
Real World GEO/AEO and Agentic 
Readiness: Concrete steps you can take 
NOW to get ahead of the AI search 
curve for your eCommerce business
What we actually shipped at Jaipur Living to get ready for AI search, what broke along the 
way, and what we're still working on.

Shopify's own May 2026 data shows AI-referred shopping sessions converting nearly 50% 
higher than organic search, and outperforming it in 23 of 25 merchant categories by an 
average of 56% within those categories. Adobe found something similar: AI-referred traffic 
to US retail sites grew 393% year over year through Q1 2026.

Here is the part that many may not expect when starting this work: none of it required 
buying an all-in-one AI SEO platform. In fact, my research led me to the opposite conclusion 
— doing the work piece by piece was a much more effective and flexible solution than 
anything (currently) on the market today. Every step listed below is either a native 
Cloudflare setting, a spec-compliant text file, content we already had the ability to write, or 
a JSON-LD block on a product page. The tools are not the hard part. Deciding what to 
prioritize, focusing on visibility and consistency, and being honest about what is still 
unfinished, is the bulk of the actual work.

What GEO and AEO Actually Mean, in Practice
Generative engine optimization (GEO) and answer engine optimization (AEO) both describe 
the same shift: search is no longer just a list of blue links a human clicks through. Users are 
changing their search behavior, and fast — moving increasingly to a question asked of an AI 
system, which then reads, summarizes, and recommends from your site directly, or hands 
your product to an agent that shops on a customer's behalf. Traditional SEO still matters, 
and a lot of the same rules and best practices still apply. But it now competes with a second 
audience that reads your pages differently than a person does, and rewards a different kind 
of content, as well as different trust signals. Consistency in product data, numbers, and 
messaging across your site and beyond creates something I'll call verifiability, which can be 
thought of as the agent's ability to verify what you're claiming on YOUR site is actually true, 
and tracks to other sites and real users' experiences. See the huge upswing in Reddit 
mention value over the past two years.

Step 1: Make Your Content Machine Readable at the Edge



Cloudflare's Markdown for Agents feature converts a page's HTML into clean Markdown, at 
the edge, in real time, whenever an AI agent requests it with an Accept: text/markdown 
header. Human visitors never see it. Cloudflare strips scripts, navigation, and styling, and 
the token-count headers it returns (x-markdown-tokens, x-original-tokens) make your 
pages easy to load in files that are just a few KB each, saving not only a dramatic 50 to 80% 
tokens per page, but also saving a huge amount of time, allowing the agents to parse each 
page’s content in milliseconds. Fewer tokens means a cleaner input for the agent, which 
gives you a better chance that it represents your products and your brand story accurately 
instead of guessing at them, and faster parsing means you show up higher in the answer 
results and over time can develop more authority organically as the agents return to your 
page as a source of quick and reliable, well-structured knowledge.

We rolled this out in phases, starting with editorial and educational content, then category 
pages, then the roughly 2,600 product detail pages, and it has been live site-wide since mid-
July. No code deploy was required. It is a Cloudflare dashboard setting plus some carefully 
considered Configuration Rule scoping (as mentioned in step 3, these rules can make or 
break these efforts very quickly).

Cloudflare is the security layer that sits in front of our site. We are running their 
Business plan, which is where the WAF and Configuration Rules live; Markdown for 
Agents is currently in beta at no additional cost on the Pro, Business, and Enterprise 
plans. However, if you are using a different provider, the same approach still applies as 
most CDN vendors are starting to bring on this capability. Fastly offers a comparable 
edge HTML-to-Markdown conversion for agents, and platforms like Akamai and AWS 
can be set up to approximate it using their edge-compute and bot-control tools.

Fig 1. Example .MD output (FAQ Page)



Step 2: Tell Agents Where to Look
llms.txt is a proposed standard, a curated link index at your site root that tells AI agents 
what your site is and where the important pages live, the same way robots.txt tells crawlers 
what they can access. Our llms.txt file had existed for a while, but an audit turned up real 
problems: a malformed heading with a leading invisible character, about ten thin links with 
no descriptions, and roughly 25 non-standard ALL_CAPS sections that no compliant parser 
would read as a link index at all.

