


The Power of GEO




Prologue: Why we wrote this book

Before we get started, we want to let you in on a little something about our process: we wrote this book while actively putting into practice the very strategies we are about to share.

The Power of GEO was born from a simple realisation: as it stands, there is no practical guide to positioning in artificial intelligence (AI) engines for those who want to build authority, reputation, and influence in this new era, but have limited resources at their disposal.

Most leading voices agree that artificial intelligence represents a paradigm shift that will radically transform our professional and personal lives. Satya Nadella, CEO of Microsoft, has compared it to the arrival of electricity as a general-purpose technology. Sundar Pichai, CEO of Google, has stated that its impact could be even more profound than that of fire or electricity in terms of human transformation. We are therefore facing a structural leap comparable to other major technological milestones in history, such as the Industrial Revolution that began in 1760 or the Digital Revolution of the mid-20th century.

Nevertheless, it would be unwise to ignore critical perspectives. Researchers such as Kate Crawford have warned about the material and energy impact of this technological infrastructure, and economists like Alex de Vries have analysed the growing consumption of energy and water required to sustain data centres. Even so, the debate is not whether AI is here to stay or not, but how its infrastructure model will evolve to become sustainable.



Beyond this debate, small and medium enterprises (SMEs), freelancers, and independent professionals have, perhaps for the first time, a unique opportunity to leverage the AI revolution to position their brand or themselves. It requires an undeniable effort, but it can be done effectively and at a surprisingly low cost.

In this early phase, AI has effectively democratised access to digital visibility.

To give you some context: Gonzalo Pérez, Head of Strategy, Communication and Digital Marketing at Kleinson1, and I—Iñaki Nieto, CEO and founder—have spent more than seven years working on the company’s positioning. Alongside this, we have also used our personal profiles as a way to increase the company’s visibility in the digital space.

At the same time, we have collaborated for years with a specialised partner who has supported us with paid SEM campaigns and organic SEO efforts. Their guidance was key in helping us design an SEO strategy that truly matched our reality. Five years ago, we were receiving virtually no leads (contact or quote requests). Today, we prepare more than 200 proposals annually.

Believe me when I say that, in the training sector, this is a significant figure for a small consultancy with minimal digital marketing investment. Nearly twenty years after founding the company, we had finally built a solid organic presence, with an average of around 12,000 monthly visits to our website, which is more than respectable for a service-based business. The impact on our commercial model was immediate: we moved away from cold outreach and began managing real, qualified inbound requests. We had successfully energised our Sales Department and, quite honestly, we were very happy.

But not everything lasts forever. Toward the end of the first quarter of 2025, we began to notice significant drops in organic traffic, at times as much as 70%. When we discussed this with other professionals and SME managers, they confirmed that they too had experienced a sharp decline in website visits.

We all assumed it was due to another move by Google, one of the hundreds of algorithm updates released each year designed to keep SEO specialists and SEM managers on their toes and, perhaps, encourage a bit more investment in paid campaigns. What we and many others were unaware of was the approaching tsunami: artificial intelligence had already arrived. And not only was it here to stay, as we will explore later, but it was being adopted at a speed no previous technological advancement had ever achieved. From schoolchildren to grandparents, more and more people were beginning to search using ChatGPT, which was probably the most well-known platform at the time, instead of Google or other search engines.



Honestly, I wouldn’t have wanted to be in Google executives’ shoes at that moment. Luckily, they reacted quickly and didn’t “pull a Nokia1".



We discovered new platforms that didn’t just answer our searches. They compared options, suggested alternatives… in short, they guided us and optimised the entire search process. 
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If your digital assistant evolves from simply retrieving information to analysing it for you in milliseconds, it’s no surprise that you stop using traditional search engines. And that is exactly what happened. In our case, the realisation that we were entering a new era was directly accompanied by the exponential drop in website visits and incoming requests for our services.

What did we do right? We picked up on this trend relatively early. This time, we were not going to be caught off guard. At Kleinson, we had one thing clear: we needed to address the root of the problem and embrace the opportunity that AI presented.

As is often the case with emerging technologies, there was no practical literature explaining how to stand out and build trust within these platforms. We found theoretical books aimed at developers or SEO experts, and technical content on AI, but nothing that addressed the practical needs of SMEs and professionals in this new context. So in the absence of existing guidance, we decided to do something increasingly common: we put the problem directly to AI itself.

We began working with different generative engines (also known as AI engines), challenging them to help us find the best way to maintain and improve our digital presence, ideally with minimal investment. From the outset, we understood that this was not about large budgets, but about prioritisation: achieving maximum impact with the limited resources of an SME. What do you do when you don’t have a large team or unlimited time, yet still need to position yourself strategically? 

In all honesty, when we started working seriously on this, we didn’t have a clear answer. Gonzalo brings years of experience as an SEO and SEM specialist and has deep technical knowledge of how search engines and campaigns work. I, on the other hand, come from a strategic background: brand, business, decision-making, focus, and coherence. So although there were no clear benchmarks for SMEs or professionals on how to build presence in AI engines, we drew on what we did have: prior experience in our respective areas, and a lot of questions.

The solution came from precisely these questions. We did the only thing that made sense: we learned by asking and doing. First, we did it for the sake of Kleinson, and later, as we realised the significance of what we were building, for ourselves and our personal brand as professionals.

Our conversations with these systems have been exhaustive and ongoing. We tested endlessly, made mistakes, adjusted, discarded what didn’t work, and consolidated what did. All of this was done not from theory, but from daily practice and a real need to build authority, reputation, and visibility in an environment increasingly dominated by AI-driven search.

Gradually, something became clear: once you begin to understand how these systems “think,” you stop improvising. You realise that the real change is not about learning a new technique, but about adapting your mindset and understanding how this new framework operates.

SEO and SEM move into the background, making way for the new protagonists: authority and reputation.

All this has raised several key questions: how do we operate in this new context? How do we build and reinforce these new pillars of authority and reputation? And where do SEO and SEM now fit in?

The Power of GEO aims to serve as a guide to answer those questions. We have not written it from the perspective of experts who “already knew everything,” but from real learning and lived experience. As such, there are no magic formulas. However, with effort and consistency, you will be able to position yourself or your team as a source of authority and reputation within AI platforms.



Throughout this book, we share both our successes and our failures so that you can learn from our process, save time, better understand how AI-based search systems operate, and build a strong, strategic presence without burning out in the process.

If we manage to help you achieve that, we will have accomplished our goal.

Iñaki Nieto

Gonzalo Pérez




1 Kleinson was founded in 2007 as the first business-oriented language consultancy in Spain specialising in corporate internationalisation. Today, following the process we are about to share with you, it has evolved into a leading expert in preparing international corporate teams for high performance.


1 Nokia  was, for years, the undisputed leader in mobile phones. However, it failed to anticipate and adapt quickly enough to the rise of smartphones, resulting in a rapid loss of market share. Today, its case is studied as a reminder that even strong leadership does not guarantee survival in times of technological disruption.







Introduction: Who this book is - and isn’t - for

If you are responsible for both designing and executing either your company’s online marketing strategy or your own as an independent professional, this book is for you.

This is even more so if:

· you publish content reluctantly because you’re never sure if it actually works;

· you’ve tried SEO, social media, paid campaigns, or other tactics without seeing clear results;

· you feel you invest a lot of time and resources into building a digital presence, yet make little progress;

· or you constantly feel one step behind the latest Google search updates and trends.

If any of the above points apply to you, you’re in the right place.

The Power of GEO is rooted in the real experience of people who have faced these same challenges when trying to stand out in digital environments and who have had to learn by doing with different AI systems. After months of hands-on work, we’ve developed a method that we believe works, and we want to share it with you.

In this guide, we walk you step by step through the strategy we have implemented at Kleinson, so that you can apply it yourself. Working on GEO (Generative Engine Optimization) requires a significant upfront investment of time and effort, but once the system is in place, it becomes more sustainable and realistic for an SME context. With around two hours per week, you can achieve remarkable results.

The real challenge in positioning yourself on AI platforms is rarely a lack of effort. Rather, it’s knowing which actions are worth sustaining over time.

For a long time at Kleinson, we tried to compensate for uncertainty with more activity: we published content, tested tactics, followed recommendations, and accumulated materials, hoping that SEO would eventually make us visible organically. Sound familiar?

In a previous context, visibility, activity, and keeping up with trends were exactly what you needed to build digital presence. However, in today’s AI-driven landscape, many of those same dynamics are no longer sufficient unless they are all aligned in exactly the right way.

The Power of GEO is not about publishing more, being ubiquitous, or optimising every technical detail. It’s about understanding how AI-driven searches work, and which signals determine whether a company, brand, or professional is considered relevant, trustworthy, and worth surfacing as an answer.

Understanding this is the step you need to take to stop chasing and hoping, and to start actually moving forward. 

What you will learn

With this guide, you will learn how to:

· Think the way AI engines and generative systems do 



· Understand what authority means in the GEO era and how to build it

· Identify which actions truly impact visibility when your time is limited

· Create content with intention, not obligation

· Avoid common pitfalls that undermine your digital presence

· Design a realistic system to position yourself and your company

What you won’t find here

Building relevance in AI engines requires effort and patience. So, to set expectations clearly from the outset, here’s what you won’t find in this book:

· Quick hacks

· Magic formulas

· Strategies designed for large brands with large teams

· Copy-paste recipes from gurus who don’t execute

· Promises of immediate results

In summary, this is not a book about “making noise.” It is a book to help you build your own authority with well-placed intention.






Understanding the framework

Before diving in, we must first revisit the meaning of a few key concepts. We don’t doubt that you’re already familiar with them, but, as happened to us, your understanding of them is most likely still based on what they used to mean, rather than their new modified meanings. In order to avoid misinterpreting the rest of the book, it is essential to make sure that your frame of reference is up to date.  

This is not intended to be a technical chapter or a glossary, but it will hopefully help you adjust your perspective before moving forward.

A new approach

Most of us involved in digital management have already had some exposure to online marketing: we’ve run SEM campaigns or attempted SEO. As a result, we’re familiar with concepts that were valid up until 2025, but which now need to be reinterpreted in light of the new reality shaped by AI.

Authority is no longer what you say about yourself

Since authority is one of the key drivers for AI engines, let’s start by defining it.

