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AdWords Business Post-Campaign Summary Report for Cradles to Crayons Executive Summary Campaign Overview: Cradles to Crayons (C2C hereafter) is headquartered in Boston, Massachusetts, with two additional offices in Philadelphia, Pennsylvania, and Chicago, Illinois. C2C hosts various initiatives and events to take donations of new and like-new goods to give to children, aged 12 years old and younger, who are from low-income families, impoverished, homeless, or otherwise in need. To meet C2C’s needs, four campaigns were established: Awareness, Donations, Events, and Volunteer, targeted toward each location’s unique audience in the Google Search Network (GSN) and the Google Display Network (GDN). The campaigns amassed 55 Ad Groups, 180 ads, and 1,566 keywords. Initial goals for the account were to have a minimum CTR of 1.0%, 284 clicks, a CPC of $0.88 or lower, and 28,400 impressions. Key Results: The final campaign results far exceeded expectations in all areas, with totals of 4,689 clicks, 15,499 impressions, a CTR of 30.25%, and a CPC of $0.05, while spending $248.58 of the allotted $250.00 budget. The account’s total impressions did not meet the established target due to a higher-than-expected CTR, which minimized the number of impressions needed to maximize total clicks received. The GSN Events campaign exhibited difficulty getting off the ground in week one, causing a shift to the GDN after careful consideration. As a result, there were a total of nine GDN campaigns corresponding to all GSN campaign categories except Awareness. The two top-performing GDN Ad Groups were Boston Donations (911 clicks and 91.47% CTR) and Philadelphia (755 clicks and 88.62% CTR). The two top-performing GSN Ad Groups were Awareness Home Page General (65 clicks and 14.21% CTR) and Volunteer Boston (29 clicks and 3.59% CTR). Conclusion: The key to having a successful campaign was not an accident but more so a result of focusing on creating a high-quality product to turn over to Cradles to Crayons. This was achieved by prioritizing the client’s needs over acquiring impressive but less meaningful metrics. Numerous optimizations, inclusion of GDN campaigns, and driving down CPC while increasing CTR are all measures of success. The greatest success in this case, however, will be C2C continuing to use AdWords to further their mission of helping children in need. Future Online Marketing Recommendations: It is recommended that Cradles to Crayons continue using AdWords to further facilitate growth. Improvements to C2C’s web pages will increase positioning of ads and further reduce CPC. Furthermore, it is recommended that C2C apply for a Google Ad Grant to be used for the GSN. All GSN campaigns have been established with all keywords falling below the $2.00 maximum bid required by the grant. Page | 1



Industry Component Campaign Overview: The primary objectives undertaken to assist Cradles to Crayons through the Google Online Marketing Challenge (GOMC) were the following: 1) increase donations of goods, 2) build awareness of C2C in local markets that they serve, and 3) increase interest in volunteering with C2C. Proposed success metrics included a 10% increase in traffic to the “Donate Goods” landing pages



Figure 1: AdWords Account Structure



on C2C’s website and achieving a 1% accountwide CTR from 284 clicks and 28,400 impressions at an average cost of $0.88 per click. The account was active from April 9 through April 29, utilizing both the GSN and GDN. As shown in Figure 1, campaigns were created in four distinct categories: Awareness, Donations, Events, and Volunteer. The account was managed by a team of four individuals, each responsible for separate categories and campaigns. Overall performance of the account was monitored by the group, and, in turn, all strategic decisions were made collectively. The team also worked together to continue to find and use new features to optimize the account over the entire three-week window. Five different types of Ad Extensions were incorporated into ads, Location Targeting was used at a zip code level, various bid adjustments were employed, and continued experimentation through the GSN and GDN networks led to discoveries in AdWords that impacted the journey toward the account objectives. Table 1: Actual Budget by Campaign and Week Week 1



Week 2



Week 3



Total



Budgeted



Actual



Budgeted



Actual



Budgeted



Actual



Budgeted



Actual



Awareness



15.63



13.68



18.75



10.43



28.12



5.45



62.50



29.56



Donations



21.87



26.43



26.25



22.08



39.38



34.00



87.50



82.51



Events



18.75



11.81



22.50



18.11



33.75



17.26



75.00



47.18



6.25



21.00



7.50



25.00



11.25



43.33



25.00



89.33



62.50



72.92



75.00



75.62



112.50



100.04



250.00



248.58



Volunteer Total



As the GOMC progressed, minor changes were made to the account’s budget to accommodate evolving team strategy and to further the strategic objects of the client, but overall, the proposed budget and the actual spend were not largely disparate (see Table 1 above and Figure 2 on page 3).
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Evolution of Campaign Strategy: Week one saw many adjustments to campaign strategy as data began



