
The Rise of Business-to-Agent (B2A): 
Marketing in a Post-Search World 
Executive Summary 
The history of modern commerce has been defined by a singular, unwavering objective: the 
capture of human attention. From the earliest print advertisements in the 17th century to the 
algorithmic precision of 21st-century social media feeds, the fundamental unit of economic 
exchange has been the human decision-maker. Marketing strategies, whether classified as 
Business-to-Consumer (B2C) or Business-to-Business (B2B), have universally operated under 
the assumption that a biological entity—possessed of emotions, cognitive biases, and sensory 
perceptions—stands at the end of the transaction funnel. 

We are now witnessing the dissolution of this centuries-old paradigm. As we move through 
the mid-2020s, a third, distinct category of commerce has emerged, one that operates not on 
emotion, impulse, or brand affinity, but on structured logic, API availability, and mathematical 
optimization. This is the era of Business-to-Agent (B2A). 

In the B2A model, the primary "customer" is not a human, but an autonomous software agent 
acting on a human’s behalf. These "machine customers" do not "browse" websites in the 
traditional sense; they query databases, parse JSON feeds, and execute transactions via APIs. 
They are immune to "brand vibes," color theory, and catchy jingles. Instead, they prioritize 
data integrity, latency, pricing transparency, and the existence of reliable, machine-readable 
interfaces. 

This report provides an exhaustive analysis of the B2A landscape as it stands in early 2026. It 
explores the rise of autonomous buying bots like Moltbot, which run locally on users' hardware 
and execute complex tasks across the open web, and platform-integrated assistants like 
Google’s Gemini Personal Intelligence, which leverage deep ecosystem integration to predict 
and fulfill user needs before they are explicitly articulated. 

The analysis dissects the emerging technical protocols—such as the Universal Commerce 
Protocol (UCP), Agent-to-Agent (A2A) standards, and the Model Context Protocol 
(MCP)—that are forming the "invisible rails" of this new economy. It examines the existential 
challenges this shift poses to traditional marketing functions, creating a fissure between the 
Chief Marketing Officer (CMO), whose toolkit of persuasion is becoming obsolete, and the 
Chief Technology Officer (CTO), who now controls the primary levers of "algorithmic 
persuasion." 

Furthermore, the report investigates the profound antitrust implications of a market where 
gatekeepers may collude not with other humans, but with their own algorithms through 
"Vertical Tacit Collusion," and where brands risk becoming invisible commodities if they fail to 



optimize for the machine eye. The transition to B2A is not merely a new distribution channel; it 
is a fundamental rewriting of the rules of capitalism, shifting the focus from capturing 
attention to optimizing for execution. 

1. The B2A Paradigm: Defining the Machine Customer 
1.1 From Funnels to Loops: The Structural Disruption of Commerce 
The traditional marketing funnel—a linear progression from Awareness to Consideration, 
Conversion, and Retention—has served as the foundational mental model for commerce for 
over a century. In the B2C context, this funnel is optimized through emotional storytelling, 
visual appeal, and the reduction of friction in the user experience (UX). In B2B, it is optimized 
through relationship building, white papers, and logic-based persuasion targeting human 
stakeholders. Both models presume a journey undertaken by a sentient being who discovers a 
need, explores options, deliberates, and makes a choice. 

The Business-to-Agent (B2A) model obliterates this funnel, replacing it with the "Agentic 
Loop." In this model, companies build products and infrastructure (rails) for software agents 
first, and humans second.1 The "customer" is a software program tasked with a specific, often 
complex objective: "Book a flight to London under $600 with reliable Wi-Fi," "Replenish 
laundry detergent when stock is low," or "Find the SaaS platform with the best API uptime and 
lowest latency." 

For these agents, the journey is instantaneous.2 There is no "awareness" phase in the 
traditional sense; an agent is "aware" of everything that is indexed, semantically structured, 
and accessible via public networks. There is no "consideration" phase involving the emotional 
weighing of options or the influence of social proof in its qualitative form. Instead, there is 
"evaluation"—a rigorous, probabilistic scoring of options against strict logic gates. If data 
inputs align with pre-set parameters, the agent executes the transaction immediately. 

