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The way people decide what to buy changed faster than most
marketing organizations were able to adapt. Today, your customers ask
an Al model, and largely take the answer at face value. As a result, the
traditional keyword-centric playbook for search visibility doesn't map to
the highly personalized, conversational prompts your audience uses o
discover solutions today.

Achieving success requires rethinking how you measure visibility,
structure your confent, and organize your teams. This playbook breaks
down the four core components of enterprise AEO: understanding

the shift itself, measuring and winning Al visibility, benchmarking your

organization's readiness, and operationalizing it enterprise-wide.
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The AEO playbook:
A step-by-step framework

The most common mistake marketing leaders make when assessing Al visibility is
treatfing it as a single binary metric. Brand coverage varies based on persona and
infent stage. A simplified are we visible or not view is misleading and fails to capture
the nuanced ways Al personalizes information.
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Step 1: Build a prompt index

The foundation of any successful AEO playbook is the  It's a curated,
validated dafabase of the exact conversational queries and complex questions your farget
audience asks Al engines.

Every metric you'll report on, every content decision you'll implement, pulls its accuracy from
this one input. Build it loosely, and you'll spend a year optimizing against questions your
audience isn't actually asking.

Often, an AEO index is organized info two layers: topics and prompts. Topics are the broad
themes your business is looking fo own and the content pillars you'd defend in a planning
meeting. Prompts are the hundreds of specific questions per topic that reveal how real
people actually ask about them. That disfinction matters because Al engines evaluate
topical authority, not keyword coverage, so the index has to mirror how models organize
answers instead of how your site organizes pages.

Most indexes get assembled one of two ways: an LLM is asked fo brainstorm plausible
questions, or a vendor supplies a panel-derived list. Brainstormed prompts carry no

demand signal and no awareness of what your site can actually answer. Panel data is small,

generalized, and describes a market average rather than your buyers.
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Most prompt panel datasets are pulled by creating automated bots that simulate
human user behavior and prompt LLMs at scale, AKA scraping. While it's a
straightforward solution, scraping represents less than 1% of the real query landscape,
against the roughly 2.5 billion prompts a day on ChatGPT alone. Beyond the sample size,
the personas used for these prompt panels often don't resemble the personas enterprise
brands target

Prompt panels can also be unstable. These datasets can be cut off with little notice when
models update or privacy regulations change.

The test for a real prompt index is tfraceability. Every prompt should map back to
something verifiable—a specific persona, a specific moment in the buying journey,
content you own, and measurable search volume. If a prompt can't be traced to all four,
it's a guess wearing a dafa label.
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Persona

Deep Understanding
of Client Needs &
Behaviors

v

Your Site as
the Source

Your site is stored ina
vector database so
every prompt reflects
your real topical depth
— not a generic index.

Intent Your Content
Intent Across the Grounded in
Journey Captures Your Actual

Full Breadth
v v

Conductor's Difference

Topical Authority

Real Demand,
Not Panels

Grounded in 10+
years of organic
search data — not
shallow panel data

Proprietary
Fan-Out Model

driving visibility.

Our fan-out replicates
: the sub-queries Al ;
. engines run, so your data :

reflects what's actually

Search Demand

Backed by Actual
Volume in Your
Target Markets

v

Enterprise-
Grade Scale

Scale, segmentation,
. and reporting flexibility
across business units,

brands, and
geographies.
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This is the standard worth holding any vendor to, including us. It's the reason Conductor
builds your prompts fromm a map of your own content, so every suggestion reflects the fopics
you actually have authority on, rather than scoring you against a generic index, and grounds

them in more than a decade of search demand data instead of panels.

conductor

A reliable prompt index requires three critical inputs:

* Real search demand data: Accurate SEO data is a window info real user
infent, which makes it essential to unlocking great prompts. Root your
prompts in actual user behavior, leveraging fraditional SEO data, question-
based modifiers, and long-tail query variations to understand what users are

actually looking for.

« Your own site and content footprint: Analyze the fopics and entities your
website currently commands authority over to map existing strengths and

identify immediate optimization opportunities.

« Your competitive landscape: Evaluate where competitors are winning
citations fo uncover gaps in your own coverage and prioritize high-value

topics.

