FROMCHAOSTO CONTROL

Building Smarter PPC Account Structures in 2025
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SAM TOMLINSON

My career started about as far away from marketing as
one can get: in corporate finamce pf " KXx g" e c
lessons learned (and profit obsession) into the digital

B Ul uvgo. "yjgtg® KXXg = yag

- KXxg"yqgt mgf " hqtt'tapgng froth the g t
- Fortune 500 to pigeed startups on 5 continents, with
udgets ranging from $1,000 to $1M+

fgp Xv" | wuilteach ghers, too. t spegk/ k
B gl ' vig"yqgtnf"cv'"eqgp
ently on the faculty at Johns Hopkins University,

ni University and Georgetown University



01 Introduction
Y " K"Co. "Yjcv"YgXtg"Vecnmkpi " Cdqgqwyv.

02 PPCers Ruin Things

Weird Place To Start? Cool Insight’7 You Decide.
YJCV"™Y o e v
se o Machines
B U T O 4 Smarter Structures

How Machines Work + What We Need To Do About It.
ML-Friendly PPC Structures That Work; Bidding Info; Alignment
O 5 Putting This In Action

A Shiny Case Study About How This Works
O 6 Final Thoughts
And Those Promised Takeaways
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CAMPAIGN STRUCTURE IS A
STATEMENT




IF EVERYTHING IS IMPORTANT,
IS IMPORTANT.




CAMPAIGN STRUCTURE HAS
ALWAYS BEEN ABOUT
CONNECTING TO




MEEIG.W.
FRIEDREICH HEG



ARADICAIDEA

ANTITHESIS Q2 SYNTHESIS (03

A Everything starts with an initial movement, process A Vj g t g X u ‘tevolutoiqf affenthg thesis hits A But, over time, we realize that being wrong in

or procedure sufficient adoption, people start to do the opposite fkhhgtgpv"yc{u"kupXv"dgvvec
L PEE, s v manE] evemilE e of the initial procedure. different.
SKAGsS, etc. A Welcome to automated everything A Yg"eqodkpg"yjcvXu"tkijv"ht

antithesis into something new, a synthesis.




THE HEGELIAN VERSIONDF
PPC




THETHESISSTARTED SIMPLE




ISH.

STUFF +
BRAND
(read: people that actually like you) Q U E ST I O N S

(read: people that have a problem you might solve)

BRAND RESEARCE THE REST OF IT

(read: people that might want to get to know you) (read: people interneting)
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BUT THEN WEARNED THIN.G:

BRAND NAV BRAND w/ PRODUCT w/ PRODUCT +

INTENT INTENT RESEARCH
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SO WE MADEVIORE COMPLE

E| E| E |
PROSPEC
E|CUST T SHOPPER CURIOUS

E | WANT
TO BUY
FROM
YOU

E|
E|CUST PROSPEC
T

E | E |
SHOPPER CURIOUS

E | LIKES

E | WANT
TO BUY
FROM
YOU

E | WANT
TO BUY
THINGS

E | WANT
TO BUY
THINGS

E | LIKES
THINGS

THINGS

15t TIME VISITOR REPEAT VISITOR
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AND DOUBLED DOWARD




THAT LED TO THISSANITY

1P 1t  EN BO

MOBILE

TABLETS

DESKTOPS

1P 1t EN BO

MOBILE

TABLETS

DESKTOPS
SEEGESEEE EEEE 08ES
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THEN UTTERADNESS




THEN UTTERADNESS
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SOGOOGLESWUNG THE PENDULUNM




Ngv XutygXtgtetmgv"vt{kpi"vg"qgwvuoctv" XKM|

cwvqocvkgp"vge] "kupXv"gxgp"enqug"vq
structures will be the least of your problems so ::shr&@M automation today is a

vV

glorified Roomba that hoovers up money left, right and center; not skmosvad Al.
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SEARCH ENGINE ROUNDTABLE -+ Menu

Google Ads Saying Goodbye To Enhanced CPC In March
2025
Sep 9,2024-7:51 am [J0 — byBarry Schwartz

Filed Under Google Ads

Google Ads Recommendations: What
You Need to Know

Google's new recommendations may make life easier for advertisers,
but it's best to check them out and see their impact before
implementing them.