The fix followed the spec directly: a clean H1, a one-sentence blockquote summary, 
organized ## sections for primary pages, product hubs, educational content, and company 
pages, a short description after every link, and a companion llms-full.txt for agents that 
want a single deep ingestion pass instead of crawling page by page. We also locked down 
figures that had been drifting across pages, our artisan and village counts had been cited 
three different ways in different places, now standardized everywhere these files reference 
them. Additionally, we made sure to clearly reference the new agent-friendly capabilities 
we've added on the site up front, including the Cloudflare markdown edge delivery, so that 
an agent visiting our site immediately knows they can switch over to that and parse the 
whole site in seconds, consuming just a few hundred KB of data to get a full picture of our 
business and offerings.

Fig. 2 – Example LLMS.txt file

Step 3: Small Configuration Details Are Where This Actually Breaks
Everything in steps 1 and 2 can be configured correctly and still get undone quietly by one 
rule's scope that you did not think to check. This is the step I would take most seriously, 
because there are no obvious clues if these rules are not set up correctly. Nothing crashes, 



nothing errors out obviously that you can see immediately, you just end up accidentally 
blocking the very agents you're trying to invite and serve a nice, well-presented buffet for.

Here is what actually happened to us. A security hardening pass aimed at credential-stuffing 
bots, rate limiting and custom WAF rules, had side effects that nobody caught immediately: 
Google Search Console started reporting pages “blocked due to access forbidden,” including 
product pages and our craftsmanship page that had been fine days earlier. We fixed it by 
adding a skip rule for verified bots. Googlebot kept getting blocked anyway, this time by a 
separate managed rule called Block AI Training Crawlers, still catching thousands of 
legitimate Googlebot requests a day, because that rule lives under Cloudflare's AI Crawl 
Control section, a different product surface than the classic WAF managed rules our skip 
rule actually covered. Two systems, same dashboard, but they were not talking to each 
other the way the interface implied they should.

Here is the part that should worry any team doing this work: Search Console is the only 
reason we caught this at all, and Search Console only tells you about Google. If that same 
rule scope error had been quietly blocking OAI-SearchBot, PerplexityBot, or Google-
Extended instead, the exact crawlers that everything in this article depends on, nothing 
would have told us. No dashboard flags a drop in ChatGPT or Perplexity referral traffic the 
way Search Console flags a Googlebot block. You would just notice, eventually, that your AI 
answer visibility had gone quiet, with no error to point at. All the Markdown-for-Agents and 
llms.txt work in the world does not matter if one overly broad bot rule is silently turning it 
all away at the door.

The same category of small-detail risk shows up in a couple of other places. Deciding an AI 
usage policy is not the same as shipping it: we wrote ours as allow AI search and input, 
disallow AI training, directly into the llms.txt file before the Cloudflare header that actually 
enforces it at the HTTP level had caught up to match. The policy document and the live 
configuration can drift out of sync without anything visibly breaking. Making things even 
more difficult to test, the same bot detection that blocks non-browser user agents will also 
block your own manual curl tests for features like Markdown for Agents, so it can look like 
it's not working at all to you when it is your own defenses doing their job correctly.

To make things even more complicated, none of this is a one-time check. Bot mitigation 
tools and AI crawler behavior are both moving targets right now, and every team doing this 
work will hit some version of the same small, unknown and unmonitored gaps as both sides 
keep evolving. Recheck it on a real cadence, not just once at launch.

