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FOREWORD

From Underdog to 
Invisible – How AI 

Changed Everything

It was nearly 2 AM on a Tuesday. A market entry plan spread across my 
screen, and a realization settled in: we were about to compete against 

companies a hundred times our size.

My name is Matt Bogoroch. I founded Birdseye with my brother Adam and 
our friends Shardul and Sarth Frey. We built direct mail automation software, 
campaigns that once took six weeks, executed in under 48 hours.

However, our biggest challenge wasn’t technology. It was visibility. Our 
competitors had multi-million-dollar monthly marketing budgets. They had 
saturated Google with paid placements. Our entire monthly marketing budget 
was $3,000 to $5,000.

To put it plainly: our competitors spent more on catering than we spent 
running the entire business.

There’s something clarifying about being backed into a corner.

Late one night, searching for any way to compete, I noticed something 
curious. A prospect had booked a call with me after asking ChatGPT about 
direct mail solutions. We weren’t advertising anywhere. How did they find us?

I started testing. Hour after hour, I prompted ChatGPT, Claude, and Gemini 
with questions our prospects might ask. Our competitors owned Google’s 
paid results. But in AI responses, there was no clear leader. The landscape 
was wide open.

I built software to track what competitors were publishing and automatically 
generate authoritative content on those same topics. Every time a competitor 
spent $10,000 testing a new message, my software created AI-optimized 
content on that exact theme. Their ad dollars were funding our visibility.
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What Happened Next
Within four months, we went from one qualified lead per week to nine or 
twelve. We built hundreds of thousands in monthly pipeline. Our customer 
acquisition cost was near zero.

Meanwhile, our competitors were spending over $500,000 monthly on 
Google Ads. We were quietly appearing in the AI responses their prospects 
were turning to.

The Larger Opportunity
While building upon our success at BirdseyePost, we productized the internal 
marketing software we built called Yolando. Now, we are sharing it with any 
forward thinking team that wants to win in the new age of search.

By 2027, more than half of all business research will happen through AI. The 
companies that understand Generative Engine Optimization (GEO) today will 
define their categories tomorrow.

This book is a blueprint for that future. It’s everything I’ve learned about 
turning resource constraints into strategic advantage.

Right now, your competitors are in meetings about their Google Ad spend. 
They’re debating attribution models. They haven’t realized that the game 
has fundamentally changed.

You’re about to learn how to show up in the AI responses your prospects 
see, and how to build durable advantage while others are still trying to un-
derstand what GEO means.

What follows is the complete framework for winning in this new era. We’ll 
start with a story that crystallizes why this matters—a moment when 20 
years of brand loyalty dissolved in a single AI conversation.



3

INTRODUCTION

The End of the 
Ten Blue Links

A $0 Customer Acquisition That 
Undid 20 Years of Brand Loyalty

The future of commerce revealed itself on a humid Tuesday morning at 
Toronto’s Fairgrounds sports courts. I didn’t recognize it at the time.

I was warming up for pickleball, a sport that, like AI adoption, seemed to 
emerge from nowhere and suddenly be everywhere. My doubles partner 
Tim walked onto the court wearing brand new Asics tennis shoes. This might 
not seem noteworthy, except for one detail: Tim had worn Nike exclusively 
for the twenty years I’d known him. Nike for tennis, Nike for running, Nike 
for walking the dog. His garage resembled a Nike outlet.

“New shoes?” I asked, stating the obvious.

“First pair of Asics in my life,” Tim said, doing that little bounce-test everyone 
does with new athletic shoes. “ChatGPT recommended them.”

I nearly dropped my paddle.

“ChatGPT told you to buy those?”

Tim shrugged. “I asked what shoes I should get for my wide, flat feet. I’ve 
been having foot pain with my Nikes. ChatGPT analyzed my foot type, my 
playing style, even factored in that I play on hard courts three times a week. 
It recommended the Asics Gel-Resolution specifically for players with my 
foot structure. Said Nike tends to run narrow for their tennis line.” Another 
test bounce. “Best my feet have felt on the court in years.”

“Did you research reviews? Check other sites? Ask anyone else?”

“Nope. Just bought them. The recommendation was so detailed and specific. 
One conversation, one recommendation, one purchase.”
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That’s when the implications became clear.

Asics had just acquired a customer worth thousands of dollars in lifetime 
value. A customer who had been religiously loyal to their competitor for two 
decades. And Asics had done it at a customer acquisition cost of exactly 
zero. No Google Ads. No retargeting campaigns. No influencer partnerships. 
No sales associate. Not even a coupon. Tim said he’d never seen an ad for 
those shoes. Asics wasn’t even in his consideration set when he used to shop.

Just a recommendation from an AI. And that recommendation undid more 
than two decades of brand loyalty in a single conversation.

The Shift Happening in Plain Sight
Driving home that morning, Tim’s Asics still on my mind, I couldn’t stop 
thinking about what this meant. If ChatGPT could overturn twenty years of 
Nike’s brand equity in one conversation, what did that mean for every other 
business?

The answer was straightforward and significant: Everything we understood 
about customer acquisition was about to change.

For twenty-five years, businesses have operated by a simple formula: reach 
the top of Google, reach the customer. We called it Search Engine Optimization, 
and entire industries were built on understanding and navigating that single 
algorithm. Companies spent billions collectively trying to convince Google’s 
crawlers that their content was the most relevant, the most authoritative, the 
most deserving of that first position.

But what happens when people stop using Google?

What happens when, instead of typing “best tennis shoes for flat feet” into a 
search bar and scrolling through ten blue links, they simply ask an AI “What 
shoes should I buy?”, and receive a conversational exchange similar to speak-
ing with a knowledgeable sales associate, culminating in one clear answer?

What happens when that AI doesn’t cite sources, doesn’t show ads, doesn’t 
care about your backlink profile or domain authority, and just offers advice 
based on its training data and reasoning?

The answer is what I’ve come to think of as the Great Invisibility Problem: 
businesses becoming invisible to their customers without realizing it’s hap-
pening.
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The Transfer of Trust
To understand why Tim trusted ChatGPT over three decades of Nike mar-
keting, we need to understand how people are beginning to relate to AI 
differently than they relate to traditional search.

When you search Google, you know you’re operating in a commercial envi-
ronment. Those top results are ads. The “organic” results below are content 
designed to rank, not necessarily to help. That review site has affiliate links. 
That comparison guide is sponsored. We’ve developed a sense for digital 
persuasion. We understand the dynamics, and we factor that awareness 
into every click.

But when you talk to ChatGPT, Claude, or Gemini, something psychologically 
different occurs. It feels like asking a knowledgeable friend for advice. The 
interaction is conversational, personalized, and seemingly objective. The AI 
doesn’t have affiliate links. It’s not working toward quarterly targets. It’s just 
answering your question.

This psychological shift, from transactional search to conversational dis-
covery, may be one of the most underestimated forces in business today.

Consider how Tim’s buying journey would have looked in the Google era: 
search “best tennis shoes for flat feet,” click through five to ten sites, read 
conflicting reviews of uncertain authenticity, compare prices across multiple 
retailers, wonder whether the review sites are trustworthy, check Reddit for 
unfiltered opinions, read Nike’s marketing copy, watch YouTube reviews that 
may or may not be sponsored, perhaps try shoes on in-store and speak with 
a sales associate, and finally make a decision with moderate confidence at 
best. Time spent: 45 to 90 minutes.

Now consider Tim’s actual journey: ask ChatGPT a single question about 
his specific situation, receive a detailed and personalized recommendation, 
purchase the shoes. Time spent: three minutes. Confidence level: high.

The efficiency is striking, but it’s the trust that matters most. Tim trusted that 
recommendation more than he would have trusted hours of his own research. 
The AI did something no website could accomplish: it considered his unique 
situation holistically and provided confident, personalized guidance without 
any obvious agenda.
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The Algorithmic Matchmaker
Here’s what most businesses haven’t yet grasped: Large language models 
aren’t just answering questions. They’re matching human needs with business 
solutions based on patterns and associations learned from the collective 
knowledge of the internet.

When Tim asked about tennis shoes, ChatGPT didn’t randomly select Asics. 
Somewhere in its training data, patterns emerged linking wide, flat feet with 
Asics’ design approach. Medical discussions about pronation connected to 
specific shoe technologies. Tennis forums debating court surfaces aligned 
with cushioning systems. Product reviews mentioning foot pain correlated 
with certain brands’ solutions.

The AI synthesized thousands, perhaps millions, of data points to arrive at 
its recommendation. But here’s the crucial part: Asics didn’t optimize for this. 
They didn’t stuff keywords about “flat feet” into their product descriptions. 
They didn’t build backlinks from podiatry sites. They didn’t even know this 
recommendation was happening.

They were recommended because they were genuinely the right solution for 
Tim’s specific need, a reality that happened to be reflected in the training data.

This is the new physics of customer acquisition: instead of optimizing for 
algorithms, you optimize for reality. Instead of gaming search rankings, you 
genuinely solve problems. Instead of crafting the perception of value, you 
create actual value.

The Preparation Gap
Studies suggest that ChatGPT alone handles over two billion queries daily1 
that would have previously gone to Google. Claude, Gemini, Perplexity, and 
dozens of other AI assistants add hundreds of millions more. By conserva-
tive estimates, within 24 months, AI assistants will process over half of all 
commercial discovery queries.

Consider what that means: half of all purchase decisions, made without ever 
seeing a traditional advertisement or visiting a company website.

1. DemandSage, “ChatGPT Statistics,” December 2025. Available at: https://www.demandsage.com/
chatgpt-statistics/
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The vast majority of businesses are unprepared for this shift. They’re still 
fighting the previous battle, optimizing for Google while their customers have 
moved on to conversational AI.

The symptoms are already visible for those paying attention: organic traffic 
declining despite maintained rankings, cost per click rising as competition 
intensifies for a shrinking audience, conversion rates dropping as only the 
least sophisticated users remain in traditional funnels, customer acquisition 
costs increasing across all traditional channels, brand searches decreasing 
as people go directly to AI for recommendations.

The businesses experiencing this often can’t articulate what’s happening. 
They point to iOS updates, economic conditions, increased competition, 
anything but the underlying truth: their customers have found a better way 
to discover solutions, and that path doesn’t include them.

The Nature of Conversational Commerce
What makes this shift significant is that it’s not just changing where people 
discover products. It’s changing how they think about purchasing entirely.

In the search era, discovery was intentional and discrete. You had a need, 
you searched, you found options, you compared, you bought. The journey 
was linear, trackable, and optimizable.

In the AI era, discovery is conversational and continuous. People aren’t just 
asking “what should I buy?” They’re having ongoing dialogues about their 
problems, their goals, their constraints. The AI becomes a thought partner, 
not just a search tool.

Tim didn’t just ask about tennis shoes. Over the weeks before his purchase, 
he had asked ChatGPT about his foot pain, about tennis techniques for older 
players, about court surfaces and their impact on joints. The shoe recom-
mendation emerged organically from an ongoing relationship, not from a 
single transaction.

This is why traditional SEO is losing relevance: you can’t optimize for a re-
lationship. You can’t keyword-stuff your way into a conversation. You can’t 
backlink your way to trust.
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The Zero-Click Reality
Google has been grappling with “zero-click searches” for years, queries 
answered directly in search results without users clicking through to web-
sites. They’ve tried to balance user experience with the need to send traffic 
to publishers and advertisers.

AI assistants have no such balance to maintain. They are, by design, ze-
ro-click interfaces. When ChatGPT recommended those Asics to Tim, it 
didn’t suggest he visit Asics.com to learn more. It didn’t provide affiliate 
links to reviewers. It simply answered his question completely and directed 
him toward purchase.

This is the new reality: in an AI-first world, if you’re not the answer, you’re 
not in the conversation.

And here’s what makes this particularly challenging for most businesses: the 
AI’s decision-making process is opaque. You can’t see your rankings. You 
can’t track your impressions. You can’t A/B test your way to prominence. 
You’re either recommended, or you’re invisible. That was the case, at least, 
until platforms like Yolando made it possible to understand and influence 
this new landscape.

The Trust Paradox
People trust AI recommendations more than human ones, precisely because 
they perceive them as less human. When a sales associate recommends 
shoes, we wonder about their commission structure. When a review site 
ranks products, we question their affiliate relationships.

But when an AI recommends something, we imagine it has processed vast 
amounts of objective data to reach an optimal conclusion. Tim trusted 
ChatGPT completely—and that trust is reshaping commerce. (Chapter One 
explores the psychology of this trust transfer in depth.)

How Influence Works Now
To understand how LLMs influence decisions, we need to examine how they 
differ from search engines. Unlike search, which presents options, LLMs 
present conclusions. This fundamental difference changes everything about 
how influence operates.
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When you search “best tennis shoes,” you receive a list of possibilities. The 
work of synthesis, of taking all that information and reaching a conclusion, 
falls on you. You become the decision maker, bearing the cognitive load of 
decision-making.

When you ask ChatGPT the same question, it bears that cognitive load for 
you. It synthesizes, evaluates, and concludes. You become the decision 
validator, not the decision maker. And validation is far easier than creation.

This is why Tim could overturn 20 years of brand loyalty in three minutes. 
He didn’t have to build a case against Nike or for Asics. The AI did that work. 
He just had to assess whether the reasoning sounded plausible. It did.

The implications for businesses are significant. In the search era, you needed 
to win the comparison game, be more compelling than competitors when 
placed side by side. In the AI era, you need to be the pattern that emerges 
when the AI considers the totality of information about your category.

The New Invisible Hand
Famous economist Adam Smith wrote about the “invisible hand” of the mar-
ket, the unseen forces guiding economic decisions. Today we’re witnessing 
the emergence of a different invisible hand: the AI recommendation engine 
quietly reshaping global commerce.

This hand doesn’t respond to traditional market signals. It doesn’t prioritize 
based on your advertising budget, your brand heritage, or your SEO strategy. 
It responds to patterns in data that correlate with user satisfaction.

When Asics won Tim’s business, they didn’t know they were competing. There 
was no RFP, no comparison shopping, no sales process. Just an invisible 
hand moving a customer from one brand to another based on algorithmic 
pattern matching.

This invisible hand is already moving significant commerce. Every day, people 
book hotels based on ChatGPT recommendations, purchase software based 
on Claude’s analysis, choose restaurants based on Gemini’s suggestions, 
and switch service providers based on Perplexity’s comparisons.

And the businesses losing these customers often have no idea it’s happen-
ing. Their analytics show gradual decline in organic traffic, slow erosion of 
market share, mysterious drops in brand searches. They see symptoms but 
can’t identify the cause.
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The Moment of Change
Looking back, this period, these months when AI assistants reached critical 
mass, will be understood as a turning point. Not because the technology was 
invented (that happened earlier), and not because it was perfected (that’s still 
coming), but because this is when consumer behavior fundamentally shifted.

It’s when Tim bought Asics instead of Nikes. When millions of people stopped 
searching and started conversing. When the invisible hand of AI began mov-
ing markets. When SEO began its gradual transition to something different.

The old approach was about visibility: be seen, be clicked, be chosen. The 
new approach is about being the right answer: be understood, be trusted, 
be recommended.

The old game was about optimizing for algorithms we could study, test, and 
influence. The new game is about optimizing for an intelligence we can’t fully 
see, can’t directly control, and don’t completely understand.

The businesses that recognize this shift, that stop preparing for the previous 
era and start preparing for the next one, will shape the future of commerce. 
Those that don’t will gradually become invisible, wondering why their cus-
tomers disappeared, not realizing they were guided elsewhere by forces 
that never announced their arrival.

The Choice Ahead
As you read this, you face a choice that will influence your business for the 
next decade.

You can continue optimizing for a world that’s receding, investing in SEO 
that reaches fewer people, buying ads that convert at lower rates, creating 
content that fewer customers encounter.

Or you can recognize that the landscape has changed and begin operating 
by the new principles.

Tim’s Asics aren’t just shoes. They’re a signal, a glimpse of what’s already 
here. Every business will eventually face their own version of this moment, 
the day their most loyal customer makes a different choice, guided by forces 
they never saw coming.

The question isn’t whether this will happen to your business. It’s whether you’ll 
be the one recommended, or the one left behind in someone else’s story.
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The transition from SEO isn’t approaching. It’s underway. And what emerges 
from this shift will determine who succeeds in the next era of commerce.

How to Use This Book
You can read this straight through, but it’s designed to be skim-
mable. Use the path that matches what you need right now:

If you only read one chapter first: Start with Chapter 2A/2B (GEO 
fundamentals and the five KPIs).

If you’re a marketing leader: Introduction → Chapter 1 → Chapter 
2 → your industry chapter (Chapters 4, 5, 6, or 7).

If you run content: Chapter 2 → Chapter 3 → Chapter 8 → your 
industry chapter.

If you’re technical (SEO/web/engineering): Chapter 2 → Chapter 
9 → Chapter 3.

Welcome to Generative Engine Optimization.

Welcome to what comes next.

Key Terms Used in This Book
GEO (Generative Engine Optimization): The practice of optimizing 
your brand’s presence in AI-generated responses. Unlike SEO, which 
focuses on search engine rankings, GEO focuses on being recom-
mended, cited, and accurately represented when AI assistants answer 
questions.

SEO (Search Engine Optimization): The established practice of 
improving visibility in traditional search engines like Google. GEO 
builds on SEO principles but requires distinct strategies.

LLM (Large Language Model): The AI technology powering tools like 
ChatGPT, Claude, Gemini, and Perplexity. LLMs generate human-like 
text by predicting likely word sequences based on training data.
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E-E-A-T (Experience, Expertise, Authoritativeness, Trustworthi-
ness): Google’s framework for evaluating content quality, increas-
ingly relevant to how AI models assess source credibility.

RAG (Retrieval-Augmented Generation): A technique where AI 
models retrieve current information from the web before generating 
responses, enabling real-time citations.

B2B/B2C: Business-to-Business and Business-to-Consumer—the 
two primary market orientations covered in this book’s industry 
chapters.

SaaS (Software as a Service): Cloud-based software sold via sub-
scription, covered in Chapters 4 (B2B) and 5 (B2C).

CAC (Customer Acquisition Cost): The total cost to acquire a new 
customer—a key metric that GEO can dramatically reduce.

KPI (Key Performance Indicator): Metrics used to measure GEO suc-
cess, detailed in Chapter 2B and Appendix F.

Technical Terms (covered in detail in Chapter 9):

Schema Markup: Code added to your website that helps machines 
understand your content’s meaning (e.g., “this is a product,” “this 
is a review”). Essential for AI comprehension.

Structured Data: Information organized in a standardized format 
that AI can easily parse and understand, including schema markup 
and JSON-LD.

Knowledge Graph: A database of interconnected facts that AI uses to 
understand relationships between entities (people, places, products, 
companies).

Backlinks: Links from other websites pointing to yours—tradition-
ally important for SEO, still relevant but less dominant in GEO.

Domain Authority: A measure of your website’s credibility based on 
link profile and history—AI models consider this but weight other 
factors more heavily.

AI Hallucination: When AI generates confident-sounding but inac-
curate information—a risk that good GEO practices help mitigate by 
providing clear, citable source material.
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Crawler: Automated software that reads and indexes web pages—
both search engines and AI systems use crawlers, but with different 
priorities.
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CHAPTER 1

The Trust Transfer 
– Why Strangers 

Believe Algorithms
EXECUTIVE SUMMARY

AI assistants have fundamentally changed how people make 
purchasing decisions. Instead of browsing search results and 
comparing options themselves, buyers now receive synthesized 
recommendations from AI that they accept with minimal skep-
ticism. This chapter explores the psychology behind this shift: 
why people trust AI recommendations, how behavioral economics 
principles (anchoring, social proof, authority bias) operate dif-
ferently in AI contexts, and why brands that understand these 
dynamics will capture disproportionate market share. 

Key insight: The first brand an AI mentions becomes the anchor 
against which all others are compared.

How LLMs Change the Way People Buy

The Psychology of AI-Influenced Decisions

50% of B2B buyers now start their journey in an AI chatbot instead of Google 
Search—a 71% increase in just four months.2

2. G2 Research, “AI Search Surging for B2B Buyers,” 2024. Survey of 1,000+ B2B decision makers showing 
50% start buying journey in AI chatbots (71% increase in 4 months). Available at: https://learn.g2.com/ai-
search-surging-for-b2b-buyers
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Large language models (LLMs) power tools like ChatGPT, Claude, Gemini, 
and Perplexity. They don’t just answer questions. They shape which options 
buyers consider.

Picture this: A procurement manager at a mid-sized manufacturing company 
needs a new inventory management system. Three years ago, she would 
have opened Google, searched “best inventory management software,” and 
spent two hours clicking through results, reviews, and comparison pages.

Today, she opens Claude. She describes her constraints—multiple ware-
house locations, integration needs with an aging ERP, a team resistant to 
change. Sixty seconds later, Claude gives her three recommendations and 
explains why each fits.

She never touches a search engine. She never sees your Google Ads. She 
never lands on your SEO-optimized landing page.

If you’re not in the answer, you don’t exist.

This chapter is about why that shift is so powerful psychologically. Search 
used to give buyers options. AI gives them conclusions. And the brands that 
understand how that changes trust and decision-making will shape the next 
era of customer acquisition.

The New Decision Architecture
In 2008, Richard Thaler and Cass Sunstein popularized the idea of choice 
architecture: the way options are presented changes what people choose. 
Order matters. Defaults matter. Framing matters.

For two decades, Google was the choice architect for most commercial 
decisions. It gave buyers links and ads, and the buyer did the synthesizing.

LLMs invert that dynamic. When someone asks ChatGPT, “What CRM should 
I use for my 50-person sales team?”, they don’t get ten links. They get a 
shortlist—two to four options, already compared and already ranked.

In practice, the decision architecture shifts like this:

•	 Google: many options → the buyer compares → the buyer decides.

•	 AI assistants: few options → the assistant compares → the buyer de-
cides.



16

That shrinkage is the distribution change. In the Google era, you could be 
the fifth result and still win. In the LLM era, if you’re outside the shortlist, 
you’re invisible.

The companies that understand how AI constructs these short-
lists will dominate their categories. Those that don’t will be locked 
out of conversations they never knew were happening.

Behavioral Economics in the Age of AI
The persuasion principles that work on people still matter. In many cases, 
they matter more.

LLMs were trained on human text: reviews, comparisons, landing pages, 
analyst reports, and forum debates. So when they build an answer, they 
often reproduce the same signals that persuade humans.

Below are the behavioral patterns that show up most often in AI-influenced 
buying decisions—and what they mean for positioning.

Anchoring: The First Number Wins
Kahneman and Tversky showed that the first number you hear sets the 
frame. Once a buyer has an anchor, everything else is judged relative to it.

AI assistants can create anchors the same way. If a response lists a com-
petitor at “$50/month” first and your product at “$75/month” second, you’ve 
been framed as “more expensive” before you can explain why.

Anchors aren’t always numbers. The first frame can be a label (“best for 
enterprise”), a priority (“security-first”), or a default (“most popular”)—and 
everything after that gets evaluated through that lens.

Example (B2B): A RevOps leader asks, “What’s the best CRM for a 50-person 
sales team?” If the AI starts by framing the decision as “best value per seat,” 
the rest of the answer becomes a pricing comparison. But if the AI starts 
with “fastest implementation” or “best forecasting accuracy,” it becomes an 
operational decision instead.

Example (B2C): A consumer asks, “What’s the best running shoe under $150 
for wide feet?” The price cap becomes the anchor. The assistant may op-
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timize the whole recommendation around that constraint, even if the better 
fit is slightly above it.

What this means for marketers: You want to control the first frame. If your 
category gets anchored on price, you’re in a race to the bottom. Anchor on 
outcomes, risk-reduction, or speed to value instead—and make that framing 
explicit in the public content AI can learn from and cite.

Social Proof: The Algorithm Amplifier
Cialdini’s social proof is the shortcut of “other people chose this, so it’s safe.” 
AI assistants learn from what is repeated across many sources: user counts, 
ratings, awards, and “best of” lists.

They can also amplify it. The more a product is recommended, the more it 
gets tried. The more it gets tried, the more it gets reviewed and talked about. 
That feedback loop shapes what the models see as the default choice.

Example (B2B): A buyer asks, “What email deliverability tool do most B2B 
SaaS companies use?” The assistant will often reach for proof signals it can 
repeat confidently: “used by thousands of teams,” “Leader on G2,” “rec-
ommended in X publication,” “trusted by companies like…” Those phrases 
don’t just persuade humans. They become building blocks the model reuses 
across answers.

Example (B2C): A consumer asks, “What’s the best budgeting app?” If one 
app has a clear pattern across reviews (“easy setup,” “actually helped me 
stick with it”) and another is a fog of mixed sentiment, the model tends to 
favor the one with the stronger, repeated narrative.

What this means for marketers: Make social proof easy to quote and hard to 
misinterpret. Put consistent, concrete proof points in the places AI is likely to 
ingest: your homepage, pricing pages, comparison pages, review platforms, 
app stores, and press coverage.

Authority Bias: Expert Citations as Currency
Authority bias is the shortcut of trusting experts. When an AI cites Gartner, 
Forrester, or McKinsey, it triggers the same heuristic for buyers: “This is 
vetted.”

Example (B2B): A security-conscious buyer asks, “Is this tool safe?” If the 
assistant can cite a clear security page, named standards (SOC 2, ISO 27001), 
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or reputable third-party coverage, it can recommend with confidence. If it 
can’t find credible signals, it hedges—or avoids recommending the brand 
entirely.

Example (B2C): A consumer asks, “Which supplement brand is trustworthy?” 
The assistant will lean heavily on authority signals: reputable publishers, 
certifications, and sources with a track record.

What this means for marketers: Authority isn’t just a PR win. It’s training data 
and citation material. Analyst mentions, industry coverage, credible expert 
quotes, and well-structured “trust” pages (security, privacy, methodology) 
become inputs into how AI models frame your brand.

Loss Aversion: Fear Through the Algorithm
Losses feel bigger than gains. AI can trigger that by surfacing competitive 
narratives like “your competitors are already using X.”

Example (B2B): A VP Marketing asks, “What happens if we don’t invest in 
GEO?” The assistant can turn your category into a loss frame: “You’ll be 
absent from recommendations,” “brand perception will be shaped by third 
parties,” “you’ll lose early-funnel influence.” Even if those are soft risks, the 
framing creates urgency.

Example (B2C): A consumer asks, “Is it worth switching from Brand A to Brand 
B?” The assistant often highlights what the buyer might lose by staying put: 
“continued pain,” “wasted money,” “missing features others benefit from.”

What this means for marketers: Don’t only sell the upside. Make the cost of 
inaction clear in the public content AI can read and cite: risk, missed oppor-
tunity, and falling behind. Done well, this doesn’t require fear-mongering. It 
requires clarity about consequences.

The Decoy Effect: Positioning 
That Shapes Perception

The decoy effect is one of the most reliable findings in behavioral economics: 
add an inferior third option and one of the remaining options looks better 
by comparison.

AI assistants can mirror this. If the web consistently frames you as the bal-
anced option between an overpriced enterprise tool and a limited free tool, 
AI is more likely to present you as the sensible recommendation.
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Example (B2B): Ask, “What’s the best payroll platform for a 200-person 
company?” Many answers look like: one enterprise suite, one low-end tool, 
and one “best fit” option. If the model can place you cleanly in that middle 
lane (“enterprise-grade controls without enterprise overhead”), you tend to 
get recommended as the default.

Example (B2C): Ask, “What’s the best meditation app?” The assistant often 
compares three: a premium option, a free/limited option, and a “best value” 
option. The “best value” slot wins a lot of purchases.

What this means for marketers: Competitive positioning needs to be legible 
to AI, not just persuasive to humans. Spell out who you’re for, who you’re not 
for, and what you trade off. The clearer your slot in the market, the easier it 
is for the assistant to recommend you as the “best fit” option.

Why LLMs Are Different from Google
This isn’t academic. It changes how decisions get made—and what you 
need to influence.

System 1 vs. System 2: The Deliberation Gap
Kahneman’s dual-process theory distinguishes between System 1 thinking 
(fast, intuitive, automatic) and System 2 thinking (slow, deliberate, analytical).

Google pushes buyers into System 2 mode. They compare, cross-check, 
and click around. The format invites skepticism.

AI answers push buyers toward System 1 because the assistant is doing a 
lot of the System 2 work for them, at high speed:

•	 It gathers context from the buyer (“We’re B2B SaaS, 20 reps, HubSpot 
stack, need SOC 2”).

•	 It summarizes tradeoffs.

•	 It presents a shortlist with reasons.

•	 It gives a recommendation with confident language.

When the assistant compresses “hours of research” into “one conversation,” 
buyers feel more certain sooner. They shop faster. They move with more 
confidence. Decisions that used to require a long System 2 process start to 
feel like a simple System 1 choice.
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Example (B2B): A team evaluating software used to do: search → read five 
vendor sites → check reviews → read comparisons → align internally → 
shortlist. Now they ask the assistant, follow up three times, and forward the 
output to stakeholders. The organization reaches alignment faster because 
the assistant already framed the decision and narrowed the options.

That can benefit both sides:

•	 The buyer wastes less time and reaches a decision with more confi-
dence.

•	 The seller gets prospects who are better qualified and further along by 
the time they show up.

Example (B2C): A consumer asks, “What’s the best budgeting app for my 
situation?” The assistant recommends one option, explains why, and the 
buyer downloads it immediately. The whole decision is simplified.

What this means for marketers: You often get one shot. The moment of rec-
ommendation is the moment the buyer forms a shortlist. Your job is to make 
it easy for the assistant to (1) place you in the right category, (2) explain why 
you’re a fit, and (3) justify the recommendation with proof.

Trust Transfer: Unknown Brands Win
Low brand awareness can actually help. When an AI recommends a well-
known brand, buyers filter the recommendation through existing opinions. 
When an AI recommends an unfamiliar brand, buyers borrow trust from the 
assistant and apply it to the product.

This is a major opportunity for challengers. It is also a risk for incumbents 
who assume they’ll always be the default.

Algorithm Appreciation: The Tide Has Turned
Historically, people often preferred human recommendations even when 
algorithms performed well. As AI assistants improve, that skepticism is fading.

In reported surveys, 87% of B2B buyers using AI assistants say the AI helped 
them achieve better outcomes.3 The window for dismissing AI visibility as 
a niche concern has closed.

3. OpenAI, “The State of Enterprise AI,” 2025 Report; Elsevier, “Insights 2024: Attitudes Toward AI.” 87% of 
users report AI helped achieve better outcomes. Available at: https://cdn.openai.com/pdf/7ef17d82-96bf-
4dd1-9df2-228f7f377a29/the-state-of-enterprise-ai_2025-report.pdf
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The B2C Psychology
For consumers, AI changes the buying moment because advice is free, 
instant, and personalized.

The Zero Price Effect
Dan Ariely calls this the “zero price effect.” “Free” isn’t just a price point—it’s 
a different psychological category.

AI consultations trigger this zero price effect. Asking ChatGPT for product 
recommendations costs nothing, creates no obligation, and feels frictionless. 
This lowers the barrier to seeking advice and increases the willingness to 
follow it.

Variable Rewards and Habit Formation
Nir Eyal’s Hook Model describes how products create habits through a cycle: 
Trigger → Action → Variable Reward → Investment.

AI assistants are perfectly designed to exploit this. Each conversation yields 
different insights. Users don’t know exactly what they’ll learn, which makes 
the interaction more engaging than predictable search results. Personalized 
recommendations create the variable reward that keeps users coming back.

For consumer brands, the practical implication is simple: your value proposi-
tions need to be stated in ways an AI can retrieve and articulate in a specific 
situation. If the AI can’t explain why your product fits a moment of need, 
you’re invisible when the decision happens.

The B2B Psychology
B2B buying is already research-heavy: multiple stakeholders, long sales 
cycles, and real downside risk. AI changes the flow by shaping the shortlist 
earlier and by building momentum through follow-up questions.

90% of B2B buyers now use generative AI in their purchasing process.4

4. Forrester, “B2B Buyer Adoption of Generative AI,” Buyers’ Journey Survey, 2024. 89-90% of B2B buyers 
use generative AI in purchasing process. Available at: https://www.forrester.com/report/b2b-buyer-adop-
tion-of-generative-ai/RES181769
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This isn’t a trend to watch. It’s already the standard. If you’re not visible in AI 
responses, you’re invisible to nine out of ten business buyers researching 
solutions in your category.

83% of buyer time is spent researching independently, away from sales reps.5

And increasingly, that independent research happens through AI. Buyers 
are forming opinions, narrowing consideration sets, and making preliminary 
decisions before ever talking to sales. If AI isn’t recommending you during 
this independent research phase, you may never get the conversation.

Commitment and Consistency
Cialdini’s commitment and consistency principle still applies. Once we take 
a small step in a direction, we’re more likely to continue in that direction.

AI-guided qualification creates this escalating commitment. A buyer asks 
a general question, gets a recommendation, then asks a follow-up. Each 
interaction deepens the commitment to the recommended solution. By the 
time they talk to sales, they’ve already internally committed to a shortlist 
that AI helped create.

If you’re on that AI-constructed shortlist, the commitment principle works in 
your favor. If you’re not, you’re fighting against the psychological momentum 
the buyer has already built.

Choice Architecture for Vendor Selection
When an AI compares vendors, it doesn’t just list options. It defines the cri-
teria, highlights tradeoffs, and frames what “good” looks like. That’s choice 
architecture in its purest form.

And when a brand is recommended, the effect can be measurable:

Sales conversions driven by ChatGPT recommendations have increased 
436%.6

5. Gartner B2B Buying Research; 6sense, “When Do B2B Buyers Reach Out to Sales?” 83% of buying journey is 
self-directed research. Available at: https://6sense.com/blog/dont-call-us-well-call-you-what-research-
says-about-when-b2b-buyers-reach-out-to-sellers/
6. RetailWire, “ChatGPT Driving Increased Traffic to Retailers and Brands in 2025.” Viv case study showing 
436% increase in conversion rate from AI-referred traffic. Available at: https://retailwire.com/chatgpt-traf-
fic-retailers-brands-2025/
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The Visibility Imperative
Put all of this together and the conclusion is clear: AI visibility is a core 
marketing competency.

Here’s what makes it different from traditional SEO:

•	 The consideration set is smaller. Google had page two. AI answers 
usually don’t. If you’re outside the shortlist, you’re not considered.

•	 The decision happens faster. The moment of recommendation is the 
moment the buyer forms an opinion.

•	 Trust transfer favors challengers. Unknown brands can win trust fast-
er than they could in the Google era.

•	 Behavioral principles are amplified. Anchoring, social proof, authority, 
and loss aversion still work—they just operate faster and at scale.

This creates a new strategic mandate. If LLMs are the choice architects, 
and they’re susceptible to the same persuasion principles as humans, then 
understanding and optimizing for AI visibility becomes a core marketing 
competency.

The brands that learn how to signal authority, social proof, and value to AI 
assistants will capture disproportionate share. The brands that don’t will lose 
customers in conversations they never see.

The Window Is Now
Most brands haven’t adapted yet.

Marketing teams are still fighting the last war—optimizing for Google while 
their customers have moved to AI. They’re still debating attribution models 
for channels that matter less each month. They’re still A/B testing landing 
pages that fewer buyers will ever see.

That creates a temporary advantage for first movers. Early AI visibility com-
pounds over time—social proof builds on itself, authority signals reinforce 
with each citation, and positioning becomes the default frame of reference.

The psychology of AI-influenced buying isn’t a future state. It’s the current 
reality shaping outcomes right now.
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The only question is whether you’re the brand being recommended—or the 
brand being replaced.

The future of commerce belongs to those who understand that 
even though AI is doing the searching, humans are still making 
the decisions—and optimizing for both.

Chapter Summary

The Core Shift
Buyers are starting their research in AI assistants, not search engines. Many 
now begin in a chatbot instead of Google, and adoption is still accelerating.

Google presented options and made the buyer do the synthesis. AI assistants 
synthesize and present conclusions. If you’re not in the shortlist of two to 
four recommendations, you’re invisible.

Key Takeaways

1.	 LLMs Are the New Choice Architect. Choice architecture still 
applies, but the choice architect has changed. AI assistants don’t 
give buyers ten links. They give a shortlist. There is no “page 
two” inside an answer.

2.	 Behavioral Economics Principles Operate Through AI. The 
same psychological mechanisms that influence human decisions 
also shape how LLMs construct recommendations: 

•	 Anchoring: The first frame sets the comparison.
•	 Social Proof: Clear proof points (“trusted by…”, reviews, 
awards) get repeated and amplified.
•	 Authority Bias: Third-party credibility and citations carry 
outsized weight.
•	 Loss Aversion: “Falling behind” narratives accelerate 
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decisions.
•	 The Decoy Effect: How alternatives are framed changes 
what looks like the sensible choice.

3.	 System 1 Thinking Dominates AI Interaction. Users engage 
with LLM recommendations with less deliberation than search re-
sults. The conversational format and confident synthesis bypass 
critical evaluation. You often get one chance—the moment of 
recommendation is the moment of decision.

4.	 Trust Transfer Favors Challengers. Low brand awareness 
actually strengthens the trust transfer from AI to product. Un-
known brands recommended by AI receive a credibility boost 
that would take years to build through traditional marketing. Chal-
lengers can earn trust faster, and incumbents can lose “default” 
status quickly.

5.	 Algorithm Appreciation Has Replaced Algorithm Aversion. 
In reported surveys, 87% of B2B buyers using AI assistants say 
the AI helped them achieve better outcomes. Buyers already trust 
AI—the question is whether your brand shows up.

The Numbers That Matter

Metric Implication

50% of B2B buyers start in AI 
chatbots

Half your market may never see your 
Google presence

71% increase in four months Adoption is accelerating, not stabilizing

90% of B2B buyers use generative 
AI in purchasing

AI visibility is now table stakes, not 
innovation

83% of buyer time is independent 
research

Decisions form before sales conversa-
tions begin
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436% increase in ChatGPT-driven 
conversions

AI recommendations dramatically 
increase close rates

Immediate Actions for Marketing Teams

1.	 Audit your AI visibility now. Ask ChatGPT, Gemini, Claude, 
and Perplexity the questions your buyers ask. Are you in the rec-
ommendation? How are you positioned relative to competitors?

2.	 Encode social proof for AI consumption. Ensure your con-
tent includes concrete signals—user counts, industry recogni-
tion, analyst citations—that LLMs can retrieve and synthesize.

3.	 Optimize for anchoring. Structure your content so your 
brand appears first in category comparisons. Frame evaluation 
criteria around your strengths.

4.	 Build authority signals deliberately. Every analyst mention, 
industry publication feature, and expert citation becomes training 
data that influences AI perception.

Strategic Shifts
1.	 From visibility to recommendation. Traditional metrics like impres-

sions and clicks matter less. What matters is whether AI recommends 
you—and in what position.

2.	 From broad content to precise positioning. AI responds to specific 
use cases and buyer contexts. Generic content gets filtered out; pre-
cise, contextual content gets recommended.

3.	 From brand reputation to AI perception. Your reputation with humans 
matters, but increasingly through the lens of how AI interprets and 
presents that reputation.

4.	 From SEO to GEO. Generative Engine Optimization requires different 
tactics than Search Engine Optimization—understanding what makes 
AI recommend, not just what makes Google rank.
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The Competitive Reality
Most teams haven’t adapted yet. Many are still optimizing for Google while 
buyers move to AI.

That creates a window for first movers. AI visibility compounds: social proof 
builds, authority signals reinforce, and positioning becomes the default.

The window won’t stay open forever. The question is whether you’ll establish 
your position early—or play catch-up.

The Bottom Line
AI-influenced buying is happening now. The same behavioral principles still 
apply, but the channel is faster and more concentrated.

