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— EXECUTIVE SUMMARY —

The 18-Month Reckoning
Between October 2024 and February 2026, the infrastructure that carried brand discovery

for twenty-five years was replaced. Not disrupted. Not modernized. Replaced.

Google's AI Overviews now appear on 48% of U.S. searches and reach over two billion monthly users across

200+ countries. ChatGPT grew from 400 million weekly users to 900 million in twelve months, crossed $25

billion in annualized revenue by the end of February 2026, and began selling ads on February 9, 2026 at $60

CPM with $200,000 minimums — roughly three times Meta rates. Google Gemini reached 750 million

monthly active users.

Global publisher traffic from Google fell 34% in a single year. Business Insider lost 55% of its organic traffic

and cut 21% of staff. Chegg sued Google. The New York Times watched search's share of its audience fall from

44% to 37%. DMG Media reported CTR drops as high as 89% on queries where AI Overviews appear.

The discipline that replaces SEO is Generative Engine Optimization — the practice of engineering a brand to

be cited inside AI-generated answers from ChatGPT, Perplexity, Google AI Overviews, Gemini, Copilot, and

Claude. Fewer than 12% of marketing teams have a documented GEO strategy. 5WPR built this report for the

other 88%.

The Landscape at a Glance

900M ChatGPT weekly active users, Feb 2026

2B monthly users of Google AI Overviews across 200+ countries

750M monthly active users of Google Gemini

$25B OpenAI annualized revenue (Feb 2026)

48% of U.S. searches now return a Google AI Overview

69% of U.S. searches ending without a click

Sources: OpenAI, Alphabet Q4 2025, BrightEdge, Similarweb, Seer Interactive.
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" The environment that carried brand discovery for twenty-five years was not

disrupted. It was replaced. Most marketing teams are still operating against a

playbook that stopped working eighteen months ago.

— Matt Caiola, CEO, 5W Public Relations
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— SIX FINDINGS —

The New Environment
Six structural facts define brand discovery in the AI-first environment.

1. Zero-click is now the default
Zero-click searches rose from 56% to 69% in twelve months. Only 8% of users who see an AI Overview click

any organic result, versus 15% without one. Only 1% click a link inside the AI summary itself. Source: Pew

Research Center.

2. Organic CTR collapses where AI Overviews appear
A 61% drop in organic click-through and 68% in paid, across 3,119 queries and 25.1 million impressions.

Source: Seer Interactive.

3. Citations concentrate in a handful of domains
The top 10 domains capture 46% of ChatGPT citations on a given topic. Wikipedia alone accounts for 7.8%.

Reddit citations grew 450% in four months. LinkedIn is the most-cited domain for professional queries across

every major AI platform.

4. Publisher economics are broken
Small publishers lost 60% of search referral traffic over two years. Mid-sized publishers lost 47%. Even the

largest brand-name publishers lost 22%. Business Insider −55%. Chegg −49%. DMG Media worst-case CTR

−89%.

5. Earned media is now the most efficient GEO lever
LLMs reward multi-source corroboration. Brand mentions across trade, review, and news sites compound into

citation authority. This is structurally a PR problem, not a paid problem.

6. The paid surface just opened, and it's expensive
ChatGPT advertising launched February 9, 2026 at $60 CPM with $200,000 minimums — roughly three times

Meta rates.
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— THE CITATION ECONOMY —

The Cited vs The Vanished
AI answer engines now decide which brands exist. The citations concentrate in a handful of

authoritative domains. The ecosystem those citations are drawn from is bleeding.

THE CITED (TOP DOMAINS IN AI ANSWERS) THE VANISHED (PUBLISHER LOSSES)

Wikipedia · 7.8% of all ChatGPT citations Business Insider · −55% organic traffic

Reddit · +450% citations in 4 months Chegg · −49% non-subscriber traffic

LinkedIn · #1 for professional queries DMG Media · −89% worst-case CTR

Top 10 domains · 46% of citations per topic Small publishers · −60% over two years

A brand that is not cited by any of the survivors is, functionally, invisible in the new ecosystem. The publisher

collapse is a brand visibility crisis in slow motion.

— THE OPERATING MODEL —

The Four Signals
5WPR's operating framework for Generative Engine Optimization. An AI answer engine cites a brand when the

brand is strong on all four signals and ignores it when the brand is weak on any one.

01
Entity Strength
Wikipedia article. Google Knowledge Panel. Consistent structured data. The foundation — without

it, the other three signals cannot do their job.

02
Consensus Corroboration
Mentions across independent trade, review, and news sites. LLMs apply rough multi-source

corroboration; a brand consistently referenced across independent domains is treated as more

reliable than one mentioned in a narrow set.
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03
Content Architecture
Q&A;, listicle, or comparison structure. First 150 words answer the query directly. Named, dated

sources. Schema markup (FAQPage, HowTo, Product, Review, Article).

04
Freshness and Depth
70% of AI Overview citations rotate out over 2–3 months. GEO is an ongoing program, not a

one-shot optimization. The correct analogy is less 'build a website' and more 'maintain a press

office.'
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— THE PLAYBOOK —

90-Day Diagnostic, 12-Month Buildout
The program any marketing team can run against its own brand, starting the day this report

is downloaded.

DAYS 1–30

BASELINE
Run 50–200 standardized prompts across ChatGPT, Google AI Overviews, Perplexity,

Gemini, and Copilot. Document current citation share by topic, competitor, and

product. Audit the Four Signals. Identify gaps.

DAYS 31–60

QUICK
WINS

Fix Cloudflare email obfuscation blocking AI crawlers. Add FAQPage, HowTo, and

Article schema to top content. Submit Wikipedia article if none exists. Update Google

Knowledge Panel. Open robots.txt to GPTBot, ClaudeBot, PerplexityBot,

Google-Extended.

DAYS 61–90

CONTENT A
RCHITECTU
RE

Restructure top 20 pages to answer queries in first 150 words. Convert narrative

content to Q&A;, listicle, and comparison formats. Add named, dated data to every

assertion.

MONTHS 4–12

CONSENSUS 
CORROBOR
ATION

Run earned media program targeting the domains LLMs cite most in your category.

Secure review and trade coverage. Build review site presence. Establish content

partnerships with category-authority publications.

ABOUT 5W PUBLIC RELATIONS

5W Public Relations is one of the largest independent PR and digital marketing agencies in the United States,

with approximately 275 professionals headquartered in New York City. Founded in 2003 by Ronn Torossian.

Led by CEO Matt Caiola. 5WPR has been recognized as a top U.S. PR agency by O'Dwyer's, named Agency of

the Year in the American Business Awards, and honored as a Top Place to Work in Communications in 2026

by Ragan.
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5WPR's Generative Engine Optimization practice — the team behind this report — is at

5wpr.com/practice/geo-optimization.

Media inquiries: media@5wpr.com

Research licensing: research@5wpr.com

GEO engagement inquiries: 5wpr.com/practice/geo-optimization


