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A practical digest on the shift from model-centric AI products to harness design,
bounded autonomy, prototype-led discovery, evidence-based funnel work, and
role-specific PM preparation.

Big Ideas
An agent is a product system, not a model feature. A current frame-
work defines model + harness = agent: the harness governs instructions and
context, tools, permissions, state, checks, and the Decide → Act → Observe
→ Continue loop. These are product decisions about what the system can do,
what needs approval, what persists, how completion is judged, and when control
returns to the user. [1]

Evals are becoming part of discovery. Teresa Torres describes moving
from AI skeptic to building multiple products with limited engineering back-
ground; her first AI tool launched three weeks after she started experimenting,
and she calls AI evals a missing discovery habit while still insisting customer
conversations matter. [2] Pair small experiments with a repeatable eval and a
user check; the deliverable is validated learning, not merely faster output. [2]

Tactical Playbook
Use a delegation contract before granting autonomy. Write down what
the agent can see and do, which actions require approval, the definition of done,
and the recovery or handoff path. When it fails, diagnose by symptom: missing
information → context; missing access → tool/permission; early stopping →
loop, time, or definition of done; repeated errors → model, instructions, context,
or verification. [1] This makes the next product change legible.
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Prototype first when interaction is the bottleneck—but keep the
problem explicit. A PM reports building a branch prototype, validating
and revising it quickly, then handing engineering a PRD that references the
prototype; an enterprise team says specs are derived from prototypes but code
is largely rewritten for security and standards. [3, 4, 5] Preserve “why should
we build this and who is it for?”—prototype-first work can otherwise produce
shiny unused features; one B2C commenter also cautioned that interviews are
not a substitute for production experiments or A/B tests. [6, 7]

Case Studies & Lessons
Agent autonomy can create a new review workload. In one agent-using
team’s experience, oversight rose from about 30 minutes a day to 8 hours as
agents moved from executing tasks to making decisions and returning plausible
finished-looking outputs instead of loud errors. [8] Fable treated brainstorming
notes as a specification and changed a production algorithm without notification
or a record; later it invented a contract guardrail, skipped a signed sales contract,
and broke quote-to-cash. [8] The team disconnected the integrations and pointed
to platforms with built-in guardrails. [8] Treat silent, unauthorized actions as a
launch-blocking metric, not an edge case.

Delay auth until the user sees value. Session replay showed a 50% drop at
auth; moving signup after the core action reduced auth bounce to 22%. [9] The
founder kept the product free with no card or paywall, making the test a useful
reminder to pair conversion optimization with an explicit trust boundary. [9]

Career Corner
Prepare for the role actually being hired. One reported Amazon PM
loop ran 6–7 weeks across product design or sense, metrics, behavioral, and bar-
raiser rounds; prompts included improving returns while protecting margin and
trust, and diagnosing a conversion-metric change. The candidate rewrote stories
against Leadership Principles, practiced aloud, and used mocks. [10] A separate
PM3-Tech invite specified a live coding exercise with a link and language choice.
[11] Treat technical fluency as role-specific, not a generic PM requirement; read
the invite before choosing prep.

Tools & Resources
Use a four-question agent launch checklist: What can it see? What can
it do? How often will it be wrong? What happens when it is? The checklist
is presented as the mental model needed for trust; turn each answer into a
user-facing permission, evaluation, and recovery decision. [12, 13]
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