Google Introduces New Al Tools
For Performance Max Campaigns

Google introduces Al tools for Performance Max, enhancing reporting, creative
capabilities, and brand safety measures for advertisers across multiple campaign types.

Highlights
= Google adds Al-powered tools to Performance Max campaigns.

= New features include asset-level conversion reporting and image editing.

= Asset generation expands to App and Display campaigns.

Performance Max
campaigns launch to all
advertisers

Nov 02,2021 - 7 min read < Share

Learn how Performance Max campaigns can help you drive

better results across all Google Ads channels and inventory. See

Are you being manipulated
by Google Ads?

Dive into the covert persuasion tactics Google
Ads uses to ensure the house always wins and
discover strategies to outsmart the house.

PPC trends: ‘keywordless’
paid search and the move to
automation

new case studies, best practices, and more.

About changes to phrase match and broad
match modifier

< Return fo blog

Google Ads Makes
Broad Match Default for
Search Campaigns

September 11, 2024 meaning of your keyword.

Google Rolls Out Al-Powered Updates
To Performance Max Campaigns

The new phrase match behaviour is now rolled out to all languages. Phrase
and broad match modifier keywords have the same updated phrase
matching behaviour for all languages.

Smart Shopping and Local
campaigns to be
transitioned to
Performance Max by end of

Google Discontinuing Expanded Text
Ads (ETAs)

Erin Taylor PPC

Google enhances Performance Max campaigns with Al-powered
asset testing, video optimization, and improved campaign
management tools for advertisers.

In February 2021, Google Ads began to incorporate behaviours of broad
match modifier (BMM) into phrase match. As of July 2021, both phrase and

broad match modifier keywords have the same updated phrase matching
behaviour for all languages and show ads on searches that include the

Highlights March 8, 2022
= Google adds Al testing tools to Performance Max campaigns.
Morgan Livingston EEie:

. . = |magen 3 Al model integration enables automated creation of ad
You don’t need to take any specific action for your phrase match or BMM visuals.

keywords in order to see these changes.

September

Google will also launch a “one-click” self-
service tool for advertisers that would like to
transition their campaigns ahead of the
deadline.

George Nguyen on January 27, 2022 at 9:00 am | Reading time: 3 minutes

Google To Curb Microtargeting In
Consumer Finance Ads

Google tightens personalized ad policy, banning microtargeting for
financial services ads to protect user privacy.

LE ADS INTRODUCES EVEN
MATION AND Al - WHETHE
LIKE IT OR NOT

as started introducing ‘Automatically Creat
2ature literally nobody asked for. Opt in at

SAY
TO CONTRO
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GOOGLE
KUPXV" J
THEIR PLAN

| ggi ng Xu" Yl gpudhed pdt &5 thk solptiomtq Sdeddated challenges has
uggp"uqog"cfqgrvkgpecpf " uq o g-Sizegjacdownts. Bt it r
rgt hgevn{"gpecruwncvgu"yjcv"lqgqging"*cp
future of advertising: an endless budget with no restrictions and no accountability.

Keyword Type:
Broad Match

Bid Strategy:
Maximize for ﬁ Ad Type
Conversion value RSA

(tROAS
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CPC GROWTN CORE
MARKETS INCREASEOMPETITION

Google needs to grow CPCs, but search query growth  The solution to the CPC problem is to force more

IS being constrained by both Al Overviews (providing advertisers into more auctionsvhether they want to
far more information than previously available) +user dg" vj gt g" qt " pgv 0" Vjcv Xu
ecrul0"YgXxg"cntgcf {" eqpp ghewiagd hgeagverfisgreigtd nkope 'auctjorss,"

Western World. Google is the default. whether or not those auctions are relevant.

KV X UECON@IY -

DEGRADEHE EXPERIENCE

The final lever for CPC growth (and more budgets for
G) is to homogenize the experience, so fewer
" g adeedisers haveyhjgle (v+) qraitg scarediicD O f g <
serves to level the playing field + force more
advertisers into paying higher CPCs
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JUDGE JURYATEKEEPE==

GOOGLEONTROLS SELFPREFERENCING LEGAIPRESSURE

Google operates both the Imige and selide, Google allegedly prioritized its own ads and services The DOJ and global regulators are investigating
creating a conflict of interest. By controlling the over competitors in its Ad Exchange. Thecompany Yy ] gvj gt "1 qqi ngXu"fqokpcpegd
auction process, google can influence who wins and has been accused of manipulating ad auctions to If found guilty, Google could face fines, stricter
at what price. maximize its profits while limiting competition. regulations, or even be forces to divest parts of the ad

business.
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THE SYNTHESIS:
SMART PEOPLE + USEFUL
MACHINES =RESULTS




ADAPT OR DIERIANGULATION
O —)

Acceptable

Topically-Related KWs
+

Audiences (G + Yours)
+

EM/PM
+

Negative Lists

Smart Biz Data

Variance

@DigitalSamIAm .



