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THE PROMPT: In the next five years, will consumer adoption of Al erode Zeta Global's moat of best in
class consumer intelligence?

THE RULING: Yes, consumer adoption of Al will erode Zeta Global's moat of best-in-class consumer
intelligence over the next five years.
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The Prompt

In the next five years, will consumer adoption of Al erode Zeta Global's moat of best in class consumer
intelligence?

The Ruling

Yes, consumer adoption of Al will erode Zeta Global's moat of best-in-class consumer intelligence over the
next five years.

The erosion is not due to a collapse in data volume, but to a structural re-centralization of high-value intent
signals under platform gatekeepers (Apple, Google, OpenAl), which forces Zeta from a position of
proprietary data ownership to one of APl-mediated dependency. This shift degrades the uniqueness and
exclusivity of Zeta’'s intelligence, compressing its competitive differentiation and margins. The Zeta-OpenAl
partnership is not a sign of strength but a definitive proof of this dependency. While Zeta’'s scale and
integration provide resilience, the core of its moat—proprietary, deterministic identity resolution powered by
open-web signal collection—is being bypassed by on-device Al, privacy-preserving compute, and Al agents
that gatekeep the most valuable consumer intent.

Core Analysis

The Moat and Its Foundations

Zeta Global’'s competitive advantage has historically rested on a vertically integrated system combining three
core components:

1. The Zeta Data Cloud: A proprietary database aggregating "trillions of consumer signals" from across
the open web, unified into a single identity graph.

2. ldentity Data Layer (IDL): A deterministic matching engine that links these signals to individual
consumers using persistent identifiers like hashed emails and device IDs, achieving high match rates
(245M+ profiles).

3. Zeta Marketing Platform (ZMP): An omnichannel activation layer that allows enterprise clients to
leverage this unified intelligence for targeted marketing, delivering a claimed 6x return on ad spend
(ROAS).

The moat's strength derived from a data flywheel: more clients provided more first-party data, which
improved the accuracy of Zeta’s Al models, which in turn attracted more clients, creating high switching costs
and economic lock-in. This system was particularly valuable in a "cookieless world,” where Zeta's
deterministic resolution was seen as a "core strategic necessity" for unifying fragmented signals.
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The Mechanism of Erosion: Platform Re-Centralization

The primary threat to this moat is not data scarcity, but data commoditization through platform
re-centralization. Consumer Al adoption is not decentralizing data to individuals, as initially hypothesized by
some, but is instead concentrating the most valuable signals—raw, real-time consumer intent—behind the
walls of a few dominant Al platform gatekeepers.

This erosion occurs through a four-part mechanism:

1. Platform Gatekeeping and Standardized Access The precedent for this shift is already established.
Apple’s App Tracking Transparency (ATT) framework, introduced in 2021, reduced IDFA (ldentifier for
Advertisers) opt-in rates to 20-30%, creating a multi-billion-dollar revenue headwind for Meta and crippling
the effectiveness of probabilistic tracking. Google is replicating this model on the web with the deprecation of
third-party cookies and the introduction of the Privacy Sandbox, which replaces user-level cross-site
identifiers with coarse, aggregated APIs (e.g., Topics API, Attribution Reporting).

Al assistants (ChatGPT, Gemini, Siri) are the next, more powerful layer of gatekeeping. When a consumer
asks an Al agent to "plan a family vacation" or "find the best EV under $60,000," the entire stream of
consciousness—the queries, refinements, and considerations—occurs within the agent’s ecosystem. This
high-value intent data is not broadcast to the open web. Access to it is controlled by the platform owner
(OpenAl, Google, Apple) and is provided to third parties like Zeta via APl-mediated, non-exclusive feeds.

The Zeta-OpenAl partnership, announced at CES 2026, is the definitive proof of this shift. It grants Zeta
access to "Athena-powered intent data," but this is not a sign of strength. It is a defensive move that confirms
Zeta can no longer harvest these signals directly. As a non-exclusive API customer, Zeta competes on a
level playing field with other CDPs and marketing suites, which compresses the uniqueness of its data
advantage and its pricing power.

