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LINDA A. HILL

EMILY TEDARDS

Innovation at Google Ads: The Sales Acceleration
and Innovation Labs (SAIL) (A)

Google is a values-driven company. Experimentation, innovation, failure, and learning are in our
DNA. Google prides itself on staying ahead of the curve, and supporting customers in new and
different ways, but the practice of innovation looks very different across the company.

—Ana Owczarzak

It was March 2020 and Ana Owczarzak, the Head of Google Ads’ Sales Acceleration and
Innovation Labs (SAIL), was preparing to leave the SAIL team for a six-month rotation into a new role:
Global Director of Inbound Sales (Exhibit 1). While she was excited by the opportunity, the timing
was not ideal. In January, SAIL had received a $1 million budget from its Marketing partners and a
“long leash” to design their investment, as Ana described. SAIL was expected to initiate two new
programs by Q3 2020, so the team had been engaging in a series of thoughtful discussions about
how to “define SAIL’s destiny” going forward.
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The
Innovation

Scorecard ™

Acomprehensive framework designed to help identify
innovation opportunities within organizations.

©The Innovation Alliance LLC, 2023



The Innovation Scorecard™

#

Culture

Vision, Mission, Values
Psychological Safety
Customer Centricity
Capability Building
Cognitive Diversity

Courage & Calculated Risk
dcentives
Hiring
Rapid Experimentation

Time & Space

/

Organization

Org Structure
Paths to Yes
X-Functional Collaboration
Funding
Innovation Lab
Front Lines
Commitment & Urgency
Portfolio Management
Innovation Strategy
Tools

$

Ext. Dimensions

Customer Interviews
Customer feedback
Customer Co -creation
Customer Segments
Emergent Trends
Competition
Partners
Suppliers
Events & Tradeshows
Network

Yo

Effectiveness

Awards
USPs & Patents
Overall Profitability
Market Share
Velocity
Employee Feedback
Revenue Composition
R&D-to-sales conversion
Customers
Competitors
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Innovation

Disruptive innovation
Incremental innovation
Radical innovation

Open innovation
Product innovation
Process innovation
Service innovation
Business model innovation
Technological innovation
Innovation strategy
Innovation management
Entrepreneurship
Intrapreneurship
Intellectual property (IP)
R&D (research and development)
Design thinking

Agile development

Lean start-up

Minimum viable product (MVP)
Prototyping

Proof of concept (POC)
Business model canvas
SWOT analysis

Digital transformation
Avrtificial intelligence (Al)
Internet of Things (loT)
Blockchain

Sustaining innovation
Collaborative innovation
Innovation ecosystem
Innovation culture
Innovation pipeline
Innovation lifecycle

Idea management

Patent

Trademark

Copyright

Technology transfer
Technology adoption
Diffusion of innovations
Early adopters

Innovation adoption curve
Knowledge management
Organizational learning
Change management
Organizational agility
Corporate entrepreneurship
Corporate venturing
Start-up

Incubator

Accelerator

Crowdfunding
Crowdsourcing
Co-creation

Pivot

User experience (UX)
User interface (Ul)
Human-centered design (HCD)
Six Sigma

Lean manufacturing
Scrum

Stage-gate process

Value proposition

Value proposition canvas
PEST analysis

Innovation metrics

Key performance indicators (KPIs)
Balanced scorecard
Return on innovation (ROI)

Risk management
Ambidexterity
Cross-functional teams
Blue Ocean Strategy
First-mover advantage
Fast-follower strategy
Innovation portfolio
Core competencies
Competitive advantage
Disruptive technologies
Industry 4.0

Big data

Patent

Trademark

Copyright

Technology transfer
Technology adoption
Diffusion of innovations
Early adopters
Innovation adoption curve
Knowledge management
Organizational learning
Change management
Organizational agility
Corporate entrepreneurship
Corporate venturing
Start-up

Incubator

Accelerator
Crowdfunding
Crowdsourcing
Co-creation

Pivot

User experience (UX)
User interface (Ul)

Human-centered design (HCD)
System thinking

TRIZ

Six Sigma

Lean manufacturing
Scrum

Stage-gate process

Value proposition

Value proposition canvas
PEST analysis

Innovation metrics

Key performance indicators (KPIs)
Balanced scorecard
Return on innovation (ROI)
Risk management
Ambidexterity
Cross-functional teams
Blue Ocean Strategy
First-mover advantage
Fast-follower strategy
Innovation portfolio

Core competencies
Competitive advantage
Disruptive technologies
Industry 4.0

Big data

The list
goes on......
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Culture: Incentives / Comp model

“Please innovate
this year!”

Oh, btw - 100%

of your Comp is
tied to core
products...
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Performance

Games?

Original
Content

Streaming

DVDs in
the mail

NETFLIX

Innovation S-Curve

>
1990s 2000s 2010s 2020s

*Source: Saljoughian



Business
Performance
Second industry-leading business

First industry-leading business

Time
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The
Innovation
Engine™

Making innovation a scalable, repeatable process in the
organization.

