
The Marketer’s AI 
Visibility Handbook
How to Stay in Your Buyer's AI Answers in 2026

Optimize for...

Lifestyle /Streetwear 
consumers
Sneaker enthusiasts, fashion-conscious 
en  & Millennials, pop-culturedri ven 
buyers that value design, aesthetics, 
limited drops, and cultural relevance.

Optimize for...

Performance athletes
Performance-focused consumers such as 
serious runners, basketball players, socce
r players, gym-goers that value innovation 
and quality.

Share of voice

Percentage of AI-generated 
answers in which your brand is 
mentioned, compared to 
competitors who were mentioned 
for the same query.

Other 12%

Adas 15%

Redox 10%

Azecs 3%

You 60%

Who this is for

CMOs and Digital Performance Leaders

Organic Strategy and Content Leaders

Media and Paid Amplification Leaders

What you will get

A quick AI visibility risk check you can use today

3 shifts that directly impact your P&L

12-to-18 month roadmap that plugs into your planning

Execution without having to build an AI task force
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AI Visibility Risk Check
Answer yes or no for your brand today. Be honest— 
this is a planning tool, not a scorecard for your board.

Do you know how often your brand 
is recommended by major AI 
assistants for your top categories 
and use cases?

Are you tracking AI share of voice 
(mentions, recommendations, 
sentiment) alongside traditional 
brand and search metrics?

Do you have at least one live 
experiment where your products or 
offers are integrated into an AI 
assistant or buyer bot?

1 3 5

Do you have a single, authoritative 
brand narrative (claims, constraints, 
positioning) that AI systems can 
reliably ingest?

Is there marketing-specific AI 
governance in place: what data AI 
can use, what claims are allowed, 
what is off-limits?

2 4

Count your "yes" answers

0 to 1  yes 2 to 3 yes 4 to 5 yes

High Risk In Motion Early Leader
You are flying blind while consumers 
and competitors move to AI-mediated 
journeys. You likely don't know how AI 
systems are representing your brand 
today, and that uncertainty is the 
biggest risk of all.

You have pieces in place, but visibility 
and governance are fragmented. 
Competitors who move faster can 
leapfrog you in AI recommendations 
while you are still connecting the dots.

You are ahead of most brands. The 
question now is how fast you can 
scale what is working and 
institutionalize it across your 
organization before the window of 
early advantage closes.
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Why this matters
No matter where you scored, AI systems are already 
shaping how buyers discover and evaluate brands in 
your category. The difference is whether you are actively 
managing that presence or reacting to it. The rest of this 
playbook shows how to close the gap, or widen your 
lead, in 12 to 18 months.

Three Shifts That 

Actually Change Your P&L

1 AI Becomes Marketing's 
Operating SystemS

h
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t

What's happening Why Marketing Leaders should care 

AI now sits underneath planning, creative, media buying, 
optimization, and measurement. Platforms are moving toward a 
model where marketers upload assets and a budget, and AI 
handles delivery. Internally, around two-thirds of companies 
report clear value from AI agents in marketing and CX. But if 
your brand data and constraints aren't wired in, the system 
optimizes around generic category rules, not your strategy.

Faster, cheaper decision cycles and fewer people doing 
manual optimization sound like a win. Until you realize the  
AI making those decisions doesn't know your positioning, risk 
rules, or competitive claims. You lose control of how your 
brand shows up, and you may not even notice until market 
share has moved.

Metric to watch
Decisions to make this quarter

% of marketing workflows where AI is the 
default engine, not an experiment.→ Pick 2 to 3 use cases to standardize on AI (creative testing, 

budget reallocation, audience insights).

→ Define the minimum brand data package AI systems must 
use: products, pricing, positioning, risk rules.

→ Assign a single owner for  "AI marketing OS" across 
 media, creative, analytics, and martech.
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2 AI Agents Become 

a New "Audience"S
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What's happening

Roughly 1 in 4 AI users already rely on AI-powered shopping 
assistants, and that number is climbing fast. Shopping-related 
queries in AI chat tools nearly doubled in a recent six-month 
period. Consumers are using assistants to research, shortlist, 
and even purchase. Internally, brands are deploying agents that 
mediate procurement and vendor decisions. You are now 
marketing to humans and machines simultaneously.