Step 4: Build Content That Actually Answers Questions
This is where the real differentiation lives, and it is also where I found the most honest gap 
in our own work. This seems like the biggest no-brainer for anyone who has been working 
alongside an SEO agency or who has been even SEO adjacent for any period of time. 
However, here the basics really stand out and we have to take a hard, strong look at our 
existing site content. I looked at four of our blog posts with this lens. Two of them, a 



professional guide to calculating rug size and shape, and a designer's guide to color 
selection, are genuinely strong, including all of the things agents love to see: numbered 
steps with an actual formula, comparison tables mapping room type to rug size, defined 
terms, and closing FAQ blocks with direct question-phrased headers. That is exactly the 
kind of content an answer engine wants to extract and quote. But then, looking at other 
posts, a seasonal trends post has a similar FAQ block but leaned more promotional in tone. 
A shorter piece on rug construction and durability was the thinnest of the four, having solid 
information, but no FAQs, and no structured takeaways. There is a real gap here between 
what used to pass as good, solid SEO content, focused around keywords, and agent-ready 
content that is properly structured and focuses on answer-shaped content.

Thankfully, we had an existing step up in that we also have a deeper layer of CMS content 
built specifically to answer questions customers ask before and after they buy: a rug buying 
guide which details sizes and placement for new rug buyers; a rug pad buying guide; a page 
walking through all three custom rug ordering paths (custom size, custom color, and fully 
bespoke) with deposit timing, production stages, and shipping logistics spelled out step by 
step; a shipping and delivery explainer covering the difference between ground and freight 
delivery; and a page telling the actual company story, our founder's story, and how our 
artisan community model works. As it happened, none of that content was written for 
search engines, it was written because customers were asking support the same questions 
repeatedly. It turns out that is exactly the kind of content generative engines are built to 
surface.

Step 5: Find Your Weakest Link (For Us, It's Category Pages)
With the help of our SEO agency, we have started to add SEO copy to our category pages, 
with some hero copy and more specifically more detailed copy below the product grid. We 
settled on a standard template, which gives some benefit, but leaves a lot to be desired 
when it comes to AEO/GEO: an intro paragraph, one subheader, three or four short benefit 
blocks, then a closing brand line. It reads fine for a human skimming past the product grid, 
but in honesty it is mostly adjective-driven marketing copy, not direct answer-shaped 
content. We found it difficult to strike a good balance between what a human user would 
find to be appropriate, normal page content below a shopping grid for an upscale home 
furnishings brand, and what would be most ideal for answer engines. A few examples where 
it works: our washable rugs page has one genuinely useful line, wash on delicate cycle, hang 
to dry, that directly answers a real question. The 8x10 page has some real placement 
guidance, how the rug should sit under a queen or king bed and how furniture should 
overlap the edge. However, none of the three has an FAQ section, a comparison table, or a 
single question-phrased header. This is the clearest opportunity we have not acted on yet, 
but it is also a legitimate challenge: we want to be mindful of overloading our key shopping 
pages with what can feel like unnecessary content that could potentially distract from the 
key intent of our category PLPs (which is — to be clear, the user deciding which rug they 
want to purchase!). It is a fine line, and I feel the next few years will bring a clear answer of 
who we are designing the key shopping experience pages for: agents, or humans.



Step 6: Get Your Structured Data Right, and Expect to Iterate
We shipped an initial JSON-LD Product schema on every PDP in the spring, adding SKU, 
brand, material, color, construction details, and an AggregateOffer for Google Rich Results 
eligibility. It was not right on the first pass. Our SEO agency caught a nesting bug where 
child offers were mistyped, a missing highPrice, and a pricing logic issue that needed to 
switch from wholesale to MSRP. Then QA caught something sharper: swatch SKUs were 
leaking into the offers array, and on our custom color product lines, a $25 swatch price was 
replacing a real price of over a thousand dollars as the reported low price. We fixed it with a 
reusable helper that excludes swatch SKUs by prefix, verified across a full sweep of every 
PDP. Separately, we removed legacy HTML microdata that Google Search Console was 
flagging as a duplicate Product schema sitting alongside our JSON-LD, so only one clean 
schema block exists per page now.

FAQ schema and breadcrumb schema are the next items our team is digging into, as well as 
category schema. We've heard the statistic from our SEO agency that the best-performing 
pages for AEO/GEO have three schema types present on the page, and this will help narrow 
that gap and give agents quick answers on how the current page relates to the rest of the 
site and sitemap (breadcrumbs schema), any related FAQs (FAQ schema). Thankfully, given 
how much of our blog content is already FAQ-shaped, wrapping that content in actual 
FAQPage markup will be a quick and easy win for our CMS team.

