
AI Agent Release Proposal
Complete this form before releasing any AI agent or LLM-powered tool — whether it's a simple helper or a fully automated workflow. The goal isn't paperwork. It's making sure you've thought through the one thing that matters most: what happens when your agent can't get the answer?  Fill in every field. Blank fields block your release. If something truly doesn't apply, write one sentence explaining why.
Owner: ___________________   |   Team: ___________________   |   Date: ___________________   |   Version: ___________
⚠️  The One Question That Can Block Your Release
Before you write anything else, answer this in your head: "When my agent can't get the data — a tool fails, an API times out, a query returns nothing — what does it do?" If your honest answer is "it makes its best guess" or "I haven't thought about it," stop here and fix that first. An agent that admits it doesn't know is fine. An agent that invents a confident, wrong answer is not. Everything else in this form is coaching. This is the gate.
Section 1 — Who Built This and What Is It?
	Field
	Your Answer
	Why We Ask

	Agent / Tool Name
⚠ Required
	
	We check for name collisions with existing tools. If your name is close to something that already exists, say so and explain the difference.

	Owner Amazon Alias
⚠ Required
	
	Who's accountable post-release. One alias only — the buck stops here.

	Team / Program
⚠ Required
	
	Helps route the review to the right approvers.

	Who will use this?
⚠ Required — check one:
☐ Internal (just my team)
☐ Internal — cross-team
☐ Customer-facing
	
	This single field determines your approval tier. Customer-facing tools go through a higher bar — not more questions, just stricter scoring on safety.

	System Type
⚠ Required — check one:
☐ Workflow (fixed steps, predictable paths — like a script with an LLM step)
☐ Autonomous Agent (LLM decides what to do and which tools to use)
	
	A workflow that follows a fixed script carries lower risk than an agent that chooses its own path. This one field changes how strictly your safety answers are scored.

Not sure? If you can draw a flowchart of every step in advance, it's a workflow.



Section 2 — What Problem Does This Solve?
This section is for your reviewers, not for you. Write it so a PM who doesn't know your team can understand why this exists and whether it's worth the risk.
	Field
	Your Answer
	Guidance

	What's the problem?
⚠ Required
	
	Name the specific pain point. Who experiences it, and how often? ‘Saves time’ is not a problem statement.

Good: "Our oncall team manually scans 3 dashboards every morning to flag signal failures — takes ~45 min and is error-prone."
Weak: "Improves operational efficiency."

	What does the agent replace?
⚠ Required
	
	Describe the current manual process concretely. What steps does a human do today? This helps reviewers understand the blast radius if the agent gets it wrong.

	How will you know it's working?
⚠ Required
	
	At least one measurable outcome. Hours saved, error rate reduced, tickets resolved. If you can't measure it, you can't monitor it post-release.



Section 3 — How Does It Work?
You don't need a technical design doc here. You need enough detail that someone could understand what the agent touches and what could go wrong.
	Field
	Your Answer
	Guidance

	AI model / platform
⚠ Required
	
	Be specific: "Claude Sonnet via Bedrock," "Orcha 3.x," "GPT-4o via Azure." Not just 'an LLM' — model version matters for regression testing when things change.

	What does it read?
(All data inputs)
⚠ Required
	
	List every source: APIs, files, Taskei tickets, Slack channels, email, databases. If it reads customer data, say so here.

	Does it take autonomous actions?
⚠ Required — check one:
☐ No — read-only, produces a report or recommendation only
☐ Yes — it writes, posts, updates, or modifies things automatically
	
	Autonomous means it acts without a human approving each step. When in doubt, check Yes.

	If Yes above — what exactly does it do?
(Skip if No)
	
	Don't say 'updates records.' Say which records, via which API, triggered by what event.
Example: "Posts a Slack reply to #ops-alerts when a signal failure is detected in Kaleidoscope. Does not modify any system of record."

