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Author’s Note

Sixteen years in content marketing gives you a particular kind of patience. You learn to distinguish
between shifts that actually change how the work gets done and noise that produces a new acronym
but not much else.

Al is the former—not because of hype, but because of what I've watched happen in the field: across
five SaaS organizations, five agencies, twenty-seven consulting clients, and two years specifically
focused on shaping AEO-focused content products for SaaS vendors. In that last role especially, the
guestion of “who owns this task, the model or the human” was not theoretical. It was a daily editorial
decision with real stakes.

This report is the operations side of that story. If you've read my companion piece on the state of
content marketing and AEO in an Al-driven buying era, you've already seen the buyer side—how
buyers research, how Al mediates discovery, and why original research has become a defensive
asset. That report answers: why does your content strategy need to change? This one answers the
harder question: on a real content team doing real content work, what should Al own, what should
humans own, and what does freeing humans from mechanical work actually make possible?

I’'m not going to tell you Al replaces everything or nothing. Both positions are wrong and neither is
useful. What I'll give you is a framework for making the call—and a clear-eyed map of where the line
actually sits across six dimensions of content marketing work.

Executive Summary
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The debate over Al in content marketing has been stuck in the wrong frame. “Will Al replace content
marketers?” is the wrong question. The right question is: which parts of content work should Al own
so humans can concentrate on the parts that create actual differentiation?

HubSpot's 2025 Al research found that 91% of marketing leaders say their teams use Al, 80% use it
for content creation, and 65% planned to increase Al investment through 2025. Salesforce’s 2026
data shows 75% of marketers have adopted Al—and yet 84% still admit to running generic
campaigns. The tools are everywhere. The strategic framework for using them is not.

The most useful boundary in content marketing is not Al versus humans. It's throughput versus
judgment. Al is strongest where work is repetitive, high-volume, format-constrained, or easy to score.
Humans are still essential where work depends on original insight, strategic tradeoffs, subject-matter
expertise, reputation risk, empathy, or relationships.

What this report maps out, across six core dimensions of content marketing, is exactly where that
boundary sits—and what happens when you reallocate correctly. The teams winning right now are
not the ones that replaced the most humans. They are the ones that redesigned work so Al absorbs
the drudgery and humans concentrate on the scarce assets the market actually rewards: insight,
credibility, clarity, and taste.
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The Framework: Automate vs. Human

Before diving into the six dimensions, here is the decision tree | use to evaluate any content task,
process, or function. It comes down to three questions. The answers land you in one of four operating
lanes.

EVALUATE YOUR TASK

NO Is this task repetitive, YES

high-volume, or formula-driven?

Requires original insight,
judgment, or relationships?

Does a mistake damage
brand trust or reputation?

KEEP IT AI-ASSISTED HUMAN IN AUTOMATE IT
HUMAN THE LOOP

Human-led, Al accelerates, Al executes, Al-first,
Al at the margins human directs human approves humans set rules

The four lanes are not a judgment on the quality of the work—they are a practical system for where
human attention creates the most leverage.

LANE DEFINITION EXAMPLES

The Human-Al Content Team — Rocco Brudno — May 2026 Page 3



Automate It Repetitive, formula-driven, low brand risk. Al runs it;
humans set the rules and review outputs periodically.

Human in the Loop High-volume but high-stakes. Al executes; a human
reviews, edits, and approves before anything goes
live.

Al-Assisted Not repetitive, but Al can meaningfully accelerate.

Human directs; Al speeds up execution.

Keep It Human Requires original insight, relationships,
accountability, or trust. Al should not be the primary
engine here.

The Human-Al Content Team — Rocco Brudno — May 2026

Metadata drafting, social repurposing,
brief templates, dashboard assembly,
anomaly alerts

First drafts, executive ghostwriting, sales
enablement content, performance reports
to leadership

Content gap analysis, competitor
research synthesis, technical SEO audit
review, ICP research aggregation

Content strategy, PR relationships,
editorial standards, performance reviews,
brand POV development
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1. Content Production Lifecycle

The production lifecycle is where Al adoption is most visible and, in many ways, most misapplied.
Teams reach for Al at the drafting stage first—which is understandable—but the bigger leverage is in
the steps surrounding drafts: ideation, briefing, revision passes, metadata, publishing, and
maintenance. That is where the mechanical volume lives, and where humans were spending time
that was not returning much strategic value.

