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Introduction

Marketing leaders today are under pressure to harness the power of Al and data - and to do it fast.
New research shows marketers are prioritizing Al implementation above all else this year, yet
getting it right remains their biggest challenge. At the same time, the explosion of tools (from
Salesforce Data Cloud to generative Al content engines) has created a complex landscape that can
overwhelm even tech-savvy teams. Middle managers find themselves in the middle literally -
translating marketing goals to IT requirements and vice versa - and often grappling with questions
like: Where do we start with Al? How do we break data silos? Which new platforms are actually
worth it?

This playbook is a guide to cutting through that noise. It integrates my personal insights, along with
industry reports and real-world Marketing Cloud experts, in a way so it resonates with both
marketing and IT stakeholders. I'll be addressing common pain points and opportunities in
building an Al and data-driven marketing strategy - all in line with CloudWise's boutique
philosophy of rapid, practical execution over bureaucracy and empowering your organization
rather than creating dependency. Consider this your roadmap to leveraging Al and unified data

efficiently (the Nordic way!) to drive real business impact.
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Demystifying Al & Data Complexity

Al has moved beyond buzzword territory and into boardrooms worldwide, sparking both
excitement and anxiety among marketing leaders. For many, diving into Al feels a bit like exploring
an intriguing but mysterious new city: filled with promise yet difficult to navigate without the right
map. But here's the good news: transforming this complexity into clarity is entirely achievable. By
cutting through the jargon, emphasizing transparency, and nurturing trust step-by-step, Al can shift
from being perceived as a risky "black box" to becoming a reliable partner in driving your

marketing success. Let's demystify Al together, and unlock its potential with confidence and clarity.

For many marketing leaders, Al can feel like a mystery - a powerful engine humming under the
hood, but one that's hard to peek into. It doesn't help that some Al solutions come with hefty price
tags and jargon-heavy pitches. In fact, 95% of senior marketing decision-makers admit they do not
fully understand GenAl's business impact (SAS Institute 2025).

This knowledge gap breeds hesitation: if you don't quite grasp how an algorithm works or how it
drives RO, it's natural to be skeptical about handing over budget or decision-making power to it.
Research confirms that proving ROl is a top concern - nearly half (46%) of marketers say the
biggest obstacle to implementing generative Al is “difficulty proving ROI” (SAS Institute 2025),
Moreover, over half (54%) cite privacy and trust concerns as major challenges in adopting Al
technologies(SAS Institute 2025). In other words, the marketing community knows Al is potent, but

they worry: Will it actually pay off? Will it operate securely and ethically?

When leaders call Al a “black box,” they're pointing to the lack of transparency in how Al arrives at
its recommendations. Machine learning models, especially complex ones, often work in ways that
are not immediately intuitive. This opacity can be scary - nobody wants to base marketing strategy
on a system they can’t explain to their board or their customers. To overcome this, build
transparency into your Al initiatives from day one. Insist that vendors and data teams explain Al
outcomes in plain language. For example, if an Al tool segments your audience or adjusts bids,
have it show the key factors driving those suggestions. Many modern Al platforms offer
explainability features or at least dashboards that highlight which data signals correlate with which
outcome. Use these to peel back the curtain. The goal is to turn the black box into a glass box -
even if you can't see every line of code, you and your team should understand the logic and data

behind Al-driven decisions.
Trust in Al doesn't happen overnight; it must be earned. A wise approach is to start with Al in an

assistive role, not a controlling one. Use Al to augment your team’s work, rather than replace

human judgment outright (Lamot, Anothony 2025).
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For instance, let Al analyze campaign data and surface trends, but have your analysts review those
insights and make the final call on strategy. This way, your team learns to rely on Al gradually,
validating its outputs as they gain confidence. Build trust through small wins: perhaps an Al-driven
email send-time optimization yields a lift in open rates - celebrate and communicate that. Over

time these victories reassure the organization that Al can deliver real value.

Another trust-builder is education and transparency. Demystify Al by educating your marketers on
how it works in practice (Lamot, Anothony 2025). You don't need every team member to be a data
scientist, but basic fluency helps. Run workshops on key Al concepts, or have your data analysts
share how a predictive model was trained using your customer data. When people understand
what's under the hood, the technology feels less magical and more logical. According to one
marketing ops leader, boosting trust might require “more transparency in how decisions are made”
by Al (Lamot, Anothony 2025) - so encourage a culture of asking questions about the algorithms.
Make it standard to review Al-driven recommendations in team meetings, discussing why the Al
might be suggesting a certain strategy. This openness turns Al from a mysterious outsider into a

familiar part of the team.

Importantly, ensure governance and ethics are in place - this tackles the “overpriced” and “risky”
perceptions head on. If leaders worry Al is a costly science experiment, establish clear metrics and
governance: e.g., pilot an Al tool for one quarter with a modest budget cap and specific success
criteria. Monitor results and spend carefully. Many organizations lack governance around Al, which
itself causes mistrust (SAS Institute 2025). By setting up an Al governance committee or at least
guidelines (covering data privacy, model compliance, etc.), you demonstrate control over the Al
initiative, reassuring executives that it's not a runaway black box. In a recent global survey, 54% of
respondents named data privacy and trust as their primary concern with GenAl, yet far fewer were
worried about consumers’ reaction (SAS Institute 2025) - meaning the internal trust and
compliance piece is the real blocker. Address this by involving your IT and legal teams early to vet
Al tools for security, privacy, and bias issues. When Marketing, IT, and Compliance jointly green-
light an Al use case, it signals that the solution isn’t a rogue agent but a well-vetted part of the

business.

Finally, consider seeking independent, expert guidance when charting your Al roadmap. Often,
hesitation comes from not knowing which Al applications will truly move the needle versus which
are just hype. Here a neutral perspective can save you from both costly mistakes and missed
opportunities. An independent advisor’s goal should be alignment, not upselling - someone who
helps you cut through the noise to identify what's actually worth implementing for your business.
As CloudWise's own philosophy emphasizes, not every shiny new tool is worth the effort;

sometimes the best approach is optimizing what you already have. By focusing on practicality over
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novelty, you can avoid the trap of buying an expensive Al solution that your team isn't ready to use
or that doesn't fit your strategy. In short, demystifying Al means translating its potential into your
context - through transparency, education, staged adoption, strong governance, and advice
grounded in your specific business needs. With these steps, Al and data become less of a black

box and more of a competitive ally you can trust.
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The New Marketing Landscape: Al Hype
Meets Data Reality

Al has well and truly arrived in marketing. About 75% of marketers worldwide are already
experimenting with or using Al in their operations, seeking sharper personalization, automated
workflows, and even creative support from generative Al (Salesforce 2025). Salesforce’s CMO notes
we're entering “a new era of Al” with marketers “leading the charge by embracing rapid
advancements”. Why it matters: Everyone sees Al as the ticket to more tailored, efficient
campaigns. On average, marketers today personalize across five channels (high performers

manage six) by leaning on Al for insights and content.

But the excitement comes with a reality check - data challenges are hitting the brakes.

For many marketing leaders, Al can feel like a mystery - a powerful engine humming under the
hood, but one that's hard to peek into. It doesn't help that some Al solutions come with hefty price
tags and jargon-heavy pitches. In fact, 95% of senior marketing decision-makers admit they do not

fully understand GenAl's business impact. (SAS Institute 2025)

Furthermore, the martech ecosystem is in flux. Salesforce customers, for example, wonder if focus
is shifting away from the traditional Marketing Cloud Enagagement (SFMC) toward new products
like Data Cloud and “Marketing Cloud Advanced.” It's true that Salesforce is positioning Data

Cloud as the central hub for customer data and segmentation, with SFMC becoming “merely one

of several activation channels within a Data Cloud-powered ecosystem.”

This isn't a sign that SFMC is going away - it's still a highly capable, widely adopted platform for
enterprise marketing - but it is a sign of a broader strategy: Data unification and Al-driven insights
are taking center stage, with execution engines (email, mobile, ads) built around that core. For
marketing strategists, the message is clear: invest in your data strategy and be ready to adapt. The
landscape will keep evolving (competitors like Adobe and HubSpot are also pushing real-time Al
personalization, so we need to stay focused on what truly adds value versus what's just a shiny new
object. It also is an indication of a paradigm shift - we are only not rethinking our toolkit, but the

overall understanding of fundamental marketing strategy.
The key takeaway in this new landscape is balance. Embrace Al and new innovations, but do so

grounded in a solid data foundation and a clear plan. The following sections of this playbook break

down how to achieve that balance, bridging marketing and IT perspectives for success.
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Unifying Data: The Foundation for Al-
Powered Marketing

If data is the new oil, many organizations still have oil wells scattered all over with no pipeline.
Marketing operations leaders widely agree that data fragmentation is one of the biggest blockers
to efficient campaigns and automation. It's common to hear frustrations like, “we have all the data
we need, but getting it in the right place at the right time is another story.” When customer info lives
in disconnected silos (CRM, ecommerce, support systems, etc.), marketers end up exporting CSVs
or stitching together spreadsheets as a workaround - a manual, error-prone process that has no
place in 2025. This fragmentation not only slows execution but also makes it impossible to get a

single customer view, weakening personalization and analytics.

