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A practical guide to building Al fluency,
the team, and tech stack to win the
next era of marketing.
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INTRODUCTION

Why this playbook,
and why now

Al is no longer If. It's how, and how fast.

Every few decades, marketing undergoes a seismic shift.
We've moved from print and broadcast, to the first wave of
digital, to performance marketing and martech stacks. Now
we are standing at the threshold of the next great inflection
point: the Al-driven era.

Generative Al, predictive analytics, agentic systems, and real-time automation are
not incremental tools bolted onto existing workflows. They are redefining what
marketers do, how we deliver value, and how we define our careers. The marketers
who adapt now will be the ones leading the future.

of organizations now use Al of marketers use generative of European marketing orgs
in at least one business Al in at least one recurring have not yet advanced their
function workflow, up from 51% in gen Al maturity
2024
McKinsey Global Al Survey 2025 Salesforce State of Marketing McKinsey State of Marketing
2026 Europe 2026

This playbook is designed to help leaders and operators move past the question of
whether to adopt Al, and answer the more useful question of how to do it well. We'll
cover the literacy, the lifecycle, the team, the tech stack, and the practice.

Marketing leaders, VPs, managers, and operators who want a practical,
framework-driven approach to applying Al, without the hype, without the slop, and
without losing what makes marketing work.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 1 « Al LITERACY FOUNDATIONS

What Al Is, and what
itisn’t

Strip away the magic. Al is a tool,

not a thinker.

Headlines promise that Al will transform the way we work. From
supercharging the workplace to erasing middle management,
we're bombarded with mixed messages that evoke excitement,
confusion, and fear. When you zoom into marketing, the
Intensity multiplies: hyper-personalized campaigns, predictive
insights, content creation at the click of a button.

Here's the reality: Al isn't a magic wand. Even though generative Al "creates" things,
Images, content, strategic plans, it doesn't actually think the way people do. It
predicts what comes next based on probability. It learns patterns from massive
amounts of preexisting data and produces the next "best" idea based on those
patterns, in milliseconds. That's why efficiency is so often associated with gen Al. In
short, it makes what's already there louder and faster.

@ Al is like a microphone

If you whisper into it, it amplifies a whisper. If you ramble or mumble, it just makes
the rambling louder. It doesn't fix the way you speak, it just makes sure more people
hear you. The same is true for marketing. If your strategy is nonexistent, your
messaging is fuzzy, or your customer data is a mess, Al won't solve those problems.
It will speed them up, push them further into the world, and make the gaps in your
foundation even more obvious.

Al isn't a strategist. It can't decide what matters to your business or what success looks like.
That's still you.

Al isn't a fact-checker. It produces confident-sounding output that may or may not be true.
Verification is your job.

Al isn't a substitute for expertise. Marketers with domain expertise consistently outperform
those who rely on Al without it.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 1 « Al LITERACY FOUNDATIONS

Deterministic vs.
probabilistic

Two very different categories. Knowing
which is which keeps you in the driver's
seat.

Not all "Al" is the same. Some tools are designed to be
predictable and consistent. Others are built to generate new
iIdeas and explore possibilities. Applying the wrong category
to the wrong problem is one of the fastest ways to waste time

and money.
Same input, same output Same input, varied output
Rules-based systems. They give you the Generative systems that create outputs
same result every time because they follow based on probabilities. They don't give one
programmed instructions. "right" answer, they explore possibilities.
® Robotic process automation e ChatGPT drafting content
e Workflow rules in a CRM ® Claude reasoning through a brief
e Software that auto-routes invoices e Midjourney creating images
® Gmail spam filters ® Spotify recommending music

Efficiency. Automation. Removing Creativity. Idea exploration. Decision
variability. support.

When something feels inconsistent ("the same prompt gave me three
different answers!"), it's probably probabilistic. That's a feature, not a bug, but it
means you need a human in the loop.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 1 « Al LITERACY FOUNDATIONS

The five types of Al
you’ll encounter

Each solves a different problem.
Knowing which is which sets the
right expectations.

Artificial Intelligence (Al)

1 The broad, overarching category, the umbrella term.
Examples: Siri, Alexa, Microsoft Type: Both deterministic and
Copilot probabilistic

Machine Learning (ML)

2 Systems that learn from data without explicit programming, getting
smarter over time.

Examples: Gmail spam filters, Type: Mostly deterministic in automation;
Amazon recommendations probabilistic in recommendations

Generative Al

3 The Al that creates new content, text, images, code, video, audio.
Examples: ChatGPT, Claude, Type: Probabilistic, always exploring
Jasper, Midjourney, GitHub Copilot and creating variations

Predictive Analytics

4 Systems that analyze historical data to forecast potential future outcomes.
Examples: Salesforce Einstein, Type: Probabillistic, basing
6sense, Tableau, IBM Watson predictions on historical patterns

Natural Language Processing (NLP)

5 Understanding and processing human language at scale.
Examples: Grammarly, Gong, Zoom Type: Both, deterministic in transcription,
transcription, HubSpot probabilistic in sentiment detection

Most marketing tools today combine multiple types. Knowing the
underlying category sets the right expectation for output consistency, quality, and
oversight needs.

© 2026 Angela Troccoli @ angelatroccoli.com @ linkedin.com/in/angela1morel/
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PART 1 « Al LITERACY FOUNDATIONS

Literacy vs. fluency

You don't need to be a data scientist. But
you need to know enough to apply Al
effectively.

Leadership in the age of Al isn't about being the most
technical person in the room. It's about knowing enough to
guide your team, make smart decisions, and ensure Al is
used in a way that supports your strategy. That requires two
things: literacy, and the fluency that comes from actually
using the tools.

