
Running paid search isn’t a set-it-and-forget-it job. Even when results look steady, the market is moving,
competitors are changing bids, your own site is being updated, and customer intent shifts quietly week to week.
The best pay per click agency relationships I’ve seen are built around a shared operating rhythm, not a pile of
reports at month end.

A weekly optimization routine gives you that rhythm. It keeps decisions small enough to be reversible, fast enough
to matter, and documented enough that you can learn from what did and didn’t work. It also reduces the most
common tension between in-house teams and a paid media agency: one side wants speed, the other wants
control and context.

Below is a practical way to set up a weekly optimization routine with your ppс management agency or paid
advertising agency, including what to review, how to decide, and how to communicate so the work turns into
compounding improvements instead of endless tweaks.

Start with the goal of the routine, not the calendar
Before you choose days and times, clarify what the weekly optimization routine is supposed to accomplish. For
most teams, it’s one or more of these:

First, protect performance. Paid search can degrade for reasons you cannot see instantly, like changes in auction
dynamics, budget throttling, landing page speed, or tracking gaps. A weekly rhythm catches those problems while
they’re still fixable.

Second, identify profitable scale opportunities. The routine should surface which campaigns, ad groups, and search
terms deserve more budget, and which ones need tighter control.

Third, keep learning organized. Optimization without documentation becomes a loop of random adjustments. A
consistent weekly process builds a record of hypotheses and outcomes, which makes every later decision easier.

When you set the purpose this way, the routine becomes a working system, not a meeting for meeting’s sake.
That framing also helps when you bring in a paid search agency for the first time and the workflow is new to both
sides.

Define roles clearly so “optimization” doesn’t mean everyone does
everything
In a typical PPC engagement, there’s a natural division of labor, but it needs to be explicit. Otherwise, you get
avoidable friction like “the agency changed the bids without telling us,” or “the team wanted a landing page
update, but nobody requested it.”

Here’s the practical breakdown I recommend when working with a paid media agency:

The PPC management company should own bid and budget strategy, account structure improvements, audience
and keyword targeting adjustments, ad testing, and ongoing measurement hygiene inside the platform.

You and your internal team should own things like offer changes, creative approvals, landing page roadmap,
pricing and inventory constraints, and any offline constraints that could affect performance.

Your weekly optimization routine should reflect that division. For example, the agency can propose a landing page
experiment, but you control whether it goes live. The agency can identify tracking issues, but your analytics or



development team might be the one who fixes them. Agreeing on that up front reduces delays and protects
momentum.

If your agency uses a naming convention or a change log, make sure you understand it. When performance
improves, it’s helpful to know which change drove it.

Choose one weekly meeting format and stick to it
The routine should be predictable. You do not need a long meeting, but you do need the same structure every
week so you can focus on decisions, not context rebuilding.

My favorite format is a short working session that starts with outcomes, moves to root causes, and ends with clear
next actions. The key is to separate “review” from “decide.” If you spend 45 minutes re-explaining last week’s
numbers, you leave too little time for actual optimization calls.

If you’re working with a ppс management agency that uses standard reporting templates, ask for what you need
to make decisions fast. “Here are metrics” isn’t enough. “Here are the two or three decisions we recommend, and
why” is what shortens the distance between insight and action.

A weekly routine also needs a cadence for approvals. If creative or landing page changes require sign-off, build
that into the workflow so the agency is not waiting on you midweek.

Build your weekly agenda around decisions, not vanity metrics
Most PPC reports include a lot of numbers, many of which are useful but not decision-ready. Your weekly routine
becomes more effective when it focuses on a small set of questions.

What changed since last week? This is where you look for meaningful movement in conversions, cost per
acquisition, and volume. “Up and to the right” trends matter, but you also need to catch sudden drops that could
indicate tracking failures or disapproved ad issues.

Is the change good because of targeting or because of something accidental? Sometimes CPA drops because you
got a temporary auction advantage. Other times it drops because your landing page converted better. Other
times it drops because volume shifted into easier segments. The routine should help you tell those stories apart.

Where should budget go next, and where should it not go? Budget allocation is the fastest lever, but it’s also the
most dangerous if you do it without context. For example, a campaign can look profitable but be limited by
impression share. Another campaign can look expensive but be a critical top-of-funnel driver. Your decision logic
needs to reflect your funnel and your measurement choices.

