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1 · EXECUTIVE SUMMARY

The website is becoming a source machines quote.

The website is moving from a brochure people visit to a source machines quote.

Search engines and AI assistants now answer most questions on their own screen,

and they decide which business to name in that answer.

Three forces drive the shift:

Answers replace links. Most searches now end without a click. The business named inside

the AI answer wins the inquiry.

Building a site is nearly free. AI site builders make a basic website in minutes. The design is

no longer the scarce part. Credible, current, original information is.

Machines are now the first reader. AI crawlers and agents read your site before a person

does. Many cannot run JavaScript, and all of them reward clear structure and dated facts.

The winning website in 2026 and beyond is answer-driven: built around the questions clients ask,

refreshed monthly with original data, and structured so machines can trust and cite it.

Sovereo Web Works, the website division of Sovereo Intelligence Research founded by Todd

Allyn, builds these sites. Its edge is the one thing AI builders cannot automate: a monthly

intelligence report, written by a research publisher, that gives each client something worth

quoting.

Sovereo Web Works tests its method on Sovereo's own sites first, and publishes the results. The

first baseline, taken on October 8, 2026, appears in section 8, including where AI tools got

Sovereo wrong.
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2 · HOW SEARCH CHANGED

Most searches now end without a click.

In early 2026, 68% of US Google searches ended without a click to any website [2]

[3]. The answer now lives on the results page.

MEASURE FIGURE SOURCE

Predicted fall in traditional search

engine volume by 2026

25% Gartner, Feb 19, 2024 [1]

US Google searches ending with no

click, January to April 2026

68.01%, up from 60.45% in 2024 SparkToro, June 2026 [2];

Search Engine Land [3]

Visits that clicked a regular result

when an AI summary appeared

8%, versus 15% with no summary Pew Research Center, July

2025 [4]

Visits that clicked a link inside the AI

summary

1% Pew Research Center [4]

Visits that ended the browsing

session after an AI summary

26%, versus 16% with no summary Pew Research Center [4]

Organic click-through rate on

queries with AI Overviews

1.76% in June 2024 to 0.61% in

September 2025, a 61% decline

Seer Interactive, Nov 4, 2025

[5]

Click-through rate of the top result

when an AI Overview appears

34.5% lower on average Ahrefs, April 2025 [6]

Referral visits from AI platforms,

June 2025

Over 1.13 billion, up 357% in a year;

ChatGPT sent over 80%

Similarweb [7]

Google AI Mode Over 1 billion monthly users; queries

more than doubling every quarter

Google, May 19, 2026 [8]

Being cited is worth something. Seer Interactive found that brands cited in an AI Overview earned

35% more organic clicks and 91% more paid clicks than brands that were not cited. Seer calls this

a correlation, not proof of cause [5].

TWO CONCLUSIONS

First, fewer visitors arrive, so each visit must convert. Second, the most valuable position is

no longer the top link. It is the source the answer quotes.
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Traditional search has not disappeared. AI answers are built on the same core ranking and

retrieval systems, so search fundamentals remain the foundation [13]. They are no longer the

finish line.

3 · BUILDING A WEBSITE IS NOW CHEAP

The build is a commodity. Trust is not.

A basic website is no longer scarce. AI site builders now produce a working, good-looking site

from a short description, and Wix, Webflow, WordPress.com, and Framer all offer one [23]. Wix,

for example, now invites owners to "create a website with AI by describing what you want" and

says its AI "generates a complete site" from that description [22].

When anyone can build a site, three things happen:

1 Design stops being a differentiator. Templates and AI layouts converge. Most small

business sites will look competent and alike.

2 The web fills with generic text. AI can write a page about any topic. It cannot invent a

firm's local data, client experience, or point of view.

3 Value moves to what machines cannot copy. Original data, dated facts, named expertise,

and a steady publishing rhythm become the scarce assets.

Volume is not a strategy. Google warns that using AI to generate many pages without adding

value for users may violate its spam policy on scaled content abuse. It also says AI-generated

content must be fact-checked and reviewed before publishing [21].

The cost of a website build is falling. The value of being the trusted source in a market is rising.

Businesses that pay for the first and neglect the second will own attractive sites that no answer

engine quotes.
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4 · WHO READS YOUR WEBSITE NOW

Your first reader is a machine.