This shift from linear funnels to instantaneous loops requires a complete reimagining of what 
constitutes a "marketing asset." In B2C, an asset is a video advertisement or a beautifully 
designed landing page. In B2A, the primary marketing asset is a structured data feed 
(JSON-LD), a robust API documentation (OpenAPI/Swagger), or a verifiable sustainability 
score embedded in a blockchain ledger.2 

Table 1: Comparative Analysis of Commerce Models 

Feature B2C 
(Business-to-Con
sumer) 

B2B 
(Business-to-Busi
ness) 

B2A 
(Business-to-Age
nt) 



Primary Target Individual Humans Organizations / 
Committees 

Algorithms / 
Software Agents 

Decision Driver Emotion / Need / 
Impulse 

Logic / ROI / Trust Structured Data / 
API Latency / Cost / 
Efficiency 

Loyalty Metric Brand Love / Points 
/ Habit 

Long-term 
Relationship / 
Service 

Lowest Total Cost 
to Serve / Reliability 
/ Interoperability 

Marketing Asset Visual Ad / 
Copywriting / 
Influencers 

Whitepaper / Case 
Study / Demo 

JSON Feed / 
OpenAPI Spec / 
Schema.org 
Markup 

Sales Cycle Minutes to Months Months to Years Milliseconds to 
Seconds 

Optimization 
Focus 

SEO / CRO (User 
Experience) 

Account-Based 
Marketing (ABM) 

Agent Optimization 
(AIO) / SAO 
(Machine 
Readability) 

Interaction Mode Browsing / Clicking Meeting / 
Negotiating 

Querying / API Call 
/ Token Exchange 

1.2 The "Ruthless Arbiter": Redefining Loyalty 
The defining characteristic of the AI agent is its ruthlessness. As noted in Kantar's analysis of 
the sector, agents act as "ruthless arbiters" unless explicitly constrained by user preferences.2 
A human consumer might forgive a favorite brand for a slow website or a slightly higher price 
due to sentimental attachment or "brand vibes." An agent will not. 

In the B2A ecosystem, loyalty is a mathematical function. It is calculated based on the 
"cheapest total cost to serve" and the highest probability of successful fulfillment.2 If a 
brand’s API returns a 500 Internal Server Error during an agent's query, that brand does not 
just lose a single sale; it is algorithmically deprioritized for future queries. The agent "learns" 
that the vendor is unreliable. Conversely, a vendor that offers a seamless, low-latency 



transaction via a clean API will be prioritized. 

Therefore, "loyalty" in B2A is synonymous with "interoperability" and "reliability." Agents are 
task-based entities.3 If a user instructs their agent to "Buy the best running shoes for flat 
feet," the agent scans reviews, analyzes specifications, checks real-time inventory, and 
verifies return policies. If a brand's return policy is buried in a PDF rather than exposed in a 
structured <meta> tag or a standard MerchantReturnPolicy schema, the agent may penalize 
that product for "lack of data" or "risk of friction." The brand that makes its data most 
accessible wins the loyalty of the algorithm. 

1.3 The Scale of the Shift: The $30 Trillion Opportunity 
The transition to B2A is not a niche development; it is a macroeconomic shift. Gartner and 
other market analysts predict that "machine customers" will have one of the greatest impacts 
on economic transactions of any emerging technology, potentially reshaping the global 
economy more profoundly than the arrival of e-commerce.4 

Estimates suggest that by 2030, machine customers could account for trillions of dollars in 
revenue. Gartner reports that CEOs expect up to 20% of their company's revenue to originate 
from non-human buyers by the end of the decade.4 This represents a massive redistribution 
of market share, where incumbents who rely on legacy brand power risk being displaced by 
agile "agent-native" competitors who optimize for machine consumption. 

We are currently navigating the transition through three distinct developmental phases of the 
machine customer 4: 

1.​ The Bound Customer (Today): In this model, the human leads and the machine 
executes. Examples include programmatic advertising or setting up a recurring 
"Subscribe & Save" order on Amazon. 

2.​ The Adaptable Customer (2026-2028): Human and machine co-lead. The machine 
recommends, filters, and prepares the transaction, but the human often provides final 
approval. This is the current state of Gemini Personal Intelligence and Moltbot. 

