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® A NOTE TO THE CMO READING THIS

There are moments when the ground
under an industry shifts and the rules
everyone learned stop applying.

Not gradually. Not gently. All at once. You are operating inside one of those moments.

For as long as there has been commerce, the shape of it has been the same. A maker with something
real to offer. A buyer with a need. And the distance between them that has to be closed. Every era
invented its own way to close that distance — the market square, the printed page, the broadcast
signal, the search engine, the social feed.

Now something different is happening. For the first time, the buyer is not searching. The buyer is
asking. And something that is not a human is answering. The click is dying. The funnel you built your
career inside is being replaced, in real time, by a system that answers before it is asked.

Most will miss this. Not because they aren't smart. Because
they are still thinking in the old physics.
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MARKET TREND RESEARCH — THE NEW PHYSICS OF DISCOVERY

There is a deeper truth underneath this moment, and it is older than Al. For most of modern history,
being found required being able to afford being heard. The loudest voice was treated as the truest.
The richest message was treated as the most real. The rest were interpreted from the outside,
flattened, or ignored.

That is not how it should work.

Brands should win on the strength of what they are, not on the
size of what they can spend.

Because the interface to the world is changing. It is no longer mediated only by who can pay the
most to be seen. It is mediated by clarity, by truth, by how precisely a brand can be understood for
what it actually is. That is a more honest landscape. It rewards the builders, the makers, the ones who
have quietly been doing the work.

This is the door that has opened. And it will close. If the builders do not step through first, the next
interface will quietly lock in the old imbalance under a new name. That outcome is not inevitable — it

is a choice the builders of this era will make, or fail to make.

This paper is written for the builders. It is the memo. Read it with your pipeline report open — the two
documents are now directly related.
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MARKET TREND RESEARCH — THE NEW PHYSICS OF DISCOVERY
® THE THESIS - FROM FUNNEL TO SIGNAL ENVIRONMENT

For three decades, marketing operated on a reliable model: create demand, capture intent, convert
leads. The funnel had stages. Each stage had tactics. CMOs owned the top. Sales owned the
bottom. That model is over.

It didn't end dramatically. It ended incrementally, query by query, as Al became the first stop in a
buyer's research process. By the time most marketing organizations noticed, the architecture of
buyer discovery had already shifted underneath them.

When a B2B buyer asks ChatGPT which vendors have the strongest track record. When a
procurement officer asks Gemini to compare vendor risk. When a consumer asks Claude or
Perplexity which protein powder is cleanest. Your brand either appears in that answer or it doesn't.

There is no paid slot. There is no SEO trick. There is only whether the Al has been informed with

accurate, consistent, authoritative signals about who you are.

94" 2 2.5

of B2B buyers now use Al more buyers name Al their most prompts sent to ChatGPT every
somewhere in their purchase process meaningful research source than any single day
— up from 89% a year earlier other channel — outranking your own
. OpenAl, 2025
website
Forrester, 2026
Forrester, 2026

This is not a search shift. It is a decision shift. Buyers have moved from searching for options to
receiving synthesized recommendations — and 62% now use Al to compare brands, prices, and
reviews directly (McKinsey, 2026). The average B2B buying group holds 11 stakeholders, each
running their own Al queries. Hundreds of discrete Al interactions shape a single purchase. Most

brands have visibility into none of them.

Q BrandCapsule.ai © 2026 BRANDCAPSULE
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The Board Is Asking

Revenue accountability is now one of the top three boardroom expectations of CMOs (IDC, 2025), and
64% are directly accountable for company profitability. Budgets have flattened at 7.8% of revenue — the
leanest in a decade — even as Al has climbed to 15.3% of the marketing budget, with only 30% of
leaders reporting mature Al readiness (Gartner 2026 CMO Spend Survey, 401 leaders). The Al money is
reallocation, not new headroom. The open question is which half of the equation it addresses — the
inside-out half is well-funded; the outside-in half, Al as the new discovery interface, is where the next
advantage is being built.

