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A compact PM brief on the Al-era shift from feature output to faster learn-
ing loops, plus practical guidance for narrowing pilots, improving stakeholder
execution, and studying two instructive cases from Gusto and Axon.

Big Ideas

e The PM edge is moving to loop speed. A Mind the Product talk
framed three moves for Al-era PMs: out hunt early signals in open
source and GitHub, bend the system by redesigning workflows around
AT rather than bolting on tools, and prove impact with real usage data
and customer validation [1]. Why it matters: if building gets cheaper,
advantage shifts to how quickly your team can spot a signal, ship, and
learn—not to the biggest roadmap [1].

“When building gets cheap, the question stops being, can we build
it? And becomes, should this even exist?” [1]

e Cheap prototyping increases the need for focus. Gusto found more
leverage by moving away from a generic CRUD app builder toward au-
tomations for recurring payroll, time, and HR workflows using data it
already had about customers and their routines [2]. The team’s lesson:
AT gives you more things to say no to, so compare concrete implementa-
tions in code and keep the shipped surface area disciplined [2].

Tactical Playbook

1. Scope AI products around one recurring job.



e Start with a workflow customers already repeat every week, not a
blank-canvas agent experience [2].

e Use existing customer context and behavioral data to pre-shape the
solution instead of asking users to invent it from scratch [2].

o If enterprise interest arrives early, frame it as a design-partner /
paid-pilot: define what works today vs. what is still alpha, then
narrow to one workflow, one success metric, one timeline,
and one internal champion [3].

e Protect the roadmap: the goal is to learn what customers will pay
for without letting them rewrite the product [3].

2. Turn stakeholder friction into operating discipline.

o If engineering is rigid, assume it may be scar tissue from earlier scope
changes or deadline misses [4].

e Write things down: requirements, decisions, and process notes. Com-
munity advice was blunt—documentation is a large part of the PM
job, and it creates subtle influence [4].

e Hold backlog grooming with engineering, design, and your EM to
discuss tradeoffs together [5].

e The PM still makes the MVP call based on customer need and prod-
uct sense [5, 6].

e For execution cadence, one example from Stoke Space: monthly up-
dates listed planned deliverables, then crossed off completed items in
the next update, with a new ETA when something slipped [7].

3. Make product descriptions reproducible, not inspirational.

“The test of a description of a product is how much closer I am after
hearing it to being able to reproduce it.” [8]

Use that test on PRDs, strategy docs, and positioning. If a description gives no
starting point for implementation, it is probably too vague [8].

Case Studies & Lessons

¢ Gusto AI Co-Founder: the initial prototype was built solo during a 5-
hour airport layover using AI coding tools [2]. It later became a 5-person,
10-week effort that shipped a tier-1 launch with no meetings, specs, Figma,
Jira, or formal docs—just a persistent Zoom and rapid pull requests for
a zero-to-one effort [2]. Customers immediately understood weekly au-
tomation for tasks like payroll prep because those jobs already lived on
their calendars, and SMS or Slack approvals made the value obvious [2].
Takeaway: ship inside an existing habit loop, but keep the scope tight.

e Axon: its CPTO described a hybrid org where product GMs own lines
of business while engineering and AT leaders provide functional depth [9].
The company embeds external ethics advisors into relevant product work
[9], builds first-party models only where differentiation requires it—such
as real-time license plate detection at high speed—and uses foundation



LLMs elsewhere [9]. It also set a 10-year goal of reducing gun-related
deaths between police and the public by more than 50%, and previously
held a 6-year public moratorium on facial recognition before narrower
evaluated use cases [9]. Takeaway: ambitious Al programs need explicit
ethics inputs, selective build-vs.-buy choices, and a measurable north-star
outcome.

Career Corner

There is no universal PM job. PM community guidance emphasized
that company context shapes this role more than most others [4]. In
practice, much of the work is still stakeholder management and bringing
order to chaos—mnot executing a textbook process [4].

The durable skill is judgment. In an Al-heavy environment, feature
discovery and deciding what deserves to exist become more valuable, not
less [10, 1].

Tools & Resources

GitHub as market radar: one PM example used nightly scans of trend-
ing repos, license checks, and auto-generated briefs to surface open-source
signals before they became obvious product categories [1].

Reading: Why Product Sense Is the Only Product Skill [11]
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