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AI has changed the content landscape fast.  
We all know it. But it still needs to be said.

Anyone today can publish more. Few can  
publish better. In B2B especially, the brands 
that stand out are the ones that sound 
human, communicate with purpose and  
keep their audience front of mind.

Introducing the RM FORGE Content 
Framework – our proprietary five-phase 

Introducing the RM FORGE  
Content Framework

F O R G E
FOUNDATION ORIENTATION READINESS GENERATION EVOLUTION

Define who  
you are

Determine 
where you’re 

going

Get your 
content 

ecosystem 
ready

Bring  
your ideas  

to life

Refine,  
scale and 

sustain

model for B2B brands. This guide walks you  
through the five phases your brand needs to  
stay relevant and distinctive in an AI world:

1.	 Foundation – Define who you are

2.	 Orientation – Determine where you’re going

3.	 Readiness – Get your content ecosystem ready

4.	 Generation – Bring your ideas to life

5.	 Evolution – Refine, scale and sustain

Follow these phases well and you’ll have a 
content program that works – anchored 
in strategy, clarity and humanity.
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F
FOUNDATION

AI has made it easier than 
ever to produce content – 
and easier than ever to sound 
exactly like everyone else. 

Your foundation is what stops 
that from happening. It’s your 
story, your beliefs and your 
voice. When you define these 
clearly, every piece of content, 
whether written by you or 
supported by AI, still sounds 
like your brand.

Brand identity & positioning

Your brand identity is your truth expressed 
with consistency and conviction – the values, 
personality and core feeling that sit at the 
heart of who you are.

Your positioning is how that identity shows up 
in your category – the space you choose to 
own and the problem you’re best placed to 
solve. To define this clearly, ask:

•	 What do we believe in that others  
don’t say out loud?

•	 What emotional and functional problems 
are we here to solve?

•	 What gives our brand the right to lead  
this conversation?

Strong positioning sits at the intersection 
of clarity and courage. It gives your content 
gravity – and protects you from blending into 
the noise of your category.

Customer personas

Now define your audience as real, 
multidimensional humans. Ask:

•	 Who are they? (role, responsibilities,  
what’s on their plate)

•	 What keeps them awake at night?

•	 What motivates them to act?

•	 What frustrates them about  
their current situation?

•	 What do they need from a  
brand like yours?

•	 How do they want to feel  
after hearing from you?

At RM, we like to personify personas as 
much as possible. Give them a name, a 
face and a bit of personality. Alliteration 
works beautifully because it makes them 
memorable: Cautious CFO Carl. Time-poor 
Talent Manager Tasha. Sceptical Solutions 
Director Sam.
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If your persona reads like a real person with 
real pressures and real goals, you’ve nailed it.

When you see your customers as people, 
your language naturally shifts from ‘selling’ 
to ‘solving problems’. That’s where real 
connection lives – and what will always 
separate you from generic, machine- 
made content.

Brand voice

Your brand voice is your signature – the way 
people recognise you before they even see 
your logo. A distinctive voice should:

•	 Sound like a person
•	 Be confident but conversational
•	 Reflect your values in every word
•	 Hit home with your audience

Define your tone variations (e.g. expert, 
encouraging, direct, playful) and when to 
use each. Then make your tone trainable, so 
your whole team (and even your AI tools) can 
apply it consistently.

A strong voice is about recognition. If 
someone reads one line and knows it’s you, 
you’re there.

Brand messages

Brand messages are the key ideas you 
want your audience to remember. They sit 
between strategy and execution – anchored 
in your purpose, shaped by your customers’ 
needs and distinct enough to stand apart in 
your category.

In B2B, strong messages usually capture:

•	 The value you bring (beyond features)

•	 The problems you help them avoid

•	 The outcomes you help them achieve

•	 The experience of working with you

•	 The beliefs and perspectives about your 
service or product category

Aim for 3–5 core messages you can return  
to again and again. If someone only  
skimmed a handful of your eDMs, posts  
or website pages, these are the ideas  
you’d want lingering.

Later, these messages will evolve into your 
content pillars.

At this stage, they simply answer: When our 
audience hears from us, what do we want them 
to know, believe or feel?

A strong voice is about 
recognition. If someone reads 

one line and knows it’s you, 
you’re there.
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Competitor scan

You can’t define your direction if you  
don’t understand the landscape you’re 
operating in. 

A competitor scan reveals the habits of your 
category – the tones, messages and patterns 
that have become predictable – and the 
spaces where your brand has room to lead.

Here’s what to look for:

•	 Tone: Does everyone sound corporate, 
cautious or overly polished? Are the same 
buzzwords popping up everywhere?