The adoption-to-value gap — and where it closes

Step back from marketing and the same pattern appears across every analyst desk this season: Al
adoption is near-universal, value capture is not. McKinsey finds 78% of organizations now use Al,
but only about 5.5% are high performers capturing more than 5% EBIT impact — and 62% are
experimenting with agents while just 23% are scaling them. The differentiator is workflow redesign
and measurement, not more tools. Forrester expects fewer than 15% of organizations to truly
operationalize agentic Al this year. BCG quantifies the prize: the ~5% of "future-built" firms see 1.7x
revenue growth and 2.7x the Al ROI of their peers.

Ambition is outrunning readiness. The gap doesn't close with a
bigger tool budget. It closes with measurement.

Nearly all of that investment is pointed inward — at content velocity, agent stacks, internal
productivity. Almost none is pointed outward, at how Al describes and recommends your brand to the
buyer. The outside-in half is where the measurement discipline is missing, and where the value is
waiting.
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What replaced the funnel

What buyers experience now is not a funnel. It's a signal environment. Al models continuously
synthesize signals about every brand in your category — weighting them for credibility,
recency, and consistency — and serving ranked recommendations in response to natural-
language questions.

Reading that environment, and shaping your position inside it, is a new discipline — one we named
and defined: Al Discovery Intelligence. It is the outside-in practice of understanding how Al
discovers, compares, evaluates, and recommends your brand — and turning that understanding into
the moves that drive visibility, preference, and growth. Not monitoring. Not a dashboard. The
diagnosis, and the move.

What it measures is your Al Signal Strength: the measurable expression of how Al describes you,
positions you, and decides whether you get picked. And like every surface of performance before it

— search rank, share of voice, conversion rate — the organizations that measure it first will lead it.

The rest of this paper is the evidence that the shift is real, the three places it is already
measurable, and the discipline that turns it into growth.
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® WHAT THE DATA SHOWS

The craft you have spent your career mastering is not being replaced because it was wrong. It is
being replaced because the world changed around it. Once you can see these three patterns in the
data, you can lead them.

1 How Al is describing your brand

Right now, an Al system is describing your company to a potential buyer. It was not written by you. It
was not approved by you. Al language models construct their understanding from hundreds of
sources — analyst reports, review sites, press releases, LinkedIn posts, forum discussions. They do
not read your positioning document. They assemble a picture from the ambient signal environment,
and it may not yet reflect the brand you have spent years building.

of an Al's fact-checks on information beyond its training data come back wrong
— and buyers act on the summary anyway.

600 The same study found Al flipped the sentiment of real reviews in 26% of cases — yet readers
/0 were more likely to buy after the Al summary than after the original human reviews.

UC San Diego (IJCNLP-AACL), 2025

When Al gets a brand wrong, the downstream effects are commercial. Buyers gravitate toward a
competitor whose positioning reads more clearly. Deals slow. Conversion softens. And none of it
shows up in the dashboard — yet nothing tells you how an Al assistant is describing your premium

line, or how it positions your platform against the category.
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2 Where the new demand is forming — and quietly leaving

The most consequential shifts in demand are happening upstream of anything traditional attribution
can see. Research inside ChatGPT, Claude, and Gemini generates no cookies, no pixels, no tracking
events. By the time a buyer arrives in your funnel, they have already formed a view shaped by Al.
When Al recommends a competitor, there is nothing in your system to catch it:

X X X X
No lost form fill No abandoned cart No missed MQL No CRM note
Nothing logs in your funnel No drop-off to analyze They never enter your Sales never sees the deal
system

The buyer simply moves forward with someone else.

And it is invisible to the tools you already own. A SALT.agency study found only about 2% of the
"grounding" queries that make an Al cite a source exact-match the keywords your rank trackers
follow. Brandlight reports the overlap between top Google links and Al-cited sources has collapsed
from ~70% to under 20%, while around 60% of searches now end without a click. The discovery
surface didn't just move. It moved somewhere your dashboards can't see.

50 %o+ 69 % 85%

say GenAl led them to consider more say Al surfaced information that led think more highly of a vendor cited by
or different vendors them to a different vendor than Al — citation compounds credibility
expected
Forrester, 2024 G2, 2025
G2, 2025
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Being in the answer is a revenue win, not a visibility win

When Al recommends your brand, the buyers who arrive are already qualified — and the conversion

data is no longer close.

