project-state — Roadmap and KPIs
Date: 2026-04-28  ·  Horizon: Apr 2026 — Dec 2026
Roadmap phases
	Phase
	Timeline
	Scope

	v2.0 (Done)
	Apr 2026
	18 skills, 5 packs, migration script, full docs, project website

	v2.0.x Hardening
	May–Jun 2026
	Starter pack hardening (M02), validation suite (M09)

	v2.1 Features
	Jun–Sep 2026
	Matrix editor (M03), pack registry (M04), orchestrator scheduling (M08)

	v2.1 Release
	Aug–Sep 2026
	Cut v2.1 with self-driving orchestrator + matrix editor

	Compliance Expansion
	Aug–Dec 2026
	Wave 1 academic/federal (M05), Wave 2 industry/regulatory (M06)

	Portfolio
	Sep–Nov 2026
	Multi-project dashboard (M07)


Key Performance Indicators
	KPI
	Target
	Current
	Milestone

	Pack maturity
	4 starter packs promoted to production
	0/4
	M02

	Test coverage
	Schema validators + pre-commit hooks in CI
	0%
	M09

	Self-driving ops
	Orchestrator fires on cron, no human initiation
	Not started
	M08

	Non-technical access
	Matrix editor usable by non-technical PLs
	Not started
	M03

	Pack distribution
	Install packs by name from registry
	Not started
	M04

	Compliance breadth
	3+ additional compliance packs (beyond pic-pcais)
	0/3
	M05, M06

	Portfolio support
	Dashboard across 3+ project instances
	Not started
	M07

	Community
	Public repo + CONTRIBUTING.md + first external pack
	Not started
	—


Success criteria for v2.1
1. All four starter packs at production maturity (validated on real projects).
2. Substrate validation suite catches schema drift and cross-reference breaks.
3. Orchestrator runs on cron and generates draft reports without human initiation.
4. Matrix editor allows non-technical PLs to add/edit reporting entries.
5. At least one compliance pack from Wave 1 reaches production maturity.
Pack maturity targets
	Pack
	Current
	Target
	Milestone

	pic-pcais
	production
	production
	Maintain

	client-services
	starter
	production
	M02

	board-investor
	starter
	production
	M02

	agile-default
	starter
	production
	M02

	open-source-community
	starter
	production
	M02

	nserc-academic
	—
	production
	M05

	nih-rppr
	—
	production
	M05

	nsf-merit
	—
	production
	M05

	soc2-evidence
	—
	starter+
	M06

	iso-27001
	—
	starter+
	M06

	eu-horizon
	—
	starter+
	M06