3.​ The Autonomous Customer (2030+): The machine leads and executes with no human 
involvement. The agent independently notices a supply shortage, negotiates a price, and 
executes the purchase. 

2. The Rise of the Agents: Moltbot, Gemini, and the 
New Intermediaries 
The ecosystem of B2A is currently bifurcated into two distinct categories of agents: the 
decentralized, self-hosted agents represented by "Moltbot," and the centralized, 
platform-integrated agents represented by Google’s Gemini Personal Intelligence. These two 



archetypes represent opposing visions for the future of the agent economy—one open and 
"punk," the other closed and polished. 

2.1 Moltbot: The Open-Source "Lobster" Revolution 
In early 2026, the internet witnessed a viral phenomenon surrounding "Moltbot" (formerly 
Clawdbot), an open-source, self-hosted AI agent.5 Unlike the cloud-based assistants of the 
previous decade (Alexa, Siri), which were essentially voice-activated remote controls for 
proprietary services, Moltbot runs locally on a user's hardware—often a Mac mini, a dedicated 
Virtual Private Server (VPS), or even an old laptop.6 

The "Lobster" Architecture and "Agentic Loops" Named after the shell-shedding process 
of growth, Moltbot represents a shift toward true "agentic loops." It does not merely answer 
questions; it improvises plans to achieve goals. Users describe it as "terrifyingly efficient".7 Its 
architecture allows it to take a high-level goal, break it down into sub-tasks, and execute them 
using whatever tools are available. 

For example, a user shared an anecdote where they asked Moltbot to make a restaurant 
reservation. When the agent realized it could not secure a table through the OpenTable API, it 
autonomously deployed a voice synthesis software module to call the restaurant directly and 
negotiate a reservation over the phone.7 This behavior—improvisation and tool usage—marks 
a critical evolution from "chatbot" to "agent." 

Technical Integration and the "Vibe Coder" Moltbot appeals to a specific demographic of 
"vibe coders" and developers who treat the agent as a power tool.6 It integrates with external 
services via "Skills & Plugins".8 It can interact with any service that offers a command-line 
interface (CLI), an API, or even a web frontend it can navigate via browser automation tools 
like Playwright or Puppeteer.5 

●​ Browser Control: Moltbot features advanced browser control, allowing it to navigate the 
web, extract data, and fill out forms on sites that lack APIs.8 It effectively turns the visual 
web into an API. 

●​ System-Level Access: Because it runs locally, it has full file system access. It can 
read/write files, execute shell commands, and manage local applications.8 

●​ Integrations: It boasts over 50 direct integrations, including GitHub, Slack, Obsidian, 
Spotify, and smart home devices like Philips Hue and Winix air purifiers.8 

Implications for Marketers: 

Moltbot represents the "unbound" agent. It is not beholden to a specific platform's advertising 
ecosystem. You cannot "buy ads" on Moltbot in the traditional sense. You can only ensure 
your service is "Moltbot-compatible." This means: 

1.​ Technical Excellence as Marketing: Having a robust, documented API or a CLI tool is 
now a marketing asset. 



2.​ Clean Code: For the "vibe coder" demographic, the quality of your code and 
documentation determines adoption. 

3.​ Headless Compatibility: Ensuring your website structure is clean enough for a headless 
browser (like the one Moltbot uses) to navigate without error.9 

2.2 Gemini Personal Intelligence: The Ecosystem Gatekeeper 
On the other end of the spectrum is Google’s "Gemini Personal Intelligence." This represents 
the integrated, ecosystem-level agent. It connects deeply with Google's suite of 
services—Gmail, Photos, Maps, YouTube, and Calendar—to build a longitudinal, privacy-aware 
understanding of the user.10 

Contextual Commerce and Predictive Buying Gemini does not just know that a user is 
"interested in travel." By parsing flight confirmations and hotel bookings in Gmail, it builds a 
detailed profile: it knows the user prefers aisle seats, boutique hotels, vegetarian meals, and 
specific airlines.11 When this user asks Gemini to "book a weekend trip," the agent does not 
search the web for generic options. It constructs a highly specific query based on historical 
preference data, effectively filtering out 99% of the market before the user sees a single 
option. 

