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1. The Current State: Pilots Everywhere, Impact 

Nowhere  
Across industries, marketing teams are enthusiastically piloting generative AI tools. From 

AI-powered chatbots to automated content creation, the number of experiments is 

soaring. Yet, ask most CMOs or digital leads about tangible results, and you'll often hear 

about isolated wins rather than enterprise-wide transformation.  

 Example: A retail brand launches an AI tool to generate product descriptions, 

increasing speed but failing to integrate with the broader customer journey, 

resulting in little overall uplift.  

 Example: A financial services firm tests AI-driven personalisation in email 

campaigns, but without alignment to sales or service, the 

experiment remains siloed.  

The result? Many organisations find themselves with a patchwork of AI pilots and a sense 

of “AI fatigue”-lots of activity, but little enterprise value.  

1.1 Why Experimentation Doesn’t Translate into Enterprise Value  

Experimentation is essential for innovation, but without a clear path to scale, most pilots 

become dead ends. Common barriers include:  

 Lack of integration: Experiments are not embedded in core marketing processes 

or platforms.  

 Unclear success criteria: Pilots focus on outputs (e.g., number of AI-generated 

assets) rather than business outcomes.  
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 Change management gaps: Teams lack the training or incentives to adopt new 

AI-powered ways of working.  

 Risk and compliance concerns: Legal and brand safety issues stall progress 

beyond the pilot phase.  

Example: An insurance company’s AI chatbot is technically successful but fails to launch 

widely due to unresolved regulatory concerns and lack of alignment with customer 

service protocols.  

1.2 What “Enterprise Capability” Actually Means in Marketing  

Building enterprise capability is about moving from isolated tools to a coordinated, 

strategic approach where generative AI is woven into the fabric of marketing operations. 

Enterprise capability means:  

 Scalability: Solutions can be deployed across markets, channels, and segments.  

 Repeatability: Processes are standardised, not reinvented for each campaign or 

team.  

 Governance: Clear frameworks for risk management, data privacy, and ethical 

use.  

 Measurability: Success is tracked against business outcomes, not just activity 

metrics.  

Example: A global consumer goods company standardises AI-powered content 

localisation, ensuring every market can leverage the tool within brand guidelines and 

regulatory boundaries.  
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1.3 The Leadership Mindset Shift Required  

To unlock enterprise value, leaders must shift from a “technology-first” to a “capability-

first” mindset. This involves:  

 Championing cross-functional collaboration: Bringing together marketing, IT, 

data, legal, and customer teams.  

 Setting bold, outcome-driven objectives: Defining what success looks like at 

scale, not just in a sandbox.  

 Investing in change management: Supporting teams to adopt, adapt, and 

advocate for AI-powered approaches.  

 Balancing innovation and governance: Encouraging experimentation 

while maintaining control and compliance.  

Example: A CMO establishes an “AI Centre of Excellence” with representation from 

across the business, ensuring AI initiatives align with both marketing goals and 

enterprise risk standards.  
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2. Defining the Business Outcomes That Matter  

2.1 Linking Generative AI Use Cases to Growth, Efficiency, and 

Customer Experience (CX)  

Successful AI marketing initiatives start with clear business outcomes. Generative AI can 

drive impact across three pillars:  

 Growth: Unlocking new revenue streams, accelerating lead generation, or 

increasing conversion rates.  

 Efficiency: Reducing manual effort, shortening campaign cycles, or lowering 

production costs.  

 Customer Experience: Delivering more relevant, timely, and personalised 

interactions at scale.  

Example: An e-commerce brand uses AI to dynamically personalise website content, 

boosting conversion rates and average order values.  

2.2 Moving Beyond Vanity Metrics to Value Metrics  

Many AI pilots focus on metrics that are easy to measure but don’t reflect real 

business value. To build enterprise capability, shift from vanity metrics like “content 

pieces generated” or “emails sent” to value metrics such as:  

 Return on Investment (ROI): Direct financial gain from AI-driven campaigns 

compared to costs.  

