
Why Every SEO Agency Needs a Proper Analysis of
Competition
For years I watched agencies pitch new clients with the same tired promise: we will get you to
the top of Google. They had no proof. They had no insight into what was actually working for
the competitors already sitting in those top spots. The client would nod, sign, and then six
months later wonder why nothing had moved. That cycle broke the moment we started treating
the analysis of competition as a real discipline, not a quick glance at who ranks for what.

Most SEO professionals own subscriptions to Semrush, Ahrefs, and SimilarWeb. They pull a
domain report, export the keyword list, and call it a competitive analysis. But that is just data
collection. A real analysis of competition means understanding why a competitor ranks, what
content strategy feeds their backlink profile, and how they sustain momentum. It means
looking at the gaps in their approach and finding angles they have missed entirely.

What Most Agencies Get Wrong
The biggest mistake I see is treating competitor research as a one-time task. An agency runs a
batch of reports at the start of a retainer, presents a slide deck, and never revisits the data.
Competitors change their strategies every quarter. New domains appear with aggressive link
building. Old players pivot their content angles. If you are not monitoring these shifts
continuously, your client recommendations will drift out of date fast.

Another common error is focusing only on direct competitors. The agency looks at the three or
four brands that sell the same product. But real SEO insight often comes from adjacent
markets. A client selling project management software might learn more from how a time-
tracking tool earns mentions on productivity blogs than from watching another PM tool.
Expanding the scope of your competitive review opens up link opportunities and content
themes you would otherwise miss.

Tools That Help, But Only If You Use Them Right

I have used nearly every major tool in this space. Semrush and Ahrefs remain the heavy lifters
for backlink and keyword analysis. Moz provides solid domain authority metrics and a clean
interface for tracking ranking changes over time. SpyFu is great for seeing which keywords a
competitor has bid on historically, giving you clues about their paid strategy. BuzzSumo helps
surface their most shared content, which often correlates with natural link acquisition.

But tools alone do not do the thinking. I have seen agencies hand a client a forty-page PDF
from Semrush and call it a competitive audit. That report might list thousands of keywords, but
it does not tell you which ones drive actual business. You need to layer in your own judgment.



Look at the pages that generate traffic for a competitor and ask: what intent does this page
satisfy? Is it informational, transactional, or navigational? If the competitor ranks for a high-
volume informational query but has no conversion path from that page, that is an opportunity
for your client to build a better funnel.

Data Sources That Often Get Overlooked
Google Search Console is sitting right there in most accounts, yet few agencies mine it for
competitive clues. If you have access to the client’s GSC, you can see which queries already
bring impressions but low clicks. Those queries often overlap with competitor strengths.
Improving CTR on those terms can steal traffic without needing new content.

Google Trends is another underused resource. Plot a competitor’s brand term alongside a
category term. If the brand term rises faster than the category, they are winning share of voice.
That signals a content or PR push worth investigating. Combine that with data from Majestic
SEO to see if their new links correlate with their traffic spikes. Majestic’s historic index is
deeper than most people realise and can reveal link acquisition patterns going back years.

Screaming Frog is not typically thought of as a competitive tool, but you can crawl a
competitor’s site (within reason) to see their site structure, redirect chains, and internal linking
patterns. A flat site architecture with strong internal links often correlates with better
indexation and ranking depth. If your client’s site buries important pages under five clicks, that
structural disadvantage will show up in the rankings no matter how good the content is.

WooRank and SEOQuake for Quick Checks
Sometimes you need a quick pulse check without running a full suite. WooRank gives a one-
page snapshot of a competitor’s SEO health, including their estimated visits, top keywords, and
social engagement. It is not as deep as Semrush, but it is fast. SEOQuake, the browser
extension, lets you see on-page elements like meta tags, headers, and schema while browsing
a competitor’s site. That immediacy helps when you are auditing a dozen domains in a single
sitting.

How to Structure a Competitive Analysis That Wins Retainers
Clients do not care about keyword lists. They care about whether they can beat the
competition. The most effective way to present an analysis of competition is to frame it around
opportunities, not threats. Show the client where their competitors are weak. Maybe the
leading competitor has poor page speed. Maybe their content is thin on a high-intent topic.
Maybe their backlink profile relies heavily on a few domains that could be replicated.

https://livadaras.com/services/competition-analysis


I once worked with an agency that used BrightEdge to track a client’s competitive landscape
over six months. They noticed a major competitor was losing rankings for a cluster of
transactional terms. The reason turned out to be a site migration gone wrong. The agency built
a content and link strategy targeting those exact terms and recaptured the traffic within three
months. That kind of insight wins retainers because it is specific, timely, and tied to real
business outcomes.

Conductor offers a different angle. It focuses on content performance and audience intent.
Pairing Conductor’s data with Sistrix’s visibility curves gives you a before-and-after picture of
how competitor changes affect the SERP. Sistrix shows visibility over time as a single line,
making it easy to see the moment a competitor lost or gained ground. That visual alone can
justify a strategic pivot in a client meeting.

Learning from the People Who Teach This Stuff
Neil Patel, Brian Dean, and Rand Fishkin have all written extensively about competitive
research. Neil’s approach tends to focus on scalable content and link building tactics. Brian
Dean’s Skyscraper Technique is essentially a competitive analysis method: find a piece of
content that performs well, make something better, and outbuild its links. Rand Fishkin’s work
on search intent and the “10x content” philosophy pushes you to think beyond ranking for
ranking’s sake.

Search Engine Land and MozCon are excellent sources for staying current on how competitive
dynamics change. At MozCon a few years back, I heard a talk about how Google’s algorithm
updates often penalise sites that rely on exact-match anchor text from low-quality directories.



That insight changed how I evaluate competitor backlink profiles. Instead of just counting links,
I now look at the anchor text distribution and the thematic relevance of linking pages.

Building a Repeatable Process
The best agencies treat the analysis of competition as a repeatable process, not a one-off
project. They set up alerts in Semrush and Ahrefs for when competitors gain or lose top ten
rankings. They review new pages published by competitors each week. They keep a shared
document tracking competitor positioning shifts and update it every month. Over time, that
document becomes a strategic asset that informs every content brief and link pitch.

I have seen agencies charge a premium for this service as a standalone offering. White label
competition analysis services exist exactly for that reason. An agency can resell deep
competitive research under their own brand, using tools like Semrush and SimilarWeb in the
background, and deliver actionable reports to clients who do not have the in-house capacity. It
is a way to add a high-margin service line without hiring a dedicated analyst.

Final Thoughts on Making It Practical
Do not overcomplicate it. Start with five competitors. For each one, identify their top ten traffic-
driving pages. Note the topics, the content format, the backlink count, and the domain authority
of the linking root domains. Compare those against your client’s pages on similar topics.
Where your client has higher quality content but fewer links, that is your first opportunity.
Where the competitor has a weak page ranking well only because of domain authority, that is
your second opportunity.

The agencies that win retainers are the ones that show up with this kind of granular insight.
They do not sell SEO. They sell a roadmap to outperform the competition. And that roadmap
starts with a honest, data-driven analysis of competition. Treat it as a living practice, revisit the
data regularly, and you will never run out of reasons for a client to keep paying you.