The "Gatekeeper" Threat For brands, Gemini represents a formidable gatekeeper. If a brand 
is not indexed within the Google ecosystem's trusted data sources—or if it lacks the 
structured data (like schema.org markup) that Gemini relies on—it effectively becomes 
invisible. The "Personal Intelligence" feature is opt-in and privacy-focused 12, but its immense 
convenience is expected to drive massive adoption. This creates a "walled garden" effect 
where only "verified" and "optimized" merchants can participate in the agent's consideration 
set. 

Integration with Chrome and "Connected Apps" Google has deepened Chrome's 
integration with "Connected Apps," allowing Gemini to access data from Spotify, YouTube 
Music, Google Home, and Google Shopping.13 This means a query like "Find me a song for my 
workout" draws on listening history, while "Buy me a new router" draws on smart home device 
data to ensure compatibility. Brands that are not part of this "Connected App" ecosystem face 
a significant disadvantage. 

2.3 The "Agent Loyalty" Paradox 
Building loyalty with a machine is fundamentally different from building loyalty with a human. 

●​ Human Loyalty: Built on "points + brand love" and emotional connection.2 

●​ Agent Loyalty: Built on "reliability + data accessibility" and the "cheapest total cost to 
serve".2 

Agents are relentless in their optimization. If a user tells their agent, "Buy the best laundry 



detergent," the agent will scan for price, efficacy (reviews), and availability. However, it will 
also evaluate the transactional friction. If Brand A offers a 5% discount but requires a complex 
checkout process that frequently fails, while Brand B costs slightly more but offers a seamless 
"one-click" API transaction, the agent will choose Brand B to minimize the risk of failure. 

Therefore, Interoperability is the new Loyalty. The easier you make it for the agent to 
validate your product and execute the purchase, the more "loyal" the agent becomes.3 

3. Technical Foundations: Marketing to Algorithms 
To succeed in the B2A era, companies must pivot from Search Engine Optimization (SEO) to 
Agent Optimization (AIO), also referred to as Search Agent Optimization (SAO) 14 or 
Generative Engine Optimization (GEO).15 This is not merely a change in terminology; it is a 
change in the fundamental mechanics of visibility. 

3.1 Agent Optimization (AIO) Strategies 
AIO focuses on ensuring that products meet the evaluation criteria of autonomous systems. It 
is not about generating traffic to a website, but about ensuring "algorithmic selection" and 
purchase completion.16 Since agents may never direct human attention to the product page or 
explain their selection rationale, the goal is to pass the agent's logic gates. 

The Core Pillars of AIO: 

1.​ Algorithmic Visibility (Structured Data): The foundation of AIO is Schema.org. While 
SEO used schema for "rich snippets" in search results, AIO uses it for "comprehension." 
Agents need to know the price, inventory status (in real-time), ESG scores, dimensions, 
and compatibility in machine-readable formats.2 

○​ Tactical Shift: Marketing teams must ensure that their Content Management Systems 
(CMS) are not just outputting HTML for browsers, but comprehensive JSON-LD that 
describes the entity of the product. 

○​ Actionable Step: Avoid JavaScript-heavy nested menus that block bots. Use 
semantic HTML (<section>, <tbody>, <h2>) to ensure agents can parse the document 
structure without complex rendering.18 

○​ Beyond Basics: Brands must use advanced schemas like MerchantReturnPolicy, 
ShippingDetails, and SustainabilityScore. 

2.​ Algorithmic Persuasion (The API as Brand): In B2A, your API documentation is your 
landing page. An agent like Moltbot might check an "OpenAPI specification" (formerly 
Swagger) to understand how to order a product.19 If the spec is incomplete, valid schema 
is missing, or the API throws errors, the "customer" bounces immediately. 
○​ Standardization: Adopting the OpenAPI specification allows agents to 

automatically discover and consume services. It functions as a "cognitive contract" 



between the brand and the buying bot.20 

○​ Error Handling: APIs must provide descriptive error messages that allow agents to 
"debug" the transaction autonomously.21 

3.​ Algorithmic Trust (E-E-A-T and Provenance): Agents prioritize "trusted" sources to 
avoid hallucinations or scams. This elevates the importance of Google's E-E-A-T 
(Expertise, Experience, Authoritativeness, Trustworthiness) framework.14 

○​ C2PA Standards: The Coalition for Content Provenance and Authenticity (C2PA) 
is critical here. By embedding cryptographically verifiable metadata into digital 
assets, brands can prove to agents that their product images and descriptions are 
authentic and unaltered.22 This "provenance data" acts as a digital seal of approval 
that risk-averse agents will prioritize. 