Once you gather these inputs, every topic must be expanded across three key dimensions.
Expanding each topic across persona, intent stage, and brand versus non-brand is what

makes the numiber actionable.

The Definitive AEO Playbook ‘ 6



It's the difference between:

« We appear in 68% of Al answers

» Developers find us, CFOs don't; we own the education stage and disappear

entirely af purchase.

The first tells you nothing you can act on. The second fells you exactly where to put

your resources.

One benchmark to hold your feam to: unbranded prompts should account for roughly 75%
of your index. You should already be winning visibility for branded searches. Unbranded
coverage tells you whether you're being discovered by people who don't know you exist yet

Advanced Prompt
Generation

Topics
Brand vs. Non Brand
Intent Stage

Persona

Inputs across personas, intent, and prompt type combine to
generate a statistically comprehensive prompt index

Personas Education  Comparison Pricing N::rg‘lc:(;:)n Purchase Support

Millenial
Shopper

Occasional
Gift Buyer

Designer

Bargain

Professional

High Net

Worth Loyalist %

PROMPTS
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Validation is critical here. Establishing measurement around these specific dimensions
from the start, rather than bolting them on later, ensures your data accurately reflects how
different users experience Al search.

conductor

See how Conductor builds
your prompt index

Grounded in real demand data, your confent footprint, and
your competitive landscape—not panels or guesswork.

Request a demo


https://www.conductor.com/get-started/
https://www.conductor.com/get-started/

Step 2: Define what success looks like

Most feams inherit their definition of success from SEO: a ranking, a share, a number that THE OUTCOME
goes up. Disproportionately THE SOURCE . New Content
i : Publish authoritative pages that answer-readiness.
Al search doesn't reward traditional search rankings. It rewards being the answer. Posifive :
gs. 9 ' Recommendation
o : : " . Optimize & Refresh Content
The oufcome worth targeting is a disproportionately positive recoonmendation: when an Al ‘ e | Update regularly to improve answer-readiness.
engine names or cifes your brand, it does so favorably and in the context you'd choose. THE LEVER our website

- . L , S Improve Website Health
That outcome isn't produced by any single asset. It's pieced fogether from everything an : Fix structural issues that block citation eligibility.

LLM can find about your brand. Your website is one source among several, and it's the only Ll D\ GLEn )

Ecosystem ! )
one you fully control. y | -A~ Earn Media Coverage
: @ Tier 1 press, tfrade pubs, and analyst mentions.
. . . . C ) \
LLMs pull the rest of their knowledge from third-party sites like analyst and trade coverage, : L
G2 and Trustpilot, Reddit threads, and Wikipedia entries. & ...... () gzpfcimifze ReTVie;N_IS f‘ Rg”ngs _
Third-qu’ry | . Capterra, Trustpilot, and category review sites. |
Sites ( )
L ) Influence Communities & References
Reddit, Wikipedia, forums, and listicle placements.
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If your citation or mention senfiment is unfavorable, publishing more content alone won't fix
it; the levers sit with other tfeams across the organization, like PR and product marketing.

Treating AEO as a content-only initiative caps the ceiling of the program before it starts.
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The Al mention spectrum

Despite how many teams report on them, not all mentions and citations are worth the same.

Being named as the recommended solution, appearing as one of six alternatives, and being
referenced without a link are three different outcomes that often get collapsed info one
number in AEO tools with a narrow scope. The Al mention spectrum separafes them, from
primary linked citation down to unlinked passive reference.

Your program can hold a strong overall visibility score for two straight quarters while the
quality of the mentions slowly degrades or skews neutral instead of positive.

Mention quality is just as important fo measure as mention volume, and both need to be
paired with senfiment analysis. Volume tells you whether Al engines see you. Quality fells you
whether being seen is worth anything. Senfiment tells you which direction it's working in. A

prominent, confidently cited negative mentfion does more damage to your brand and visibility

than not appearing at all.

Negative Non-

Recommendation No mention

A CMO and a CRO can type identical words and get different answers, because the
models infer confext from profile, history, and phrasing. So the most common way teams
evaluate AEO—running a few prompts and evaluating visibility based on the output—
produces an anecdote, not a measurement.

