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Agentic Commerce Architecture research

Conversational AI shopping assistants have changed what visibility means for a product catalog.

Discoverability once meant ranking on a page a human would scroll. It now depends on whether an AI

agent can verify, query, and act on the data underneath. Drawing on Chitrangana's Agentic Commerce

Architecture research, this article introduces a three-part visibility test — verifiable, queryable, selectable

— and argues that catalog legibility, not traffic volume, is the primary risk in AI-mediated commerce.

For thirty years, being findable online meant ranking on a search results page a human would scroll

through. That definition broke. When a shopper asks ChatGPT to find, compare, or buy a product, there is

no page to scroll and no human eye to catch a good photo. The AI answers one question internally: can it

read the catalog well enough to trust it?

Search engines were built to be read by humans first and crawled by machines second. Conversational

shopping inverts that order. The AI is now the primary customer of catalog data; the human sees only

what the AI surfaces. Chitrangana's Agentic Commerce Architecture research describes this as the move

from a browsing economy to a querying economy — where the real storefront is no longer the homepage,

but the structured data sitting underneath it.

This filter operates today, every time an AI shopping assistant is asked to compare products. It rewards

one property: machine-legibility. A catalog can carry excellent products, competitive pricing, and strong

photography, and remain functionally invisible to an agent if its data cannot be verified.

Abstract

V E R D I C T

Catalog legibility has replaced ranking as the gate on commerce visibility; a catalog

that fails machine verification disappears from the conversation rather than dropping

a position.

1. The Shift Nobody Priced In
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Visibility to a conversational shopping agent has almost nothing to do with keyword density or backlinks. It

rests on three properties Chitrangana's research frames as the test of a machine-legible catalog.

1 Verifiable

The agent confirms the product exists, is in stock, and is priced as stated — from structured

data, not by inferring from human-facing description copy

2 Queryable

The agent answers specific comparison questions — size, material, compatibility, return

policy — directly from the data, without interpreting marketing language

3 Selectable

Once choices narrow, the agent completes or hands off the transaction cleanly, without a

dead end only a human could navigate past

Catalogs that fail one of the three are not partially recommended. They are skipped in favour of a competi‐

tor whose data answers the question more cleanly — regardless of whose product is better.

C O N S E Q U E N C E

If a catalog fails any one of the three tests | Zero surfacing in agent-mediated comparison,
with no ranking signal to diagnose the loss

Most catalogs were built for a human decision journey: browse, get inspired, compare visually, decide.

That journey rested on hero images, brand storytelling, page layout, and persuasive copy — none of which

an agent can use. The inputs agents do rely on — structured product feeds, consistent attribute data, ma‐

chine-readable availability and pricing — are usually the least maintained part of a company's digital pres‐

ence, treated as backend plumbing rather than as a storefront.

Across the businesses in Chitrangana's research base, this gap is the largest hidden risk in digital com‐

merce. It is not a traffic problem. It is a legibility problem.

2. What "Visible to AI" Actually Means

3. Why Most Catalogs Fail This Quietly
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The businesses that gain most from AI-mediated shopping are not the ones with the biggest catalogs or

the biggest ad budgets. They are the ones whose product data an agent can confidently read, verify, and

act on.
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4. The Practical Takeaway

R E C O M M E N D A T I O N

Treat the structured data layer as a first-class product before agent-driven traffic is

large enough to register in analytics — at that point the gap is no longer quiet to close.
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