Knowing enough to ask the Using Al effectively to get

right questions specific outcomes

e Understand Al terminology and ® Apply Al strategically to achieve
categories specific goals

® Recognize Al's strengths and ® Cut through the noise when vendors
limitations overpromise

e Identify potential risks and failure ® Sequence tasks well, use templates
modes over raw prompts

® Get curious about how tools are e Stay in the driver's seat, so Al supports
trained, what data they use, and what your goals, not the other way around

assumptions they make

1. What problem am | solving, automation (deterministic) or creativity/insight (probabilistic)?
2. What data is this tool using? Does it reflect my customers, industry, and goals?

3. How will | measure success? Compare same KPIs before and after Al adoption.

4. What stays human? Where does my team need to review, decide, or add judgment?

5. When do we reevaluate? Set a cadence, quarterly works well.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 1 « Al LITERACY FOUNDATIONS

Al marketing
glossary

Quick reference for terms you'll hear

In every vendor demo.

Agentic Al

Al systems that act autonomously toward a goal, planning,
taking actions, and using tools without step-by-step human
direction. The 2026 frontier.

Large Language Model (LLM)

A model trained on massive text corpora to predict and
generate language. ChatGPT, Claude, and Gemini are all
LLM-based.

Prompt

The instruction you give an Al. A good prompt is specific,
includes context, and sets the format, not just "write me a
campaign.”

Fine-tuning

Further training a model on your specific data so it learns
your tone, terminology, or domain. Expensive, most teams
don't actually need it.

MCP (Model Context Protocol)

An open standard for connecting Al assistants to tools and
data sources. The plumbing behind agentic workflows.

Multimodal

An Al that handles multiple input/output types, text, image,
audio, video, in one system.

© 2026 Angela Troccoli
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Pro Tip: If a vendor uses any of these terms without being able to explain what they
mean in 30 seconds and plain English, it's a flag, for them, not for you. Demand clarity.

angelatroccoli.com

Generative Al

Al that produces new content (text, image, audio, video,
code) rather than just analyzing or classifying existing
data.

Hallucination

When Al produces confident-sounding output that is
factually wrong. The single biggest reason a human still
needs to verify everything.

RAG (Retrieval-Augmented Generation)

Connecting an LLM to your own documents and data so it
answers based on your content, not just what it was
trained on.

Tokens

Chunks of text that Al models process and price by. Pricing
is usually per million tokens; a token is roughly % of a
word.

Human in the loop

A workflow design where a person reviews, approves, or
edits Al output before it's used. The single most important
governance principle.

Synthetic personas

Al-generated stand-ins for customer segments, used to
stress-test messaging and campaigns before going live.

linkedin.com/in/angelatmorel/



PART 1 « Al LITERACY FOUNDATIONS

The state of Al in
marketing 2026

Adoption is effectively universal.

Value is not.

of orgs use Al in at least
one business function®

of marketing orgs
describe their gen Al
use as mature, they're
reaping 22% efficiency

of marketers use
generative Al in at least

one workflow, up from
91% in 2024**

saved per week on
average by marketers
using Al; senior
practitioners save 8-10

of enterprise marketing
teams now run at least
one autonomous agent
In production™*

of organizations have
already experienced
negative impacts from
Al use*

gains* hours™**

What these numbers tell us

Adoption has moved from early majority to near-universal. "We're using Al" is no longer a

differentiator. But two-thirds of organizations have not yet scaled Al across the enterprise,
and only a small minority are getting transformative value. The competitive question now is
no longer whether to adopt, it's how to close the gap between adoption and value.

*McKinsey State of Al 2025
**Salesforce State of Marketing 2026
**HubSpot Al Trends 2026

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angela1morel/
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PART 2 « Al ACROSS THE MARKETING LIFECYCLE

Where Al touches
every stage

Al is shifting from isolated tools to
embedded workflows.

One of the most striking aspects of this transformation is how
deeply Al is weaving itself into every part of the marketing
journey. It is no longer confined to one-off use cases. It's
influencing research, planning, execution, sales alignment, and
reporting.

Market research is becoming more dynamic, planning is
Increasingly evidence-based, content creation is scaling with
personalization, sales enablement is closing long-standing
gaps, and reporting is evolving from retrospective to predictive.

Market Campaign Content Sales Tracking &
Research Strategy Creation Execution Reporting
Predictive targeting & Scenario modeling &  Generative content Al-powered SDRs & Predictive analytics &
automated insights creative testing & dynamic hyper-personalized continuous optimization

personalization content

What this means for marketing organizations...

01 02 03

Shift in pace Shift in precision Shift in posture

Cycle times compress: Move from intuition-driven Marketers move from
research that took weeks targeting and analysts looking backward
now takes days, drafts broadcasting to to orchestrators working
that took days take hours. data-backed signals and In real time.

personalization.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 2 - Al ACROSS THE MARKETING LIFECYCLE

Market research &
targeting

Smarter, faster, and more dynamic.

Traditional research cycles were often long, expensive, and
outdated by the time results arrived. Al is rewriting that
process, distilling competitive landscapes in days rather than
weeks, evolving personas in real time as customer behaviors
shift, and applying predictive scoring to identify which
accounts are most likely to engage long before they formally
raise their hand.

Manual weekly or monthly tracking Automated market & competitive insights
Static persona guides & messaging Real-time persona evolution
Relying on lead lists & gut feelings Intent signals & predictive scoring

Market research: Perplexity. Competitive intelligence: Klue, Kompyte, Crayon.
Personas: ChatGPT, Claude, M1-Project. Targeting & intent: 6sense, Tracify.ai.

The effect is greater speed and sharper precision. Marketers move
from intuition-driven targeting to data-backed decisions, launching campaigns with
far more confidence.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 2 « Al ACROSS THE MARKETING LIFECYCLE

Campaign strategy &
planning

From guesswork to precision.

Once you understand your audiences, the next challenge is
planning campaigns that resonate. Historically, this has relied
heavily on instinct. Al is replacing that guesswork with
evidence-based modeling, supporting greater speed and
agility in the planning cycle.

