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What a marketing leader's job becomes when sales, marketing, and go-to-
market fold into one motion, and where Al earns its keep.
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Nobody knows the job anymore

For ~20 years, the marketing leader's job had a clean shape. Own the brand, run demand programs, pass
qualified leads to sales, defend the budget. Brand sat as its own function, with its own team and its own
calendar.

That shape is compressing. Brand did not stop mattering. What stopped making sense is the wall between "create
demand" and "close revenue," because one person with the right systems can now run a signal to a booked
meeting without a relay of handoffs.

This is a bigger job. Brand becomes the fuel that makes a signal-driven engine convert. The taste you already
have is the scarce input. What is new is the engine you point it at.

“Your GTM machinery isn't understaffed. It's under-engineered.”

There is an economic reason this arrived now. SaaS companies reached the point of spending roughly two dollars
on sales and marketing for every dollar of new recurring revenue. Growing pipeline through systems instead of
headcount became the obvious response. This guide maps that engine: how lean teams run it, what changes
function by function, and what breaks when you move it into a large enterprise.
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From briefing to building

The old motion was a relay. Marketing wrote a brief, an agency built a campaign, the campaign produced MQLs,
sales chased them, and revenue happened somewhere down the line. Every handoff lost information and time.

The new motion is a system that one small team builds and operates. Borrow Clay's framing: revenue teams now
work the way product teams do. You build something, test it, watch what converts, and improve it. The unit of work
is a workflow, not a campaign.

Brief Agency Campaign MQL Toss to sales Revenue (maybe)

BN Al-personalised play | One team runs the loop [

THE ENGINE - NOW

Buying signal Enriched account

Revenue, traced to the signal

The role at the centre of the new motion has a name. Clay coined "GTM engineer" in 2023; postings for it grew
205% year over year through 2025 (per Bloomberry), and research from Clay and The Signal found 54% of the
fastest-growing B2B SaaS companies already have one. You are being asked to think like that role, whether or
not you ever touch a line of code.
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Engine has four layers

Strip away the tool logos and most Al-native marketing teams run a version of the same stack. Four layers, each
with a job and a lesson that matters more than any product choice.

Layer 1 - Intelligence: who to touch and why now

This is where a tool like Clay lives, and the right place to start. The layer answers one question: of every account
you could contact, which few deserve attention this week, and what just happened to make that true? The raw
material is signals. Intent (someone sat on your pricing page; a target posted a job for a role your product serves),
firmographic triggers (funding, a new office, a leadership change), and behavioural signals (a trial user crossed an
activation milestone). A signal is a reason to reach out that the buyer would recognise as relevant.

LESSON Moving from "a list of accounts" to "a stream of signals" is the game. A list gets generic outreach. A signal
gives you timing and a reason, which is what earns a reply.

TIP Start with three signals your team can actually act on. Depth beats coverage in the first quarter.

Layer 2 - Personalisation: relevance at volume, not spam at volume

Al made it cheap to write a thousand emails. That is the trap. The teams winning use Al as a relevance engine: it
reads the signal, pulls the context, and drafts a message that could only have gone to that one account. If the
same email could reach a hundred companies unchanged, it is not personalised.

TIP Have the Al name the specific signal in the opening line. "Saw you're hiring three RevOps people" beats any
clever hook, because it proves you looked.

Layer 3 - Content & demand: feed the top, get cited by the machines

Content still feeds the engine, with one large change on top. Buyers now ask an Al before they ask Google, and
they act on the answer. That makes a new discipline load-bearing: getting your brand quoted inside Al answers.
The field calls it Generative Engine Optimisation (GEO), and it optimises for being the source a model cites, not
the tenth blue link.

The tactics with real evidence behind them are unglamorous. Publish specific data and name your experts. Cite
trustworthy sources, so models learn to treat you as one. Cover the smaller sub-questions a buyer's main
question breaks into. Own the "best X for Y" comparison pages in your category.

LEssoN Classic SEO is table stakes now. Put the marginal effort into being quotable by a model.

