A competitor SEO analysis is only useful if it changes what you do next week. The goal is not to admire other sites,
or to collect screenshots, it's to uncover repeatable weaknesses and overlooked demand in your niche. When you

approach it like a detective work session, you end up with a prioritized backlog that connects search visibility to

real business outcomes.

In practice, the most valuable insights usually come from looking at what competitors rank for, what they do not
rank for, and how they structure content to win clicks once they're on the results page. You'll also learn where
their strategy is strong enough that you should either partner, differentiate, or avoid wasting time trying to

outrank them head-on.

Below is a practical way to do competitor SEO analysis for gaps and opportunities, with the kind of decisions you

only make after you've seen a few patterns repeat across markets.

Start with a competitor set that matches your buying intent

One of the first mistakes | see is treating “competitors” as “anyone who ranks near us.” That produces misleading
findings, because you end up comparing yourself to sites with different business models, different audiences, and

different goals.
There are at least three types of competitors:

® Direct competitors: same product category, similar conversion paths.
e Content competitors: publish extensively, target informational queries, and capture early funnel traffic.

® Authority competitors: dominant brands or publishers that may not sell like you do, but consistently win high

volume topics.

When you build your set, include a mix of these, but keep them organized in your notes. Otherwise, your “gap”
analysis becomes a jumble. A site that ranks for top-of-funnel guides might look like it's beating you everywhere,

but it may not matter if they don’t compete for your high-intent keywords.

A small example from a real engagement: we audited a B2B SaaS and added one large industry publication as a
competitor because it ranked for several terms. That publication won traffic, but their pages were not written to
drive demos. After we separated “industry publication” from “SaaS competitors,” the gap list became more honest.

We stopped chasing their general guides and focused on mid-funnel pages that matched the buyer journey.

Build a query-first map, not a domain-first scorecard

The fastest way to create noise is to score competitors by domain authority or overall traffic estimates. Those
numbers are useful only as a rough status indicator. SEO wins are query-specific. One site can dominate for ten

keywords that don't matter, while you win the remaining hundreds that do.
Instead, make a query map.

Take the top keywords you care about (or the ones your site already partially ranks for), then identify which
competitor domains appear for those terms in the results. If you're using an SEO tool like Ahrefs, Semrush, or

similar, extract the top ranking URLs for each keyword and technical seo guide store them with:

* Query and intent label (informational, commercial, transactional, navigational)

e Competitor domain
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® Competitor URL
® Ranking position(s)

e SERP features present (FAQ snippets, People Also Ask blocks, video, product carousel, etc.)

You're not doing this to create a spreadsheet for its own sake. You're setting up the logic for gap discovery later.
When you can see which pages win and what intent they target, it becomes much easier to judge whether you can

realistically compete, and what type of content would be required.

Segment competitors by intent and content type

Once you have a list of competitor URLs, categorize them by page type. This matters because competitors often
rank with a specific “format” that your site doesn't use. If you try to match them by writing a generic article, you

might still lose because the format doesn't meet the SERP’s expectations.
Common formats include:

e Comparison pages ("X vs Y", "best X for Z")

* Integration and compatibility pages (especially for SaaS and platforms)

® |ocation or industry landing pages (service businesses, regulated industries)

® Guides that answer a narrow sub-question with lots of internal links

® Resource hubs that act like internal link magnets
Segmenting also helps you see whether competitors are targeting the same intent you are, or "borrowing
relevance” by covering adjacent topics. If a competitor ranks for many keywords in your research phase, but they

do not produce pages that match your buying intent, that's an opportunity. You can take a differentiated path to

conversion rather than copying their broader strategy.

A practical tip: when you collect competitor URLs, note whether each page seems to rank due to depth (more
thorough content), structure (better headings and clarity), credibility (authorship, references, case studies), or
distribution (backlinks and internal linking). You won't always know the exact reason, but pattern recognition is

enough to guide your next content moves.

Look for three kinds of gaps: keyword gaps, SERP gaps, and content
gaps

Most “gap” reports focus on keyword gaps only, meaning “competitor ranks for these keywords, you don't.” That's

a start, but it misses the more interesting problems.

There are three practical gap categories that show up again and again:

Keyword gaps: the obvious missing coverage

Keyword gaps are where you are absent. They're usually easier to act on because you can write or update pages to

capture demand you are currently letting competitors take.

But not every keyword gap is a good opportunity. Some keywords have poor intent alignment, or they require
domain authority you don't have yet. Others are seasonal, or dominated by formats you cannot produce (for

example, software demos for queries that demand interactive tools).

SERP gaps: the page type or feature mismatch



A SERP gap exists when you rank for a keyword, but the SERP wants something you don't provide. Maybe the top
results are listicle style, tool-based pages, or pages that include structured elements like FAQs, calculators, or

pricing. Maybe they're authored and cited in a way that signals trust for the topic.