Scale and repetition are what make the number defensible: a large, segmented prompt
set, run consistently over fime. Individual answers stay unpredictable; the distribution doesn'.

For example, say that overage runs af 100% on brand and service navigation prompts and
under 20% on education prompts across nearly every persona. That's not variance, buf a
brand found by people who already know its name and is largely absent while buyers build
a shorflist.

Positive
Recommendation

conductor

Actively cautioned
against, surfaced
as a problem, or

named in a ‘what to

avoid' context.

Not mentioned at
all— absent from
the set, with no
signals or

acknowledgment.

Mentioned with
caveats, qualifiers
or damning - with
- faint- praise
framing.

Appears in Included in the Singled out as the
consideration set recommended setf best or only opfion.
without with favorable Authoritative

endorsement or
criticism. Listed
alongside
everyone else.

framing. Endorsed,
but not the hero.

framing positions

you as the category

leader.

conductor
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Step 3: Optimize your website

Of the two sources feeding an Al recommmendation, your website is the one you have direct

control over. THE SOURCE o New Content

Publish authoritative pages that answer-readiness.

Optimization breaks info three areas:

Optimize & Refresh Content

* The technical health that makes citation possiole. L ' .
: Update regularly to improve answer-readiness.

Y Websit
» The new content that makes you eligible. our Website

 The content optimizations that keep you competitive. Improve Website Health
""" Fix structural issues that block citation eligibility.

conductor
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1. Improve website health

If . it won't be visible, and all of your optimization
efforts will be for nothing. The page is either accessible or invisible.

Teams often create more content on top of sites with unresolved structural problems,
then read flat Al visibility as a content quality issue, and commission more. Resolve the
foundation first.

The good news is that issues can often be identified and resolved. For example:

« Confent that only renders through JavaScript

« Missing or incorrect schema

« Canonical tags pointing af the wrong version of a page

« Server response fimes slow enough that crawlers abandon the request
« Orphaned pages with nothing linking fo them

« Content sitting behind cookie walls, gates, or interstitials

None of these are strategic problems. Nobody owns them, and they don't surface in a
content review, so it's critical fo make sure your feam is monitoring your site's fechnical
infrastructure around the clock, in case issues arise.

A new consideration in Al search is what fo allow Al crawlers fo access. Managing your
robots.txt so legitimate Al bots can reach your most valuable content while proprietary
material stays profected is a web and IT conversation rather than a content one, and it's a
conversation most marketing organizations have never formally had.

conductor

2. Create new content

Next, you need fo prioritize creating new confent. Every prompt you're competing for needs
at least one owned page built fo answer it directly, and with a unique, expert perspective
on the fopic. Generating Al content on a topic that sounds like everyone else's won't move
the needle. You need to leverage your own authority and unique POV.

For example, brands should think about creating the following content:

« Creafe comprehensive "buyer’s guides"” to help users make purchase decisions
« Adding chunkable content like FAQs and pro fips to your content

« Create detailed product pages with optimized structure

« Creafe competitor comparison confent

You can't be cited for an answer you never published, and optimization on adjacent confent
is no substitute for a page that addresses the prompt head-on.

The Definitive AEO Playbook ‘ I
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3. Optimize your existing content

Finally, optimizing your existing pages is still critical to your visibility. This ensures that your
most important confent is fresh and has the most up-to-date insights and data behind it

The first key fo optimizing your confent is extractability: clear headings, the direct answer

stated up front, structured data, and content organized the way a model would want to lift it.

Al engines favor recently updated sources, which means a page that was authoritative in
January can quietly stop being cited by June without anything about it changing. Updating
statistics, examples, links, and claims isn't housekeeping—it's what keeps a citation you've
already earned.

The useful shift here is where the diagnosis comes from. Your citation data should tell you
which action fo take in ferms of creatfing net new content or optimizing existing content.

