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The	 launch	 tracker	was	a	Google	Sheet	with	247	 line	 items.	We	know
because	we	 counted	 them	 at	 11:30	 PM	 on	 a	 Sunday,	 two	 days	 before	 a
major	product	announcement,	trying	to	figure	out	why	the	analyst	briefing
deck	showed	a	different	feature	name	than	the	press	release.	Somewhere
between	the	product	team’s	final	naming	decision	on	Thursday	and	the	PR
team’s	draft	 on	Friday,	 the	 old	name	had	persisted	 in	 one	branch	of	 the
content	 tree	while	 the	new	name	propagated	 through	 the	 other.	Nobody
caught	 it	 because	 nobody	 could	 hold	 247	 line	 items	 in	 their	 head
simultaneously,	 and	 the	 tracker—which	 was	 supposed	 to	 be	 the	 single
source	of	truth—	had	been	updated	in	the	press	release	column	but	not	the
analyst	 materials	 column.	 If	 you’ve	 ever	 run	 a	 product	 launch	 at	 an
enterprise	software	company,	this	story	is	painfully	familiar.	The	specifics
vary—maybe	 it’s	 a	 pricing	 inconsistency	 rather	 than	 a	 naming	 one,	 or	 a
screenshot	that	shows	the	old	UI,	or	a	customer	quote	that	legal	approved
in	version	two	but	that	got	overwritten	with	an	unapproved	version	in	the
final	 pass—but	 the	 underlying	 dynamic	 is	 always	 the	 same.	 Launch
management	 is	 a	 coordination	 problem	 at	 scale,	 and	 the	 coordination
complexity	 grows	 exponentially	with	 the	 number	 of	 stakeholders,	 assets,
channels,	and	time	zones	involved.	A	Tier	1	launch	at	a	company	like	SAP
might	 involve	 product	 marketing,	 product	 management,	 PR,	 analyst
relations,	 demand	generation,	 field	marketing,	 sales	 enablement,	 partner
marketing,	 legal,	 compliance,	 and	 executive	 communications—all
producing	 and	 reviewing	 content	 on	 overlapping	 timelines,	 all	 working
from	 a	 tracker	 that’s	 perpetually	 three	 updates	 behind	 reality.	 This	 is
Cluster	 One	 territory—operational	 coordination	 that	 is	 essential,
timeconsuming,	 error-prone,	 and	 almost	 entirely	 automatable.	 And	 the
automation	 isn’t	 theoretical.	 It’s	 the	 most	 straightforward	 agent
application	in	the	entire	PMM	job.

The	 Launch	 Coordination	 Agent	 The	 agent-powered	 launch	 workflow
doesn’t	 replace	 the	 launch.	 It	 replaces	 the	 tracker—	 and	 everything	 the
tracker	 was	 supposed	 to	 do	 but	 couldn’t.	 Imagine	 a	 system	 that	 ingests
your	 launch	 plan—the	 list	 of	 deliverables,	 their	 owners,	 their
dependencies,	 their	 review	 chains,	 and	 their	 deadlines—and	 actively
manages	the	coordination.	Not	passively	sitting	in	a	spreadsheet	waiting	to
be	 updated,	 but	 proactively	 monitoring:	 has	 the	 press	 release	 been
reviewed	 by	 legal?	 Is	 the	 analyst	 deck	 consistent	with	 the	 product	 page



copy?	Has	the	sales	enablement	email	been	localized	for	EMEA?	When	the
product	 team	 changes	 a	 feature	 name	 on	 Thursday,	 the	 agent	 identifies
every	 downstream	 asset	 that	 references	 the	 old	 name,	 flags	 the
inconsistency,	 and	 either	 proposes	 the	 updates	 or	 makes	 them
automatically	depending	on	the	level	of	autonomy	you’ve	configured.	This
isn’t	 a	 project	 management	 tool	 with	 AI	 features	 bolted	 on.	 It’s	 a
fundamentally	 different	 approach	 to	 launch	 coordination	 where	 the
intelligence	 lives	 in	 the	 workflow	 rather	 than	 in	 the	 PMM’s	 head.	 The
PMM’s	job	shifts	from	tracking	the	247	line	items	to	making	the	strategic
decisions	 that	 the	 tracker	 can’t	 make:	 Is	 the	 launch	 narrative	 strong
enough?	Are	we	timing	this	right	relative	to	the	competitive	landscape?	Is
the	tier	classification	correct,	or	should	we	upgrade	this	 launch	based	on
the	market	signal	 it	sends?	Those	are	judgment	calls.	The	coordination	is
mechanical.