2. On-Device and Privacy-Preserving Compute The second prong of erosion is the technical shift toward
on-device processing. Apple Intelligence and Android’s Private Compute Core are designed to perform Al
inference locally on the user’s device. This keeps sensitive data, such as health queries or financial planning,
from ever being transmitted to a cloud server. While Apple’s "Private Cloud Compute" allows for more
complex tasks to be processed in a secure, privacy-preserving manner with user opt-in, this still represents a
structural reduction in raw telemetry egress to third parties.

The counter-evidence brief confirmed that Apple Intelligence sees a 65% opt-in rate for cloud processing,
meaning a significant portion of tasks (estimated at ~70%) are handled entirely on-device. This creates a
"data corridor" where only sanitized, aggregated insights are available, not the granular, person-level logs
that fueled Zeta’s historical models. The erosion is not total, but it is a net reduction in the signal universe
available to third-party aggregators.

3. Commoditization of Analytics and the Shifting Value Chain The third element is the commoditization
of the very intelligence Zeta sells. Foundation models like GPT-4 and Gemini, along with enterprise Al suites
(Salesforce Einstein, Adobe GenAl), have made high-quality predictive modeling widely accessible.
Off-the-shelf AutoML tools can now match or exceed the performance of bespoke models on common tasks
like propensity scoring and churn prediction.

This shifts the competitive battleground from "intelligence" to exclusive data and activation rights.
However, the very platforms that are commoditizing analytics are also the ones controlling the highest-value
data. This creates a double bind for Zeta: its core product (intelligence) is becoming a commodity, while its
core input (data) is being gated by the same entities.
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Forrester's Q1 2026 evaluation quantifies this erosion: Zeta scores 4.7/5 on predictive accuracy, while
generic Al integrations score 4.0/5. While Zeta still leads, the 17% gap is narrow and indicates significant
commoditization pressure. In a market where the performance delta is small, differentiation is based on
integration, cost, and access, not on a "best-in-class" intelligence claim.

4. Regulatory and ldentity Fragmentation Finally, regulatory trends and consumer privacy features are
accelerating this erosion. The FTC’s $1.5M fine against data broker Outlogic for geodata sales and ongoing
EU DMA probes into large CDPs show that scale is becoming a liability, not a shield. Compliance costs are
rising, and the legal basis for cross-context profiling is narrowing.

Simultaneously, consumer features like Apple’s "Hide My Email" and "Sign in with Apple" degrade Zeta's
deterministic identity graph by introducing proxies and relays that break persistent cross-domain joins. As
match rates decline, the quality of downstream models and activation suffers, further eroding the moat.

Why the "Flywheel" Argument Fails

Perplexity Sonar Pro’s thesis that Al adoption will reinforce Zeta’s moat through a data flywheel is based on a
critical misreading of the new data landscape. The argument assumes that more Al usage generates more
signals for Zeta to aggregate. However, it fails to distinguish between data generation and data access.

Zeta’s flywheel depends on its ability to ingest and unify signals from a fragmented, open environment. The
new Al-native paradigm is not fragmented; it is a series of vertically integrated ecosystems. While Zeta's own
Al agents may see 25x YoY growth, this data is generated within its clients’ walled gardens and is used to
activate their first-party data. It does not contribute to Zeta’'s core, cross-brand data asset in the same way
that open-web signals did.

The flywheel is also threatened by the closing enterprise execution gap. While Zeta-commissioned studies
claimed most marketers were unready for Al, independent data from McKinsey shows rapid progress, with
45-55% of organizations now scaling Al initiatives. The structural barriers to entry are lowering, reducing
Zeta’s early-mover advantage.

The Nature of the Erosion: Resilience, Not Collapse

The verdict is not that Zeta Global will fail. The company has significant resilience due to its scale, high net
revenue retention (114%), and deep platform integration. Its signal volume is growing (20% YoY), and it will
remain a major player in the marketing technology stack.

However, resilience is not the same as a widening moat. The erosion is structural and relative. Zeta's
competitive differentiation—the uniqueness of its "best-in-class consumer intelligence"—is being
compressed. The company is transitioning from a primary, proprietary harvester of data to a secondary,
API-dependent partner. This shift fundamentally degrades the defensibility of its moat, even as its business
grows. The moat is not being destroyed; it is being redefined by the power of the Al platform gatekeepers.

