$27M agency
conversion
at SEOmonitor

Problem. Konstantin
Konstantinopolskii
Stra'tegy' Growth designer with

M8 15+ years of practice

Outcomes.



Context

SEOmonitor is an analytics platform for
2000 UK & US agencies. Each of them
tracks tens of thousands of keywords.

In 2024, the team focused on product-
led motion to unlock $IM MRR. I led the

strategy & execution.




Challenge

The strategy required simplifying the
product onboarding nearly 10 times.
First results were needed in a quarter.

Limited resources Self-funding

| found a way to tackle this To make the process
challenge without any sustainable, | created a highly
additional resources, specific research process,
working only with the in- resulting in a $27M agency

house team. conversion to sales leads.



Beginning

Together with the team, | analyzed the
|n|t|al state of the product. We found
key points to leverage the value.

Simpler UX Mobile ready

The team clearly over- Most of the platforms were
engineered the product providing a desktop
onboarding. The first aha experience only, while half of
moments were too far in the the visitors used

journey. smartphones.
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SEOmonitor () Logout

Your draft campaigh www.apple.com is
NOW processing.

You can access your campaign data as soon as we're done.

1 DRAFT CAMPAIGN IN THE PROCESSING QUEUE

7’
. www.apple.com

¥ Report Bug

Previously, to create a campaign, the user needed to wait five
minutes due to technical reasons on SEOmonitor’s side.
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SEOmonitor ) Restart O Logout SEOmonitor  Restart O Logout

. Which non-brand keywords would you
Organize your keywords like to add for =

Your keywords will be automatically added to the selected pre-defined °
groups.

Let SEOmonitor identify the best keyword opportunities

Website Categories From 50.7K potential keywords we’ll keep the top 1000 most relevant ones.
‘.:main services categories identified using Al

Keywords with Issues

5 groups O Il already have a list of keywords

Add a minimum of 20 keywords below or via a CSV file.

0 keywords * 0 unique

Cannibalization issues
Keywords that had Landing Page switches (in the SERP) more than twice over the last 30
days.

Missing relevant pages
Keywords without landing pages

Brand of others
Navigational keywords that represent other brand names, where most of the clicks would go #
on that brand's website.

[ @ Select CSV }

Localized
Keywords with highly customized SERPs depending on the location, for example:
restaurants near me.

Low relevance
Keywords where the user's intention would not be met bv the website's content.
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Who is  competing with? Connect Google Search Console (optional) u

Letieanig ol epmpelitonaalaionihs adced keypon s Connecting your Google Search Console account enables the projection

ol now, Sl el R e Pl of non-brand organic traffic both with and without the proposed SEO
potentially low relevance keywords. .
campaign (forecast).

- . . cted
e Initial competiter salaction seeee © Enables objective setting from a forecast scenario

® Enables the measurement of the non-brand organic clicks
against objectives

g 1azon.com @ nay v t ) @ Enriches rank tracker data with clicks
me imore.com O (@ targetcom O = ebay.com O @ Distributes traffic data on keywords, by blending GSC &

tg tomsguide.com O wer cnet.com Q a\ techradar.com QO Analych data (when connected)

@ etsy.com O @ macrumors.com QO 0 macworld.com QO

g digitaltrends.com O 1{]-; pcmag.com O @ 9to5mac.com QO [ & Authorize account }

33 casetify.com O = businessinsiderc.. O @ nytimes.com Q

Logos provided by Clearbit.

¥ Report Bug B Contact

@ All Systems Operational % Report Bug B Contact us @ All Systems Operational

Even worse, he would have previously needed to complete a long,
complex form with an inconsistent design.



Scenario 1

SEO Goal @& Configuration
Timeframe
6 Mo 7 Mo 8 Mo 9 Mo 10 Mo 11 Mo
Start Month ©®
Mar 2024 Apr 2024 May 2024
@ Extended Forecast ®
@ Target Rank Range ®
Progression Speed ®

Conservative

# Adjust

Organic-Only CTR Curve ®

Default Custom

Use YOY Search Trends
Use Search Volume by Device

Use Long Tail Effect

868686

@) e) e)le

% Clicks on Organic Results

Conversion Data

Conversion Rate ® 10 %

=t I\ O
BestMatch @

Average Order Value @ Automatic O - $

Timeframe

6 Mo 7 Mo 8 Mo 9 Mo 10 Mo 11 Mo

Start Month ®

Mar 2024

@ Extended Forecast ®

Apr 2024 May 2024

@ Target Rank Range ®
Progression Speed ®

Conservative

Organic-Only CTR Curve ®

Custom
o Use YOY Search Trends ®
o Use Search Volume by Device ®
o Use Long Tail Effect ®
o % Clicks on Organic Results ®
Conversion Data
Conversion Rate () Best Match O 10 %
Average Order Value @ Automatic @ . $

