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What You Will Learn
- What Agentic Commerce Is—and Why It Changes Everything

How AI agents autonomously discover, evaluate, and purchase on behalf of consumers—and 
what that means for every brand in every category

- The $1 Trillion Market Opportunity
Concrete market data, category adoption timelines, and the compounding first-mover 
advantages that are already separating winners from the rest

- Why Mastech Leads This Space
Our proprietary frameworks, deep protocol expertise, cross-industry intelligence, and the 
measurable results we deliver for Fortune 500 retailers

- The Protocol Landscape
A technical deep dive into Google UCP, OpenAI ACP, and Microsoft Copilot 
Commerce—with a phased integration strategy for each

- The Blueprint for Agentic Commerce Success
The comprehensive thinking required to win: our AEO Framework™, governance and 
compliance, organizational design, and scalable architecture

- Implementation Roadmap
A phase-by-phase playbook with technology stack requirements, investment planning, and 
the benchmarks that signal readiness to advance

- How to Measure What Matters
KPIs, dashboards, data collection methods, and alert thresholds—built on our AEO 
Intelligence Platform™

- Industry Applications
Sector-specific strategies for retail, travel, and financial services—with real-world query 
examples that show what AI agents need from your data

- Outlook: 2026–2030
Year-by-year projections, critical decision points, and the characteristics that define the 
organizations that will thrive
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Executive Summary
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The AI Commerce Revolution Is Here
A fundamental transformation is reshaping how consumers discover, evaluate, and purchase 
products. Agentic commerce—the ability of AI agents to autonomously complete transactions 
on behalf of consumers—has moved from concept to reality in less than 18 months. In January 
2026, Google launched the Universal Commerce Protocol (UCP), enabling purchases directly 
through AI Mode and Gemini. OpenAI's Instant Checkout now serves over 700 million weekly 
ChatGPT users. Microsoft's Copilot Checkout completes transactions entirely within the 
assistant interface. The implications are profound: When a consumer asks their AI assistant to 
"order snacks for tonight," there is no search results page. The AI selects a single answer. If your 
brand is not that answer, you do not exist in that transaction.

The Stakes Are Enormous
McKinsey projects that agentic commerce will 
orchestrate between $900 billion and $1 trillion in 
U.S. B2C retail revenue by 2030. The global agentic 
AI market is expected to grow from $5 billion in 
2024 to nearly $200 billion by 2034—a compound 
annual growth rate exceeding 40%. Early movers 
are already capturing disproportionate value. 
Companies that establish AI-optimized data 
infrastructure and integrate with commerce 
protocols today will enjoy compounding 
advantages that become increasingly difficult for 
competitors to overcome.

Key Findings
• Agentic commerce will capture 10-20% of total 

U.S. e-commerce by 2030

• Three protocols are emerging as standards: 
Google UCP, OpenAI ACP, Microsoft Copilot

• Brands must shift from SEO to AEO—optimizing 
to become the AI's chosen answer

• First-movers are establishing advantages that 
compound over time

• Investment in structured data, APIs, and 
real-time feeds is now table stakes



Understanding Agentic Commerce
Chapter 1
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What Is Agentic Commerce?
Agentic commerce is the most significant shift in how transactions occur since the invention 
of the shopping cart. Unlike traditional e-commerce, where humans browse and click, agentic 
commerce enables AI agents to autonomously discover products, evaluate options, and 
complete purchases on behalf of consumers—without human intervention.

How AI Agents Make Purchase Decisions
AI agents follow a six-stage process: intent recognition, constraint identification, merchant 
discovery, trust evaluation, optimal selection, and transaction execution. At each stage, the 
quality of your structured data, API responsiveness, and fulfillment history determines whether 
your brand wins or loses the transaction. There is no “page one”—the AI selects a single answer. 
If you are not that answer, you are invisible.

The Evolution to Autonomous Agents

Phase 1:

Information Retrieval 
(2010-2020)

Early AI assistants like Siri 
and Alexa could answer 
questions but had limited 
ability to take action. 
E-commerce remained 
firmly in human hands.

Brands optimized for agentic discovery see conversion rates 3–5x higher than those 
relying solely on traditional e-commerce. This is not incremental improvement—it is a 
structural shift in how commerce operates.

