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Al Visibility Roadmap

Map where trust forms
Fix the category story
Use precise language

Build proof, not just claims

Unlike SEO’s focus on keywords/links/rankings, GEO emphasises
authority, structure, clarity, and citation-worthiness in Al summaries.

Most startups won’t become visible in Al answers by publishing more
noise. They become more likely to surface by creating algorithmic
confidence — with clarity, comparability, validation and recency.

For innovative B2B startups and scaleups, weak visibility is also rarely
just a content problem. More often, it is a category legibility, proof, and
third-party signal problem.

Create 3rd-party validation

Reduce signal confusion

Show up where signal gets formed

Measure and maintain the system

Many guides explain technical practices that help become LLM-
readable — but as these techniques spread as the new normal
among vendors, their impact declines. As always, lasting advantage
depends on strategy and execution.

Therefore, this guide is not about gaming LLMs.

It is about becoming more classifiable, credible and citable. It helps
startups leverage first-to-trust advantages and win the new era of
Al-based discovery.

Al visibility requires building a trust system, not running a content project

How you actually “get into LLMs”

Al systems don’t discover vendors the way classic search used to. They
synthesise signals across sources — wikipedia, industry analysts, peer
reviews, partner ecosystems, reputable industry content, and your own
assets, too. If those signals are weak, inconsistent, or hard to validate,
you don’t show up at all — or worse: incorrectly.

Shortlists form in pools of trust

In modern B2B buying, most of the journey happens outside the seller’s
control. Buyers have already adopted Al for vendor discovery. Then they
inquire with partners, analysts and advisors to cut down to shortlists
before sales even becomes aware. In all these pools of trust, credibility
is tested, amplified - or not: Where humans sense vagueness, LLMs

calculate variance. Consistency gets elevated. Inconsistency means risk.

Why the roadmap is sequenced this way

That's why the eight steps form a system, not a menu. You start by
making your category legible, then you increase proof density, you
reinforce the same reality through third parties, and reduce narrative
drift across touchpoints. Only then “showing up where signal forms”
reliably works — because there’s something solid to surface, cite, and
compare.

Make it executable, not aspirational

This isnt LLM hacking. It's about becoming more citable, classifiable,
and credible. Use the roadmap like a diagnostic:

Start where you're weakest, fix one bottleneck at a time, and keep the
system maintained as the market, technology, competitors and opinions
move. Visibility isn’t a one-time fix — it's a capability you build.
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94% of B2B buyers have adopted generative Al tools
Forrester Research

Buyer’s Journey Survey, 2025

49% of B2B buyers use genAl to create a list of potential providers
Forrester Research
How To Stand Out In A Zero-Click World, 2026

45% of B2B buyers used genAl during a recent purchase
Gartner
Press Release, 9 March, 2026

Noise # Visibility.

More content is often not the fix. Clearer positioning, denser proof
and stronger external signal usually matter more.

Holscher.one — First-to-Trust Advantage
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Al Visibility Roadmap

What each step means in practice

Many guides cover recommendations on content types, LLM-friendly structure, formatting and technical optimisation. But as vendors all embrace
these operational practices, success comes down to a strategic approach and systematic execution. The Al visibility roadmap supports exactly that.

1. Map where trust forms

Identify the sources buyers and LLMs
use to validate your category.

2. Fix the category story

An outsider should be able to explain
your company w/o using your jargon.

3. Use precise language

Humans and LLMs need accurate
terminology to classify you correctly.

What good looks like

A worksheet of the key sources that you
control, those that others control, and those
others control and impact your category.

Your core narrative answers what you are,
what problem you solve, when you matter
— and proves what makes you different.

Your wording is specific, consistent and
grounded. It demonstrates your market
understanding and ability to improve it.

DONE: FOUNDATION LAID — PREREQUISITE BEFORE ANYTHING EXTERNAL IS WORTH DOING

4. Build proof, not just claims

Give buyers, industry analysts, and LLMs
high-value material to discover, compare,
grow confidence to quote and link to.

5. Create 3rd-party validation

Reinforce relevance beyond your own
website and feeds in the pools that
buyers trust and LLMs scan routinely.

6. Reduce signal confusion

Your story should travel consistently
across every major touchpoint.

7. Show up where market
signal gets formed

Industry analysts’ influence compounds.

8. Measure and maintain your
trust-building system

Markets, competitors and opinions
move quickly. Having your finger on the
pulse is critical for acting swiftly and
systematically.
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DONE: THE ESSENTIAL WORK — Al CHALLENGE BRINGS OUT NEXT-LEVEL QUALITY

What good looks like

Published original data, clear use cases,
actual implementations, and specific client
outcomes as evidence of real differentiation.

You are referenced, assessed and validated
in independent ROI studies, peer reviews,
analyst publications (market/innovation/
vendor reports) and partner documentation.