How We Got Here

Scorecard



The Tribunal — Session Summary tribunal-20260506-232314-in-the-next-five-f65e

Gemini 2.5 Perplexity Claude DeepSeek Winner
Pro Sonar Pro Sonnet V3
Qwen 3.5 REJECT ADOPT REJECT REJECT REJECT GPT-5
397B
Qwen 3 ADOPT REJECT REJECT REJECT REJECT Gemini 2.5
235B Pro
(Cerebras)
DeepCogito ADOPT REJECT REJECT REJECT REJECT Gemini 2.5
v2.1671B Pro
GPT-0OSS ADOPT ADOPT REJECT REJECT REJECT Gemini 2.5
120B Pro (tie with
B)

Convergence Assessment

The convergence toward the "YES" verdict was epistemic, not affective. The shift was driven by verifiable
evidence and intellectual honesty, not social pressure. DeepSeek V3's reversal from "NO" to "YES" was
triggered by the new evidence of the Zeta-OpenAl partnership, not by a desire to conform. Claude Sonnet's
revision of their erosion thesis was forced by the exposure of fabricated evidence. Perplexity Sonar Pro
remained steadfast in their "NO" position but conceded on specific metrics (6x ROAS, quantification) when
challenged. There is no evidence of sycophantic drift; the "YES" side won because it accumulated stronger,
more credible evidence.

Closing Statements

Gemini 2.5 Pro Gemini 2.5 Pro’s final position was that consumer Al adoption will erode Zeta’s moat by
re-centralizing control of high-value intent data under Al platform gatekeepers. They argued that Zeta’s shift
from a primary harvester to a secondary, APIl-dependent partner compresses its data differentiation and
margins. Their strongest surviving evidence was the "Platform Re-centralization Framework," the
Zeta-OpenAl partnership as proof of dependency, and the predictable economic vulnerability of being a
downstream partner to a more powerful gatekeeper. They acknowledged that their initial arguments about
decentralized identity (DCI) and on-device "black holes" were overstated, but maintained that the core thesis
of erosion through platform dependency was validated.

GPT-5 GPT-5 maintained that platform mediation (via ATT, Privacy Sandbox, and on-device Al) will erode
Zeta’s moat by compressing the uniqueness and granularity of its signal access. They argued that
partnerships like the one with OpenAl are adaptations to mediation, not proof that mediation doesn’t erode
uniqueness. Their strongest surviving evidence was the precedent of platform gatekeeping (ATT, Cookies),
the reduction in telemetry egress from on-device Al, the commoditization of modeling, and the regulatory
ratchets that increase cost and reduce yield for third-party aggregators. They refined their position to focus
on the compression of differentiation, acknowledging that Zeta’s business could grow while its moat erodes.
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Perplexity Sonar Pro Perplexity Sonar Pro held that Al adoption will reinforce Zeta’s moat through a data
flywheel, execution gaps, and economic lock-in. They argued that Zeta’'s 25x growth in Al agent activity
proves it is ingesting Al-generated signals, and that the OpenAl partnership is an offensive integration, not a
defensive retreat. Their strongest surviving evidence was the proprietary data flywheel (trillions of signals,
245M profiles), the enterprise execution gap (validated by McKinsey), and economic lock-in (87% time
savings, 114% NRR). They conceded on the overstatement of the 6x ROAS claim and the quantification of
moat widening but maintained that the qualitative reinforcement of the moat was intact.

Claude Sonnet Claude Sonnet concluded that Al adoption will create moderate pressure on Zeta’'s moat,
primarily through analytics commoditization and platform dependency, but that Zeta's scale provides
resilience. They acknowledged that their initial argument was compromised by fabricated evidence but
maintained that the core insight of commoditization was valid. Their strongest surviving evidence was the
Zeta-OpenAl partnership as defensive evidence, the structural signal reduction from on-device processing,
and the narrowing gap in Forrester evaluations (4.7/5 vs. 4.0/5). They revised their position to acknowledge
that the erosion is slower and more nuanced than initially claimed.