What you see in Al citations What to do

Reddit, Wikipedia, generic sources —»  Build / Optimize

Low-quality or thin sites —  Build / Optimize
Your competitors —>  Build / Optimize
Zero citations at all — Improve Site Health
Your own page already cited —> Refresh

Every prompt deserves at least one strong owned page.
You can't be cited if you don't exist.

conductor
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If a competitor holds the citation, you have a specific confent gap and a benchmark to
beat with new content. If Reddit, Wikipedia, or a generic aggregator holds it, no one owns
the category, which is the highest-return opportunity on the board and the one most
teams never look for. If your own page already holds it, the job is fo optimize and ensure it's
accurate as time passes.

Keep in mind that zero citations anywhere on a prompt you've created content around and
want fo be visible for is a fechnical signal that something is keeping your confent from being
properly crawled,

That turns confent operations from a one-off publishing calendar info ongoing
maintenance with weekly analysis, monthly refinement, and confinuous updates.

The Old Way

Annual Content Maintenance

The New Way

Dynamic. Continuous Optimization

® @ o @ - ® ® ®
Creating Yearly Yearly Creating Weekly Monthly Frequent
Content Update Update Content Insights ~ Refinements Updates

Slow & Static Fats & Agile

conductor

It's also the point where Al earns its place in the workflow. Purpose-built AEO content
generation fools, like , compress research, drafting, opfimization, and
refresh cycles and combine them with real-time search intelligence to make a more active
cadence scalable af enterprise volume.
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https://www.conductor.com/platform/content-creation-optimization/

Recap:
What should you actually do

« Confirm Al crawlers can reach and render your priority
pages. Check JavaScript rendering, robotstxt, and CDN-
level boft rules before funding any new contfent.

« Assign ownership of technical health. Most of the time,
these issues persist because nobody owns them, not
because they're difficult to resolve.

* Publish at least one strong owned page for every prompt
you're competing for. Eligibility comes before optimization.

* Let citation data assign the work. Competitor citations
reveal confent gaps. A generic source cited means an open
category. Your own page cited means optimize and keep it
current. Nothing cited means a fechnical problem.

* Put refresh on a schedule, not a backlog. How current and
accurate your confent is has become a visibility input, and it
needs a standing resource rather than a campaign budget.

Turn your citation data into
optimized Al visibility

Conductor tells you who holds the citafion, where the gaps are, and what to do
next, so your team optimizes the right pages, not just the most visible ones.

Request a demo


https://www.conductor.com/get-started/
https://www.conductor.com/get-started/

Step 4: Optimize third-party mentions

When a model assembles an answer about your category, it draws on sources that have
no stake in the outcome, in addition fo your own authored work. Al engines like to leverage
these third-party sources because they're inherently more neutral and unbiased about your
brand than your own published content is likely fo be.

Third-party senfiment is the more difficult aspect of your site visibility to optimize, but it's
also where Al recommendations are usually decided.

While with owned content, you earn visibility by building it, you can't build authority in
third-party sources as easily. You can ship a page in a sprint. You can't ship a G2 review,
an analyst mention, or an organic Reddit thread recommendation, and any attempt to
manufacture them carries real

The optimization work for third-party sites is divided info three areas:

1. Earned media and trade coverage
2 Reviews and ratings
3.Community participation

All three are influenced rather than controlled, which changes how they're planned,
resourced, and measured.

conductor

THE SOURCE . @ Earn Media Coverage
: Tier 1 press, trade pubs, and analyst mentions.

C& @ Optimize Reviews & Ratings

--------- G2, Capterra, Trustpilot, and category review sites.
Third-Party Sites i i sery

OﬁQ Influence Communities & References
Reddit, Wikipedia, forums, and listicle placements.

conductor

Start where engines already look

What you can do is look at the review platforms, trade publications, and forums where Al
engines are actually sourcing answers in your category, and concentfrate your effort on
those specific properties. The right solution can show you where Al is pulling information
from and whether it's from a competitor or you.

The Definitive AEO Playbook 14
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Pro Tip:

It's key to measure your Al visibility against both your direct and indirect
competitors to get a sense of how your visibility compares to the top names in
and out of your industry.

You may not see some sources, like Wikipedia or Reddit, as competitors, but
in ferms of Al visibility, they are. Those sources, and others like them, are
competing with brands like Nike for citations and menfions just as much as
Adidas is. Al will pull what it deems to be the best information from the best
source from across the web, not just your industry.