THE LAW OF ADVERTISING:
THE VALUE OF AN AD IS
DIRECTLY PROPORTIONALO ITS
UTILITY




EAT MARKETEF
LEVERAGE

ACHINES

PREPAREHE MACHINE UP FRMRCCESS

A big part of our job these days is ensuring an appropriate balance between allowing
search engines to find the right searches at the right time AND limiting the amount of
craziness Google is permitted to do within the account.

DEFENOI CKPUV"™ OCEJKPGUX" |

We know the limitations of Google (and Bing, and Basduye need to ensure a solid

structuret this includes account structure AND data structure, plus a structured
approach to negative keywords.

@DigitalSamIAm




THEGOLDEN
RULE®F
STRUCTURE

A Campaign structure is the primary way in which clients

(businesses/PPCers) express their priorities to advertising platf@nus
ukpeg"ygXtg"cnn"fkhhgtgpv. "ug"vgqg"ctag"v]

A That being said, there are some fundamental principles that guide how we

vy kpm"cdgwv"uvtwevwtg"*v]g"Tnguekgpeg4+. " y]j

rctvkewnct kvkgu" -"geegpvtkekvkgu"qgh"gcej
highperforming account.

@DigitalSamIAm .



DATAITS YOUR
OPTIMIZATION LEVER.




DATA PASSBAJSE CRITICAL

CONVERSION ACTION SETS

Focus on the conversions that matter most with conversion action sets

CREATE CONVERSION ACTION SET

SETS OFFLINE CONVERSION SMART BlZ DATA

Conversion Action Sets are one of my FAVORITE features Use offline/enhanced conversionsand CRMdata Hkpcnn{ . "vjgtgXuy vkea""t KKgXxnd "d

v q qxgt"vjg
woefully undeutilized by most marketers. Use them to  quality (vs. quantity) way too often, we think cheaper kv Xu" { gwt " equvVv
gpuwt g" { qwhlMdIMganpaigncorieqly, " ERCu" ct g"dgvvgt. "yjgp" kv"t da@m.rMachifies assumegyouhave $0ocosts gntd §0z r ¢

cu"ygnn"cu"gpuwt g" {qwt " DqEnhanwdConversigonzialse helg witk mcrechentalityk pgix"'gt j gcf " cpf "t gr n{ kpi

money on lowantent milestones. them differently.

tgnn" gwyv r ¢ u vifitegmtions to grprove gourwisibiliy inte Convergioh Xabaut' extengivielyn This is more than your customer data,;

fcvc"cp"f"q

vg"n
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MAKE YOUR DATAORK

USEYOUR DATRO INFORENGINE BIDDING

Customer Data .
........................................................... b B| ng

facebook

Conversion Data + GCLID

@DigitalSamIAm .



WHAT DOES THADOK LIKE

TTTTTTTTTT




" BE CAREFUL WHAT YGK FOI2 -

Bidding algorithms (particularly G & Meta) are exceptional at maximizing *exactly* what
you ask for as efficiently as possible, with no regard for anything not in the view.

That means the days of optimizing for some hifgimerel event (like a newsletter sign up or a call or a landing page vievihemggse that doing so will
gpcdng" {gw"vg" negpxgtukgp"ctdkvtcig4d"{gwt"yc{" k p{vigbdbly bedigptopoHithately'tret g" qx gt O
mkpf"vjcv"fgpXv"vwtp"kpvg"owej "qvjgt"vjcp"ycuvgf"oq|]




LURKERS, BOTS + NON
BUYERS

PEOPLE WHO VISIT PDP TH EOR DER O
FILLPROBLEM




YOUR STRUCTURE NEEDS TO BE
INFORMED BYWHAT MATTERS




ROAS IS DELUSION
MASQUERADING AS VALUE




PRIORITIZPROPERL

Contribution Margin (Absolute & Percentage)

A Quick Ratio
A Marketing Return Rate (MRR)
A Marketing Efficiency Ratio (MER)

A CAC (new vs. returning)

CUSfam A Net Present LTV
a M@lf A Return Rate
Cg ‘@ | A CPM A Revenue
g 03 A CPC A Share of
Py A CTR Shelf
é’l‘fome A ROAS
@l‘f/b
@ o

@DigitalSamIAm .