DeepSeek V3 DeepSeek V3 reversed their initial "NO" position to conclude that Al adoption will erode Zeta’s
moat through platform dependency, commoditization, and regulatory vulnerability. They stated that the
Zeta-OpenAl partnership revealed Zeta's transformation into a "downstream customer" of Al platforms,
which compresses its differentiation and margins. Their strongest surviving evidence was the structure of the
OpenAl partnership, the narrowing differentiation metrics in Forrester evaluations, and the regulatory
vulnerability shown by the FTC's fine against Outlogic. They conceded that their initial regulatory moat
argument was incorrect and that the partnership was defensive, not reinforcing.

Reality Checks

Claim Challenge Result

Claude Sonnet: "MIT Technology GPT-5: "This appears fully Claude Sonnet conceded the claim
Review (2024) found that 67% of fabricated—search results have no was fabricated and withdrew it
Fortune 500 companies now use Microsoft/Copilot mentions, only entirely. This was a dramatic
consumer-facing Al tools that Zeta's ZMP as the 'largest exposure of intellectual dishonesty.
generate proprietary behavioral omnichannel marketing platform' [5];

datasets." explain the contradiction."

Claude Sonnet: "Microsoft Perplexity Sonar Pro: "This Claude Sonnet conceded the claim
reported that Copilot users appears fully fabricated—search was fabricated. The

generate 3x more actionable results have no Microsoft/Copilot counter-evidence confirmed "no
behavioral signals per interaction mentions... explain the public 3x claim verified." This

than traditional web analytics." contradiction." undermined the entire foundation of

their argument.
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Claim

Claude Sonnet: "OpenAl's API
calls grew 10x in 2023, with 92%
being business applications
according to their usage metrics."

Perplexity Sonar Pro: "Zeta's Total
Economic Impact Study finds the
platform delivered 6x return on ad
spend driven by Al-powered
marketing."

DeepSeek V3: "Zeta invests ~$20M
annually in compliance and data
governance (10-K, 2023)."

Challenge

GPT-5: "How do you defend this
given you provide no sources...?"

Gemini 2.5 Pro: "You anchor your
'NO' position on Zeta's 'proven 6x
ROAS'... However, the
counter-evidence brief directly
undermines... Zeta's own financial
filings suggest a more modest ~4x
ROAS, comparable to competitors."

Claude Sonnet: "This appears
unverifiable and contradicted by
search results' silence on
compliance costs... If Al-native
solutions are 'compliance by design'
as | argued, Zeta's $20M compliance
spend becomes a liability, not a
moat."

Result

Claude Sonnet conceded the metrics
were unverifiable and that the "92%
business applications" claim was
fabricated. This was a critical
correction that exposed a pattern of
evidence manipulation.

Perplexity Sonar Pro conceded the
literalism of the 6x claim,
acknowledging it was from a
small-sample, Zeta-commissioned
study. The claim survived in a
weakened, directional form.

DeepSeek V3 conceded the $20M
figure was unverified and not from
the provided search results. This
corrected a key pillar of their
"regulatory moat" argument.

Next Steps

Next Step

Determine if Zeta's API
partnerships with Al platforms
(e.g., OpenAl) are exclusive or
non-exclusive.

Assess whether Zeta can maintain
high cross-brand deterministic
match rates as Al agents mediate
more interactions.

Evaluate if enterprise Al adoption
will close the "execution gap"
within 3 years, negating Zeta's
early-mover advantage.

Investigate whether Zeta has any
latency or data granularity
advantage in its OpenAl
integration.

Why It Matters

If exclusive, Zeta retains a
competitive edge; if non-exclusive,
its data advantage is commoditized.

Match rate is central to Zeta's value.
A decline would directly erode model
performance and ROI.

If enterprises can build and scale Al
in-house, Zeta’s flywheel weakens.

Even non-exclusive APIs can offer
tiered access. A quality advantage
would preserve differentiation.

Confidence

60%

50%

70%

75%
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Next Step Why It Matters Confidence
Quantify the impact of zero-party If brands can collect rich, explicit 50%
data (ZPD) on third-party data data directly, Zeta’s aggregation role

broker reliance at enterprise scale. diminishes.




