Digital Marketing Tools:
Selection and Workflow Design

Ca"’ Course promise: move from tool sprawl to a lean,
intentional marketing stack

e0o Audience: marketing leads, ops, creators, and
f@® 5 teams wearing many hats

00> Arc: map workflows — read the 2026 landscape —
score and select — design — govern and measure

= Takeaways: a selection scorecard, one end-to-end
workflow blueprint, and a 30-day action plan

o Ground rule: technology serves strategy — fewer
tools used well beats a large misunderstood stack




The Real Problem:
Tool Sprawl, Not Tool Scarcity

e Small-team pain: overlapping
subscriptions, disconnected data,
manual handoffs, CSV exports

® Only 49% of martech tools are actively
used; just 15% of organizations are
high performers (Gartner)

e Biggest waste: buying tools before
fixing workflows, CRM hygiene,
and attribution

e 2026 market: ~15,500 solutions,
spend past $1T, 60% of CMOs lack
evaluation time

e High-leverage decisions are
architecture and process — not more
vendor demos




Design the work. Then choose the tools that support it.
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Trigger Inputs Steps Handoffs Review Definition Timing Measures
Points of Done

® Map recurring workflows first: campaign launch, content production, lead capture, reporting
® One-page map: trigger, inputs, steps, handoffs, review points, definition of done, timing, measures
@ Find real leverage: handoffs, approval loops, manual reporting, data re-entry

Define must-have capabilities from the map, not vendor feature lists

@ For every tool: name what nothing else in the stack already does



The 2026 Tool Landscape at a Glance

A layered view of a connected, evolving ecosystem
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Al is now baseline inside platforms
Check if it's native to the data model.
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Five stack layers: data and
identity — systems of record —
engagement — acquisition —
governance

Overlaps persist; suites and
best-of-breed both viable,
depending on who maintains
integrations

Al is now baseline inside
platforms — check if it's native
to the data model

Fastest-moving areas: analytics
instrumentation, iPaaS/data
integration, privacy governance

Read vendor claims critically:
separate what's demonstrated
vs. documented vs. promised



Selection Criteria and a Weighted Scorecard SRIGHTER GUTCOMES

@ Eight dimensions: functional fit, integration depth, data ownership, security, TCO, vendor viability,
usability, Al governance

Keep 6-8 weighted categories: define what a 5 looks like for each
Gate criteria: a fatal gap on a deal-breaker disqualifies the vendor

TCO includes seats, tiers, implementation, migration, training, and admin FTE time
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Criteria Description What a 5 looks like Evidence Evidence

Two reviewers—one technical, one business—record evidence per line

(Technical Reviewer) (Business Reviewer)

Functional fit
Integration depth
Data ownership »

Security
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TCO

22 Vendor viability
(] Usability
{]} Al governance



Running a Realistic Pilot Before You Buy

Define problem statement and
measurable success criteria
before any demo 1

Shortlist 3-5 vendors; require
evidence in your sandbox with
your data

Script pilot tasks from workflow
map: one campaign, segment,
report end to end

Set go/no-go thresholds in advance:
time-to-task, manual steps removed,
failure behavior

Pilot a frequent, reversible process —
not a business-critical one
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Integration, Data Flow, and a
Minimum Architecture

@® One source of truth for contacts,
events, and reporting — usually
the CRM

@® Every revenue-critical field needs
a named owner and read/write rules

CRM
(Source of Truth)

@® Match the method: native connectors,
APIls, webhooks, or middleware for
orchestration

@ Prevent duplicates and conflicts:
normalize identity, assign a field owner,
log update IDs

Unsubscribe and consent must
propagate to every sending system
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Workflow Design Patterns for Small Teams
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with a defined activity payload

Content pipeline: idea — brief — draft — review — publish — measure; one owner, time limit per stage
Campaign ops: brief — build = QA — launch — monitor — retrospective, with explicit approval gates
Lead flow: capture — qualify — route — nurture — sales handoff, with a defined activity payload

Avoid the common stall: never two approvers with equal authority at the same gate

Separate strategy, production, review, and launch so work stays focused



Human-in-the-Loop Approval for Al-Assisted Work
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Tier gates by consequence, not tool: read/report, draft, change, send-or-spend
Decision packet: exact draft, audience, channel, claim sources, execution effect
Bind approval to a specific action version; any material change reopens review

Recheck live conditions pre-send — a reply or opt-out overrides approval
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Queue for real capacity: primary reviewer, named backup, escalation, wait/expire default



Governance, Adoption, and Subscription Control

& One named owner per tool;
o uarterly audits beat annual =
gurprise: Subscription Ledger
ti Usage Next
o P Tool Owner R%nai:al Dtgdiﬁse o= Evidence Action
i enewal calendar: dates,

notice deadlines, cost, usage
evidence, next action

Start renewals 120 days out —
begin with usage truth, not the
invoice

Drive adoption: training,
templates, docs, and a champion
per workflow ———
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° Decide policy upfront: who buys
tools, who touches customer
data, Al rules



Measuring ROl and Running
the Quarterly Stack Review

Capture baselines before rollout:
cycle time, manual steps, cost per lead

Utilization above 70% is healthy;
below 50% signals real problems

Keep ROI simple: hard savings,
time saved, revenue impact

Track integration health — sync failures
and data lag are invisible costs

Quarterly review: usage, cost, gaps,
overlaps — then retire, downshift,
consolidate, or replace
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Hands-On Workshop:
Scorecard and Workflow Blueprint
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Exercise 1: score two candidate
tools — gates plus weighted
criteria, evidence per line

Exercise 2: map one end-to-end
workflow; mark tool touchpoints,
handoffs, botleneck

Exercise 3: draft a 90-day
adoption plan with owners,
review dates, measures

Peer review: measurable
problem, one owner per step,
explicit data owner, exit conditions

Deliverable: submit the
completed scorecard and
workflow map

Scorecard End-to-End Workflow

Peer Review Checklist
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Common Pitfalls and How to Avoid Them
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Buying before Integration debt: Automating noise: Over-approval: Repeated
mapping: unowned manual exports more content queues beyond rejections signal
processes just and imports add with flat pipeline team capacity a weak brief or
move uncertainty recurring, invisible is not efficiency become the new knowledge source,
to another queue costs bottleneck not more reviewers
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'O‘ Fix the upstream cause first; then decide if another reviewer is truly needed.



Action Plan: Your First 30 Days
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inventory tools with set criteria, gate run one sandbox pilot; decide, communicate

owners and costs; requirements, and document integrations, to budget owners,

map top three scoring weights; field owners, set renewal calendar

workflows agree success consent flow and review cadence
measures

proves value

@ Commit to one measurable baseline so the next review



PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A

personwise.ai/t/3ad139ce/public
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