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AUTHOR’S NOTE

The Orange Book was written for the voices, the influencers, analysts, 
founders, and thought leaders shaping opinion from the outside in. 
The Green Book is written for the orchestrators, the CMOs, who turn 
those voices into sustained market advantage from the inside out.

•	 The Orange Book teaches influencers how to earn 
credibility.

•	 The Green Book shows Marketing Leaders how to scale 
credibility.

Together, they complete a closed system of modern influence in the 
B2B world: individuals build belief, and organizations institutionalize 
it. When both sides move in concert, the market doesn’t just listen, it 
aligns.

We’ve now entered the GEO era, where credibility fuels both human 
trust and algorithmic visibility. Influence and infrastructure have 
converged. The brands that win next won’t be the loudest; they’ll be 
the most believed.
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THE BRIEF ING

SETTING THE AGENDA  
FOR THE MODERN CMO

“Visibility without credibility is just noise.”

Every CMO already knows the numbers. Customer acquisition costs 
(CAC) are rising, more pipeline is wanted, and the board’s patience 
runs thinner every quarter. The problem isn’t creativity, nor is it 
effort. The real issue is that too many marketing systems were built for 
visibility in a market that now runs on credibility as the new currency.

For years, B2B marketing was an arms race for reach - whoever 
generated the most impressions, produced the most content, or out-
optimized the funnel usually won. That game rewarded scale and 
punished subtlety. It also conditioned entire organizations to mistake 
activity for influence. But the market has evolved faster than the 
playbooks that run it.

Buyers no longer trust what brands say about themselves. 

They trust what credible people say about those brands - and 
increasingly, what AI engines synthesize from credible sources. The 
conversations that shape belief now happen in places your dashboards 
can’t measure: private message groups, analyst briefings, invite only 
roundtables, niche podcasts, and inside the AI generative models 
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buyers use to self-educate. You can’t buy your way into those places; 
you have to be invited through relevance and proof.

This shift has inverted marketing physics. In the old model, visibility 
produced belief. In the new one, belief produces visibility.

That’s the heart of the New Credibility Equation:

Visibility × Trust = Influence → Pipeline → Growth

Some CMOs still treat visibility and trust as separate disciplines 
- brand over here, PR over there, content and comms divided by 
org charts and politics. The enlightened ones know better. They’ve 
already collapsed those silos and built teams where credibility isn’t 
a campaign; it’s a reflex. They understand that in a market where 
everyone is publishing, belief is the only real differentiator left.

The rest are still chasing impressions, not influence. They’re playing 
the old game - more posts, more spend, more noise - while the market 
quietly rewards those who built trust instead. They don’t realize they’ve 
already lost the advantage; they’re being outflanked in conversations 
they can’t even see. When they finally notice, it’ll be because the deals 
they expected to win are already gone, redirected to competitors with 
stronger trust equity and better reputational gravity.

In a skeptical market, visibility without trust isn’t neutral - it’s a 
liability. It signals that you’re loud, not credible. Buyers tune that 
out instinctively, the way seasoned investors ignore hype and follow 
fundamentals.

High-trust visibility, on the other hand, behaves differently. It 
compounds. Every credible mention, every analyst citation, every 
authentic creator partnership adds weight to the next. Over time, that 
belief network becomes a self-reinforcing asset - an invisible balance 
sheet of trust that lowers your cost of attention and accelerates every 
future campaign.
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The implication is clear: you can’t buy trust, but you can engineer 
it. The work starts by identifying where your credibility already lives 
- the voices, ecosystems, and ideas your market believes before you 
even speak - and building systems that expand that credibility and 
convert it into qualified visibility.

Think of this as a new operating model for marketing. It trades ad 
frequency for trust frequency. Instead of trying to appear everywhere, 
you position your brand to appear where it matters most: in the 
credible spaces where opinions are formed and deals are discussed 
and decided.

This approach demands a different tempo than campaign marketing. 
It’s slower to start but faster to scale once belief compounds. The 
payoff isn’t just awareness; it’s authority. When buyers come to you 
already convinced, the funnel stops being a chase and starts being 
gravity.

As you move through this book, keep one idea in focus: credibility is 
no longer a soft metric - it’s infrastructure. It’s what makes every other 
metric work.

The marketing leaders who understand that are already pulling ahead.

The ones who don’t will realize it when it’s too late.
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PA R T  I

THE MARKET 
CORRECTION

Every era of marketing begins with a promise - and ends with a 
correction.

For the last twenty years, the promise was visibility. Get seen, get 
clicks, get leads into the pipeline. CMOs built systems that optimized 
for attention because attention was measurable. It fit neatly into 
dashboards and quarterly reports.

But somewhere between automation and attribution, something 
critical slipped away: belief.

Visibility no longer guarantees credibility, and exposure doesn’t equal 
influence. The market isn’t ignoring your message - it’s evaluating your 
reputation. Buyers have moved underground, into private channels, 
AI-assisted research, and peer networks where marketing can’t track 
what really moves them.

This is the correction. The playbooks that reward volume and visibility 
are being replaced by those that reward credibility and trust.
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The modern CMO must now see what their software can’t: how belief 
forms, how credibility travels, and how decisions are made long before 
a lead appears in the CRM.

In this new environment, trust isn’t a byproduct of good marketing - 
it’s the point of it.
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CHAPTER 1

THE BUYER YOU CAN’T SEE

For years, marketing treated the buyer journey like an orderly process: 
awareness, consideration, intent, decision. The funnel looked elegant 
in a deck, predictable on a dashboard, and manageable in a forecast. 
Then reality changed.

Today’s buyers don’t follow your map; they build their own. They start 
with questions, not campaigns. They ask peers in private channels, 
consult analysts, read independent creators, and increasingly, they 
query AI. By the time your team sees a signal, a form fill, a demo 
request, an RFP, the decision has already been tilted one way or the 
other.

The latest Edelman–LinkedIn B2B Thought Leadership Impact 
Report (2025) confirms what most senior marketers already sense: 
more than 70 percent of buying influence now happens in places 
sales and marketing can’t measure. That invisible zone, where 
trust is traded quietly between practitioners, peers, analysts, and 
now generative engines, is what many marketers refer to as the Dark 
Funnel.

The Dark Funnel isn’t sinister; it’s simply human. It’s where people 
test ideas without being sold. They ask questions they wouldn’t raise 
in a sales call. They look for social proof in private feeds and Slack 
channels. They read what others in their field endorse. And because 
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this influence occurs off-platform and off-record, it rarely shows up 
in attribution models.

If you want a clear example, look at Tim Crawford, one of the most 
trusted CIO voices in enterprise technology. Tim runs private CIO 
roundtables and participates in other closed peer groups where 
technology leaders speak candidly about vendors, integration pain, 
and long-term strategy. 

These aren’t public webinars or sponsored dinners; they’re off-the-
record discussions among people who buy seven- and eight-figure 
solutions. A single comment inside those rooms: “we had a great 
experience with this platform” or “their implementation team missed 
every deadline,” can redirect a multimillion-dollar budget. None 
of it appears in your CRM. No attribution model ever credits the 
conversation. But it happens, every week, beneath the surface.

Vendors who understand that dynamic don’t try to force their way 
in with sponsorships. They earn credibility that gets them invited. 
They send subject-matter experts who can contribute insight instead 
of pitch decks. They help the discussion, not hijack it. When they 
do that consistently, their names start to surface in those private 
exchanges without prompting, and that’s when the pipeline starts to 
move on its own.

This is the hidden economy of belief. You don’t need to illuminate 
every corner of the Dark Funnel; you just need to plant the right 
signals inside it. When trusted practitioners, analysts, or creators 
reference your ideas naturally, they insert your brand into the decision 
flow long before your SDRs ever call.

Here’s the part most organizations miss: visibility inside the Dark 
Funnel isn’t about volume; it’s about fit. You can’t dominate private 
networks with ads. You earn space by contributing insight that peers 
respect and repeat. The enlightened CMOs are already investing in 
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relationships, not retargeting, placing credible voices where belief 
forms, not where budgets are easiest to spend.

Think of influence here as early-stage gravity. The stronger your 
presence in unseen conversations, the less you have to pull later 
with paid programs. When buyers emerge into the light already 
predisposed to trust you, the funnel becomes shorter and cheaper.

To operate effectively in this world, treat every unseen discussion as 
an asset class. Map where your market’s private conversations happen. 
Identify which voices steer those discussions. Equip them with 
insights that raise the entire dialogue. This isn’t influencer marketing 
in the old sense; it’s market-infrastructure building.