•	 Claims: Notice the repeated phrases 
(innovative, trusted partner, end-to-end 
solutions, industry-leading). These are red 
flags for sameness.

•	 Content angles: What topics do they keep 
circling? What do they ignore?  
Both matter.

•	 Visuals: Are they leaning heavily on  
stock images, blue gradients and  
generic diagrams?

O
ORIENTATION

Orientation is about making 
intentional choices: the goals 
you’re working toward, the 
opportunities worth pursuing 
and the category spaces you 
want to own.

It’s the thinking that shapes 
everything that follows.

Without clear direction, 
content becomes 
spontaneous and  
reactive. With it, your  
brand communicates  
with purpose.

•	 Gaps: What questions are they NOT 
answering? What frustrations are  
they skimming over? What truths  
are they avoiding?

A competitor scan brings the white space 
into focus and gives you the insight you  
need to confidently step into it.

Content goals

Before you move forward, clarify what your 
content must achieve. These questions help 
you determine your priorities throughout  
the customer journey – and beyond it.

•	 Awareness: Do we need to reach more  
of the right people and build familiarity  
in the market?

•	 Positioning: Do we need to sharpen  
how we’re perceived and communicate  
our value more clearly?

•	 Consideration: Do prospects need a 
better understanding of our capability, 
expertise and approach?
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•	 Decision: Do we need stronger proof  
and more supportive content to help 
buyers feel confident choosing us?

•	 Loyalty & retention: Do we need  
to deepen existing relationships by  
adding value after the sale and staying  
top of mind?

•	 Beyond sales: Do we need content that 
strengthens our employment brand, 
showcases our culture or lifts our 
leadership visibility?

These goals guide your content choices. 
Every piece you create should support at 
least one of them.

Media priorities

Not every platform deserves your energy. 
Choose the ones that make sense for your 
audience, brand and goals.

Start with your personas: Where do they 
spend time? How do they prefer to consume 
information? Which platforms do they trust in 
a professional context?

Then consider your competitors: Where are 
they active? Where are they absent? Where is 
there room for your brand to stand out?

A focused platform strategy always 
outperforms a scattered one. For example, 
you might find that:

•	 Your ideal clients spend more time on 
LinkedIn than on Instagram (especially 
decision-makers).

•	 Niche platforms (industry forums, Slack 
communities, webinars) offer stronger 
engagement because that’s where your 
audience actually interacts.

•	 Your website must act as your central 
hub because prospects visit it early in the 
decision cycle.

•	 Email becomes essential if nurturing  
and repeat business matter more than 
broad reach.

Remember: some platforms 
deserve zero attention 
because your personas 
simply aren’t there – even if 
your competitors are.
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Content audit

Before you create anything new, review  
what already exists to assess whether 
it aligns with your new Foundation and 
Orientation. Look at your website, LinkedIn, 
blogs, email templates and print collateral, 
and ask whether it:

•	 Feels consistent with your brand  
identity and positioning

•	 Speaks to your personas’ needs

•	 Reflects your tone of voice

•	 Reinforces your brand messages

•	 Supports your content goals across  
the customer journey

•	 Directs people to the right platforms  
and pages

If it doesn’t align, it doesn’t stay.

R
READINESS

Once your direction is clear, 
it’s tempting to start posting 
straight away. But good 
content marketing doesn’t 
start with publishing. It starts 
with preparation.

This stage is about getting 
your content ecosystem in 
order so your strategy can 
land, your voice can shine  
and your audience doesn’t 
hit dead ends or outdated 
messages when they  
engage with you.

This is also the moment to review 
visual consistency. Colours, typography, 
photography style, templates and layout. 
In B2B, inconsistent visuals suggest 
uncertainty or lack of care, especially 
when prospects are evaluating you 
silently and early.

When every touchpoint looks and 
sounds like one brand, trust builds fast.
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SEO, GEO and AEO foundations

It’s time to make check that your existing content is discoverable –  
by search engines as well as the AI tools and answer engines your  
audience increasingly relies on.

Strong foundations now span three visibility channels:

1.	 SEO (Search Engine Optimisation) helps your content  
get found in Google and other search engines.

2.	 GEO (Generative Engine Optimisation) helps AI tools  
like ChatGPT understand, summarise, and cite your content.

3.	 AEO (Answer Engine Optimisation) helps your content  
show up as direct answers in AI and search results.

They work together, but they’re not interchangeable.  
Here’s how each one shows up in your content.

SEO GEO AEO 

Be findable Be understandable Be quotable

•	 Keywords + intent

•	 Clear explanations       

•	 Direct answers

•	 Clean structure  

•	 AI-friendly structure

•	 Definitions & steps

•	 Internal linking        

•	 Practical formats       

•	 EEAT + freshness

Taken together, these foundations 
ensure your content has the best 
chance of being discovered – whether 
someone is searching, asking or 
comparing. They also make sure the 
work you do in Generation actually 
translates into reach.