Most brands instead spread third-party investment across the outlets they've historically
valued, which may have no overlap with the ones Al engines cite.

These levers sit with PR, custormer marketing, and community teams that rarely see Al
visibility data. Getting that datfa in front of them often costs fewer resources than other
content strafegies and tends to move the number faster.

@ Earn Media Coverage @ |

Tier 1 press, frade pubs, and analyst mentions. }
\ J : THIRD-PARTY ACTIVITY

@ Optimize Reviews & Ratings R Tier 1 & Trade Placements
G2, Capterra, Trustpilot, and category review sites.

Review Volume & Sentiment

p N : Community Activity

Oﬁo Influence Communities & References
Reddlit, Wikipedia, forums, and listicle placements.

conductor
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Earn placements in sources that get cited

Tier 1 press, trade publications, and analyst coverage build the entity record LLMs rely
on to establish category authority. The more consistently your brand appears in credible
independent coverage, the more confident an engine will be in placing you in an answer.

Historically, this has been slow, manual, and hard to connect to any visibility outcome.

That's the gap Conductor's closes. Conductor identifies where
your brand is missing from high-citation sources and where competitors are winning them;
Noble handles the activation, identifying which external properties matter most, automating
outreach and negotiation, and managing placements end to end.

Manage reviews as a live signal

Review platforms are among the most consistently cited sources in Al answers about
products and services, and they work differently from the ratings dashboards most
teams monitor.

Al engines synthesize the substance of reviews, not the average rating. A strong overall
rating carrying recent detailed complaints about onboarding, support responsiveness, or
pricing can still produce an unfavorable summary, because the model is prioritizing what
people wrote rather than solely relying on how they scored the product.

That makes three things critical for your visibility:

 Recency because models prioritize fresh input
« Specificity because detailed reviews give engines more to quote

* Your response because visible, substantive replies o criticismn become part
of the record that models read

It pays to reach out to customers and run campaigns to drive reviews fo third-party sites,
and it should really be a standing motion inside customer marketing rather than a quarterly
push before renewal season.

The Definitive AEO Playbook ‘ 15



https://www.conductor.com/blog/conductor-noble-partnership/

Participate in community conversations without selling

Reddit, industry forums, and Wikipedia are the least controllable sources and often the most
cited, which makes them the highest-risk and highest-return area on this list.

The rules of engagement are narrow, and getting them wrong is worse than not showing up:

« Answer questions; don't pitch your product. The contributions that earn
visibility are the ones that help someone with a problem, including when the
honest answer isn't your product. Communities identify promotional intent
quickly and punish it harshly.

Disclose affiliation every time. Undisclosed brand participation gets removed,
and on Reddit, it can get a domain banned outright. Transparency isn't just
compliance; a named expert who says who they work for is more credible than
an anonymous recommendation that is later uncovered to be an employee.

Send people, not brand accounts. Subject-matter experts posting under their
own names build durable authority. Corporate accounts dropping links build
nothing.

Provide facts, don't manage narrative. Politely fixing an inaccuracy with a
source can add fo a conversation. Arguing with a negative opinion won't, and it
tends to generate more of the senfiment you were frying to fix.

Leave Wikipedia to editors. Editing your own entry violates conflict-of-interest
guidelines and typically gets reverted. The productive path is ensuring credible
independent sources exist for editors to cite, and using talk pages to flag
factual errors with references. You can also work with Wikipedia editors to
ensure that content on pages about you is accurate. Wikipedia wants to provide
readers with correct and verifiable information, so they often work with brands
on ensuring information is up to dafte and accurate.

This is a sustained effort that needs a dedicated owner, not a one-off campaign, which is
why most organizations struggle with it

conductor

Recap:
What should you actually do

« Identify which third-party sources Al engines cite

in your category—then compare that list against
where you currenfly invest

Get citation data in front of PR, customer marketing,
and community. These feams control the levers and
usually can't see the scoreboard

Close citation gaps systematically rather than
through one-off oufreach, and measure placements
by their effect on visibility rather than by volume.

Create a plan and run campaigns to drive user
reviews, and monitor review substance, not just the
star average.

