



	AI-NATIVE PDLC
Master Product Brief
and Stage Gates
Template

	



	THE PDLC
	The Product Development Life Cycle (PDLC) is an AI-native product operating model that enables teams to translate well-framed customer needs and problem statements into measurement outcomes through a standardized process, artifact, and platform. The PDLC enables teams to improve prioritization, standardization, quality, and speed to market of new product releases.

	VERSION
	2026-10-23 CANONICAL

	COVERS
	From FRAME to ASSESS, mapped to the PDLC 6-Step Process CANONICAL, the six stage gates (one per step) and the PDLC RAPID Framework CANONICAL. Part of the PDLC Playbook CANONICAL v2026-10-23.

	HOW TO USE
	Complete Project Identity, then work each section in order. Click any field and type over it; the placeholder clears as you type. Tick each box as you go.









	ABOUT THIS ARTIFACT
	This brief is the standardized artifact for new products, new experiences, or material redesigns. It is not intended for routine compliance, run-the-business updates, or technical maintenance — those follow lighter intake processes.

	STRUCTURE
	Six sections, one per PDLC step, FRAME to ASSESS. Each section ends with the stage-gate approval checklist for that step — G1 through G6, one formal gate per step. Every numbered sub-section (1.1–6.4) states the default RAPID role assignment for that deliverable across the 13 institutional roles (Product VP, Product AVP, Product Leader, Product Manager, Product Designer, Content Designer, BI Lead, Tech Lead, Agile Coach, Research Lead, Legal, Compliance, Finance). The product team completes Project Identity: click a shaded field and type, or pick from its list. Elsewhere, click any field and type; the placeholder clears as you type. Tick the boxes as you go. Print or share as PDF for review.


RAPID Decision Model
Every deliverable in this brief has a named default owner. RAPID assigns one letter, per role, per deliverable — so decisions do not stall waiting on a consensus that was never going to happen.
	Letter
	Meaning
	Applied in this brief

	R  ·  Recommend
	Proposes the direction
	The role expected to bring a point of view, not just raise a hand

	A  ·  Agree
	Must formally sign off
	Required signature — withholding Agreement blocks the decision

	P  ·  Perform
	Does the hands-on work
	Ex. builds a dashboard, writes code, conducts research, drafts content

	I  ·  Input
	Consulted, not binding
	Heard and considered — does not have to be satisfied to proceed

	D  ·  Decide
	Makes the final call
	Reserved for the Product Leader on every item and every gate in this brief


Decision rights belong to the Product Leader on every item and every gate below — there are no split deciders. The role-by-role assignment for each of the 33 deliverables is summarized in the “RAPID for this section” table under each numbered heading. The full model is on one page in the PDLC RAPID Framework CANONICAL, part of the PDLC Playbook CANONICAL.
Project Identity
	Completed by the product team member. Click each shaded field and type, or pick from its list.



	Project Name
Brief, descriptive name
	Click here and type the project name

	Owner / Author
Name, title, team
	Click here and type name, title, team

	Date / Version
Aligned to the PDLC 6-Step Process CANONICAL and RAPID Framework CANONICAL v2026-10-23
	Click here and type version and date

	Product Group
Which of the 9 product groups, e.g. Digital Sales, Onboarding
	Choose a product group

	Project Type
New Product · New Experience · Material Redesign · Cross-PG Initiative. Drives which sections apply
	Choose a project type

	Target Launch PI
PI 26.3 · PI 26.4 · PI 27.1 · Beyond. Flag any blockers
	Choose a target PI

	AI Risk Tier
Assistive and above trigger the AI Eval addendum (3.5)
	Choose an AI risk tier


Enterprise Product Operating Model
Five key questions from the Enterprise Product Operating Model (Idea to Value) anchor this brief. Each is answered in the step shown and decided at its gate. The six-step process is unchanged; these components are added to it.
	Step
	Key question  ·  brief sections
	Decided at

	1 · FRAME
	1  Is the problem worth solving?  ·  1.1–1.6
	G1 · Problem Approved

	2 · DISCOVER
	2  Is there evidence of value?  ·  2.1–2.7
	G2 · PRFAQ Approved

	3 · DESIGN
4 · READY
	3  Should we fund and scale?  ·  3.1–4.5
	G4 · Product Approved

	5 · LAUNCH
	4  Are we achieving intended outcomes?  ·  5.0–5.5
	G5 · Ship Ready

	6 · ASSESS
	5  Are we realizing value over time / pivoting?  ·  6.1–6.4
	G6 · Scale or Sunset


DVQE  ·  Validate Desirability, Viability, Quality & Executability.  The Value Framework defines the evidence required to advance through each investment gate. Sections 1.6 and 2.7 record the evidence, its source and a verdict per dimension; G1 and G2 require it on their checklists.
SLAs.  PDLC target-state SLAs will be determined after the pilot, due to the time compression on the workshops and pilot. No section or gate in this brief carries a day count.
Sections and stage gates
Each section corresponds to one PDLC step and ends with that step’s gate checklist, matching the published PDLC 6-Step Process.
	Step
	What’s Inside
	Exit Gate

	1 · FRAME
	WHO–WHAT–WHY, vision, biz case, measurement, stakeholders + RAPID, DVQE
	G1 · Problem Approved

	2 · DISCOVER
	Press release, customer quote, FAQ, customer archetype, customer journey, DVQE
	G2 · PRFAQ Approved

	3 · DESIGN
	Insights → solution intent and validation → capabilities → boundaries → AI eval
	G3 · Build Ready

	4 · READY
	Feature estimation, architecture + design sign-off, story breakdown, handoff to Jira / ADO
	G4 · Product Approved

	5 · LAUNCH
	Legal & compliance review, agile delivery, testing + accessibility, Go/No-Go, deploy + rollback, day-1 enablement
	G5 · Ship Ready

	6 · ASSESS
	KPI tracking, drift / data flywheel, post-launch eval, scale / fix / sunset
	G6 · Scale or Sunset



	STEP 1
FRAME
Problem  ·  Exit: G1 Problem Approved


Frame the problem before chasing solutions. WHO is the user, WHAT is the friction, WHY does it matter — plus the business case and measurement plan to back it up.
Jira Align: Initiative   ·   Engineering ceremony: Portfolio Intake Kanban   ·   SAFe cadence: Ongoing
1.1  WHO — WHAT — WHY
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	RI


The foundational framework for problem definition. Be specific. Avoid solutions. The Research Lead will provide North Star workshop output, Journey Frameworks, Service Blueprints, knowledge-base articles and other resources in this section.
	WHO
Specific user segment experiencing the pain
	[Define the user segment — demographics, role, context, segment (ex. enterprise customers on a specific plans). Avoid "all customers."]

	WHAT
The specific friction or unmet need they face
	[Describe the observable behavior or pain point. Quantify if possible. Today, [customers] have to [problem or opportunity] when [situation], which causes [why it is a problem]. Customers need a way to [need or desired solution].]