Figure 2: Budgeted vs. Actual Spending



to accumulate. The Donations, Awareness, and Volunteer campaigns performed at similar levels on the GSN, while the Events campaign struggled to garner much traffic. Careful and consistent targeting updates were made to the GSN campaigns as the week progressed with a focus on driving down CPC. Meanwhile, a collective decision was made to pivot resources from the Events GSN campaign into an exploration of the GDN. One initial campaign was created for this purpose using several different targeting methods focused on Cradles to Crayons events taking place in Boston. Ad Groups were created using Placements, Interests, Topics, and Demographics to refine the target audience. A 145% increase in clicks on day 1 at a 94.12% CTR made it clear that by using Gmail Ads and layering Interests and Demographic targeting, a receptive target audience could be reached. This GDN strategy was quickly rolled out to the Donations and Volunteer categories as well, resulting in a drastic increase in total clicks at 496 GDN clicks at a 82.67% CTR and 67 GSN clicks at a 2.83% CTR at the end of week one. The second week of the campaign saw a renewed focus on GSN and GDN ads outside of Gmail. While Gmail ads were performing exceptionally well for awareness and interactions at a low CPC of $0.03 after week one, the team made a conscious decision to focus on driving more clicks to the specified landing pages via the expanded GDN and GSN (see Figure 3). Through use of Display Keywords and Mobile App Placements, the Chicago Volunteer GDN campaign managed a 1.64% CTR from ads placed outside of Gmail. The GSN campaigns also saw significant improvements in CPC and CTR due to several optimization methods. From the start, it was clear that the Donations campaign would be the Figure 3: Evolution of Campaign Strategy
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most expensive, coming in at an Avg. CPC of $1.20 with a CTR of 2.68% in week one. Several efforts to lower the CPC for that campaign were undertaken, including increasing mobile bid adjustments and decreasing bids on PC and tablet devices. High CPCs were also mitigated using granular location targeting, increasing bid adjustments on successful postal codes and pausing unsuccessful areas.



Figure 4: Donations Campaign



Finally, employing a Spartan keyword bidding strategy proved to be effective. This involved focusing on alternate keyword match types (not broad match), increasing Max. CPCs on less expensive but successful keywords, and decreasing Max. CPCs for all keywords with Est. First Page Bids of more than $1.00. After employing some of these techniques in week two, the campaign saw an Avg. CPC of $0.54 for a 55% decrease from week one. Because each click used less of the campaign’s budget, CTR improved to 3.36% for a 25% increase from week one. Figure 4 illustrates the increasing CTR against the generally decreasing Avg. CPC over time. The team entered the third week with a budget decreased by 7.43% due to the experimentation with the GDN that took place in week one. Deciding to split the budget roughly 50/50 between the GSN and GDN for week three, focus was placed on maintaining a low CPC across the account. This budgeting decision resulted in 50.9% of all GSN clicks taking place in week three alone and allowed the GDN campaigns to maintain the same level of clicks from week two during week three, for a strong finish to the campaign window. Evaluating rising costs due to high CTRs from Gmail ads, the team attempted to capitalize on a viewable cost-per-thousand impressions (vCPM) bidding strategy. Drafts of all GDN campaigns were created with all non-Gmail Ad Groups disabled. Donation GDNs were selected to convert to Experiments and run from April 22 to 23. Max. vCPM values were attempted from $3 up to $20. Unable to generate impressions, the team dismissed the idea, as CPC values of $0.03 were considered a sufficient start for Cradles to Crayons. Key Results: The AdWords account was successful in surpassing nearly all metrics-based goals that were set. As shown in Table 2 on page 5, the GSN campaigns generated 265 clicks at an Avg. CPC of $0.47 and an overall CTR of 4.37%. The GDN campaigns generated 4,424 clicks at an average CPC of $0.03 and an overall CTR of 46.90%. Gmail Ads consistently Page | 4



returned a CTR of more than 80% in each of the three targeted cities. This strong CTR was achieved using highly specific targeting options based on Demographics, Parental Status, and Affinity Audiences, such as the Family-Focused affinity audience. This well-defined audience struck a balance of keeping CPCs low, while driving a large volume of interactions. Table 2: Cradles to Crayons Account Statistics Type



