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Executive Summary

In 2026, enterprise search spans Google SEO, GEO for ChatGPT and Gemini, AEO for voice assistants, and
platform-specific optimisation for YouTube, Reddit, and LinkedIn. The enterprises winning aren't choosing
between SEO and GEO — they're integrating both into a unified discovery strategy. This 8,500-word
playbook provides the governance, team structure, workflows, and measurement frameworks to make that

happen.
34 % 70-80% 20-30% 90 days
More Google traffic vs chatbots Recommended SEO budget GEO budget and growing Silos to integration transition
(WordStream) allocation plan

Chapter 1: Why Integration Matters

1.1 The Scale Difference

WordStream's 2026 study of 1,000 enterprise sites found Google generates 34x more traffic than chatbots.
Al-driven traffic accounts for roughly 3% of organic traffic — growing, but still small. You can't abandon SEO
for GEO, but you can't ignore GEO either. They serve different purposes and must work together.

1.2 The Foundation Principle
Strong SEO foundations are a prerequisite for GEO success. Without them, Al systems have nothing reliable
to ingest:

m Technical SEO — crawlability, indexation, site architecture
m Core Web Vitals and page experience scores

m Structured data and schema markup implementation

m Quality content with clear information hierarchy

m Authority signals: backlinks and entity recognition

1.3 The Cost of Silos

Organisations with separate SEO and GEO teams consistently face:
m Duplicate content efforts and conflicting optimisation priorities
m Inconsistent brand messaging across channels

m Missed cross-channel amplification opportunities

m |nability to measure unified business impact
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Chapter 2: Strategic Alignment

2.1 Role Definition

Technical Foundation Lead Support SEO ensures crawlability and technical health; GEO
provides Al-specific requirements

Content Strategy Collaborate Collaborate Joint planning for content serving both search and Al
discovery

Keyword / Topic Lead — Lead —conv  Complementary research: SEO for keywords, GEO for

Research search ersational natural language
queries

Structured Data Lead — Lead — Al SEO implements standard schema; GEO ensures Al
schema.org extraction extractability

Measurement Lead —ranki  Lead — Al Shared dashboards with unified KPIs across both
ngs/traffic visibility disciplines

2.2 Shared KPIs
m Unified Revenue Attribution — revenue from all organic channels, properly attributed
m Total Share of Voice — combined visibility across search and Al platforms
m Branded Search Growth — driven by both SEO and GEO activity
m Content Efficiency — ROI per asset serving multiple channels

2.3 Annual Planning Integration
m Q4 — joint planning for next year's content themes
m Q1 — shared content calendar development

m Quarterly — unified performance reviews with cross-functional attendance

m Monthly — cross-functional check-ins on priorities and blockers
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Chapter 3: Team Structure Models

Three proven models for structuring your teams. Choose based on organisation size, maturity, and goals.

1. Centralised (Single = Smaller enterprises; limited = Complete alignment by design; Requires T-shaped skills;

Team) resources; just starting efficient resource use; simple may lack specialisation;
GEO communication scaling challenges

2. Hub-and-Spoke Large, decentralised orgs Consistent strategy across the Requires strong

(Centre of with multiple brands or organisation; specialist hub governance;

Excellence) business units expertise; local flexibility communication overhead;

potential inconsistency

3. Embedded Large, centralised Deep daily collaboration; Silo risk if poorly managed,;
Specialists enterprises with established  knowledge transfer; flexible requires strong leadership
SEO teams scaling

Decision Framework

Organisation Type Recommended Model

Small enterprise (5-10 person search team) Start centralised; add specialists as you scale

Large, decentralised (multiple brands/BUs) Hub-and-spoke with strong central governance

Large, centralised (established SEO team) Embedded GEO specialists within existing pods
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Chapter 4. Governance & Workflows

4.1 Integrated Content Creation Workflow

Topic Selection
SEO + GEO + Content — search volume, Al citation potential, business priority

Content Brief
SEO + GEO — includes search keywords AND Al extraction requirements

Content Creation
Content team — write for humans, structure for Al

SEO Review
Keywords, meta data, internal linking, schema markup

GEO Review
Extractable formats, information gain, citation potential

Publishing
Content ops — all requirements verified before going live

Performance Tracking
SEO + GEO — rankings, Al citations, traffic, conversions

4.2 Required Governance Documents
m Integrated Content Style Guide (SEO + GEO requirements in one document)
m Technical Standards Document (schema, extractable formats, markup rules)
m Measurement Framework (KPIs, reporting cadence, dashboard specs)

m Escalation Path (for conflicts, urgent opportunities, or budget decisions)
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Chapter 5: Technology Stack

Al Visibility Tracking

SEO Platform

Analytics

Search Console

Content Optimisation

Project Management

UltraScout Al Platform

Semrush / Ahrefs /
BrightEdge

Google Analytics 360 /
Adobe Analytics

Google Search Console
/ Bing Webmaster

SurferSEO / Clearscope
/ Frase

Asana / Jira / Monday

Stack Investment Guide

Organisation Size

Small Enterprise

Medium Enterprise

Large Enterprise

£2,000 — £5,000 / month
£5,000 — £15,000 / month

£15,000 — £50,000 / month

Citations, Share of Voice, Influence Score
across 5+ platforms

Rank tracking, keyword research,
competitor analysis

Traffic, conversion, attribution tracking

Search performance, technical issues,
indexation

Content scoring for both search and Al

Workflow tracking, content calendar
management

GEO + shared
dashboard

SEO team

Both teams

SEO team

Content + SEO +

GEO

All teams

Estimated Monthly Cost Key Components

UltraScout Al + Semrush + GA4
Add Adobe/GA360, enterprise SEO platform

Full enterprise stack + custom development
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Chapter 6: Measurement & Reporting

