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AUTHOR’S NOTE 

In late 2025, a robotics company I had never heard of moved into a vacant building across 
the street from where I worked in Irvine, California. 

That company was Field AI. 

I’ve always been curious about the world around me. So when the landscape changed, 
this time quite literally right outside my window, I paid attention. 

I started looking into what they were building. That curiosity led to broader research into 
the AI and robotics industry, and the research eventually became this strategic 
positioning analysis. 

It was written independently in February 2026, with no affiliation to or commission from 
Field AI, and shared selectively within the industry before its publication in October 2026.
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Introduction 

Frontier AI and robotics companies operate in a uniquely distorted narrative 
environment: 

Expectations strain adoption.​
Attention outpaces understanding.​

Excitement fuels skepticism. 

Having spent nearly a decade in scientific B2B environments shaped by complex 
technical products, credibility-sensitive audiences, and long-cycle market education, I've 
become increasingly interested in a recurring tension: 

How does a company building advanced technical systems earn trust and execute 
effective market-facing strategies in a landscape defined by hype cycles, exaggerated 
promises, inflated expectations, and persistent skepticism? 

My perspective has been shaped by owning marketing, positioning, and narrative 
strategy for highly technical engineering and scientific instrumentation solutions, where 
aligning R&D capabilities, sales enablement, and market understanding was inseparable 
from building credibility. 

In such contexts, narrative decisions carried disproportionate weight: claims required 
defensibility, language demanded precision, and messaging needed to withstand 
sustained scrutiny from deeply skeptical expert audiences. 

This analysis reflects on that tension through the lenses of trust, credibility, and narrative 
discipline. 

Not as doctrine, but as perspective.  
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The Brand Anchoring 
​
AI is becoming ambient. 

From your TV and phone to products whose “intelligence” remains something of a 
mystery, everything is being labeled AI. The term expanded faster than public 
understanding and, in many cases, with hardly any technical substance. 

What once implied frontier capability increasingly signals noise. 

The novelty is wearing off unusually fast. We moved from astonishment to familiarity in a 
remarkably short cycle. Even before large-scale adoption, audiences have started to 
develop fatigue, caution, and distrust toward loosely defined AI narratives. 

Calling something “AI-powered” no longer guarantees perceived sophistication. In some 
contexts, it triggers scrutiny, doubt, or dismissal. Just as imagery is now often assumed to 
be AI-generated, software is increasingly presumed to be vibe-coded: rapidly assembled, 
experimental, and insufficiently tested. 

Seemingly overnight, discourse shifted from “Have you heard of ChatGPT?” to the 
emerging common wisdom that “ChatGPT cannot be trusted.” 

For companies building genuinely complex AI and robotics systems, this creates a 
structural narrative challenge. Despite the effort required to develop real capabilities, 
perception becomes filtered through an environment conditioned by hype, 
commoditized terminology, and repeated credibility erosion across the broader AI 
landscape. 

In contrast, robotics provides a stabilizing cognitive anchor. 

Physical systems imply constraint. They signal engineering rigor, safety considerations, 
environmental interaction, and performance shaped by real-world conditions. These 
associations differ fundamentally from the ambiguity often attached to AI. 

For companies operating at the intersection of AI and robotics, this distinction carries 
particular strategic weight. 

Anchoring the company's positioning in robotics and embodied intelligence helps 
separate it from AI-adjacent noise and grounds interpretation in tangibility. This 

Andrew Shore  ·  andrewshore.net​ ​ ​ ​ ​ ​ ​              ​ ​ 3 



cognitive framing allows the technology to be evaluated through the lenses of engineered 
performance, operational reliability, and economic viability. 

Most importantly, this reframing does not reduce AI sophistication. Quite the contrary. 
Physicality and tangibility reinforce perceptions of maturity, seriousness, and credibility. 

Robotics, despite its own uncertainties, is not yet burdened by the same saturation. Most 
audiences lack direct experience with autonomous robots and therefore default to 
assumptions of technical seriousness and complexity. 

In credibility-sensitive markets, trust compounds slowly through alignment between 
claims, proof, and delivery. Credibility erodes asymmetrically. A single overstated 
capability or ambiguous assertion can outweigh extended periods of disciplined 
communication. 

Narrative decisions therefore function as credibility management. 

 

 

The Narrative Recalibration 

Frontier technologies do not struggle to attract attention. Novelty alone guarantees 
curiosity. 

Today, AI and robotics require far less theatrical amplification than yesterday, because 
what was once framed as tomorrow is already here. Anticipation has been replaced by 
expectation. 

Spectacle-driven storytelling, while effective in consumer contexts, begins to compound 
unintended credibility risk in technical markets, particularly when executed without a 
clearly defined narrative architecture. 