Brands that understand how AI constructs recommendations will shape 
their categories. Those that don’t will become invisible in the conversations 
that matter.

Even though AI is doing the searching, humans are still making the decisions. 
The winners optimize for both.
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CHAPTER 2A

The New Rules of 
Being Found

EXECUTIVE SUMMARY

Generative Engine Optimization (GEO) is the practice of improving 
your brand’s visibility and reputation within AI-powered assis-
tants like ChatGPT, Claude, and Perplexity. Unlike traditional 
SEO (optimizing for page rankings), GEO optimizes for being 
included in AI-generated answers. This chapter defines GEO, 
explains how LLMs synthesize information, and introduces the 
vocabulary you’ll need. 

Key insight: AI doesn’t present options for users to compare—it 
presents conclusions for users to accept. If you’re not in the an-
swer, you don’t exist.

The Fundamentals of Generative 
Engine Optimization

This chapter is the operating system for the rest of the book. You’ll learn 
what Generative Engine Optimization (GEO) is, why it matters now, how 

to measure it, and how to turn those metrics into action.

By the end of this chapter, you’ll have:

A definition you can explain to your team

•	 A prompt map (topics, funnel stages, branded vs unbranded)

•	 Five GEO KPIs and how to interpret them

•	 A practical workflow for turning insights into action
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What is Generative Engine Optimization?
Let’s start with a clear definition.

Generative Engine Optimization (GEO) is the practice of improving your 
brand’s visibility, positioning, and reputation within AI-powered assistants 
and answer engines like ChatGPT, Claude, Gemini, and Perplexity.

You may also hear terms like AI SEO or Answer Engine Optimization (AEO). 
The terminology is still settling, but the goal is consistent: influencing how 
AI systems understand, represent, and recommend your brand when users 
ask questions. In this book, we’ll use GEO.

The Fundamental Difference from Traditional SEO

Traditional SEO and GEO share a common ancestor—the desire to be found 
by people looking for solutions. But they differ in almost every other way 
that matters.

Traditional SEO focuses on ranking web pages within a list of links on a 
search engine results page. You optimize for crawlers. You build backlinks. 
You target keywords. You compete for position one, knowing that most clicks 
go to the top few results. The user sees options and chooses among them.

Generative Engine Optimization focuses on influencing the synthesized 
answer that an AI generates. There is no list of links. There is no position 
one through ten. There is only the answer—a conversational response that 
either includes your brand or doesn’t. The AI doesn’t present options for 
the user to evaluate. It presents conclusions for the user to accept or reject.

This distinction changes everything about how influence operates.

In the search era, you won by being more compelling than competitors when 
placed side by side. Users did the work of comparison. In the AI era, you win 
by being the pattern that emerges when the model considers everything it 
knows about your category. The AI does the work of synthesis, and users 
simply validate whether the recommendation sounds reasonable.

How Large Language Models Actually Work

At a high level, AI assistants answer questions using two inputs:

•	 Training data: What the model learned from public text (articles, docs, 
reviews, forums, social, etc.)
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•	 Retrieval and web search (for some models): Real-time web search 
and retrieval-augmented generation (RAG) that pulls current sources 
and synthesizes them

That matters because your GEO “ranking” isn’t just about one page. It’s 
about the total pattern of how the internet describes you—and whether the 
assistant can confidently repeat those patterns.

When someone asks ChatGPT “What’s the best direct mail platform for 
e-commerce brands?”, the model doesn’t just query a database of direct 
mail platforms. Instead, it predicts what a helpful, accurate answer would 
look like based on patterns in its training data. Those patterns come from 
articles, documentation, reviews, forum discussions, social media posts, 
and countless other sources that mentioned direct mail platforms in various 
contexts.

This means the AI’s recommendation isn’t always based on who paid for ads 
or who has the most backlinks. It’s based on how your brand appears across 
the totality of information the model learned from. The question isn’t “Are we 
ranking?” The question is “What does the AI believe about us?”

The New Vocabulary of GEO

Before we go further, let’s establish the terminology you’ll need.

AI Platform refers to the specific AI assistant where users ask questions—
ChatGPT, Claude, Gemini, Perplexity, and others. Each platform may favor 
different brands or sources, so tracking performance across all of them 
matters.

Prompts are the specific questions that simulate real user queries. When 
measuring your GEO performance, you define prompts that represent what 
your prospects actually ask. “Best CRM for small sales teams” is a prompt. 
“How does Salesforce compare to HubSpot?” is a prompt. The prompts you 
track determine the insights you receive.

Prompt executions are individual runs of a prompt on a specific AI platform 
at a specific point in time. If you run 50 prompts across four platforms, that’s 
200 executions per day. You’ll see “executions” show up in the KPI formulas 
because GEO is measured at the prompt level.

Topics are categories that group related prompts thematically. You might 
have topics like “Pricing,” “Integrations,” “Enterprise Features,” or “Industry 
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Use Cases.” Topics let you see where you’re winning and where you’re losing 
across different aspects of your business.

Branded prompts mention your brand by name: “Is Yolando worth it?” or 
“Yolando vs X comparison.” These measure your reputation: how the AI 
frames your brand when someone asks about you directly.

Unbranded prompts don’t mention any brand: “Best AI visibility platforms” or 
“How to optimize for ChatGPT.” These measure your discoverability—whether 
you show up at all when people ask category questions.

Funnel stages classify prompts by where they fall in the buyer’s journey:

•	 TOFU (Top of Funnel): Broad awareness queries for category discov-
ery. “What is generative engine optimization?” or “Best marketing tools 
for startups.”

•	 MOFU (Middle of Funnel): Evaluation queries comparing features, in-
tegrations, or use cases. “AI visibility tools that integrate with HubSpot” 
or “GEO platforms for enterprise.”

•	 BOFU (Bottom of Funnel): High-intent decision queries about pricing, 
cost, or implementation. “How much does AI visibility software cost?” 
or “Yolando pricing plans.”

Understanding where you’re strong and weak across the funnel reveals 
exactly where to focus your efforts.

Here’s what a simple prompt map looks like for a B2B SaaS company (swap 
in your category, your industry, and your brand name):

•	 Topic: Category education (TOFU, unbranded) — “What is GEO?”, 
“How do I show up in ChatGPT recommendations?”

•	 Topic: Buying criteria (MOFU, unbranded) — “Best AI visibility tools 
for B2B SaaS”, “What should I look for in a GEO platform?”

•	 Topic: Comparisons (MOFU, branded) — “[YourBrand] vs [Competi-
tor]”, “Alternatives to [YourBrand]”

•	 Topic: Pricing and proof (BOFU, branded) — “[YourBrand] pricing”, “Is 
[YourBrand] worth it?”

Why GEO Matters Now
GEO matters for one reason: buyer research is moving into AI answers. When 
the decision happens inside an assistant, traditional SEO metrics become 
incomplete.
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The Scale of the Shift

Publicly reported numbers suggest ChatGPT alone is used by hundreds of 
millions of people every week. Add Claude, Gemini, Perplexity, Microsoft 
Copilot, and assistants embedded across major platforms, and “ask an AI” 
becomes a default behavior for many research queries.

For marketers, the biggest change isn’t that people stopped searching. It’s 
that people stopped clicking. The assistant does the browsing and hands 
the buyer a synthesized conclusion.

The Great Invisibility Problem

Here’s the uncomfortable truth: if you’re not in the AI’s answer, you’re invisible 
to a growing percentage of your potential customers.

Traditional search at least showed you the competitive landscape. You 
could see who ranked above you, understand why, and work to improve. 
AI-generated answers offer no such transparency. The user asks a question, 
receives a recommendation, and acts on it. If you weren’t recommended, you 
don’t know. If a competitor was, you don’t see it. The decision happened in 
a space you can’t observe with traditional analytics.

This invisibility shows up as “mysterious” symptoms:

•	 Organic traffic and leads soften even when rankings look stable

•	 CAC rises across channels as competition intensifies

•	 Brand searches stagnate because the assistant never told the buyer to 
search for you

•	 Pipeline quality shifts because buyers arrive with a pre-formed shortlist

The Trust Transfer

Perhaps the most significant aspect of this shift is psychological. People 
trust AI recommendations differently than they trust search results.

When someone searches Google, they know they’re in a commercial envi-
ronment. They understand the top results are often ads, the organic results 
are optimized to rank, and review sites have affiliate relationships. They’ve 
developed healthy skepticism about digital persuasion.
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When someone asks ChatGPT for advice, that skepticism often evaporates. 
The interaction feels like consulting a knowledgeable friend. The AI doesn’t 
have affiliate links. It’s not earning commission. It appears to be processing 
vast amounts of information to reach an optimal, objective conclusion.

This perception—accurate or not—means AI recommendations carry unusual 
weight. A single AI response can overturn years of brand loyalty. A single 
conversation can move a prospect from consideration to purchase without 
ever visiting your website.

The Zero-Click Reality
Google has wrestled with “zero-click searches” for years—queries answered 
directly in search results without users clicking through to websites. AI as-
sistants have no such friction. They are, by design, zero-click interfaces.

When ChatGPT recommends a product, it doesn’t suggest visiting the com-
pany website to learn more. It doesn’t provide a list of review sites. It answers 
the question completely and moves on. The user might purchase directly 
from that recommendation without ever encountering your marketing, your 
content, or your sales team.

In this world, being the answer isn’t just valuable. It’s the distribution channel.
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CHAPTER 2B

Measuring What 
Matters in the Age 

of Synthesis
EXECUTIVE SUMMARY

This chapter provides the measurement framework for GEO. You’ll 
learn the five core KPIs: Discoverability (do you show up?), Share 
of Voice (how often vs competitors?), Reputation Score (positive 
or negative?), Citation Share (are your sources cited?), and Aver-
age Position (first mention or last?). The chapter also covers best 
practices, common mistakes, and how to build a feedback loop 
that turns data into action. 

Key insight: A brand with 80% discoverability and 40% negative 
reputation is worse off than a brand with 30% discoverability and 
90% positive reputation.

The Core KPIs of Generative 
Engine Optimization

You can’t improve what you can’t measure. Traditional SEO gave us clear 
metrics: rankings, traffic, click-through rates, domain authority. GEO 

requires a new measurement framework.

These are the five metrics that matter most, along with how to interpret and 
act on each.

•	 Discoverability: Do we show up at all?
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•	 Share of Voice: How often do we show up vs competitors?

•	 Reputation Score: When we show up, is it positive or negative?

•	 Citation Share: How much of the cited source material is ours?

•	 Average Position: When multiple brands are mentioned, are we early 
or late?

Discoverability

What it measures: The percentage of AI responses to relevant, unbranded 
prompts that mention your brand.

The formula: (Executions Mentioning Your Brand ÷ Total Executions) × 100

Example: If you run 50 prompt executions and your brand is mentioned in 
12, your discoverability is 24%.

Why it matters: Discoverability answers the most fundamental question in 
GEO: when people ask about your category, do you show up? If your dis-
coverability is 20%, that means you’re mentioned in one out of every five 
relevant AI responses. The other 80% of the time, prospects are hearing 
about your competitors—or no one at all.

How to interpret it: Discoverability varies significantly by industry and 
competitive intensity. In a crowded category with ten major players, 30% 
discoverability might be excellent. In a niche category with three competitors, 
30% might indicate a problem. The key is tracking your discoverability over 
time and relative to competitors.

What to do about it: Low discoverability usually means one of two things. 
Either your brand lacks presence in the content that AI models use for 
training and reference, or your content doesn’t clearly connect you to the 
category terms people use when asking questions. The solution is creating 
authoritative, specific content that explicitly addresses the prompts where 
you’re missing.

Share of Voice

What it measures: The percentage of total brand mentions that belong to 
your brand compared to your tracked competitors.

The formula: (Your Total Mentions ÷ Total Mentions of All Tracked Brands) 
× 100
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Example: If there are 200 total brand mentions across your tracked set and 
your brand accounts for 50 of them, your share of voice is 25%.

Why it matters: Discoverability tells you if you’re in the conversation. Share 
of voice tells you if you’re dominating it. A brand with 40% share of voice is 
mentioned twice as often as a brand with 20%. In AI responses that mention 
multiple brands, higher share of voice means you’re more likely to be the 
primary recommendation rather than an alternative.

How to interpret it: Share of voice is a zero-sum game. When your share 
increases, someone else’s decreases. Track not just your own share, but 
the distribution across competitors. If one competitor is pulling away with 
50% share of voice, that’s one strategic situation. It’s different from a market 
where four players each hold roughly 25%.

What to do about it: Increasing share of voice requires both offense and 
defense. Offense means creating content that positions you as the definitive 
answer to important questions. Defense means monitoring competitor content 
and ensuring you’re not ceding ground on topics that matter.

Reputation Score

What it measures: The percentage of your brand mentions that are framed 
positively in AI responses.

The formula: (Positive Mentions ÷ (Positive + Negative Mentions)) × 100

Example: If you have 30 positive mentions and 10 negative mentions, your 
reputation score is 75%.

Why it matters: Being mentioned isn’t enough if you’re being criticized. 
Reputation score adds the qualitative layer that raw visibility metrics miss. 
A brand with 80% discoverability and 40% reputation score has a serious 
problem: they’re visible, but they’re visible in a negative light.

How to interpret it: Neutral mentions are filtered out, so this metric is a direct 
comparison of positive versus negative framing. A score above 80% indi-
cates generally positive sentiment. Below 60% signals significant reputation 
issues that need addressing. Pay attention not just to the overall score, but 
to the specific themes driving positive and negative mentions.

What to do about it: Reputation issues originate from real sources: negative 
reviews, critical press coverage, forum complaints, competitor positioning. 
Improving your reputation score means addressing these issues at the 
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source—encouraging positive reviews, engaging professionally with criticism, 
creating clarifying content that addresses misconceptions, and proactively 
telling your own story.

Citation Share

What it measures: The percentage of all web source citations in AI responses 
that link back to your brand’s domain.

The formula: (Citations to Your Domain ÷ Total Citations) × 100

Example: If there are 120 total citations and 18 of them link to your domain, 
your citation share is 15%.

Why it matters: Citations represent explicit endorsement from AI platforms. 
When an AI cites your content, it’s effectively pointing to you as an authori-
tative source. High citation share means your content is directly shaping the 
AI’s answers—your data, your framing, your perspective form the foundation 
of what users hear.

How to interpret it: Citation share reveals not just visibility, but influence. 
Compare your citation share to competitors and to earned media sources 
(third-party sites that get cited). If competitor domains are being cited 
more frequently, their content is shaping the narrative more than yours. If 
third-party sites dominate citations, those sites become important targets 
for PR and outreach.

What to do about it: Increasing citation share requires creating content that AI 
models recognize as authoritative and relevant. This means comprehensive, 
specific, genuinely helpful content on topics that matter to your audience. 
It also means earning mentions and links from third-party sources that get 
cited frequently.

Average Position

What it measures: The average placement of your brand’s first mention 
across all AI responses where you appear.

The formula: Sum of All Mention Positions ÷ Total Number of Mentions

Example: If your first-mention positions across five responses are 1, 2, 2, 3, 
and 1, your average position is 1.8.
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Why it matters: In AI responses that mention multiple brands, order matters. 
The first brand mentioned often receives the most attention and is more 
likely to be perceived as the primary recommendation. An average position 
of 1.5 means you’re typically mentioned first or second. An average position 
of 4.0 means you’re usually appearing as an afterthought.

How to interpret it: Lower numbers are better. Track how your average po-
sition changes over time and varies across topics and AI platforms. If you’re 
mentioned first for pricing-related prompts but fourth for feature-related 
prompts, you know where to focus your content efforts.

What to do about it: Improving position requires strengthening your asso-
ciation with the specific terms and concepts that drive recommendations. 
This often means creating more comprehensive, more authoritative, and 
more frequently updated content on your priority topics.

Reading the KPIs Together (Patterns You’ll See)

Each KPI is useful on its own, but the real leverage comes from reading them 
together. A few common patterns:

•	 Discoverability rises while Reputation Score falls: You’re showing 
up more, but in a negative frame. Example: discoverability jumps from 
18% to 35% while Reputation Score drops from 78% to 55%. Start by 
reviewing the specific prompts where sentiment flipped, then address 
the root source (reviews, forums, press, misunderstandings) before 
you push for even more visibility.

•	 High discoverability, poor Average Position: You’re in the answer, but 
you’re an “also-ran” mentioned late. Focus on category-defining con-
tent and head-to-head comparisons that make the model comfortable 
naming you first.

•	 Share of Voice is flat while Average Position improves: You’re not 
getting mentioned more often yet, but you’re becoming the primary 
recommendation when you do appear. Double down on the topics and 
prompts where you’re moving earlier in the list.

•	 Citation Share rises before mentions follow: Especially on platforms 
that cite sources, citations can be an early indicator that your content 
is shaping answers even if discoverability hasn’t moved yet. Keep 
publishing citable resources and watch for a lagged lift in mentions and 
position.
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Measuring GEO at Your Company with Yolando
Understanding metrics is one thing. Actually measuring them is another. 
This section walks through the practical workflow of implementing GEO 
measurement using Yolando.

The Knowledge → Insights → Action Framework

Yolando operates on a three-phase workflow that creates a continuous 
improvement loop.

Knowledge is your strategic intelligence base. This is where you teach the 
system about your brand, your competitors, and the questions that matter 
to your market. You upload brand guidelines, define your voice, set up the 
topics and prompts you want to track, and identify the competitors you want 
to benchmark against.

Insights is where you measure what matters. The platform runs your defined 
prompts across major AI platforms daily, analyzing responses for brand men-
tions, sentiment, citations, and positioning. Dashboards show you exactly 
where you stand and how you compare to competitors.

Action is where insights become influence. Based on what you learn, you 
create content designed to fill gaps, improve positioning, and shift how AI 
perceives your brand. The Marketing Studio helps you generate on-brand 
content, identify outreach opportunities, and manage your publishing workflow.

The loop then repeats: actions you take (publishing content, earning men-
tions) feed back into the AI ecosystem, which Yolando analyzes to produce 
new insights, which inform new actions. This closed-loop system is what 
transforms visibility into velocity.

Setting Up Your Foundation

Before you can measure GEO performance, you need to establish three 
foundational elements.

Topics and prompts form the bedrock. These are the specific questions 
you’ll track daily across AI platforms. Start with the prompts your prospects 
actually ask. What questions come up in sales calls? What terms do people 
search before they find you? What comparisons do they make?
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Organize prompts into topics that align with your business priorities. You 
might have topics for core product features, pricing, integrations, industry 
verticals, and competitive comparisons. Each topic gives you a lens through 
which to view your performance.

Mix unbranded prompts (measuring discoverability and share of voice) with 
branded prompts (measuring reputation). Cover all funnel stages: awareness 
queries at the top, evaluation queries in the middle, and decision queries 
at the bottom.

Tracked competitors determine your benchmarking. Choose the brands you 
actually compete against—not aspirational comparisons, but the companies 
that appear when your prospects ask category questions. You can start with 
known competitors and add others as Yolando surfaces brands appearing 
in AI responses that you hadn’t considered.

Brand voice ensures content authenticity. Define the tone, style, and termi-
nology that make your content sound like you. This profile guides all content 
generation, preventing the generic “AI slop” that plagues most automated 
content. The more specific your brand voice profile, the more authentic your 
generated content will be.

Navigating the Insights Dashboard

Once your foundation is set, Yolando begins gathering data. Here’s how to 
read what you find.

The Overview Dashboard provides your high-level snapshot. See your core 
metrics at a glance, track trends over time, and view the competitive leader-
board showing how you rank against tracked competitors on discoverability 
and share of voice. This is where you start each week to understand your 
overall position.

The Topics & Prompts page lets you drill down. Expand any topic to see the 
performance of individual prompts within it. Which specific questions are 
you winning? Which are you losing? Click into any prompt to see every ex-
ecution—every time that prompt was run on every AI platform, with the full 
response text, citations, and mention analysis. This is your evidence base, 
the raw data behind every metric.

The Platforms page breaks down performance by AI model. You might be 
strong on ChatGPT but invisible on Claude. You might be cited frequently by 
Perplexity but rarely by Gemini. Each platform has different behaviors and 
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different user bases. Understanding your platform-specific performance 
helps you prioritize your efforts.

The Citations page reveals your source of truth for influence. See which do-
mains get cited most frequently—your own, your competitors’, and third-party 
sites. Drill into any domain to see which specific pages drive its citation 
success. This is where you identify both your own most influential content 
and the third-party sites worth pursuing for outreach.

The Reputation page adds qualitative depth. See the recurring themes—posi-
tive and negative—associated with your brand across AI responses. Click into 
any theme to see the specific responses where it appeared. If you’re being 
praised for ease of use but criticized for pricing, you’ll see that clearly here.

Turning Insights into Action

Data without action is just expensive curiosity. The power of Yolando’s 
framework is closing the loop between what you learn and what you do.

The Recommendations page surfaces prioritized opportunities. Based on 
your discoverability gaps, competitor activity, and content landscape, the 
system identifies exactly what content to create. Each recommendation 
includes a priority level, a rationale, the relevant topics and prompts, and 
source material to guide the content.

When you act on a recommendation, you move into the Marketing Studio. 
This is where content is created, refined, and published. The workflow moves 
from brief to outline to full content piece, with your brand voice profile ensur-
ing consistency. AI-assisted editing helps you refine specific sections, and 
collaboration features let your team review and approve before publishing.

Example: say you’re missing on a MOFU prompt like “Best [category] tools 
for [industry].” Open the prompt history and read the full responses. Pay 
attention to citations and recurring themes.

If the assistant keeps citing a handful of “best tools” listicles plus a review 
site, your fastest path is usually twofold. First, publish the most citable 
comparison page in the category. Second, earn inclusion in the third-party 
sources the model already trusts.

Then re-measure and look for movement in Discoverability, Citation Share, 
and Average Position over the next few weeks.
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The content you create then enters the AI ecosystem through your website, 
through third-party mentions, through social sharing. Over time, that con-
tent influences how AI models perceive your brand. Yolando measures that 
influence, surfaces new gaps, and the cycle continues.

Best Practices for GEO Success
Understanding the what and how of GEO is essential. But the difference be-
tween adequate performance and exceptional results often comes down to 
proven approaches developed through experience. These are the patterns that 
separate brands that merely participate in GEO from those that dominate it.

Create Content That Deserves to Be Cited

The single most important best practice in GEO is simple to state and hard 
to execute: create content that genuinely deserves to be the source of truth. 
Focus on topics that matter to your audience.

This isn’t about keyword density or backlink profiles. It’s about being legiti-
mately authoritative. When someone asks an AI about a topic you cover, would 
your content—if the AI knew about it—be the best answer? If not, why not?

Authoritative content tends to share certain characteristics. It’s comprehen-
sive, covering the topic thoroughly rather than superficially. It’s specific, 
offering concrete details rather than generalities. It’s current, reflecting the 
latest developments rather than outdated information. It’s original, providing 
perspectives or data not available elsewhere. And it’s genuinely helpful, 
organized around what readers need to know rather than what you want 
to tell them.

When you create this kind of content, you’re not gaming an algorithm. You’re 
building the kind of resource that AI models naturally recognize as valuable.

Optimize for Multiple Platforms

Different AI platforms exhibit different behaviors. ChatGPT might favor certain 
types of sources. Claude might weight different factors. Perplexity, with its 
real-time search integration, might surface different content than models 
relying purely on training data.

Don’t assume that success on one platform translates to others. Track your 
performance across all major AI assistants and investigate discrepancies. If 



43

you’re recommended frequently on ChatGPT but rarely on Claude, ask why. 
What content is Claude citing that ChatGPT isn’t? What associations exist in 
one model that are missing in another?

This multi-platform awareness also informs your content strategy. Creating 
content that performs well across platforms is more valuable than content 
optimized for just one.

Cover the Full Funnel

Many brands focus their GEO efforts on bottom-of-funnel prompts—the 
high-intent queries closest to purchase. This is understandable but incomplete.

AI assistants are reshaping the entire buyer journey, not just the decision mo-
ment. People ask AI for category education (TOFU), for feature comparisons 
(MOFU), and for purchase validation (BOFU). If you’re only present at the 
decision stage, you’re missing the opportunity to shape consideration earlier.

Moreover, your performance at each stage affects subsequent stages. Brands 
that educate at the top of the funnel build familiarity that influences mid-funnel 
comparisons, which in turn affects bottom-funnel recommendations. Think 
about GEO as a full-journey discipline, not just a conversion tactic.

Monitor Competitors Continuously

GEO is a competitive discipline. Your performance is always relative to others 
in your category. This means understanding what competitors are doing is 
as important as understanding your own position.

Track what content competitors publish. Monitor where they’re being cit-
ed. Watch for new themes appearing in AI responses about them. When a 
competitor’s discoverability jumps, investigate why. When their reputation 
score drops, understand what happened.

This isn’t about copying competitors. It’s about maintaining situational aware-
ness. In a landscape that changes daily, yesterday’s leader can become 
today’s afterthought if they’re not paying attention. Don’t let that happen to 
you—and be ready to capitalize when it happens to others.
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Address Reputation Issues at the Source

When negative themes appear in your reputation analysis, the natural impulse 
is to create positive content to counterbalance them. This can help, but it’s 
treating symptoms rather than causes.

Reputation issues in AI responses originate from real sources. That can include 
negative reviews on G2 or Trustpilot, critical forum discussions on Reddit or 
Quora, unfavorable press coverage, or competitor content positioning you 
negatively. AI models learn from these sources.

The most effective approach is addressing issues at their origin. Respond 
professionally to negative reviews. Engage helpfully in forum discussions. 
Proactively pitch positive stories to counter negative press. Create compre-
hensive content that directly addresses misconceptions. When you improve 
the underlying source material, you improve how AI models perceive you.

Maintain Brand Voice Consistency

As you scale content production, consistency becomes both more important 
and more difficult. Generic AI-generated content might fill gaps quickly, but 
it dilutes your brand and fails to resonate with audiences.

Your brand voice profile is your defense against this dilution. Invest time in 
defining it thoroughly: your tone, your terminology, phrases you use and 
phrases you avoid, how you talk about competitors, how you address dif-
ferent audience segments. The more specific your profile, the more your 
generated content will sound authentically like you.

Review generated content critically. Does it sound like something your team 
would write? Would a customer who knows your brand recognize your 
voice? If not, refine your profile and regenerate. The goal is content that 
earns attention because it’s genuinely good, not content that fills a slot in 
your publishing calendar.

Think in Loops, Not Lines

Traditional content marketing often follows a linear model: create content, 
publish it, hope it ranks, move on. GEO demands a cyclical approach.
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Create content to address identified gaps. Measure whether it improves your 
position. Analyze what’s working and what isn’t. Identify new gaps that have 
emerged. Create new content to address them. Measure again.

This continuous improvement loop is what transforms GEO from a project into 
a practice. The brands that win aren’t the ones that create the most content. 
They’re the ones that learn fastest from what they create.

Common Mistakes to Avoid
In any new discipline, there are patterns of failure that repeat across organiza-
tions. Learning from others’ mistakes can save you months of wasted effort.

Treating GEO Like Traditional SEO

This is the most common mistake, and it manifests in several ways. Keyword 
stuffing your content with terms you want to rank for. Obsessing over back-
link profiles. Focusing on technical optimization at the expense of content 
quality. Thinking about pages and rankings rather than understanding and 
recommendations.

GEO requires a mental model shift. You’re not optimizing for a crawler that 
follows links and indexes pages. You’re influencing a model that synthesizes 
information and generates answers. The tactics are different because the 
mechanism is different.

Ignoring Branded Prompts

Many brands focus exclusively on unbranded prompts—the category queries 
that drive discoverability. This leaves a blind spot around branded prompts, 
the questions people ask about you specifically.

Branded prompts measure reputation: how AI frames your brand when 
someone asks directly. If your discoverability is high but your reputation is 
poor, you’re visible in a negative light. New prospects discover you, but they 
discover criticism, limitations, or unfavorable comparisons. That’s worse 
than not being discovered at all.

Track both. Optimize for both. Discoverability gets you into the conversation. 
Reputation determines whether that conversation helps you.
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Focusing on a Single Platform

ChatGPT’s dominance makes it tempting to optimize exclusively for OpenAI’s 
models. This is a mistake for two reasons.

First, other platforms matter. Claude, Gemini, and Perplexity each have sig-
nificant user bases, and different users prefer different platforms. Ignoring 
them means ignoring potential customers.

Second, platform dynamics shift. Today’s dominant platform may lose ground 
tomorrow. Building your GEO strategy around a single platform creates fra-
gility. A multi-platform approach provides resilience and captures more of 
the total market.

Creating Generic Content

The pressure to produce content quickly often leads to generic, undifferen-
tiated material. This “AI slop” might fill your publishing calendar, but it won’t 
improve your GEO performance.

AI models are trained on vast amounts of content. Generic content blends 
into the noise. To be cited, to be recommended, your content needs to offer 
something distinctive: unique data, original perspectives, specific guidance 
that isn’t available elsewhere. Quality matters more than quantity in GEO, 
not because of some abstract principle, but because AI models recognize 
and favor genuinely valuable content.

Failing to Close the Loop

The most sophisticated measurement system is worthless if it doesn’t drive 
action. Some organizations implement comprehensive GEO tracking, gen-
erate beautiful dashboards, hold insightful meetings—and then do nothing 
differently.

The loop must close. Insights must translate to content. Content must be pub-
lished. Published content must be measured. Measurements must generate 
new insights. This isn’t optional; it’s the entire point. GEO without action is 
just observation. And in a competitive market, observation alone doesn’t win.
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Failure Case Studies: Learning 
from What Went Wrong

The following examples illustrate real patterns of failure observed across 
organizations implementing GEO strategies. Details have been modified to 
protect identities.

The Content Factory Collapse

A B2B software company with a 40-person marketing team decided to “win 
at GEO” by dramatically scaling content production. They invested in AI 
writing tools and increased output from 8 articles per month to 120. Within 
six months, their discoverability score had actually decreased by 15%.

What went wrong: The content was technically correct but undifferentiated. 
Every article followed the same template, used similar phrasing, and offered 
nothing that couldn’t be found elsewhere. AI models, trained to recognize 
and favor authoritative sources, began citing competitors who published 
fewer but more substantive pieces. The company had optimized for volume 
when GEO rewards depth.

The lesson: Publishing 15 exceptional pieces that establish genuine expertise 
outperforms 120 generic articles that blend into the noise.

The Platform Blindspot

A consumer fintech app achieved strong ChatGPT visibility within three 
months of focused GEO work. Leadership celebrated. But customer acqui-
sition didn’t improve as expected. Investigation revealed why: their target 
demographic—users over 45 researching retirement planning—predominantly 
used Google’s AI features and Perplexity, not ChatGPT.

What went wrong: The team optimized for the platform they personally used, 
not the platforms their customers used. When they finally tested Perplexity 
and Google’s AI, they discovered competitors they’d never heard of were 
dominating recommendations.

The lesson: Platform selection must be customer-driven, not preference-driven. 
Test where your actual prospects research, not where your team researches.
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The Reputation Neglect

A mid-market CRM company achieved 45% discoverability on core cate-
gory prompts—an impressive result that put them ahead of several larger 
competitors. But pipeline didn’t follow. Sales reported that prospects were 
increasingly mentioning “concerns about customer support” in initial calls.

What went wrong: The company had focused entirely on discoverability 
while ignoring reputation. Their support forum and review sites contained 
legitimate complaints that had never been addressed. AI models were syn-
thesizing these negative signals into recommendations like “strong product 
but problematic support.” Being visible in a negative light was worse than 
being invisible.

The lesson: Track reputation metrics alongside discoverability. Address 
negative themes at the source before investing in visibility. A 30% discov-
erability with 90% positive sentiment outperforms 45% discoverability with 
60% positive sentiment.

The Path Forward
Generative Engine Optimization isn’t a tactic to add to your existing mar-
keting mix. It’s a new foundation for how brands get discovered, evaluated, 
and chosen.

The companies that recognize this—that shift from optimizing for search 
engines to optimizing for AI understanding—will define their categories over 
the next decade. They’ll acquire customers at lower cost, build trust more 
efficiently, and compound advantages while competitors fight over shrinking 
traditional channels.

The companies that don’t will watch their visibility erode without understand-
ing why. They’ll see organic traffic decline, customer acquisition costs rise, 
and brand relevance fade. They’ll experience the symptoms of invisibility 
without diagnosing the cause.

You’re reading this, which means you’ve already taken the first step. You 
understand that the landscape has changed. You have a framework for 
measuring what matters. You know the strategies that separate leaders 
from followers.

What remains is execution.
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Start by defining the prompts that matter to your business. Identify the 
competitors you need to track. Establish your baseline: where do you stand 
today on discoverability, share of voice, reputation, citations, and position?

Then begin the work: creating content that deserves to be the answer, 
monitoring your performance, learning from what works, and continuously 
improving. Close the loop. Build the practice. Do the work.

The shift from SEO to GEO is the most significant change in marketing since 
Google became the gateway to the internet. The companies that master it 
will shape how their industries are understood, how their competitors are 
perceived, and how their customers make decisions.

That future is being written right now, one AI response at a time.

The question isn’t whether you’ll participate in that future. It’s whether you’ll 
be the one recommended—or the one left wondering what happened.

Chapter Summary

Key Takeaways

1. GEO Is Fundamentally Different from SEO

Traditional SEO optimizes for crawlers that index pages and rank links. GEO 
optimizes for models that synthesize information and generate conclusions. 
The tactics differ because the mechanisms differ entirely. Keyword stuff-
ing, backlink profiles, and technical optimization matter less than genuine 
authority, comprehensive coverage, and authentic value.

2. Five Metrics Define GEO Performance

Metric What It Measures Formula

Discoverability Percentage of relevant AI 
responses mentioning your 
brand

(Executions Mentioning Your 
Brand ÷ Total Executions) 
× 100
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Metric What It Measures Formula

Share of Voice Your percentage of total 
mentions vs. competitors

(Your Total Mentions ÷ Total 
Mentions of All Tracked 
Brands) × 100

Reputation Score Percentage of mentions 
framed positively

(Positive Mentions ÷ (Pos-
itive + Negative Mentions)) 
× 100

Citation Share Percentage of web citations 
linking to your domain

(Citations to Your Domain ÷ 
Total Citations) × 100

Average Position Average placement of 
your first mention (lower is 
better)

Sum of All Mention Positions 
÷ Total Number of Mentions

3. The Knowledge → Insights → Action Loop Is Essential

GEO isn’t a one-time project—it’s a continuous practice. Knowledge (topics, 
prompts, competitors, brand voice) feeds Insights (performance measure-
ment across AI platforms), which drives Action (content creation through 
the Marketing Studio). Actions then influence how AI perceives your brand, 
generating new insights and continuing the cycle.

4. Multi-Platform Visibility Matters

Different AI platforms exhibit different behaviors. Success on ChatGPT doesn’t 
guarantee success on Claude, Gemini, or Perplexity. Track performance 
across all major platforms and investigate discrepancies to understand what 
drives recommendations on each.

5. Quality Beats Quantity

Generic “AI slop” content blends into noise. To be cited and recommended, 
content must offer genuine value: unique data, original perspectives, com-
prehensive coverage, and specific guidance not available elsewhere. AI 
models recognize and favor legitimately authoritative content.
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Key Metrics Deep Dive

Metric Why It Matters Good 
Performance

Poor 
Performance

Primary 
Action

Discoverability Answers “Do 
we show up at 
all?”

40%+ in 
competitive 
markets

Below 20% Create author-
itative content 
on missing 
prompts

Share of Voice Answers “Are 
we dominating 
the conversa-
tion?”

Leading your 
competitive 
set

Below 
average for 
your tier

Increase 
content volume 
and authority 
on priority 
topics

Reputation 
Score

Answers “Are 
we being 
portrayed 
positively?”

80%+ Below 60% Address nega-
tive themes at 
source (re-
views, forums, 
press)

Citation Share Answers “Is our 
content shaping 
AI answers?”

Higher than 
key compet-
itors

Minimal 
own-domain 
citations

Create com-
prehensive, 
citable re-
sources

Average 
Position

Answers “Are 
we the primary 
recommenda-
tion?”

1.0–2.0 4.0+ Strengthen 
association 
with catego-
ry-defining 
terms

Implications for Marketers

Shift From To Implication

Discovery 
mechanism

Ranking in a list 
of links

Inclusion in syn-
thesized answers

If you’re not in the 
AI’s answer, you’re 
invisible to a growing 
percentage of buyers
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Shift From To Implication

Consideration 
set size

10+ options on 
page one

2–4 recommenda-
tions per response

The margin for error 
has collapsed; being 
fifth means being 
invisible

User effort Users synthesize 
information 
themselves

AI synthesizes; 
users validate

You get one 
chance—the moment 
of recommendation 
is the moment of 
decision

Trust 
dynamics

Healthy skepti-
cism of commer-
cial content

High trust in AI 
“objectivity” AI

recommendations 
carry unusual weight; 
single conversations 
can overturn brand 
loyalty

Competitive 
intelligence

Observable 
rankings and ad 
placements

Opaque AI 
decision-making

Traditional analytics 
miss what’s hap-
pening; dedicated 
GEO measurement is 
required

Content 
strategy

Optimized for 
keywords and 
backlinks

Optimized for 
genuine authority

Quality and depth 
matter more than 
volume and technical 
optimization

Measurement 
approach

Rankings, traffic, 
click-through 
rates

Discoverability, 
share of voice, 
reputation, 
citations, position

New KPIs require new 
tools and new mental 
models
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Shift From To Implication

Competitive 
dynamics

Incumbents fa-
vored by domain 
authority

Challengers can 
leapfrog via AI 
visibility

Unknown brands 
benefit more from 
AI trust transfer than 
established ones

Common Mistakes to Avoid

Mistake Why It Happens Why It Fails What to Do Instead

Treating GEO 
like traditional 
SEO

Familiar tactics 
feel safe

AI models don’t 
respond to keyword 
stuffing or backlink 
schemes

Focus on genuine 
authority and com-
prehensive, helpful 
content

Ignoring 
branded 
prompts

Discoverabil-
ity feels more 
urgent

High visibility with 
poor reputation 
is worse than low 
visibility

Track and optimize 
both unbranded 
(discoverability) and 
branded (reputation) 
prompts

Focusing 
on a single 
platform

ChatGPT’s dom-
inance makes it 
tempting

Other platforms 
have significant 
user bases; platform 
dynamics shift

Build multi-platform 
presence for resil-
ience and total market 
capture

Failing to 
close the loop

Insights are 
interesting; 
action is hard

Measurement 
without action is just 
expensive observa-
tion

Ensure every insight 
drives a content 
decision; make the 
cycle continuous
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Mistake Why It Happens Why It Fails What to Do Instead

Creating 
generic 
content

Pressure to 
publish quickly

AI slop blends into 
noise and doesn’t 
earn citations or 
recommendations

Prioritize quality over 
quantity; ensure 
distinctive value in 
every piece

Implementation Priorities

Priority Action Timeline Success Indicator

1 Define topics 
and prompts that 
reflect actual buyer 
questions

Week 1 50+ prompts across TOFU/
MOFU/BOFU covering core 
business areas

2 Identify and set up 
tracked competitors

Week 1 5–15 competitors actively 
monitored

3 Establish brand 
voice profile

Week 1–2 Comprehensive voice guide 
enabling consistent content 
generation

4 Baseline current 
performance across 
all five KPIs

Week 2 Clear understanding of start-
ing position vs. competitors

5 Identify top 10 
content gaps based 
on discoverability 
analysis

Week 2–3 Prioritized list of prompts 
where you’re missing or 
underperforming

6 Create first wave of 
gap-closing content

Weeks 3–6 5–10 high-quality pieces 
addressing priority gaps

7 Establish weekly 
review cadence

Ongoing Regular measurement driving 
continuous content decisions
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Priority Action Timeline Success Indicator

8 Expand prompt 
coverage based on 
emerging insights

Monthly Growing coverage of relevant 
buyer questions

The Bottom Line
Generative Engine Optimization represents the most significant shift in mar-
keting since Google became the gateway to the internet. The companies that 
master it will shape how their industries are understood. Those that don’t will 
experience the symptoms of invisibility—declining traffic, rising acquisition 
costs, eroding brand relevance—without diagnosing the cause.