Conversely, organizations that prioritize data unification gain a serious advantage. The Salesforce
ninth State of Marketing study found that fully integrated data is far more common among high-
performing marketing teams. Those teams can derive sharper insights, manage audiences more
effectively, and feed Al models with complete information. It's no coincidence that integrated data
correlates with being able to orchestrate cohesive, personalized journeys. As Salesforce’s CMO put
it, “a strong data foundation will be critical to Al success for marketers as they work to bring together
and unify customer data for real-time activation.” (Salesforce 2025) In plain terms: if your data is
unified and accessible, you can actually trust what Al is telling you about your customers and

respond instantly across channels.

Empowering Data-Driven Decision Making

Modern marketing generates a deluge of data - from web analytics and CRM records to social
listening and sales figures. On top of that, we now have Al automation that can act on data in real-
time. The challenge for leaders is turning this mountain of information and automation capabilities
into clear, confident decisions. It's easy to feel paralyzed by the possibilities: with so many metrics
to track and tools to use, where do you focus? Analysis-paralysis and shiny object syndrome are
common enemies here. This section offers strategies to structure your approach so you can make

informed decisions without getting lost in the data.

Clarify Your Objectives and Questions: The first step is to anchor all that data to your business
goals. What key decisions are you trying to make? Perhaps you need to decide which customer
segment to prioritize in a campaign, or how to allocate next quarter’s marketing budget across
channels. Start with the questions that matter, then work backwards to the data and Al capabilities
that can help answer them. Too often, teams dive into dashboards or adopt Al tools without a clear

purpose, which leads to noise instead of insight. By defining the decisions you need to optimize,
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you can filter out extraneous data and zero in on what's actionable. For example, if customer
lifetime value is a priority metric for growth, focus your data strategy on getting a unified view of
customer interactions and maybe an Al model that predicts high-LTV customers. This guards
against the temptation to chase every interesting stat and keeps the effort aligned with business

outcomes.

Get the Data House in Order: Making the right decisions depends on having the right data at
your fingertips. Many marketing organizations still struggle with fragmented or siloed data -
different tools and departments holding pieces of the customer puzzle. This fragmentation “slows
down execution and reduces campaign effectiveness,” as one marketing operations leader put it
(Lamot, Anothony 2025). It's hard to make agile decisions if you can't even get a single source of
truth for your customer or campaign data. The takeaway is clear: invest in data integration and
quality. Work with your IT counterparts (or data engineers) to connect your disparate systems into a

unified view of the customer.

Whether that means implementing a customer data platform, using integration middleware, or
even just refining processes for data entry consistency, it's foundational work that pays off in better
decision-making. Regularly audit your data for accuracy and completeness. It may not sound
glamorous, but cleaning up data silos can dramatically increase the speed and confidence of your

marketing decisions.

Additionally, streamline your marketing tech stack to what you truly need. When every team
uses a different tool and there are 15 platforms that “all technically do the same thing,” it breeds
confusion and inefficiency. Marketing leaders report that over-reliance on too many tools without

aligning people and processes leads to wasted budget and fragmentation (Lamot, Anothony
2025).

Resist the urge to adopt new tech for its own sake. Instead, audit your existing tools: Are you
using them to their full capability? Do they integrate with each other? Often, better training or
process alignment on an existing platform yields more benefit than a shiny new software purchase.
This doesn't mean ignore innovation - it means be selective and purposeful. If a new Al analytics
tool can replace three older systems and clearly answer your key questions faster, that's worth
considering. But if it just adds another dashboard you have to check, think twice. Remember the

advice: not every new tool is worth the effort - sometimes optimization beats expansion.

Strategies to unify your data (bridging Marketing & IT)

A strong data foundation is essential for any Al-driven or personalized marketing strategy. Yet too
often, marketing teams struggle with siloed data, inconsistent definitions, and fragmented

customer views that hinder campaign effectiveness. Partnering with IT to integrate data sources,
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adopting a central customer data platform (CDP), and enforcing data governance practices can
transform how marketing operates—enabling real-time insights, better targeting, and seamless
cross-channel experiences. Flexibility is also key; avoiding vendor lock-in ensures that your data

strategy remains adaptable as new tools and platforms emerge:

Team up with IT on integration: Marketing and IT must partner here. Audit your current data
sources and flows, and identify where the silos are. In many cases, investing in an integration
platform or customer data platform is wise. Modern iPaaS and CDP tools (think MuleSoft, Tableau/
CRM, or Salesforce Data Cloud) can ingest data from disparate sources and sync a unified
customer profile in real-time. Marketing ops leaders advise working with IT to invest in data
integration platforms that consolidate data into a single view, and to choose tools with robust APls
for flexibility. The goal is to have all your key customer touchpoint data flowing into one hub that

feeds your marketing execution channels.

Adopt a Customer Data Platform (CDP) for a “single source of truth”: A CDP like Salesforce
Data Cloud can act as the new backbone of your marketing architecture, aggregating data from
sales, service, web, mobile, etc., into one unified profile. This not only powers richer segmentation
and personalization; it also simplifies compliance and reporting because everything is in one
place. Many Salesforce customers are seeing Data Cloud as the central brain, with Marketing Cloud
as the execution muscle on top. Even if you're not on Salesforce, the principle holds: establish one
central customer data hub, whether it's a CDP, data warehouse, or data lake with marketing-specific
marts. This prevents the classic scenario of marketing, sales, and support all having slightly

different customer info.

Eliminate silos step by step: If full integration feels daunting, prioritize the most impactful silos to
break down first. For example, connecting your marketing email platform with your CRM to get
lead and customer status updates in real-time will pay off immediately in better-targeted
campaigns. Take action: schedule a data architecture audit to find silos., then tackle integration in
phases (e.g., unify CRM + email first, then add ecommerce transactions, then maybe support

tickets, etc.). Each step will yield new insights and quick wins.

Case in point: One global company in the logistics sector undertook a cross-cloud integration of
Salesforce Marketing Cloud with Sales Cloud and other systems to enable seamless lead nurturing
and customer journeys across their vast customer base. By ensuring data flowed smoothly
between CRM, marketing, and analytics tools, they achieved a “huge, global impact” in their
marketing programs. The marketing team could finally run coordinated campaigns knowing that a
prospect’s latest interactions (webinar attendance, website behavior, sales contact) were all
factored into the messaging. This kind of success story underscores that marketing cannot operate

in a vacuum - it requires tight data and process alignment with IT and other business units.
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Stay platform-agnostic where it counts: A recurring complaint in the Marketing Ops community
is vendor lock-in - getting stuck with a tool that doesn’t play well with others. As you build your
data strategy, lean towards solutions that are flexible. Open APIs, data export options, and
compatibility with various data sources are key. This way, if your marketing stack changes (new
email platform, new website, etc.), your core data hub can integrate without a complete rebuild.
The idea is to future-proof your data foundation so that no matter how the marketing tech

landscape shifts, your customer data remains unified and accessible.

By focusing on data unification, you create the launchpad for all your Al and personalization efforts.
You'll spend less time wrangling spreadsheets and more time actually analyzing and acting on
insights. And importantly, you'll build credibility with both your CMO and CIO - because a well-
integrated data architecture addresses the needs of both marketing (better campaigns) and IT
(scalable, governed systems). In short, unified data is the gift that keeps on giving: it makes your

marketing smarter and your organization more aligned.

Build a Decision Framework

To handle growing data volumes and automation, it helps to establish a framework for how

decisions are made. One approach is to set up tiered decision categories - for instance:

1. Automated decisions: low-stakes, high-frequency optimizations that you fully delegate to Al

(e.g. real-time bid adjustments, send-time optimization for emails).

2. Al-assisted decisions: important decisions where Al provides recommendations, but a
human makes the final call (e.g. Al suggests a content calendar based on trends, but

marketing managers vet and adjust it).

3. Human strategic decisions: high-level strategy and creative decisions that humans lead,

with data/Al as input (e.g. brand positioning, annual campaign themes).

By categorizing in this way, your team knows when to lean on Al and data and when to lean on
human insight and intuition. It empowers junior team members to act on data (in the automated or
Al-assisted realms) while reserving the critical thinking for leadership where it matters. Over time,
as trust in Al grows, some Al-assisted decisions might move to fully automated. This framework
should be revisited regularly: as Al tools get more sophisticated and your team’s data literacy

improves, you'll adjust what falls into each bucket.
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Also, implement clear KPIs and feedback loops for your Al and data-driven decisions. If you're
letting an Al model pick which leads sales should call first, track the outcomes (e.g. conversion
rates, revenue per lead) and compare them to your previous human-only approach. By measuring
impact, you not only prove ROl (addressing leadership’s concerns) but also learn when and where
Al is most effective. Interestingly, many organizations struggle here - one study found that 40% of
marketers hit obstacles transitioning Al from concept to practical use (SAS Institute 2025), in part
because they aren't sure how to operationalize and evaluate it. Don't let the tool run on autopilot;
treat it as an ongoing experiment where results are monitored and parameters tweaked. This

scientific mindset turns data into decisions systematically and keeps your team in control.
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Embracing Al in Marketing Ops: Hype vs.
Reality

With a solid data foundation, you're ready to leverage the Al tools flooding the market. But how do
you adopt Al in a way that genuinely boosts your marketing, rather than becoming a distraction or
risk? It helps to start with a clear understanding of what Al can and cannot do for you today.