 Conversion Rate: Percentage of users taking a desired action after engaging with 

AI-powered content.  
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 Customer Retention: Improvement in repeat purchase or engagement rates due 

to AI personalisation.  

 Time to Market: Reduction in campaign launch times, enabling faster response 

to market trends.  

Example: Instead of reporting “1,000 AI-generated social posts,” a telecoms provider 

tracks uplift in engagement and new subscriptions attributed to AI-personalised 

messaging.  

2.3 Prioritisation Framework: Where AI Creates Real 

Business Leverage  

Not all AI opportunities are equal. To maximise impact, use a prioritisation framework 

that scores potential initiatives based on:  

1. Business Impact: How strongly does the use case drive growth, efficiency, or CX?  

2. Feasibility: How ready is the organisation in terms of data, skills, and technology?  

3. Risk and Compliance: What are the legal, ethical, or brand risks involved?  

4. Scalability: Can the solution be rolled out across teams, markets, and channels?  

Example Prioritisation Table:  

Use Case  Business 

Impact  

Feasibility  Risk  Scalability  Total Score  
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AI-Powered 

Content 

Localisation  

High  Medium  Low  High  13/16  

Automated 

Social 

Listening  

Medium  High  Low  Medium  12/16  

Hyper-

Personalised 

Email Offers  

High  Low  Medium  Medium  11/16  

This structured approach helps marketing leaders focus resources on the AI initiatives 

most likely to deliver measurable, enterprise-wide value.  

Moving from AI experiments to enterprise marketing capability requires a clear-eyed 

assessment of value, a shift in leadership mindset, and a disciplined approach to 

prioritising and scaling what works. By focusing on outcomes that matter and building 

the right foundations, marketing teams can unlock the full potential of generative AI-

responsibly, sustainably, and at scale.  

  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     8 
 

3. Use Case Prioritisation Framework: 

Maximising Impact in Marketing  
To achieve meaningful, scalable outcomes with AI in marketing, leaders must move 

beyond generic experimentation and rigorously prioritise use cases that drive real 

business value. A robust framework helps identify initiatives that deliver measurable 

impact, are feasible to implement, and align with organisational governance standards.  

3.1 High-Impact Marketing Use Cases  

 Content Generation and Localisation: Automating the creation and adaptation 

of copy, visuals, and multimedia assets for diverse markets, enabling brands to 

stay relevant and responsive at scale.  

 Personalisation at Scale: Delivering hyper-relevant offers, recommendations, 

and messaging based on customer behaviours and preferences, increasing 

engagement and conversion rates.  

 Customer Experience (CX) Enhancement: Leveraging AI-powered chatbots, 

virtual assistants, and sentiment analysis to anticipate needs, resolve issues, and 

create seamless omnichannel journeys.  

 Actionable Marketing Insights: Using predictive analytics and automated social 

listening to surface trends, optimise spend, and inform strategic decisions.  

3.2 Maturity Model: From Pilot to Production to Scale  

Progressing AI use cases requires a clear view of maturity:  

 Pilot: Small-scale tests or proofs-of-concept, often isolated within a single team or 

campaign.  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     9 
 

 Production: Integration of AI solutions into live workflows, with defined 

processes and measurable KPIs.  

 Scale: Enterprise-wide rollout, with consistent standards, cross-functional 

adoption, and ongoing optimisation.  

3.3 Decision Lens: Value, Feasibility, Risk, and Governance 

Readiness  

Prioritisation should be guided by a decision lens that weighs:  

 Value: Potential to drive revenue, efficiency, or customer satisfaction.  

 Feasibility: Availability of data, technology, and skills to deploy and maintain the 

solution.  

 Risk: Consideration of legal, ethical, and reputational factors.  

 Governance Readiness: Alignment with organisational policies, accountability 

structures, and compliance requirements.  