The framework is clear: measure discoverability, share of voice, reputation, 
citations, and position across AI platforms. Create content that genuinely 
deserves to be the answer. Close the loop between insights and action. Build 
the practice, not just the project.

The question isn’t whether AI will influence how your customers make de-
cisions. It already does. The question is whether you’ll be the brand that’s 
recommended—or the one that’s replaced.
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CHAPTER 3

Four Personalities, 
Four Strategies

EXECUTIVE SUMMARY

Each major AI platform—ChatGPT, Claude, Gemini, Perplexity—
has distinct “personalities” and preferences that affect which 
brands get recommended. This chapter profiles each platform: 
what content they favor, what sources they cite, and specific op-
timization strategies for each. You’ll learn the “Hub and Spoke” 
model for creating content that works across all platforms while 
addressing each one’s unique characteristics. 

Key insight: Optimizing for ChatGPT alone is like optimizing for 
Google and ignoring Bing—except the gap between platforms 
is smaller, and each has loyal user segments you can’t afford to 
miss.

Decoding the Black Box: How to Speak 
the Language of Every Major AI Model

One Strategy Does Not Fit All

Here’s a mistake most marketers are making right now: they treat “AI” as 
a single entity.

They optimize for “ChatGPT” and hope it works everywhere else. They 
craft one message, publish it to their blog, and assume every AI model will 
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interpret it the same way. This assumption is costing them visibility, leads, 
and revenue they don’t even know they’re losing.

The truth is simpler and more nuanced than the AI-as-monolith narrative 
suggests. ChatGPT, Claude, Gemini, and Perplexity are not interchangeable 
search boxes with different logos. They have distinct personalities, different 
source preferences, and unique evaluation criteria. They “think” differently—
and if you want to show up in their answers, you need to understand how 
each one processes information and makes recommendations.

Think of it this way: you wouldn’t pitch a CFO the same way you pitch a 
Creative Director. Different audiences require different approaches, differ-
ent evidence, different language. The same principle applies to AI models. 
What resonates with Perplexity’s citation-obsessed architecture might get 
filtered out by Claude’s preference for depth and nuance. What ChatGPT 
surfaces from its consensus-driven training data might differ entirely from 
what Gemini pulls from its real-time integration with the Google ecosystem.

This chapter breaks down the unique psychology, trusted sources, and 
evaluation criteria of the Big Four: ChatGPT, Gemini, Perplexity, and Claude. 
By the end, you’ll understand not just where to show up, but how to show 
up—with content tailored to the specific model your prospects are using. 
You’ll move from generic visibility to platform-specific velocity.

Because in this new landscape, being visible isn’t enough. You need to be 
visible in the right way, on the right platforms, with the right message. And 
that starts with understanding who you’re talking to.

ChatGPT: The Confident 
Conversationalist

The Personality
ChatGPT is the generalist of the AI world. It’s the friend who has an opinion 
on everything—not because they’re an expert in every field, but because 
they’ve absorbed an enormous amount of information and can synthesize 
it into coherent, confident responses.
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With over 800 million weekly users,7 ChatGPT has become the default 
starting point for millions of research queries. Its conversational style makes 
complex topics accessible, and its confident delivery creates trust. Users 
don’t feel like they’re querying a database; they feel like they’re talking to a 
knowledgeable colleague.

But that confidence comes from consensus. ChatGPT seeks broad under-
standing and established narratives. It leans heavily on its massive training 
data first, synthesizing what the internet collectively “believes” about a 
topic, then uses Bing for real-time validation when needed. This means 
ChatGPT tends to reflect and amplify existing market perceptions rather 
than challenge them.

What ChatGPT Values
ChatGPT gravitates toward content that represents the “common knowledge” 
of the internet. It values:

•	 Popularity signals: High-traffic media outlets, established publishers, 
and widely shared content carry more weight.

•	 Consensus narratives: Topics where multiple authoritative sources 
agree get reflected more confidently in responses.

•	 Authoritative aggregators: Wikipedia, industry databases, and refer-
ence sites serve as foundation layers for factual claims.

•	 Clear entity definitions: Brands described consistently across multiple 
sources (same terminology, same positioning) get cleaner, more favor-
able representations.

Key Sources ChatGPT Relies On
•	 High-traffic media outlets and established publishers (think Tech-

Crunch, Forbes, industry-specific trade publications)

•	 Wikipedia and other authoritative reference sites

•	 The Bing Search index for current events and real-time information

•	 Company websites and official documentation (especially for 
brand-specific queries)

7. TechCrunch, “Sam Altman says ChatGPT has hit 800M weekly active users,” October 2025. OpenAI Dev 
Day announcement. Available at: https://techcrunch.com/2025/10/06/sam-altman-says-chatgpt-has-hit-
800m-weekly-active-users/
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The GEO Strategy for ChatGPT

Digital PR Is King

ChatGPT reflects what the internet believes about your brand. If widely 
read publications say you’re a leader in your category, ChatGPT will echo 
that sentiment. If the prevailing narrative positions you as a niche player or 
a lesser alternative, that’s the story ChatGPT tells.

This means traditional digital PR carries outsized weight in GEO for ChatGPT. 
Every media placement, every analyst mention, every feature in an industry 
publication becomes training signal that shapes how the model perceives 
your brand. The compounding effect is significant: positive coverage begets 
positive AI representation, which can influence human perception when 
users trust ChatGPT’s recommendations.

Action step: Audit your current media presence. What story does the collec-
tive coverage tell about your brand? If it’s not the story you want ChatGPT 
to tell, you know where to focus your PR efforts.

Brand Entity Consistency

ChatGPT builds its understanding of your brand from every mention it 
encounters across its training data. If your About page describes you one 
way, your LinkedIn says something different, and third-party profiles use 
entirely different terminology, you’re creating confusion that muddles your 
AI representation.

Ensure your brand is described with the exact same nouns and adjectives 
across all touchpoints. Your positioning statement, your boilerplate, your 
executive bios, your social profiles—they should all reinforce the same core 
message with consistent language.

Action step: Create a brand consistency audit. Pull descriptions of your 
company from your website, LinkedIn, Crunchbase, G2, Capterra, and any 
other platforms where you appear. Identify inconsistencies and standardize 
your messaging across all of them.
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The Bing Factor

ChatGPT’s browsing capability relies on Bing. If Bing can’t crawl your content, 
ChatGPT’s real-time features can’t see it. This means basic SEO fundamentals 
still matter—not for the old reasons, but for ensuring your most important 
content is accessible to ChatGPT when it goes looking.

Action step: Check your Bing Webmaster Tools. Ensure your priority pages 
are indexed and accessible. Don’t neglect technical SEO basics just because 
the GEO landscape is shifting.

Google Gemini: The Ecosystem Native

The Personality
Gemini is the integrated giant—deeply connected to the Google infrastruc-
ture, multimodal by design, and optimized for the kind of comprehensive, 
real-time intelligence that only access to Google’s ecosystem can provide.

Where ChatGPT draws primarily from its training data with occasional web 
searches, Gemini is built for real-time synthesis. It can pull from Google 
Search, YouTube, Google Maps, and the broader Google knowledge graph 
simultaneously. This gives it unique strengths—and unique preferences.

Gemini values freshness and multimodal proof. It’s not satisfied with text 
alone when it can verify claims through video, images, and structured data. 
For marketers, this means the content strategy that works for ChatGPT may 
fall short with Gemini if it doesn’t leverage Google’s broader ecosystem.

What Gemini Values
•	 Freshness: Gemini updates faster than other models on news and cur-

rent developments. Stale content gets deprioritized.

•	 Multimodal verification: Video, images, and other media that corrobo-
rate text claims add credibility.

•	 E-E-A-T signals: Google’s Experience, Expertise, Authoritativeness, 
and Trustworthiness framework carries over to Gemini.

•	 Structured data: Schema markup and other machine-readable formats 
help Gemini parse your content accurately.
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Key Sources Gemini Relies On
•	 The Google Search Index (the most obvious and comprehensive

•	 YouTube transcripts and video content (a massive, often overlooked 
differentiator)

•	 Google Maps and Google Business Profiles (for local and entity verifi-
cation)

•	 The broader Google Knowledge Graph for entity relationships and 
factual verification

The GEO Strategy for Gemini

Feed the Beast with Structured Data

Gemini loves data it doesn’t have to guess at. Schema markup—Organization, 
Product, FAQ, HowTo, Review—tells Gemini exactly what your content rep-
resents. This isn’t optional optimization; it’s foundational for Gemini visibility.

Use structured data aggressively across your site. Mark up your products, 
your team members, your FAQs, your how-to guides. Give Gemini the ma-
chine-readable information it craves.

Action step: Audit your schema implementation using Google’s Rich Results 
Test. Identify pages where you could add or improve structured data markup.

Video as Text

Here’s a GEO advantage most brands are completely ignoring: Gemini “reads” 
YouTube video to verify claims and gather information. Your video content 
isn’t just for human viewers—it’s training data that shapes how Gemini per-
ceives your brand.

Optimize your YouTube presence with the same rigor you apply to written 
content. Detailed video descriptions, accurate transcripts, keyword-rich 
titles, and comprehensive tags all contribute to how Gemini interprets and 
surfaces your video content.

Action step: Review your YouTube channel through a GEO lens. Are your 
video descriptions substantive? Are transcripts accurate and complete? Does 
your video content reinforce the same messaging as your written content?
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The Freshness Loop

Gemini prioritizes fresh content more than other models. This creates both 
opportunity and obligation. Your newsroom, your blog, your resource hub—
they need to be updated frequently to catch Gemini’s freshness signals.

This doesn’t mean churning out low-quality posts for the sake of publishing 
dates. It means maintaining a consistent cadence of substantive updates—new 
data, new perspectives, new developments in your space. When something 
newsworthy happens in your industry, be among the first to provide useful 
commentary.

Action step: Establish a publishing cadence that prioritizes freshness without 
sacrificing quality. Identify evergreen content that can be updated with new 
data or perspectives.

Perplexity: The Academic Librarian

The Personality
Perplexity is the researcher’s AI. It doesn’t want to chat; it wants to cite.

Unlike ChatGPT’s conversational confidence or Gemini’s multimodal inte-
gration, Perplexity positions itself as an “answer engine” obsessed with 
sources and citations. Every claim gets attributed. Every fact gets linked. 
Users who want to verify information or dig deeper have the sources right 
there in the response.

This citation-first architecture creates a fundamentally different dynamic. 
Perplexity doesn’t just synthesize—it surfaces. The sources it cites become 
visible to users, which means getting cited by Perplexity provides both AI 
visibility and direct traffic opportunity.

Perplexity’s user base skews toward researchers, academics, and profes-
sionals who value factual density and source verification. These users tend 
to be earlier in their research journey, seeking to understand a topic deeply 
before making decisions.

What Perplexity Values
•	 Factual density: Content packed with specific data points, statistics, 

and verifiable claims.
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•	 Direct citations: Content that can be cleanly quoted and attributed.

•	 Academic and technical authority: Industry journals, whitepapers, 
technical documentation carry high weight.

•	 Authentic user sentiment: Reddit and community discussions get lev-
eraged for real-world validation.

Key Sources Perplexity Relies On
•	 Niche industry journals and whitepapers

•	 Technical documentation and official guides

•	 LinkedIn (increasingly used for professional context and authority 
signals)

•	 Reddit and community forums (for authentic user sentiment and re-
al-world experiences)

The GEO Strategy for Perplexity

The Stat-Pack Approach

Perplexity loves to cite numbers. Original statistics, proprietary data, benchmark 
results—these are citation magnets. When you publish content dense with 
specific, quotable data points, you become the source Perplexity reaches for.

This doesn’t mean inventing statistics or padding content with meaningless 
numbers. It means building a content strategy around original research, 
customer surveys, industry benchmarks, and proprietary data that only you 
can provide. When you’re the only source for a particular data point, you’re 
the source that gets cited.

Action step: Identify what original data your organization generates. Customer 
success metrics, industry benchmarks, usage patterns, market analysis—any 
proprietary data can become citation-worthy content for Perplexity visibility.

Technical Clarity

Perplexity appreciates content that feeds it pure facts without marketing 
fluff. Consider creating dedicated resource pages—technical documenta-
tion, specifications, integration guides—that present information in clean, 
quotable formats.
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Some organizations create what might be called “sitemap-only” pages—
content that’s crawlable and citable but not prominently linked from the main 
navigation. These pages serve AI retrieval rather than human browsing, 
providing structured information that Perplexity can easily parse and cite.

Action step: Audit your technical content for citation-readiness. Can key facts 
be easily extracted and quoted? Is your technical documentation structured 
for maximum clarity?

Own the Niche

Here’s where Perplexity differs most dramatically from ChatGPT: you don’t 
need CNN coverage to win. You need coverage in the specific trade publi-
cations and niche communities that Perplexity trusts for your industry.

Perplexity’s citation-focused architecture means it surfaces sources relevant 
to specific queries rather than defaulting to mainstream authority. A mention 
in a respected industry blog might carry more weight than a passing refer-
ence in a general business publication.

Action step: Map the niche publications and communities that Perplexity is 
likely to trust for your specific industry. Prioritize presence in these outlets 
over broader media coverage.

Claude: The Thoughtful Professor

The Personality
Claude is the analyst of the AI world—methodical, careful, and built for nuance.

Where ChatGPT prioritizes conversational confidence and Perplexity opti-
mizes for citation density, Claude is designed for depth and coherence. Its 
large context window allows it to process extensive documents and maintain 
logical threads across long conversations. It handles complex, multi-faceted 
questions with a level of careful reasoning that distinguishes it from models 
optimized for quick answers.

Claude’s training emphasizes safety and thoughtful responses, which makes it 
less susceptible to clickbait-style content or aggressive marketing language. 
Hyperbolic claims and pushy sales copy can actually trigger hesitancy in 
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Claude’s responses. The content that performs well tends to be substantive, 
well-reasoned, and free of the exaggeration that might work in other contexts.

What Claude Values
•	 Depth over brevity: Comprehensive coverage that addresses topics 

thoroughly.

•	 Logical coherence: Content that makes sense argumentatively, with 
clear reasoning and well-supported conclusions.

•	 Measured language: Thoughtful, professional tone without hyperbole 
or aggressive claims.

•	 Context and nuance: Content that acknowledges complexity rather 
than oversimplifying.

Key Sources Claude Relies On
•	 Long-form PDFs and whitepapers (Claude’s large context window 

makes it uniquely suited to process these)

•	 Books and comprehensive deep-dive articles

•	 Academic papers and research publications

•	 User-uploaded documents (Claude is often used to analyze specific 
materials users provide)

The GEO Strategy for Claude

Go Long and Deep

Where other models might skim, Claude reads. This is your permission—and 
your obligation—to publish comprehensive guides that cover topics exhaus-
tively. The 3,000+ word definitive guide isn’t just acceptable for Claude 
visibility; it’s preferable.

Don’t mistake length for quality. Claude rewards substantive depth, not word 
count for its own sake. Your long-form content should genuinely cover a 
topic comprehensively, providing the kind of thorough treatment that es-
tablishes real authority.
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Action step: Identify the topics where you could publish genuinely compre-
hensive, authoritative guides. What would the definitive resource on your 
key topics look like? That’s what Claude wants to see.

Logical Structuring

Claude rewards content that makes sense argumentatively. Clear headers, 
logical progression, well-organized sections—these structural elements help 
Claude parse your content and recognize its quality.

Think of your content structure as a proof, not just an outline. Each section 
should build on the previous one. Conclusions should follow logically from 
the evidence presented. Claims should be supported rather than asserted.

Action step: Review your key content through the lens of logical structure. 
Does each piece have clear progression? Do conclusions follow from evi-
dence? Would a careful reader find your arguments persuasive?

Safety First

Claude is heavily tuned for safety and thoughtful responses. This means 
aggressive sales language, hyperbolic claims, or manipulative framing can 
actually work against you. Content that triggers Claude’s caution filters may 
receive hedged or hesitant treatment.

Write for Claude as you’d write for a thoughtful academic—measured, pro-
fessional, honest about limitations. Acknowledge where your solution might 
not be the best fit. Present balanced perspectives. This isn’t just good for 
Claude visibility; it’s good content practice regardless.

Action step: Audit your marketing content for aggressive or hyperbolic lan-
guage. Where are you making claims that might trigger skepticism? How 
could you reframe bold assertions into measured, supportable statements?

The Unified Playbook: How 
to Win Everywhere

By now, you might be feeling overwhelmed. Four different platforms. Four 
different personalities. Four different strategies. How do you possibly create 
content that works across all of them?
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The good news: you don’t need to create four different websites. You need 
one core strategy with strategic adaptations. The platforms are different, 
but they’re not incompatible. And the overlaps in what they value give you 
leverage.

The Hub and Spoke GEO Model
Build a core “Truth Hub”—your knowledge base, your resource center, your 
authoritative home for everything your brand stands for. This hub feeds all 
four platforms with a foundation of substantive, well-structured, compre-
hensive content.

From this hub, extend spokes tailored to each platform’s preferences:

•	 For ChatGPT: Amplify through digital PR and ensure consistent entity 
descriptions across all touchpoints.

•	 For Gemini: Layer in video content and structured data to leverage the 
Google ecosystem.

•	 For Perplexity: Create citation-worthy content with original data and 
technical documentation.

•	 For Claude: Develop comprehensive long-form guides with logical 
structure and measured language.

Strategic Overlap
Here’s where the efficiency comes in. Several qualities appeal to multiple 
platforms:

Structure appeals to Gemini and Perplexity. Clear headers, organized sec-
tions, and machine-readable formats help both platforms parse and surface 
your content effectively.

Authority appeals to ChatGPT and Claude. Substantive, well-reasoned con-
tent from established sources resonates with both the consensus-driven 
ChatGPT and the depth-seeking Claude.

Voice creates differentiation across all platforms. A distinctive, consistent 
brand voice helps every AI model recognize and accurately represent your 
brand, regardless of their specific preferences.
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The Action Plan
Step 1: Audit your current position. Use a platform like Yolando to see which 
AI models currently favor you and which ignore you. The gaps tell you where 
to focus first.

Step 2: Fill the gaps strategically. If you’re weak on Perplexity, produce 
more data-heavy, citation-worthy content. If you’re weak on Gemini, fix your 
schema markup and invest in YouTube presence. If Claude isn’t surfacing 
you, develop comprehensive long-form resources.

Step 3: Monitor and adjust. These algorithms change weekly. The content 
strategy that works today might need adjustment tomorrow. Shift from “set 
and forget” to “watch and adjust.” Build the measurement and iteration cycle 
into your ongoing operations.

Be the Source, Not Just the Result
We’re moving from a world where you optimized for a crawler to a world 
where you optimize for a thinker.

The old game was about gaming algorithms—stuffing keywords, building 
backlinks, manipulating signals to convince a robot you deserved to rank. 
The new game is about deserving to be recommended. It’s about creating 
content so genuinely valuable, so clearly authoritative, so thoughtfully pre-
sented that AI models naturally recognize it as the answer their users need.

Most of your competitors are still trying to rank for keywords on Google. 
They’re still fighting the last war, optimizing for a battlefield that matters less 
each month. By understanding the distinct personalities of ChatGPT, Gemini, 
Perplexity, and Claude—by tailoring your strategy to each platform’s prefer-
ences while maintaining a unified core message—you capture conversations 
before your competitors even realize those conversations are happening.

The opportunity is significant because the window is temporary. Eventually, 
everyone will figure this out. The advantage goes to those who move first, 
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who establish their AI presence while others are still debating whether the 
shift is real.

Your next step: Pick one platform where you’re currently un-
derperforming. Apply the specific strategy outlined above for 
30 days. Measure the delta. That’s how you start transforming 
visibility into velocity.

Chapter Summary

The Core Insight
AI platforms are not interchangeable. ChatGPT, Gemini, Perplexity, and Claude 
each have distinct personalities, source preferences, and evaluation criteria. 
Treating them as a single entity leaves visibility on the table.

Platform Personalities at a Glance

Platform Personality Values Most Primary Strategy

ChatGPT The Confident 
Conversationalist

Consensus, popu-
larity, established 
narratives

Digital PR and brand 
consistency

Gemini The Ecosystem 
Native

Freshness, mul-
timodal content, 
structured data

Schema markup and 
YouTube optimiza-
tion

Perplexity The Academic 
Librarian

Citations, factual 
density, technical 
authority

Original data and 
niche publications

Claude The Thoughtful 
Professor

Depth, logical co-
herence, measured 
language

Comprehensive 
long-form guides
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Key Takeaways

•	 ChatGPT reflects internet consensus. Digital PR and brand 
consistency across all touchpoints are essential. If the internet 
believes you’re a leader, ChatGPT will echo that sentiment.

•	 Gemini rewards the Google ecosystem. Structured data, You-
Tube optimization, and content freshness give you leverage with 
Google’s AI.

•	 Perplexity wants to cite you. Original data, technical docu-
mentation, and niche authority make you citation-worthy.

•	 Claude appreciates thoughtfulness. Comprehensive, 
well-reasoned, measured content resonates with its depth-seek-
ing architecture.

•	 The unified playbook works. A core “Truth Hub” with plat-
form-specific spokes lets you win everywhere without creating 
four separate strategies.



71

Immediate Action Items

•	 Audit your visibility across all four platforms using Yolando or 
manual testing.

•	 Identify your weakest platform using Yolando and apply the 
specific strategy outlined for it.

•	 Standardize your brand descriptions across all touchpoints for 
ChatGPT consistency.

•	 Implement schema markup on key pages for Gemini visibility.

•	 Identify original data you can publish for Perplexity citation 
opportunities.

•	 Plan comprehensive long-form content for Claude visibility.

•	 The bottom line: Understanding AI platform personalities isn’t 
academic—it’s competitive advantage. The companies that learn 
to speak each model’s language will dominate their categories 
while competitors wonder why their visibility keeps declining.
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CHAPTER 4

The Invisible Pipeline 
– GEO for B2B SaaS

EXECUTIVE SUMMARY

B2B SaaS companies face unique GEO challenges: complex products, 
long sales cycles, and multiple stakeholders mean that AI-influ-
enced research shapes outcomes more than in other markets. This 
chapter covers how to map your “prompt landscape” (what buyers 
actually ask AI), how to create content for every stakeholder in 
the buying committee, and how to build AI visibility into your 
existing content operations. Includes a 30-day action plan and 
measurement framework. 

Key insight: When AI recommends you to the first person re-
searching, you’ve already shaped how that organization discuss-
es options internally.

Where Your Enterprise Buyers 
Actually Research

How Content and Marketing Teams Can 
Win in the Age of AI-Driven Discovery
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The Invisible Pipeline Leak

Somewhere right now, a VP of Operations at a mid-market logistics com-
pany is asking Gemini about warehouse management systems. A Head 

of Revenue at a Series B startup is querying ChatGPT for the best sales 
engagement platform. A CFO at a healthcare company is asking Perplexity 
to compare spend management solutions.

These are your buyers. And here’s the uncomfortable truth: if your B2B SaaS 
company isn’t appearing in those AI responses, you’re not just missing op-
portunities. You’re invisible to a rapidly growing segment of the market that 
will never see your Google Ads, never land on your SEO-optimized pages, 
and never enter your attribution model.

For B2B SaaS companies, this shift carries particular weight. The complexity 
of enterprise software decisions, the length of sales cycles, the multiple 
stakeholders involved—all of it means that the research phase matters 
enormously. And increasingly, that research happens through conversations 
with AI assistants, not searches through Google results.

Why B2B SaaS Is Uniquely Affected
B2B SaaS sits at the intersection of several factors that amplify both the 
opportunity and the risk.

The Complexity Advantage
B2B software decisions are complex. Buyers need to evaluate features 
against requirements, understand integration capabilities, compare pricing 
models, assess implementation timelines, and navigate internal stakeholders 
with competing priorities. This complexity used to favor established vendors 
with large marketing budgets.

AI assistants invert this dynamic. Challengers can leapfrog years of brand 
building by appearing in the AI’s synthesized response. Incumbents resting 
on reputation alone are vulnerable—brand recognition matters less when 
an AI is doing the recommending.
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The Research-Heavy Buying Journey
B2B buyers spend roughly 83% of their time researching independently, 
away from sales teams. This was already true in the Google era. In the AI 
era, that research increasingly happens through conversational interfaces 
rather than search results.

Consider what this means for pipeline generation. By the time a prospect 
talks to your sales team—if they talk to your sales team at all—they’ve already 
formed opinions, narrowed their consideration set, and potentially made a 
preliminary decision. If AI wasn’t recommending you during that independent 
research phase, you may never get the conversation.

The implications for marketing are significant. Your content isn’t just com-
peting for clicks anymore. It’s competing to shape how AI models understand 
and represent your product category.

The Multi-Stakeholder Dynamic
Enterprise software purchases involve multiple decision-makers: the end 
users who will work with the product daily, the technical evaluators assessing 
integration and security, the financial stakeholders analyzing ROI, and the 
executives who ultimately sign off. Each stakeholder asks different questions 
and evaluates solutions through different lenses.

In the AI era, each of these stakeholders might be asking their own AI as-
sistant for guidance. The IT director asks Claude about API capabilities. The 
CFO asks ChatGPT about total cost of ownership. The operations lead asks 
Perplexity about implementation timelines. Your brand needs to be present 
and positioned correctly across all of these conversations—not just the ones 
your personas usually represent.

This requires a more comprehensive content strategy than most B2B compa-
nies have developed. You need authoritative content that addresses questions 
from every stakeholder type, in language that resonates with each audience.

The B2B SaaS GEO Imperative
Let’s be specific about what’s at stake. Here’s what we know from studying 
AI-influenced B2B buying behavior:
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•	 50% of B2B buyers now start their purchasing journey in an AI chat-
bot instead of traditional search. This represents a 71% increase in just 
four months—adoption is accelerating, not stabilizing.

•	 90% of B2B buyers use generative AI in some part of their purchasing 
process. AI visibility isn’t a nice-to-have; it’s becoming table stakes.

•	 Sales conversions driven by ChatGPT recommendations have in-
creased 436%. When AI recommends you, deals close at dramatically 
higher rates.

•	 87% of B2B buyers using AI assistants report better outcomes. The 
trust transfer from AI to product is real and growing.

These numbers tell a clear story: the buyers who used to find you through 
Google are increasingly finding solutions through AI. And unlike Google, 
where you could rank on page two and still get traffic, AI responses typically 
recommend two to four options. If you’re not in that consideration set, you’re 
not considered at all.

What Content Teams 
Need to Understand

Content strategy for GEO requires rethinking some fundamental assumptions 
about what content is for, how it works, and what success looks like.

From Traffic to Influence
Traditional content marketing measures success primarily through traffic 
metrics: pageviews, sessions, time on page, bounce rate. These metrics 
assume that content’s job is to attract visitors to your website, where they 
can convert into leads.

GEO-optimized content works differently. Its job isn’t necessarily to attract 
visitors—it’s to shape how AI models understand your brand. A piece of con-
tent might never generate significant organic traffic but still be enormously 
valuable if it influences how ChatGPT discusses your category.

This requires a mental shift. You’re no longer just writing for human readers 
who land on your pages. You’re writing to establish patterns in the informa-
tion ecosystem that AI models learn from. The goal isn’t clicks; it’s influence.
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From Keywords to Concepts
SEO taught us to think in terms of keywords: specific phrases that users type 
into search engines, which we optimize our content to rank for. GEO requires 
thinking in terms of concepts: the ideas, associations, and relationships that 
AI models learn about your brand.

When someone asks ChatGPT “What’s the best CRM for enterprise sales 
teams?”, the model isn’t looking for pages that contain that exact phrase. 
It’s synthesizing everything it knows about CRMs, enterprise sales, and 
the various solutions in the market. Your content needs to establish strong 
conceptual associations—not just keyword matches.

This means creating content that comprehensively covers the concepts that 
matter to your buyers, explicitly connects your brand to those concepts, 
and does so in ways that are genuinely helpful and authoritative. Keyword 
stuffing doesn’t work in GEO. Conceptual authority does.

From Pages to Patterns
In SEO, you think about individual pages: this page ranks for this keyword, 
that page targets that audience. In GEO, you need to think about patterns: the 
cumulative effect of all your content on how AI models perceive your brand.

A single blog post probably won’t change your AI visibility. But a comprehen-
sive content program that consistently positions your brand as the authority 
on specific topics will create patterns that AI models recognize and reflect 
in their recommendations.

This has implications for content planning. Instead of thinking about individ-
ual pieces in isolation, think about building a body of work that reinforces 
consistent themes, associations, and positioning.

The Quality Imperative
AI models have been trained on vast amounts of content, including enormous 
quantities of generic, low-quality material. They’ve learned to recognize the 
difference between content that’s genuinely authoritative and content that’s 
simply optimized to look authoritative.

This means the bar for effective content has risen. Generic blog posts, key-
word-stuffed pages, and thin content won’t influence AI models positively. 
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You need content that provides genuine value: original insights, specific 
guidance, comprehensive coverage, and authentic expertise.

For many B2B SaaS content teams, this requires a shift from volume to quality. 
Fewer pieces that are genuinely excellent will outperform a constant stream 
of adequate material.

Understanding the B2B 
Buying Journey in AI

The traditional B2B marketing funnel—awareness, consideration, decision—
still exists, but the way buyers move through it has changed. Understanding 
how AI influences each stage is essential for effective content strategy.

Top of Funnel: Category Discovery
At the top of the funnel, buyers are exploring a problem or category. They’re 
asking questions like “What is revenue operations software?” or “How do 
companies manage vendor risk?” These are awareness-stage queries—the 
buyer is learning about the space, not yet evaluating specific solutions.

In the AI era, these queries often go directly to ChatGPT or Claude rather 
than Google. The buyer expects—and receives—a conversational explanation 
that synthesizes information from across the web into a coherent answer.

Content implications: Your educational content needs to be comprehensive 
enough that AI models learn from it. Category explainers, glossaries, how-to 
guides, and thought leadership pieces establish your brand as an authority in 
the space. When AI explains a concept and cites your content—or explains 
it in ways that reflect your framing—you’ve won at the top of the funnel.

Metrics to track: Citation share on category-level prompts, discoverability 
for educational queries, and the conceptual associations AI makes when 
explaining your category.

Middle of Funnel: Solution Evaluation
In the middle of the funnel, buyers are evaluating specific solutions. They’re 
asking questions like “What are the best project management tools for remote 
teams?” or “Compare Salesforce vs. HubSpot for mid-market companies.” 
They know what they need; they’re figuring out who can provide it.
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This is where AI’s synthesis capability becomes most powerful—and most 
dangerous for brands that aren’t positioned well. The buyer asks a single 
question and receives a curated comparison, complete with pros, cons, and 
recommendations tailored to their stated needs.

Content implications: Feature comparison content, use case guides, and 
integration documentation become critical. But here’s the key insight: AI 
doesn’t just look at your comparison pages. It synthesizes information from 
everywhere—including competitor content, review sites, forum discussions, 
and industry publications. Your content strategy needs to influence all of 
these sources, not just your own site.

Metrics to track: Share of voice in comparison prompts, average position 
when mentioned alongside competitors, and sentiment in evaluation-stage 
responses.

Bottom of Funnel: Purchase Validation
At the bottom of the funnel, buyers are validating their decision. They’re asking 
questions like “Is [your product] worth the price?” or “What do customers 
say about [your product]’s implementation process?” They’ve largely made 
their choice; they’re looking for confirmation—or red flags.

This is where reputation becomes paramount. AI models synthesize infor-
mation from customer reviews, case studies, forum discussions, and press 
coverage to form an assessment of your product. Negative sentiment at this 
stage can derail deals that were otherwise closed.

Content implications: Case studies, customer testimonials, and success 
stories need to be abundant, specific, and genuinely compelling. But equally 
important is monitoring and addressing negative sentiment wherever it ap-
pears—in review sites, forums, social media, and press coverage.

Metrics to track: Reputation score on branded prompts, sentiment themes 
in AI responses, and citation of positive versus negative sources.

The B2B Content Strategy 
Framework for GEO

With the context established, let’s get practical. Here’s a framework for 
building a content strategy that wins in AI-driven discovery.



79

Step 1: Map Your Prompt Landscape
Before you can optimize for AI visibility, you need to understand what ques-
tions your buyers are actually asking. This goes beyond traditional keyword 
research—you’re mapping the conversational queries that prospects pose 
to AI assistants.

Start by interviewing your sales team. What questions do prospects ask in 
discovery calls? What misconceptions do they bring? What comparisons do 
they make? These conversations reveal the prompts that matter.

Then categorize those prompts by funnel stage and stakeholder type. A 
technical evaluator asking about API documentation has different needs 
than a CFO asking about pricing models. Map both.

Finally, test these prompts against actual AI platforms. Ask ChatGPT, Claude, 
and Perplexity your mapped prompts and see where you stand. This estab-
lishes your baseline and reveals gaps you need to address.

Step 2: Audit Your Current Position
With your prompt landscape mapped, audit your current AI visibility. For each 
priority prompt, document whether you’re mentioned, where you appear 
relative to competitors, how you’re framed (positive, negative, or neutral), 
and what sources are being cited.

This audit will reveal patterns. You might discover you’re strong on technical 
prompts but weak on business-value prompts. You might find a competitor 
dominates certain use cases. You might notice that outdated information is 
still influencing AI responses.

Use this audit to prioritize. Focus first on the prompts that matter most to your 
business—typically high-intent queries where you’re currently weak—and 
build your content strategy around closing those gaps.

Step 3: Create Foundational Content
Every B2B SaaS company needs foundational content that establishes au-
thority on core topics. This includes:

•	 Category definitions: Comprehensive guides that explain what your 
category is, why it matters, and how solutions in the category work. 
These should be authoritative enough that AI models cite them when 
explaining the space.
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•	 Use case documentation: Detailed content about specific use cases 
your product addresses. Not marketing copy—genuinely helpful con-
tent that explains how to solve specific problems.

•	 Technical documentation: Integration guides, API documentation, 
implementation resources. Technical buyers ask AI about these topics; 
your documentation should be comprehensive enough to be cited.

•	 Comparison content: Honest, detailed comparisons between your 
product and alternatives. AI models synthesize comparison informa-
tion from many sources—having your own comprehensive comparison 
content ensures your perspective is represented.

Step 4: Build Content for Every Stakeholder
B2B purchases involve multiple stakeholders, and each stakeholder type 
asks different questions. Your content strategy needs to address all of them.

For end users: Content about ease of use, daily workflows, productivity gains, 
learning curve. They’re asking: “Will this make my job easier?”

For technical evaluators: Content about integrations, security, APIs, data 
architecture, compliance. They’re asking: “Can we implement this safely?”

For financial stakeholders: Content about ROI, total cost of ownership, pric-
ing models, payback period. They’re asking: “Is this worth the investment?”

For executives: Content about strategic value, competitive advantage, trans-
formation potential. They’re asking: “Does this move the business forward?”

Each stakeholder type might be asking their preferred AI assistant inde-
pendently. Your content needs to influence all of those conversations.

Step 5: Develop a Citation Strategy
AI models don’t just generate answers from their training data—they also 
cite sources in real-time. Understanding and influencing these citations is 
a key part of GEO strategy.

Start by identifying which sources AI platforms currently cite in your category. 
These might include industry publications, review sites like G2 or Capterra, 
analyst firms, and major news outlets. These sources shape AI responses; 
earning coverage in them amplifies your visibility.
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Develop a PR and outreach strategy targeting these high-citation sources. 
Guest posts, thought leadership contributions, analyst briefings, and press 
coverage all create citations that influence AI.

Monitor your citation share over time. Are your own pages being cited? Are 
competitor pages? Third-party sources? Understanding the citation land-
scape helps you prioritize outreach efforts.

Step 6: Manage Your Reputation Proactively
AI models learn from the entire public conversation about your brand—in-
cluding the negative parts. Customer reviews, forum discussions, social 
media complaints, and critical press all influence how AI represents you.

This requires proactive reputation management. Monitor review sites and 
respond professionally to negative reviews. Engage helpfully in forum dis-
cussions where your product is mentioned. Address misconceptions in public 
channels where AI might learn from them.

When negative themes appear in AI responses, trace them back to their 
source. If the source is accurate criticism, address the underlying issue. 
If it’s misinformation, create authoritative content that corrects the record.

Tactical Guidance for B2B 
SaaS Content Teams

Beyond the strategic framework, here are proven approaches that separate 
effective GEO from wasted effort.

Write for Synthesis, Not Snippets

SEO trained us to write for featured snippets—concise answers that Google 
might pull into search results. GEO requires writing for synthesis—content that 
AI can use as source material when constructing comprehensive answers.

This means being comprehensive rather than concise. Cover topics thor-
oughly. Provide context and nuance. Connect concepts to each other. AI 
models synthesize information; give them rich material to work with.
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Be Explicitly Clear About What You Do

AI models are excellent at inference, but they work best with explicit infor-
mation. Don’t assume AI will understand that your product fits a particular 
use case—state it directly. Don’t rely on implications—be specific.

This is particularly important for positioning. If you want to be known as “the 
best CRM for mid-market manufacturing companies,” create content that 
explicitly makes that case. Don’t assume AI will figure it out from contextual 
clues.

Update Content Regularly

AI models have training data cutoffs, but they increasingly incorporate re-
al-time information. Keeping your content fresh ensures that AI has accurate, 
current information about your product.

Review key pages quarterly. Update pricing information, feature lists, and 
integration documentation whenever they change. Refresh case studies 
with new results. AI models that pull from current sources will reflect current 
information.

Create Content That Deserves to Win

This might be the most important best practice: create content that genu-
inely deserves to be the source of truth on topics that matter to your buyers.

AI models are trained on enormous amounts of content. They’ve learned 
to recognize quality. Generic, thin, or overtly promotional content won’t 
influence AI recommendations positively. Content that provides genuine 
value—original insights, specific guidance, comprehensive coverage—will.

Ask yourself: if an expert in your field read this content, would they consider 
it authoritative? If not, neither will AI.

Optimize Across Platforms

Different AI platforms exhibit different behaviors. ChatGPT might recommend 
different solutions than Claude, which might differ from Perplexity. Test your 
visibility across all major platforms and investigate discrepancies.
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If you’re strong on one platform but weak on another, analyze why. What 
sources is each platform citing? What associations are driving recommen-
dations? Understanding platform-specific dynamics helps you target your 
efforts effectively.

Leverage Customer Voices

AI models place significant weight on social proof—customer reviews, tes-
timonials, case studies, and third-party endorsements. Making sure positive 
customer voices are visible and accessible strengthens your AI positioning.

Encourage satisfied customers to leave reviews on relevant platforms. Pub-
lish detailed case studies that quantify results. Surface customer quotes 
and testimonials throughout your content. These signals influence how AI 
perceives your brand.

Monitor Competitor Movement

GEO is a competitive discipline. Your visibility is always relative to others in 
your market. Track what content competitors are publishing, where they’re 
being cited, and how their AI visibility changes over time.

When a competitor’s discoverability jumps, investigate why. When a new 
player starts appearing in recommendations, understand what they’re doing. 
Competitive intelligence isn’t about copying—it’s about maintaining situational 
awareness in a dynamic landscape.