Rather than reacting after a campaign underperforms,
marketers can now design campaigns proactively, steering
with foresight rather than a rearview mirror.

Scenario modeling

Stress-test strategies before committing. ChatGPT and Claude can generate
synthetic personas as stand-ins for customer segments, enabling early testing
of campaign messages.

Budget forecasting

Forecasting platforms like Uptempo help CMOs allocate budgets with a
clearer sense of predicted ROI across different channels.

Pre-launch SEO modeling

Tools like Conductor and MarketMuse provide predictive layers, showing how
content is likely to perform before it ever goes live.

Try this: build a synthetic sparring partner

Build a synthetic persona based on real interview notes and research, then talk to it.
Ask it to review your messaging. Ask what would make someone like them care.
Ask it to push back. The conversations won't always be gold, but they'll surface
objections you hadn't thought of and pressure-test the narrative when no human is
available at 10pm.

© 2025 Angela Troccoli angelatroccoli.com linkedin.com/in/angela1morel/
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PART 2 - Al ACROSS THE MARKETING LIFECYCLE

Content creation

Personalization without the production
bottleneck.

No area of marketing has been more visibly reshaped by Al
than content. What once required days or weeks of drafting
and design can now be done in hours. But the opportunity
goes beyond speed. Al makes it possible to deliver dynamic
content personalization at scale, tailoring assets to industries,
personas, or even individual buyers.

Let Al draft, and let marketers craft. The machine accelerates production; humans
refine, contextualize, and differentiate. Without that craft layer, you produce slop at
scale.

Ideation at scale
GenAl for first drafts, idea generation, and scaling production.

ChatGPT, Claude, Jasper, Copy.ai, Gemini

Optimized messaging
Early creative testing and message optimization using synthetic personas.

ChatGPT, Claude, custom synthetic personas

Hyper-personalization
Dynamic content for different industries, personas, and buying stages.

Mutiny, Turtl, HubSpot Al, Optimizely

Speed without strategy fills the internet with more noise. The goal
iIsn't more content. It's the right content, for the right buyer, at the right moment.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 2 « Al ACROSS THE MARKETING LIFECYCLE

Sales execution

Bridging the gap between marketing and revenue.

Sales enablement has always been a challenging bridge between marketing and
revenue. Al is now helping close that gap, surfacing real-time buying signals,
generating tailored collateral at scale, and feeding insights from sales conversations
back into campaign planning.

Faster engagement & qualification
Al-assisted deal desk and ISRs/SDRs to manage growing pipeline volume.

Tools: 6sense, Salesforce Agentforce, Gong Al

Personalized assets at scale

Real-time content recommendations for sales teams, tailored to specific
accounts.

Tools: Highspot, Sana Al, Mutiny, Turtl

Real-time field insights & trending

NLP to transcribe calls, identify trends, and spot opportunities in pipeline
conversations.

Tools: Gong, Chorus, Salesforce Einstein

Imagine a deal desk where Al instantly assembles the right case
study, competitive differentiators, and ROI calculator for a given prospect. This is no
longer aspirational, it's increasingly the norm.

© 2025 Angela Troccoli @ angelatroccoli.com ® linkedin.com/in/angela1morel/
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PART 2 - Al ACROSS THE MARKETING LIFECYCLE

Tracking &
optimization

From rearview mirror to real-time.

Measurement has always been central to marketing, but it
has also been largely retrospective. Teams analyzed results
weeks or months after a campaign ended. Al is changing this,
making reporting forward-looking and optimization
continuous.

When you start optimizing in real time, the role of marketing shifts. You're no longer
an analyst looking backward at last quarter, you're an orchestrator working in the
moment to maximize impact.

Predictive analytics

Early warnings about risks and opportunities in active campaigns, long before results
show up in a dashboard.

Salesforce Einstein, 6sense, IBM Watson

Automated optimization

Engines that adjust spend and creative in real time. Al-driven A/B/n testing replaces
periodic checks with constant experimentation.

HubSpot Al, Optimizely, Adobe Sensei

Unified cross-functional reporting

Integrate marketing, sales, and revenue ops data into a unified, predictive view of
performance.

DashThis, Funnel.io, HubSpot Reports, Superset

The shift from reporting to predicting changes what marketers do
every day, and what skills you should be hiring for next.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 3 « THE 5-STEP FRAMEWORK

How to prioritize Al
use cases

A practical five-step framework for
translating ambition into impact.

Most marketing teams approach Al the wrong way. They either
start with a tool and search for a problem, or they try to apply Al
everywhere at once and dilute the impact. This framework
starts with the work you already do and looks for the
highest-leverage places to apply Al.

Map your marketing campaign process

From ideation to post-mortem. You can't optimize what you
haven't drawn.

Identify the tools that will impact each step

Sometimes more than one. Start with shortlist research,
not vendor demos.

¢ =

Size the impact and cost

——— Efficiency, volume, speed, quality. Where will Al move the
- metric, and at what cost?
Validate the changes required to facilitate adoption
O

Training. New workflows. New job scopes. The tool is the
easy part.

Prioritize by impact, risk, and cost, in descending order

‘ @< High-impact, low-risk, low-cost wins go first. They build

confidence and unlock budget for the harder ones.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 3 « THE 5-STEP FRAMEWORK

Step 1:
Map your process
Start with the work you already do.

Before you evaluate a single tool, draw your end-to-end
marketing campaign process, from ideation through
post-mortem. Be honest: this isn't the version that lives in
your kickoff deck. It's the real one, with the handoffs, the
rework loops, and the places where work piles up.

Market Campaign Campaign Content Campaign Budgeting & Target Sales Test &
Research Strategy Set Up Build Launch Forecasting Accounts Engagement Optimize

What's the work? \What's actually being produced or decided at this stage?
Where does it slow down? What's the bottleneck, capacity, decisions, or quality control?

What does "good" look like? \What output meets the bar today, and how do you know?