Assign a named owner for community
parficipation—with clear rules on disclosure, and a
mandate fo help rather than sell




Step 5: Measure and monitor your Al search performance

Every step so far is critical, but none of them is a one-and-done process. Models retrain,
competitors publish new contfent, your own pages age out of favor, and a fechnical change
ships without anyone connecting it to Al visibility drops.

So this step is really about ensuring measurement and moniforing are a continuous process.
Here's a 4-step process to implement to ensure your efforts are informed by the latest
visibility data, and you're able to report on true visibility ROI:

1. Track: What activities are we logging across confent and third-party sources?
2.Diagnose: What's moving and where are we stuck?

3.Decide: Which pages are winning and need a refresh? Which ones aren't winning
and need new content?

4. Act: How do we improve our work cross-functionally and implement solutions faster?

conductor

T

CONTINUOUS
IMPROVEMENT
LOOP

STEP 2

DIAGNOSE

What activities are we
logging across content and
third-party sources?

DIAGNOSE
What's moving and where
are we stuck?

Which pages are winning and
need a refresh? Which aren't
winning and need new confent?

ACT

How do we unblock
cross-functionally and go
faster?

conductor
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A team completing this cycle monthly compounds ifs position against a competitor running
it quarterly, and given how durable citation patterns become once established, that gap
widens rather than closes.

Coverage erodes over weeks as competitors gain ground or confent ages, and a regular
review cycle catches it in fime fo respond.

Technical issues produce instant visibility drops. An accidental disallow directive, a broken
schema implementation, or a rendering change that hides your primary content from Al
crawlers doesn't produce a gradual decline. They remove you from answers entirely. That
requires on site health, not a line item in a monthly report.

It's also worth knowing that this loop tends fo break at the handoff from a visibility insight
to a person on another team with the ability to do something about it. If the diagnosis
lands with content, PR, or web development as a request with no priority aftached, the
optimization loop has essentially stalled.

The brands winning Al search are the ones
watching it continuously

Conductor monitors your Al search performance in real fime—alertfing your feam fo citation drops, fechnical

failures, and competitive shifts before they compound info revenue problems.

Request a demo



https://www.conductor.com/platform/features/real-time-alerting/
https://www.conductor.com/get-started/
https://www.conductor.com/get-started/

How to execute
the AEO playbook

Executing this playbook requires an executive perspective to align the right people,
establish the right processes, and deploy the right fechnology.

To close the gaps and successfully prioritize AEO strategies, you need to evaluate
where your organization stands foday and map a deliberate strategy
toward maturity.

Keep in mind that a mature SEO program doesn't directly translate info AEO maturity.

Solid technical foundations and a proven enterprise confent strategy give you a head
start, but they typically don't get you fo long-term maturity.

SEO maturity is built around rankings, crawlability, and backlinks. AEO maturity is built
around citability, entity clarity, and whether your feams can act on shared visibility
data and insights.

conductor
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The four pillars of AEO maturity

The is carried by these four pillars:

STAGE 1 STAGE 2 STAGE 3 STAGE 4 STAGE 5 . Peop|e; Who owns it

Reactive Operational Strategic Authority-First Agentic
: * Process: How the work gets done

« Tech: What tfechnology supports it

P SEO SEO & Content  Cross-functional ~ Enterprise Al-guided
eople .
Owner Aligned AEO Team Governance Teams « Meftrics: What gets measured
AEO Authorit An organization can license an enterprise platform, build sophisticated dashboards, and still
. R tabl uthority , , L
Process Ri?XCT'VG V?/Erekil gvk\D/ Se Embeddedin  Managed Across ()Au:omc’rfd genero’re. S’rqge 2 outcomes, because AEO remains one person's secondary responsibility,
es Planning Channels primization and nothing in the workflow forces a decision.
. The right tool can accelerate a strategy, but it can't create one from scratch.
SEO Centralized Unified E\r}:‘géﬁ;se Al Agents &
Tools Data Intelligence il e{ s Orchestration Expect unevenness as you measure, as metrics are likely fo vary by business unit or topic
area rather than resolving info one tidy score. The distance between your strongest and
Metrics Traffic & Visibility Citations & A;ThQFiTY & i Predichive& WeokesT pillar is your roadmap; closing that gap usually returns more than advancing the
Rankings Tracked Share of Voice LSINess orecasting pillar you're already good at.
Impact Optimization
conductor
conductor The Definitive AEO Playbook ‘ 20
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The fives stages of AEO maturity