	What human checkpoints exist?
⚠ Required if autonomous actions = Yes
	
	Where does a human review or approve before consequential action? If there are none, explain why and expect elevated scrutiny.

	What happens when it fails?
⚠ HARD GATE — Required for every agent
	
	This is the most important field in the form. Answer for: tool timeout, API error, empty result, ambiguous input.

Good: "Agent surfaces the error message, posts 'I was unable to retrieve this data — [reason],' and stops."
Not acceptable: "It will retry automatically." (without human notification)
Not acceptable: "It will not fail."
Not acceptable: Blank.

	What version is being reviewed?
⚠ Required
	AI model + version: e.g. Claude Sonnet 3.7 via Bedrock, as of 2026-07-07
Prompt/skill version: e.g. SKILL.md v1.2, commit hash abc123
	Lock the exact model and prompt version you tested against. If either changes after release, you must resubmit before continuing to operate.

	What changes trigger a re-review?
⚠ Required — check all that apply:
☐ Model version change
☐ Prompt or instruction change
☐ New tool added or removed
☐ Data source change
☐ Scope expansion (new use cases or audiences)
	
	If any box is checked after release, you must resubmit before continuing to operate. Orko re-runs automatically on resubmission.



Section 3B — Safety Checklist
For read-only internal tools, these are advisory — we're coaching you, not blocking you. For customer-facing or autonomous-action agents, these become mandatory. Either way, if something is N/A, write one sentence explaining why — don't leave it blank.

Not sure which applies to you? Check your answer in Section 1 (Who will use this?) and Section 3 (Does it take autonomous actions?) first — those two fields determine your scoring bar.
	Safety Check
	Your Answer
	What This Means

	Source Grounding — HARD GATE
	
	Can every fact, number, or ID your agent outputs be traced to something it actually retrieved? If it can emit a number it never fetched, this fails.

	Graceful Exit on Failure — HARD GATE
	
	When a tool fails or returns empty, does the agent stop and say so — or keep going and guess? It must stop and surface the error. Auto-retry without human notification is not acceptable.

	Credentials / Secrets — HARD GATE
	
	If your agent handles tokens or API keys, confirm they are never logged, printed, or included in any output. If no credentials are used, write N/A — no credentials used.

	Scope Confirmation
	
	How does the agent confirm it is acting on the right target before doing anything? Especially important if it reads from a list or queue.

	Read Before Write
	
	Does the agent read and inspect current state before modifying anything? Blind writes are risky. Example: agent fetches current values before updating, and aborts if the record changed.

	Dry-Run / Preview Mode
	
	Can the agent show you what it is about to do before it does it? Required if it touches more than one record at a time. If read-only, write N/A and explain.

	Bulk Action Guard
	
	If the agent can act on multiple records — what is the numeric limit before it requires confirmation? You must define a specific number. We cannot define it for you. Do not write a placeholder — Orko treats any placeholder (e.g. "[define threshold]") as a BLOCK. Write a real number. Example: Max 25 records per run. Agent halts and notifies owner if exceeded.

	Irreversibility Warning
	
	Does your agent take any actions that cannot be undone — sending emails, deleting records, posting externally? If yes, list each one and the confirmation step before it fires.

	Rollback / Undo Path
	
	If something goes wrong after the agent acts, how do you undo it? Name a script, playbook, or API. If read-only, write N/A. If irreversible, name the escalation path.

	Collision Guard
	
	Does your agent's name or trigger phrase overlap with any existing tool? If you are the only one, write: No known overlaps — confirmed against [location].

	Rate / Session Limit
	
	What is the maximum number of actions or API calls in a single run? Name a specific ceiling. Example: Max 50 queries per session. Halts and notifies owner if exceeded.