7.1 215 +357"

ChatGPT referrals convert — second Al referrals convert at 11.4% vs. Al referrals to the world's top 1,000
only to paid search (7.8%), ahead of 5.3% for organic across global sites grew YoY, Jun 2024 — Jun 2025
organic, social, and email ecommerce

TechCrunch / Similarweb, 2025
Similarweb, Gen Al Stats 2026 Similarweb 2025 Ecommerce Report

Two independent datasets tell the same story. Adobe's Q1 2026 retail data shows Al-referred traffic
to U.S. retail sites up 393% year over year, converting 42% better and generating 37% more
revenue per visit — yet most sites still aren't machine-readable. The trend line is steep, the traffic
converts, and it is compounding. That is the definition of a channel you cannot afford to be invisible

in.

3 Why timing favors the movers

Al signal authority is built through consistency and credibility over time. It compounds with every
model retraining cycle. This is the same pattern that rewarded first movers in every prior inflection —
SEO, marketing automation, account-based, programmatic. The leaders were not the companies with
the biggest budgets; they were the ones who understood the new mechanics first. The window for Al
signal authority is still wide open.

Q BrandCapsule.ai © 2026 BRANDCAPSULE 11
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MARKET TREND RESEARCH — THE NEW PHYSICS OF DISCOVERY
® THE NEW DISCIPLINE

This is not a tool. It is a discipline — the outside-in practice of understanding how Al describes,
positions, and recommends your brand, and shaping that representation with the same rigor you
bring to pipeline and positioning.

A distinction worth drawing first. Al visibility tools tell you where you appear; they hand you a score
and leave the interpretation to you. Al Discovery Intelligence tells you why one brand is preferred over
another and what to change to become the recommended answer — agency-grade depth, run every
week instead of once a quarter. The number is where it starts. The diagnosis and the move are the
point.

1 You can see what Al says about you

For the first time, the descriptions Al is giving buyers about your brand are legible. You can observe
what ChatGPT, Claude, and Gemini say about you in real time — and how that shifts when
competitor positioning changes, when category narratives evolve, or when a new analyst report
lands. The ambient signal environment stops being ambient.

2 You can measure your Al Signal Strength

Visibility isn't the same as growth. Being mentioned tells you almost nothing about whether you'll be
picked. Al Discovery Intelligence reads the full ladder:

Mention Al names you somewhere in the answer.
Recommendation Al actively suggests you as an option.
Preference Al puts you first, for the right reasons.

Growth impact Buyers act, and demand moves to you.

The board-ready number on top of this is the Al Discovery Index (ADI) — a single score for your Al
Signal Strength across GPT, Claude, and Gemini, reading on accuracy, authority, reach, and
sentiment. A score that only reports where you stand is a thermometer. The point is the diagnosis
underneath it — and the move it tells you to make next.

@ Brandcapsule.ai © 2026 BRANDCAPSULE 13
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3 You can shape how Al understands your brand

Knowing where Al is imprecise is half the work. The other half is the mechanism for making it
accurate. And here is the part most teams miss: Al recommendations are shaped by far more than
your own website. Authority is built off-site, so strong SEO alone does not guarantee you appear in
the answer. Al Discovery Intelligence reads the signals across the whole market:

Category language Comparison content Website structure Competitor positioning

Third-party sources Reviews & credibility Persona relevance Recency & authority

This is not manipulation. It is the strategic amplification of credible, verifiable information about your
brand — closing the specific gaps between how Al describes you and what is actually true.

This is also why citation alone isn't the finish line. Pew finds 49% of US adults now use chatbots
(up from 33% in 2024) and 60% read Al-generated summaries — yet only 29% say they trust the
output much. The job is not just to be cited; it is to be cited on credible, verifiable, first-party ground
that survives a skeptical reader. Engineering that credibility is the work.

4 You can read the competitive landscape

Beyond your own brand, you can see how Al positions your category. Which competitors Al
recommends, for which use cases, with which framing. Which narratives reinforce your position and
which work against it. Where the positioning moves are that will shift Al recommendations in your

favor — and the buyer shortlist with them.

@ Brandcapsule.ai © 2026 BRANDCAPSULE 14
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Talk to It in Plain English

The work doesn't stay locked in a report. Your Al Discovery Analyst turns every Al answer, buyer
question, and competitive gap into an executive-ready conversation — grounded in your proprietary
diagnostic data and the live web. Ask why you lost the mid-market shortlist this week, and get the gap
and the move most likely to recover the position, in language you can take straight to the board. This is
the part a monitoring dashboard structurally cannot do: it has the score, but not the source beneath it.