That’s the power of The Dark Funnel Map. It’s not a threat; it’s an 
invitation. It shows where trust actually moves and gives you a 
blueprint for participating in it. Ignore it, and you’ll keep optimizing 
for the portion of reality that’s easiest to measure, and least important.

Field Application: Review your last five closed-won deals. Ask your 
customers who influenced their shortlists before your first meeting. 
Listen for the names, channels, and sources that shaped perception. 
That’s your Dark Funnel in miniature. Now imagine what happens 
when you intentionally invest there.

The Green Book Takeaway: You can’t buy your way into belief, but 
you can engineer proximity to it. That’s where modern influence 
begins.
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CHAPTER 2

THE CREDIBILITY RECESSION

Every few years marketing goes through a correction. One cycle favors 
creativity, the next efficiency, then data, then brand. The pattern 
repeats because the industry keeps mistaking attention for trust. This 
time the correction runs deeper. We are living through a credibility 
recession.

The symptoms are everywhere. Feeds are full, engagement is thin, and 
nearly every buyer has developed a reflex to doubt vendor content. 
According to the 2025 Edelman-LinkedIn B2B Thought Leadership 
Impact Report, 71% of hidden buyers say that thought-leadership 
content is more effective than traditional marketing materials in 
demonstrating vendor value. Those statistics hide an uncomfortable 
truth: the market is oversupplied with information and undersupplied 
with belief.

A credibility recession happens when the volume of marketing grows 
faster than the substance behind it. When every company publishes, 
credibility becomes the scarce resource. Buyers stop responding to 
whoever speaks the loudest and start following whoever speaks the 
clearest. They look for evidence of integrity, proof that a company 
knows more than it advertises.

The same report found that hidden buyers - the stakeholders who 
never appear in your pipeline reports - are even more sensitive to 
authenticity. They are skeptical by default and rarely grant second 
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chances. A single post that feels self-serving can undo months of brand 
investment. In a world like that, credibility behaves like currency, and 
bad marketing spends it faster than any ad budget.

The Trust-to-Buy Curve

Imagine the buyer journey as a curve instead of a funnel. At the left 
edge sits awareness, the point where a prospect first encounters your 
name. A small climb upward represents belief, the stage where they 
begin to accept that your company understands their problem. Next 
comes advocacy, where they argue for you inside their organization. 
At the top of the curve sits conversion, where the risk feels low enough 
to proceed.

Every CMO knows how to generate awareness. Far fewer know how 
to steepen the curve from belief to advocacy. That part of the journey 
is powered not by reach but by trust velocity - the speed at which 
confidence accumulates.

The fastest way to accelerate the curve is to borrow trust from those 
who already own it in your market. That might be an independent 
analyst, an influencer, or a respected consultant/practitioner. When 
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an independent voice validates your brand, product or solution in 
context, they shorten the distance between belief and advocacy. The 
endorsement does not need to be loud. It needs to be credible.

Consider Allison Pickens, former COO of Gainsight and now a 
leading voice in customer success. Her opinions carry weight across 
executive networks and investor circles. When she highlights a 
technology or methodology, peers pay attention. Companies that earn 
her acknowledgment do not just gain exposure; they gain permission 
to be considered. That is trust velocity in action.

The lesson is not to chase celebrity endorsements. It is to recognize that 
credibility compounds through association. Every aligned mention 
from a respected operator adds momentum to your own reputation. 
Over time those associations create a flywheel of confidence that 
moves faster than any paid campaign.

High-quality thought leadership plays the same role. Done right, it 
signals depth rather than desire. It shows that you have ideas worth 
sharing even when no one is buying. Buyers notice. They reward 
intellectual honesty because it de-risks the purchase.

The opposite is also true. Shallow or derivative content does more 
than fail; it erodes belief. Once you lose credibility, no volume of 
marketing can recover it quickly. The market remembers who wasted 
its time.

So the CMO’s mandate in a credibility recession is simple: slow the 
noise, sharpen the signal. Invest in fewer messages, delivered through 
more credible messengers. Treat every piece of communication as a 
credibility asset with measurable yield.

Field Application: Audit the last quarter of your content output. 
For each major asset, ask one question: Would a buyer believe this 
if our logo were removed? If the answer is no, pause production and 
rebuild the substance behind it. Credibility, once restored, multiplies 
everything else.
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The Green Book Takeaway: Attention is rented, belief is owned. In 
a credibility recession, trust is your most valuable currency and the 
only growth asset that appreciates with use.
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P A R T  I I

HOW THE SMART 
MONEY PLAYS

The smartest money in the market isn’t betting on reach anymore - it’s 
betting on credibility.

Attention is everywhere now, but belief is scarce. The noise is infinite, 
and the algorithms reward whoever can shout the loudest. The smart 
CMOs don’t play that game. They build trust where it can’t be gamed 
- in expertise, independence, and alignment.

This is where marketing starts to look more like investing. Every 
partnership, every signal, every voice is an allocation decision. You’re 
not buying impressions; you’re compounding influence.

The goal isn’t to be seen by everyone. It’s to be trusted by the right 
ones - the analysts, practitioners, operators, and decision-makers who 
shape what others, your buyers, think. That’s where real leverage lives.

In this section, we break down the principles that define the new 
credibility economy:
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•	 Why depth now beats reach.
•	 Why integrity is the new performance multiplier.
•	 And how networks of credible voices compound faster 

than any ad spend ever could.

The old game was volume. The smart money plays for velocity - 
credibility that moves markets.
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CHAPTER 3

DEPTH IS THE NEW REACH

In the old game, marketing rewarded volume. The brands that 
produced the most content, published the most updates, and collected 
the largest follower counts looked successful. It felt efficient. If reach 
was growing, progress must have been happening.

That illusion is over. Audiences have become immune to noise. The 
modern buyer no longer equates volume with authority; they associate 
it with desperation. The market has matured to a point where depth is 
the only signal that still cuts through.

Depth wins because it communicates mastery. It is the difference 
between someone who recycles talking points and someone who can 
solve a problem in real time. Buyers recognize the difference instantly. 
They may not read every post or listen to every podcast, but they 
remember who actually teaches them something new.

The most effective CMOs now look for what I call the Impact Density 
Ratio - a simple way to measure how much influence a voice generates 
relative to its audience size.

Impact Density Ratio = Influence ÷ Audience
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Example: Two B2B creators promoting 

an enterprise SaaS platform

Creator Followers
Avg. 

Engagement 
Rate

Influence 
Score 

(proxy)

IDR = Influence 
÷ Audience

A 
(macro)

250,000 0.3 % 750
750 ÷ 250,000 

= 0.003
B 

(micro-
expert)

12,000 8 % 960
960 ÷ 12,000 

= 0.08

Creator A reaches twenty times more people, but Creator B reaches 
the ones who matter. Creator A broadcasts. Creator B resonates. One 
fills the feed, the other shapes decisions.

The difference is impact density — not audience size.

A smaller, expert community that acts on your message carries more 
value than a massive following that scrolls past it. High-density 
influence converts faster, lasts longer, and costs less to engage.

One of the clearest examples comes from the enterprise technology 
world. Helen Yu, a growth strategist and board advisor in SaaS and 
AI, commands a significant global audience — but what makes her 
influence remarkable isn’t its size, it’s its precision. Her commentary 
on customer experience, digital transformation, and AI accountability 
consistently finds its way into executive conversations and industry 
panels. When Helen publishes, decision-makers take note because 
her authority rests on lived experience, not amplification. Brands that 
collaborate with her don’t just extend reach; they gain entry into the 
trust networks where enterprise decisions are actually made.

That is the principle behind the Impact Density Ratio. Each 
engagement from a trusted niche expert often outweighs thousands of 
passive impressions from a generalist. When credibility compounds 
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inside a small, high-trust circle, it radiates outward, attracting similar 
audiences who rely on each other’s judgment.

Depth also scales reputation across time. A single well-researched 
framework or case study can continue to generate belief for years, 
while shallow posts expire within days. The CMOs who understand 
this have stopped funding constant production and started funding 
expertise. They identify subject-matter authorities who own specific 
conversations and then support them in exploring those topics fully.

Think of your category as a series of rooms. Each room represents 
a conversation that buyers care about. The smart money does not 
try to fill every room. It identifies the few that matter most and 
ensures that someone credible, either internal or external, owns those 
spaces. Presence in those rooms becomes a durable asset - a home 
field advantage where your perspective shapes how others frame the 
problem.

