/Why PR decisions feel harder
than before

PR has not become less powerful. This created a gap.

It has become more sensitive.
Many teams are communicating more than ever,

Over the past few years, most organizations yet feeling less understood, less trusted, or less
increased their communication output. More taken seriously. This is not a failure of execution.
announcements. More channels, visibility. It is a failure of decision order.

At the same time, the systems interpreting those  This guide exists to help teams make PR
messages, search engines, Al models, decisions that hold up over time, across media
journalists, investors, became far more selective.  cycles, search systems, and Al-driven discovery.

In 2026, the core PR
risk is not invisibility.
It 1s misinterpretation.

/What changed — and why it matters

Visibility is no longer a signal.

Meaning is inferred from source and context, not volume.

Publishing became easier than deciding whether to publish.
Search and Al reward authority.
Paid visibility is recognized instantly.

Trust erodes without obvious warning.



/The core problem

PR is usually chosen backwards

Most PR decisions still A more resilient
follow this sequence: sequence looks like this:

e Choose a channel Define the desired interpretation

e Choose a format Assess credibility requirements

Assess visibility requirements
Choose the PR function
Select channels and formats

e Write a message

This approach assumes that
distribution creates meaning. In

practice, meaning is interpreted before This framework reverses the usual
distribution ever matters. logic. It treats PR not as output, but as

reputation management under
interpretation pressure.
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Visibility and credibility are different variables
A common misconception is that v et e
visibility and credibility sit on the same /VlSlblllty
spectrum. In reality, they are ) '
independent. N~
It refers to reach, frequency,
You can have: distribution, and surface area.

How often does the market see us?
High visibility and low credibility

Low visibility and high credibility /Credibﬂity

Both high

Both low It refers to trust, context, and association.

How seriously are we taken when we

Most PR failures happen when teams unintentionally a ppe a r‘)
land in the high-visibility / low-credibility quadrant. -



/Why Interpretation Systems Changed the Rules

PR used to operate in a relatively linear
environment.

A message was published - a
journalist read it -~ an audience
reacted.

Before a journalist sees your announcement, it
has already been:

Indexed
The systems
Ranked . .
interpreting
Compared your brand have
become more
Clustered selective than the
Pattern-matched audiences
themselves.

Compared
Layer 1: Search Systems

Modern search engines do not reward presence.
They reward authority.

e Domain trust

Historical consistency

Originality

Contextual depth

Citation quality

High-volume, syndicated, or
templated PR rarely compounds in
search. It creates surface area, not
signal.

Over time, excessive repetition
without authority can dilute
perceived relevance rather than
strengthen it.

Layer 2: Al and GEO Systems

Large language models do not index like search
engines. They synthesize.

e Neutral, factual language

e Clear category positioning

e Consistency across sources e
e Editorial-style framing

e Trusted domains

¢ Inflated language
e Vague claims
e Press-release-style promotion

e Repetition without substance

If your communication cannot
survive summarization, it loses
visibility in Al-generated answers.

Layer 3: Human Recognition

Journalists, investors, and partners now operate
with heightened pattern awareness.

Paid placements

Over-distribution

Inflated language

Repetitive announcement cycles

Artificial amplification

Where previous cycles rewarded
exposure, current cycles reward
discernment.



Anterpretation Risk Checklist .

¢

Before publishing, test communication
through the lens of interpretation

Ask:

Would this remain credible without adjectives?

Is this independently verifiable?

Does this reinforce our long-term narrative?

How will search and Al systems interpret this?

Will this still feel proportionate six months from
now?

These five questions do not prevent communication.
They prevent interpretive drift. In 2026, that
distinction matters more than volume.



/What Press Releases Are Structurally Weak At

Press releases are weak at:

e Building authority from zero

Creating category leadership

Establishing thought leadership

Driving long-term SEO compounding

Generating trust without external
validation

When to
Use, and When Not To

Funding Round
Goal: Credibility and record

Best approach:
e Editorial coverage first (if possible)
e Press release as documentation
e Neutral language

Risk:

e Over-distribution can cheapen the signal

Press release role: Appropriate, not primary.

Early-Stage Launch

Goal: Interpretation and positioning

Best approach:

e Founder narrative

e Thought leadership

e Clear category explanation
Risk:

e Using a press release to simulate
validation

Press release role: Weak.
Narrative should precede distribution.

Product Feature Update

Goal: Clarity for users

Best approach:

e Owned channels
e Community updates
e Product blog

Risk:
e Noise dilution

e Overexposure

Press release role: Rarely justified.

Strategic Partnership

Goal: Trust transfer

Best approach:
e Coordinated messaging
e Clear external confirmation
e Minimal amplification
Risk:

e Announcing loosely defined
collaborations as strategic alliances

Press release role: Supportive, not central.

Thought Leadership
Goal: Authority

e Best approach:
e Editorial contribution
e Research publication
e Long-form analysis
e Risk:

e Publishing insight through a press
release format

Press release role: Misaligned.



/The PR Decision Matrix

Step 1: Identify Your Primary Step 3: Choose the Function (Not
Objective the Channel)
Awareness Documentation — Press release
Credibility Authority — Editorial / research
Interpretation Interpretation — Founder POV / long-form
Authority Awareness — Selective distribution
Documentation Signaling — Coordinated external confirmation
Signaling

Rule: If you can’t clearly define the function,
delay publication.
If more than one is checked, prioritize.

Step 2: Assess Credibility o .
Readiness (Score each 1-5) Distribution should be

External validation exists the laSt deCiSion you
make — not the first.

Narrative consistency is strong
Claims are verifiable
Language can be neutral

We have existing domain trust

Need help building
Total score: your complete narrative?
0-10 — Do not distribute externally

10-18 — Selective visibility Contact us
18-25 — Visibility amplification appropriate



https://meetings-eu1.hubspot.com/ahannessian/rr4

/PR Operating Model

Narrative

e What are we consistently known for?
e What category do we occupy?
e What problem do we own?

Without narrative clarity, visibility fragments.

Credibility

e Third-party validation
¢ Verifiable context
e Domain authority

Credibility compounds slowly. Protect it.

Visibility

Strategic amplification
Selective placement
Timed exposure
Cross-channel consistency

Visibility multiplies credibility, but
cannot create it.

Distribution

Press releases
Syndication
Media outreach
Paid amplification

Distribution is execution.
It should never lead strategy.

Before any PR action, ask:

Will this still support our
positioning in six months?

Does this reinforce what we want to be
known for?

Or does it introduce noise into our
positioning?

Would we confidently send this to an
investor or journalist months from now?

Does it strengthen or dilute
our narrative?
Does this deepen our core story?

Does it clarify our category?
Or does it fragment how we are perceived?

Are we publishing because it
matters — or because we can?
Is there real external relevance?
Would anyone reasonably expect this
update?
Are we filling a gap, or creating
unnecessary volume?

If the answers are
uncertain, delay.



