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About Tru

We are a results-oriented global digital transformation agency dedicated to discovering new possibilities
and guiding enterprises through the digital landscape with innovative thinking and outcome-driven
solutions.
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Years in Operation Global Team Projects Delivered Clients Globally

Our focus remains on aligning operations with the evolving needs of our clients, applying Al and advanced

technologies where they make a meaningful difference.

At Tru, we are committed to empowering organizations to thrive and achieve excellence. With our extensive
expertise across Al, data, and digital platforms, proven track record, and disciplined execution, we help
businesses navigate the complexities of the digital world and enable sustained business progress.
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Our Team of Contributors

Yoga Sukma Desa %\ Kimberley Carrera

Having 10 years of experience at TRU, Yoga brought a With over 20 years of industry experience, including
thoughtful experience-led approach to this playbook. 2+ years at TRU, Kimberley brought a steady strategic
He focused on how readers move through ideas, using perspective to this playbook. She guided conversations
clear and intentional visuals to support the story, with marketing and technology leaders, keeping ideas
strengthen understanding, and make each page feel grounded in real enterprise experience and focused on
purposeful and engaging. accountability, clarity, and growth outcomes.

Kashish Chauhan

As the content lead and author of this playbook, Kashish brought clarity and heart to every page. She created the flow
by blending deep insights with a reader-first perspective, designing diagrams that help complex ideas click without
overwhelming. Her care for tone and consistency gives the playbook a voice that invites confidence and exploration.

Aditi Bhardwaj

Aditi, the social media expert focused on branding and social media promotions, reviewed the playbook with a careful,
attentive eye to ensure alignment and cohesion. She shaped how the content and visuals would carry across
channels, keeping everything polished, harmonious, and true to TRU’s voice.

Mehak Sainani

Mehak shaped the strategic direction and intent of the playbook, grounded in a deep understanding of digital
transformation and real-world business systems. She brought people, perspectives, and execution into a clear,
actionable narrative that reflects Tru’s approach to intelligent transformation.

Ruby Soeriatna

With more than a decade of experience, Ruby is the anchor that keeps every project steady. As project manager, she
coordinated moving pieces, kept the team aligned, and ensured deadlines were met. Her leadership in the Graphics
Department ensures every detail, big or small, receives careful attention and meets the highest standards.

Dimas Satria Putera

As the graphic and layout lead, Dimas shaped the visual structure of the playbook from start to finish. He translated
complex ideas into clean, well-paced layouts, making each section feel intentional and easy to navigate. His strong
sense of hierarchy, spacing, and flow brought visual harmony, helping the content feel clear, confident, and enjoyable
to read.

The design team added warmth, rhythm, and personality to the playbook’s visual language.
Ayu Devinoviandari and Fawnia Putri brought dividers, case studies, and infographics together
with a sense of flow and feeling, while Fawnia also shaped the first impression through the
cover. Yogi Badru Zainal defined the visual voice of case studies and infographic moments,
supported by Yusril Permana Ali and lIham Fadillah in bringing depth and detail to each visual
story. Annisa Soekadis focused on infographics, transforming dense ideas into visuals that
feel natural, balanced, and easy to take in.

Disclaimer: The content provided by Tru is for general information purposes only and should not replace consultation with our professional advisors.

This document may reference trademarks owned by third parties, all of which are the property of their respective owners. Tru does not intend, express, or
imply any sponsorship, endorsement, or approval of this content by the owners of such marks.
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The State of Al Marketing in 2026
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t Chapter 1: The State of Al Marketing in 2026: From Pilot to Performance

Marketing’s center of gravity shifted overnight.

What once took weeks of analysis now happens

in seconds. What required committees now run
on algorithms. What lived in quarterly reviews now
flows through live dashboards.

According to Fortune Business Insights, the global
Al market hit US$S 294.16 billion in 2025 and is

on track to reach US$ 1.77 trillion by 2032. This
investment powers systems that outperform
manual work at every level.

Boards place greater weight on speed, retention,
and confident choices instead of clicks or
impressions. Every system and interaction now
produces insight that supports clear action.

Al drives the PACE while HUMANS define the
DIRECTION. This hybrid model sets the foundation
of competitive strength in 2026 and the force that
will shape market positions through 2028.

1.1 The Great Marketing Shakeup

Marketing teams moved past experimentation
and entered full operational use. A survey shows
60% of marketers now use Al daily (Social Media
Examiner).

Decisions happen quickly, with teams responding
to insights as they emerge. Campaigns operate as
living systems that learn and activate continuously.
Leadership focuses less on managing tasks and
more on enabling clarity exactly when it is needed.

Intelligence Shows Up Across Every
Function:

4 I

Creative teams produce hundreds of

»
variations before competitors approve one
» Media teams adjust bids within minutes using
live performance signals
> Customer success teams receive churn alerts
before customers start signaling concern
\_ J

truinc.com

The pressure comes from legacy processes that
simply cannot match the pace of today’s marketing
environment. The real challenge is embedding
intelligence into daily operations so that speed and
consistency define success.

1.2 Dollars Decide the Next
Winners

Money signals who believes in intelligence as a
strategic force multiplier. Companies integrating
Al in at least three core marketing functions report
roughly 32 percent ROI gains (SgMagazine).

When intelligence is implemented in fragments,
investments often fail to deliver value.

Investment Focus That Drives Results:

Predictive analytics and campaign
optimization

Customer journey optimization and
feedback loops

Metrics tied to retention, lifetime value,
and decision speed

Al-enabled workflow and decision support

CFOs are directing budgets to intelligence systems
that eliminate inefficiency and strengthen financial

control.

L Remember

Smart funding moves systems forward, but
unfocused dollars hold them back.
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1.3 MarTech Systems Reach Their Breaking Point

Marketing systems built for yesterday’s campaigns are straining under today’s demand for continuous
intelligence. Without the right architecture, coordination, speed, and adaptability, it weakens.

a N

Pressure Points Marketing Leaders Face

Data Overload Without Slowdowns Real-Time Activation The Speed-Stability Balance

Massive information loads requiring Continuous learning, Moving fast without sacrificing
instant clarity and decisions. continuous action. governance or operational reliability.

The cost of staying on outdated architecture shows up as latency, data inconsistency, operational drag, and
rising compliance failures. Forward-thinking marketers harness technology to surface patterns and move
decisively while staying in charge.

Walmart’s Omnichannel Power Play:’. \'l
A Well-Oiled MarTech Engine ' l.\

Walmart Connect posted 31% year-over-year growth in Q1 FY26, reaching around 150 million customers every week. This performance underscores a
marketing engine built for reach, speed, and measurable results.

Key Highlights
| & KeyHighlightts o

Display Advertising API Tangible ROI Customer Reach

Enables brands to run campaigns Case studies show campaigns Weekly engagement with

efficiently across digital and achieving up to 563% ~150 million shoppers

in-store channels. year-over-year growth. demonstrates scale and
penetration.

. Takeaway Walmart treats its MarTech and data stack like a finely tuned engine, delivering insights in near real time, accelerating
experimentation, and powering growth across every channel. This is the operating model modern marketing teams are

competing against.

Source: Walma
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1.4 Trust Rules the Confidence
Economy

Consumers and regulators demand transparency
and fairness. Leaders must answer not only what

intelligence can do, but what it should do. Recent

data highlights the stakes:

of marketers are currently using
generative Al tools (Salesforce).

of advertisers have experienced
an Al-related issue in their
advertising efforts, such as bias,
hallucinations, or off-brand
content (IAB).

plan to expand investment in

Al governance or brand integrity
oversight in the next 12 months
(IAB).

Critical Considerations Include:

/

» Embedding consent and transparency from
model design

» Continuous auditing for bias, harm, and
ethical risk

» Communicating clearly with consumers about
intelligence use

o

Poor oversight harms brand reputation, invites
regulatory scrutiny, and weakens long-term
consumer trust. Confidence positions trust as a
strategic asset that powers bold decisions and
brand strength.

