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This issue covers how AI agents are exposing the limits of human-first project
boards, a simple diverge/converge framework for reducing meeting chaos, and
negotiation tactics PMs can adapt from their own product toolkit to avoid low
anchors and improve offers.

Big Ideas
1) Agent-aware execution is becoming a PM systems problem

Traditional project boards assume a human picks a ticket, works it, updates sta-
tus, and ships code. Teams experimenting with MCP-connected coding agents
reported duplicate work, unreliable progress, and difficulty knowing what actu-
ally shipped without checking commits and PRs [1]. A detailed reply framed
the fix as an orchestration layer that handles task locking, retries, run tracking,
and status inference from repo, CI, and deployment signals [2].

Why it matters: once agents can start work automatically and run concur-
rently, the board can stop being a trustworthy source of truth [2].

How to apply: treat the board as derived state from commits, PRs, tests, and
deployments, and add task leases or locking so two agents do not start the same
work [2].

2) Many messy meetings are really two modes colliding

In one product design discussion, chaotic meetings were traced to a mix of
diverging questions like “What if we tried this?” and converging questions
about timelines, trade-offs, and choices happening at the same time [3]. The
suggested fix was simple: diverge first, then converge [3].
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Why it matters: when exploration and decision-making happen simultane-
ously, ideas get interrupted and decisions stall even when the team broadly
agrees [3].

How to apply: explicitly label which phase the group is in, explore options
first, then move into evaluation, prioritization, and decision [3].

3) PMs can use their product toolkit on their own careers

Jacob Warwick argues that product people should approach interviews and ne-
gotiation the way they approach product work: identify the buyer, understand
their needs, ask discovery questions, and remove friction [4]. He also says prod-
uct leaders, engineers, and designers tend to negotiate worse than more extro-
verted roles [4].

Why it matters: job descriptions rarely capture the real scope, so early com-
pensation anchors can backfire once the role expands [4].

How to apply: before discussing numbers, ask why you are in the room, what
problem the company is trying to solve, what has already been tried, and what
success looks like six months in [4].

Tactical Playbook
1) Make AI work visible from engineering signals

1. Name the failure modes first: task contention, status drift, and ship
detection gaps [2, 1].

2. Put an orchestrator between agent, repo, and board to manage
task locking, run lifecycle, retries, and telemetry [2].

3. Map status to observable events: PR opened -> in progress; tests
passing -> ready for review; PR merged -> done; deployment succeeded
-> shipped [2].

4. Use task leases so a crashed agent releases the work back to the pool
after expiry [2].

5. Keep ownership clear: one commenter argued developers or the devel-
oper team should own agents and their output; another pointed to team
views based on commits, LOC, and activity frequency as a complementary
tracking layer [5, 6].

Why it matters: this shifts the board from self-reported activity to observable
execution [2].

How to apply: start with the workflows already showing duplicate agent work
or manual ship checks, then instrument repo, CI, and deployment events before
adding more board automation [1, 2].
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2) Run decision meetings in two explicit passes

1. Diverge: invite alternatives, questions, and possibilities [3].
2. Converge: switch to trade-offs, prioritization, and decision [3].
3. Make the phase change explicit so people stop solving different prob-

lems in the same conversation [3].
4. Judge the meeting by decision quality, not airtime: the reported

benefit was better conversation quality once the shift was explicit [3].

Why it matters: it reduces the repeated arguments and stalled decisions
described in the original post [3].

How to apply: if a meeting starts feeling muddy, pause and ask whether the
group is still generating options or is ready to choose [3].

Case Studies & Lessons
1) MCP-connected boards looked automated, but not trustworthy

A small engineering team connected a coding agent directly to its project board
via MCP. Automatic updates looked promising at first, but multiple agents
started on the same task, progress became unreliable, and the team still had to
inspect commits and PRs to confirm what shipped [1].

Why it matters: better automation at the card level does not solve observ-
ability if the underlying workflow assumes a human execution loop [2, 1].

How to apply: if your board says “done” but your team still checks repo and
deployment events manually, treat that as a signal that board state and delivery
state have drifted [2, 1].

2) Separating divergence and convergence improved startup discus-
sions

In a startup context, one team found that meetings on features, strategy, and
product direction felt confusing not because people strongly disagreed, but be-
cause some were expanding the option set while others were trying to narrow it.
Making the shift from divergence to convergence explicit improved the quality
of the conversation [3].