3.2 The Technical Stack for Agent Marketing 
To be "agent-ready," a brand's technical infrastructure must evolve. The "Agent Optimization 
Stack" includes 18: 

●​ Layer 1: The Semantic Web: Perfect HTML5, high accessibility standards (no CAPTCHAs 
blocking bots), and fast server response times. 

●​ Layer 2: Structured Data: Comprehensive Schema.org implementation (Product, Offer, 
MerchantReturnPolicy, Sustainability). 

●​ Layer 3: The API Layer: Publicly documented APIs with OpenAPI (Swagger) specs. 
●​ Layer 4: Protocol Compliance: Integration with UCP, A2A, and MCP (discussed in 

Section 4). 
●​ Layer 5: Provenance: C2PA content credentials to verify brand identity and asset 

integrity. 

The "Zero-Click" Reality: A significant consequence of this stack is "Zero-Click 
Commerce".25 Agents may extract the necessary information and transact via API without ever 
rendering the brand's visual website. This renders traditional metrics like "page views," "time 
on site," and "bounce rate" obsolete. The new metrics are "API Call Volume", "Conversion 
per Query", and "Agent Retrieval Rate". 

4. The Protocols of the New Economy: UCP, A2A, and 
MCP 
Just as HTTP and TCP/IP formed the foundation of the open web, a new set of protocols is 
emerging to govern the interaction between autonomous agents and merchants. 
Understanding these protocols is no longer optional for the CTO or the CMO; they are the 
linguistic framework of the B2A economy. 



4.1 Universal Commerce Protocol (UCP) 
Developed by Google in collaboration with industry giants like Shopify, Etsy, Target, and 
Walmart, the Universal Commerce Protocol (UCP) is designed to be the "common 
language" of agentic commerce.26 

●​ Purpose: UCP allows agents to discover products, negotiate prices, and execute 
transactions without requiring bespoke integrations for every single merchant. It 
standardizes the entire "shopping journey"—from Discovery to Decision, Purchase, and 
Post-Purchase Support.26 

●​ Mechanism: UCP extends the Schema.org vocabulary to include commerce-specific 
behaviors. It supports various transport layers, including REST APIs and the Model 
Context Protocol (MCP).28 It defines functional "primitives" like "Checkout," "Identity 
Linking," and "Order Management".29 

●​ Strategic Importance: For a retailer, implementing UCP is akin to ensuring your website 
works on a mobile browser in 2010. It is the prerequisite for being "discoverable" by the 
next generation of Google's shopping agents and any other agent that adheres to this 
open standard. 

●​ Adoption: Major partners like Adyen, Stripe, and Visa are already supporting the 
protocol, ensuring that the payment rails are integrated directly into the agent's 
workflow.30 

4.2 Agent-to-Agent (A2A) Protocol 
While UCP handles the commerce transaction details, the Agent-to-Agent (A2A) protocol 
handles the communication, negotiation, and coordination between different AI entities.31 

●​ Scenario: Imagine a user's "Personal Shopper Agent" needs to negotiate a bulk discount 
with a supplier's "Sales Agent." A2A provides the structured task execution and security 
layers to allow these two bots to talk, bargain, and agree without human intervention.33 

●​ Capabilities: A2A supports "Agent Cards" for discovery (how one agent tells another "I 
can do X") and structured task units that carry context, track progress, and store output 
artifacts.32 

●​ Collaborative AI: A2A enables true multi-agent systems where agents can form 
temporary "swarms" to solve complex problems. For example, planning a wedding might 
involve coordination between a Travel Agent, a Catering Agent, and a Scheduling Agent, 
all communicating via A2A to ensure the dates and budgets align.31 

