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Al Search Visibility Failures Trace to
Organizational Structure, Says Consultant
After Year-Long Study

Al search visibility consultant Cassie Clark
finds that fragmented teams — not weak
content — are the primary barrier to appearing in Al answers.

ABINGDON, VA, UNITED STATES, August 12, 2026 /EINPresswire.com/ -- The brands struggling
most with Al search visibility are not producing bad
“ content — they are organized in ways that make visibility
impossible, according to Al search visibility consultant
Cassie Clark, who spent the past year documenting the
problem across more than 80 episodes of her podcast,
Found in Al.

The brands | kept studying
weren't publishing badly.
Some of them are the best
publishers on the internet.
What they had in common
was that nobody owned the
thing.”

Cassie Clark, Al search

visibility consultant

Clark's conclusion contradicts the prevailing industry
assumption that Al visibility is primarily a content
optimization challenge. Over twelve months of interviews
with SEO practitioners, digital PR strategists, enterprise
marketing leaders, and independent researchers, Clark

identified a recurring pattern: the organizations failing to appear in Al-generated answers from
ChatGPT, Google Al Overviews, Perplexity, and Gemini typically had capable content teams
whose work was undermined by internal fragmentation.

The pattern, Clark found, shows up in predictable ways. Public relations teams write boilerplate
language that differs from what the content team publishes. Legal review cycles delay updates
by weeks, suppressing the freshness signals that Al retrieval systems use to assess trust. Product
marketing defines positioning that three other departments quietly revise. No single team owns
how the brand is described on third-party websites, which is a surface that increasingly
determines whether Al engines treat the brand as a credible, citable entity.

"The brands | kept studying weren't publishing badly. Some of them are the best publishers on
the internet," said Clark. "What they had in common was that nobody owned the thing. PR
wasn't talking to content, legal owned the boilerplate, and nobody owned how the brand got
described on someone else's website."


http://www.einpresswire.com
https://cassieclarkmarketing.com/blog-2/services/

Clark's audit work has reinforced the
pattern. In one recent engagement, a
SaaS brand with strong content
fundamentals was consistently absent
from Al-generated answers in its
category, while competitors with lower
domain authority appeared regularly.
The deciding factor was not content
quality or backlink strength. It was that
competing brands had anchored their
positioning to specific use cases clearly
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consistent machine interpretation and
lacked the concise off-site footprint
that competitors had built. That gap —
between on-site messaging and off-site consistency — is itself an organizational coordination
problem, and one that no existing team in the org chart was structured to catch.

Cassie Clark, Al search visibility consultant

The shift is also reaching procurement. Enterprise organizations have begun issuing formal RFPs
for Al search visibility consulting, not as a marketing experiment, but as an organizational
capability. Clark's audit and advisory work has shown that in large organizations, every team that
publishes externally — product, editorial, PR, legal, social, creator networks — is shaping how Al
engines interpret the brand, whether or not those teams recognize discoverability as part of
their role. A press release with inconsistent boilerplate, a creator brief with no positioning
guidance, or a product page structured for human readers but unreadable to Al retrieval
systems can each erode a brand's standing in Al-generated answers. The problem compounds
across departments because no single team has visibility into the aggregate signal.

"This is why enterprise GEO programs stall," said Clark. "They get scoped to the content team,
when the signals that actually determine visibility are coming from six or seven departments that
have never coordinated on this before."

The framework Clark uses to diagnose these failures is the ESA Framework — Freshness,
Structure, Authority. Each pillar maps to a different organizational breakdown. Freshness failures
trace to approval cycles that delay publication by weeks. Structure failures trace to content built
for human readers but unreadable to Al retrieval systems. Authority failures trace to inconsistent
brand descriptions across departments and third-party surfaces, a problem that compounds



https://cassieclarkmarketing.com/fsa-framework-for-ai-search-visibility/

fastest and takes longest to correct.
The anniversary episode of Found in Al, released August 11, consolidates the year's findings into
a five-step strategy — describe, structure, refresh, corroborate, measure — and identifies

specific episodes for listeners entering the field at different stages.

The full episode is available at cassieclarkmarketing.com/found-in-ai.
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Cassie Clark is an Al search visibility consultant who helps enterprise and scaling brands appear
in Al-generated answers. She created the FSA Framework (Freshness, Structure, Authority),
featured on HubSpot's marketing blog, and hosts Found in Al, a twice-weekly podcast on Al
search, GEO, and AEO. She writes The Visibility Report, and contributes to HubSpot.
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