SKU COUNT

THECM+STRUCTURE
¢

UNDER
SPEND

OVERSPEND

oo’ .0 ® ®
) 1 1 2 2

0 5 0 5
1/[CONTRIBUTION MARGIN / REVENUE]

3




CONTRIBUTION MARGINALONE
IS NOT A VIABLE ACOUNT
STRUCTURE




TRANSLATION
RGQRNG" FQPXV" DW[ "
ON HOW MUCH MONEY YOU
MAKE ON IT.




LAYERINIS ESSENTIAL

Top Sellers

Your top-selling SKUs. This can also
be modified to your top -basket SKUs
(i.e. SKUs that sell other stuff)

40gj 4" 1" Ug
| LOVE SeasonalSegementation T it

allows you be relevant at the right
time, w/o wasting money.

Low-Volume Products

Gxgt{"uvgtg"jcu"tv]j
products that sell rarely, but are $$3.
Grouping them together can be
magic.

@DigitalSamIAm .



THIS STRUCTURE
WORKS WITH°MAX, TOO.




SEE'SAME IDEA.

Category #1

Your top-selling SKUs. This can also
be modified to your top -basket SKUs
(i.e. SKUs that sell other stuff)

Category #2

| LOVE Seasonal Segmentationt it
allows you be relevant at the right
time, w/o wasting money.

Category #3

Gxgt{"uvgtg"jcu"tvj
products that sell rarely, but are $$3.
Grouping them together can be
magic.

@DigitalSamIAm




0 PRODUCT TYPE

Tends to follow your site organization (i.e. categorization),
which also has the benefit of aligning with how people
search

O I I I E R O 2 In general, buyers tend to shop for items around a particular
pricepoinfc " EKkvk| gpu"dw{gt" kupXv"nkmgn {"
Ll \Y E I t I N G 03 This works well in fashion + begugyrouping by collection tends

to result in significant crossells, as people want to get the look.

OPTIONS ) weene

Connecting products that people are likely to buy together
based on the use cagd.e. travel accessories with

luggage.

05 BUYER TYPE

In some cases, there are products that tend to skew a buyer
typeT a great example is camo gear tends to attract a
hunter/exmilitary crowd, where white/grey a more urban

one
@DigitalSamIAm .



IT WORKS WIHiEARCHTOO

TOP PERFORMERS (TP)

POTENTIAL (POT)

GUESSES + DSAs

THEME #1 STAG THEME #1 STAG
THEME #2 STAG THEME #2 STAG
EXCLUDE MOM + BOM EXCLUDE BOM

THEME #1 STAG
THEME #2 STAG
EXCLUDE TP, MOM +
BOM

LP OR THEME #1 LP OR THEME #1
LP OR THEME #2 LP OR THEME #2 (AVOID, GENERALLY)
EXCLUDE EVERYTHING EXCLUDE EVERYTHING

THEME #1 STAG
THEME #2 STAG

THEME #1 STAG THEME #1 STAG
THEME #2 STAG THEME #2 STAG
EXCLUDE TP + BOM EXCLUDE TP

Buisealdaq/VdD1 buisealou

@DigitalSamIAm



MAKE CAMPAIGN STRUCTURES
MACHINE-LEARNING FRIENDLY




IBALANCERANULARITY

. T I
‘ 1 | . Typical PPC accounts have hundreds of ad gromasy of which have lower
— ’ | an : anwogu"_"fqvalltgcnn{"{kgnfIAmaNleEvamﬁh"Cp
lllustrates (red = bad; blue = good). All those little campaigns are just wasted.
- "._!« 3 33 ‘A

By consolidating many of those SKAGs wdbwme, hypegranular ad groups int
STAGs (thus increasing volume), you end up with significantly fewer ad gro
also materially improved performanc