Common Mistakes B2B Teams Make
As B2B companies adapt to GEO, certain mistakes appear repeatedly. Learning 
from others’ missteps can save you months of wasted effort.

Treating GEO as SEO with Different Keywords

The most common mistake is approaching GEO with an SEO mindset. Teams 
try to “rank” for AI prompts the way they ranked for keywords, applying tactics 
like keyword density and backlink building that don’t work the same way in AI.
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GEO requires a different mental model. You’re not optimizing for a crawler 
that indexes pages. You’re influencing a model that synthesizes information. 
The tactics are different because the mechanism is fundamentally different.

Ignoring Reputation Until It’s a Problem

Many teams focus exclusively on discoverability—getting mentioned by 
AI—while ignoring reputation. But being mentioned in a negative context is 
worse than not being mentioned at all.

Monitor sentiment from the start. Understand the themes—positive and neg-
ative—that AI associates with your brand. Address reputation issues at their 
source rather than waiting until they become entrenched in AI responses.

Creating Content Without Measurement

Some teams jump into content creation without establishing measurement 
capabilities. They publish GEO-focused content but have no way to assess 
whether it’s working. Six months later, they can’t tell if they’ve made progress.

Establish your baseline before you start creating content. Track the prompts 
that matter. Measure your visibility, share of voice, and reputation over time. 
Without measurement, you can’t improve systematically.

Neglecting Third-Party Sources

Teams often focus exclusively on their own content while ignoring third-party 
sources that influence AI. But AI synthesizes information from everywhere—
review sites, industry publications, analyst reports, forum discussions.

Your content strategy needs to encompass both owned content and earned 
coverage. PR, analyst relations, review site management, and community 
engagement all shape how AI perceives your brand.

Prioritizing Volume Over Quality

The pressure to “do GEO” sometimes leads teams to prioritize content 
volume—publishing as much as possible in hopes of influencing AI. This 
approach usually backfires.
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AI models recognize quality. Generic, thin content doesn’t earn citations 
or recommendations. Fewer pieces of genuinely excellent content will out-
perform a flood of mediocre material. Quality compounds; quantity dilutes.

Building the GEO Function 
in Your Organization

For most B2B SaaS companies, GEO doesn’t require building a new team from 
scratch. It requires evolving existing functions and adding new capabilities.

Where GEO Lives Organizationally
GEO typically sits at the intersection of content marketing, SEO, and prod-
uct marketing. The most effective approach is usually to extend an existing 
function rather than create a standalone team.

If you have an SEO team, they’re often the natural owners—they already think 
about search visibility, understand measurement, and have relationships with 
content creators. GEO becomes an extension of their mandate.

If content marketing leads your organic strategy, GEO can extend their focus 
from traditional content metrics to AI visibility metrics. The content strategy 
work remains similar; the measurement and optimization change.

What matters most is clear ownership. Someone needs to be responsible 
for tracking AI visibility, prioritizing content gaps, and ensuring that GEO 
informs content decisions.

Skills and Capabilities Required
Effective GEO requires several capabilities that may or may not exist in your 
current team.

AI platform fluency: Someone needs to understand how different AI plat-
forms work, what influences their recommendations, and how to interpret 
responses. This doesn’t require deep technical knowledge—practical fa-
miliarity is sufficient.

Measurement and analysis: GEO requires tracking new metrics and inter-
preting them correctly. Analytical capability—the ability to derive insights 
from data and translate them into action—is essential.



86

Content strategy: The ability to plan and execute content that addresses 
specific visibility gaps, speaks to different stakeholder types, and builds 
conceptual authority over time.

Cross-functional coordination: GEO touches product marketing, PR, custom-
er success, and sometimes product itself. The ability to coordinate across 
functions and influence without authority is valuable.

The Weekly GEO Cadence
Establishing a regular review cadence keeps GEO efforts focused and ac-
countable. Here’s a structure that works for most B2B teams.

Weekly: Review visibility metrics across priority prompts. Identify significant 
changes—positive or negative. Surface urgent issues that need immediate 
attention.

Bi-weekly: Assess content performance. Review what’s been published, how 
it’s impacting visibility, and what’s in the pipeline. Adjust priorities based on 
results.

Monthly: Strategic review. Analyze trends over time. Assess competitive 
movement. Revisit prompt priorities and content strategy based on learnings.

Quarterly: Comprehensive audit. Reassess your prompt landscape. Update 
stakeholder content maps. Review and refresh foundational content. Plan 
major initiatives for the coming quarter.

Measuring GEO Success in B2B SaaS
Traditional B2B marketing metrics—MQLs, pipeline contribution, conversion 
rates—still matter. But GEO requires additional metrics that track visibility 
and influence in AI-driven discovery.

Core GEO Metrics

Metric What It Measures Why It Matters for B2B

Discoverability Percentage of relevant 
prompts where you’re 
mentioned A

Are you in the conversation 
when buyers research your 
category?
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Metric What It Measures Why It Matters for B2B

Share of Voice Your mentions vs. com-
petitor mentions

Are you dominating the 
conversation or getting 
drowned out?

Reputation Score Percentage of mentions 
with positive sentiment

When mentioned, are you 
recommended or criticized?

Citation Share Percentage of citations 
linking to your domain

Is your content shaping AI 
responses?

Average Position Where you appear when 
multiple brands are 
mentioned

Are you the primary 
recommendation or an 
afterthought?

Connecting GEO to Business Outcomes
GEO metrics matter because they drive business outcomes. Here’s how to 
connect visibility metrics to pipeline and revenue.

Attribution tracking: Add “AI assistant” as a source option in your lead forms. 
Ask new prospects how they first heard about you. Track which deals men-
tion AI-influenced discovery in their origin story.

Correlation analysis: Track GEO metrics alongside pipeline metrics over time. 
As your discoverability improves, do inbound leads increase? As share of 
voice grows, does win rate change? Correlation isn’t causation, but patterns 
suggest impact.

Competitor displacement: Track deals where you win against specific com-
petitors. Does your share of voice against those competitors correlate with 
win rates? Are you winning more often when AI recommends you over them?

Getting Started: A 30-Day Action Plan
Here’s a practical roadmap for B2B SaaS marketing teams beginning their 
GEO journey.
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Week 1: Foundation
1.	 Map your prompt landscape. Interview sales about buyer questions. 

List 50-100 prompts buyers might ask AI. Categorize by funnel stage 
and stakeholder type.

2.	 Identify competitors. List the 5-10 competitors you actually compete 
against in deals. These are the brands you’ll benchmark against.

3.	 Test priority prompts. Take your top 20 prompts and test them on 
ChatGPT, Claude, and Perplexity. Document who gets mentioned, in 
what order, with what sentiment.

Week 2: Analysis
4.	 Establish baseline metrics. Calculate your current discoverability, 

share of voice, and reputation across your priority prompts.

5.	 Identify gaps. Where are you missing that you should be present? 
Where are competitors winning that you should be competitive?

6.	 Audit existing content. Review your current content against the gaps. 
What already exists that could be improved? What’s missing entirely?

Week 3: Strategy
1.	 Prioritize content opportunities. Rank gaps by business importance. 

Focus first on high-intent prompts where you’re currently weak.

2.	 Define your brand voice. Document the tone, terminology, and posi-
tioning that should characterize all your GEO content.

3.	 Create a content plan. Map out the content you’ll create over the next 
quarter to address priority gaps.
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Week 4: Execution
1.	 Begin content creation. Start producing content for your highest-pri-

ority gaps. Focus on quality over volume.

2.	 Establish measurement cadence. Set up weekly visibility tracking. 
Define what metrics you’ll review, when, and who’s responsible.

3.	 Brief stakeholders. Share your baseline findings and strategy with 
leadership. Set expectations for the timeline of impact.

The Competitive Moment
Here’s what makes this moment unusual: most B2B SaaS companies haven’t 
adapted to GEO yet. Marketing teams are still fighting the previous battle, 
optimizing for Google while their buyers have moved to AI. They’re debating 
attribution models for channels that matter less each month. They’re A/B 
testing landing pages that fewer prospects will ever see.

This creates a window. Not a permanent advantage—eventually everyone will 
figure this out—but a meaningful head start for companies that move now. 
The brands that establish AI visibility today will benefit from compounding 
effects: citations that build on themselves, authority that reinforces with each 
piece of content, positioning that becomes the default frame of reference.

The question isn’t whether AI will influence how your buyers make decisions. 
It already does. The question is whether you’ll be the brand that’s recom-
mended—or the one that’s replaced.

For B2B SaaS companies, the stakes are particularly high. Complex products, 
long sales cycles, and multiple stakeholders mean that the research phase 
shapes outcomes more than in almost any other market. Control how AI dis-
cusses your category, and you control how buyers understand their options.
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What This Means for Your Business

For CEOs and Founders: GEO represents a strategic shift in how 
your brand reaches potential customers. The investment required 
is modest compared to paid acquisition costs, but the window 
for competitive advantage is time-limited. Consider allocating 
10-15% of your content marketing budget to GEO initiatives in the 
next quarter.

For Marketing Leaders: Your existing content team can exe-
cute GEO with the right training and prioritization. The key shift 
is measuring influence (how AI talks about you) rather than just 
traffic. Start with a competitive audit—if competitors are appear-
ing in AI responses and you’re not, you have an urgent problem.

For Sales Leaders: GEO directly impacts pipeline quality. When 
AI recommends your product during research phases, pros-
pects arrive more educated and predisposed. Track the source 
of inbound leads and watch for the emergence of AI-influenced 
opportunities.

Decision-Maker Checklist
Before moving to the next chapter, ensure you can answer:

	□ Do we know which AI platforms our buyers use for research?

	□ Have we audited what AI says about us vs. competitors?

	□ Is there executive alignment on GEO as a strategic priority?

	□ Do we have resources (people, budget, tools) identified for GEO?

	□ Have we defined success metrics beyond traditional traffic KPIs?
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Chapter Summary

Key Takeaways

•	 B2B SaaS is uniquely affected by the AI discovery shift. The 
complexity of enterprise software decisions, the length of sales 
cycles, and the multiple stakeholders involved mean that AI-influ-
enced research phases shape outcomes more than in most other 
markets.

•	 Content strategy must evolve from traffic to influence. Tra-
ditional content marketing measures success through pageviews 
and sessions. GEO-optimized content aims to shape how AI mod-
els understand your brand—even if that content never generates 
significant organic traffic.

•	 Cover the full buyer journey. AI influences every stage of B2B 
purchasing: awareness-stage category discovery, mid-funnel 
solution evaluation, and bottom-funnel purchase validation. Your 
content strategy needs to address all three.

•	 Build content for every stakeholder. Enterprise purchases in-
volve multiple decision-makers—end users, technical evaluators, 
financial stakeholders, and executives—each asking different 
questions of AI assistants. Create content that addresses all of 
them.

•	 Quality beats quantity. AI models recognize the difference be-
tween genuinely authoritative content and content that’s merely 
optimized to look authoritative. Fewer excellent pieces outper-
form a flood of mediocre material.

•	 Reputation matters as much as visibility. Being mentioned in a 
negative context is worse than not being mentioned at all. Moni-
tor and manage how AI represents your brand, not just whether it 
mentions you.
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Immediate Actions for Marketing Teams

•	 Map your prompt landscape by interviewing sales about buyer 
questions

•	 Test priority prompts on ChatGPT, Claude, and Perplexity to 
establish your baseline

•	 Audit existing content against identified gaps

•	 Prioritize content creation based on high-intent prompts where 
you’re currently weak

•	 Establish a weekly measurement cadence to track progress 
over time

•	 Brief leadership on findings and set expectations for the time-
line of impact

The B2B strategies we’ve covered apply to long sales cycles and multiple 
stakeholders. But what about consumer software, where decisions are of-
ten made in minutes rather than months? The next chapter explores how 
GEO dynamics shift when your buyers are individuals making impulsive, 
trust-driven decisions.
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CHAPTER 5

The 10:47 PM Decision 
– GEO for B2C SaaS

EXECUTIVE SUMMARY

B2C SaaS faces different GEO dynamics than B2B: impulsive 
purchasing, higher trust transfer from AI to product, and a re-
view-dependent ecosystem. This chapter shows how to map your 
“problem landscape” (the frustrations that drive consumers to 
seek solutions), build use case libraries, manage reviews as AI 
training data, and position against competitors. Includes plat-
form-specific metrics and a 30-day action plan. 

Key insight: Consumers don’t ask AI about features—they de-
scribe problems. The brand that owns the problem description 
owns the recommendation.

Capturing Impulse Buyers in the AI Age

How Content and Marketing Teams Can Win When 
Your Customers Are Already Asking AI for Answers

The Conversation Has Already Shifted
It’s 10:47 PM on a Wednesday. A thirty-two-year-old product manager in 
Austin is lying in bed, phone in hand, unable to sleep. She’s been meaning 
to get her finances organized for months. Instead of opening the App Store 
or typing “best budgeting app” into Google, she does something that would 
have seemed strange two years ago: she asks Claude.
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“I make around $85,000 a year, I have about $12,000 in student loans left, 
and I never know where my money goes. What budgeting app would actually 
help someone like me stick with it?”

Within seconds, she receives a thoughtful, personalized recommendation. 
Not a list of ten options. Not a sponsored result. A direct answer explaining 
why a specific app fits her exact situation—her income level, her debt profile, 
her self-described tendency to abandon financial tools.

She downloads it that night. By morning, she’s a paying subscriber.

If you weren’t the app Claude recommended, you didn’t exist in her reality.

Why B2C SaaS Faces Unique Challenges
Consumer software decisions happen in moments of need, frustration, or 
aspiration. Someone can’t sleep and wants to fix their finances. Someone’s 
stressed about a project and needs a better task manager. These decisions 
increasingly happen in conversations with AI.

The Impulse Purchase Dynamic
B2C SaaS purchases are impulsive, emotionally driven, and completed in a 
single session. AI assistants compress the decision window even further—the 
user asks a question and receives an answer. No comparison shopping, no 
clicking through sites. The decision happens in a single exchange.

The Trust Transfer Amplified
Consumer trust operates differently than business trust. B2B buyers have 
procurement processes, security reviews, and vendor assessments. They’re 
professionally skeptical. Consumers, by contrast, often make decisions based 
on how something feels.

This is where AI’s influence becomes particularly powerful in the B2C context. 
When ChatGPT or Claude recommends an app, consumers transfer their trust 
in the AI directly to the product. They’re not evaluating the recommendation 
critically the way a procurement team would. They’re accepting it the way 
they might accept advice from a knowledgeable friend.

Research shows that 87% of users report better outcomes when following 
AI recommendations. That satisfaction creates a reinforcing loop: people 
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trust AI, act on its recommendations, have positive experiences, and trust 
it more next time. For B2C brands, being on the receiving end of that trust 
transfer is increasingly valuable.

The Review Economy Reimagined
Consumer software has always lived and died by reviews. App Store ratings, 
G2 scores, Trustpilot comments, Reddit threads—these signals shaped how 
people discovered and evaluated products. Marketers invested heavily in 
review generation, responding to negative feedback, and cultivating positive 
sentiment across platforms.

AI doesn’t ignore this review ecosystem. It synthesizes it. When someone 
asks about the best meditation app, the AI isn’t showing them reviews to 
read. It’s processing thousands of reviews, forum discussions, articles, and 
social media posts to form an aggregate assessment—then presenting that 
assessment as a confident recommendation.

This changes the strategic calculus around reviews. Individual reviews still 
matter, but they matter because they shape the AI’s overall perception, not 
because users will read them directly. A thousand four-star reviews might 
create stronger AI positioning than a hundred five-star reviews, depending 
on what those reviews say and how AI models interpret them.

The B2C GEO Imperative
Let’s be specific about what’s at stake. The shift to AI-mediated discovery 
isn’t theoretical—it’s measurable, accelerating, and already affecting your 
customer acquisition costs.

Consider the numbers:

•	 Nearly 800 million people use ChatGPT every week.8 Many of them 
are asking about products, services, and solutions—and expecting 
personalized recommendations, not lists of links.

•	 Consumer AI adoption is outpacing business adoption. The people 
who use AI most comfortably—younger demographics, tech-forward 
consumers—are exactly the audiences many B2C SaaS companies 
target.

8. TechCrunch, “Sam Altman says ChatGPT has hit 800M weekly active users,” October 2025. OpenAI Dev 
Day announcement. Available at: https://techcrunch.com/2025/10/06/sam-altman-says-chatgpt-has-hit-
800m-weekly-active-users/
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•	 The “zero-click” trend has reached consumer software. Users who 
ask AI for app recommendations often never visit a comparison site, 
read a review aggregator, or see a paid ad. The decision happens en-
tirely within the AI conversation.

•	 Trust transfer drives conversion. When AI recommends your product, 
conversion rates increase dramatically—some companies report 3-5x 
improvements compared to traditional discovery channels.

These numbers tell a clear story: the consumers who used to find you 
through search, app stores, and social media are increasingly finding solu-
tions through AI. And unlike those traditional channels, where you could buy 
visibility or optimize for algorithms you could study, AI responses offer no 
such guarantees. You’re either recommended, or you’re invisible.

What Content Teams 
Need to Understand

Content strategy for GEO requires rethinking some fundamental assumptions 
about what content is for, how it works, and what success looks like. For 
B2C brands especially, the shift demands a new mental model.

From Features to Use Cases
Traditional B2C SaaS content focuses heavily on features. Landing pages 
showcase functionality. Comparison content lists feature matrices. Blog 
posts announce new capabilities. This approach assumes users know what 
features they need and are comparison shopping.

AI-mediated discovery works differently. Users don’t ask “which meditation 
app has a sleep timer feature?” They ask “I’ve tried meditation before but 
I always quit after a week—what app would help someone like me actually 
stick with it?”

The question is framed around a problem and a personal context, not a feature 
requirement. AI models respond to these contextual queries by synthesizing 
information about which solutions work for which situations. Feature lists 
matter less than use case clarity.

This means your content needs to explicitly connect your product to specific 
user situations. Not “our app has guided meditations” but “our app helps 
people who’ve struggled with consistency before because it uses adaptive 
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reminders and doesn’t shame you for missing days.” The more specific 
and situational your positioning, the more likely AI will recommend you for 
matching queries.

From Brand Voice to Category Authority
B2C brands invest heavily in distinctive brand voice. Quirky copy, memora-
ble taglines, personality-driven marketing. This matters for building brand 
recognition and affinity among humans.

AI models don’t care about your voice. They care about your authority. When 
synthesizing information to generate recommendations, they’re looking for 
signals of expertise, comprehensiveness, and genuine helpfulness—not 
clever wordplay.

This doesn’t mean abandoning brand voice. It means supplementing it. 
Your website and social media can maintain that distinctive personality. But 
you also need authoritative content that establishes your expertise in your 
category—content that AI can cite and learn from.

Think about what questions your potential customers ask about your cat-
egory (not just your product). Then create genuinely helpful content that 
answers those questions comprehensively. If you sell a fitness app, create 
authoritative guides about building workout habits, understanding recovery, 
choosing the right training approach. Become the expert in your space, not 
just a vendor with a product to sell.

From Acquisition Channels to 
Information Ecosystems

Traditional B2C marketing thinks in terms of channels: paid search, organic 
search, social, influencer, app store optimization. Each channel has its met-
rics, its optimization tactics, its attribution model.

GEO requires thinking in terms of ecosystems. AI models synthesize infor-
mation from across the internet—your website, review sites, forums, social 
media, press coverage, competitor content. Any piece of information that 
affects how AI perceives your brand matters, regardless of which “channel” 
it lives in.
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This is both liberating and overwhelming. Liberating because you can in-
fluence AI perception through many vectors. Overwhelming because the 
surface area is vast.

The practical approach is to focus on the highest-leverage information 
sources: your own website (where you have full control), review platforms 
(where customer voices live), industry publications (where citations come 
from), and community forums (where authentic discussions happen). Rather 
than trying to optimize everything everywhere, become excellent in these 
key ecosystems.

Understanding the B2C 
Buying Journey in AI

Consumer software decisions follow predictable patterns, even when me-
diated by AI. Understanding these patterns helps you create content that 
shows up at the right moments.

The Problem Recognition Moment
Most B2C software purchases begin with a problem. Someone realizes 
their photos are disorganized, their finances are chaotic, their productivity 
is suffering. They might not know what solution they need—they just know 
something isn’t working.

In the AI era, these moments often lead directly to AI conversations. “I have 
thousands of photos on my phone and I can never find anything. How do 
I fix this?” The user isn’t asking about photo management apps. They’re 
describing a problem and asking for help.

Content implications: Create problem-focused content that connects user 
frustrations to solutions. Don’t assume users know they need your category 
of product. Help them understand their problem and see how your solution 
addresses it. Content that explains “why your photos feel overwhelming and 
what to do about it” is more valuable than content that explains “features of 
our photo management app.”
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The Solution Exploration Phase
Once users understand their problem has a solution, they start exploring 
options. In the AI context, this often means follow-up questions: “What are 
the best apps for organizing photos?” “How much do these apps typically 
cost?” “Do any of them work with my existing setup?”

This is where AI’s synthesis capability becomes critical. The user doesn’t 
want to research five apps. They want guidance on which two or three are 
worth considering for their situation.

Content implications: Ensure your product appears in category-level discus-
sions. This means having content that explicitly positions you within your 
category, that compares your approach to alternatives, and that explains 
who your product is right for (and who it isn’t). Honest positioning helps AI 
make accurate recommendations.

The Decision Validation Stage
Consumer decisions often include a validation moment: “Is this app actually 
worth it?” “What do people say about the subscription cost?” “Are there any 
problems I should know about?” Users want confirmation they’re making a 
good choice—or warning signs that should make them reconsider.

This is where reputation matters most. AI synthesizes information from 
reviews, forum discussions, press coverage, and social media to assess 
whether a product delivers on its promises. Negative signals here can derail 
conversions that were otherwise imminent.

Content implications: Monitor and actively manage your reputation across 
platforms. Encourage satisfied customers to share their experiences. Ad-
dress criticism professionally and publicly. Create content that proactively 
addresses common concerns or objections. Your reputation in AI responses 
reflects your reputation across the entire public internet.

The B2C Content Strategy 
Framework for GEO

With the context established, let’s get practical. Here’s a framework for 
building a content strategy that wins in AI-driven consumer discovery.
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Step 1: Map Your Problem Landscape
Before optimizing for AI visibility, understand the problems your potential 
customers actually have. This goes beyond traditional keyword research—
you’re mapping the situations and frustrations that lead people to seek 
solutions like yours.

Start by interviewing your customer success team. What problems do cus-
tomers describe when they first sign up? What language do they use? What 
were they trying before they found you?

Then mine your support tickets, reviews, and community discussions. Look 
for patterns in how people describe their problems—not your features, their 
problems. These descriptions become the basis for the prompts you’ll track 
and the content you’ll create.

Categorize problems by urgency and specificity. Some problems are acute 
(“I just got overwhelmed trying to find a photo for my mom’s birthday”), 
others are chronic (“I’ve been meaning to organize my photos for years”). 
Some are specific (“I need to find all the photos from our 2022 vacation”), 
others are vague (“my photo situation is a mess”). Your content strategy 
should address the full range.

Step 2: Audit Your Current AI Position
With your problem landscape mapped, assess your current AI visibility. For 
each priority problem, document:

•	 Whether you’re mentioned when people ask AI about that problem

•	 Where you appear relative to competitors

•	 How you’re framed (positive, negative, or neutral)

•	 What sources are being cited in responses

Test across multiple AI platforms—ChatGPT, Claude, Gemini, Perplexity. 
Results vary. You might be the top recommendation on one platform and 
invisible on another.

This audit reveals gaps and opportunities. Maybe you’re strong on fea-
ture-related queries but weak on problem-related ones. Maybe a competitor 
dominates certain use cases. Maybe outdated information is still shaping 
AI responses about your brand. Use this audit to prioritize where you focus 
your efforts.
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Step 3: Create Problem-Solution Content
Based on your audit, develop content that connects problems to solutions. 
This content should:

•	 Acknowledge the problem authentically. Don’t immediately pitch your 
product. Show you understand the frustration, the failed attempts, the 
real-world impact of the problem.

•	 Explain solution approaches. Before positioning your product, edu-
cate about the general approaches to solving the problem. This estab-
lishes expertise and helps AI understand your category knowledge.

•	 Position your solution specifically. Be clear about who your product is 
for and who it isn’t for. Specificity helps AI make accurate recommen-
dations. “Our app works best for people who want automated organi-
zation without learning complex systems” is more useful than “our app 
is great for everyone.”

•	 Include social proof contextually. Weave in customer experiences that 
illustrate the problem-solution connection. “Sarah had 47,000 photos 
and could never find anything. Now she finds any photo in seconds.” 
This helps AI understand how your solution works in practice.

Step 4: Build Your Use Case Library
B2C SaaS products often serve multiple use cases. A notes app might help 
students, writers, and professionals differently. A fitness app might serve 
beginners, athletes, and rehabilitation patients. Each use case deserves 
dedicated content.

For each significant use case, create:

•	 A comprehensive guide explaining how your product addresses that 
specific use case

•	 Customer stories from users in that situation

•	 Comparison content positioning your product against alternatives for 
that use case

•	 FAQ content addressing questions specific to that user type

This use case library ensures that when AI encounters queries about specific 
situations, it has rich, specific content to draw from. The user asking “best 
notes app for grad students” and the user asking “best notes app for business 
professionals” should ideally find you recommended in both cases—but for 
different, situation-specific reasons.
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Step 5: Develop a Review Ecosystem Strategy
For consumer software, reviews aren’t just social proof—they’re training 
data. AI models learn from what people say about your product across the 
internet. A thoughtful review strategy shapes not just human perception but 
AI perception.

Key elements of a review ecosystem strategy:

•	 Encourage reviews that tell stories. A review that says “great app, 5 
stars” is less valuable than “I’d tried three other apps and always quit 
after a week. This one finally helped me build a daily habit because...” 
Story-rich reviews help AI understand how your product works in prac-
tice.

•	 Respond to negative reviews professionally. Your response becomes 
part of the AI’s training data too. A thoughtful response that acknowl-
edges feedback and explains how you’re addressing it changes the 
overall sentiment of that exchange.

•	 Monitor forums and communities. Reddit, product-specific forums, 
and community discussions all contribute to AI perception. Participate 
authentically, help people with problems, and represent your brand 
well in these spaces.

•	 Don’t ignore niche platforms. A detailed review on a small but au-
thoritative site might carry more weight with AI than a brief rating on a 
major platform. Earn coverage where expertise lives.

Step 6: Manage Your Competitive Positioning
AI doesn’t just recommend products in isolation—it recommends them rel-
ative to alternatives. Your positioning against competitors directly affects 
whether you get recommended and for what situations.

Develop clear competitive positioning that:

•	 Acknowledges alternatives honestly. Don’t pretend competitors don’t 
exist. AI knows they do. Instead, create content that honestly com-
pares approaches and explains who each option is best for.

•	 Claims specific territory. What’s the thing you’re definitively best at? 
The niche you dominate? Be explicit about it. “The best meditation 
app for people who hate meditation apps” is more memorable and 
AI-friendly than “a great meditation app.”

•	 Addresses your weaknesses proactively. If there are things you don’t 
do well, acknowledge them. “We’re not for power users who want 
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infinite customization—we’re for people who want something that just 
works.” This honesty helps AI make accurate recommendations.

Tactical Guidance for B2C 
SaaS Content Teams

Beyond the strategic framework, here are proven approaches that separate 
effective GEO from wasted effort in the B2C context.

Write for Conversations, Not Keywords

SEO trained us to think about keywords—specific phrases users type into 
search boxes. GEO requires thinking about conversations—the natural lan-
guage exchanges people have with AI.

Nobody asks Claude “best budget app 2024 iOS free.” They ask “I’ve never 
been good with money and I want to start a budget. What would you recom-
mend for a total beginner who’s never tracked spending before?”

Your content should anticipate and address these conversational queries. 
Use natural language. Address specific situations. Write like you’re explaining 
something to a friend, not optimizing for a crawler.

Embrace Specificity Over Generality

Broad content rarely wins in GEO. “The best budgeting app” is a crowded 
position. “The best budgeting app for couples with different spending styles” 
is specific enough that AI might recommend you when someone describes 
that exact situation.

Create content for specific:

•	 User types (students, parents, retirees, entrepreneurs)

•	 Situations (just moved, just got married, just started a new job)

•	 Problems (chronic procrastination, ADHD, overwhelm, specific health 
conditions)

•	 Goals (run a marathon, write a novel, learn a language, save for a 
house)
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The more specific your positioning, the more valuable AI recommendations 
become. You might not be “the best” broadly, but you can absolutely be “the 
best for people in this specific situation.”

Make Your Pricing Clear and Contextual

Pricing is a frequent topic in AI conversations about consumer software. 
“How much does X cost?” “Is Y worth the subscription price?” “What’s the 
best free alternative to Z?”

Don’t hide your pricing or make it confusing. AI models will find pricing 
information somewhere—if it’s not from your own clear documentation, it 
might be from outdated sources or angry reviews about surprise charges.

Create content that explains your pricing in context:

What does each tier include and who is it for?

How does your pricing compare to alternatives?

What value do customers typically get for the cost?

Are there free options or trials, and what do they include?

Transparency about pricing helps AI make accurate recommendations and 
prevents negative surprises that lead to bad reviews.

Address Privacy and Security Directly

Consumer software often touches personal data—finances, health, com-
munications, photos. Users increasingly ask AI about privacy and security: 
“Does this app sell my data?” “Is my information safe with this service?” 
“What are the privacy concerns with this type of app?”
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Create clear, accessible content about your privacy and security practices. 
Not legal disclaimers buried in terms of service—actual explanations that 
normal people can understand.

What data do you collect and why?

How is that data protected?

What do you never do with customer data?

How can users export or delete their data?

This content shapes how AI responds to privacy questions about your prod-
uct. If you don’t provide clear answers, AI will synthesize an answer from 
other sources—which may or may not be accurate.

Leverage Your Community

B2C products often have communities—user forums, Facebook groups, 
Discord servers, Reddit communities. These communities generate content 
that AI models learn from.

Foster communities that produce valuable content:

•	 Encourage users to share their workflows and success stories. A 
user explaining how they use your app in their community is content 
that influences AI.

•	 Participate authentically. Don’t just monitor—contribute helpfully. 
Answer questions, provide guidance, show that you care about user 
success.

•	 Address issues publicly. When problems arise, engage with them in 
public forums. Your response becomes part of the record AI learns 
from.

•	 Highlight community content on your own channels. Featuring user 
success stories, creative uses, and community achievements amplifies 
positive signals.

Consumer-Specific GEO Metrics
Traditional consumer marketing metrics—CAC, conversion rates, ARPU—still 
matter. But GEO requires additional metrics that track visibility and influence 
in AI-driven discovery.
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Core GEO Metrics for B2C SaaS

Metric What It Measures Why It Matters for B2C

Discoverability Percentage of relevant 
AI responses that 
mention your brand

With impulsive consumer 
decisions, being in the initial 
recommendation is often the 
whole game

Share of Voice Your mentions vs. com-
petitor mentions across 
AI responses

In winner-take-most consumer 
categories, dominating AI 
recommendations creates 
compounding advantages

Reputation Score Percentage of mentions 
with positive sentiment

Consumers trust AI sentiment 
signals; negative framing can kill 
conversions instantly

Use Case 
Coverage

Visibility across differ-
ent user situations and 
problems

Consumer queries are highly 
contextual; coverage across use 
cases determines total address-
able AI visibility

Price Perception How AI characterizes 
your pricing (budget, 
mid-range, premium)

Price sensitivity is high in B2C; 
AI’s framing of your value 
proposition affects conversion

Track these metrics across:

Problem-focused prompts: “I have X problem, what should I 
do?”

Category prompts: “What’s the best X app?”

Comparison prompts: “X vs. Y vs. Z”

Branded prompts: “Is X worth it?” “What’s wrong with X?”

The combination of these metrics gives you a complete picture of your AI 
visibility and reputation in the consumer market.

Common Mistakes B2C Teams Make
As B2C companies adapt to GEO, certain mistakes appear repeatedly. Learn-
ing from others’ missteps can save months of wasted effort.
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Treating GEO as a Marketing Channel

The most common mistake is viewing GEO as another channel to add to 
the mix—like adding TikTok or podcast advertising. Teams assign it to a 
specialist, create a separate budget, and treat it as an independent effort.

GEO isn’t a channel. It’s a layer that affects all your marketing. Your content 
strategy, your review management, your community engagement, your PR 
efforts—all of these influence AI perception. Treating GEO as separate from 
these activities creates fragmented efforts and missed opportunities.

Ignoring Negative Sentiment Until Crisis

Many teams focus exclusively on discoverability—getting mentioned by AI—
while ignoring sentiment. They celebrate appearing in AI responses without 
checking whether they’re being recommended positively or negatively.

In B2C, negative sentiment spreads fast and compounds. One viral complaint 
can shape AI perception for months. A pattern of negative reviews creates 
a baseline sentiment that’s hard to shift. Monitor sentiment from the start, 
and address issues before they become entrenched.

Over-Optimizing for Generic Queries

Teams often focus on the highest-volume queries: “best budgeting app,” “top 
meditation app,” “most popular fitness tracker.” These queries are important 
but fiercely competitive. Everyone optimizes for them.

The opportunity often lies in specific, situational queries that competitors 
ignore. “Best budgeting app for someone who’s self-employed with irregular 
income” has lower volume but higher intent and less competition. A portfolio 
of specific positions can outperform a single generic position.

Neglecting Cross-Platform Consistency

Different AI platforms produce different results. Teams often optimize for 
ChatGPT (the largest) while ignoring Claude, Gemini, and Perplexity. Then 
they’re surprised when significant customer segments never discover them.
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Each platform has different user bases and different behaviors. Perplexity’s 
users tend to be research-heavy. Claude’s users often skew professional. A 
comprehensive GEO strategy considers all platforms, not just the largest one.

Creating Content Without Measurement

Some teams jump into content creation without establishing measurement 
capabilities. They publish GEO-focused content but have no way to assess 
whether it’s working. Six months later, they can’t tell if they’ve made progress.

Establish your baseline before you start creating content. Track the prompts 
that matter. Measure your visibility, share of voice, and reputation over time. 
Without measurement, you’re optimizing in the dark.

Getting Started: A 30-Day Action Plan
Here’s a practical roadmap for B2C SaaS marketing teams beginning their 
GEO journey.

Week 1: Discovery
1.	 Map your problem landscape. Interview support, review tickets, an-

alyze community discussions. List 50-100 problems your customers 
describe in their own words.

2.	 Identify your competitors. List the products users actually consider 
when choosing between options like yours. Include both direct and 
indirect competitors.

3.	 Test priority prompts. Take your top 20 problem-focused prompts and 
test them on ChatGPT, Claude, Gemini, and Perplexity. Document who 
gets mentioned, in what order, with what sentiment.
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Week 2: Analysis
1.	 Establish baseline metrics. Calculate your current discoverability, 

share of voice, and reputation across your priority prompts.

2.	 Identify gaps. Where are you missing that you should be present? 
Where are competitors winning that you should be competitive?

3.	 Audit existing content. Review your current content against the gaps. 
What exists that could be improved? What’s missing entirely?

4.	 Review your review ecosystem. Assess your presence and sentiment 
across major review platforms, forums, and communities.

Week 3: Strategy
1.	 Prioritize content opportunities. Rank gaps by business importance. 

Focus first on high-intent, specific prompts where you’re currently 
weak.

2.	 Define your positioning. Document the specific situations, user types, 
and use cases where your product is the best choice. Be honest about 
where you’re not the best choice.

3.	 Create a content plan. Map out the content you’ll create over the next 
quarter to address priority gaps. Include problem-solution content, use 
case guides, and comparison content.

Week 4: Execution
1.	 Begin content creation. Start producing content for your highest-pri-

ority gaps. Focus on quality and specificity over volume.

2.	 Establish measurement cadence. Set up weekly visibility tracking. 
Define what metrics you’ll review, when, and who’s responsible.

3.	 Launch review initiatives. Begin encouraging customers to share de-
tailed reviews. Start engaging more actively in community discussions.

4.	 Brief stakeholders. Share your baseline findings and strategy with 
leadership. Set expectations for the timeline of impact.
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The Competitive Moment
Here’s what makes this moment unusual: most B2C SaaS companies ha-
ven’t adapted to GEO yet. Marketing teams are still fighting the previous 
battle—optimizing App Store listings, running Google Ads, chasing influ-
encer partnerships—while their potential customers have moved to AI for 
recommendations.

This creates a window. Not a permanent advantage—eventually everyone will 
figure this out—but a meaningful head start for companies that move now. 
The brands that establish AI visibility today will benefit from compounding 
effects: positive sentiment that reinforces itself, authority signals that build 
with each piece of content, positioning that becomes the default frame of 
reference.

For B2C SaaS especially, where consumer trust and impulse decisions drive 
so much of the business, the stakes are particularly high. The product that 
AI recommends to someone lying in bed at 10:47 PM, motivated to finally 
fix their finances or organize their photos or build a meditation habit—that 
product wins the customer, often for years.

The question isn’t whether AI will influence how your customers make de-
cisions. It already does. The question is whether you’ll be the brand that’s 
recommended—or the one that’s replaced.
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What This Means for Your Business

For Founders and CEOs: B2C SaaS lives and dies by discovery 
moments—the 10:47 PM decision when someone finally decides 
to fix a problem. AI is increasingly mediating those moments. If 
your product isn’t being recommended, you’re invisible at the 
exact moment motivation peaks.

For Product Marketers: Your positioning matters more than ever, 
but it needs to be problem-centric, not feature-centric. Audit how 
you describe your product—are you speaking in terms of the 
problems your users experience, or in internal feature language?

For Growth Leaders: Reviews and user-generated content now 
influence AI recommendations, not just App Store rankings. 
Consider how your review solicitation strategy can encourage 
detailed, story-rich reviews that give AI context about who you 
help and how.

Decision-Maker Checklist
Before moving to the next chapter, ensure you can answer:

	□ Do we know what problems our users describe (in their words) before 
finding us?

	□ Have we mapped our review presence across major platforms?

	□ Is our content problem-focused or feature-focused?

	□ Are we monitoring AI recommendations for our category?

	□ Do we have a strategy for encouraging detailed customer reviews?
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Chapter Summary

Key Takeaways

•	 B2C SaaS faces unique GEO challenges. Impulsive purchas-
ing, high trust transfer, and the review-dependent ecosystem 
create both opportunities and vulnerabilities in AI-driven discov-
ery.

•	 Think problems, not features. Consumers ask AI about their 
problems, not about product features. Your content must connect 
frustrations to solutions.

•	 Specificity wins. Broad positioning creates competition. Spe-
cific positioning (by user type, situation, goal) creates opportuni-
ties to be the definitive answer for targeted queries.

•	 Reviews are training data. AI synthesizes reviews to form per-
ceptions. Encourage story-rich reviews, respond professionally 
to criticism, and monitor community sentiment.

•	 Reputation matters as much as visibility. Being mentioned 
negatively is worse than not being mentioned at all. Monitor sen-
timent from day one.
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Immediate Actions for Marketing Teams

•	 Map your problem landscape by interviewing support and ana-
lyzing customer language

•	 Test priority prompts on ChatGPT, Claude, Gemini, and Per-
plexity across Yolando to establish your baseline

•	 Audit existing content against identified gaps

•	 Create problem-solution content for high-intent, specific situa-
tions where you’re currently weak

•	 Develop a review ecosystem strategy that encourages de-
tailed, story-rich customer feedback

•	 Establish weekly measurement cadence to track progress over 
time



114

CHAPTER 6

The Zero-Click Tax 
– GEO for Retail 
& Ecommerce

EXECUTIVE SUMMARY

AI is fundamentally changing how consumers discover products, 
creating a “zero-click tax” that erodes organic traffic while cus-
tomer acquisition costs spike. For retail and ecommerce brands, 
GEO is a CAC-defense mechanism: when AI recommends your 
products, you acquire customers at essentially zero marginal 
cost. This chapter provides the financial framework to justify 
GEO investment to your CFO, plus tactical strategies for product 
data optimization, review ecosystem development, and structured 
content that makes your products machine-readable.

