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This is the story of an SEO consultant...
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Like you...

by @Aleyda

Tuesday, July 24, 2012



#seoPM  at  #MozCon

... and me!

by @Aleyda
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Who was fired...

by @Aleyda
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It was not my fault though...

by @Aleyda
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Resources were not Enough

I’m not superman you know?

by @Aleyda
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Developers Underperformed

by @Aleyda
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Schedule was not Followed

by @Aleyda
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Recommendations were not Implemented

by @Aleyda
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Goals were Missed

by @Aleyda
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Client was upset

Oh Please No!

by @Aleyda
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The SEO Project Failed

Where can I hide?

by @Aleyda
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I’m a good SEO. 
This happens all the time with 

SEO projects... 
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You’re such a whiner! 
An SEO should also know 
how to handle projects...

:(

by @Aleyda
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For excuses stop looking 
and learn from the 

experience you must. 
Hmmmmmm

OK! 
Let’s see the issues I had 
and what can I learn from 

them...

by @Aleyda
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My 1st Problem: 
The client was always complaining.

He expected something different from 
the SEO Process.
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Raise your hands! Someone has faced this situation before?

by @Aleyda

5X increase over last year organic conversions?
And my results? This is not what I wanted!
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Help you I can! 
QUALIFICATION + 
COMMUNICATION 

essential is to avoid this...
Hmmmmmm
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... If you’re an In-House SEO the same applies when selling the project internally. 

Assess the SEO process 
and give realistic 

expectations from the 
beginning 

by @Aleyda

Never let salespeople conduct an SEO sales process 
without your supervision
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Understand each one of the stakeholder’s areas, goals and their desired outcome from the SEO Process.

Meet all of the SEO 
project involved parties 

from the startDecision Makers
Area Responsibles

Technical Team
Marketing Team 
Product Team 

Communications Team 
Analytics Team

Social Media Team

by @Aleyda

What are their problems? 
How can SEO help them? 
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It’s important to clarify that timings depend on the execution and you need to start expecting results after it. 

Agree on the necessary 
resources and timings from 

the beginning

by @Aleyda
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Can SEO affect negatively the site’s business or cause technical complexities that are not manageable?

Value the possible risks and 
restrictions of the SEO 

process 

by @Aleyda

Analize risks from Business and Technical Perspectives
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Establish SMARTER Goals that 
all the involved parties validate 

and you can always refer to
Specific

Measurable
Attainable
Relevant

Time-Based
Ethical

Recordable

by @Aleyda

Take a look at http://www.aleydasolis.com/en/search-engine-optimization/smart-seo-goals/
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Specify from the start: meeting frequency, topics to cover and goals to reach with each area involved.

by @Aleyda

Define communication 
channels and workflow to 
follow with stakeholders
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Be empathic! Interact with the people involved in the project.

by @Aleyda

Communicate and provide 
feedback continously as 

agreed.
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Take a look at http://www.aleydasolis.com/en/search-engine-optimization/seo-process-strategy/

1st tip to enhance the SEO Project assessment: 
Develop a Qualification Checklist and Survey to use 

with each client at the beginning... and save it! 

by @Aleyda
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SEOs can push too hard and end up with a client with no time, resources or flexibility for the project.

by @Aleyda

2nd tip to enhance the SEO project assessment:
Wait to accept the SEO project until the client is 

really ready to start with it
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If the person is not technical you need to provide everyday examples and metaphors.

by @Aleyda

3rd tip to enhance the SEO project communication:
Talk in the same language as the other person, 

beware of cultural differences.
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Pay attention for any opportunity to improve the ongoing SEO process.

by @Aleyda

4th tip to enhance the SEO project communication:
Meet, talk and work from your client’s offices 
whenever is possible to communicate directly
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Demonstrate SEO recommendations don’t hurt but help the site business model and get approval to extrapolate.

by @Aleyda

Example: Client is not sure about the business effects of 
SEO changes and need more input to approve?
 Run a pilot project with a sample of the site! 

Specify the reach, timing and expected 
outcomes from the SEO Pilot
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The decision maker was more comfortable to approve the project and it was technically easier to implement.

by @Aleyda

Example: Client is not sure about the business effects of 
SEO changes and need more input to approve?
 Run a pilot project with a sample of the site! 

SEO results were better than expected after 
2 months of launching the pilot

+
Clients from the sample area were satisfied 

+
The business requests grew proportionally

= 
SEO changes for all the sites were approved
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Asses the 
SEO Project

Meet + 
Talk with  

Stakeholders

Agree  
Resources + 

Timings

Value 
Risks + 

Restrictions

Establish 
SMARTER 
Goals + 
Channels

Do SEO Qualification Checklist + Asses if the client’s ready + Talk in the same language + Work from client’s offices

Continuous 
Comm and 
Empathy
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Follow this roadmap and  
clients expectations more 
easily will you meet... and 
nothing to complain they 
will have. Hmmmmmm

Thanks, Yoda! 
I need to improve this...
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Remember, QUALIFY and COMMUNICATE early, 
directly and often to understand each other’s 

needs and expectations.

by @Aleyda
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This is the only issue you 
have faced? 