SERP gaps are often the reason your click-through rate stays low even when you're technically ranking. If the
snippet your page produces does not match the user's expectation, you lose clicks even when you're visible.
Content gaps: depth, specificity, or credibility deficits

Content gaps show up when competitors outrank you because their pages do the work better. Sometimes it's
coverage, but often it's specificity. Competitors include steps, examples, screenshots, decision frameworks, or edge

case guidance that saves users time.

Credibility also matters, especially in topics where YMYL signals influence outcomes. If a competitor's content
includes original data, credible references, clear author expertise, or real case studies, they might win even when

their content is not longer. Length is rarely the real differentiator.

Reverse-engineer how competitors earn rankings

At this stage, you stop collecting and start interpreting. For each competitor winning URL, ask: what did they do

that their competitors did not?
You can usually find clues in:

* How the page is structured, especially its headings and the order of information

Whether the page answers “immediate intent” quickly (the first few paragraphs matter)

Whether they address objections and next steps within the same page

Internal link patterns: do they link from relevant pages, or is it mostly external links?

® Supporting assets: diagrams, tables, downloadable templates, FAQs, video embeds

Be careful with assumptions. It's tempting to say “they have better content, therefore they rank.” Sometimes true,
but sometimes their content got distribution from backlinks first, then it got ranking. Your job is not to guess

perfectly. Your job is to identify plausible levers you can pull.

If you want a shortcut, do a quick “pattern count” across ten competitor pages. For example, you might find that
most top ranking pages include a short “best for” section, or they use consistent comparison headings, or they
include step-by-step implementation. When a pattern repeats, it's usually more actionable than a single page

outlier.

Evaluate click potential, not just rankings

A gap opportunity can be "how do we get more clicks with similar ranking positions?” That's often cheaper than

trying to leap multiple positions.
To evaluate click potential, look at:

e Title tags and meta descriptions: do competitors include benefit language, specificity, or comparison terms?

e SERP feature alignment: if results show People Also Ask, does the competitor directly answer sub-questions

with distinct headings?
* Snippet friendliness: do they use clear formatting that search engines can extract?

® Brand prominence: in some niches, brand recognition affects CTR even when content is similar



This is where competitor analysis becomes almost creative. You're matching the snippet narrative to the user’s
expectation. One client | worked with improved CTR by rewriting titles to reflect exact buyer outcomes instead of
using generic topic titles. They didn't rocket to the top overnight, but organic traffic grew because the clicks

matched intent more closely.

If you find that competitors have higher CTR due to better snippet messaging, you can treat that as an

opportunity even if you already have similar content coverage. Sometimes the gap is messaging, not substance.

Audit the content that ranks for your business goals

Now zoom in on the competitor pages that align with your conversion path. If you're selling a product, commercial

pages tend to matter more than purely informational ones, even if informational traffic is valuable.
Create a shortlist of competitor URLs for these intent tiers:

* “Commercial research” pages (best options, comparisons, pricing explainers, alternatives)
e "Decision” pages (case studies, implementation guides, service pages, integration pages)

e “Transactional” pages (product pages, landing pages, forms, locations)
Then evaluate each page like a buyer:

* Does it answer the specific question someone would ask before choosing?
* Does it reduce risk with examples, proof, and details?

® Does it make the next step feel obvious, not confusing?

This buyer perspective helps you avoid another common trap: writing more content that is still not what users

"nou

need to move forward. Competitor pages often contain subtle elements like “common mistakes,” “who should use

this,” or “what happens after you sign up.” You can add equivalents tailored to your product and audience.

Find opportunities by looking at what competitors avoid

Sometimes the best gaps are not in keywords they already target, but in topics they skip. Competitors often focus

on what they can win efficiently, leaving adjacent areas underdeveloped.
To uncover these opportunities, look at:

® Their internal linking: what do they reinforce across their site?

® Their content silos: which categories look shallow compared to others?

* Their "almost coverage” topics: pages that exist but are missing a critical sub-question
A good way to spot this is to scan their blog or resources for related clusters. You may notice they cover “X for
beginners” but not “X for advanced use cases.” Or they cover "how to choose a tool” but not “how to migrate

from tool A." Those missing versions are frequently high intent, because users who need migration are closer to

action.

Be realistic about your differentiation. If the market expects a specific type of content, you need to match that

baseline. But you can still win by covering the underserved angle more thoroughly or more clearly.

Identify backlink patterns without chasing backlinks blindly



Backlinks influence ranking, but they can also distract people into spending months on outreach without

improving the actual page.

Use competitor backlink patterns to inform your content distribution strategy, not to replace it. For each

competitor URL that ranks, look at the types of referring domains that link to it:

® |ndustry blogs and publications

® Resource pages and directories

® Partnerships and integrations pages
® Guest posts and contributed content
® |ocal listings (for local services)

* Tool and vendor ecosystems

Then ask: do you have a natural path to similar links, or would you be forcing it? If you can create content that
genuinely earns those links, you've found a content opportunity. If not, you might still write the page, but you

should expect a longer ramp or focus on internal linking until authority catches up.

One trade-off I've learned to respect: if you publish a “me too” page that replicates competitor content but does
not offer any reason for others to link to it, your backlink moat is likely too weak. In that situation, you either

differentiate meaningfully or accept that you will take a slower path to ranking.