●​ Security: A2A includes enterprise-grade security features like mutual TLS and verifiable 
credentials, which are critical for preventing "rogue agents" from infiltrating a 
negotiation.32 

4.3 Model Context Protocol (MCP) 
The Model Context Protocol (MCP) is an open standard that standardizes how applications 



provide context to Large Language Models (LLMs).34 

●​ The Difference: While UCP focuses on the transaction (buying the shoe), MCP focuses 
on the context (knowing the user runs on trails, has wide feet, and prefers sustainable 
materials). MCP acts like a "USB-C port" for LLMs, connecting them to data sources 
(Slack, Google Drive, CRM, PIM).34 

●​ Marketing Application: Brands can build MCP servers that allow users' agents to 
securely query their product catalogs with full context. For example, a "Nike MCP Server" 
could allow a user's ChatGPT instance to pull real-time inventory, shoe specs, and 
sustainability data directly into the chat window to answer specific questions like "Which 
of these shoes is best for a marathon in rainy weather?".35 

●​ PIM Integration: Integrating MCP with a Product Information Management (PIM) system 
is seen as the fastest way to transition from a traditional website to an "agentic 
storefront".35 

4.4 Agent Payments Protocol (AP2) 
Completing the stack is the Agent Payments Protocol (AP2), which enables agents to 
securely hold and spend funds.36 

●​ Function: AP2 builds on the A2A protocol to securely initiate and transact agent-led 
payments across platforms. It separates the "payment instrument" (what the consumer 
uses to pay) from the "payment handler" (the processor), allowing for great flexibility.30 

●​ Implication: This moves beyond "autofill credit card" to true autonomous payments. It 
opens the door for agents to manage their own budgets, potentially utilizing tokenized 
credentials or even crypto-rails/stablecoins for micro-transactions between machines 
(e.g., an agent paying 0.001 cents to read a premium article). 

5. The "Gatekeeper" Problem: Antitrust and Brand 
Invisibility 
The shift to B2A introduces profound risks regarding market power and competition. If the 
consumer delegates the buying decision to an algorithm, the entity that controls the 
algorithm effectively controls the market. 

5.1 Vertical Tacit Collusion 
Academic research has identified a dangerous new form of market manipulation termed 
"Vertical Tacit Collusion".37 

●​ The Mechanism: In a marketplace controlled by an AI agent (like Amazon's Rufus or 
Google's Gemini), the platform (Amazon/Google) acts as a gatekeeper. Sellers cannot 
"game" the agent without the platform's cooperation. However, the platform's algorithm 



may subtly favor its own private-label products or products from advertisers who pay 
high "agent influence fees." 

●​ The Outcome: This collusion requires no backroom deals or explicit agreements. It 
emerges from aligned incentives: the platform wants to maximize profit, and the 
algorithm learns that recommending high-margin (platform-owned) products achieves 
this. This creates an environment where organic competitors become invisible unless they 
pay to play. 

5.2 The Digital Markets Act (DMA) and Agentic AI 
Regulators are scrambling to catch up with this reality. The European Union's Digital Markets 
Act (DMA) may need to be expanded to cover "AI Agents" as a "Core Platform Service" 
(CPS).38 

●​ The Question: Is a pre-installed agent (like Gemini on Android) an unfair advantage? If 
Gemini defaults to Google Shopping for all queries, does that violate antitrust laws? 

●​ Brand Neutrality: Early tests suggest that some current agents maintain a degree of 
"brand neutrality." For instance, Gemini has been observed recommending Firefox over 
Chrome, and Perplexity has recommended Brave over its own browser.39 However, as 
monetization pressures mount, the temptation to introduce bias will be immense. 

●​ Regulatory Response: Future regulation may mandate "interoperability" for agents, 
forcing gatekeepers to allow third-party merchants to plug into their agent's decision 
logic, similar to how browsers must allow different search engines. 

5.3 Brand Invisibility and the "Winner-Takes-All" Dynamic 
The greatest fear for CMOs is "Brand Invisibility".40 In a B2C world, a consumer might 
browse ten websites, giving ten brands a chance to make an impression. In a B2A world, the 
agent queries ten APIs and presents the user with one recommendation: "I found the best 
option." 