Oh No! I have had many, 
another one is... 

by @Aleyda

Tuesday, July 24, 2012



#seoPM  at  #MozCon by @Aleyda

Tuesday, July 24, 2012



#seoPM  at  #MozCon

My 2nd Problem: 
Developers didn’t get anything right! 

They always launched and published my 
SEO recommendations with errors.

by @Aleyda
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Anyone had this same issue?

by @Aleyda

Who has added a canonical tag to all of the 
pages pointing to the home?
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Help you I can! 
EDUCATION + VALIDATION

 essential is to avoid this...
Herh herh herh.
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Have someone responsible for the development activities who acts as the main contact and support.

by @Aleyda

Specify roles and 
responsibilities for each 

one of the team members
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If you’re in distributed locations you can do webinars with Webex or Omnovia.

by @Aleyda

Educate all of the involved 
parties with personalized 

trainings 

Conduct SEO trainings for each one of the areas involved: SEO for 
Developers, Content Writers, Link Builders, Social Media, etc.

Record the trainings or webinars 
and show them to any new team 
member who starts afterwards!
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Developers should use the SEO Checklist to validate their work before launching.

by @Aleyda

Share checklist, Q+A and 
cheat sheet to validate any 

new development
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Enable an intranet area (or client area) for SEO documents that is easy to access. 

by @Aleyda

Create short, straight to the 
point SEO recommendations 
that are focused on each area

Make the SEO recommendations easily accessible to all of the 
involved parties all the time.
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Before starting a full implementation, verify with a sample if developers have correctly understood your recommendations.

by @Aleyda

Ask for early tests to check 
before starting a complete 

development
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Make sure the test environment is not only disallowed through robots.txt, but requires a password.

by @Aleyda

Before launching validate in a 
closed test environment the 

whole implementation
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Make sure developers understand the importance 
and always follow the validation workflow for any 

new development

Launch
Early SEO 

Sample 
Validation 

Full
Development

Complete 
SEO 

Validation 

Test environment that is closed
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Create internal challenges for the fastest or most efficient developer with SEO implementations.

by @Aleyda

1st tip to enhance development performance:
Gamify the SEO Implementation to encourage 

and get developers more involved
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Agree with the Development Manager that the SEO implementation is included as part of developers’ objectives. 

by @Aleyda

2nd tip to enhance development performance:
Developers should include SEO implementation 

as part of their work objectives 

We are all SEOs
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Provide constant feedback to make them feel they’re part of the business success of the SEO Project. 

by @Aleyda

3rd tip to enhance development performance:
Provide feedback to developers about SEO 
results’ achievement to get them involved 
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Use the most suitable tool for your situation: Asana, RedMine, BaseCamp, Trello, IceScrum, Google Docs.

by @Aleyda

4th tip to enhance development performance:
Use tools to facilitate workflow, communication 

and coordination internally and externally
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Include priorities, deadlines and tasks responsibles. Use colors to specify execution status.

by @Aleyda

Example: Create an easy to follow SEO Tasks schedule to 
share with the team, prioritize and track implementations
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Specify 
roles +

responsibil
-ities

Educate 
all of the 
involved 
parties

Share 
checklist, 

cheat sheet, 
Q+A

Create 
short 

recommen
-dations

Early Tests 
before 

implementing

Gamify Implementation + Include SEO as Developers’ Objectives + Keep Developers updated + Support with Tools 

Validate in 
a closed 

environment
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Follow this roadmap and 
the developers’ 

performance and results 
improve they should. 

Yes, hmmm. 

Thanks, Yoda! 
I see how important it is...
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Remember, always EDUCATE + VALIDATE to 
effectively advance in the SEO implementation. 

Hmmmmmm. 

by @Aleyda
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OK! Which other issue 
have you experienced? 

There’s this other...

by @Aleyda
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My 3rd Problem: 
Changes were implemented together, 
late and in a hurry, so we never knew 
what had specifically worked or not.

by @Aleyda
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Do you recognize this situation?

by @Aleyda

Who knows what has happened here?
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Help you I can! 
DOCUMENTATION + 

AGILIZATION
 essential is to avoid this...

Yes, hmmm.

Tuesday, July 24, 2012



#seoPM  at  #MozCon

Don’t try to cover too many different areas at the same time. Focus on one aspect per iteration.

by @Aleyda

Define short incremental iterations 
for SEO updates focusing on a 

specific set of elements each time.

It’s faster to advance and easier to control effects, 
possible issues and verify if you’re advancing as wished.

