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Harness Runbook
Master Product Brief
PDLC Playbook

	



	WHAT IT IS
	Click-by-click steps to complete the Master Product Brief with Copilot in Word for the web, from setup to each stage gate.

	GOVERNANCE
	AI-assisted, human-governed. Copilot drafts and challenges but never decides: the product team verifies every fact, and the named approvers decide, sign and advance each gate.

	VERSION
	2026-10-23

	HOW TO USE
	Work Steps 1 to 5 in order with the brief open beside you. Tick each box as you go.









THE PDLC PLAYBOOK
Seven files, one playbook
Everything Copilot needs is inside the Product Brief Harness. The other files support it and stay in sync with it.
	#
	File
	Use it for

	1
	PDLC_6-Step_Process_CANONICAL_v2026-10-23.pptx
	6-Step Process. The one-page PDLC process: six steps from FRAME to ASSESS, six stage gates and the brief sections.

	2
	PDLC_RAPID_Framework_CANONICAL_v2026-10-23.pptx
	RAPID Framework. The one-page RAPID matrix for all 33 brief sections, 6 gates and 13 roles.

	3
	PDLC_Product_Brief_Template_CANONICAL_v2026-10-23.docx
	Product Brief Template. No harness. Fill the brief by hand, or share a clean copy for review.

	4
	PDLC_Product_Brief_Harness_CANONICAL_v2026-10-23.docx
	Product Brief with harness. The working file. Start here, Prompts 1 to 3, review log and rules are all inside.

	5
	PDLC_Harness_Runbook_CANONICAL_v2026-10-23.docx
	Runbook (Word). Click-by-click steps, gates and help. Print it or keep it beside the brief.

	6
	PDLC_Harness_Runbook_CANONICAL_v2026-10-23.pptx
	Runbook (PowerPoint). The same run on slides, for team walkthroughs and training.

	7
	PDLC_Harness_Prompt_Book_CANONICAL_v2026-10-23.docx
	Prompt Book. Every prompt and rule Copilot uses, one per page, for copying or review.


The run at a glance
	Each prompt
	Copy the prompt from the brief’s Start here (or the Prompt Book), paste it into Copilot, pick sources with “/”, press Enter, wait for the DONE line, then run the next one.

	You need
	Your own copy of the brief with harness, Project Identity completed, and three or four focused sources (or two Source Packs from Step 2). Fewer, better files beat a folder.

	Copilot does
	Prompts 1 and 2 draft every section (Author), one edit per section. Prompt 3 attacks the whole brief (Reviewer), reviews all six gates and logs every finding in Appendix C for you to close.

	Stays human
	Project Identity, verifying every fact, ticking gate checklists, signing, setting OUTCOME, accepting a gap, and entering items in Jira Align or ADO.

	Copilot time
	Measured 2026-10-19 with pasted sources: about 17 minutes for a full brief (Draft A about 7, Draft B about 5, Review about 5), 197 edits accepted in three Done clicks. Allow 60 to 90 minutes for your own review of the result.


STEP 1  ·  ONCE PER BRIEF
Before you start
	1
	☐
	Open the PDLC Playbook in SharePoint. It is view only.

	2
	☐
	Select PDLC_Product_Brief_Harness_CANONICAL_v2026-10-23.docx › More (…) › Copy to › My files › Copy here. No Copy to? Download and upload it.

	3
	☐
	Rename your copy PDLC_Product_Brief_[Product]_vYYYY-MM-DD and open it in Word for the web.

	4
	☐
	Complete Project Identity yourself. Copilot reads it but never fills it.

	5
	☐
	Select Review › Track Changes › For Everyone. Copilot cannot switch it on.

	6
	☐
	Select Home › Copilot, or the round Copilot button at the lower right.

	7
	☐
	Check the Copilot pane dropdown reads Allow editing, not Chat only.

	8
	☐
	Gather three or four focused sources (Copilot Premium limit is four): strategy narrative, Zoom recap, research, email or Teams thread. Not a folder.

	9
	☐
	Save them in your brief’s OneDrive folder and open each once so the Copilot “/” picker finds it.



	No sources yet? Build an Internal and an External Source Pack first (Step 2).
Keep sources tight. Copilot re-reads every source on every turn; a short, specific file beats a long general one.
Tip. Do not edit the brief while Copilot is working.