Phase 2:

Assisted Commerce 
(2020-2024)

ChatGPT and similar LLMs 
improved AI's ability to 
understand context and 
provide recommendations. 
However, actual transactions 
still required human 
completion.

Phase 3:

Autonomous Commerce 
(2025-Present)

The integration of commerce 
protocols with AI agents 
enables true autonomous 
purchasing. Google's UCP, 
OpenAI's ACP, and Microsoft's 
commerce integrations 
provide the infrastructure for 
AI agents to complete 
transactions independently.



The Key Players Enabling Agentic Commerce

Platform Protocol Key Features User Base

Google Universal Commerce
Protocol (UCP)

AI Mode, Gemini,
60+ partners,
AP2 payments

Search dominance,
Shopping integration

OpenAI Agentic Commerce
Protocol (ACP)

ChatGPT Instant
Checkout, Stripe
integration

700M+ weekly users,
GPT ecosystem

Microsoft Copilot Commerce Enterprise integration,
Bing Shopping

Enterprise users,
Office 365 base
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Why This Matters for Your Business
Customer Acquisition: Traditional marketing funnels assume human attention. When AI agents 
make purchasing decisions, your strategy must focus on influencing algorithms, not just people. 

Brand Visibility: In agentic commerce, there is no "page one." The AI selects a single answer. If 
you are not that answer, you are invisible.

Data Strategy: The quality and structure of your product data becomes a primary competitive 
advantage. AI agents can only recommend what they can understand.

Revenue Models: As AI agents optimize for consumer value, pricing transparency and 
competitive positioning take on new dimensions.



The $1 Trillion Market Opportunity
Chapter 2

Market Size and Growth Projections
The agentic commerce opportunity is supported by concrete market data and adoption 
trends pointing to transformative growth:
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$900B-$1T
U.S. Retail Revenue 
(2030)

$5B-$200B
Global AI Market
(2024-2034)

10-20%
E-Commerce Share 
(2030)

Five forces are converging: AI capability maturation (LLMs now handle complex purchase 
intents), consumer trust (700M+ weekly ChatGPT users comfortable delegating decisions), 
infrastructure development (standardized protocols enabling merchant-agent connections at 
scale), rising customer acquisition costs pushing retailers to new channels, and a generational 
shift toward conversational, AI-assisted interfaces.

Category Adoption Timeline

Category Timeline Drivers Example Use Cases

Convenience/Grocery 2025-2026 Repeat purchases,
urgency

"Order my usual
snacks"

Travel 2026-2027 Complex itineraries "Book weekend trip
to Miami"

Electronics 2027-2028 Spec comparison "Best laptop under
$1000"

Fashion 2028-2030 Style matching "Find dress for
wedding"

The First-Mover Advantage
In agentic commerce, early adoption creates compounding advantages: data network effects 
improve AI matching over time, trust signals accumulate and self-reinforce, and consumer 
habit formation makes the first successful merchant the default for future requests.

Our Competitive Displacement Model™ shows that once an AI agent establishes a 
preferred merchant, it takes 4–6 months of sustained superiority to displace that default. 
The window for first-mover advantage is measured in months, not years.
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Why Mastech
Chapter 3

Mastech Digital’s Retail Data & AI Practice has been embedded in the agentic commerce 
ecosystem since before it had a name—advising on protocol design, building reference 
implementations, and helping Fortune 500 retailers prepare for AI-mediated commerce.

What Sets Us Apart
Enterprise Knowledge Fabric™: At the core of every successful deployment is our unified, 
intelligent data layer that makes your entire product, inventory, pricing, and fulfillment universe 
accessible to AI agents across every protocol simultaneously. Most organizations approach 
agentic commerce as a channel integration problem. We approach it as a knowledge 
architecture problem—connecting structured data, customer intelligence, and compliance 
constraints into a single surface AI agents navigate at machine speed.

Deep Protocol Expertise: We maintain active integrations across all three major 
protocols—Google UCP, OpenAI ACP, and Microsoft Copilot Commerce. When protocols 
update, our clients are prepared before their competitors even learn about the change. This is 
the result of 18+ months embedded in the protocol development community.