Depth also protects you from algorithmic volatility. When 
distribution platforms shift, creators with strong depth retain their 
influence because their audience seeks them out directly. Shallow 
content evaporates with every update. That is why high-trust, topic-
specific influencers maintain consistent reach even as social channels 
fluctuate.

If you are a CMO managing influence investments, the question to 
ask is not “How many people saw it?” but “Who changed their mind 
because of it?” The first measures exposure; the second measures 
leverage.

Depth is harder to fake, but it pays indefinitely. It reduces your 
dependency on paid reach and gives your brand authority that travels 
through word-of-mouth, peer validation, and even the AI systems 
that now scrape and summarize the most credible sources.

Field Application: Review your top ten external voices or 
partnerships. For each, calculate their approximate Impact Density 
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Ratio by dividing meaningful buyer actions - referrals, invitations, 
mentions - by total audience size. Prioritize the highest-density 
relationships even if they appear smaller on paper.

The Green Book Takeaway: Breadth makes you visible for a moment; 
depth makes you indispensable for years. Influence built on mastery 
endures every algorithm change and every market cycle.
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CHAPTER 4

THE INTEGRITY PREMIUM

Influence works only as long as people believe it is real. Once 
credibility looks purchased, it loses power. That is why independence 
has become the most valuable asset in the modern influence economy. 
Buyers have learned to smell control. They can tell when a voice is paid 
to praise and when it is speaking from conviction.

The market now applies a premium to authenticity. The more 
independent the voice, the greater the impact of its endorsement. 
CMOs who understand this shift treat credibility like capital. They 
invest in voices whose trust has been earned over time, not bought 
overnight.

At its simplest, the relationship between brand and influencer can be 
described through The Credibility Transfer Model:

(Influencer Integrity × Brand Alignment) = Credibility Yield

Integrity is the multiplier. Without it, alignment is meaningless. A 
perfectly on-message partnership with a voice that no one trusts 
creates zero yield. Conversely, an independent expert who maintains 
high credibility can significantly elevate a brand even through subtle 
association.
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This is the paradox of influence. The harder a person is to buy, the 
more valuable their endorsement becomes. Real independence, 
protected fiercely, converts directly into influence equity.

Consider Jon Reed, cofounder of Diginomica and one of the most 
respected enterprise software analysts and commentators online. 
Jon’s audience knows he calls things as he sees them. He challenges 
vendors openly, pushes for clarity, and never trades objectivity for 
sponsorship. That honesty makes him credible, which makes his 
platform powerful. When a company appears favorably in Diginomica 
coverage, buyers assume it earned the praise. That assumption is the 
integrity premium in action.

Too many marketers mistake control for safety. They try to over-
script partnerships, editing away every edge until the message sounds 
sanitized and forgettable. They leave nothing human in the content, 
and then wonder why it produces no belief. Influence without risk 
creates no signal.

The best CMOs take the opposite approach. They partner with 
credible voices and protect their independence even after contracts 
are signed. They understand that the credibility they borrow is fragile. 
If the influencer loses trust, so does the brand. If the influencer’s 
integrity grows, the brand’s credibility yield rises with it.

Independence also creates durability. Paid awareness fades when 
budgets end. Authentic belief persists because it cannot be forced. 
That persistence compounds over time, turning one credible voice 
into a network effect of trust. When other experts see a respected 
peer engage with your brand without losing their authenticity, they 
become more willing to do the same.

Working with independent experts requires confidence. You have 
to let them speak in their own tone, use their own judgment, and 
even critique aspects of your product. That honesty might feel 
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uncomfortable at first, but it makes the praise believable. The goal is 
not perfection; it is credibility.

Think of every influencer relationship as a joint credibility venture. 
Both sides bring something to the table. The influencer contributes 
trust and audience. The brand contributes resources and access. The 
partnership only works when each side protects the other’s equity.

The enlightened CMOs are already building influence portfolios this 
way. They treat every credible voice as a distinct asset with its own 
yield curve. They diversify across analysts, creators, and practitioners, 
balancing risk and return just like an investor would. Over time, the 
compounding effect of multiple credible partnerships creates an 
authority moat that competitors cannot easily replicate.

Field Application: Review your current influencer and analyst 
relationships. Rank them on two scales: perceived integrity and 
alignment with your brand values. High alignment with low integrity 
generates little return. Moderate alignment with strong integrity often 
produces the best yield. Invest accordingly.

The Green Book Takeaway: Independence is not a liability; it is 
leverage. The voices you cannot fully control are the ones that make 
your brand believable. Credibility rented is fleeting. Credibility 
earned together compounds.
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CHAPTER 5

NETWORK EFFECTS OF INFLUENCE

Most marketing programs still think in straight lines: create a message, 
distribute it, measure the clicks. That logic assumes influence travels 
like a broadcast. It doesn’t. Real influence moves through networks. 
It multiplies when credible voices interact with each other and fades 
when they operate alone.

When independent experts, analysts, and practitioners reference one 
another, their credibility does not just add up - it compounds. Each 
trusted voice validates the others, creating a flywheel of belief that no 
single campaign can match. I call this dynamic the Trust Network 
Effect.

One credible voice creates attention. Several aligned credible voices 
create authority.

Think of it as social proof squared. When multiple respected figures 
reach the same conclusion independently, buyers interpret it as truth. 
The repetition is not coordination; it is confirmation. And in markets 
where risk is high, confirmation drives action.

A good illustration comes from the enterprise strategy space. Dion 
Hinchcliffe, an independent analyst and thought leader on digital 
transformation and the future of work, has built deep credibility 
among business and technology executives. His frameworks connect 
emerging technology to organizational design and execution — 
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translating complexity into clarity for leaders shaping transformation 
agendas. When his analysis aligns with respected voices like Jon 
Reed, the impact multiplies. Their insights circulate across podcasts, 
LinkedIn discussions, and executive networks, amplifying influence 
through trust, not promotion. It isn’t viral in the consumer sense; 
it’s consensus in the enterprise sense. And consensus is what moves 
multimillion-dollar deals.

The Trust Network Effect changes how a CMO should invest. Instead 
of funding isolated influencer engagements, the smart play is to build 
ecosystems - interconnected sets of credible voices whose audiences 
overlap and reinforce each other. Every participant gains exposure to 
every other’s credibility. The brand becomes the gravitational center 
that keeps the system in motion.

Building these ecosystems takes deliberate orchestration. You cannot 
force them, but you can design the conditions for them to thrive. Start 
with introductions, shared insights, co-authored pieces, and honest 
dialogue. Then, when alignment deepens, bring structure and scale 
through strategic sponsorship.

Sponsorship does not have to corrupt credibility; done right, it 
accelerates it. 

A well-crafted sponsored program creates consistent cadence and 
mutual value without sacrificing independence. For example, imagine 
a quarterly radio show with Eric Kavanagh, supported by your 
brand. Each episode becomes a podcast replay, a YouTube episode, 
a LinkedIn article, and a coordinated social media push. Four times 
a year, you deliver authentic conversation and multi-channel reach 
anchored in trust. The repetition is not redundant; it is reinforcement 
- the sound of credibility gaining weight.

That is how foresighted CMOs now think: sponsorship as a structure 
for sustained credibility, not a transaction for temporary reach. They 
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design programs that bring trusted voices together repeatedly until 
the market begins to assume their alignment means something real.

This approach also future-proofs your marketing. Algorithms and 
platforms will keep changing, but trusted human networks remain 
stable. When an ecosystem of credible voices discusses your brand 
regularly, no algorithm update can erase that equity. The trust lives in 
the relationships, not in the feed.

For CMOs, this means evolving from campaign management to 
ecosystem stewardship. Your job is not to control every message; it 
is to orchestrate credible relationships that reinforce the same belief: 
that your company is competent, reliable, and worth listening to. 
Once that narrative circulates through multiple independent voices, 
it becomes nearly impossible for competitors to dislodge.

Field Application: Map the ten most credible voices in your category. 
Identify where they overlap - podcasts, panels, research projects, or 
shared audiences. Explore opportunities to connect them through 
collaboration or sponsorship. The key is consistency and alignment. 
Structure these relationships programmatically: quarterly shows, 
recurring panels, or co-created reports. Each repetition compounds 
your credibility yield.