●​ The Consequence: If your brand is the second-best option, you do not get 20% of the 
traffic; you might get 0% of the sales. This binary outcome forces brands to optimize for 
"being the answer," not just "being found." 

●​ Survival Strategy: Brands must move from being "content creators" to "copy 
collaborators" 40, creating data structures that make it impossible for the agent to ignore 
them. They must ensure their products are "cited" by the AI models as authoritative 
solutions. 

6. Revenue Models: The Death of CPM and the Rise of 
CPO 
The digital advertising industry, worth over $600 billion, is largely built on "impressions" 



(CPM) and "clicks" (CPC). Agents do not have eyes to see banners, and they do not click links 
unless necessary to execute a task. The economic model of the web must adapt to this new 
reality. 

6.1 Cost Per Outcome (CPO) 
The future metric of B2A advertising is Cost Per Outcome (CPO).41 Advertisers will define a 
specific business goal (e.g., "Sale of a TV," "Booking of a test drive," "New Subscription") and 
set a price they are willing to pay for that confirmed outcome. 

●​ Programmatic Guarantee: Platforms like tvScientific are already piloting "Guaranteed 
Outcomes" models for Connected TV (CTV), where advertisers only pay if the specific 
business result is achieved.43 In a B2A context, a brand might offer a "bounty" to any 
agent that executes a purchase of their product. 

●​ Agent Incentives: This aligns the incentives of the agent (to fulfill the user's request 
efficiently) with the brand (to sell the product). The agent effectively becomes a 
commission-based salesperson. 

6.2 Sponsored Agent Recommendations 
Just as Amazon has "Sponsored Products," B2A platforms will introduce "Sponsored Agent 
Recommendations".44 

●​ How it works: When a user asks, "Find me a hotel in Chicago," the agent might prioritize 
a hotel chain that has paid for "placement" in the agent's consideration set. 

●​ Transparency: To maintain user trust, these sponsored slots must be transparently 
labeled. If an agent consistently recommends inferior products due to bribes (ad spend), 
the user will likely switch to a different, more "honest" agent (perhaps an open-source 
one like Moltbot). This creates a market pressure for agents to balance monetization with 
utility. 

6.3 Agent Influence Fees and Attribute Premiums 
Retailers may charge "API fees with attribute premiums".44 

●​ Example: A basic API query to check a product price might be free. But if a brand wants 
to push "rich data" (e.g., a 3D model of the product, a verified sustainability certificate, or 
a "Best Seller" badge) into the agent's decision matrix, the platform might charge a 
premium for hosting and serving that "high-influence" attribute. This effectively 
monetizes the data bandwidth of the agent. 

7. The Organizational Shift: CMO vs. CTO 
The rise of B2A is causing a seismic shift in the corporate C-suite. Traditionally, the Chief 
Marketing Officer (CMO) owned the customer relationship, branding, and creative strategy. 



In a world where the customer is a piece of code, the Chief Technology Officer (CTO) is 
increasingly becoming the custodian of the "marketing strategy".45 

7.1 The Blurring of Lines 
●​ The CTO's New Role: The CTO must now ensure that the company's product data is 

structured, its APIs are performant, and its protocols (UCP, MCP) are compliant. These 
are no longer just "IT issues"; they are "Sales & Marketing issues." If the API goes down, 
the "store" is closed to the agent economy. 

●​ The CMO's Dilemma: The CMO must stop obsessing over "brand colors" and start 
obsessing over "data ontology." The new marketing creative is not a billboard; it is a 
knowledge graph.46 The CMO needs to understand how AI agents "perceive" the brand 
through data fields. 

●​ Hybrid Teams: Successful organizations are forming hybrid teams where "Agent 
Reliability Engineers" work alongside marketers. These teams ensure that when a buying 
bot comes knocking, the digital door is wide open and the data is perfectly formatted.19 

7.2 Strategy for the "Tribes" 
Marketers must now manage three distinct "Tribes" of customers simultaneously, requiring a 
bifurcated strategy 47: 

1.​ The Nostalgics: Humans who still want to browse, touch, and feel. They respond to 
traditional marketing, emotional storytelling, and in-store experiences. 