Proprietary Frameworks, Validated by Real Outcomes: Our AEO Success Framework™, 
Agentic Readiness Assessment™, Competitive Displacement Model™, and Agentic Maturity 
Model™ are built on data from 40+ enterprise deployments—validated against citation rates, 
recommendation share, revenue attribution, and operational efficiency.

Cross-Industry Intelligence: Patterns from grocery inform electronics; insights from financial 
services sharpen travel strategy. This cross-pollination gives our clients an information 
advantage no single-industry consultancy can match.

Measurable Results: Every engagement is structured around quantifiable metrics with clear 
baselines, targets, and accountability. Our clients typically see measurable improvements in AI 
citation rates within 90 days and attributable revenue impact within six months.

We are not observers of this transformation. We are architects of it.
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The Protocol Landscape
Chapter 4

Three major technology companies have launched commerce protocols enabling AI agents to 
complete transactions. Understanding each is essential for your integration strategy.

Google UCP
(Jan 2026) 

Open standard with 60+ 
partners including Shopify, 
Target, Walmart. Powers AI 
Mode in Google Search. Key: 
discovery manifest, MCP 
server, AP2 payments, A2A 
protocol.

OpenAI ACP
(Sep 2025)

Powers Instant Checkout for 
700M+ weekly ChatGPT 
users. Key: product feed 
spec, checkout API, Stripe 
delegated payments, 
webhooks.

Microsoft Copilot Commerce 
(Jan 2026) 

Enterprise-focused with strict 
feed-site parity. Key: Bing 
Merchant Center, review 
verification, agent-navigable 
checkout.

Protocol Comparison Matrix

Feature Google UCP OpenAI ACP

Primary Surface AI Mode, Gemini ChatGPT

User Base Google Search users 700M+ weekly

Payment Method AP2 Protocol Stripe SPT

Discovery /.well-known/ucp Merchant portal

Open Standard Yes (60+ partners) Proprietary

A2A Support Yes Roadmap

Integration Effort Medium-High Medium

OpenAI ACP

ChatGPT

700M+ weekly

Stripe SPT

Merchant portal

Proprietary

Roadmap

Medium

Integration Strategy Recommendations
Our Protocol Integration Accelerator™ supports a 
phased approach: start with Google UCP (open 
standard, broadest ecosystem) while applying for 
OpenAI’s merchant program; expand to Microsoft 
Copilot for enterprise reach and A2A protocol 
support; then build a unified abstraction layer 
across all protocols optimized by performance data.

Ready to Develop Your Protocol 
Strategy?

Our team has helped dozens of 
organizations navigate agentic 
commerce integration.

Schedule a consultation to discuss 
your specific requirements.
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The Blueprint for Agentic Commerce 
Success

Chapter 5

Winning in agentic commerce is not a technology project—it is a business transformation. 
Organizations that treat this as merely a protocol integration will be outmaneuvered by 
competitors who redesign how they operate, govern data, structure teams, and optimize for 
AI-mediated discovery.

Organizational Readiness
Organizations that create dedicated, cross-functional agentic commerce teams outperform 
those working through existing silos by 3x or more in time-to-first citation. We recommend 
establishing a Center of Excellence (CoE) reporting to the CDO, with these critical roles: 
VP/Director of Agentic Commerce (P&L owner), AEO Manager, Protocol Integration Lead, 
Enterprise Knowledge Fabric Architect, Agentic Commerce Analyst, Data Quality Engineers 
(2–4 FTEs), and a Governance & Compliance Lead. Pair this with executive education, 
cross-functional training, and revised incentive structures.

Scalable Architecture
At the center of our reference architecture is the Enterprise Knowledge Fabric™—connecting 
product knowledge graphs, real-time inventory/pricing, customer intelligence, fulfillment 
signals, and compliance constraints into a single surface AI agents navigate at machine speed. 
A multi-protocol abstraction layer normalizes differences across UCP, ACP, and Copilot 
Commerce so onboarding a fourth protocol takes weeks, not months. Our API Readiness 
Accelerator™ provides pre-built templates for discovery, catalog, checkout, and order 
management APIs—all with sub-200ms response times and 99.95%+ uptime.