Orbit Media’s 2025 survey found that non-users of Al in content fell from 65% to 5% over two years.
But only one in ten marketers use Al to write complete articles—and those who do are the least likely
to report strong results. By contrast, Al-assisted editing performs comparably to human editing teams
in Orbit's data. The pattern that emerges: Al is replacing the mechanics around content, not the

human who decides what the content should mean.

TASK /

FUNCTION

Al HANDLES THIS WELL

HUMANS STILL OWN

NEW WORK UNLOCKED

Ideation Topic expansion, headline Choosing which ideas are More time on editorial
variants, query harvesting, strategically worth publishing. positioning: developing the
persona-based idea lists, Deciding the brand POV on a narrative arc and thematic
clustering prompts topic. Saying something the planning that makes a brand's
market has not heard before. content feel coherent over time,
not just individually useful.
Research & Article summarization, Verifying facts, interviewing Deeper primary research:
Briefing competitor page aggregation, SMEs, resolving tradeoffs customer interviews, SME
brief templates, keyword across product priorities, legal conversations, proprietary data
clusters, outline scaffolding constraints, and messaging development that creates the
alignment assets Al cannot synthesize
because they do not yet exist.
Drafting First drafts, repurposed drafts, Original argumentation, expert Writers shift from drafters to
variant copy, landing page storytelling, experience-based editors and strategists, owning
copy, email copy, insight, memorable language, the standard that drafts are held
template-driven page content and brand voice that is actually to rather than the production of
distinctive every word.
Revisions Grammar, tone normalization, Final editorial judgment, Editors spend more time on
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accessibility cleanup,
formatting, internal link
suggestions, style
standardization

narrative architecture, legal
review, fact-checking, brand
voice approval

structural and strategic
feedback: the argument-quality
pass rather than the grammar
pass.
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TASK /

FUNCTION

SEO Optimization

Publishing &
Distribution

Performance &
Maintenance
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Al HANDLES THIS WELL

Metadata drafting, keyword
grouping, FAQ creation,
schema suggestions, SERP
clustering, prompt tracking,
citation-gap discovery

CMS field population, schedule
setup, translation, caption
generation, compliance
checklists, social variant
creation, repurposing

Dashboard assembly, anomaly
detection, report preparation,
stale-content detection,
broken-link checks, refresh draft
suggestions

HUMANS STILL OWN

Search intent judgment,
cannibalization calls, entity
strategy, link architecture
decisions, deciding what not to
optimize

Release timing for sensitive
campaigns, governance
approvals, brand/legal risk
sign-off, creator and PR
relationships, community
engagement

Deciding which metrics matter,
diagnosing root cause,
connecting visibility to pipeline,
choosing what to fix,
substantive updates after
product or regulatory changes

NEW WORK UNLOCKED

SEO strategists shift to
higher-order work: entity
authority strategy, internal
architecture design, and
building content infrastructure
that earns Al citations.

Distribution becomes more
deliberate: fewer auto-posts,
more intentional
relationship-building with
sources and channels that
generate earned visibility.

Measurement becomes a

genuine strategic function: not
reporting what happened, but
designing the scoreboard and
interpreting it for the business.
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2. Content Strategy

Content strategy is where Al helps the most and replaces the least—and that tension is worth
understanding carefully. CMI's 2025 B2B benchmarking found that only 29% of B2B marketers rate
their content strategy as very or extremely effective. The most common failure modes are not
production-related. They are strategic: unclear goals, disconnection from the buyer journey, poor
audience research, and an emphasis on quantity over quality.

Al can support each of those functions, but it cannot decide what the company should be known for.
The biggest shift Al enables in strategy is making research breadth cheap. Teams can now review far
more calls, more competitor pages, more review data, and more prompt sets than they ever could
manually. That changes the economics of strategy: humans should spend less time gathering raw
material and more time making the calls only humans can make.

