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CPO Briefing: A New Era for Product
Management

Al, Digital Acceleration, Economic Turmoil and
New User Expectations Are Set to Change
Product Management Irrevocably

Purpose

This briefing introduces a transformational framework designed to support Chief Product
Officers and their teams to navigate the rapidly changing environment they will encounter in
2025 and beyond.

It outlines five foundational themes which define the next era for product management and
provides the context for the subsequent five papers. They will explore each theme in more
detail, identify the implications for product management and recommended actions to
transform an organisation to succeed.

Context

Product management is being redefined by sweeping changes in technology, user behaviour,
and global economics: Al has gone from buzzword to baseline capability. Digital transformation
is omnipresent & still accelerating. Geopolitical and financial instability are altering business
models, and customer expectations are moving onto a new level of sophistication.

In this climate, the Chief Product Officer must lead with foresight, agility, and ethical clarity in an
era where the responsibilities, skillsets, and strategic impact of product managers (PMs) are
being redefined. There are 5 themes materially impacting this new era for Product Management



Themes Driving Product Management Transformation

Al will materially
impact ALL ASPECTS
of Product
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Al will impact target

user roles.

A profound impact on
product design,
functionality, UX and data
manipulation will ensue

Al will change regulatory
and ethical landscapes

The Al wave will
accelerate & change

Global Commercial
Disruption and
Uncertainty will
Impact your Markets

Trade war fluctuations
will impact market
dynamics

Supply chain disruption
will change customer
business models

Financial uncertainty will
drive need for genuine
product ROI

Ethical and Human
Centric Requirements
are an Emerging
Product Theme

Products must enable
accessibility & inclusion

Algorithmic bias must
be addressed

Increasing demand for
personalisation rather
than for a mass market

Transparency on how
products make decisions

Product
Organisations and
Roles will Transform

A functional shift from
feature delivery to
strategic commercial
enablement.

Re-focus on best
practice, market driven
product management

Need for knowledge of
relevant Al technologies

Utilise Al to automate key
PM processes and
elevate role to strategic
execution

1. Al will materially impact ALL ASPECTS of Product Management

Artificial Intelligence must not simply be considered as a technology that is integrated into
existing products.

Its impact will incrementally and profoundly impact how entire market sectors; organizations &
user personas will operate. These rapidly evolving market dynamics will radically alter the way
products will need to add real value.

Al will impact Market Sectors

There is broad consensus among analysts, consultancies (e.g., McKinsey, BCG, Gartner), and
industry observers that certain market sectors will be especially impacted by Al, not only
through automation, but also by fundamentally changing operating models, decision-making,
and value creation.

A sample of the sectors that are predicted to be most impacted include

e  Manufacturing & Industrial: where Al will enable the shift from reactive to proactive
operations, with Al-driven adaptive factories.

e Financial Services: with Al acting as both advisor and guardrail as it further develops the
sector from manual analysis to real-time decision-making

o Healthcare & Life Sciences: to drive the evolution from standard treatment pathways to
Al-augmented diagnosis and personalized medicine.



A complete list of the top 10 sectors (adding Retail, Construction, Professional Services,
Education & Learning, Transportation & Logistics, Media & Entertainment and Public Sector &
Government) with specific use cases on how Al will impact each sector will be discussed in Paper
2: “Al Will Impact All Aspects of Product Management — How to Transform to Succeed”

Al will impact Organisations

There is a growing consensus—reflected in reports by McKinsey, BCG, Deloitte, MIT Sloan, that
Al's impact at the organisation or company level will be most strongly felt in specific functional
areas, many of which cut across all industries.

The top 3 areas where it is expected to have the biggest organisational impact are

e Strategy & Decision Making: enabling an evolution from intuition-based strategy to Al-
augmented foresight.

e Marketing & Customer Experience: where Al will actively support and run real-time
individual targeting and automated customer experience.

e Operations & Process Automation: transforming human-managed processes to
autonomous process orchestration.

e Many more functions are discussed in Paper 2 and will detail typical use cases for Al
deployment.

Al will impact Job Roles & User Personas

Based on analysis from PwC, World Economic Forum, LinkedIn, and IBM—there is a growing
consensus that specific business roles will be significantly impacted by Al, both through
augmentation and automation.

