOIW

Billing & accounts

(MWTYXIW��GLERKIW

PRE-SALE · LOWER RISK

If it fails: a missed booking, a bad estimate, or a

frustrated prospect.

EXISTING CUSTOMER · HIGHER STAKES

More context needed, and the customer may

already be frustrated.

Get more conservative near:

MONEY HEALTH SAFETY LEGAL EXPOSURE RETENTION

BEFORE LAUNCH

;I�LEZI�MHIRXM«IH�I\EGXP]�[LIVI�XLI�%-�WMXW�MR�XLI�GYWXSQIV�NSYVRI]�

;I�LEZI�PMWXIH�XLI�OMRHW�SJ�MRXIVEGXMSRW�MX�MW�EPPS[IH�XS�LERHPI�

-RXIVEGXMSRW�GPSWI�XS�QSRI]��LIEPXL��WEJIX]��PIKEP�I\TSWYVI��SV�VIXIRXMSR�LEZI�XMKLXIV�PMQMXW�
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STEP 02 OF 05 SOURCETOAD · FRAME CHECKLIST

R

RISK

How big is the blast radius?

%WO�[LEX�LETTIRW�MJ�XLI�%-�KIXW�WSQIXLMRK�[VSRK��8LI�ERW[IV�WLSYPH�HMVIGXP]�MR¬YIRGI�LS[

QYGL�JVIIHSQ�]SY�KMZI�XLI�EYXSQEXMSR�

01

Small

An incomplete description of a service. Some frustration,

maybe a lost booking.

02

Large

Changing the wrong account or giving incorrect billing

information.

03

Very large

Exposing the wrong patient’s healthcare information.

Every system can be wrong. The real question is what

that error can cause.

BEFORE LAUNCH · COULD A BAD RESPONSE…

)\TSWI�TVMZEXI�MRJSVQEXMSR# 8VMKKIV�E�«RERGMEP�EGXMSR#

'VIEXI�PIKEP�PMEFMPMX]# %PXIV�ER�MQTSVXERX�VIGSVH#

7IVMSYWP]�HEQEKI�E�GYWXSQIV�VIPEXMSRWLMT# Safeguards scale with every “yes.”

Some tasks may simply not be worth automating if the potential downside is much greater than the convenience gained.
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STEP 03 OF 05 SOURCETOAD · FRAME CHECKLIST

A

AUTHORITY

What is the AI allowed to do?

8LMW�MW�[LIVI�QER]�MQTPIQIRXEXMSRW�FIGSQI�QSVI�HERKIVSYW�XLER�XLI]�«VWX�ETTIEV�

Read SAFER

%TTSMRXQIRX�EZEMPEFMPMX]�x�EGGSYRX�WXEXYW�x�SVHIV

LMWXSV]�x�FMPPMRK�VIGSVHW

7XMPP�E�TVMZEG]�ERH�EGGYVEG]�GSRGIVR��FYX�MX�GERRSX�EPXIV

XLI�HEXE�

Write MORE POWER

6IWGLIHYPI�x�GERGIP�x�YTHEXI�EGGSYRXW�x�QSHMJ]

VIGSVHW�x�XVMKKIV�XVERWEGXMSRW

4SWWMFPI�JEMPYVI�QSHIW�MRGVIEWI�WMKRM«GERXP]�

WATCH FOR FALSE CONFIRMATION

CHATBOT

%PP�WIX��]SYV�ETTSMRXQIRX�MW�QSZIH�XS�8LYVWHE]�

SCHEDULING SYSTEM

7XMPP�FSSOIH�JSV�8YIWHE]�

✕ THE CHATBOT SAID SO

SCHEDULING SYSTEM

'SR«VQIH��QSZIH�XS�8LYVWHE]��'SR«VQEXMSR�WIRX�

CHATBOT

=SY�WLSYPH�WII�XLI�GSR«VQEXMSR�MR�]SYV�MRFS\�

✓ THE SYSTEM OF RECORD SAID SO

BEFORE LAUNCH · FILL THIS IN

-X�GER�VIEH

-X�GER�GLERKI

-X�GER�XVMKKIV

:IVM«IH�F]�E�W]WXIQ

%TTVSZIH�F]�E�LYQER
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STEP 04 OF 05 SOURCETOAD · FRAME CHECKLIST

M

MECHANISM OF TRUTH

Where does the real answer live?