Why it matters: teams can waste time diagnosing alignment problems when
the real issue is mixed cognitive modes [3].

How to apply: split discussion guides, agendas, or facilitation prompts into
an exploration section and a decision section [3].

3) Role scope can move more than base pay

Warwick described cases where roles initially in the $185k-$285k range ended
at $1.1M, and two roles originally comped at $600k ended at $1.1M and $1.2M
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after the level shifted from senior director to VP [4].

Why it matters: the biggest negotiation lever may be role level and scope,
not just a marginal change to the offer [4].

How to apply: keep testing whether the company is actually hiring for a bigger
role than the job description suggests before settling on a number [4].

Career Corner
1) Delay the number until you understand the job

Warwick says almost nobody is doing only what is written in the job description,
and interviews often reveal extra scope that was not documented upfront [4].
That is why he argues against anchoring too early: a role that starts as a senior
PM search can become something closer to director-level responsibility once the
team reveals the real need [4].

“Be you, your authentic you and apply it to what you already know.
You know how to do this in product. Design it for your career.” [4]

Why it matters: early numbers become harder to unwind once the company
starts using your original anchor against a larger job [4].

How to apply: run the interview like discovery. Ask why they are excited
about you, what challenge they need solved, what has and has not worked, and
what a better future looks like for the hiring manager or leadership team [4].

2) Use a simple pushback, and do it live

Warwick says the line below often creates about a 20% improvement across
levels, and that well-run negotiations average about 40% movement [4]. He
also recommends video or in-person conversations over email so tone and body
language are part of the negotiation [4].

“What’s the chance there’s a little bit more here?” [4]
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The tactical playbook for getting 20-40% more comp (without sound-
ing greedy) | Jacob Warwick (5:36)

Why it matters: Lenny’s summary of the episode says many product people
leave at least 20% on the table because they are afraid to ask the question at
all [7].

How to apply: - Start with gratitude and enthusiasm for the offer [4] - Take
time to review instead of responding immediately [4] - Say the package feels
lighter than expected, then ask about the range or the top end [4] - If paper-
work comes back inconsistent with prior agreement, ask “Was that a mistake?”
instead of automatically splitting the difference [4]

Tools & Resources
• The tactical playbook for getting 20-40% more comp (without sounding

greedy) | Jacob Warwick — a detailed resource on discovery-led interview-
ing, live negotiation, and scope-based comp movement [4].

• How are you tracking AI-assisted work on your project boards? — a useful
thread if your team is already experimenting with MCP, coding agents, or
agent-to-board automation [1].

• TrajanCloud — one commenter described it as automated team progress
tracking based on commits, LOC submitted, and activity windows across
the last 24, 48 hours and 7 or 14 days [6].

• Why startup meetings sometimes feel chaotic even when the team agrees
— a short post worth saving for facilitation and meeting design [3].
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https://youtube.com/watch?v=pEis2CBomVA&t=336
https://www.youtube.com/watch?v=pEis2CBomVA
https://www.youtube.com/watch?v=pEis2CBomVA
https://www.reddit.com/r/ProductManagement/comments/1rurf8q/
https://www.reddit.com/r/product_design/comments/1ruwbxp/


Sources

1. r/ProductManagement post by u/ucefee
2. r/ProductManagement comment by u/cobramullet
3. r/product_design post by u/mohan-thatguy
4. The tactical playbook for getting 20-40% more comp (without sounding

greedy) | Jacob Warwick
5. r/ProductManagement comment by u/threebicks
6. r/ProductManagement comment by u/hejijunhao
7. X post by @lennysan
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https://www.reddit.com/r/ProductManagement/comments/1rurf8q/
https://www.reddit.com/r/ProductManagement/comments/1rurf8q/comment/oanmr8g/
https://www.reddit.com/r/product_design/comments/1ruwbxp/
https://www.youtube.com/watch?v=pEis2CBomVA
https://www.youtube.com/watch?v=pEis2CBomVA
https://www.reddit.com/r/ProductManagement/comments/1rurf8q/comment/oanqln8/
https://www.reddit.com/r/ProductManagement/comments/1rurf8q/comment/oanvf1h/
https://x.com/lennysan/status/2033224724084588782
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