# Adjust

= Scenario3

© SEO Goal

3 Configuration

Keywords ® 1.7K

Search Volume

Volume & YoY ® 44.6M
Seasonality ©®
Device Split ® CI117% [ 83%

Clicks on Organic Results ® I CTR 64%

SEO Goal
Target ® Visibility
" 4 2
INITIAL ® 12 MONTHS TARGET
Goal Chance
REALISTIC AMBITIOUS TOO AMBITIOUS

#" Adjust SEO Goal

Set your SEO goal

Non-Brand Organic Traffic Forecast

Total Traffic

79.5M

Sessions

Inertial Traffic

69.9M

Sessions

712M & €138M 21M & €122M
Monthly Forecast

9M
7.9M

6.8M

5.6M — o . e

[o]
4
p

4.5M

3.4M

2.3M

1.1M

Aug Sep Oct Nov Dec Jan Feb Mar Apr May

Inertial Sessions Improved Sessions Search Seasonality

@ Set as an objective

Additional Traffic

9.7M "

Choose the keywords you want to improve, by how much, within what timeframe and with the estimated speed.

Start Date

+ Keyword Group

Home 125

Gifts 77
Accessories 31
Baby & Child 1=
Health & Beauty ¢

Garden 10

Goal Chance
REALISTIC

Jul 2023 ~

+ Key Competitor

AMBITIOUS

D CURREMT AVG. RANK

Timeframe

VOLUME & YOY DIFFICULTY @ ve @
15 -4% Medium .* 29 59
353K - Easy -~ 24 17
385K -6% Hard & 40 o8
75K -1% Medium . 42 66
Z15K - Easy . 37 96
149K 8 Hard > 51 72
Forecast

TOO AMBITIOUS

o complete the journey, most users needed an assistant.

Without help, they were overwhelmed with Ul complexity.

FUTURE PERFORMANCE

TARGET RAMK SPEED D ADD

<
< CT
oY Conservatve -
< =
< ¢
Y Corservatve -

392K

& Jul'23 - Jul '24

A\ Ads. Equivalent

€9.2M

Sessions EUR
= 145K +13% & €16.8M +13% Learn more (O
Sessions v
IMPROVED ADDITIONAL SEARCH
MONTH SESSIONS SESSIONS SEASONALITY
144%
JuL 5.6M 0 100%
126%
AUG 5.4M +40.7K 95%
108% SEP 5.7M +106K 99%
w a
o 0% & ocT 6.3M +230K 108%
: NOV &M +593K 132%
72% ‘
8 DEC 7.7M +684K 125%
4% 5 JAN 6.3M +638K 100%
36% FEB 5.5M +733K 85%
MAR 6.6M +11M 98%
18%
APR 71M +1.6M 99%
0%
MAY 7.4M +1.7M 100%
Jun
JUN 7.7M +2.2M 98%
Progression Speed (© Conservative «

SESSIONS

204K

SE1K

16.5K

20K

GE.IK

26.6K

+8.27%

ADDITIONAL SESSIONS



< ) gousto.co.uk
1 OX Val ue -

Target Market
For Google Rankings & Search Data

Global Country Region City
United Kingdom GBP

Keyword Strat
To kick-start the

We created a straightforward two-step

experience instead of a cumbersome nine-
step process. Data was automatically

predefined and presented as an insight.

Users felt they immediately gained value
from the tool with minimal effort. This

sparked curiosity about the product.



Forecast Processing O Scenario 1 D @
Scenario 1 S minutes left - 5% “acast Setup

Forecast Keywords Content Aud \l ¢

Explore your foreca” +
During processine ... atawas extrapolate
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There was no more need to wait for five minutes — the user
could immediately get the forecast based on approximate data.



Forecast Scenario 1 E
Scenario 1 Forecast Setup

Forecast Keywords Time & Speed Formula Business Metrics

fie Keyword-= +

Add. Target
Sessions Rank

3 3K .| 38
(K

307% — ou% visibility

7 8 9 10 1..20

Forecast First Yr
Monthly p’ 24’ -
for seler AOV

10%

snservative

99+ to 99
4 mo
97 Edit

y 110

+736 107
Jm 99+ + v

+713
. =
v
1 | .

| | v

-

Extended Forecast 25'—26 . Year Sessions
Help your client see that investments i, 29— 26’ Innertial Adt

SEOQ affect the future revenue. Start the presentation
March = +94

" =
o April o Ea e Export Slides Set as Objective

0 Mav — +444A Q7

All of the complexity was integrated into an intuitive interface
that was easy and interesting to explore.



Selffunding
pipeline

To reduce the risk of making an incorrect investment,
the prototyping phase should have included in-depth
interviews and UX experiments.

We've implemented a white-glove research process,

resulting in additional conversions of CMQOs and
Heads of SEO sales leads.