Owning Your Narrative
Through Al Automation

Managing Authority
Across Al Surfaces

Aligning Objectives &
Cross-Functional

Execution

Standardizing
Repeatable Workflows

Responding to the
Changing Search
Landscape

STAGE 1
Reactive

CONTENT-CENTRIC | 'Doi

$%sconductor



The fives stages of AEO maturity

Stage 1 — Reactive Stage 2 — Operational Stage 3 — Strategic Stage 4 — Authority-First Stage 5 — Agentic

( ) 4 ) ( N\ N\ )

» Goal: Be the definitive » Goal: Orchestrate and

« Goal: Understand how to » Goal: Drive business value

* Goal: Centralize and organize

get visible.

* The tell: Executives are asking

about Al search, and no one
can answer them.

People: Individual contributors
or agencies managing SEO
and content independently,
with no dedicated

AEO ownership

Process: Reactive, ad hoc
responses to Al search changes
with no documented workflows
or editorial standards

Metrics: No formal Al visibility
tracking; executives are starting
to ask questions teams can't
yet answer

Tooling: Disconnected point
solufions with no unified
view of Al or traditional
search performance

the effort.

« The tell: You frack Al visibility,

but only content and SEO
care about it.

People: Core SEO and content
teams aligned on AEO basics,

with emerging ownership and

shared editorial standards

Process: Documented content
optimization workflows in
place; basic Al search policies
established but not

yet cross-functional

Metrics: Al search visibility is
being fracked af the channel
level, but not yet tied to
broader business KPIs

Tooling: An AEO platform like
Conductor is in use for core
teams, providing unified visibility
across Al and traditional search

cross-functionally.

« The tell: Al visibility shows
up in revenue conversations;
coordination is still manual.

answer everywhere.

The tell: The mandate comes
from the C-suite; workflows
are sftill more manual than
they should be.

aufomate the whole process.

The tell: Agents handle routine
execution; your senior people
spend their fime

on governance.

« People: AEO spans marketing/
brand, PR, product, and web
teams; a dedicated leader or
function owns the program
with executive visibility

* Process: Cross-functional
workflows connect content,
technical, and brand teams
around a shared AEO strategy
and editorial calendar

* Metrics: Al visibility fied fo
revenue metrics; shared
dashboards serve multiple
departments with
consistent reportfing

« Tooling: AEO platform
infegrated directly with CMS,
CRM, and Bl fools, providing @
unified source of truth
across functions

People: C-suite mandate drives
company-wide adoption; every
customer-facing team has AEO
embedded in their day-fo-day
responsibilities

Process: Automated cross-
team reporting and real-time
alerting replace manual
coordination; brand messaging
is consistently governed

at scale

Metrics: Real-time executive
dashboards frack share of
voice, senfiment, and citation
share across all Al engines

Tooling: AEO platform serves
as the single source of truth for
the entire enterprise, feeding
live intelligence into

every function

People: Senior strafegists

and brand governance leads
oversee the program; Al agenfs
handle roufine execution fasks

Process: Agentic loops
automatically monitor, surface,
and act on AEO insights;

human practitioners focus on
compliance and strafegic pivots

Metrics: Al-native funnel
analytics prove full-funnel RO,
aufomated reporting surfaces
anomalies and opportunities in
real time

Tooling: AEO platform powers
Al-native workflows, feeding
real-time intelligence directly
info agentic pipelines across
the enterprise




Stages 1 and 2 are content-centric—AEO done from the bofttom up by practitioners who Stage 1 to Stage 2 moves relatively quickly, because it's largely an ownership and fooling
found the problem before the organization did. This is where most organizations fall right now.  problem you can solve inside your own org.