The	 Always-Launching	 Cadence	 There’s	 a	 second	 transformation
happening	 in	 launch	management	 that’s	 less	about	 tools	and	more	about
cadence.	The	traditional	launch	model	assumes	that	launches	are	events—
discrete	moments	 in	time	where	the	company	announces	something	new,
the	marketing	machine	activates,	and	then	everyone	goes	back	to	normal.
Launches	have	tiers	(Tier	1	gets	the	full	treatment,	Tier	3	gets	a	blog	post
and	 a	 prayer),	 and	 the	 cadence	 is	 typically	 quarterly,	 aligned	 with	 the
product	 release	 cycle.	 The	 consumption-based	 pricing	 models	 from
Chapter	8	are	disrupting	this	cadence.	When	your	business	model	is	based
on	 usage	 rather	 than	 contracts,	 the	 “launch”	 isn’t	 the	 moment	 the
customer	signs;	it’s	every	moment	the	customer	decides	to	use	more.

Feature	releases	happen	continuously.	Capability	improvements	roll	out
weekly.	 The	 relevant	 marketing	 motion	 isn’t	 a	 big-bang	 launch;	 it’s	 a
persistent	drumbeat	of	value	communication	that	keeps	existing	customers
expanding	 and	 prospects	 engaged.	 This	 “always	 launching”	 cadence	 is
impossible	 to	 execute	 manually	 at	 scale.	 A	 PMM	 who	 has	 to	 produce	 a
launch	 brief,	 coordinate	 assets,	 brief	 sales,	 and	 update	 the	 website	 for
every	feature	release	would	do	nothing	else.	But	an	agent-powered	launch
pipeline	 can	 handle	 the	 Tier	 3	 and	 Tier	 4	 launches—the	 incremental
updates,	 the	 feature	 improvements,	 the	 integration	 additions—almost
autonomously.	The	agent	generates	the	blog	post	from	the	product	release
notes.	It	updates	the	product	page.	It	drafts	the	enablement	email.	It	flags
the	 update	 for	 the	 appropriate	 sales	 teams	 based	 on	 the	 feature’s
relevance	 to	 their	 active	 opportunities.	 The	 human	 PMM	 reviews	 the
output,	 makes	 judgment	 calls	 about	 anything	 that	 needs	 strategic
attention,	 and	 focuses	 their	 creative	 energy	 on	 the	 Tier	 1	 and	 Tier	 2
launches	where	narrative,	timing,	and	competitive	positioning	matter.	The
math	is	straightforward:	if	you	can	automate	the	80%	of	launches	that	are
operational	and	incremental,	you	free	up	massive	capacity	for	the	20%	that
are	 strategic	 and	 career-making.	 That’s	 the	 10x	 move	 for	 launch
management.

The	Fast	Bad	Launch	We	want	to	spend	a	moment	on	what	goes	wrong,
because	the	cautionary	tale	is	as	important	as	the	optimistic	case.	The	risk



of	agent-powered	launches	isn’t	that	they	fail	mechanically.	The	risk	is	that
they	succeed	mechanically—that	the	assets	get	produced,	the	timelines	get
met,	the	coordination	happens	flawlessly—but	the	launch	still	fails	because
nobody	 applied	 judgment	 to	 the	 strategic	 questions.	 We’ve	 seen	 this
happen	 when	 teams	 over-automate.	 The	 agent	 produces	 a	 launch	 brief
that’s	technically	correct	but	strategically	wrong—it	positions	a	defensive
feature	update	as	a	Tier	1	innovation	launch	because	the	feature	has	broad
applicability,	 not	 because	 it’s	 strategically	 important.	 Or	 it	 generates	 a
competitive	 narrative	 that’s	 accurate	 but	 tone-deaf—aggressively	 calling
out	a	competitor	by	name	in	a	market	where	the	buying	committee	values
collaborative	vendor	relationships.	The	fast	bad	launch	is	the	agentic	era’s
version	 of	 the	 old	 software	 adage	 about	 shipping	 bugs	 faster.	 If	 your
launch	pipeline	 can	go	 from	product	 release	 to	market	 announcement	 in
48	 hours	 instead	 of	 four	 weeks,	 the	 cost	 of	 a	 bad	 strategic	 call	 gets
amplified.	 You	don’t	 have	 four	weeks	 of	 review	 cycles	 to	 catch	 the	 tone-
deaf	competitive	positioning	or	the	incorrect	tier	classification.	The	speed
is	a	 feature	 if	 the	 judgment	 is	sound.	It’s	a	 liability	 if	 it	 isn’t.	This	 is	why
the	PMM’s	role	in	the	agent-powered	launch	model	is	primarily	editorial—
in	 the	 best	 sense	 of	 the	 word.	 Not	 editing	 for	 grammar	 or	 formatting.
Editing	 for	 strategy,	 tone,	 narrative	 coherence,	 and	 competitive
awareness.	 The	 launch	 system	 proposes.	 The	 PMM	 disposes.	 And	 the
PMM’s	 ability	 to	make	 fast,	 good	 judgment	 calls	 about	 what	 to	 amplify,
what	 to	 tone	 down,	 what	 to	 delay,	 and	 what	 to	 kill	 becomes	 the	 most
valuable	skill	in	the	launch	motion.