TIP Run the audit today. Ask ChatGPT, Claude, and Perplexity "what's the best [your category] and why." Whoever
they cite is your real competitive set.

Layer 4 - Human layer: what stays yours

The pattern across every serious analysis this year is the same. Al takes speed, scale, and analysis. Humans
keep judgment, direction, and accountability. The roles rising in value are the ones a model can't do: strategic
framing, a clear point of view, taste about what is worth making, and the stakeholder skill to move it through a
large organisation. For a brand leader this is the reassuring part. The engine needs a driver with judgment more
than it needs one more operator. Your work moves up the stack, toward deciding what the system should do and
whether its output is any good.
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What transfers to enterprise, what doesn't

The startup playbook does not drop cleanly into a named-account enterprise motion. Some of it transfers. Some
of it will get you in trouble.

TRANSFERS WELL BREAKS, OR NEEDS A HAND ON IT
* The signal layer. Knowing a strategic account just * Volume outbound. You cannot spray a named-account
changed CFOs or shipped a product is worth more with list. Point the same tooling at making ten touches
fifty accounts than five thousand. excellent, not ten thousand passable.
* Al research per account. Give each account team a * Long, multi-stakeholder cycles. A signal starts a play
genuinely researched brief instead of a generic one. a human team runs over months. It informs the motion;

* GEO. Enterprise buyers use Al search too, and their it does not replace it

categories have fewer credible sources, so the citation  Brand risk. A tone-deaf automated message reaches
prize is larger. exactly the people you can't afford to annoy. Keep a
human gate on anything account-facing.

The synthesis: at enterprise, Al is the research and relevance layer sitting under a human-led account motion, not
an autonomous outbound machine. Same engine, different gearing.
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Where to start

Weeks 1-2 Learn the shape. Work through Clay 101 (free, at Clay University) to internalise the signal — enrich
- personalise — act loop. You are after the thinking pattern, not tool mastery.

Weeks 3-4 Build one play. Run the LLM audit on your own category. Pick three signals your team could act on
this quarter. Draft, with Al, one signal-triggered play for one segment, ship it to a small list, and
measure replies back to the signal.

Ongoing Point your craft at the new surface. The positioning and narrative judgment you already carry is

what most technical GTM teams lack. That is your edge.

The advantage stopped being team size. It became a leader with taste who learned to run

the machine.



The short shelf

EVERYTHING BELOW IS CURRENT AS OF SEPTEMBER 2026

START HERE
Clay — "GTM Engineering: What It Is and How to Hire." The clearest single explainer of the role and the signal-

based model. clay.com/blog/gtm-engineering

Clay University (Clay 101). Free, hands-on, and the default training ground for this skillset. clay.com/university

GO DEEPER ON THE ROLE

GTM Engineering, by Patrick Spychalski. Why GTM engineering is the future, when to hire your first one, and treating
GTM like a product. youtube.com/watch?v=3jlhl-joTMc

The Signal, by Brendan Short. An independent, non-vendor newsletter; the "26 FAQs about GTM Engineering” issue is

a strong orientation. thesignal.club

Eric Nowoslawski on YouTube. Free, practical, open builds of Al outbound workflows from an early Clay master.

youtube.com - search "Eric Nowoslawski"

Apollo — "Technical skills a GTM engineer needs in 2026." \What the job actually requires under the hood. apollo.io/

insights

GETTING CITED BY Al (GEO)

Enrich Labs — "GEO: The Complete 2026 Guide." A clean introduction to the discipline and how it differs from SEO.

enrichlabs.ai/blog

LLM Pulse — "GEO Guide." The tactics with real measurement behind them, minus the hype. lImpulse.ai/blog/geo-guide

LEAN OPERATING MODEL

Koka Sexton — "The Al-Native Marketing Stack." The four-layer architecture, laid out in practice. kokasexton.com

GrowthMarketer — "Al-Native Marketing Org Chart for 2026." How few people it actually takes to run the engine.

growthmarketer.com/blog
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