Decisions to make this quarter

→ Treat AI agents as a named segment in your  
segmentation and planning.

→ Define suitability rules for products: where they  
should and shouldn't be recommended.

→ Run simulations of how assistants describe you  
vs. competitors for your top buying journeys.

Why Marketing Leaders should care 

If you're not in the agent's consideration set, you may never 
reach the human behind it. Agents reward structured, 
machine-readable clarity over clever slogans. Category share 
in agent recommendations is becoming a leading indicator  
of future revenue, and right now most brands can't even 
measure it.

Metric to watch

% of priority journeys where your brand is  
recommended by AI agents vs. competitors.

3 From SEO to GEO 

(Generative Engine Optimization)S
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What's happening Why Marketing Leaders should care 

Generative and conversational search increasingly sit between 
users and traditional results pages. Answers are assembled by 
AI, not ranked as links. About 41% of US consumers already 
express interest in AI-enhanced search for shopping, and the 
shift from "ten blue links" to composed answers is accelerating. 
Classic SEO metrics are telling a shrinking part of the story.

Organic traffic and branded search can look stable on your 
dashboard while AI answers quietly shift share to competitors. 
"Zero-click" can quickly become "zero-visibility" if your brand  
isn't in the generated answer. The brands that lean into GEO  
first will lock in early advantage at a lower effective cost  
per recommendation, the same pattern as the early days of  
paid search.

Decisions to make this quarter
Metric to watch

→ Run a GEO audit: where do you appear in AI-generated 
answers, where are you absent, and who replaces you? AI share of voice, the % of relevant category queries  

where your brand appears in AI answers.
→ Establish GEO guidelines for content and PR: what claims, 

formats, and sources most influence AI answers.

→ Add AI share of voice as a standard KPI in  
brand, search, and performance reviews.
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Your 12-to-18 Month AI Visibility Roadmap

Months 1  to 6:  Foundation

Objective: Actions to take:

See the problem clearly and structure 
your data before you scale activity.

Run an AI visibility audit across AI assistants,  
generative search, and key retail / search partners.

You know it's working when:

You have a baseline AI share of voice / 
recommendation rate vs. 2-3 key competitors, 
and there is a single, approved source of brand 
truth that AI systems can access.

Build a brand knowledge graph: products, pricing,  
claims, constraints, proof points, guidelines.

Connect that graph to at least one AI environment  
(assistant, search product, or shopping engine).

Establish marketing-specific AI governance: what data  
can be used, which claims are approved, what must never  
be generated.

Months 7 to 12:  Expansion

Objective: Actions to take:

Turn visibility and structure into 
revenue-relevant experiments.

Launch AI-native campaigns designed first for  
conversational experiences and agents, then adapted  
to web / social / search.

You know it's working when:
Integrate AI share of voice and recommendation  
metrics into brand health dashboards and QBRs.

You can connect changes in AI visibility to shifts in 
leads, revenue, or brand lift, and have at least one 
repeatable playbook for improving AI visibility and 
seeing business impact.

Pilot at least one assistant / buyer bot partnership where  
your offers are directly integrated into agent workflows.

Mine AI conversation logs and search transcripts  
(where permitted) to update messaging, FAQs, and  
objection handling.

Months 13 TO 18:  Scale

Objective: Actions to take:

Treat AI ecosystems as core  
distribution and experience platforms.

Give AI ecosystems a dedicated budget line and OKRs,  
not just "innovation" funding.

You know it's working when:

AI share of voice and recommendation rate are 
standard line items in ELT reviews, and AI-mediated 
journeys contribute a visible, growing share of revenue.

Co-develop AI-native brand experiences (brand agents,  
in-AI apps, or deep integrations) within leading ecosystems.

Continuously refine first-party data and the brand  
knowledge graph as the definitive source AI systems  
use to represent you.

Expand governance and reporting so AI visibility  
is managed alongside paid, owned, and earned channels.
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Learn more at gist.ai/geo.