	WHY
Business and user impact of solving this
	[Why does this matter? What behavior are we trying to influence, or what problem are we solving? Tie to OKRs and customer outcomes.]

	AI ROLE
Is AI core to the value, or supportive?
	[Select: Core (won’t work without AI) · Supportive (AI accelerates a human-led flow) · None. If Core or Supportive, name the model capability — summarization, classification, retrieval, generation, agentic.]


1.2  Product Vision
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	RI

	NORTH-STAR OUTCOME
	[One sentence describing what success looks like for the user.]

	SCOPE
	[What is in / out. Be explicit about boundaries to prevent scope creep. Conduct validation research to ensure the North Star vision solves the customer problem.]

	SUCCESS CRITERIA
	[3–5 measurable outcomes, including SUS or a customer survey. Must be testable post-launch.]


1.3  Business Case
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RI
	RI
	RI
	RI

	Element
	Description
	Your Input

	Value Hypothesis
	What value will this create?
	[State the hypothesis]

	ROI Estimate
	Revenue, cost savings, customer impact
	[$ amount or % impact, with assumptions]

	Risk Profile
	Top 3 risks: regulatory, market, technical, legal
	[List risks and mitigation approach]

	Total Addressable Market
	Quantified user volume or business size
	[# users / sessions / $ market size, with source]

	Year-1 Financial Impact
	Quantified revenue, cost savings, or customer impact
	[$ amount with assumptions]


1.4  Measurement Plan
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RPI
	RI
	RI
	RI
	RI
	RI
	RI


Defined upfront in FRAME, tracked through ASSESS. KPIs across four categories. Forces clarity before scope is locked — required to exit G1.
	Element
	Description
	Your Input

	User KPIs
	Customer experience, satisfaction, adoption — what the user feels: CSAT, CXO and SUS
	[Metric · baseline · target · measurement window]

	Operational KPIs
	Process efficiency, throughput, defect rate — how we run
	[Metric · baseline · target · measurement window]

	Business KPIs
	Revenue, cost savings, retention — what shows up on the P&L
	[Metric · baseline · target · measurement window]

	Outcome KPIs
	Lagging indicators of strategic intent — did we move the OKR?
	[Metric · baseline · target · measurement window]

	Single Success Metric
	The one number that defines success for this product
	[Metric name + baseline + target + window]

	Sunset Criteria
	When do we stop? Threshold + decision owner + review date
	[Threshold + decision owner + review date]


1.5  Stakeholder Map (RAPID)
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RI
	RI
	RI
	RI


Name decision rights before Discovery starts. Avoids the HiPPO trap and re-litigation downstream. These are the default institutional roles for this brief — name the individuals for this specific initiative below.
	Role
	Default Decision Right (this brief)
	Name for This Project

	Product Leader
	Decide (RAID) — sole decider on every item and every gate
	[Name]

	Product VP
	Agree (RAI) on 1.1–1.6, 2.2–2.4, 6.1–6.4, G1 and G6; Input on 2.1, 2.7 and at G2; no role 2.5–2.6 and 3.1–5.5
	[Name]

	Product AVP
	Agree (RAI) on 1.1–1.6, 2.1–2.4, 6.1–6.4, G1 and G6; Input on 2.7 and at G2; no role 2.5–2.6 and 3.1–5.5
	[Name]

	Product Manager
	Performs (RPI) 1.2–1.6, 2.3–2.4, 3.2–3.5 and the READY, LAUNCH and ASSESS sections; Input (RI) on 1.1, 2.1, 2.2, 2.5–2.7, 3.1, 5.2, 5.4 and 6.2; prepares every gate package
	[Name]

	Product Designer
	Performs (RPI) 3.4 boundaries and 3.5 AI evaluation; Input (RI) on every DISCOVER section, 3.1–3.3 and the 5.2 accessibility test plan
	[Name]

	Content Designer
	Performs (RPI) 3.4 boundaries, 3.5 AI evaluation and 5.5 day-1 enablement; Input (RI) on every DISCOVER section and 3.1–3.3
	[Name]

	BI Lead
	Performs (RPI) 1.4 measurement plan, 2.7 DVQE and 6.1–6.4; Input (RI) on 1.3 business case and 1.6 DVQE; Agree at G6
	[Name]

	Tech Lead
	Performs (RPI) 2.7 DVQE, solution intent and validation, capability map, boundaries, AI evaluation, backlog, delivery, test and deploy; Performs with Input (PI) on 1.6 DVQE; Agree at G3, G4 and G5
	[Name]

	Agile Coach
	Performs (RPI) every READY, LAUNCH and ASSESS section; Agree at G3, G4 and G5
	[Name]

	Research Lead
	Recommends, agrees and performs (RAPI) 1.1, 1.2, 2.2, 2.5–2.7, 3.1–3.3, 5.0 and 6.2; Agree (RAI) on 2.1, 2.3 and 2.4; Performs (RPI) 3.4, 3.5 and 6.3; Agree at G1, G2, G3 and G4
	[Name]

	Legal
	Performs (RPI) §5.0 Legal & Compliance Review; Agree at G2 and G5, and at G3 when AI Risk Tier ≥ Assistive. Reviews PRFAQ, external comms, contracts, and AI risk exposure
	[Name]

	Compliance
	Performs (RPI) §5.0 Legal & Compliance Review; Agree at G2 and G5, and at G3 when AI Risk Tier ≥ Assistive. Reviews privacy law, sector regulations, WCAG accessibility evidence, and AI governance
	[Name]

	Finance
	Agree (RAI) at G1 and G6 — business case and the Scale / Fix / Sunset decision; Input (RI) on FRAME, LAUNCH and ASSESS sections; no role in DISCOVER, DESIGN or READY
	[Name]


Decision rights should not shift from the model above unless a documented exception is approved by the Product Leader. Every role not named as Agree is Recommend + Input (RI), or RPI where it performs the work. Only the gate approvers hold an A.
1.6  DVQE — Desirability, Viability, Quality & Executability
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	PI
	RI
	RI
	RI
	RI
	RI


Validate Desirability, Viability, Quality & Executability. The Enterprise Value Framework defines the evidence required to advance through each investment gate. Record the evidence, its source and a verdict for each dimension — required to exit G1 (1.6) and re-scored with Discovery evidence to exit G2 (2.7).
	Element
	Description
	Your Input

	Desirability
	Do customers and users want this? Problem evidence, research, demand signals
	[Evidence · source · verdict Strong / Partial / Weak]

	Viability
	Does it make business sense? Business case, cost, revenue or savings, strategic fit
	[Evidence · source · verdict Strong / Partial / Weak]

	Quality
	Can we deliver it to enterprise standards? Accessibility, compliance, risk exposure, experience bar
	[Evidence · source · verdict Strong / Partial / Weak]

	Executability
	Can this team build and run it? Skills, technology, dependencies, timing
	[Evidence · source · verdict Strong / Partial / Weak]



	STAGE GATE G1  ·  PROBLEM APPROVED
Confirms the problem is real, framed, sized — and worth solving.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Product VP + Product AVP + Finance + Research Lead

	REQUIRED INPUTS
FRAME sections 1.1 – 1.6 complete · Measurement plan drafted · DVQE scored
	DECISION TYPE
Advance to DISCOVER  ·  Conditional  ·  Hold / kill


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	RAI

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  Cross-functional alignment confirmed
Problem-only framing — no solutions yet. Product Manager + Tech Lead + Product Designer + BI Lead align that the problem is worth chasing.