Section 4 — Risk &amp; Data Sensitivity
Be honest here. Reviewers aren't looking for perfection — they're looking for self-awareness. A builder who understands their tool's failure modes is far more trustworthy than one who says everything is Low risk with no explanation.
	Field
	Your Answer
	Guidance

	Data classification
Check one:
[ ] Public
[ ] Internal
[ ] Confidential
[ ] Restricted
	
	When in doubt, go one level higher than you think. If your agent reads anything from internal systems, it is at minimum Internal.

	Does it access customer data?
Check one:
[ ] No
[ ] Potentially
[ ] Yes
	
	Cross-check against Section 3 data read list. If there is any doubt, check Potentially and explain. Inconsistency here with Section 3 is a flag.

	What is the blast radius?
Check one:
[ ] Low (affects only me or my team)
[ ] Medium (affects cross-team data or workflows)
[ ] High (affects customer-facing data or large record sets)
	
	Low is not a free pass. If you check Low, describe the worst-case scenario in plain language. Example: Worst case: agent flags the wrong station as inactive, requiring a manual correction ticket.

	Hallucination risk — how do you detect it?
	
	This is not asking how likely it is. We know it is always possible. We are asking: how will you know when it happens?

Not acceptable: unlikely or it uses real data.
Good: Agent quotes the source text it used. Reviewer can verify every claim against the original.

	What are your top 3 failure modes?
	
	List three distinct ways this could go wrong. Not three versions of the same thing.

Example:
1. API timeout causes empty output with no user notification
2. Agent acts on stale cached data after a schema change
3. Ambiguous input causes agent to target the wrong record

	Are any actions irreversible?
Check one:
[ ] No
[ ] Yes — describe undo path below
	
	If yes, describe the specific undo mechanism or manual recovery playbook. Stating irreversible with no recovery path is a hard blocker.



Section 5 — Testing &amp; Evaluation
You must test before you release. The bar is simple: internal tools need at least 10 test cases. Customer-facing tools need 25 or more. The most important test isn't whether it gets things right — it's whether it admits when it can't.
	Field
	Your Answer
	Guidance

	How many test cases did you run?
	
	Minimum: 10 for internal tools. 25+ for customer-facing. But count alone is not enough — your cases must cover all four categories below. Zero coverage in any category = incomplete testing plan regardless of total count.

Happy path (3+): valid input, all tools return data, correct output produced.
Failure / empty result (3+): tool timeout, API error, empty query — does agent halt and surface the error?
Ambiguous / edge case (2+): duplicate names, missing required field, unexpected format.
Bulk / scope boundary (1+): if agent acts on multiple records, test at the limit and one over. Write N/A if read-only.

For each test case record: input → expected output → actual output → pass/fail. Do not submit a count without this breakdown.
This is the same bar used by the SODA Brain and Triage Agent evaluations (Amazon internal AI quality benchmarks). If you have not hit the minimum, do not submit yet.

	Hallucination rate result
	
	Required for every agent, no exceptions.
State a number or write: Zero fabricated facts detected across [X] test cases.
Blank here blocks your submission regardless of tier.

	Abstention scoring — how did you handle 'I don't know'?
	
	Your evaluation must score THREE outcomes, not two:
1. Correct answer
2. Agent said 'I cannot retrieve this' (abstention) — this is acceptable
3. Agent gave a confident wrong answer — this is the failure mode

An agent that says ‘I don’t know’ when it should score BETTER than one that guesses wrong. Abstention means the agent declined to answer rather than producing a potentially wrong response — that is the correct behavior. If your evaluation treated abstentions (declined-to-answer responses) as failures, re-run it.

	What were your ground truth sources?
	
	How did you verify the correct answers in your test cases? Name the sources.
Example: WBR-confirmed metrics, PM sign-off, direct API response compared to output.



Section 6 — Approval Tier
Your approval tier is auto-derived from Section 1 (audience) and Section 3 (autonomous actions). Use the table below to self-select — but note that Orko will verify your selection and flag if you've chosen a lower tier than your answers require. This is the most common submission error. The usual mistake: builders check Internal Read-Only when their agent actually writes, posts, or modifies something. If it takes any autonomous action — even posting a Slack message — it is Internal Write at minimum.
	Tier
	Applies When
	Required Sign-Off

	Internal Read-Only
	Internal audience + no autonomous actions (agent only reads and reports)
	Owner self-attests. Program Lead spot-check.