Top Marketing Al use cases include automating customer interactions, content generation,

performance analysis, data integration, and delivering real-time offers.

On the opportunity side, marketers are already using Al in a variety of impactful ways. According to
Salesforce’s research, the top use cases for marketing Al include automating customer interactions
(think chatbots or triggered messages), generating content (like subject lines, social posts),
analyzing performance (surfacing insights from campaign data), automating data integration
(helping merge datasets or fill data gaps), and driving best offers in real time (Salesforce 2025).
These applications align with marketers’ goals of working smarter and delivering personalization at
scale. Imagine offloading repetitive tasks - Al can handle segmenting millions of customers or
testing countless creative variations in a fraction of the time it would take a human. It's like giving
your marketing team superpowers in speed and scale. No wonder 88% of marketers are worried

about missing out on generative Al's benefits if they don't start soon (Salesforce 2025).

Now for the reality check: while Al is powerful, it's not a magic wand - especially in the nuanced
world of marketing data and customer behavior. Many early adopters have learned that Al still
requires human guidance and oversight. In the 2025 Marketing Ops interviews, nearly everyone
expressed skepticism about Al's ability to handle real-world data models effectively (Lamot,
Anothony 2025). For example, one marketing ops leader shared that “Generative Al-generated
segments seemed smart at first, but we quickly realized they missed critical filters unique to our data
model.” The Al suggested target audiences that looked good generally, but it overlooked business-
specific nuances (like excluding existing customers or regional preferences) that a human would
have caught. This kind of miss can lead to embarrassing or ineffective campaigns if not checked -
imagine an Al picking campaign targets and accidentally including people who should be

excluded, just because it doesn't understand your business rules.

Content creation is another area where we see Al’s limits. Yes, tools like ChatGPT can whip up
marketing copy in seconds. But marketers have found that Al-generated email and ad copy often
sounds generic or robotic. It lacks the brand voice and emotional subtlety that good human
copywriters produce. One team tested Al-written emails and found them so off-brand they couldn’t

use them without heavy rewrites. Moreover, Al can't judge context or quality the way humans can -
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it will cheerfully produce an email subject line that might inadvertently offend or a social post that
just doesn't resonate, because it doesn't truly “get” your audience. As one report quipped, Al in
marketing is “far from a plug-and-play solution.” It often “promises automation but still requires a
human to ‘babysit’ its decisions.” (Lamot, Anothony 2025) This means you need people in the loop,

reviewing and tweaking what the Al produces, at least for now.

Does this mean Al isn't useful? Not at all. It simply means successful Al adoption requires a strategy

and a human touch.

Here are some best practices to make Al work for you

As Al continues to reshape marketing, organizations must take a strategic approach to adoption.
Rather than treating Al as a one-size-fits-all solution, successful teams focus on thoughtful
integration, balancing automation with human oversight. The following key principles provide a
framework for leveraging Al effectively - ensuring it enhances, rather than disrupts, marketing
operations. From identifying the right use cases to building trust and measuring impact, these

guidelines will help marketers navigate Al adoption with clarity and confidence:

e Start small and focus on clear use cases: Rather than trying to "Al-enable” everything at
once, pick one or two areas where Al could make an immediate impact and where errors will
be low-risk. For example, you might use Al to recommend send times for emails
(optimization task), or to draft social media copy suggestions for the team to refine. Starting
with a pilot allows you to learn how the Al behaves with your data and content, and you can
measure results against a baseline. High-performing teams tend to pilot and rigorously test
Al in their operations before full implementation. This experimental mindset helps work out
kinks on a small scale. Once you see positive outcomes, you can expand Al to other use

cases.

e Maintain human oversight ("human-in-the-loop”): View Al as an assistant, not a
replacement. Have marketers or analysts in charge of vetting Al outputs. For instance, if you
use a generative Al to draft a customer email, make sure a content strategist reviews and
edits it to add the right tone and ensure accuracy. If an Al model scores leads or segments
customers, have a data analyst double-check the logic and results, especially early on. This
oversight builds trust in the Al. It also catches those quirky mistakes before they do harm.
Over time, as the Al proves its reliability, you can dial back the level of oversight - but never
eliminate it entirely. Marketing is ultimately about human connection, so human judgment

should remain in the loop for the foreseeable future.

e Address the "trust issue” with Al: Both marketers and consumers need to trust Al for it to

be effective. Internally, run workshops or share explainers about how your Al tools make
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decisions (e.g., how does Einstein or Adobe Sensei decide the next best action?). When
marketers understand the basics, they're less likely to fear the Al or view it as a black box.
Also, encourage your team to treat Al suggestions as hypotheses, not gospel. It's okay to
challenge the Al - e.g., if it suggests a weird segment, dig into why, and you might uncover a
data issue or a new insight. Externally, be transparent with customers where appropriate (for
example, if a chatbot is Al-driven, let users know). Building trust is crucial because if your
team doesn't trust the Al, they won't use it; and if customers don't trust your use of their
data, you risk losing them. According to Salesforce’s research, maintaining customer trust is
a core part of successful Al deployment - it's cited as a key focus area alongside the

technology itself. (Salesforce 2025)

Leverage Al for what it's best at: Al excels at processing huge amounts of data and
detecting patterns that are hard for humans to see. It's also great at routine tasks that have
clear rules. Use this to your advantage. For example, Al can predict the optimal time of day
to send messages to each user by crunching engagement data - something practically
impossible to do manually for millions of contacts. It can also continuously test variants of an
ad or web content and learn which performs best. These are areas where Al can save you
tons of time and yield better results. On the flip side, creative strategy, emotional
storytelling, and complex decision-making with lots of ambiguity are still human domains.
So you might use Al to generate 5 variations of an email and pick the top performer, but
your team should still craft the overall campaign narrative and strategy. Knowing Al’s

strengths (data, scale, speed) and weaknesses (context, emotion) will help you allocate tasks

appropriately.

Integrate Al into workflows, don't isolate it: The best implementations of Al are
embedded in the tools people already use, not in some separate black box. If your writers
work in a content management system, bring Al assistance into that system (many have
plugins or features now for Al suggestions). If your marketers live in Salesforce Marketing
Cloud, use Einstein features within SFMC (like Einstein Engagement Frequency for optimal
send frequency) so it's part of the normal campaign process. This way Al becomes a natural
extension of your team’s capabilities, not an extraneous step. It also makes adoption easier -
people are more likely to trust and use Al if it's seamlessly integrated. An added benefit:
when Al is in the workflow, it can continuously learn from how humans adjust its outputs

(feedback loops), getting smarter over time.

Measure and celebrate Al-driven wins: To solidify Al's role, keep track of outcomes from
Al projects. Did the Al-based send time optimization lift email open rates? By how much?
Did automating a certain segment selection free up 10 hours a week for the team? Quantify

these benefits and communicate them. This not only proves the ROI of your Al investments

www.cloudwisecrm.com 2025



http://www.cloudwisecrm.com

CloudWise Playbook Al & Data Strategy
for Marketing Innovation

to upper management, but also builds enthusiasm among the team. Conversely, if
something isn't working (say, Al content isn’t performing as well as human content), be
honest about it and adjust course. The beauty of Al projects is that they're often very
measurable. Use that to your advantage to iterate and improve. High-performing
organizations foster a culture of continuous improvement with Al - they treat it as an

ongoing journey, not a one-off install.

In summary, be proactive but pragmatic with Al. The companies pulling ahead are those actively
experimenting - high performers are 2.5x more likely than underperformers to have fully integrated
Al in their marketing operations already (Salesforce 2025) - but they pair that boldness with caution
and context. They still put guardrails around Al and ensure it's serving a strategy. By starting small,
keeping humans in control, and focusing on real use cases, you can gradually let Al take on more
load. Done right, Al becomes a force multiplier for your team: automating the tedious stuff,
surfacing insights from data, and even augmenting creativity. It won't replace the need for human
marketers; rather, it amplifies what your marketers can do - which is crucial as expectations keep
rising and resources stay flat. Embrace Al, but keep your eyes open and your hand on the steering

wheel.
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Avolding Pitfalls: Get Implementation Right
the First Time

Technology projects in marketing (or any domain) are notorious for going off-track. We've all heard
horror stories: the expensive platform that never gets fully adopted, the “revolutionary” tool that
creates more problems than it solves, or the custom solution that crumbles under real-world
conditions. In the rush to innovate, many companies underestimate the complexity of
implementing these new Al and data solutions properly. The result? They end up paying twice -
once to implement, and again to fix or re-implement later. As one Marketing Cloud expert
quipped, “I've spent far too much time fixing costly mistakes that could have been avoided if the

right expertise had been involved from the start.”