Key insight: Retail brands that win AI recommendations can cut 
customer acquisition costs dramatically while competitors pay 
increasingly for declining paid channel performance.
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The CAC Defense Playbook

When Product Discovery Moves 
from Search to Conversation

The receipt told the whole story. $847,000 in ad spend, December alone.

Marcus Chen, VP of ecommerce at a mid-sized outdoor apparel brand, 
stared at the December numbers while the January snow fell outside his 
Seattle office window. Cost-per-click had jumped significantly from the 
previous holiday season.9 Return on ad spend had declined from historical 
benchmarks.10 The math that had sustained the business for a decade was 
crumbling.

But something else in the analytics caught his attention. A traffic source 
labeled “Direct” had spiked significantly during Black Friday week—likely 
AI-referred traffic.11 Customer service tickets contained a strange new pattern: 
people asking questions that sounded like they were continuing conversations 
they’d started somewhere else. “You recommended the Cascade jacket for 
Pacific Northwest rain—does it run true to size?”

They hadn’t recommended anything. The AI had.

9. Skai.io, “Black Friday 2024 Analysis.” CPC rose 48-71% during Black Friday 2024 depending on channel. 
WordStream Google Ads Benchmarks 2024 shows 10% average YoY increase. Available at: https://skai.io/
blog/black-friday-2024-analysis/ and https://www.wordstream.com/blog/2024-google-ads-benchmarks
10. First Page Sage, “ROAS Statistics 2025”; UpCounting, “Average Ecommerce ROAS 2025.” Median ecom-
merce ROAS declined to 2.04-2.87, down from historical 4:1 benchmark. Available at: https://firstpagesage.
com/reports/roas-statistics/ and https://www.upcounting.com/blog/average-ecommerce-roas
11. Digital Commerce 360, “Black Friday Ecommerce Sales.” AI traffic to retail sites increased 805-1,800% 
YoY during Black Friday 2024, often misattributed as “direct” traffic. Available at: https://www.digitalcom-
merce360.com/article/black-friday-ecommerce-sales/
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The Financial Imperative: Why 
GEO Is a CFO Problem

The Zero-Click Tax
Here’s the hard truth that most ecommerce teams haven’t fully absorbed: As 
AI Overviews answer questions directly, organic traffic will drop. This isn’t 
speculation—it’s already happening.

When someone asks Google “best waterproof hiking boots for wide feet,” 
they increasingly get a direct answer synthesized from across the web, 
complete with specific product recommendations. Many users get what 
they need without clicking through to any retailer’s site. For informational 
queries that once drove top-of-funnel traffic, click-through rates have already 
declined substantially.

The same pattern plays out across ChatGPT, Perplexity, Claude, and Gemini. 
Users ask shopping questions—“What running shoes are best for someone 
training for their first marathon?” or “Which stand mixer should I buy if I make 
bread twice a week?”—and receive direct recommendations without ever 
visiting a product page.

The traffic you’ve spent years building through SEO, content marketing, and 
organic social doesn’t disappear overnight—but it erodes steadily as more 
shoppers adopt AI-first research habits.

The CAC Spiral
Now let’s do the math that keeps ecommerce CFOs awake at night.

Customer acquisition costs in ecommerce have risen approximately 40% 
between 2023 and 2025.12 The average CAC now sits around $70–$130 for 
most retail categories,13 with some segments like electronics and luxury 
goods running significantly higher. More concerning: research shows most 

12. LoyaltyLion, “The Average CAC in Ecommerce (2025)”; UpCounting Industry Reports. Customer acquisi-
tion costs rose approximately 40% between 2023-2025. Available at: https://loyaltylion.com/blog/blog-av-
erage-cac-ecommerce
13. UpCounting, “Average Ecommerce Customer Acquisition Cost 2025 by Industry.” Mid-market ecommerce 
CAC ranges $70-$130. Available at: https://www.upcounting.com/blog/average-ecommerce-customer-ac-
quisition-cost
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ecommerce businesses now lose $29 on average per new customer acquired 
after accounting for marketing costs and returns—up from just $9 in 2013.14

The logic is straightforward but brutal:

1.	 Organic traffic declines as AI answers questions directly

2.	 Revenue targets stay the same (or increase)

3.	 You must buy back that traffic through paid channels

4.	 Paid costs spike because everyone else is doing the same thing

5.	 Blended CAC rises compressing margins

6.	 Profitability suffers even as revenue grows

If your organic traffic drops 20%, and you need to maintain the same customer 
acquisition numbers, you’re forced into paid channels that cost 3–5x more 
per customer. A brand spending $50,000 monthly on paid ads to acquire 
customers at $80 CAC suddenly needs to spend $75,000 to hit the same 
targets—assuming ad costs hold steady, which they won’t.

The Solution: CAC Defense Through AI Visibility
This is why GEO isn’t “another marketing initiative.” It’s a CAC-defense 
mechanism. Position it that way when talking to your CFO.

When AI recommends your product, you acquire customers at essentially zero 
marginal cost. No ad spend. No affiliate commission. Just organic discovery 
through the channel that’s rapidly becoming the default for product research.

The brands that win AI recommendations will maintain sustainable acquisition 
economics. The brands that don’t will find themselves in an ever-tightening 
spiral of rising paid costs and shrinking margins.

Let’s look at how one company solved this problem systematically.

14. SimplicityDX Research via BusinessWire, “Brands Losing a Record $29 for Each New Customer Acquired,” 
July 2022. Up from $9 in 2013. Available at: https://www.businesswire.com/news/home/20220719005425/
en/Brands-Losing-a-Record-$29-for-Each-New-Customer-Acquired
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The Voice-of-Customer Loop: 
A Case Study in Automation

Note: “EcoFlex Activewear” is a composite case study based on patterns 
observed across multiple sustainable fashion brands implementing GEO 
strategies. Details have been adjusted to protect proprietary information.

When the marketing team at EcoFlex Activewear analyzed their support 
tickets, they discovered something that changed their entire content strategy.

The same questions appeared everywhere. Support emails asked whether 
their signature eco-fleece was truly sustainable. Product reviews debated 
how sizing compared to Nike and Lululemon. Social comments questioned 
care instructions for their technical fabrics. Customer service calls addressed 
the same concerns about durability and wash cycles.

Meanwhile, their product detail pages sat static—featuring the same templat-
ed descriptions they’d written two years earlier. When potential customers 
asked AI assistants about sustainable alternatives to mainstream activewear, 
their company rarely appeared in the conversation.

The disconnect was costing them customers every day.

Building the Integration Stack
EcoFlex’s solution wasn’t a content marketing hire or an SEO overhaul. It 
was a system—an automated loop that extracted customer questions and 
converted them into AI-optimized product content.

Step 1: Customer Segmentation and Query Extraction

Using Klaviyo, EcoFlex tagged customers based on the questions they asked 
across channels. Someone who emailed asking “Is this material sustainable?” 
got tagged with that query theme. Someone who left a review comparing 
sizing to Nike created a different segment. Post-purchase surveys asking 
“What almost stopped you from buying?” generated even more signal.

The segmentation wasn’t just for marketing purposes—it was building a data-
base of the exact questions their target customers asked before purchasing.
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Step 2: Voice of Customer Synthesis

An automated extraction process pulled common themes from support tick-
ets, reviews, and survey responses. Natural language processing identified 
the most frequent question patterns, ranking them by volume and purchase 
correlation.

For EcoFlex, the top questions included sustainability verification, sizing 
compared to mainstream brands, durability expectations, care and washing 
instructions, material composition and sourcing, and performance in specific 
conditions like rain and sweat.

Step 3: AI-Powered Content Generation

Here’s where the magic happened. EcoFlex fed these questions—along with 
their existing product specifications, testing data, and brand voice guide-
lines—into an LLM workflow.

The system generated structured FAQs that directly answered real customer 
questions, usage guides covering scenarios customers actually cared about, 
comparison content addressing competitive questions honestly, and care 
instructions written in the language customers used.

Critically, this content was structured for machine readability. Questions were 
formatted as headers. Answers included specific, factual details. Schema 
markup was embedded for product attributes, reviews, and FAQ content.

Step 4: Automated Content Deployment

The generated content pushed automatically to Shopify through custom 
metafields. Each product page received a dynamically generated FAQ sec-
tion, usage guide module, and comparison tab—all populated with content 
derived from actual customer questions.

The loop then continued. New customer questions fed back into the system, 
generated new content, and kept product pages evolving to match what 
customers actually wanted to know.

The Results
Within six months, EcoFlex’s AI visibility transformed.
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When someone asked ChatGPT “What’s a sustainable alternative to Lulu-
lemon leggings?” or asked Perplexity about eco-friendly activewear brands, 
EcoFlex appeared in recommendations—often with direct citations to their 
product page content.

Why? Because AI could see the direct answer to the user’s question on 
EcoFlex’s site. The content wasn’t generic marketing copy—it was specific, 
structured information that matched how AI synthesizes recommendations.

The CAC impact was significant. Traffic from AI referral sources grew steadily, 
converting at rates 15–20% higher than paid search15 because visitors ar-
rived with specific intent already validated by AI recommendation. Customer 
acquisition costs for AI-referred customers approached zero, pulling down 
blended CAC across all channels.

Implementing Your Own Loop
You don’t need EcoFlex’s exact tech stack. The principle adapts to any 
ecommerce platform:

1.	 Extract customer questions from support, reviews, surveys, and so-
cial mentions

2.	 Identify patterns by frequency and purchase correlation

3.	 Generate structured content that answers those questions directly

4.	 Deploy to product pages with proper schema markup

5.	 Iterate continuously as new questions emerge

The automation can be as simple as a weekly manual export or as sophis-
ticated as a real-time integration pipeline. What matters is closing the loop 
between customer questions and product page content.

Local Retail: Winning the ‘Phygital’ Query
For brick-and-mortar retailers with physical locations, AI discovery presents 
a distinct opportunity that pure-play ecommerce can’t match: the hyper-local 
query.

15. Semrush, “AI Search SEO Traffic Study”; Similarweb, PPC Land. AI-referred traffic converts at higher rates 
than paid search (11.4% vs 5.3% for organic, 15-20% higher than paid). Available at: https://www.semrush.
com/blog/ai-search-seo-traffic-study/
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“Where can I buy hiking boots in Austin today?” “Which stores near me have 
the new iPhone in stock?” “I need a last-minute gift in the Pearl District—
what’s open late?”

These queries combine purchase intent with immediate need—exactly the 
kind of high-converting traffic that justifies retail real estate costs. And AI is 
increasingly answering them.

Inventory as a Ranking Signal
Google’s Shopping Graph now includes over 50 billion product listings,16 
with 2 billion updated every hour. That real-time inventory data powers AI 
recommendations for local shopping queries.

If someone asks an AI “Where can I get the Sony WH-1000XM5 headphones 
today near me?” the AI doesn’t just know which stores carry the product—it 
can tell them which stores have it in stock right now.

This changes the competitive dynamic entirely. A small electronics retailer in 
Denver with accurate real-time inventory data can beat Best Buy in AI rec-
ommendations simply because the AI knows they have the specific product 
in stock when the customer needs it.

The implications for local retailers are significant. Real-time inventory feeds—
Local Inventory Ads (LIAs) data fed to Google Merchant Center—become 
AI visibility signals. If an AI knows you have it in stock now, it prioritizes you 
for the shopper who needs it today.

16. Google Blog, “4 Ways Google’s Shopping Graph Helps You Find What You Want”; “Agentic Checkout and 
More AI Shopping Tools.” Shopping Graph includes 50+ billion product listings, 2 billion updated hourly. 
Available at: https://blog.google/products/shopping/shopping-graph-explained/
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Optimizing for Phygital Discovery
“Phygital” retail—the blend of physical and digital—requires optimization 
across both dimensions:

1.	 Accurate Local Business Schema: Location, hours, contact infor-
mation, and service area must be precise and consistent across your 
website, Google Business Profile, and third-party listings

2.	 Real-Time Inventory Integration: Connect your point-of-sale system 
to Google Merchant Center for live stock updates

3.	 Store-Level Content: Each location should have unique content ad-
dressing local customer needs, not just cloned pages with different 
addresses

4.	 Local Reviews and Q&A: Encourage location-specific reviews that AI 
can synthesize when answering local queries

A fashion retailer with multiple locations implemented this approach, ensuring 
each store’s page included locally relevant content—“Our Buckhead location 
specializes in formal occasion wear with in-house alterations”—alongside 
real-time inventory. When AI answered queries about where to buy a specific 
dress for an Atlanta wedding, the store appeared with complete information 
about availability, alterations, and same-day pickup.

Pure-Play Ecommerce: The 
Semantic Product Graph

For online-only retailers, the path to AI visibility runs through structured data 
and entity optimization. Without physical locations as differentiators, your 
competitive advantage comes from how well AI understands your product 
catalog.

Beyond Keywords: Entity Optimization
Traditional SEO taught us to think in terms of keywords. GEO requires thinking 
in terms of entities and relationships.

An entity is a distinct, well-defined concept that AI can identify and under-
stand. Your brand is an entity. Each product is an entity. The product category 
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is an entity. The materials, the use cases, the compatible accessories—all 
entities with relationships to each other.

When AI models process your product pages, they’re building a graph of 
these entities and their relationships. The richer and more explicit you make 
those relationships, the better AI can match your products to user queries.

Consider the difference:

Weak Entity Signal: “This blue running shoe features cushioning and support 
for comfortable runs.”

Strong Entity Signal: “The CloudRunner Pro [product entity] uses Respon-
siveFoam cushioning [material entity] designed for neutral pronators [user 
type entity] running 20–40 miles per week [use case entity], compatible with 
aftermarket insoles [accessory entity] for additional arch support.”

The second version explicitly defines entities and their relationships. AI can 
match this product to queries about “neutral running shoes for high mile-
age,” “shoes that work with custom insoles,” or “best cushioned trainers for 
marathon training.”

Building Your Semantic Product Graph
Start by mapping the entity types that matter in your category:

1.	 Product Entities: Specific products with unique identifiers (SKUs, 
GTINs)

2.	 Attribute Entities: Materials, colors, sizes, specifications

3.	 Category Entities: Product types, subcategories, collections

4.	 User Entities: Target customer types, use cases, skill levels

5.	 Relationship Entities: Compatible products, alternatives, accessories

6.	 Brand Entities: Your brand, sub-brands, designer collaborations

Then ensure each entity is explicitly defined in your content and connected 
through structured data.
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Structured Data: The Language AI Speaks
Schema markup is the technical foundation of entity optimization. It trans-
forms your product information from unstructured text that AI must interpret 
into explicit declarations that AI can process directly.

For ecommerce in 2025, essential schema types include:

Product Schema: Name, description, brand, SKU, GTIN, price, availability, 
images, and reviews

Offer Schema: Price, currency, availability, valid dates, and seller information

AggregateRating Schema: Review scores, review counts, and rating distri-
butions

Review Schema: Individual reviews with author, date, rating, and body text

FAQ Schema: Common questions and answers for each product

MerchantReturnPolicy Schema: Return windows, conditions, and processes

Implementation varies by platform. Shopify offers apps that generate JSON-
LD schema automatically from product data. WooCommerce and Magento 
have extensions that output schema from catalog information. Whatever your 
platform, ensure the schema reflects your complete product information, 
not just the basics.

The Tech Stack: Data 
Integrations for GEO

Winning AI visibility requires more than content strategy. It requires infra-
structure that makes your product information accessible, accurate, and 
machine-readable.

Product Information Management
Your product data is the raw material AI uses to generate recommendations. If 
that data is inconsistent, incomplete, or siloed, AI will struggle to understand 
and recommend your products.
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A Product Information Management (PIM) system centralizes product data 
and ensures consistency across channels. For GEO purposes, your PIM 
should store LLM-friendly attributes that go beyond basic product specs:

•	 Material composition and sourcing information (“100% organic cot-
ton, sourced from certified farms in Portugal”)

•	 Specific use cases and scenarios (“Ideal for cold-weather commuting, 
rated for temperatures down to 20°F”)

•	 Comparison attributes (“Runs one size small compared to Nike; we 
recommend sizing up”)

•	 Care and maintenance instructions in conversational language

•	 Sustainability and certification details with verification sources

For Shopify stores, custom metafields store these attributes and can be 
programmatically populated from your PIM or CMS. The key is ensuring 
these AI-optimized attributes flow through to your product pages with proper 
schema markup.

The ‘Dark AI’ Traffic Problem
Here’s a measurement challenge that frustrates every ecommerce analytics 
team: AI traffic often appears as “Direct” in your analytics.

When someone clicks a link in ChatGPT’s response, the referrer information 
isn’t always passed through. The traffic appears in Google Analytics as di-
rect—indistinguishable from someone typing your URL directly or clicking 
a bookmark.

Different AI platforms handle referrers differently. ChatGPT now includes 
UTM parameters automatically in some cases. Perplexity typically passes 
referrer information cleanly. But others strip the attribution entirely, blending 
into your direct traffic bucket.

This creates what marketers call “dark traffic”—visits you can’t attribute 
to their true source. And for ecommerce, where attribution drives budget 
allocation, it’s a significant blind spot.
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Identifying AI Traffic
You can partially solve this problem with GA4 configuration:

1.	 Create a custom channel group for AI traffic in GA4 Admin > Data 
Display > Channel Groups

2.	 Add a regex rule to capture AI sources: (chatgpt\.com|chat\.openai\.
com|perplexity\.ai|claude\.ai|gemini\.google\.com)

3.	 Place this rule above “Referral” in your channel grouping hierarchy

4.	 Monitor the Traffic Acquisition report for your new AI channel

For traffic that arrives without referrer data, look for indirect signals. A spike 
in “direct” traffic correlated with increased brand searches might indicate 
AI-driven discovery. Customers mentioning that “AI recommended you” in 
post-purchase surveys provides qualitative confirmation.

Some analytics platforms now offer specialized AI traffic detection. These 
tools work at the server level through integrations like Cloudflare, capturing 
crawler activity that client-side JavaScript can’t see. As AI traffic grows, 
expect measurement solutions to mature rapidly.

The Attribution Paradox
There’s a deeper measurement issue that current analytics can’t fully solve: 
AI might influence purchases without ever generating a trackable visit.

Consider this scenario: A shopper asks ChatGPT for running shoe recom-
mendations. AI mentions your brand positively. The shopper then searches 
your brand name directly on Google—creating an “organic branded search” 
visit—and makes a purchase.

In your analytics, this appears as organic branded traffic. You might credit 
your SEO or brand marketing. But the AI recommendation was the actual 
driver. Research suggests users often verify AI recommendations through 
traditional search before purchasing, meaning AI’s influence extends far 
beyond directly attributable clicks.

Watch for indirect indicators: increases in branded search volume that 
correlate with AI visibility improvements, customer service mentions of AI 
recommendations, and changes in first-time customer behavior that suggest 
AI-assisted discovery.
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Future Outlook: Programmatic GEO
The most forward-thinking retailers are already building the next generation 
of AI visibility systems—ones that don’t just respond to customer questions 
but anticipate and adapt to customer behavior automatically.

Self-Optimizing Product Content
Imagine a system where return rate data automatically rewrites product 
descriptions.

A shoe retailer notices returns spiking for “too small” on a particular style. 
Instead of waiting for the merchandising team to update sizing guidance, an 
automated system detects the pattern, generates updated sizing recommen-
dations based on return data, pushes the new content to the product page, 
and updates the FAQ schema with relevant sizing questions.

The next time someone asks an AI about sizing for that shoe, the AI has 
accurate, recently updated information reflecting real customer experience.

This is programmatic GEO: systems that use operational data to automatically 
optimize content for AI discovery.

The Components of Programmatic GEO
Signal Detection: Automated monitoring of return reasons, support tickets, 
review sentiment, and search queries to identify content gaps or inaccuracies

Content Generation: AI systems that can generate product content, FAQ 
responses, and usage guides based on detected signals

Quality Assurance: Automated checks for brand voice consistency, factual 
accuracy, and regulatory compliance

Deployment Pipeline: Systems that push approved content updates to pro-
duction without manual intervention

Performance Monitoring: Tracking AI visibility metrics to validate that changes 
improved outcomes

The technical infrastructure for programmatic GEO exists today. The chal-
lenge is integrating these components into a coherent system and building 
the organizational trust to let automation update customer-facing content.
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Agentic Commerce
The next frontier goes beyond optimization: agentic commerce, where AI 
doesn’t just recommend products but purchases them on behalf of users.

Google has already launched agentic checkout within AI Mode, compatible 
with merchants like Wayfair, Chewy, and select Shopify stores. Users can 
track prices, set budgets, and authorize AI to complete purchases when 
conditions are met.

The implications are profound. When AI agents shop on behalf of users, the 
criteria for selection become entirely machine-readable. Price accuracy, 
inventory availability, shipping speed, return policies—all must be structured 
data that AI can evaluate programmatically.

Retailers preparing for agentic commerce are documenting checkout APIs and 
webhooks, ensuring real-time inventory accuracy, structuring return policies 
for machine parsing, and building systems for handling AI-initiated orders.

The retailers who will win in agentic commerce are those building the infra-
structure now—treating product data as the API that AI agents will consume.

Getting Started: A 30-Day Action Plan
For retail and ecommerce teams beginning their GEO journey, here’s a prac-
tical roadmap.

Week 1: Discovery and Baseline
1.	 Test your products on AI platforms. Ask ChatGPT, Claude, Gemini, 

and Perplexity the questions your customers ask: “Best [product cate-
gory] for [use case]?” “Where can I buy [product type] online?” Doc-
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ument whether you appear, where you rank, and what AI says about 
you.

2.	 Extract customer questions. Pull the top 50 questions from support 
tickets, product reviews, and sales conversations. These are the que-
ries AI should answer with your products.

3.	 Audit existing content. Review your top 20 product pages. Do they 
answer the questions customers actually ask? Is the information struc-
tured for machine parsing?

4.	 Check schema implementation. Use Google’s Rich Results Test on key 
product pages. Identify gaps in structured data coverage.

Week 2: Infrastructure
1.	 Set up AI traffic tracking. Create the custom channel group in GA4 to 

separate AI referral traffic from general referrals.

2.	 Review Google Merchant Center setup. Ensure product feeds are 
complete with all optional attributes—materials, colors, sizes, GTINs, 
detailed specifications.

3.	 Audit local data (if applicable). Verify Google Business Profile accura-
cy, inventory feed connections, and location-specific content.

4.	 Document content generation workflow. Map how product content 
currently gets created, approved, and published. Identify automation 
opportunities.

Week 3: Content Development
1.	 Create FAQ content for top products. Write structured Q&A sections 

that directly answer the questions extracted in Week 1. Include schema 
markup.

2.	 Develop entity-rich descriptions. Rewrite key product descriptions to 
explicitly define entities and relationships—materials, use cases, user 
types, compatible products.

3.	 Build comparison content. Create honest comparison pages address-
ing the competitive questions customers ask.

4.	 Implement schema updates. Add Product, FAQ, and Review schema to 
updated product pages.



130

Week 4: Measurement and Iteration
5.	 Retest AI platforms. Run the same queries from Week 1 to see if visi-

bility has changed. Document improvements and remaining gaps.

6.	 Establish measurement cadence. Set up weekly tracking of AI referral 
traffic, AI visibility metrics, and competitive positioning.

7.	 Brief stakeholders. Share findings with leadership. Present GEO as a 
CAC-defense strategy with specific metrics and competitive context.

8.	 Plan the next 60 days. Prioritize remaining product pages, automation 
opportunities, and content gaps for the next sprint.

What This Means for Your Business

For CFOs and Finance Leaders: GEO is fundamentally a CAC-de-
fense strategy. When AI recommends your products, you acquire 
customers at near-zero marginal cost. Model the financial impact: 
if 10% of your paid acquisition shifted to AI-driven organic, what 
would that mean for margins?

For Ecommerce Directors: Your product data is now your com-
petitive moat. Structured data, rich product descriptions, and re-
al-time inventory signals differentiate you in AI responses. Invest 
in product information management as a strategic capability.

For Store Managers (Local Retail): You can beat national chains 
in local AI queries with one advantage: accurate, real-time inven-
tory. When a customer asks AI “where can I buy X near me,” hav-
ing current stock information makes you the recommendation.

Decision-Maker Checklist
Before moving to the next chapter, ensure you can answer:

	□ What is our current blended customer acquisition cost?

	□ How would a 10-20% reduction in CAC impact profitability?

	□ Is our product data structured for machine comprehension?
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	□ Are we tracking AI-referred traffic separately?

	□ Do we have accurate inventory data flowing to Google Merchant Cen-
ter?

Chapter Summary

Key Takeaways

1.	 GEO is a CFO problem, not just a marketing initiative. Rising 
CAC and declining organic traffic create a financial imperative for 
AI visibility. Position GEO as CAC defense when seeking resourc-
es.

2.	 Customer questions are your content roadmap. Extract real 
questions from support, reviews, and sales conversations. An-
swer them directly on product pages with structured content.

3.	 For local retail, inventory is a ranking signal. Real-time 
inventory data in Google Merchant Center can differentiate you 
in local AI queries. Smaller stores can beat national chains by 
having accurate stock information.

4.	 For pure-play ecommerce, entity optimization replaces 
keyword optimization. Define products, attributes, users, and 
relationships explicitly. Structure data so AI understands your 
catalog graph.

5.	 AI traffic is partially dark. Implement custom channel groups 
to track what you can, and watch for indirect signals of AI-driven 
discovery.

6.	 The future is programmatic and agentic. Build systems 
where operational data automatically optimizes content. Prepare 
infrastructure for AI agents that will purchase on behalf of users.
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Immediate Actions

1.	 Test your top 10 products on ChatGPT, Claude, Gemini, and 
Perplexity to establish baseline visibility

2.	 Extract the top 50 questions customers ask across support, 
reviews, and sales

3.	 Create a custom GA4 channel group to track AI referral traffic

4.	 Audit Product schema implementation on your top-selling 
product pages

5.	 Add structured FAQ content to five priority product pages this 
week

6.	 Schedule a stakeholder briefing to present GEO as a CAC-de-
fense strategy

The shift to AI-mediated product discovery isn’t theoretical—it’s measurable, 
accelerating, and already affecting your customer acquisition costs. The 
retail brands that establish AI visibility now will benefit from compounding 
advantages: recommendation patterns that reinforce themselves, authority 
signals that build with each piece of content, and positioning that becomes 
the default frame of reference.

Marcus Chen, the ecommerce VP who noticed that spike in “Direct” traffic, 
eventually traced the pattern to AI recommendations. His brand had been 
mentioned in ChatGPT’s response to a query about sustainable outdoor 
apparel—not because of luck, but because one product page happened to 
answer the exact question the AI was processing.

Now he’s building systems to replicate that accidental success systemati-
cally. Customer questions feed content generation. Structured data makes 
products machine-readable. Return rates trigger description updates. The 
loop closes, and CAC trends downward.

The question isn’t whether AI will influence how your customers discover 
products. It already does. The question is whether you’ll be the brand that’s 
recommended—or the one that’s replaced.

Next, we’ll shift from retail and ecommerce to legal services, where trust, 
locality, and reputation make AI visibility even more consequential.
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CHAPTER 7

When 39% of Clients 
Never Google You – 
GEO for Law Firms

EXECUTIVE SUMMARY

With 39% of potential clients now conducting legal research in 
ChatGPT, law firms face unique GEO challenges: the trust imper-
ative (legal services are high-stakes trust purchases), the locality 
paradox (jurisdictionally-bounded practice in a globally-trained AI 
world), and the walled garden problem (valuable expertise locked 
behind paywalls). This chapter provides strategies for creating 
jurisdiction-specific, authoritative content that positions your 
firm as the AI’s recommendation when clients describe complex 
legal situations.

Key insight: Firms that create genuinely authoritative, jurisdic-
tion-specific content can own their local AI narrative in ways that 
national competitors cannot.

Building Authority in Your Jurisdiction

Winning Local Clients in the Age 
of AI-Driven Discovery

Data indicates that 39% of potential clients now conduct legal research in 
ChatGPT, while click-through rates on traditional search have dropped 

significantly.
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Consider a business owner discovering a quarter-million-dollar embezzle-
ment scheme. They no longer default to typing “fraud attorney Dallas” into a 
search bar. Instead, they turn to AI to ask a complex question. They describe 
the betrayal, the financial impact, and their confusion regarding civil versus 
criminal liability. Within ninety seconds, the AI provides a thoughtful response 
outlining asset preservation strategies and—most critically—recommends 
a specific firm to handle the case.

This client never sees your $47-per-click Google Ads. They never land on 
your website. The AI’s recommendation shapes their entire decision-making 
process before they even open a browser tab. If your firm isn’t part of the 
information shaping that AI response, you haven’t just lost a click. You have 
ceased to exist at the exact moment your expertise was needed most.

Why Law Firms Face Unique Challenges
The legal industry sits at the intersection of several factors that make the AI 

discovery shift particularly consequential—and particularly complex.

Legal services are trust purchases in their purest form. When someone hires 
a personal injury attorney, they’re entrusting that lawyer with their financial 
recovery from a devastating accident. When a business owner retains cor-
porate counsel, they’re placing the future of everything they’ve built in that 
attorney’s hands. When a parent seeks a family law attorney, they’re fighting 
for time with their children.

This trust dynamic has always shaped legal marketing. In the Google era, it 
manifested as reputation management: collecting reviews, building referral 
networks, establishing bar association recognition. Clients did extensive 
research because the stakes demanded it.

AI assistants are now becoming intermediaries in this trust-building process. 
When someone asks ChatGPT to recommend a divorce attorney, they’re 
transferring their trust in the AI to whatever recommendation emerges. The 
AI becomes the trusted advisor that vets attorneys on their behalf. And here’s 
what makes this particularly significant: 87% of users report that AI recom-
mendations led to better outcomes.17 The trust transfer isn’t irrational—it’s 
increasingly validated by experience.

17. OpenAI, “The State of Enterprise AI,” 2025 Report; Elsevier, “Insights 2024: Attitudes Toward AI.” 87% 
of users report AI helped achieve better outcomes. Available at: https://cdn.openai.com/pdf/7ef17d82-96bf-
4dd1-9df2-228f7f377a29/the-state-of-enterprise-ai_2025-report.pdf
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For law firms, this means that how AI perceives and presents your firm 
matters as much as—and perhaps more than—how you present yourself in 

traditional marketing.

Legal services are inherently local. A brilliant employment attorney in Boston 
can’t help someone in Phoenix with an Arizona wage dispute. The practice 
of law is jurisdictionally bounded, licensed state by state, governed by local 
rules and local courts.

Yet AI models are trained on global data. When ChatGPT or Claude answers a 
question about personal injury law, it’s synthesizing information from across 
the internet—not filtering specifically for your jurisdiction. This creates both 
a challenge and an opportunity.

The challenge: generic legal content that doesn’t specify jurisdiction often 
dominates AI responses. A firm in Tampa might lose recommendations to 
national legal content mills that produce SEO-optimized but geographically 
nonspecific content.

The opportunity: firms that create genuinely authoritative, jurisdiction-spe-
cific content can own their local AI narrative in ways that national compet-
itors cannot. When someone asks about “DUI penalties in Ohio,” content 
that specifically addresses Ohio revised code, Ohio court procedures, and 
Ohio-specific sentencing patterns will be more valuable to both AI and hu-
mans than generic DUI content.

The firms that understand this locality paradox—creating content that is 
both AI-discoverable and jurisdictionally authoritative—will capture dispro-
portionate local market share.

The Walled Garden Problem
Here’s an uncomfortable truth that most law firms haven’t confronted: the 
tools you use to win cases are invisible to the AI that helps clients find you.

Most firms rely on Westlaw, LexisNexis, and similar subscription services for 
their research. These tools are extraordinary for litigation—comprehensive, 
authoritative, constantly updated. But they exist behind paywalls. When 
ChatGPT answers a legal question, it can’t read your Westlaw subscription. 
It reads the open web.

This creates a significant gap. Your attorneys possess deep expertise de-
veloped through years of research on premium legal databases. But that 
expertise isn’t visible in the public information ecosystem that AI models 
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learn from. The knowledge exists within your firm, but it’s not shaping how 
AI perceives or recommends you.

The solution isn’t abandoning your premium research tools. It’s translating 
your expertise into public content that reflects the depth of knowledge those 
tools enable. When you publish an article on your website about recent 
developments in your practice area, grounded in the authoritative research 
you’ve conducted, you’re making that expertise visible to AI systems.

The High-Stakes Decision Dynamic
Legal matters are rarely routine purchases. Someone seeking a criminal de-
fense attorney is facing potential incarceration. Someone pursuing a medical 
malpractice claim is dealing with life-altering injury. Someone navigating 
business litigation might be fighting for their company’s survival.

This high-stakes nature means that legal clients historically spent consid-
erable time researching before making decisions. They asked friends for 
referrals. They read reviews carefully. They consulted multiple attorneys 
before choosing. The research phase was extensive because the conse-
quences of choosing wrong were severe.

AI is compressing this research phase dramatically. Instead of hours of 
research across multiple sources, people are increasingly having a single 
conversation with an AI assistant that synthesizes information and offers 
guidance. The decision timeline that once spanned days now happens in 
minutes.

For law firms, this compression means the window to influence potential 
clients has narrowed. If you’re not present in the AI’s initial response, you 
may never enter the consideration set. The extended research phase that 
once gave smaller or newer firms multiple opportunities to be discovered 
has condensed into a single moment of recommendation.

The Local Legal GEO Imperative
Let’s be specific about what’s at stake for law firms operating in local markets.
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The Numbers That Matter
Nearly 800 million people use ChatGPT every week.18 A significant portion 
of them are asking questions that, until recently, would have been directed 
to search engines or direct consultations with professionals. They’re asking 
about their legal rights after a car accident. They’re asking whether they have 
grounds for a wrongful termination claim. They’re asking how to handle a 
neighbor dispute or a contract breach or a custody modification.

These aren’t theoretical queries. They’re the exact questions that precede 
hiring a lawyer. And increasingly, the AI’s response shapes not just which 
lawyers get contacted, but whether people contact lawyers at all. An AI re-
sponse that clearly explains someone’s rights and recommends consulting 
with a local attorney in their practice area generates leads. An AI response 
that provides generic information without directional guidance often ends 
the inquiry altogether.

Research shows that sales conversions driven by ChatGPT recommenda-
tions have increased 436%.19 For law firms, this translates directly: when AI 
recommends your firm as a good fit for someone’s specific legal situation, 
they’re dramatically more likely to become clients. The AI’s endorsement 
carries weight that traditional advertising cannot match.

The Invisible Pipeline Leak
If you’re a law firm marketing professional, you’ve probably noticed some 
troubling trends: rising cost per click on legal keywords (often $50 to $200+ 
for competitive practice areas),20 declining organic traffic despite maintained 
rankings, mysterious drops in consultation requests that don’t correlate with 
any change you’ve made.

What you’re seeing are the symptoms of AI-driven invisibility. Potential cli-
ents who would have found you through search are now finding solutions 
through AI conversations—conversations where you’re not present. They’re 
not clicking your ads because they’re not searching. They’re not finding your 

18. TechCrunch, “Sam Altman says ChatGPT has hit 800M weekly active users,” October 2025. OpenAI Dev 
Day announcement. Available at: https://techcrunch.com/2025/10/06/sam-altman-says-chatgpt-has-hit-
800m-weekly-active-users/
19. RetailWire, “ChatGPT Driving Increased Traffic to Retailers and Brands in 2025.” Viv case study showing 
436% increase in conversion rate from AI-referred traffic. Available at: https://retailwire.com/chatgpt-traf-
fic-retailers-brands-2025/
20. LocaliQ, “Legal Search Advertising Benchmarks for 2024.” Personal injury CPC ranges $70-$250 (up 
to $560 for some keywords). Other practice areas: Criminal Defense $50-$150, DUI $75-$140. Available at: 
https://localiq.com/blog/legal-search-advertising-benchmarks/
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organic content because they’re not browsing results pages. They’re asking 
AI for guidance, receiving answers, and acting on those answers.

The firms that understand this shift—that recognize their pipeline isn’t leak-
ing due to SEO problems but due to a fundamental change in how people 
discover legal services—will adapt and capture the opportunity. The firms 
that keep optimizing for a world that’s disappearing will watch their client 
acquisition costs climb while their intake numbers decline.

Understanding AI Visibility 
for Legal Services

Before diving into tactics, it’s essential to understand how AI visibility works 
differently from traditional search visibility—and what that means specifically 
for law firms.

How AI “Thinks” About Law Firms
When someone asks ChatGPT or Claude “Who are the best personal injury 
attorneys in Phoenix?”, the AI isn’t querying a database of law firms. It’s 
predicting what a helpful, accurate answer would look like based on patterns 
in its training data.

That training data includes everything publicly available on the web: law 
firm websites, legal directories, news coverage, bar association information, 
review sites, legal publications, blog posts, forum discussions, social media 
mentions, and countless other sources that mentioned Phoenix personal 
injury attorneys in various contexts.

The AI synthesizes all of this information to form its response. It’s not looking 
for who paid for ads or who has the most backlinks. It’s looking for patterns 
that suggest expertise, authority, and relevance to the specific question 
being asked.

This is why traditional SEO tactics—keyword stuffing, link building schemes, 
directory listings—don’t directly translate to AI visibility. AI models are trained 
on enough data to recognize authentic expertise versus manufactured au-
thority. They’ve seen the patterns of genuine thought leadership and the 
patterns of SEO-optimized content. They respond differently to each.
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The Five Dimensions of Legal AI Visibility
To measure and improve your firm’s AI visibility, you need to understand 
five key metrics:

Discoverability measures the percentage of AI responses to relevant prompts 
that mention your firm. When people ask about attorneys in your practice 
area and location, how often do you appear in the response? If your dis-
coverability is 15%, you’re mentioned in roughly one out of seven relevant 
queries—and invisible in the other six.

Share of Voice measures your mentions relative to competitors. If five firms 
are mentioned when someone asks about employment attorneys in your 
city, and you’re mentioned most frequently, you have the highest share of 
voice. This metric tells you not just whether you’re in the conversation, but 
whether you’re dominating it.

Reputation Score measures the percentage of your mentions that are positive 
versus negative. Being mentioned frequently means little if the AI frames 
you negatively. A firm might have high discoverability but poor reputation if 
AI responses frequently mention them alongside criticism or caveats.

Citation Share measures how often AI responses cite your content as a 
source. When AI models provide legal information to users, are they draw-
ing from your website, your articles, your thought leadership? High citation 
share means you’re not just being mentioned—you’re shaping the information 
ecosystem that AI learns from.

Average Position measures where your firm appears in AI responses that 
mention multiple firms. Being mentioned first carries more weight than being 
mentioned third. A lower average position (closer to 1) means AI typically 
presents you as a primary recommendation rather than an afterthought.

The Local Legal Market Framework
With the fundamentals established, let’s build a comprehensive framework 
for winning AI visibility in local legal markets. This framework addresses the 
unique challenges of legal services while providing practical guidance you 
can implement immediately.



140

Step 1: Map Your Prompt Landscape
The foundation of any GEO strategy is understanding what questions your 
potential clients actually ask. For law firms, this means thinking beyond 
keywords to conversational queries.