AI crawlers visit at a scale that rivals Google, and the major ones read only the raw

HTML a page sends.

In one month on Vercel's network, OpenAI's GPTBot made 569 million requests and Anthropic's

ClaudeBot made 370 million, together about 20% of Googlebot's 4.5 billion. The same study

found that none of the major AI crawlers ran JavaScript: GPTBot, ClaudeBot, and PerplexityBot

downloaded script files but did not execute them [9].

AI crawlers also take far more than they send back. Cloudflare measured about 1,091 OpenAI bot

crawls for every human visit referred in July 2025, and about 38,000 for Anthropic. Training drove

nearly 80% of AI bot activity [10]. A site has to earn its citation, because the traffic will not arrive

on its own.

What this means for a website

Content built only in the browser can be invisible. If a page needs JavaScript to show

its text, many AI tools never see that text.

Clean structure wins. Clear headings, plain HTML, and one topic per page make a site

easy to read, split, and quote.

Facts must agree everywhere. Google advises that structured data match the visible

text on the page [13]. The same consistency across a site, a Business Profile, and

directories helps machines trust who you are.

No magic file is required. Google states there are no special optimizations or extra files

needed to appear in AI Overviews or AI Mode [13]. The work is fundamentals, done well

and kept current.

The AI companies now run separate search crawlers, and blocking the wrong one removes a

business from AI answers. OpenAI states that sites opted out of OAI-SearchBot "will not be

shown in ChatGPT search answers" [11]. Anthropic runs Claude-SearchBot and Claude-User

alongside its training crawler, and honors robots.txt [12].

Structure is still rare. Google recommends JSON-LD structured data and says server-side or pre-

rendering helps because "not all bots can run JavaScript" [14][15]. Yet only 41% of pages used

JSON-LD in 2024, and FAQPage markup [17] appeared on about 0.34% of pages [16].
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Speed still counts. Google's Core Web Vitals targets are a Largest Contentful Paint within 2.5

seconds, Interaction to Next Paint of 200 milliseconds or less, and Cumulative Layout Shift of 0.1

or less [18].

Some sites now add an llms.txt file, a 2024 proposal for a plain summary written for language

models [19]. It is cheap to add, but Google says no special file is needed for its AI features, so

treat it as optional.

Google also describes "query fan-out": its AI features run several related searches across

subtopics to build one answer [13]. A site that answers many specific sub-questions gives the

engine more chances to cite it.
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5 · FIVE SHIFTS SHAPING WEBSITES THROUGH 2028

A website is becoming a publishing operation.

The direction is clear even where the speed is not. These five shifts are Sovereo Intelligence

Research's view as of October 2026.

1 From pages to answers. Sites will be organized around the questions clients ask, one

question per page, with the answer in the first sentence. The home page matters less. The

answer page matters more.

2 From visits to citations. Traffic will undercount a site's influence. The new scorecard asks

whether AI tools name the business, how often, and for which questions.

3 From static to living. A site built once and left alone will fade from answers. Engines favor

current, dated information, so a regular publishing rhythm becomes part of the product.

4 From human visitors to machine agents. AI assistants are starting to browse, compare,

and book on a person's behalf. Clear terms, plain forms, and machine-readable facts will

decide whether an agent can complete the job on your site.

5 From brand voice to verified expertise. Generic copy is now free. Named authors, real

credentials, original data, and a consistent identity across the web are what earn trust from

people and machines alike.

The evidence is already visible. Google said in May 2026 that "we're entering the era of Search

agents" [8]. OpenAI's ChatGPT agent can now "actively engage websites" by clicking and

filtering on a user's behalf [24]. Microsoft added a report to Bing Webmaster Tools in February

2026 that counts how often a site is cited in AI answers [25]. And Google's own guidance says

that of all the signals of expertise and authority, "trust is most important" [20].

THE COMMON THREAD

A website is becoming a publishing operation, not a one-time project.
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6 · WHAT A WEBSITE MUST DO NOW

Found, quoted, trusted, acted on.

A website now has to pass each of these tests, in that order. The answer-driven model meets

each one.