These impacts fall into three categories:

e Roles likely to be transformed (augmented): These roles won’t disappear but will
change radically as Al becomes a co-pilot.

e Roles at risk of partial or full automation: These roles are heavy in routine, rule-based,
or data-processing tasks, making them prime candidates for Al-driven automation.

e Emerging Al-era roles: As legacy roles change or disappear, new roles are emerging that
require Al fluency, oversight, and integration capabilities.

Many examples of these roles, an analysis of why they are at risk or what the new roles will
entail are discussed in Paper 2.

Al will have a Profound Impact on Products

The adoption of Al across sectors is already transforming how software and digital products are
designed, both in form (UX, architecture, modularity) and function (autonomy, learning, real-
time context). This shift isn't just about adding Al features — it's about re-architecting software
to align with Al-first workflows.

There are many themes that will impact a product’s design, functionality and value to the user in
the Al era, and these are discussed at length in Paper 2.

Here is a high-level summary:



From Static Tools to Adaptive Systems: Software must adapt to user behaviour with
feedback, personalisation, and learning built-in.

Al-Native Architecture: Designs to prioritise modularity, data pipelines, and cloud/edge
models for Al-first functionality.

Human-in-the-Loop Interfaces: UX must support transparency, user feedback, and
explainability to guide Al-assisted decisions.

Agentic Workflows: Software should support Al agents that act autonomously via
invokable, composable APIs.

Packaged Al Capabilities: Products must offer configurable, domain-specific Al modules
ready for fine-tuning or use.

Data as a Design Layer: Data quality, governance, and feedback loops must be core to
the design process.

Trust, Ethics, and Compliance by Design: Built-in guardrails, auditability, and consent
controls are critical for responsible Al use.

Conversational & Multimodal Interfaces: Natural language, voice, and image input must
be natively supported and fluidly integrated.

Integration with Ecosystems & Platforms: Software should interoperate with other tools
and be optimized for Al-agent collaboration.

Al will change regulatory and ethical landscapes

New Al-Specific Regulations Are Emerging: Governments will introduce targeted laws
focused on risk tiers, data usage, and transparency.

Ethical Standards Are Becoming Formalized: Principles like fairness, accountability, and
explainability are evolving into enforceable norms, not just voluntary guidelines.
Dynamic and Real-Time Compliance Models Are Needed: Al systems can change
behaviour over time, requiring continuous oversight.

Greater Scrutiny of Data and Model Use: Regulators and users now expect visibility into
how data is collected, processed, and used to train or influence Al behaviour.

The Al wave will accelerate & change

There is much speculation on where the world is within the Al cycle and what the next 5 years
are likely to bring, Here are some predictions relevant to the product community, based on
respected expert consensus and recent reporting:

We're in the Agentic Al era—beyond simple assistants: 2025 marks a tipping point: Al is
evolving from passive generators (LLMs) to goal-driven agents that can autonomously
act across workflows

Artificial General Intelligence (AGl) is considered probable within 5-10 years, but
definitions vary: Figures like Hassabis and Altman foresee AGI by 2030, though some
(e.g., Mistral’s Mensch) view “AGI” as more marketing than substance.

Expect rapid technological leaps and competitive leaps: CEOs warn that Al is
progressing much faster than previous digital revolutions,

In 5 years, Al becomes infrastructure, not novelty: Like the browser wars, generative Al
tools will shift from headline-making to foundational



e  Watch for structural shifts: regulation, ethics, and global power balance: As AGI nears,
governance frameworks will emerge urgently—governments and institutions scramble
to regulate, that will shape Al’s role in society.

2. Global Commercial Disruption & Uncertainty

Geopolitical instability, climate change, supply chain vulnerabilities, and economic volatility are
now constant factors in global business environments. Product managers must build strategies
that are resilient, adaptive, and regionally aware. A consensus on the implications from these
changes in market forces are detailed below. It is interesting to note how the application of Al is
a regular theme.

