Product
Management

Al Tools:

Selection and

Workflow Design

- 73% of PMs use Al weekly or daily;
61% of job postings now require Al experience

- 97% report personal productivity gains,
but only 64% see improved product outcomes

- Just 23% of organizations
have a clear Al strategy with defined ownership

- Three layers: individual productivity tools,
product-workflow tools, embedded
product features

- Design against tool sprawl, unclear
ownership, metric-free adoption,
compliance blind spots

- Roadmap: evaluation, workflow patterns,
handoffs, governance, measurement,
30-60-90 plan



The 2026 Al Landscape for Product Teams

Seven capability families: research,
drafting, prioritization, analytics,
prototyping, meetings, agentic
automation

Match tool class to job: general
models, feedback-to-roadmap,
research repos, analytics copilots,
prototype generators

Most PMs run three or four tools,
one per phase; median team now
uses 4.2 tools, down from 5.8

Buying criteria shifts with model
layer: long context, multimodal
input, reliable tool use, agent
orchestration

Prompt, subscription, internal build,
or embedded feature — plus
pricing shape: seats, credits, TCO
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Research
Synthesis

Tool class: Research repos
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Prototyping

Tool class: Prototype
generators
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Drafting i

Tool class: General models

Price shape:
Credits
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Meeting
Intelligence

Tool class: General models
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Price shape:
Subscription

Personal productivity and single-user
assistants

Team workflows, shared context,
and coordinated tasks

Built into products and systems
where work happens
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Tool class: Feedback-

to-roadmap

Price shape:
Subscription

L7

© /%
11

Analytics
Querying

Tool class: Analytics copilots
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Agentic

Price shape:
Credits

Automation

Tool class: Agent
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orchestration

Price shape:
Credits




Requirements Before Tools:

Map the Workflow First

ONE-PAGE WORKFLOW MAP (EXAMPLE)

- Start from the workflow,

not the vendor demo Request Assess & Research & Review & Communicate &
Intake Triage Prepare Finalize Close
- Decompose each workflow
into tasks: automate,
augment, or human-only
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- Separate high-frequency, = =
low-judgment work from

Automate Augment | Y& Human-Only

high-judgment calls : .
) (System does it) (Al assists people) ‘ . :—‘ . (Peopledoit)

- Set data-sensitivity tiers:
public, internal, confidential,
regulated

DATA-SENSITIVITY TIERS (APPLY TO EACH TASK)

[ @ Public Internal (&) Confidential @ Regulated ‘

FOUR BASELINES TO CAPTURE

- Capture four baselines:
cycle time, labor cost,
error rate, rework rate

- Output: a one-page workflow
map achorng o & (& (© (o
p anchoring every
tool decision

Cycle time Labor cost Error rate Rework rate



Evaluation Framework:
Score Tools Against Real Work

WEIGHTED EVALUATION CRITERIA GO/NO-GO GATES
® Set the shortlist

threshold before CRITERIA WEIGHT SCORE
scoring begins

Authentication

T Required
® Go/no-go gates
disqualify regardless Ebcrvntion
of weighted score @ ' EEr ey @ @ in Tr:r?sit
and at Rest
® Run task-based
pilots in a buyer- el Ténant
controlled environment [ lealition
e Model full cost of @ )
ownership, not ® Training-Data
headline price Opt-Out
=

e Write advance
decisionrulesfor = s ecccc e c e m e c e crmrr e e == - Any gate failure =

advancing or rejecting Disqualify (regardless of
SHORTLIST THRESHOLD weighted score)




Workflow Pattern Library: Where Al
Fits in the Product Cycle

® - @ - @ -O——®
MEASUREMENT AND

®© @

+ TRIGGER - Discovery: interview - Definition: PRD and - Delivery: spec-to- - Measurement and - Document four things
synthesis and opportunity user-story drafts prototype generation, communication: per pattern: trigger,
clustering, every theme grounded in research, edge-case expansion, analytics queries, Al step, human

@ Al STEP traceable to a verbatim with a PM-owned release-note drafting experiment readouts, checkpoint, artifact —
quote prioritization section updates from one and name the owner

sprint brief

® HUMAN Human validates themes, PM reviews, prioritizes, Engineer and designer PM reviews insights Team confirms

@ ARTIFACT

quotes, and opportunity
clusters

Thematic synthesis
and opportunity
cluster report

Research Lead

and aligns with
stakeholders

PRD draft, user-story
draft, prioritization
section

Product Manager

review for feasibility,
quality, and scope

Prototype, expanded
edge cases, release
notes draft

Engineering Lead

and approves
communication

Analytics query set,
experiment readout,
sprint update brief

Product Manager

completeness and
clarity of the pattern

Workflow pattern
entry with ownership
explicitly named

Workflow Librarian



Designing the Human-Al Handoff

Request

& )

Reviewer Decision Package
All information needed
Grounding for an informed decision

~* 25 Draft - Confidence o N
Sources Ay . , .
User or system - . -» . —> . -»> Al-generated - . > Model's self- =={ | —l
asks for help meElK 1 f output assessment @ I%
B assemble context k- |