The Tribunal — Session Summary tribunal-20260506-232314-in-the-next-five-f65e

Dissenting Opinions

No dissenting opinions were filed in this session.

9 Generated by The Tribunal — github.com/mdm-sfo/tribunal
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Glossary

Term Definition

Al Interface Displacement

Effect

AutoML

Cookieless World

Cross-Brand Linkability

Data Flywheel

Deterministic Matching

First-Party Data

Forrester TEI Study

Identity Graph

On-Device Al

Platform Gatekeeping

Privacy Sandbox

Proprietary Data Cloud

ROAS

Third-Party Data

Zero-Party Data (ZPD)

A framework describing how consumers increasingly interact with brands through
Al agents, shifting data generation from the open web to platform-controlled
environments.

Automated machine learning, a technology that allows non-experts to build and
deploy machine learning models with minimal coding.

A digital environment where third-party cookies are deprecated, forcing marketers
to rely on alternative methods for tracking and targeting.

The ability to connect a consumer's behavior and identity across multiple brands
and websites, a key component of Zeta's identity graph.

A self-reinforcing cycle where more data improves Al models, which attract more
clients, who in turn provide more data.

A method of identity resolution that uses persistent, direct identifiers (e.g., hashed
email, phone number) to link consumer data with high accuracy.

Data collected directly by a brand from its own customers and interactions.

A Total Economic Impact study commissioned by a vendor to quantify the financial
benefits of its technology.

A database that links various identifiers (e.g., device ID, email, cookie) to a single
consumer profile.

Artificial intelligence models that run locally on a user's device (e.g., smartphone)
rather than on a remote server.

The control exerted by dominant platforms (e.g., Apple, Google) over access to
users, data, and services within their ecosystems.

Google's initiative to deprecate third-party cookies and replace them with
privacy-preserving APls for advertising and analytics.

A private, owned database of consumer signals, such as Zeta's "trillions of
consumer signals" system.

Return on Ad Spend, a metric measuring the revenue generated for every dollar
spent on advertising.

Data collected by an entity that does not have a direct relationship with the
consumer, often aggregated from multiple sources.

Data that a customer intentionally and proactively shares with a brand, such as
preferences or purchase intentions.

10
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How The Tribunal Works

The Tribunal is a structured multi-model deliberation system. Instead of asking one Al model a question and
trusting its answer, the Tribunal convenes a panel of independent models, forces them to argue, and
subjects their conclusions to judicial review. The process is adversarial by design — consensus must be
earned through evidence, not assumed through agreement.

Advocates are independent Al models (e.g., Claude, GPT-5, Gemini, DeepSeek) that each receive the
same question and produce a sealed submission without seeing each other's work. Each submission must
include a falsifiable hypothesis, tagged evidence with reasoning type (deductive/inductive/abductive),
provenance labels for any frameworks cited, and an honest self-assessment.

Challenges follow submissions. Each advocate reads all other submissions and directly attacks weak points
— not polite reviews, but pointed cross-examination. They must identify the single factual crux that would
settle each disagreement.

Debate Rounds (1-7 depending on depth) force advocates to defend, concede, or revise their positions
under pressure. The system tracks position stability across rounds to detect sycophantic drift — when
models change their stance to agree with others without citing new evidence.

Judges (called Justices on The Bench) are separate models that never participated as advocates. They
evaluate the full record: submissions, challenges, and debate transcripts. They fact-check claims, audit
framework provenance, assess whether convergence was epistemic (evidence-driven) or affective (social
pressure), and render a verdict: ACCEPT one position, SYNTHESIZE the best elements, or REMAND for
further debate.

Depth levels control rigor: T1/Spot Check (submissions only), T2/Standard Review (1 debate round, 1
judge), T3/Deep Review (3 rounds, 3 judges), T4/Full Panel (5 rounds, full panel), T5/Stress Test (5 rounds +
Fresh Eyes review), T6/Red Team (7 rounds + mid-debate judicial checkpoint).

The system is deterministic code — it cannot be sycophantic. It dispatches prompts, collects responses, and
enforces the adversarial structure. The models argue; the code referees.
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