Authority is the ability to be perceived as a reliable, coherent, and defensible source within a specific context.

For a long time, this concept was based on:



· declared expertise

· volume of content

· constant visibility

· brand recognition

El foco estaba en las personas que nos «bicheaban» en Google o veían nuestros perfiles profesionales. Pero ahora, como aprenderás en esta guía, el foco está en las inteligencias artificiales que nos leen, no en las personas.

La autoridad se construye hoy de otra manera. Los sistemas de IA no la toman de una afirmación que se declara, sino del conjunto de señales que van acumulando, como por ejemplo:

· thematic consistency

· continuity over time

· the contexts in which you appear

· the relationships you maintain

· perceived reliability

Authority, therefore, emerges as a holistic reading, as something that is built when the above factors line up with each other.



Here’s your first key takeaway: remember the word coherence. 



To explain this, although it may sound counterintuitive, there is a critical implication: You can be highly active and still lack authority, and likewise you can have authority without being particularly visible. This second scenario is what we discovered and what we want to share with you. We call it invisible authority.

Authority comes before visibility.



Reputation: The signal you don’t fully control (but that still defines you)

Let’s now define the other key player: Reputation.

Reputation is the set of external signals that shape the level of trust others place in you.

Today, “others” refers to AI engines as well as people. It’s true that reputation has always mattered, but now it operates differently. Just like authority, it used to be primarily tied to human perception, whereas in the context of AI, it directly affects algorithmic evaluation, which is what we’re focusing on here.



AI engines analyse not only your content, but also:

· what others say about you

· where you are mentioned

· the contexts in which you appear

· who you are associated with

Your reputation is the ecosystem of external signals surrounding your brand or professional profile. Whether you actively manage it or not, it is already influencing your digital presence.

Inconsistencies, contradictory messages, or poorly managed associations are not neutralised by more content. They are amplified.



That’s why, in this new framework, authority and reputation go hand in hand. Don’t worry - we’ll work through both aspects with you, first separately and then together. 

Authority ≠ Reputation (but you need both)

Although authority and reputation are not identical, neither can function effectively without the other. In simple terms, authority answers the question: “Do they know what they are talking about (do they have demonstrated expertise)?” whereas reputation answers the question: “Can they be trusted (are they consistent, reliable and validated by external sources)?”

A source may be highly knowledgeable but not trustworthy, or trustworthy but lacking sufficient expertise.

In GEO, authority and reputation work together.



SEO and SEM: Still useful, but no longer the center

Although it might seem that SEO and SEM have become obsolete, and indeed many may wish they were, this is not the case. They’ve simply moved away from the center of digital positioning and online marketing.

In today’s new framework, SEO and SEM have become part of a broader system. Instead of being the starting point or the core of the strategy as they used to be, they are now tools to be applied once your direction and positioning have already been clearly defined.

In other words, first you define the strategic foundation, and then you decide how to use SEO, SEM, or other tools to amplify it.

This change also affects how we interpret metrics. Indicators such as traffic, visibility, or engagement still matter, but they are no longer reliable on their own unless they are evaluated in relation to the positioning you are building.



GEO reorganises SEO; it doesn’t replace it. Tools come after the foundation is clear.



GEO: When search engines stop linking and start answering

So far, we’ve defined authority and reputation, and the new role of SEO and SEM. Now it’s time to define GEO.

GEO (Generative Engine Optimization) is the positioning framework in which search engines move beyond listing links and begin generating answers. In this context, the goal is no longer just to appear in search results, but to become a source that the system can reference when generating those answers.

Taking this into account, GEO can’t be seen as simply a technique or an evolution of SEO, nor does it appear to be a passing trend. It is in fact a fundamental change in the logic of searches that, as we see it, makes online positioning and marketing accessible for all.

GEO doesn’t optimise pages—it evaluates contexts

For AI-based systems, a URL, a piece of content, or a set of keywords is no longer enough on its own. They analyse a broader set of signals that, taken together, address questions such as:

· Who are you, really?



· What do you talk about—and how consistently?;

· In what contexts do you appear?

· What relationships reinforce your message?

· Does it all form a coherent pattern?

This moves the emphasis away from isolated pieces and towards a consistent, credible, overarching context.

GEO doesn’t reward volume

In GEO, volume loses relevance, in the sense that publishing more or being present on more channels does not determine your visibility.

What truly matters is:

· thematic clarity: Be very clear about what you talk about. Focus on specific topics.

· consistency of messaging: The message you transmit should be consistent over time. 

· defensible specialisation: Choose a specialisation you can justify. You should be able to clearly explain why you are an expert in that area. 

· coherence across external signals: Make sure everything you show publicly says the same thing about you.

Many traditional strategies fall short because they focus on volume rather than the above points.



GEO is risk-averse

In this environment, risk carries a fair amount of weight. The implicit question guiding an AI system is simple: “Who can I reference without taking on too much risk?”

An idea to keep present is this: When forced to choose between creativity and reliability, AI will prioritise what it can defend. This is where authority (reducing doubt) and reputation (reducing risk exposure) come into play.

In GEO, the winners are those who reduce uncertainty, not those who simply optimise more.



The framework that underpins this book

From this point on, everything you read is built on a single principle that will be developed throughout the book:

Authority-First

We coined this term to anchor a simple idea: before seeking visibility, you need to build authority. To put it another way: Before scaling, you need to be defensible.

Does building authority also generate visibility? It does indeed. But we have to remember that the focus is on invisible authority. 

With that in mind, the framework outlined in this book means:



· prioritising actions more effectively

· doing fewer things, but doing them better

· maintaining a coherent narrative

· accepting that positioning is a process, not a shortcut.  We are keen to emphasise the importance of the above points, to avoid the strategies seeming inconsistent at best and contradictory at worst.

How to read what comes next

Don’t approach the following chapters looking for isolated tactics. As you’ve most likely already grasped, in this new framework, everything is interconnected. Therefore, read with an open and critical mindset, always thinking about how to translate these experiences into your own business.

Each strategy we propose answers a simple question you should in turn ask yourself honestly: “Does this strengthen or weaken my authority and reputation in a GEO environment?” We are sure that if you focus on that key point, this guide will truly start to work for you.

Now that the framework is clear, we can move forward.




Part I Understanding the new rules of the game




Chapter 1: How AI decides who to cite as an answer

Soon we’ll get into positioning, but first we’d like to hammer home one fundamental idea: AI does not respond or make decisions the way a human does when reading content. AI systems are not trying to be original, to impress, or to explore multiple possibilities. Their main priority is to avoid being wrong.

This may seem like a minor consideration, but it explains why many traditional strategies stopped working (for us and for many other companies) with the arrival of AI and the emergence of the GEO environment. In simple terms, when a generative search engine moves from displaying links to generating answers, the real challenge is no longer attracting human attention, it’s being the option selected by the AI.

A decision, not an opinion

As we’ve grown used to interacting with AI and are familiar with its unnervingly human-like tone and recurring expressions, it’s sometimes difficult to remember that its responses are the result of a technical decision, not an opinion.

Every generated answer involves selecting some sources and discarding others. The system isn’t asking who is more interesting as a human might do. Rather, it’s asking which option allows it to complete the response with the least risk of error.



Seen from this perspective, the conclusion is that positioning is no longer about standing out. On the contrary, it’s about fitting seamlessly into the system.

We experienced this firsthand in one of our early interactions with a generative engine (in our case, ChatGPT). When we asked how to improve our digital presence, the system initially proposed ambitious solutions. However, once we introduced our real constraints of budget, time, and resources, we were immediately given more grounded, coherent, and realistic recommendations. This led us to understand that for these systems, solidity outweighs brilliance.

The rule of predictability

In light of this, we can say that uncertainty is the true enemy of AI. This principle, shared across today’s leading generative systems, explains how decisions are made in GEO environments.

Unlike humans, AI avoids risk and does not generate responses that may be difficult to justify. From its perspective, an incorrect answer is a system failure rather than a debatable opinion. As a result, when faced with multiple possible answers, it will always tend to choose the one that introduces the least variability, fits in best with the existing consensus, and minimises interpretive ambiguity.

For me, predictability has more value than intellectual boldness.





This becomes evident in any generated response. The system must simultaneously resolve multiple layers of uncertainty:

· Factual: Is the information correct?

· Contextual: Does it answer the question?

· Relational: Does it contradict other reliable sources?

· Temporal: Is it stable over time?

The more uncertainty there is, the greater the risk of failure for the system. That’s why it leans toward answers it can support more easily, even if they are not the “best” in absolute terms.

What it really means to be a defensible source

A defensible source is one that the system can cite without needing to justify its choice extensively. Expertise alone does not guarantee this status. From the system’s perspective, a source is defensible when it consistently:

· maintains a stable narrative

· avoids significant contradictions

· appears in compatible contexts

· aligns with other trusted sources

Being defensible is not a moral or academic attribute. It is a functional property. It allows AI to choose that source without increasing its own risk.



When fit and predictability matter more than standing out

This point that we mentioned earlier may have come as a surprise. In the SEO and SEM era, differentiation was one of the main ways to gain visibility. However, in generative search environments, the opposite is true: standing out too much can create friction in the system. This increases uncertainty and reduces the likelihood of being selected as a source.

In practice, the answers chosen by AI are rarely the most original or eye-catching. Instead, they tend to follow a stable pattern: a small number of aligned sources, easy to integrate, and consistent with both the context and other references.

This makes them robust and therefore easy for the system to sustain.

Why volume is no longer an advantage

In traditional SEO and SEM models, volume was a powerful positioning tool: the more content you published, the more likely Google was to “read” you, and the greater your chances of appearing in top search results (SERPs).

In GEO, the opposite tends to happen. Each new piece of content can do three things:

· expand your narrative

· introduce new interpretations

· increase the surface area for analysis  This is not always beneficial. For AI, more volume means more opportunities to detect inconsistencies, more data to verify, and therefore a higher probability of contradiction.

Consequently, volume is no longer an automatic advantage as it becomes a factor that must be managed carefully. It only adds value when it reinforces the same pattern. If you observe how generative engines respond, you’ll notice they typically rely on a small number of well-aligned sources. This is no coincidence: alignment reduces friction and enables defensible answers.

The key takeaway

AI makes decisions like a cautious evaluator rather than a curious reader. Grasping that is key to understanding everything that we’re going to cover here.

