THE SMART PLANT FRAMEWORK SELF-ASSESSMENT
Is Your Organization Ready for Judgment-First AI?

Based on the book "Judgment Before AI: The Smart Plant Framework for Manufacturing's Digital Transformation" by Lisa Ryan, CSP, MBA

================================================================================

INSTRUCTIONS

This assessment helps you evaluate whether your organization is building judgment infrastructure or quietly eroding it during AI and automation adoption.

Answer each question honestly based on your current reality—not your aspirations. Use the following scale:

0 = Never / Not at all
1 = Rarely / Minimally  
2 = Sometimes / Partially
3 = Often / Substantially
4 = Always / Completely

Your total score will indicate where your organization stands on the judgment infrastructure continuum.

================================================================================

PART 1: JUDGMENT VISIBILITY (Questions 1-4)

1. When experienced operators raise concerns that contradict what your systems report, how often does leadership investigate rather than defer to the data?

   Score: ____

2. How frequently do your performance reviews and recognition systems reward employees for exercising judgment (catching problems early, questioning data, suggesting improvements) rather than just following procedures?

   Score: ____

3. When you implement new automation or AI systems, how consistently do you map which human judgment capabilities the system will replace or augment?

   Score: ____

4. How often do post-incident reviews identify "failure to exercise judgment" as a root cause rather than "failure to follow procedure" or "system error"?

   Score: ____

PART 1 SUBTOTAL: ____ / 16

================================================================================

PART 2: TRAINING & DEVELOPMENT (Questions 5-8)

5. What percentage of your training focuses on developing judgment, problem-solving, and contextual thinking versus procedural compliance and system operation?

   0 = 0-10% judgment-focused
   1 = 11-25% judgment-focused
   2 = 26-40% judgment-focused
   3 = 41-60% judgment-focused
   4 = 61%+ judgment-focused

   Score: ____

6. How systematically do experienced workers mentor newer employees in the "why" behind processes, not just the "what"?

   Score: ____

7. When you deploy new technology, how often do you provide training on when and how to override or question system recommendations?

   Score: ____

8. How frequently do employees across all levels engage in scenario-based training for situations the system hasn't been programmed to handle?

   Score: ____

PART 2 SUBTOTAL: ____ / 16

================================================================================

PART 3: SYSTEM DESIGN & HUMAN OVERRIDE (Questions 9-12)

9. How easily can frontline employees escalate concerns or override automated decisions when they observe something the system missed?

   Score: ____

10. When systems flag anomalies or provide recommendations, how often are humans required to provide judgment-based confirmation rather than automatic acceptance?

   Score: ____

11. How consistently do your systems preserve and surface the context and reasoning behind automated decisions (so humans can understand and question them)?

   Score: ____

12. When automation eliminates a task, how systematically do you evaluate what judgment capability was embedded in that task and ensure it's preserved elsewhere?

   Score: ____

PART 3 SUBTOTAL: ____ / 16

================================================================================

PART 4: KNOWLEDGE TRANSFER & SUCCESSION (Questions 13-16)

13. How deliberately does your organization capture and transfer the judgment-based knowledge of experienced employees before they retire or leave?

   Score: ____

14. When promoting or transitioning people into leadership roles, how thoroughly do you assess their judgment capacity (not just technical competence or tenure)?

   Score: ____

15. How often do you create opportunities for cross-generational learning where experienced workers share judgment-building stories and newer workers share fresh perspectives?

   Score: ____

16. How systematically do you identify and develop "judgment carriers"—the people who hold critical contextual knowledge that isn't documented?

   Score: ____

PART 4 SUBTOTAL: ____ / 16

================================================================================

PART 5: GOVERNANCE & LEADERSHIP ACCOUNTABILITY (Questions 17-20)

17. How consistently does senior leadership review metrics about judgment capacity (e.g., override rates, concern escalations, near-miss reports) alongside operational metrics?

   Score: ____

18. When your organization achieves "perfect" operational metrics, how often does leadership question whether the systems are masking human capability erosion?

   Score: ____

19. How clearly has leadership defined who owns judgment infrastructure across technology, training, operations, and succession planning?

   Score: ____

20. How actively do you protect time and space for employees to think, question, and problem-solve rather than just execute and monitor?

   Score: ____

PART 5 SUBTOTAL: ____ / 16

================================================================================

TOTAL SCORE: ____ / 80

================================================================================

SCORING GUIDE

YOUR RESULTS:

0-20 POINTS: CRITICAL FRAGILITY
Your organization is optimizing for efficiency in ways that create systemic fragility. Judgment infrastructure is eroding rapidly, often invisibly. When something breaks in a way your systems weren't trained to recognize, you likely won't have the human capacity to respond effectively.