1.5 Intelligence Becomes
Marketing’s Operating Core

In 2026, leading organizations will build their
marketing machine around intelligence as the
foundation. Strategy, systems, creativity, and
measurement move together in a continuous loop
of feedback and rapid decision-making.

Monitor retention, lifetime value, and decision speed
like a pilot navigating a busy sky.

Create platforms that respond instantly and adapt
as the market moves.

Maintain governance and compliance while keeping
operations running smoothly.

The future of marketing moves past manual
planning into responsive, insight-driven action.
Every interaction drives results when operational
confidence, agility, and accuracy lead the way.
Intelligence becomes the heartbeat that sets leading
brands apart.
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t Chapter 2: The First-Party Data Imperative: Building Customer Ownership

For a decade, marketing teams rented attention
from Google and Meta, but the model breaks in
2026.

Organizations bringing customer signals together
into unified, permission-based systems are capturing
market share, while those dependent on third-party
platforms are watching margins shrink.

According to CDP.com, the global CDP market is on
track to reach $28.2 billion by 2028, expanding at a
powerful 39.9% CAGR. As adoption rises, first-party
data is enabling richer personalization and helping
teams create more connected, efficient customer
interactions.

The impact shows almost immediately. Early action
in Q12026 gives a six-month lead that can deliver a
year or more of sustained advantage over
slower-moving teams.

®
= What Changed
b ¢

% Old Approach

truinc.com

2.1 First-Party Data Finally Gets
the Attention It Deserves

For years, first-party data collection was buried
in IT roadmaps. Compliance teams managed
it. Marketing teams ignored it. Data remained
fragmented across disconnected systems.

The silence ended in 2025 as regulations tightened
and customers demanded more transparency.
Organizations recognized that first-party data was
not a compliance requirement but the foundation
for competitive differentiation.

The shift is visible in organizational structure.
CDPOs (Chief Data and Privacy Officers) now sit

at C-level tables. Marketing budgets flow toward
first-party data infrastructure instead of third-party
media buys. IT roadmaps prioritize data unification
over channel management.

@ 2026 Operating Model

Third-party

Budget allocation
9 media

Governance

Point solutions for each

I .
Technology investment channel

Performance

Attribution metrics
measurement

Decision cycles

First-party
data

Privacy team owns data

Weekly campaign reviews

First-party data infrastructure > legacy
channels

Business and privacy teams align on data
strategy

Unified data platforms + modular
activation

Incrementality + customer lifetime value

Real-time, data-driven decisions

For CMQs, this shift means data strategy is now inseparable from business strategy. First-party data has
become the operating model that determines speed, personalization, and revenue growth.

10
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2.2 Decoding The Customer Signals

Not all customer data carries equal value. Your customers leave distinct signals throughout their journey.
Organizations that understand these signals accurately leverage them quickly.

First-party customer signals fall into four categories:

| What It Reveals Q Common Indicators

Show what customers do and indicate Website interactions, browsing history,

Behavioral Signals intent in real time purchase sequences, and content
engagement

Communicate preference and Subscription choices, email frequency,
Consent Signals . : > E i

permission channel preferences
Transactional Predict future value and lifetime Order frequency, average order value,
Signals potential product affinities, loyalty participation
Contextual Enable relevance by showing when and Geographic location, device type, time
Signals where to engage of engagement, and seasonal behavior

Organizations winning in 2026 synthesize all four signal types into one unified customer view. No separate
streams. One record of truth.

2.3 Customer Signal Architecture

Why CRM Is Not Enough?

The Missing Piece of the Data Puzzle Explained.

4 ) 4 N
Legacy Approach Unified First-Party Data
— = hdt >
| oo
Web analytics Transactional Email CRM
data activation engagement
Isolated Q ® ‘ Single u
Systems Customer
Record
Advertising Analytics
CRM platform Loyalty system platforms measurement
@> 6-8 weeks to compile reports ) C Real-time activation )
. J/ . J
- J

11
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When customer signals are brought together,

they form a single, living view of the customer.

This unified perspective allows organizations to
understand intent, preferences, and context in real
time, using insights to guide decisions and actions
with clarity.

2.4 What Unified Data Actually
Wins (In Dollar Terms)

Unified customer data isn’t a technology project.

It’s a revenue accelerator that compresses decision

cycles and eliminates operational waste.

When customer information flows from
one source, key shifts follow:

Campaign velocity accelerates.

Three-month initiatives compress into three-week
sprints.

Experience consistency improves.

One customer record means one personalized
offer across all channels. No conflicting messages.

Operational headcount optimizes.

Teams stop reconciling data. They start activating
camjpaigns.

Compliance risk drops.

Unified systems carry transparent consent trails.
Regulatory scrutiny becomes straightforward.

Adobe’'s Data

Stack: 431% ROI
in Three Years

Forrester’s TEl study of Adobe’s CDP and marketing tools
shows exactly what unifying customer data can achieve.

Outcome | Impact/Result
C
ROI 431% over three years
O
Payback /

Time to Value Less than 6 months

K

Analyst

Productivity 30% increase

-
Campaign
Orchestration

Efficiency 20% improvement

Unified customer data delivers

v' Takeaway speed that fragmented systems

cannot match. Organizations
consolidating their data
infrastructure see payback in
under six months while gaining
the operational velocity that
turns market signals into
revenue opportunities.

Source: Adobe fc 12
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2.5 Why Permission-Based Data Outperforms Bigger Databases
Consent is the currency of first-party data relationships.

Consent-led identity means explicit permission precedes every data use. Customers opt into marketing
emails separately from SMS, differently from loyalty programs. Each permission is specific, revocable, and
trackable.

The Power of Permission:

e When customers grant explicit consent, they e | hevoluntary nature of permission marketing
signal a genuine interest in the brand and a significantly impacts conversion rates
willingness to engage (Mailchimp)

e Permission-based communications are e Irustdevelops as brands consistently meet
targeted and relevant, aligning closely with expectations set during the opt-in process
customer needs and preferences

Data practices are transparent by default. Customers know what you collect, how you use it, and with whom
you share it.

Customer preference is honored continuously. When a customer says “weekly emails only,” your systems
enforce that across all channels.

2.6 The Data-to-Decision Flow That Frames Smarter Marketing

First-party data generates a competitive advantage only when it informs faster, smarter decisions.
The framework operates in four stages:

The Marketing Decision Loop Built on First-Party Data

Capture o 3 Unify e Activate L

Customer interactions Signals consolidate into a Records flow to email, Performance, behavior

flow into a unified layer —> single record where —> advertising, CRM, and —> changes and revenue

tagged with consent and touches merge into ecommerce through outcomes feedback,

timestamp. a comprehensive view. personalization systems. informing the next cycle.
4N y,

Leverage first-party data in a continuous loop to drive smarter marketing decisions.

This framework transforms first-party data from a management problem into a business strategy. Each stage has clear
ownership, measurable outcomes, and a direct connection to revenue.

- The Mandatory Monday Which stage is your bottleneck? Most organizations fail at Unify (fragmented records
Morning Audit across 6-12 systems) or Activate (batch processing instead of real-time triggers).

Diagnose the bottleneck first. Fix Unify before optimizing Activate. Fix Activate before

[\ H
& TheFix perfecting Measure. Sequential fixes beat parallel pilots.

13
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Privacy regulations evolved faster than most
organizations adapted. What began as compliance
friction has become the fastest path to customer
trust, permission-based data access, and
competitive revenue growth.

Regulatory Pressure Intensifies:

e Regulatory enforcement accelerated in 2025.
The FTC took action against 20 companies for
data privacy violations between August
2023-2024. (Statista)

e GCDPR fines have reached €5.88 billion by
January 2025, including record-setting

penalties for major tech companies. (DLA Piper)

Customer permission is now marketing’s primary
currency. Earn it through transparency, win
first-party signals. Hide your practices, lose
everything.