The	 Practitioner’s	 Playbook:	 Launch	 Management	 Three	 moves	 to
make.	 First,	 audit	 your	 launch	 taxonomy.	 How	 many	 launches	 did	 your
team	execute	last	quarter?	How	many	were	Tier	1	versus	Tier	3	or	lower?
If	the	answer	is	“we	treat	most	launches	the	same	because	we	don’t	have
time	 to	 differentiate,”	 you	 have	 a	 tier	 classification	 problem	 that	 agents
can	solve.	Build	a	launch	classification	agent	that	evaluates	each	incoming
product	 release	 against	 criteria	 you	 define—competitive	 significance,
revenue	impact,	customer	visibility,	analyst	relevance—and	recommends	a

tier.	 You	 review	 and	 adjust.	 The	 classification	 itself	 takes	 minutes
instead	of	the	two	meetings	and	three	Slack	threads	it	currently	requires.
Second,	automate	the	Tier	3	and	Tier	4	pipeline.	These	are	the	incremental
updates	 that	 need	 communication	 but	 don’t	 need	 strategy.	 Build	 a
workflow	 where	 the	 product	 release	 notes	 feed	 into	 an	 agent	 that
generates	 the	 standard	 set	 of	 launch	 assets—blog	 post,	 product	 page
update,	enablement	email,	social	post—and	routes	them	for	a	quick	human
review	before	publication.	 This	 is	 the	highest-leverage	 automation	 in	 the
launch	function	because	it	reclaims	the	most	time	for	the	least	risk.	Third,
invest	 the	reclaimed	time	 in	 launch	narrative.	For	your	Tier	1	and	Tier	2
launches,	 spend	 the	 time	 you’ve	 freed	 up	 on	 the	 work	 that	 actually
differentiates	a	great	launch	from	a	competent	one:	the	opening	story,	the
competitive	 framing,	 the	analyst	messaging,	 the	executive	 talking	points,
the	 customer	 proof.	 These	 are	 the	 elements	 that	 turn	 a	 product
announcement	 into	 a	 market	 moment,	 and	 they	 require	 the	 kind	 of



strategic	creativity	that	no	agent	can	provide.

Figure	1:	The	Launch	Tier	Framework



Figure	2:	The	Launch	Coordination	Agent	workflow



Figure	3:	The	Launch	Practitioner's	Playbook

THE	CMO	PERSPECTIVE

Launch	management	is	where	the	gap	between	expectation	and	execution
is	 most	 frustrating—and	 it’s	 not	 about	 talent.	 It’s	 that	 the	 operational
overhead	 of	 launches	 consumes	 so	much	 energy	 that	 the	 strategic	work
gets	 squeezed.	 You	 can	 always	 tell	 when	 a	 launch	 was	 strategically
underbaked:	 the	 announcement	 gets	 coverage	 but	 doesn’t	 shift	 the
narrative,	 enablement	 is	 technically	 correct	 but	 doesn’t	 give	 reps	 a	 new
story	to	tell,	the	analyst	briefing	checks	boxes	but	doesn’t	move	you	in	the
evaluation.	 As	 teams	 gain	more	 agent-powered	 tools,	 the	 corresponding
investment	should	be	in	editorial	review.	We’ve	found	value	in	designating
senior	PMMs	as	“launch	editors”—their	job	isn’t	to	produce	assets	but	to
evaluate	 every	 launch	 for	 strategic	 coherence.	Does	 the	narrative	match
positioning?	 Is	 the	 competitive	 framing	 appropriate?	 Is	 the	 tier
classification	 right?	 Is	 the	 timing	 smart	 relative	 to	 competitor	 activity?
That	 editorial	 function	 is	 the	 quality	 gate	 that	 prevents	 speed	 from
becoming	recklessness.	KEY	TAKEAWAYS

•	 Operational	 overhead	 is	 the	 silent	 killer	 of	 launch	 quality—agent
automation	frees	time	for	strategic	coherence.	•	The	“fast	bad	launch”	is	a



real	 risk:	 speed	 without	 editorial	 review	 produces	 strategically
underbaked	announcements.	 •	Designate	 senior	PMMs	as	 launch	editors
who	 evaluate	 narrative,	 competitive	 framing,	 and	 tier	 classification.	 •
Launch	tiers	(bet-the-company,	major,	minor,	maintenance)	should	dictate
resource	allocation,	not	politics.


