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For an investigative outlet, the core asset isn't traffic — it's being the verified source of record on the

subjects it covers. That role is increasingly contested not by other newsrooms, but by Al answer

engines that synthesize an answer instead of sending someone to the original source.

RISK 1 — ERASURE
The original source disappears

If a model answers using a secondary
aggregator or a hostile rewrite instead of the
original investigation, the outlet loses
attribution, donor/reader visibility, and the
ability to correct the record.

RISK 2 — DISTORTION
Findings get flattened or merged

Hedged findings become assertions, named

OPPORTUNITY
A moat Al can't fabricate

Primary documents, named accountability,

individuals get merged, legal or sanctions status
goes stale. A wrong Al summary attributed to a
newsroom is a reputational and legal exposure.

cross-source corroboration, and a deep archive
— durable advantages if the site is structured
for machines, not just humans.
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Al DISCOVERY PLAYBOOK - REPORT SECTION 02

EEWcURRENT-STATE SNAPSHOT

WHERE A TYPICAL OUTLET STARTS

An illustrative template for inventorying an organization's own starting position before any engagement

begins.
SIGNAL TYPICAL STATUS IMPLICATION
Institutional profile Strong entity presence — Wikipedia, Wikidata, watchdog/nonprofit Good entity foundation for Al knowledge graphs
directories, affiliate pages
Publishing volume High volume of investigations per year across a network of Rich corpus, but likely inconsistent metadata across years
partners of CMS migrations
Data infrastructure A structured data platform or database of records, if one exists A genuine differentiator — often underused as an Al-facing
asset
Funding disclosure Public reporting on funding sources or funding changes Relevant to how models describe independence/bias —
worth actively shaping
Multilingual reach Content in multiple languages, syndicated via partner outlets Fragmentation risk: same investigation, many URLs,

inconsistent canonical source

This is a directional read from public sources, not a technical audit — the Build phase covers verifying it
properly.

EER HE FOUR PILLARS

WHAT THE WORK IS ORGANIZED AROUND

u'l'echnical Accessibility
e Crawler access audit — confirm robots.txt explicitly allows GPTBot, ClaudeBot, PerplexityBot, Google-Extended, Amazonbot. The single most common
cause of invisibility to Al answers.
e Publish an lims.txt — a curated map of the most authoritative pages, not a full sitemap dump.
e Fix canonical fragmentation — one investigation, many mirrors; make sure the canonical tag points to the original.

e Server-side rendering — confirm interactive investigations aren't silently skipped as an empty JS shell.

ﬂStructured Data & Machine-Readable Facts

e Schema.org markup on every investigation — NewsArticle, named reporters, dates, source citations, entities.
e Entity-level consistency — every named individual or company resolves to one stable, authoritative page.
e Expose data as structured output, not just a search Ul — the highest-leverage move for retrieval systems.

e FAQ/explainer schema on methodology and recurring topics.

Content Shaped for Retrieval & Attribution

e Lead with extractable facts — a tight, precisely worded nut graf up front.
e Distinguish documented from alleged, restated redundantly near any claim likely to be quoted alone.
e Visible, dated corrections/methodology page, linked from every story.

e Durable hub explainers for recurring subjects, plus a stable historical archive with working links.

nExternaI Corroboration

e Keep Wikipedia/Wikidata current — a major backbone for how models build entity knowledge.
e Track pickup by other reliable outlets — strong trust signals for retrieval systems.

e Consistent org naming across every bio, mention, and dataset — inconsistent naming breaks entity resolution.
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Al DISCOVERY PLAYBOOK - REPORT SECTION 04-05

EXPVOoNITORING — HOW TO TELL IF IT'S WORKING

THERE'S NO "Al SEARCH CONSOLE" YET

So this is a manual tracking habit, built and repeated on a schedule rather than checked once.

01 02

MONTHLY QUERY TESTING MISATTRIBUTION WATCH

A fixed set of ~15-20 real-world questions run across ChatGPT (with Treat a factually wrong Al summary as a corrections-desk issue, not a tech
browsing), Perplexity, Gemini, and Copilot. Log whether the outlet is cited, curiosity — request correction through the platform's feedback channel
cited correctly, and linked. and shore up the source page.

03 04

CRAWLER LOG ANALYSIS ONGOING CORRECTION LOOP

Server logs are checked for GPTBot, ClaudeBot, and PerplexityBot user Findings from query testing and log review feed back into the source
agents, to confirm actual crawl activity — separate from citation pages and schema — a loop, not a one-off report.

outcomes.

EXlscouencep roLLouT

FIVE PHASES, IN ORDER

Wo

WKS 1-3 WKS 3-8 MO. 2-4 ONGOING FROM MO. 2
Audit Foundations Structural assets Content practice Monitoring loop

PHASE TIMEFRAME FOCUS

1. Audit Weeks 1-3 Crawler access, robots.txt, canonical URL fragmentation, current schema markup coverage

2. Foundations Weeks 3-8 IIms.txt, NewsArticle/entity schema on new content, corrections page visibility

3. Structural assets Months 2-4 Entity hub pages for most-searched names/topics, structured-data exposure (APl or export)

4. Content practice Ongoing Editorial style guidance for extractable nut grafs and redundant evidentiary hedging

5. Monitoring loop Ongoing from Mo. 2 Monthly Al-query testing, crawler log review, correction-request workflow

mGUARDRAILS WORTH NAMING

Never soften rigor for quotability. The fix for Al flattening hedged findings is redundant precision in the text, not simpler claims.

Some content should stay hard to ingest — ongoing investigations with safety implications for sources, or embargoed material. Crawler
access decisions are made per-section, not site-wide.

This is a moving target. Al crawler behavior and citation norms are still being defined in 2026 — revisit this playbook twice a year.
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Al DISCOVERY PLAYBOOK - SERVICE & PRICING SECTION 07

DFVAEENGAGEMENT ROUTE & PRICING

TWO-PHASE ENGAGEMENT

Build the foundations, then keep the system working as Al behavior evolves.

UV \® O
START MONTH 6 ONGOING
Kickoff Handover Monitor & upgrade
MONTHS 1 - 6 MONTH 7 ONWARD
Build phase — audit, foundations, structural assets, Monitoring & system upgrade — ongoing measurement,
content practice rollout correction, and adaptation
€3,600. ...... €1,880, ...
6-month fixed engagement Open-ended, cancel any month
W Build phasell Monitoring phase
EXPWHAT "MONITORING & UPGRADE" MEANS AFTER MONTH 6
Once the foundations are live, the work changes shape — it's no longer building infrastructure, it's
watching how Al systems actually treat the reporting and adjusting as behavior evolves.
MONTHLY QUERY TESTING MISATTRIBUTION & ERROR WATCH
The same ~15-20 question set run monthly across ChatGPT, Perplexity, Wrong or flattened Al summaries are logged, escalated through platform
Gemini, and Copilot — checking citation, correctness, and linking to the feedback channels, and used to reinforce the source page they were
original source. drawn from.
CRAWLER LOG REVIEW SYSTEM UPGRADES
Logs are checked for GPTBot, ClaudeBot, and PerplexityBot activity — IIms.txt, schema, and entity hub pages are revised as Al citation norms
confirming crawlers are actually reaching new investigations, not just shift and new investigations publish — kept current, not left to decay.
theoretically allowed to.
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