This is also where replacement becomes obvious at the junior level. Analysts who used to spend
days collecting screenshots, summarizing calls, or building first-pass competitor decks are watching
that work compress into minutes. The replacement is incomplete, though: teams still need senior
humans to ask smarter questions,
high-conviction strategic theses. The human role shifts upward from collector to interpreter.

challenge false positives, and turn weak signals into

TASK /

FUNCTION

Gap Analysis

Competitor
Research

Technical SEO &
Architecture
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Al HANDLES THIS WELL

Compare owned content
against tracked prompts,
competitor coverage, citation
sources, and missing entity
coverage

Aggregate SERP data,
Al-answer mentions, audience
affinity data, and
source-of-influence patterns

Flag indexing issues,
structured-data problems, poor
page experience, Core Web
Vitals issues, schema gaps

HUMANS STILL OWN

Deciding which gaps matter
commercially, which are
on-brand, and which are worth
ignoring. Not all gaps are worth
filling.

Distinguishing imitation from
differentiation. Knowing what
competitors do is not the same
as choosing a winning
narrative.

Fixing architecture, prioritizing
engineering work, weighing
SEO tradeoffs against UX,
CMS, or product constraints

NEW WORK UNLOCKED

Strategists can run more
rigorous analyses across more
signals, spending time on the
strategic implications rather
than data collection.

More time developing genuine
editorial differentiation: the
brand POV and argument
architecture that makes content
recognizable, not just findable.

SEO strategists operate more
as content architects: designing
infrastructure that makes
content machine-readable and
human-useful simultaneously.
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TASK /

Al HANDLES THIS WELL
FUNCTION

Content Calendar Generate themes, cadence
suggestions, repurpose plans,
publish windows based on
performance history and

campaign inputs

Sales Support &
Enablement

Generate tailored collateral,
follow-up drafts, outreach
templates, case study
scaffolding from CRM and call
data

Market Trends &
ICP Research

Synthesize demographic data,
search behavior, transcript
patterns, source-of-influence
signals, review aggregation
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HUMANS STILL OWN

Choosing the editorial arc,
sequencing thought leadership,
aligning launches with sales,
product, and market context

Building the account strategy,
deciding what to say to whom,
judging relationship risk in
expansion plays

Deciding which segments are
highest-value, how to message
them, and whether the persona
still makes strategic sense

NEW WORK UNLOCKED

Editorial directors spend more
time on the narrative spine of
the calendar: the connective
tissue that builds a recognizable
brand voice over months, not
posts.

Content and sales alignment
becomes more fluid: humans in
actual customer conversations
rather than writing the same
follow-up template repeatedly.

Senior strategists can run more
frequent ICP validation cycles:

checking assumptions against

real data rather than relying on
personas built eighteen months
ago.
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3. Content Distribution

Distribution is where Al is moving fastest after drafting and reporting. The emerging division of labor is
becoming unusually clear: Al repurposes, rewrites to channel format, schedules, and keeps assets
from going unused. The human focuses on what is worth amplifying and which channels deserve
strategic attention.

But distribution is splitting into two very different workstreams. The first is format conversion and
channel execution—which Al increasingly owns. The second is attention acquisition, which remains
stubbornly human. Al can create ten social variants, five email drafts, three short video scripts, and a
newsletter summary in one pass. It still cannot build creator trust, manage newsroom relationships,
secure guest placements with strong editorial fit, or cultivate community goodwill the way a person
can.

The teams getting this right are not just automating more. They are being more selective about where
human attention goes in distribution—pulling it out of format work entirely and reinvesting it in the
relationship layer.

TASK /

Al HANDLES THIS WELL HUMANS STILL OWN NEW WORK UNLOCKED

FUNCTION

Social Media

Email Marketing

Video &

Multimedia

Organic & SEO
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Repurposing long-form content
into social posts, caption
variants, scheduling, basic
performance monitoring

Subject line variants, body copy
drafts, segmentation logic
suggestions, A/B test setup,
send-time optimization

Script drafts from existing
content, caption generation,
transcript creation, thumbnail
copy, short-form video
repurposing

Creating channel-specific and
answer-friendly content
variants, updating existing
content, FAQ modules, internal
link recommendations

Community engagement,
relationship building with
creators, brand voice
consistency in live
conversations, escalation
handling

Editorial voice and subscriber
relationship: the reason
someone opens an email
tomorrow and the next day.
Newsletter narrative that makes
reading a habit.