Fig. 3 – Example JSON-LD product schema (schema.org format)



What I'd Tell Any Team Starting This Today
Start with the settings you already have access to, not a new platform. Then, check (and 
double check) the small configuration details nobody thinks about, your bot rules, your skip 
lists, and whether your written policy actually matches your live configuration, because that 
is where these initiatives can fail without warning, not in the big visible decisions. Then, go 
look at the content you already have written to answer support questions. It is very likely 
already closer to answer-engine-ready than anything you would write from scratch.

The AI search landscape is moving incredibly fast, and pretending otherwise would do 
ourselves a disservice. But the stakes are real: AI-based search is growing exponentially, 
and traditional SEO and even PPC advertising does not guarantee visibility or traffic 
anymore. The steps that get you there are not exotic, and they do not require an expensive 
all-in-one product to start. In contrast, it takes a measured, thoughtful approach to nailing 
the basics really well, and in turn gives you more flexibility to adapt, not less, as this market 
keeps solidifying around what actually works.

Disclosure: This piece was drafted with AI assistance from Claude, based on my own internal 
documentation, Jira tickets, and live site content from the work described, then fully edited and 
reworked by me. I am the Senior Product Manager of Digital at Jaipur Living, and everything 
contained herein is from a real-world project that I own and product manage on a daily basis.

FAQ
Do I need to buy an AI SEO or GEO platform to get started?

No. Every step in this piece is a native Cloudflare setting, a spec-compliant text file, content 
you likely have the writers for already, or a JSON-LD block that your front-end devs can 
implement using your product data and schema.org specifications. A platform can help you 
scale this later, but it is not required to begin, and at this stage in the game with the pieces 
and goalposts moving so quickly, I have not found a platform that will give you the same 
value as the fixes listed here. Doing it yourself also gives the added benefit of being able to 
pivot easily to match new standards, best practices, or formats.

Should I block AI crawlers from my site?

That is a policy decision, not a technical default. We chose to allow AI systems to read and 
answer with our content, with attribution, while opting out of model training. Whichever 
you choose, put it into writing and then actually configure the technical signal that enforces 
it.

Could my own bot security rules be silently blocking the AI crawlers I want?

Yes, and you may have no way of knowing unless something else forces you to look. Bot 
mitigation and AI crawl control often live in separate product surfaces on the same platform 
and do not automatically stay in sync with each other. Google Search Console will tell you if 



Googlebot gets caught in the crossfire. Nothing surfaces the same warning for ChatGPT's or 
Perplexity's crawler. Check your logs after any security hardening pass, not just at launch.

What is llms.txt, and do I actually need one?

It is a proposed standard, a curated, spec-formatted link index at your site root that tells AI 
agents what your site is and where your important pages live. It is advisory, not 
enforceable, but it is also the plainest way to tell a well-behaved agent where to look instead 
of hoping it figures that out on its own. A properly formatted llms.txt should also tell agents 
at a glance what your company does, what your value proposition is and what differentiates 
you from your competitors, and should also detail any key capabilities that the agent can 
use to interact with your site up front. For example: Implemented Cloudflare's Markdown 
Tool as outlined in this article? That should be clearly stated near the top of your llms.txt file 
so that an agent can switch to markdown, and ingest the key value of your site in seconds, 
consuming only a few hundred KB. You're way ahead of the curve and have set up agent-to-
agent commerce / purchasing capabilities via UCP or another up-and-coming commerce 
protocol? List it here or agents visiting your site may never know, and all that work could 
have gone to waste.

What is the single highest-value first step?

Audit the educational and support content you already have. Most sites already have FAQ-
shaped, question-answering content written for customer support reasons. Structuring it 
correctly, and eventually marking it up with schema, costs far less than writing new content 
from nothing.

Is this only relevant to large ecommerce sites?

No. The mechanisms, Markdown at the edge, a clean llms.txt, honest structured data, scale 
down to any site. The size of the opportunity scales with how much genuinely useful 
content you already have sitting unstructured.
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