Who owns it? Which roles are doing the work, and where do handoffs break?

Pro Tip: Don't skip this step to save time. Teams that try to install Al tools on top of

a process they haven't mapped end up automating the mess and amplifying every
existing inefficiency.

The map is your baseline. Everything in steps 2-5 plugs into the
stages you just identified.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 3 « THE 5-STEP FRAMEWORK

Step 2:

Identify the tools

Match tools to stages. Some stages
need more than one.

Market Research

Personas

Campaign Strategy

Messaging & Copy

Program Management

Landing Pages

Personalized Content

PR & Influence

Pro Tip: This is a snapshot, not a recommendation. The tools landscape changes monthly.
Use this as a starting shortlist, then validate fit with your data, integrations, and budget.

© 2026 Angela Troccoli

Perplexity, ChatGPT, Claude

M1-Project, ChatGPT, Claude,
synthetic personas

Claude (campaign timeline),
Uptempo (forecasting)

ChatGPT, Claude, Gemini,
Jasper, Copy.ai, Gamma

Asana, Monday, ClickUp (Al
features)

HubSpot Al, Webflow All,
Unbounce Smart Builder

Optimizely, Turtl, Mutiny

Prowly, Traackr, Onalytica

angelatroccoli.com

Competitive Intel

Targeting & Intent

SEO

Design & Video

Workflow Automation

Sales Engagement

Real-time Field Insights

Tracking & Reporting

page 18

Klue, Kompyte, Crayon

6sense, Tracify.ai, Clay

MarketMuse, Writesonic,
Conductor

Adobe Creative Cloud,
Midjourney, Napkin.ai, Pictory

Tray.ai, Zapier (Al agents),
ndn

Sana Al, Highspot, Salesforce
Agentforce

Gong, Chorus

DashThis, Funnel.io, HubSpot
Al
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PART 3 « THE 5-STEP FRAMEWORK

Step 3:
Size the impact & cost

Quantify before you advocate.

For each candidate tool, estimate both sides of the equation:
what's the impact on the business, and what does it cost, in
license fees, implementation time, training, and ongoing
maintenance? Use a simple shorthand to keep it comparable
across stages.

IMPACT (1) COST ($)
L Large, clear shift in efficiency, Large, enterprise license +
volume, or quality integration + training
M Medium, measurable improvement Medium, seat licenses, light
on existing metric iIntegration

S Small, nice-to-have, marginal lift

. Small, per-user SaaS, minimal lift

You're not pricing tools, you're pricing decisions. The goal is a

comparable shortlist you can rank, not a perfect spreadsheet.

© 2026 Angela Troccoli angelatroccoli.com
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PART 3 « THE 5-STEP FRAMEWORK

Step 4:
Validate adoption

The tool is the easy part. Behavior
change is the hard part.

For every tool you're considering, ask: what will actually
have to change for this to work? Training is the easy
answer, but workflows, role definitions, success criteria, and
incentives all shift when Al enters the picture. Skipping this
step is the single biggest reason marketing Al investments
fail to scale.

People

ng% Who needs to use this? What's their current skill level? What

does fluency look like for this tool?

Process

Lé How does this change the workflow? Where does the
human review step sit? What gets eliminated?

Measurement

|j:|:| What KPIs are we tracking before and after? How do we
know it's actually working, not just feels faster?

Guardrails
O What's the brand, legal, and quality bar? What happens
when Al gets it wrong? Who's accountable?

A tool with major job-scope implications gets a much lower score on the
adoption axis, even if its raw impact is high. Sequencing matters, earn early wins
before you ask people to redefine what they do.

© 2026 Angela Troccoli @ angelatroccoli.com ® linkedin.com/in/angela1morel/
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PART 3 « THE 5-STEP FRAMEWORK

Step S:
Prioritization for POC

High impact, low risk, manageable cost.
Build confidence before you build
complexity.

Rank your candidate tools by impact, risk, and cost, in that
order. Look for the high-impact, low-risk, low-cost wins to
anchor your first 90 days. These give you proof points, build
organizational confidence, and unlock budget for the harder,
higher-stakes initiatives.

HIGH IMPACT
DO FIRST BIG BETS
High impact / Low cost High impact / High cost
QUICK WINS AVOID
Low impact / Low cost Low impact / High cost
LOW IMPACT

Competitive intelligence (Klue, Crayon), replaces 20+ hours/month of manual scraping with
always-on monitoring.

First-draft messaging and copy variants (ChatGPT, Claude, Jasper), collapses a 5-day
drafting cycle into half a day.

Meeting and call intelligence (Gong, Chorus), surfaces objections and trends that used to sit
In scattered notes

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 3 « THE 5-STEP FRAMEWORK

The Al efficiency
perception gap

Why leaders and employees are
having two very different
experiences.

There's a widening gap between how leaders and employees experience Al at work.
Executives overwhelmingly believe Al is making work dramatically more efficient.
Employees tell a very different story. The disconnect isn't subtle, and both sides are
telling the truth from where they sit.

LEADERSHIP VIEW EMPLOYEE REALITY

Al as leverage at scale Al as extra cognitive load
Faster execution, lower costs, long-term » Tools require correction, context,
margin expansion validation, judgment
Personal productivity gains compound * Output needs checking; assumptions
over time need questioning
Al shows up as summaries, synthesis,  An emerging "Al tax": time saved offset
decision support by rework

40%+ <2 hrs

of executives say Al saves them 8+ hours per iIs what most non-management employees

week (WSJ/Slack 2025) report saving, or no time at all

The diagnosis

Al is powerful when you already have a framework. When you bring strong
judgment, domain expertise, and a very explicit idea of what you're looking for, Al
becomes a multiplier. Without that foundation, Al does the opposite: it sucks time
and energy, creates noise, and encourages shallow iteration instead of clear
thinking. Adoption without enablement creates drag.

