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Decision Envelope

Harbour & Pine — the support assistant, and what it may decide
Harbour & Pine (Harbour & Pine Homewares Ltd) · fictional

Field Detail

Prepared by Holosun ApS

For Maya Reed — Support lead; Jon Bell — Operations owner

Status in-workshop

Extracted 2026-09-28

Revised 2026-09-24

This envelope records the decisions identified in the workflows below: what the system may 
resolve, within what limits, who resolves the rest, and what is forbidden. It is a specification to 
build and test against. Coverage and proposed interpretations must be confirmed against 
actual practice.

Open means not confirmed in this record. It may describe an unmade decision, a proposed 
answer, or an existing practice that the reviewed material did not establish. A named resolver 
and date identify the next confirmation step; they do not prove that person has accepted the 
assignment.

Second render, after session 2. Volumes are the room's own counts from the your-week 
sheets; the rung on HP-006 is granted, not earned, and says so.

Scope

Workflows covered

• Answering a delivery-status enquiry — A customer asks where their order is. 

Someone reads the order system and the carrier record, decides what may be said, and 
replies.

• Refunds and address changes — The two things a customer asks for that move 

money or goods.
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• What is kept about each exchange — The record that lets anyone later say what was 

read, what was sent, and what happened next.

What decisions would be delegated to

The support assistant

A drafting and, where permitted, replying assistant for delivery-status enquiries, reading the 
order system and the carrier record.

Not covered by this envelope:

• Complaints and escalations to the founder

• Anything on the shop floor

Summary
20 decisions. 6 of them are not yet settled.

The unsettled ones are listed together in the next section, grouped by who has to settle them. 
The full record for every decision follows, grouped by workflow.

By axis

Axis Also called Decisions Open

meaning semantic 6 1

behaviour behavioural 5 2

authority authority 3 1

timing temporal 2 1

judgement interpretive 2 1

evidence evidential 2 0

By workflow

Workflow Decisions Open

Answering a delivery-status enquiry 11 3

Refunds and address changes 3 1
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Workflow Decisions Open

What is kept about each exchange 6 2

What must be settled, and by whom
Each decision below names a proposed resolver and a date. A  marks an assignment whose ⚠
acceptance is not recorded. Confirm requested dates separately from contractual requirements.

Maya Reed

Ref Decision Settle by If it lapses

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

2026-11-18 work stops

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

Before the pilot 
is approved to 
run

it escalates  ⚠

HP-013 What counts as a correct reply 2026-10-21 work stops

 Acceptance of 1 of these assignments is not recorded for Maya Reed. Confirm the owner ⚠
and date.

Jon Bell

Ref Decision Settle by If it lapses

HP-012 Whether the handover target holds 
outside working days

2026-10-28 the system proceeds on 
a default

HP-015 The acceptance thresholds Before the pilot 
is approved to 
run

it escalates

HP-020 How long the records are kept 2026-10-21 it escalates

The decisions
Every decision in scope, grouped by the workflow it belongs to. Each carries where it came 
from, so it can be checked against your own material rather than taken on trust.



 Holosun ApS DECISION BUDGET

Technology · Engineering · Delivery

Holosun ApS · CVR 44324687 · sunholo.com 4

Answering a delivery-status enquiry

A customer asks where their order is. Someone reads the order system and the carrier record, 
decides what may be said, and replies.

HP-001 · Which record is authoritative for which fact

Fulfilment status is whatever the order system says; tracking events are whatever the carrier 
record says. Neither record answers the other's question.

Field Detail

Axis meaning

Status Settled

Who decides The system resolves this within stated limits

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties

Where it sits today Shadow. The system decides in private, nobody acts on it, and every call is 
logged beside the person's — the disposition above is the target; today it is 
not reached

Where it may run Requires in-house; permitted in-house

Decided today by: Maya Reed — Support lead

Limits. Fulfilment status is read from the order system and from nowhere else; tracking events 
from the carrier record and from nowhere else.

Check Condition How When

HP-001.C1 Every status claim in a reply 
resolves to a named field in 
the order system.

automated Every reply

HP-001.C2 Every tracking claim resolves 
to a carrier event.

automated Every reply

What would move it up: Two hundred past enquiries replayed with the record each answer 
was drawn from logged, and no case in which the wrong record was consulted.

Not held back by trust or by permission — it simply cannot be observed yet. That is our build 
work, not a decision for you.

Recorded each time:
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• The record snapshot each claim was drawn from

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Support runbook — delivery-status enquiries — §2 Where the answer comes from

• Session 2 record — the map confirmed — HP-001, confirmed

The order system is the truth about the order. The carrier is the truth about the parcel. 
Confirmed without amendment.

