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Two Invisible Forces Are Reshaping B2B Buying

Your next client has already started researching you. They are doing it inside tools you

have never audited, and they are making decisions before you know they exist.

Force 1: The AI Research Shift

68% of B2B buyers now form their initial vendor shortlist inside AI tools (ChatGPT,

Claude, Perplexity) before they ever open Google.

Source: Wynter/Search Engine Land, 2025

This means your prospect's CFO is asking ChatGPT "Who are the best firms for [your service] in

the UK?" before your champion has even mentioned your name. If the AI doesn't know you exist,

you are not on the shortlist. And you will never know you were excluded.

Force 2: The Hidden Buyer Problem

Over 40% of B2B deals stall because the buying committee cannot align. The deals do

not go to a competitor. They go to silence.

Source: JOLT Effect, Challenger Inc

In a typical UK enterprise deal, 6 to 13 stakeholders are involved in the decision. You might

speak to two or three of them. The rest, the finance director, the legal lead, the operations head,

procurement, are making their assessment independently. They are reading your website, your

LinkedIn, your published content. Or more likely, they are reading nothing from you at all.

These two forces are connected. Hidden buyers are researching you inside AI tools. If

your content is not structured for AI discoverability, those hidden buyers default to

whichever competitor the AI recommends. You lose the deal before you know it existed. 

This guide shows you how to address both forces simultaneously: building content that is

discoverable by AI search engines and valuable to every member of the buying committee.
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How AI Search Actually Works for B2B Buyers

The buyer journey has shifted. Understanding the mechanics helps you build content

that appears in the right place at the right time.

The New Buyer Research Flow

Five years ago, a B2B buyer started with Google. Today, the research sequence looks different:

AI exploration. The buyer asks ChatGPT, Claude, or Perplexity a broad question: "What

should I look for in a [your service] partner?" or "Who are the leading [your sector] firms in the

UK?" The AI generates a summary based on its training data.

Shortlist formation. The buyer narrows to 3 to 5 firms based on what the AI surfaces. Firms

that are not mentioned here do not make the shortlist.

Deep research. The buyer visits the shortlisted firms' websites, reads published content,

watches videos, downloads guides. This is where traditional SEO and content marketing still

matters.

Internal circulation. The champion shares content with the rest of the buying committee.

Each stakeholder evaluates independently.

First contact. By this point, 94% of buying groups have already ranked their preferred

vendor. The conversation is a confirmation, not a discovery.

94% of buying groups rank their preferred vendor before first contact with any supplier.

77 to 80% ultimately purchase from that pre-contact favourite. 

Source: 6sense, 2025

What AI Models Prioritise

AI models surface content that is:

Original and specific. Unique research, proprietary frameworks, methodology breakdowns.

Generic content is invisible.

Well-structured. Clear headings, defined terminology, logical progression. AI models parse

structured content far more effectively than stream-of-consciousness blog posts.

Recent. Content published or updated within the last 90 days is weighted more heavily than

content from two years ago.

Cited by others. If industry reports, educational content, or other published material

references your work, AI models treat you as an authority.

1. 

2. 

3. 

4. 

5. 

• 
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• 

• 
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Comprehensive. Deep, thorough treatments of a topic (2,000 words or more with data)

outperform thin, surface-level pieces.

What AI Models Ignore

Generic corporate content ("We are a leading provider of...")

Outdated thought leadership (last updated 12+ months ago)

Content behind login gates or paywalls (AI cannot access it)

Vendor-speak without evidence or methodology

Content that reads like every other firm in your sector

• 

• 

• 

• 

• 

• 
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The 4 Pillars of AI Discoverability

AI discoverability is not a single metric. It is built on four distinct pillars. Weakness in any

one of them creates a gap that competitors will fill.

Pillar What It Means How to Strengthen It

1. Findability When someone asks an AI about your

sector, are you mentioned? At all?

Publish original research and

frameworks. Use your firm name and

methodology name consistently across

all public content.

2. Indexability Is your content structured in a way that

AI models can parse, understand, and

learn from?

Use clear headings (H1, H2, H3). Define

your terminology explicitly. Add

structured data markup (Schema.org).