On-screen presence,
subject-matter credibility,
interview quality, genuine
storytelling that requires a
human perspective

Shaping the source material
worth citing in the first place.
Original insight, proprietary
data, expert analysis.

Social strategy becomes more
relationship-oriented: building
genuine audience connection
through conversations, not just
more posts.

Email becomes a more
deliberately editorial channel.
Writers focus on voice and
relationship, not production and
scheduling mechanics.

Video strategy becomes more
intentional: investing human
time in the content that
genuinely benefits from a face,
a voice, or a real-time
perspective.

Writers and editors focus on
producing the primary-source
assets that Al and humans both
cite, not derivatives.
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TASK / Al HANDLES THIS WELL HUMANS STILL OWN

FUNCTION

NEW WORK UNLOCKED

PR & Earned Media list research, first-pass Journalist relationships,

Media pitch drafts, monitoring brand newsroom credibility, narrative
mentions, aggregating framing for earned media,
coverage securing high-quality

placements

Paid Distribution Ad copy variants, audience Channel strategy, budget
segment suggestions, allocation, creative direction,
performance monitoring brand-to-performance balance
dashboards, creative brief judgment
scaffolding
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PR becomes a genuine
strategic function: focused on
building the earned authority
that makes brand content more
credible in Al-sourced answers
and traditional search alike.

Paid strategists spend more
time on strategic allocation and
less on copy iteration: making
the judgment calls Al can inform
but cannot decide.
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4. Content Performance Monitoring

Performance monitoring is becoming a hybrid of classic SEO analytics and Al-visibility analytics—and
the complexity of that stack is growing faster than most teams have staffed for. The good news: Al
can handle most of the assembly work. The challenge: most teams have not yet designed a
scoreboard that reflects how discovery actually works in 2026.

The reporting landscape now has at least four official layers: Google classic search, Bing classic
search, Bing Al citation reporting via Webmaster Tools, and Al-surface visibility tracking through tools
like HubSpot AEO. SparkToro’'s 2026 research adds an important warning: measuring “ranking
position in Al” is largely meaningless because Al recommendation outputs are probabilistic and
inconsistent. The more defensible metric is brand visibility share across many prompt runs, not
position in any single one.

The operational implication: Al can replace humans in the assembly of performance reports, but not
in instrumentation design or interpretation. Someone still has to decide whether the business should
care more about traffic, mention share, pipeline influence, or lead quality. Al builds the dashboard.
Humans choose the scoreboard.

TASK /

FUNCTION

SEO Reporting

AEO/GEO/ Al
Visibility

Technical SEO
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Al HANDLES THIS WELL

Dashboard assembly,
click/impression/CTR tracking,
page and query trend reports,
ranking summaries

Prompt tracking, citation
monitoring, share-of-voice
aggregation across ChatGPT,
Gemini, Perplexity, Bing Al

Indexing status checks, schema
validation, Core Web Vitals
monitoring, mobile vs. desktop
flagging, structured data audits

HUMANS STILL OWN

Deciding which metrics matter
to the business, diagnosing root
cause of changes, presenting
findings with strategic context

Deciding which prompts to
monitor, interpreting
share-of-voice trends,
connecting Al visibility to
pipeline and revenue

Prioritizing technical fixes
against UX and engineering
constraints, making architecture
decisions that balance SEO and
product needs

NEW WORK UNLOCKED

SEO analysts shift from report
assemblers to strategic
interpreters: spending time on
why things changed and what
to do next, rather than building
the chart.

Content leaders can build more
sophisticated Al-visibility
strategies: developing the
framework for what winning
looks like in generative search,
not just tracking numbers.

Technical SEO roles become
more architectural: designing
content infrastructure for Al
readability alongside human
readability.
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TASK /

FUNCTION

PR & Backlink
Performance

Cross-Channel
Synthesis
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Al HANDLES THIS WELL

Backlink monitoring, domain
authority tracking, brand

mention aggregation, review
site performance summaries

Automated cross-channel
dashboards, anomaly detection,
automated insights summaries,
weekly/monthly report prep

HUMANS STILL OWN

Evaluating link quality,
managing publisher
relationships, making strategic
calls on which earned coverage
matters for authority

Root-cause analysis,
connecting performance to
business outcomes, advising on
strategic changes based on
data patterns

NEW WORK UNLOCKED

PR and SEO collaboration
deepens: focused on
earned-media strategy that
builds third-party validation Al
systems increasingly use as
citation signals.