	Internal Write
	Internal audience + autonomous actions that modify internal systems
	Owner + Program Lead (rodriugi)

	Cross-Team
	Used by multiple teams internally, or autonomous actions touching shared systems
	Owner + Program Lead (rodriugi) + Manager (landosma)

	Customer-Facing
	Any agent or output that reaches customers, or feeds into customer-facing reporting
	Owner + Program Lead (rodriugi) + Manager (landosma) + Julian Kuhn



My tier (check one):   [ ] Internal Read-Only     [ ] Internal Write     [ ] Cross-Team     [ ] Customer-Facing
Section 7 — Post-Release Monitoring &amp; Kill Switch
	Field
	Your Answer
	Guidance

	Do you have a kill switch?
Check one:
[ ] Yes
[ ] No
	
	Required if your agent takes any autonomous actions.
Describe it: how do you turn it off right now if something goes wrong? This should be a one-step answer.

Example: Disable the Orcha skill or revoke the Slack trigger. Submissions revert to manual review instantly.

If your agent has no autonomous actions: write N/A — read-only, no actions to halt.

	What is your monitoring cadence?
	
	Name a specific schedule. 'As needed' is not a monitoring plan.

Example: Reviewed weekly during stand-up. Spot-checked against human output monthly. Re-evaluated each CPR cycle.

	What signals tell you it's broken?
	
	What would you look for to know your agent is producing bad output?

Example: Reviewer disagrees with QC verdict more than 2x in a week. Hallucination rate above zero on any spot-check.

	If this agent causes an incident, who owns the COE?
⚠ Required if autonomous actions = Yes

COE owner alias:
What constitutes a reviewable incident:
Review process:
	
	Name the person who files the Correction of Errors if this agent produces a bad output at scale.

Define the threshold. Example: "Agent posts incorrect data to more than 1 record, or any output that required manual correction."

What happens after an incident? Example: "File SIM ticket against LCXO AI governance room, tag rodriugi, pause agent until root cause identified."

If read-only: write N/A — no actions that could cause a COE-level incident.



Section 8 — Sign-Off
By signing below, the owner attests that all fields are complete and accurate to the best of their knowledge. This document will be reviewed by Orko (automated QC) before reaching human approvers. Orko does not approve or reject — it surfaces gaps so your reviewers can focus on judgment calls, not blank fields.
	Role
	Name / Alias
	Date

	Agent Owner (required)
	
	

	Program Lead — rodriugi (required for Write tier and above)
	
	

	Manager — landosma (required for Cross-Team and above)
	
	

	Evaluation Lead — Julian Kuhn (required for Customer-Facing only)
	
	



How to Submit
1. Complete every field. If something is N/A, write one sentence explaining why — do not leave it blank.
2. Save this document as: [YourAgentName]_1Pager_v[version]_[YYYY-MM-DD].docx
   Example: OrcaAgent_1Pager_v1.0_2026-07-07.docx
3. Submit to: https://dlpa68mc9q8k.cloudfront.net/ — paste your content or attach the .docx directly. Orko will run automatically.
4. Orko will review your submission automatically and post a QC Compliance Report within 60 seconds.
5. Human review begins only after Orko issues a READY FOR REVIEW verdict.
6. If you receive REVISE AND RESUBMIT — fix the listed items and resubmit. Orko re-runs automatically.

Questions? Contact rodriugi or visit https://dlpa68mc9q8k.cloudfront.net/
Template version: 1.3  |  Owner: Rodrigo Gil (rodriugi)  |  Program: LCXO AI Agent Quality &amp; Governance  |  Last updated: July 7, 2026