HP-002 · What counts as the two records disagreeing

Which differences between the order system and the carrier record are disagreements that stop 
a reply, and which are ordinary lag that does not. Settled in session 2 as a six-hour rule.

Field Detail

Axis meaning

Status Settled

Who decides The system resolves this within stated limits

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties

Where it sits today Checked. The system acts, and a person approves before it counts

Where it may run Requires in-house; permitted in-house

Limits. A carrier event newer than the order system's status by six hours or less is lag; 
anything older, or any status the carrier cannot have produced, is a disagreement and stops the 
reply.

Check Condition How When

HP-002.C1 Lag versus disagreement is 
decided by the rule, not a 
person, for every pair of 
snapshots.

automated Every reply

What would move it up: Fifty verdicts in a row where Maya changed nothing.

Recorded each time:

• The two snapshots



 Holosun ApS DECISION BUDGET

Technology · Engineering · Delivery

Holosun ApS · CVR 44324687 · sunholo.com 6

• the verdict

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 2 record — the map confirmed — HP-002, settled

Six hours. If it is older than that, somebody looks.

HP-003 · What staff do when the records disagree

When the two records disagree, a person investigates and no answer goes to the customer 
until they have. Working out which record is wrong is judgement — there is no list of the ways 
two systems can disagree.

Field Detail

Axis judgement

Status Settled

Who decides A named person resolves this

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

If unavailable: Jon Bell — Operations owner

This will never go beyond proposing. (unbounded — no golden set could ever be frozen; 
capability cannot help) No golden set of disagreements could be frozen today and still be right 
in a year; the assistant may propose an explanation, a person decides.

What would move it up: Fifty investigations logged with the explanation a person reached, 
and a proposed explanation beside it that matched in forty.

Recorded each time:

• The explanation reached

• and which record was corrected

Accountable for the outcome: Maya Reed — Support lead

Where this came from:

• Support runbook — delivery-status enquiries — §4 When the records do not agree

• Your-week sheets, session 1 — Maya, row 3
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Do not guess. Find out which one is wrong. Relieved to stop? No.

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

Whether a reply that only reports current status may go to an authenticated customer whose 
order ownership and records have been checked, with no person reading it first.

Field Detail

Axis behaviour

Status Open

Who decides The system resolves this within stated limits

Resolver Maya Reed — Support lead

Basis observed — read from the organisation's own material or said in the room

Where it sits today Shadow. The system decides in private, nobody acts on it, and every call is 
logged beside the person's — the disposition above is the target; today it is 
not reached

Where it may run Requires contracted; permitted contracted

If unavailable: Jon Bell — Operations owner

Cannot be settled until: HP-013 What counts as a correct reply

Settle by 2026-11-18. If it lapses, work stops.

Limits. Status-only replies, to authenticated customers, where the two records agree under 
HP-002, containing no claim outside the permitted list.

Permitted variation: Wording; never the facts.

Check Condition How When

HP-004.C1 No claim outside the 
permitted list reaches a 
customer.

automated Every reply

HP-004.C2 A sample of twenty sent 
replies a week is read by 
Maya.

manual Weekly
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What would move it up: A shadow run in which the assistant drafts and sends nothing, each 
draft stored beside the reply the person sent, agreeing on status and on what was not claimed 
across four hundred enquiries with fewer than four factual differences.

Until settled, every status reply costs four minutes of a person's attention that the records 
already answered.

Recorded each time:

• The draft

• the reply sent

• the record snapshot

• any correction

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 2

• Session 2 record — the map confirmed — HP-004

We want to consider letting it answer the simple ones itself. All replies remain human-
controlled while we evaluate. Shadow first. Four hundred, not fifty — it is the busy 
season.

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

The list of permitted claims in a status reply — what the records say — and the line past which 
a reply is a promise the shop has not made.

Field Detail

Axis meaning

Status Settled

Who decides A named person resolves this

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties

Where it sits today Instrumented. Nothing decides this yet, but what happened could be told 
afterwards
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This will never go beyond proposing. (by design — bounded in principle, not delegated by 
choice) A machine can check a claim against the list; whether the list is right is Maya's call 
every time it changes.

What would move it up: Twenty past replies classified against the list by two people 
independently, disagreeing on no more than one.

Recorded each time:

• The permitted-claims list

• versioned

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Spring pilot — what happened, and why we stopped — Finding 2

• Session 2 record — the map confirmed — HP-005, settled

It said 'will arrive Thursday'. Nobody had promised Thursday. The list has eleven entries 
and Jon has read it.