Stages 3 through 5 are based on authority and are the Al answer, driven from the top down. Stage 2 to Stage 3 depends on executive engagement and cross-functional cooperation
That's not an incremental step up the ladder. It's a change in who's holding the wheel. that you can't unilaterally assign, which is why most organizations don't make this leap.
This is why the Stage 2 to Stage 3 fransition is the one most organizations struggle with. Stages 4 and S require sustained investment across all four pillars before you can

Everything before it can be accomplished by a motivated team. Nothing after it canbe done  start automating.

without executive buy-in and sponsorship.
Y P P Again, our experience with hundreds of enterprise customers shows that most companies

What each fransition actually requires: are in Stage 1 or 2 today. Translation: the majority of your market is stuck at the point where

an executive decision is needed.
« Stage 1= 2: Establish clear ownership of the AEO function, connect visibility

tracking, and align SEO and content on a shared editorial plan.

« Stage 2 = 3: Earn executive sponsorship, extend AEO beyond the search and
confent feams, and infegrate AEO technology with the broader enterprise
stack.

« Stage 3 = 4: Achieve company-wide adoption of Al search intelligence, build
a real-time reporting infrastructure, and convert KPI fracking into a fop-down
mandate.

« Stage 4 = 5: Implement agentic workflows fo reduce manual overhead without
loosening brand governance or compliance.
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Operationalizing AEO
across the organization

Transforming your website info an Al-ready growth engine requires breaking down
the traditional silos that separate SEO, content, and technical web teams. Modern AEO Team
To successfully operationalize AEO across a complex enterprise, organizations have ,
to adopt a unified approach fo inteligence and execution.
© & Ca

AEO Content Social Coms Product & Brand Technical
Measure Al Visibility Generate Identify Journalists Break Down Get 24/7 Alerts
& Correlate AEO-First Content & Earned Media Negative When Technical
Mentions, Citations Drafts & Sources that are Sentiment by Issues Render Your
with Key Business Optimizations in Impacting Brand Product Line & See Content Invisible fo
KPIs Writing Assistant Sentiment Language LLMs Al Crawlers
are Using
conductor
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Six things have to be frue for a program fo run at enterprise scale. is the only end-to-end, enterprise AEO platform built on the industry's most

complete data engine to power this exact transformation.
« Assign ownership by citation source type. Owned confent and site structure

sit with content, SEO/AEO, and web development. Technical health sits with By combining unparalleled AEO and SEO intelligence, scaled Al confent generation, and
web and IT. Earned media and analyst coverage sit with PR and comms. real-fime website monitoring info one secure platform, Conductor replaces disconnected
Reviews sit with customer marketing and customer success. Community tools with a single source of truth.

presence sits with product marketing and named subject-matter experts.
Measurement and reporting sit with marketing ops. Without that map and
regular collaboration between these feams, AEO insights land as unassigned
requests, and visibility is lost regardless of tooling.

« Monitor Al and traditional visibility together, not in separate systems.
Teams need one view o weigh frade-offs and connect performance to
business impact rather than defending two disconnected scorecards,

« Generate and optimize content built to be cited, not just ranked. The
structural requirements differ, and they're most efficiently applied while
content is being written rather than retrofitted afterward,

« Activate third-party sources deliberately. Identifying which external
properties Al engines actually cite, closing those gaps systematically, and
measuring the visibility effect has to be a managed motion with a named
owner, not the byproduct of whatever PR happened to land that quarter.

 Monitor site health and Al crawlability in real time. Technical failures will
remove you from answers until someone nofices.

» Make AEO intelligence available to any agent, LLM, or Bl tool your teams
already use. Intelligence that lives only in a dedicated platform reaches only
the people who log into it. Getting it info the systems where PR, product, and
web teams already work is what turns cross-functional ownership from an
org chart info a habit,
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https://www.conductor.com/

The AEO playbook
INn review

Building a successful and scalable AEO strategy comes down to building
an index you can defend, defining success as a favorable recommmendation
rather than a ranking, fixing the surfaces you own, influencing the ones you
don't, and keeping the loop turning.

What will separate the brands that own Al answers from the ones that
disappear info them is whether the organization is built to execute that
sfrategy. That's an executive question rather than a practitioner one, and
it's exactly why most companies’ AEO maturity is stalled while the citation
patterns in their category quietly solidify around someone else's expertise.
Visibility in Al search compounds for whoever establishes it first. Honestly
ssess where your AEO strategy stands, and where you have the most
ity fo grow, then start optimizing.