	☐
	2  WHO–WHAT–WHY documented and signed off
Each line specific and testable, aligned to core problems in the Service Blueprint and validated with customers — this solution solves the problem. Product VP and Product AVP have agreed in writing.

	☐
	3  Business case approved by Product VP + Product AVP + Finance
Built by the Product Manager with the BI Lead. ROI estimate, year-1 impact, and risk profile reviewed and approved; Finance agrees.

	☐
	4  Measurement plan drafted
KPIs named across user / operational / business / outcome categories, with BI Lead. Single success metric chosen. Sunset criteria defined.

	☐
	5  Stakeholder map and RAPID complete
Product Leader confirmed as sole decider. Approvers (Product VP + AVP + Finance) and informers identified per the default 13-role RAPID model in 1.5.

	☐
	6  AI Risk Tier set
None / Assistive / Decisional / Autonomous selected. Assistive, Decisional and Autonomous trigger the AI Evaluation addendum (Section 3.5) and the 3.4 AI fall-back behavior.

	☐
	7  Discovery owner identified and calendar held
Named Product Manager owns DISCOVER; calendar blocks held for the Discovery workshops.

	☐
	8  Strategic anchor to OKR confirmed
Initiative is mapped to a single company OKR with quantified expected contribution.

	☐
	9  DVQE evidence recorded (1.6)
Desirability, Viability, Quality and Executability each have evidence, a source and a verdict. No dimension is unscored; any Weak verdict is explained and reflected in the gate outcome.

	☐
	10  Jira Align Initiative created · Portfolio Intake Kanban held
The Initiative exists in Jira Align with this brief linked. The Engineering Portfolio Intake Kanban has reviewed it.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Approved — advance
☐ Conditional — revisit by [date]
☐ Hold / kill



	STEP 2
DISCOVER
Research → PRFAQ → Customer Archetype  ·  Exit: G2 PRFAQ Approved


Validate the problem with research. Write the launch story as if you are launching today. Build the customer archetype and journey before you talk about a solution.
Jira Align: Initiative + PRFAQ link   ·   Engineering ceremony: Weekly Portfolio Intake   ·   SAFe cadence: ≥ 9 weeks before the PI
2.1  Press Release (PRFAQ)
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RI
	RAI
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAI
	RI
	RI
	--


Write as if you are launching the product today. If the press release isn’t compelling, the product isn’t worth building. The Research Lead may provide templates for the PRFAQ.
	Heading
Product name + one-sentence description (12 words max)
	["[Company] Launches X for Y…"]

	Subheading
Target customer + benefit they receive
	["Designed for [customer archetype] to [benefit]." Ensure alignment and connection to the problem statements in FRAME.]

	Press Release Body
4–5 paragraphs in plain language
	[Para 1: Dateline + announcement. Para 2: Why this matters now. Para 3: How it works. Para 4: Why customers care. Para 5: What’s next. Incorporate research insights and questions from research.]


2.2  Customer Quote & Getting Started
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	--

	Customer Quote
Plain language, no corporate-speak
	["…" — [First name], [demographic descriptor], [location]]

	Getting Started
How easy is it to begin?
	[3 steps or fewer for the user]

	Call to Action
	[Where + how to access — web, app, phone]


2.3  External FAQ
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RAI
	RI
	RI
	--


5–7 plain-language Q&A: pricing, access, eligibility, support, privacy.
	Question
	Answer

	[How do I access this?]
	[Plain-language answer]

	[Is there a cost?]
	[Plain-language answer]

	[Who is eligible?]
	[Plain-language answer]

	[How is my data used?]
	[Plain-language answer]

	[What if I need help?]
	[Plain-language answer]


2.4  Internal FAQ — Required Fields
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RAI
	RI
	RI
	--


Standardized so leadership reviews are consistent across initiatives. Required fields must be answered.
	Element
	Description
	Your Input

	Primary OKR alignment
	Select one: Grow Digital Sales · Improve Digital Engagement · Lower Admin Costs
	[Select primary OKR; quantify contribution]

	Funding Status
	Select one: Funded — in plan · Partially funded · Unfunded — seeking approval
	[Select status; if not funded, name the gap]

	Build / Buy / Partner
	Select one: Build · Buy · Partner · Hybrid
	[Select approach; one-line rationale]

	Regulatory Exposure
	Select one: High (regulated data or sector rules) · Medium (internal policy) · Low
	[Select level; name approving entity]

	Cross-PG Dependency
	Select one: Single PG · 2–3 PGs · 4+ PGs · Enterprise-wide
	[Select scope; list dependent PGs]

	Sunset Trigger Defined?
	Select one: Yes (specified) · No (needs to be defined)
	[If yes, state metric threshold + decision owner]


2.5  Customer Archetype
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	--


Build 1–3 customer archetypes per initiative — archetypes, not real individuals. Customer archetypes are not required to proceed to the next section. The Research Lead will provide existing or new content to define the customer archetype.
	Customer Archetype
	[Customer or customer description]

	Tagline
	[One sentence capturing who they are]

	Demographics
	[Bullet demographics — age, location, income, tenure]

	% of User Base
	[Percentage with source]

	Primary Channel
	[Web, mobile, phone, in-person — channel mix]

	Goals
What they are trying to accomplish
	[1. Functional · 2. Emotional · 3. Lifestyle / outcome]

	Needs
	[Functional + emotional needs to achieve their goals]

	Pain Points
	[Top 5 frictions in the current experience — specific, quantified where possible]

	Tech Comfort
	[Low / Med / High; device preferences]

	Decision Triggers
	[Life event, renewal season, recommendation, price change]

	Quote
Plain language
	[Verbatim from research interview]


2.6  Customer Journey
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	--


Map the customer’s experience across stages — front-stage (what they see/do/feel) and back-stage (systems, teams, handoffs). Default 6-stage model below; customize stage names for your journey. Customer journeys are not a requirement. The Research Lead will provide access to existing or new customer journeys, service blueprints, and other supporting information in this section.
	