Analysts become advisors:
spending time on interpretation
and strategic recommendation
rather than report production.
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5. People Management

People management is the area least likely to be fully replaced and most likely to be partially
automated—and that distinction matters enormously. Al can already help with project plans, status
summaries, deadline tracking, content QA, meeting notes, and campaign handoffs. Those features
meaningfully reduce coordinator labor and administrative drag.

But management is not administration. Performance reviews, team design, hiring decisions,
coaching, conflict resolution, senior-level prioritization, agency governance, and stakeholder
alignment depend on context, trust, and social judgment. CMI's research shows that many content
problems stem from lack of leadership, shifting priorities, and too many internal cooks—not from lack
of production horsepower. The World Economic Forum’s 2025 jobs research reinforces that the skills
rising in importance are creative thinking, resilience, flexibility, and Al literacy. Those are precisely the
skills managers need to orchestrate Al-enabled teams well.

The most likely organizational outcome is not smaller teams full stop. It is different teams. Expect
fewer people doing one-off manual drafting, CMS cleanup, basic reporting, and repetitive
repurposing. Expect more leverage from a smaller set of humans who own editorial standards,
customer research, distribution strategy, technical visibility, and cross-functional judgment.

TASK /

FUNCTION

Internal Team
Coordination

Al HANDLES THIS WELL

Meeting notes, status
summaries, project tracking,
campaign handoff docs,
deadline management,
first-pass QA checklists

HUMANS STILL OWN

Coaching, conflict resolution,
career development, reading
team dynamics, making
judgment calls that require
knowing people

NEW WORK UNLOCKED

Managers free up time for
actual leadership work:
developing talent, setting
editorial standards, building
team culture that retains good
people.

External Brief templates, intake forms, Selecting the right agencies and ~ Agency and contractor
Contractor first-pass deliverable review, freelancers, evaluating quality, relationships become more
Management deadline tracking, invoice managing relationships, making strategic: focused on building
tracking support performance calls the right external capabilities
rather than managing logistics.
Performance Data aggregation for reviews, The actual review conversation, Leaders spend more time on
Reviews summary generation from development planning, difficult the development relationship
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project histories, goal-tracking
synthesis

feedback, retention decisions,
understanding what motivates
someone

and less on gathering evidence:
the part that actually moves
people.

Page 13



TASK /

FUNCTION

Campaign
Management

Vendor & Tool
Evaluation
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Al HANDLES THIS WELL

Project plan templates,
milestone tracking, automated
status updates, cross-channel
scheduling coordination

Feature comparison
aggregation, review site
synthesis, pricing research,
requirements checklist
generation

HUMANS STILL OWN

Campaign strategy, stakeholder
alignment, making tradeoffs
when priorities shift, final
sign-off on high-stakes
launches

Evaluating cultural fit, making
the final decision, negotiating
contracts, owning the
relationship
post-implementation

NEW WORK UNLOCKED

Campaign leaders become
more strategic collaborators
with sales and product: driving
the cross-functional alignment
that makes campaigns land.

Technology decisions become
more informed: humans
focused on strategic fit and
vendor relationships rather than
feature-by-feature comparison
tables.
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6. Research

Research is probably where Al's leverage is most underappreciated right now. The ability to
synthesize large volumes of data—transcripts, reviews, competitor pages, market reports—that once
took days or weeks is now a matter of hours or minutes. That changes the economics of content
strategy research fundamentally: research breadth is no longer the constraint. Research depth and
interpretation are.

What this creates, in practice, is an opportunity to be far more research-driven than most teams have
historically been—not because the data was not there, but because the humans to process it were
always doing something else. Now they can be doing something better.

The catch is that Al research is only as good as the questions you bring to it. A model that
summarizes 200 sales call transcripts will tell you what customers said. It will not tell you whether
those customers represent the segment you should be serving more of, or whether what they said
was a symptom of a positioning problem rather than a product problem. That interpretation still
requires a human who understands the business context well enough to know the difference.