UX Interview

SEOmonitor

oo + . 1 e I !
n 4o
MNon-Brand Organic Traffic Forecast —
wertiiTrathe 0 * Additinal Traffic EHA

Who is competing with?
it = 41K anK o, n :

Organize your keywords

For insert or select at least 3 direct competitors 10 hel;

P Initial competitor selection

SEOmonitor

= Scenario 1

Keyward Breakdown

202

Keywords &

Search Volume

Adjust your SEO goal

Vohume & YoV G

Interviews summary

~ s hoyi teg . Agencies pitch once per two Big agencies tend to create pitches Maijority redo their kws.research
mmmmmmm orecast| weeks.Rushis 50/50. with custom charts. after they sign the contract.
Collaboration: forecasts are created by SEO focused agencies more likely Revenue is one of the most
SEO specialist & pitched to colleague. toinclude screenshots. important metric in the pitch.
MO < (&, & volt-raisins-m8dm.dovetail.com @
(= ™~V E5| Artefacts / (3 . Context Interview Insights A/ Share ess
: Paragraph v B I @ <+ + 4 Automation
® N |
0) u 1 3 preparatlon: M <« & volt-raisins-m8dm.dovetail.com ) @
1. Most of the clients do their research before the start of the pitchir
e H Home  Yourwork Projects Q. Search and discover ?7 & A

would be to interview customer, identify their goals, do the resean

* 0 get the visibility, then create campaign and build the forecast. Qi e 82 Notes v G share Impont
ntext Interviews v

1. Some of the clients give access to GSC/GA, but it's not reliabl @ wotes

2. Most of the clients want to see the revenue as part of the pite & T
10 to 1 ROL. & Highlights
2

Insights

3.If agency pitch SEO as part of a larger part of activities they v
Ashleigh Noad Alexandru Florin

2. Collaboration:
1. Forecasts are created by senior SEQO specialists. Q
2. Research and preparation is done by one person without any

in the process.

3. Created Forecast usually shared with another colleague from

Pete Mihai

Aar laad QEN far tha raviaw af tha etratany hafara nitcrhina

interviewed two user groups: long-time users and first-time users.
experimented with both the old and new versions.



This is probably the most

aesthetically pleasing
Zee Kazmi USCI experience any
D" SEO tool provides. It's

straightforward as well,

leaving out ambiguities.

/ee Kazmi was our initial research participant who converted
to a sales lead, recognizing the quality of design and service.



Experiment at no cost

Draft Campaigns

All campaigns are added as drafts. This way
you can experiment with SEO strategy or build
a pitch without daily tracking costs.

1 day data snapshot with all metrics
rorccos Y searcn Y cortont vt
* 50K kws per campaign *

+

Aligned!

Not really

Know the real numbers

% Clicks

This metric shows the true traffic
opportunity for each keyword by subtracting
clicks that end up on SERP Features.

Ghristmas wrapping paper ([ 81% J

|

Christmas Wrapping Paper

81%

Buy Christmas Wrapping Paper

High Quality Christmas Wrapping Paper

Aligned!  Notreally

Prioritization is the key

Opportunity Score

Our unique score based on keyword difficulty
and potential traffic to be generated once in
the top 3. Higher score — better opportunity.

Topical Rank thgy
authority
Opportunity
out of 10 J
® Top 10 is easy Ug'er
In tent
Cearch

VVolumes

Aligned! Notreally

Get insights with zero effort

Smart groups

We're busy saving you time by automatically
creating smart groups to surface campaign-
specific insights. Add your own if needed.

Y Page Issves = Cannibalization

& Cannibalization

Y Search Volume > 7000

High Search Volume

Y Current rank > 10

: Top10

Aligned!  Not really

Insights from the interviews were converted into educational
materials and delivered to users immediately.



Results

Together with team, F've successfully

redeS|g ned the on boardlng experience,
clearing the path to $IM MRR.

Self-funding allowed us to Special thanks to the entire
balance the costs of the SEOmonitor team for their
research activities by bringing active help during the discovery
the $27M lead in the first Q. process and prototyping.



lestimonials

KK helped us avoid
potential issues and led
to more efficient
outcomes.

¥ Strong talent in both design
s leadership and hands-on

CEO at

SEOmonitor prod UCt eSig N.




KK solves a problemjustina,
two iterations. Its not just
pushing the OKRs, but also
care and proactive
thinking, saving your
time.

Todorov
Head of
Marketing at
SEOmonitor




[twas great to see that we

improved not just product
Y design, but also processes
vorvov-  aNd culture. lwas really

Sheiner,
Product
Designer at
SEOmonitor

proud of the final design
we made.




Multiply Outputs
with the Bold Strategy
from Your new Growth
Strategist & Mentor.

Deep Science, Finlech,

Edlech business.

Starting at $2K/mo.
With Love.
>






https://kk.consulting