Governance for the Agentic Era
Gartner projects 40% of enterprise applications will 
include AI agents by end of 2026. When AI agents 
make purchasing decisions based on your data, data 
accuracy becomes a liability issue. Your governance 
framework must address automated validation 
pipelines, change propagation across all AI-facing 
channels, full audit trails, pricing integrity (AI-facing 
prices must match consumer-facing), consumer 
consent, regulatory compliance (EU AI Act, 
cross-border transactions), and risk management for 
protocol dependency, data breach, and brand 
reputation.
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Dimension Traditional SEO Agentic Engine Optimization

Goal Rank on page one Become the AI-selected answer

Content Format Human-readable web pages Machine-readable structured data

Trust Signals Backlinks, domain authority Data quality, fulfillment reliability

Success Metric Rankings, CTR, traffic Citation rate, recommendation share

Competition Page, one rivals (10 spots) Single-answer displacement (1 spot)

The Paradigm Shift: From SEO to AEO

SEO-optimized content alone accounts for less than 15% of what determines an AI 
agent’s recommendation. The remaining 85% comes from structured data quality, API 
responsiveness, fulfillment history, and trust signals—none of which traditional SEO 
addresses.

The Five Pillars of the Mastech AEO Framework
Built on 18+ months of research and 40+ retailer engagements, each pillar is supported by 
proprietary diagnostic tools:

1. Structured Data Foundation: Our Data Readiness Scorecard
™ evaluates structured data across 47 dimensions—Product, 
Offer, Review, FAQ, and Organization schema 
implementations that determine whether AI agents can even 
find you.

2. Trust Signal Optimization: Our Trust Signal Optimizer™ 
benchmarks data consistency, fulfillment reliability, review 
authenticity, policy transparency, and technical health 
against category leaders.

3. Content Intelligence: Benefit-focused product descriptions, 
use case documentation, comparison content, and FAQ 
depth that AI agents evaluate for recommendation quality.

4. Competitive Positioning: Our Competitive Displacement 
Model™ tracks how AI agents rank you vs. competitors in real 
time—identifying where you win, where you lose, and what 
flips each position.

5. Continuous Measurement: Our AEO Intelligence Platform™ 
actively monitors what traditional analytics cannot see. 
Detailed in Chapter 7. 
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Implementation Roadmap
Chapter 6

Our Agentic Maturity Model™ provides precise benchmarks for readiness to advance 
between phases:

Enterprise Investment Planning Guide
The following investment framework is calibrated for large retail enterprises ($10B–$60B in 
annual revenue) based on our engagement experience. Investment scales with organizational 
complexity, catalog size, number of channels, and geographic footprint. Organizations at the 
lower end of the revenue range should plan toward the lower bounds; those with complex 
multi-brand, multi-geography operations should plan toward the upper bounds.

Phase 1 –
Foundation
Structured data audit, 
Schema.org 
implementation, Google 
UCP integration, OpenAI 
merchant program 
application, baseline AEO 
metrics, cross-functional 
team formation.

Phase 2 –
Expansion
Complete ACP and 
Copilot Commerce 
integrations, A2A 
protocol support, 
comprehensive AEO 
monitoring, trust signal 
optimization, 
governance framework.

Phase 3 – 
Optimization
Unified abstraction 
layer, advanced 
personalization, 
real-time competitive 
intelligence, 
organizational scaling.
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Year 1: Foundation Investment

Investment Category Range Key Drivers

Data Infrastructure & Knowledge Fabric $800K–$1.5M Catalog size, data sources

Protocol Integration & API Development $600K–$1.2M Number of protocols, complexity

Dedicated Personnel (8–15 FTEs) $1.2M–$2.5M CoE build-out, specialized roles

AI/ML Monitoring & AEO Tooling $300K–$600K Platform licenses, LLM API costs

Cloud Infrastructure & Security $400K–$800K Scale, redundancy requirements

Consulting & Advisory Services $500K–$1.0M Strategy, architecture, acceleration

Change Management & Training $200K–$400K Org size, number of functions

Governance, Compliance & Legal $200K–$500K Regulatory complexity, geographies

Testing, QA & Security Audits $150K–$300K Protocol count, data sensitivity

Year 1 Total $4.4M–$8.8M Foundation & first protocol

Year 2: Expansion Investment

Investment Category Range Key Drivers

Data Infrastructure & Knowledge Fabric $500K–$1.0M Expansion, optimization

Multi-Protocol Integration $800K–$1.5M 2nd/3rd protocol, A2A support

Personnel (12–20 FTEs) $1.8M–$3.5M Team scaling, specialization

AI/ML Monitoring & AEO Tooling $500K–$900K Advanced analytics, competitive intel

Cloud Infrastructure & Security $300K–$600K Scale with transaction volume

Consulting & Advisory Services $300K–$600K Performance optimization

Ongoing Governance & Compliance $250K–$500K Regulatory evolution, audits

Advanced Personalization & AI $400K–$800K Agent preference optimization

Year 2 Total $4.9M–$9.4M Full protocol coverage
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Year 3: Optimization Investment

