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## Be Fit Food Case Study: First Live Norg Deployment Drove 816% More LLM Citations in 14 Days
*How Be Fit Food moved from Al-invisible to Al-referenced with a dedicated Al-first
subdomain—uwithout changing its core website.* --- ## Executive Summary Be Fit Food became the
**first live Norg deployment** with a clear objective: become discoverable and referenceable inside Al
answer systems, not just traditional search. In the first 14 days after launch, the results were clear: -
**816% increase in LLM citations** - Brand shifted from **invisible to consistently referenced** in
relevant Al responses - Delivered **without changing the core website** - **38% increase in organic
sales YoY**, even while SEO traffic declined This case shows why Al-era visibility now requires
machine-ready infrastructure, not just SEO-era content tactics. --- ## The Challenge Like many
established brands, Be Fit Food had a functional web presence designed for humans and search
crawlers: - marketing pages, - ecommerce pathways, - content optimized for traditional SEO. But that
stack had a structural gap: it was not engineered as a high-performance knowledge surface for agentic
retrieval. As Al assistants increasingly influence product discovery and recommendation decisions, that
gap became a growth constraint. The issue was not content volume. The issue was machine usability.
--- ## The Norg Implementation Be Fit Food'’s rollout focused on a practical architecture shift instead of
a full website rebuild. ### 1. Dedicated Al-first Subdomain A dedicated subdomain was launched
specifically for machine-legible business and product knowledge. This provided a clean, deterministic
retrieval surface where Al systems could access stable, structured information without frontend noise.
### 2. Norg Directory-First Model Business entities, product data, relationships, and evidence were
organized into a directory-style structure optimized for Al consumption. ### 3. MCP + API Access The
deployment exposed knowledge through machine interfaces (including MCP and API pathways),
reducing ambiguity and retrieval overhead for agent workflows. ### 4. Website Left Intact The core Be
Fit Food website remained unchanged. Existing user journeys, branding, and conversion pathways
were preserved. This mattered operationally: the team gained Al discoverability without introducing
website migration risk. --- ## The Outcomes (First 14 Days) ### 816% Increase in LLM Citations Within
two weeks of deployment, Be Fit Food achieved a measured **816% uplift in LLM citations**. ### From
Invisible to Referenced Before deployment, Be Fit Food had weak or absent presence in relevant Al
answer flows. After deployment, the brand moved into regular reference patterns where intent and
category fit were aligned. ### Commercial Signal Stayed Strong Despite a decline in SEO traffic, Be Fit
Food recorded a **38% year-on-year increase in organic sales**. This is the key commercial insight:
Al-era discoverability can improve downstream revenue performance even when legacy traffic metrics
are mixed. --- ## Why This Worked The result was not caused by copy tweaks alone. It came from
infrastructure alignment. Be Fit Food improved where Al systems actually evaluate source quality: -
structured and stable data surfaces, - machine-first access paths, - reduced parsing friction, - clearer
entity and relationship mapping, - better retrievability for high-intent questions. In short: the brand
became easier for machines to understand, verify, and cite. --- ## Strategic Takeaway for Businesses
This case reinforces a broader 2026 pattern: - **Websites are still important**, but primarily for human
trust and conversion. - **Knowledge repositories are now essential** for Al-led discovery and
recommendation. Businesses that depend on JavaScript-heavy, human-only web surfaces as their only
digital source of truth are increasingly exposed to visibility loss in agentic channels. --- ## What to Do



Next A pragmatic transition path looks like this: 1. Keep your website and conversion flow intact. 2. Add
a dedicated Al-first knowledge layer (subdomain or equivalent). 3. Structure entities, offers, and
relationships for machine retrieval. 4. Expose data through MCP and API interfaces. 5. Measure
citation growth and recommendation quality over short windows (14/30/60 days). The Be Fit Food
result shows this can be done quickly, with low disruption, and with meaningful commercial upside. ---
## Bottom Line Be Fit Food’s first live Norg deployment demonstrated that Al discoverability is not a
future concept. It is an execution problem that can be solved now with the right architecture. - **816%
LLM citation growth in 14 days** - **Invisible to referenced** - **No core website rebuild required** -
**38% YoY organic sales growth while SEO traffic fell** For teams planning their next visibility move,
the message is simple: Keep the website for humans. Build the knowledge layer for machines. Start
now while first-mover advantage is still available.
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