Create comprehensive, long-form

content.

3. Positioning When AI describes you, what does it

say? Are you positioned as an expert,

or are you grouped with generic

providers?

Define your methodology publicly.

Publish a manifesto or philosophy

document. Create content that only your

firm could credibly produce.

4. Authority Are others citing you? Do AI models

treat you as a primary source, or are

they attributing your ideas to

competitors?

Get cited in industry reports and

educational content. Publish original data

that others want to reference. Build a

citation ecosystem.

The compound effect. Each pillar reinforces the others. Original research (Findability) that

is well-structured (Indexability) and clearly positioned (Positioning) attracts citations

(Authority). Authority generates more Findability. The flywheel accelerates over time. 

A Quick Self-Assessment

Score yourself honestly on each pillar (1 = weak, 5 = strong):

Pillar Score (1-5) Your Biggest Gap

Findability

Indexability

Positioning
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Authority

If any pillar scores below 3, that is your priority. The AI Prompt Toolkit on pages 9-10 will help you diagnose and fix it.

6



The Library of Trust Architecture

A Library of Trust is a curated collection of content assets organised by two dimensions:

the stakeholder role it serves and the buying stage it supports. It is the infrastructure that

makes trust scalable.

Why Most B2B Content Strategies Fail the Buying Committee

Most firms create content for one person: the marketing lead or the champion on the other side

of the sales call. That person might love your content. But they cannot close the deal alone.

63% of hidden buyers (finance, legal, operations) consume thought leadership weekly.

79% are more likely to support proposals from firms that publish strong thought

leadership. 55% use thought leadership as their primary vendor vetting tool.

Source: Edelman-LinkedIn B2B Thought Leadership Impact Study, 2025

Your champion walks into the internal alignment meeting. The CFO asks: "What evidence do we

have that this will work?" The COO asks: "How does this integrate with our existing processes?"

Legal asks: "What are the governance implications?" If your champion has no ammunition for

those questions, the deal stalls. And 40% of the time, it dies there.

The Four Shelves

A Library of Trust is organised into four shelves, each serving a distinct purpose:

Shelf Purpose Example Assets

Authority Establish credibility and visibility. Reach

buyers in the dark funnel research phase

before any contact.

Founder narrative, thought leadership

episodes, published research, sector-

specific insights

Evidence Prove the approach works. Reduce

buyer fear of making the wrong choice.

Process walkthroughs, third-party

research summaries, diagnostic tools,

cost-of-inaction calculators

Consensus Equip the champion to build internal

alignment. Serve the hidden buyers

directly.

Champion Pack (role-specific briefs),

pricing philosophy, board-ready

summaries, implementation timelines

Outcomes Demonstrate commercial impact. Defend

the investment to senior leadership.

ROI case studies, attribution reports,

sales velocity data, build-in-public

progress reports
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The target. A mature Library of Trust contains 45 or more indexed assets with coverage

across all four shelves and all key stakeholder roles. Most firms, when they audit honestly,

have fewer than 10 assets that genuinely serve the buying committee. 
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The Trust Asset Matrix

Map your current content against the stakeholder roles on your buying committee and

the stage of the buying journey each asset supports. Every blank cell is a gap where

deals can stall.

CEO / Founder CFO / Finance COO / Operations Champion

Awareness Vision alignment,

industry trend

analysis

Cost-of-inaction

data, market

benchmarks

Process impact

research

Thought leadership

content (shareable)

Consideration Strategic

partnership

philosophy

ROI frameworks,

investment

analysis

Implementation

plans, process

overviews

Comparison

guides, case

studies

Decision Manifesto, values

alignment

Pricing philosophy,

total cost analysis

SLA

documentation,

governance

Champion Pack

(role-specific

briefs)

Print this matrix. Fill in which of your existing assets sits in each cell. Every empty cell represents

a stakeholder who has an unanswered question at a critical moment in the buying process.

How to Use the Matrix

Audit. List every content asset your firm has published (website pages, blog posts, videos,

PDFs, tools). Map each one to the appropriate cell in the matrix.

Identify gaps. Which cells are empty? Those are the stakeholder roles and buying stages

where your firm has no coverage. These gaps are where deals stall.

