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This issue centers on a clear shift in PM work: durable AI products are being
built around owned workflows, agent-ready architecture, and stronger judgment
layers rather than thin wrappers. It also covers public-sector service design
lessons, execution patterns from Vercel and Snowflake, career tactics, and prac-
tical tools for GTM, feedback, and personas.

Big Ideas
1) Own the workflow, not just the model call

“The startup question is what part of the workflow you can truly
own.” [1]

If you build on frontier models, you are also exposed to labs’ decisions on capac-
ity, rate limits, pricing, and availability, which can squeeze shallow wrappers [1].
The more durable layer is elsewhere: workflow ownership, proprietary context,
data rights, distribution, compliance, and trust [1]. SaaStr’s agent guidance
points in the same direction: products need composable developer surfaces and
a strong data foundation if they want to stay visible inside agentic workflows
[2]. Customers are already comparing agents side-by-side and expecting demon-
strable ROI [2].

• Why it matters: Model access is not a moat by itself. The defensible
surface is the workflow, context, and system integration around the model
[1, 2].

• How to apply: Audit what you truly own: context, permissions, memory,
review loops, domain skills, and integrations. If your product cannot be
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called through APIs, MCP servers, or webhooks, it may disappear from
agentic workflows [1, 2].

• Pricing implication: As reliability improves, evaluate pricing around
outcomes or success rather than tokens, because customers want certainty
more than token accounting [2].

2) The product is the whole service, not the shiny artifact

“Makers often focus on the shiny object—the product they’re
building—and forget about the rest of the journey until they’re
almost ready to deliver it to the customer. But customers see it all,
experience it all. They’re the ones taking the journey, step-by-step.”
[3]

Public-sector PMs make this impossible to ignore. They cannot choose their
users; success means serving the fringes as well as the mainstream, starting
with the curb cut effect [4]. Demand already exists, so the job is less about
generating it and more about lowering barriers to access [4]. That changes
everything from device testing—think $20 flip phones and library PCs, not
premium hardware—to whether the right answer is building something new at
all [4].

• Why it matters: Many product failures come from improving the visi-
ble interface while leaving the surrounding service, policy, or operational
funnel broken [4].

• How to apply: Map the full journey before shipping. Test on the lowest
common denominator device set, and ask whether discovery is revealing a
need to remove systems rather than add another one [4].

• Design caution: Technology rarely fixes an upstream policy problem.
When a policy challenge is framed as an engineering spec instead of a
design problem, teams lose room to iterate with users [4].

3) AI is reducing information overhead, but increasing the premium
on judgment

A recurring PM theme this week was that a large share of the job is managing
Slack threads, notes, interviews, docs, dashboards, and tickets rather than mak-
ing decisions [5]. Several practitioners see AI as useful precisely because it can
gather and organize scattered inputs, freeing more time for strategy, alignment,
and prioritization [6, 7]. But there is a cost: one data scientist told Lenny that
much of the team’s work is now reviewing AI-generated analysis from PMs and
engineers, and that the analysis is wrong 50% of the time [8]. The result is
broader role confusion about who actually owns what [9].

• Why it matters: AI makes it easier to produce summaries and analyses,
but not easier to know which ones are correct or action-worthy [10, 8].

• How to apply: Use AI to collect and structure context, then keep humans
accountable for prioritization, validation, and final decisions [7, 11].
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Tactical Playbook
1) Build agents from real workflows, then harden them for production

A repeatable pattern emerges from the Vercel examples:

1. Shadow the best operator and document the existing workflow before
adding AI [2].

2. Convert each data source into explicit workflow steps and tool
calls [2].

3. Keep a human in the loop and run in shadow mode until feedback
materially drops [2].

4. Invest in developer surface area—APIs, MCP servers, webhooks—so
agents can act inside real systems [2].

5. Ground everything in a semantic layer or knowledge base so an-
swers are specific rather than generic [2].

6. Benchmark the competition directly by trying or buying competitor
seats; customers are already doing the same [2].

Why this matters: The notes draw a hard line between a good demo and a
durable production agent. Architecture, data quality, and review loops deter-
mine whether the product survives scale [2].

2) Use role-based AI agents to manage project memory

A non-developer PM described a simple three-agent setup in Cursor: a Scribe
that extracts risks, dependencies, action items, decisions, and open questions;
an Integrator that files them by project; and a Strategist that rates risks and
drafts communications [12]. The system is useful for recalling meeting context
or answering a manager quickly without combing through documents [12].

A practical rule came from the replies: if the strategist labels everything critical,
cap the number or percentage of items that can be marked critical, and edit the
output yourself [12, 13].

Why this matters: PM memory systems work best when extraction, filing,
and judgment are separated—and when the PM stays the editor [12, 13].

3) Treat information management as alignment work

The most useful advice in the information-overload thread was blunt: a PM’s
job is creating alignment, prioritizing, and cutting through noise [14, 15]. In
practice, that means:

1. Pull fragmented information into one place first [5].
2. Decide what is signal versus noise before broadcasting it [16].
3. Use AI to reduce the operational burden of gathering and organizing in-

puts, not to replace reasoning [7, 10].
4. Coach teams on how to recognize real signal; seniority should raise the

quality of filtering, not just the volume of output [11].
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Why this matters: Without a filtering layer, more tooling just creates more
equally loud inputs competing for attention [16, 10].

