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Why Your Business Needs GEO
How to Be Found by AI: Your 2026 Blueprint — the short version

Half your customers already changed how they search

50% of U.S. consumers now intentionally use AI-powered search to guide buying decisions — across every 
generation, boomers included. Among them, 44% call AI search their primary and preferred source of information. 
Traditional search: 31%.

$750B
U.S. revenue flowing through AI search by 

2028

20–50%
Projected traffic decline for brands that 

don’t adapt

75%
Of Google searches showing AI summaries 

by 2028

McKinsey AI Discovery Survey, August 2025 (n = 1,927); McKinsey analysis and projections.

Being ranked is no longer the same as being found

Google now shows an AI summary on roughly half of all searches. Pew Research tracked what actually happens 
when one appears:

What the user did No AI summary AI summary appears

Clicked a traditional search result 15% 8%

Clicked a source inside the summary — 1%

Ended the session entirely 16% 26%

Pew Research Center, July 2025 — 68,879 Google searches from 900 U.S. adults, March 2025.

When an AI summary appears, the click-through rate is cut roughly in half — and the citation links inside the 
summary are clicked 1% of the time.

Ranking gets you a link nobody clicks. GEO gets you into the 
answer itself.

The number that should worry you most

A brand’s own website typically accounts for just 5–10% of the 
sources an AI engine consults when answering a question about 
that brand.
McKinsey & Company, “New Front Door to the Internet,” October 2025

Your website is not the story. It is a footnote in a story assembled from directories, reviews, associations, partner 
sites and press — most of which you don’t control, and many of which are wrong.



And only 16% of brands are systematically tracking how they appear in AI search. Nearly everyone is flying blind.

Why small businesses are the most exposed

Large companies can absorb a search-traffic decline. They have brand recognition, ad budgets, retail distribution, 
direct traffic and agencies. A small business that vanishes from AI recommendations loses one of the few 
customer-acquisition channels it could actually afford.

Business size Exposure Ability to recover

Small High dependence on organic discovery and 
reputation

Low budget, few alternative channels

Midsize Significant organic revenue; competitors moving 
first

Resources exist, execution fragmented

Large Enormous dollars at stake Strong brand, paid media, many channels

Largest dollar risk: big companies. Largest existential risk: small ones.

There is a capability gap underneath this too. U.S. Census data shows fewer than 20% of businesses with four or 
fewer employees use AI at all, versus roughly 37% of firms with 250 or more. The businesses least equipped to 
respond are the ones with the most riding on the outcome.

That gap is also the opportunity. It is a temporary competitive opening — and it is open right now.

Four things that determine whether AI knows you

1.  Citation Authority
An engine doesn’t know you exist because you have a website. It knows because you appear consistently across 
sources it already trusts. Inconsistency is worse than absence — four spellings of your name is four businesses to a 
machine.

2.  Answer Surface Area
Engines don’t recommend businesses in the abstract. They answer questions. Every question you’ve published a 
clear answer to is a surface you can be pulled into. “Contact us for a consultation” is not an answer, and no engine 
can cite it.

3.  Direct AI Visibility
When someone asks a question you should win, does the engine name you?

Don’t test this while logged in. If the engine has discussed your business with you before, it will name you — and 
that result is worthless. You’re measuring your own account history, not what a stranger sees.

4.  Conversation Readiness
Nobody types commercial hvac tampa into an AI engine. They say: “Our office HVAC keeps failing and the landlord 
says it’s our problem — who do we call and what should this cost?” Organize around problems, not service menus.

The full guide covers three more: Structured Data & Schema Markup, Content Authority & Expertise Signals, and 
Ongoing Discovery & Trend Monitoring.

Don’t abandon SEO. Expand it.

This is the correction most people get backwards. AI engines still rely heavily on indexed, authoritative web 
content — good SEO remains the foundation. GEO adds what SEO underemphasizes: directly answering real 



questions, consistent facts across every source, structured and machine-readable information, credible third-party 
citations, and actually monitoring what the engines say about you.

SEO gets you ranked. GEO gets you into the answer.

Why people hire this out

You can do this yourself, and the raw cost is small. We’d rather tell you how than pretend it’s magic. People hire it 
out for two reasons, and neither is that the steps are hard.

The failure modes are quiet. Every common mistake produces a confident, plausible, wrong number instead of an 
error message. An engine offered a search tool may decline to use it and answer from memory — nothing in the 
response says so. A retired model ID returns an empty column that reads as absence, and absence is what you’re 
measuring. The work isn’t running the queries; it’s the verification that makes a wrong number impossible.

And it’s a moving target. Model versions retire on the vendors’ schedule. Retrieval behavior shifts without 
announcement. New surfaces start mattering before anyone writes about them. Businesses that don’t notice 
experience it as an inexplicable slow decline — traffic down, phone quieter, nothing obviously broken. There is no 
error message for losing ground.

That’s the actual service: not the audit, but knowing what it means three months from now.

Start here — free, five minutes

• Open an AI engine in a private / incognito window.

• Don’t ask about your company. Ask the question your customer would ask: “Who should I hire to [the 
problem you solve] in [your area]?”

• Read the whole answer. Whoever it names instead of you is your real competition now.

Find out where you actually stand

GEO St. Score™ — a measured baseline across all seven dimensions, scored, with the evidence attached and 
the specific gaps named.

Market St. Radar™ — who is showing up in your market’s AI answers instead of you, and why.

Free 45-minute AI strategy call:  calendly.com/ai-smoothturtle

Smooth Turtle LLC
Tampa Bay, Florida

SmoothTurtle.com   •   ai@smoothturtle.com   •   (813) 444-8378

Sources: McKinsey & Company, “New Front Door to the Internet: Winning in the Age of AI Search” (October 2025); Pew Research Center, “Google users are less likely 

to click on links when an AI summary appears in the results” (July 2025); U.S. Census Bureau, Business Trends and Outlook Survey.

This is a GEO / AI-visibility guide. It deliberately does not cover classic search-engine ranking tactics.
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