6.1 The Unified Scorecard

Business Impact Revenue from organic discovery (SEO + GEO attributed); ROI; Pipeline influence / Assisted
conversions

Visibility Search rankings (priority terms); Share of Al Voice (category); Al Influence Score

Engagement Organic traffic by segment; Al referral traffic; Branded search volume trends

Trust Citation Authority (citations + mentions); Backlink quality and growth; Sentiment in Al responses

Efficiency Content ROI (revenue per asset); Time-to-citation for new content; Cost per attributed
conversion

6.2 Reporting Cadence

Daily Automated alerts — significant changes, emerging opportunities SEO + GEO teams
Weekly Tactical review — what's working, what needs attention Cross-functional team
Monthly Performance scorecard, trends, insights Marketing leadership
Quarterly Strategy review, ROI, competitive positioning C-suite / Board

Annually Strategic reset — goals, budget, roadmap Executive leadership
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Chapter 7. Change Management — 90-Day Transition Plan

Phase 1: Assessment Days 1-30

m Audit current SEO and GEO
capabilities

m |dentify overlaps, gaps, and
conflicts

m Survey team skills and interests
m Define target operating model

Managing Resistance

Challenge

SEO team fears GEO will replace them

GEO team wants full independence

Leadership doesn't see the need

Budget constraints prevent hiring

Phase 2: Design Days 31-60

m Design new team structure and
RACI

m Define roles and responsibilities
m Create governance documents
m Select and configure technology
stack

additive. Both are essential.

Integration amplifies both disciplines. Shared KPIs mean shared success

— and shared recognition.

Phase 3: Launch Days 61-90

m Communicate changes
organisation-wide

m Train teams on new processes
m Launch integrated workflows
m Begin unified reporting and
iteration

Response Strategy

Show data: 34x more traffic from Google. SEO is the foundation; GEO is

Present competitor Al visibility data. Quantify the cost of inaction with

share-of-voice analysis.

Start with the centralised model. Add specialist headcount as ROl is
demonstrated and proven.
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Chapter 8: Enterprise Case Studies

Case Study A — Energy & Utilities: Hub-and-Spoke Integration

Challenge: Siloed SEO and emerging GEO efforts with inconsistent brand messaging across channels.
Solution: Hub of 4 (Head of Search + 2 SEO + 1 GEO) with spokes in brand, content, and product teams.
Unified content calendar, dual-review workflow, and shared dashboard.

Share of Al Voice Baseline +340%

Organic Traffic Baseline +28%

Content ROI Baseline +45% (assets now serve both
channels)

Al-Attributed Acquisitions Not tracked +22%

Case Study B — Financial Services: Embedded GEO Specialists

Challenge: Need to appear in Al responses for competitive banking queries while maintaining strong SEO.
Solution: One GEO specialist embedded in each SEO pod (3-person teams). Integrated content workflow
with dual review, quarterly joint planning, and a unified measurement framework.

Monthly Al Citations 8 42 (+425%)

Priority Term Rankings Baseline Improved for 80% of terms
Branded Search Lift Baseline +28%

Content Production Speed Baseline 30% faster — duplicate effort

eliminated
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Chapter 9: The Future of Enterprise Search

m Complete integration by 2028 — The SEO/GEO distinction will fade into unified 'discovery teams'
optimising across all platforms.

m Al agents as primary interface — Enterprises will need to optimise for autonomous transactions, not
just information discovery.

m Platform-specific specialisation — Within unified teams, practitioners will focus on individual platforms
(Google, ChatGPT, Gemini, Perplexity, YouTube).

m Real-time content adaptation — Al will require content that adapts dynamically to changing user needs
and competitive conditions.

The enterprises winning in 2026 aren't choosing between SEO and GEO. They're building
integrated teams where both disciplines work together daily. By 2028, the distinction will be
meaningless — there will just be 'discovery optimisation.' The organisations that integrate now will
have a 2—3 year advantage.

— Yuliya Halavachova — Founder & Chief Al Officer, UltraScout Al

Frequently Asked Questions

Q: Does GEO replace SEO for enterprises?
No. Sites generate 34x more traffic from Google than chatbots. SEO remains the foundation. GEO is an
addition that builds on strong SEO foundations — you need both, integrated strategically.

Q: What's the right budget split between SEO and GEO?
Most enterprises allocate 70-80% to SEO foundations and 20—-30% to GEO. The key: ensure SEO is solid
before scaling GEO investment. Without strong technical SEO, GEO efforts have nothing to build on.

Q: How long does integration take?
The 90-day transition plan gets you started. Full integration maturity typically takes 12—18 months as teams
learn to collaborate, processes mature, and measurement becomes reliable.

Q: What's the biggest mistake enterprises make?
Treating GEO as a separate, siloed initiative. The most successful organisations integrate from day one —
shared goals, shared processes, shared success metrics.

Q: What tools do we need?
Essential stack: Al visibility tracking (UltraScout Al), SEO platform (Semrush/Ahrefs), analytics
(GA360/Adobe), and content optimisation tools. Chapter 5 provides full recommendations and cost
estimates.

Q: How do we measure integrated success?
Unified scorecard covering business impact (revenue, ROI), visibility (rankings, Share of Al Voice),
engagement (traffic, branded search), trust (citations, backlinks), and efficiency metrics.

Q: What if our SEO team resists GEO integration?
Lead with data: SEO traffic is still 34% larger. GEO doesn't threaten SEO — it adds a new layer of visibility.
Frame it as expanding their impact, not replacing their work.
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Audit Your Enterprise Al Readiness — Free

© 2026 UltraScout Al. This guide is for educational purposes. Enterprise strategies should be adapted to your specific organisational context,
team structure, and industry dynamics.