3.1 Regulation Shifted.
Competition Changed Too.

The global data privacy software market reached
a significant scale, with organizations investing
heavily in compliance infrastructure. Yet the real
shift is strategic, not technological.

Consumers now expect transparency. The
smartest organizations flip the privacy script from
“We comply with regulations™ to “We respect your
data and put you in control.”

What changed at the core:

e Budget Priorities: Investment is directed to
permission-based infrastructure instead of
compliance-only tools

e Governance Ownership: Privacy and marketing

teams now share data strategy rather than
operating in silos

Database Philosophy: Permission-dense

truinc.com

®
customer files outperform large, ambiguous
databases

e Marketing Velocity: Privacy-first design

accelerates deployment (compliance built in,
not bolted on)

3.2 Privacy by Design Ends
the Compliance Drag

Most organizations bolt privacy onto existing
marketing infrastructure. Collect data first, ask
compliance questions later. This backwards
approach creates friction, regulatory risk, and
customer distrust.

Privacy-by-design organizations reverse the
sequence. Privacy and consent come first. Data
collection follows.

How this works operationally:

Purposeful collection.

Capture specific customer signals that support
business outcomes rather than every available
data point.

Consent flows with data.

The email team knows which customers
consented to promotions. The analytics team
knows which signals came from explicit
permission.

Automatic customer control.

Preference changes and deletion requests trigger
instant system updates. No manual workflows are
needed.

Continuous governance.

Privacy checks happen daily. Bias validation,
consent tracking, and Al explainability run as
ongoing operations.
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Timeline Comparison: Privacy Integration

truinc.com

Legacy Approach

Legacy privacy retrofitting takes longer because legal review happens at the end.

O-@-0

Planning Data Mapping Legal Review Legal Review Technical
and and Mitigation and Mitigation Architecture
Assessment (Phase ) (Phase 2) and DPIA

Longer timeline Sequential Legal comes last
-

Privacy by Design

Privacy by design shortens delivery because legal, compliance, and tech start together.

DPIA integrated
into the design
phase

Legal and compliance Design with built-in Embedded controls
are integrated from privacy requirements and continuous
day one monitoring
A | A
| , |
S J

Shorter timeline Parallel workflow Legal embedded from the beginning
o

© Quick win for smart teams

N

Audit one active campaign end-to-end. Map where consent is checked. If compliance review happens after creative
approval, you’re designing backwards. Define consent requirements first, build the campaign second.
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3.3 The Trust Matrix: Speed with Governance

Privacy-first organizations operate within a framework that balances innovation velocity with compliance
assurance.

Plot every initiative within this matrix. High-innovation, high-compliance initiatives get full investment.
High-innovation, low-compliance initiatives get redesigned before launch.

Innovation Risk Low Compliance Reward High Compliance Reward

High Risk Red Zone: Redesign Required Yellow Zone: Proceed with Guardrails

Low Risk Gray Zone: Simplify or Eliminate Green Zone: Full Investment

The 2x2 Decision Matrix for Evaluating Marketing Initiatives

High
Red Zone - Yellow Zone
High-risk ideas with limited compliance value that Promising initiatives that require strong oversight,
~ demand immediate rework before moving ahead. policy checks, and monitored experimentation.
2
C
e
©
> N
2 Gray Zone hl
£ 1
Low-value efforts that should be streamlined, High-reward, low-risk opportunities ready
reduced, or phased out to free up resources. for confident scaling and accelerated execution.
Low
Low High

Compliance Reward

Example applications by industry:

Retail: Real-time location personalization with explicit consent? Green Zone. Deploy now.

CPG: Predictive purchase modeling with unclear data lineage? Yellow Zone. Fix consent first.

RAR

Financial Services: Generic campaigns with ambiguous opt-in? Gray Zone. Kill it, redirect the budget.

This framework prevents two common mistakes: regulatory timidity and compliance blindness. The Trust
Matrix keeps both sides moving together.

3.4 Incrementality Beats Attribution Every Time

Most organizations measure marketing through last-click attribution. This approach is broken. Privacy-first
measurement requires incrementality testing.

17
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The Fundamental Difference:

e Last-click attribution asks: \Which touchpoint gets credit? (Requires third-party tracking, low revenue
accuracy)

e Incrementality testing asks: How much additional revenue did this action generate? (First-party data
only, high revenue accuracy via A/B testing)

Incrementality measures the actual revenue impact of a specific action, not the correlation with conversion.
You hold a small percentage of the audience away from a campaign. Compare their behavior to those
exposed. The difference is incremental lift.

Why this matters for privacy-first marketing:

e No third-party tracking required. Incrementality testing relies on first-party behavior only.

e Revenue-accurate measurement. You measure what actually drives revenue rather than what sits
closest to conversion.

o Industry-specific applications: Supports confident, privacy-safe decisions based on proven
incremental impact.

3.5 Consent Systems Customers Actually Use

Compliance-first consent design creates friction and drives drop-off. Privacy-first organizations design
consent as a living system shaped by customer choice at every interaction.

In 2024, 36% of internet users worldwide exercised their right to access personal data, up from 24%
in 2022 (Statista). This rise reflects deeper customer engagement with privacy controls and growing
expectations for transparency.

What Customers Demand vs. What Organizations Deliver

% Common Indicators iﬁi What Customers Want @ What They Reject
Initial opt-in Explicit, in context during signup Hidden inside long-term conditions
Preference updates One-click access from email, app, and Buried deep inside the account

web settings
Change timing Immediate enforcement 5 to 7-day processing delays
Consistency Unified rules across every channel Different policies across departments

18
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Systems that ensure compliance are the same
® Quick win for retail brands systems that enable real-time personalization,
' segmentation, and testing.

Add “Manage Preferences” to every email footer.

Direct channel controls: email frequency, SMS timing,
loyalty offers. No login. Instant changes.

’ Questions Exposing
‘ Revenue Gaps

Unsubscribe rates drop significantly when customers
dial down instead of opting out.

. 1. Consent Completeness
3.6 Privacy Infrastructure That '

Generates Revenue

Do your email team and analytics
team have the same answer about

Most organizations build privacy infrastructure to which customers permitted what?

avoid fines. Privacy-first organizations build it to Different answers = unification
generate revenue. problem.

Privacy governance transforms business

performance: 2. Activation Speed

How long from consent capture to
campaign deployment?

Regulatory Safety

Weeks = infrastructure blocking

Lower compliance costs, reduced risk exposure,
revenue.

faster audit cycles

Customer Trust

3. Customer Control

Can customers change
preferences instantly across all
channels?

Higher engagement rates, lower churn, stronger
brand perception

Friction here drives opt-outs.

Permission Signals

Better segmentation quality, higher campaign RO,
predictive accuracy The question is not whether to invest in privacy

infrastructure. Regulation demands it. The question

is whether you design that infrastructure to
Competitive Moat generate revenue alongside compliance.

Organizations that do this achieve twice the

Permission-based data that builds durable,
irreplaceable brand loyalty impact: lower regulatory risk while generating

higher customer lifetime value.

Every consent, every choice, builds trust customers
can see and feel.

19
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Monolithic MarTech platforms are breaking under 2026 amplifies the split between organizations
their own weight. Organizations using modular, that connect their stack and those that don’t.
composable stacks move from idea to launch in Composability decides whether campaigns race
weeks, while teams tied to all-in-one platforms ahead or crawl.

watch timelines stretch into months.

What the Data Reveals: 4.1 Why All-in-One Platforms

Slow Everything Down

e |Nhe MarTech landscape now includes over

15,000 MarTech tools. (Martech) Traditional MarTech prioritized channels over
understanding the customer. Email tools,
advertising platforms, CRM systems, and analytics
solutions functioned in isolation.

