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Measurement Plan

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

Which of the decisions in this envelope can be verified without a person, what it would take to 
verify the rest, and therefore which AI work here can improve on its own. Read alongside the 
build sequence, which carries the dates and the definitions of done.

Where the loops stand
How correctness is established for each decision, and what one more iteration costs. This is 
what decides whether automation here compounds or merely runs.

Ref Decision Oracle Verdict arrives Cost per iteration

HP-001 Which record is 
authoritative for which fact

L3 immediate at reply time free, unbounded

HP-002 What counts as the two 
records disagreeing

L3 immediate at reply time free, unbounded

HP-003 What staff do when the 
records disagree

L0 none — a person, every 
time

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

L2 delayed Two days — a 
wrong status 
reply comes 
back as a 
customer reply 
or a correction.

free, but slow to 
arrive

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

L1 seeded A fixture of 
twenty past 
replies classified 
by two people, 
built once.

a person once, 
then free
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Ref Decision Oracle Verdict arrives Cost per iteration

HP-006 What authenticates a 
customer and establishes 
order ownership

L3 immediate at enquiry time free, unbounded

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

L3 immediate at attempt time free, unbounded

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

L0 none — a person, every 
time

HP-011 When the handover clock 
starts

L3 immediate at handover free, unbounded

HP-013 What counts as a correct 
reply

L0 none — a person, every 
time

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

L1 seeded Built once per 
season.

a person once, 
then free

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

L3 immediate at write time free, unbounded

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

L2 delayed Maya's edit 
before sending, 
and any 
customer reply.

free, but slow to 
arrive

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

L3 immediate at the first write free, unbounded

What would have to be measured
Each of these is a decision nobody can currently tell was made well. That is not a reason to 
leave it alone — it is a piece of instrumentation, and usually ordinary data engineering rather 
than AI work. The last column is for the workshop: how much it costs the business when this 
decision goes wrong. We cannot answer it and should not try.
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Ref Decision What is not 
measured

Work that 
would close it

Value if 
automated (you)

HP-003 What staff do when the 
records disagree

Nobody records 
what the 
investigation 
found, so nothing 
can say whether 
a proposed 
explanation 
would have 
matched.

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

to agree

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

Nothing records 
what Maya 
would have 
done, so a 
prepared action 
cannot be 
compared to 
anything.

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

to agree

HP-013 What counts as a correct 
reply

No reply has 
ever been 
labelled correct 
or incorrect 
against a written 
standard; the 
material says 
only that fluent 
wording is not 
sufficient.

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

to agree

Where the fourth column reads not yet planned, the measurement has no owner and no date. 
Those are the cheapest items on this page to move, and the ones most likely to be missed — 
nothing else in the sequence points at them.

The measurement layer
These items are already in the build sequence, and they are not AI work. Each one exists so 
that something after it can be checked without a person. They can start before any model 
provider is chosen and before any AI governance question is settled, which is usually what 
makes them the first thing to move.
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1. 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.

Closes the loop on:

• HP-013 — What counts as a correct reply

2. 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.

Closes the loop on:

• HP-003 — What staff do when the records disagree

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

to execute

How to read the ladder

Oracle Cost per iteration Iterations you can afford

L0 none — only a person can 
say

a person, every time tens

L1 seeded — a set built once, 
replayed

a person once thousands

L2 machine, late or noisy free tens per year

L3 machine, immediate, 
repeatable

free unbounded

Moving one decision from L0 to L1 changes nothing about the check itself. It moves the human 
cost from every iteration to one, which is the difference between automation that improves and 
automation that merely runs.
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