GSN



GDN



Campaign



Impressions



Clicks



Awareness GSN Donations



1,059



111



1,562



Avg. CPC



Avg. Position



Total Cost



10.48%



$0.27



1.7



$29.56



54



3.46%



$0.84



2.6



$45.39



493



1



0.20%



$1.89



2.7



$1.89



Volunteer



2,953



99



3.35%



$0.47



2.4



$46.65



Total GSN



6,067



265



4.37%



$0.47



2.4



$123.49



Donations



1,390



1,265



91.01%



$0.03



1.0



$37.12



Events



1,866



1,464



78.46%



$0.03



1.0



$45.29



Volunteer



6,176



1,695



27.44%



$0.03



1.0



$42.68



Total GDN



9,432



4,424



46.90%



$0.03



1.0



$125.09



Events



CTR



A total of 55 Ad Groups were created, mainly driven by the GSN campaigns. In an effort to maximize targeting efforts of the three Cradles to Crayons geographical locations, each GSN Ad Group was



Table 3: Top Performing GSN/GDN Ads



deployed by location, granular to specific zip codes of each area. The three top overall Ad Groups were Boston Donations with 911 clicks and 91.47% CTR, Philadelphia Volunteer resulting in 755 clicks and 88.62% CTR, and Philly Events with 587 clicks and a CTR of 88.80%. The significant impact the GDN campaigns had in driving clicks is substantial in increasing awareness for C2C, a heavy focus for the use of AdWords. Table 3 provides the top two most-clicked ads within the GSN and GDN campaigns. Again, the top performers are in direct alignment with the client’s goals to increase awareness and donations. Page | 5



Realizing early on that the GSN Events campaign was not getting off the ground with just one click in the first three days, the team decided to pivot to the GDN in an attempt to market the client’s events. Though the GSN Events campaign was unsuccessful, the GDN campaign surged with 1,464 clicks, a 78.46% CTR, and an Avg. CPC of $0.03. Focused targeting by zip codes, placements at mail.google.com, interests & remarketing in several relatable categories, demographics of mothers over the age of 25, and target optimization to find new customers automatically were vital to the overall success of the GDN. Conclusions: The overall AdWords results for the account, shown in Table 4, far exceeded the original proposed success



Table 4: Account Metrics



metrics and would be an exceptionally valuable tool for Cradles to Crayons moving forward. A final CTR of 30.25% was a 2,925% increase from projected metrics. The final click total of 4,689 was a 1,551% increase over projected, while a 94.32% decrease in CPC was achieved. Numerically, the account did not meet its projected 28,400 impressions, but that was driven by a significant increase in CTR. The large number of clicks obtained as a result of optimization efforts provides C2C with additional awareness within the communities they serve. A reduced average CPC of $0.05 also allowed maximum use of the $250.00 budget. Future Recommendations: In working with Cradles to Crayons and understanding their mission, it is a strategic and technical recommendation that C2C continue with AdWords and the established campaigns. To improve the Avg. Pos. of the Volunteer and Donation GSN campaigns, C2C must update its web pages for easier navigation, additional content, and matching of highly ranked keywords to further drive down CPC and improve overall rank. To provide a meaningful return on investment (ROI), C2C should consider assigning at least one person dedicated to optimizing AdWords for a minimum of 12 minutes per day. Assuming an hourly rate of $17.50 per hour, this would result in $910 of annual labor toward AdWords. Continued optimization efforts by this person resulting in a $0.01 reduction of the current average GSN CPC of $0.47 to $0.46 would, in turn, generate 185 additional clicks, a 2.17% increase. The most meaningful ROI, however, will almost certainly be the increased donations of goods for children in need and expanded awareness of C2C. To offset the costs associated with online marketing, C2C is encouraged to apply for a Google Ad Grant. This grant provides up to $10,000 per month of in-kind advertising within the GSN.
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Learning Component Learning Objectives and Outcomes: As MBA students in a blended, fast-paced program, with full-time jobs, spouses, and children, our learning objective entering this course was simple: ensure that this course helps advance our careers to better support our loved ones. Little did we know the impact this course and the GOMC would have on us for a five-week stretch from April to May of 2017. What started off as a desire to get a good grade through learning about campaigns, Ad Groups, CTRs, CPCs, and bidding strategies turned into a full-fledged obsession with the AdWords platform. All four of us downloaded the mobile Figure 5 app to check our campaigns at stop lights, parking lots, and yes, at work, Mobile App so we would not get fired for checking our AdWords account on company machines every 15 minutes (see Figure 5). We trained through internet searches and study guides, and all of us became AdWords certified, each in different areas: Search, Display, Video, and Mobile. We burrowed and weaved into every different aspect of AdWords. Starting in the GSN by generating keywords, adjusting Max CPCs, and developing ads for A/B testing, we soon dug into the GDN with location and topic