Yet 28% of B2C marketers agree their

tech portfolio is too complex, containing
redundancies that create inconsistent
customer experiences. Only 19% believe one
vendor can provide all the capabilities they
need. (Forrester)

The Monolithic Trap

Simple on the Surface

DataSilos -—— - — - Bk, . YR £ P ey — — - Integration Friction

Vendor Lock-in - — - - "Gk A IR - — — — — — - Redundant Spending

Monolithic systems look simple, but hidden issues slow everything beneath the surface.
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The Four Failure Points Inside Monolithic
Stacks:

e Data Silos: Campaign decisions slow down as
teams wait days or weeks for reporting.

e Integration Friction: New capabilities take
months to deploy and depend on |IT roadmaps.

e Vendor Lock-In: High switching costs prevent
adoption of better tools.

e Redundant Spending: Overlapping tools
create confusion and wasted budget.

All-in-one platforms promise simplicity but deliver
constraint. When market needs shift, teams find
themselves trapped in outdated architecture.

4.2 Adopting Composable
MarTech

Composability means building MarTech stacks
from modular, interchangeable components. Think
building blocks instead of pre-built houses, where
each piece fits perfectly and can be swapped,
added, or upgraded on the fly.

truinc.com

The Core Principles:

Each component owns one core function. CDP for
customer data, CRM for relationships, ad
platforms for media.

Integration by Design

Tools connect through APIs and shared data
flows. Connections are as critical as the tools.

Flexible Growth

Swap or upgrade components without pausing
campaigns or rebuilding the stack.

With custom-built platforms climbing from 2% to
109% (Martech), teams that embraced composable
stacks in 2024-2025 are rolling out new capabilities,
while others are stuck negotiating vendor
contracts.

Composable MarTech Architecture

API-First Integration Enables Component Flexibility

{ CDP 1 ‘ CRM { Analytics Email 1 Ads
Add new capabilities in days by Replace componentsin
plugging into the existing weeks without disrupting
stack. other systems.

API Integration Layer (Unified Data Flow)

Bidirectional data flow is enabled by
plugging into existing infrastructure.

Bidirectional data flow enables real-time
synchronization across all tools.

Each component operates independently through standardized APls, enabling rapid innovation and unmatched flexibility.
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4.3 Choosing the Center: CRM,
Warehouse, or Automation

The heart of a composable stack sets the pace
for decisions and shapes where intelligence lives
across the business. When the center is chosen
well, customer signals come together effortlessly.
When it is not, data reconciliation turns into a
constant operational burden.

Today’s MarTech ecosystems typically anchor

on a CRM system, a cloud data warehouse, or

a marketing automation platform. Each option
supports different business models, levels of data
maturity, and day-to-day priorities, which is why the
choice matters so much.

Which center fits which organization:

B2B-heavy, sales-driven (customer relationships,
pipeline management)

Cloud Data Warehouse Center

Data-mature teams (real-time activation, one
centralized data view)

Marketing Automation Center

Mid-market, campaign-centric (email, journey
mapping)

In simple words,

e Financial services may center around Salesforce
(customer context, compliance).

e Retail brands may center around Snowflake
(real-time inventory, omnichannel
personalization).

® B2C SaaS may center around HubSpot
(marketing and sales alignment).

Y Remember

No single center works for all. For teams with fewer than 50K customers or under 5 tools,
start with CRM. Add warehouse orchestration as complexity grows.

truinc.com

.

Boston Red Sox:
Building Infrastructure
That Outlasts Vendor
Contracts

The Boston Red Sox built a composable MarTech
infrastructure centered on Google Cloud BigQuery as
their data warehouse, surrounded by specialized
best-of-breed tools connected via integration layers.

According to Brian Shield, SVP and CTO, "Regarding
CDPs, we want to control our own destiny; we want a
platform that will scale with us. A CDP can be a useful
tool but is not a substitution for an owned First-Party
Modern Data Stack on Google Cloud. | think people are
making a mistake putting all their eggs in that basket.
How do you ever migrate in the future if you want to
move away from a 3rd-party vendor? It’s like starting
over to extract yourself....."

@ Business Impact
o

Launch campaigns in hours instead of weeks, enabling
rapid audience testing and optimization

Ability to analyze sales, corporate packages, and new

forms of fan engagement in one environment

Deploy predictive models trained on BigQuery data to
target high-value fan segments for upsells

.. The Architecture Choice Behind

o
Control
@

Data warehouse ownership determines who controls
marketing decisions. Platform dependence hands that
control to vendors and restricts flexibility over time.

Source: Google Cloud
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4.4 Why Integration Layers
Determine Campaign Speed

In composable stacks, the integration layer keeps
every system in sync so campaigns can launch
and adapt quickly. Its strength is defined by how
effectively it powers connection and activation
across the stack.

Customer data moves between
systems in real-time. Customer
converts, signal flows from the
ad platform to the CRM to email
simultaneously. No manual
workflows.

Business logic connects
platforms. A new Salesforce
lead updates ad audiences,
triggers email sequences, and
fires analytics events instantly.

Workflow
Automation

Compliance rules, consent
validation, and data quality

checks run as data moves.

Privacy is built into the flow,
not bolted on after.

Governance
Enforcement

Platforms like Segment, HubSpot, and Adobe
Experience Platform serve as orchestration layers
(Exchange 4 Media), connecting specialized tools
into cohesive ecosystems.

For executive teams, payment is for business
speed. A well-orchestrated stack compresses
campaign deployment from months to weeks and
reduces operational headcount.

truinc.com

4.5 The Four-Phase Roadmap:
Audit to Deployment

Building a composable stack succeeds when
teams move methodically and design for long-term
flexibility.

Phase 1: Audit and Strategy

Map current stack. Document every tool, o
function, and integration. Identify o
redundancies, gaps, and pain points.

Phase 2: Center Selection

Choose the core platform: CRM,
cloud data warehouse, or
marketing automation. Base

the choice on the business model.

Phase 3: Integration
Layer Build

Configure an integration layer.
Connect systems, validate data flows,
and enforce governance.

Phase 4: Modular Deployment

Add specialized best-of-breed tools as
needed. Each integrates seamlessly.
No disruption to existing systems.

Most enterprises bring a composable stack to

full speed within four to six months. Over the next
twelve to eighteen months, returns typically appear
through leaner operations, faster campaigns, and
stronger customer experiences.
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Agentic Al

When Marketing
Stops Waiting and
Starts Thinking
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Marketing teams drown in tactical execution.
Campaign setup, audience segmentation, bid
optimization, and reporting loops consume most
work hours. Strategic thinking gets squeezed.

Agentic Al flips this ratio, and the transformation is
showing up everywhere:

52%o of executives say their organizations is
using Al agents, and 39% have launched more
than ten (Google Cloud).

Agent creation among early adopters grew
119% in early 2025, with agent-completed
actions rising about 80% month over month
(Salesforce).

Al agent adoption is projected to grow 327% by

2027, with organizations expecting productivity
gains of roughly 30% once fully implemented
(Salesforce).

Agentic Al is not the “future.” Instead, it is the new
baseline that gives teams the space to focus on
high-quality work that meaningfully pushes the
business ahead.

5.1 Your Al Doesn’t Follow Orders

Anymore. It Makes Decisions

Traditional marketing automation follows rules.
If the customer opens the email, send a
follow-up. If the cart is abandoned, trigger a
reminder.

Predictable. Static. Breaks when conditions change.

Agentic Al operates differently. It sets goals, plans
execution, takes action, learns from outcomes, and
adjusts strategy. It is fully autonomous rather than
merely automated.

Rule-based automation: Execute predefined
workflows. Require manual updates when
conditions change.