In the next chapter, we’ll explore the actual signals AI picks up on to make these decisions, and which ones, despite their popularity, have little real impact. That’s when the full picture starts to emerge, and honestly, it was one of the hardest things for us to get to grips with.

In GEO, positioning is not about standing out more. It’s about reducing uncertainty better than others.





What we did (Kleinson in practice)


When we began to understand how AI-driven systems work, we made the unusual decision to hit pause, and for a while we didn’t open new channels or publish more content.

For years, we had been operating under traditional SEO logic: more content, more keywords, more presence. While this improved visibility, it didn’t clarify how the system interpreted who we were or what role we played. To better understand this, we ran a simple exercise: we looked at our digital presence from the outside. If an AI had to decide whether to cite us as a source, what would it find?

It would likely see a company with many years of experience, but also fragmented messaging, services described differently across platforms, and a digital presence that didn’t always point in the same direction. The knowledge and experience were there. However, something fundamental was missing: an underlying structure that made our value proposition easy for the system to interpret.

That was our first real GEO insight: before thinking about positioning, we detected that we needed to build a digital presence that could be clearly read.

With that in mind, we began revisiting decisions that had previously been guided by traditional marketing criteria. Gradually, we started evaluating everything through a different lens by asking ourselves a question that ultimately shaped much of our work, not least the logic of this book:



Does this reduce or increase uncertainty for an AI deciding whether to cite us?

Adopting this criterion transformed how we worked and marked the true beginning of our GEO process.









Before you continue, apply this chapter

Before moving on, pause for a moment. Don’t think about your opinion of what you publish, but think about what a system could infer from you:

· If an AI had to answer a core question in your industry right now, would you be a defensible source, or would you introduce too much uncertainty?

· Does your digital presence form a coherent pattern, or does it look like a collection of disconnected messages?

· If you had to choose today between standing out more or fitting in better as an answer, what are you prioritising, perhaps even without realising it?




Chapter 2: The signals AI understands or ignores

Now that you understand how these systems make decisions, let’s take a closer look at what generative engines actually rely on when selecting some sources and discarding others. The answer is a simple one which we will explore in depth: they rely on signals.

Our challenge lies in identifying which signals truly matter, because they don’t all carry the same weight, and they are not necessarily the same ones that were of top relevance within SEO.

AI interprets patterns, not actions

As we saw in the previous chapter, AI systems interpret sets of signals, not isolated content. This is one of the most common mistakes when trying to position content in generative engines. The systems are designed to detect patterns over time, and therefore they don’t evaluate a single post, campaign, or page in isolation. This is because one-off content really provides very little information. However, when such content is sustained over time, it becomes a recognisable trace, which is something that the system can observe, compare, and validate.

The core signal paradigm in GEO

To understand how AI evaluates exactly which content is reliable enough to include in its answers, it helps to distinguish between two main types of signals: internal and external.

This distinction is useful, but we mustn’t be fooled into thinking that they operate independently. On the contrary, AI evaluates both simultaneously, and depending on how well they match up, they can either reinforce each other or cancel each other out.

A key point to bear in mind here is that not all signals are equally within your control. Internal signals are almost entirely controllable, which makes them the ideal starting point. They transmit your solid, defensible foundation before external factors come into play.

That’s why, in this chapter, we’ll focus primarily on internal signals. It is also where we have worked most deliberately at Kleinson. External signals are of equal importance, so we’ll explore them in greater depth in Chapter 4, when we discuss reputation.

Internal signals: What you say and how you sustain it

Internal signals stem directly from your narrative. They act as clues that AI can trace to assess whether your content is coherent enough.

They reflect:

· the topics you choose

· the themes you return to periodically

· the way you develop them consistently

These signals emerge when the system observes the activity that you have engaged in over time. To go into further detail, they include elements such as:



· Thematic clarity: What do you actually talk about?

· Message stability: Does your message remain consistent across channels, without major contradictions?

· Strategic repetition of key ideas: This implies continuity, not redundancy

For example, if your website talks about innovation but your LinkedIn profile emphasises tradition, AI detects thematic inconsistency. You don’t need to change your identity, but you do need to make sure there is a clear thread running throughout.

For AI, message stability matters more than style or originality.

A key point to bear in mind regarding stability is that repeating the same message doesn’t mean that it becomes redundant. Instead, the AI views repetition as validation. When the same message appears consistently across platforms without stark variations, the system can infer that there is a stable and reliable underlying train of thought. We’ll come back to this later.

Internal coherence: The foundation of everything

Coherence therefore is not just one of many equally weighted signals. It is the condition that makes all other signals stable and defensible. Without it, there is no pattern; and without a pattern, the AI system can’t place its trust in you. When AI detects a consistent scaffolding that supports what you say, the topics you cover, and the contexts in which you appear, it interprets that as stability, and stability reduces the need for verification or rejection.

It is worth mentioning here that AI doesn’t change its interpretation because of a single inconsistency. It changes it because of erratic patterns. A one-off contradiction may not affect its ‘opinion’ of you, but repeated variation will. In other words, you can have activity, volume, and visibility, but if the system detects structural inconsistency, none of it translates into reputation. It just becomes noise.

Internal signals AI tends to ignore

Understanding what matters is only half the equation. It’s equally important to understand what doesn’t.

Many metrics that were once considered essential in SEO have taken a back seat, including:

· isolated spikes in activity (because AI rewards consistency)

· volume without coherence

· vanity metrics (such as likes or followers)

· uncontextualised noise

These elements do still exist, but they hold far less influence over the final decision-making. The AI model filters out noise and prioritises stability. Once we understood this, even though we were aware that acting hastily wasn’t ideal, at Kleinson we began rewriting, refining, and reorganising our content with the clear objective of building a consistent and coherent digital presence.



Would it have worked better if we had done it steadily over a longer period? Probably. But time was of the essence and we learnt as we went along as best we could.

External signals: What happens beyond your narrative

This brings us on to external signals. External signals are often the most influential, and yet unfortunately the hardest to control, because you can’t generate them directly; they come from other people, brands, or platforms. Publishing for the sake of it is not enough; you need to appear in the right places, alongside the right sources.

External signals include:

· Mentions: Who talks about you and in what context?

· Citations: Are you referenced as a source or just mentioned?

· Associations: Who are you linked to?

· Shared contexts: Do you appear alongside other recognised voices in your field?

For example, if you are consistently mentioned alongside other companies in your industry within corporate environments, AI associates your brand with that context. If, on the other hand, you appear across unrelated themes, your positioning becomes fragmented.

We mentioned before that this was one of the first irregularities we detected when analysing our own digital presence. The messages we gave out were individually correct, but they didn’t always reinforce the same idea across various channels. As we’ve seen, AI prioritises consistent, repeated sequences, and it has no idea of your intentions. If a source frequently appears linked to certain topics, people, or entities, the system integrates those associations into its contextual understanding.

For now, we’re simply introducing this concept. Later, we’ll come on to exploring how to build these signals strategically and the real impact they have on positioning.

Context: The frame that gives meaning to everything

We saw before that no signal is interpreted as an isolated moment in time, and the same is true when we talk about context, in that everything is understood as part of a whole. That context includes:

· your primary domain (your core expertise or vertical)

· secondary themes

· message stability

· relationships with other narratives

The same statement can carry very different weight depending on where it appears.

Context is built through accumulated consistency over time and within a context, not through isolated actions.





Relationships and repetition: How AI validates associations

When we talk about relationships, we go beyond traditional link-building. In GEO, relationships are defined by repeated associations:

· who mentions you

· who reinforces your message

· who contradicts you

· where you consistently appear

As I’m sure you have now come to expect, AI doesn’t treat these as separate data points. It maps them out to construct an overall view held together by consistency. At the same time, repetition acts as a validation mechanism. A claim gains strength when it reappears, when it is confirmed across different environments, and when it fits naturally within compatible contexts.

In other words: repetition is not about insisting, but about giving the system the means by which to verify what it has already observed. This is why consistent relationships and strategic repetition are key to building strong, defensible positioning.

How signals align (or cancel each other out)

Two things can happen when multiple signals exist: they either support or neutralise one another.

This means that an otherwise strong signal can actually be weakened by another that contradicts it. Conversely, multiple moderate but aligned signals can reinforce each other and create a stronger overall effect. That’s why alignment matters more than quantity, and similarly, misalignment is more detrimental than absence.

Therefore it is imperative to review your digital presence and ensure that your services, descriptions, philosophy, mission, and vision are in harmony with each other.

The key takeaway

AI understands patterns, not isolated efforts. Only when those patterns are coherent, stable, and defensible can the system make low-risk decisions. As you’ll see later, in our case, the initial effort to fit our digital presence within this new framework delivered very strong results.

In the next section, we’ll explore how to build these strategic signals intentionally, starting with the most important one: authority. This is where we will move from understanding the situation to actually taking deliberate steps.

In GEO, signals interact. They either reinforce or cancel each other.



Understanding this is what separates activity from real positioning.



What we did (Kleinson in practice)


After defining our vertical focus, we realised the next step was to audit the signals that we already had in place. Publishing more could wait.

We began by reviewing our entire digital presence as if we were a GEO system. We looked at it holistically and asked what pattern emerged from our blog, LinkedIn profile, directories, corporate social profiles, and public descriptions. The initial analysis revealed two key insights.

Firstly, we realised that we had to make our blog the central content repository, while LinkedIn should play a complementary role. We also discovered the potential of Google Business Profile. At first, we used it to publish guides and articles to build visibility and authority. However, after testing and interacting with AI systems, we understood that while the platform supports reputation and engagement, its impact is short-lived and fragmented. As a result, the blog became the core, and LinkedIn took on the role of reinforcing and contextualising content.

Secondly, we noticed that our issue wasn’t a lack of signals, but that some were canceling each other out. Secondary messages, unnecessary nuances, and the variety of contexts in which we appeared were introducing confusion and making it difficult for the system to detect a stable, defensible pattern.

From that point on, we adapted our strategy away from creating new content for the time being and towards reducing the internal friction that we had detected across all of our existing messages. We standardised our communication across all settings: descriptions, profiles, directories, and social channels.