HP-006 · What authenticates a customer and establishes order ownership

Which signals establish that the person asking owns the order — the order number and the 
delivery postcode together, from the email address on the order.

Field Detail

Axis meaning

Status Settled

Who decides The system resolves this on its own

Resolver not stated

Basis confirmed by the accountable parties

Where it sits today Running. Unattended inside stated limits; outside them it stops and escalates

Where it may run Requires in-house; permitted in-house

Limits. Order number and delivery postcode, both matching, from the email address on the 
order; anything less is unauthenticated.
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Check Condition How When

HP-006.C1 The three signals match 
before any status is read.

automated Every enquiry

Recorded each time:

• The three signals as given and as matched

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 2 record — the map confirmed — HP-006, granted

• Order-system data dictionary — orders.email, orders.postcode

Turn it on. Review it in a month. Both fields are mandatory at checkout.

HP-010 · The one-working-day handover target

An enquiry the assistant cannot answer reaches a person within one working day.

Field Detail

Axis timing

Status Settled

Who decides A named person resolves this

Resolver Jon Bell — Operations owner

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

This will never go beyond held. A service commitment Jon makes to customers; not a 
capability question.

Recorded each time:

• Arrival time

• and the time a person took the conversation

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 5
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Anything it can't do goes to a person within one working day.

HP-011 · When the handover clock starts

The clock starts when the customer's message arrives, not when the assistant decides it 
cannot answer. Settled in session 2.

Field Detail

Axis meaning

Status Settled

Who decides The system resolves this on its own

Resolver not stated

Basis confirmed by the accountable parties

Where it sits today Instrumented. Nothing decides this yet, but what happened could be told 
afterwards — the disposition above is the target; today it is not reached

Where it may run Requires in-house; permitted in-house

Limits. The arrival timestamp is the start, from the mail server, not the assistant.

Check Condition How When

HP-011.C1 Every handover carries the 
arrival timestamp and the 
time a person took it.

automated Daily

What would move it up: The arrival event emitted as a timestamp on every handover for a 
month, with no handover missing one.

Not held back by trust or by permission — it simply cannot be observed yet. That is our build 
work, not a decision for you.

Recorded each time:

• arrived_at

• taken_at

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 2 record — the map confirmed — HP-011, settled

From when they wrote to us. Anything else is us marking our own homework.
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HP-012 · Whether the handover target holds outside working days

Whether one working day means the clock pauses at the weekend, or a Friday-evening enquiry 
is late by Monday morning.

Field Detail

Axis timing

Status Open

Who decides Not established in this record

Resolver Jon Bell — Operations owner

Basis observed — read from the organisation's own material or said in the room

Settle by 2026-10-28. If it lapses, the system proceeds on a default.

Recorded each time:

• The pause rule in force

• versioned

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 1 record — decision surfacing — Jon, session 1

We have never said what happens on a Saturday.

HP-013 · What counts as a correct reply

The standard a reply is judged against — the factual claims, checkable against the records, as 
distinct from the judgement about what was asked.

Field Detail

Axis meaning

Status Open

Who decides A named person resolves this

Resolver Maya Reed — Support lead — with the agreement of Jon Bell — Operations 
owner
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Field Detail

Basis observed — read from the organisation's own material or said in the room

Where it sits today Held. A person decides this every time

Settle by 2026-10-21. If it lapses, work stops.

This will never go beyond proposing. (by design — bounded in principle, not delegated by 
choice) The standard is Maya's and Jon's to write; a machine applies it.

What would move it up: A written standard separating factual claims from judgement, and a 
hundred past replies labelled against it by two people.

Without it, "the two agree" in HP-004's route has nothing to agree on.

Recorded each time:

• The standard

• versioned; a hundred past replies labelled against it

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 6

• Session 2 record — the map confirmed — HP-013

Fluent wording alone is not sufficient. Maya writes it, Jon signs it, both names on it.

HP-017 · Whether the assistant may draft replies for Maya to send

The spring pilot drafted replies that Maya sent after reading. It was stopped in May when three 
drafts in a week promised delivery dates the shop had not made. Whether drafting resumes, 
under what list.

Field Detail

Axis behaviour

Status Settled

Who decides The system resolves this within stated limits

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties
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Field Detail

Where it sits today Held. A person decides this every time — the disposition above is the target; 
today it is not reached

Where it may run Requires contracted; permitted contracted

Limits. Drafts only; a person sends; no claim outside HP-005's list.