TASK /

FUNCTION

Customer & ICP
Research

Sales Call Review

Competitor
Analysis

Market Trend
Analysis
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Al HANDLES THIS WELL

Synthesize demographics,
interests, search behavior
patterns, review themes, and
source-of-influence signals at
scale

Auto-summarize calls, extract
pain points, next steps, talk
ratios, buyer signals, recurring
objections from Gong or Zoom
transcripts

Aggregate competitor content,
SERP appearances, Al answer
inclusions, review site
positioning, and messaging
themes

Monitor industry publications,
aggregate analyst reports, track
keyword and prompt trend
shifts, synthesize emerging
themes

HUMANS STILL OWN

Deciding which segments are
highest-value, how to message
them, and whether the ICP
definition still makes strategic
sense

Separating recurring noise from
strategic signal, updating
positioning, deciding whether
insights should change ICP,
pricing, roadmap, or
enablement

Distinguishing patterns worth
responding to from noise worth
ignoring. Identifying genuine
differentiation opportunities
rather than reactive mimicry.

Deciding which trends are
signal vs. noise for the specific
business, making the editorial
call on whether and how to
respond

NEW WORK UNLOCKED

Strategists can run more
frequent, more rigorous ICP
validation cycles: moving from
annual persona updates to
quarterly signal reviews.

Content teams with call data
can finally close the loop
between what buyers actually
say and what content covers:
systematically, not anecdotally.

Competitive intelligence
becomes a continuous input to
strategy rather than a quarterly
slide deck: with humans
focused on what to do
differently.

Content strategists operate
more like market analysts:
developing real expertise rather
than reacting to the loudest
recent headline.
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TASK / Al HANDLES THIS WELL HUMANS STILL OWN NEW WORK UNLOCKED

FUNCTION

Industry Analysis Compile benchmarks, Designing original research that Research-led content programs

& Reporting synthesize third-party research, creates proprietary insight. become achievable for teams
aggregate competitive Interpreting findings in business  that could not previously
positioning data, draft research context. Making claims others dedicate human hours to them:
summary frameworks will cite. unlocking the primary-source

authority that makes content
durable in Al-mediated
discovery.
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What New Work Becomes Possible

The most underexplored part of the Al-in-content conversation is what happens to human time when

the mechanical volume is absorbed by Al systems. The answer is not “less work.” It is different

work—and in most cases, more valuable work.

Across the six dimensions above, the pattern is consistent. When Al takes over data collection, report

assembly, brief templates, social repurposing, and first-draft generation, humans can shift their
attention to four things that Al still cannot do reliably:

PRIMARY RESEARCH &
PROPRIETARY DATA

EDITORIAL STANDARDS &
BRAND VOICE

EARNED RELATIONSHIPS
& DISTRIBUTION

STRATEGIC
PRIORITIZATION &
INTERPRETATION

Customer interviews, original surveys, proprietary benchmarks, and internal
data programs that produce the primary-source assets others have to cite.
This is the content moat Al systems cannot conjure from consensus, and it
is where content investment pays compounding returns.

The work of developing, maintaining, and enforcing the editorial standards
that make a brand's content recognizable and trustworthy. When Al is
producing volume, human editors become the guardrails that separate the
brand from the noise.

PR relationships, creator partnerships, community cultivation, and the
earned-media strategy that builds third-party validation. In an Al-sourced
world, being mentioned positively in the places models trust requires human
relationship work to build.

The judgment calls about what matters, what to ignore, and where the
business should invest its content energy. With Al absorbing data collection
and report assembly, human strategists can spend more time on the
interpretation and decision-making that actually shapes outcomes.

The companies winning in content right now are not the ones publishing the most. They are the ones

that figured out how to use Al to buy back time from low-value production—and reinvested it into the
work that creates real differentiation.
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10 Tactics for Better Al-Human Workflows

These are not hypothetical. Each one can be implemented by a content team in the next thirty days
without a platform overhaul or a headcount change.

Run the Decision Tree on Your Top 20 Tasks

List the twenty most time-consuming recurring tasks on your content team. Run each through the Automate
/ Human in the Loop / Al-Assisted / Keep Human framework. The output will immediately show you where
human time is being spent on work Al could absorb, and often where it is already happening without a
deliberate system.