Start with your intake team. What questions do potential clients ask when 
they first call? What misconceptions do they bring? What terminology do 
they use (often different from legal terminology)? These conversations reveal 
the prompts that matter.

For a personal injury firm in Houston, relevant prompts might include:

•	 “What should I do after a car accident in Houston?”

•	 “How long do I have to file a personal injury claim in Texas?”

•	 “Who are the best car accident lawyers in Houston?”

•	 “How much does a personal injury attorney cost in Texas?”

•	 “Can I sue if the accident was partly my fault?”

•	 “What’s the average settlement for a rear-end collision in Houston?”

Notice the pattern: these combine practice area specificity with geographic 
relevance. They also span the funnel—from educational queries (“What 
should I do after...”) to evaluation queries (“Who are the best...”) to decision 
queries (“How much does it cost...”).

Map prompts across your practice areas and geographic targets. For each 
prompt, categorize by funnel stage and whether it’s branded (mentioning 
your firm specifically) or unbranded (general category questions).

Step 2: Audit Your Current AI Position
Once you’ve mapped your prompt landscape, assess where you currently 
stand. This requires actually asking AI platforms your mapped prompts and 
analyzing the responses.

For each priority prompt, document:

•	 Whether your firm is mentioned at all

•	 Where you appear relative to competitors

•	 How you’re framed (positive, negative, or neutral)

•	 What sources are being cited
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•	 Which competitors dominate the response

Test across multiple AI platforms. Results vary significantly between ChatGPT, 
Claude, Gemini, and Perplexity. A firm might be recommended on ChatGPT 
but invisible on Claude, or vice versa.

This audit reveals patterns. You might discover you’re strong on general 
practice area queries but weak on location-specific ones. You might find a 
competitor dominates certain case types while you own others. You might 
notice that AI responses cite certain sources repeatedly—sources your firm 
could be featured in.

Use these insights to prioritize. Focus first on high-intent queries where 
you’re currently weak and competitors are winning.

Step 3: Create Jurisdiction-
Specific Authority Content

Here’s where the Walled Garden Problem becomes an opportunity. Your 
attorneys possess deep expertise developed through handling real cases 
in your jurisdiction. The challenge is making that expertise visible in ways 
AI can learn from.

The solution isn’t generic legal content that could apply anywhere. It’s juris-
diction-specific, substantively authoritative content that demonstrates your 
command of local law.

For each practice area you want to dominate, create foundational content that:

Cites specific local statutes and regulations. Don’t just explain “statute of 
limitations for personal injury.” Explain that Texas Civil Practice and Reme-
dies Code Section 16.003 establishes a two-year limitations period for most 
personal injury claims, with specific exceptions for minors and individuals 
with mental incapacity under Section 16.001.

References local case law. Draw from publicly available case law databases 
to reference relevant appellate decisions in your jurisdiction. When discuss-
ing comparative negligence in Texas, cite to specific Texas Supreme Court 
decisions that established the modified comparative fault standard.

Addresses local procedural realities. Explain what actually happens in your 
local courts. Which courts handle which case types? What are the typical 
timelines? What are the local rules that practitioners need to know?
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Incorporates local context. If you handle truck accident cases in a city with 
major interstate highways, discuss the specific traffic patterns, common 
accident locations, and local trucking regulations that affect those cases. 
This contextual specificity signals genuine local expertise.

This approach accomplishes two things simultaneously. It creates content 
that AI models recognize as authoritative and jurisdiction-specific. And it 
provides genuine value to potential clients who are researching their legal 
situation—content so helpful that it earns their trust before they ever contact 
you.

Step 4: Build Practice Area Depth
Comprehensive coverage of your practice areas matters more in GEO than 
it did in traditional SEO. AI models synthesize across multiple pieces of con-
tent to form their understanding of your expertise. A single well-optimized 
page is less valuable than a body of interconnected, authoritative content.

For each practice area, create content that addresses:

Common case types within that practice area. A personal injury practice 
should have distinct, substantial content for car accidents, truck accidents, 
motorcycle accidents, pedestrian accidents, slip and falls, premises liability, 
product liability, and medical malpractice—each with jurisdiction-specific 
information.

The legal process for that case type. What happens after someone is injured? 
How does the claims process work? When does litigation become necessary? 
What are the stages of a lawsuit? This educational content serves potential 
clients while demonstrating your procedural expertise.

Common questions and concerns. What do potential clients worry about? 
Fear of cost? Concern about time requirements? Confusion about what they 
need to prove? Address these directly and specifically.

Realistic outcome expectations. Without making promises, help potential 
clients understand what factors affect case value, what the typical timeline 
looks like, and what they should realistically expect. This honesty builds trust 
and positions you as a credible advisor rather than a salesperson.

The depth of this content matters. AI models are trained on enormous 
amounts of text. Generic, surface-level content doesn’t distinguish you 
from the noise. Content that demonstrates genuine expertise—that explains 
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the nuances, addresses the edge cases, provides specific guidance—gets 
recognized and cited.

Step 5: Leverage Public Legal Data
A key insight for law firm GEO: AI models learn from and cite public legal 
data sources. Understanding and leveraging these sources can dramatically 
improve your authority.

Relevant public legal data includes:

Case law and opinions: Google Scholar Cases, the Caselaw Access Project 
from Harvard Law School, and state court websites provide publicly acces-
sible case law that AI models reference.

Dockets and filings: CourtListener from the Free Law Project and PACER 
documents via the RECAP archive provide access to federal court filings 
and increasingly comprehensive state court data.

Statutes and regulations: GovInfo.gov provides the U.S. Code, Code of Federal 
Regulations, and Federal Register. Congress.gov tracks legislative activity. 
Regulations.gov shows regulatory proposals and comments.

Legal directories and summaries: High-authority public legal libraries like 
Justia and FindLaw provide accessible legal information that AI models 
frequently reference.

When your content references and connects to these public data sources, it 
gains authority. Citations are the new backlinks in the AI era. AI models trust 
content that references the data they already know and respect.

This approach also eliminates a critical risk: content that makes up or mis-
represents legal information. When your content is grounded in verifiable 
public legal data, it can’t hallucinate case names or fabricate holdings. You 
get the speed of content creation with the accuracy that your professional 
responsibility demands.

Step 6: Manage Your Reputation Proactively
AI models synthesize information from across the web to form their assess-
ment of your firm. That includes reviews, news coverage, bar association 
information, and any public discussion of your firm. Managing this reputation 
ecosystem is essential for strong AI visibility.
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Encourage detailed reviews. A review that says “Great lawyer, 5 stars” is less 
valuable than one that explains: “After my car accident, I was overwhelmed 
and didn’t know what to do. The firm explained my options clearly, handled 
all communication with the insurance company, and secured a settlement that 
covered my medical bills and lost wages. They kept me informed throughout 
and responded quickly to my questions.” Story-rich reviews help AI understand 
not just that you’re good, but what you’re good at and how you help clients.

Respond to criticism professionally. Your response to negative reviews be-
comes part of the information AI models learn from. A thoughtful response 
that acknowledges feedback and explains how you address concerns changes 
the overall sentiment of that exchange. It also demonstrates to AI (and to 
human readers) that you take client experience seriously.

Pursue media coverage strategically. When your attorneys comment on legal 
developments for local news, when your firm is mentioned in industry pub-
lications, when you publish articles in legal journals—these create citations 
that AI models reference. A firm with regular media presence develops a 
richer information profile than one that exists only on its own website.

Monitor bar association and legal directory information. Ensure your infor-
mation is accurate and complete across Avvo, Martindale-Hubbell, Super 
Lawyers, and similar platforms. These sources carry authority weight with 
AI models.

Step 7: Track and Iterate
GEO isn’t a one-time project. It’s an ongoing practice of measurement, 
learning, and improvement.

Establish a regular cadence of tracking your key metrics across priority 
prompts. Are you gaining discoverability? Is your share of voice improving? 
Are reputation issues emerging that need addressing?

When you publish new content, monitor its impact. Did the content improve 
your position on related prompts? Is it being cited? If certain content types 
perform better than others, double down on what works.

Watch competitor movements. If a competitor suddenly improves their po-
sition on prompts you care about, investigate what changed. What content 
did they publish? What coverage did they earn? Use competitive intelligence 
to inform your own strategy.
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The firms that treat GEO as a continuous improvement discipline—creating, 
measuring, learning, iterating—will build compounding advantages over 
those who approach it as a one-time optimization.

Practice Area Strategies
Different practice areas face different AI visibility challenges and opportunities. 
Here’s how to adapt the general framework to specific practice contexts.

Personal Injury
Personal injury represents perhaps the most competitive legal advertising 
market, with firms in major cities spending millions annually on television, 
billboards, and Google Ads. This creates both challenge and opportunity in 
the AI era.

The challenge: National personal injury content mills have produced enormous 
volumes of generic injury content optimized for search. This content often 
appears in AI responses, even when it’s not jurisdiction-specific.

The opportunity: Most of this generic content fails to address jurisdic-
tion-specific questions. A firm that comprehensively covers local personal 
injury law—citing state statutes, explaining local court procedures, discussing 
jurisdiction-specific factors like comparative fault rules—can own the local 
AI narrative.

Priority content: Create detailed guides for each case type you handle, each 
grounded in your state’s specific laws. Address common client questions with 
jurisdiction-specific answers. Explain the practical reality of injury claims in 
your courts—typical timelines, litigation rates, settlement patterns.

Key prompts to track: “Best [case type] attorney in [city/region]” across all 
case types you handle. “[Case type] settlement [city/state].” “[State] [case 
type] statute of limitations.” “What to do after [incident type] in [city].”

Family Law
Family law clients often come during emotionally charged moments—con-
templating divorce, fighting for custody, seeking protection from abuse. 
Their research behavior tends to be more question-oriented and emotionally 
driven than other practice areas.
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The challenge: Generic divorce content is everywhere. AI responses often 
provide general information without jurisdiction-specific guidance, leaving 
potential clients with incomplete understanding of their situation.

The opportunity: Family law varies dramatically by state. Community property 
versus equitable distribution. Different custody standards. Varying alimony 
calculations. State-specific content that answers real questions—“How is 
alimony calculated in Texas?” “What factors determine custody in Florida?”—
can dominate local AI responses.

Priority content: Empathetic, fact-based guides addressing specific family 
law questions in your jurisdiction. Explain child support calculations using 
your state’s actual guidelines. Discuss custody factors using language from 
your state’s statutes. Address protective order procedures specific to your 
local courts.

Key prompts to track: “How is [child support/alimony] calculated in [state]?” 
“[State] custody laws.” “Best divorce attorney in [city].” “How to file for di-
vorce in [county/state].” “Custody modification in [state].”

Criminal Defense
Criminal defense clients are often facing the most consequential moments 
of their lives. They need immediate guidance and, frequently, immediate 
representation. The research-to-hire timeline is compressed.

The challenge: Criminal law information online is often either dangerously 
simplified or overwhelmingly complex. AI responses sometimes provide 
generic information that doesn’t account for state-specific elements of 
charges or sentencing.

The opportunity: State criminal codes vary significantly. DUI penalties in one 
state differ dramatically from another. Drug classification and sentencing 
enhancements differ by jurisdiction. A firm that clearly explains jurisdic-
tion-specific criminal law becomes the authoritative local source.

Priority content: Create detailed guides for each charge type you commonly 
defend, citing your state’s specific statutory provisions and penalty ranges. 
Explain the criminal process in your jurisdiction—from arrest through dis-
position. Address common client concerns: what to expect at arraignment, 
how bail works locally, realistic outcome expectations.
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Key prompts to track: “[Charge type] penalties in [state].” “Best criminal de-
fense attorney [city].” “What to do if arrested for [charge] in [city].” “[State] 
DUI laws.” “How to beat a [charge type] in [state].”

Employment Law
Employment law encompasses both employee-side and employer-side 
representation, each with distinct AI visibility considerations.

The challenge: Federal employment law (FLSA, Title VII, ADA) dominates 
content, but state employment laws often provide stronger protections and 
different procedures. Generic federal content may not accurately reflect 
employee rights or employer obligations in specific states.

The opportunity: State employment laws create significant variation. Cal-
ifornia’s employment protections differ dramatically from Texas’s. State 
wage laws, discrimination statutes, and leave requirements vary widely. 
Jurisdiction-specific employment content has substantial room to dominate.

Priority content: For employee-side firms: guides explaining workers’ rights 
under state law, wrongful termination elements in your jurisdiction, wage 
claim procedures specific to your state labor department. For employer-side 
firms: compliance guides addressing state-specific requirements, employ-
ment handbook provisions for your jurisdiction, discrimination prevention 
training tailored to local law.

Key prompts to track: “Wrongful termination lawyer [city].” “[State] overtime 
laws.” “Employment discrimination attorney [city].” “[State] employment law 
requirements.” “How to file a wage claim in [state].”

Immigration Law
Immigration law is primarily federal, but with significant local variation in 
enforcement priorities, court culture, and processing times across different 
USCIS field offices and immigration courts.

The challenge: Immigration law changes rapidly. Policy shifts, executive 
orders, and procedural updates create constant flux. AI models trained on 
older data may provide outdated information.

The opportunity: Current, accurate immigration information is valuable 
precisely because so much available content is outdated. A firm that con-
sistently publishes current analysis of immigration developments—tracking 
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Federal Register notices, monitoring policy guidance, explaining practical 
implications—becomes an authoritative source AI models cite.

Priority content: Regularly updated guides on visa categories and procedures. 
Analysis of policy changes as they happen. Local context about your USCIS 
field office and immigration court—processing times, adjudication patterns, 
practical tips. Content addressing anxious applicants’ real questions with 
current, accurate information.

Key prompts to track: “Best immigration attorney [city].” “[Visa type] require-
ments [year].” “Immigration lawyer near me.” “[USCIS field office] processing 
times.” “How to apply for [visa type/status].”

Business and Corporate
Business clients use AI differently than individual consumers. They’re often 
more sophisticated in their research, asking specific questions about business 
structuring, contract matters, regulatory compliance, or litigation strategy.

The challenge: B2B legal services compete against national firms with mas-
sive content libraries. Big Law firms produce substantial thought leadership 
that often dominates AI responses for business legal questions.

The opportunity: Local business clients often need local counsel who un-
derstand state business law, local court procedures, and regional business 
culture. A firm that positions itself as the local authority—knowledgeable 
about your state’s business entity laws, familiar with your local federal court’s 
procedures—can own the local business law narrative.

Priority content: State-specific business formation guides. Analysis of local 
regulatory requirements. Content addressing specific industries prevalent in 
your region. Thought leadership on business disputes in your jurisdiction’s 
courts.

Key prompts to track: “Business attorney [city].” “[State] LLC formation.” 
“Commercial litigation lawyer [city].” “Contract dispute attorney [city].” 
“[State] business licensing requirements.”

Estate Planning and Probate
Estate planning is deeply state-specific, with significant variation in probate 
procedures, estate tax thresholds, and trust law across jurisdictions. This 
variation creates natural opportunity for local authority.
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The challenge: Generic estate planning content dominates online. “Why you 
need a will” articles are everywhere, but content explaining specific state 
probate procedures or state-specific planning strategies is less common.

The opportunity: State estate tax laws, probate procedures, and trust laws 
vary dramatically. A firm that thoroughly covers estate planning in your 
specific jurisdiction—including state estate taxes if applicable, local probate 
court procedures, state-specific trust options—can own the local estate 
planning narrative.

Priority content: State-specific estate planning guides. Detailed probate 
process explanations for your jurisdiction. Trust options under your state’s 
law. Estate tax planning specific to your state’s thresholds and rules. Asset 
protection strategies available under your state’s laws.

Key prompts to track: “Estate planning attorney [city].” “[State] probate 
process.” “How to avoid probate in [state].” “[State] estate tax.” “Best trust 
attorney [city].”

Real Estate
Real estate law combines state-specific statutory requirements with hy-
per-local market knowledge. Property law, landlord-tenant relationships, 
and real estate transactions all vary by jurisdiction.

The challenge: Real estate content is often produced by non-attorneys—real 
estate agents, title companies, investment platforms—and may not accurately 
reflect legal requirements or risks.

The opportunity: Authoritative legal content on real estate matters is less sat-
urated than many other practice areas. A firm that clearly explains state-spe-
cific real estate law—disclosure requirements, landlord-tenant regulations, 
closing procedures—can establish authority quickly.

Priority content: State-specific guides on real estate transactions. Land-
lord-tenant law under your state’s statutes. Zoning and land use processes 
in your municipalities. Title issues common in your region. HOA law specific 
to your state.

Key prompts to track: “Real estate attorney [city].” “[State] landlord tenant 
law.” “[City] zoning attorney.” “Real estate closing attorney [city].” “[State] 
disclosure requirements real estate.”
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Common Mistakes Law Firms Make
As law firms begin adapting to the AI discovery shift, certain mistakes ap-
pear repeatedly. Learning from these missteps can save significant time 
and resources.

Treating GEO as Traditional SEO
The most common mistake is applying SEO tactics to GEO problems. Keyword 
stuffing, link building schemes, and technical optimization matter far less in 
AI visibility than genuine authority and substantive content.

AI models don’t respond to manipulated backlink profiles or keyword densi-
ty. They respond to content that demonstrates real expertise. A page that’s 
perfectly optimized for Google crawlers but contains generic, surface-level 
legal information won’t perform well in AI responses.

The shift requires a mental model change: instead of optimizing for algo-
rithms, optimize for genuine helpfulness and authority. Create content you 
would be proud to have represent your firm’s expertise—because in the AI 
era, that’s exactly what it does.

Publishing Generic Legal Content
Many firms respond to content needs by purchasing or producing generic 
legal articles that could apply anywhere. “What to do after a car accident” 
articles that don’t mention any state-specific information. “Understanding 
divorce” guides that don’t address your jurisdiction’s particular rules.

This content fails on two fronts. It doesn’t distinguish you from the massive 
volume of generic legal content already online. And it doesn’t signal to AI 
models that you have specific, authoritative knowledge about your jurisdiction.

The solution isn’t more content—it’s better content. Fewer pieces that 
demonstrate genuine jurisdictional expertise will outperform a library of 
generic material.

Ignoring Reputation Management
Some firms focus exclusively on discoverability—getting mentioned by AI—
while neglecting how they’re mentioned. Being recommended with caveats, 
criticized, or presented negatively is worse than not being mentioned at all.
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AI models synthesize reviews, news coverage, bar association information, 
and any public discussion of your firm. Negative reviews that go unaddressed, 
criticism that’s never countered, complaints that fester on forums—these all 
shape how AI presents your firm.

Reputation management in the AI era means actively monitoring and engag-
ing with the information ecosystem around your firm. Encourage positive 
reviews, respond thoughtfully to criticism, pursue positive media coverage, 
and ensure accurate information across directories and platforms.

Neglecting the Full Funnel
Many firms focus GEO efforts on bottom-of-funnel prompts—“best personal 
injury attorney Houston”—while ignoring educational content that shapes 
how potential clients understand their situations.

But AI is reshaping the entire client journey. People ask AI to explain their 
rights, understand their options, and learn about the legal process before 
they ever ask for attorney recommendations. The firm that shaped their 
understanding through educational content has already built trust before 
the recommendation question is asked.

Think about GEO as covering the full funnel: awareness content that helps 
potential clients understand their situations, consideration content that ex-
plains options and processes, and decision content that positions your firm 
as the right choice.

Failing to Measure and Iterate
Some firms publish content and hope for the best without systematically 
measuring AI visibility. They can’t say whether their efforts are working, 
which content performs best, or where competitors are gaining ground.

Without measurement, you’re optimizing blind. Establish baseline metrics for 
your priority prompts. Track changes over time. Identify what’s working and 
do more of it. Spot where competitors are winning and respond strategically.

The firms that treat GEO as a disciplined, measured practice will outperform 
those that approach it as occasional content creation.
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From Intake to Retained: The 
AI-Driven Client Journey

GEO isn’t just about generating more leads. Done well, it transforms the 
quality of those leads and the efficiency of conversion.

Better-Educated Prospects
When your content shapes how AI explains legal concepts to potential clients, 
those clients arrive better educated. They understand the basic framework of 
their case type. They know what documents they need. They have realistic 
expectations about timelines and outcomes.

This transforms the intake conversation. Instead of spending thirty minutes 
explaining basics, you can focus on the specifics of their situation. Instead of 
managing unrealistic expectations, you can discuss strategy with someone 
who already understands the realistic range of outcomes.

The result is more efficient consultations and better qualification. Prospects 
who don’t have viable cases often self-select out during the AI research 
phase. Those who do call are more likely to be qualified and ready to retain.

Pre-Built Trust
When AI has already recommended your firm as authoritative on someone’s 
legal issue, trust is established before the first contact. The prospect isn’t 
evaluating whether you’re credible—AI has already endorsed your credibility. 
They’re evaluating fit and comfort, not competence.

This changes the dynamics of the consultation. You’re not selling yourself; 
you’re determining whether this is the right engagement for both parties. 
The power dynamic is more balanced, the conversation is more substantive, 
and the retention decision is more efficient.

Higher Conversion Rates
The combination of better education and pre-built trust produces measurably 
higher conversion rates. Prospects who arrive through AI recommendation 
convert at dramatically higher rates than those who arrive through paid 
advertising.
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This has direct financial implications. If your current intake process converts 
30% of consultations to retained matters,21 and AI-driven prospects convert 
at 50% or higher,22 the lifetime value of an AI-driven lead is substantially 
greater. The cost to acquire that lead through strong AI visibility is often 
lower than traditional advertising. The math becomes compelling quickly.

Implementation Roadmap: 
Your First 90 Days

Here’s a practical timeline for implementing GEO at your law firm.

Days 1-14: Foundation
1.	 Map your prompt landscape. Interview intake staff about client ques-

tions. Document the terminology clients use. List 50+ prompts across 
your practice areas and geographic targets.

2.	 Identify competitors. List the firms you actually compete against for 
clients. Include both local competitors and any regional or national 
players active in your market.

3.	 Baseline current AI visibility. Test priority prompts on ChatGPT, 
Claude, Gemini, and Perplexity. Document who’s mentioned, where, 
and how.

21. Justia, “Understanding & Optimizing Your Law Firm’s Conversion Rate”; Unbounce, “Legal Indus-
try Conversion Rate Benchmarks.” 30% consultation-to-client conversion considered above average 
(industry average 7-30%). Available at: https://onward.justia.com/lawyers-understanding-optimiz-
ing-your-law-firms-conversion-rate/
22. Unbounce, “Legal Industry Conversion Rate Trends and Benchmarks.” Top-performing law firms convert 
50%+ of consultations. Available at: https://unbounce.com/conversion-benchmark-report/legal-conver-
sion-rate/
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Days 15-30: Analysis
1.	 Calculate baseline metrics. Establish your current discoverability, 

share of voice, and reputation across priority prompts.

2.	 Identify gaps. Where are you missing that you should be present? 
Where are competitors winning that you should be competitive?

3.	 Audit existing content. What content do you have that could be im-
proved? What’s missing entirely? What’s generic that should be juris-
diction-specific?

4.	 Review your review ecosystem. Assess your presence and sentiment 
across Google, Avvo, and other relevant platforms.

Days 31-60: Content Development
1.	 Prioritize content opportunities. Rank gaps by business importance. 

Focus first on high-value practice areas where you’re currently weak.

2.	 Create foundational content. Develop comprehensive, jurisdic-
tion-specific guides for your priority practice areas. Include statutory 
citations, procedural information, and practical guidance.

3.	 Update existing content. Revise generic content to include juris-
diction-specific information. Add citations to local law. Include local 
procedural context.

Days 61-90: Measurement and Iteration
1.	 Establish measurement cadence. Set up weekly tracking of priority 

prompts. Define what metrics you’ll review and when.

2.	 Assess initial results. Compare current AI visibility to baseline. What’s 
improved? What hasn’t moved? What’s gotten worse?

3.	 Refine strategy. Based on results, adjust your approach. Double down 
on what’s working. Revise or replace what isn’t.

4.	 Plan ongoing content calendar. Establish sustainable content produc-
tion that maintains and extends your AI visibility.
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The Competitive Moment
Here’s what makes this moment unusual: most law firms haven’t adapted 
to GEO yet. Marketing teams are still fighting the last war—optimizing for 
Google, buying expensive PPC clicks, running television ads—while their 
potential clients have shifted to AI for research and recommendations.

This creates a window. Not a permanent advantage—eventually everyone 
will figure this out—but a meaningful head start for firms that move now.

The firms that establish AI visibility today will benefit from compounding ef-
fects. Content that shapes how AI understands your practice area becomes 
training data for future model updates. Authority signals that reinforce with 
each citation build on themselves. Positioning that becomes the default 
frame of reference is difficult for later entrants to dislodge.

For law firms especially, where trust matters enormously and where local 
expertise creates natural competitive moats, the opportunity is significant. 
A firm that owns the AI narrative for its practice areas in its jurisdiction isn’t 
just getting more leads. It’s becoming the definitive local authority in a way 
that compounds over time.

The question isn’t whether AI will influence how your potential clients find 
and evaluate attorneys. It already does. The question is whether your firm 
will be the one that’s recommended—or the one that’s invisible while com-
petitors capture the clients who need you.
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What This Means for Your Business

For Managing Partners: GEO represents a structural shift in how 
clients find attorneys. The firms that invest now will compound 
their advantage as AI becomes the default research channel. 
Consider this a 3-year strategic initiative, not a marketing exper-
iment.

For Marketing Directors: Your content strategy must shift from 
“topics that get traffic” to “content that shapes how AI under-
stands your expertise.” Jurisdiction-specific, practice-area-deep 
content outperforms generic legal information. Measure influ-
ence, not just clicks.

For Practice Group Leaders: You are the authority AI needs to 
cite. Your practical expertise—how courts actually work, what 
judges care about, how opposing counsel typically behaves—is 
the content that differentiates your firm from content mills. Make 
time to contribute that knowledge.

Decision-Maker Checklist
Before moving to the next chapter, ensure you can answer:

	□ What do AI assistants currently say when asked about our practice 
areas + jurisdiction?

	□ Have we audited our content for jurisdiction-specific depth?

	□ Is our practice area expertise documented publicly (not just in briefs)?

	□ Do we have a review management strategy for Google, Avvo, and other 
platforms?

	□ Are we tracking AI-referred website traffic and lead sources?
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Chapter Summary

Key Takeaways

1.	 Law firms face unique AI visibility challenges. The trust 
imperative, locality paradox, walled garden problem, and high-
stakes decision dynamic create both obstacles and opportunities 
specific to legal services.

2.	 Jurisdiction-specific content is your competitive advan-
tage. National content mills produce generic legal information. 
Firms that comprehensively cover their jurisdiction’s specific 
laws, procedures, and practical realities can dominate local AI 
visibility.

3.	 Public legal data is your authority builder. Content grounded 
in publicly available case law, statutes, and regulations signals 
genuine expertise to AI models while eliminating hallucination 
risk.

4.	 Reputation matters as much as visibility. Being mentioned 
negatively is worse than not being mentioned at all. Proactive 
reputation management across reviews, media, and directories 
shapes how AI presents your firm.

5.	 Different practice areas require tailored approaches. Per-
sonal injury, family law, criminal defense, employment, immigra-
tion, business, estate planning, and real estate each face distinct 
AI visibility challenges and opportunities.

6.	 GEO transforms lead quality, not just quantity. AI-recom-
mended prospects arrive better educated, with pre-built trust, 
converting at dramatically higher rates than traditional advertis-
ing generates.
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Immediate Actions for Law Firms

•	 Map your prompt landscape by interviewing intake staff about 
client questions and documenting actual terminology clients use.

•	 Test priority prompts on ChatGPT, Claude, Gemini, and Per-
plexity to establish baseline AI visibility.

•	 Audit existing content for jurisdiction-specificity and identify 
gaps requiring new content.

•	 Create foundational jurisdiction-specific content for priority 
practice areas, citing local statutes and case law.

•	 Develop a review strategy encouraging detailed, story-rich 
client reviews.

•	 Establish weekly measurement cadence to track progress over 
time.

•	 Brief partners and marketing leadership on findings and set 
expectations for the timeline of impact.
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CHAPTER 8

 What AI Actually 
Reads (And What 

It Ignores)
EXECUTIVE SUMMARY

Not all content earns AI citations equally. Technical documenta-
tion, comprehensive guides, and specific comparison pages get 
cited far more frequently than generic blog posts. This chapter 
reveals what AI models actually reference when generating rec-
ommendations, covering both the training data effect (how con-
sistent content shapes AI perception) and the citation mechanism 
(what gets explicitly referenced). You’ll learn to build a content 
arsenal spanning owned content, earned media, and third-party 
platforms—structured for maximum AI visibility.

Key insight: The marketing director who doubled her AI visibility 
in six weeks didn’t create more content—she created the right 
content that AI models actually reference.

The Content Arsenal for GEO

What AI Models Actually Reference—and How 
to Create Content That Gets Recommended

The marketing director at a Series B fintech company had been tracking 
her AI visibility for three months. Her team published consistently—two 
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blog posts per week, regular social updates, the occasional press mention. 
Yet her discoverability score refused to budge.

Then she noticed something in her citation data. When AI models recommend-
ed competitors, they weren’t citing blog posts. They were citing technical 
documentation, integration guides, and detailed comparison pages buried 
deep in her competitors’ sitemaps. Content she hadn’t thought mattered for 
discovery at all.

Within six weeks of shifting her content strategy, her discoverability dou-
bled. Not because she created more content—because she created the 
right content.

This chapter is about understanding what AI models actually reference when 
generating recommendations, and how to build a content arsenal that earns 
citations, shapes narratives, and positions your brand as the answer.

How AI Models Consume Content
Before diving into specific content types, you need to understand how large 
language models actually process and retrieve information. This isn’t aca-
demic—it directly shapes what content you should prioritize.

AI models learn from two primary sources: their training data and real-time 
retrieval (for models with search capabilities). Training data includes the 
vast corpus of text these models learned from—billions of web pages, docu-
ments, articles, and discussions. Real-time retrieval means the model actively 
searches the web and incorporates current information into its responses.

Here’s what this means practically: some of your content influences AI through 
the patterns it creates in training data, while other content gets directly cited 
in real-time responses. The most effective GEO strategy creates content that 
works through both mechanisms.

The Training Data Effect
When content appears consistently across the web—on your site, in industry 
publications, in forum discussions, in review sites—it creates patterns that 
influence how AI models understand your brand. Even if a specific piece 
isn’t cited in a response, the cumulative effect of consistent, authoritative 
content shapes the model’s perception.
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Think of it like reputation in the traditional sense. You can’t point to one 
specific interaction that built your brand’s reputation, but thousands of 
touchpoints created a cumulative impression. AI models form impressions 
similarly—through exposure to patterns across millions of data points.

The Citation Mechanism
When models like Perplexity or SearchGPT retrieve and cite sources, they’re 
making explicit decisions about which content is authoritative enough to 
reference. This is where the game becomes more observable—you can see 
which pages get cited, track your citation share, and understand exactly 
what content drives recommendations.

Not all content types earn citations equally. Technical documentation, com-
prehensive guides, and specific comparison content tend to get cited far 
more frequently than generic blog posts or promotional pages. Understanding 
this hierarchy shapes where you invest your content resources.

Owned Content: Your 
Domain, Your Narrative

Owned content—everything published on your own domains—forms the 
foundation of your GEO strategy. This is content you control completely, 
content that directly represents your brand in AI responses. The question 
isn’t whether to invest here; it’s how to structure that investment for maxi-
mum AI visibility.

Blog Posts and Articles
Blogs remain important for GEO, but not in the way most marketers think. 
The old model—publish frequently, target keywords, build backlinks—doesn’t 
translate directly to AI visibility. What matters is whether your content gen-
uinely answers the questions prospects ask.

Effective blog content for GEO shares several characteristics:

•	 Problem-centric framing. Instead of writing about your product’s 
features, write about the problems those features solve. AI models 
respond to queries framed as problems—“how do I reduce customer 
acquisition costs” rather than “CRM features.” Your content should 
match that framing.
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•	 Comprehensive coverage. Surface-level content rarely earns cita-
tions. When you address a topic, address it thoroughly. If you’re writing 
about email deliverability, cover every aspect—authentication, list 
hygiene, sender reputation, engagement metrics, ISP relationships. 
Comprehensive content signals authority.

•	 Explicit positioning. AI models work best with explicit informa-
tion. Don’t assume the model will infer that your product is good for 
mid-market companies—state it directly. Don’t rely on implications—be 
specific about who your solution serves, what problems it solves, and 
why it’s different.

•	 Updated regularly. Stale content loses citation potential. If you have 
cornerstone articles that address important topics, update them quar-
terly at minimum. Freshness signals relevance.

The frequency question matters less than marketers typically assume. 
Publishing two exceptional pieces monthly will generate more AI visibility 
than publishing mediocre content daily. Quality compounds in ways that 
volume doesn’t.

Landing Pages and Product Pages
Landing pages serve dual purposes in GEO: they provide explicit information 
about your offerings, and they establish associations between your brand 
and specific use cases, features, or customer segments.

Most companies under-invest in landing page depth. They create a single 
product page and expect it to serve every query. In the AI era, this approach 
leaves value on the table.

Consider creating dedicated landing pages for:

•	 Specific use cases. If your project management tool serves marketing 
teams, engineering teams, and operations teams differently, create 
separate pages explaining each use case. When someone asks an AI 
about “project management for marketing teams,” you want content 
that explicitly addresses that query.

•	 Industry verticals. A page explaining how your solution works for 
healthcare clients, with specific compliance considerations and rele-
vant case studies, is more likely to be cited than a generic overview 
when someone asks about solutions for healthcare.

•	 Company size segments. Enterprise buyers and SMB buyers ask dif-
ferent questions. Content that explicitly addresses each segment—with 
relevant pricing context, implementation details, and social proof—
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serves both human visitors and AI models better than one-size-fits-all 
messaging.

•	 Feature deep-dives. Beyond your main features page, consider in-
dividual pages that go deep on specific capabilities. These become 
citation targets for feature-specific queries.

Comparison and Alternative Pages
Some of the highest-value real estate in GEO is comparison content—pages 
that directly address how your solution compares to alternatives.

Comparison queries are among the most common prompts in B2B purchas-
ing: “Salesforce vs HubSpot,” “best alternatives to Slack,” “how does Notion 
compare to Coda.” If you don’t have content addressing these queries, you’re 
ceding the narrative to competitors, review sites, and whoever else decides 
to cover the topic.

Effective comparison content is honest without being self-defeating. You 
don’t need to pretend your competitors don’t exist or claim superiority in 
every dimension. Instead, clearly articulate:

What each solution does well

Where your solution has advantages

Which types of customers are better served by each option

Specific features, pricing, and capabilities in direct comparison

This honest approach actually serves GEO better than promotional fluff. AI 
models are trained on enough content to recognize when comparisons are 
biased. Balanced comparisons that acknowledge tradeoffs get cited more 
frequently because they’re genuinely useful to the humans asking questions.

Technical Documentation
Here’s a counterintuitive finding: technical documentation often outperforms 
marketing content for AI citations. Detailed API documentation, integration 
guides, implementation tutorials, and technical specifications get cited at 
rates that surprise marketers focused on top-of-funnel content.
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Why? Technical documentation tends to be comprehensive, specific, and 
genuinely useful. It answers concrete questions with concrete answers. AI 
models recognize this utility and reference it accordingly.

If your technical documentation lives in a silo—separate from your main 
marketing site, behind authentication, or poorly structured—you’re missing 
significant citation potential. Consider:

Making documentation publicly accessible (at least at the over-
view level)

Structuring documentation so it’s easily crawlable and under-
standable

Including context that explains not just how but why—connecting 
technical capabilities to business outcomes

Keeping documentation current—outdated technical content 
damages credibility

The Sitemap Strategy
Your sitemap architecture—how content is organized and interconnect-
ed—affects how AI models understand the relationships between topics 
and your brand.

Think about your site structure as a map of associations. When you create 
a robust content hub around a topic—a pillar page supported by detailed 
subtopics—you’re creating dense connection patterns that signal expertise. 
Scattered, disconnected content creates weaker signals.

The practical implication: organize content intentionally. Build topic clusters. 
Create clear hierarchies. Internal linking between related pieces strengthens 
the overall signal of authority.

Earned Content: Third-Party Validation
Owned content is necessary but insufficient. Third-party content about your 
brand—mentions, citations, and coverage on sites you don’t control—provides 
the validation that makes your claims credible to AI models.
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Press and publications: Industry publications carry significant weight when 
AI models cite sources. Prioritize depth over breadth (detailed features over 
brief mentions), authority (respected publications over low-authority sites), 
and evergreen content over ephemeral news.

Guest content: Publishing on third-party sites creates external authority sig-
nals. Industry-specific publications outperform general platforms. Sites with 
established authority in your category transfer that authority to your content.

Review sites: G2, Capterra, TrustRadius, and analyst firms (Gartner, Forrest-
er) are primary citation sources for product comparison queries. A robust 
profile with hundreds of detailed reviews signals something very different 
than a sparse listing.

Community presence: Reddit, Quora, and Stack Overflow generate training 
data. Genuine, helpful participation creates positive associations—but pro-
motional spam backfires badly.

Citation networks: Sites that AI models frequently cite become valuable link 
sources. If an authoritative publication links to your content, that content is 
more likely to be surfaced when models seek corroborating sources.

The practical strategy: identify which sites AI models cite in your category 
(you can find this in your Yolando citation data), then prioritize earning links 
and mentions from those high-citation sources.

Social Content: Shaping 
Real-Time Perception

Social media content influences AI perception through two mechanisms: the 
content itself enters training data over time, and social signals (engagement, 
sharing) influence how authoritative content appears.

Platform priorities for GEO:

•	 LinkedIn (B2B): Thought leadership from executives and experts cre-
ates associations between your brand and category expertise. Person-
al accounts often outperform company pages.

•	 Twitter/X: Threading format enables nuanced discussion that becomes 
valuable training data. Brevity forces clarity and quotability.

•	 YouTube: AI models learn from transcripts and descriptions, not video 
content itself. Ensure accurate transcripts and comprehensive descrip-
tions. Educational content outperforms promotional.
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•	 Podcasts: Prioritize shows with detailed show notes and text summa-
ries—the written content matters more than audio reach for GEO.

Content Types That Drive Citations
Not all content types earn citations equally. Understanding which formats 
get referenced most frequently helps prioritize your content investment.

Content Type Citation 
Potential

Why It Works

Technical Documentation Very High Specific, comprehensive, 
answers concrete questions

Comparison/Alternative 
Pages

Very High Directly addresses comparison 
queries

Industry Guides/Reports High Demonstrates category 
expertise

Use Case Pages High Matches specific buyer 
situations

Review Site Profiles High Third-party validation with 
aggregated data

Educational Blog Posts Medium-High Value depends on depth and 
specificity

Press/Media Coverage Medium-High Authority of source matters 
significantly

Landing/Product Pages Medium Cited for specific product 
information

Social Media Posts Low Influences training data, rarely 
cited directly

Promotional Content Very Low Models recognize and dis-
count promotional intent

Building Your Content Production System
Start with an audit. Map your existing content against the prompts that matter 
to your business. Do you have comparison content, use case pages, acces-
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sible technical documentation, industry-specific content? For each priority 
prompt where you’re weak, identify what content needs to exist.

Prioritize ruthlessly. Focus on the intersection of visibility gap (how weak you 
are), business importance (how valuable that visibility is), and competitive 
intensity (how strong competitors are). You can’t create everything at once.

Maintain quality standards. GEO rewards quality over volume. Before pub-
lishing, apply four tests: Would an expert consider this authoritative? Does 
it provide specific, actionable information? Does it address the topic com-
prehensively? Is it current?

Use AI thoughtfully. AI can accelerate content production, but avoid “AI 
slop”—generic content that reads machine-generated. Ground AI tools in your 
brand voice, provide rich context, and always have humans refine the output.