Let's be blunt: a poorly executed marketing tech implementation can be worse than not
implementing at all. It not only wastes budget, but can also disrupt your operations and damage

trust with customers. What are the hidden costs of getting it wrong?

e Wasted budget and time: This is the most obvious one. If you implement a system like
SFMC (Salesforce Marketing Cloud) or an Al tool incorrectly, you might pour months of
effort and lots of money into something that isn’t delivering. Then you'll have to spend more
time/money to audit it, bring in experts, and often redo large parts of the work. For example,
a global company invested in SFMC and hired a full-time “expert” to manage the
implementation. Months later, their marketing efforts were floundering. Upon review, the
data model was a mess - multiple data extensions where one would do, poorly defined
relationships, conflicting automations causing inaccurate segmentation and broken
journeys. Their lead scoring model barely functioned and webinar data wasn't syncing,
leaving sales in the dark. They had already sunk tens of thousands of dollars and countless
hours into this setup. In the end, they had to rebuild large parts of the system from scratch
(with my help), all while trying to keep the lights on with campaigns. They effectively paid for

their Marketing Cloud twice, and lost precious time-to-market in the interim.

e Missed opportunities and delayed ROI: While you're busy fixing broken systems or
untangling a bad implementation, your competitors might be speeding ahead. Every
quarter that your fancy new Al personalization engine isn't working right is a quarter of
missed revenue uplift or customer engagement that you originally promised the business.
The opportunity cost can dwarf the technical cost. If your campaigns are underperforming
due to, say, faulty segmentation logic, you might be missing out on thousands of

conversions that were yours for the taking. Time is money in marketing - a delay in rolling
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out a capability (or having to redo it) means lost momentum and possibly lost market share.
It's hard to quantify missed opportunity, but it shows up in stagnating KPIs and frustrated

sales teams who aren't getting the lift they expected from marketing.

e Brand or customer experience damage: This is a more insidious cost. A poor
implementation can lead to mistakes that customers notice. For instance, one case we
encountered: poorly configured automations led to customers receiving multiple versions
of the same email, sometimes in different languages, in close succession. This kind of error
confuses customers and makes your brand look disorganized (or worse, spammy). It can
directly cause unsubscribes or complaints. In another situation, a misconfigured journey was
sending discount offers to customers who had already purchased at full price - not exactly a
recipe for loyalty. These glitches erode the hard-won trust your marketing and brand teams
have built. And every time you annoy or lose a customer due to a tech mistake, the cost is

very real in terms of lifetime value and negative word-of-mouth.

e Burnout and talent loss: A hidden internal cost of bad implementations is the toll on your
team. When an in-house marketing ops team is given a powerful platform but not the
proper training or setup, they often end up fighting fires constantly. Campaigns break for
mysterious reasons, data doesn't flow correctly, basic tasks take twice as long because the
system isn't configured optimally. Your skilled marketers or tech admins end up spending
their days troubleshooting and doing manual fixes - which is deeply frustrating when they
know they could be driving strategy and cool innovations instead. Talented people don't
like to feel their skills are wasted. In the earlier SFMC example, not only did the company
waste money, but their internal “expert” became demoralized. We've seen cases where top
SFMC experts left companies because they were bogged down in day-to-day issues rather
than leading the complex projects they were promised. When they leave, the company is hit
with the cost of hiring a replacement and suffers loss of institutional knowledge, setting
back their progress further. High turnover in a specialized area like marketing tech can be

crippling, because these roles aren't easy to fill.

Given these potential pitfalls, how do you get it right the first time?
Successfully implementing Al, data platforms, or marketing automation tools requires more than
just the right technology—it demands a strategic approach to planning, execution, and adoption.
Many organizations stumble by underestimating the expertise needed, rushing through
requirements, or skipping critical steps like phased rollouts, testing, and change management. The
most effective teams recognize that technology is only as valuable as its implementation and user

adoption:

Bring in the right expertise (early): This sounds straightforward, but many companies stumble
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here due to budget concerns or overconfidence. If you're adopting a sophisticated platform like
Marketing Cloud or implementing Al-driven personalization, acknowledge that you might need
specialized expertise to guide it. This could mean hiring a seasoned in-house architect or
consulting with a boutique firm (like CloudWise) that has done it before. Yes, skilled consultants or
new hires come with costs, but consider it an insurance policy. As one of my colleagues says,
“what's truly expensive is paying for a solution that doesn’t work.” Cutting corners by assigning an
underqualified team member or opting for the cheapest implementation partner often leads to
those “pay twice” scenarios. If you do choose an in-house route, make sure the person has deep
experience in similar projects and can design for scale and flexibility from day one. If you go with a
consulting partner, choose one that prioritizes knowledge transfer (more on that in a bit) and has a
track record of successful projects in your domain. The upfront cost of the right expertise will more

than pay off by preventing rework and issues down the line.

Define clear requirements aligned to strategy: Many implementation failures trace back to
fuzzy planning. Before any configuration or coding starts, nail down the requirements and ensure
they tie to your business goals. For example, if your goal is to improve customer retention by
personalized communications, list what that specifically requires (e.g., “we need to unify data from
these 3 sources, score customers based on engagement, and trigger X type of journeys with ABC
logic”). Prioritize must-haves vs nice-to-haves. This prevents scope creep and keeps the project
focused. It also gives you a way to measure success (did retention improve or not?). Involve both
marketing and IT in this requirement phase - marketing brings the customer and business
perspective, IT brings the feasibility and system perspective. Misalignment here can doom a
project: marketing might expect a fancy Al-driven solution that IT knows is impractical with current
data quality. Better to reconcile those expectations upfront and set a realistic scope that all agree
on. In short, don't implement technology for technology’s sake - implement capabilities that serve a

defined marketing strategy.

Phased implementation (quick wins first): Big bang implementations are risky. Instead, consider
a phased approach that delivers incremental value. For instance, when rolling out Marketing Cloud,
phase 1 might be getting email journeys up and running with basic segmentation. Phase 2 might
integrate additional data sources for better personalization. Phase 3 might introduce Al
recommendations. By phasing, you ensure each part works before adding more complexity. You
also start reaping benefits sooner (quick wins), which maintains stakeholder support and team
morale. A phased approach lets you course-correct if needed between stages. It's the agile
mentality - deliver in sprints rather than an all-or-nothing marathon. This approach was mentioned
earlier in the context of Al, but it applies to any tech rollout: iterate and learn, rather than betting

the farm on a huge one-time launch.
Rigorous testing and QA: Testing is not the glamorous part of marketing innovation, but it is
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absolutely essential. Allocate ample time to test every aspect of a new implementation: does the
data flow correctly (no records getting lost or duplicated)? Do the segment criteria actually pull the
right people? Does the Al model perform as expected on your data? Does the customer
experience (emails, messages) appear correctly across devices? In complex systems, even small
misconfigurations can have ripple effects. Create testing scenarios for both typical cases and edge
cases (e.g., a customer with multiple subscriptions, or someone who opts out and then opts back
in). Involve end users in UAT (User Acceptance Testing) - have marketers run real-world scenarios in
a sandbox to see if the system behaves as they expect. Catching and fixing issues in testing is
infinitely cheaper than doing so after you go live and stakeholders or customers are impacted. It's
common sense, but under time pressure teams often rush this. Resist that urge; a quick launch that
backfires will cost more time in the end. As one ops leader put it, “slow is smooth, and smooth is

fast” when it comes to implementing new tech.

Don’t underestimate change management: The success of a new Al or data tool depends not
just on the tech, but on people using it. Plan for training, documentation, and process changes. If
you implement a new campaign automation module, clearly define how marketing teams will use it
day-to-day, and train them thoroughly. If you stood up a new data platform, ensure there’s
documentation on data schemas, and that analysts know how to pull the segments they need.
Sometimes the “failure” of an implementation is simply that nobody uses the system because they
weren't comfortable with it. To avoid this, include power users from marketing early in the project
so they become champions and help bring others up to speed. Create cheat-sheets or internal
guides. Running a few workshops post-launch can also help drive adoption. Essentially, treat the
implementation complete only when the team is confidently using the new capabilities as part of
their routine. This is especially critical for Al features - if marketers don't trust or understand them,

they'll sit idle.

Use strategic consulting to augment (not replace) your team: There's a model that works well
for many organizations: use external consultants or experts to handle the complex architectural
elements and initial setup, but have your in-house team shadow them and take over day-to-day
usage. For instance, bring in a consultant to design your data model and integration for a new
marketing platform, while your team focuses on creating campaigns and content. Once the heavy
lifting is done and things are stable, the consultant rolls off and your team runs with it. This
approach ensures you get a proper, scalable architecture (thanks to the experts) without sidelining
your internal folks. In fact, it frees up your in-house team to focus on what they do best - campaign
execution, creative strategy, optimization - rather than forcing them to spend all their time on
technical set-up. It also provides a built-in knowledge transfer, as the consultants should document
and explain what they've done. We believe in this strongly at CloudWise: let specialists handle the
foundation, so your team can shine in utilizing the platform. It leads to a balanced workload and

prevents burnout or underutilization of talent on either side.
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By anticipating the pitfalls and following these best practices, you can dramatically increase the
odds that your Al and data initiatives deliver on their promise the first time around. It's about being
smart and a bit cautious upfront to avoid painful lessons later. Companies that adopt this mindset -
“measure twice, cut once” - in their marketing tech investments end up leapfrogging those that
rush and stumble. They get to focus on optimizing and innovating, while the others are still busy

firefighting basic issues.
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Agllity Over Bureaucracy: The Nordic Way
to Accelerate Innovation

One of the core values | champion at CloudWise is agility. In the context of Al and data strategy,
agility means moving quickly from idea to implementation, iterating fast, and not getting bogged
down in analysis paralysis or red tape. This is deeply influenced by my Nordic roots - countries like
Denmark (where CloudWise was born) have a business culture that favors flat hierarchies, trust, and
“just get it done” efficiency. Let's talk about why an agile, boutique approach can give you an edge

and how to embed that ethos in your marketing-IT initiatives.