Prioritize opportunities with a scoring mindset

You'll usually end up with dozens of potential gaps. The trick is to prioritize those that are both winnable and

valuable.
Rather than rely on a single metric, use a simple scoring mindset that balances:

e Search demand (volume or keyword relevance ranges)

* Intent alignment (fit with your buyer journey)

Ranking difficulty signals (SERP features, domain strength patterns)

Content feasibility (can you create something substantially better?)

* Time to impact (can you update an existing page quickly, or is it net-new?)
You don't need perfect estimates. Even a directional scoring helps you avoid wasting energy. For example, you
might find a keyword with high volume but SERPs dominated by authoritative sites that require years to surpass.

If the page type is also not something you can replicate (like proprietary tool integrations), you might choose to

park it and focus on long-tail variations where your current authority can get traction faster.

A practical workflow you can run in one or two weeks

If you want a competitor analysis that actually produces action items, run it in phases and keep tight notes. Here's

a workflow that |'ve seen work well across niches.

A tight competitor gap workflow (high signal, low churn)

® Choose 5 to 8 competitors split across direct, content, and authority types
® For your priority keyword set, capture the top ranking competitor URLs and note SERP features

* Audit 10 to 20 competitor pages aligned to your commercial intent, using a buyer perspective



e |dentify three gap categories per cluster: keyword missing, SERP mismatch, content or credibility deficit

e Score and select 5 to 10 opportunities to feed your content and optimization backlog

This approach prevents two common failures: either you drown in data, or you end up with generic

recommendations with no execution plan.

Turn findings into a backlog your team can ship

After competitor analysis, the final step is translating insights into tasks that are specific enough to execute and

measurable enough to validate.

A "good"” task has at least three characteristics: it targets a specific intent, it defines the page action (new content,

rewrite, restructure, internal linking, or snippet improvement), and it includes a success metric you can track.

For example, instead of “create a guide about X,” you'd define “publish a comparison page for X vs Y targeting
commercial research intent, include a decision matrix and a section addressing migration use cases, then add

internal links from three supporting pages that already receive impressions.”

That level of specificity comes directly from competitor URL analysis. You can copy the structure only where it
makes sense, but you should treat competitor pages as evidence of what Google is willing to rank, not as a

blueprint you must replicate.

Common execution gaps that derail good analysis

® Teams create new articles but never improve internal linking to them

® They chase the same format without matching intent or SERP features

* They rewrite titles without updating on-page content to support the snippet promise
* They ignore outdated pages, focusing only on new publication

* They treat keyword gaps as guarantees, not hypotheses that need testing

If you avoid these failure modes, your competitor analysis turns into compounding improvements, not a one-time

reporting exercise.

How to verify you actually found opportunities, not just patterns
Competitor analysis can feel confident while still being wrong. To keep it grounded, validate with quick checks:

® Does your site already have a page that partially matches the intent? If yes, a rewrite may be a better move

than creating a new page.

® Are the competitors winning for “the same query” in the same SERP environment? Sometimes similar

keywords have different intent.
* Do you see consistent formatting across top pages? If yes, the gap might be structure rather than topic
depth.

* Are you missing key sub-questions that appear in People Also Ask, or are competitors addressing them with

dedicated sections?

One of the most effective validations I've used is to look at your existing impressions in search console (if
available). If you see impressions for certain queries but low CTR or no upward movement, snippet messaging and
on-page alignment are likely the problem. If you see zero impressions, you might need broader topical authority

or new content that can earn visibility.



Make room for judgment, because not every gap is worth chasing

Competitor SEO analysis is part science, part judgment. Sometimes the "best” gap is not the one with the biggest

keyword list. It's the one that fits your constraints and your ability to differentiate.
A few judgment calls you'll often face:
* Competitor pages may be thin but rank due to domain authority. Writing a thicker version could still take
time.

* The SERP might require assets you cannot easily produce, like calculators, interactive tools, or real data.

* The keyword may be relevant, but your audience might not convert from it, or the conversion path might be

mismatched.

* You might need to build brand or credibility first before your content can rank for more competitive terms.

These are not reasons to stop. They're reasons to choose the order of operations. The goal is to create a plan you

can execute without burning out your team or your budget.

The real payoff: a clearer strategy for content and optimization
When competitor analysis is done well, it does more than generate a list of keywords. It gives you a clearer view of:

* What content formats earn rankings for your audience
* What proof points and detail levels reduce uncertainty for buyers
® Where your site currently underperforms in intent alignment, not just coverage

* Which opportunities are feasible within your authority and production capacity

If you're currently feeling like your SEO efforts are scattered, competitor analysis often becomes the organizing
mechanism. It turns random publishing into targeted work, and it makes optimization feel less like guesswork and

more like engineering.

The next time you run an analysis, don't just ask “what are competitors doing?” Ask "what does the SERP reward
that we're not providing yet?” That question leads to gaps that are both measurable and actionable, and it keeps

your roadmap anchored to outcomes rather than imitation.