The objective was simple albeit demanding: to ensure that any aggregated reading of our content reinforced the same ideas without generating conflicting interpretations. That was our first real practical insight about signals, as we saw first-hand that in GEO, the problem is rarely lack of activity, it’s almost always misalignment.





Before you continue, apply this chapter

It’s time to pause again for a moment and ask yourself honestly:

· What signals about you already exist that might be canceling each other out?

· If someone analysed your presence as a whole, what pattern would actually emerge?

· Are you building signals or accumulating noise?

· What could you align today without creating anything new?




Part II Building Authority and Reputation




Chapter 3: Authority: Choosing what you will and won’t talk about

In the previous chapter we saw how AI interprets signals. In this chapter, we’ll address a core principle of the book: although it may sound counterintuitive, authority is not built by publishing endlessly about everything you know. In fact, it’s quite the opposite: authority is built by clearly selecting a central axis.

It’s impossible to have authority in everything, at least not with the limited time most of us have. 

A common trap: Trying to be relevant to everyone

For years, we’ve been told that the more you do, the more opportunities you’ll have to position yourself: more topics, more services, more messages, more audiences. In a GEO environment, this approach stops working, and even goes so far as to work against you. For AI, an overly broad discourse generates scattered signals, which increases uncertainty and makes it harder for the system to place you.

In a nutshell, authority is not built by creating content for everyone, but instead by creating something very clear for a specific audience.

Authority is inferred, not declared

At this point, it’s worth revisiting something we’ve already touched on: authority does not depend on what you explicitly say about yourself. It is built from what can be implied by the coherence of your signals.

The system infers it by observing:

· how frequently you address a topic

· your thematic consistency

· the continuity of your message over time

· your associations with other contexts or sources

To reiterate, authority does not grow from adding more messages, but from organising and aligning them. It is a consequence, not a goal, in that the system recognises your authority once all your signals point in the same direction.

The most effective way to achieve that clarity is through specialisation.

Specialisation is clarification, not limitation

The word “specialisation” has often come up against resistance as it has been interpreted as limiting your opportunities or narrowing your scope. However, in GEO, neither of these things are true.

Specialisation doesn’t necessarily imply talking about fewer things, but about making your primary signal clearer. It’s about deciding which part of your reality you want to become your digital identity. Seen this way, specialisation actually clarifies your ideas, rather than limiting your reach. When your focus is clear and sustained over time, the system can identify your relevance in a topic quickly and with less uncertainty.

A specialised source is:

· more predictable (the system knows what to expect)

· easier to contextualise (it appears within the same framework repeatedly)

· less prone to contradictions (it doesn’t drift across conflicting messages)

· lower risk (AI can rely on it with confidence)

It’s not about knowing more. It’s about saying fewer different things, with consistency and clarity.



The cost of thematic dispersion

When a source covers too many topics without a clear hierarchy, the system faces a dilemma. In what context should this be interpreted? This is not a minor issue when we want to increase our GEO. If there is no clear central theme, AI doesn’t know where to place you within its conceptual map.

That’s exactly what happened to us early on, as we have mentioned before. It wasn’t that our content was incorrect or irrelevant, but we weren’t consistently reinforcing the same idea across channels. Although each piece made sense on its own, together they didn’t form a solid pattern. The result was an ambiguous presence which was difficult to place into a context and therefore we weren’t defensible.

From the system’s perspective, value doesn’t lie in the breadth of your discourse, but in its readability. When there is no clear connection between topics, it comes across as meaningless noise, which subsequently translates directly into uncertainty.

To put it simply, in GEO, it matters less how much you say, and more what you talk about and how those topics connect. This inevitably means deciding which content reinforces your core signal and which does not.

Choosing well also means choosing what not to say

We’re used to having to choose what to say, but an important part of building authority also entails deciding what you will not talk about. It doesn’t mean that you aren’t knowledgeable about or interested in certain themes, but what you must do is prioritise what reinforces your central signal.

This is because every additional topic competes for attention within your narrative. If it isn’t clearly connected to your core, it introduces the ‘noise’ that we have mentioned before. It therefore:

· dilutes perceived authority

· complicates the system’s ability to contextualise you



· increases confusion when determining what you are actually known for.

For example, a professional might know a great deal about leadership, communication, technology, and change management. But if these elements are not articulated within a clear framework that brings them all together in a way that makes sense, the system interprets them as dispersion rather than depth.

Remember, AI does not evaluate sources as a human would; it does not understand personal trajectories or nuanced backgrounds. It understands thematic patterns. The upshot of this is what we have already established: the more unconnected topics you accumulate, the harder it becomes for the system to pick out a clear signal.

Authority is built through accumulation, not intensity

We will never tire of saying that authority is not built through isolated peaks. A brilliant piece of content, a viral post, or a standout intervention may generate attention, but on their own, they do not build a solid signal. What truly matters is continuity and coherence over time.

Each individual action is like a clue. Authority emerges when those clues connect and form a recognisable thread that the system can follow, and by so doing, understand what you are actually known for without needing to reinterpret you from scratch each time.



Authority and context: an inseparable relationship

Authority is always contextual, which means that establishing your authority in one area doesn’t mean that you then have authority everywhere. For example, you may be highly relevant in one domain and nearly invisible in another. AI does not automatically transfer authority across contexts.

If the context changes, authority must be inferred again within that new context. If your signals are spread across unrelated topics, the system struggles to place you and consequently your overall signal weakens.

The false dilemma: Breadth vs. depth

Authority is often framed as a choice between being a generalist (talking about everything) or a specialist (focusing on a single topic). In reality, it’s not necessary to see it as two opposing extremes. The important thing is to make your internal coherence explicit.

For instance, a source can cover multiple topics as long as they are clearly related, reinforce one another, and fit within a consistent conceptual framework. As long as this is made clear, the system knows where to place you.

An important nuance: Brand and individual are not the same

With the aim of being fully transparent, this chapter deserves a slight clarification.



The principles of authority that we’re describing work especially well when the goal is to build one clear, vertical, and defensible signal. At Kleinson, this was a deliberate choice. However, we are aware that that may not always be the case.

For me—Iñaki—my path is slightly different. Alongside my role leading Kleinson, I’ve worked for years across diverse projects and complementary fields, from entrepreneurship and employability to performance in international environments.

I’m reluctant to give up that breadth in exchange for faster authority within a single vertical. That, then, implies a conscious trade-off for me personally: building broader authority, which is necessarily less concentrated. In GEO, clear focus accelerates your positioning, but breadth diversifies it. Both paths are valid, as long as you understand the consequences of the one you choose to avoid any disappointment later down the line.

The key takeaway

Authority is not built by saying more. It’s built by saying the same thing consistently, around a clear core. This requires two main decisions: Choosing what you will talk about, and accepting what you won’t.

In the next chapter, we’ll explore the other side of the equation: reputation. This is how external signals shape your positioning, what others say about you, and why the context in which they say it matters as much as your own narrative. We’ll see that that’s where authority stops being entirely within your control and becomes a shared, observable pattern.

Authority is not built by expanding your discourse without control. It’s built by making your signal clearer, which must be a strategic decision reinforced by deliberate actions.



What we did (Kleinson in practice)


Once we understood how signals neutralise each other and why coherence is a prerequisite, we took the next step of working on authority deliberately. At Kleinson, this process didn’t start by adding more. On the contrary, it actually started by removing.

When we reviewed our blog history, we realised that over more than fifteen years, we had covered too many topics. At the time, it made sense, because we were following traditional SEO logic, keywords, and what Google rewarded. But in a GEO environment, that legacy behaved differently and it transformed into a scattered signal.

As we’ll see later in Chapter 5, we also discovered that we needed to articulate everything under a single conceptual axis. Gradually, a central idea emerged: international team performance.

We therefore made the difficult and time-consuming decision to reorganise and consolidate our blog content. We removed nearly 40% of our posts, not because the content was bad or wrong, but because it no longer supported the authority we wanted to build.  We restructured categories and editorial direction so that everything reinforced our main verticals and aligned with that strategic axis, which we later formalised under the denomination of International Performance Training® (IPT®). 

At the same time, we learned something critical: Authority is not only imposed, but it is also built through education. By this we mean that we knew that no HR professional would search for the exact term of ‘International Performance Training’. So we started from more familiar territory, which was professional skills and team performance in international contexts. and gradually introduced and reinforced our conceptual framework over time.

That was our most important lesson: In GEO, when building authority, not only is it crucial to choose a topic, but also to sustain it consistently while the system and the market learn to recognise it.








Before you continue, apply this chapter

Time again to apply what you’ve just read. Before moving forward, ask yourself honestly:

· Which parts of your history are reinforcing your authority, and which are diluting it?

· Are there topics that once made sense but now weaken your core signal?

· Do you have a clear vertical axis?

· If your axis is correct, are you willing to sustain it even if the market isn’t yet searching for it in those terms?

· Have you aligned your Google Business Profile and LinkedIn profile with that axis?

· What semantic bridge do you need to build so your authority becomes understandable and defensible?




Chapter 4: Reputation — What others say about you matters more than you think

In the previous chapter we discussed authority. Now we’ll turn to its counterpart: reputation.

While authority defines your territory, external validation is necessary to determine whether AI recognises it as yours and whether it reinforces or questions it. Coming back to one of the main concepts, remember that everything must start with a solid axis. Bear in mind that without a clear focus, there is nothing for the outside world to actually validate.

Reputation is important because you may well do great internal work - define a structured narrative and a coherent specialisation - but still fail to become a reference if the surrounding ecosystem of your area does not support and validate that position.

This is where, in GEO, reputation comes into play as an external signal.

Reputation is detected, not debated

External signals are not subjective, but an objectively detectable footprint that the system can recognise. Opinions are not part of the algorithmic calculation.

AI relies on external evidence: it observes where you appear, who you are associated with, and in which conversations your presence is consistently repeated. From that trace, the system is able to infer whether using you as a reference adds confidence to its response or could potentially create confusion.

That is why this signal is so significant, because it can amplify or weaken your authority without your direct involvement.

What doesn’t depend on you, but still affects you

One of the key differences between authority and reputation is that the establishment of authority comes from you - what you say, how you sustain it, and which pillars you emphasise - whereas reputation is outside of your sphere of control. An AI system doesn’t determine what you necessarily intend it to, because it judges whether the existing environment confirms that you are worthy of occupying the position of a reference.