Check Condition How When

HP-017.C1 No draft contains a claim 
outside the permitted list.

automated Every draft

Was at proposing until 2026-05-19, demoted to held. Three drafts in one week promised 
delivery dates nobody had made; there was no list of permitted claims to check against, so 
there was no way to catch it before Maya read it.

This will never go beyond proposing. (by design — bounded in principle, not delegated by 
choice) A person sends every reply; the gain is the drafting.

What would move it up: HP-005's list in force, and a hundred drafts in shadow with no claim 
outside it and fewer than five factual differences from what Maya sent.

Recorded each time:

• The draft

• the reply sent

• every difference categorised

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Spring pilot — what happened, and why we stopped — Finding 1

• Spring pilot — what happened, and why we stopped — Finding 3

We stopped it on the 19th. Three in a week was three too many. There was no list. That 
is the whole finding.

Refunds and address changes

The two things a customer asks for that move money or goods.

HP-007 · Who owns refunds and address changes

Maya executes refunds and address changes; Jon owns the policy under which she does. 
Accountability, not capability.
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Field Detail

Axis authority

Status Settled

Who decides A named person resolves this

Resolver Jon Bell — Operations owner

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

This will never go beyond held. (by design — bounded in principle, not delegated by choice) 
Money and goods move; a named person is accountable every time.

Recorded each time:

• Who executed

• under which policy version

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Support runbook — delivery-status enquiries — §6 Refunds

Refunds are Maya's to do and Jon's to answer for.

HP-008 · Whether the assistant may execute a refund or an address change

Both actions are irreversible from the customer's side. The assistant may not execute either.

Field Detail

Axis behaviour

Status Settled

Who decides The system must never do this

Resolver none needed — a prohibition

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time
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This will never go beyond held. (by design — bounded in principle, not delegated by choice) 
Irreversible from the customer's side; a person, always.

Forbidden.

• Issuing a refund

• Changing a delivery address

• Confirming to a customer that either has been done

Recorded each time:

• Every attempted action

• refused

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 4

It must never issue a refund or change an address.

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

Whether the assistant may draft, queue or recommend a refund or an address change that 
Maya then executes — as distinct from executing one itself.

Field Detail

Axis behaviour

Status Open

Who decides Not established in this record

Resolver Maya Reed — Support lead

Basis observed — read from the organisation's own material or said in the room

Where it sits today Held. A person decides this every time

If unavailable: Jon Bell — Operations owner

Settle by Before the pilot is approved to run. If it lapses, it escalates to Jon Bell — 
Operations owner.

This will never go beyond proposing. (by design — bounded in principle, not delegated by 
choice) A person executes; the assistant may only prepare.
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What would move it up: Fifty prepared actions logged beside what Maya actually did, with the 
cases she changed categorised rather than counted.

A recommendation approved without being read is an execution with an extra click; the limit 
has to say what Maya sees before she clicks.

Recorded each time:

• The prepared action beside what Maya actually did

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 4

Preparing one for Maya is a different question and we have not answered it.

What is kept about each exchange

The record that lets anyone later say what was read, what was sent, and what happened next.

HP-014 · The evaluation set, and what it must be representative of

A drawn sample of past enquiries, with its distribution shown against the month it was drawn 
from, approved by Maya.

Field Detail

Axis evidence

Status Settled

Who decides A named person resolves this

Resolver Maya Reed — Support lead

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

This will never go beyond proposing. (by design — bounded in principle, not delegated by 
choice) A machine draws it; a person says whether it is representative.

What would move it up: A drawn sample approved by Maya without amendment, two 
seasons running.

Recorded each time:

• The sample
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• its month

• its distribution

Accountable for the outcome: Maya Reed — Support lead

Where this came from:

• Session 2 record — the map confirmed — HP-014

Drawn, not hand-picked. Maya signs the distribution.

HP-015 · The acceptance thresholds

How much wrongness is acceptable to the shop's customers — a risk appetite, not a 
measurement.

Field Detail

Axis judgement

Status Open

Who decides A named person resolves this

Resolver Jon Bell — Operations owner

Basis observed — read from the organisation's own material or said in the room

Where it sits today Held. A person decides this every time

Settle by Before the pilot is approved to run. If it lapses, it escalates to Priya Nair — 
Founder.

This will never go beyond held. (unbounded — no golden set could ever be frozen; capability 
cannot help) A risk appetite; no golden set could ever be frozen for it.

Recorded each time:

• The thresholds

• versioned

• with who set them

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 6

Maya approves a representative set before anything runs.
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HP-016 · What is recorded for each exchange, and how the four records link

Each exchange produces four linked records — the snapshot consulted, the reply sent, any 
correction, any handover.