. Request  Sources Draft ~ Confidence Reason Proceed
Codes .
\ ] Action moves
Gate Gate Ga.te forward
1
I e \
! . Reject
A e Edit
, ije = | Q e ] {f - J { with Reason J
| 1 \ it
I . ! \. J/
f Escalate for Human Review | A
[ Low confidence or otherrisksignals L o - oo e e :

® Gate irreversible, external, or regulated actions; skip gates on drafts and reversible artifacts
®  Well-calibrated systems route under 10% of actions to human review

® Over-gating breeds rubber-stamping; under-gating ships incidents

® Reviewers need decision packages: request, sources, draft, confidence, reason codes

® Version prompts, log decisions with reviewer identity, and retain source sets

® On timeout, deny by default — never auto-approve



Governance, Risk,
and Compliance for

Al-Enabled Product Work

o - Classify use case first: decisioning,
generation, retrieval, or automation

o - Get data handling in writing: training use,
retention, residency, subprocessors

0 - Request SOC 2 Type II, ISO 27001,
and ISO 42001 where available

° - Pin model versions; secure advance notice,
sandbox testing, deprecation terms

0 - Avrticle 50 disclosure applies now;
high-risk duties deferred to Dec 2027

- Name an owner per Al system; maintain
reviewed inventory and use policy

USE CASE CLASSIFICATION

—
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L
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THIRD-PARTY ASSURANCE

‘ DISCLOSURE OBLIGATIONS

ISO
42001

e Article 50
disclosure

applies now

o High-risk
duties

deferred to

Dec 2027

DATA HANDLING I
AGREEMENT

e Training use

¢ Retention

o Residency

o Subprocessors

MODEL VERSIONING &
LIFECYCLE TERMS

e Pin model versions
# e Secure advance notice

¢ Sandbox testing

o Deprecation terms

Al SYSTEM INVENTORY
& OWNERSHIP

Al System
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Measuring Impact and Avoiding Adoption Theater

LEADING INDICATORS LAGGING & QUALITATIVE SIGNALS e GAMEABLE ACTIVITY
NOT PRODUCTIVITY

OUTCOME COMPOUNDING

OUTCOME COMPOUNDING TOkenS
® Time-to-artifact /71 N
y,

@ Decision O Z /

= ualit
First-pass yield /I ey

Prompts
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Rework rate
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Review burden : )
Time-in-tool

P},Qﬂ Customer- O /7| N
facing results 4 \
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Cycle time

® Adoption and usage data show deployment coverage, never delivered value
® Leading indicators: time-to-artifact, first-pass yield, rework rate, review burden
® Lagging indicators: decision quality, launch outcomes, customer-facing results
® Tokens, prompts, and time-in-tool are gameable activity, not productivity

® Monthly ops scorecard: one outcome plus one compounding metric per workflow



Build the Plan: 30-60-90 Day Al Workflow Adoption

@ Days 0-30 -@-> Days 31-60 (@) CO&% Days 61-90

- Days 31-60: build in real
systems, standardize
winning patterns, publish

- Days 61-90: scale by role
cohorts, ship the use policy,
switch to outcome metrics

- Days 0-30: inventory
workflows, pick one wedge,
name an owner, capture
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a baseline prompt templates
- Run governance in parallel: approved tool list,
due diligence, attestation tracking
| |
| |
~ 7 \ : s \
- Quarterly re-evaluation - Quarterly re-evaluation /L\ - Quarterly re-evaluation
of models, vendors, of models, vendors, \./ P of models, vendors,
and prompts — expand, and prompts — expand, and prompts — expand,
L optimize, or pause optimize, or pause optimize, or pause
J \ J \ J
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Workshop: Score a Tool and Draft One Workflow

¢ Exercise 1: apply the weighted scorecard plus ® Peer review: use the governance checklist
independent go/no-go gates as critique rubric

¢ Exercise 2: design one workflow — trigger, ¢ Capture decisions, open questions, owners
Al step, gate, artifact, owner on a one-page template

* Exercise 3: write one outcome metric, one ® Commit: one 30-day pilot with baseline and
compounding metric, rework signal success threshold written first

— — = 3

Exercise 1 Weighted Scorecard + Independent Go/No-Go Gates |
St.:ore a Tool = S " Go/No-Go Gates
with Gates Criteria Tool Under Consideration | Rationale ' N
(Weights) l_r,\ : : ‘
g | ) ki I
Exercise 2 ( i ™ 4 ; :
Design One % @ % O
Workflow > > > > S A
A Trigger Al Step Gate Artifact Owner
Exercise 3 . 3 . - : :
: One Outcome Metric One Compounding Metric Rework Watch Signal 30-Day Pilot Commitment
Define Metrics p 2 ==

& Commit Pilot

c ! Baseline:
| =

L Success Threshold:




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A

personwise.ai/t/f9acf546/public


https://personwise.ai/t/f9acf546/public?entry_surface=public_courseware_pdf

