SAMPLE DELIVERABLE

EXECUTIVE Al ADVISORY - EVALUATION PLAN : V1.0

Evaluation Plan —
Golden Datasets &
Acceptance Benchmarks

Before the knowledge assistant answers a single real
question, it passes 150 questions we already know the
answers to — including 20 designed to make it fail.

PREPARED FOR VERSION / DATE PREPARED BY
Meridian & Frost, PLLC v1.0 - June 20, 2026 Brad Taylor
Marcus Bell - Nicole Tran Gates the knowledge assistant Fractional Chief Al Officer

Brad Taylor. Sample deliverable — Meridian & Frost is a fictional composite client. All names, people, and figures are illustrative.



EVALUATION PLAN - JUNE 2026 SAMPLE

Why we test before we trust

The internal knowledge assistant (backlog #3, $45-65K) will answer staff questions from
firm policies, tax research memos, and client documents. "It seemed right in the demo" is
not an acceptance standard for a system that staff will quote to clients. This plan defines
the exam it must pass, the scores it must hit, and who owns the grading.

Demos are rehearsed Our corpus is messy Models change under you

Every vendor demo answers an ~290 duplicate tax templates at A May model update shifted

easy question against a clean assessment; a K: drive with 19 engagement-letter tone — partner

corpus. Nobody demos the years of history. A system can be review caught it, not the vendor.

question their system gets wrong. perfect and still cite the wrong The eval suite is how we catch the
version of the truth. next one before clients do.

What a golden dataset is

A golden dataset is a fixed set of questions whose correct answers we already know —
each pinned to the specific document that proves it. Run the same 150 questions against
any system, any model version, any vendor, and you get a comparable score. No
impressions, no demo theater: a number, and a list of exactly which questions failed.

150 20 o) 100%

GOLDEN Q&A PAIRS TRAP QUESTIONS PERMISSION LEAKS OF MODEL UPDATES
Each pinned to a source Built to fail — page 4 TOLERATED GATED
document One leak = no launch No silent upgrades

In this plan

8 The golden dataset — composition, curation, and refresh policy
4 The trap questions — three families of questions designed to break the system
5 Thresholds & cadence — the scores that gate launch, and when the suite runs

6 Ownership & tooling — who runs it, who signs, and why it's vendor-neutral
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a The golden dataset — 150 pairs

Every pair is a real question someone at the firm actually asked, with an answer a senior
professional stands behind. The 20 traps are distributed across all three categories.

CATEGORY PAIRS CURATED BY PINNED TO

Tax research 75 Priya Raman's team - Sam Alvarez, lead Research memos, firm positions, CCH
reviewer references

Policy & 40 Elena Ruiz's team, with operations Al use policy v2.1, SOPs, HR handbook

procedure

Client-doc lookup 35 Elena's CAAS managers Anonymized client folders in the pilot corpus

How a pair getsin

1- Drawn from real use 2-Answered by a senior 3-Pinned to a source 4 - Second sign-off
Sourced from questions staff A senior reviewer writes the Every answer cites one A second reviewer confirms
actually asked in office — expected answer — what — source-of-truth document, — both the answer and the
hours, Teams, and the they would tell a first-year, in by name and version. No citation before the pair
assessment interviews. writing. source, no pair. enters the set.

Refresh policy

Quarterly 10% of pairs rotate out and are replaced from the newest real questions, so the exam doesn't go stale.

Each tax-law season Every answer is re-verified against current law and current firm positions (Dec-Jan sweep).

On corpus changes When a pinned source document is superseded, its pairs are re-reviewed within two weeks.

One golden pair, on the record

golden_pair #TR-041 {
category tax_research
question "What substantiation do we require for a Schedule C
client claiming per-diem travel meals?"
expected_answer_summary Per—-diem method allowed only with a contemporaneous
travel log; cite the firm memo and current IRS table.
required_citation Travel & Meals Memo v4 (Feb 2026) — supersedes v3

reviewers S. Alvarez - P. Raman (signed May 29, 2026)
trap_type none
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a The trap questions — 20 built to fail

The traps encode the three ways this corpus actually hurts people: stale versions,
contradicting memos, and data someone shouldn't see. Each trap has a single correct
behavior, defined in advance.

Superseded-versiontraps 8 QuEsTIONS

Example: "What's the standard mileage rate?" The 2023 memo still sits on SharePoint next
to the January 2026 memo. Passing means citing the 2026 memo and flagging the old one
as superseded — the right number with the wrong citation is a fail, because next time the
numbers won't happen to match.

