Building great ad groups is one of those PPC tasks that feels deceptively simple until you zoom in. On the surface,
you are just grouping keywords and writing ads. In practice, ad group structure decides what traffic you attract,
how often your ads show, what your Quality Score looks like, and whether your account becomes a lean machine

or an unfixable mess of overlapping intent.

| learned that the hard way during an early campaign for a B2B service business. The account was “running,”
budgets were being spent, and reports looked fine at the keyword level. Then we pulled the search terms and
noticed a pattern. Some queries that should have gone to high-intent pages were landing in ad groups that were
targeting a broader mix. The result was a lot of clicks with weak post-click behavior, and the client kept asking why
conversions were so stubborn. The fix was not “write better ads” or “add more keywords.” The real fix was to

rebuild ad groups around intent and messaging alignment.

If you are managing an account as a pay per click agency, a paid media agency, or a paid search agency, strong ad
group design is the foundation you build everything else on: bidding strategy, landing page selection, ad copy

angles, and measurement. If you do it well, your PPC management company work gets easier week after week.

Start with intent, not topics

A common mistake | see, especially when teams inherit accounts from other teams, is building ad groups by topic.
It sounds sensible: “Choose a theme, group the keywords, write ads for the theme.” The problem is that topics are

broad by nature. Intent lives inside the words people type.

Two people can search for the same topic and have completely different goals. “Best accounting software” can
mean “l want comparisons,” while “accounting software for nonprofits” usually means "help me decide quickly

based on my constraints.” Those are different stages and different ad angles.

When | build ad groups for a pp ¢ management agency or a PPC management company, | treat each ad group like
a small promise. That promise should match what the keyword suggests and what the landing page actually
delivers. If the promise is unclear, the account gets noisy, and you end up spending time tuning around structural

problems.
A practical way to think about intent is to categorize query patterns:

* “What is / definition / how does it work” suggests early research.

“Best / top / reviews / comparison” suggests evaluation.

“Pricing / cost / quote / near me"” suggests decision mode.

“Buy / schedule / book / service area” suggests action.

You do not need to over-engineer labels. You just need the ad group to reflect the most likely user goal behind its

keywords.

Use tightly themed ad groups to protect Quality Score

Quality Score is not a single dial you can casually turn. It is influenced by expected click-through rate, ad relevance,
and landing page experience, among other signals. In ad group terms, relevance is where you have the most direct

control.

If your ad group mixes keywords that imply different intent, your ads will have to generalize. General ads get fewer

strong clicks, and weak click engagement tends to make the learning phase harder. You can see it in performance



patterns. One keyword cluster gets clicks and the other cluster generates impressions but few clicks. Or you see

CTR variability that does not track with bids, which is often a clue your messaging alignment is off.

Tighter ad group themes also make it easier to write ads that do not sound like they are trying to cover
everything at once. Relevance improves because the copy can use the same language the searcher used. That
language match is not about stuffing keywords into every line. It is about choosing the right wording for the ad's

core claim.

In paid advertising agency work, that “core claim” can be a specific capability, a service type, a compliance angle, a
service area, a timeline, or a pricing mechanic. The key is that it should feel like the natural continuation of the

keyword.

Choose the right granularity level for each account

Ad groups should be structured enough to stay relevant, but not so granular that you starve them of volume. This

is where judgment matters.

For a smaller account with limited search volume, splitting everything
https://www.semfirms.com/profile/uncommon-logic into tiny intent slices can lead to low impressions, slow
learning, and inconsistent performance. In that scenario, it can be better to consolidate slightly while still keeping
intent coherent. For example, you might combine multiple “pricing” variants into one ad group as long as they

map to the same landing page and the same offer.

For a larger account with enough traffic, you can afford to be more precise. You might separate “quote” from
“pricing,” or separate “service” from “repair,” or separate “industry A” from “industry B,” especially when landing
pages differ. The bigger your budget and the more keywords you have, the more the account benefits from

cleaner intent boundaries.

A good rule of thumb | use is to design ad groups around decisions you want users to make. If different ad groups
should lead to different landing pages, different offers, or different proof points, they probably deserve separate ad

groups. If the post-click experience is truly the same, consolidation may be fine.

Mirror ad group keywords to ad copy and landing pages

Ad groups are not just a reporting unit. They are a control surface for message alignment. When the keyword, ad

copy, and landing page tell the same story, conversion rates usually improve even before you optimize bids.