3.4 Quick Diagnostic: Distinguishing ‘Scale-Ready’ from 

‘Experimental’ Use Cases  

To separate initiatives that are ready for enterprise rollout from those suited for further 

experimentation, marketing leaders can ask:  

 Does the use case have proven business impact in pilot settings?  

 Is there a clear path to integration with existing workflows and systems?  

 Are data quality, privacy, and compliance standards met?  

 Is there organisational buy-in and defined ownership?  
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If the answer is “yes” to most, the use case is likely scale-ready. Otherwise, it should 

remain in the experimental phase until gaps are addressed.  
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4. Operating Model: Integrating AI into 

Marketing Workflowss  
To fully realise AI’s potential, marketing organisations must adapt their operating 

models, ensuring seamless collaboration between humans and AI, clear governance, and 

consistent delivery across teams.  

4.1 Redesigning Workflows for Human + AI Collaboration  

Effective AI integration requires rethinking workflows so that AI augments, rather than 

replaces, human expertise. This means mapping out where automation adds value-such 

as data analysis, content generation, or campaign optimisation-while reserving creative 

strategy, ethical judgement, and final approvals for skilled professionals.  

4.2 Ownership Models: Governance, Execution, and Review  

Clarity of roles is essential. A robust ownership model typically includes:  

 Governance: Oversight of AI adoption, risk management, and policy adherence, 

often led by a cross-functional committee or centre of excellence.  

 Execution: Day-to-day operation and integration of AI tools within marketing 

teams, supported by IT, data, and analytics partners.  

 Review: Ongoing performance assessment, including regular audits and 

refinement of both AI outputs and underlying processes.  

4.3 Embedding AI into Campaign Planning, Execution, and 

Optimisation  

AI should be woven into every stage of the marketing lifecycle. During planning, AI can 

help identify target segments and forecast outcomes. In execution, it enables rapid 
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content creation, personalisation, and real-time adjustments. For optimisation, AI-driven 

analytics provide actionable insights, driving continuous improvement and higher ROI.  

4.4 Preventing ‘Shadow AI’ Across Teams  

Uncoordinated or unsanctioned AI tool usage-so-called ‘shadow AI’-can introduce risks 

and inefficiencies. To prevent this, establish clear guidelines for tool selection, data 

usage, and accountability. Encourage transparency by maintaining a central inventory of 

approved AI solutions and providing regular training to ensure all teams are aligned on 

best practices and governance standards.  

By adopting a disciplined, enterprise-wide approach to both use case prioritisation and 

operating model transformation, marketing leaders can ensure that AI delivers 

sustainable value-while safeguarding compliance, creativity, and customer trust.  
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5. Data, Brand & Trust Guardrails: Foundations 

for Responsible AI in Marketing  
As AI becomes embedded in marketing operations, establishing robust guardrails is 

essential to protect data integrity, preserve brand reputation, and foster trust with 

stakeholders. Marketing leaders must address data readiness, maintain brand voice, 

ensure rigorous oversight, and build confidence both within the organisation and 

externally.  

5.1 Data Readiness: Quality, Access, and Privacy  

High-quality, well-governed data forms the backbone of effective AI in marketing. 

Prioritise data hygiene by standardising sources, eliminating duplicates, and ensuring 

up-to-date records. Secure, role-based access controls should be enforced to prevent 

unauthorised use, while privacy-by-design principles must underpin all data handling-

respecting customer consent, adhering to local and international regulations, and 

embedding robust anonymisation where required. Regular audits and ongoing 

monitoring are crucial to maintain data quality and compliance as the data landscape 

evolves.  

5.2 Brand Voice and Quality Control in AI-Generated Content  

AI-generated content must consistently reflect the brand’s tone, values, and messaging 

standards. Develop comprehensive brand guidelines tailored for AI tools, specifying 

language, style, and prohibited topics. Implement technical controls-such as prompt 

engineering and pre-approved templates-to steer outputs, and conduct regular spot 

checks to catch deviations. Where feasible, blend automated content with human 

creativity to ensure authenticity and emotional resonance.  
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5.3 Review Loops and Human Oversight  

Human oversight remains vital in safeguarding quality and mitigating reputational risk. 