The Green Book Takeaway: Influence scales through connected 
repetition, not random noise. When credible voices echo a coherent 
message across formats and time, belief compounds. Programmatic 
partnerships - sponsorships that add genuine value - turn repetition 
into reputation and trust into a renewable asset.
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PA R T  I I I

WHERE CMOS 
GET PLAYED

Every market correction creates a new wave of opportunists.

The influence economy is no different. For every credible voice 
driving real impact, there are a dozen selling shortcuts - fake metrics, 
shallow partnerships, and automated noise disguised as reach. CMOs 
chasing easy wins end up subsidizing other people’s credibility while 
their own erodes.

That’s how good brands get played.

This section is about recognizing the traps that weaken belief - and 
the habits that drain reputation faster than any bad quarter ever could.

The patterns are predictable:

•	 Treating influence like a campaign instead of a system.
•	 Paying for reach instead of aligning for relevance.
•	 Confusing automation for authenticity.
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The cost isn’t just wasted budget. It’s weakened trust - the one asset 
that compounds slower than it’s lost.

In these chapters, we show where the money leaks, how independence 
becomes leverage, and why AI can’t fake belief.

The market always punishes shortcuts. Smart CMOs learn to see the 
setup before they take the bait.
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CHAPTER 6

STOP TREATING INFLUENCE 
LIKE A CAMPAIGN

Most marketing teams still think in quarters. They build budgets, 
launch campaigns, report results, and reset the machine. That cycle 
made sense when marketing was about attention. It fails completely 
when the currency is belief.

From Placements to Programs

Influencer work misses the mark when it’s treated like a one-off 
placement.

Credibility can’t be rented short term - not by the podcast episode, 
the blog post, or the LinkedIn shoutout. It’s best applied when 
compounded through long-term collaboration and effort.

The CMOs who win influencer engagement as a programmatic 
system, not a transaction. They identify credible voices aligned 
with their domain and build relationships that deliver sustained 
engagement, not temporary reach.

The measure of maturity isn’t how many influencers you activate - it’s 
how consistently those voices show up in the right conversations over 
time.
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That’s how credibility compounds. Campaigns end. Credibility 
doesn’t.

Treating influence like a campaign is the fastest way to destroy its 
value. Influence is not a burst of activity; it is a system. It works 
through repetition, through relationships, and through consistency 
over time. The companies that understand this are not running 
influencer campaigns. They are running credibility operations that 
feed every other part of the business.

When you treat influence as a campaign, you optimize for exposure. 
When you treat it as a system, you optimize for compounding belief. 
The difference is longevity. Campaign thinking asks, “How many 
people saw it?” System thinking asks, “How many people now trust 
us enough to act?”

To build that system, you need what I call the Credibility Supply 
Chain - a loop that continuously produces and distributes trust.

Voices → Validation → Visibility → Velocity

•	 Voices are the credible messengers who speak from 
experience, not scripts.

•	 Validation is the proof that those voices are authentic, 
consistent, and trusted.

•	 Visibility is what happens when those voices amplify each 
other, giving your brand relevance inside their networks.

•	 Velocity is the payoff - faster deal flow, quicker trust 
formation, and a shorter sales cycle.

Some CMOs understand this instinctively, but they operate inside 
organizations still addicted to visibility metrics. The pressure to 
show quick results forces them to chase reach before they’ve built the 
foundation of trust. It looks efficient on a dashboard, but it’s fragile 
in the market. Without authentic validation, visibility collapses under 
scrutiny, and the velocity never materializes.
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The enlightened CMOs flip the order. They invest first in credible 
voices and validation, letting visibility and velocity emerge naturally 
from that base. It takes patience, but it scales belief instead of just 
impressions.

The smarter play is to build credibility as a renewable asset, one that 
feeds all your channels - marketing, sales, customer advocacy, even 
recruiting. It is the invisible infrastructure that makes everything else 
work better.

This is where programmatic sponsorships come in. They turn belief 
from a one-time event into a habit. Instead of a single influencer 
post or campaign, you create an always-on cadence with a credible 
partner. Think quarterly roundtables, recurring podcasts, or standing 
co-branded events with trusted voices like Eric Kavanagh or respected 
analysts in your space. Each repetition reinforces the previous one, 
producing cumulative trust rather than temporary noise.

A programmatic sponsorship is not about controlling the message; 
it is about maintaining presence. You create a drumbeat of credible 
dialogue around your category so that your brand becomes part of 
the market’s rhythm. When that rhythm builds, your competitors are 
always reacting, never leading.

CMOs who adopt this mindset start to think like investors. They 
understand that credibility compounds just like capital. Each 
programmatic cycle is a deposit into the market’s memory - a 
reinforcement of belief that will pay dividends across every customer 
touchpoint.

Running influence as a system also changes how you budget. Instead 
of one-off spend tied to a campaign launch, you allocate for trust 
infrastructure: recurring partnerships, ongoing analyst relations, 
sustained thought leadership programs. The cost per impression may 
look higher, but the cost per conversion drops dramatically because 
the trust already exists when the message arrives.
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This is what separates the leaders from the laggards. The old-guard 
CMOs still chase spikes in visibility; the enlightened ones build 
systems of credibility that produce continuous demand. The former 
brag about reach. The latter build reach that sells.

Field Application: Review every influencer or thought leadership 
program you’ve run in the past twelve months. Identify which ones 
created engagement beyond the initial campaign. Convert those into 
recurring programs with defined cadence - quarterly, biannual, or 
annual - and tie them to measurable credibility outcomes, such as 
inclusion in RFPs or unsolicited analyst mentions.

The Green Book Takeaway: Campaigns create awareness; systems 
create belief. Programmatic sponsorships turn influence from a one-
time hit into an operating advantage. Build the system, and the trust 
will do the selling for you.
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CHAPTER 7

PRICING, PARTNERSHIP &  
PROFESSIONALISM

Influence only works when both sides respect the exchange. Too 
often, that part gets lost somewhere between marketing budgets and 
procurement checklists. A credibility partnership is not an ad buy. It 
is an investment in shared trust, and like any investment, it succeeds 
only when the terms are fair and the relationship is clear.

The New Economics of Trust

The market for influence has matured. Five years ago, most B2B 
influencer deals were guesswork. Now, creators, analysts, and thought 
leaders understand their value. They know that credibility is scarce, 
and they price accordingly. What brands are really buying is not 
content; it is access to conviction.

The right mindset is partnership, not purchase. A credible influencer 
has spent years building trust with their audience. That trust is their 
equity. When you work with them, you are temporarily borrowing 
that equity to reinforce your own. Done right, it is a fair exchange 
of value: your brand gains credibility, they gain resources and 
relationship with your brand. Done wrong, it feels like manipulation, 
and everyone loses.
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Many CMOs still treat influencer pricing like media buying. They look 
for the cheapest cost per impression, assuming that volume equals 
impact. But impressions are not trust. A well-structured influencer 
program might reach fewer people but reach the right ones with far 
greater conviction. Credibility is not a commodity; it is a premium 
asset. You cannot discount your way to trust.

The Influencer Maturity Model

To navigate this market effectively, think in terms of relationship 
sophistication. I call this the Influencer Maturity Model:

Transactional relationships are easy to launch and quick to fade. 
They create noise, not trust. Relational partnerships start to 
transfer credibility because there is context and continuity. Systemic 
partnerships - ecosystems of credible voices aligned around your 
brand narrative - generate the compounding effects that drive lasting 
authority.

Building Professional Partnerships

Professionalism is what separates productive partnerships from 
expensive experiments. The best CMOs treat influencers and analysts 
like strategic partners, not freelancers. They provide clear scopes 
of work, transparent expectations, and open feedback loops. They 
measure outcomes that matter: qualified pipeline, positive sentiment, 
inbound credibility mentions - instead of vanity metrics.

A good example comes from a global cybersecurity firm that 
established a long-term partnership with a small network of respected 
practitioners. Rather than negotiating every post, they structured 
a twelve-month program that included quarterly live streams, 
co-authored reports, and recurring podcast appearances. Each 
contributor was compensated fairly, and each program had shared 
KPIs tied to engagement quality and brand trust metrics. The result 
was predictable: consistent visibility through credible repetition and 
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measurable lift in analyst mentions. Nobody felt used; everyone felt 
valued. That is professionalism in practice.

Pricing for Trust

There is no universal rate card for influence, and pricing rarely 
reflects quality. B2B influence is still a cottage industry - a mix of 
independent voices, practitioners, and micro-experts whose rates vary 
wildly. Some overprice themselves. Others undercharge out of habit. 
Occasionally, you can even find high-quality, earned opportunities 
simply by showing up in the right conversations or providing useful 
insight.