Here is what alignment looks like in practice. Let's say you have an ad group built around keywords like
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“emergency plumber,” “same day plumbing repair,” and “24/7 plumbing.” Your ad copy should not lead with a
generic tagline about "quality plumbing services.” It should emphasize availability, response speed, or emergency
handling. Your landing page should then make those promises easy to verify: clear phone contact or scheduling,
service area clarity, and proof that matches emergencies (like service coverage hours or an FAQ about what

happens after you call).
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Now compare that with a different ad group: “plumbing inspection,” “annual plumbing inspection,” or “plumber for
maintenance.” Same general industry, different intent. This ad group can focus on planning, prevention,
scheduling, and structured service packages. The landing page might include maintenance tiers, what the

inspection includes, and how long it typically takes.

This is where paid search agency teams add a lot of value. Not because they “write ads,” but because they build

the system so the ads can naturally carry the user to the right outcome.
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Build with a repeatable naming and grouping approach

You do not want to rebuild ad groups every time a campaign changes. A PPC management company typically

wins by turning ad group building into a reliable workflow.

| recommend starting with a naming system that keeps future work obvious. For example, you can encode intent

and service type in the ad group name. Then you keep a consistent mapping from ad group to landing page.

One caveat: do not create so many conventions that the team stops following them. The naming system should

make sense to the people who actually touch the account.

In accounts | have managed as a paid media agency consultant, the highest long-term ROl came from simple,
repeatable rules that anyone on the team could apply consistently. When new campaigns launched, we used the

same structure, so we did not accumulate “one-off” ad groups that nobody trusts.

Ad group creation rules that hold up in real accounts

When teams ask for “tips,” they usually want something practical they can apply today. Here are the rules | rely on
when I'm shaping ad groups for a paid advertising agency or pp c agency workflow, whether | am doing it directly
or advising a client team.

® Group keywords by user intent, not just by product or service topic

* Keep the ad group focused enough that one landing page truly fits the majority of queries

* Write ads that use the same language and offer that the keywords imply, without generic padding

* Avoid mixing “research” and "buy now" terms in the same ad group unless the landing experience is identical

® Review search terms regularly and adjust ad group boundaries when you see repeated mismatch patterns

Those rules sound straightforward because they are. The hard part is sticking to them when performance data

tempts you to do “quick fixes” that gradually erode structure.

Use keyword match types strategically, but don’t let them hide
problems

Match type can dramatically change what you think you are controlling. Broad match, phrase match, and exact

match can all generate different blends of queries even within the same ad group.

A trap | see: teams rely on match types to clean up a sloppy structure. They add more negative keywords, or they
assume broad match will “find the good stuff.” Sometimes it does, but often it leads to a confusing mix of queries

that you now have to manage.

Instead, treat match types as a way to expand within a well-defined intent boundary. If your ad group is already
coherent, match type becomes a way to reach more variations of the same intent. If your ad group is inconsistent,

match type becomes a multiplier for confusion.

When | audit accounts for a PPC management company, | look for ad groups where match types are doing too
much work. If you have to spend weeks adding negatives just to prevent irrelevant traffic, the ad group likely

needs restructuring, not just more exclusions.

Plan for negatives as part of ad group design



Negatives are often treated as cleanup. They should also be design tools. If certain queries keep showing up in the

wrong ad group, that is a signal that the ad group is too broad in intent or that the landing page is not aligning.

For example, imagine you run ads for “window replacement.” You might see search queries related to “window
tint” or “window repair.” Whether those should be separate services depends on your business model, your
landing pages, and your ability to fulfill those needs profitably.

This is where judgment matters. Negating everything is not always best. You do not want to block potentially

valuable traffic just because it does not match your first assumption. But you do want to protect ad relevance.

A practical approach is to build negatives based on repeated search term patterns, not based on one-off odd

clicks. When you do it consistently, you stop burning time on noise.

Watch for overlap between ad groups, not just performance within
them

Sometimes the issue is not that one ad group is underperforming. The issue is that multiple ad groups are
competing for the same auctions, or that their messaging overlaps so much that you cannot tell which intent you

are actually capturing.
Overlap can show up in a few ways:

® Two ad groups both target similar keyword themes and both run ads with overlapping offers.
* The landing pages are nearly identical, so the difference between ad groups becomes arbitrary.

e Search terms show up in multiple ad groups, which dilutes reporting and makes optimizations slower.

In those cases, the “fix” might be to consolidate. Or it might be to separate more cleanly. Either way, you want ad

groups that represent distinct user goals, not just different keyword lists.

| have seen teams spend weeks optimizing bids, only to realize that the structure made the account behave like a
patchwork of competing mini-campaigns. Once they rebuilt ad groups around intent and mapped them clearly to

landing pages, learning stabilized and the account got easier to manage.

A quick diagnostic approach when an ad group “should be working”

When ad group performance is inconsistent, it is tempting to look only at CTR or conversions in isolation. You will

usually learn more by running a quick diagnostic in your head before you change things.

