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EXECUTIVE BRIEF

Everything becomes shoppable. Not a metaphor. A
prediction with a countdown. In 2011, Marc
Andreessen wrote that software is eating the
world. He was right. The update — the one this
report is built on — is that software is now eating
the world autonomously. The human is out of the
loop. Al agents do not assist the task. They
execute it. That is Agentic Commerce: not
ecommerce with a chatbot, but the final
destination of a forty-year journey toward one

> b Most businesses are not legible to Al agents. Most Al
logical endpoint — a world where humans express

shopping assistants are too narrow. Most of the industry

desir.e and Al completes the commercial work is building a better search box when the search box is
required to make it true. being made obsolete.

Physical commerce made goods accessible.
Ecommerce made inventory searchable. Mobile made
shopping portable. Social made discovery
entertaining. Agentic Commerce makes desire
executable.

The market is already signaling the shift. Adobe
reports Al-generated traffic to US retail sites grew
393% year-on-year in Q1 2026. Al-referred shoppers
convert at 42% higher rates and generate 53% more
revenue per visit than non-Al traffic. McKinsey
estimates agentic commerce could orchestrate up to
$1 trillion in US B2C retail revenue and $3-$5 trillion I ; - , BN & vovrivs i
globally by 2030. A Ghost Internet is forming beneath el | B I o s

the human-visible web — a machine-readable . 11 T S ol ook you
commerce layer already being queried by Al agents at | — il _ N o

a scale most businesses cannot see and are not yet [ Aurorast = ' e - | -

Autcromons Tad g =
ready for. Should | order
1 you food?

This report names what is coming before it arrives. It introduces four ideas the industry does not yet have clean
language for: aCommerce — Agentic Commerce as a distinct economic category, not a feature. Vibe Shopping — the
behavior that replaces search: a user captures a moment, a mood, a scene, a desire — and the agent executes. B2A
— Business-to-Agent — the next commercial relationship, where the buyer is software and the merchant must
become machine-readable or invisible. The Intent Graph — the strategic asset that will define the next decade of
commerce, connecting goals, context, budget, health, timing, relationships and desired outcomes. The company that
owns it does not merely influence purchases. It controls the path through which desire becomes economic action.

The report also answers the question every investor in this space is circling: who is going to capture the Amazon
Associates Moment of the Agent Economy — the business that turns the entire internet into an attributed, rewarded,
agent-powered salesforce?

The future of commerce will not simply be defined by the most intelligent assistant. It will be defined by the systems
and rules that determine how delegated decisions are executed, governed and trusted.

Google organized information. Amazon organized inventory. Agentic Commerce organizes demand.

This report is for the people who need to understand that sentence before the market prices it in. The agent is
coming. The only question is who builds the layer it runs through.

Simba Mudonzvo,
Author of Marketing 2030: The Future of Marketing When Customers No Longer Shop Alone
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Everything Becomes Shoppable

Introduction

"Software is now eating the world autonomously. The
human is out of the loop."

The non-obvious insight is not that Al will change shopping. That is already
consensus. Every McKinsey deck, Gartner quadrant and VC pitch day says so.
The insight is more structural: every previous era of commerce improved the
interface between human desire and commercial outcome. None of them
removed the human as the operator.

Physical commerce gave humans better places to go. Ecommerce gave humans
better things to search. Mobile commerce gave humans better devices to
browse on. Social commerce gave humans better feeds to scroll through. The
human still walked, still typed, still clicked, still entered the card number, still
tracked the parcel.

Agentic Commerce is the first commercial era that removes the human from
the loop of execution. The shift is not in what the interface looks like. The shift
is in who operates it. When the human commissions the outcome instead of
performing the shopping, the entire commercial architecture — intent capture,
discovery, comparison, negotiation, payment, fulfilment, attribution, loyalty —
must be rebuilt around software as the buyer. That is not a feature upgrade. It
is a category change.




Everything Becomes Shoppable

In technology, the empire often
begins with a document nobody
important has time to read.

Not a keynote. Not a Super Bowl
advertisement. Not a launch video with
a founder in black jeans walking
across a minimalist stage. A paper. A
memo. A report. A chart. A technical
note circulating among researchers,
engineers, analysts and obsessives
who have noticed that the world is
about to rearrange itself around one
idea.

Most people miss it because, at first, it
looks too small. Too academic. Too
early. Too boring.