Agentic Al: Interpret goals, plan multi-step
workflows, execute across tools, and adapt
based on performance.

truinc.com

The Breakthrough:

More than 90% of enterprises report interest in
deploying agentic Al solutions within the next three
years (Google Cloud). This will enable autonomous
day-to-day decisions without constant human
intervention.

5.2 Three Types of Agents
Running Marketing
Agentic Al handles execution, customer

interactions, and strategic intelligence
simultaneously.

(/@ Example
& MHSEIEB0es @ Applications

Agent

A?Qs Type

Execution Automate Media buying, A/B
agents campaign setup, testing, and budget
bid optimization, allocation
and audience
segmentation
Customer Handle direct Service bots, email
agents customer responses, chat
interactions under support
brand control
Intelligence Process Competitive
agents competitive data, monitoring,
performance attribution
signals, and market modeling, and
trends trend analysis

Execution agents free teams from repetitive tasks.
Customer agents handle routine inquiries instantly.
Intelligence agents surface insights humans would
Miss in massive datasets.

Organizations deploy all three types at once. The
execution agent adjusts bids hourly. The customer
agent resolves support tickets in minutes. The
intelligence agent flags competitive threats daily.
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i

salesforce

|

In an interview with Bloomberg, CEO Marc Benioff shared that Al now performs 30 to 50% of work at
Salesforce across engineering, service, and marketing. This marks a clear inflection point as agentic
systems become part of everyday operations.

The engine behind this change is Agentforce, Salesforce’s digital workforce. Inside the company,
Agentforce handled over 380,000 service interactions and resolved 84% on its own. Only 2% required

human support, proving how effectively agents handle repeat tasks.

# Where Al delivers inside Salesforce

o
Campaign production

Tailored content deployed
across channels in far less
time.

Customer support

40% increase in resolved
cases after adopting
Agentforce (Wiley).

Conversation assistance

~93% accuracy, freeing
teams for human judgment
work.

Among organizations using agents, 61% of CFOs say these systems are essential in today’s market, and
64°%o6 say agents are changing how budgets are planned.

O\ Takeaway

When agents run daily operations, organizations operate with greater focus and leverage.

Sources: Salesforce Press Release, Bloomberg
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5.3 The Three-Layer Architecture: How Agents Think

Agentic systems operate in three connected layers: planning, execution, and learning.

Inside the Mind of an Al Aget

Goal interpretation:
Understand objectives and
intent

® Strategy formulation:
Outline plans and set
priorities

N

Resource alignment:
Assign time, channels, and
budget

Tool connections: Link to Action generation: Carry Monitoring: Track
systems and data sources out tasks and produce performance and flag
outputs issues
Learning

Feedback analysis: Review
results and patterns

Error detection: |[dentify
gaps, failures, and
anomalies

Feedback & Adaptation Loop —

Model adaptation: Update
rules to improve the next
cycle

This architecture enables continuous improvement. Each campaign informs the next. Agents get smarter

over time.

5.4 Human Strategists Focus on Why, Al Handles How

Agentic Al redistributes marketing effort. Execution tasks such as campaign setup, audience creation, and
reporting stop consuming leadership attention.

Human teams focus on intent. They set objectives, define brand voice, and establish priorities. Al carries
execution from planning through review, adjusting delivery without ongoing intervention.

The result is steadiness. Strategy stays intact as execution runs continuously. Leadership retains direct
control over direction, quality, and performance without managing daily mechanics.
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5.5 The Deployment Roadmap

Organizations deploy agentic Al in phases,
starting with low-risk execution and progressing to
customer-facing applications.

Phase 1:

Back-Office Automation

Deploy execution agents for bid %’
oo

management, audience segmentation,
and performance reporting. Test in
controlled environments and measure
productivity gains.

Phase 2:

Intelligence Layers

Add intelligence agents for competitive
monitoring, attribution modeling, and
trend detection. Validate insights against
human judgment.

Phase 3:

Customer Interactions

Deploy customer agents for routine
inquiries, support tickets, and email
responses. Start with low-stakes
interactions and monitor quality closely.

Phase 4: Strategic
Orchestration (Ongoing)

Connect agents across planning,
execution, and learning layers. Enable
autonomous campaign optimization,
budget reallocation, and creative testing.

Most enterprises reach autonomous orchestration
within 6-9 months. Productivity gains appear in
Phase 1. Strategic value compounds in Phases 3-4.
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Picture it. Millions of customers are moving through
dozens of campaigns at once. Each expects some
level of personalization. One clicks. Another scroll.
A third waits for an instant discount message. All

of this happens at the same time, across every
channel.

Marketing tries to keep each journey relevant while
finance keeps an eye on the rising costs.

See what the numbers show:

e 52% of consumers experience higher
satisfaction when interactions are
personalized (Segment).

e 80% of businesses see consumers spend
more when experiences are personalized, with
spending increasing by an average of 38%
(Twilio/Segment).

e 65% of marketers see better open rates with
segmented audiences (HubSpot).

e Personalized CTAs perform 202% better than
generic ones (HubSpot).

Personalization today feels like a do-or-die
requirement. The problem is that the “do” comes
with a cost, and the “die” comes with one too.

6.1 Cloud Bills Climb While
Conversions Drop

Traditional personalization routes every decision
through a centralized cloud infrastructure.
Customer visits the site. Browser sends a request
2,000 miles to the data center. Al model processes.
Response travels back. Total latency: 200-400
milliseconds.

Volume breaks this model.

Consider a typical scenario: a retail site with 5
million monthly visitors generates 150 million
personalization requests. Each request costs

truinc.com

fractions of a cent in compute and bandwidth.
Small numbers multiply fast. Monthly cloud bills
climb into six figures while conversion rates plateau.

Peak traffic compounds problems.

Black Friday traffic spikes 10x. Response times

are slow, up to 800 milliseconds. Customers
abandon carts. Revenue potential evaporates while
infrastructure costs surge.

—

& The Solution

Edge computing eliminates the distance

problem. Deploy intelligence where customers
interact, process decisions locally, and deliver
personalization in milliseconds instead of
hundreds. Organizations adopting edge
infrastructure convert faster, spend less on
bandwidth, and sustain performance during
peak traffic.
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= Operational Foundations of Performance
@

Revenue Drivers

$3.5B in Starbucks Card loads in Q12025, keeping spend inside the ecosystem
and supporting predictable revenue.

Member Behavior

90-day active members reflect real engagement, offering a stronger loyalty
signal than total signups.

@ Strategic Takeaways for Enterprise Loyalty Programs

. %
’
"y 1 (2,

- Customer interactions must Decision logic positioned closer to
Starbucks: . ! gic post 1O
remain fast and uninterrupted customer touchpoints maintains

Personalization Powers 34 during peak traffic periods to responsiveness when demand
Million Member Relationships meinteinengagement Surges:
©

34.6 million active U.S. Rewards members anchor e O
Starbucks’ customer ecosystem across 17,049 U.S.
locations. Q1 fiscal 2025 membership rose 1%
year-over-year, a solid outcome in a difficult retail

) Consistent real-time experiences Infrastructure built for reliability
environment., strengthen loyalty program during heavy traffic becomes a

economics and increase retention competitive advantage that

6.2 The Personalization Cost Equation

Profitable personalization solves for two variables: Speed and Spend.

Traditional approaches optimize one while ignoring the other. Fast systems burn cash while cheap systems
lose customers.

Mark it down: Personalization only becomes profitable when you split decisions by urgency.