Investment Category Range Key Drivers

Platform Operations & Maintenance $600K–$1.0M Steady-state operations

Personnel (Steady State 10–18 FTEs) $1.5M–$3.0M Optimized team structure

AI/ML & Advanced Analytics $600K–$1.2M Predictive models, automation

Infrastructure & Security $300K–$500K Optimized, lower marginal cost

Innovation & Emerging Protocols $400K–$800K New platforms, capabilities

Governance & Continuous Compliance $200K–$400K Mature, automated processes

Year 3 Total $3.6M–$6.9M Sustained advantage

Year 1 Total

Three-Year Total Investment: $12.9M–$25.1M. For context, this represents 0.02%–0.25% of 
annual revenue for enterprises in the $10B–$60B range—a fraction of what most spend 
on traditional digital marketing. McKinsey reports 4.4x higher conversion rates for 
AI-generated product recommendations, and our clients consistently see 5–10x ROI per 
dollar invested in agentic commerce infrastructure within 24 months.



Measuring Success
Chapter 7

Measuring agentic commerce success requires five interconnected dimensions. Our AEO 
Intelligence Platform™ integrates all five into a unified executive dashboard with weekly 
cadence reporting.

Five-Dimension Measurement Framework

Dimension Key KPIs Target

Business
Performance

$50M–$500M by Yr 3

Agentic Conversion Rate 4–8x vs. organic search

Customer Acquisition Cost 40–60% lower than paid

AEO
Performance

Citation Rate 25% Yr 1 → 45% Yr 2

First Position Rate 40% Yr 1 → 55% Yr 2

Why It Matters

Board-level
outcomes

Leading
indicators

Share of Voice vs. Competitors 35% Yr 1 → 50% Yr 2

Agentic Channel Revenue

Operational
Excellence

99.95% / <200ms

Data Freshness <60 seconds

Fulfillment Accuracy >98%

Governance &
Compliance

Data Quality Score (47 dims) >85/100

Pricing Parity (AI vs. web) 100%

Trust signal
health

Risk
management

Policy Compliance 100%

Customer
Experience

Agentic CSAT ≥4.2/5.0

Return Rate vs. Non-Agentic ≤ non-agentic

Brand
loyalty

Support Ticket Rate <3%

API Uptime / Response Time
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Data Collection Methods
Four data streams feed the framework: LLM API probing (automated citation queries across 
ChatGPT, Claude, Gemini, Perplexity), bot log analysis (GPTBot, ClaudeBot, GoogleBot crawl 
correlation), commerce attribution (protocol-tagged orders for revenue impact), and a unified 
executive dashboard driving cross-functional alignment.

Alert Type Threshold Severity

Citation Rate Drop CRITICAL

Revenue Anomaly >15% WoW decline CRITICAL

Competitor Displacement >10% gain in first position HIGH

API Uptime Breach >2hr downtime CRITICAL

Compliance Violation Any non-compliance CRITICAL

Action

Immediate investigation

Cross-functional war room

Competitive analysis

Technical escalation

Legal escalation

>5% WoW decline

Alert Thresholds
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Industry Applications
Chapter 8

Agentic Commerce Across Sectors
While the principles of AEO apply universally, implementation strategies must be tailored to 
industry-specific dynamics. This chapter explores how leading organizations are approaching 
agentic commerce across key sectors.

Retail & Consumer Goods
Opportunity: Retail faces the most immediate disruption from agentic commerce. Product 
discovery, comparison, and purchase can be fully automated for most consumer goods.