Then, years later, after the market has
been built, after the winners have
become obvious, after the venture
returns have been distributed and the
new vocabulary has entered ordinary
speech, everyone tells the story
backwards. They say it was inevitable.
They say of course the world was
going to move that way. But at the
beginning, the empire was hiding
inside a report.

That is why this report exists.

Everything Becomes Shoppable is
not another trend paper about Al
improving online shopping. The market
does not need that paper. There are
already enough PDFs saying Al will
personalize ecommerce, chatbots will
improve customer service, and
consumers will soon ask assistants for
product recommendations. That is not
wrong. Itis just too small.

A transformative report does not
merely describe a trend. It introduces a
new organizing principle.

The Transformer paper — Attention
Is All You Need — did not say Al would
get better. Its breakthrough was more
specific and more architectural:
attention could replace recurrence and
convolution as the foundation for
sequence modelling. Before the
Transformer, neural networks
processed information sequentially —
one token after another, the way you
might read a novel from the first page
to recall a detail on the last. Memory
degraded. Training could not scale.
The attention mechanism changed
that. Ask a human where they were
when 9/11 happened and they do not
replay every prior moment. They jump
directly to the year, the morning, the
image. The attention mechanism does
the same: it learns to jump to
relevance, not crawl toward it. That
efficiency, applied at scale, became
the architecture underlying modern
generative Al. NVIDIA's market
capitalization crossed $3 trillion partly
because a group of researchers
replaced a loop with an attention head.
The paper did not create that value
alone. No paper ever does. But it
supplied the architectural idea around
which an industry could reorganize.

The Google paper — The Anatomy of
a Large-Scale Hypertextual Web
Search Engine — did not say search
engines were useful. Everyone already
knew that. Its breakthrough was in
recognizing that the structure of the
web itself was a signal. Before
PageRank, search engines counted
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how many times a keyword appeared
on a page. The approach was crude
and easily gamed, and it returned bad
results because frequency has nothing
to do with quality. Brin and Page
understood that links were not merely
connections — they were votes. A
page was not important because it
used the right words. A page was
important because other pages
pointed to it, and the pages pointing to
it were themselves important. One
structural insight. One new way of
reading the web's architecture. From it
came a ranking system that became
one of the most profitable businesses
in the history of commerce — and a
search economy now worth hundreds
of billions of dollars annually.

Jeff Bezos did not leave Wall Street
because he loved books. He saw a
number. Web traffic data suggested
the World Wide Web was growing at a
rate that appeared historically unusual.
Bezos later described it with the
phrase that matters: things just do not
grow that fast. Books were not the
insight. The slope was the insight.
Amazon was reverse-engineered from
a growth rate. The product came
second. The medium came first.

Larry Ellison did not found Oracle
because database software sounded
glamorous. He read IBM's work on
System R and SQL and saw what
most others missed: relational data
could become commercial
infrastructure. IBM had the research.
Ellison saw the company. He
understood that a new way of
structuring and querying information
was not merely a technical

improvement. It was the basis for an
entirely new industry. He was right.

The pattern repeats.

A paper describes a new architecture.
A report reveals a new slope. A
technical idea suggests a new
commercial layer. Most people admire
it and move on. A few treat it as
instruction. Those few build the
empire.

This report is written in that tradition —
or at least with that ambition.

The new organizing principle is this:

Intent can replace all shopping
interfaces.

That is the claim.

For thousands of years, commerce
has required a human to operate an
interface.

The market stall was an interface.
The shopfront was an interface.
The catalogue was an interface.

The department store was an
interface.

The website was an interface.
The app was an interface.

The marketplace search bar was an
interface.

The shopping cart was an interface.
The checkout page was an interface.
The feed became an interface.

The livestream became an interface.

The influencer's link-in-bio became an
interface.
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Every era of commerce changed the
interface. None removed the human as
the operator.

The human still walked through the
market. The human browsed the mall.
The human typed the search. The
human opened the app. The human
watched the feed. The human
compared the reviews. The human
checked the price. The human entered
the card details. The human tracked
the delivery. The human processed the
return.

In every era of commerce, the human
was the subject of the sentence.

Agentic Commerce changes the
subject.

The human no longer shops. The
human commissions the outcome.

Here is what that looks like in practice.