Although these external signals are beyond your control, what you can do is learn how they work and accept that they influence how the system positions you. For generative engines, it matters less who initiates an association, and more that the association exists, is repeated, and becomes consolidated around your name. That is what reduces uncertainty when the system needs to decide whom to cite.

Reputation and trust: Different concepts, similar dynamics

It can be easy to forget that reputation is not “trust” in the human sense, but we’d be foolish not to be aware of it. AI does not trust as people do; what it does is interpret whether a source is reliable within a given context.

A source with strong reputation usually meets three conditions:

· it is validated by third parties

· it does not generate public contradictions

· it appears consistently within coherent contexts

In practice, this translates into something very concrete: the system tends to prioritise sources that are well-positioned and supported within its reference network, even if they are not the most visible. That’s why a modest source which is consistently cited and contextualised can outperform a more prominent but scattered one.

The weight of mentions and associations

Among external signals, the most decisive are repeated associations. Consistency in how you are linked to a specific territory matters more than occasional mentions. 

For example, being regularly cited around certain topics, appearing within similar settings, or sharing space with stable sources strengthens your position within the ecosystem and reduces the risk the engine assumes when using you as a reference. From there, the system does not “count mentions”, but it places you within a network of relationships that shapes how everything you say is interpreted.

Incoherent reputation: When the environment sends mixed signals

Just as authority weakens when your message loses focus, your external presence suffers when it transmits contradictory signals. If a source is repeatedly associated with incompatible territories or reinforces opposing messages depending on where it appears, the system stops considering the source as a stable reference.

This might not destroy your positioning overnight, but it does gradually erode it. Your profile stops being linked to a recognisable theme and it becomes ambiguous. Maintaining contextual consistency even in small details is what allows this external layer to reinforce the authority you have already built.

Reputation is not popularity

A quick reminder that visibility does not equate to reputation as they play by different rules. Remember, reputation is built when you appear with meaning, not simply when you appear more often. You can generate attention or appear frequently without improving your position in the system. You need to repeat content within the same compatible framework to enable the system to place you quickly. Otherwise, it is much less likely to rely on you. That is why, in GEO, what matters is less about impact and more about positioning.

Reputation accumulates, and so does erosion

As with authority, reputation also evolves cumulatively. It is neither built nor destroyed overnight by a single isolated action. Each coherent mention strengthens your signal, while each confusing association or public contradiction introduces confusion and weakens your position.

It’s important to understand that AI does not “forget” quickly. It incorporates history, patterns, and regularities. Therefore its effect is gradual, not immediate: what seems insignificant today may well shape how the system integrates you tomorrow.

Authority and reputation: An inseparable relationship

Bringing it all together, authority reflects demonstrated competence, whereas reputation reflects contextual reliability. You can have one without the other, but in GEO, that combination is rarely enough.

· Authority without reputation introduces risk.

· Reputation without authority generates noise.

It’s only when both converge that can the system rely on you naturally and use you as a stable reference.

The key takeaway

Reputation is confirmed externally, through the associations the system detects around your name. This validation is something that happens even when you are not watching. 

In the next chapter, we will see how the two dimensions of authority and reputation translate into something tangible: content. We will explore why, in GEO, content stops being just a message and becomes evidence.



Authority defines your territory; reputation determines whether the system dares to rely on you.



What we did (Kleinson in practice)


At Kleinson, we quickly understood that authority alone was not enough. We had done the internal work: organising our narrative, making our focus clearer, and sustaining it over time. But something was missing that didn’t depend entirely on us: external validation.

However, before actively seeking external mentions, we strengthened our internal authority even further, by optimising profiles, reinforcing messages, and publishing related guides and articles in both Spanish and English.

Only then did we take the next step of working deliberately on that external dimension. We started small but intentionally by seeking visibility in credible environments within our sector. Doing this, we learned something important: not all visibility is equal.

We were not interested in paid placements or forced exposure through advertorials. We wanted organic mentions, grounded in useful, expert-level content for readers that reinforced our authority axis: international corporate team performance, denominated International Performance Training® (IPT®). In GEO, an external mention counts towards validation, rather than being considered “marketing”.



From there, we devised our approach: reach out to professional associations, industry bodies, and specialised media with proposals that were valuable to them.

It wasn’t about “talking about ourselves,” but about positioning ourselves as experts in international team performance and training and in so doing, offering editorial value and rigorous content. In practice, it was a win-win approach: they gained a specialised source, while we gained coherent validation. 

At the same time, we understood the need to avoid overdependence on third parties or large investments. So we reinforced our own triangular ecosystem:

· the blog as a structural repository

· LinkedIn as a space for circulation and conversation

· Google Business Profile as a verifiable public signal

That triangle provided a stable structure on which to consolidate our reputation, and was built taking into account our key learning: Reputation is built in the places that reduce the system’s risk when deciding to cite you rather than through indiscriminate presence.



Isn’t it curious that Google My Business—originally focused on local visibility—has been rebranded as Google Business Profile?





Before you continue, apply this chapter

Pause and reflect on how your presence is perceived externally:

· What external signals currently exist about you, and do they truly reinforce your authority?

· If an AI had to validate you, in what ecosystem of references would it find you?

· Are you pursuing visibility or defensible associations?

· What type of external mention would contribute most to your reputation, even if it were just a single coherent one?




Part III Activating the system




Chapter 5: Content in GEO — Fewer pieces, more intention

Traditionally, content has been at the center of almost any positioning strategy. For years, publishing more seemed synonymous with progress: more articles, more videos, more posts, more reach.

In a GEO environment, content remains relevant, but it’s much more based on quality rather than quantity. Volume-driven output is replaced by precision, in that each piece must reinforce a clear understanding of who you are and what your main context is. 

Publishing more no longer means positioning better

It may be difficult to adapt to the idea that volume is no longer an automatic advantage. Producing large amounts of content only strengthens your signal when it clearly ties in with your core theme. Every new piece expands the context through which AI interprets you, and as we have seen, that expansion requires sustained conceptual unity over time to avoid contradictions or unnecessary noise. Accumulation only makes sense when that thread is maintained and each contribution works towards building recognition.

Imagine a company that publishes ten well-written articles, each optimised for a different topic. The critical factor lies in the relationship between them: each one should help the model anticipate the next. For generative engines, it is this sequence that builds context. Otherwise, if each piece operates as an isolated block, the system has to recalculate everything from scratch.

In other words, volume is interpreted differently depending on who evaluates your content. To a person, more activity may signal momentum. To an AI system, it may signal dispersion. Producing with clear intent is what transforms activity into positioning. Each piece can either reinforce your pattern or dilute it, and only when your core principles are sustained over time does activity become positioning.

The system rewards sustained coherence, not activity.



Content as confirmation, not exploration

In GEO environments, your content serves a different purpose than it has up to now. It is not there to improvise, explore new ideas, or test contradictory narratives. Its primary function must be to confirm a thematic identity:

· what you talk about (your core topic)

· from what perspective

· according to which criteria (your principles and consistency)

· and in what context you appear repeatedly

A piece of content should not open a new line of discourse unless it reinforces what already exists and what you want to be known for.

Exploration is useful for learning. Confirmation builds recognition.



Repetition gains strategic value

Repetition has often been viewed in a negative light as being associated with lack of creativity or originality.

In GEO, conversely, repetition is how meaning is consolidated. Maintaining the same approach, applying the same criteria, and sustaining a recognisable conceptual framework allows the system to integrate each contribution into a coherent whole, rather than interpreting it as an isolated element. AI does not penalise repetition, whereas it does penalise arbitrary variation. Repetition is a strength, as it makes an idea verifiable and therefore valid.

Fewer pieces, greater conceptual density

When content is understood as a reference, what matters is density. Each piece should:

· add meaningful information

· reinforce the same core idea

· connect with other pieces

· reduce ambiguity



It won’t make any difference to simply reduce volume for the sake of it. The key is for each contribution that you do decide to leave in to add meaning within a framework that the system can easily recognise.

In traditional SEO, shorter formats were common and designed to answer specific queries. In GEO, the opposite often works better: more comprehensive pieces that provide context, definitions, useful nuance, and a stable narrative from which the system can interpret your message.

This does not mean artificially lengthening content. It means increasing conceptual density by ensuring that each paragraph reinforces the central idea and reduces uncertainty.

We saw this clearly at Kleinson: many of our texts, while well written, were relatively lightweight—what is often called “thin content”—and contributed little to the vertical we had chosen: international corporate team performance.

Instead of producing more, we began optimising existing material by expanding and reorganising it within our verticals so it better supported the same framework. A single piece with strong conceptual density can carry more weight than several scattered ones, not because of literary quality, but because of the clarity it brings to the overall context AI uses to interpret you.

Structure expands its role

Structure has always been important in SEO: clear headings and well-defined hierarchies helped search engines understand and classify content.

In GEO, its role expands even further. Structure doesn’t just organise; it enables interpretation. When content is well structured, the system can more precisely identify:

· what is central

· what is contextual

· how ideas relate to each other

That’s why formats such as FAQs or clearly structured answer blocks become more relevant, because they help the model identify what questions you can answer and from what perspective.

At Kleinson, we observed this when reviewing existing content. In many cases, what was needed wasn’t more text, but better structure. We began incorporating FAQ sections and direct answer blocks into key articles. The result was that content became more readable for the system without increasing volume.

We strongly recommend this practice based on the results we observed.

The risk of producing for the channel instead of the system

It’s common to create content tailored to each channel as if they were separate worlds. However, from the system’s perspective, they are not.

Whether content is published on a blog, social media, or a newsletter, everything contributes to a single discursive footprint. Over time, AI systems interpret these signals collectively, building a unified understanding of your specialisation, authority, and reputation. When each channel is treated independently, the message can become fragmented.

Internally, it may feel like you are offering variety. Externally, the system may interpret it as lack of focus. For AI, the key is not producing for each channel, but maintaining a consistent conceptual pillar across all of them.

The key takeaway

In GEO, content moves beyond competing for attention and becomes a tool for building a stable, recognisable interpretation.

In the next chapter, we’ll explore how traditional tools—SEO and SEM—fit into this new framework, and why they remain useful when placed in the right role.

In GEO, content positions you when it consistently confirms who you are.