$

o, CostDriver u Scaling Strategy

Horizontal, near-zero

Instant Edge (devi by nod Initial depl t
ge (device/nearby node) nitial deploymen marginal cost
. : Vertical ith th
Strategic Core (central database) Database queries, API calls el ClIOIS AN
customer base
i i 1 h | 3. f
Learning Offline (GPU cluster) Compute time, storage sionseliles, I CREmeEte

traffic
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The Decision Model That Stops Personalization From Eating Margins

A Il

Instant Decisions e Strategic Decisions e Learning Decisions

Under 10 ms B Minutes to hours B Days to weeks

Product recommendations,
pricing, and content selection

Segment updates, campaign
targeting, and inventory
allocation

Model retraining, A/B testing,
performance improvement

Runs at the edge on devices or Runs offline in dedicated
nearby servers Runsin core infrastructure environments

Lightweight models with zero Batch processing replaces
round-trip real-time computing

GPU clusters process
historical data overnight

Costs sit in scheduled jobs Builds knowledge for the next

cycle

Minimal cost per request

Cloud-first personalization charges per interaction, while edge-first charges once at deployment. As
interactions increase, cloud costs climb while edge costs stay steady.

6.3 The Cost Benefits of Local Processing

Moving decisions to user devices eliminates per-transaction server costs. Modern smartphones and
browsers run lightweight Al models natively. Recommendations surface instantly. No cloud round-trip. No
data transfer fees. No APl charges compounding monthly.

The global Edge Al market reached $21.19 billion in 2024 and is projected to reach $143.06 billion by 2034
(AllAboutAl). This growth is driven by enterprises seeking to reduce latency and bandwidth consumjption
while processing data locally.

Two Deployment Patterns for Local Processing

On-Device Recommendation Engines Privacy-First Cohort Assignment

W Cohort ID only

® Local model N
Browsi\n)g data Optimized
No raw data N content returned
1" transmitted ¢ n

CohortID
No personal n

data shared

Browsing
data analyzed
locally. 9

Instant output

Analyze browsing history locally without transmitting raw
data to servers overnight.

Device transmits cohort ID only; server returns optimized
content without personal data.
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How Economics Shift at Volume:

Traditional cloud personalization bills per API call.
An organization with 10 million monthly users
generating 5 interactions each pays for 50 million
requests monthly. Edge processing eliminates
these recurring charges after deployment.

Volume reverses the economics. Cloud costs

grow with every new customer. Edge costs stay

flat. Organizations processing 100 million monthly
decisions save substantially, while cloud-dependent
systems watch bills compound.

Organizations adopting edge infrastructure now
build economic advantages that persist as traffic
grows.

6.4 What Gets Personalized,
What Stays Static

Organizations waste resources personalizing
low-impact elements while leaving high-conversion
touchpoints generic. Strategic prioritization
separates profitable personalization from expensive
experiments.

High-Return Personalization:

Homepage hero content and featured products

Email subject lines and send times

AR

Product recommendations at checkout

Pricing and promotion targeting

AA

Low-Return Personalization:

Footer content and legal pages

a

B

rand messaging and core value propositions

-

Infrastructure pages and account settings

o

truinc.com

When HubSpot reported that personalized CTAS
convert 202% better than generic ones, it signaled
to organizations that resources should flow to the
moments most sensitive to conversion.

6.5 The ROI Dashboard: Speed
and Spend
CFOs demand measurable returns. Personalization

ROI requires tracking two dimensions: speed
metrics and cost metrics.

Speed Metrics:

Time to decision (model latency from request to
response)

Time to value (customer journey from landing to
conversion)

| Infrastructure response time (p50, P95, pP?? latency)

Cost Metrics:

| Cost per personalized interaction

| Infrastructure spend as a percentage of revenue

Customer acquisition cost reduction from improved
conversion

—
2 End Note

R

Profit lives where speed and cost meet in balance.
That is where personalization becomes power.
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Marketing teams push for speed. Legal teams
demand verification. GenAl can deliver both, but
only when the guardrails come first.

Campaign calendars that once took weeks now
compress into minutes, and creative tests that
required overnight agency cycles run instantly. With
the right guardrails, a single prompt produces ad
copy in seconds. Remove those guardrails, and the
same speed becomes a liability.

Skipped reviews create generic messaging, unverified
claims, and a diluted voice.

The leaders separate creation from deployment,
allowing GenAl to power rapid generation while
rigorous verification protects the brand.

7.1 GenAl Adoption Outpaces
Brand Controls

According to SurveyMonkey, 88% of marketers
use Al daily, and 93% use it to accelerate content
creation.

Adoption is exploding, but governance has not kept
pace. Teams are generating faster than they can
review, publishing faster than they can verify, and
outpacing the safeguards designed to protect the
brand.

Where Things Go Wrong:

, As Al relies on averaged language,
brand tone flattens and messaging
starts to feel interchangeable across
competitors.

Over time, Al introduces plausible
specs, testimonials, and data that
appear accurate but fail verification
after publication.

Facts drift from
reality.

Without guardrails, disclosures drop,
accessibility is missed, and regional
rules are ignored until risks surface.

Compliance is
bypassed.

truinc.com

Organizations that deploy GenAl without rigorous
verification convert early gains into operational and

reputational risk.

7.2 The GenAl Control Loop

Safe deployment separates creation from launch.

Human Judgment at Every Gate

»

,

=
Ideate
= The Control
Flow in
Monitor Action

-
£

b

The Workflow Behind the Loop

:.: 1. ldeate

Input: Marketing brief, brand
guidelines, compliance
requirements

Process: GenAl generates
multiple variations

Output: 50-200 content
options

Human role: Review prompts
for clarity

= 4. Monitor
Input: Live campaign data

Process: Real-time
compliance scanning +
performance analytics

Alerts: Brand-safety violations,
factual errors, negative sentiment

Output: Incident response
and pattern analysis

Human role: Identify issues
and feed learnings back to
Ideate

v 2.Verify

Input: Al-generated content pool

Process: Automated checks +
human review

Tests: Brand-voice scoring,
factual accuracy, compliance
flags

Output: Approved subset
(typically 10-20%)

Human role: Final judgment
on edge cases

> 3. Deploy
Input: Verified content

Process: A/B testingin
controlled environments

Metries: Performance
tracking, engagement monitoring

Output: Live campaigns

Human role: Campaign
strategy decisions
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7.3 Al Makes Brand Voice a
Background Voice

When Al learns from oceans of generic content,
every brand starts to sound similar. The personality
that once set teams apart can fade into copy that
feels interchangeable across an entire category.

Real protection comes from systems that

listen with precision. These tools catch shifts in
vocabulary, tone, rhythm, and structure as soon as
they surface, giving teams reliable direction before
anything reaches the public.

In 2026, teams that set firm voice rules keep their
identity consistent across every channel. Teams
that skip this often see confusion show up in
customer feedback. Strong governance works at
the source, so avoidable issues never reach the final
stage.

7.4 How GenAl Silences Your
Brand Without You Noticing

81% of executives struggle to maintain consistent
branding globally while expanding content
strategies across regions. The problem builds

up as organizations produce content for multiple
channels, markets, and audiences simultaneously
(Contentful/VML).

Why Consistency Breaks:

Without enforcement mechanisms, generated
content adopts generic phrasing that dilutes
brand differentiation. Organizations face three
consistency breakdowns:

e Vocabulary Drift: Al-generated copy adopts
competitor terminology instead of proprietary
brand language.

® Tone Inconsistency: Formality levels and
emotional register shift across content pieces,
which confuses audiences.

truinc.com

® Structural Patterns: Paragraph rhythm,
punctuation style, and sentence complexity
vary unpredictably.

Automated Governance Solutions:

Organizations deploy scoring systems that flag
deviations in real-time before publication.

95% of organizations have brand guidelines,

yet only 28% consistently enforce them
(Shutterstock). Manual reviews create bottlenecks.
Automated governance keeps brand rules in
motion, making guidelines active protectors of
brand identity instead of documents gathering
dust.

Smart funding moves systems forward, but
unfocused dollars hold them back.
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of Pure Immersion

Coca-Cola’s Al Playground:-
120,000 Creations, 7+ Mlnutes

@ -

. @4 ) e
N | e Vg | G, A~

Coca-Cola needed global creative volume without hiring design armies. That’s when the brand opened
its doors to creativity for the public with “Create Real Magic.”