The takeaway: Employees don't just need access to tools. They need clear use
cases, guardrails, training that goes beyond prompts, and permission to say when
Al isn't the right solution.

© 2026 Angela Troccoli angelatroccoli.com linkedin.com/in/angelatmorel/
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PART 3 « THE 5-STEP FRAMEWORK

Why Al adoption fails

(and what works)

When the tools work but the rollout
fizzles out, these are the most likely

culprits.

Most Al initiatives don't fail because the technology is bad. They fail because
nobody addressed the real organizational dynamics underneath: fear about job
security, anxiety about role definition, eroding trust between layers, political
resistance to change, and the shadow Al usage that fills the vacuum when
leadership doesn't lead. Success requires you to address these fears directly.

Six patterns that quietly kill Al adoption

‘ Fear of replacement

When Al is rolled out alongside headcount
conversations, every employee reads it as a threat.
Adoption rates collapse, even with great tools.

‘ Trust erosion

When leaders share Al productivity wins employees
haven't experienced, the gap reads as out of touch.
Skepticism hardens into resistance.

‘ Shadow Al usage

When official tools are slow to arrive or feel too
restricted, people use personal ChatGPT or Claude
accounts on company data. Now it's a security
problem.

‘ Role anxiety

"What's my job now?" goes unanswered for too long.
People default to protecting their old scope instead
of leaning into the new one.

‘ Political resistance

Al investments require budget, headcount, and
process changes that cross functional lines. Without
executive air cover, every change hits a fiefdom.

‘ Silent leadership

If the CMO doesn't talk about Al strategy openly and
often, the team fills the silence with rumor. Anxious
teams don't experiment.

Communicate Al strategy clearly and repeatedly. Tie Al adoption to growth, not cost-cutting.
Bring people the tools they're already using on the side, with proper guardrails. Reward
experimentation, not just results. Make the leadership team the first and most public users.

© 2026 Angela Troccoli
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PART 3 « THE 5-STEP FRAMEWORK

The new marketing
career map

Some roles are fading, some are
accelerating, and new ones are emerging.

Al doesn't leave the marketing career map untouched. Some
roles are quietly sunsetting, especially those that Al can now
automate faster, cheaper, and often more reliably. At the
same time, others are accelerating in demand, and a new
frontier of roles is emerging that didn't exist three years ago.

Pure execution Strategic & Al-era new roles
o] [-15 technical hybrids
« Entry-level « Data-driven marketers * Al Orchestrators
copywriting who extract integrating tools &
+ Manual reporting and actionable insights workflows
analytics » Creative strategists « Content System
+ Repetitive who shape Strategists building
segmentation tasks differentiated ideas modular libraries
« Basic content « Marketing « Customer Experience
production at scale technologists fluent in Architects
Al * Risk & QA Leads for
« Brand and positioning brand-safe, ethical Al
specialists output

* Curiosity to ask better questions of Al outputs
« Resilience to adapt as workflows shift
« Empathy to keep personalization human

* Tolerance of ambiguity to lead when the roadmap is uncertain
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PART 4 « AI-POWERED TECH STACK

Fix the foundations
first

Al amplifies what already exists.
Scaling only works when the
foundation is stable.

Before you spend a dollar on Al tools, take a hard look at
your fundamentals. Al amplifies what's already there, and if
what's already there is shaky, Al just makes the shakiness
louder. The companies getting real, measurable wins with Al
aren't the ones who threw a bunch of tools into the mix and
crossed their fingers. They're the ones who first built clean
foundations.

. Messaging & positioning

—
]3 Can every person on your team tell you, in plain language, who you are, who
you serve, and why it matters? If not, Al just generates more unclear content.

Data quality & integration

Al feeds on data. If your CRM is messy, segmentation is gut feel, and
analytics are patchwork, garbage in, garbage out, but louder and faster.

O~
O\O

Strategy & ICP clarity

©

Without a clear plan for who you're talking to, what you're saying, and where
you're showing up, Al just fills the internet with more noise.

Customer journey mapping

9

Al needs a clear roadmap to follow. If your journey is a sketch on a napkin,
personalization will feel as fragmented as the underlying map.

Pro Tip: Fixing fundamentals doesn't require fancy technology. It requires slowing
down enough to build the foundation so that when you press the accelerator with Al,
you're scaling something worth scaling.
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PART 4 « AI-POWERED TECH STACK

From SEO to AEO

Your content used to compete for
clicks. Now it competes to be cited.

Search behavior has shifted fundamentally. Buyers still
Google, but increasingly they ask ChatGPT, Perplexity,
Claude, Gemini, and Google's Al Overviews.

The job of marketing content is no longer just to rank, it's to get cited as the source
Al uses to answer the question. That's the move from SEO to AEO (Answer Engine
Optimization), with GEO (Generative Engine Optimization) as the umbrella term. The
good news: AEO is an extension of SEO, not a replacement.

527% 2B+ 14.2%

growth in Al-referred daily queries handled by conversion rate of
website sessions, Jan to ChatGPT alone between ChatGPT-referred traffic,
May 2025 January and May 2026 vs 2.8% for Google

Frase AEO Report OpenAl usage data Al search referral data 2026

How they compare

DIMENSION TRADITIONAL SEO AEO / GEO

Goal Rank in search results Get cited as the answer
Success metric Clicks, organic traffic Citation share, Al mentions
Keyword style Mix of head + long-tail SO, CoMYEEELEmE],

question-shaped

Q&A blocks, summaries, structured

Content format Comprehensive articles
answers

What wins Authority, backlinks, on-page SEO Authority, citations, schema, freshness

The takeaway: You still need SEO. 38% of Al Overview citations come from pages
already ranking in Google's top 10. AEO sits on top of solid SEOQO, it doesn't replace it.
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PART 4 - AI-POWERED TECH STACK

Adapting content
for AEO

What to change in your content. And what
to track.