What good looks like

Homepage, investor deck, RFI responses,
analyst briefings, LinkedIn profile, and case
evidence, etc., reinforce the same reality.

The industry analysts who shape categories,
buyer trust, investor confidence and partner
perception reference you consistently and
positively.

DONE: IT'S SHOWTIME — NOW TECHNICAL LLM LEGIBILITY SETUP CAN PLAY OUT YOUR STRENGTHS

What good looks like

Monthly: Run a fixed set of prompts (e.g. “top
vendors in X", “vendor X vs Y”, “best for use
case X”). Log mentions, citations,
descriptors, accuracy, and consistency.

Quarterly: Refine the narrative, proof assets,

DONE: THE GROWTH LOOP — EVERY ITERATION BUILDS SIGNAL TO Al ENGINES AND HUMAN DECISION-MAKERS

and 3rd-party signal plan in line with strategy.

Common mistake

Staying inside a comfortable bubble. Not
facing the forces you cannot control, but
must convince or outperform.

Grandiose claims of either category creation
or ,do-it-all” instead of clear-cut, customer-
relevant focus.

Sloppy use of terminology frustrates serious
buyers, partners and analysts and confuses
LLMs (e.g. a strategy # goal # plan).

Common mistake

Generic materials with high claims and low
evidence density. Fear of sharing milestone
results even in closed settings.

Mistaking self-published visibility and paid
influencer content for market credibility.

Common mistake

Covering up the evolution of priorities,
positioning and differentiation with vague
language instead of a confident explanation.

Waiting with proactive and systematic
analyst engagement until the next funding
round, competitive pressure, or category
confusion turns strategy into survival.

Common mistake

Hectically following Al-visibility metrics w/o
checking against ICP-precise buyer priorities
and your overall strategy.

Holscher.one — First-to-Trust Advantage



B2B STARTUPS N

Al Visibility Roadmap

Al visibility is not about LLM hacks — it's mostly about earning trust

Trust requires surprisingly similar things with people and algorithms.

The common logic behind different models

5 Like people have different judgment patterns, Al engines have vastly
",'_J different algorithms. As a tendency, ChatGPT seeks authority, Gemini Al trust sources to prioritise
:: seems broadly balanced, and Perplexity curates expert sources.
a
The shared pattern: They reward clarity and consistency and penalise Source Signal Impact
ambiguity. In humans, it’s trust — in LLMs, it’s plain math.
Wikipedia, Wikidata high Entity clarity, basic facts
6 min Self-check
Industry analyst content high Category impact, differentiation
Have your team independently answer the following questions with “Y/N’:
1. Do your use cases and client examples specify strategic value, Peer review sites medium-high Longlist inclusion
measured outcomes and business impact in bullet-proof terminology?
Traditional Media medium-high Awareness
2. Have you independently checked your messaging vs. ICPs’ language
i iorities?
g and current planning priorities? Product documentation medium Technical trust
z= 3. Are your website, shareables, profiles, analyst materials, review pages,
(é) and RFI submissions accurate, consistent, and recent? Partner directories medium Ecosystem validation
=
4. Have the 10 most influential analysts in your category received direct
(@) Lo L Public webinars, events low Awareness
a briefings and follow-ups from you within the last quarter?
5. Have you been covered by industry analysts in your category, and do Social media low Depends on other sources

you leverage their signal systematically?

6. Have you logged a baseline of your visibility across big Al engines? Heuristic, varies by LLM engine

Every ‘No’ signals a break in Al-discoverability.
Start your action plan there.

Next accelerators

Map trust pools Position & differentiate Build proof
If any of the concepts in this roadmap feel outside your comfort

Gain external signal Monitor & refine Run growth loop , . ..
zone, don’t worry, because none require costly subscriptions or

even enterprise-marketing power.

Most startups have gaps across two/three of these simultaneously.
The order and quality you address them matter more than speed. This is ideal Startup-Punch-Above-Weight territory.
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You answered 2+ questions ‘no’ and want an outside-in view on what Chris Holscher
to tackle first — or how? Just message me the numbers or topics, and
I'll suggest sensible first actions.

Author Links

Chris Holscher is a fractional manager, co-pilot and advisor. He helps B2B startups, scaleups > Omnius | GEO Industry Report, 2026
and VC platform teams to build category clarity, leverage external signal and build earned

visibility to Al engines, early majority buyers, strategic partners and quality investors. His work
has resulted in FT1000 growth, competitive report leadership and global category impact. » Forrester | How To Stand Out In A

Zero-Click World, 2026

» Gartner | Press Release, March 9, 2026

Chris is engaged in the State of Startups with Industry Analysts (SSIA) research programme at
the University of Edinburgh Business School and he co-authored the book Analysts on Analyst » Holscher | Startup AR Primer, 2026
Relations with Robin Schaffer.

www.holscher.one | chris@holscher.one | Linkedin S~
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