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Abstract 

The 90/10 principle helps to explain how a remarkable 90% of the outputs in many systems could 

result from an estimate of only 10% of the inputs, extending the generally accepted 80/20 rule. This 

principle applies to product management in quite a few ways, particularly in today's environment 

characterized by rapid advancements in AI and automation, which often lead to increased scarcity of 

these resources (García et al., 2020). The 90/10 rule is a guiding principle whereby organizations 

strive to introduce efficiency and ensure growth by innovating and optimizing their operations. The 

following paper presents a comparative study of the long-prevailing 80/20 rule against the 90/10 

rule, determining what each of these rules implies for digital monopolies and the greater product 

management landscape. We will illustrate specific examples from several industries: how this 

principle works in the actual development of best practices, how AI optimizes the processes, and 

how it improves the quality of strategic decision-making in a competitive environment.   
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Introduction 

Efficiency and impact are the primary drivers of success in modern product management. The 

Pareto Principle, also known as the 80/20 rule, posits that 80% of results typically result from 20% 

of the total work done (Koch, 2011). Koch states, "We have developed the 90/10 rule in light of the 

revolutionary influence of digital platforms, AI, and automation on market dynamics." It assumes 

that a minority of work, resources, or strategic decisions, in many cases, produce a 

disproportionately large return. The technology industry, given the monopolistic tendencies of 

dominant players like Amazon and Google, is particularly susceptible to this form of concentrated 

influence. Advanced data analytics and complex algorithms enable these firms to maintain a 

significant market share, even with limited product differentiation, thereby achieving a high level of 

market power (Zuboff, 2019). This analysis overhauls the necessity for managers of products to 

recognize the implications of the 90/10 principle in formulating strategies effective within the 

technology-driven and ever-competitive marketplace. 

The 90/10 Rule vs. the 80/20 Rule  

The 90/10 rule is a more powerful interpretation of resource allocation than the traditional 80/20 

rule. It states that the critical points of leverage in fast-moving areas—in the arena of digital 

products, for example—are responsible for almost all the success. In other words, the vast majority 

of outcomes stem from a significant portion of input. Google exemplifies this principle in practice 

by continuously improving its algorithms and complex machine learning techniques to produce 

better search results, thereby enhancing user experience and securing over 90% of the global search 

engine market share (Srnicek, 2016). Additionally, the 90/10 rule illustrates how an organization 

concentrates its value on a limited number of core products, processes, or customer groups that are 

relevant to product management. This is likely due to changes in focus brought about by 

advancements in technology and automation, which lead to concentration in certain sectors. Thus, 

industries with more evenly distributed power and impact can apply the 80/20 rule, while scalable, 

technology-driven businesses that have leveraged innovations to gain a strategic advantage can 

apply the 90/10 rule. 
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Modern Monopolization applying the 90/10 Rule  

Establishing a contemporary monopoly through the perfection of key processes, typically driven by 

dynamic processes, can solidify some companies' dominant market position. The 90/10 rule sheds 

light on how a small percentage of features or products significantly impact market share. Indeed, 

Amazon's e-commerce platform has achieved remarkable success, largely due to the robustness of 

its extensive logistics and delivery networks. While this represents only a small portion of Amazon's 

operations, it significantly contributes to the corporation's competitive advantage. The logistics 

competency of an organization is a good example of how the 90/10 rule can apply and give it a huge 

competitive advantage. All this is possible with the aid of automated warehousing, AI-driven 

demand forecasting, and user experience optimization. According to Huang and Rust, Amazon can 

sustain its leadership position by investing in only five key operational areas that generate leads and 

by reducing resource spending in less critical areas (Huang & Rust, 2021). 

Case Example: Netflix 

Netflix represents a truly technology-enabled organization, applying the 90% rule very effectively. 

For example, it is the advanced usage of AI in the recommendation systems of the platform that 

provides the needed impetus for user engagement and retention. Various studies show that these 

personalized suggestion systems make up nearly 80% of the total number of hours consumed by 

viewers (Gomez-Uribe & Hunt, 2016). This enormous increase in aggregate engagement would 

suggest the implementation of the 90/10 rule: by smartly investing in one area of its operations—

namely, algorithms designed to make the content tailored—Netflix has greatly improved end-user 

satisfaction and, in the process, come to cement its leading market position in the field of 

entertainment.   

Developing highly effective and influential practices in product management  

The 90/10 rule helps product managers create habits so that high-impact tasks and decisions lead 

them to perform excellent practices. Among other rules, a product manager would apply this when 

strategically planning features and prioritizing them to ensure his focus is on activities that 

considerably drive the success of a product. A study by the Project Management Institute indicates 

that a product manager spends roughly 80% of his time on activities related to the direct alignment 

of product vision and strategy, which have very high impacts on the outcome (PMI, 2020). This 
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90/10 rule says that during product planning, centralization of the most vital work, such as must-

haves, key performance metrics, and alignment of product vision to customer needs, is key.  

Key Practices:  

1. Data-Driven Decision Making: Creating an environment that facilitates data-driven decision-

making will dramatically enhance product strategy reviews, considering user insights. This 

approach has the ability to dispel confusion and has a direct impact on the direction and priorities of 

product development. The organization could gain substantial insights into user behavior through 

comprehensive analytics, which would inform key decisions (Farris et al., 2010).  

2. Continuous Learning and Adaptation: With the rapid growth in technology, it is becoming 

important that the product manager keeps himself updated about the latest market trends, changing 

tastes, and preferences of consumers. As Christensen et al. (2015) relate, continuous learning and 

adaptability are about keeping relevancy alive so that the product offering will meet consumers' 

expectations.  

