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Build Sequence

Harbour & Pine — the support assistant, and what it may decide
Harbour & Pine · extracted 2026-09-28 · revised 2026-09-24

The proposed build order and definitions of done. Hard prerequisites and decisions requiring 
build evidence are listed separately. Other relationships described in the rationale may inform a 
decision without preventing it from being made earlier. Schedule validation checks this model, 
not the truth of its assumptions.

Read alongside the decision envelope, which records the decisions referenced below.

1. Enabler · The reply standard — what may be said, on what evidence

HP-013 is the same missing document as HP-004's route: what counts as a correct reply. 
Written down, it becomes a check a rule can apply, and it is what the shadow run in BS-003 
drafts against.

Settles, or makes settleable:

• HP-013 What counts as a correct reply

Must already be settled before this starts:

• HP-005 Where reporting status ends and promising an outcome begins

Done when. One document, owned by Maya and agreed with Jon, stating what makes a reply 
correct as distinct from fluent, with a hundred past replies labelled against it.

Ref Criterion How it is checked Against what

BS-001.C1 Every claim in a labelled 
reply resolves to a named 
record field or is marked 
judgement.

every(claim in 
reply, claim.field 
!= null or 
claim.kind == 
'judgement')

The labelled set

BS-001.C2 A hundred past replies 
labelled by two people, 
disagreeing on no more than 
five.

manual The labelled set
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Ref Criterion How it is checked Against what

BS-001.C3 Maya has signed the 
document and Jon has read 
it.

manual The document's sign-off 
block

Owner: Maya Reed — Support lead

2. Measurement · The conversation record — snapshot, reply, correction, 
handover

Three decisions name a missing record as the reason nobody can tell whether something 
worked. This is the instrumentation that closes them, and none of it is AI work: a schema, four 
writers and three joins. It cannot start until retention is approved.

Settles, or makes settleable:

• HP-009 Whether the assistant may prepare a refund or address change for a person to 

execute

• HP-012 Whether the handover target holds outside working days

Must already be settled before this starts:

• HP-016 What is recorded for each exchange, and how the four records link

• HP-020 How long the records are kept

Done when. Every exchange produces the four linked records, held under the approved 
retention period, with the handover record carrying arrival time and the time a person took it.

Ref Criterion How it is checked Against what

BS-002.C1 Every reply record links to the 
snapshot it was drawn from.

SELECT count(*) 
FROM replies WHERE 
snapshot_id IS 
NULL

The record store

BS-002.C2 Every handover carries 
arrived_at and taken_at.

SELECT count(*) 
FROM handovers 
WHERE arrived_at 
IS NULL OR 
taken_at IS NULL

The record store

BS-002.C3 Somebody reads a week of 
records and says what they 
found.

manual The record store, a 
week's worth

Owner: Alex Chen — Engineering lead
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3. AI use case · The assistant in shadow on status enquiries

The only evidence that settles whether a status-only reply may go unattended is a run in which 
it drafts one and nobody sends it. Third, because it needs the standard to draft against and the 
record to be compared in.

Settles, or makes settleable:

• HP-004 Whether the assistant may send a status-only reply without a person seeing it

Must already be settled before this starts:

• HP-013 What counts as a correct reply

• HP-016 What is recorded for each exchange, and how the four records link

Done when. The assistant drafts a status-only reply for every eligible enquiry, sends nothing, 
and each draft is stored beside the reply the person sent, with the differences categorised 
against the reply standard.

Ref Criterion How it is checked Against what

BS-003.C1 No message reaches a 
customer from the assistant 
during the run.

sent_by_assistant 
== 0

The outbound mail log

BS-003.C2 Every draft is stored with the 
reply the person sent for the 
same enquiry.

SELECT count(*) 
FROM drafts d LEFT 
JOIN replies r ON 
r.exchange_id = 
d.exchange_id 
WHERE r.id IS NULL

The record store

BS-003.C3 Every difference is 
categorised as factual, 
beyond-status, or wording.

manual The comparison log

Owner: Alex Chen — Engineering lead

4. AI use case · The handover clock, emitted

HP-011 is settled; what is missing is the timestamp itself. A one-week change to the mail 
handler, and the first decision in this envelope to reach automated on evidence rather than on a 
grant.

Must already be settled before this starts:

• HP-011 When the handover clock starts

Done when. Every handover carries the arrival timestamp from the mail server and the time a 
person took it.
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Ref Criterion How it is checked Against what

BS-004.C1 No handover in a month is 
missing either timestamp.

SELECT count(*) 
FROM handovers 
WHERE arrived_at 
IS NULL OR 
taken_at IS NULL

The handover record

Owner: Alex Chen — Engineering lead

Acceptance
This sequence is accepted when the people named below confirm the order and the definitions 
of done.

Name Signature Date

Support lead Maya Reed

Operations owner Jon Bell
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