STEP 2  ·  ONLY IF YOU HAVE NO SOURCES
Build a Source Pack
If you don’t have four source files, use Copilot to create Source Packs as the foundational evidence for your brief. Copilot Chat gathers what already exists into two Word files: an Internal pack from internal work content and an External pack from the public web. Each counts as one of your four sources.
	1
	☐
	Go to m365.cloud.microsoft/chat and turn Work IQ on (or select the Work tab).

	2
	☐
	Paste Prompt A (brief, Step 2, or Prompt Book), fill the [ ] lines, type “/” to pick people, files or meetings, press Enter.

	3
	☐
	Wait for INTERNAL SOURCE PACK DONE, then select Copy below the reply.

	4
	☐
	In OneDrive: Create or upload › Word document. Paste; rename PDLC_Source_Pack_Internal_[Product]_vYYYY-MM-DD.

	5
	☐
	Select New chat, turn Work IQ off (or Web tab), paste Prompt B, fill the [ ] lines, press Enter.

	6
	☐
	Wait for EXTERNAL SOURCE PACK DONE; save as PDLC_Source_Pack_External_[Product]_vYYYY-MM-DD.

	7
	☐
	Check both packs against the rules below, then open each once so the “/” picker finds it.


Rules
	1
	•
	Real sources first. Use Source Packs only when nothing else exists.

	2
	•
	Two packs, two files. Never mix internal and external content.

	3
	•
	External prompt, public terms only. Nothing confidential.

	4
	•
	Spot-check. Open three links per pack; delete any bullet you cannot confirm.

	5
	•
	No customer PII. Remove names, IDs, account or personal details.

	6
	•
	Internal wins. When packs disagree, flag the conflict for the owner.

	7
	•
	Gaps stay gaps. Send each [GAP] to its named owner; never guess.



	Prompts A and B are in the brief (Start here, Step 2) and in the Prompt Book.


STEP 3  ·  THREE PROMPTS, IN ORDER
Run the three prompts to complete your brief
Prompt 1 (Draft A) writes sections 1 to 3, FRAME through DESIGN, and stops if FRAME fails a five-line check. Prompt 2 (Draft B) writes sections 4 to 6, READY through ASSESS. Prompt 3 (Review) attacks the whole brief, writes the findings log and all six gate readouts. Each prompt page shows exactly what it completes.
	1
	☐
	In the brief’s Start here (or the Prompt Book), copy Prompt 1, everything inside the prompt box.

	2
	☐
	Click in Describe what you’d like to edit in the Copilot pane; paste (Ctrl+V or Cmd+V).

	3
	☐
	On the SOURCES: line, replace each /[ ] with “/” and a picked source; delete unused ones.

	4
	☐
	Press Enter. Leave the brief alone until Copilot replies.

	5
	☐
	At DRAFT A DONE, read the five FRAME check lines; select Done. On FRAME CHECK FAILED, fix 1.1–1.6, rerun Prompt 1.

	6
	☐
	If a reply ends NEXT: x.x, click in the Copilot box, type CONTINUE, press Enter. Repeat.

	7
	☐
	Run Prompt 2, then Prompt 3 the same way, re-picking sources each time; wait for DRAFT B DONE, then REVIEW DONE.

	8
	☐
	Check findings by severity and the six verdicts, then review with Step 4. Do not review between prompts.



	Important. Always click inside the Copilot box before typing CONTINUE. In testing, a CONTINUE typed while the brief had focus went into the Project Name field.


STEP 3  ·  WHAT EACH PROMPT COMPLETES
Prompt 1  ·  what this prompt completes
	PDLC steps
	1 · FRAME  ·  2 · DISCOVER  ·  3 · DESIGN

	Copilot writes
	Sections 1.1 to 3.5: FRAME 1.1–1.6 (WHO-WHAT-WHY to DVQE) · DISCOVER 2.1–2.7 (PRFAQ to DVQE) · DESIGN 3.1–3.5 (Insights to AI Evaluation)

	Stage gates
	None yet. G1, G2 and G3 are reviewed by Prompt 3.

	How it runs
	Author only. One edit per section. FRAME check after 1.6: five PASS / FAIL lines; two FAILs stop the draft.

	Ends with
	DRAFT A DONE, FRAME check lines, sections filled, GAPs by owner


Prompt 2  ·  what this prompt completes
	PDLC steps
	4 · READY  ·  5 · LAUNCH  ·  6 · ASSESS

	Copilot writes
	Sections 4.1 to 6.4: READY 4.1–4.5 (Roadmap to Jira / ADO Handoff, plus Appendix A1–A6) · LAUNCH 5.0–5.5 (Legal & Compliance to Day-1 Enablement) · ASSESS 6.1–6.4 (KPIs to Scale / Fix / Sunset)

	Stage gates
	None yet. G4, G5 and G6 are reviewed by Prompt 3.