Figure 6: 1,000 Clicks



targeting for Gmail ads. Next, we expanded into reporting, automated rules, scripting, drafts, and experiments, as well as campaign groups using shared budgets. With each success or failure we experienced individually, we shared the results with each other, made adjustments, and continued our exploration. Reaching 1,000 clicks is the key outcome our group will always remember. We hit that milestone on day eight of the GOMC, and it is probably best to let our group chat message describe our team's feelings (see Figure 6). With a limited budget of $250 the most expected outcome was that a careful tracking method would need to be used for all team members to accurately monitor campaigns. A budget template was developed and shared via Google Sheets to track daily, weekly, and overall spending. An unexpected outcome was that week one was met with a higher spend rate due to excellent performance within the GDN campaigns. Due to overspending in the first week, a new forecasted daily spending amount was established for the last two weeks. Group Dynamics: An expected outcome was that our team would work well together as we had each worked together in previous groups but had yet to be all in the same group. An Page | 7



unexpected outcome was that this team would become the standard against which all our future teams would be evaluated. Diversity in personalities and background is critical to success in any team environment, and with varying DiSC® profiles and work histories, our team fit the bill perfectly. Challenges abound with coordinating between work and family schedules, geographical locations, and division of work. Establishing a group chat enabled us to communicate as a single unit by sharing our successes, frustrations, ideas, and praises. A Google Drive folder was set up to coordinate our efforts to create and update documents and spreadsheets. The team trusted and encouraged each other to make decisions autonomously. With incidents in which team members disagreed, opposing sides swiftly provided rationale, and the team made a collective decision, moving forward as a unit. In short, we were able to overcome these challenges by aligning to a common goal of delivering a high quality product for our client. Each team member felt the desire to deliver for other members of the team, and that drove each of us to do our very best to succeed. Client Dynamics: Cradles to Crayons’ staff were all friendly, open, excited about the GOMC, and eager to learn how to use AdWords to create a more proactive and targeted strategy moving forward. Early on, C2C established a high level of trust and willingness to assist the team. They were supportive of our strategy, and they have trusted the team explicitly since day one. C2C and the team met every other week to share information and resources needed to succeed. Throughout the project, C2C staff maintained a high level of responsiveness, normally responding within a day of the team making contact. They were also open and willing to connect on weekends and made efforts to set up video to meet “faceto-face.” Challenges were met head-on and in partnership with Cradles to Crayons. While struggling to identify metrics by which to measure AdWords’ success, C2C staff and team members met to brainstorm internal metrics to use to evaluate AdWords’ effects over our three-week campaign window. Additional challenges included connecting AdWords to C2C’s Google My Business (GMB) account. After the team researched the process, C2C successfully navigated GMB so the team could create location extensions for ads. Future Recommendations: After successfully pushing through the steep GOMC learning curve, the team realized that allowing more time ahead of the campaign to learn AdWords, other Google tools, and the associated best practices would have been enormously helpful in developing optimization strategies and responding to the fast-paced and ever-changing nature of search advertising. Additionally, while the team remained in close contact for the duration of the GOMC, we also determined that scheduling perhaps a twice-weekly meeting for status checks and optimization brainstorming could have proven beneficial to our success. Page | 8



