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Why agentic commerce is a data architecture e o wars-aic-oner

crisis, not a marketing opportunity. s i s
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The demand for machine buyers has arrived, but

enterprise infrastructure is completely unprepared.

McKinsey's 20626 projections size the agentic commerce market at up to $5 trillion by 2030.
Yet, most enterprises run model-rich, data-poor environments. We possess the AI models to
execute purchases, but lack the underlying data structures to facilitate them.

MARKET SIZE & TRAFFIC SURGE

$3T - $5T

1,200% -

1,200% YOY surge in AI-souzce
e-commerce traffic.

600% -

1
! 1 |

2024 2025 2026 2027 2028 2029 2030

DAILY QUERY VOLUME SHIFT

50 Million
Daily Shopping

Queries on
ChatGPT

Contrasted with a 10% decline

in traditional search traffic.

ENTERPRISE AL ADOPTION GAP

Experimenting with AI.

88%

Scaling Agentic AI.

23%

T7%
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Task Complexity

he delegation of purchasing power is climbing the sophistication curve.

Customers are rapidly progressing from delegating research to delegating execution. At Level 4, Al agents will not
respond to marketing; they will operate against complex, standing consumer financial goals.

A

Level 1: Research & Compare

Level 4: Standing Goals

Multi-variable optimization
(e.g., Maintain airline loyalty
status at lowest total cost)

OpenAl Shopping Research (Live)

Level 3: Conditional Delegation

Level 0: Automated Reorder

Amazon Subscribe & Save
(23% of U.S. Shoppers)

Emerging Frameworks

Level 2: Execution with Confirmation

Microsoft Copilot Checkout (Live)

I | | | | I | | | | |
Time / Trust Progression
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Optimizing for agents requires entirely different data
infrastructure than optimizing for search engines.

Amazon's Rufus AI proves that agent visibility and search visibility have officially
diverged. You can rank #1 for keywords and remain entirely invisible to the machine buyer.

|
Legacy Human SEO rMachine AEO (Agent-Engine Optimization)
_ mm
- Keyword density and backlinks - JSON-LD semantic ontologies K
- Persuasive HTML web copy - Daily GZIP feeds via API
- Periodic search indexing - Real-time inventory enforcement
- Fuzzy logic and visual hierarchy - Strict binary logic and formatting
- | e
MARKET REALITY: Only 22% of top Amazon search —p

results overlap with Rufus AI recommendations.

& NotebookLM



Basic product tags fail machine buyers; agents require
interconnected semantic meaning.

Tribal knowledge-the context that currently lives in your marketing copy-must be
translated into structured, mathematical relationships that an agent can reason over.

Before: Flat Metadata After: The Ontology Web

High Arch

{Product: Running Shoe} |_>

Airia 2026 k

Finding: AI model
accuracy improves
from 16% to 54% when
data is enriched with
semantic layers.
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The infrastructure for agentic commerce has fragmented
Into three competing global standards.

Brands face a multi-ecosystem world. To survive the protocol war, businesses must
externalize their product data into universally readable formats.

Google UCP

(Universal Commerce Protocol)

OpenAl / Stripe ACP

(Agentic Commerce Protocol)

Linux Foundation AAIF

(Agentic AI Foundation)

Philosophy: Vendor-neutral open
standard modeled after TCP/IP.

Philosophy: Proprietary, API-
driven execution.

* Mechanics: Dynamic capability
profiles and flexible payment
handlers.

® Mechanics: Daily GZIP pushes,
4% transaction fee, Shared
Payment Tokens.

Philosophy: Foundational, neutral

open-source connective tissue. |

» Mechanics: Relies on Model
Context Protocol (MCP) and
AGENTS.md conventions.

® Ecosystem: Endorsed by 20+
partners including Shopify,
Target, and Stripe.

*> Ecosystem: Powers ChatGPT
Apps; Stripe Agentic Suite
bridges the protocol gap.

+> Ecosystem: Adopted by AWS,

Anthropic, Block, and GitHub.
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New payment primitives have solved the trust
barrier for machine-initiated transactions.

Stripe and OpenAIl’'s Shared Payment Token (SPT) allows an AI agent to initiate payments
using a buyer’s saved method without ever exposing the underlying credentials.

Shared Payment Token Architecture

® Time-Limited (1 hour), @

_’ Amount-Bounded .
User asks AI Agent ($50 Max), Scoped to Token passes to l 'J

to buy. Agent Specific Seller. Merchant APL.
requests token.
1. Request 2. Scope Boundary 3. Execution 4. Protection

Transaction executes
securely without the
agent ever seeing raw
financial data.
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The era of scraping-first commerce is dead;
platforms are legally enforcing walled gardens.

Amazon's preliminary injunction against Perplexity
establishes that platforms can legally require AI agents to
identify themselves and negotiate access through backend APIs.
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LEGAL PRECEDENT — March 10, 2026: Judge Chesney grants
preliminary injunction against Perplexity. The ruling

distinguishes user consent from platform authorization.
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The demand side works perfectly. The supply-side
data plumbing is causing early systems to fail.

OpenAl scaled back its Instant Checkout feature because e-commerce sites relied on marketing

copy instead of real-time APIs. When an agent ha

lucinates a price, the user experience collapses.

7L o 5ept 2025: Launched with high
expectations.

=2 4 Feb2026: Only ~30 Shopity
BT merchants successfully onboarded.

I} L March 2026: Pivot to ChatGPT Apps,
abandoning native checkout to reroute
to retailer websites.
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'ERROR: INACCURATE SCRAPED PRICING]
'ERROR: STALE INVENTORY STATUS]
'ERROR: MISSING STATE TAX COMPLIANCE]
1 [ERROR: MISSING STATE TAX COMPLIANCE]
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If your underly, data structure is broken, the world’s
smartest Al agent assumes you do not exist.

Historically, brilliant marketing and sleek UI could cover for weak backend data.
Machine buyers do not have eyeballs. Marketing can no longer cover for bad data plumbing.

'wnat the human EEEE]
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Premium Quality, Sustainable Materials,
« Limited Edition
= Free Shipping
"product_id": "123456789",
"price”: null,
"inventory status": "delayed_sync",
"delivery_window": undefined,
"description"”: "Premium Quality...",
"seller_rating": "4.9",
"metadata": { ... }
I"\_ﬁ_ -J/.'

| What the agent sggsj — — T
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The Agent-Readiness Stack:

A blueprint for the transition. :

You cannot support machine transactions without
first fixing the underlying data structure.
True readiness requires a bottom-up
architectural overhaul.
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The wait-and-see approach compounds complexity.
The infrastructure is being laid right now.

The brands that answer the data architecture
question today will embed themselves into the
logic of machine buyers. The brands that wait

will find themselves entirely disintermediated
from the future of consumer commerce.

KPMG AI Pulse Survey (2026): 65% of
business leaders cite agentic system
complexity as the primary barrier to
adoption. Paralysis 1s creating the
market opportunity.
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