Are we learning something reproducible? A good week includes at least one test with a hypothesis and a
measurable outcome, even if the result is negative. Negative results are still learning when you document them
properly.

This decision-focused approach is what separates a true paid search agency partnership from a reporting-only
arrangement.

What to review every week (and what to ignore)
You do not need to re-audit every campaign in full detail every week. That approach burns time and produces
shallow decisions. Instead, review a consistent set of areas with a bias toward changes and exceptions.



In paid search, the fastest signals usually come from:

Performance by campaign and ad group, especially conversion rate and cost per conversion trends. Search term
behavior, focusing on new queries and spend shifts rather than the entire history. Ad performance, particularly
changes in click-through rate and conversions by ad variation. Quality-related constraints where applicable, since
they can affect auction eligibility. Landing page signals, such as conversion rate changes that coincide with site
updates.

But there’s also what you should not overreact to. One weak day is rarely enough to declare a campaign broken.
“Last click” reporting can mislead when budgets shift and attribution windows change. If you have longer sales
cycles, week-to-week CPA can be noisy. In those cases, look at ranges and directional movement, not single-week
spikes.

If your team uses offline conversion uploads or CRM data, align your optimization views with the lag. If you start
optimizing aggressively on incomplete signals, you can pull budgets away from valuable leads before you see the
full picture.

Create a shared change log so improvements don’t disappear
A weekly optimization routine should produce an artifact you can reuse. That artifact can be simple: a shared
spreadsheet, a project management doc, or a structured section inside your PPC platform notes.

The core idea is that every meaningful change should have a traceable link to an expected outcome. If the agency
makes structural changes, such as reorganizing keyword match types or splitting brand and non-brand, capture
the rationale. If the agency runs ad tests, record the test design and when to judge results. If budget moves, note
why.

This is especially important when working with different vendors or when your internal team changes. I’ve seen
campaigns accidentally revert because nobody wrote down what was intentionally tested. A change log prevents
that.

A good change log also helps with accountability. If a recommendation was reasonable based on the data available
at the time, but performance later diverged due to market changes, you can still evaluate the quality of decisions.

Set expectations for “small wins” and “bigger moves”
Optimization happens on different time scales. Ads and keywords can improve quickly, but brand strategy, landing
page redesigns, and major restructuring often take longer.

I suggest you explicitly define what kinds of changes you expect weekly versus monthly:

Weekly should include bid adjustments, keyword management, ad testing iterations, search term pruning, and
budget reallocation within guardrails.

Monthly should include deeper structural rework, broader keyword research expansions, landing page experiment
cycles, and strategy pivots based on enough data.

Your paid advertising agency should be comfortable with that separation. If they propose a major rebuild every
week, you might see volatility instead of learning. If they never propose bigger moves, your account can stagnate.

The weekly routine is where you manage momentum without losing control.



Make the optimization meeting action-oriented
When the meeting ends, you need clear decisions and clear owners. If every week turns into “we’ll follow up later,”
the routine slowly breaks down.

Here’s a straightforward agenda you can use for your weekly call. It’s designed to keep the meeting under control
and to force a decision at the end rather than an observation.

Performance snapshot against agreed KPIs (including conversion rate and cost per conversion trend)

Top changes since last week (what shifted and why the agency believes it shifted)

Search term updates and key negatives to add or remove

Account and ad testing progress, including what will be judged this week

Decision and action items for the coming 7 days, with owners and approval timelines

That’s enough structure to reduce confusion, but flexible enough to adapt to the week’s realities.

Use guardrails for budget and bid changes so you don’t chase noise
One of the biggest mistakes teams make is letting optimization become reactionary. If you treat every fluctuation
as a signal, you end up whipsawing spend and training the account to perform inconsistently.

Guardrails are the antidote. They can be qualitative or quantitative, but they need to exist.

For example, you can agree that no single campaign gets more than a certain budget percentage increase without
an additional check. Or you can agree that you will not pause campaigns solely due to one week’s
underperformance if conversion tracking volume is low. Or you can decide that bid changes will be made in
increments until the account stabilizes, especially for new campaigns.