Why agility matters: In today's environment, speed is a competitive advantage. If it takes you 6+
months to strategize and approve an Al or data project, you might find the market or technology
has shifted by the time you act. Or worse, a more nimble competitor has already implemented
something and is reaping the benefits. As | often say, “if a strategy takes six months to define, it's
already outdated by the time it's implemented.” The future (and present) belongs to companies
that can decide and execute quickly, then refine as needed. This doesn't mean being reckless - it
means streamlining decision-making and development so you can respond in near-real-time to
new opportunities (like a sudden trend where you could use Al to capitalize) or challenges (like a

new privacy regulation requiring data changes).

Large enterprises sometimes struggle here due to their size. Big consulting firms, while capable,
often bring big processes. They have layers of project managers, lengthy requirement phases,
status meetings upon status meetings... By the time the big firm produces a detailed roadmap or

strategy document, a smaller competitor might have already piloted two ideas and rolled out one.

Big teams bring big processes, which have their place in massive projects, but often they
overcomplicate and slow down marketing tech work that actually needs nimbleness. This is why
many Danish (and increasingly global) companies prefer working with smaller specialized partners:
they trade the bulk and bureaucracy for agility. An agile team can adjust strategies based on real
data and feedback on the fly, and implement solutions in weeks, not month. That resonates with
companies that simply don’t have the patience for drawn-out engagements where value realization

is a year away.

How to inject agility into your Al & data strategy

When driving innovation in marketing and technology, speed, adaptability, and practicality are
essential. Traditional project approaches often get bogged down in bureaucracy, over-planning,

and unnecessary complexity. To stay agile and results-driven, successful teams embrace lean

20 www.cloudwisecrm.com 2025



http://www.cloudwisecrm.com

CloudWise Playbook Al & Data Strategy

for Marketing Innovation

execution, focusing on small, empowered teams, rapid iterations, and a culture that values action

over excessive documentation. The following principles outline how to structure teams, streamline

communication, and prioritize impact over perfection:

21

Empower a small cross-functional “SWAT" team: Create a core team for your initiative
that includes key skills (e.g., a marketing ops lead, an IT/data engineer, maybe an analytics
person) and give them the authority to make most decisions. Keep this team small - pizza
team size (2-5 people) - and ensure they have direct access to a senior sponsor for quick
escalations. This avoids the scenario of every decision needing sign-off from 10 people. The
cross-functional mix means the team can resolve issues among themselves (marketing vs IT
constraints) without lengthy inter-department negotiations. Basically, you form a mini task

force that's nimble and focused.

Adopt agile project management practices: Instead of traditional waterfall (where you
gather requirements for months, then build for months, then test, then finally deliver), use an
agile approach. Break the work into sprints (say 2-week cycles). In each sprint, target a
deliverable - for instance, Sprint 1: set up Data Cloud and load sample data, Sprint 2:
implement one Al model and test on one segment, Sprint 3: enable a basic journey using
that model’s output. This way you're delivering incrementally. Hold short stand-up meetings
to quickly address roadblocks daily. Agile methodology emphasizes working software (or in
our case, working campaigns/data flows) over exhaustive documentation. That doesn't
mean no documentation, but it means you value prototypes and results more. The effectis a
faster feedback loop and the flexibility to change direction if a tactic isn't working (because

you find out in a couple of weeks, not a year later).

Focus on MVP (Minimum Viable Product): When planning any new capability, ask “what
is the smallest, simplest version of this that provides value?” That's your MVP. Build that first.
For example, an MVP for an Al-driven recommendation engine might be a model that
recommends products in one channel (email) for one product category. It might not be
perfect or cover all cases, but it’s a starting point. By delivering that, you start getting data -
how do customers respond? Does it lift sales for that category? With that learning, you can
expand to more categories or channels. MVP thinking forces you to prioritize the core
functionality and get it out there. It also prevents the common pitfall of over-engineering a
solution with bells and whistles that aren't actually needed (at least initially). In practice, I've
seen that a simple solution delivered quickly often meets 80% of the need, and the other
20% can be iteratively improved. Don't wait for perfection; get a workable solution live and

iterate.
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lterate based on real feedback: Agility isn't just about speed, it's about adaptability. Once
you launch something, listen to what the data and users are telling you. Maybe your new
dashboard isn't being used by marketers as expected - find out why (maybe it's too
complex, or they need a different metric). Maybe the Al model’s suggestions are mostly
good but occasionally very odd - investigate those and refine the model or add a rule to
filter out anomalies. The point is to use each release as a learning experience and make the
next one better. This iterative improvement is the heart of agile. It also helps keep
stakeholders engaged, because they see continuous improvement and know their feedback

will be incorporated soon, not in a year or never.

Cut through the noise (the 80/20 rule): In agile planning meetings, someone will
inevitably propose a new tool or a scope increase (“wouldn’t it be cool if we also ...?"). Keep
the team focused on the 20% of features that will deliver 80% of the value. This circles back
to CloudWise's ethos: *practicality over complexity, and being honest about what's not
worth doing. Not every new Al feature or marketing channel is relevant to your mission - and
that's okay. It's better to do a few things well and fast than many things poorly and slowly. An
independent, boutique mindset says no fluff, no over-engineering - just clarity and getting
stuff done. If a proposed item doesn't clearly serve the KPI or goal you're chasing in this

project, consider putting it on the backlog for later rather than derailing your current sprint.

Demand results, not slide decks: Culturally, encourage a bias toward action in your team.
Instead of lengthy reports or presentations about what you could do, push to produce a
tangible result. For instance, rather than a committee spending a month debating data
schema designs, have the team build a small end-to-end slice in a sandbox and demo it. The
culture shift here is moving from “let’s discuss it” to “let’s try it and see.” When everyone is
aligned that results matter more than PowerPoints, people tend to find ways around
obstacles faster. It fosters creative problem-solving. Leadership can reinforce this by
celebrating delivered improvements (even small ones) and showing less enthusiasm for
analysis that isn't tied to action. In agile, there's a saying: “Responding to change over
following a plan.” Plans are useful, but being able to respond quickly when reality deviates

from the plan is gold.

Keep teams small and communication informal: Agility can be hampered by too many
communication layers. A boutique approach values direct communication - if a marketer has
an idea or issue, they can directly talk to the data engineer or the consultant working on i,
without everything funneling through a manager. This echoes the Danish flat hierarchy style,
where people are trusted to collaborate directly and make decisions. It speeds things up
dramatically. In practical terms, set up a Slack channel or similar for the project with all key

players present, so questions or ideas can be discussed in minutes, not via multi-day email
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chains. This doesn't eliminate structure (you still have project leads, of course), but it makes

the structure lighter and more flexible.

By embracing agility, you mitigate one of the biggest risks in tech projects: the risk of irrelevance.
Moving fast means you deliver value while it still matters. Think of it this way - you'd rather be 80%
right and live in 2 months than 100% right and live in 2 years, in most marketing scenarios. The

latter could mean missing the market window entirely. Agility also tends to cost less in the long run.

You fail fast if something isn't working, rather than investing excessive time and money into a
doomed approach. It's very aligned with CloudWise’s boutique model that was *”built around the
idea that lean, highly specialized expertise delivers better results than layers of project
management and overhead.” When you can “implement solutions in weeks, not months,” you

create a competitive rhythm that others will struggle to match.

The good news is, even larger organizations can adopt this agile, boutique mindset on a project-
by-project basis. It often starts with leadership empowering a team to operate this way and
shielding them from unnecessary bureaucracy. If you champion these principles in your Al & data
initiatives, you'll likely find that the work not only gets done faster, but the solutions are simpler,
more elegant, and more attuned to actual needs. That's the beauty of agility: it naturally selects for

what works and trims away the rest.

Empowerment Over Dependency: Enabling Your Team for Long-
Term Success

A core tenet of the CloudWise philosophy is that a consultant’s ultimate success is making
themselves unnecessary to the client. This is a very different mindset from many traditional
consultancies that quietly aim to make you dependent on them. | believe in empowering your
internal teams at every step, so you're not left needing a phone-a-friend for every little change in
the future. Let's unpack what that means in practice and why it's so important for sustainable tech-

driven marketing.

In many consulting models, success is measured by how long they can keep billing you. They set
up arrangements where the client relies on the consultant for every new campaign, every report,
every tweak - basically turning into an external crutch. Not at CloudWise. | measure success by how
capable your team becomes through our partnership. In fact, “my goal is to make myself
dispensable - to equip my clients with the right technology, processes, and internal capabilities so
they don't need me on speed dial forever.” This might sound counterintuitive as a business model,

but it builds immense trust. Clients know that I'm focused on their long-term independence rather
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than creating an ongoing dependency. And ironically, that trust is exactly what makes them come

back for future big challenges - not out of dependence, but because they value an honest partner.

So, why should you as a marketing/IT leader care about empowerment vs. dependency? Because

an empowered team is an engine for growth, whereas dependency is a bottleneck.

