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Your Buyer Just Hired an Agent. Now What?

Until very recently, product marketing operated on a simple, durable assumption: the buyer was a human
being who would, at some point in the purchase process, encounter the content you had carefully built for
them. They would visit the product page, read the case study, watch the demo video, maybe even book a
call. The entire architecture of product marketing — messaging frameworks, content strategies, SEO
investments, nurture sequences — rested on that single assumption.

That assumption is now wrong for a growing percentage of enterprise B2B purchases — and the percentage
is growing faster than most marketing organizations have registered. An Al purchasing agent doesn't visit
your product page. It doesn't watch your video. It doesn't fill out a form. It reads structured data, surfaces
comparison tables, checks G2 rankings, and generates a shortlist — before any human on the buying team
has been involved. By the time your human buyer enters the picture, the shortlist may already be set.

The Old Reality The New Reality

Buyer discovers through search & ads Agent dispatched before human researches
PMM content reaches buyer directly Agent filters: structured data wins

Case studies & demos drive evaluation G2, analysts, schema markup drive shortlist
SEO for Google PageRank GEO for Al citation authority

Content volume = content coverage Structure > volume for agent visibility

This whitepaper, adapted from Chapter 1 of The Future of Product Marketing, explains what is actually
happening, why it matters more urgently than the trade press has conveyed, and what the product marketers
who are thriving in this environment are doing differently. The answer involves three moves — the GEO
Layer, the Data Layer, and the Narrative Layer — and the PMMs who have made all three are pulling away
from the field.
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1. The Scenario That Changes Everything

Imagine a senior IT director at a mid-market financial services firm — call her Sarah — who has just been
handed the project of evaluating data analytics platforms. She's done this kind of evaluation before: a few
vendor websites, a call with Gartner, maybe a shortlist RFP. But Sarah's company, like a growing number of
enterprises in 2026, has deployed an Al procurement assistant — a tool connected to internal budget
systems, compliance requirements, and a mandate to do the pre-work on any software evaluation above a
certain contract threshold.

Before Sarah has opened a single browser tab, the agent has already run the evaluation. It has queried
structured comparison databases. It has retrieved the top-rated vendors from G2 and Gartner Peer Insights.
It has checked whether each vendor's pricing page is machine-readable, whether their documentation
includes schema.org markup, whether their technical capabilities appear in the sources that Al training data
treats as authoritative. It has generated a three-vendor shortlist, a comparison matrix, and a recommendation
— all before Sarah has said a word to any of those vendors.

One vendor on that shortlist has a product marketing team that has been building for exactly this scenario for
the past eighteen months: structured content, GEO-optimized FAQ pages, a knowledge panel with verified
schema markup, a G2 review cadence that keeps their aggregate score and review recency well above
category average. They are on the shortlist because the agent can see them.

Another vendor — probably the one with the most beautiful product page, the most cinematic demo video,
and the longest case study library — is not on the shortlist. The agent couldn't process any of those assets.
The PMM team spent eighteen months optimizing for a buyer who no longer exists.

"The shortlist is set before the human buyer opens a single browser tab. If
you're not visible to the agent, you're not in the consideration set."
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The Old Buyer Journey The New Agent-Mediated Journey

Human-driven at every stage Al agent acts before any human is involved

Awareness

Consideration

Al Agent Dispatched

Autonomous Research
Shortlist Generated

Human Review

PM"’mcmr

FIGURE 1 Source: futureofomm.com analysis
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Figure 1: The Old Buyer Journey vs. The New Agent-Mediated Journey. PMMs are invisible during the stages that now matter most.
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2. The Visibility Gap — What Agents Actually See

The term 'Generative Engine Optimization' — GEO — was coined in late 2024 to describe the practice of
structuring content so that large language models and Al search agents can find, weight, and cite it
accurately. By March 2026, it had become one of the fastest-growing specializations in B2B marketing, and it
remains one that the overwhelming majority of product marketing teams have not yet operationalized.

The core problem is what researchers at futureofpmm.com call the Visibility Gap: the chasm between what
product marketing teams have historically built and what Al purchasing agents can actually process. The
assets that PMMs spend the most time on — product narrative pages, video testimonials, case study PDFs,
email nurture sequences, event presentations — are largely invisible to the agent layer. The assets that
agents weight most heavily — structured comparison tables, schema-marked pricing pages, third-party
review platforms, technical documentation — are the ones that have historically received the least PMM
attention because they felt operational rather than strategic.

Key insight: The Visibility Gap is not a technology problem — it's a prioritization problem. The assets Al
agents surface are already within the PMM's scope. They just haven't been treated as strategic outputs.