4 The @novation Alliance LLC, 2023 *Source: Chris Heemskerk (ChrisHeemskerk.com) & The Innovation Alliance (InnovationAlliance.ai)
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ne Innovation Engine

Secure leadership buy-in

Introduce Tools & Systems Assessment of Status Quo
Enablement of Teams Craft Innovation Perspective
Establish Innovation KPIs Develop Innovation Portfolio

olders Choose Innovation Model

6

Establish Innovation Framework

/_J
ramework ” @

The Innovation Engine™

10-Step Innovation Strategy Frameworks

1. Secure leadership buy-in
Are all leaders aligned on priorities?

2. Assessment of Status Quo
What is the current situation?

3. Craft Innovation Perspectives
Where can we win, and where will we
place our bets?

4. Develop Innovation Portfolio
Are our bets well diversified?

5. Choose Innovation Model
Are all leaders aligned on priorities?

6. Establish Innovation Framework
What should the Build-Measure-Learn-Loop look like?

7. Map & Involve Key Stakeholders
Which functions and people need to be engaged?

8. Establish Innovation KPls
How will we measure our innovation efforts?

9. Enablement of Team
How will we train our people?

10. Introduce Tools & Systems
What supporting tools can we leverage?

*Source: Chris Heemskerk (ChrisHeemskerk.com) & The Innovation Alliance (InnovationAlliance.ai)
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Innovation Perspective (example)

n The Innovation Alliance

Current Performance

Innovation Perspective 1/2

The Innovation Engine™

Successful & growing products, services and business models

Struggling & declining products, services and business models

What are our strengths, capabilities and unique resources*?

Assets & Infrastructure

Financial Health

People & Talent

Brand & Intellectual Property

Operational Excellence

Market Presence & Partnerships

A
. The Innovation Alliance

Innovation Perspective 2/2

What opportunities and options lie ahead?

Innovation Bets:

The Innovation Engine™

Where can we win, and should we invest accordingly?

*Resources must be VRIO: Valuable, Rare, Inimitable, Organizable

Emerging Markets Emerging Technologies Emerging Trends
1Year
—
3 Years
Business Models Customer Insights Ideas -
5 Years+
N
What other external forces are at play? Exclusion Criteria (where we will not invest)
Political Economical Legal
Demographic Social Environmental

*Source: Chris Heemskerk (ChrisHeemskerk.com) & The danovation Alliance (‘anovationAlliance.ai)
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Innovation Portfolio exampie)

w
[+]
2 >
-]
2 5 Z < z
Project © £ 5 ¢ &8 3 ¢
rojec ) . © @ o
Theme Name Project Summary Owner 8 2 % g & E § @
£ 4 S ¢ s 8 o = @
d i E 3 © 5 5 & 2 =
5 2 Next Launch g = g 2 g g % 5
- & phase Date 2 2 £ & E E & 3 Investment NPV
Theme 1 Project 1 Description Jeanine 1 6/1 1M 3 2 1 2 2 2 3 21 $50,000 $1M
Theme 1 Project 2 Description Jacob 1 6/3 101 d 2 3 1 2 1 il 16 $50,000 $1M
Theme 1 Project 3 Description Jordan 2 8/4 121 3 2 3 1 1 2 3 21 $100,000 $2Mm
Theme 2 Project 4 Description Jess 4 8/4 10/1 2 2 3 3 1 2 1 20 $200,000 $4M
Theme 2  Project 5 Description Jonathan 5 174 121 2 2 3 3 1 3 2 23 $250,000 $5M
Theme 2 Project 6 Description Joyce 2 3/3 101 1 2 2 2 3 g 2 21 $100,000 $2M
Theme 3  Project 7 Description James 3 4/4 8/1 1 3 1 2 Na 2 3 21 $150,000 $3M
Theme3 Project8  Descripion  Jeanine 6 51 8N 3 3 3 1 3 2 3 26 $300,000  $6M
Theme 3  Project 9 Description Jacob 1 4N 1211 1 3 1 2 3 il 19 n $50,000 $1M

*Source: Chris Heemskerk (ChrisHeemskerk.com) & The Innovation Alliance (InnovationAlliance.ai)



CREATE MEW MARKETS,

SERVE ADJACENT CUSTOMERS TARGET NEW CUSTOMER NEEDS

ENTER ADJACENT MARKETS,

WHERE TO PLAY

SERVE EXISTING MARKETS

AND CUSTOMERS

% [ 1 €SS [|ateq);

TRANSFORMATIONAL
Developing breakthroughs
and inventing things for
markets that don’t yet exist

a L$CS|E-12.B

ADJACENT
Expanding from 00
existing business 7 /0

into “new to the CORE

company” business
20%

CORE ADJACENT
Optimizing existing

products for existing
customers 1 00/0

TRANSFORMATIONAL

USE EXISTING PRODUCTS ADD INCREMENTAL DEVELOP MEW PRODUCTS
AMD ASSETS PRODUCTS AND ASSETS AMD ASSETS

HOW TO WIN *Source: Deloitte & Mckinsey, 2016
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Innovation Model examples)
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Internal Development & Research:

Innovation Labs
Hackathons
Prototyping

R&D Investment

Pilot Programs

Employee Training &Workshops

Collaborative & Open Innovation:

Co-creation
Open Innovation
Joint Ventures
Crowdsourcing
Design Thinking

*Source: Chris Heemskerk (ChrisHeemskerk.com) & The danovation Alliance (‘anovationAlliance.ai)

Feedback & Insights Gathering:

Customer Feedback Loops
Idea Management Systems
Knowledge Sharing Platforms
External Consultancies
Technology Scouting
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IIlIlOVat 1()Il FI‘ame WO I‘k (examples)

Build

Experiments

Hypotheses

"5 MEER

Objective:
Minimize total time
through loop

ILearn Measure

Experiments Metrics

'H; I8ST?

- Integration into
existing business

operations
- Continuous
- Customer Insights training and
- Design thinking - Develop MVP _ education
- Brainstorming - Test in controlled environment - Monitoring and
- Idea prioritization - Gather & analyze continuous
and filtering user feedback improvement
»?, N Validate Experiment Scale YG<?>

- Prototyping
- Mock-ups
- Feasibility studies

- Secure resources
(funding, personnel)
- Expanding distribution

and deployment channels
- Process optimization and

standardization

*Source: Chris Heemskerk (ChrisHeemskerk.com) & The Innovation Alliance (InnovationAlliance.ai)
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Examples

| 7 B; N+0)MQQFQ? OM N

- G?; MOL? TOLEHI P; NTH?" T INW

| 7 B?H; B> BIQ >I Q? G?; MI?

ES t a b liS h Q@B M @+0)MP? IMOMB; [> +0)M

| $1?2M?P?1SI H? OH>?IMN H> NB?
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innovation KPIS | (1Q=;HQ? G; E? MI?

>7] ; ING ?HNV; =11 MMNB?
1IA; HT; NTH; I2 M ?; BGIA NB?
M G? E HAO; A?x
Having clear innovation KPIs and ways of measuring success is critical
because the rovide tangible targets and indicators of progress | $T NB? +0)MMOKI OL
. y brovide tang & . O Progress, 1 1A; HCT; NI H; H> GIHI P; NI H
allowing the organization to track the effectiveness of its innovation 710 =2 MK
efforts, make data-informed decisions, and demonstrate the value of
imnovation to stakeholders.

*Source: Chris Heemskerk (ChrisHeemskerk.com) & e Innovation Alliance (InnovationAlliance.ai)
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Innovation
Culture
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*Source: Schein, Hofstede



Culture: Mission i :

“To accelerate
the advent of
sustamable
energy’




Culture:PsychologicalSafety §

OMS=BI H A&; F3; @NS
Ashared beliefheld by members
ofateam that itRB:

-the
| fearless
- OKto take risks organization

- Express their ideas and concerns

- To speak up with questions

Amy C. Edmondson

WILEY

- And to admit mistakes

All without fear ofnegative Amy Edmondson:

consequences. YtB felt permission for candor.X

©The Innovation Alliance LLC, 2023
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Culture: Types of Failure :

3 Types of Failure THE FORMULA FOR
AN INTELLIGENT FAILURE

Complex IN NEW
laci 1o harmil breakdown TERRITORY
PURSUING g ®
A GOAL
Basic . .. AND AS SMALL

AS POSSIBLE

Mistakes, blips and slips that
are usually preventable

Intelligent ®
% ‘Gooqfailurgs’.thatdelliver DRIVEN BY A
g lossee HYPOTHESIS

Source: Amy Edmondson
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Amazon’s ‘Empty Chair’










Culture: Time &Space - About 20% Time...







Culture: Time &Space - About 20% Time...
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I The Lean

Startup |
4

34% 34%

g

JUICKLY!
[THEN ITERATE

BAY,

14% 14%

95% ]“ :l 3.”1
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The Lean
Startup

So Drew made a video

*Source: Eric Ries, The Lean Startup
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The Lean’

Startup J

r» Welcome to Dropbaox!
>

A Boot Camp for the Next
Tech Billionaires. pd!

A Applications Love Songs jetBiue Online Booking

1-31-07, pat
r—] Documents
ot
- Maves
6 Music

D Pictures
ﬁ Dropbox

a The @novation Alliance LLC, 2023

*Source: Eric Ries, The Lean Startup



Marc Randolph - Following
& % Netflix Co-Founder, Entrepreneur,
% Mentor & Investor

w-®

The main thing I've learned in 40-plus years as an
entrepreneur is that nobody knows anything.

Nobody knows if your idea is good or bad. You don't
know if it's good or bad. You need to test your idea, trial
it, collide it with reality.

That's the only way to learn.

SC 6,493 266 comments -« 328 reposts

e, D ® o x

Like Comment Repost
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http://drive.google.com/file/d/1VSCh0a5ENluf79or9LYblJT-v9agRHFn/view
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Scan QR Code for:
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Thank you & Q&A

Chris Heemskerk
Founder & CEO, The Innovation Alliance
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