	Awareness
	Consideration
	Compare
	Decision
	Purchase
	Post-Purchase

	Customer Goal
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Touchpoints
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Customer Actions
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Emotions
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Pain Points
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Opportunities
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	Back-Stage Systems
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]

	KPIs to Measure
	[…]
	[…]
	[…]
	[…]
	[…]
	[…]


2.7  DVQE — Desirability, Viability, Quality & Executability
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RI
	RI
	RAID
	RI
	RI
	RI
	RPI
	RPI
	RI
	RAPI
	RI
	RI
	--


Validate Desirability, Viability, Quality & Executability. The Enterprise Value Framework defines the evidence required to advance through each investment gate. Record the evidence, its source and a verdict for each dimension — required to exit G1 (1.6) and re-scored with Discovery evidence to exit G2 (2.7).
	Element
	Description
	Your Input

	Desirability
	Do customers and users want this? Problem evidence, research, demand signals
	[Evidence · source · verdict Strong / Partial / Weak]

	Viability
	Does it make business sense? Business case, cost, revenue or savings, strategic fit
	[Evidence · source · verdict Strong / Partial / Weak]

	Quality
	Can we deliver it to enterprise standards? Accessibility, compliance, risk exposure, experience bar
	[Evidence · source · verdict Strong / Partial / Weak]

	Executability
	Can this team build and run it? Skills, technology, dependencies, timing
	[Evidence · source · verdict Strong / Partial / Weak]



	STAGE GATE G2  ·  PRFAQ APPROVED
Confirms research, customer archetype, and launch story add up to a product worth designing.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Legal + Compliance + Research Lead

	REQUIRED INPUTS
DISCOVER sections 2.1 – 2.7 complete · 2 PRFAQ drafts reviewed · 3 customer archetypes built (non-requirement for stage gate approval) · DVQE re-scored · Legal has reviewed external comms
	DECISION TYPE
Advance to DESIGN  ·  Conditional  ·  Hold / kill


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RI
	RI
	RAID
	RPI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RAI
	RAI
	--

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  PRFAQ written, peer-reviewed, sponsor-approved
Press release reads like a real launch. Product Leader would publish it.

	☐
	2  External FAQ covers the 5 must-answer questions
Access, cost, eligibility, data use, support — answered in plain language a customer would understand. Legal has reviewed customer-facing claims.

	☐
	3  Internal FAQ required fields complete
OKR alignment, funding, build/buy, regulatory exposure, cross-PG dependency, sunset trigger all selected.

	☐
	4  3 customer archetypes built from primary research
Each customer archetype grounded in interview data, with the Research Lead. Goals, pains, behaviors, channels, quote.

	☐
	5  Customer journey mapped end-to-end
All 6 default stages covered (or customized stages documented). Front-stage and back-stage. KPI per stage.

	☐
	6  Research evidence catalogued
Interview notes, survey results, behavioral data filed in the team’s research repo. Insight statements ready for Section 3.1.

	☐
	7  PRFAQ + customer archetype + journey reviewed by design system partner (if applicable)
For initiatives that touch customer-facing UX, the design system team has reviewed and given written input.

	☐
	8  DVQE re-scored with Discovery evidence (2.7)
Each dimension re-scored against research, PRFAQ reviews and feasibility notes. Verdicts that changed since 1.6 are explained.

	☐
	9  PRFAQ linked to the Jira Align Initiative · Weekly Portfolio Intake held
The approved PRFAQ is linked on the Initiative. The Engineering Weekly Portfolio Intake has reviewed it.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Approved — advance
☐ Conditional — revisit by [date]
☐ Hold / kill



	STEP 3
DESIGN
Solution Intent and Validation → Capability Map  ·  Exit: G3 Build Ready


Translate what we learned into what we’ll build at a conceptual level — before engineering writes a line of code. This is the bridge from research to engineering.
Jira Align: Capabilities (one per CAP)   ·   Engineering ceremony: Feature Refinement + Arch Review   ·   SAFe cadence: 8–6 weeks before the PI
3.1  Insight Statements
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RI
	RI
	RI
	RI
	RI
	RI
	RAPI
	RI
	RI
	--


“As a [customer archetype], I learned that [observation], because [root cause].” 3–5 statements grounded directly in research. The Research Lead will provide essential content in this section and ensure alignment with content created in FRAME and DISCOVER, including templates for journeys and problem statements. Teams may have to build in time to conduct primary research; the Research Lead will provide estimates and SLAs for the methodology and the time to complete required research before proceeding to the next section and stage gate.
	ID
	Insight

	INS-01
	[As [customer archetype], I learned that … because …]

	INS-02
	[As [customer archetype], I learned that … because …]

	INS-03
	[As [customer archetype], I learned that … because …]

	INS-04
	[As [customer archetype], I learned that … because …]

	INS-05
	[As [customer archetype], I learned that … because …]


3.2  Solution Intent and Validation
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RI
	RAPI
	RI
	RI
	--


Three-part conceptual solution — plain language, no tech specs.
	Solution Concept
	[The big idea, in 1–2 sentences. Plain English. No jargon.]

	Why It Works
	[How this addresses the insights above — map directly to INS-01…05]

	Opportunity
	[Volume of users, ROI range, strategic fit — ties back to the business case]


3.3  Capability Map
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RI
	RAPI
	RI
	RI
	--


List of capabilities the solution must enable — no implementation details. Each will become one or more Features in Jira Align.
	ID
	Capability
	What it enables
	Linked Insight(s)

	CAP-01
	[Capability name]
	[What the user can do that they can’t today]
	[INS-01, INS-03]

	CAP-02
	[Capability name]
	[What the user can do that they can’t today]
	[INS-01, INS-03]

	CAP-03
	[Capability name]
	[What the user can do that they can’t today]
	[INS-01, INS-03]

	CAP-04
	[Capability name]
	[What the user can do that they can’t today]
	[INS-01, INS-03]


3.4  Boundaries & Constraints
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RPI
	RPI
	RI
	RPI
	RI
	RPI
	RI
	RI
	--

	MUST HAVE
	[Non-negotiable capabilities for MVP]

	WON’T HAVE (this round)
	[Explicitly excluded from MVP — prevents scope creep]

	HARD CONSTRAINTS
	[Regulatory deadlines, technical limits, capacity windows]

	AI FALL-BACK BEHAVIOR
AI risk tier ≥ Assistive
	[Required when AI Risk Tier is Assistive, Decisional, or Autonomous. What the product does when the model fails, is low-confidence, or is unavailable.]


3.5  AI Evaluation  (Conditional)
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RPI
	RPI
	RI
	RPI
	RI
	RPI
	RI
	RI
	--


Complete this section only when the AI Risk Tier (from Project Identity) is Assistive, Decisional, or Autonomous. AI-native products fail in patterns traditional products do not — silent quality degradation, drift, hallucination, and shifting user trust. Sections below force the team to design for those failure modes before shipping.
AI Role Definition
	Use Cases
	[List 1–3 specific AI use cases — e.g. "summarize ticket history," "recommend best-fit plan," "auto-draft appeal."]