The takeaway is simple: dollar value does not equal credibility value. 
What matters is integrity, audience alignment, quality of output, and 
follow-through.

Evaluate fit before fee. Does this voice have genuine influence with 
your buyers, or just reach?

•	 Look for professionalism and quality of content. Reliability, 
transparency, and communication are stronger indicators 
of integrity than follower count.

•	 Explore earned routes. Many credible experts are open to 
collaboration when it serves their audience, even without 
sponsorship.

•	 Invest in relationships, not transactions. The most valuable 
partnerships often start informally and mature into formal 
programs over time.

B2B influence is not yet standardized, and that is an advantage 
for CMOs who know how to navigate it. You can build high-trust 
ecosystems without overpaying for inflated metrics, provided you 
approach each partnership with respect, patience, and clarity.
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Field Application: Audit your current influencer portfolio. For each 
relationship, classify it as Transactional, Relational, or Systemic. 
Identify which ones have potential to move up the ladder and reframe 
their contracts around shared outcomes, recurring cadence, and fair 
compensation. Treat your top influencers like extensions of your 
strategy team, not your ad vendors.

The Green Book Takeaway: Credibility is not a commodity; it is 
capital. Pricing in B2B influence is inconsistent, so discernment is 
your edge. Evaluate trust, fit, and professionalism over cost. When 
you treat influencers as partners in credibility, not contractors for 
content, you turn every engagement into equity.
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CHAPTER 8

THE AI MIRAGE

The rise of artificial intelligence has changed how marketers produce 
content, but it has not changed what buyers believe. Many CMOs 
are learning this the hard way. AI can automate words, but it cannot 
automate credibility.

At first, the appeal of AI is obvious. It saves time, reduces cost, and 
can fill every channel with content on demand. The dashboards light 
up. The volume looks impressive. But once buyers start reading or 
watching, they sense the hollowness. The voice sounds generic. The 
insight feels borrowed. The connection does not land – at least not 
yet.

Words refer to the literal text AI can produce, accurate, fluent, and 
often well-structured. What it cannot replicate is the weight behind 
them, the human experience, judgment, and trust that make those 
words matter.

This is the AI mirage, the illusion of efficiency that masks a collapse 
in authenticity.

AI is a powerful amplifier, but it needs credible human input to work. 
It can help sharpen arguments, structure ideas, and scale output, 
but it cannot create conviction. Conviction comes from people who 
have done the work, lived the results, and earned the right to speak. 
Without that foundation, AI becomes a noise machine.
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The most effective CMOs know this. They use AI to augment 
credibility, not replace it. They treat it as a force multiplier that 
expands the reach of their most trusted voices. I call this dynamic 
The Authenticity Multiplier.

Human Credibility × AI Efficiency = Sustainable Influence

Human credibility supplies the authority. AI supplies the scale. When 
the two are balanced, you get sustainable influence, reach that carries 
trust, not just content. If you remove the human element, you multiply 
emptiness at speed.

Consider two contrasting approaches. One technology firm handed 
its content entirely to AI, publishing dozens of articles a week. The 
topics were accurate, the grammar perfect, but the results flatlined. 
Engagement dropped because the writing had no fingerprints, no 
perspective, no reason to trust it. Another firm took the opposite 
approach. Its CMO used AI to assist its thought leaders, polishing 
transcripts from expert interviews, turning keynotes into LinkedIn 
articles and blog posts, and packaging authentic insights for different 
platforms. The ideas were still human; the scale was algorithmic. Their 
audience grew, but more importantly, their credibility deepened.

That is the difference between automation and amplification.

AI can make your team faster, but it cannot make your ideas worth 
hearing. The best use of AI in influence programs is to handle the 
mechanics, research synthesis, content repurposing, distribution 
planning, so your credible humans can stay focused on thinking, 
teaching, and leading. The tool extends their reach; it should never 
impersonate their voice.

Buyers have already adapted to this reality. They can tell when 
something was written by a machine. More importantly, they can tell 
when something was conceived by one. AI lacks friction, and friction 
is what creates insight. Without it, you are just producing frictionless 
noise, smooth, plentiful, and forgettable.
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AI’s real value for CMOs lies in amplification of trusted content. Use 
it to surface what your experts already know, not to pretend you have 
more experts than you do. When credibility is the new currency, AI is 
not the mint – it’s the multiplier.

Field Application: Audit your current content pipeline. Identify 
which pieces originate from authentic human expertise and which are 
purely machine-generated synthesis. Use AI to multiply the first group 
— through repurposing, translation, and targeted distribution — and 
retire or rewrite the second with more human input.

The goal isn’t to automate authority (it can’t anyway); it’s to amplify 
it. Authentic human insight should scale. Automation should support 
that scale, not simulate it.

The Green Book Takeaway: AI can amplify your credibility but 
never replace it. The brands that win in the next era will pair machine 
efficiency with human authority. The algorithm follows trust, not 
volume.
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PA R T  I V

BUILDING  
YOUR CREDIBILITY 

MACHINE

The correction is behind you. The traps are clear. What comes next 
is discipline.

Credibility doesn’t scale on luck or personality. It scales through 
systems - consistent standards, compounding actions, and leaders 
who treat trust like capital.

Most brands stop at playbooks. The smart ones build machines - 
repeatable processes that produce authority, proof, and belief at scale.

This is where credibility becomes operational. Vetting isn’t bureaucracy; 
it’s protection. Transparency isn’t virtue signaling; it’s leverage. And 
measurement isn’t about vanity - it’s about reinforcement.
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In this section, we move from principles to process:

•	 The non-negotiables that protect credibility.
•	 The long-game mindset that compounds it.
•	 The operating rhythm that keeps it alive.

Credibility isn’t a campaign. It’s infrastructure. Build it right, and 
every signal that follows will carry farther, cost less, and last longer.
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CHAPTER 9

THE NON-NEGOTIABLES

Influence at scale isn’t magic — it’s management. If 
you treat influencer marketing like an unmeasured 
gamble, you’ll fail. But if you build systems for selecting, 
tracking, and optimising, you can treat it like a business 
asset.

The most effective CMOs know that credibility cannot be improvised. 
It has to be built with discipline. Influence programs underperform 
not because the idea is wrong, but because the structure is missing.

Credibility demands process. It requires rules, standards, and 
accountability. In this market, there are no shortcuts. The CMOs 
who treat influence as a rigorous business function, not a creative 
experiment, are the ones whose brands consistently earn trust, not 
just attention.

The Edelman–LinkedIn 2025 B2B Thought Leadership Impact 
Report made that clear again.

More than seventy percent of decision-makers say they are more likely 
to trust a company whose experts demonstrate both transparency and 
depth of knowledge in their public communication. Yet most brands 
still approach thought leadership with the looseness of social media, 
not the precision of operations.
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That gap between intent and discipline is what separates the credible 
from the forgettable.

The Due-Diligence Grid

Every credibility program should begin with a standard of evaluation. 
The Due-Diligence Grid is the framework for doing that. It is a 
simple, repeatable way to assess whether a voice, partner, or program 
deserves your brand’s trust.

The Due-Diligence Grid

Evaluate every external voice across four dimensions of credibility.

Dimension Core Question What to 
Look For

Red Flags

Expertise Do they have 
demonstrable 
authority in 
the domain?

Published 
insights, 
published 
book, keynote 
invitations, peer 
validation.

Generic 
commentary, 
shallow takes, or 
content outside 
their claimed 
specialty.

Independence Are they trusted 
because their 
opinions are 
objective and 
vendor-neutral?

Balanced 
analysis, 
transparent 
disclosures, 
willingness to 
critique without 
being offensive.

Pay-to-play 
behavior, 
excessive brand 
endorsements, 
or scripted 
narratives.

Alignment Does their 
voice reinforce 
your market 
position and 
audience focus?

Overlap in 
audience, 
shared values, 
compatible tone 
and level of 
sophistication.

Mismatch 
in industry 
focus, style, or 
professional 
standards.
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Dimension Core Question What to 
Look For

Red Flags

Proof Evidence that 
their influence 
moves real 
conversations 
in the space?

Attend industry 
events, peer 
engagement, 
credible buyer 
feedback, 
measurable 
outcomes, 
sought out by 
other vendors.

Vanity metrics, 
follower spikes, 
or engagement 
limited.

•	 Expertise: Does this person or platform genuinely 
understand the topic, or are they repeating common 
narratives?