Benefits of empowering your team

Building internal expertise isn't just about reducing reliance on external partners—it's about
creating a more agile, resilient, and empowered team. When marketers and IT teams have the skills
to manage and optimize their own systems, they can respond to changes faster, collaborate more
effectively, and prevent knowledge bottlenecks that put operations at risk. Investing in upskilling
also drives employee satisfaction and retention, ensuring that talent stays engaged and motivated.
And when external consultants are brought in, an empowered team gets far more value from the

relationship, treating it as a knowledge-sharing partnership rather than a dependency:

« Internal capability = agility and resilience: When your people know how to fish rather
than always calling the fisherman, you can respond to needs much faster. Say the market
conditions change and you need to spin up a new campaign or adjust your data model - if
your team has the know-how, they can do it immediately. If they rely on an external party,
you might wait days or weeks (and pay extra). Moreover, staff who understand the systems
can troubleshoot and solve problems on their own, leading to faster issue resolution and
less downtime. You're also more resilient to changes: if a consultant leaves or if budgets cut

external help, your operations don't grind to a halt because your team is self-sufficient.

e Better cross-team integration: When you invest in upskilling your marketing ops people,
they can act as liaisons with IT and other departments more effectively. For example, a
marketing specialist who learns about data schemas and APIs can have a meaningful
architecture conversation with IT, making collaboration smoother. Conversely, if you involve
IT folks in marketing projects and empower them to understand marketing goals, they
become more empathetic and creative in their technical solutions. Empowerment in this
context often means knowledge sharing across domains. It breaks down the classic wall
between marketing and IT. The result is a more unified team that speaks a bit of each other’s

language - which is exactly what's needed for complex Al and data projects.

e Avoid single points of failure: Earlier we noted the risk of over-relying on one or two key
people. If only one admin or one data guru knows how the system really works, that's a
house of card. They go on vacation, and suddenly something breaks and no one else can fix
it - or worse, they leave the company. By empowering a broader team, you build

redundancy of knowledge. Encourage documentation and peer training so that multiple
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people can cover critical tasks. This not only reduces risk, it also reduces burnout on those
key individuals (they won't feel like they can never disconnect from work). A healthy,

empowered team shares the load.

e Higher employee satisfaction and retention: People generally want to grow their skills
and take on new challenges. When you provide training, mentoring, and stretch
opportunities in Al and data, you're investing in your team members' professional growth.
That pays back by increasing their loyalty and motivation. Nobody likes to feel stuck doing
only rote tasks or, on the flip side, to feel forever out of their depth. By empowering your
marketers and IT folks - giving them the knowledge and trust to drive these sophisticated
tools - you create a sense of ownership and pride. They're more likely to stick around at a
company that invests in them. And given how scarce skilled Marketing Cloud and data
talent is, retaining good people is gold. It's not just altruism; it's economic sense,

considering the cost and time to hire replacements.

e  True partnership with consultants when you do use them: Interestingly, when you insist
on an empowerment approach with consultants, you actually get more value from the
consulting relationship. It shifts the dynamic to one of teaching and co-creating rather than a
vendor-client transactional mode. Consultants can focus on high-level strategy and complex
bits, and you can absorb their knowledge like a sponge. A consultant that knows you want
to be self-sufficient will typically be more open in showing the “why” and “how” of what they
do (the good ones will). This means you effectively get a two-for-one: the solution delivered
and the education that stays with your team. Next time, maybe you won't even need external
help for similar projects. As an example, | always operate with open knowledge sharing - no
black boxes. I'll explain why | choose a certain data model, or how an Al algorithm was
tuned, so your team can learn and even challenge me (I welcome that!). One Marketing
Cloud Champion said it well: a true advisor’s goal is alignment, not upselling - cutting
through noise and being honest about what'’s worth doing and what’s not. That's the kind of
partnership you want, and it leads to your team growing more confident with every

engagement.

How to empower and upskill your team during Al & data projects

Ensuring long-term success with new marketing technologies isn't just about implementation—it's
about empowering your team with the skills and knowledge to sustain and evolve those solutions.
A strong focus on knowledge transfer, formal training, and documentation prevents reliance on
external experts and builds internal confidence. Encouraging cross-training between marketing
and IT fosters collaboration and reduces bottlenecks, while cultivating a culture of continuous

learning keeps teams adaptable and innovative:
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Insist on knowledge transfer: If you bring in external experts (consultants or contractors),
make it clear from the start that a key deliverable is training your team and documentation.
Have them do walk-through sessions of what they build. Let a member of your team pair
with them (“shadowing”) on critical tasks. For instance, if a consultant is writing complex SQL
or building an Einstein Al model, have one of your analysts work alongside, even if just to
observe and ask questions. Gradually, let your internal person take the driver’s seat with the
consultant coaching. This apprenticeship model is fantastic for learning. When the project
concludes, do a retrospective knowledge transfer meeting - basically a final download of
any tips, gotchas, or recommendations from the experts to your team. You are paying not

just for their hands, but their brains - soak up their expertise like it's an onsite mini-university.

Provide formal training opportunities: Budget for sending your team to trainings or
certifications relevant to the tools you're implementing. Salesforce, for example, has
Trailhead courses and certifications for Marketing Cloud, Data Cloud, and more. If you're
adopting these, getting team members certified can accelerate their learning and
confidence. It's one thing to use a tool, another to master it. Certifications ensure they cover
all features and best practices. If classroom or online training is available for an Al platform
you're using, invest in that. It pays dividends when your team can self-service new features
later because they deeply understand the platform. Encourage knowledge sharing when
someone learns something - a quick lunch-and-learn presentation can multiply the effect to

the rest of the team.

Document your customizations and processes: During the project, have someone
document key decisions, configurations, and processes. Which fields in the data model map
to what? How exactly is lead scoring calculated? What steps are done to launch a campaign
with the new system? Write this down in an internal wiki or playbook (yes, | love playbooks!).
Not only does this help current team members, it's insurance for onboarding new team
members or if someone forgets details after six months. Make documentation a living thing
- update it as the system evolves. It might feel like a chore, but it's a powerful empowerment
tool. It turns tacit knowledge into shared knowledge. When you have turnover or expansion,
the new folks can get up to speed much faster by reading the docs. Culturally, it also signals
that knowledge isn't siloed or gatekept - it's shared and accessible, aligning with the belief
"I don't believe in gatekeeping knowledge, | believe in sharing it.” (A very Danish way of

thinking indeed.)

Encourage cross-training between marketing and IT: Bridging the gap means
marketing folks should learn a bit of SQL or data engineering, and IT folks should learn the
marketing context. You can facilitate this by rotating team members into each other’s

meetings occasionally, or pairing a marketer with a developer for a day. Perhaps an IT data
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engineer can teach a mini-session on how data flows in your company, and a marketer can
brief IT on campaign planning and creative processes. This mutual understanding
empowers each side to make better decisions. The marketer won't just say “l need this data”
without knowing the effort it entails, and the IT person might proactively suggest a data
enhancement knowing what marketing is trying to achieve. Cross-functional empathy is like

a superpower - it prevents a lot of miscommunication and delays.

e  Cultivate a learning culture: Finally, empowerment is as much cultural as it is procedural.
Celebrate learning and curiosity. If someone on the team experiments with a new feature or
finds a new insight, recognize that. Perhaps set aside 10% of time (like Google’s famous
"20% time" concept, scaled to your reality) for team members to explore the tools or pursue
relevant side projects. For example, a team member could spend a day using a new Al API
to see if it could personalize web content and then share the outcome. Even if the idea
doesn’t pan out, they've learned something and added to the team’s collective knowledge.
Create an environment where asking questions is welcomed (no one should feel silly for not
knowing something technical - better to ask and learn). As a leader, you can model this by
also being open about what you are learning or don't know. Maybe you as a CMO take a
Trailhead module on Data Cloud - why not! It sets a great example when higher-ups show

they are also in learning mode.

When you empower your team, you essentially future-proof your organization. Marketing
technology will keep evolving - what's hot today might be old news in 3 years. The one constant
you can bank on is the ability of your people to adapt. By investing in their skills and confidence,
you ensure that whatever comes, your team can handle it, either on their own or as very self-

directed collaborators with experts.

CloudWise's own success stories often involve walking away from a project knowing the client
doesn’t need me anymore for that - and | celebrate that. For example, | helped a clientimplement a
deliverability monitoring system for SFMC, and by project’s end their marketing ops folks were fully
trained to run and adapt it themselves. They gained new skills (and kudos from their CMO for the
improved email performance), and | moved on to a new challenge with them in the future. This
approach is grounded in the idea that “companies that will thrive build internal expertise, adopt
the right technology (not just the newest), and create a foundation for sustainable digital
transformation.”. Empowerment isn't just feel-good jargon; it's a strategy for resilience and

continuous innovation.
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Driving Business Impact: Marrying
Technology with Strategy

At the end of the day, all the Al tools and data lakes in the world are only as good as the business
outcomes they produce. As someone targeting middle management and above, you know that
executives care about results - revenue growth, cost savings, customer satisfaction, market share.
Marketing and IT teams together need to ensure that their Al and data strategy is tightly aligned
with these business goals, and that they can demonstrate impact. This is also how you elevate

marketing ops from a behind-the-scenes function to a strategic partner at the leadership table.