Operational stakeholders are not assessing amazement. They evaluate reliability, safety, 
integration friction, and performance under constraint. A brand strategist's compulsive 
pursuit of framing innovation as extraordinary, disruptive, or revolutionary can 
unintentionally widen the adoption gap by implying instability, novelty risk, and 
technological immaturity. 
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This dynamic calls for marketing strategy to be recalibrated toward a state it is typically 
designed to escape: normalization. 

A normalization narrative communicates something fundamentally different. It positions 
the technology as present reality rather than future promise. Systems are framed as 
operational, field-proven, and embedded within real workflows. 

The psychological shift is subtle yet consequential: from possibility to legitimacy, from 
breakthrough to infrastructure. 

In credibility-sensitive markets, familiarity reduces perceived risk. Innovation that feels 
routine, usable, and already functioning in real environments is easier to trust than 
innovation presented as spectacle. 

Especially in AI and robotics, where audiences are conditioned by cycles of exaggerated 
futurism, normalization stabilizes perception. It signals maturity, control, and 
deployability. 

 

 

The Marketing Trap 

Companies developing frontier AI and robotics technologies engage two fundamentally 
different audiences: spectators and buyers. 

Spectators, including tech enthusiasts, media, and general observers, generate attention, 
amplify visibility, and reward narratives built on spectacle, bold claims, and 
future-oriented excitement. 

Buyers operate within an entirely different decision framework. Operational adoption is 
governed by real-world constraints. Their decision logic is grounded and 
evidence-driven. These stakeholders evaluate safety, reliability, economics, and risk 
rather than novelty and emotions. 

Frontier technologies naturally attract fascination. Because attention is the North Star of 
modern marketing and advertising, strategies almost inevitably drift toward optimizing 
visibility, engagement, and excitement-driven KPIs. Yet narratives designed to energize 
observers unintentionally create friction and misalignment with adoption psychology. 
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What excites spectators may concern buyers. Language perceived as bold may be 
interpreted as overreach, weakening credibility. Dramatic framing can elevate perceived 
uncertainty rather than confidence. 

More critically, spectators, despite amplifying visibility, rarely determine commercial 
outcomes. They are also the least loyal audience, as today's excitement migrates to 
tomorrow's announcement. 

Common marketing tactics remain structurally biased toward feeding this cycle because 
attention is measurable, while trust, credibility, and adoption readiness are slower, 
subtler signals. 

Skeptical engineers, operators, and technical decision-makers function as the true 
gatekeepers of adoption. They reward coherence. Precision. Proof. Constraint awareness. 
Operational realism. 

Their trust is the gatekeeper of category leadership. 

 
 

Strategic Implications for Frontier AI & Robotics  

Companies operating at the frontier of AI and robotics compete in a category defined as 
much by perception, brand dynamics, and market interpretation as by technical 
progress. They are not merely introducing new technology to the market, but actively 
contributing to how embodied AI, autonomy, and field robotics are interpreted, 
evaluated, and trusted. 

This creates asymmetric opportunity and asymmetric exposure. 

Opportunity, because category-defining companies inherit disproportionate influence 
over interpretation, expectations, and credibility standards. 

Exposure, because in frontier domains, visibility amplifies scrutiny. Attention attracted 
through excitement raises the burden of proof. Claims, framing, and positioning are 
continuously tested against technical and operational reality. 

Within hype-saturated categories, credibility compounds into a competitive moat. 
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Brand, marketing strategy, and communication standards therefore function as 
credibility protection mechanisms. Precision of language, bounded claims, and 
coherence between demonstration, proof signals, and positioning reduce interpretive 
volatility. Over time, restraint itself becomes a market signal, communicating maturity, 
control, and technical realism. 

Sustained differentiation emerges not from amplifying novelty, but from aligning brand, 
marketing strategy, and positioning with operational reality. Not from theatrical 
innovation framing, but from signaling operational legitimacy, reliability, and 
constraint-aware sophistication. 

For companies seeking category leadership in frontier AI and robotics, these 
considerations have direct strategic implications. 

Visibility will arrive naturally. ​
Credibility has to be earned.  
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Closing Reflection 

Companies bringing frontier technologies to market compete not only on capabilities. 
How these technologies are explained, understood, and contextualized shapes outcomes 
as profoundly as the technologies themselves. 

In AI and robotics, this dynamic is structurally amplified. Public imagination, market 
speculation, and expert scrutiny shape perception long before deliberate communication 
has a chance to intervene. Unlike in conventional innovation cycles, attention here does 
not wait to be guided. It accelerates independently, often beyond the control of any single 
company. 

Building a brand in such an environment introduces challenges that extend beyond 
familiar marketing concerns. Strategy becomes an exercise in calibration rather than 
promotion, and in sense-making rather than buzzword-driven storytelling. 

I offer these reflections simply as perspective formed through years in technically 
rigorous markets where precision carried consequences and trust was earned slowly, yet 
lost easily. 

At the frontier, what a company builds matters enormously.​
How the world learns to trust it may matter just as much. 
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