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Authorship declaration. Philosophy and design authority remain SJS's. Production assistance structured this instrument from the GBS-UDOC Constitutional Proposition, live platform evidence, and the confirmed adapted divisional package map.
1. Purpose
This manual defines the minimum operational sequence for UDOC's first deployments. It is not a full product engineering handbook and not a franchise operations manual. It covers what must be true before a pilot is declared live, how governance gates stay fail-closed, and how pilot evidence feeds U-04 (Sovereign-Verified) and U-06 (risk).
2. Scope of a Pilot
2.1 In scope
•  Single-tenant or controlled multi-tenant UDOC core (API, governance gate, EVA scoring, sealed audit trail, CET/CTE stage tracking, node registry interfaces).
•  One primary counterparty class per pilot: Enterprise SaaS, Government Sovereign, or internal G.O.D.S. division use.
•  Documented data residency and access control for the pilot jurisdiction.
•  Change control for any alteration that affects pillar scoring, licence eligibility, or sealed-log integrity.
2.2 Out of scope for pilot
•  National Backbone or International Architecture scale (those are post-pilot under U-03).
•  Embodiment / hardware enforcement layer as a pilot requirement (aspirational; not a pilot gate).
•  Awarding Sovereign-Verified status during pilot without sustained performance evidence (see U-04).
3. Pre-Flight Checklist (Must Pass Before Go-Live)
•  U-01 Divisional Charter acknowledged by pilot sponsor.
•  H-01 constitutional constraints briefed to technical and commercial leads.
•  Environment isolation: pilot credentials, keys, and databases separated from any public demo.
•  Governance gate: fail-closed default verified with at least one negative test (blocked decision path).
•  Sealed audit trail: write path verified; read path verified for independent counterparty export.
•  POPIA / applicable data-protection baseline recorded (lawful basis, retention, access log).
•  Incident contact tree and rollback plan written (U-06 references).
•  Commercial instrument signed or internal pilot MoU filed (even if zero revenue).
4. Deployment Sequence
1. Environment provision (compute, database, secrets).
2. Core services deploy: API surface, auth, governance gate, EVA, audit writer.
3. Configuration freeze for pilot parameters (jurisdiction, tenant boundaries, feature flags).
4. Negative-path tests (denied decisions, revoked keys, corrupted payload rejection).
5. Positive-path smoke tests (authorised decision, scored event, sealed log entry).
6. Counterparty acceptance sign-off.
7. Pilot clock starts; monitoring and weekly ops review begin.
5. Roles During Pilot
	Role
	Responsibility

	Pilot Sponsor
	Commercial or institutional owner of the pilot outcome

	Technical Lead
	Deploy, monitor, change control, integrity of sealed logs

	Governance Lead
	Ensures fail-closed behaviour and H-01 alignment; may be same person early

	Counterparty Admin
	Tenant-side users, data classification, acceptance tests


6. Evidence the Pilot Must Produce
•  Decision log samples with governance outcomes (allow / halt / escalate).
•  EVA dimension traces for a defined sample of events.
•  Incident log (even if empty) with response times.
•  Change log for every production configuration change.
•  Weekly status note to Sponsor (uptime, blocked decisions, open risks).
This evidence is the input set for any later Sovereign-Verified candidacy under U-04. A pilot is not a certification.
7. Exit Criteria
7.1 Successful pilot exit
•  Pre-flight checklist remains green for the full pilot window.
•  No unresolved critical integrity incident.
•  Counterparty acceptance recorded.
•  Ops handoff package complete (runbooks, credentials ownership, monitoring).
7.2 Abort / hold
•  Sealed-log write failure not restored within defined RTO.
•  Governance gate bypass detected.
•  Unauthorised data export or key compromise.
•  Sponsor or COB (once constituted) issues binding halt under H-01.
8. Honesty Tier
Proven / live: core platform routes and Android APK path exist as operational evidence of the software slice.
Designed: this pilot sequence, role split, and exit criteria — institutionalised here for the first time as a registration-grade ops instrument.
Aspirational: multi-jurisdiction simultaneous pilots and external recognition of pilot evidence as a market standard.
9. Legal Status
Architectural and operational instrument only. Not a customer contract, SLA, or statutory certification. Counsel must still draft binding pilot agreements.
End of GBS-UDOC-02.
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