Content adaptations that move the needle

Long-tail, question-shaped keywords

Long-tail terms make up 91.8% of all searches. Target "how do | evaluate Al vendors for healthcare?" not
"Al vendors." People ask Al engines in full sentences, so you have to write that way.

Q&A blocks throughout your content

Bold questions with one-sentence direct answer, then expand. In short, don’t bury the lede. Al engines
extract concise answers from Q&A formatting more than any other structure.

FAQ sections (even after Google killed FAQ rich results)

Google deprecated FAQ rich snippets in May 2026, but ChatGPT, Perplexity, and Al Overviews still cite
FAQ content heavily. Keep FAQs; drop the schema-as-tactic mindset.

Structured data: FAQ Page, Article, Speakable, Organization

Schema.org markup tells Al engines exactly what your content is. Implement this tool on every key page.
Validate with Google's Rich Results Test.

Original data, statistics, and named experts

Al engines preferentially cite content with original research, specific numbers, named authors, and clear
publication dates. Generic listicles get skipped.

Comprehensive topic coverage, not just one page

Answer engines look for sources that cover the whole topic, not just a question. Build pillar pages + cluster
content around your priority topics.

Tools to research, optimize, and track

All-in-one: Semrush, Ahrefs, Moz Enterprise: Profound, Peec Al, Scrunch Al
Competitive intel: Spyfu, SimilarWeb Mid-market / startup: Otterly Al, AirOps, Airefs
Free / essential: Google Search Console, Hybrid SEO + AEO: Semrush Al Toolkit, Ahrefs
Google Analytics 4 Brand Radar

Technical SEO: Screaming Frog, Sitebulb Schema & validation: Schema.org, Google

Rich Results Test

Pro Tip: Start by manually testing: ask ChatGPT and Perplexity 10 questions your buyers would ask. Are you

cited? Who is? That's your baseline. Pick one tracker only after you know what you're trying to improve.
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PART 4 - AI-POWERED TECH STACK

Brand in the age of Al
abundance

If everyone has Al, what actually
differentiates you?

Al has collapsed the cost of producing content, copy, and creative. The
same tools are available to your competitors, your category, and every team
In adjacent markets. What used to be a moat, the ability to produce
high-quality content at speed, is now table stakes. So if Al raises the floor
for everyone, what raises your ceiling?

A clear, defensible point of view

Al can produce competent content on any topic. It can't decide what you uniquely believe,
what you'll stake your reputation on, or what you refuse to do. That's where brand voice and
editorial conviction become differentiators.

Brand experience customers can feel

Product design, tone, customer service, packaging, community. The texture of how it feels to
buy from you, use your product, get help, become a fan. Al doesn't touch most of that.

Trust earned over time

Track record. Named experts. Customer outcomes. Specific results. Al engines and human
buyers both filter for credibility signals that compound only with consistency, not speed.

When content is abundant, attention is scarce. The brands that win
the next era are the ones with the strongest editorial conviction, the most distinctive
experience, and the deepest reservoir of trust.
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PART 4 « AI-POWERED TECH STACK

Your proprietary
advantage

First-party data, owned audience,
and the moats Al can't copy.

Public internet content is becoming a commodity. Every Al
tool trains on roughly the same web. What it doesn't have,
and can't get, is what's uniquely yours: your customer
relationships, your behavioral signals, your community, your
conversations, your accumulated insight. In a world where
generic content is cheap, proprietary advantage is the moat.

Five proprietary assets to build deliberately

Owned audience

oVLo Email subscribers, app users, newsletter readers, podcast listeners. Channels you control,
] R ) .
not platforms that own the relationship.

o<Z First-party behavioral signals

What customers do, not what surveys say they do. Product usage, content engagement,
conversion patterns, churn signals. Far more valuable than third-party intent data.

Customer community

\@’ Slack groups, user forums, advocacy programs, customer councils. Spaces where
customers talk to you and to each other. The original source of real insight.

Insight loops & voice of customer

@ Sales call transcripts, support tickets, win/loss interviews, NPS verbatims. Most companies
sit on a goldmine here, then ignore it. Al makes it tractable.

A Original research & primary data

'Q' Surveys you run. Studies you commission. Benchmarks only you can publish. The fastest
way to become a cited source in Al answers and a trusted name in your category.

Pro Tip: Before you ask what new content you should produce with Al, ask what
proprietary data and audience you should be feeding into it. The answer to the second
qguestion multiplies the value of the first.
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PART 4 - AI-POWERED TECH STACK

The Al capability

pyramid

Five layers, bottom-up. You can't skip any

of them.

Most teams want to start at the top, buy the agentic Al, watch

it work. But Al capability is stacked. Skip a layer and the

whole thing wobbles. Build bottom-up, and the upper layers

actually deliver value.

BUILD UP

Experimentation Culture

Test, learn, adapt, and quality control

Al Talent & Governance

Skills, ethics, and accountability

Cross-Functional Enablement

Breaking silos, keeping humans in the loop

Tool Stack Integration

A connected ecosystem, not a tool zoo

Content & Data Infrastructure

The foundation everything else stands on

VALUE FLOWS DOWN

If you're stuck on agentic Al ROI, the bottleneck is almost never the Al, it's
the data, the integrations, or the team. Diagnose the layer below before you blame

the model.
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PART 4 « AI-POWERED TECH STACK

The connected data
foundation

Al without clean, connected data is
hallucination at scale.

Siloed systems and poor data quality are the top barriers to Al-driven
personalization, according to Salesforce's 2026 State of Marketing report. 84% of
marketers confess to running generic campaigns, not because they don't want to
personalize, but because their Al doesn't actually know who the customer is. The
connected data layer is where Al investment either pays off or stalls.

Five data foundations that have to be in place before Al delivers

o Unified customer profile. A single record of the customer that combines firmographic,
behavioral, and engagement data. No more reconciling three definitions of "active."