Implications for Market Sectors

e Accelerated Industry Convergence: Traditional sector boundaries blur as tech disruptors
enter domains like finance, healthcare, and energy.

e Uneven Al Adoption Creates Winners and Losers: Sectors embracing Al and automation
rapidly (e.g. logistics, fintech) gain advantage, while others lag.

e Shift Toward Service-Driven Models: Products across sectors are increasingly bundled
with Al-driven, subscription-based or usage-based services.

Implications for Supply Chains

¢ Increased Fragility and Volatility: Geopolitical tensions, climate events, and regulatory
shifts amplify the need for adaptive, Al-monitored supply chains.

e Localization and Nearshoring Trends: To reduce risk, companies diversify or shorten
supply chains—reshaping global trade patterns.

e End-to-End Visibility Becomes a Priority: Real-time data and Al-driven forecasting are
essential for resilience and demand prediction.

Implications for Organisations

e Organisational Agility Becomes Core Capability: Firms must restructure around faster
cycles of experimentation, decision-making, and redeployment.

e Workforce Redesign and Re-skilling Surge: Roles evolve rapidly; investment in Al
fluency, hybrid roles, and adaptive culture is critical.

e Ethical and Strategic Risk Management Gains Weight: Boards are increasingly focused
on geopolitical, ethical, and technological risks, not just financial KPIs.

Implications for Consumers

¢ Increased Expectations for Customisation: Consumers expect Al-personalised products,
services, and experiences as standard.

e Higher Sensitivity to Brand Trust and Values: In volatile times, transparency, data ethics,
and ESG values strongly influence loyalty.



e Cost-Conscious but Value-Driven Behaviour: Inflation, instability, and digital exposure
drive more deliberate, value-anchored purchasing decisions

Implications for Product Managers:
e Shorten planning cycles and increase responsiveness to change.
e Factor in regulatory shifts and economic indicators when prioritizing initiatives.
e Develop localized go-to-market strategies in global product rollouts.
Action Areas for Product Managers:
e Expand stakeholder engagement to include legal, compliance, and regional teams.

e Evaluate product investments through new lenses, such as resilience, sustainability, and
adaptability.

This topic and a deeper analysis on how Product Management will need to transform to enable
product success is covered in more detail in Paper 3 “Global Commercial Disruption — How it will
Impact your Product Strategies”

3. Ubiquitous Digitalisation & Product-Led Ecosystems

Every industry is becoming digitally native. Even traditional products now rely on digital
touchpoints, ecosystems, and continuous iteration. Product managers must think in terms of
platforms, APIs, and end-to-end user journeys.

Here is a summary of the 5 themes in which digitalisation is evolving

e Platform Thinking & Ecosystem Integration: Companies are moving from siloed
products to interoperable platforms that drive network effects and recurring value.

e Cyber Security is an Existential Threat: For your customers and for your products if you
do not deliver the highest level of security in your solutions. A constant and evolving
theme for your roadmap.

e Real-Time Data as a Strategic Asset: Live analytics, telemetry, and feedback loops are
becoming central to product optimisation and decision-making.

e Continuous Delivery & Iterative Innovation: Agile and DevOps practices enable rapid
releases, experimentation, and user-informed product evolution.

e Al-Embedded Digital Experiences: Al is not an add-on — it’s baked into workflows,
interfaces, and decision layers to personalise, automate, and augment functionality.

Implications for Product Managers:
e Shift from delivering features to managing full product lifecycles.
e Design with extensibility and interoperability in mind.

e Champion telemetry and real-time feedback to drive continuous improvement.



The impact of Al will be fundamental to markets, target customer segments and users

Cyber Security will be an increasing and ever-changing challenge for Product Managers
to address.

Action Areas for Product Managers:

Build product strategies around ecosystems rather than individual offerings.

Embed experimentation, analytics, and performance metrics into all development
phases.

Develop & maintain knowledge around cyber security and introduce development
themes to ensure highest levels of cyber security are met within a product portfolio

Develop product management strategies and processes that include the multi-faceted
impact of Al

This topic and a deeper analysis on how Product Management will need to transform to enable
product success is covered in more detail in PAPER 4 “Ubiquitous Digitisation Continues to Drive
Market Requirements. How it will Impact your Product Strategies”.