•	 Independence: Will they give your brand a fair evaluation 
and speak honestly about their experience, rather than 
acting as a “fan boy” for any particular company? True 
independence means objectivity, a willingness to praise 
what works and critique what does not. That honesty is 
what makes their credibility transferable.

•	 Alignment: Does their audience overlap with your ideal 
buyer or stakeholder group?

•	 Proof: Is there evidence, through past collaborations, 
content performance, or reputation, that they deliver 
impact?

Before you spend a dollar, every partner should check all four boxes. If 
one is missing, the risk to your brand’s credibility grows exponentially.

Proof in Motion: When the Experts 

Were Already in the Room

My client, a health-sector company hired an agency to identify 
“influencers” in its space, spending more than $20,000 for a handful 
of mismatched posts that drove no meaningful engagement or 
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ROI. When we reviewed their activities, the irony was obvious: 
they were already hosting in-person seminars featuring respected 
domain experts. Those participants were the influencers — trusted, 
independent voices whose reputations carried weight with buyers. 
Once the company redirected its effort toward collaborating with 
those same experts, the impact shifted immediately. The credibility 
was already there; it just needed to be recognized and formalized.

The Non-Negotiables

The Due-Diligence Grid gives you the framework. The Non-
Negotiables make it actionable, the operational standards every 
credibility system must enforce.

•	 Vetting: Every voice representing your brand should be 
able to back its opinions with experience. It is not enough 
to be articulate. The influencer, analyst, or partner must 
have done the work, or at least earned the respect of those 
who have. Surface-level expertise might fill a content 
calendar, but it will never help you fill pipeline.

•	 Transparency: The Edelman data shows that decision-
makers respond best to honesty about affiliation and 
incentives. Clear disclosure is not a risk; it is a credibility 
signal. When audiences see that your partnerships are 
open and ethical, they trust both parties more.

•	 Measurability: Trust is not intangible. It leaves signals: 
analyst or influencer mentions, inbound inquiries, peer 
references, and share-of-voice in credible spaces. You can 
track it in the events they attend, both industry conferences 
and invite-only gatherings, and in the company they keep. 
Who engages with them? Who follows them? Which 
other credible voices reference their work? These are not 
vanity metrics; they are credibility indicators. If you cannot 
measure trust creation, you are not managing influence; 
you are guessing.
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•	 Consistency: Credibility compounds through repetition. 
One great collaboration might create a spark, but consistent 
cadence builds memory. When trusted voices appear 
regularly in your ecosystem, audiences stop questioning 
their legitimacy and start associating them with your 
brand’s authority.

The key is programmatic consistency. Rather than one-off influencer 
engagements, build structured programs that run on predictable 
cycles, such as quarterly panels, recurring podcast series, or annual 
research collaborations. A steady cadence of credible activity creates 
the rhythm that audiences trust. It signals reliability and seriousness 
of intent. The repetition is not redundancy; it is reinforcement. When 
the same credible voices show up consistently around your message, 
your brand becomes part of the market’s mental landscape.

This kind of discipline is what turns marketing into market impact. It 
replaces randomness with reliability.

Every influence program, regardless of size, needs a process that 
demands proof of credibility before participation. The brand’s 
reputation is a shared asset; every collaborator either strengthens it or 
weakens it. The CMOs who internalize that truth run tighter systems, 
make fewer mistakes, and waste less time defending decisions that 
were predictable failures.

Field Application: Take your current influencer and analyst list and 
run each name through the Due-Diligence Grid. Remove anyone 
who fails two or more categories. For new partnerships, require 
documented proof of expertise and audience alignment before any 
contract is signed. Apply the same rigor to your internal thought 
leaders, because credibility starts inside.

The Green Book Takeaway: Trust scales only through discipline. Vet, 
verify, and validate every voice that you decide to work with. In the 
new credibility economy, rigor is the most underrated marketing skill.
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CHAPTER 10

PLAYING THE LONG GAME

The short game wins attention. The long game earns belief.

Credibility is not a campaign asset; it is a compounding one.

The CMOs who win the next couple of years are the ones who treat 
influence as infrastructure, built to last, measured over time, and 
engineered to appreciate in value.

Most marketing teams still operate on quarterly cycles. They 
plan, launch, measure, and move on. That rhythm might work for 
advertising, but hurts credibility. Trust does not obey campaign 
timelines. It accumulates through consistency, proof, and time.

The long game in influence is about creating systems that make 
credibility self-sustaining. Instead of chasing spikes in visibility, you 
build a steady current of authority that never stops flowing. Each 
cycle reinforces the last, expanding your reach and deepening your 
trust equity.

Programmatic Consistency:  

The Engine of Credibility

Rather than one-off influencer engagements, build structured 
programs that run on predictable cycles such as quarterly panels, 
recurring podcast series, or annual research collaborations. A steady 
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cadence of credible activity creates the rhythm that audiences trust. It 
signals reliability and seriousness of intent. 

The repetition is not redundancy; it is reinforcement. When the same 
credible voices show up consistently around your message, your 
brand becomes part of the market’s mental landscape.

(And don’t worry about those voices becoming stale over time.  You 
can sprinkle new ones into the mix over time).

This kind of discipline is what turns marketing into market impact. It 
replaces randomness with reliability.

A few years ago, our team built a ten-episode podcast series for a 
major CX software company that wanted to strengthen its position as 
a thought leader in customer engagement. 

Each episode featured respected analysts, practitioners, and a 
consistent host, Eric Kavanagh, known for his independence and 
credibility in the information economy and data/AI spaces. Every 
show was recorded and distributed as a radio show in 20+ markets, 
syndicated as a podcast, republished as a LinkedIn article, and 
promoted through social media channels.

The goal was twofold: to increase exposure by creating and promoting 
owned, high-quality content that informed and educated the buying 
audience, and to boost credibility at scale. 

Each episode built on the previous one, creating a consistent rhythm 
of trust. Over time, the series helped position the company as part of 
the ongoing market conversation rather than an occasional guest in it. 

The marketing team reported strong feedback from audiences, with 
listeners describing the content as informative, credible, and relevant. 
That is what long-term influence looks like: repetition with integrity, 
powered by credible voices and consistent cadence.
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The Influence ROI Flywheel

Long-term influence creates a flywheel effect, a system where each 
credible interaction accelerates the next. I call this the Influence ROI 
Flywheel.

Build → Measure → Reinvest → Repeat

•	 Build: Develop credible programs and partnerships that 
align with your category narrative. Choose voices that 
educate and inform, not just promote.

•	 Measure: Track outcomes that matter: improved 
engagement (questions and comments), inbound requests, 
peer recommendations, and participation in credible 
industry conversations. Credibility has signatures. Once 
you know what to look for, you can measure its velocity.

•	 Reinvest: Use those learnings to refine and expand. 
Double down on what works. Replace transactional 
engagements with programmatic ones. Consistency is your 
compounding mechanism.

•	 Repeat: Each iteration builds momentum. Over time, your 
credibility becomes self-reinforcing. Buyers hear your story 
from multiple trusted sources, analysts echo your thinking, 
and your competitors are left reacting instead of leading.

The Influence ROI Flywheel turns belief into infrastructure. It 
transforms credibility from a variable to a constant. When you 
maintain the cycle, building, measuring, reinvesting, and repeating, 
every future campaign performs better because trust is already 
present.

The CFO and CEO Conversation

The long game also makes internal conversations easier. Credibility 
has financial logic. It reduces customer acquisition cost, increases 
inbound velocity, and shortens sales cycles. It builds resilience against 
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market noise and algorithm shifts. The CMOs who can quantify that 
effect earn a different level of respect in the boardroom.

Tie credibility metrics to business outcomes such as lower CAC, 
higher conversion, and improved renewal rates. Once you show that 
consistent credibility lowers the cost of attention, you turn influence 
marketing from a marketing expense into a growth lever that finance 
understands.

Trust as Capital

In the end, credibility behaves like capital. It requires initial investment, 
compounds with consistency, and rewards those with patience. The 
market remembers who shows up with integrity and who disappears 
after the campaign ends. The brands that play the long game become 
the default experts in their category because they are always present, 
always credible, and always trusted.

From Framework to Field

GEO isn’t theory, it’s traction. When credibility is engineered with 
intent, it stops being a marketing story and becomes a sales advantage. 
The same principles that build market authority can unlock specific 
accounts when applied with precision. The next example shows how 
a credibility-led content play achieved what months of sales couldn’t: 
access through trust.