Key Strategies:

• Rich product data with complete specifications, use cases, and comparison attributes

• Real-time inventory visibility across all locations and channels

• Dynamic pricing APIs that can respond to competitive queries

• Loyalty program integration for personalized AI recommendations

Example Query: "Order the laundry detergent I usually buy, but if there's a better-reviewed 
alternative under $15, try that instead." The AI needs access to purchase history, product 
reviews, pricing, and inventory to fulfill this request optimally.

Travel & Hospitality
Opportunity: Complex travel planning is ideally suited for AI agents that can orchestrate 
multiple bookings, compare options across providers, and optimize for traveler preferences.

Key Strategies:

• Comprehensive property/service data with amenity details and real-time availability

• Flexible booking APIs supporting modifications and cancellations

• Integration with loyalty programs and preference profiles

• Rich media assets for AI-assisted destination recommendations

Example Query: "Plan a 4-day trip to Tokyo for my anniversary. We like cultural experiences, 
good food, and prefer boutique hotels. Budget around $3,000." Success requires the AI to 
understand preferences, compare options, and book across multiple services seamlessly.
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Financial Services
Opportunity: Product comparison and application processes in financial services are often 
frustrating. AI agents can dramatically simplify selection and enrollment for qualifying products.

Key Strategies:

• Structured product data with clear eligibility criteria and terms

• Pre-qualification APIs for real-time eligibility assessment

• Transparent fee and rate information in machine-readable formats

• Compliance-ready documentation for regulated recommendations

Example Query: "Find me a credit card with no annual fee, good travel rewards, and I need to 
be approved with my 720 credit score." Regulatory considerations require careful 
implementation, but early movers can establish significant advantages.



Future Outlook: 2026-2030
Chapter 9

The Evolution of Agentic Commerce
The agentic commerce landscape will continue to evolve rapidly over the next five years. 
Understanding likely trajectories helps organizations plan investments and position for 
long-term success.
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2026: Foundation Year
• Google UCP, OpenAI ACP, and Microsoft Copilot establish as dominant protocols

• Early-adopter merchants capture disproportionate AI recommendation share

• Consumer comfort with AI-mediated purchases grows rapidly

• 5-10% of e-commerce transactions involve AI agent participation

2027-2028: Acceleration Phase
• Protocol interoperability improves through industry standards efforts

• Multi-agent scenarios become common (your AI talking to merchant AIs)

• Personalization deepens as AI agents learn individual preferences

• Agentic commerce captures 10-15% of e-commerce transactions

• First major brands achieve 50%+ AI recommendation share in their categories

2029-2030: Maturity Phase
• Agentic commerce becomes default for routine and considered purchases

• Voice-first and ambient commerce expand AI agent touchpoints

• Regulatory frameworks emerge for AI-mediated transactions

• Market consolidates around 2-3 dominant protocol ecosystems

• 10-20% of total retail transactions are AI-orchestrated



The Evolution of Agentic Commerce
The organizations that will thrive in the agentic commerce era share several characteristics:

Data Excellence: They treat product and service data as a strategic asset, investing 
continuously in quality, structure, and accessibility.

Technical Agility: They maintain flexible architectures that can adapt as protocols evolve and 
new platforms emerge.

Customer Understanding: They deeply understand how their customers interact with AI 
agents and optimize for those journeys.

Measurement Culture: They track AI visibility as rigorously as they track traditional marketing 
metrics.

Organizational Alignment: They have executive sponsorship and cross-functional teams 
dedicated to agentic commerce success. The window for establishing competitive advantage 
is open now. Organizations that act decisively in 2026 will shape the agentic commerce 
landscape for years to come.
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Ready to Lead in Agentic Commerce?

20

The agentic commerce revolution is not coming—it is here. The decisions your organization 
makes in the next 12 months will determine whether you capture this opportunity or cede it to 
competitors. We have helped dozens of organizations develop and execute agentic commerce 
strategies across retail, travel, financial services, and technology. Our team combines deep 
technical expertise in commerce protocols with strategic experience in digital transformation.

Let’s Get in Touch

+1.800.627.8323  

+1 412.787.2100  

+1 412.494.9272

1305 Cherrington Parkway

Building 210, Suite 400 Moon

Township, Pittsburg, PA - 15108 

experience@mastechdigital.com

Schedule your consultation
Take the first step toward agentic commerce leadership.

Contact us today for a complimentary 30-minute strategy session.

© Copyright Mastech Digital. All rights reserved.