Translating Al & data investments into business value

To maximize the impact of Al and data-driven marketing initiatives, success must be clearly
defined, measured, and communicated. Too often, teams implement technology without aligning it
to business goals or tracking meaningful results, making it difficult to justify investments. By setting
clear KPls, tying projects to real business needs, and maintaining an open feedback loop with
stakeholders, organizations can ensure that Al and data initiatives drive measurable outcomes. Just
as importantly, communicating wins and adjusting strategies based on results helps build

momentum and secure long-term support.

e Set clear KPIs and success metrics upfront: For each initiative in your Al/data strategy,
define how success will be measured in business terms. If you're implementing an Al
recommendation engine on your website, the metric might be an increase in average order
value or conversion rate. If you're unifying data to improve targeting, maybe success is a lift
in campaign response rates or a reduction in redundant communications (which improves
customer experience). [deally, tie some metrics to financial outcomes: e.g., increase lead-to-
opportunity conversion by X%, leading to Y more revenue per quarter. Many teams skip this
or choose very soft metrics, then struggle to justify the project later. Don't fall into “activity
metrics” that don't indicate real impact (like “number of models deployed” - that doesn’t
matter if they aren't effective). Instead, focus on outcomes - quality of leads, speed of
campaign execution, cost per acquisition, customer lifetime value, retention rate, etc. The
2025 Marketing Ops report noted that some teams invest heavily in automation but struggle
to define what success looks like, which can lead to misalignment with leadership (Lamot,
Anothony 2025). Avoid that by defining success at the start in language the C-suite cares

about.

e Align initiatives with pain points or opportunities: This sounds basic, but ensure every

tech initiative clearly solves a known pain or enables a identified opportunity for the
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business. For example, if sales is complaining about lead quality, your data unification and
scoring project should be framed as improving lead quality for sales (and later, you'll show
that conversion went up). If customers are churning because of irrelevant communication,
your personalization Al is aimed at increasing retention by sending more relevant content.
This alignment makes it much easier to get buy-in and to measure impact. It also forces you
to prioritize: if an idea doesn't clearly map to a pain or gain, maybe it's not the right time for
it. Keep a tight link between the tech work and the business objective it serves, and

communicate that link often to stakeholders.

Create a feedback loop with stakeholders: Don't implement in a vacuum. If the
marketing team is your stakeholder, or sales, or customer service - involve them and
regularly get feedback. For instance, after deploying an Al-driven lead scoring, meet with
sales leaders: Are the leads they get now better? How do they know? Gather qualitative
feedback (“these leads are definitely more on-target, we're having better conversations”) as
well as look at the data (maybe time-to-close has decreased). If something isn't delivering
the expected outcome, you catch it early and adjust. If it is delivering, capture those success
stories. Similarly, if you rolled out a new marketing dashboard for executives, ask them if it's
showing what they need to make decisions. You might find you need to tweak a metric or
add context. This stakeholder engagement not only ensures you deliver business value, it
also builds champions for your work. When, say, the Head of Sales is happy that marketing-
sourced opportunities have improved, they're likely to sing praises in the next exec meeting

- turning marketing ops into the hero.

Quantify and communicate wins: Marketing and IT teams sometimes do great work but
fail to market their own results internally. Don't be shy here. When your Al email send-time
optimization leads to a 15% lift in click-through rate, broadcast that. When your data
integration reduces duplicate contacts by 40%, thereby saving $X in wasted media spend,
make sure finance and your CMO know it. One approach is to create a simple “impact log” -
a running list of improvements made and their results. This is incredibly useful when annual
planning or performance reviews come around. It's also helpful to communicate to broader
teams so everyone sees the momentum. Some companies do quarterly “demo days” or
reports where the marketing ops/tech team shows recent achievements (e.g.,
demonstrating how a new segmentation improved campaign targeting and the outcomes).
The more you tie your work to tangible benefits, the more support (and budget) you'll
garner for future projects. It shifts the perception of marketing ops from a cost center to an

innovation center.

Adjust course based on results: Not every project will hit it out of the park, and that's okay

if you're agile about it. Maybe the fancy predictive model you built isn't actually improving
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outcomes - after a pilot, the data shows no significant lift. Rather than continuing to pour
effort, be ready to pivot. Perhaps the model needs different data, or that use case isn't ripe
for Al yet. On the flip side, if something is wildly successful, double down. For instance, if
personalized product recommendations in email boosted sales big time, consider
extending that to your mobile app or website. Use the evidence to guide resource
allocation. This kind of responsive planning ensures you focus on what works and either

improve or drop what doesn't. It keeps the strategy dynamic and value-focused.

e Elevate insights to strategy: One often overlooked advantage of having good Al and data
systems is the insights they generate can inform broader strategy. For example, through Al
analysis you might discover an untapped customer segment that responds extremely well to
a certain offer. That's something you can take to product or strategy teams to possibly create
new offerings for that segment. Or your unified data might reveal that customers who
engage on three or more channels have significantly higher lifetime value, which makes a
case for more omnichannel programs. Share these insights upward - it demonstrates the
strategic value of what your team is doing. When the CMO and CIO start using insights from
your marketing data in their planning, you've officially crossed into strategic partner
territory. In the State of Marketing survey, over 80% of marketers felt they have a clear sense
of their impact on revenue now (Salesforce 2025) - that's a strong position to be in. It means
marketing ops and analytics are informing big business moves. Aim for that level of

influence.

In bridging marketing and IT, you occupy a unique position to drive business impact. You
understand the technology, and you understand the marketing objectives - that's a powerful
combo. Use it to ensure that each tech capability is hitting a business goal, and make those wins
visible. This not only justifies current projects, but builds trust for future innovation.

Also, consider telling stories with your results. People remember stories more than numbers. For
example: “Our data integration project didn't just unify databases - it helped reunite sales and
marketing. Sales reps like Jane in Germany no longer complain about bad leads. In fact, Jane
closed 5 deals last month from leads we scored with the new model, adding €500K to pipeline.

1"

She jokes that our Al is her new favorite coworker!” A narrative like that resonates far more than a
spreadsheet of metrics, and it humanizes the impact. It connects the tech to the people and dollars

in a vivid way.

As you consistently deliver and communicate these kinds of outcomes, you'll find executives start

to come to you (and your team) for input on key decisions. That's when you know marketing ops, IT,
and data folks have truly earned a strategic seat at the table. The head of marketing no longer sees
the team as just “the tool people,” but as advisors on how to reach customers better; the head of IT

sees them not just as “the marketing guys” but as collaborators in enterprise architecture decisions.
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This is the bridge-building | aspire to - where marketing and IT function as one unit with a common

goal: using technology and data to drive the business forward.

In sum, always tie the wires back to the numbers that matter. When Al and data strategy is executed
in the CloudWise way - with speed, clarity, and empowerment - the business results will speak loud
and clear. And those results are the ultimate language that transcends org charts, earning you

lasting support from all corners of the company.
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Industry Trends & Expert Insights to Watch

To ensure your Al and data strategy remains forward-looking, it's wise to keep an eye on the

broader industry trends and expert observations shaping marketing. Here are a few key trends

(backed by research and reports) that provide context for 2025 and beyond:

32

Personalization at Scale is Non-Negotiable: What was once a nice-to-have is now a must-
have. Studies show consumers increasingly expect tailored experiences at every interaction,
and brands excelling in personalization are reaping the rewards in loyalty and revenue
(Whitler, Kimberley A. 2025). This pressure is a major driver for Al adoption, since delivering
personalization to thousands or millions of customers simply isn't feasible manually.
Marketing leaders predict that as we move forward, there will be a shift from basic
automation to more sophisticated ML applications to meet these personalization demands
(Whitler, Kimberley A. 2025). In short, personalization is a trend that's here to stay - and Al is

the only realistic way to scale it.

Generative Al Boom - With Caution: The rise of generative Al (GenAl) tools is a defining
trend. Marketers have jumped on technologies like GPT to create content, with content
creation being a top Al use case in marketing (Hubspot 2025). That said, smart marketers are
also sounding notes of caution: Al-generated content can lack the brand nuance and
creativity that human touch provides (Whitler, Kimberley A. 2025). We're seeing a balanced
approach emerging - using GenAl to assist and speed up production (e.g., drafting copy or
social posts), but keeping humans in the loop to refine tone and creativity (Whitler,
Kimberley A. 2025). Also noteworthy is that while marketers are ahead of many other
functions in experimenting with GenAl (SAS Institute 2025), they also report feeling
unprepared to measure its impact file (Hubspot 2025). Expect 2025 to bring more
frameworks for GenAl governance: more than half of organizations are concerned with
privacy and trust when implementing GenAl (SAS Institute 2025), pushing the development
of clearer policies and ROI metrics for these tools. The bottom line: GenAl isn't a passing
fad; it's becoming part of the standard toolkit, but integrating it thoughtfully (with guidelines
and measurement) will be a key trend.