A ppс management company that has mature processes will often propose guardrails automatically. If they don’t,
it’s worth discussing because it protects both you and the agency. You get fewer surprises, and the agency gets
permission to optimize without needing reassurance for every small move.

Treat landing page updates as part of the weekly routine, even if the
changes happen later
Your ads can only do so much if the landing page experience is unstable. Conversion rate is often the quiet driver
behind CPA shifts, and sometimes it changes due to things unrelated to your marketing, like theme updates, slow
mobile performance, or broken forms.

Even when the landing page work is handled by your web team, the weekly optimization routine should include a
consistent way to flag issues and track progress.

In practice, that means the agency should bring up:

Any landing page conversion rate shifts they observe across campaigns. Any ad-to-landing page mismatch they
detect through keyword intent changes. Any form submission or tracking anomalies that reduce conversions. Any
experiment results they expect your team to act on.

Your internal team should then confirm whether the proposed changes are on track for implementation or
delayed. When delays happen, agree on what the marketing team should do in the meantime, such as pausing
certain experiments or adjusting messaging.



This is one area where a paid media agency partnership can be more than bid management, it becomes a
coordinated growth system.

Build a “weekly optimization workflow” that assigns time for research
and time for implementation
A routine without workflow is just a list of tasks. The workflow matters because optimization requires two kinds of
time: analysis time and execution time.

I’ve worked with teams where analysis consumed most of the week and execution lagged, resulting in delayed
improvements. Conversely, I’ve seen teams where execution happened quickly but analysis was shallow, leading to
repeated mistakes.

A balanced approach often looks like this: earlier in the week you diagnose and propose changes, later in the week
you implement and verify, and you reserve the day before the next meeting to confirm that changes are landing
as expected.

You can adapt this to your schedule. Here is a simple version that fits most organizations.

Monday and Tuesday: review reporting, identify anomalies, and draft recommendations with expected impact

Wednesday: confirm constraints, approvals, and any landing page dependencies

Thursday: implement approved changes and monitor for obvious errors (disapprovals, tracking changes)

Friday: validate early results, document what happened, and prepare for next week’s meeting

Ongoing: keep a shared change log updated as changes go live

When you enforce this workflow, you stop “optimizing by emergency” and start optimizing by plan.

Know which tests to run weekly and which to postpone
A weekly routine works best when it includes a steady flow of testing, but not so much testing that you
overwhelm your measurement system or confuse your audience.

Think in terms of tests that answer specific questions. For example, you might test ad copy that targets a clearer
pain point. Or you might test a different landing page headline and first section for message match. Or you might
test a different keyword theme by splitting campaigns so the ad can align more tightly with intent.

However, there are weeks to postpone testing. If tracking is unstable, or if you’re mid-website migration, or if
budgets are constrained due to seasonal demand, additional experimentation can create noise you cannot
interpret.

A mature paid search agency will ask whether conditions are appropriate for testing and will adjust the plan if not.

Manage measurement carefully, especially conversion lag and offline
data
In many accounts, conversion data is not perfectly real-time. Lead forms may submit instantly, but “qualified lead”
might be uploaded later. E-commerce purchases may be delayed due to attribution windows and payment
processing.

Weekly optimization routines can still work, but you need alignment on what conversions mean for the decisions
you’re making. If your optimization target is “cost per qualified lead,” the weekly data might be incomplete, and



you should use guardrails and proxy signals until the full picture arrives.

This is also where a paid advertising agency should be transparent. If they cannot reliably measure a certain
conversion type, they should say so and propose an alternate optimization approach.

I’ve found it’s helpful to agree on decision rules such as: use one metric for immediate bid and budget
adjustments, then confirm with a deeper metric after lag periods. You don’t need perfect measurement to improve
performance, but you do need honest measurement.

Common failure points, and how to avoid them
A weekly optimization routine can fail in predictable ways. If you’re setting this up from scratch, it helps to know
the traps.

One common failure is misaligned KPIs. If the agency optimizes for conversion volume while you care about
margin, you can get higher CPA-to-CPA results but wrong outcomes. Another is inconsistent conversion tracking,
where new events or code changes break attribution silently. Another is unclear approval timelines, where creative
or landing page changes take too long and the planned test never runs.