Prioritise. Fill the Decision row first (this is where deals close or die). Then fill Consideration.

Awareness assets drive volume but do not close deals on their own.

Build dual-purpose assets. Every new asset you create should serve at least one cell in this

matrix AND at least one pillar of AI discoverability. The next section shows you how.

Practical tip. Add a column for additional stakeholder roles specific to your market: Legal,

Procurement, IT, HR. The wider your matrix, the more complete your coverage. Most firms

discover they have strong Awareness content for the CEO and Champion, and almost

nothing for the CFO, COO, or Legal at the Decision stage. 

1. 

2. 

3. 

4. 
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Where GEO Meets the Library of Trust

The same content assets that make you discoverable in AI search also serve the hidden

buyers on your prospect's committee. This is the dual-purpose strategy: build once,

serve twice.

The Dual-Purpose Principle

Before creating any content asset, ask two questions:

Which AI discoverability pillar does this strengthen? (Findability, Indexability, Positioning, or

Authority)

Which buying committee role and stage does this serve? (Use the Trust Asset Matrix)

If the answer to both questions is clear, build the asset. If it only serves one dimension,

reconsider the format or angle until it serves both.

Five Asset Types That Serve Both

1. Original Research Reports

AI benefit: AI models prioritise original data. A report with proprietary findings, survey results, or

novel analysis becomes a primary source that AI cites when answering sector-specific

questions.

Trust benefit: CFOs and operations leads trust evidence. A research report that quantifies the

cost of a problem or the return on a solution gives the champion hard numbers to take into the

boardroom.

Format: 2,000+ words. PDF and web page. Clear methodology section. Sourced data with

citations. Published quarterly.

2. Methodology Deep-Dives

AI benefit: AI models index well-documented methodologies and surface them when users ask

"how does [approach] work?" or "what is the best framework for [problem]?"

Trust benefit: COOs and operations stakeholders need process clarity before they support a

proposal. A detailed methodology walkthrough demonstrates you have a system, not a collection

of ad hoc services.

Format: Long-form guide (3,000+ words) or video with full transcript. Step-by-step structure.

Include a visual process map.

1. 

2. 
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3. Role-Specific Guides

AI benefit: When a CFO asks an AI "What should I look for when evaluating [your service

type]?", a guide written specifically for CFOs will be surfaced. Generic content will not.

Trust benefit: Each hidden buyer has different concerns. A guide written for their specific role

signals that you understand their world. It fills a cell in the Trust Asset Matrix directly.

Format: 1,500 to 2,500 words per role. PDF and web page. Address role-specific questions,

fears, and evaluation criteria. Include relevant data.

4. Pricing and Investment Philosophy Documents

AI benefit: Transparent pricing content is rare in B2B. AI models surface firms that publish clear

pricing philosophy because users frequently ask "how much does [service] cost?" or "what

should I budget for [approach]?"

Trust benefit: Procurement and finance stakeholders need this information. Publishing it

proactively signals confidence and removes a friction point from the buying process.

Format: 1,000 to 2,000 words. Web page (not gated). Explain your pricing rationale, what is

included, and who the pricing is designed for.

5. Diagnostic and Assessment Tools

AI benefit: Interactive tools generate unique user engagement data and are frequently

referenced in AI responses ("You can assess your [metric] using [firm's] free diagnostic tool").

Trust benefit: A diagnostic gives the prospect personalised insight. The results become internal

currency: the champion can share "We scored 42/100 on trust infrastructure maturity" in the

alignment meeting. That is ammunition.

Format: Interactive web tool. 5 to 10 minutes to complete. Personalised results. No login gate.

Clear next steps.

The compound effect in action. A methodology deep-dive (Asset Type 2) that is well-

indexed by AI (Pillar 2: Indexability) gets cited by an industry publication (Pillar 4:

Authority), which increases AI mentions (Pillar 1: Findability), which drives a hidden buyer

to your diagnostic tool (Asset Type 5), which gives the champion data to take into the

internal meeting. One asset creates a chain reaction. 
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The AI Prompt Toolkit

Ten copy-paste prompts you can use today to audit your AI discoverability and identify

trust infrastructure gaps. Open ChatGPT, Claude, or Perplexity and start with Prompt 1.