3. Effective Cross-Functional Collaboration: Most importantly, effective cross-functional 

collaboration enables the product management role and enhances the team's competence and 

diversity. That perspective emphasizes how collaboration allows the strategic development of ideas 

to increase impact while reducing resource usage.  Open lines of communication facilitate diverse 

input on problems, leading to more creative solutions. This process instills a sense of shared 

responsibility in the member for the performance of others, guiding them towards the achievement 

of shared objectives and overall efficiency (Griffin, 2016). 

Automation and AI in Product Management: Improving the 90/10 Rule 

The integration of artificial intelligence and automation into product management introduces a new 

dimension to the 90/10 rule, requiring the team to concentrate on high-impact tasks by automating 

routine and repetitive processes. AI-driven analytics platforms like Salesforce and Mixpanel allow 

for real-time analysis of user behavior patterns, resulting in significant time savings compared to 

manual analysis. Such a transition enables leaders to focus their attention on strategic and high-

value decision-making rather than wasting their time collecting data or producing basic reports 

(Gartner, 2020). Focused application of AI enhances efficiency and responsiveness to the 90/10 

principle, emphasizing meaningful output from a limited number of tasks.  
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Artificial intelligence applied to decision-making and optimization  

Artificial Intelligence (AI) has the potential to accelerate decision-making and optimization, 

enabling product managers to simultaneously test multiple variables and identify the most 

significant effects. One of the smaller yet crucial features in Spotify is how it uses machine learning 

within its playlist personalization algorithms to dramatically enhance the overall user experience 

and improve retention (Bauer, 2017). Clearly, Spotify adheres to the 90/10 rule: despite dedicating 

only a small portion of its technological workings to the recommendation system, it significantly 

contributes to customer loyalty and delight. It achieves this by refining decision-making, adding 

significant value to the product with minimal human intervention, and freeing up product managers 

to concentrate on newer features and improvements that support long-term growth objectives 

(McKinsey, 2018). 

Using automation to simplify complex tasks  

Automation enhances the 90/10 rule by simplifying complex tasks, thereby freeing up product 

managers' time and resources for more strategic endeavours. A raft of customer support 

technologies powered by AI can answer frequently asked questions, avoiding the need for human 

intervention in every repetitive conversation. Additionally, automated marketing solutions, being 

less manual in nature, do indeed make for very personalized messages to particular user 

demographics, thus boosting engagement (HubSpot, 2021). Automation allows the product manager 

to concentrate on only the most impactful tasks, as it automates the lower-impact tasks that typically 

take up a larger portion of their workload. Product managers can focus on tasks that typically yield 

the highest returns, such as product vision, user experience design, and strategic planning for 

product growth, by automating such processes. With this shift, product managers are better 

positioned to explore new opportunities for differentiation in the marketplace and sources of 

competitive advantage, thanks not only to gains in efficiency but also to the spur to innovation. 

Thus, the 90/10 rule becomes a practical guideline for striking the right balance between automation 

and strategic focus, positioning businesses to pursue productivity for both short-term and long-term 

success. (Deloitte, 2019). 
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Ethical Considerations and Governance: Applying the 90/10 Method 

Increased use of AI and automation in product management, which necessitates high ethics and 

robust governance arrangements, also supports this. On the other hand, the 90/10 rule may drive the 

product managers to focus on high-impact areas and hence ignore some important factors, including 

user privacy, accessibility, and inclusivity. Facebook has frequently come under fire for its 

algorithmic methods, as evidenced by the severe consequences that result from ignoring these 

factors. Most notably, automated systems designed to optimize for engagement have raised ethical 

concerns. These systems, by encouraging and cultivating such content, have unintentionally 

perpetuated the spread of misinformation and divisive content (Zuboff, 2019). To alleviate these 

concerns, product managers will have to weigh efficiency gained from the 90/10 rule against 

commitments to ethical governance. This would mean establishing algorithmic accountability 

frameworks that test and probe the consequences of automated systems on individuals and society. 

The AI Now Institute purports that accountability frameworks should address the issue of possible 

biases in AI systems while providing operational transparency to ensure user confidence (Whittaker 

et al., 2018). There must be a prioritization of user-centered approaches with the assurance that 

decisions of importance are efficient and in line with basic ethical principles. The product managers 

will then be in an even better position to avoid the unwanted consequences of the 90/10 approach 

and still gain its advantages by embracing openness and accountability. 

Conclusion 

In this technologically advanced environment, where automation and AI are more visible in 

decision-making, product management, based on the 90/10 rule, finds its foundation. In this regard, 

the paradigm aids a product manager in focusing his resources and time on high-impact work 

through the catalysis of efficiency and innovation. The managers will allocate their resources and 

time toward strategic growth, enhancing user experiences, and pursuing market distinctiveness 

while automating the less crucial tasks. In other words, extremely successful companies such as 

Amazon, Netflix, and Spotify illustrate a rather simple fact: paying lots of attention to a few key 

features or processes can indeed provide a sustainable competitive advantage (Gomez-Uribe & 

Hunt, 2016; Bauer, 2017). 

This also points to one of the key challenges of ethical governance in today's product management. 

The oversight role of ethics tempers the efficiency of the 90/10 rule and ensures ethical and 

nonexclusive development in key areas. Ethics-based governance frameworks enable product 
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managers to understand the importance of transparency and responsibility in development, ensuring 

that technology aligns with user confidence and societal welfare (Deloitte, 2019). This will also 

contribute to increased efficiency in product management as companies make better decisions under 

the complex ethical environment that characterizes digital businesses. 
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