What we did (Kleinson in practice)


For weeks, we held extended conversations with AI tools to better understand how the language of the market was evolving. During those exchanges, the following recurring insight began to emerge: Traditional searches in our area still existed, but they were increasingly combined with broader queries related to professional performance in international contexts.

That’s when we refined the axis we had already begun to shape: International Performance Training® (IPT®), which is the framework we introduced in Chapter 3. From there, we reviewed all our historical content to assess how well it reflected that axis.

We saw that for nearly twenty years, we had discussed training, languages, professional skills, intercultural competencies, and international leadership as separate topics. But when viewed together through this new lens, we realised that they weren’t as separate as it first seemed.

Gradually, the whole revealed something clearly: our work had always revolved around international corporate team performance. Under this umbrella, what once appeared as a collection of topics became a unified proposition.

However, a conceptual shift like this doesn’t happen overnight—it must be gradually “taught.” So we began introducing our new framework progressively, connecting the language the market already used with the narrative we wanted to consolidate.

Corporate training, professional language skills, leadership, cultural intelligence… suddenly, all our services began to align—naturally and almost seamlessly—within a single meta-service: International Performance Training® (IPT®). From that point on, some previous content no longer fit, and we had to revise it or leave it behind.

That was our most important lesson: In GEO, content doesn’t just communicate pre-existing concepts; it actually defines the territory for which an organisation becomes recognised. Authority begins to consolidate when you can clearly articulate what, in reality, has already defined you.






Before you continue, apply this chapter

Reflect on these questions:

· Does your current content follow a clear pattern, or does it merely show that you’re active?

· Are you writing to cover topics or to establish a recognisable authority?

· Is there a more defensible framework you could already adopt without reinventing yourself, simply by bringing together what you already know how to do?

· Can you think of a meta-service that would bring all your services together?

· What educational approach do you need to take to connect the language the market uses today with the authority you want to build tomorrow?




Chapter 6: SEO and SEM in the GEO era: where they do and don’t fit in

At this stage of the guide, an inevitable crops up: does it make sense to keep investing in SEO and SEM as before?

The short answer is no. The extended answer is that they are still useful, despite the fact that they no longer sustain rankings on their own. In the GEO era, they work best when brought in later to expand the reach of an already recognisable position.

SEO and SEM: support, not direction

Let’s not forget that these were indeed effective tools for a long time because the environment rewarded technical visibility, in that appearing first was almost synonymous with establishing a strong position. However, now we know that the role they play within the overall strategy has changed. 

When SEO and SEM bear the entire burden, the strategy depends on constant adjustments, continuous investment and ongoing optimisation. It becomes reactive and fragile because these tools are asked to build something they cannot create on their own: authority and reputation.

The fact is that when search engines focus on interpreting context and patterns, an approach based solely on technical optimisation loses stability. It may still exist, but it is no longer sufficient.



What has really changed

Overall, the transformation depends less on SEO or SEM themselves, and more on the type of search engine that evaluates them.

Today, search engines no longer simply index pages, rank links or look for keyword matches. They interpret the whole picture and prioritise sources that provide a coherent narrative. This means that one-off optimisation takes on less importance when it does not support a clearly defined direction.

Furthermore, the way people ask questions has evolved. In the classic model, a search was formulated as an intention condensed into keywords. It is true that ‘long-tail’ queries—more specific and extensive searches—already existed, but even these were still searches designed for an environment that ranked pages by thematic match.

In GEO, an increasing number of queries resemble prompts: complete, contextual and lengthy questions in which the user describes their situation, adds constraints and expects a tailored response. For example, instead of searching for ‘B2B SEO’ or even ‘B2B SEO strategy for tech companies’, they now ask something like: ‘how to structure a B2B SEO strategy for tech companies if I have no prior authority and want to be cited by AI engines’.

The difference goes beyond length: it has to do with conversational intent. The user is looking for an answer that understands their context, rather than just matching terms.

Seen from the system’s perspective, this translates into something very specific:

· optimising a page has less impact when the framework is poorly defined;

· buying exposure does not replace an emerging reputation;

· and working on isolated keywords does not build recognisable authority.

That is why many practices that remain technically correct are no longer decisive on their own. They now operate within a system that prioritises structural coherence over specific matches.

SEO: From key driver to reinforcement layer

SEO acts as a reflection of an authority that already exists, but it does not build it independently. Nowadays, its value becomes apparent when it is used as a complementary layer of structure and clarity, as it helps the system clearly identify what is primary, what is secondary, and how your content is interconnected.

In Gonzalo’s case, as head of digital marketing, the most obvious change was to stop treating SEO as a race to rank ‘star’ services in isolation, such as English training for businesses or Effective Communication training for the workplace. Until now, we’d been working based on a simple pathway: conduct a keyword study, analyse the competition, optimise the page and reinforce it with backlinks.

These days, however, that approach falls short. Part of the work does indeed still involve optimisation, but the crux of the matter lies in first defining which concepts should be repeated, which relationships should remain stable, and what structure the narrative should have when viewed as a whole.

If you use SEO to try to ‘force’ a presence without a solid foundation by optimising pages disconnected from the main focus or by chasing keywords that do not fit within the strategic framework, its effect is limited or even detrimental as it can introduce more confusion than clarity. It may generate traffic, but that one-off reach only translates into stable positioning when there is sufficient coherence surrounding it.

SEO helps to structure identity and makes it easier for the system to track and understand it more clearly.



SEM: Exposure without authority does not scale

SEM, or paid advertising, offers something that SEO cannot guarantee on its own: immediate exposure. For search engines, exposure and positioning serve different purposes.

Within the system’s logic, paid visibility does not automatically translate into recognition. A one-off impact may generate traffic, but it does not alter the overall impression the system already has of you.



SEM can accelerate an already solid presence, but its ability to redefine it is limited. If there is clear authority and a consistent reputation behind it, paid presence can turn into stable recognition. However, when that foundation is weak, the impact is short-lived and fades once you stop investing.

The risk of using tools to mask a poorly defined foundation

During this transition, it is common to try to compensate for an as-yet-immature positioning by ‘filling in the gaps’ with further optimisation or investment. When authority is unclear or reputation is still under construction, we tend to react by adjusting technical elements: fine-tuning SEO further or increasing investment in the hope that exposure will compensate for a foundation that is still being built.

In most cases, the weak point in fact lies in the definition rather than in the exposure. If the direction is poorly defined, no additional layer of optimisation will make it clear; and when the context lacks solidity, paid visibility hardly adds consistency. Therein lies the limitation: these tools boost what already exists and amplify an already well-defined foundation.

The shift in mindset we need to embrace

There is no longer a question of asking yourself how to use SEO or SEM to improve the positioning of a specific piece of content. The relevant question is whether what you are promoting truly deserves that visibility.

This nuance reorders the decision-making process, because instead of starting with the tool, you start with the criteria. Optimisation only makes sense when it serves something that is worth being seen. We saw this very clearly when we reactivated SEM campaigns after redefining our focus. They work better because there is something solid behind them and the investment then drives them in the right direction.

When metrics no longer tell the whole story

Another subtle change that this transition brings with it concerns how we interpret results based on metrics from the previous model.

Until recently, we measured reach, clicks, impressions and traffic as almost direct indicators of progress. In practice, these metrics remain useful, but they no longer independently explain whether positioning is being consolidated, because they tell only part of the story. It is possible for reach to grow and traffic to increase, leading us to assume progress is being made, whilst authority and reputation remain stagnant, and those are the factors that really matter. In other words, we must not confuse movement with consolidation.

The key takeaway

SEO and SEM amplify what is already evident in terms of authority and reputation. If you try to use them to compensate for what hasn’t yet been established, the effect will be limited and fragile.

In the next chapter, we’ll delve into one of the book’s most practical issues: how to prioritise when you don’t have infinite time, staff or resources at your disposal. In doing so, the whole framework will begin to translate into real, concrete decisions.

Traditional tools support and accelerate the strategy once it’s clear, but they don’t drive it.



What we did (Kleinson in practice) 


At Kleinson, we decided to implement this change in approach by taking a close look at what we were already doing.

We paused our SEM campaigns whilst redefining the vertical, because we realised we were amplifying a message that did not reinforce the overall narrative we wanted to build. Once that framework was in place, we resumed testing on Google Ads, introducing our international team performance metaservice alongside terms suggested by keyword tools such as Google Keyword Planner and Google Search Console.

With SEO, we took a different approach: we prioritised working with the terms used by our typical audience of HR directors, training managers, and procurement managers, whilst maintaining the brand image we wanted to project.

As we mentioned in Chapter 3, we began to shape the context and our own buyer personas by blending this vertical axis with the language the market was already using. Rather than chasing isolated keywords, we used them as a starting point: we gradually combined the market’s language with our own conceptual framework, integrating current keywords into the model we wanted to establish. 

As can be seen, triangulation works: first we reinforced authority, then reputation, and, little by little, the system began to recognise a coherent pattern. One lesson to be learnt from this is that judgement must come before impulse.






Before you continue, apply this chapter

Before moving on to the next chapter, pause again and look at things from the system’s perspective: not which tools you’re using, but what they’re amplifying.

Ask yourself honestly:

· Are you using SEO or SEM to reinforce a well-defined identity, or to mask a lack of authority?

· If you stopped investing tomorrow, what would remain as a defensible model?

· Is your SEO helping the system understand you better, or is it merely chasing keywords without context?

· What part of your current strategy is premature amplification, rather than actual building?




Chapter 7: Prioritising when you have neither time nor a team

So far, it all may seem to make sense on paper. However, the real challenge begins when you try to put it into practice with limited resources.

Let’s start by acknowledging that most SMEs, freelancers and professionals don’t lack knowledge. What we do sometimes lack is a clear hierarchy to help us decide where to focus the limited operational margin we have. We know that authority matters, that reputation influences outcomes, and that content, SEO and SEM all play their part. Our difficulty lies in deciding what to do first and what to stop doing, which is where you win or lose your search engine positioning.

The real bottleneck is the approach

Although it may seem that the main obstacle is a lack of resources, the real stumbling block is usually having too many decisions left open at the same time, which often means that none of them are consistently followed through. When everything seems important and urgent, it’s tricky for any one thing to really take root.

This lack of focus slows progress and prevents efforts from establishing a clear direction, and as a result, the organisation’s positioning loses stability.