W/ ML:FRIENDL¥CAL

@DigitalSamIAm .


https://cxl.com/blog/author/amandaevans/

MAXIMIUM SUSTAINABLE
NOT MINIMUM VIABLE




USE tCPA ortROASAS YOUR
PRIMARY BUDGET CONTROL
LEVER




VOLUME // IMPRESSIONS SHARE

THE DIGITARLEMAND CURVE

HIGH VOLUME

INFLECTION POINT #2

OPTIMAL SPEND

INFLECTION POINT #1

LESS EFFICIENT

EFFICIENCY (tCPA Increase tIROASDecrease) Gl



A QUICKRANSFORM

INFLECTION POINT #2

OPTIMAL SPEND

FORECAST CONFIDENCE INTERVAL

MISSED

OPPORTUNITY INEFFICIENCY

|
|
EXPECTED VALUE |

LOSS
LOS

INFLECTION POINT #1

tROAS @DigitalSamlAm .



FIND THENFLECTION POINTS

Custom B U DG ET
Simulation period: @ Mar 14 - May 9, 2023  + SI M U LATO R
Target CPA Clicks Cost Conv. value I q q | n g X u ! D W f | g \Y !
Set an ad group-wide target CPA of $250.00 e _
999094 080 91678690 | 4428 works brilliantly well to give you

$20,000.00

$426.36 1,663 $§7,794.16 , 29.10

0000 baseline data (along with
$15,000.00
g iImplied underlying metrics) for

$140.00 $1,054.33 10.41 G $10,000.00

$250.00 (current) 83,643.31 17.59

your forecast. Just remember to

$5,000.00

so00— build out ranges for each (you

$ Set a different target

can use Keyword Planner or a

guesstimate)

Cost Impressions Top Imps. Top Rate Inc. Cost/Conversion

$ 140.00 $ 1,054.33 72.85% 7.319% . , 105.43
§ 250.00 $ 3,643.31 77.18% 6.898% . S 20241 323.62

S 42636 S 7,794.16 78.68% 6.755% 29 1.74%| S 268.76 377.35
$ 59094 $16,786.90 80.48% 11.064% 44 1.43% S 381.52 599.52

Budget planner works at a KW + Ad Group level (I use ad group)t and provides (surprisingly decent)

volume + cost estimates (though you need to check the implied CTR + CVRsT which can be *wildly* off.

In general, you should expect that CVRs will dip as volume increases, while CTR tends to stay flato- __ .
_ @DigitalSamIAm
increase.



t{CPA ftROAS-
STEERING WHEEL

HIGH CPA | LOW R

Highest Priority threshold for the ad to serve is
lowest among campaigns/ad groups in the account.
All things being equal, this campaign should have the
highest Ad Rank.

Medium Priority threshold for an ad to serve is

MID CPA | MID RO

lower than for the below, but still restricted.

LOW CPA ‘ H | G H RO S Lower Priority threshold for an ad to serve is higher,

which results in throttled distribution.

@DigitalSamIAm .



Target CPA

— Name*

tCPA - Bathroom Remodel

Include campaigns (optional)

Select campaigns /
Target CPA

$140.00

Your recommended target CPA is $190.00. This value is based
on your past average CPA.

|:| Create a shared budget to use with this portfolio bid strategy @)

Minimum bid limit @ Maximum bid limit @

S ‘ $28.00

Bid limits will not be used Bid limits will not be used
in Display-only in Display-only
campaigns. To clear campaigns. To clear
minimum bid, leave this maximum bid, leave this
field blank. field blank.

TAKE YOURREE
NSURANCEROM
GOOGLE.

When every bid is a bet, you have to think about your upside AND your downside.
|l ggi ng" fggupXv"ectg"cdgwv"{ qwdndsmgrty p ul
dkffkpi "yknn"egpvkpwecnn{"cvvgorv"vag"r
ceegrvcdng4d40" Ocz" Dkf " Nkokvu"ctg" HTGG"

Maximum Bids = free insurance / downside protection.

Set them at;

Upper Bound tCPA * Upper Bound CVVRPE&08entile) = Max Bid

@DigitalSamIAm .



DAILY BUDGETS ARE
ACCOUNT KILLERS




SEARCBHEMANIGRAPH

4000 $2,000.00
$1,800.00

3500
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1000
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