1 The Visibility Check

"Who are the leading firms for [your service] in the UK? List the top 10 with a brief description of

what each is known for."

What to do with the output: Are you on the list? If yes, what does the AI say about you? Is it accurate? If

no, you have a Findability gap. Run this prompt in ChatGPT, Claude, and Perplexity separately. The

results will differ, and the differences tell you where your coverage is weakest.

2 The Competitor Comparison

"Compare [your firm] with [competitor 1], [competitor 2], and [competitor 3] for [your service].

Which would you recommend for a UK-based B2B firm with [ideal client profile] and why?"

What to do with the output: Note what the AI says about each firm. If it cannot describe your firm

accurately, your Positioning is unclear. If it recommends a competitor with more specific language, study

what content that competitor has published that the AI learned from.

3 The Hidden Buyer Perspective

"I am a [CFO / COO / procurement lead] at a [sector] firm. A colleague has recommended we

evaluate [your firm] for [service]. What can you tell me about them? What should I be asking in

the evaluation?"

What to do with the output: This shows you exactly what a hidden buyer sees when they research you.

Run it for each stakeholder role on your buying committee. If the AI cannot answer their specific concerns,

you have a gap in the Consensus shelf of your Library of Trust.

4 The Content Gap Analysis

"I am evaluating [your service type] for my B2B firm. List the 10 most important questions I

should be able to answer before choosing a provider. For each question, tell me whether [your

firm's website URL] provides a clear answer."
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What to do with the output: The AI will identify questions your content does not answer. Each

unanswered question is a gap in both your AI discoverability and your Library of Trust. Prioritise the

questions that decision-stage stakeholders (CFO, COO, procurement) would ask.

5 The Methodology Clarity Test

"Explain [your firm's] methodology or approach to [your service]. Be as specific as possible

about the steps involved, the frameworks used, and the outcomes delivered."

What to do with the output: If the AI can explain your methodology clearly, your Positioning pillar is

strong. If the description is vague, generic, or wrong, your methodology is not documented publicly in a

way that AI models can learn from. This is your highest-leverage fix.
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6 The Trust Asset Audit

"Here is a list of all our published content: [paste your content inventory]. For each asset, tell

me: (a) which buying committee role it serves (CEO, CFO, COO, Marketing Lead, Champion,

Legal, Procurement), (b) which buying stage it supports (Awareness, Consideration, Decision),

and (c) whether an AI search engine would be able to find and cite it. Flag any gaps."

What to do with the output: This maps your entire content library to the Trust Asset Matrix. Every cell

the AI flags as empty is a specific, addressable gap. Start filling from the Decision row.

7 The Semantic Keyword Map

"List 20 questions that a [your ideal client: role, sector, company size] would ask when

evaluating a [your service type] partner. Group them by buying stage: Awareness (just learning

about the problem), Consideration (comparing approaches), Decision (choosing a partner)."

What to do with the output: These questions are the semantic keywords your content should answer.

Create one piece of content for each question. Prioritise the Decision-stage questions first, as these are

where deals close.

8 The AI-Trainable Content Checker

"Review this content [paste a piece of your published content]. Rate it on a scale of 1-10 for AI

discoverability based on: (a) originality of insights, (b) clarity of structure, (c) specificity of data

and examples, (d) comprehensiveness, and (e) citation-worthiness. Suggest specific

improvements."

What to do with the output: Apply the suggested improvements to your top 5 most important content

assets. Focus on the ones that serve the Decision stage of the buying process. Republish with updated

dates. AI models weight recent content more heavily.

9 The 30-Day Content Priority

"Based on these gaps in my trust infrastructure: [list your gaps from Prompts 4, 6, and 7], I can

create 3 new content assets in the next 30 days. Which 3 would have the highest impact on

both AI discoverability and buying committee coverage? Rank them by estimated ROI and

explain your reasoning."