Ask yourself whether the ad group promise is consistent from keyword to landing page. Then consider whether
the click behavior matches that promise. If clicks are cheap but conversions are low, the message might be

attracting the wrong audience or the landing page might not satisfy the exact expectation set by the ad copy.

Here is a second scenario | have encountered repeatedly. An ad group has decent CTR and decent conversions,
but it is expensive. That can happen when bids are too aggressive, quality is slightly weaker than nearby ad
groups, or the market is simply competitive. The solution might not be new keywords or different copy. It might
be to adjust the bidding strategy for that intent segment or to tighten the query match further by adding

negatives.

You can also detect structural problems by comparing behavior across ad groups. If one ad group that targets a
more specific intent consistently converts better than a broad intent ad group, that is a clue that intent boundaries

matter more than your current structure suggests.



Common mistakes that weaken ad group performance

These are the patterns | most often see when reviewing accounts for a pay per click agency or paid media agency

engagement. None of them are fatal, but each one adds friction, and friction costs money.

e Keywords grouped by “service type” when the real difference is user intent stage

® Ads written to cover multiple keyword themes instead of one coherent promise

* Landing pages that are close variants, but not aligned to the exact offer implied by the keyword
* Negatives added reactively without revisiting whether the ad group itself needs restructuring

® Overlapping ad groups that compete for the same auctions and blur reporting clarity

If you are building from scratch, you can avoid most of these by treating ad group design as a messaging system,

not a keyword bucket.

Examples of strong ad group setups (and what makes them strong)

Let's make this concrete with two simplified examples.

Example 1: Service business with “emergency” vs “scheduled” intent

You are running ads for a home services company. You create one ad group for urgent needs and another for

scheduled work.

The "emergency” ad group includes keywords that strongly imply urgency. Your ads highlight immediate
availability and a fast response process. The landing page has prominent contact options and clear expectations for

what happens after the call.

The “scheduled” ad group uses keywords that imply planning or routine scheduling. Your ads focus on
appointment booking, service scope, and convenience. The landing page emphasizes service packages, timelines,

and customer expectations.

The strength comes from matching the user’s urgency to the ad and the landing experience. You do not force one

landing page to serve two different mindsets.

Example 2: Software with “comparison” vs “pricing” intent

A software brand can get clicks from people researching. It can also get clicks from people ready to decide. If you

mix them, your conversion rate often becomes unstable.

For comparison intent, your ad group’s ads point to comparison content, feature overviews, and proof that helps

users evaluate. The landing page supports learning, with clear sections and questions users might have.

For pricing intent, your ad group’s ads lead with pricing transparency and plan structure. The landing page makes

pricing easy to find and reduces friction for the next step, like starting a trial or requesting a quote.

The strength is in how the “next step” matches the searcher's mental state.

How to manage ad groups over time without losing order

Account maintenance is where strong structure pays off. When you know what each ad group represents,

optimization becomes more strategic.



A healthy rhythm for ad group management is to review performance and search terms on a regular cadence,
then adjust deliberately. Some changes are quick, like adding negatives after you see repeated mismatch queries.
Other changes are structural, like splitting one ad group into two when you find that the keywords actually
represent distinct intent clusters.

The trade-off is important. Structural changes can disrupt learning if you make them too often. Quick tweaks like
negatives usually have less impact. You just want to avoid the “death by optimization” cycle, where you patch the

symptoms but never address the cause.

As a paid search agency or ppc management agency, a good sign of maturity is when your team starts to make

fewer drastic structural changes because the account is designed well enough to behave predictably.

What a PPC management company should do when building ad
groups for clients

If you work with a PPC management company, paid media agency, or paid advertising agency, the best partners

tend to treat ad groups like part of a larger conversion system.
They ask questions that affect ad group design, such as:

* Which landing page truly matches each intent segment?

® What offers can you credibly promote in ads?

* How do you handle service area differences or inventory constraints?
® Where do you see conversion drop-offs by intent?

* What are the most common “wrong audience” patterns in search terms?

You should not have to “figure out” ad group strategy on your own as the client. A strong provider helps you
connect structure to business outcomes. They also respect constraints. If your budget is limited, they do not create

an overly granular structure that cannot gather data.

Final thought: build ad groups like small campaigns

An ad group is small, but it is not trivial. When you build ad groups like mini campaigns with a clear promise, you
make every other decision easier. Writing ads becomes easier because the message is focused. Landing page
selection becomes easier because each ad group implies a distinct next step. Optimization becomes easier because

you can interpret performance without guessing which intent segment caused the results.

Whether you are running your own campaigns or working with a pay per click agency or ppc management
agency, strong ad group structure is one of the highest leverage habits you can develop. It is not glamorous work,

but it is the work that keeps the account clean, responsive, and actually profitable.