Right now, if you want something, you
have to go somewhere. You go to a
store, an app, a website, a
marketplace, a social feed, a
livestream. You have to be in the right
place, at the right time, with enough
attention and enough patience to
navigate the interface that stands
between your desire and the product.
The internet made that process faster
and wider. It did not remove it. It just
gave you more places to go and more
things to find.

With Agentic Commerce, you only
need vibes.

You see a jacket on someone walking
past a café. You overhear a product
name in a podcast. You remember,
halfway through a Tuesday, that you

are running out of coffee. You open the
fridge at 11pm and find the milk is
gone. You get a calendar notification
about a wedding in Zanzibar. You
receive a school email about a supply
list. Your smartwatch logs an unusual
sleep pattern and surfaces a
supplement you have been meaning to
research.

Under the old model, each of those
moments requires you to do the work:
search, scroll, compare, decide, buy.
Most of them die in the gap between
noticing and acting.

Under Agentic Commerce, each of
those moments is the beginning of a
transaction. The agent captures the
signal — a screenshot, a voice note,
an ambient trigger, a calendar entry, a
repeat pattern — understands the
context, verifies options, compares
prices, confirms delivery, and
completes the purchase. The human
expressed the vibe. The agent handled
the work.

That is Vibe Shopping: commerce
driven by intent, mood, context, taste,
goal and ambient signal rather than
explicit product selection inside a
structured interface. It does not require
a search bar. It does not require a
product page. It does not require a
checkout flow. It requires only that
desire exists and that the agent is
listening.

The Agentic Commerce shift is easier
to see when you map the historical
sequence of commercial questions.

Physical commerce asked: Where do
| go to buy this?
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Ecommerce asked: What do | type to
find this?

Mobile commerce asked: How do | do
this from my phone?

Social commerce asked: What will
make me want this?

Agentic Commerce asks: What do |
want reality to become?

That last question sounds abstract. It
is not.

"Best running shoes" is search intent.
A creator's video that makes you stop
scrolling is discovery intent. "Buy these
Nike shoes in size nine" is purchase
intent. "I am training for my first
marathon in four months, | have had
knee pain before, | do not want to get
injured, and | need the right shoes,
socks, recovery tools and training
support within my budget” is outcome
intent.

The first three belong to the internet
economy we already know. The fourth
belongs to the Agent Economy.

Google captured search intent. Meta
and TikTok captured discovery intent.
Amazon captured purchase intent.
Every one of those capture moments
produced a multi-hundred-billion-dollar
industry in paid search, social
advertising and marketplace
commission. What was captured was
the expressed demand graph — the
map of what people want, at scale, in
real time.

Agentic Commerce captures all three
simultaneously, and then goes further.
It captures outcome intent: the full

context of what a person wants reality

to become, not just the keyword or the
click or the transaction.

That is the most valuable commercial
dataset ever assembled. And it does
not yet exist in any single company's
hands.

The organizing principle of this report
follows directly from that observation:

Every commercial decision that can
be optimized by software will
eventually be delegated to software.

That is the Agentic Commerce
Principle. It is the one-line theorem of
this report.

The sentence matters because a
category-defining argument needs a
theorem — not because the world
obeys neat slogans, but because
builders, investors and operators need
a handle for the shift. "Al will improve
shopping" gives no architecture. It
does not tell a founder what to build on
Monday, an investor what to fund in
the next round, or a merchant what to
make legible before it is too late.

The Agentic Commerce Principle does.

If a decision is frequent, low-risk, data-
rich and cognitively annoying, it will be
delegated first. Replenishment.
Household consumables. Grocery
basics. Commodity electronics. Pet
supplies. Baby supplies. Business
procurement. The boring categories
will move before the beautiful ones —
because delegation begins where
identity is low and verifiability is high.

The world will not wake up one
morning and hand every luxury
purchase to an agent. It will first stop
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checking whether the agent bought the
right toilet paper. That is how
revolutions arrive: through the boring
door. The boring door teaches trust.
Once the agent buys the right
batteries, the right cable, the right
detergent, the right flight within the
rules, the human stops reviewing. The
habit forms. The agent earns
permission to climb the ladder — from
replenishment to recommendation,
from recommendation to negotiation,
from negotiation to purchase, from
purchase to life management.

At that point, shopping stops being an
activity and becomes infrastructure.

Marc Andreessen said software is
eating the world. He was right. The
update for this decade is blunter:
software is now eating the world
autonomously. The human is out of
the loop.