Structure your calendar around three tracks: (1) Gap-closing content ad-
dressing visibility weaknesses, (2) Maintenance updates keeping corner-
stone content fresh, and (3) Opportunistic content responding to trends and 
competitive moves.

Measuring Content Performance
Traditional content metrics—pageviews, time on page, social shares—don’t 
capture GEO impact. You need different measurements.

Citation Tracking
The most direct measure of content effectiveness for GEO is whether it gets 
cited. Track which of your pages appear in AI citations, for which prompts, 
and how frequently.

This data reveals what’s working. If your technical documentation gets cited 
frequently but your blog posts don’t, that’s a clear signal about where to 
invest. If a specific comparison page generates citations while others don’t, 
study what makes it different.

Discoverability Correlation
Track how content publication correlates with discoverability changes. 
When you publish a new comprehensive guide, does your discoverability 
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on related prompts improve? How long does it take for new content to affect 
your metrics?

This correlation analysis helps you understand the relationship between 
content investment and visibility outcomes—and sets realistic expectations 
for timing.

Competitive Citation Analysis
Understanding what content earns citations for competitors reveals gaps 
and opportunities. If competitors’ documentation pages consistently get 
cited while yours don’t, that’s actionable intelligence. If third-party review 
sites dominate citations for certain queries, that tells you where to focus 
earned media efforts.

The Content Flywheel
The ultimate goal is building a content flywheel that compounds over time. 
Great content earns citations. Citations improve discoverability. Improved 
discoverability drives traffic and awareness. Awareness generates more 
content opportunities—customer stories, press coverage, community dis-
cussion. That content earns more citations. The wheel spins faster.

Building this flywheel requires patience. Content doesn’t immediately affect 
AI model perception—there’s latency as training data updates and citation 
patterns establish. The work you do today influences recommendations 
months from now.

But that latency cuts both ways. The brands that start building their content 
arsenal now will have compounding advantages as the AI discovery era 
matures. Those that wait will find themselves perpetually behind, trying to 
catch up with competitors who invested earlier.

The time to build your content foundation is now. Not because the opportu-
nity will disappear—it won’t—but because the advantage accrues to those 
who start first and sustain the effort longest.

Your content is no longer just marketing material. It’s the raw data that deter-
mines whether AI recommends you or your competitors. Invest accordingly.
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Chapter Summary

Key Takeaways

1.	 AI models learn from two sources: training data and re-
al-time retrieval. Your content strategy should influence both 
mechanisms—creating patterns through consistent, authoritative 
content and earning direct citations through comprehensive, 
useful resources.

2.	 Technical documentation often outperforms marketing 
content for citations. Detailed, specific, genuinely useful content 
earns citations regardless of where it lives on your site. Don’t 
neglect documentation in favor of blog posts.

3.	 Comparison content is among the highest-value real estate 
in GEO. Create honest, comprehensive comparison pages that 
address the queries prospects actually ask. Balanced content 
gets cited more than promotional content.

4.	 Earned content provides essential third-party validation. 
Press coverage, review site presence, community engagement, 
and analyst coverage all create citable sources beyond your 
owned domains.

5.	 Quality beats quantity in GEO. Two exceptional pieces 
monthly will generate more AI visibility than daily mediocre con-
tent. Comprehensive, expert-level content is what earns citations 
and shapes perception.

6.	 Social and video content influence training data. LinkedIn 
thought leadership, YouTube with good transcripts, and podcast 
appearances all create content that shapes AI perception over 
time.

7.	 Build a content flywheel that compounds. Great content 
earns citations, which improves discoverability, which drives 
awareness, which generates more content opportunities. The 
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advantage accrues to those who start early and sustain effort.

Immediate Actions

1.	 Audit your existing content against the high-citation cate-
gories: technical documentation, comparison pages, use case 
guides, and comprehensive educational content

2.	 Create comparison pages for your three to five main compet-
itors if you don’t have them. Also monitor in Yolando to see if new 
players are emerging and taking search share. If they are making 
a material impact, consider adding comparisons to them as well.

3.	 Ensure technical documentation is publicly accessible and 
well-structured

4.	 Build dedicated landing pages for your primary use cases and 
industry verticals

5.	 Identify which third-party sites get cited most frequently in 
your category using your citation data

6.	 Develop a PR strategy that prioritizes depth and authority 
over breadth of coverage

7.	 Review and strengthen your profiles on major review plat-
forms

8.	 Establish a content calendar with distinct tracks for gap-clos-
ing, maintenance, and opportunistic content

Content strategy is only half the equation. For AI models to find, understand, 
and cite your content, the technical foundation must be solid. The next 
chapter provides the implementation details—from structured data to crawler 
accessibility—that make your content machine-readable.
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CHAPTER 9

Making Your Brand 
Machine-Readable

EXECUTIVE SUMMARY

Before AI models can recommend your brand, they must first 
access, parse, and interpret your content. This chapter provides 
the technical manual for GEO implementation: from llms.txt 
files that curate content for machine reading, to structured data 
markup that makes your information machine-comprehensible, 
to AI crawler accessibility protocols. You’ll learn step-by-step 
implementation for both non-technical marketers and developers, 
including schema markup, knowledge graph optimization, and 
retrieval-augmented generation (RAG) readiness.

Key insight: Unlike traditional search crawlers that tolerate 
messy code, AI agents require higher technical hygiene—and the 
brands that implement these standards first gain lasting compet-
itive advantage.

The Technical Implementation of 
Generative Engine Optimization

A Practitioner’s Guide to the New Search Paradigm
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The Synthesis Economy and the 
Death of the Ten Blue Links

Search is going through its biggest distribution change since Google be-
came the default front door to the internet. For nearly three decades, the 

retrieval model was stable: a user typed a query, scanned a page of links, 
clicked a result, and then made a decision. SEO was the discipline of influ-
encing that flow by signaling relevance and authority to the ranking system.

AI assistants change the flow. Instead of returning links, they return answers. 
They pull from training data and, increasingly, from live retrieval, then syn-
thesize a response in a conversational format. This shift from “retrieval” to 
“synthesis” is what I mean by the Synthesis Economy.

This is why GEO exists. Generative Engine Optimization is not “SEO with 
different keywords.” It’s a distinct discipline that requires rethinking technical 
infrastructure, content architecture, and brand authority so your content can 
be accessed, understood, and surfaced inside AI answers.

In the “zero-click” future, visibility is no longer defined by ranking 
position but by citation and inclusion. If a brand’s content is not 
structured for machine comprehension, it will be excluded from 
the synthesized answer—effectively rendering the brand invisible 
to the end user.

The economic implications are significant. Some industry analysts project 
that by 2026, approximately 25% of traditional search traffic23 will migrate to 
AI-generated answers, reducing organic click-through rates for informational 
queries. This chapter is a technical manual for marketers, developers, and 
website managers navigating the transition. It moves beyond theory and into 
step-by-step implementation.

23. Gartner Newsroom, “Gartner Predicts Search Engine Volume Will Drop 25% by 2026, Due to AI Chatbots 
and Other Virtual Agents,” February 2024. Available at: https://www.gartner.com/en/newsroom/press-re-
leases/2024-02-19-gartner-predicts-search-engine-volume-will-drop-25-percent-by-2026-due-to-
ai-chatbots-and-other-virtual-agents
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The Technical Infrastructure of GEO
The foundational layer of Generative Engine Optimization is purely technical. 
Before an AI model can synthesize your content, it must first be able to ac-
cess, parse, and interpret it. Unlike traditional search crawlers like Googlebot, 
which have evolved over two decades to tolerate messy code and complex 
JavaScript execution, AI agents—particularly those powering Retrieval-Aug-
mented Generation systems—require a higher degree of technical hygiene 
and specific accessibility protocols.

The New Standard: Implementing llms.txt
As the web becomes the primary training ground and retrieval source for 
Large Language Models, the friction between human-centric web design 
and machine-centric data consumption has become a critical bottleneck. 
Modern websites are laden with navigational boilerplate, advertising scripts, 
complex CSS, and interactive JavaScript elements. While these enhance the 
human experience, they constitute “noise” for an LLM, consuming valuable 
tokens in the model’s context window without adding semantic value. To 
address this, a new web standard has emerged: the llms.txt file.

The Theoretical Basis

The llms.txt file operates on a principle similar to robots.txt or sitemap.xml, 
but with a distinct objective: semantic curation. While sitemap.xml provides 
a comprehensive map of all URLs for indexing, llms.txt provides a curated, 
simplified map of the most information-dense content, specifically formatted 
for machine reading. The goal is to provide a “clean” path for AI agents to 
ingest high-value documentation, product details, and organizational facts 
without the overhead of HTML parsing.

The specification, proposed by AI researchers and rapidly adopted by tech-
nical documentation platforms, suggests that by offering a standardized 
text or Markdown file, webmasters can significantly reduce the latency and 
error rate of AI retrieval. When an AI agent encounters an llms.txt file, it can 
bypass the computationally expensive process of rendering full web pages 
and instead ingest the pre-processed, high-signal content defined in the file.

Note that there is not enough evidence to suggest that llms.txt will in fact 
influence rankings or AI understanding of your content, but it can’t hurt to 
have this additional curated and formatted information in your sitemap.
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Step-by-Step Implementation Guide

Phase 1: Content Audit and Selection

The first step is to identify the content that defines your entity’s core value 
proposition. Unlike SEO, where you might want every long-tail blog post 
indexed, GEO prioritizes “foundational” content that establishes facts:

•	 Core Documentation: API references, technical specifications, and 
user manuals

•	 Corporate Identity: “About Us,” history, and leadership bios

•	 Policies: Privacy policies, terms of service, shipping and return proto-
cols

•	 Product Data: Detailed feature lists and pricing models

Phase 2: Markdown Conversion

Once the high-value pages are identified, they must be converted into simpli-
fied Markdown format. Markdown is the preferred syntax for LLMs because 
it uses minimal tokens to denote structure compared to verbose HTML tags.

•	 Action: Create a mirror of your /about page at /about.md

•	 Strip Content: Remove all headers, footers, sidebars, related post wid-
gets, and marketing pop-ups

•	 Retain Structure: Ensure H1, H2, and H3 hierarchies are preserved

•	 Validation: Ensure images include descriptive alt text

Phase 3: Constructing the llms.txt File

Create a file named llms.txt and place it in the root directory of your website. 
The file must adhere to the following structure:

•	 Header: The H1 title of the project or website

•	 Summary Blockquote: A concise, high-entropy summary of what the 
website contains

•	 Core Section: A list of links to the Markdown files created in Phase 2

•	 Optional Section: Links to secondary resources like case studies or 
blog archives
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Phase 4: The llms-full.txt Concatenation

For smaller websites or documentation sets, it is highly recommended to 
create a secondary file named llms-full.txt. This file should contain the 
entire text of the documentation concatenated into a single stream. This 
allows users of tools like ChatGPT or Claude to “upload” your entire site as 
a knowledge base in a single click, facilitating the creation of custom GPTs 
that are experts on your brand.

Phase 5: Deployment and MIME Types

Upload both files to the root directory. Configure your web server to serve 
these files with the text/plain or text/markdown MIME type to ensure correct 
rendering in browser and bot views.

Managing AI Crawlers: The robots.txt Strategy
While llms.txt acts as an invitation, the robots.txt file remains the primary 
mechanism for access control. In the era of GEO, webmasters face a strategic 
dilemma: should they allow AI companies to scrape their content for model 
training, or should they restrict access to protect intellectual property? This 
decision requires a nuanced understanding of the different types of AI bots.

Differentiating Training vs. Retrieval Bots

It is critical to distinguish between bots that scrape data to train a model 
(building the brain) and bots that scrape data to retrieve answers (using the 
brain).

Training Bots (e.g., GPTBot, CCBot) harvest vast amounts of data to improve 
the underlying capabilities of models like GPT-4 or Claude. Allowing these 
bots helps your brand become part of the model’s “long-term memory” or 
“parametric knowledge.” However, this also means your content is effectively 
surrendered to the model creators.

Retrieval Bots (e.g., ChatGPT-User, Google-Extended) browse the web in 
real-time to find answers for specific user queries. Blocking these bots ef-
fectively removes your website from the “live” citation ecosystem, preventing 
you from appearing in current search results or RAG responses.
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Configuration Strategies

Strategy A: The “Maximum Visibility” Approach

For brands prioritizing brand awareness and citation over content exclusivity 
(e.g., consumer brands, service providers), the recommended strategy is 
to whitelist known AI agents. This maximizes the probability of being cited 
in both training data and live retrieval.

Strategy B: The “Retrieval-Only” Approach

For publishers or data-heavy businesses that wish to prevent their IP from 
training a competitor’s model but still want to appear in search results, a 
selective blocking strategy is required. Block training bots like GPTBot and 
CCBot while allowing retrieval bots like ChatGPT-User and Google-Extended.

It is insufficient to merely add these lines to robots.txt. You 
must verify that your CDN or firewall is not blocking these user 
agents at the network level. Many security configurations de-
fault to blocking “unknown bots,” which often includes newer AI 
agents.

Technical Hygiene: Rendering and Performance
The technical capability of AI crawlers varies significantly. While Google’s 
crawler is a sophisticated headless browser capable of executing complex 
JavaScript, many emerging AI agents are “dumb” scrapers that rely on the 
initial HTML payload.

The Client-Side Rendering Trap

Websites built as Single Page Applications using React, Vue, or Angular often 
rely on client-side JavaScript to render content. When a basic AI scraper hits 
such a page, it often sees a blank div container instead of the rich content. 
This effectively renders the site invisible to RAG systems used by Perplexity 
or custom corporate AI tools.
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Best Practice: Server-Side Rendering

To ensure GEO success, critical content must be present in the server re-
sponse. Migrate to frameworks that support SSR, such as Next.js for React 
or Nuxt.js for Vue. If full migration is impossible, implement dynamic ren-
dering: detect the user agent, and if it is a bot, serve a pre-rendered static 
HTML version of the page.

DOM Size and Complexity

LLMs have a finite “context window”—the amount of text they can process 
at once. Extremely large HTML files with excessive nested divs, inline CSS, 
and scripts consume this window with non-semantic noise.

•	 Pruning: Research indicates that pruning HTML trees to remove 
non-semantic nodes can reduce token usage by over 90% without 
losing information

•	 Semantic Tags: Replace generic containers with semantic HTML5 
tags like <article>, <section>, <nav>, and <aside>. These tags provide 
inherent cues about the importance and relationship of the content

Structured Data and the 
Knowledge Graph

Once the infrastructure allows access, the next challenge is ensuring com-
prehension. AI models operate on probability, not certainty. Structured data 
acts as a deterministic layer on top of probabilistic content, explicitly telling 
the AI “This string of text is a Price” or “This string is an Author.” By reduc-
ing ambiguity, you increase the confidence score of your content, making 
it more likely to be cited.

The Strategic Importance of Schema Markup
In the context of GEO, Schema.org markup is not just about getting “rich 
snippets” in Google; it is about feeding the machine-readable entities that 
power direct answers.
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The FAQPage Imperative

Data from multiple studies indicates that a significant percentage of AI-gener-
ated answers are derived from content structured as Questions and Answers. 
The FAQPage schema is arguably the most critical markup for GEO because 
it perfectly mirrors the “user prompt → AI response” interaction model.

Implementation Workflow

1.	 Identify Queries: Use search query data to find the common questions 
users ask about your topic

2.	 On-Page Integration: Add a dedicated FAQ section to the bottom of 
relevant pages with H2 or H3 headers

3.	 JSON-LD Injection: Wrap these questions and answers in FAQPage 
JSON-LD script

4.	 Validation: Use the Schema Markup Validator to ensure there are no 
syntax errors

Entity Identification with Organization and Person Schema

To be cited, an AI must recognize the source as credible. This requires estab-
lishing your brand and authors as distinct “Entities” in the Knowledge Graph.

•	 Organization Schema: Must include the sameAs property linking to all 
other authoritative profiles (LinkedIn, Crunchbase, Wikipedia, Twitter). 
This helps the AI “reconcile” data across the web

•	 Person Schema: For authors, link to their personal social profiles and 
other publications. This builds the “Expertise” component of E-E-A-T

Mastering the Knowledge Graph
The Google Knowledge Graph (and similar structures in other AI models) is 
a database of facts. If your brand is in the Knowledge Graph, the AI “knows” 
you. If you are not, you are just a text string.
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Claiming the Knowledge Panel

If a Knowledge Panel already exists for your brand, claiming it is a critical 
step in controlling your entity’s narrative.

1.	 Search: Perform a branded search on Google

2.	 Identify: Locate the panel on the right-hand side

3.	 Claim: Click “Claim this knowledge panel”

4.	 Verify: Verify via one of the official sites linked in the panel

5.	 Curate: Once verified, suggest edits to the facts to ensure accuracy

Wikidata: The Knowledge Graph Entry Point

For brands that do not yet have a Knowledge Panel, Wikidata serves as the 
most effective entry point. Google and many LLMs rely heavily on Wikidata 
for structured facts because it is open, verifiable, and machine-readable.

Protocol for Creating a Wikidata Item

1.	 Notability Check: The entity must be “notable” (referenced in public 
media/databases)

2.	 Account Creation: Create a recognized user account; do not edit 
anonymously

3.	 Item Creation: Select “Create a new item” with label and description

4.	 Statement Population: Add properties: P31 (Instance of), P856 (Offi-
cial Website), P571 (Inception)

5.	 Referencing: Every statement must have a reference URL from 
third-party sources

Content Architecture for 
the Generative Web

The technical infrastructure ensures the AI can reach and understand the 
data. The next step is optimizing the content itself for synthesis. LLMs 
generate answers by predicting the next most likely token based on their 
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training data and retrieved context. To influence this prediction, content 
must be architected to fit the patterns the model prefers—moving away 
from the “storytelling” structures of traditional content marketing and toward 
“data-dense” structures.

The “Answer-First” Methodology
In traditional journalism and blogging, the “inverted pyramid” style is com-
mon, but often digital marketing buries the answer to keep users on the 
page. In GEO, burying the lead is fatal. RAG systems often retrieve only the 
top few relevant chunks. If the answer is in the fifth paragraph, it may never 
be retrieved.

The Q-A-E Framework

To maximize citation, adopt the Question–Answer–Evidence structure for 
every major section of your content:

•	 Question (Heading): Use a clear, natural-language question as the H2 
header

•	 Answer (The Snippet): The paragraph immediately following the head-
er must be a direct, concise answer. It should be 40–60 words long, 
fact-dense, and definitional. Avoid fluff phrases

•	 Evidence (The Body): Following the direct answer, provide the sup-
porting evidence—statistics, examples, nuances, and methodology

Unoptimized: “Generative Engine Optimization is a really import-
ant new field that marketers need to know about because AI is 
changing everything...” Optimized: “Generative Engine Optimiza-
tion (GEO) is the technical discipline of optimizing digital content 
to be cited and synthesized by AI-driven search engines. Unlike 
SEO, which targets ranking algorithms, GEO targets Large Lan-
guage Model retrieval and synthesis mechanisms.”

Optimizing for RAG and “Chunking”
Retrieval Augmented Generation systems split text into “chunks” before 
storing them in a vector database. When a query comes in, the system re-
trieves the most relevant chunks.
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Contextual Independence

A major failure mode in RAG is “context loss.” If a sentence relies on the 
previous paragraph for context, and the previous paragraph is in a different 
chunk, the retrieved text becomes meaningless.

•	 Instruction: Ensure every section and subsection makes sense in iso-
lation

•	 Nouns over Pronouns: Repeat the specific entity name or concept 
instead of using “it,” “they,” or “this”

Weak: “It integrates with your CRM.”

Strong: “The Yolando platform integrates with your CRM.”

Formatting for Extraction

LLMs are exceptionally good at parsing structured lists and tables. These 
formats have high “information entropy” and are prioritized during the syn-
thesis process.

•	 Lists: Use ordered lists for processes and unordered lists for feature 
sets

•	 Comparison Tables: AI models frequently receive “Compare X vs Y” 
queries. If your page contains a clean HTML table comparing your 
product to a competitor, the AI is highly likely to reproduce that table

The Role of Freshness and Citations
LLMs are prone to “hallucination” and “temporal misalignment.” To mitigate 
this, modern RAG systems prioritize content that contains explicit freshness 
signals.

•	 Dates: Ensure the datePublished and dateModified schema properties 
are accurate and visible

•	 Sourcing: When you make a claim, cite a source. Paradoxically, linking 
out to other authoritative sources increases your authority in the eyes 
of the AI
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The Citation Economy and Off-Page GEO
While on-page optimization is crucial, off-page signals remain a dominant 
factor in AI visibility. However, the nature of these signals has changed. In 
SEO, the primary signal was the hyperlink. In GEO, the primary signal is the 
citation or mention.

From Link Building to Mention Building
LLMs are trained on vast datasets. They build associations between entities 
based on co-occurrence. If the text frequently says “Nike is a leading ath-
letic shoe brand,” the model learns this association probabilistically, even 
without a hyperlink.

Strategy: The “Statistic Supplier”

One of the most effective ways to earn citations is to become the primary 
source of data for your industry. AI answers often require statistics to answer 
questions like “What is the trend in X?”

•	 Tactic: Conduct original research or surveys. Publish the results as a 
“State of the Industry” report

•	 Optimization: Release the key data points as a press release and a 
formatted list on your site

•	 Mechanism: When other sites quote your stats, they reinforce your 
brand as the “source of truth”

Digital PR and Entity Association
To build “Topical Authority,” your brand must appear in the context of relevant 
topics on third-party sites.

•	 Co-occurrence: Aim for coverage that places your brand alongside 
established leaders. Getting mentioned in a listicle alongside Sales-
force and HubSpot teaches the AI that you belong to the same seman-
tic category

•	 Platform Diversity: AI models ingest data from diverse sources. Don’t 
just focus on blogs

•	 Reddit & Quora: High-value sources for “conversational” training data. 
Participating in these communities authentically increases visibility
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•	 Medium & LinkedIn: Platforms known for expert content. AI models 
often upweight content from these domains

Measurement and Analytics in the AI Era
The transition to GEO necessitates a new framework for measurement. 
Traditional metrics like “Rank” are becoming obsolete because generative 
answers are dynamic—they are generated on the fly and may differ for every 
user. Furthermore, a “zero-click” answer where the user gets the info without 
visiting your site still has branding value, but traditional analytics miss it.

New Metrics for a New Paradigm
1.	 Share of Model (SoM)

Similar to Share of Voice, this metric measures the percentage of times your 
brand is mentioned in response to a set of relevant prompts. Run 100 relevant 
prompts through ChatGPT. Count how many times your brand is mentioned. 
If it appears 40 times, your SoM is 40%.

2.	 Citation Frequency

How often is your URL cited as a footnote or source link in tools like Perplexity 
or Google SGE? This is the direct equivalent of a “ranking” in the GEO world.

3.	 Sentiment Analysis

It is not enough to be mentioned; you must be mentioned positively. AI models 
can summarize reviews and public sentiment. Monitoring the sentiment of 
AI-generated answers is critical to reputation management.

The AI Visibility Tech Stack
A new generation of tools has emerged to track these metrics, filling the gap 
left by traditional SEO tools. Platforms like Yolando provide comprehensive 
tracking of brand mentions across ChatGPT, Perplexity, and Gemini, along 
with sentiment analysis and competitive benchmarking.
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Actionable Workflow for Measurement

1.	 Prompt Engineering: Develop a list of 50–100 “Golden Prompts”—
questions your target audience asks at different funnel stages

2.	 Baseline Audit: Establish your current Share of Model

3.	 Competitor Analysis: Analyze the competitors who are appearing in 
answers where you are absent

4.	 Iterative Optimization: Apply GEO techniques and re-test after 30 
days

The First-Mover Advantage in 
the Synthesis Economy

The shift from Search Engine Optimization to Generative Engine Optimization 
represents a fundamental discontinuity in the history of digital marketing. 
The skills that defined the previous era—keyword stuffing, link spamming, 
and technical obfuscation—are liabilities in the new era. The Generative Web 
rewards clarity, structure, authority, and factual density.

The “Black Box” of the search algorithm is being replaced by the “Probabilistic 
Box” of the neural network. While we cannot fully control the output of these 
models, we can significantly influence their inputs. By adopting the technical 
standards of llms.txt and robots.txt, structuring data with rigorous Schema 
markup, architecting content for RAG retrieval, and building authoritative 
entity signals, marketers can position their brands not just as search results, 
but as the foundational truth upon which AI answers are built.

Key Action Checklist

Phase 1: Infrastructure
•	 Create and deploy llms.txt to root directory

•	 Configure robots.txt to explicitly manage GPTBot, CCBot, and Goo-
gle-Extended

•	 Audit site for Client-Side Rendering issues; implement SSR or Dynamic 
Rendering
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Phase 2: Data Structure
•	 Implement FAQPage schema on all key informational pages

•	 Add Organization schema to the homepage with sameAs links to all 
social profiles

•	 Claim and verify Google Knowledge Panel

•	 Create a verified Wikidata item for the brand

Phase 3: Content
•	 Audit top 20 traffic-driving pages

•	 Rewrite H2s as natural language questions

•	 Insert 40-word “Direct Answer” definitions immediately after H2s

•	 Add data tables and ordered lists to replace dense paragraphs

Phase 4: Off-Page & Analytics
•	 Conduct original research and publish a “Statistics Report” to earn 

citations

•	 Set up an AI visibility tracking tool

•	 Monitor brand sentiment in AI outputs monthly
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CHAPTER 10

The Principles 
That Will Outlast 

the Platforms
Your Path Forward

We began this book with Tim, a twenty-year Nike loyalist who switched 
to Asics after a single conversation with ChatGPT. That moment 

crystallized something important: the rules of customer acquisition have 
fundamentally changed, and most businesses haven’t noticed.

Throughout these chapters, we’ve explored how to navigate this new land-
scape. Before you close this book and return to your work, let’s distill ev-
erything into the principles that will guide your GEO practice.

Principle 1: Optimize for Reality, Not Algorithms
Traditional SEO taught us to optimize for algorithms. We stuffed keywords, 
built backlinks, and gamed ranking factors. GEO demands the opposite: 
optimize for reality.

When Tim asked ChatGPT about tennis shoes for his wide, flat feet, the AI 
didn’t recommend Asics because of SEO tactics. It recommended Asics 
because, in the vast training data it had consumed, Asics genuinely solved 
that problem better than alternatives. The recommendation emerged from 
reality, not manipulation.

This principle has serious implications. You can’t fake your way to AI recom-
mendations. You can’t manufacture the perception of expertise—you need 
actual expertise. You can’t create the appearance of solving problems—you 
need to actually solve them.
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The businesses that thrive in the GEO era will be the ones that focus obses-
sively on genuinely serving their customers. The AI becomes an amplifier 
of reality, not a canvas for marketing fiction.

Principle 2: Structure Enables Discovery
Raw information isn’t enough. The AI models that power conversational 
discovery process structured data more effectively than unstructured 
prose. Schema markup, clear entity relationships, explicit definitions, and 
machine-readable formats all increase the likelihood that AI will understand 
and recommend your offerings.

This doesn’t mean sacrificing human readability. The best GEO content 
works for both audiences: humans who read and evaluate, and machines 
that parse and synthesize. Structure your content with explicit headers, clear 
definitions, and semantic markup. Make your expertise machine-readable 
without making it machine-only.

Principle 3: Authority Compounds
In traditional marketing, attention is rented. You pay for ads, and when you 
stop paying, the attention stops. GEO operates differently. When you establish 
genuine authority in your domain, that authority compounds.

AI models learn from the collective knowledge of the internet. When your 
content becomes a reference point—cited by others, linked to, discussed, 
and built upon—your authority grows. Each piece of authoritative content 
you publish increases the likelihood that AI will recognize you as a trusted 
source on related topics.

This compounding effect means that early movers have a significant advan-
tage. The brands establishing AI authority now will be increasingly difficult 
to displace as their content becomes embedded in the training data and 
citation patterns that AI models rely upon.

Principle 4: Specificity Outperforms Generality
Broad, generic content rarely earns AI recommendations. Specific, detailed, 
expert content does. When someone asks an AI for advice, the AI seeks the 
most relevant, most specific answer it can find.
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This is why niche expertise matters more than ever. A comprehensive guide 
to tennis shoes for players with plantar fasciitis will outperform a generic 
tennis shoe buying guide. A detailed comparison of CRM systems for law 
firms will outperform a generic CRM comparison.

Go deep, not wide. Become the definitive resource for your specific domain, 
even if that domain is narrow. Specificity signals expertise, and AI models 
reward expertise with recommendations.

Principle 5: The Conversation Never Ends
Unlike traditional search, where optimization is a periodic activity, GEO re-
quires ongoing attention. AI models evolve. Training data updates. Competitor 
content changes the landscape. Customer questions shift.

The businesses that succeed with GEO treat it as a continuous process, not 
a project with an end date. They monitor their AI visibility regularly, update 
content to address new questions, and adapt their strategy as the AI eco-
system evolves.

This doesn’t mean constant fire-fighting. It means building systems—like the 
voice-of-customer loops we discussed—that continuously capture signals 
and convert them into optimized content. The goal is sustainable velocity, 
not exhausting sprints.

The GEO Practitioner’s Mindset
Technical skills matter, but mindset matters more. Here’s how to think about 
GEO as you integrate it into your work.

Think Like the AI
When you’re creating content, ask yourself: if an AI were synthesizing in-
formation to answer a user’s question, would this content be useful? Would 
it provide clear, specific, authoritative information? Would it be structured 
in a way that makes extraction easy?

This perspective shift changes how you approach content creation. You’re 
not just writing for readers—you’re writing for an intermediary that will syn-
thesize your content into recommendations for readers.
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Embrace Transparency
The AI era rewards honesty. Models are increasingly sophisticated at detect-
ing and discounting promotional content, exaggerated claims, and marketing 
spin. They’re trained on the collective skepticism of the internet.

This means that transparent, honest content outperforms promotional 
content. Acknowledge limitations. Compare yourself fairly to competitors. 
Provide genuine value rather than manufactured urgency. The businesses 
that embrace transparency will find that AI models trust and recommend 
them more readily.

Play the Long Game
GEO is not a quick fix. Building AI visibility takes time—often months before 
you see meaningful results. The authority signals that drive AI recommen-
dations accumulate gradually. The content that earns citations needs time 
to be indexed, linked to, and incorporated into training data.

This requires patience and persistence. Don’t expect overnight transforma-
tion. Instead, commit to consistent, quality effort over an extended period. 
The compounding effects will reward your patience.

Stay Curious
The AI landscape is evolving rapidly. The models, platforms, and patterns that 
exist today will be different in six months, a year, two years. The practitioners 
who thrive will be the ones who stay curious—testing new approaches, 
monitoring new platforms, adapting to new realities.

Build time into your practice for exploration. Test how different AI models 
respond to your content. Experiment with new formats and structures. Fol-
low the developments in AI technology and consider their implications for 
your strategy.

Your 30-Day Action Plan
Theory without action is merely entertainment. Here’s a practical plan to 
implement GEO in your organization over the next 30 days.
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Days 1-7: Assessment and Foundation
Day 1-2: Baseline Visibility Audit

Test your brand across ChatGPT, Claude, Gemini, and Perplexity. Use the 
prompt categories we discussed: branded queries about your company, 
unbranded category queries, and competitive comparison queries. Docu-
ment where you appear, how you’re described, and where you’re absent.

Day 3-4: Competitor Mapping

Run the same queries for your top three to five competitors. Note where 
they’re recommended instead of you, how AI describes them, and what 
content seems to drive their visibility. This competitive context will help 
prioritize your efforts.

Day 5-7: Content Inventory

Audit your existing content against the GEO principles we’ve discussed. Is 
it structured for machine readability? Does it explicitly define entities and 
relationships? Does it answer specific questions directly? Identify your 
highest-potential content for optimization and your biggest content gaps.

Days 8-14: Quick Wins
Day 8-10: Schema Implementation

Add or improve schema markup on your priority pages. Focus on the schema 
types most relevant to your business: Organization, Product, FAQ, HowTo, 
or Article. Use Google’s Rich Results Test to validate your implementation.

Day 11-12: Entity Optimization

Rewrite one to three key pages to explicitly define entities and their rela-
tionships. Replace pronouns with specific nouns. Add context that helps 
AI understand what you do, who you serve, and what problems you solve.

Day 13-14: FAQ Development

Create or enhance FAQ content for your priority pages. Use real customer 
questions—from support tickets, reviews, and sales conversations. Structure 
questions as headers with clear, specific answers below.
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Days 15-21: Content Development
Day 15-17: Gap Content Creation

Create new content to address the gaps identified in your baseline audit. 
Focus on the unbranded queries where you should appear but don’t. Pri-
oritize content that demonstrates genuine expertise and provides specific, 
actionable value.

Day 18-19: Comparison Content

Develop honest comparison content for your key competitive queries. Ad-
dress the questions prospects actually ask when comparing options. Be fair 
to competitors while clearly articulating your differentiation.

Day 20-21: Authority Content

Create one substantial piece of content designed to establish authority in 
your domain. This might be original research, a comprehensive guide, or an 
expert analysis. Focus on content that others might cite or reference.

Days 22-30: Systems and Measurement
Day 22-24: Tracking Setup

Implement the measurement infrastructure we discussed. Create custom 
channel groups in GA4 to track AI referral traffic. Establish a regular cadence 
for monitoring AI visibility metrics.

Day 25-27: Process Documentation

Document your GEO process so it can be repeated and scaled. Create 
templates for content optimization, checklists for new content creation, and 
guidelines for maintaining AI visibility.

Day 28-30: Stakeholder Alignment

Prepare a presentation for leadership on your GEO findings and progress. 
Frame GEO in terms of business impact: customer acquisition cost, compet-
itive positioning, and market opportunity. Secure resources and commitment 
for ongoing GEO work.
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Long-Term Strategy Framework
The 30-day plan gets you started. Sustained success requires a longer-term 
strategic framework.

Quarterly Rhythms
Every quarter, conduct a comprehensive GEO review:

Visibility Assessment: How has your AI visibility changed? Are you appearing 
more frequently, less frequently, or about the same? How are you described?

Competitive Analysis: How has the competitive landscape shifted? Are new 
players emerging in AI recommendations? Are established competitors 
investing in GEO?

Content Performance: Which content is driving AI visibility? Which content 
isn’t performing? What patterns can you identify?

Strategy Adjustment: Based on your findings, what should you prioritize for 
the next quarter? What experiments should you run? What resources do 
you need?

Annual Planning
Once a year, step back and assess your GEO strategy at a higher level:

Market Evolution: How has the AI ecosystem changed? Are new platforms 
emerging? Are user behaviors shifting?

Capability Building: What GEO capabilities do you need to develop? Do you 
need new skills, tools, or processes?

Investment Decisions: What level of investment is appropriate for GEO? 
How does it compare to other marketing channels in terms of ROI potential?

Strategic Positioning: Are you positioned to win in the AI-mediated discovery 
landscape? What would it take to become the default recommendation in 
your category?

Building Organizational Capability
GEO shouldn’t depend on a single person. Build organizational capability 
through:
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Documentation: Capture your learnings, processes, and best practices in 
accessible documentation.

Training: Help team members understand GEO principles and their role in 
executing the strategy.

Cross-Functional Collaboration: GEO touches content, technical implemen-
tation, product, and analytics. Foster collaboration across these functions.

Experimentation Culture: Encourage testing and learning. The GEO landscape 
is evolving, and the organizations that learn fastest will win.

The Future of GEO
As you implement the strategies in this book, keep an eye on the horizon. 
The AI landscape is evolving rapidly, and several developments will shape 
the future of GEO.

Multimodal Discovery
Today’s AI assistants primarily process text. Tomorrow’s will seamlessly 
integrate images, video, audio, and interactive experiences. Brands that 
optimize for multimodal discovery—creating rich, varied content that works 
across formats—will have advantages as AI capabilities expand.

Consider how your products and services might be discovered through 
image search, video analysis, or voice conversation. Begin experimenting 
with these formats now, even as text remains the primary mode.

Agentic AI
We’re moving from AI that answers questions to AI that takes actions. Agen-
tic AI systems will research options, compare alternatives, and execute 
purchases on behalf of users. When an AI agent is empowered to buy, the 
brands it trusts become the brands that win.

Prepare for this future by ensuring your product information is complete, 
accurate, and machine-readable. Build the technical infrastructure to support 
AI-driven transactions. Establish the trust signals that will make AI agents 
confident in recommending and purchasing from you.
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Personalization at Scale
As AI systems become more sophisticated, recommendations will become 
increasingly personalized. The same query from two different users might 
yield different recommendations based on their history, preferences, and 
context.

This means that broad visibility strategies must be complemented by content 
that addresses specific use cases, user types, and scenarios. The more 
specifically you can address diverse user needs, the more likely you are to 
be recommended to the right users at the right time.

Evolving Training Dynamics
Today’s AI models are trained on snapshots of internet content. Tomorrow’s 
may incorporate real-time data, proprietary datasets, and dynamic learning. 
The strategies that work today may need to evolve as training dynamics 
change.

Stay connected to developments in AI technology. Understand how the 
models you’re optimizing for are trained and updated. Be prepared to adapt 
as the underlying technology evolves.

A Final Word
We return, finally, to Tim and his Asics.

That moment on the tennis court—a twenty-year customer relationship dis-
solved by a single AI conversation—wasn’t an anomaly. It was a preview of 
the future that’s now arriving for every business in every industry.

The question isn’t whether AI will mediate how your customers discover solu-
tions. It already does, and it will do so increasingly. The question is whether 
you’ll be positioned to benefit from that mediation, or be displaced by it.

Throughout this book, we’ve provided the frameworks, strategies, and 
tactics to answer that question affirmatively. We’ve shown how to build AI 
visibility, establish authority, create content that earns recommendations, 
and measure your progress.

But ultimately, success comes down to action. The window of opportuni-
ty we’ve discussed throughout this book is real, but it won’t remain open 
indefinitely. The brands that move now—that establish authority, build visi-
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bility, and create the content that AI learns to trust—will have compounding 
advantages that become increasingly difficult to overcome.

The future belongs to those who prepare for it. Start today.

Tim still wears his Asics. He’s recommended them to three friends, all of 
whom asked their own AI assistants and received the same recommendation. 
The pattern reinforces itself. Authority compounds.

Somewhere, a Nike executive is looking at market research, trying to understand 
why brand loyalty isn’t what it used to be. The answer is in a conversation 
they never saw, a recommendation they never tracked, a customer journey 
that bypassed every traditional touchpoint they’d spent decades building.

Don’t be that executive. Be the one who understood what was happening 
and acted. Be the brand that AI recommends.

The tools exist. The framework is clear. The opportunity is open.

Now it’s your turn.

Chapter Summary

Key Takeaways

1.	 Optimize for reality, not algorithms. AI recommendations 
emerge from genuine value creation, not manipulation. Focus on 
actually solving problems, not appearing to solve them.

2.	 Structure enables discovery. Make your content ma-
chine-readable through schema markup, explicit entity defini-
tions, and clear information architecture.

3.	 Authority compounds over time. Early investment in AI vis-
ibility creates advantages that become increasingly difficult for 
competitors to overcome.

4.	 Specificity outperforms generality. Deep expertise in a nar-
row domain earns more recommendations than broad, generic 
content.

5.	 GEO is a continuous process. Build systems for ongoing op-
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timization rather than treating GEO as a one-time project.

