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Can you 
answer the 
question:

What would you 
do with an extra 
$1m?



Source: real aggregated anonymised data

Organic search is a HUGE channel



Even more when we think about getting NEW customers
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Letʼs talk about UNBRANDED organic



Home

PLPs

PDPs

PDPs

PDPs

Where does UNBRANDED search land?



This is why everything 
we do is focused on 
SCALABLE site 
sections



“We over-spent 
on paid search 
last month by 
more than our 
entire annual SEO 
budget”

Anecdote:



What is an “SEO budget”?
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Remember the SCALE of company budgets

I know people spending half a million dollars a year on rank tracking.
$2.5m / year just on improving their footer links.

https://twitter.com/willcritchlow/status/1618237222481977344
https://twitter.com/eywu/status/1618404947686752257


Investing $280k in improving our plant care guides, with updated 
editorial, new pages and new design could bring us incremental $6m

No investment Conservative Aggressive
Organic Traffic 7,820,000 10,580,000 11,040,000

Organic Revenue $2,346,000 $3,174,000 $4,968,000

# of new guides 200 500

New Organic Traffic 1,920,000 9,000,000

New Organic Revenue $576,000 $4,050,000

Total Revenue $2,346,000 $3,750,000 $9,018,000
Investment $0 $140,000 $280,000

Incremental revenue -$414,000 $850,000 $5,978,000

Updating pages $60,000 $60,000

New pages $80,000 $200,000

Design work $5,000

Development work $15,000

Source: SEOMBA.com

New Pages

Existing Pages

Investment 
Required
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What do you think would happen if you did NO SEO?
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Of course, if you stopped spending on paid search…

Thereʼs a CapEx vs. OpEx discussion to have here for the finance geeks



Itʼs fair to think WINNING CHANGES DECAY too

The advantage will eventually be competed away as competitors copy you, or diluted as 
Google makes changes, or become outdated as the market shifts.



So you canʼt sensibly just STACK good ideas



The impact of doing the right things is more gradual



Youʼve probably seen cohort charts that look like this:

Source: Mosaic Source: R-bloggers

https://www.mosaic.tech/financial-metrics/customer-cohorts
https://www.r-bloggers.com/2014/06/cohort-analysis-with-r-layer-cake-graph-part-2/


Anyway, combine the effects of your effort…



with what would have happened if youʼd done nothing
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Experimentation programs are what make the difference



An individual test result is unpredictable

If we knew what the result would be beforehand, we 
wouldnʼt need to test!

Instead, we focus on what we can control.



How do we MEASURE an experimentation program?

Increase in 
sessions? Learnings? Revenue 

impact?



How can we MANAGE an experimentation program?

● Quantity of tests

● Quality of test hypotheses

● Quality of test analysis
Quantity of 

tests

Quality of 
test 

hypotheses

Quality of 
test 

analysis



Metrics to track

Number of tests Test win rate
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Bringing it all together

Recap



Biggest channel

Organic Search
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Can you 
answer the 
question:

What would you 
do with an extra 
$1m?



Want more?
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Want EVEN more?

Finally…



https://bit.ly/searchpilot-demo 

https://bit.ly/searchpilot-demo




Thanks!

Sign up to emails at www.searchpilot.com/flight-log 

@willcritchlow / @SearchPilot

https://www.searchpilot.com/flight-log