Impact Statement for Cradles to Crayons Non-profit Information: Cradles to Crayons runs a WordPress-powered website (cradlestocrayons.org) and is headquartered at 155 North Beacon Street, Boston, MA 02135. As Associate Director of Marketing and Communications, Ms. Kirsten Sims serves as key online marketing personnel for C2C and can be contacted at (617) 779-4751. How the Non-profit is Making a Social Impact: We all remember that kid. Some of us used to be that kid. He goes by different names to each of us, but the image our minds paint of distant childhood memories is the same. He holds his book bag by a single strap over one shoulder, as the stitches in the other strap failed him long ago. Covering his socks, if he has any, are a pair of weathered black shoes that his older brother had worn, and he has used a black pen to camouflage the gray duct tape holding them together. Embarrassed, tormented by his classmates, he is left unaided in an endless, crushing battle with poverty. Cradles to Crayons knows the pain this little boy feels, and they make it their mission to provide him and other children in similar situations “with the essential items they need to thrive – at home, at school, and at play.” For the past 15 years, Cradles to Crayons has worked



C2C distributes backpacks to children in need.



tirelessly to ease this suffering for more than one million children living in poverty or homelessness in Boston, Philadelphia, and Chicago. For their efforts to combat child poverty in a financially, socially, and environmentally responsible way, C2C has been ranked a Four-Star Charity by Charity Navigator for eight years and has inspired communities to give back in a big way. Three years ago, Boston-area 10-year-old Kailey Moras began celebrating her birthdays, not by opening gifts of toys and clothes for herself, but by collecting a donation of 450 pairs of shoes for children whose families could not afford them. Through other similar impassioned grassroots community drives, through corporate and private donations, and with the support of countless volunteers and other caring people like you, C2C continues to collect, process, and package new and like-new goods to be given away freely to those children who so desperately need them, and they are committed to pursuing their mission indefinitely. How the AdWords Campaign was Designed to Meet the Non-Profit’s Goals: Ms. Sims expressed the hope that AdWords would drive two core areas of concern for Cradles to Crayons: increasing donated goods received and creating more awareness of the organization in the communities that they serve. In an effort to help C2C, four Google Search Network
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(GSN) campaigns were created. The Donation campaign was designed to direct searchers to explore the available opportunities to assist in C2C’s mission through charitable giving of goods. The Events campaign focused on increasing community participation in unique seasonal events. The Awareness campaign aimed to disseminate and cultivate knowledge of C2C’s mission among members of the communities of Boston, Philadelphia, and Chicago. Finally, the goal of the Volunteer campaign was to increase the volunteer involvement and general interest in volunteering with C2C. Campaign Summary: Given a $250 budget and three weeks, the four GSN campaigns achieved a click-through rate (CTR) of 4.37% from 6,067 impressions and 265 clicks with an average cost-per-click (Avg. CPC) of $0.47. Initial data trended favorably for the campaigns but the team, prescribing to a mantra of “onward and upward,” decided to launch Google Display Network (GDN) campaigns to enhance the Donation, Event, and Volunteer GSN campaigns in all three of the client’s locations. This investment led to a remarkable CTR of 46.90% from 9,432 impressions and 4,424 clicks with an Avg. CPC of $0.03. AdWords’ Impact on the Non-Profit’s Mission: One click, like a single seed, can seem so small and insignificant, but it represents hope for the future. By increasing exposure to communities that can help Cradles to Crayons on its mission, AdWords is bringing hope to the millions of children living in poverty every day. Each click delivers a new hope that a pair of shoes, a backpack, or a warm coat for winter will make its way to a deserving child. A perfect marriage, AdWords and C2C can continue to supply hope to those children so desperately in need “by engaging and connecting communities that have with communities that need.”



Julian says thank you!



Future AdWords Recommendations: There are myriad opportunities for success by continuing the use of AdWords. Due to the competitive nature of donations collection in the nonprofit sector, GSN campaigns appear to be an effective way to spread awareness of Cradles to Crayons as a responsible alternative to other organizations that accept similar donations. However, having experienced early and fast success in relaunching campaigns in the GDN, the team would recommend that C2C invest more effort and resources into display ad campaigns. Advertising on the GDN will allow C2C to more effectively reach the people they seek to engage due to its ability to target demographics and interest groups with more specificity. Further, because the Avg. CPC in a GDN campaign is significantly lower than that of a GSN campaign, C2C will be able to reach many more people within budget restrictions in highly competitive markets. Page | 10
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