	Human-in-loop checkpoints
	[List each checkpoint with the human role responsible]

	User transparency
	[Disclosure language; consent flow; opt-out + route-to-human]

	Failure & complaint path
	[How users report errors; triage; response time for human review]


Model & Data Strategy
	Element
	Description
	Your Input

	Model Pattern
	Single LLM · Orchestrator · Agentic · Classical ML · Hybrid
	[Pattern + rationale]

	Model Provider(s)
	Primary + backup. Why this passed procurement and security review.
	[Primary + backup model]

	Data Sources
	Each source + access path. PII and sensitive-data handling. Data steward name.
	[List sources]

	Retrieval & Context
	Vector DB, embedding model, freshness target
	[Vector store + embedding + freshness — or N/A and why]

	Unit Cost
	Expected $ per request and per customer per month, plus target gross margin
	[$ per req · $ per customer/mo · target margin]

	Privacy & Compliance
	GDPR / CCPA, sector regulations, EU AI Act category
	[Frameworks + named approving entity]


Evaluation & Guardrails
The layer that is easiest to skip and most expensive to add later.
	ID
	Metric
	Target / Threshold
	Measurement Method

	QM-01
	[e.g. Plan recommendation precision @5]
	[≥ 0.85, baseline 0.72]
	[Weekly eval set of 200 labeled examples]

	QM-02
	[Metric name]
	[Target]
	[How measured]

	QM-03
	[Metric name]
	[Target]
	[How measured]

	QM-04
	[Metric name]
	[Target]
	[How measured]

	QM-05
	[Metric name]
	[Target]
	[How measured]

	INPUT GUARDRAILS
	[Blocked / sanitized / rate-limited inputs — PII detection, prompt injection defense, off-topic rejection]

	OUTPUT GUARDRAILS
	[Filtered / edited / escalated outputs — hallucination check, toxicity filter, fact-grounding requirement]

	HUMAN-IN-LOOP TRIGGERS
	[Conditions that route to human — low confidence, regulated content, high-dollar impact, complaint]

	Drift threshold
	[e.g. 10% relative drop in QM-01 over a 7-day window triggers review]

	Observability stack
	[Tooling — Datadog, Arize, custom — + dashboard owner]

	Kill switch
	[Conditions to disable + operator who can pull it]


Data Flywheel & Learning Loop
	Element
	Description
	Your Input

	Signal capture
	What user interactions become training / eval data
	[List interactions captured — accept/reject, edits, downstream conversion, complaint]

	Feedback design
	How users correct the AI
	[Explicit feedback UX + implicit signals]

	Labeling pipeline
	How signals become labeled training data
	[Auto-labeling rules + human sample + tool + steward]

	Retraining cadence
	How often and on what trigger
	[Cadence + drift trigger + budget per cycle]

	Compounding KPI
	The single metric that proves the flywheel works
	[Metric that should improve quarter over quarter]

	Data governance
	Consent, retention, deletion, audit
	[Consent path + retention window + deletion + audit log]



	STAGE GATE G3  ·  BUILD READY
Confirms the solution is approved, scoped, and prioritized. Engineering can pick it up.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Research Lead + Tech Lead + Agile Coach (+ Legal + Compliance when AI Risk Tier ≥ Assistive)

	REQUIRED INPUTS
DESIGN sections 3.1 – 3.5 complete · Prototype concept-tested · Solution Intent, Validation, Capability Map and Boundaries reviewed · Legal reviewed AI risk exposure (if applicable)
	DECISION TYPE
Advance to READY  ·  Conditional  ·  Hold / kill


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide      · * Legal and Compliance agree only when AI Risk Tier ≥ Assistive
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RAI
	RAI
	RAPI
	RAI*
	RAI*
	--

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  Insight statements (INS-01…05) grounded in research
Each insight cites the customer archetype, observation, and root cause. Not opinion-based.

	☐
	2  Solution intent and validation approved by sponsor and engineering
Solution concept · why it works · opportunity reviewed and signed off by the Tech Lead.

	☐
	3  Capability map complete and traced to insights
Each CAP-XX maps to one or more INS-XX. No orphan capabilities.

	☐
	4  Boundaries explicit — must-have, won’t-have, hard constraints
MVP scope locked. Won’t-have list documented to prevent scope creep mid-build.

	☐
	5  Prototype concept-tested with users
Tested with customers representing the customer archetype, with Product Designer. Findings documented. Solution adjusted or accepted with rationale.

	☐
	6  Prioritization done (RICE or equivalent)
Capabilities ranked by reach × impact × confidence / effort. Top capabilities funded; deferred capabilities logged.

	☐
	7  AI Evaluation addendum complete (if applicable)
Required when AI Risk Tier ≥ Assistive. Role, model & data, evaluation & guardrails, and data flywheel all filled in. Legal, Compliance, and Security have reviewed.

	☐
	8  Capabilities created in Jira Align (one per CAP) · Feature Refinement + Arch Review held
Every CAP from 3.3 is a Capability under the Initiative. Feature stubs scaffolded; architecture wiki page started with the Tech Lead. The Engineering Feature Refinement and Architecture Review ceremonies have run.

	☐
	9  Measurement plan refined with instrumentation owner
KPIs from Section 1.4 mapped to specific telemetry, with BI Lead. Eng owner named for instrumentation work.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Approved — advance
☐ Conditional — revisit by [date]
☐ Hold / kill



	STEP 4
READY
Roadmap → Sizing → Story Breakdown  ·  Exit: G4 Product Approved


Where this ends and Jira / ADO begin. Once Build Ready is signed, technical detail lives in Jira Align (Capabilities, Features) and Azure DevOps (Epics, User Stories, Tasks). Feature estimation, architecture and design sign-off, and story breakdown happen here.
Jira Align: Features → Stories (Jira Align / Azure DevOps)   ·   Engineering ceremony: PO Estimation · Story Breakdown · UX   ·   SAFe cadence: 7–2 weeks before the PI
4.1  Roadmap Definitions
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RI
	RPI
	RI
	RI
	RI
	--

	Term
	Definition

	Now
	Currently in active delivery this PI (8–12 weeks). Funded, scoped, in sprint.

	Next
	Committed for the following PI. Solution Intent and Validation (3.2) approved; Capabilities defined; not yet in sprint.

	Later
	Identified opportunities aligned to OKRs, awaiting prioritization. FRAME (1.1–1.6) drafted, business case in review.

	Parking Lot
	Ideas captured but not prioritized. No FRAME yet. Re-evaluated each PI Planning.



4.2  Roadmap Template
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RI
	RPI
	RI
	RI
	RI
	--

	Now (PI 26.X)
	Next (PI 26.X+1)
	Later (PI 26.X+2)
	Parking Lot

	[Initiative + OKR + status]
	[Initiative + OKR + status]
	[Initiative + OKR + status]
	[Initiative + intake date]


4.3  Backlog Hierarchy
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	--

	Level
	Definition + System of Record

	Initiative
	Strategic theme tied to OKR. G1 Problem Approved required. Lives in Jira Align Strategic Themes.