1st Iteration

2nd Iteration

URL Structure

Canonicalization
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Make these documents available to all of the involved parties of the SEO process.

by @Aleyda

Document all SEO related activities and create 
an easy to reach and well organized shared 

repository with the SEO related information

From the initial SEO assessment to the keyword research, 
on-page implementations, link building, rankings, etc.
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Provide examples along your SEO 
recommendations with screenshots or 

mockups for each scenario to avoid ambiguity

It’s easier to understand and you have an archive of what happened at each time. Use Mockingbird for mockups.
Tuesday, July 24, 2012
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Coordinate with the areas involved in the SEO Process to have backups and contingency plans for the identified risks.

Have a backup plan in case 
something goes wrong, from the 
SEO strategy to implementation.
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Explain how the indicators work and should be interpreted to make decisions. Include your own recommendations.

by @Aleyda

Develop an SEO reporting system that 
is consistent with KPIs for every stage 

of the process that is sent monthlyEasy to Understand 
Color Indicators

Provide context for KPIs (% of Total, 
compared with previous month or 

previous year)
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Easy to use, accessible, reliable tools that help you to automate SEO reports, from rankings to traffic and conversions.

by @Aleyda

1st tip to enhance SEO documentation:
Automate SEO reporting and tracking

Like Web based SEO ranking tools like SEScout, 
Authority Labs or Google Analytics Alerts 
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By optimizing each type of element or related elements together, it’s easier to track errors and effects.

by @Aleyda

2nd tip to enhance agilization:
Group iterations according to the SEO Goals and 

elements to be optimized, starting with fundamentals
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Align all of the SEO activities to integrate and do sinergy along the different SEO stages.

by @Aleyda

3rd tip to enhance agilization:
Don’t use agile only for technical optimization but 

also for content optimization and link building
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Take a look at http://www.aleydasolis.com/en/web-analytics/seo-traffic-reports-google-analytics/

by @Aleyda

Example: Create custom SEO reports in Google Analytics 
and configure them to be sent by email at any frequency

Configure SEO reports 
focused on organic traffic 
performance: 

-Visits
-Landing Pages
-Keywords
-Conversions

Tuesday, July 24, 2012

http://www.aleydasolis.com/en/web-analytics/seo-traffic-reports-google-analytics/
http://www.aleydasolis.com/en/web-analytics/seo-traffic-reports-google-analytics/


#seoPM  at  #MozCon

Take a look at http://youtu.be/FHzjTrabbC8

by @Aleyda

Example: Create custom SEO alerts in Google Analytics and 
configure them to be sent when matching a criteria you set

Configure SEO alerts to send an email informing 
automatically when the organic traffic behavior 
changes according to the criteria you have set.
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Short 
Incremental 
Iterations

Accesible 
and shared 
Repository

Use 
mockups + 
Screenshots

Consistent 
Reporting 

System

Automate reporting + Group iterations according to SEO goals + Use agile for any SEO activity

Always have 
a backup plan
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Follow this roadmap, and it 
will be easier to meet the 
times and track the SEO 

work results. 
Hmmmmmm

Thanks, Yoda! 
I’ll start now...
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Remember, always DOCUMENT + AGILIZE you 
must. Or never know what worked or not, you 

will.  Yeesssssss.

by @Aleyda
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Can you feel it too?

by @Aleyda

What is this? Can I already 
feel the #seoPM Force?
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Wake Up and Remember! If you keep these 
guidelines into consideration along your SEO project, 

you will have much more chances to be sucessful 

by @Aleyda

Qualify Communicate Educate Validate Document Agilize

The SEO Project
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... Nonetheless, have you 
already realized the most 
fundamental aspect in an 

SEO Project?

What is it, Master Yoda?

by @Aleyda
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Are you paying enough attention to the people in your SEO projects?

by @Aleyda

The Director The Salesperson The Writer The Developer The SM The User

An SEO Project is always ultimately about the PEOPLE. 
The PEOPLE is the key!

YouYou
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Interact with each one of the team members and your SEO projects’ stakeholders.

by @Aleyda

Make sure you understand and connect with the PEOPLE to 
work well together and reach your shared goals.

Tuesday, July 24, 2012



#seoPM  at  #MozCon

If you continue handling your SEO Projects as before you will always suffer from the same issues...

by @Aleyda

As you can see, there are no magical tricks but good 
practices and consistent work. Now is up to you...

Too much 
work!

You can do it if 
you propose to! 
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It’s time to change. This is your opportunity. Start now.

by @Aleyda

Stop! 

I know I can do #seoPM

... and you can too!
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There is hope with you ahead for #seoPM.... Thanks!

by @Aleyda

Not in a long time in this galaxy...
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Image’s Credits
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Image’s Credits
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Image’s Credits
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