Build a Shared Prompt Library for Common Tasks

The biggest quality drop in Al-assisted work comes from inconsistent prompting. Build a shared team library
of tested prompts for your most common tasks: brief generation, first-draft scaffolding, metadata, social
variants. Treat it like editorial infrastructure, not a collection of hacks. Version-control it the way you would a
style guide.

Put Al on Research Aggregation, Humans on Interpretation

For any research function, competitor analysis, ICP synthesis, sales call review, shift Al to the aggregation
and summarization layer. Reserve human time for the question: what does this mean for us? This single
reallocation often frees up 30-40% of a strategist's week and dramatically improves research quality at the
same time.

Establish a Human-Review Gate for High-Stakes Content

Define clearly which content types require human review before publishing: anything that carries brand
POV, makes specific claims, touches legal or compliance territory, or speaks for an executive. Al can
produce the draft. The gate ensures a human owns the accountability. Without it, volume increases and
quality diffuses, quietly.

Use Al to Systematize Sales Call Review

If your team has access to Gong, Zoom, or similar transcript tools, build a regular cadence of
Al-summarized call reviews feeding directly into content planning. What buyers actually say, their language,
objections, and real questions, should be driving your editorial calendar, not a persona doc built last year.
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Know When a Prompt Becomes an Agent or Project

Not every Al interaction should stay a one-off prompt. When you find yourself running the same multi-step
sequence three or more times, that is a signal to formalize it: either as a named project using system
prompts, personas, and document context in tools like Claude Projects or ChatGPT GPTs, or as an
automated agent that runs on a trigger without a human in the loop. Prompts become projects when you
need consistent context and voice across sessions. Projects become agents when the task needs to run on
a schedule or event without human initiation. Knowing which stage you are in keeps your workflows from
becoming a library of one-off hacks no one can maintain or hand off.

Reposition One Role as an Al Workflow Manager

On most content teams, there is someone doing coordination work that Al could largely absorb. Instead of
eliminating that role, invest in retraining it: this person becomes the team's Al workflow manager,
responsible for prompt quality, output review standards, and tooling integration. This is often the
highest-ROI people change a content team can make.

Build One Primary Research Asset This Year

Pick one research motion you can own: an annual benchmark, a quarterly pulse survey, a proprietary
dataset from your own customer base. Publish it as the canonical source, then atomize it across channels.
This is the content moat that compounds in Al citation, backlink authority, and brand credibility, because it
is the one thing competitors cannot simply rerun.

Automate the Maintenance Layer Completely

Stale-content detection, broken link checks, meta description gaps, schema errors, citation loss alerts: all of
this should be fully automated with exception-based human review. If your team is still manually auditing
these things on a schedule, you are spending human time on work that should already be on a machine.

Create a Human Edge Check Before Publishing

Before publishing anything, answer three questions: Does this reflect a genuine point of view that is ours?
Is this grounded in evidence a reader can verify or trace? Would a reader trust this more because of who
wrote it? If the answer to all three is yes, you are publishing something Al cannot replace. If the answer to
any is no, ask whether you are adding to the noise.

The Human-Al Content Team — Rocco Brudno — May 2026 Page 19



Closing Thought

The version of this conversation | keep having with content leaders goes something like this: they are
overwhelmed by the volume of things Al can technically do, uncertain about what it means for their
team, and behind on building the framework to make those decisions deliberately rather than
reactively.

What I've found, across every team I've worked with and built, is that the framework matters more
than the tools. The teams making real progress are not the ones with the most Al subscriptions—they
are the ones that have thought carefully about where human judgment is irreplaceable and protected
it, and where mechanical work was quietly consuming time that should have been spent doing
something better.

Al does not make great content teams obsolete. It makes average ones redundant and excellent
ones more powerful. The only way out—and the only way to truly capitalize on what these tools make
possible—is to be honest about which category you are in and deliberate about where you want to be.

Rocco Brudno is a content and brand marketing leader with 16+ years in B2B SaaS. He has led content strategy
across five SaaS organizations, five agencies, and twenty-seven consulting clients, including two years shaping
AEO-focused content products for SaaS vendors. This report is a companion to his earlier work on the state of content
marketing and AEO in an Al-driven buying era.
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