Communicating SEO to Stakeholders:

From Reporting Task to Leadership Skill

Technically sound programs get cut when
a' nobody outside the team can explain
the results

Five audiences: executives and board,
a@» product and engineering, content and brand,
sales and CS, finance and legal

’ Each group cares about different outcomes
and asks different questions

n Poor communication costs rejected roadmaps,
budget cuts, mistrust, reactive firefighting

Course arc: translation, audience mapping,
IlI business framing, metrics, storytelling,
objections, business cases, governance, crisis



Why SEO Gets Lost in Translation

crawl budget Business
DA indexation

impact?
meta tags

redirects
_ schema

SEO LANGUAGE

The vocabulary gap:

crawl budget means nothing
to a CFO without a commercial
consequence.
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The KPI trap:

every neighboring team is
measured on something that
isn't organic search.

A SHARED LANGUAGE
BUILDS PROGRESS

Prevention is invisible—
catching a migration error

prevents losses, not visible wins.

&
Coghnitive traps that distort
judgment:

recency bias, confirmaation
bias, loss aversion.

BUSINESS PRIORITIES
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Accountability without
authority:

SEO owns results, not
templates, deploys, or calendars.
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Failure mode:
leading with tactics and activity
instead of business impact.



Know Your Audience: Stakeholder Archetypes and Priorities
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Executives Product and Content and Sales and CS Finance and legal

engineering brand

revenue, market o . . e lead quality, pipeline ROI, compliance,
position, board fea5|bfllty, sprln.t voice, editorial _ attribution, real risk exposure,
risk—give a capacity, -techmcal calendars, reputation companies in the substantiated claims

High Power
A

Map on power vs interest;
Low Interest < P» High Interest — make one PDF that

survives forwarding

v
Low Power



Framing SEO as Business Value, Not a Marketing Expense

CAPITAL ALLOCATION
MARKETING EXPENSE DECISION
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Q
o
=
w
=
o
= |
—

capital allocation constraint, upside, to pipeline, revenue, revenue: gross profit, up to company OKRs;

decision, not a cost, payback retention, and cost reduction, attach a dollar value

marketing expense window, and risks market share cost avoidance, to every project
insurance



Metrics That Matter in the Boardroom

A Tier 1: organic-sourced and
TIER 1 . II organic-influenced revenue,

Business pipeline contribution
Outcomes

Tier 2: qualified traffic,

TIER 2 0O
Leading N} converting landing pages,
Indicators share of voice
TIER 3 Tier 3: technical inputs
Technical o and stability behind
Foundation the numbers
Keep the executive Default to year-over-year: Sk Report leading indicators
o scorecard to 4-7 metrics; r l I SEQ is seasonal and on a set timeline; state
dashboards built for slow-moving assumptions behind
the builder go unused every number



Making the Numbers Credible:
Attribution and ROI Framing

® 30-day windows undercount
organic pipeline by 40-60%

W-Shaped Attribution Across the B2B Buyer Journey

® B2B deals span 60-180 days First Touch Opportunity Creation
across many touchpoints o VN
® W-shaped attribution: 30% LR 30% Closed Deal
30/ 30/ 30 /10 across journey . g
® Define organic contribution once, "
disclose the window 20% L
q- R et ol e a e = )
@ Label directional versus proven; BB CEa S RamaUM U

; across many touchpoints
never overstate what a metric shows

® Anchor with benchmarks: 702%
B2B SaaS ROl over 36 months




The Board Pack: Structure, Visualization, and Narrative

Three-section board report:
commercial headline, efficiency,
competitive position ~

Build for the four-minute window: : Com
uld or the four-minute window: i pogy | oo
8-10 slides plus appendix 8-10 slides e Efflc:ency

COmPetitive

DOSitiQn
Three-section arc answers: . I I

did we make money, are we growing,
is the system healthy

Move rankings, crawl stats, and
page speed to the appendix Appendix

Narrative arc: context, what changed,
why, business impact, owned action

Competitive framing matters:
30% growth reads differently
next to a rival's 50%




Handling ObjeCtionS and Tough QueStionS CLEAR THINKING

STRONGER CONVERSATIONS
BETTER OUTCOMES

Five predictable objections

too slow, unmeasurable, “we rank well,” —
outspent, too costly

Address each objection with
a clear, data-informed response.