2.​ The Hybrids: Humans who use AI for discovery and filtering but still want to make the 
final purchase decision manually. They require a mix of Agent Optimization (AIO) for 
discovery and traditional UX for conversion. 

3.​ The Delegators: The fastest-growing segment. These consumers fully embrace AI 
agents, offloading entire buying journeys to digital assistants. They say "Book it" and walk 
away. They require pure API/Protocol optimization and "Zero-Click" commerce strategies. 

The "Delegators" are the future kings of commerce.47 Brands that fail to build for them will 
lose market share rapidly as this demographic expands. 

8. Beyond Search: Direct-to-Avatar (D2A) and the 
Metaverse Connection 
While B2A focuses on agents as buyers of physical goods and services, a parallel trend is 
Direct-to-Avatar (D2A) marketing, where brands sell virtual goods to digital identities.48 This 
is relevant to B2A because agents will increasingly manage these digital identities. 



8.1 Virtual Consumption and Identity 
In gaming worlds (Roblox, Fortnite) and emerging spatial computing environments, users 
express themselves through avatars. 

●​ The Strategy: Brands like Balenciaga and Gucci are already creating "virtual 
SKUs"—digital clothing and accessories that exist only in the metaverse.48 The marketing 
strategy here is to bypass the physical supply chain entirely, selling pixels instead of 
textiles. 

●​ Convergence: B2A and D2A converge when an AI agent is tasked with "dressing" or 
"equipping" an avatar. A user might say, "Make my avatar look professional for a virtual 
interview," and the agent will scour the D2A marketplace for the best digital suit, 
negotiating the price via A2A protocols and executing the purchase. 

●​ Virtual Venues: Brands are establishing their own virtual venues 48 where agents can 
interact with brand assets. This creates a new frontier for "immersive B2A" where agents 
might "visit" a virtual showroom to retrieve data 3D models for their users. 

9. Conclusion: The Invisible Shelf 
We are entering the era of the "Invisible Shelf." 

In the physical world, shelf space was finite, expensive, and visible. In the digital search world 
(SEO), "Page 1" was the shelf, and while crowded, it was still a visual list. In the B2A world, the 
shelf is invisible. It exists only in the RAM of a processing unit. A product is either "retrieved" 
by the algorithm, or it effectively does not exist. 

For brands, this transition is binary. Those that cling to the "linear funnel" and 
"human-centric" storytelling as their sole strategy risk obsolescence. They will be the brands 
that agents cannot find, cannot understand, or cannot trust because their data is 
unstructured and their APIs are nonexistent. 

Conversely, the brands that embrace the Business-to-Agent model—building robust APIs, 
adopting the Universal Commerce Protocol, ensuring C2PA provenance, and optimizing for 
"cost per outcome"—will find themselves with a tireless, global sales force of billions of 
agents, working 24/7 to restock their products and book their services. 

The hook for the next decade of marketing is simple: Don't just convince the human. 
Compile for the machine. 

Key Strategic Recommendations for 2026-2030 
1.​ Audit Your "Agent Readiness": Run a technical audit of your product data. Is it trapped 

in HTML? Is it behind a login wall or CAPTCHA? Is it accessible via a documented API? 
2.​ Implement Protocols Immediately: Adopt the Universal Commerce Protocol (UCP) 



and Schema.org standards to ensure compatibility with Google's ecosystem and the 
broader agentic web. 

3.​ Shift Budget to "Data Infrastructure": Move a significant portion of the "Brand 
Awareness" budget to "API Performance," "Data Structuring," and "C2PA Verification." 

4.​ Monitor the Gatekeepers: Watch the antitrust developments around Gemini and Apple 
Intelligence closely. Be prepared to diversify to open-source agent ecosystems (like 
Moltbot) to avoid platform lock-in. 

5.​ Hire for the Hybrid: Recruit strategists who understand both marketing psychology and 
distributed systems architecture. The new CMO must speak JSON. 

The future of marketing is not about being louder. It is about being structured, verifiable, and 
available. The algorithm is listening—make sure you are speaking its language. 
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