It invited people everywhere to generate holiday artwork using iconic Coca-Cola assets like the contour

bottle, the logo, Santa, and the Polar Bears.

¢ 120,000 original artworks created.

Users spent over seven minutes interacting with the experience.

£2 Featured on 20 global billboards.

Consumer artwork appeared in Times Square and Piccadilly Circus.
Selected creators attended Atlanta workshops.

"Top-tested ad in history."

The Al holiday campaign scored off the charts with consumers,
according to Coca-Cola’s Global VP of Creative Strategy.

Coca-Cola drew the lines, Al powered the creation, and people delivered the magic.

Source: Coca-Cola, Marketing Dive
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7.5 What Humans Review, What Al Handles

Al handles the volume, and humans handle the judgment, creating a workflow that protects both Speed
and Standards.

The Al x Human Workflow Map

Al Responsibilities {é?_ Human Responsibilities @
(Automation & Processing) 4 (Judgment & Strategy)
— High-Volume Data Analysis & - > ! Complex Problem Solving
=~ Processing
,/  Pattern Recognition & Anomaly J € & Ethical & Moral Judgment
Detection
Flagged Edge Cases . Strategic Decision Making &
=.  Predictive Modeling & Forecasting for Review Goal Alignment
A
A s Empathy & Social Understandin
==n Routine Task Automation _— —— J
P . , o A Creative & Strategic Thinking
Initial Triage & Prioritization
Q Continuous Learning from v/ Final Approval & Accountability
Feedback
Al Metrics Human Metrics
! Processing Speed & Efficiency » Strategic Impact & Value

~ Routine Task Accuracy 'Y Complex Resolution Quality

Recommended Operating Model: One human reviewer for every 100 to 200 Al-generated assets.

7.6 Compliance Templates Embed Requirements

GenAl excels at pattern replication. Embed compliance into templates.

e Regulatory disclosures: Auto-inserted based on content type, region, and category.

® Accessibility standards: Alt text generation, readability scoring, and automated WCAG checks.

® Regional restrictions: Geographic filtering and age-gating enforced automatically.

According to WifiTalents, 81% of brands track safety compliance via automated dashboards, shifting from
reactive to proactive governance.
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7.7 Start Small, Fail Fast, Expand Smart

Most rollouts fail by transforming everything simultaneously. Pick one content type, prove controls, and
expand.

The Progression That Keeps Teams Moving

O

. Deploy across channels '

Run ‘ Expand to ads, landing pages, and videos
. Full loop operational

. Add compliance layers
Walk & Move to blogs or descriptions
. Introduce fact checks and refine thresholds

‘ Pick the lowest risk content
‘ Social captions or emMs

. High volume and simple structure

Start with control and learn with speed, because the strongest growth comes from steady, intentional
steps.
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Agree or not, but marketing plans rarely survive real life. By the time slides are updated, the market has
already moved, and customers are enjoying the next trend.

Waiting on quarterly testing means insights arrive after the window closes. Weekly testing keeps teams
aligned with current conditions, allowing learning and action to flow naturally into decisions. This carries
momentum forward across every quarter.

8.1 The Quarterly Planning Trap

According to 99firms, 77% of companies run A/B tests, and 60% experiment on landing pages. Yet most
testing happens too slowly to influence real decisions.

Adoption looks strong on dashboards, but low frequency keeps learning out of sync with the market.

Where quarterly testing falls apart:

Insights arrive too late Batch testing kills speed Learning compounds slowly

Insights surface after decisions Approvals stack up, test Learning weakens as delayed
are made, limiting timely action. volume stays low, and launch results fail to influence
windows quietly slip away. decisions and growth.
o AN O\ J

Always-on testing replaces pauses with progress and gates with learning.

8.2 What Gets Tested Weekly vs Quarterly

Weekly Learning Loop Quarterly Decision Loop

Learn — Adjust GOAL

_‘, Decision Rule: [f it can be reversed in a week, it _‘, Decision Rule: I it affects teams or customers, it
belongs here. — - belongs here.
/ Purpose: Improve proven systems through rapid / Purpose: Set compounding direction.
testing.
;Q Operating Model: One variable at a time. Fast Q Operating Model: Alignment. Commitment. Lasting
feedback. Minimal risk. impact.
>z Failure Mode: Too many variables dilute learning and >z Failure Mode: Weak assumptions lock in for months.

create false wins.

Key Insight: Execute tactics through faster learning cycles and shape direction through deeper strategic thought. @/
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AIDA Cruises A/B Tested 75%
of Traffic in One Year

AIDA Cruises wanted to become a personal travel companion, tailoring content for different traveler types across thousands of journey combinations.

= o = < = @ - ©
& The Challenge - The Setup <> The Shift @ The Results
: ® o o ® o o ® @ ° 4 ©
Testing cycles took more Over 100,000 digital assets Test implementation reduced 21% increase in dwell time
than two weeks to implement managed with Adobe from more than two weeks to e H
and go live Experience Manager Assets hours o
b LI ) o o o Pages per session increased
¢ ¢ ° * e P from 13 to 17 with
Different traveler segments Audience-based content with Approximately 76% of o personalized brand A
required different content different visuals and website traffic in 2024 messaging
recommendations underwent A/B tests & °
b I ) o o o
¢ * e P Mobile visits increased from
A digital asset library A/B testing and 3 million (2023) to 6 million
exceeding 100,000 files personalization powered by o Per month .
¢ required central management ° o Adobe Target . > ®
Total traffic sustained at 8 to
o 10 million monthly visits A

¥ Takeaway AIDA sets a strong example by making experimentation part of everyday digital decision-making,

extending A/B testing to approximately 78% of site traffic.

Source: Adobe for Business

8.3 Building Always-On Testing Infrastructure

Always-on testing only works when infrastructure keeps pace with learning. The operating patterns below
reflect how effective teams structure experimentation in practice.

Test volumes, traffic splits, and cycle times shown are indicative and included to demonstrate execution rhythm
and decision flow rather than fixed targets.

&z Enterprises g Mid-Market Teams a2 Startups

lllustrative: 100+ tests per quarter lllustrative: 20-40 tests per quarter lllustrative: 5-10 tests per quarter

o Feature flags separate o Third-party testing tools with e Focus on one channel, such as
deployment from release for clear team ownership email or landing pages

quiet launches , , :
o Weekly reviews instead of long e Runtwo to three tests in parallel

o Controlled traffic exposure with approval cycles ,
. . » Review results weekly and
fast expansion of winners _ _ _
» Shared learning documentation document learnings

« Automatic rollback of losing to avoid repeat mistakes

tests
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8.4 Connecting Tests to Revenue
Metrics

CMOs focus on outcomes that influence revenue.
Testing creates value only when experiments are
connected directly to business performance rather
than surface engagement signals.

Treat every experiment as a commercial decision
and track impact across a focused set of
revenue-driven metrics:

e Conversion rate lift to assess changesin
buying behavior

e Average order value movement to evaluate
upsell and cross-sell effects

e Customer acquisition cost reduction to
measure efficiency gains

e Time torevenue improvement to understand
speed to value

e Retentionimpact to capture long-term
contribution

truinc.com

According to 929firms, 89% of companies test email
campaigns and 58% test paid search.

Effective experimentation connects every test to
revenue. Stop weak ideas early, and concentrate
effort where performance improves.

8.5 No Weekly Rhythm,
No Continuous Testing

Continuous testing works best when guided by a
strategically recommended weekly rhythm.

