Running PPC is one thing. Running it in a way that survives real traffic, real devices, and real people in real places is
another. If you manage accounts for multiple clients, you learn fast that device and geo targeting are not “set it
and forget it" levers. They are decision systems. They change performance as the day goes on, as budgets shift,

and as your customers move from “research” to “ready to buy.”

A solid pay per click agency mindset is simple: treat device and geo as variables that you measure, not
assumptions you inherit from the first campaign build. Below are the practical tips | use when advising internal
teams and when working as a paid media agency, a paid search agency style operator, or as a ppc management

company that has to prove value quickly.

Device targeting: the hidden reasons campaigns drift

Device performance rarely degrades because the device “can’t convert.” More often, the conversion rate changes

because behavior changes.

On mobile, people are interrupt-driven. They click quickly, read quickly, and bounce quickly if the landing page
feels slow, dense, or misaligned with their intent. On desktop, the click is often more deliberate. Users may be
comparing options, filling forms after a couple of tabs, or waiting until they are at a laptop before committing.
Tablets can be a wildcard, sometimes capturing searchers who are in a relaxed browsing posture, and sometimes
just acting as an echo of desktop traffic with fewer conversions because sessions end before a form is fully

completed.

What | see in real accounts is a pattern: early performance looks fine, then costs creep up. The trigger is usually
not a competitor. It is that the account’'s mix of device traffic changes while budgets and bidding rules respond. If
your smart bidding is learning on blended performance, your account can quietly optimize toward whichever

device and location mix is currently cheapest, even if that mix is not the mix that produces profitable outcomes.

That's the moment device targeting becomes a management discipline instead of a reporting line.

Start with measurement that doesn’t lie

If you only look at “device” as a table in the interface, you miss the story. Device interacts with landing page speed,

ad copy format, extensions, and conversion tracking quality.

For example, if your conversion tracking fires differently by device, your data gets skewed in a way you will
interpret as "mobile doesn't convert.” This is common when tags are implemented in a way that assumes a
desktop user flow. Another frequent issue: the mobile form confirmation loads faster, but the desktop flow takes

an extra step and the tracking event is tied to the wrong DOM selector.
Before changing bid adjustments, do a quick sanity check on:

® Conversion tracking parity across devices
® |anding page load time differences between mobile and desktop

® Form completion friction, especially for shorter screens

This is unglamorous, but it is the foundation of any device strategy. In my experience, a paid advertising agency

that skips this stage ends up chasing “optimization” that is really instrumentation repair.

How to structure device settings without breaking learning



Modern bidding (especially conversion-focused smart bidding) can make manual device adjustments less useful
than they used to be. Still, device targeting matters. Even if you can't or don't want to micromanage bids by

device, you should still design the account so the algorithm has signal.

One approach that works well for paid search agency teams is separating campaigns by intent and then letting
device show up inside each intent layer. That way, your "high intent” campaign has the right landing experience,
the right ad assets, and the right expected conversion rate. When device traffic shifts, you are adjusting within a

coherent intent group rather than across the entire account.

Another approach is to keep one campaign but separate ad groups by device-specific landing pages. This is more
work, but it can pay off when the landing page is truly different by device (for example, a shorter mobile form

versus a longer desktop comparison page).

The trade-off is obvious: splitting too much can fragment data. The algorithm needs enough conversions to learn.
If you split campaigns into very small segments, you can end up with fewer signals per campaign and worse

performance even though your segmentation looks “clean.”

The judgment call is how much data you have and how stable your conversion rates are. In accounts with limited
volume, | prefer to use device-targeted creatives and landing page optimization first, then add tighter structure

only when there is enough conversion volume to support it.

Device strategies that actually move results

Instead of generic advice, here are tactics that | have used in ppc agency engagements where the client had to see

improvements quickly, not "eventually.”

A big lever is landing page alignment. If your mobile landing page is the same content as desktop but with a
smaller viewport, it usually underperforms. Users don't just need the same information. They need the right format

for scanning, a clear next step, and fewer barriers between the click and the value proposition.

On mobile, that often means simplifying above-the-fold messaging and making the primary action feel effortless.

On desktop, it can mean leaning into credibility signals, comparison points, and a form that feels less intrusive.

Then there are ad assets. On many search networks, mobile tends to display different combinations of extensions
and formats. If your callouts are long, they might truncate differently by device. If your sitelinks point to pages

that are not optimized for mobile navigation, you end up "advertising your own friction.”