TEST BROCHURE WEBSITE ANSWER-DRIVEN WEBSITE

Found A few service pages and a

home page

One page per real client question, linked into a clear

structure

Quoted Marketing copy with no

specifics

The answer in the first sentence, with dated, sourced

figures

Trusted Anonymous text, inconsistent

listings

Named author with credentials; facts that match across site,

profile, and directories

Current Updated when something

breaks

A monthly report that adds new data on a schedule

Read by

machines

Content that may depend on

JavaScript

Plain HTML, clean headings, structured data that matches

the page

Acted on A generic contact form One clear next step per page, short forms, tracked inquiries

The answer-driven site still does everything a good traditional site does. It adds the layer that

decides whether the business appears in the answer at all.
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7 · WHY SOVEREO WEB WORKS

Most agencies can build pages. Few can write
intelligence.
Sovereo Web Works is the website division of Sovereo Intelligence Research, a systems
intelligence publisher covering geopolitics, culture, technopolitics, astropolitics, rare
earths, and minerals. Intelligence is what answer engines quote.

1 A publisher, not a template shop. Sovereo already researches, sources, and publishes
analysis on a fixed schedule. Each client's monthly report is written to the same standard:
sourced, dated, neutral, and built to help a reader decide.

2 One report structure that works in any industry. What moved: prices, demand, supply,
rules. The mechanism: why it moved. One thing to watch: the signal for next month. The next
step: a clear reason for the reader to contact the business.

3 A method built on client questions. Question audit: map what the market asks, and record
which businesses AI tools name today. Architecture: one page per question, linked so people
and crawlers can follow. Build and launch: copy, design, structured data, and tracking,
checked against a ten-point launch list. Report and measure: publish monthly and track
citations.

4 Measured by citations, not vanity metrics. Each month, the core client questions are put to
Google AI Mode, ChatGPT, Perplexity, and Claude, and the result is recorded: named or not.
That sits beside Search Console data and tracked inquiries on a one-page scorecard.

5 A focused client list. Sovereo Web Works builds for local businesses whose clients research
before they buy: real estate, dental practices, law firms, fitness and wellness, churches,
home services, consultants, founders, experts, and industrial and commodities firms. In
licensed fields, the client approves every page before it publishes, so claims stay accurate
and within their advertising rules.

6 Led by a decision specialist. Todd Allyn holds a finance degree and dual master's degrees in
finance and international business. He spent roughly 24 years teaching college economics,
finance, and business and served as a business school dean. His work at Sovereo centers on
decision integrity: helping readers make sound decisions from sound information.
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7 · WHY SOVEREO WEB WORKS (CONTINUED)

One method behind everything Sovereo does.
Sovereo Intelligence Research studies how decisions are made, by nations, markets, and
now AI, and helps people and businesses make better ones. Every Sovereo product runs
the same four-layer method.

1 Signals. What is changing.

2 Mechanism. Why it is changing, and who decides.

3 Consequence. What it means for the reader or the client.

4 Decision and accountability. What to do, then a public, dated check of whether the
judgment held up.

PRODUCT THE DECISION HOW THE METHOD APPLIES

SITREP, the Brief, Country
Dossiers

How the world's decisions
change your options

Signals, mechanism, and consequence across
geopolitics, culture, technopolitics,
astropolitics, rare earths, and minerals

Sovereo Index Where money and life
work hardest

Countries compared on total value, not cost
alone

Retirement Decision Lab When, whether, and where
to retire

The method taught live and applied to each
member's own decision

Decision Forecast Whether Sovereo's
judgment holds up

The accountability layer: forecasts stated in
advance and scored in public

Sovereo Web Works Which business the client,
and the AI, chooses

Research what clients ask and why AI trusts a
source, build the answers, and score the result
monthly

WHY A RESEARCH COMPANY BUILDS WEBSITES

A client choosing a dentist, a realtor, or a lawyer is making a decision under uncertainty,
and AI tools now draw up the shortlist. Web Works researches that decision for a
business: the questions clients ask, why AI trusts one source over another, and what it
costs to be left out. The monthly citation scorecard is the Decision Forecast applied to a
client: a dated baseline, a stated outcome, and a public check.
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7 · WHY SOVEREO WEB WORKS (CONTINUED)

What an answer-driven site is worth.
A website is worth what one more client is worth. Judge an answer-driven site against
that, not against the cost of building pages.