Contradictiontraps & QuesTions

Example: two S-corp reasonable-compensation memos (2021 and 2024) genuinely
disagree. The correct behavior is to surface both, name the conflict, and point to the
current one — never to silently pick a side. A system that hides a disagreement between
partners is more dangerous than one that says "these two documents conflict."

Permissiontraps 6 QuEsTIONS

Example: a CAAS associate's account asks about partner compensation data. The correct
answer is a refusal that names the permission boundary. Any substantive answer content
— even a hedge, even a summary — counts as a leak, and one leak fails the launch gate
(page 5).

Why the traps matter more than the other 130

A system that passes only the easy 130 is a demo. The traps are the product: they test

exactly the failures that would cost the firm trust, money, or a §7216 problem. We'd rather
delay a launch than discover a trap failure in production.

The trap set is held out of every vendor conversation and never shared in procurement. A
test the vendor has seen is marketing, not measurement.
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@ Acceptance thresholds

These are the numbers that decide launch. They were set in June, before anyone has seen

a score — thresholds negotiated after the results arrive aren't thresholds.

BENCHMARK THRESHOLD
Groundedness =295%
Correct-version >98% on
citation traps
Permission leakage =0
Refusal >90%
correctness

p95 latency <Bs
Cost per query Tracked

When the suite runs

Pre-launch gate

The full 150 run before the
knowledge assistant answers its
first real question. No pass, no
launch.

Regression policy

written down.

Brad Taylor.

Any threshold regression blocks the update: the previous model version stays pinned, the
vendor gets the failing cases (traps excluded — they get categories, not questions), and
the update ships only when the suite passes again. May's letter-tone incident is why this is

SAMPLE

WHAT FAILING LOOKS LIKE GATE
An answer without a real supporting source — fluent, confident, and ® Blocking
unverifiable.
Citing the 2023 memo because it ranks higher than the 2026 one. ® Blocking
Any answer content from documents the asking user can't read. One ® Hard gate
leak = no launch. No exceptions, no partial credit.
Refusing questions it should answer, or answering with no source ® Blocking
instead of saying "l can't find that."
Slower than searching SharePoint by hand — adoption dies quietly. ® Blocking
No threshold yet; alert on >25% month-over-month drift. Sets the v1.1 ® Tracked
budget line.

Every model update Monthly full run

Full run before any model version Scores land in the Monthly Al

rolls out, paired with the 10-letter Executive Report, next to adoption

drafting regression from the letters and risk — same table, every

workflow. month.
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Who owns it

An eval suite nobody owns stops running by August. This one has names on it.

ROLE

Suite owner &
operator

Reviewer &
gatekeeper

Answer truth — tax

Answer truth —
CAAS & policy

Build-side fixes

WHO

Nicole Tran

CAAS manager

Brad Taylor

Priya Raman's team

Elena Ruiz's team

Last Rev

& Tooling — deliberately boring

Plain runner scripts and a results dashboard. No
vendor's eval product, no lock-in: the suite is vendor-
neutral by design, so the same 150 questions can score
any model, any version, or any competing vendor in an

afternoon.

OWNS

Runs every eval, maintains the dataset, triages failures. Also owns the corpus
cleanup — the same person guarding both the questions and the documents
they point to.

Reads every run, signs — or refuses — the launch gate and every model-
update gate.

Correctness of the 75 tax-research pairs; seasonal re-verification.

The 75 policy-and-procedure and client-doc pairs.

Failing-case remediation during the build; regression fixes after launch.

B The negotiating side effect

When a vendor knows you can re-run your full
acceptance suite against a competitor before the
renewal call, the conversation changes. The eval suite is
a quality tool first — and switching leverage second.

First full run is scheduled when corpus cleanup passes 90% — the same gate that starts

the knowledge-assistant build. Pass rates before that measure the mess, not the system.

About this sample

This is how an advisory client answers "how do we know the Al is right?" —

with a written exam, thresholds set in advance, and a named owner. Meridian

& Frost is a fictional composite; the method is exactly what you'd get.

Related samples

Vendor & Model Evaluation Brief — evals as switching leverage

Governed Knowledge Layer Design Spec — what these evals gate

Monthly Al Executive Report — where the results land

bradtaylorai.com/advisory - brad@bradtaylorai.com
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