Data Privacy and Ethical Al: With great data power comes great responsibility. Consumers
and regulators are both increasing pressure on how data is used. Trends reports frequently
mention growing privacy concerns. Marketing teams cite privacy and data usage concerns
as a top obstacle in data-driven strategies. Legislation like GDPR, CCPA, and others
worldwide continue to evolve. Additionally, the ethical use of Al (avoiding bias, ensuring
transparency) is under scrutiny. Forward-looking organizations are investing in “responsible
Al"” frameworks - for example, setting up internal review boards to evaluate Al use cases for

ethical pitfalls. While this might sound like extra red tape, it actually builds long-term trust.
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We predict that brands that are transparent and ethical in their Al-driven interactions will
enjoy stronger customer loyalty. This trend underscores why cross-functional collaboration

(marketing with IT/legal) is not just operationally sound but reputationally necessary.

e Unified Tech Stacks and Platforms: Over the past years, many marketing teams found
themselves with an overflowing martech stack. The pendulum is swinging toward
consolidation and integration. Having a unified CRM or customer data platform that various
tools plug into is increasingly seen as the ideal. Research by HubSpot found that teams with
connected, unified tech stacks feel more confident in tackling big challenges like data
quality and customer experience (Hubspot 2025). This is driving a trend where instead of
adding one more point solution, companies ask “can our existing platform do this, or can we
integrate a solution into our primary stack?” Expect investments in integration capabilities,
APls, and data warehouses that serve as the central nervous system of marketing operations.
The vendors are responding too - major marketing software providers are building or
acquiring native Al features (often billed as “Al copilots” or assistants) so that organizations
don’t have to bolt on separate Al point solutions. In essence, your marketing cloud or
automation system might soon have all the Al you need built-in. Keeping an eye on these
developments will help you decide whether to build an ecosystem of tools or streamline to

a few core platforms.

e Changing Skill Sets and Roles: Finally, an important trend is the evolution of the
marketing team itself. Data and Al strategy isn't just about tech - it's about people. We're
seeing roles like “Marketing Data Scientist”, “Marketing Al Specialist”, or “Chief Marketing
Technologist” becoming more common in forward-thinking companies. Even traditional
roles (brand managers, content creators) are expected to be more data-savvy. In 2025 and
beyond, the most successful marketing leaders will likely be those who foster a culture of
continuous learning in their teams. They will hire for curiosity and adaptability, not just
current skills, because the tools and best practices are changing rapidly. Surveys indicate a
significant portion of marketers lack full confidence in understanding emerging tech
(remember that 95% who don't fully get GenAl yet (SAS Institute 2025)), which means
upskilling is a huge trend. Many companies are investing in training programs, certifications,
and close partnerships with technology providers to keep their talent sharp. As a marketing
manager, staying abreast of this trend means encouraging your team (and yourself) to
regularly update skills - whether through formal training or allocating time for

experimentation and research on new tools.
Tracking these trends isn't just an academic exercise - it ensures your strategy remains relevant and

proactive. By understanding where the industry is headed, you can anticipate changes (like the

need for more transparent Al or the convergence of martech tools) and steer your team
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accordingly. In essence, these insights from experts and research validate the principles in this
playbook: they reinforce the urgency to embrace Al for personalization, to do so with wisdom and
ethics, to tighten the bonds between tech and marketing, and to continually empower your

people.
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Conclusion: Turning Strategy into Action,
the CloudWise Way

The world of marketing is being reshaped by Al and a deluge of data, but success comes not to
those who simply adopt technology for its own sake - it comes to those who marry technology with
purpose, agility, and execution. In this playbook, we've explored how to craft an Al & Data Strategy
that's practical, fast, and impactful, drawing on both hard-won experience and the latest industry

insights. Let's recap the journey and the mindset that underpins it:

We started by acknowledging the new landscape - Al is top priority, yet data unity is the
prerequisite for unlocking its potential. Marketers and IT leaders must therefore work hand-in-hand
to build that strong data foundation. It's the less glamorous part of innovation, but as we saw, it's
absolutely critical. With that foundation, you can avoid chasing every shiny object and focus on

what truly moves the needle.

From there, we delved into data unification, the bedrock of everything. The key lesson was that
breaking down silos is not just an IT project, it's a cross-functional endeavor that liberates your
marketing strategy. When data flows freely and is trusted, Al can actually deliver insights and
personalization that resonate. Companies that invest in this (often tedious) work reap outsized
rewards in efficiency and customer experience. It's like clearing a clogged artery in a body - once

cleared, the whole system gets healthier and more energetic.

Next, we tackled Al adoption. The hype is enormous, but we cut through it: use Al where it counts,
keep humans in the loop, and iterate. We likened Al to a powerful new hire on your team - one that
needs training and oversight. Those who treat Al as a partner (and sometimes a junior one that
needs guidance) will find it's an incredible accelerator. Those who blindly trust Al or, conversely,
fear it, will either stumble or miss out. The takeaway: approach Al with optimism and realism. If you
feed it good data and pair it with human judgment, it can amplify your marketing in ways that

weren't possible before.

We also highlighted the importance of getting it right the first time. It's cheaper and smarter to do
so, as evidenced by all the hidden costs of poor implementations. By learning from others’
mistakes (the broken implementations, the fix-it projects), you can avoid the same traps. Pay for
expertise upfront, involve the right people, and don’t skimp on planning and testing. As the saying
goes, “smooth is fast.” A smooth implementation sets you up to speed ahead of competitors who

might be mired in reworks. And remember, *the cost of getting it wrong isn't just financial - it's lost
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time, missed opportunities, and damaged trust. Fortunately, you now have a checklist of how to get

it right and avoid those landmines.

We then embraced the agility and boutique approach. Whether you're a Fortune 500 or a startup,
adopting a lean and agile mentality can dramatically accelerate your progress. It's about being
results-driven, trimming bureaucracy, and empowering small teams to do big things quickly.
CloudWise's Nordic ethos of “simplifying connections - amplifying impact” shone through here:
prioritize speed, transparency, and adaptability. Don't wait to execute; iterate in real time. In a
space as new as generative Al or as rapidly evolving as martech, the advantage goes to the doers,
not the deliberators. Better to launch a pilot in 4 weeks than debate for 6 months. In practice, this
means rethinking how you plan projects and who you involve - but the payoff is a marketing

organization that's always a step ahead.

We also championed empowerment over dependency. Ultimately, the greatest asset you build is
not the technology itself but the team that wields it. By focusing on knowledge transfer, skill-
building, and ownership, you ensure that the innovations stick and continue to grow after external
support steps away. Your organization becomes smarter and more self-reliant, which is a
competitive advantage in its own right. A culture of empowerment fosters innovation from within -
your people will be confident to experiment, optimize, and even challenge vendors or consultants
with the right questions. This is how you create a virtuous cycle: the more your team learns, the
more they can do, which leads to bigger successes, which in turn builds more confidence and

attracts more talent. It's a long-term investment that pays off in every future project.

Finally, we zeroed in on business impact - the North Star that should guide all of these efforts. By
aligning tech initiatives with strategic objectives, measuring outcomes, and iterating, you ensure
that Al and data aren't just science projects but revenue and customer satisfaction drivers. We
stressed the importance of speaking the language of the business: if you can tie a new
personalization engine to a 10% increase in upsell revenue, you'll have the CFO and CEO in your
corner. The playbook emphasized bridging marketing and IT not just in execution but in
demonstrating value. When both teams collaborate to deliver tangible results (and fix things like
the dreaded “shiny object syndrome” of too many tools), the entire company benefits. Marketing
gets more budget because it's showing ROI, IT gets more support because systems are clearly
enabling growth, and customers get a better experience because your company is more in tune

with their needs. That's the triple win we're after.
In closing, the CloudWise Playbook on Al & Data Strategy comes down to a simple philosophy:

keep it smart, keep it simple, and keep it swift. Be smart by grounding decisions in data and real

insights (not hype). Keep it simple by cutting through complexity and focusing on practical
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solutions (the Danish way of “no fluff” and straightforwardness). And keep it swift by favoring action
over lengthy deliberation (weeks, not months; empowered teams that can pivot on a dime).

If you carry these principles forward, you'll find your marketing and IT teams not only achieve great
things together but also fundamentally change how they're perceived in the organization. Instead
of being seen as cost centers or support functions, they'll be innovation leaders driving revenue
and customer loyalty with the power of Al and data. That's the CloudWise vision: using boutique
agility and expertise to simplify connections and amplify impact for our clients - and then stepping

back when the mission is accomplished, leaving you stronger and more capable than before.

As you implement your Al and data strategy, remember that it's a journey. Start with this playbook,
adapt it to your context, and continuously learn. The technology will evolve (it always does), but
with the right strategy and culture, you'll be ready to evolve with it - and lead your company
confidently into the future of tech-driven marketing. Here’s to cutting through the hype, executing
with purpose, and empowering your team to do the best work of their careers. That's how we grow,

that's how we innovate, and that's how we win, together.

37 www.cloudwisecrm.com 2025



http://www.cloudwisecrm.com

CloudWise Playbook Al & Data Strategy
for Marketing Innovation

About the Author

Lukas Lunow is a seasoned marketing technology
strategist and the founder of CloudWise, a boutique
consultancy known for bridging the gap between
marketing innovation and practical execution. With over a
decade of experience in Salesforce Marketing Cloud and
CRM ecosystems, Lukas has guided global organizations:
from FMCG and automotive to healthcare and logistics,
through successful Al and data-driven marketing
transformations. He has built his reputation by
demystifying complex technologies and turning them into
clear, actionable strategies that drive tangible business

outcomes.

Lukas's unique approach combines deep technical

expertise with a refreshingly pragmatic outlook. He has
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turning sophisticated technologies from daunting challenges into competitive advantages.
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focused, and resilient values he champions in business, making him not just an advisor, but a

trusted partner on your journey toward marketing innovation.
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