	How it runs
	Author only. One edit per section, one edit per Appendix A table. Stages not reached = [GAP: stage not reached · owner].

	Ends with
	DRAFT B DONE, sections filled, GAPs by owner


Prompt 3  ·  what this prompt completes
	PDLC steps
	All six steps, FRAME to ASSESS, sections 1.1 to 6.4

	Copilot writes
	C1 findings table (blocks of up to 20 rows per edit) · C2 readouts for G1 to G6 (one edit) · FIXABLE findings closed in place

	Stage gates
	G1 · Problem Approved  ·  G2 · PRFAQ Approved  ·  G3 · Build Ready  ·  G4 · Product Approved  ·  G5 · Ship Ready  ·  G6 · Scale or Sunset

	How it runs
	Decide: Product Leader at every gate · Agree G1: Product VP + Product AVP + Finance + Research Lead · G2: Legal + Compliance + Research Lead · G3: Research Lead + Tech Lead + Agile Coach (+ Legal + Compliance when AI Risk Tier ≥ Assistive) · G4: Tech Lead + Agile Coach + Research Lead · G5: Tech Lead + Agile Coach + Legal + Compliance · G6: Product VP + Product AVP + BI Lead + Finance

	Ends with
	REVIEW DONE, findings by severity, FIXABLE closed, G1 to G6 verdicts, orphan count


STEP 4  ·  AFTER PROMPT 3
Tidy up and review
	Prompt 4, only if needed. In the Copilot pane: In the Adversarial Review Log right after Start here, move every finding written as a paragraph into its own row of the C1 findings table, and every gate readout written outside the C2 table into its gate's C2 row. Do not change anything else.



Check the edits
	1
	☐
	No invented facts. Every number, name, date and $ is in a source; else mark it [GAP].

	2
	☐
	Every field cited. Each filled field ends with a source name in parentheses.

	3
	☐
	Gaps, not guesses. Unknowns show as yellow [GAP: what · who]. Search [GAP with Ctrl+F.

	4
	☐
	No solution in 1.1. WHO, WHAT and WHY describe the problem only.

	5
	☐
	Protected content intact. No changes to headings, RAPID, gate tables, TO-DO boxes or Start here.

	6
	☐
	Project Identity untouched. Only your own entries; no Copilot edits.

	7
	☐
	Review log complete. A table row per finding and a readout for all six gates.

	8
	☐
	Gate readout format. VERDICT, FATAL, STRUCTURAL, FIXABLE, STRONGEST PART and the rest.

	9
	☐
	Adversarial catch. The Reviewer flagged at least one problem you had missed, including a cross-section contradiction or an explicit “none found”.

	10
	☐
	FRAME check present. Draft A ended with five PASS / FAIL lines; any FAIL is reflected in the review log.

	11
	☐
	Nothing signed. No boxes ticked, no sign-offs and no OUTCOME set by Copilot.


STEP 5  ·  BEFORE EACH GATE
Close the loop
	1
	☐
	Search [GAP with Ctrl+F. Send each gap to the owner named in it.

	2
	☐
	In the review log, close or accept every Open FATAL and STRUCTURAL row before you book a gate.

	3
	☐
	At each gate, use the green GATE TO-DO box: work BEFORE THE GATE, book the review, then AFTER APPROVAL.

	4
	☐
	Jira Align: Initiative after G1, Capabilities after G3, Features and Stories after G4 (4.5).

	5
	☐
	Accept or reject tracked changes (Review › Accept or Reject) once owners confirm.



STEP 5  ·  WHO DECIDES AT EACH GATE
Gate decision rights and Jira Align / ADO
	Gate
	Decide
	Agree
	After approval

	G1 · Problem Approved
	Product Leader
	Product VP + Product AVP + Finance + Research Lead
	Create the Jira Align Initiative (Epic, Portfolio); paste its ID into A1.

	G2 · PRFAQ Approved
	Product Leader
	Legal + Compliance + Research Lead
	Link the approved PRFAQ to the Initiative; update its State.