	Capability
	From the Capability Map (Section 3.3). Cross-team, persists across PIs. Lives in Jira Align Capability.

	Feature
	Delivers a single capability within one PI. Has acceptance criteria. Lives in Jira Align Feature.

	Epic
	Group of related stories within a Feature. Lives in ADO Epic.

	User Story
	As-a / I-want / So-that. Has Given/When/Then acceptance criteria. INVEST. Lives in ADO User Story.

	Task
	Engineering work to deliver a story (incl. NFR tasks). Lives in ADO Task.


4.4  Backlog Hygiene Standards
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RI
	RPI
	RI
	RI
	RI
	--


☐  Top 2 sprints’ worth of stories are refined (estimated, AC written, dependencies flagged).
☐  Every Feature traces back to a Capability (CAP-XX) and an Initiative.
☐  Every Story uses INVEST + Given/When/Then format.
☐  NFRs are tracked as Tasks tagged with NFR category (perf, security, a11y, scalability, reliability, compliance, observability).
☐  Backlog reviewed and groomed weekly.

4.5  Handoff to Jira / ADO
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	--

	Now (PI 26.X)
	Next (PI 26.X+1)

	Capability (CAP-XX)
	→ Jira Align Capability

	Solution Concept
	→ Jira Align Feature description

	Functional requirements
	→ ADO User Stories under each Feature — with Given/When/Then acceptance criteria

	Non-functional requirements
	→ ADO Tasks tagged NFR (perf, security, a11y, scalability, compliance, observability)

	Architecture / data model
	→ ADO architecture wiki + Confluence design docs



	STAGE GATE G4  ·  PRODUCT APPROVED
Confirms the roadmap, sizing, and story breakdown are approved — architecture and design have signed off, and engineering can commit stories to a sprint.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Tech Lead + Agile Coach + Research Lead

	REQUIRED INPUTS
READY sections 4.1 – 4.5 complete · Stories sized and INVEST-checked · Architecture + design sign-off obtained
	DECISION TYPE
Advance to LAUNCH  ·  Conditional advance (rework backlog)  ·  Hold for resizing


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RAI
	RAI
	RAI
	RI
	RI
	--

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  Definition of Ready met for every Story
Each ADO User Story has Given/When/Then acceptance criteria, is sized, and is free of open dependencies.

	☐
	2  INVEST + acceptance criteria on every story
Backlog hygiene audit complete. No stories enter sprint planning without acceptance criteria or test coverage.

	☐
	3  Architecture and design sign-off obtained
Solution Intent and Validation (3.2) reflected in the technical design. Architecture review board and Tech Lead have signed off.

	☐
	4  Feature estimation complete
T-shirt or story-point sizing done for every Feature in the roadmap window (Now / Next).

	☐
	5  Features and Stories in Jira Align / Azure DevOps · PO Estimation, Story Breakdown and UX sessions held
Features sit under their Capabilities in Jira Align; Stories sit under Features in Azure DevOps. The Engineering PO Estimation, Story Breakdown and UX ceremonies have run.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Approved — advance
☐ Conditional — revisit by [date]
☐ Hold / kill



	STEP 5
LAUNCH
Agile → Test → Go/No-Go → Deploy  ·  Exit: G5 Ship Ready


Where the work meets users. Legal & compliance sign-off happens first, then agile delivery in 2-week sprints, rigorous testing including accessibility, a Go/No-Go decision with clear criteria, controlled deploy with rollback ready, and day-1 enablement.
Jira Align: Stories (Azure DevOps)   ·   Engineering ceremony: PI Planning · Sprints · Standup · Review · Retro   ·   SAFe cadence: In the PI · end of PI
5.0  Legal & Compliance Review
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RI
	RPI
	RAPI
	RPI
	RPI
	RI


Legal and Compliance run their reviews before Go/No-Go, not after. Evidence filed here becomes part of the G5 packet. Sections 3.5 (AI Eval) and 5.2 (Accessibility) feed directly into this review.
	Element
	Description
	Your Input

	Regulatory Frameworks in Scope
	GDPR / CCPA · Sector regulations · ADA / DOJ Title II · EU AI Act · Others
	[List frameworks; name the primary approving entity for each]

	Privacy Assessment
	PIA / DPIA status, data flows, PII and sensitive-data handling
	[Complete · In progress · N/A. Name Data Steward + attach PIA link.]

	Accessibility Evidence
	WCAG 2.2 AA test results filed with Compliance
	[Automated scan · manual audit · assistive-tech test results. Owner: Product Designer.]

	Contracts & Vendor Review
	New vendors, DPAs, model providers, data-sharing agreements
	[List new agreements; Procurement + Legal sign-off status]

	Customer-facing Copy Review
	Marketing, PRFAQ, in-product copy, FAQs
	[Content Designer draft → Legal review → sign-off date]

	AI Governance (if AI Risk Tier ≥ Assistive)
	AI use disclosure, human-in-loop, model cards, drift monitoring
	[Model card link · disclosure copy · guardrail evidence · kill switch operator]

	Complaint & Escalation Path
	How customers raise concerns; response time for legal / compliance triage
	[Complaint channel · response time · owner]

	Documented Risk Acceptances
	Any known residual risks accepted by leadership
	[Risk · owner · expiration · mitigation plan]


5.1  Agile Delivery (2-week sprints)
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	RI


Standard 2-week sprint cadence with planning, daily standup, review, and retro. Capacity tracked, scope locked at sprint start, stretch goals optional. Backlog from READY feeds directly into sprint planning.

5.2  Test Plan + Accessibility
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	RI


Test plan covers functional, integration, performance, security, and accessibility (WCAG AA). Accessibility review is required before Go/No-Go. Automated test coverage targets defined per project type. Compliance receives WCAG evidence for the §5.0 packet.

5.3  Go / No-Go Criteria
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	RI


Pre-defined criteria for shipping: all P0 bugs resolved, test pass rate ≥ target, accessibility cleared, observability instrumented, rollback plan rehearsed, §5.0 Legal & Compliance sign-off attached. Product Leader decides Go or No-Go.

5.4  Deploy + Rollback
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RI
	RI
	RI
	RI
	RPI
	RPI
	RI
	RI
	RI
	RI


Phased deploy (canary → 10% → 50% → 100%) with predefined rollback triggers tied to KPIs and error budgets. On-call paged for the first 48 hours. Rollback is non-negotiable if KPIs breach thresholds.

5.5  Day-1 Enablement
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RPI
	RI
	RI
	RPI
	RI
	RI
	RI
	RI


Support, operations, and stakeholders ready before launch: runbooks, FAQs, training, and comms. Day-1 dashboard live with the KPIs from Section 1.4. First retro scheduled within 30 days post-launch.