Ecosystem refresh

Many brands discover early on that 
their content ecosystem isn’t ready to 
support a content strategy. So before 
launching a publishing program, fix the 
essentials.  
This can include:

•	 Updating website messaging

•	 Refreshing key landing pages

•	 Reworking your LinkedIn company  
page and leadership profiles

•	 Updating any static content 
your prospects encounter early 
in their journey

•	 Best practice alignment with your  
SEO, GEO and AEO foundations

The goal is simple: when your content 
starts driving traffic, the places people  
land should be in excellent shape.
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Team and tool enablement

To execute your strategy consistently – and 
keep your content sounding human, even 
with AI in the mix – your team needs the right 
skills, guardrails and support. This includes: 

•	 Brand voice and writing style guide: 
Document your tone, vocabulary, 
formatting preferences and examples 
of how your brand sounds in different 
contexts. Then make the guide easy to 
access for anyone who writes on your 
behalf (internal and external) and ensure 
it’s actually used. A style guide only works 
when it’s shared and followed.

•	 Team training: Equip everyone in your 
team to write clearly, apply your brand 
voice and use AI responsibly. These skills 
matter; without them, your people will 
lean too heavily on AI and your content will 
start to blur into the category. Our sister 
company, CSA, often supports at this stage 
with practical training that lifts capability 
and confidence across the team.

•	 AI training: AI is only effective when it’s 
set up deliberately. Train your chosen 
tools – whether that’s a sharable GPT built 
around your brand, or apps like Grammarly 
Premium that embed your style guide.  
The goal is to enhance your team’s 
efficiency without diluting your brand’s 
voice or judgement.  

Content pillars

Your content pillars turn your strategy into a 
practical framework for what you’ll talk about. 
They help you stay consistent, focused and 
relevant, instead of reacting to trends or 
posting whatever comes to mind.

Each pillar should:

•	 Support your brand messages

•	 Align with your content goals

•	 Speak directly to your personas

•	 Reflect the topics you want to  
be known for

•	 Be broad enough to generate  
ongoing ideas

•	 Be distinct enough to stop your  
content from blending in

Pillars make content creation easier. They 
give your team (and your AI tools) clear lanes 
to work within, so every piece of content 
contributes to your bigger story.



Strategic content in the age of AI. How to keep your B2B brand human and distinctive 11

Publishing format and schedule

This is the stage where you decide what 
you’ll actually publish and how often: 
blog topics, case studies, eDM themes, 
social posts and anything else that 
carries your brand’s voice into the world. 

The aim is to build a balanced schedule 
that consistently reinforces your brand 
messages and speaks to your personas 
at different moments in their journey.

Start by mapping ideas against your 
pillars. From there, plan a realistic 
publishing rhythm across your priority 
platforms. Every piece should earn its 
place by aligning with at least one brand 
message and at least one strategic goal.

Here’s an example: 

Let’s say one of your personas is Cautious 
CFO Carl, and one of your brand messages 
is ‘We help you reduce risk and increase 
visibility across your operations.’ A relevant 
blog topic might be: What CFOs overlook when 
assessing vendor risk – and how to avoid costly 
surprises. This piece:

•	 Speaks directly to the persona’s pressure 
point (risk, hidden costs, oversight)

•	 Reinforces your content message about 
reducing risk and improving visibility

•	 Achieves two key content goals:

1.	 Consideration: Demonstrates capability 
and expertise

2.	 Decision: Provides confidence-building 
insight your buyers can act on

From here, you might build supporting 
content that deepens the same message. It 
could be a LinkedIn post highlighting one of 
the vendor-risk blind spots, or a case study 
showing how you helped a client avoid a 
costly oversight.The aim is to build a  

balanced schedule that 
consistently reinforces  
your brand messages
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Produce your assets (in line with your 
publishing schedule)

This is where ideas become real. Blog posts 
get written, case studies take shape, eDMs 
are drafted, social posts are designed and 
videos are recorded. 

Your pillars, content messages and goals all come 
to life in the assets you produce and publish.

To keep quality high and output steady:

•	 Work ahead of schedule rather than 
scrambling each week. Build a small 
buffer, batch content where possible and 
use tools like scheduling platforms, shared 
calendars and project boards to keep the 
process efficient. 

•	 Agree on a simple, fast approval 
workflow. Decide who reviews what, who 
signs off and how to keep things moving 
without bottlenecks. Good content dies in 
approval limbo – especially when you’re 
posting about an of-the-moment topic. So 
keep it lean.