Establish structured review loops for all significant AI-generated assets, assigning subject 

matter experts to approve, amend, or reject outputs. Embed checkpoints at critical stages-

especially for campaigns with high visibility or regulatory implications. Feedback from 

these reviews should inform continuous improvement of both AI models and workflow 

processes.  

5.4 Building Trust Internally and Externally  

Trust is built through transparency, accountability, and clear communication. Internally, 

provide regular training to demystify AI tools and clarify their role in decision-making. 

Externally, proactively disclose the use of AI in customer communications where 

relevant, and offer easy-to-access channels for feedback or complaints. Demonstrating a 

responsible approach to AI reassures customers, partners, and regulators that their 

interests are protected.  
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6. Governance & Risk Framework for Marketing 

AI  
Effective AI adoption in marketing demands a well-defined governance framework that 

balances agility with risk management. This involves setting clear policies, 

delineating approval and accountability models, and staying ahead of regulatory 

requirements-without stifling innovation or speed.  

6.1 Policies for AI Usage in Content, Customer Experience, and 

Analytics  

Document clear, actionable policies governing where and how AI can be used-across 

content creation, customer interactions, and analytics. Specify acceptable and prohibited 

use cases, minimum standards for model transparency, and escalation procedures for 

exceptions. Regularly update these policies to keep pace with evolving technology, 

business needs, and external expectations.  

6.2 Approval, Escalation, and Accountability Models  

Assign defined roles and responsibilities for AI oversight, with tiered approval processes 

based on risk level. For example, low-risk outputs (e.g., internal reports) may require 

light-touch review, while customer-facing or regulated content should pass through 

multiple layers of scrutiny. Establish clear escalation paths for issues, and maintain logs 

of decisions to support auditability and continuous learning.  

6.3 Regulatory and Compliance Considerations  

Stay abreast of relevant regulations-such as GDPR, ePrivacy, and sector-specific 

guidelines-and embed compliance into AI workflows from the outset. This includes data 

minimisation, robust consent management, and prompt response protocols for data 
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subject requests. Engage legal, risk, and compliance teams early to interpret 

requirements and pre-empt challenges, ensuring AI-enabled marketing remains on the 

right side of the law.  

6.4 Moving Fast Without Creating Hidden Risk  

Agility and safety can coexist when guardrails are clear and consistently enforced. Pilot 

new AI initiatives in controlled environments, using sandboxing and staged rollouts to 

surface potential issues early. Foster a culture of shared responsibility, where teams are 

empowered to flag concerns and propose improvements. Balance speed with diligence 

by automating routine checks, but never bypass human judgement for critical 

decisions. Ultimately, a proactive, transparent approach enables marketing 

organisations to harness AI’s power while protecting what matters most-data, brand, and 

trust.  
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7. Capability Building: Skills & Team Readiness  
As AI reshapes the marketing landscape, teams must acquire new skills to thrive. 

Technical proficiency in AI concepts, data interpretation, and prompt engineering is 

increasingly valuable, but so too are critical thinking, ethical awareness, and creativity. 

Marketers should be comfortable collaborating with data scientists and technologists, 

while also maintaining a strong grasp of customer insight and storytelling. Adaptability 

and a willingness to experiment are essential, as roles shift and new 

responsibilities emerge.  

7.1 Role Evolution: Marketers, Analysts, Creatives, Leaders  

The rise of AI is transforming traditional marketing roles. Marketers are becoming 

orchestrators of AI-powered campaigns, analysts are focusing more on strategic 

interpretation rather than manual reporting, and creatives are leveraging AI to enhance 

ideation and personalisation. Leaders must champion responsible AI adoption, balancing 

innovation with oversight and guiding teams through change. Cross-disciplinary 

collaboration is vital, with fluid boundaries between functions to maximise value and 

agility.  