Clean, governed segmentation. Defined audiences based on data, not gut feel, refreshed
regularly, with clear definitions everyone uses.

Closed-loop attribution. Marketing-to-revenue connection. Al's job is hard enough without
having to guess what "worked."

Content metadata. Tagging your assets so Al knows what to retrieve, recommend, or
remix. The foundation of personalization at scale.

Integration plumbing. APIs and identity resolution that let your tools talk to each other.
Without this, Al lives in silos.

O O OO

Marketers with unified customer data have an early advantage. The
compounding returns from getting this right show up in every Al initiative
downstream.
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PART 4 - AI-POWERED TECH STACK

Tool selection
scorecard

Eight questions to answer before signing
the contract.

With 14,000+ Al marketing tools out there, the question isn't
which one is best. It's which one is right for your team, your
data, your stage. Use this scorecard to evaluate any Al tool. If
you can't answer all eight questions clearly, don't sign yet.

Problem fit

Does this tool solve a problem we've
actually mapped, or are we shopping
for a problem?

Integration fit

Does it connect with our existing CRM,
MAP, CDP, and analytics, or does it
create another silo?

Output quality bar

Have we seen real outputs from real
customers, not vendor demos? \What
does "good" look like?

Total cost of ownership

License + implementation + training +
ongoing maintenance + likely
consumption overages.

Data fit

Does it work with our data”? What does
it need access to, and what does it do
with it?

Human-in-loop design

Where does human review fit in the
workflow? Is the tool designed for
collaboration, or replacement?

Governance & safety

What are the bias, hallucination, and
brand-safety controls? Where does the
data go?

Exit cost

If this doesn't work in 12 months, what
does it take to leave? Are we locked
into proprietary outputs?

If a vendor refuses to give you reference customers in your industry with
comparable use cases, treat that as a no. You're not their guinea pig.
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PART 4 « AI-POWERED TECH STACK

The three tiers
of Al tools

Point solutions, platform-embedded
Al, and agentic systems. Each
comes with a different risk profile.

Not all Al tools live at the same architectural layer. Knowing
which tier a tool sits in changes what you should expect, how
you should buy, and how you should govern it.

TIER 1 Point solutions

Standalone Al tools that solve one specific job, first-draft copy, image generation,
transcription.

Examples: ChatGPT, Claude, Jasper, Midjourney, Otter, Perplexity

+ Fast to adopt. Low commitment. Great for — Siloed from your data. Easy tool sprawl. Limited
individual productivity. automation across stages.

TIER 2 Platform-embedded Al

Al capabilities baked into your existing marketing platforms, your CRM, MAP, CDP, ABM
tools.

Examples: HubSpot Al, Salesforce Einstein, Adobe Sensei, 6sense, Gong

+ Connected to your data. Lower integration cost. — Quality varies. Vendor roadmap dependency.
Workflows already exist. Sometimes "Al" is generous.

TIER 3 Agentic systems

Al agents that plan, take action, and use tools autonomously toward a goal. The 2026
frontier.

Examples: Salesforce Agentforce, Microsoft Copilot Studio, custom agent builds

+ Real workflow compression. Transformative — Highest risk. Highest governance burden. Most
when it works. likely to fail loudly.

The takeaway: Most teams should anchor in Tier 2 (platform-embedded),
supplement with Tier 1 (point solutions), and experiment carefully with Tier 3
(agentic). Not the other way around.
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PART 4 - AI-POWERED TECH STACK

Governance &
responsible Al

What "unlimited" actually means, and how
to keep it from breaking you.

Some organizations treat Al spend like a utility with no meter,
enable access, let teams run, sort out the bill later. We'll get
economies of scale, right? Call it the "let it ride" approach. If
you lived through the Texas electricity crisis of February
2021, you know how that story ends. When wholesale prices
spiked overnight, consumers on variable-rate plans got
crushed because nobody put a ceiling on what "unlimited”
actually meant. Al consumption is working the same way.

Internal content workflows

Cap freely. If budget runs out mid-month, the team pivots, reprioritizes, waits. No
catastrophic outcome.

Customer-facing Al agents

Hard cap = turning off a revenue-generating touchpoint or degrading a live DON'T CAP
customer experience mid-month.

Real-time personalization

Cap with soft thresholds and alerts. Degrade gracefully, don't go from on to off ALERT-BASED
without warning.

o Brand voice guardrails defined 0 Customer-facing disclosure policy
0 Bias review on Al outputs 0 Cost ceilings and alert thresholds
o Data privacy & Pll rules clear 0 Quarterly tool/use-case reevaluation

0 Hallucination review process
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PART 5 « PUTTING IT INTO PRACTICE

The three horizons

Reactive — Proactive — Authoritative.
Most teams are earlier in this journey than
they think.

Generative Al in marketing is moving through three distinct phases. Today, most
teams are still in reactive mode. The shift to proactive Al is already underway. And
five years out, authoritative Al will reshape how marketing strategy itself is made.
Knowing which horizon you're on, and what comes next, helps you invest with
foresight, not panic.

HORIZON 1 Reactive Al Today

Tools that speed up tasks or fill capacity gaps, drafting social copy, generating email variations,
segmenting audiences with ML, surfacing performance insights, basic personalization.

Outcome: Faster execution. Lower per-task cost. Limited strategic impact.

HORIZON 2 Proactive Al 1-3 years

Systems that anticipate, not just execute. Cross-channel orchestration, hyper-personalization,
predictive insights that surface what customers need before they articulate it. Multimodal
generation blends text, image, video, and audio across touchpoints.

Outcome: Compressed campaign cycles. Personalization at scale. Al as workflow infrastructure.

HORIZON 3 Authoritative Al 3-5 years

Al as strategic co-pilot. Not just suggesting a subject line, modeling campaign performance
across audiences and channels, recommending creative direction, adapting storytelling in real
time as customers engage.

Outcome: Al shapes the "why," not just the "how." Humans set direction; machines execute and
adapt.