What agents actually surface, when given a B2B software evaluation task, follows a consistent pattern across
the categories studied in the futureofpmm.com research:

* Structured comparison data — machine-readable feature/capability matrices, ideally with schema.org
SoftwareApplication markup

» Third-party review platform rankings — G2 Crowd, Gartner Peer Insights, Capterra, with recency and
aggregate score weighted heavily

» Technical documentation and APIs — developer docs, integration catalogs, and any content that
signals implementation depth

e Structured pricing information — not necessarily the actual price, but the presence of a

machine-readable pricing structure that the agent can compare

* News and analyst coverage with verifiable citations — press releases with schema markup, analyst
report citations, credible third-party coverage

What agents largely cannot process: narrative product pages, video assets, PDF case studies without text
extraction, JavaScript-rendered content, gated assets behind forms, and email or event content that exists
only in closed systems.
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The Visibility Gap
What Al agents actually see vs. what PMMs have built

What PMMs Build Al Agent Filter What Agents Surface

Product Pages Structured Comparison Data

Structured Data

Case Studies Schema.org Markup G2 / Analyst Rankings

{tations & Authori

ROI Calculators Technical Docs & APIs

Demo Videos Pricing Pages (structured)

Not machine-readable

Email Nurture X X NOT surfaced by agents:
+ Email nurture sequences
Event Decks X
« Demo video libraries
Sales Collateral X + Sales & event decks
FIGURE 2 | Source: futureofpmm.com analysis

Figure 2: The Visibility Gap. Most PMM content investment is invisible to Al purchasing agents. The assets that agents weight most
heavily have historically been treated as operational, not strategic.

© 2026 Chris O'Hara | futureofpmm.com | Not for distribution without permission Page 5

=




THE FUTURE OF PRODUCT MARKETING futureofpmm.com | Chapter 1

3. The Six Percent Problem

In January 2026, the author spent thirty days reading and synthesizing every Al-and-product-marketing
article published during the period — thirty-five newsletter editions of The Future of PMM, sourcing
approximately one hundred and eighty individual articles, analyses, and case studies from across the trade
press, academic preprint servers, and practitioner communities. The methodology was deliberately
non-scientific: the goal was not a statistically valid survey but a qualitative signal read on the state of the
profession, which is what the newsletter format is well-suited to produce.

The signal that emerged most persistently was one that almost no vendor or conference presentation was
willing to state plainly: approximately six percent of B2B marketing organizations are operating in a way that
is meaningfully adapted to the agentic buyer environment. The rest are somewhere on a spectrum that runs
from 'unaware the transition is happening' to ‘has purchased Al tools but hasn't changed the underlying
strategy.' The six percent who are thriving share a specific set of characteristics — they have made all three
of the moves described in Section 4 — and they are pulling away from the field in ways that will be very
difficult to close once the gap compounds for another twelve months.

"Approximately 6% of B2B marketing organizations are meaningfully
adapted to the agentic buyer environment. The rest are optimizing for a
buyer who no longer exists."

The PMM Readiness Spectrum

Where does your organization sit? After analyzing 180 articles over 35 editions — the distribution is clear.

Only 6% here -
|
|
|
|

Unaware Experimenting Adapting Thrivin
(~40%) (~35%) (~19%) (--6%)I

|
|
Still building Using Al tools Building the Full Stack PMM —

for Google but no strategy stack & story operating all 3 layers
FIGURE 4 | Source: futureofomm.com — The Month I Read Everything (March 2026)

Figure 3: The PMM Readiness Spectrum. After synthesizing 180 articles over 35 editions, the distribution of organizational readiness is
unmistakable — and the gap is compounding.

© 2026 Chris O'Hara | futureofpmm.com | Not for distribution without permission Page 6




THE FUTURE OF PRODUCT MARKETING futureofpmm.com | Chapter 1

The distribution matters because it tells us something important about where the competitive leverage
actually sits. The 40% of organizations in the 'Unaware' segment are not the primary threat to any given PMM
team — they are too far behind to close the gap quickly. The real competitive dynamic is in the middle of the
spectrum, between the 'Experimenting' and 'Adapting' segments, where the difference between thriving and
falling behind is often a single strategic decision: whether to treat GEO and structured content as a core PMM
output or as something for the web team to handle eventually.
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4. The PMM Response: Three Moves

The PMMs who are in the thriving six percent are not doing something exotic or technically inaccessible.
They have made three specific moves — what this chapter calls the PMM Response Framework — that,
taken together, mean they are visible to the agent layer, competitive in the data layer, and irreplaceable in the
narrative layer. The moves build on each other, but they can be sequenced. The mistake most organizations
make is trying to start with Move 3.