BUSINESS ONE MORE CLIENT IS WORTH PAYS FOR ITSELF AFTER

Real estate team One closing: about $6,500 in gross
commission on a $260,000 home at
2.5%

One closing

Implant or cosmetic dentist One treatment case, often several
thousand dollars

One case

Law firm One matter, from thousands to tens of
thousands of dollars

One matter

Med spa or contractor Thousands of dollars per client or job One or two clients

Gym or studio Hundreds of dollars per member each
year

Several members

Illustrative figures. Actual values vary by market, pricing, and practice. They show the mechanism, not a promise of
results.

What it costs

An answer-driven site starts at $4,500 as a one-time build, and the monthly answer plan starts at
$750. Larger and multi-location work is scoped and quoted after the audit. Current pricing is
published at sovereo.com/web-works.

How the value is measured

No one can honestly guarantee that AI will cite a business. What can be measured is the change
from a dated baseline: how often the four main AI tools name the business, how often they cite its
pages, its search impressions and clicks, and the inquiries traced to each answer page. Each client
sees those numbers every month.

THE TEST

If an answer-driven site brings one extra client a year, it has paid for itself. The monthly
scorecard shows whether it is working.
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8 · PROOF IN PRACTICE

Sovereo as its own case study.

On October 8, 2026, AI assistants knew Sovereo mainly through LinkedIn and Substack, not

its own website, and could not find the Retirement Decision Lab at all. That is the starting point

Sovereo Web Works now measures against every month, in public [26].

What the first check found

TEST ENGINE RESULT

"What is Sovereo Intelligence

Research?"

ChatGPT Named and described accurately, citing sovereo.com

"What is Sovereo Intelligence

Research?"

Perplexity Named, but built mostly from LinkedIn and Substack; one

sovereo.com page cited

"Who is Todd Allyn?" Perplexity Described a different person with the same name

"What is the Retirement

Decision Lab?"

ChatGPT and

Perplexity

Could not find it; returned other sites with similar names

30 unbranded retirement

questions

ChatGPT Sovereo named or cited in none; answers cited ssa.gov,

medicare.gov, irs.gov and dol.gov most

The tests used logged-out sessions and temporary chats, so they are samples, not rankings. Perplexity stopped the test

after a few questions at a robot check, which Sovereo did not bypass.

What Sovereo changed the same day

Published 39 sourced, dated answers at sovereo.com/answers and sovereo.com/web-

works/answers, each with structured data and a plain-text version for AI tools.

Added a question-led answer block, a dated FAQ and matching structured data to 26 tool and product

pages.

Published an author page at sovereo.com/todd-allyn that ties Todd Allyn of Sovereo to his own

profiles, and linked every answer to it.

Named the search and AI assistant crawlers explicitly in the Retirement Decision Lab's robots.txt, and

strengthened ten priority retirement answers with decision steps, worked examples and sources tied

to each claim.

Built a free Retirement Income Gap Worksheet at theretirementdecisionlab.com/worksheet that runs

entirely in the browser.

Opened the sites to AI assistants directly: assistants that support the Model Context Protocol can

search all Sovereo and Retirement Decision Lab answers, with sources and review dates.

Next check: November 8, 2026. Every result, good or bad, is posted on the public scorecard at

sovereo.com/web-works/case-study.

THE ANSWER LAYER · SOVEREO WEB WORKS 10
12



9 · WHO IT IS FOR AND HOW TO START

Does AI name you when your clients ask?
The best fit is any business whose clients research before they buy, where one client is
worth thousands, and where conditions change month to month.

Priority groups

Real estate: home, investor, and commercial

Dental practices and dental tourism clinics

Law firms

Fitness, wellness, and aesthetics

Churches and faith communities

Home services and contractors

Consultants, founders, coaches, authors, and speakers

Industrial, B2B, and commodities firms

How an engagement works

1 Free AI visibility review. In 20 minutes, your clients' core questions are put to Google AI
Mode, ChatGPT, Perplexity, and Claude live, to show who they name today.

2 Question audit. A written map of the questions your market asks and a citation baseline to
measure against.

3 Build. Answer pages, structured data, consistent business listings, and tracking, checked
against a ten-point launch list.

4 Monthly answer plan. A monthly report or client update under your name, new answer
pages, a citation scorecard, and hosting.

START HERE

Request your free review at sovereo.com/web-works, see the industries we build for at
sovereo.com/web-works/industries, or email sovereo@proton.me.
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