What This Sits Above, Not Beside

Al Discovery Intelligence does not replace brand strategy, positioning, creative, or performance
marketing. It sits above and informs all of them. It tells your content team which assets need to be read
differently by Al. It tells analyst relations which voices carry Al weight. It tells PR which narratives are
shaping your category. It is the intelligence layer that makes the investment you are already making more

effective — and the measurement layer that lets you speak to the board in the commercial terms they
now expect.

@ Brandcapsule.ai © 2026 BRANDCAPSULE 15
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® THE PLAYBOOK - MOVES YOU CAN MAKE THIS QUARTER

Compress the thinking. Then ship. The framework for the first 90 days — applicable whether your

organization is B2B, B2C, or both.

Days 1-30 Baseline & Diagnosis

e Al Brand Accuracy Audit. \What are the major Al
platforms saying about you now?

e Category Narrative Audit. \What story is Al telling
about your category — and who set the frame?

Days 31-60 Signal Architecture

e Content signal optimization. Update the highest-
impact assets for Al readability.

e Messaging consistency audit. Align messaging
across every Al-readable surface.

Days 61-90 Measurement & lteration

o Al Discovery Index read. Each week, the score and
the diagnosis — what moved, why, and the move
next.

e Commercial correlation. Connect signal gains to
pipeline, win rate, and conversion.

Competitive Al Position Map. How do you compare
to your top three competitors?

Signal Source Analysis. \Which sources is Al drawing
on most heavily?

Third-party amplification. Work PR, AR, and creator
strategies to amplify authoritative voices.

Competitive narrative response. Rebalance the Al-
synthesized category story.

Position tracking. Watch Al outputs continuously
across models. Alert on significant shifts.

Board reporting cadence. The rhythm that elevates
marketing to strategic intelligence.

The Standard: Proof, Not Faith

turning that signal into proof.

Most Al optimization today is asserted everywhere and proven nowhere — the way SEO ran for fifteen
years before anyone could measure it. The standard this discipline holds is the opposite: hold a stable
core question set as the control, let the frontier questions evolve, and make the lift readable — we
recommended this move, you shipped it, here is how the answer changed. The signal is already visible
week over week — mentions, recommendation rate, position, cross-model parity — and the work is

G BrandCapsule.ai
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The buyer journey has been rearchitected. The funnel has collapsed at the top. Your next customers
are already inside Al systems, forming impressions of your brand before they ever visit your website,

read your content, or meet your sales team.

What is different this time is that the work ahead is legible — and Al Discovery Intelligence is what
makes it legible. You can see how Al is describing you. You can measure your Al Signal Strength. You
can shape the signal environment the models read from. For the first time, the outside-in view of your
brand is available to you, in real time, with the rigor your inside-out work has always had.

Meaning belongs to those who create it, not
those who control the narrative. The makers
get the pen back.

— BrandCapsule Manifesto, 2026

A lot of good, smart, hardworking people are going to discover that the ground moved and nobody
sent the memo. The craft they spent decades mastering is not being replaced because it was wrong.
It is being replaced because the world changed around it. This is the work that builds the next era of
category leaders — not the brands with the biggest budgets, but the ones that understand, earlier
than most, that the new interface rewards clarity, truth, and the quiet discipline of being precisely
understood for what you actually are.

This paper is the memo. Let's go.
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SEE YOURSELF IN Al

GET STARTED

See yourself in Al.
Before your buyers do.

The Al Discovery Index scores your Al Signal Strength across GPT,

Claude, and Gemini — so you know exactly how Al decides whether

you get picked. Start with a free Al Discovery Snapshot and see

precisely where you stand today.

Free Al Discovery Snapshot

brandcapsule.ai/diagnostic

About BrandCapsule

BrandCapsule is pioneering Al Discovery Intelligence for
marketing leaders who refuse to sleepwalk through a
category-defining moment. We believe every brand was
built to serve someone — and those people deserve to find
them. Not the biggest brand. Not the loudest. The brand
actually built to serve them.

brandcapsule

brandcapsule.ai/demo

Enterprise demo Contact

hello@brandcapsule.ai
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