Field Detail

Axis evidence

Status Settled

Who decides The system resolves this within stated limits

Resolver Alex Chen — Engineering lead

Basis confirmed by the accountable parties

Where it sits today Instrumented. Nothing decides this yet, but what happened could be told 
afterwards — the disposition above is the target; today it is not reached

Where it may run Requires in-house; permitted in-house

Limits. The four records, linked by exchange id, and no field outside the approved list.

Check Condition How When

HP-016.C1 Every reply record links to the 
snapshot it was drawn from.

automated Daily

HP-016.C2 No field outside the approved 
list appears in any record.

automated On every write

What would move it up: The four records emitted and linked for every exchange over a full 
week.

Not held back by trust or by permission — it simply cannot be observed yet. That is our build 
work, not a decision for you.

Recorded each time:

• The four records

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 2 record — the map confirmed — HP-016

Four records or it did not happen.



 Holosun ApS DECISION BUDGET

Technology · Engineering · Delivery

Holosun ApS · CVR 44324687 · sunholo.com 20

HP-018 · Who may read the records

Maya, Jon and Alex; nobody outside the shop; the provider under HP-004's tier only what a 
status reply needs.

Field Detail

Axis authority

Status Settled

Who decides A named person resolves this

Resolver Jon Bell — Operations owner

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

This will never go beyond held. (by design — bounded in principle, not delegated by choice) 
Access to customer conversations is Jon's to grant, every time.

Recorded each time:

• Every read

• by whom

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 2 record — the map confirmed — HP-018

Three people. Nobody else.

HP-019 · No real customer data before access and retention are approved

No real customer exchange may be collected, stored or replayed until HP-018 and HP-020 are 
settled. Absolute today; lifts when they are.

Field Detail

Axis behaviour

Status Settled

Who decides The system must never do this
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Field Detail

Resolver none needed — a prohibition

Basis confirmed by the accountable parties

Where it sits today Held. A person decides this every time

Held until HP-020 settle, then revisited. (by design — bounded in principle, not delegated by 
choice) A prohibition with an end condition: it holds absolutely until retention is approved, and is 
revisited then.

Forbidden.

• Collecting, storing or replaying any real customer exchange before HP-020 is settled

• Building the evaluation set from real exchanges before the same point

Recorded each time:

• The absence of any store

• then the store's first write

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Pilot planning notes — paragraph 7

No real customer data is to be collected before that decision.

HP-020 · How long the records are kept

The retention period for the four records — a legal and commercial commitment about 
somebody else's data.

Field Detail

Axis authority

Status Open

Who decides A named person resolves this

Resolver Jon Bell — Operations owner

Basis observed — read from the organisation's own material or said in the room

Where it sits today Held. A person decides this every time
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Settle by 2026-10-21. If it lapses, it escalates to Priya Nair — Founder.

This will never go beyond held. (by design — bounded in principle, not delegated by choice) 
A commitment about customers' data; a person's, always.

BS-002 cannot start until this is settled; HP-019 holds until it is.

Recorded each time:

• The period

• who set it

• when

Accountable for the outcome: Jon Bell — Operations owner

Where this came from:

• Session 1 record — decision surfacing — Jon, session 1

Twelve months feels right. I want to check that before I say it.

What was read
Each decision cites the material that prompted it. A citation supports traceability; it does not by 
itself establish that the proposed interpretation, owner or deadline has been agreed.

Ref Source Author Kind Where

S-001 Support runbook — 
delivery-status enquiries

Maya Reed runbook shared drive / 
Support / runbook-
v4

S-002 Pilot planning notes Jon Bell design-doc —

S-003 Spring pilot — what 
happened, and why we 
stopped

Alex Chen incident-report —

S-004 Session 1 record — 
decision surfacing

Holosun ApS workshop —

S-005 Session 2 record — the 
map confirmed

Holosun ApS workshop —

S-006 Order-system data 
dictionary

Alex Chen specification —
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Ref Source Author Kind Where

S-007 Your-week sheets, 
session 1

Maya Reed; Jon 
Bell

observation —

S-008 Carrier API service 
description

Northgate 
Parcels

contract —

Acceptance
This envelope is accepted when the people named below confirm in writing that it reflects how 
the work is actually done — including the decisions recorded as open, and who is named to 
settle them.

Name Signature Date

Support lead Maya Reed

Operations owner Jon Bell

Confirming does not settle the open decisions. It confirms that they are the right ones, assigned 
to the right people.
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