ABM Case Study: Credibility as an Access Strategy

One of my clients, a global digital transformation firm, had been 
targeting a U.S.-based, private-equity-backed IT solutions provider 
for months. The sales team had hit a wall: no replies, no intros, no 
traction. The account wasn’t lost, but it was locked up.

I suggested a different approach. Instead of more outreach, we 
designed a credibility play: a show built around shared expertise. 
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I worked with Eric Kavanagh, a respected analyst in enterprise IT and 
radio show host, to design a radio show focused on the Autotech sector. 
The guest lineup included the firm’s senior technology executive and, 
crucially, a senior spokesperson from the target company … the 
same decision-maker who had been unreachable through standard 
channels.

The conversation wasn’t a pitch. It was a peer dialogue held in a 
non-threatening format, distributed through earned media: radio, 
podcast, YouTube, LinkedIn, and curated email—all designed to 
reach decision-makers in the dark funnel. It created a shared platform 
that sales couldn’t manufacture—mutual credibility, relevant content, 
and a visible relationship.

The effect was immediate. A dialogue opened between the two 
companies for the first time. What months of sales effort couldn’t 
produce, a credibility-driven influence strategy did—access, 
recognition, and a reason to talk.

ABM Alignment: Credibility as Access

This approach doesn’t replace ABM, it enhances it.

When influencer collaboration aligns with target-account strategy, 
credibility becomes the first touchpoint. It opens doors that sales 
can’t force. In this case, the influencer-led content didn’t just generate 
awareness, it engineered access. A shared conversation created trust 
before the first outbound email was ever sent. That’s what a GEO-
aligned ABM strategy looks like: credibility first, contact second.

Field Application: Audit your credibility programs over the past 12 to 
18 months. Which partnerships and initiatives generated measurable 
trust signals beyond immediate campaign metrics? Build an annual 
plan that reinvests in those programs at a steady cadence, quarterly, 
biannual, or ongoing. Treat credibility like capital: invest, monitor, 
and let it compound.
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The Green Book Takeaway: The long game rewards consistency 
versus disjointed, incongruent short bursts of energy. Campaigns 
end, but systematic programs endure. Build credibility that outlasts 
your calendar, and every future initiative will start with the trust you 
have already earned.
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PA R T  V

THE GEO EXCHANGE

The market has always rewarded authority. What’s changed is the 
mechanism.

Search used to favor whoever could engineer visibility. Now, 
generative systems favor whoever has demonstrated credibility and 
trust. The crawl has become the consultation. Algorithms no longer 
count links; they weigh reputations.

This is the exchange - where human credibility becomes digital currency.

In the GEO era, a brand’s presence in the market and its representation 
in the model are inseparable. The systems deciding who gets seen 
and cited are trained on credibility patterns: who’s quoted, who’s 
consistent, and who’s trusted.

For CMOs, this isn’t a marketing shift - it’s a structural one. The line 
between brand equity and algorithmic equity has disappeared.

This final section shows what comes next:

•	 How credibility translates into algorithmic trust.
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•	 How representation becomes the new reach.
•	 And how CMOs turn influence from asset to infrastructure.

The future won’t reward who speaks the most - it will reward who’s 
already believed.
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CHAPTER 11

FROM SEO TO GEO

Search rewarded keywords. GEO rewards authority.

For twenty years, marketing teams have chased the algorithm. Feed it 
the right signals. Stack the right keywords. Win the right links. That 
used to work. Visibility was the prize, and SEO was the playbook.

But the game has changed, and AI has rewritten the rules.

Buyers no longer start by searching - they start by asking. And when 
they ask, they’re not browsing a list of links. They’re getting answers 
shaped by models that draw from the sources they already trust. 
Those models don’t crawl pages; they consult credibility networks. 
They look for who’s cited, who’s consistent, and who shows up across 
trusted sources.

That’s the pivot: from Search Engine Optimization to Generative 
Engine Optimization.

From being found to being believed.

SEO Isn’t Dead - It’s Absorbed

Let’s be clear: SEO still matters. The plumbing of visibility still runs 
through structure, metadata, and links. But those links have evolved. 
They no longer just move traffic - they move trust.
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A backlink from a random directory or content farm is just noise.

A backlink from a high-quality directory - the kind that’s curated, 
relevant, and respected within your field - still carries real weight. 
The same goes for citations in analyst research, mentions in trade 
publications, and inclusion in expert roundups that actually feature 
experts. Those are not just SEO assets; they are credibility signals.

The old play was volume. More pages, more backlinks, more everything.

The new play is authority density - fewer links, higher caliber, better 
context.

Low-quality links pollute your footprint. High-quality ones 
reinforce it. That’s the difference between chasing traffic and earning 
representation.

Google’s crawler ranked relevance, but now the models rank reputation.

They don’t just count links; they evaluate signals of trust. Here’s what 
really moves the needle:

•	 Authority of the source
Models give more weight to recognized authorities - 
analysts, respected media, .edu or .gov domains, trusted 
influencers, and other third-party voices with established 
credibility. A mention in Gartner or Harvard Business 
Review carries farther than a blog on Medium, but so does 
being cited by credible creators who move real buyers. 
Authority isn’t just institutional anymore - it’s distributed 
through independent expertise.

•	 Co-citation and cross-reference patterns
When multiple credible sources reference your work, the 
model associates your brand with that topic. It’s digital 
reputation by association.
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•	 Topical consistency
Models reward coherence. Brands that stay disciplined 
within their domain build a stronger semantic footprint. 
Jumping between random themes reads as noise.

•	 Engagement and endorsement signals
Models are trained on content that performs. Work that 
gets discussed, shared, or cited signals real value.

•	 Structural clarity
Models love structure: frameworks, numbered lists, labeled 
sections. It makes your ideas easier to parse, store, and 
recall. Frameworks are legible to machines and memorable 
to humans.

•	 Recency and persistence
Freshness matters. Consistent publication keeps your 
brand active in the data the models learn from. Authority 
compounds, but staleness decays.

•	 Reputation networks
Models read the neighborhood: who cites you, who you 
collaborate with, who you’re linked to. High-trust networks 
lift your signal; low-trust ones dilute it.

In short, models learn credibility the same way people do - by watching 
who gets cited, repeated, and reinforced by other trusted voices. They 
care who’s talking about you, not how often your name appears.

Representation Is the New Reach

B2B influencer and content creator, Evan Kirstel, put it perfectly:

“The old game was reach. The new game is representation.”

That one line captures everything. In the old world, you won by being 
loud - by buying attention and outspending competitors on visibility. 
In the new world, you win by being represented - by showing up 
naturally when models answer questions, when peers trade notes, and 
when analysts publish reports.
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Representation is algorithmic trust. It’s the invisible influence that 
drives both human and machine discovery. It’s what happens when 
your frameworks, your experts, and your ideas become part of the 
system’s understanding of the category.

You’re not optimizing for discovery anymore. You’re optimizing for 
presence. You’re teaching both the market and the models to recognize 
you as a credible source of truth.

AI has become the new gateway to information. The question for 
every CMO is no longer “How do we rank?” but “What does the 
model know about us?” The brands that manage that answer well will 
define visibility in the years ahead.

The GEO Representation Model

Frameworks + Citations + Consistency = Algorithmic Trust

•	 Frameworks
Frameworks give your thinking structure. They make 
your expertise legible - to people and to machines. When 
you publish original frameworks like “The Credibility 
Supply Chain” or “The Influence ROI Flywheel,” you 
create semantic anchors that algorithms can recognize and 
recall. Frameworks turn expertise into language the system 
understands.

•	 Citations
Citations are proof. Every credible mention - in research, 
analyst notes, podcasts, or media coverage - strengthens 
your reputation graph. Backlinks still matter, but not for 
volume. For validation. The question isn’t how many links 
you’ve built; it’s who’s linking, and why.

•	 Consistency
Consistency is pattern recognition. Repetition teaches both 
people and models to associate your brand with authority. 
When you appear across multiple credible surfaces - 
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research, podcasts, panels, LinkedIn - at a steady rhythm, 
you stop being occasional noise and start becoming part of 
the market’s mental furniture.

When these three align, you don’t just rank - you reside. Your 
credibility becomes encoded in the data sets and the discourse that 
shape how your buyers, and the systems they use, interpret the world.

Proof in Motion: GEO at Work

Recent case study: Earlier this year, I joined Eric Kavanagh on 
DM Radio for an episode called How to Get Noticed by ChatGPT. 
Alongside Amisha Gandhi of Signal 8 Agency, we unpacked how 
visibility is changing in real time - and what brands can do to stay 
discoverable when AI becomes the discovery layer.