The zero-click objection

Al Overviews cut position-one CTR
sharply, but Al-referred visitors
convert 2.7-4x better

from Al Overviews, but higher

I Show the full picture: lower CTR
2 l conversion from Al-referred visitors.

Cited pages earn 120% more clicks ” M Earn citations to increase visibility
per impression than uncited ones and drive more clicks.

Separate disagreement about data C_Iarlfy B fpdicatics Of — .

: = disagreement to keep discussions
from disagreement about strategy :

productive.

Label claims: prove, reasonably infer, = o/ Be disciplined about how you frame
or directional — never overstate i claims to maintain credibility.
Escalation has a finite political budget; . Escalate thoughtfully, focusing on
reserve it for structural blockers ‘o structural issues that require it.
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Building the Business Case and Securing Budget

Cumulative Foundation Early Traction Cumulative Break-even
Value Months 9 to 14 Upside
F 3
Expected
Positive > i
___— 2 Conservative
Negative
»
Months
= l % = @
al =
Five elements: Model conservative, Show the J-curve Price the alternative: Define success
problem, options, expected, and upside honestly; cumulative paid-equivalent cost criteria, review
recommended cost, scenarios across break-even months 9 plus cost of inaction cadence, and
financial benefits, 24 months to 14 an off-ramp

risks




Cross-Functional Alignment and Governance

The accountability gap: SEO owns
the outcome KPI, not templates,
deploys, or legal review

Operating Models

Centralized Embedded Hub-and-Spoke

Guidelines are optional; governance
Ia is enforceable decision rights

that change behavior 9
Practical instruments: a RACI per

decision type, approval SLAs,

a scored backlog in engineering's tool

Match the operating model to the
constraint: centralized, embedded,
or hub-and-spoke

... i
2a% Central team as a service layer

Central team as a service layer, not a
lll control tower; report implementation l l
rate to expose the bottleneck

- ®. Engineering
Key Audiences l sm— —> @\ Sprint Board

Marketing Engineering Legal Leadership



Crisis Communication Under Pressure

.|I Is the traffic drop real?

Check for common causes e Match timing to confirmed
i update windows before
[2) noindex blaming the algorithm
o robots changes 4
il tracking breaks Q .ll o
' spam core manual
m seasonality update update action

Tailor your response

Investigate and fix

and recovery plan

© O O O

Triage before you Match timing to Separate spam update, Communicate early Deliver bad news
transmit: rule out noindex, confirmed update core update, and in plain language: with two paths forward
robots changes, windows before manual action— what you know, and a recommendation;
migrations, tracking blaming the algorithm response and what you don't, report avoided loss

breaks, seasonality recovery differ next update date



Leading Indicators and the Al Search Conversation

Al Overviews now appear on

Q roughly half of queries; most
searches end without a click

Click loss is uneven:
II informational queries absorb
. the hit, commercial queries
still convert

Track new metrics alongside
old: Al citation share, branded
search lift, Al-referred
conversion

InJ

Al referrals often land as
& direct traffic, so last-click
undercounts the channel

Invest in infrastructure, not

O fads: entity consistency,
answer-ready structure,

freshness, citation baselines



Practical Workshop: Build Your

Stakeholder Communication Kit

® Map stakeholders on power vs interest; write each one's key question A STRONGER
Translate three metrics into business equivalences, consequence included il st
Draft a one-slide exec summary: reality, opportunity, request, projected return

)
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® Build a five-slide budget ask with three scenarios and payback month

°

Write your first 30% drop message: ruled out, next update date
1. Stakeholder Map 2. Metric Translation 3. Exec Summary 4. Budget Ask 5. 30% Drop Message

S
—_— Reality
iy .y Opportunity | D
| O
Request |

Projected Return )
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PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/76034b69/public


https://personwise.ai/t/76034b69/public?entry_surface=public_courseware_pdf