4. Ethical, Human-Centric Design & Responsible Innovation

Trust, inclusion, and ethical responsibility are not optional. As digital products shape more
aspects of daily life, product managers must integrate human-centric and ethical principles into
core product strategy.

Accessibility and Inclusion

Products must be designed to work for all users, including those with disabilities,
different languages, and varying tech access levels.

Accessibility isn’t just compliance — it's a competitive advantage and moral obligation.

Example: Microsoft’s inclusive design principles have driven innovations like adaptive
controllers and immersive readers that benefit broader user bases.

Managing Algorithmic Bias

Al systems can unintentionally reinforce societal biases present in training data, leading
to unfair or harmful outcomes.

PMs must build workflows to audit, test, and mitigate bias, especially in regulated
sectors like finance, hiring, or healthcare.

Example: Amazon scrapped an Al recruitment tool after discovering it downgraded
female candidates based on biased historical data.

Demand for Personalisation

Users expect tailored experiences, but Product Managers must balance this with
privacy, transparency, and consent.



e Over-personalisation can lead to "creepiness" or filter bubbles, eroding trust and agency.

e Example: Spotify succeeds by offering highly personalised playlists with clear user
control over preferences and feedback.

Digital Wellbeing & Psychological Impact

e Product Managers must consider how usage patterns affect mental health, attention,
and addictive behaviours.

o Features like infinite scroll or push notifications can unintentionally create harmful
usage loops.

o Example: Instagram introduced “Take a Break” and time limit nudges in response to
concerns over youth wellbeing.

Transparency & Explainability

e Users are demanding to understand how decisions are made — especially when Al
influences outcomes.

e This is crucial in sectors like fintech or health, where opaque decisions can have serious
consequences.

o Example: Google’s “Why this ad?” feature explains algorithmic targeting logic, helping
users regain a sense of control

Implications for Product Managers:
e Design for accessibility, inclusion, and equitable outcomes.
e Address algorithmic bias, data transparency, and user agency.
e Engage with diverse user communities and consider societal impact.
Action Areas for Product Managers:
e Incorporate ethical considerations into product reviews and decision-making processes.

e Advocate for transparency and consent in data usage.

This topic will be explored in greater detail in Paper 5 — “Managing Products to Meet the Needs
of Ethical & Human Centric Requirements.”

5. Organizational Transformation & the Evolving Role of the Product
Manager

The product function needs to undergo a cultural shift from feature delivery to strategic
enablement. Product Managers must increasingly act as systems thinkers, cross-functional
leaders, and change agents.



Here are some high-level transformational actions for modern product management
organisations to consider.

A functional shift from feature delivery to strategic commercial enablement: Product
Managers must move beyond backlogs and sprints to focus on delivering measurable
business outcomes. This means aligning roadmaps with revenue models, strategic bets,
and long-term customer value—not just short-term velocity or stakeholder requests.

Needs to re-focus on best practice, market & user driven product management: As
digital ecosystems evolve, Product Managers must anchor decisions in robust discovery,
competitive analysis, and real user needs. Evidence-based prioritisation, not internal
politics or intuition becomes the foundation for successful product development.

Product Teams need to build & maintain a knowledge of relevant Al technologies:
Product teams must stay conversant in Al fundamentals—from LLMs and computer
vision to bias mitigation and explainability. Not to become data scientists, but to make
responsible, technically sound decisions in Al-powered product environments.

Utilise Al to automate working processes & elevate their role to strategic execution: Al
can streamline time-consuming PM tasks like user research synthesis, backlog grooming,
and roadmap forecasting. By automating the manual, Product Managers can free
themselves to focus on orchestration, vision-setting, and stakeholder alignment.

Lead a cross-business product culture: Product managers should act as connective
tissue between functions—engineering, design, marketing, legal, data, and ops. They
must model a product-led mindset across the organisation, championing customer value
and iterative learning at every level.

This will be explored in much greater detail in Paper 6 — A Playbook for Product Management
Transformation

Conclusion

The future of product management lies not just in building great products, but in navigating
complex ecosystems, global dynamics, and societal expectations.

Product Management teams that embrace these five pillars will be better positioned to lead
their organisations through uncertainty and opportunity alike.
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