What to do with the output: This gives you a prioritised action plan. Build the top-ranked asset first. Use

the AI's reasoning to brief your team or content partner on what the asset needs to accomplish.
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10 The Quarterly Review

Repeat Prompts 1, 2, and 5 every 90 days. Document the results in a simple table: Date |

Prompt | Key Findings | Changes Since Last Check. Track whether your visibility, positioning,

and methodology clarity are improving, stable, or declining.

What to do with the output: This is your early warning system. If a competitor suddenly appears in AI

recommendations where they were not before, investigate what content they published. If your own

visibility declines, check whether your content has gone stale. AI discoverability is not a one-time project.

It is an ongoing practice.
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The 30-Day Quick Start

Four weeks to transform your AI discoverability and begin building a Library of Trust.

Each week builds on the previous one.

Week 1: Audit

Run Prompts 1 through 5. Document your findings. Score yourself on the 4 Pillars of AI

Discoverability. Fill in the Trust Asset Matrix with your existing content. Identify your top 3

gaps.

Time required: 2 to 3 hours across the week.

Output: A clear picture of where you stand and where the biggest gaps are.

Week 2: Map

Run Prompts 6 and 7. Map your entire content inventory to the Trust Asset Matrix. Identify the

20 questions your ideal client asks at each buying stage. Cross-reference: which questions

does your existing content answer? Which are unanswered?

Time required: 2 to 3 hours across the week.

Output: A prioritised list of content gaps, ranked by impact on deals.

Week 3: Create

Run Prompt 9 to prioritise your first 3 assets. Build the highest-impact one this week. Focus

on the Decision row of the Trust Asset Matrix (this is where deals close). Format for AI

discoverability: clear headings, specific data, comprehensive treatment, original insight.

Time required: 4 to 6 hours for one substantive asset.

Output: One published dual-purpose asset (AI-discoverable and trust-building).

Week 4: Measure

Re-run Prompts 1, 2, and 5. Compare results to Week 1. Has your visibility changed? Has the

AI's description of your methodology improved? Use Prompt 8 to evaluate the asset you

created in Week 3 and refine it. Schedule your first quarterly review (Prompt 10).

Time required: 1 to 2 hours.
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Output: A baseline measurement and a repeatable quarterly review process.

Total time investment: 9 to 14 hours over 4 weeks. That is roughly 2 to 3 hours per

week. The firms that invest this time now will have a 6 to 12 month head start over

competitors who wait. AI discoverability compounds. Every month you delay, the gap

widens. 
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What to Do Next

You have the framework, the matrix, and the prompts. Here are four ways to go deeper.

1. Take the GEO Audit (Free, 8 minutes)

A guided diagnostic that scores your AI discoverability across 8 dimensions and gives

you a personalised improvement roadmap. Instant results. No email required to start.

geoaudit.epiphanycontent.com

2. Take the Trust Velocity Diagnostic (Free, 5 minutes)

Scores your trust infrastructure maturity across all four pillars: Visibility, Evidence, Library,

and Outcomes. Shows you exactly where your biggest gaps are and what to build first.

diagnostic.epiphanycontent.com

3. Book a GEO Strategy Session (90 minutes, GBP1,495)

A hands-on diagnostic where we map your top 3 AI discoverability gaps, benchmark you

against competitors, and build a 12-week execution plan with specific content briefs

ready to hand to your team.

Email kevan@epiphanycontent.com to book

4. Subscribe to The Epiphany Brief (Free, weekly)

One big idea every Thursday on compressing B2B sales cycles through trust

infrastructure. Written by a human, grounded in data, designed to be forwarded to your

buying committee.

epiphanycontent.com
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About Epiphany Content

Epiphany Content is a sales velocity partner for high-trust B2B leaders. Founded by Kevan

Smith, a London Film Academy graduate based in Brighton, UK, the firm works with B2B

founders and marketing leaders to compress complex sales cycles by engineering trust

infrastructure before the first sales conversation.

The VELO Method (Visibility, Evidence, Library, Outcomes) is the operating system behind

everything we build. We are building it in public, sharing the methodology, the data, and the

mistakes, because we believe the most honest way to prove a methodology works is to use it on

yourself first.

Copyright 2026 Epiphany Content. All rights reserved.

epiphanycontent.com | kevan@epiphanycontent.com

This guide may be shared freely. Attribution appreciated. 
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