Prioritising means organising decisions

Prioritising involves organising decisions judiciously, rather than simply cutting tasks or shortening lists. It implies deciding what deserves attention right now and what can wait.

Regarding GEO strategy, prioritising involves constantly asking yourself very specific questions:

· Which actions reinforce the core narrative you want to build?

· Which ones weaken or dilute it?

· And which ones simply contribute nothing of significance?

It’s crucial to consider your answers to these questions because not all actions have the same impact. Paradoxically, many of those that consume the most energy are also the ones that have the least influence on your actual positioning.

Choosing a central focus

Not everything can take centre stage at the same time. There must always be an active priority that serves as a focal point and shapes all other decisions.

The same applies to the elements that define your positioning: each carries a different weight and exerts a varying degree of influence. Some provide structure; others simply complement it. The key is to identify which one should guide your efforts right now and how consistently you need to maintain it.

This involves making clear decisions on three things:



· what you are going to reinforce at this stage;

· what realistic timeframe you will give it to take hold;

· and what other strands will take a back seat in the meantime.

This is not to say that you should aim to ignore everything else, but what matters is accepting that your focus needs to be based on a single point of reference which will serve to provide clear guidance. As a consequence, the rest begins to fall into place around it and you will have to put less explicit effort into maintaining consistency, as a stable structure will naturally sustain itself.

A system interprets the coherence of your approach, not your intention.



The hidden cost of failing to set a priority

Failing to make a decision also has consequences, even if the cost may not always be immediately apparent.

When you change directions too frequently, you lose your way. The same is true in GEO: if you too often modify your prime focus, your narrative ceases to make sense, your priorities become cloudy, and you get the feeling that you’re constantly starting over.

From the outside, and especially from an algorithmic perspective, this translates into instability. This is dangerous, as when stability is lacking, the system cannot build a solid reference point for you.

Letting go is also part of the strategy

Moving forward inevitably means leaving things behind, such as issues you cannot tackle right now, areas that are not yet worth pursuing, and initiatives that take up time without reinforcing your core focus. It is a case of postponing some things for a reason, and setting these lines of action aside until they fit in better with your overall direction.

In GEO environments, progress is measured by periods of sustained coherence rather than by weeks of activity. From the perspective of a system that interprets patterns, every choice you stick with consolidates your trajectory, while it is weakened by every impulse that doesn’t consolidate it.

False urgency as the enemy of positioning

Many decisions are made out of a sense of urgency. The feeling that we must publish immediately, launch that channel or jump on the latest trend pushes us to act without thinking things through. We often behave reactively, chasing after what seems important at the time, without asking ourselves whether it really contributes to our main objective.

Resisting that sense of urgency is part of the process. Not everything that seems relevant deserves immediate attention. Maintaining the same direction long enough for it to take effect is what turns activity into progress.



Prioritising means thinking like a generative engine

If you want to prioritise logically, you can think of it as a simple question: Which action reduces uncertainty about you most clearly right now? We’re talking about the ‘algorithmic short term’, not immediate results viewed from a human perspective. 

For example, you might only have time for a single relevant piece this week. Choosing to publish an article that reinforces your authority on a specific topic will have more impact than spreading that effort across five different topics with no continuity. Sometimes that means delving deeper into a line of work you’ve already started, even if it isn’t the most eye-catching, or sustaining an initiative that doesn’t yet ‘shine’, but does build continuity.

Asking yourself that question alone automatically filters out many well-intentioned initiatives that may not provide any real direction.

The key takeaway

Moving forward is more about maintaining a steady course than about making a multitude of moves. That only happens when you clearly choose what deserves your focus.

In the next chapter, we’ll come full circle and delve into the framework that brings all of the above together and turns this logic into a structure: Authority-First. 



At GEO, consistency of direction makes all the difference.



What we did (Kleinson in practice)


At Kleinson, prioritisation wasn’t an abstract concept we could gloss over; it was a real necessity for us if our work was to have an impact.

Once we decided to focus on a single area—performance in international settings (International Performance Training® or IPT®)—our challenge was narrowing our scope and concentrating our efforts, which required a methodical approach.

We then took the important decision to not open any more channels. Instead of spreading ourselves too thin, we focused our energy on three clearly defined elements: the blog as the structural core, LinkedIn as a space for engagement and conversation, and Google Business Profile as a verifiable public presence. This triangle allowed us to support the same focus from different angles, without fragmenting our efforts or adding unnecessary complexity.

From there, we organised everything else around that foundation. 

For one, we broadened the concept of a spokesperson. We didn’t want intellectual authority to rest solely on two visible voices, so we invited other colleagues to contribute content within their areas of expertise, always adhering to the same framework, without opening up new fronts. This allowed us to reinforce our approach from different perspectives without altering the central focus.

We then introduced editorial consistency. We created a publication calendar to ensure complementary content and avoid both overlaps and fragmentation. In this way, we stopped writing and publishing haphazardly. Furthermore, we used Google Business Profile as a public platform consistent with the same message.

We also structured our outreach to reinforce the narrative externally and designed a simple matrix for LinkedIn — who shares what, when, and how to generate conversations revolving around the same focus — and Google Business Profile.

Finally, we focused our efforts on core guides, which would consolidate both authority and sustained impressions.

The practical lesson to come out of all this is that prioritising means ensuring that everything we do reinforces the same strategy and builds a recognisable trajectory.





Before you continue, apply this chapter

Remember that prioritising means focusing your efforts on what you really want to achieve.

· Are you trying to pursue too many priorities at once?

· If you had to choose just one priority for the coming months, which would have the greatest impact on your actual authority?

· What efforts are you making that aren’t adding up because they lack consistency?

· Do you have a basic system, even a simple one, to avoid spreading yourself too thin and maintain consistency?




Part IV The strategic order




Chapter 8: Authority-First: The system for prioritising all your decisions

In the previous chapter we discussed choosing a focus when resources are limited. Here we take it a step further and venture into understanding the order in which decisions should be implemented so that they neither compete with each other nor cancel each other out.

We have called this principle Authority-First, the name we have given to a framework that allows you to check whether each move is in the right place within the path you are forging. It is a system that establishes an order of priority: what comes first, what should follow, and what hasn’t happened yet. Its purpose is to ensure that every decision you take serves to strengthen the position you wish to hold within your area.

The Authority-First principle

The Authority-First principle is not intended as a checklist or a rigid sequence of steps. Instead, it is a set of criteria that prioritises consistency over urgency. Think of it as a filter to be applied before any significant move. Before publishing, investing, optimising or expanding, the question is always the same:

Am I taking action whereby consistency can be maintained, or am I trying to rush something that isn’t yet established?



Every time you move forward, this principle reminds you of something essential: the right moment carries more weight than haste.



The order that makes all the difference

Most shortcomings in digital presence can be attributed to a sequence of actions that have been initiated too soon. Content is often created before positioning has been clearly defined, exposure is invested in without an established reputation, or pages are optimised with a narrative that still needs strategic maturity.

The result usually becomes apparent over time: the actions fail to reinforce one another and you lose a clear direction. For example, supposing you were to work on a new strategic focus for just a few days and immediately start to seek external validation. The message is correct, the content is coherent, but it has not yet gained enough traction for the reputation to reinforce it. The approach may be the right one, but the timing is not right.

Ultimately, the idea of doing things in the right order always rests on the same question we have explored throughout the book:

Does this clearly strengthen my position in the context in which I want to be selected?

If the answer is ambiguous or unclear, enthusiasm shouldn’t be the deciding factor. It doesn’t matter whether it’s a passing trend, a widespread practice or a well-meaning recommendation. Simply bear in mind that not everything needs to be acted upon right now: some initiatives add value at this stage, whilst others will work better at the next.

Applying this criteria has an immediate effect: many urgent matters take second place of their own accord. That conscious decision to set them aside gives you back something that may otherwise be in short supply: focus and room for decision-making.

Balancing authority, reputation and context

The aforementioned approach invites you to evaluate each action you want to take based on the impact it could have on your authority, reputation and context. You are already familiar with these three dimensions. The difference here is that you can now make decisions based on how they relate to one another.

A well-integrated action strengthens the narrative, fits into the right context and facilitates external validation. In that case, your positioning gains stability with less effort. However, if an initiative drives only one aspect and leaves the others behind, it is worth rethinking it. Authority-First seeks structural coherence between various elements, not unbalanced intensity. Striking the right balance is operational: before moving forward, ensure that all three dimensions are moving in the same direction.



The consequences of applying it retrospectively

Authority-First works best when it shapes decisions from the outset, rather than being applied afterwards to justify them. When you try to defend actions that have already been taken, you tend to end up giving a conveniently neat explanation of what was already underway. It therefore loses its power, because patches, inconsistencies and frustration will eventually arise, and there is no discernible order to your actions.

In short, this principle works better as a starting point than as a corrective tool.

Authority-First for the long haul

While you may be understandably impatient to get things going, it is worth aiming for medium-term results, as the Authority-First approach is designed to prevent the decisions you make today from coming back to haunt you tomorrow. In generative environments where your trajectory is interpreted as a whole, every change of strategy influences the overall perception of you. Everything becomes part of your track record.

This is why you should adopt a simple principle: only implement what you are prepared to incorporate into your journey in the long-term.

The value of slowing down to move forward

There will be times when adopting this approach feels like you’re moving more slowly: saying no, waiting, not jumping on a bandwagon, or not opening up a new front. But bear in mind that this ‘slowing down’ does not imply a step backwards; it represents alignment. It is a way of safeguarding the direction you are building, and not every visible movement represents progress. With solid logic and reasoning, speed ceases to be a concern and becomes a consequence.

The key takeaway

Authority-First is a strategic hierarchy guide to help you organise your decisions in a coherent way. In an environment as fast-changing as today’s, understanding what needs to be prioritised organises otherwise isolated actions into a clear trajectory. In the following final chapter, we’ll put this principle into practice using real-world scenarios and actionable decisions, presented as clear starting points.

Strategic order is what turns actions into positioning.



What we did (Kleinson in practice)

At Kleinson, the Authority-First approach ceased to be merely a concept and became a guiding principle to help us decide the sequence of each step. 

The first of these steps was to consolidate our foundation before actively seeking visibility. We needed our main repository, the blog, to clearly reflect the direction we had chosen.