	STAGE GATE G5  ·  SHIP READY
Confirms the product is built, tested, accessible, legally cleared, and meets acceptance criteria + Definition of Done — ready to ship to production.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Tech Lead + Agile Coach + Legal + Compliance

	REQUIRED INPUTS
LAUNCH sections 5.0 – 5.5 complete · all P0 bugs resolved · accessibility cleared · rollback rehearsed · §5.0 Legal & Compliance packet filed
	DECISION TYPE
Ship  ·  Conditional ship (limited release / canary)  ·  Hold for fixes


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	--
	--
	RAID
	RPI
	RI
	RI
	RI
	RAI
	RAI
	RI
	RAI
	RAI
	--

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  Legal & Compliance packet (§5.0) filed
Regulatory frameworks in scope, PIA/DPIA, WCAG evidence, contracts, customer-facing copy review, and AI governance artifacts all attached. Legal + Compliance signed.

	☐
	2  All test plans (5.2) executed and passing
Functional, integration, performance, security, and accessibility (WCAG AA) tests all green.

	☐
	3  Accessibility (WCAG 2.2 AA) verified
Required for all customer-facing surfaces. DOJ Title II deadline is April 2027. Documented test results filed with Compliance.

	☐
	4  Security review complete
Threat model, penetration testing for high-risk surfaces, secrets management reviewed. InfoSec sign-off.

	☐
	5  Performance NFRs met
P95 latency, throughput, error rate within targets defined in 3.4 Hard Constraints. Load test results documented.

	☐
	6  Observability instrumented
Metrics, logs, traces emitting. Dashboards live. On-call runbook published. Alert thresholds set per measurement plan.

	☐
	7  AI guardrails live (if applicable)
Input + output guardrails enforced. Drift monitoring on. Kill switch documented and tested. Required when AI Risk Tier ≥ Assistive.

	☐
	8  Measurement instrumentation live
All KPIs from Section 1.4 emitting telemetry, with BI Lead. Baseline captured. Pre-launch dashboard reviewed by sponsor.

	☐
	9  Comms and enablement ready
Customer-facing copy reviewed by Legal + Content Designer. Internal enablement (sales, support, ops) trained and signed off.

	☐
	10  Go / No-Go criteria (5.3) reviewed and met
Pre-defined criteria for shipping confirmed. Product Leader approves Go decision.

	☐
	11  Stories in Azure DevOps · PI Planning, Sprints, Standup, Review and Retro running
Committed Stories are in the PI plan. The Engineering PI Planning, Sprint, Standup, Review and Retro ceremonies are running on cadence.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Approved — advance
☐ Conditional — revisit by [date]
☐ Hold / kill



	STEP 6
ASSESS
Measure → KPIs → Scale / Fix / Sunset  ·  Exit: G6 Scale or Sunset


Where compounding advantage comes from. Activate the measurement plan, watch the KPIs, and feed learnings back into the next FRAME — or sunset gracefully if the product doesn’t earn its keep.
Jira Align: Initiative: Scale / Fix / Sunset   ·   Engineering ceremony: Inspect & Adapt + PI Retro   ·   SAFe cadence: Every 8–12 weeks
6.1  KPI Tracking — activate the measurement plan
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RPI
	RI
	RPI
	RI
	RI
	RI
	RI


Pull the KPIs defined in Section 1.4 forward. Add baseline, current, and trend. Owner accountable for monthly review.
	Category
	KPI
	Baseline
	Target
	Current
	Owner

	User
	[Metric]
	[Value]
	[Value]
	[Value]
	[Name]

	Operational
	[Metric]
	[Value]
	[Value]
	[Value]
	[Name]

	Business
	[Metric]
	[Value]
	[Value]
	[Value]
	[Name]

	Outcome
	[Metric]
	[Value]
	[Value]
	[Value]
	[Name]


6.2  Drift, Feedback Loop & Data Flywheel
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RI
	RI
	RI
	RPI
	RPI
	RPI
	RAPI
	RI
	RI
	RI


Continuous discipline — track drift, capture corrections, retrain on cadence. Same applies to AI and non-AI products: signals → labels → improvements → retest.
	Element
	Description
	Your Input

	Drift Watch
	What triggers re-evaluation
	[e.g. 10% relative drop in single success metric over 7 days]

	Feedback Capture
	How users tell us we’re wrong
	[In-product feedback UX + complaint path + sample of session recordings]

	Insight Reuse
	Where learnings are catalogued for future Discovery
	[Research repo / Dovetail / shared insight library]

	Retraining / Iteration cadence
	How often and on what trigger
	[Monthly · quarterly · event-driven]

	Compounding KPI
	The single metric that proves the loop works
	[Improves quarter over quarter]

	Kill switch / Sunset trigger
	Conditions to disable or sunset (from Sec 1.4)
	[Threshold + decision owner + review date]



6.3  Post-Launch Evaluation (90-Day)
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RPI
	RI
	RPI
	RPI
	RI
	RI
	RI


90 days after launch. Audit whether the product met intent — yes/no with evidence. The Scale / Fix / Sunset decision itself is made in Section 6.4.
	Did we meet the success metric?
	[Yes / No, with evidence — current vs. target. From Section 1.4 single success metric.]

	Did we move the OKR?
	[Yes / No, with evidence — quantified contribution. From Section 2.4 primary OKR alignment.]

	What did we learn about the customer archetype?
	[3 insights that change our model of the user. Feeds future Discovery.]

	What broke that we didn’t predict?
	[Defects, complaints, unintended consequences. Required for institutional learning.]


6.4  Scale / Fix / Sunset
RAPID for this section  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RPI
	RI
	RPI
	RI
	RI
	RI
	RI


Based on the 90-day evaluation in 6.3, decide the product’s fate. This is not optional — every product exits ASSESS through one of these three doors, and the Product Leader logs the decision below.
	Decision
	Trigger
	Owner (Decide / Recommend)
	Next Step

	Scale
	Success metric met or exceeded; OKR contribution confirmed
	Product Leader decides · Product Manager recommends
	Roll out to the next Product Group / cohort; carry KPIs forward; open a lightweight FRAME if scope changes.

	Fix
	Success metric partially met; root cause identified and addressable
	Product Leader decides · Product Manager + Tech Lead recommend
	Scope a fix, re-measure within one PI, and re-run 6.3 before the next G6 review.

	Sunset
	Success metric missed with no credible fix path, or Sunset Criteria (1.4) triggered
	Product Leader decides · Product Manager + BI Lead recommend
	Retire gracefully per the Sunset Criteria in 1.4 — comms, data retention, decommission plan.


Decision / Decision owner + date: [Scale to next PG · Fix and re-measure · Sunset] — [Name] — [Date]
	STAGE GATE G6  ·  ASSESS
Confirms the Scale / Fix / Sunset decision (6.4) is made, evidenced by the KPIs and logged. Fix loops back to FRAME.