The discussion itself was a live demonstration of GEO principles. 
Three credible voices from different corners of the B2B ecosystem - a 
host with media authority, a practitioner with C-suite experience, and 
an influence strategist - each contributing from their lane. 

The content was recorded, transcribed, syndicated as a podcast, 
repurposed into YouTube clips, distributed across LinkedIn, and 
amplified through earned channels.

The result wasn’t just exposure; it was representation. The conversation 
aligned human trust signals - authority, clarity, and originality - with 
machine-readable structure: transcripts, captions, and consistent 
topic framing. The show quickly ranked across search and AI-curated 
environments, earning citations and secondary coverage.

That’s the GEO model in motion. Structured, authoritative, and 
repeatable content created with credible partners doesn’t just reach 
people - it teaches the algorithms who to trust.
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Field Application: Operationalizing GEO

GEO isn’t just a mindset, it’s a method. Here’s how CMOs operationalize 
representability without discarding the fundamentals of SEO.

•	 Audit your authority graph
Map where your brand and leaders are cited - analysts, 
partners, media, and communities. Identify the missing 
nodes where credibility should live.

•	 Upgrade link-building to citation-building
Focus on quality nodes: analyst sites, respected directories, 
peer-reviewed media, and credible thought leaders. One 
trusted backlink is worth more than a hundred empty ones.

•	 Package your expertise
Turn internal IP into structured frameworks or named 
methodologies. Models reward clarity and repetition - the 
same cues that teach people to remember.

•	 Sustain your signal
GEO rewards rhythm. Build recurring programs - annual 
research, quarterly panels, monthly collaborations. Don’t 
campaign for credibility. Compound it.

•	 Track synthesis visibility
Watch where your frameworks and experts appear - not 
just in search, but in AI summaries, analyst briefings, and 
industry roundups. That’s the new scoreboard.

The Green Book Takeaway

SEO built visibility. GEO builds validity.

Search once rewarded relevance, but today’s models reward 
representation. The algorithms aren’t just looking for keywords - 
they’re looking for credibility.
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Keep building links, but build the right kind: the ones that signal 
trust, not just generate traffic. Your job isn’t to win the crawl anymore. 
It’s to shape the context.

The CMOs who understand that shift will define the next era of 
discoverability. Because in a world where credibility becomes code, 
only the trusted get through.

What Models Really Rank - Authority of the Source (Updated)

Models learn which domains and voices are consistently reliable. They 
give more weight to content from recognized authorities - credible 
experts, independent analysts, and trusted practitioner voices who 
publish in durable, public channels.

In practice: your experts should show up in third-party experts’ 
channels - podcasts, blogs, LinkedIn articles, YouTube channels, and 
LinkedIn Lives - where respected hosts and communities vouch for 
them. Those appearances create portable signals of trust that models 
and markets both recognize.
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CHAPTER 12

THE CMO’S NEW MANDATE

The CMO’s job used to be visibility. Now it’s trust-earned, measured, 
and engineered into every part of the business.

The job isn’t simply to generate attention anymore. It’s to engineer 
credibility. Visibility without trust is noise, and the market has tuned 
it out.

For years, marketing divided itself into silos - brand versus 
performance, awareness versus pipeline. Each fighting for credit, while 
trust quietly became the deciding metric. Now, the algorithms have 
caught up to what buyers already knew: belief is the real conversion 
engine.

That’s the new mandate. The CMO is responsible for building the 
system that earns and maintains credibility.

Not as a talking point, but as an operating system.

When AI becomes the gateway to information, the brands that win 
aren’t the ones chasing visibility - they’re the ones recognized as credible 
by both markets and models. That’s not chance. That’s intentional 
strategy - credibility by design. The CMOs who understand this will 
spend less time defending marketing and more time defining how 
markets actually work - what buyers believe, how trust forms, how 
influence moves, and how algorithms and analysts shape perception.
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The Credibility Mandate

Trust is the foundation that supports every campaign, partnership, 
and post. The brands that win don’t just get attention - they sustain it.

The modern CMO isn’t a brand steward or a demand generator. 
They’re a systems architect - designing how credibility moves through 
the market. They decide which voices earn proximity, which programs 
build equity, and how the company compounds belief over time.

Influence isn’t a campaign anymore. It’s an operating model.

The Credibility Mandate Pyramid

Strategy → Systems → Signals → Sentiment

•	 Strategy
Everything starts with intent. What do you want to be 
known for - and by whom? Credibility requires focus. 
You can’t dominate every conversation, so pick the ones 
that matter. Choose the domains where your brand must 
hold authority, and align your resources, voices, and proof 
points accordingly.

•	 Systems
Strategy dies without systems. Systems make credibility 
scalable. They turn influence into an engine - codified 
programs, repeatable partnerships, and internal 
governance that keeps your brand aligned over time. You’re 
not managing campaigns; you’re running a credibility 
machine.

•	 Signals
Systems create signals. These are the proof points that the 
market and the models can measure - analyst mentions, 
citations, engagement from credible peers, AI visibility. 
Each one adds weight to your reputation graph. Signals are 
the new scoreboard.



T H E  G R E E N  B O O K

66

•	 Sentiment
Sentiment is where credibility compounds. It’s the 
emotional reflection of all the systems and signals you’ve 
built. Buyers start to assume your authority before you 
even speak. That’s when marketing becomes momentum - 
when belief is instinctive.

Operating in the Dark Funnel

Much of a buyer’s journey now happens out of sight - in what 
marketers call the dark funnel. It’s where decisions form quietly, 
through conversations, shared content, analyst mentions, podcasts, 
and peer exchanges long before a formal evaluation begins.

That’s where credibility does its best work. The signals you create 
- frameworks, citations, partnerships, and consistent thought 
leadership - flow through these unseen networks, shaping perception 
before your sales team ever enters the picture.

The old funnel was linear and visible. The dark funnel is distributed 
and invisible - but it’s more powerful, because belief travels faster than 
data.

The CMOs who understand this don’t try to measure everything. 
They build systems that perform even when no one is watching.

From Marketing to Market Authority

The CMO’s situation has changed. You’re not just shaping the message 
anymore - you’re engineering the system that earns and manages 
market trust. You don’t just tell the story - you engineer the conditions 
for others to tell it for you, and for your buyers to actually hear it.

That’s the quiet advantage of the GEO era: awareness gets you seen; 
credibility gets you carried - through people, platforms, and the 
networks that shape both.
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The next generation of CMOs will think more like investors - 
allocating resources not by campaign, but by compounding effect. 
Each credible signal increases the value of the next. Each authentic 
collaboration teaches the market to trust faster.

The smartest CMOs won’t fight for attribution. They’ll build the 
systems that make attribution irrelevant.

The Green Book Takeaway

The new mandate is clear: CMOs are no longer just marketers - they 
are stewards of belief.

Their currency is credibility. Their system is influence. Their outcome 
is trust that compounds.

When strategy builds systems, systems create signals, and signals 
shape sentiment - credibility becomes capital.

The future belongs to the CMOs who stop chasing attention and start 
architecting trust. Because in the GEO era, marketing isn’t what you 
say - it’s what the market already believes about you.
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EP ILOGUE

THE LONG GAME

The CMO’s role has always been a paradox. You’re responsible for 
growth yet constrained by the short-term math of ROI. You’re 
expected to move fast, but you’re building systems of credibility that 
take months, not years, to mature. You’re managing pipelines that run 
on numbers, and reputations that run on trust.

This book began with one premise: visibility without credibility is 
just noise. But its real argument is this — credibility is now the most 
reliable form of marketing leverage a brand can build.

Budgets shift. Channels saturate. Algorithms rewrite themselves 
overnight. But credibility, once earned and operationalized, keeps 
working. It lowers acquisition costs, accelerates deals, strengthens 
pricing power, and compounds trust across every customer 
touchpoint.

The temptation in this moment is to automate faster, to let AI generate, 
optimize, and distribute at scale. But brands that lean too heavily on 
automation trade authenticity for efficiency. When the human signal 
disappears, so does trust. The market doesn’t just want content; it 
wants conviction.

The brands that thrive in the next decade won’t just capture attention; 
they’ll convert belief into predictable growth. They’ll measure 
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credibility as rigorously as performance and treat it not as a soft 
metric, but as a structural advantage.

Because in the end, visibility can be bought, but belief has to be built.

And when you build it, everything else scales.