We then activated LinkedIn as a space for circulation and conversation. Not as a structured archive of content, but as an environment in which to generate movement around the foundation that was now already in place.

Once the blog and LinkedIn were in sync with each other, we used Google Business Profile to publicly reinforce them. We didn’t activate everything at once; each piece was introduced once the previous one had been firmly established.

From there, the next step we took was to begin seeking validation externally, by appearing in relevant ecosystems, professional associations, and media outlets that would provide context and give us credibility.

A lesson that can be learnt from this is that following the Authority-First approach does not add new actions to your plan, but it redefines the moment at which each one comes into play, ensuring that the foundation comes before exposure.



Before you continue, apply this chapter

The best thing to do now is to put the principle to the test. Take some time to look at your current content and answer the following questions:

· Where can you best maintain a consistent presence before opening up new fronts?

· Which part of your online presence needs tidying up before you increase your visibility?

· If an AI had to ‘read’ you today, which channel would give it the clearest picture?

· If you had to choose your next three moves, which should come first to reduce uncertainty in the eyes of an AI system?




Chapter 9: Practical strategies: How to get started tomorrow with focus and consistency

Having reached this far, the riskiest thing to do now would be to try and apply everything at once. Not because it’s necessarily difficult, but because doing so would disrupt the sequence that gives meaning to everything that’s come before. 

The aim of this chapter is to guide you in getting started sensibly, by prioritising what to review first, what to reinforce and what to put on hold until it makes sense. Here you’ll find specific steps you can take from tomorrow onwards, always based on the simple premise of reinforcing what you’re already building before trying to expand it.

Getting started isn’t about doing more; it’s about cutting out the noise

Before adding anything new, take a look at your current approach and what you’re already doing. Progress almost always begins by cutting out the excess, rather than adding more tasks.

Stop and take a close look at:

· what you’re actually communicating and whether it aligns with your core focus;

· what signals you’re sending across each channel;



· and what pattern has emerged over time.

Getting off to a good start means clearing out before adding anything, ensuring that everything you do contributes to a solid and consistent pattern.

The first strategy: Making your current pattern visible

Once you’ve whittled your presence down to leave what really contributes to your authority within your core pillars, the next step is to clearly identify the pattern you’re now projecting, even if you haven’t yet put it into words.

To do this, ask yourself a simple question:

If someone were to analyse everything you do and say today, what impression would they get?

Here we are interested in identifying what would be their impartial impression, the one that emerges from your current signals. To best answer the question, review your approach from various angles:

· your messages and content: Do they reinforce your core message or open up too many avenues?

· your channels and presence: Where are you active and how is that activity perceived?

· your consistency: Is there a recognisable thread, or does it appear sporadically and in bits and pieces?

You don’t need sophisticated tools, just honesty and mindful observation to make decisions based on what is objectively perceived today, not on what you think you are conveying.

Growth without consolidation leads to fragmentation

One of the most common tendencies is to equate improvement with expansion, with more channels, more content, or more campaigns. In practice, and particularly in GEO, the opposite is often true: progress lies in strengthening what is already in place. So before opening a new front, check three things:

· internal consistency: Does everything you publish point in the same direction?

· external consistency: Do your website, profiles and descriptions tell the same story?

· thematic continuity: Which threads that you’ve maintained over time are already working?

In most cases, you need consistency across your current channels, not volume, before thinking about growth.

Not everyone needs to start from the same place

There is no single starting point that works for everyone. Every company, project or individual has different needs, and the most popular solution isn’t necessarily the right one for you.

For example, there are projects that need to be organised from the inside out:

· clarifying your message so that what you say today doesn’t contradict what you’ve said in the past;

· simplifying a proposition so that anyone can clearly understand what you specialise in;

· deciding who speaks about what within the team.

Other projects, conversely, need to be reevaluated from the outside first:

· review how you appear in search engines, directories or public profiles;

· correct outdated or inconsistent messages;

· stop relying on one-off campaigns that lack continuity.

The right decision is the one that addresses your specific situation and corrects your current weakness, regardless of trends or apparent urgencies.



The temptation to wait for the ‘perfect strategy’

It’s easy to find yourself waiting for the perfect strategy - one that’s complete, finalised and ready to implement without any adjustments - but in reality that simply doesn’t exist. What does work is making a concrete decision and sticking with it long enough for it to take effect. For example:

· Choose a clear focus.

· Stick to it without opening up various new fronts simultaneously.

· Adjust what is already underway, rather than starting afresh every few weeks.

Clarity often emerges as a result of a decision being executed consistently, rather than beforehand. Authority-First focuses on order, because it only makes sense to increase intensity when it forms part of a clear sequence.

Starting small does not mean starting weakly

There is a misconception that if an action does not have an immediate impact, it is a waste of time. However, in generative environments, value is built through continuity, regardless of the size of the action.

Small actions, when they follow the same direction, reinforce one another and gradually build a clearer picture. That is why a modest but well-aligned proposal usually goes further than an ambitious but erratic one. Consistency and focus are more influential than the size or scale of what you do.

Measuring without misleading yourself

At first, we tend to rely on indicators and metrics that aren’t yet ready to reflect the real progress of your strategy. If you only measure visibility, clicks and activity, it’s easy to think that nothing is happening or that things are happening too quickly. However, those figures don’t always capture what’s changing at a more significant level. Now, the initial effects are less spectacular, but more structural:

· consistency of message over time;

· alignment between what you say and the environment in which you wish to position yourself;

· a gradual reduction in public contradictions.

When these elements fall into place, external human and algorithmic interpretation does too. Visible metrics tend to emerge as a consequence, rather than as a starting goal.

How will you know you’re on the right track?

There’s no single indicator that confirms everything is working, but you do start to notice certain changes.

You find it easier to say ‘no’ and stop reacting to every external stimulus. Decisions become quicker because your criteria are clearer. Your communication becomes simpler and therefore what you say is easier to understand. And, above all, your actions start to fit together rather than seeming disconnected.

It’s also a good idea to check periodically for yourself in AI searches. Not just by your name — because then you will obviously appear in the generated answers — but by your services, your sectors and the categories in which you want to be recognised. That is the real test: checking whether you are cited as a reference when someone expresses a need related to what you do.



When you observe these changes, it means that the external perception is beginning to stabilise, even if it is not yet immediately reflected in visible metrics. It is a sign that you are on the right path to building something sustainable.

The key takeaway as we close the book

If you’ve made it this far, congratulations! We want to end with something fundamental that’s worth taking away with you.

Your positioning changes when you stay consistently on course, not simply by taking more actions.

That is Authority-First in practice.

This guide looks beyond the immediate result. It aims to ensure that in six months’ time your position is clearer, more solid and harder to challenge. Your digital presence is built on the quiet consistency of your decisions, not necessarily on the visible moments.



What we did (Kleinson in practice)


At Kleinson, the decisive factor was the order in which we decided to put ideas into action.

When we committed to improving the performance of international corporate teams through our International Performance Training® (IPT®) approach, we could have tried to speed up the process and multiply our activities without first consolidating the foundations. However, we understood the premise that runs through this entire book: an excess of actions fragments the narrative rather than accelerating it.

So the first thing we did was to hit the brakes, look at what already existed, identify contradictions and clear out anything superfluous.

Subsequently, we reinforced a single dominant signal, sustaining it with consistency. This was to be our core, a framework to operate within and a repeatable pattern. Only once this had stabilised did we take further steps to build on our reputation, partnerships, media and external validation.

It was a deliberate progression, built step by step. That was our final lesson: you don’t need to have everything sorted out to be able to take action. All you need is a defensible decision and enough patience for it to become an authority.

Today we appear consistently in virtually all search engines. The term International Performance Training® —particularly complex due to its natural association with sport— is linked to Kleinson within the field of corporate training on major search engines and in search results. That association was the result of a coherent strategy executed with focus.





Before you close the book and carry on, apply these final points

Before you close these pages, pause one last time and ask yourself:

· What is the first thing you should stop doing to cut down on any potential noise?

· If you could only amplify one signal over the coming months, which one would it be?

· Are you prepared to stick with a decision long enough for it to become a habit?

· If you were to start from scratch, what would you do in a simpler, clearer and more defensible way?




Epilogue: What this book has also done for us

Before we close this book, we’d like to take a moment to thank you for joining us. Time and attention are scarce resources, and we really appreciate that you’ve devoted them to reading this guide. We hope that what you have read will help you make better decisions, prioritise more wisely and, above all, understand that establishing your position today does not depend on doing more, but on deciding better. If it helps you move away from aimless actions and, instead, focus on those that strengthen and enrich your brand, it will have been worth it.

Speaking frankly, this guide serves a dual purpose. It guides you, and at the same time it has been—and continues to be—one of the clearest and most coherent ways we have found to build our own authority and reputation. Organising ideas, defining an approach, putting it in writing and maintaining it over time is probably the most natural way Gonzalo and I have of gaining positioning. 

This is evidently the case within GEO. But it’s also true in a broader sense: in strategic thinking, digital presence and authority applied to the real world. The simple act of writing has forced us to do exactly what we advocate in these pages:

· Think before acting.

· Prioritise clearly.

· Stand by our principles even when results are not immediate.



Beyond a system for gaining visibility, Authority-First is a way of working, and this entire process has, in itself, been a practical application of that system. We don’t believe in feigned authority or empty rhetoric. We believe in authority that is built through action, by explaining what you do and being consistent with it.

These pages are part of that journey. If tomorrow we discuss these ideas in a talk, a podcast or a conversation with you, it will not be seen as repetition. It will be a natural extension of the same approach.

If there’s one thought we’d like you to leave you with, it’s this:

Authority is not a destination. It is a consequence.

A consequence of thinking carefully, of acting with purpose, and of standing by your principles even when there is no immediate applause.

Thank you for being here with us.

Iñaki Nieto

Gonzalo Perez



Transparency statement on the use of AI

This guide has been written based on our experience, judgement and decisions, incorporating artificial intelligence tools to support the process of reflection, structuring and drafting.

We have used AI as a co-pilot in the process, not as a substitute for our own human thought and input. It has helped us to cross-check, refine and clarify the message, just as it helps professionals and businesses to work more effectively today when used judiciously.

We see no sense in concealing this. Applying AI correctly is part of the revolution we describe throughout The Power of GEO.
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