A focused device checklist for landing and tracking

When a client says, "mobile is expensive,” | usually start with this exact short diagnostic pass before touching
targeting.

1. Confirm conversion tracking fires correctly on mobile and desktop for the full funnel

2. Compare landing page load speed and above-the-fold readability by device

3. Review mobile form friction (fields, validation, keyboard behavior)

4. Check ad assets and sitelinks that show on mobile specifically

5. Look for obvious audience or query mix shifts that explain device changes

This is the difference between guessing and managing.

Geo targeting: treat location like intent, not like a checkbox



Geo targeting is often approached like a cleanup tool. People add target locations when they think they should,

then they run the campaign and hope. But geo changes intent in a way that is easy to underestimate.

Someone searching from a nearby city might be in a “comparison mode” if they are just browsing. Someone
searching from within your service area might be “ready to contact” today. If you target too broadly, you can
attract high-volume but low-intent sessions. If you target too narrowly, you might throttle reach and overpay due

to limited auction competitiveness.

The other layer is how people behave during the day. Even within the same location radius, search intent can shift
by neighborhood and commute patterns. If your service is local and time-sensitive, the geo signal should influence

messaging and landing page framing.

Where people get geo targeting wrong
The most common mistakes | see:

First, they assume that location targeting "matches” the user's service expectation. It doesn't. A user can search
from a city they don't actually plan to travel within. They can also be physically near you but psychologically far,

still deciding between options.

Second, they ignore the difference between location targeting settings. A campaign set to target “presence” versus
“interest” can dramatically change traffic quality. If your service is strictly local, you generally want “presence”

aligned to your real coverage. If you sell online shipping services, presence might be less critical.

Third, they build campaigns around city names instead of business reality. “New York” might mean many things,
and you might serve only parts of it. If the city name is too broad, you should consider radius targeting or

segmented areas where you have operational capacity.

A ppc management agency that's serious about geo targeting doesn't just pick locations, they build a repeatable

logic for which places deserve which bid levels and which messaging.

Geo segmentation that balances performance and reach
In practice, geo strategy should reflect two constraints: your operational ability and your conversion economics.

If your qualified lead rate is strongly tied to proximity or region-specific demand, you should separate areas where
conversion economics differ. If your lead quality is similar across locations, splitting can create unnecessary

fragmentation.
A practical model | use is to think in layers:

1. Core service area locations where you know you win
2. Test or expansion zones where you are learning and controlling risk

3. Exclusions where you consistently underperform or can't fulfill

You can do this with layered campaigns, ad group segmentation, or both. The “best” option depends on your

account size and how frequently you need to update bids.

When | worked closely with a paid media agency team that managed multiple local service clients, we found that
the best results came from separating the core area from expansion zones rather than trying to squeeze
everything into one campaign with a single bid strategy. The algorithm still learns, but you remove the biggest

source of confusion, which is incompatible intent quality.



Practical geo targeting moves that don’t require constant heroics

Geo optimization should be continuous, but you should avoid living in the interface all day. The goal is to catch

meaningful performance patterns and adjust intelligently.
One move that often improves efficiency is controlling bid behavior by location using a mix of:

® campaign-level structure
® search term review per geo segment

® landing page and offer alignment

For example, if you run “emergency service” ads, people in your closest locations might respond better to
immediate availability claims. If your landing page doesn't reflect local availability, your clicks from close-by areas

can still fail to convert, and you end up blaming geo for a landing page mismatch.

Also, remember that geo changes the auction environment. Different locations can have different competition
intensity, which changes click costs even if your ad quality is stable. If your bid strategy is trying to maximize

conversions with blended CPA targets, it can overreach into expensive geos during learning phases.

The solution is often not to set aggressive exclusions everywhere. It's to create a structure that keeps learning

from collapsing into the wrong neighborhoods.

Combining device and geo: the real complexity

Device and geo targeting interact, and that interaction is where accounts often bleed budget. A location that
performs on desktop might perform differently on mobile. A radius that looks great in aggregate can become a

cost sink when mobile traffic is a bigger share than usual.

This happens because mobile search behavior is more context-driven. A user on mobile is more likely to be
searching while moving, while comparing quickly, or while trying to solve a paid search agency time-sensitive
need. If your service is time-sensitive, that can improve conversions. If your landing page is not built for speed and

clarity, it can wreck conversion rates.
So how do you manage both without over-segmenting until the algorithm has nothing to learn?

