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Shared Power Bank 90-Day Pilot Validation Scorecard
A printable, evidence-led workbook for a 30 / 60 / 90-day pilot review.

RED LINE  →  EVIDENCE  →  WEIGHTED REVIEW  →  HUMAN DECISION
  →    →    →  
Bajie Charging  |  Bilingual Edition 
Version 1.0  ·  Project-specific targets required before interpretation
	Control item 
	Record 

	Version 
	1.0

	Review cycle 
	Day 30 · Day 60 · Day 90

	Project name 
	

	Document owner 
	



1. Usage rules and limitations    
The 50–100-station range is Bajie Charging's planning reference for scale-intended validation, not a universal minimum, purchase requirement or success threshold.

Ninety days is a planning and review cycle, not a profitability, ROI or payback promise; a project may approve a different observation period and should explain any extension.

Targets and interpretation bands are project-specific, must be approved before use and cannot override an open red-line blocker; this scorecard defines no public fixed Go cut-off.

Payment availability depends on country, merchant entity, currency, provider approval and project scope.

Averages do not replace analysis of distribution, venue role, exceptions and change history; missing evidence must be disclosed rather than estimated or invented.

Calculated completion and weighted scores support review but never automatically declare market success or readiness to scale; management records the final human decision.

2. Pilot Charter and approval block  
Complete and approve this block before pilot interpretation.

	Charter field 
	Shared project answer area 

	Business question 
	

	Scope, station range and approved exposure 
	

	Decision owner and review calendar 
	

	Interpretation bands and change control 
	

	Approval signatures and dates 
	



3. Market-readiness and red-line gate  
Only a red line explicitly assessed as closed is cleared; a not assessed or open red line makes Go unavailable.
	Red-line blocker
	Status 
	Impact
	Containment 
	Owner · due date
	Closure evidence  
Retest result 
Approver 

	Uncontrolled safety or regulatory risk 
	☐ Not assessed 
☐ Open
☐ Closed 
	
	
	
	

	Production payment, collection or settlement responsibility is unclear
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	Incorrect billing, payment-without-release or refund failure lacks an effective control 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	Reconciliation cannot connect orders, payments, releases, returns and refunds 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	Privacy, access control or sensitive-data exposure is uncontrolled 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	Required venue permission or operating authorization is missing 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	Critical source data is unavailable, materially incomplete or not auditable 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	A critical device, software or payment failure repeats after corrective action 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	A material incident has no accountable owner or escalation route 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	

	The pilot exceeds its approved budget, station scope or risk exposure without authorization 
	☐ Not assessed 
☐ Open 
☐ Closed 
	
	
	
	



4. Deployment register   
	Station 
	Venue and role 
	Go-live date 
	Owner 
	Exceptions 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



5. Go-live acceptance checklist   
	Acceptance item 
	Evidence and result 
	Owner 
	Status 

	Venue authorization and physical safety 
	
	
	☐ Pass
☐ Conditional
☐ Blocked

	Payment, release and refund controls 
	
	
	☐ Pass
☐ Conditional
☐ Blocked

	Connectivity, fleet state and monitoring 
	
	
	☐ Pass
☐ Conditional
☐ Blocked

	Data access, privacy and reconciliation 
	
	
	☐ Pass
☐ Conditional
☐ Blocked

	Support, incident and escalation route 
	
	
	☐ Pass
☐ Conditional
☐ Blocked



6. KPI dictionary and evidence-definition sheet   
	KPI 
	Definition and formula 
	Source, rules and time basis 
	Owner 

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



7. Seven-dimension weighted scorecard   
Dimension score = average criterion score ÷ 4 × dimension weight. Total score = sum of the seven dimension scores (maximum 100).

User Demand & Activation 

	Criterion 
	Shared evidence and answer area 
	Score (0–4) 

	Observed user need 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage  
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Station discovery and journey clarity  
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Demand-to-rental funnel  
	Definition
________________________________________________________________
Project-specific target
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Demand evidence coverage
	Definition
________________________________________________________________
Project-specific target
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



User & Payment Journey
Weight  : 20 points
	Criterion
	Shared evidence and answer area 
	Score (0–4) 

	Pricing, terms and support disclosure  
	Definition  
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Live payment completion 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest   
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Payment, order and release integrity  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Return and billing completion 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Refund, dispute and reconciliation control 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest   
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



System & Fleet Availability 
Weight: 15 points
	Criterion
	Shared evidence and answer area 
	Score (0–4) 