The fix is usually organizational, not technical. Align KPIs and definitions early. Require that measurement changes
are communicated and validated. Set approval windows and escalation paths so work does not stall.

If you’ve had a rocky relationship with a paid media agency or a paid search agency in the past, a weekly routine
can actually paid search agency rebuild trust, but only if you run it with transparency and discipline.

Practical example: what a “good week” looks like
Let’s say you run non-brand search campaigns for a B2B service. This week, the agency notices conversion rate is
up 15 percent, but click volume is down slightly. Search term analysis shows more spend on “implementation
partner” queries and less spend on broader terms that were previously contributing clicks without conversions.

In the meeting, the agency recommends moving budget from one ad group that’s now underperforming into the
ad group aligned to the higher-intent queries. They also propose adding negatives to prevent the reintroduction
of the broad terms that are driving poor conversion.

Because the landing page already aligns well with the intent, the agency does not propose a landing page test this
week. Instead, they propose an ad copy variation that reinforces the “implementation partner” positioning. The
team approves it quickly.

By Friday, the early signals show stable performance, and the change log records exactly what shifted. Next week,
they will judge whether the ad copy variation improves conversion rate or if the biggest effect came from the
budget reallocation and query tightening.

That is weekly optimization done well. Small changes, clear rationale, tracked outcomes.

Make communication easier with shared templates and crisp language
You don’t need complicated reporting, but you do need consistent language. If one week you hear “efficiency
improved,” you need to know whether that means cost per conversion dropped, conversion rate rose, or
something else changed.

Ask your agency to include three things in weekly notes:

http://query.nytimes.com/search/sitesearch/?action=click&contentCollection&region=TopBar&WT.nav=searchWidget&module=SearchSubmit&pgtype=Homepage#/paid%20search%20agency


What changed, in plain language. Why they think it changed. What they recommend next and what decision they
need from you.

If you rely on a paid media agency that sends dense dashboards without a decision narrative, request that the
narrative be included. Your goal is not to replace their analysis, it’s to translate it into actions your team can
approve quickly.

Also, build a habit of documenting context. If a competitor launched a promotion, if you changed pricing, if you
ran an email campaign, or if the website had an outage, tell the agency. Auction changes and conversion behavior
don’t happen in a vacuum, and your agency will optimize better when they understand the broader environment.

Weekly routine checklist: set up the engine once, then run it every
week
If you’re building this routine from scratch, your first month should focus on
https://conversionsciences.com/google-ad-extensions-to-improve-your-customer-acquisition-efforts/ creating the
engine that will support the rest of the relationship. Once the engine is running, the weekly meetings become
shorter and more productive.

Here’s the practical checklist I use when onboarding a new PPC agency or resetting a worn-out process. Keep it
tight, because too many requirements slow everything down.

Confirm KPI definitions and conversion tracking scope (including lag and offline uploads)

Agree on guardrails for budget, bid changes, and pausing decisions

Establish a shared change log and naming conventions for campaign edits

Align on weekly meeting format, owners, and approval timelines

Decide which tests are eligible for weekly execution versus monthly experiments

After that, you’re ready to run a consistent routine that produces measurable improvement instead of scattered
optimizations.

The real payoff: compounding improvements and calmer decision-
making
A weekly optimization routine with a PPC agency does more than improve performance metrics. It reduces the
emotional side of paid search. Instead of reacting to surprises, you approach the work with a plan and a feedback
loop. Your paid search agency stops feeling like a black box, and your team stops feeling like a bottleneck.

Over time, the routine becomes a shared advantage. The agency learns how your business works, where
conversions come from, and what trade-offs matter. You learn what levers reliably move performance for your
account, and which suggestions require caution.

If you choose the right cadence, keep the meeting action-oriented, and document changes with a disciplined
feedback loop, optimization stops being a scramble and becomes a system. That is how a pay per click agency
partnership earns its cost week after week.

If you want, tell me what platform you’re using (Google Ads only, or also Microsoft Ads), your rough monthly
spend range, and your main KPI (CPA, ROAS, qualified leads). I can tailor a weekly routine with specific metrics to
prioritize and realistic guardrails for your account size.

https://conversionsciences.com/google-ad-extensions-to-improve-your-customer-acquisition-efforts/