)ZIV]�GYWXSQIV�JEGMRK�%-�XSSP�RIIHW�E�GPIEVP]�HI«RIH�WSYVGI�SJ�XVYXL��8LI�GLEXFSX�MXWIPJ

WLSYPH�RSX�FI�XVIEXIH�EW�EYXLSVMXEXMZI�

WHO DOES WHAT

AI MODEL

0ERKYEKI�
�MRXIRX

9RHIVWXERHW�[LEX�XLI�GYWXSQIV

MW�EWOMRK�

→

SURROUNDING SOFTWARE

*EGXW�
�XVERWEGXMSRW

(I«RIH�XSSPW��ZEPMHEXMSR�VYPIW�

VIWXVMGXIH�TIVQMWWMSRW�

→

SOURCE OF TRUTH

CRM BILLING SCHEDULING

EMR ERP

WHERE THE GAPS APPEAR

5YIVMIW�XLI�[VSRK�GYWXSQIV

VIGSVH

1MWYRHIVWXERHW�XLI�VIUYIWX 6IGIMZIW�MRGSQTPIXI

MRJSVQEXMSR

6IXVMIZIW�RSXLMRK�YWIJYP

8LI�FMKKIV�TVSFPIQ��[LIR�XLI�QSHIP�«PPW�MR�XLSWI�KETW�

Fresh, complete, reliable identity match.�%RW[IV�QSVI

HI«RMXMZIP]�

Stale, incomplete, poorly matched.�6IWTSRH�QSVI

GEYXMSYWP]�

BEFORE LAUNCH

8LI�%-�MW�GSRRIGXIH�XS�XLI�GSVVIGX�WSYVGI�SJ�XVYXL�

8LI�GSRRIGXMSR�MW�EW�WXVYGXYVIH�EW�TSWWMFPI��HI«RIH�XSSPW��ZEPMHEXMSR��VIWXVMGXIH�TIVQMWWMSRW�

'SR«HIRGI�VI¬IGXW�HEXE�UYEPMX]��ERH�XLI�%-�WE]W�WS�[LIR�MX�HSIWR�X�ORS[�
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STEP 05 OF 05 SOURCETOAD · FRAME CHECKLIST

E

ESCALATION

What happens when the AI can’t help?

(IWMKR�XLMW�FIJSVI�PEYRGL��RSX�EJXIV�XLI�«VWX�ERKV]�GYWXSQIV�KIXW�XVETTIH�MR�E�HIEH�IRH�

ESCALATE EARLY IF ANY ANSWER IS YES

1MWWMRK�XLI�MRJSVQEXMSR�XS�VIWSPZI�MX#

YES →

1MWWMRK�XLI�EYXLSVMX]�XS�VIWSPZI�MX#

YES →

2SX�GSR«HIRX�MR�XLI�ERW[IV#

YES →

'YWXSQIV�WLS[W�E�VIGIMTX��IQEMP��WGVIIRWLSX��SV�XVERWEGXMSR

VIGSVH�XLEX�GSRXVEHMGXW�XLI�W]WXIQ#

YES →

HAND OFF

Route to the right

human

With enough context that

the customer doesn’t repeat

the whole conversation.

BETTER

%�UYMGO�EHQMWWMSR�SJ�YRGIVXEMRX]�

WORSE

%�PSRK�GSRZIVWEXMSR�JYPP�SJ�GSR«HIRX�FYX�MRGSVVIGX

ERW[IVW�

The goal of customer service automation is to resolve problems, not win debates.

BEFORE LAUNCH · WE HAVE DEFINED…

8LI�GSRHMXMSRW�XLEX�XVMKKIV�IWGEPEXMSR ;LIVI�XLI�GYWXSQIV�KSIW�RI\X

;LEX�MRJSVQEXMSR�JSPPS[W�XLIQ ,S[�SYV�XIEQ�VIZMI[W�MX�EJXIV[EVH
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BONUS ITEM SOURCETOAD · FRAME CHECKLIST

One more box: can you audit it?

When something goes wrong, your team should be able to replay the interaction. Without logging and traceability,

diagnosing failures becomes guesswork.

01 ASKED What the customer asked

02 RETRIEVED What data the AI retrieved

03 ATTEMPTED Which action it attempted

04 RESPONDED How it responded

/IIT�XIWXMRK�EJXIV�PEYRGL��1SHIPW��TVSQTXW��MRXIKVEXMSRW��ERH�HEXE�EPP�GLERKI�SZIV�XMQI��3JJ�XLI�WLIPJ�TVSHYGXW�WXMPP�RIIH�XS

FI�GSR«KYVIH�EVSYRH�]SYV�TVSGIWWIW��TIVQMWWMSRW��I\GITXMSRW��ERH�VMWO�XSPIVERGI�

LAUNCH READINESS · WE CAN CLEARLY ANSWER

F Where does it sit in the customer journey?

R What is the blast radius if it gets something wrong?

A How much authority does it have?

M Where does the authoritative information come from?

E What happens when it reaches the limits of what it can safely handle?

+ Can we see exactly what it did, and why?

The right amount of autonomy for the task.

Sourcetoad helps organizations design and build AI-enabled software that works within real

operational, security, and compliance constraints.

SOURCETOAD.COM

INFO@SOURCETOAD.COM

1-888-801-TOAD
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