	G3 · Build Ready
	Product Leader
	Research Lead + Tech Lead + Agile Coach (+ Legal + Compliance when AI Risk Tier ≥ Assistive)
	Create one Capability per CAP row (3.3); paste IDs into 3.3 and A2.

	G4 · Product Approved
	Product Leader
	Tech Lead + Agile Coach + Research Lead
	Move first-PI Features to Ready / Accepted; sprint 1 Stories to the ADO backlog; freeze Appendix A.

	G5 · Ship Ready
	Product Leader
	Tech Lead + Agile Coach + Legal + Compliance
	Tag the ADO release; move Features to Done / Accepted; schedule the 30/60/90-day readings.

	G6 · Scale or Sunset
	Product Leader
	Product VP + Product AVP + BI Lead + Finance
	Set the Initiative state for Scale, Fix or Sunset. Fix loops back to FRAME.


The full BEFORE THE GATE and AFTER APPROVAL checklists are in each green GATE TO-DO box in the brief.
HELP
If Copilot misbehaves
	#
	What you see
	What to do

	1
	Copilot chats but edits nothing
	Check the pane reads Allow editing and the brief is open from OneDrive or SharePoint.

	2
	The reply ends with NEXT: x.x
	Click in the Copilot box, type CONTINUE, press Enter. Repeat until the DONE line.

	3
	Copilot says Word rejected its edits, or the word count stops moving
	Finished edits are already saved. Reload the browser tab, open Copilot again in Allow editing. If sections were filled, paste: "CONTINUE from NEXT: x.x. Earlier sections are already filled; finish the remaining sections for this prompt from what is in this document, one edit per section." If nothing was written (Prompt 3 with Appendix C still empty), paste the whole prompt again.

	4
	FRAME CHECK FAILED
	Fix 1.1 to 1.6 yourself (or improve the sources), then run Prompt 1 again. Delete any drafted text you want redrafted first.

	5
	Copilot makes many small edits instead of one per section
	Let it finish. Then paste: "From here on, write each section in one edit and each table in one edit."

	6
	CONTINUE appeared inside the brief
	Press Ctrl+Z until it is gone, click in the Copilot box, type CONTINUE again.

	7
	The “/” picker does not show a file
	Open the file once, wait a minute, type “/” again. Or attach it with +.

	8
	A protected line or table changed
	Reject that tracked change, then paste: "Undo your last change to [section]. Never change headings, RAPID tables, gate tables, TO-DO boxes or instruction text."

	9
	Copilot edited Project Identity
	Reject those tracked changes and re-enter your own values.

	10
	A number or name with no source
	Delete it and type [GAP: what · owner].

	11
	AI ROLE or AI Risk Tier stated as fact
	Add [ASSUMPTION · low] until the Tech Lead confirms.

	12
	The Reviewer is too polite
	Paste: "Attack the strongest version. Name the mechanism. Check each metric measures the stated problem."

	13
	A gate shows PROCEED with no evidence
	Treat it as a failed run. Ask Copilot to rerun that gate review with evidence for each line.

	14
	Findings or readouts written as paragraphs in the review log
	Paste Prompt 4 (Step 4).


COPILOT HARNESS
How Copilot works in the brief
Two Copilot roles, one document: the brief with harness. The Author drafts each section from your sources; the Adversarial Reviewer attacks it before the gate does. Copilot runs the Author in Prompts 1 and 2 and the Reviewer in Prompt 3 (Start here, Step 3).
	Brief: Start here, Prompts 1 to 3
	Prompt 1 drafts sections 1 to 3 and runs the FRAME check; Prompt 2 drafts sections 4 to 6; Prompt 3 attacks the whole brief and reviews all six gates. One edit per section.

	
	

	Appendix C
	Right after Start here. Copilot logs every finding (C1) and gate readout (C2); you close or accept each one.

	
	

	Green TO-DO boxes
	At every gate and in 3.3, 4.2 and 4.5. Your manual steps, including Jira Align and ADO. Copilot never ticks them.


What it uses
	Built for
	Copilot in Word for the web with Allow editing, using / references to files, emails and meetings. Copilot Chat builds the optional Source Packs (Start here, Step 2).

	Not used
	No Notebooks, agent builder or side logs.

	Unchanged
	Canonical brief content (fields, RAPID tables, gate checklists). The harness adds Start here, the to-do boxes, input tables where the master has none, and Appendices A to C.

	Decision rights
	The 39 RAPID tables under the headings are the master. Appendix B reproduces them on one page.
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