You make sure that your campaigns are segmented by intent, and then you use device and geo insights to adjust
structure only where performance truly diverges. If your mobile and desktop conversion rate differs significantly
within every geo, you might need device-specific landing experiences. If the difference is only in one or two geos,

you might need geo-specific landing variants or offer tweaks, rather than device separation.

A simple decision rule for when to split

When you are debating whether to create separate campaigns for device and geo, here's the rule of thumb | use.
If the performance gap is consistent and large enough to change how you’'d allocate budget, split. If it's noisy or

small, optimize creative and landing pages first.

That usually leads to fewer, smarter campaign splits, which protects learning and reduces operational overhead.

A second checklist for geo decisions before you change targeting

When someone asks for a quick location update, | recommend a short review first. It helps you avoid “whack-a-

mole” changes that make reporting harder and performance less predictable.
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1. Identify which locations have clear conversion rate and CPA differences, not just different click costs
2. Check search term quality by location, especially branded versus generic intent

3. Confirm the landing page offer matches the geo expectation (service area, availability, phone routing)
4. Review location settings type (presence versus interest) for fit with your service model

5. Decide whether you need structure changes or only bid and message adjustments

This keeps geo targeting grounded in economics, not feelings.

How to report device and geo changes without confusing stakeholders

If you are managing for clients, or coordinating with internal teams, reporting can become a trap. Stakeholders see

dashboards, but they don't see the auction-level and behavioral factors that drive shifts.

In reporting for a paid search agency or ppc management company engagement, focus on three things per
segment: clicks, conversion rate, and cost per conversion, then add a “why we think it happened” section

grounded in what you actually changed.

If you adjust bids or structure, the immediate performance can temporarily worsen because the system learns.
That is normal. What matters is whether performance stabilizes and improves compared to the pre-change

baseline. If it worsens and stays worse, then you likely have a structural or landing alignment problem.

For device reporting, | also recommend checking whether the landing page is performing differently across devices,
not just tracking conversions. A “better conversion rate” might be a tracking correction. A "worse conversion rate”

might be a load time issue. The point is to connect the metrics to operational reality.

What to watch for in the edge cases
Device and geo targeting can behave oddly in several situations.

If you have very low conversion volume, segmentation can create more problems than it solves. When conversion
counts are small, a single day of variance can look like a device or geo problem. In those accounts, | prioritize
landing page performance and ad relevance, then keep targeting changes minimal until volume justifies more

granular structure.

If you run lead forms that route to different teams by region, you can accidentally create a geo tracking illusion.
Maybe the phone routing works for one region but not another. Or a form submission confirmation differs. This

turns geo targeting into a debugging exercise, and that's expensive.

Also, watch out for seasonality. Some geos might have seasonal demand spikes. The “best” location today might
be average next month. Device mix can also shift seasonally based on user behavior. If you ignore seasonality, you

end up chasing patterns that are temporary.

Practical next steps if you're improving an existing account

If you manage your own campaigns, or you're evaluating a pay per click agency, paid media agency, or paid search

agency partner, these steps can help you move from theory to outcomes.

First, audit conversion tracking and landing page parity by device. Then audit geo performance not only by CPA,
but by conversion quality indicators you have available (call outcomes, qualified lead rates, or downstream CRM

metrics). If you have those, your decisions become much stronger than using conversion counts alone.



Next, look at location settings and service area logic. Make sure your targeting matches what you can fulfill. If your
operational coverage is limited, "wide net then exclude later” tends to become a budget leak, especially on mobile

where the click impulse is strong.

Then, adjust structure only where it improves learning and decision-making. It's tempting to split every device and
every geo, but that is rarely efficient. Most accounts do better with fewer, cleaner segments that map to intent

and economics.

Finally, keep a feedback loop. Device and geo are not static. If you treat them like a living system and revisit paid
media specialists every few weeks with real data, you'll catch issues early. You'll also discover opportunities, like a
region that performs best only when your mobile landing page includes a faster form step, or a radius that

converts well only when ad copy emphasizes availability.

If you're hiring a ppc management agency or a ppc management company, ask how they think about these levers.
The best partners describe device and geo targeting as a measurement and learning process, not a set of toggles.
They talk about instrumentation, landing alignment, and segmentation discipline. They also explain what they will

not do, like over-segmenting to the point where the algorithm has nothing to learn.

That combination, measurement plus restraint, is what turns device and geo targeting into sustainable

performance instead of a recurring scramble.
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