The marketers who thrive aren't the ones who fear Al. They're the
ones who shape it, moving themselves and their teams up the horizons deliberately.
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Measurement
beyond efficiency

Al maturity shouldn’t just be measured by
output volume. It should be measured by
business impact.

Early Al conversations got stuck on the easy metrics: hours saved, drafts
produced, cycle time compressed. Those numbers matter, but they're the floor.
They prove the team can use the tools. The strategic question is whether Al is
moving the business, not just the workload.

What proves you can use What proves Al is moving
the tools the business

e Hours saved per week, per role ® Revenue influenced by Al-assisted

e Content drafts per cycle programs

e Campaign cycle time compression e Conversion lift from personalization

® Time-to-first-asset ® Pipeline acceleration from Al-enabled

e Cost per piece of content sales motions

® Volume of variants produced ® Engagement quality (depth, return

rate), not just volume

® Insights generated that changed a
decision

® (Customer experience scores in
Al-touched journeys

If you can only report on hours saved after a year of Al investment,
you have a productivity story, not a business story. Stage 2 metrics are what unlock
the next round of investment.
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Templates over
prompts

The single most useful adjustment in
day-to-day Al work.

A prompt is language, and language is open to interpretation. When you ask Al
for a case study, the model decides the structure, the length, the emphasis, and
the tone. It might make fine choices, but they probably won't be your choices. A
template shows the model what you actually want, from sections to length to the
type of content that belongs where. Instead of describing a thing, you're showing
it. And the outputs come back far more consistent and far closer to usable.

"Write me a case study about Acme A populated example: "Here's our standard

Corp” case study. Customer profile (1 sentence).
Problem (2-3 sentences with metrics).
Solution (2 sentences). Outcome (bullets
with hard numbers). Quote."

Structure decided by the model
Length decided by the model

Tone decided by the model

Emphasis decided by the model

You spend the next hour reformatting

Structure that matches yours
Predictable length per section
Tone aligned to brand voice
Right emphasis for buyers

Far less reformatting time

Pro Tip: Build templates for the assets where structure carries as much meaning as
content: positioning docs, one-pagers, briefing decks, email sequences, case studies.

Give the model a populated example and the time you save compounds week over week.

The marketers getting the most out of Al aren't writing better
prompts. They're showing the model what "good" looks like.
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Your first 90 days

A pragmatic rollout plan for marketing
teams just starting, or restarting.

Don't try to boil the ocean. The strongest Al rollouts in
marketing teams I've seen treat the first quarter as a
structured learning sprint, building literacy, picking targeted
use cases, and earning early wins that unlock the next set of
iInvestments.

Days 1-30 Literacy & landscape

* Run a 60-minute Al literacy session for the marketing org

* Pick one platform per person (ChatGPT, Claude, or Copilot) and use it daily for 2 weeks
« Map your current campaign process end-to-end (Step 1 of the framework)

« Audit your data foundations, segmentation, customer profile, journey

Days 31-60 First use cases

 Run them as time-boxed experiments with a defined success metric
 Document templates for the assets your team produces most
« Set up basic governance: brand voice rules, review checkpoints, hallucination process

Days 61-90 Scale & systematize

« Convert the wins into team standards, templates, prompts, workflows
« Roll out training to the broader team, focused on "how" not just "what"
« Establish a quarterly reevaluation rhythm for tools and use cases

« Brief leadership on impact, business case for next-phase investment

Pro Tip: Resist the urge to deploy a new agentic platform in days 1-30. Build literacy and earn
wins on lower-risk tools first, then your bigger investments land on a team that knows what to do
with them.

‘ * Pick 2—3 high-impact, low-risk use cases from Step 5 prioritization
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Common pitfalls

Patterns I've seen play out across enough

teams to write them down.

Buying tools before mapping the
work

Tool-led Al strategies always look great on paper
and underdeliver in practice. Map the work, then
shop for the tools.

Skipping the data layer

Personalization at scale requires clean, unified
data. Al on top of fragmented data produces
personalized noise, not relevance.

No human in the loop

Probabilistic systems produce confident-sounding
hallucinations. Every customer-facing output
needs a review step. No exceptions.

Every one of these is

Treating Al as a cost-cutting play

Employees feel like Al is being used as a proxy
for headcount reduction, skepticism is rational.
Adoption follows confidence, not mandates.

Mistaking output for outcomes

Faster doesn't mean better. "We're using Al" is no
longer a differentiator. Tie every initiative to a
business metric, before and after.

One-and-done rollouts

Al tools are evolving monthly. Without a quarterly
reevaluation rhythm, today's smart investment is
next year's legacy tool.

recoverable. Catching them early is mostly

about asking better questions before you sign the contract or kick off the project.
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CLOSING THOUGHTS

Your key takeaways

If you remember only six things from this
playbook, make it these.

01 Al will amplify the best marketers, but it won't replace the judgment
that makes marketing work in the first place.

02 Al is a microphone. Fix the foundations, messaging, data, strategy,
customer journey, before you turn up the volume.

03 Literacy gets you in the room. Fluency keeps you in the driver's
seat. Both matter; only one comes from doing the work.

04 Now is the time to uplevel your Al literacy. The question is not
whether to adopt, it's how to do it effectively.

Show business impact, not just marketing benefits. "Hours saved”

05 IS necessary; "revenue moved" is what unlocks the next round of
Investment.
06 The opportunity isn't to survive this shift. It's to lead it. Humans

leading with machines at our side.
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Angela Troccoli is an award-winning global marketing executive and go-to-market
leader with deep expertise in product marketing and startup growth strategy. She
has built and scaled marketing functions across industries and is known for helping
organizations evolve from scrappy startup operations to mature, revenue-driving
machines. Angela brings a pragmatic yet visionary perspective on aligning

marketing with business outcomes, particularly as Al continues to redefine the role
of modern marketers.
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