The PMM Response Framework

Three moves that separate visible PMMs from invisible ones in the agentic era

GEO Layer 02 Data Layer
Generative Engine Optimization Structured Competitive Moat

03 Narrative Layer

Human-to-Human Irreducibles

Structure content for Al ingestion: Build machine-readable assets: Own what agents can't simulate:
Schema.org markup, FAQ pages, Pricing pages, comparison tables, Category story, executive voice,
authorative citations, knowledge panels G2 review strategy, analyst briefings customer outcome narratives

Winning PMMs operate all three layers simultaneously.

FIGURE 3 | Source: futureofpmm.com

Figure 4: The PMM Response Framework. Three moves that separate the visible from the invisible in the agentic era. Most
organizations stall at Move 1 or skip to Move 3.

Move 1: Build the GEO Layer

Generative Engine Optimization is not SEO with a new name. SEO optimizes for PageRank signals —
inbound links, keyword density, page authority — because that is what Google's crawlers weight. GEO
optimizes for the signals that LLM-based agents weight: structured schema markup that allows an Al to
understand what a product does without having to infer it from natural language; FAQ content structured in a
format that agent training data treats as authoritative; citation patterns that place your brand in the sources
that models draw on when they are told to research a category.

The practical starting point for most PMM teams is an audit of their current web presence against the
schema.org SoftwareApplication and Product schemas — what is marked up, what isn't, and what a
purchasing agent would actually be able to extract from the company's web presence today. In most cases,
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the audit is sobering: the content that PMMs have built with the most care is the content that is hardest for an
agent to process.

Key insight: Quick win: Add structured FAQ markup to your top five category pages. This is the single
highest-ROI GEO action for most B2B PMM teams and can be implemented in a week.

Move 2: Build the Data Layer

The Data Layer is the competitive intelligence infrastructure that makes your positioning durable rather than
dependent on a human buyer finding the right content at the right time. It means treating your G2 profile, your
Gartner Peer Insights presence, your competitive comparison pages, and your technical documentation as
first-class PMM outputs — not as operational maintenance tasks delegated to a marketing coordinator.

The companies that are winning in the data layer have made a specific strategic decision: they have
accepted that the G2 review process is as important as the product narrative, that a well-structured pricing
page with schema markup is more valuable than a beautifully designed pricing section that renders in
JavaScript and is invisible to crawlers, and that analyst relations is now partly a data infrastructure project
rather than purely a relationship management function.

Move 3: Own the Narrative Layer

The Narrative Layer is the dimension of product marketing that Al cannot replace — and the PMMs who
understand this are not relieved by it, they are energized by it. Owning the narrative layer means being the
person in the organization who can look at the category dynamics, the competitive landscape, and the
customer's actual problem, and construct a story that makes your product's position feel inevitable rather than
chosen.

This is the work that the best PMMs have always done and the work that has always been hardest to
systematize. The Al era does not diminish it — it amplifies it, because the noise floor has risen. In a world
where every competitor can produce competent, structured GEO content and maintain a reasonable G2
presence, the differentiator is the story that only you can tell, the category frame that only you have thought
through, the customer outcome narrative that only you have the relationships to make real. Moves 1 and 2
get you in the room. Move 3 is how you win.
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5. What to Do This Week

The gap between the six percent and everyone else is not going to close on its own, and it is compounding.
But it is also not closed by a multi-quarter strategic initiative — it is closed by a series of specific, sequenced
moves that any PMM team can begin immediately. Here is the priority order:

Run the agent audit: ask an Al assistant to research your category and find the top
This week vendors. Note where you appear, what it says about you, and what sources it cites.
This is your baseline.

Implement schema markup on your top five pages. Start with SoftwareApplication and

Next 30 days . . .
FAQPage schemas. This is the highest-ROI GEO action for most B2B PMM teams.

Audit your G2 and Gartner Peer Insights profiles. Run a review generation campaign.
Next 60 days Ensure your profiles surface the features and use cases your agent audit identified as
decision-relevant.

Build one piece of structured competitive content — a genuine comparison page with
Next 90 days machine-readable markup. Not a "Why Us' page. An honest, structured comparison
that an agent can parse and cite.

About This Whitepaper

This whitepaper is adapted from Chapter 1 of The Future of Product Marketing: How Al Is Rewriting the Rules
— and Why the Best PMMs Will Win by Chris O'Hara. The book draws on the futureofpmm.com newsletter
platform, which has published 35+ editions analyzing Al's impact on product marketing for practitioners at
SAP, Salesforce, HubSpot, and beyond. Additional chapters are available at futureofpmm.com.

Chris O'Hara is VP of Marketing at SAP Business Data Cloud and the author of Data Driven (McGraw Hill)
and Customer Data Platforms (Wiley). Connect at linkedin.com/in/christopherohara.
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