	GATE OWNER (DECIDE)
Product Leader
	APPROVERS (AGREE)
Product VP + Product AVP + BI Lead + Finance

	REQUIRED INPUTS
ASSESS sections 6.1 – 6.4 complete · 90-day post-launch eval ran · Scale / Fix / Sunset decision logged · KPIs reported to sponsor
	DECISION TYPE
Scale (next PG / cohort)  ·  Fix and re-measure  ·  Sunset (graceful retire)  ·  Hold


RAPID for this gate  →  R Recommend   A Agree   P Perform   I Input   D Decide   
	Product
VP
	Product
AVP
	Product
Leader
	Product
Manager
	Product
Designer
	Content
Designer
	BI
Lead
	Tech
Lead
	Agile
Coach
	Research
Lead
	Legal
	Compli-
ance
	Finance

	RAI
	RAI
	RAID
	RPI
	RI
	RI
	RAI
	RI
	RI
	RI
	RI
	RI
	RAI

	✓
	APPROVAL CHECKLIST  —  every box must be checked before this gate advances

	☐
	1  All KPIs from Section 1.4 reported
User, operational, business, and outcome metrics each have baseline · target · current, with BI Lead. No category skipped.

	☐
	2  Single success metric verdict documented
Met / partial / missed with evidence. If missed, root cause analysis attached.

	☐
	3  OKR contribution quantified
Stated contribution vs. actual. If the product didn’t move the OKR, sponsor reviews the funding decision.

	☐
	4  Drift monitoring run and reviewed
Last 30 days of drift dashboard reviewed, with BI Lead. No silent quality degradation unreported.

	☐
	5  Feedback loop produced labeled data
Customer complaints, edits, and corrections have been catalogued and routed back to next-cycle planning.

	☐
	6  Sunset trigger evaluated
Sunset criteria from Section 1.4 checked against current state as part of 6.4. If triggered, sunset plan filed.

	☐
	7  Insights catalogued for reuse
Three insights about customer archetype, problem, or solution are filed in the team research repo with tags for future Discovery.

	☐
	8  Scale / Fix / Sunset decision logged (6.4)
Product Leader has signed off on Scale / Fix / Sunset and named the next-cycle owner if continuing.

	☐
	9  Post-launch retro held
Team retro completed. Process improvements (PDLC, brief, ceremonies) routed to the product operations office.

	☐
	10  Initiative set to Scale / Fix / Sunset in Jira Align · Inspect & Adapt + PI Retro held
The 6.4 decision is recorded on the Initiative. The Engineering Inspect & Adapt and PI Retro ceremonies have reviewed the KPIs.

	GATE OWNER SIGN-OFF
Name: [name]
Date: [date]
	APPROVER SIGN-OFF
Name: [name]
Date: [date]
	OUTCOME
☐ Scale — next PG / cohort
☐ Fix — re-measure, re-run 6.3 by [date]
☐ Sunset (graceful retire)  ·  Hold




	RECONCILIATION CERTIFICATE  ·  CANONICAL v2026-10-23
Cell-by-cell verification of this brief against the PDLC Playbook CANONICAL.


This certificate documents the October 18, 2026 reconciliation of the Master Product Brief against the PDLC Playbook CANONICAL v2026-10-23. The six-gate model, the Enterprise Product Operating Model components (key questions, DVQE), the Finance role and the Jira Align / Engineering ceremony lines were applied to every artifact in the release.
Scope of reconciliation
	Version reissued
	v2026-10-23 CANONICAL

	Previous version
	v1.1 — 2026-09-02

	Reconciled by
	PDLC App

	Method
	Programmatic cell-by-cell check of all 33 deliverable RAPID rows and 6 gates across every artifact in the PDLC Playbook CANONICAL.


Sources compared
	RAPID FRAMEWORK
	PDLC_RAPID_Framework_CANONICAL_v2026-10-23.pptx — 39 rows (33 deliverables + 6 gates), 13 roles

	PRODUCT BRIEF (this document)
	PDLC_Product_Brief_Template_CANONICAL and PDLC_Product_Brief_Harness_CANONICAL v2026-10-23 — 33 deliverables in FRAME → ASSESS order

	HARNESS RUNBOOK + PROMPT BOOK
	PDLC_Harness_Runbook_CANONICAL (Word and PowerPoint) and PDLC_Harness_Prompt_Book_CANONICAL v2026-10-23

	3-STEP PROCESS
	PDLC_6-Step_Process_CANONICAL_v2026-10-23.pptx — 6 steps, 6 gates, Enterprise Product Operating Model row

	REFERENCE TABLE
	PDLC_Playbook_QA_Report_CANONICAL_v2026-10-23.md — every mirror check and its result


Findings
	Structural alignment
	PASS — 6 steps (1 FRAME · 2 DISCOVER · 3 DESIGN · 4 READY · 5 LAUNCH · 6 ASSESS), 6 exit gates (G1–G6, one per step), 13 canonical roles, 5 Enterprise Product Operating Model questions.

	Deliverable inventory
	PASS — All 33 deliverables present (§1.1–§6.4, including §5.0 Legal & Compliance Review as parallel LAUNCH swimlane).

	RAPID rows — deliverables
	PASS — 33 of 33 rows match the RAPID Framework CANONICAL cell-for-cell (13 roles × 33 sections = 429 cells verified).

	RAPID rows — gates
	PASS — G1 to G6 approver rows match the RAPID Framework CANONICAL and every gate block.

	Product Leader as sole D
	PASS — verified on every deliverable and every gate.

	Gate approver blocks
	PASS — Owners, Agree signers, Required Inputs, and Decision Types match the RAPID one-page, Process, Runbook and harness.

	§3.5 AI Evaluation trigger
	PASS — retained; scoped to AI Risk Tier ≥ Assistive.

	Version alignment statement
	PASS — aligned to the PDLC 6-Step Process CANONICAL and RAPID Framework CANONICAL v2026-10-23.


Attestation
This release adds the Enterprise Product Operating Model (five key questions, DVQE sections 1.6 and 2.7), the Finance role (Agree at G1 and G6; Input in FRAME, LAUNCH and ASSESS), Jira Align / Engineering ceremony lines at each step and gate, and removes process SLAs until after the pilot. The six-step, six-gate structure is unchanged.
The next reconciliation is triggered by any change to any PDLC Playbook document. Every change ships as a new PDLC_Playbook_CANONICAL_vDATE.zip with every file re-reconciled in the same pass.
Sign-off
	Reissue date
	October 18, 2026

	Reconciled version
	v2026-10-23 CANONICAL

	Next required review
	On any change to any PDLC Playbook CANONICAL file; otherwise no scheduled cadence.

	Approver (Product Leader)
	[ ]

	Sign-off date
	[ ]


End of Master Product Brief.  Aligned to the PDLC 6-Step Process CANONICAL and the PDLC RAPID Framework CANONICAL v2026-10-23. Reconciled and reissued 10/18/26.
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