Not entirely. Not immediately. Not
without trust, regulation, failures and
embarrassing demos. But directionally,
the movement is clear. Every
commercial surface is becoming
machine-understandable. A scene in a
film becomes shoppable. A podcast
mention becomes shoppable. A hotel
chair becomes shoppable. A kitchen
running low on coffee becomes
shoppable. A calendar entry for a
wedding in Zanzibar becomes
shoppable. A smartwatch logging a
change in behavior becomes
shoppable. A procurement need inside
a growing company becomes
shoppable.

Not because every surface becomes
an advertisement. Because every

surface becomes economically
addressable.

That is the difference between
ecommerce and Agentic Commerce.
Ecommerce made inventory
searchable. Agentic Commerce makes
reality commercially addressable.

Today, the journey looks like this:

Human — Search — Website —
Product Page — Cart — Checkout —
Fulfilment.

Tomorrow, more of it looks like this:

Human — Intent — Agent —
Marketplace Protocol — Fulfilment.

The website does not vanish
overnight. The app does not vanish
overnight. But they are no longer the
only rooms where commerce happens.
They become surfaces in a deeper
agent-mediated system. And that
changes who the customer is.

In B2C, the business sells to a
consumer. In B2B, the business sells
to another business. In B2A —
Business-to-Agent — the business
sells to software acting on behalf of a
human. The customer may still be
human. The buyer may not be.

That single distinction will rewrite
marketing, product data, pricing, trust
signals, fulfilment architecture, loyalty
mechanics, analytics and competitive
strategy. A beautiful website that an
agent cannot read becomes
commercially invisible. A persuasive
brand story that cannot be verified
loses to a boring competitor with
machine-readable warranties, live
inventory, transparent pricing and
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reliable fulfilment. The future
equivalent of SEO is not ranking for
humans. It is being understood, trusted
and recommended by agents.

That is the Ghost Internet: the
machine-to-machine commercial layer
underneath the human web, where
agents evaluate, compare, verify and
transact before a person ever sees the
recommendation.

The visible internet was built for
persuasion. The Ghost Internet is built
for verification.

This report exists because the market
is still describing this shift with the
wrong language.

"Al shopping assistant" is too small. It
sounds like a feature. It sounds like a
chatbot in the corner of a retailer's
website. It sounds like a product
recommendation engine wearing a
conversational interface.

The correct frame is larger.

Agentic Commerce is a new category.
aCommerce is the shorthand. Vibe
Shopping is the new consumer
behavior. B2A is the new business
relationship. The Agent Economy is
the new economic layer. The Intent
Graph is the new strategic asset. The
Ghost Internet is the new
infrastructure. Everything Becomes
Shoppable is the category claim.

The aim of this report is not to explain
those terms. It is to make them usable
— to give you a lens for evaluating the
next generation of Al shopping,
payments, creator commerce,
marketplace and agent infrastructure
companies; to give founders a product

blueprint; and to give commerce
stakeholders the sharper question their
existing Al strategies are not yet
asking.

The sharper question is not: how do
we add Al to our shopping experience?

The sharper question is: what
happens to our business when the
buying interface becomes an
agent?

The even sharper question is: who
controls the flow of purchasing
intent when every human has a
software representative?

That is the prize. Not the shopping
cart. Not checkout. Not Al search.
Control of purchasing intent flow.

The company that controls that flow
sits between human desire and
economic action. It sees intent before
the market sees demand. It routes
commerce across merchants before
they see a single session. It forces
every business to become legible to
agents — or lose customers they
never knew they had lost.

That company may not look like an
empire on day one. Amazon began as
books. Google began as a research
project. Oracle began as a response to
an IBM paper. The next commerce
empire may begin as a product that
lets you point your phone at a hotel
chair and buy it. Or a browser agent
that quietly saves people money on
boring purchases. Or a creator plug-in
that makes every video shoppable
without a link.

The first version may look like a toy.
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So did many empires.

The mistake is to judge the first
product by the size of its first interface,
instead of the size of the economic
layer it can eventually occupy.

This report exists to make that layer
visible — before it becomes obvious.

Because by the time it is obvious, the
best companies will have been funded,

the best founders recruited, the best
protocols hardened, the best
merchants made agent-readable and
the best investors already marked up
the winners.

The boring report is only boring before
the empire is built.

Afterwards, it becomes the origin story.
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