	Station online and service availability  
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest 
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Rentable inventory and fleet balance  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result 
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Return-state and inventory integrity  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result 
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Fault diagnosis and recovery 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest 
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



Venue & Network Effectiveness 
Weight: 15 points
	Criterion 
	Shared evidence and answer area 
	Score (0–4) 

	Representative venue mix 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest   
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	In-venue position effectiveness 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Defined network roles 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result ________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest 
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Network distribution and return usefulness 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



Operations & Support Repeatability 
Weight : 15 points
	Criterion 
	Shared evidence and answer area 
	Score (0–4) 

	Routine operating control 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Incident and support closure  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest 
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Measured operating workload  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________

	Operating process repeatability  
	Definition  
________________________________________________________________
Project-specific target  
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest 
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score  
________________________________________________________________



Merchant Development & Cooperation  
Weight  : 10 points
	Criterion
	Shared evidence and answer area 
	Score (0–4) 

	Venue development funnel 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Merchant onboarding readiness 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Merchant cooperation and retention 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



Data & Economic Traceability 
Weight : 10 points
	Criterion
	Shared evidence and answer area 
	Score (0–4) 

	Approved KPI dictionary
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest   
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Source quality and auditability 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Traceable operating costs 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest  
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________

	Material change history 
	Definition 
________________________________________________________________
Project-specific target 
________________________________________________________________
Source · period · coverage 
________________________________________________________________
Day-30 / 60 / 90 result
________________________________________________________________
Exception · evidence reference · confidence 
________________________________________________________________
Conclusion status · owner · due date · retest   
________________________________________________________________
	☐ 0   ☐ 1   ☐ 2   ☐ 3   ☐ 4
________________________________________________________________
Score 
________________________________________________________________



	Dimension
	Weight
	Dimension score (blank)

	User Demand & Activation
	15
	

	User & Payment Journey
	20
	

	System & Fleet Availability
	15
	

	Venue & Network Effectiveness
	15
	

	Operations & Support Repeatability
	15
	

	Merchant Development & Cooperation
	10
	

	Data & Economic Traceability
	10
	

	Total score
	100
	



8. Day-30 stability review: Stabilize/Restrict/Proceed  
	Review prompt
	Shared answer area

	Stability evidence and critical exceptions
	

	☐ Stabilize  ☐ Restrict  ☐ Proceed — rationale
	

	Condition, owner and due date
	



9. Day-60 adjustment review and final-phase hypotheses 
	Hypothesis or adjustment 
	Variable and affected stations 
	Owner · due date · retest window 

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



10. Issue, corrective-action and retest register    
	Issue 
	Corrective action 
	Owner · due date
	Retest result 
	Status 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



11. Day-90 Evidence Pack completeness index  
	Evidence item
	Reference and coverage
	Completeness 
	Reviewer

	Approved charter and change history 
	
	☐ Complete
☐ Partial
☐ Missing
	

	Deployment and go-live acceptance 
	
	☐ Complete
☐ Partial
☐ Missing
	

	KPI extracts and reconciliation
	
	☐ Complete
☐ Partial
☐ Missing
	

	Incident, corrective-action and retest records
	
	☐ Complete
☐ Partial
☐ Missing
	

	Venue, payment, privacy and authorization evidence
	
	☐ Complete
☐ Partial
☐ Missing
	



12. Go / Adjust / Stop decision sheet and controlled-scale conditions 
Select and approve a management decision only after review. This workbook does not make the decision automatically.

	Human decision
	Definition 
	Conditions, approver and date 

	☐ Go
	All red lines are closed; reliable evidence supports controlled replication; the team can support a defined next wave; remaining risks have owners and limits.
	

	☐ Adjust 
	The opportunity remains plausible but repairable gaps or insufficient evidence remain; the next test states the variable, owner, due date, affected stations and retest window; no uncontrolled expansion occurs before review. 
	

	☐ Stop 
	A critical risk remains open, a material issue repeats after correction, evidence cannot be audited, or the proposed operating model cannot be supported; the exit plan covers users/orders/refunds, assets, venues, data and suppliers.
	



13. Exit-plan checklist for Stop decisions  
	Exit item
	Owner and due date 
	Evidence of completion 

	Users, open orders and refunds
	
	

	Assets, station removal and inventory
	
	

	Venues, suppliers and communications
	
	

	Data export, retention and access closure
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