7.2 Building Internal AI Literacy Without Over-Reliance  

Developing AI literacy across the organisation is key, but it should not lead to dependence 

on tools alone. Offer targeted training that demystifies AI, explaining its capabilities and 

limitations in practical terms. Encourage hands-on experimentation through pilot 

projects, peer learning, and knowledge sharing. Foster a culture where curiosity and 

critical evaluation coexist, ensuring that human judgement remains central to decision-

making and that AI is seen as an enabler rather than a substitute.  
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7.3 Change Management: Adoption Beyond Early Enthusiasts  

Successful AI adoption requires broad engagement, not just from early advocates. 

Implement structured change management programmes, including clear communication 

of benefits, tailored training, and opportunities for feedback. Address concerns openly, 

highlighting how AI can augment-not replace-existing expertise. Recognise and reward 

contributions to AI initiatives, and provide ongoing support to help all team members 

build confidence and capability in the new environment.  
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8. Measurement & Value Realisation  
To unlock the full potential of AI in marketing, measurement must extend beyond simple 

output metrics. Define KPIs that capture improvements in customer engagement, 

conversion rates, campaign relevance, and overall business impact. Consider metrics 

such as speed to market, quality of content, personalisation effectiveness, and uplift in 

ROI. These indicators provide a holistic view of how AI is driving value, enabling 

informed decisions about scaling or refining initiatives.  

8.1 Measuring Impact on Performance, Speed, and Quality  

Assess the impact of AI by tracking enhancements in operational efficiency, campaign 

turnaround times, and content quality. Use benchmarking to compare AI-enabled 

activities against traditional approaches, identifying areas of improvement and potential 

pitfalls. Quantitative and qualitative data should be combined to ensure a balanced 

perspective-consider customer feedback, brand sentiment, and creative resonance 

alongside hard numbers.  

8.2 Feedback Loops to Continuously Improve AI Use  

Continuous improvement is essential for sustained success. Establish robust feedback 

loops involving both human review and automated monitoring. Regularly solicit input 

from end-users and customers, and use these insights to refine AI models, workflows, and 

governance. Adapt KPIs as objectives evolve, and ensure lessons learned are shared 

across teams to build organisational knowledge and resilience.  
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8.3 When to Scale, Pause, or Retire AI Use Cases  

Decisions about scaling, pausing, or retiring AI initiatives should be data-driven and 

aligned with strategic goals. Scale when proven impact, clear integration pathways, and 

strong governance are present. Pause to address gaps in quality, compliance, or adoption, 

and retire use cases that no longer deliver meaningful value or pose risk to brand or data 

integrity. Regular review ensures resources are focused where they matter most, 

sustaining momentum and safeguarding trust.  
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 Conclusion: Building AI as a Core Marketing 

Capability 
Generative AI will continue to accelerate how marketing teams create, personalise, and 

operate. But speed alone does not create advantage. Organisations that treat AI as a set 

of tools will see short-term efficiency gains. Organisations that build AI as a capability 

will create long-term competitive advantage. 

The difference lies in intent and design. Enterprise capability means clear business 

ownership, embedded governance, data discipline, and teams that know how to work 

with AI-not around it. It means moving from isolated use cases to repeatable, scalable 

ways of applying AI across the marketing lifecycle. And it means balancing innovation 

with trust, so that growth does not come at the cost of brand credibility or compliance 

risk. 

The next phase of marketing leadership is not about adopting more AI tools. It is about 

designing an organisation that can continuously absorb, govern, and extract value from 

AI as the technology evolves. Leaders who invest early in operating models, skills, and 

guardrails will not only move faster-they will move with confidence. 

The question is no longer whether generative AI belongs in marketing. 

It is whether your organisation is building it as an experiment-or as a core enterprise 

capability. 
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