4) For hard AI update problems, favor validation-driven self-
correction over endless patches

Teresa Torres shared a useful engineering lesson from rebuilding AI-generated
opportunity solution trees for Vistaly: updating a tree with new interviews was
harder than generating one from scratch because tree diffs behave differently
from text diffs [17]. Her reported breakthrough was to let the model correct its
own mistakes, then wrap the process in an agent loop with validation tools [17].
She also notes that AI-written code should be trusted selectively and verified
when needed [17].

Why this matters: Some AI failures are not missing features; they are the
wrong control strategy for the problem shape [17].

Case Studies & Lessons
1) Vercel: a lead qualification agent with measurable operating lever-
age

Vercel’s lead qualification agent started with about 20% of a single engineer,
then used a GTM engineer, data scientist, and domain expert working together
to encode best practice into workflows [2]. The team kept a human in the loop
for six weeks and ran the system in shadow mode until the expert could no
longer materially improve outputs [2]. Reported results: the function dropped
from 10 people to 1 in the US, with about 20% of one person covering Europe
and APAC; SDR quotas rose 30%; and the agent costs under $5K per year in
infrastructure and tokens, a stated 32x ROI [2].

Takeaway: Start with one narrow, high-volume workflow, learn from a top
performer, and earn autonomy in steps [2].

2) Snowflake: top-down mandate plus bottom-up access

Snowflake’s internal AI adoption combined a CEO-level mandate that the com-
pany operate differently with broad access to its Cortex coding agent [18]. Em-
ployees could query governed data, build agents, and automate workflows; Baris
Gultekin gave the example of account reps creating anomaly detectors for cus-
tomers [18]. On top of that, Snowflake created function-specific skills for PMs,
including PRD writing, code-repo reading, UI prototyping, and routine task
automation [18]. The company then extended the same model across finance,
marketing, and HR [18].

Takeaway: Company-wide AI adoption is stronger when leadership sets the
expectation and teams also get direct access to tools, data, and role-specific
skills [18].
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3) Public-sector product management: sometimes the winning move
is to remove systems

Ayushi Roy offered three strong examples of non-standard product thinking:

• In discovery for the Children’s Health Insurance Program, her team found
14 systems serving the same service and proposed removing 10 instead
of building a 15th [4].

• A text-based campus safety hotline built in two-week increments was rolled
out to 800,000 students across 13 universities in eight months [4].

• For IRS Direct File, the team sliced rollout by tax complexity, started
with an internal IRS rollout to build agency support, and treated modu-
larity as protection for learning under public scrutiny across a population
of 150M+ taxpayers [4].

A fourth example is the warning case: modernizing a childcare voucher appli-
cation does not fix a broken funnel when policy still forbids a waitlist; better
software can simply push more demand into a system that cannot absorb it [4].

Takeaway: In complex service environments, product work includes policy,
operations, legacy systems, and safe rollout design—not just software delivery
[4].

Why the best public-sector PMs delete systems instead of building them- Ayushi
Roy (38:02)
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Career Corner
1) Use AI to sharpen your story before paying for coaching

One PM with about 10 years of experience said they struggle to explain the
value of varied experience in FAANG or top-tech applications and were con-
sidering structured coaching [19]. The community feedback on Product Career
Accelerator was skeptical: commenters described a $12,000 price for account-
ability, interview prep, and role targeting, along with hard-sell tactics and weak
network claims [20, 21]. A more practical tactic came from another commenter:
dictate your work history to Claude, let it surface the underlying skills and
differentiators, then use that language in interviews [22].

How to apply: Before paying for structure, test whether AI can help trans-
late your experience into clearer narratives, concrete examples, and stronger
interview stories [22].

2) Career scope often starts with instrumentation and standards

Merci Grace described starting at Slack as a solo PM without engineers or design-
ers, asking for funnel conversion baselines, finding none, and installing Mixpanel
herself to begin measuring the onboarding funnel [23]. Nearly three years later,
the growth team had expanded to 50 people, owning data governance, metric
definitions, and experiments across the funnel from demand generation to paid
conversion [23].

How to apply: If you want to expand your scope, find the missing measurement
system or operating standard that the organization depends on but nobody owns
yet [23].

Tools & Resources
1) Panobi and Ignition for cross-functional growth and GTM work

Panobi positions itself as a source of truth for growth teams by integrating
warehouses, experiment frameworks, Google Sheets, and CSV data into one
place [23]. Ignition is aimed at the gap between product and sales or marketing,
combining voice-of-customer and competitive inputs with revenue-prioritized
roadmaps and GTM handoffs such as OKRs, briefings, and collateral [23]. If
your biggest PM challenge is connecting research, prioritization, and launch
execution, these are two tools to watch [23].

2) Feature-intelligence tools when feedback inboxes become the work

One PM described feeling overwhelmed by Canny-style feedback tools because
they make it easier to accumulate feature requests that are often biased toward
power users and not obviously decision-useful [24]. In that discussion, two alter-
natives surfaced: Arkweaver, which combines feature matching or intelligence
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with ops automation and a revenue-per-feature lens, and unwrap, which fo-
cuses more on providing the underlying data than on automation [25]. This is
most relevant if call transcripts and other new feedback channels are already
flooding your team [25].

3) A low-tech persona template still beats decorative artifacts

A simple community recommendation on personas was also the most practical:
keep them to one page and focus on behaviors and pain points so they remain
useful for product and UX decisions over time [26, 27].

4) Skill-building workshops to watch

Shreyas Doshi said he is launching one-day workshops on Product Taste,
Product Strategy, Product Creativity, and Customer Empathy, with
the first focused on Advanced Product Taste and practical exercises [28, 29].
Signup link: priority list [28, 29].
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