IMMEDIATE PRIORITIES:
→ Conduct a judgment inventory: Map where critical judgment currently resides
→ Implement override protocols: Make it easy for people to question systems
→ Pause new automation: Until you understand what you're trading away
→ Start listening tours: Talk to frontline employees about what they're observing

21-40 POINTS: DEVELOPING AWARENESS
You recognize that judgment matters, but it's not yet governed as infrastructure. Some pockets of the organization preserve judgment capability, but it's inconsistent and vulnerable to optimization pressures, leadership turnover, or scaling challenges.

NEXT STEPS:
→ Make judgment visible: Add judgment metrics to your dashboards
→ Redesign training: Shift from compliance-focused to judgment-building
→ Clarify ownership: Assign executive accountability for judgment infrastructure
→ Pilot judgment-first AI: Test technology deployment that builds rather than replaces capability

41-60 POINTS: BUILDING INFRASTRUCTURE
Your organization is intentionally building judgment alongside technology. You're ahead of most manufacturers, but vigilance is required. Success and scale can quietly erode what you've built if governance weakens or attention shifts.

STRENGTHEN YOUR POSITION:
→ Institutionalize practices: Move from pilot programs to standard operating procedures
→ Expand governance: Ensure judgment oversight extends across all AI/automation initiatives
→ Develop judgment leaders: Build a pipeline of people who can sustain this approach
→ Share your story: Document and teach what's working so others can learn

61-80 POINTS: JUDGMENT-READY ORGANIZATION
You are rare. Your organization treats judgment as infrastructure, governs it deliberately, and understands that the smartest plant isn't the most automated—it's the one where human expertise and intelligent systems work in concert. Your challenge now is sustaining this as you scale, as leadership changes, and as technology advances.

SUSTAIN YOUR ADVANTAGE:
→ Guard against complacency: Success breeds assumption; stay vigilant
→ Mentor other manufacturers: Share your framework and lessons learned
→ Keep evolving: What works today may need adjustment as AI capabilities advance
→ Document your governance model: Ensure it survives leadership transitions

================================================================================

WHAT THE SCORES MEAN BY CATEGORY

If you scored LOW (0-8) in any single category, that's your vulnerability point:

• LOW in Part 1 (Visibility): You can't protect what you can't see
• LOW in Part 2 (Training): You're not building judgment capacity in your people
• LOW in Part 3 (System Design): Your technology is replacing, not augmenting, judgment
• LOW in Part 4 (Succession): Knowledge is walking out the door
• LOW in Part 5 (Governance): No one owns judgment infrastructure long-term

If you scored HIGH (13-16) in any single category, that's your strength to build on.

================================================================================

THREE ACTIONS YOU CAN TAKE THIS WEEK

Regardless of your score, here are three immediate steps:

1. MAKE JUDGMENT VISIBLE
   Add one judgment-focused question to your next leadership meeting:
   "What human judgment capability did we lose or gain this quarter?"

2. CREATE SAFE ESCALATION
   Establish one clear channel where frontline employees can flag concerns that contradict system data—and commit to investigating every escalation within 48 hours.

3. START A JUDGMENT INVENTORY
   Identify 3-5 employees who hold critical contextual knowledge that isn't documented. Schedule time to capture their judgment-based insights before they retire, transfer, or leave.

================================================================================

WANT TO GO DEEPER?

This assessment is based on the Smart Plant Framework detailed in "Judgment Before AI: The Smart Plant Framework for Manufacturing's Digital Transformation" by Lisa Ryan.

The book provides:
→ A complete framework for building judgment infrastructure
→ Real stories from 200+ manufacturing leaders
→ Practical strategies for implementing judgment-first AI
→ Governance models that work across scale and succession

GET THE BOOK:
Available on Amazon in paperback, ebook, and audiobook formats.
Search: "Judgment Before AI" or visit LisaRyanSpeaks.com

WORK WITH LISA:
Lisa Ryan, CSP, MBA, works with manufacturing organizations to implement the Smart Plant Framework through:
→ Keynote presentations for conferences and leadership retreats
→ Workshops for operations and leadership teams
→ Strategic consulting on judgment infrastructure design
→ Custom assessments and implementation roadmaps

Contact: Lisa@Grategy.com
Website: LisaRyanSpeaks.com
Podcast: Manufacturers-Network.com
LinkedIn: LinkedIn.com/in/AskLisaRyan

================================================================================

© 2026 Lisa Ryan / Grategy. All rights reserved.

The Smart Plant Framework™ is a trademark of Grategy.

Permission granted to share this assessment with colleagues in your organization. 
For bulk distribution or customization, contact Lisa@Grategy.com

================================================================================

REFLECTION QUESTIONS

After completing this assessment, consider:

1. What surprised you most about your score?

2. Which specific question revealed the biggest gap in your current approach?

3. If you could only improve one area in the next 90 days, which would create the most value?

4. Who in your organization needs to see these results?

5. What would a judgment-ready organization look like in your specific context?

Share your insights with your leadership team and start the conversation about judgment infrastructure.

The decisions you make today about technology, training, and human judgment will echo for decades.

Choose wisely.

================================================================================

END OF ASSESSMENT
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