Immediate Actions

1.	 Complete the 30-day action plan starting with a baseline visi-
bility audit across all major AI platforms

2.	 Build organizational capability by documenting processes 
and training team members

3.	 Establish quarterly GEO reviews to track progress and adjust 
strategy

4.	 Monitor developments in AI technology and be prepared to 
adapt as the landscape evolves

5.	 Start today—the window of opportunity is open, but early 
movers gain compounding advantages



197

APPENDIX A

Sources and 
Methodology

Citation Format
This book uses inline statistical references with sourcing details provided 
in this appendix. When you encounter a statistic in the text (e.g., “50% of 
B2B buyers now start their journey in an AI chatbot”), you can find its source 
context and methodology notes in this section.

How to read citations in this book:

•	 Bold statistics in the main text indicate key data points sourced from 
industry research

•	 Quoted statistics in blockquotes represent direct findings from specif-
ic studies

•	 Approximate language (“approximately,” “roughly,” “around”) indi-
cates synthesized data from multiple sources

•	 Attributed statistics include the source name when citing a specific 
organization’s research

For the most current data, readers should consult the original sources noted 
below, as AI adoption metrics evolve rapidly.

Key Statistics Referenced
The statistics cited throughout this book come from a combination of indus-
try research, proprietary data analysis, and publicly available studies. This 
section provides context for the primary data points referenced.

AI Adoption in B2B Purchasing
“50% of B2B buyers now start their journey in an AI chatbot instead of Google 
Search—a 71% increase in four months.”
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This data reflects the accelerating shift in buyer behavior observed across 
multiple industry surveys conducted in 2024-2025. The specific figures cit-
ed are drawn from aggregated proprietary research tracking buyer journey 
initiation points. Individual studies from Gartner, Forrester, and McKinsey 
have documented similar trends, though specific percentages vary by 
methodology and sample.

“90% of B2B buyers use generative AI in their purchasing process.”

Based on survey data from enterprise software buyers conducted in late 
2024. This figure represents any use of AI assistants during the research 
phase, from initial exploration to vendor comparison. The percentage is 
consistent with adoption rates reported by technology analysts.

“83% of buyer time is spent researching independently, away from sales 
teams.”

This finding has been consistently documented by Gartner’s B2B Buying re-
search over multiple years and is widely cited in sales and marketing literature.

“87% of B2B buyers using AI assistants report better outcomes.”

Derived from user satisfaction surveys measuring perceived decision quality 
when AI tools were used versus traditional research methods.

Conversion and Business Impact
“436% increase in ChatGPT-driven conversions.”

This figure comes from analysis of referred traffic patterns before and after 
AI recommendations, tracking conversion rates for visitors arriving via AI 
assistant referrals compared to other channels. Results vary significantly by 
industry and product category.

“Customer acquisition costs in ecommerce have risen approximately 40% 
over the past three years.”

Industry consensus figure reflecting increased competition for digital ad-
vertising inventory and declining organic reach. Specific increases vary by 
vertical and company size.

Legal Industry Statistics
“Approximately 39% of potential clients now conduct legal research through 
AI assistants.”
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Based on consumer behavior surveys examining how individuals research 
legal services. This figure represents the portion of legal service seekers 
who use AI at some point in their research process, not necessarily as their 
primary method.

Forward-Looking Projections
Projections about future AI adoption and search behavior shifts are based 
on trend extrapolation from current adoption curves and should be treated 
as directional estimates rather than precise forecasts. The AI landscape is 
evolving rapidly, and actual outcomes may differ significantly from projections.

A Note on Case Studies
Several case studies in this book use composite examples or modified details 
to protect proprietary information while illustrating real patterns observed 
across multiple implementations. Where a case study is identified as com-
posite (such as “EcoFlex Activewear”), details have been adjusted while 
preserving the accuracy of the underlying strategic insights.

Methodology Limitations
The field of Generative Engine Optimization is new and rapidly evolving. 
Many of the measurement approaches discussed in this book are based on 
emerging best practices that may change as the industry matures. Statistics 
about AI recommendation patterns are particularly challenging to verify at 
scale due to the dynamic and personalized nature of AI responses.

Readers are encouraged to validate key metrics against their own data and 
to stay current with evolving industry research as this field develops.
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APPENDIX B

ROI Calculation 
Framework

Calculating GEO Return on Investment
Use this framework to estimate the potential return from GEO investment 
and track actual results over time.

Step 1: Establish Baseline Metrics
Before beginning GEO initiatives, document your current state:

Metric Current Value Date Measured

Monthly AI-referred traffic _____ visits _____

AI-referred conversion rate _____% _____

Customer lifetime value (LTV) $_____ _____

Customer acquisition cost (CAC) $_____ _____

Discoverability score _____% _____

Share of voice _____% _____

Step 2: Calculate Current AI-Attributed Revenue
Monthly AI-attributed customers = AI-referred traffic × Conversion rate

Monthly AI-attributed revenue = AI-attributed customers × LTV

Example: 500 AI visits × 3% conversion × $2,000 LTV = $30,000 monthly 
AI-attributed revenue
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Step 3: Project GEO Investment Returns
Use these benchmarks to estimate potential improvements:

Improvement Area Conservative Moderate Aggressive

Discoverability increase +25% +50% +100%

Share of voice increase +15% +30% +60%

Traffic increase from 
improvements

+20% +40% +80%

Conversion rate improvement +10% +20% +30%

Projected new monthly revenue = (Current AI traffic × Traffic multiplier) × 
(Current conversion × Conversion multiplier) × LTV

Step 4: Calculate ROI
GEO Investment Costs (Monthly):

Cost Category Amount

Content creation (internal hours × hourly rate) $_____

Content creation (external/agency) $_____

Tools and platforms $_____

Technical implementation _____**

Monthly ROI = ((New AI-attributed revenue - Current AI-attributed revenue) 
- Monthly investment) ÷ Monthly investment × 100

Payback Period = Total investment ÷ Monthly incremental revenue

Step 5: Track and Refine
Measure these metrics monthly and adjust projections based on actual results:

Month AI Traffic Conversions Revenue Investment ROI

1

2

3
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Month AI Traffic Conversions Revenue Investment ROI

4

5

6

Example ROI Calculation
Scenario: Mid-market SaaS company, $50,000 LTV, 2% conversion rate

Metric Before GEO After 6 Months Change

Monthly AI traffic 200 450 +125%

Conversion rate 2.0% 2.4% +20%

Monthly customers 4 10.8 +170%

Monthly revenue $200,000 $540,000 +170%

Monthly GEO investment - $15,000 -

Net monthly gain - $325,000 -

Monthly ROI - 2,167% -

Note: Results vary significantly by industry, competitive landscape, and 
execution quality. Use conservative estimates for planning purposes.



203

APPENDIX C

Implementation 
Timelines by 
Business Size

Different organizations require different approaches to GEO implementation. 
This appendix provides realistic timelines based on company size, resources, 
and existing infrastructure.

Small Business (1-20 employees)
Timeline: 8-12 weeks to meaningful results

Week Focus Area Key Activities Hours/Week

1-2 Foundation Audit current content, set up track-
ing, identify 3-5 priority queries

5-8

3-4 Quick Wins Optimize existing high-value pages, 
add structured data to key pages

6-10

5-6 Content Gaps Create 2-3 pieces addressing 
identified AI visibility gaps

8-12

7-8 Authority Building Update business profiles, encourage 
customer reviews, local citations

4-6

9-12 Iteration Measure results, refine based on 
data, expand to additional queries

4-6

Resource Requirements: 

•	 1 person dedicating 20-30% of time (marketing manager, owner, or 
generalist) 

•	 Budget: $500-2,000/month for tools and potential freelance support 

•	 No technical staff required for basic implementation
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Realistic Expectations: 

•	 First measurable AI mentions: 4-6 weeks 

•	 Meaningful traffic from AI: 8-12 weeks 

•	 Expect 10-30% improvement in AI visibility within first quarter

Mid-Market Company (21-
500 employees)

Timeline: 12-16 weeks to meaningful results

Week Focus Area Key Activities Hours/Week

1-2 Strategy Comprehensive audit, competitive 
analysis, stakeholder alignment

20-30

3-4 Technical 
Foundation

Implement structured data, llms.txt, 
crawler accessibility

15-25

5-8 Content 
Development

Create 8-12 pieces targeting 
priority query clusters

25-40

9-12 Authority & 
Distribution

PR outreach, review campaigns, 
third-party platform optimization

15-25

13-16 Scale & Opti-
mize

Expand to additional verticals, 
refine based on performance data

20-30

Resource Requirements: 

•	 Dedicated GEO lead (50-100% of time)

•	 Support from content team (1-2 writers, 25% allocation) 

•	 Technical support for implementation (developer, 10-20% allocation) 

•	 Budget: $5,000-20,000/month for tools, content, and distribution

Realistic Expectations: 

•	 Measurable improvements: 6-8 weeks 

•	 Significant AI traffic contribution: 12-16 weeks 

•	 Expect 25-50% improvement in AI visibility within first quarter
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Enterprise (500+ employees)
Timeline: 16-24 weeks to meaningful results

Week Focus Area Key Activities Hours/Week

1-4 Discovery & 
Planning

Enterprise-wide audit, stake-
holder mapping, governance 
framework

40-60

5-8 Pilot Program Select 1-2 business units, imple-
ment full GEO stack, establish 
baselines

60-80

9-12 Technical 
Infrastructure

Enterprise schema implemen-
tation, content management 
integration

40-60

13-16 Content at Scale Launch content production sys-
tem, establish editorial workflows

60-80

17-20 Cross-functional 
Integration

Align product, sales, PR with GEO 
objectives

30-50

21-24 Optimization & 
Expansion

Roll out to additional business 
units, refine playbook

40-60

Resource Requirements: 

•	 GEO program manager (full-time) 

•	 Cross-functional team: content (2-4), technical (1-2), analytics (1)

•	 Executive sponsor for organizational alignment 

•	 Budget: $50,000-200,000/month depending on scope and ambition

Realistic Expectations: 

•	 Pilot results: 8-12 weeks 

•	 Enterprise-wide impact: 20-24 weeks 

•	 Expect 30-75% improvement in AI visibility for pilot areas within two 
quarters
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Timeline Accelerators
Factors that can compress these timelines:

1.	 Existing content quality: Strong, authoritative content can be opti-
mized rather than created from scratch

2.	 Technical readiness: Modern CMS, existing structured data, and de-
veloper resources speed implementation

3.	 Brand authority: Established domain authority and backlink profiles 
accelerate AI recognition

4.	 Clear attribution data: Existing analytics infrastructure enables faster 
optimization cycles

5.	 Executive buy-in: Reduced approval cycles and faster resource alloca-
tion

Timeline Risks
Factors that typically extend timelines:

1.	 Content debt: Significant outdated or low-quality content requiring 
remediation

2.	 Technical complexity: Legacy systems, multiple domains, or limited 
developer resources

3.	 Organizational friction: Complex approval processes, siloed teams, or 
competing priorities

4.	 Competitive intensity: Highly contested categories require more sus-
tained effort

5.	 Measurement gaps: Inability to track AI-driven traffic delays optimiza-
tion
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APPENDIX D

Team Structure 
and Skills Guide

Core GEO Competencies

1. Strategic Skills

Skill Description Who Typically Has It

AI Model 
Understanding

How LLMs work, training 
data, retrieval mechanisms

SEO specialists, data sci-
entists, product managers

Competitive Analysis Mapping AI visibility land-
scape, identifying gaps

Marketing strategists, SEO 
leads

Content Strategy Aligning content to user 
intent and AI citation 
patterns

Content strategists, 
editorial leads

Measurement Design Defining KPIs, attribution 
models, tracking frame-
works

Analytics managers, 
growth marketers

2. Execution Skills

Skill Description Who Typically Has It

Structured Data 
Implementation

Schema markup, JSON-LD, 
knowledge graph optimi-
zation

Technical SEO, developers

Content Creation Writing authoritative, 
citable content

Content writers, subject 
matter experts
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Skill Description Who Typically Has It

Technical SEO Site architecture, crawlabil-
ity, page speed

SEO specialists, web 
developers

PR & Outreach Earning third-party men-
tions and citations

PR teams, link builders

3. Analysis Skills

Skill Description Who Typically Has It

AI Visibility 
Tracking

Using GEO tools to measure 
brand presence in AI 
outputs

SEO specialists, analysts

Sentiment Analysis Understanding how AI 
characterizes your brand

Brand managers, analysts

Attribution 
Modeling

Connecting AI visibility to 
business outcomes

Analytics teams, data 
scientists

Team Structures by Company Size

Small Business: The GEO Generalist
                ┌─────────────────────────────────────┐ 
                │     Marketing Manager / Owner       │ 
                │  (GEO lead + execution combined)    │ 
                │  • Strategy & prioritization        │ 
                │  • Content creation or management   │ 
                │  • Basic technical implementation   │ 
                │  • Performance tracking             │ 
                └─────────────────────────────────────┘ 
                                   │ 
                                 ▼ 
                      ┌──────────────────────┐ 
                      │  Freelance Support   │ 
                      │  (as needed)         │ 
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                      │  • Content writing   │ 
                      │  • Technical help    │ 
                      └──────────────────────┘

Key Hire/Training Priority: If promoting or hiring one person, prioritize some-
one with content strategy experience who can learn technical basics, rather 
than a pure technician.

Mid-Market: The GEO Pod
              ┌─────────────────────────────────────┐ 
                │         GEO Lead / Manager          │ 
                │  (Strategy, coordination, reporting)│ 
                └─────────────────────────────────────┘ 
                                 │ 
                       ┌─────────┼─────────┐ 
                       ▼         ▼         ▼ 
                   ┌───────┐ ┌───────┐ ┌────────┐ 
                   │Content│ │ Tech  │ │  PR/   │ 
                   │Writer │ │Support│ │Outreach│ 
                   │ (50%) │ │ (25%) │ │ (25%)  │ 
                   └───────┘ └───────┘ └────────┘

Key Coordination Points: - Weekly content planning aligned to AI visibility 
data - Monthly technical reviews of structured data and crawler access - 
Quarterly PR/outreach campaigns aligned to authority building
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Enterprise: The GEO Center of Excellence
┌────────────────────────────────────────────────────────
─┐ 
│                    Execu-
tive Sponsor                    │     │                                                         
│ 
│                (VP Marketing, CMO, or CDO)              
│ 
└────────────────────────────────────────────────────────
─┘ 
                             │ 
┌────────────────────────────────────────────────────────
─┐ 
│                  GEO Pro-
gram Manager                    │    │                                                         
│ 
│    (Strategy, governance, cross-functional alignment)   
│   
└────────────────────────────────────────────────────────
─┘ 
                             │ 
        ┌────────────────────┼────────────────────┐ 
        ▼                    ▼                    ▼ 
  ┌─────────────┐       ┌───────────┐       ┌───────────┐ 
  │  Content    │       │ Technical │       │ Analytics │ 
  │   Team      │       │   Team    │       │   Team    │ 
  │             │       │           │       │           │ 
  │• Strategist │       │• Tech SEO │       │• GEO      │ 
  │• 2-3 Writers│       │• Developer│       │  Analyst  │ 
  │• Editor     │       │           │       │           │ 
  └─────────────┘       └───────────┘       └───────────┘ 
        │                    │                    │ 
        └────────────────────┼────────────────────┘ 
                             │ 
                             ▼ 
                   ┌───────────────────┐ 
                   │   Business Unit   │ 
                   │   Liaisons (2-4)  │ 
                   │                   │ 
                   │ Embed GEO into    │ 
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                   │ each product line │ 
                   └───────────────────┘

Governance Model: Monthly steering committee with executive sponsor, 
Bi-weekly cross-functional syncs, Quarterly business reviews with revenue 
attribution

Skills Development Path

For Marketers Moving into GEO

Stage Focus Resources

Foundation 
(Month 1-2)

Understand how LLMs work, 
basic prompt engineering, AI 
tool familiarity

Online courses, hands-on 
experimentation

Application 
(Month 3-4)

Learn GEO measurement 
tools, structured data basics, 
content optimization

Vendor training, peer learning

Mastery 
(Month 5-6)

Develop attribution models, 
cross-functional leadership, 
strategy development

Case study analysis, mentor-
ship

For SEOs Transitioning to GEO

Stage Focus Resources

Foundation 
(Week 1-4)

Difference between search 
ranking and AI visibility, citation 
patterns

Industry reports, competi-
tive analysis

Application 
(Month 2-3)

GEO-specific tools and 
metrics, structured data for AI 
consumption

Hands-on tool training, 
technical documentation
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Stage Focus Resources

Mastery 
(Month 4-6)

Multi-model strategy, authority 
building beyond links

Cross-industry networking, 
experimentation

Hiring for GEO Roles

GEO Lead Job Requirements
Must-Haves: 

3+ years in SEO, content strategy, or digital marketing

Understanding of how AI/LLMs function (even at conceptual 
level) 

Data-driven decision making with analytics proficiency 

Strong written and verbal communication

Nice-to-Haves: 

Technical SEO experience (structured data, site architecture) 

PR or earned media background 

Experience with AI tools and prompt engineering 

Product marketing experience

Interview Questions: 

1.	 “How would you explain the difference between SEO and 
GEO to a non-technical executive?” 

2.	 “Walk me through how you would audit our current AI visibil-
ity.” 

3.	 “What metrics would you use to measure GEO success, and 
how would you attribute revenue to GEO efforts?”
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APPENDIX E

GEO Tool 
Comparison Matrix

Evaluation Criteria
When selecting GEO tools, evaluate against these criteria:

1. Model Coverage

•	 Which AI models does the tool track? (ChatGPT, Claude, Perplexity, 
Gemini, etc.)

•	 How frequently is data updated?

•	 Does it include emerging models?

2. Query Flexibility

•	 Can you track custom queries relevant to your business?

•	 Is there a limit on tracked queries?

•	 Can you segment by intent type or buyer stage?

3. Competitive Intelligence

•	 Can you track competitor AI visibility?

•	 Does it provide share-of-voice metrics?

•	 Can you identify competitor content being cited?

4. Attribution Capability

•	 Can you connect AI visibility to website traffic?

•	 Does it integrate with your analytics platform?

•	 Can you measure downstream conversion impact?
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5. Actionability

•	 Does it provide specific recommendations?

•	 Can you prioritize opportunities by impact?

•	 Does it identify content gaps?

Build vs. Buy Decision Framework
Factor Build Custom Buy Platform

Time to value 3-6 months Days to weeks

Customization Unlimited Vendor roadmap

Maintenance Ongoing internal effort Vendor responsibility

Cost structure Engineering time + infrastructure Subscription

Best for Enterprises with unique needs + 
engineering resources

Most organizations

Recommendation: Most organizations should buy rather than build. GEO 
platforms have invested significant resources in model access, data collec-
tion, and UI/UX that would be expensive to replicate. Build only if you have 
highly specific requirements that no vendor addresses.
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APPENDIX F

Measurement 
Framework and KPIs

The GEO Measurement Hierarchy
                    ┌─────────────────────┐ 
                    │   Business Impact   │ 
                    │   (Revenue, CAC,    │ 
                    │    Market Share)    │ 
                    └─────────────────────┘ 
                              ▲ 
                    ┌─────────────────────┐ 
                    │  Conversion Metrics │ 
                    │   (AI Traffic to      │ 
                    │    Customers)       │ 
                    └─────────────────────┘ 
                              ▲ 
                    ┌─────────────────────┐ 
                    │ Engagement Metrics  │ 
                    │  (Traffic, Time,      │ 
                    │    Actions)         │ 
                    └─────────────────────┘ 
                              ▲ 
                    ┌─────────────────────┐ 
                    │  Visibility Metrics │ 
                    │  (AI Presence,      │ 
                    │   Citations)        │ 
                    └─────────────────────┘
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Core KPIs by Level

Level 1: Visibility Metrics

KPI Definition Target Measurement 
Frequency

AI Discoverability 
Score

Percentage of relevant 
queries where brand 
appears in AI response

Industry baseline 
+ 20%

Weekly

Share of AI Voice Your AI mentions ÷ Total 
category mentions

Match or exceed 
market share

Monthly

Citation Rate Percentage of respons-
es that cite your content 
directly

Benchmark, then 
improve

Weekly

Sentiment Score Positive/neutral/negative 
characterization in AI 
responses

>80% positive/
neutral

Monthly

Position in 
Response

Where brand appears in 
AI answer (first mention 
vs. later)

First mention in 
50%+

Weekly

Level 2: Engagement Metrics

KPI Definition Target Measurement 
Frequency

AI-Referred 
Traffic

Sessions attributed to AI 
assistant sources

Month-over-
month growth

Weekly

AI Traffic 
Quality

Engagement metrics 
(time on site, pages/
session) for AI traffic 
vs. other sources

At parity or better Monthly
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KPI Definition Target Measurement 
Frequency

Content 
Citation Traffic

Traffic to pages that are 
being cited by AI

Growth aligned to 
citation rate

Weekly

Level 3: Conversion Metrics

KPI Definition Target Measurement 
Frequency

AI Traffic 
Conversion 
Rate

AI-referred visitors who 
convert ÷ Total AI visitors

At parity with 
organic

Monthly

AI-Influenced 
Pipeline

Opportunities where AI 
was touchpoint in journey

10%+ of pipeline Monthly

Citation-to-
Conversion 
Rate

Conversions from cited 
pages ÷ Citation traffic

Benchmark, then 
improve

Monthly

Level 4: Business Impact Metrics

KPI Definition Target Measurement 
Frequency

AI-Attributed 
Revenue

Revenue from customers 
acquired via AI channels

10%+ of new 
revenue

Quarterly

AI-Influenced 
CAC

Customer acquisition cost 
for AI-referred customers

Lower than paid 
channels

Quarterly
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KPI Definition Target Measurement 
Frequency

Brand Search 
Correlation

Correlation between AI 
visibility and brand search 
volume

Positive correla-
tion

Quarterly

Attribution Models for GEO

First-Touch Attribution

Credits the AI interaction if it was the first touchpoint.

Best for: Understanding top-of-funnel impact Limitation: Ignores influence 
in longer journeys

Last-Touch Attribution

Credits AI if it was the final touchpoint before conversion.

Best for: Direct response measurement Limitation: Undervalues awareness 
and research phase

Multi-Touch Attribution (Recommended)

Distributes credit across all touchpoints including AI.

Best for: Holistic understanding of AI’s role Limitation: Requires sophisticated 
tracking infrastructure

Suggested Weighting Model

Touchpoint Position Suggested Weight

First touch (if AI) 30%

Middle touches (if AI) 20% per touch (max 2)
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Touchpoint Position Suggested Weight

Last touch (if AI) 30%

Dashboard Template

Executive Dashboard (Monthly)

Metric This 
Month

Last 
Month

Change Target Status

AI Discoverability 
Score

Share of AI Voice

AI-Referred 
Traffic

AI Conversion 
Rate

AI-Attributed 
Revenue

Operational Dashboard (Weekly)

Metric This Week Trend (4-week) Action 
Required

New Citations

Citation Sentiment

Top Gaining Queries

Top Losing Queries
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Content Performance

Benchmarking Guidelines
Since GEO is an emerging discipline, industry benchmarks are still devel-
oping. Use these guidelines:

Internal Benchmarking

•	 Compare AI traffic to other organic channels
•	 Track month-over-month improvement rates
•	 Set baselines in first 60 days, then target improvements

Competitive Benchmarking

•	 Use GEO tools to track competitor visibility
•	 Calculate relative share of voice
•	 Identify gaps where competitors are mentioned and you are 

not

Reasonable Improvement Targets

Timeframe Visibility Improvement Traffic Contribution

3 months 15-30% improvement in 
discoverability

5-10% of organic traffic

6 months 30-50% improvement 10-20% of organic traffic

12 months 50-100% improvement 20-40% of organic traffic

Note: These are directional targets. Actual results depend on starting posi-
tion, competitive intensity, and resource investment.
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APPENDIX G

GEO Audit Template
Use this template to assess your current AI visibility and identify opportunities

Section 1: Platform Coverage Audit
Test each query across all major platforms. Record results.

Query ChatGPT Claude Gemini Perplexity

“Best [category]”

“[Your brand] review”

“[Problem] solution”

“[Your brand] vs 
[competitor]”

“Is [your brand] good?”

Scoring: ✓ Mentioned first or prominently, - Mentioned but not promi-
nently,  ✗ Not mentioned, !️ Mentioned negatively

Section 2: Competitive Position

Metric Your Brand Competitor 1 Competitor 2 Competitor 3

Discoverability 
(% of queries)

Average 
position

Sentiment 
score

Citation share
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Section 3: Content Inventory
Rate your content in each category (1-5 scale):

Content Type Exists? Quality AI-Optimized? Priority

Comprehensive 
guides

Comparison pages

Technical 
documentation

FAQ content

Case studies

Original research

Product descriptions

Section 4: Technical Readiness

Item Status Notes

Schema markup implemented Yes / No / Partial

llms.txt file created Yes / No

AI crawlers accessible Yes / No / Unknown

Structured data validated Yes / No

Mobile-friendly Yes / No

Page speed acceptable Yes / No

Section 5: Authority Signals

Signal Current State Target Gap

Domain authority score

Total backlinks
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Signal Current State Target Gap

Review count (Google)

Review average (Google)

Review count (G2/Capterra)

Press mentions (past year)

Section 6: Action Plan
Based on your audit, prioritize actions:

Immediate (This Week): 1. _________________________________ 2. ______________
___________________ 3. _________________________________

Short-term (This Month): 1. _________________________________ 2. ____________
_____________________ 3. _________________________________

Long-term (This Quarter): 1. _________________________________ 2. ___________
______________________ 3. _________________________________
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APPENDIX H

Content Optimization 
Checklist

Use this checklist when creating or updating content for GEO

Pre-Writing Checklist
	□ Identified target queries/prompts this content should appear for

	□ Researched what AI currently says about this topic

	□ Identified content gaps in competitor coverage

	□ Defined the primary user intent (informational, commercial, transac-
tional)

	□ Outlined key points that must be included

Structure Checklist
	□ Clear, descriptive title with primary topic

	□ Logical heading hierarchy (H1 → H2 → H3)

	□ Introduction states what the content covers

	□ Each section has a clear purpose

	□ Conclusion summarizes key points

	□ Content length appropriate for topic depth (typically 1,500-3,000 
words for comprehensive guides)

Authority Checklist
	□ Author credentials stated (if applicable)

	□ Sources cited for statistics and claims

	□ Original insights or data included
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	□ Expert quotes or perspectives included (if applicable)

	□ Publication/update date visible

Clarity Checklist
	□ Jargon defined on first use

	□ Complex concepts explained simply

	□ Examples provided for abstract ideas

	□ Consistent terminology throughout

	□ Sentences average under 25 words

AI Optimization Checklist
	□ Primary topic/entity clearly defined early

	□ Related entities explicitly mentioned and connected

	□ Content answers specific questions directly

	□ Comparison information is balanced and factual

	□ Content is self-contained (doesn’t require clicking elsewhere for core 
value)

Technical Checklist
	□ Schema markup added (Article, FAQ, HowTo as appropriate)

	□ Internal links to related content

	□ External links to authoritative sources

	□ Images have descriptive alt text

	□ Meta description written for humans and machines

	□ URL is clean and descriptive

Quality Checklist
	□ Content is accurate and up-to-date
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	□ No promotional language or hyperbole

	□ Honest about limitations or drawbacks

	□ Provides genuine value to readers

	□ Would pass the “would I cite this?” test

Post-Publication Checklist
	□ Indexed by search engines (check Search Console)

	□ Test queries in AI assistants to verify appearance

	□ Monitor for citations over first 30 days

	□ Schedule review for updates (quarterly minimum)

	□ Track performance metrics
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Quick Reference Guide
One-page GEO checklist for busy practitioners

The 5-Minute GEO Health Check
Run these queries weekly to monitor your AI visibility:

Query Type Example What to Look For

Category “Best [your category] tools” Are you mentioned? What 
position?

Comparison “[Your brand] vs [compet-
itor]”

Is the comparison accurate 
and fair?

Problem “[Problem you solve]” Do you appear as a solution?

Brand “What is [your brand]?” Is the description accurate?

Reputation “Is [your brand] good?” What’s the sentiment?

GEO Success Formula
AI Visibility = Authority × Relevance × Accessibility

•	 Authority: Citations, backlinks, reviews, credentials

•	 Relevance: Content matches user intent and queries

•	 Accessibility: Structured data, crawler access, machine-readable
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The GEO Content Hierarchy
High AI Citation Value:

Comprehensive guides (2,000+ words)

Original research with data 

Technical documentation 

Honest comparison pages 

FAQ content matching real queries

Low AI Citation Value: 

Generic blog posts

Thin product descriptions

Promotional content 

Outdated information 

Duplicate content

Weekly GEO Checklist
	□ Run 5-minute health check queries

	□ Review AI referral traffic in analytics

	□ Check for new competitor content

	□ Update one piece of high-value content

	□ Respond to new reviews

Monthly GEO Checklist
	□ Full competitive audit across all AI platforms

	□ Sentiment analysis review

	□ Citation share tracking
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	□ Content gap identification

	□ Stakeholder reporting

Quarterly GEO Checklist
	□ Strategy review and adjustment

	□ ROI calculation

	□ Tool and platform evaluation

	□ Team skills assessment

	□ Executive briefing

Red Flags to Address Immediately
⚠️ AI says something inaccurate about your brand → Create authoritative 
content correcting the record

⚠️ Competitor mentioned, you’re not → Audit content gaps, create targeted 
content

⚠️ Negative sentiment in AI responses → Trace to source, address root cause

⚠️ AI referral traffic dropping → Check technical accessibility, content freshness

⚠️ Citations going to competitors → Analyze their content, improve yours
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Glossary
50+ key terms used throughout this book, organized alphabetically.

A
AI Assistant: Software powered by large language models that understands 
natural language and generates human-like responses. Examples: ChatGPT, 
Claude, Gemini, Perplexity.

AI Discoverability Score: Percentage of relevant queries where your brand 
appears in AI responses. A core GEO metric.

AI Hallucination: When AI generates confident but factually incorrect in-
formation. Good GEO reduces hallucinations about your brand by providing 
clear source material.

Anchor Effect: Cognitive bias where the first information encountered dis-
proportionately influences judgment. The first brand AI mentions becomes 
the reference point.

Attribution Model: Framework for assigning conversion credit across touch-
points. Types: first-touch, last-touch, multi-touch.

Authority Signal: Indicator of source trustworthiness—domain authority, 
backlinks, citations, credentials, third-party validation.

B
B2B (Business-to-Business): Commerce between businesses. Longer sales 
cycles, multiple decision-makers.

B2C (Business-to-Consumer): Commerce between business and individual 
consumers. Faster, more emotionally driven decisions.

Backlink: Hyperlink from one website to another. Signals authority and 
credibility to both search engines and AI.

Baseline Audit: Initial assessment of current AI visibility, used as reference 
for measuring improvement.
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C
CAC (Customer Acquisition Cost): Total cost to acquire a new customer. 
GEO can reduce CAC through organic AI referrals.

ChatGPT: OpenAI’s AI assistant. The most widely used consumer AI platform.

Citation: When AI explicitly references or links to a source. Drives traffic 
and reinforces authority.

Citation Share: Percentage of AI citations in your category referencing your 
content vs. competitors.

Claude: Anthropic’s AI assistant. Known for nuanced reasoning and longer 
context handling.

Content Gap: Topic relevant to your audience that you haven’t addressed, 
creating opportunity for competitors.

Crawler: Automated software that browses and indexes web content. AI 
systems use crawlers differently than search engines.

CTA (Call to Action): Prompt encouraging users to take a specific action 
(sign up, download, purchase).

D
Discoverability: Degree to which your brand appears in AI responses. Core 
GEO metric.

Domain Authority: Score predicting search ranking likelihood based on link 
profile. AI considers this when evaluating credibility.

E
E-E-A-T: Experience, Expertise, Authoritativeness, Trustworthiness. Google’s 
content quality framework, increasingly relevant to AI.

Entity: Distinct concept AI can recognize—person, company, product, place. 
Building blocks of knowledge graphs.

Entity Optimization: Clearly defining entities in your content so AI under-
stands them accurately.
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F
First-Touch Attribution: Gives full conversion credit to first interaction in 
customer journey.

Freshness Signal: Indicators that content is current—publication dates, 
recent updates, timely references.

G
Gemini: Google’s AI assistant. Favors structured data, YouTube content, and 
Google ecosystem.

GEO (Generative Engine Optimization): Optimizing your brand’s presence 
in AI-generated responses. Focus: being recommended, cited, accurately 
represented.

GEO Audit: Systematic review of how AI represents your brand—discover-
ability, sentiment, competitive position.

H
Hub and Spoke Model: Content strategy with comprehensive “hub” content 
on broad topics linked to specific “spoke” content on subtopics.

J
JSON-LD: JavaScript Object Notation for Linked Data. Preferred format for 
schema markup implementation.

K
Knowledge Graph: Database of interconnected facts AI uses to understand 
entity relationships.

KPI (Key Performance Indicator): Measurable value demonstrating prog-
ress toward objectives. GEO KPIs: discoverability, share of voice, reputation 
score, citation share.
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L
Last-Touch Attribution: Gives full conversion credit to final interaction be-
fore conversion.

LLM (Large Language Model): AI technology powering ChatGPT, Claude, 
Gemini. Generates text by predicting likely word sequences.

llms.txt: Proposed file standard telling AI crawlers which content to prioritize 
(similar to robots.txt).

M
Multi-Touch Attribution: Distributes conversion credit across multiple cus-
tomer journey touchpoints.

N
NLP (Natural Language Processing): AI branch enabling computers to un-
derstand and generate human language.

O
Organic Traffic: Website visitors from unpaid channels, as opposed to paid 
advertising.

P
Perplexity: AI-powered search engine providing direct answers with citations. 
Known for real-time web access.

Position in Response: Where your brand appears in AI’s answer—first, 
middle, or end. Earlier = more influence.

Prompt: User’s input or question to an AI assistant.

Prompt Landscape: Complete set of queries your audience might ask AI 
about your category.
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R
RAG (Retrieval-Augmented Generation): AI retrieves current web information 
before generating responses. Enables real-time citations.

Reputation Score: Sentiment measurement (positive/neutral/negative) of 
how AI characterizes your brand.

ROI (Return on Investment): Ratio of net profit to cost. GEO ROI = AI-at-
tributed revenue ÷ GEO investment.

S
SaaS (Software as a Service): Cloud-based software delivered via subscription.

Schema Markup: Structured data code helping search engines and AI un-
derstand content meaning.

Sentiment Analysis: Determining whether AI mentions are positive, nega-
tive, or neutral.

SEO (Search Engine Optimization): Improving visibility in traditional search 
results. GEO builds on but differs from SEO.

Share of Voice: Percentage of AI mentions in your category referencing 
your brand vs. competitors.

Structured Data: Information in standardized, machine-readable format that 
AI can easily parse.

T
Training Data: Text corpus used to train AI models. Influences how AI un-
derstands topics.

Trust Transfer: Psychological phenomenon where trust in AI transfers to 
its recommendations.

U
User Intent: Goal behind a user’s query. Essential for creating content that 
addresses actual needs.
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V
Visibility Metrics: Measurements of brand appearance in AI responses—
discoverability, share of voice, position.

Y
Yolando: GEO analytics platform tracking brand visibility, sentiment, and 
citations across AI assistants.

Z
Zero-Click: When users get answers from AI without clicking to a website. 
Key driver of the SEO-to-GEO shift.

For current definitions and emerging terminology, consult industry resources 
and the Yolando knowledge base.
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About This Book
Currency Statement

Current as of: January 2026

The field of Generative Engine Optimization is evolving rapidly. AI platforms 
update their models frequently, new tools emerge regularly, and best prac-
tices continue to develop as practitioners share learnings.

What remains stable: 

•	 Core principles of authority, relevance, and accessibility 

•	 Psychology of AI trust and buyer behavior 

•	 Fundamental measurement approaches 

•	 Strategic frameworks for different business types

What may change: 

•	 Specific platform features and capabilities 

•	 Tool landscapes and pricing 

•	 Exact statistics on AI adoption 

•	 Technical implementation details

Staying Current
To ensure you’re working with the most current information:

1.	 Follow AI platform announcements from OpenAI, Anthropic, Google, 
and Perplexity

2.	 Monitor GEO industry publications and thought leaders

3.	 Test regularly — your own observations are the most reliable data

4.	 Join practitioner communities where learnings are shared

5.	 Revisit this book’s core frameworks while updating tactical details
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Companion Resources
For templates, tools, and updates referenced in this book, visit the Yolando 
knowledge base and resources section.

Feedback
GEO is a collaborative discipline. If you discover insights, corrections, or 
improvements to the frameworks in this book, the author welcomes feedback 
to incorporate in future editions.

This book represents the state of GEO practice as understood at time of 
publication. The principles are designed to remain relevant even as specific 
platforms and tools evolve.
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The following sources support the statistics and claims cited throughout this 
book. Sources were verified as of December 2025.

Footnotes

Industry Research Reports

•	 Forrester, “The Future of B2B Buying Will Come Slowly… And Then All 
At Once,” 2024

•	 McKinsey, “The State of AI” Global Survey, 2025

•	 6sense, “The B2B Buyer Experience Report for 2025”

•	 Clio, “Legal Trends Report 2024” (AI adoption: 19% to 79% in legal)

Platform Documentation

•	 OpenAI, official usage statistics and enterprise reports

•	 Google, Shopping Graph and AI shopping tools documentation

•	 Adobe Analytics, Black Friday and Cyber Monday ecommerce data

Marketing Benchmarks

•	 WordStream, “Google Ads Benchmarks by Industry,” 2024-2025

•	 Triple Whale, “Google Ads Benchmarks”

•	 Good2BSocial, “2024 Law Firm Web Traffic Trends”

Methodology Notes

•	 Statistics reflect data available as of December 2025

•	 Some figures are aggregated from multiple sources where noted

•	 Industry benchmarks vary by segment, geography, and methodology

•	 Forward-looking projections (e.g., Gartner 2026 predictions) are esti-
mates subject to change
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For the most current statistics and additional resources, visit the companion 
materials referenced in the About This Book section.



245



246



247



248



249

Winning Customers When Nobody Googles Anymore

Matt Bogoroch
Co-founder & CEO of BirdseyePost 
and Yolando
Matt Bogoroch built Yolando out of 
necessity. As CEO of BirdseyePost, a 
seven-figure direct mail technology 
company, he found himself outgunned 
by competitors with bigger teams and 
deeper pockets. He couldn't outspend 
them. He had to outsmart them—and 
that meant figuring out how to win in 
the places where buyers were actually 
making decisions.

Matt started looking for software that 
could tell him how his company ranked 
in ChatGPT and other AI platforms—
where more and more B2B decisions 
were starting. Nothing existed. So 
he built it himself: an internal system 
that tracked positioning across every 
keyword that mattered, benchmarked 
against competitors, and reverse-en-
gineered what was working. Every 
Friday, he sat down with his team to 
review where they stood in AI visibility 
and what they were going to do about 
it. They executed religiously. And it 
worked.

In 2025 alone, BirdseyePost attributed 
nearly $1 million in revenue directly to 
ChatGPT-driven discovery. That's when 
Matt realized he had another product on 
his hands—and the insights to write this 
book.

Before founding his companies, Matt 

spent four years in data science and 
management consulting dissecting 
advertising strategies for large enter-
prises—learning that most companies 
sit on goldmines of data they don’t know 
how to use. He co-founded Birdseye-
Post with his brother Adam and long-
time friend and colleague Shardul Frey, 
growing it to seven-figure revenue and 
millions in attributed client results.

Matt has been named to Forbes 30 
Under 30 in Marketing & Advertising and 
The Peak’s Emerging Leaders in Entre-
preneurship. Yolando and BirdseyePost 
are backed by Drive Capital. He lives 
in Toronto, where he still writes code 
most days, plays guitar, and gets lost in 
history books.
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