It’s all about discipline: showing up when you 
said you would, with content that aligns with 
your priorities and supports your strategy.

G
GENERATION

Generation is where the work 
starts to move. At this stage, 
your strategy is set, your 
systems are in place and  
your content ecosystem 
is ready. Now it’s about 
producing assets and 
publishing consistently.

Adapt and respond as you publish

Even with a plan, your content will evolve as 
you go. For example: 

•	 One piece might gain unexpected traction 
and deserve a follow-up piece

•	 Another might fall flat despite deep effort (a 
useful signal to shift your time elsewhere)

•	 And sometimes market shifts, emerging 
trends or internal milestones will force you 
to adapt your priorities in real time 

These natural adjustments keep your content 
relevant and alive.

Not everything can (or should) be mapped 
out months in advance. Build room for timely 
pieces and respond when it matters.

This isn’t deep analysis (that comes next in 
Evolution). Right now, it’s simply noticing 
which posts gain traction, which emails get 
opened and which topics spark interest. 
Small observations help you make smarter 
decisions in real time and keep your content 
moving in the right direction.
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Measure, refine, optimise, scale

This is where you move beyond simple 
observations and look at the data properly. 

Analyse your content against the goals 
you set in Orientation. Look at reach, 
engagement and conversions. But also the 
signals that matter in B2B: 

•	 Quality enquiries
•	 Deeper conversations
•	 Stronger sales alignment 
•	 Improved client confidence

Then, use these insights to refine your 
program. Strengthen the topics that gain 
traction. Retire or rethink anything that 
consistently underperforms. Refresh your 
content pillars if your industry shifts or your 
audience’s priorities change. 

E
EVOLUTION

Evolution is where you 
strengthen, refine and 
scale what you’ve created. 
Once your content is in the 
market, this stage helps you 
understand what’s working, 
what needs adjusting  
and what deserves  
more investment. 

It’s the ongoing discipline  
that keeps your content 
consistent and relevant.

Small, regular adjustments keep your 
program relevant and efficient.

Then, go even further. Once you know what 
works, scale it:

•	 Turn a strong article into a series. 

•	 Expand a high-performing case study  
by turning it into new formats or a  
short series.

•	 Develop a new lead magnet or workshop 
based on proven interest. 

This is all about focusing your efforts on the 
activities that deliver the most return – and 
evolving your program with confidence.

Align your evergreen assets

Your brand shows up in more places than 
your blog, email and social channels. 

As the months pass, make sure the bigger 
evergreen assets that sit at the heart of your 
brand presence stay aligned with the story 
you’re telling through your ongoing content. 
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These are often the pieces you may not have 
had the time or budget to refresh during the 
Orientation stage – such as:

•	 Your values and culture statements

•	 Your annual reports

•	 Your capability statement

•	 Your website

•	 Your staff and client onboarding materials

•	 Your pitch decks and proposal template

•	 Your business case, letter and  
report templates

•	 Your visual brand kit

When your evergreen assets evolve 
alongside your dynamic content, your brand 
stays coherent, credible and consistent 
everywhere it lives.

Adapt with the tools

AI and digital platforms shift fast. Evolution 
is where you make sure your tools, systems 
and guardrails still support your strategy – 
and that nothing has drifted out of date.

•	 Update your AI guardrails: Refresh your 
prompts, sharable GPTs, style guides, 
internal policies and voice examples 
so your AI tools stay aligned with your 
messaging and brand.

•	 Review your workflow tools: Check that 
your scheduling platforms, project boards, 
calendars and writing assistants are still 
efficient, relevant and helping your team 
work smoothly.

•	 Assess new opportunities: Evaluate  
new platform features, analytics tools  
or AI capabilities and decide which 
genuinely support your goals – and  
which are just noise.

•	 Ensure everything still fits your process: 
Retire tools that no longer serve you  
and introduce improvements that keep 
your content program modern, efficient 
and future-ready.



WRAPPING UP

Strong content comes from 
structure, clarity and consistency. 
When you follow the RM FORGE 
Framework – Foundation, 
Orientation, Readiness,  
Generation and Evolution – 
your brand communicates with 
purpose and stays recognisable  
in an AI-heavy landscape.

Need help shaping your  
strategy, refining your messaging 
or building a content program  
your team can sustain? 

Refresh Marketing (RM) 
specialises in helping B2B  
brands connect with their  
clients and prospects. 

Since 2003, we’ve been crafting 
content strategies, brand voices 
and the practical, real-world 
building blocks that make your 
content ecosystem work.

Let’s chat. 

refreshmarketing.com.au 

hello@refreshmarketing.com.au

1300 558 005