An example weekly schedule for continuous testing:

® Monday: Review + Kill

e Tuesday-Thursday: | aunch + Monitor

e Friday: Learn + Prioritize

The Weekly Testing Cycle

Z Stop 2-3 losing tests ~ Deploy two new

2 Track statistical

~ Stop the regressing 7 Document three key

immediately. hypothesis-driven significance across test. learnings.
tests. 12 active tests.
? Expand 1-2 winning Z A/Btest email = Flag an early winner ~ Increase traffic to 7 Update the
tests from 25% to subject lines. showing +15% lift. the winning test hypothesis backlog

50% traffic. from 109% to 25%. with five new ideas.
? Review statistical ~ Test alanding page ~ Flag a regression = Continue monitoring 7 Shareinsights

significance across headline variation. showing -8% remaining tests. across teams.

10 active tests. impact. Prioritize next

2 new experiments live 12 tests running 2 adjustments made 5 ideas queued

Monday’s launches.

15 tests active | 3-5 decisions per week | 52 learning cycles per year

» The Final
- Takeaway

the right direction.

The market moves every week, and so should learning. Weekly testing keeps insights
current and decisions relevant. Continuous experimentation keeps the quarter moving in
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Revenue breaks when teams stop operating from
the same reality. Different definitions, disconnected
systems, and competing metrics turn forecasting
into a negotiation instead of a process.

Everyone has data, yet no one trusts the forecast!

This is not a performance problem. It is a visibility
problem.

Revenue Operations solves this by unifying every
revenue signal into a single system of record. One
pipeline. One set of definitions. One shared view of
truth.

Statista projected predictive analytics to reach
$41.52 billion by 2028, a 7.8x increase since 2020,
reflecting the demand for accuracy over estimates.

9.1 Fragmented Pipelines Kili
Forecast Accuracy

Forecasts do not fail because teams lack effort.
They fail because every team is working from a
different version of the pipeline. When definitions
change from team to team, revenue accuracy
erodes.

truinc.com

Where quarterly testing falls apart:

Marketing claims 500 qualified leads

Sales accepts only 200 as real
opportunities

Finance forecasts revenue assuming
all 200 opportunities are secure

Customer Success later finds 30 of
those accounts at risk of leaving

Board decks present three different
forecasts

Siloed systems block data from flowing both ways.
RevOps fixes this by enforcing shared definitions,
unified metrics, and cross-functional accountability.

When teams measure the same pipeline reality,
forecasts become reliable.



https://www.truinc.com/

t Chapter 9: Predictive Revenue & RevOps Integration truinc.com

9.2 The Mechanics of Revenue Intelligence

Predictive revenue follows four stages: Predict — Prioritize — Personalize — Profit.

The Revenue Intelligence Loop

Stage 1
Predict

Al models analyze
pipeline data

Stage 2
Prioritize

v

Sales scores account
by close probability

Actuals
Refine
Models

Stage 3
Personalize

Marketing
adjusts messaging
by predicted CLV

0,

Finance tracks
actuals vs. forecast

Predict: Al analyzes historical close rates, deal velocity, and engagement to forecast which opportunities
will close and when.

Prioritize: Sales receives scored accounts showing close likelihood, expansion potential, and churn risk.
Reps focus on high-probability deals.

Personalize: Marketing adjusts messaging based on predicted Customer Lifetime Value (CLV). High-value
accounts get executive touches.

Profit: Finance tracks actual vs. predicted revenue in real time. Variances trigger action: accelerate at-risk
deals, expand buying signals, and retain churn flags.

The loop repeats weekly, refining predictions and driving cash flow.
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9.3 Pipeline Velocity Beats Pipeline Volume

Pipeline velocity measures how fast revenue flows through your sales engine.

Consider this: A S10M pipeline closing in 90 days projects S40M in annual velocity. A S20M pipeline closing
in 180 days also projects S40M annual velocity. Same output, half the volume required.

. . . 9 " . g .
Plpellne velomty ( 1 Number of Opportunities X ~ Average Deal Size X 4 Win Rate)

formula:

s Sales Cycle Length

Advanced, insights-driven companies are 8.5 times more likely than beginners to report at least 20%
year-over-year growth (Forrester).

Three Levers That Control Revenue Velocity

Win rate: Better qualification eliminates low-probability deals
Deal size: Cross-sell and upsell increase contract value

Cycle time: Automated handoffs remove friction

RevOps tracks all three daily. Predictive models identify which lever to pull for each segment.

9.4 The Five Stages of Revenue Maturity

Every organization passes through the same revenue stages. Each stage reflects how forecasts behave,
how visible the pipeline is, and how teams make decisions.

What Moves
@ Teams
Forward

How

- Pipeli - What Hol
w Forecasts @ Pon° Lﬂ Data Reality Y. at Holds

& Maturity
Stage Behave Visibility Teams Back

Reactive Forecasts are Spreadsheets and Manual and No shared revenue Centralize revenue
reactive and isolated tools inconsistent system data
frequently revised

Aligned Forecasts exist but Single CRM, uneven Synced but Function-specific Align revenue
spark debate adoption incomplete metrics definitions
Predictive Forecasts flag risk Real-time, shared Signal-enriched Limited automation Automate workflows
before it escalates dashboards data
Intelligent Forecasts drive Alerts surface Continuously Human decision lag Enable Al
proactive action priority changes validated recommendations
Autonomous Forecasts adjust in Systems act Self-maintaining No structural Continuous
real time automatically flows constraints optimization
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9.5 Unifying Sales, Marketing, and Finance Data

Revenue becomes predictable only when data moves seamlessly across teams. To make this operational,
RevOps requires three connections:

’ Marketing — Sales E Sales — Customer Success

Automated scoring identifies SQL Closed deals trigger onboarding. CS Stage changes update forecasts in
thresholds. CRM creates inherits the account history. Expansion real time. Finance sees weighted
opportunities automatically. Sales signals flow back to Sales. pipeline values. Variances trigger
receives full context before first action.

contact.

The Unified Operational Flow of Revenue Signals

(| ) (| ) Closed )
Marketing L _ Accounts Customer Success
Quialified
— —>
Demand Expansion
Demand generation signals Pipeline and deal signals — Signals — | Retention and expansion signals
N / \_ / \- Y
Revenue Signals
- = ~
h Revenue Signals > € Revenue Signals g

Forecasting and revenue tracking

. J

9.6 Revenue as an Executive Control System

Revenue leadership operates through real-time control.

( Forecasts refresh continuously
( Risk appears early in the pipeline ( One revenue view aligns every team

This shifts leadership focus from explaining numbers to acting on change. Clean data and shared
definitions decide the outcome. Without them, RevOps creates dashboards. With them, it creates control.

( Resources move based on live signals
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Executive teams rarely struggle with ambition, talent, or access to information. The gap appears when
decisions depend on interpretation instead of clear signals. By the time confidence forms, choices are
already in motion, and options are harder to change.

Across the previous chapters, one pattern stayed consistent. Organizations gain clarity when intelligence
runs through daily operations. Signals surface earlier, risks become visible sooner, and decisions feel
steadier.

This chapter closes the playbook by focusing on that exact moment. The point where systems stop serving
decisions in the background and begin shaping how decisions are made at the top.

10.1 How Intelligence Transforms C-Suite Outcomes: Role by Role

Intelligence as part of daily operations changes leadership behavior in subtle but decisive ways. Fewer
issues escalate, fewer surprises reach the top, and decisions carry context instead of urgency.

Operational systems handle volatility, keeping the business composed under pressure rather than reactive.

The C-Suite Roadmap: Executive Focus and Path Forward

CEOs p
Earned Confidence Built on Reality
CMOs »
e Strong business ) )
direction with agility Marketing Results Speak in Dollars C Do S >
o Strategy adapts before e Revenue growth Data Creates Competitive Moat
pressure hits replaces reports
 Capital and M&A align faster « CAC drops without volume e Predictions lead the market curve
loss e Compliance becomes automated
e Market position strengthens * New revenue streams emerge
visibly
CROs
> CTOs b CFOs
Forecast Accuracy Becomes Tech Decisions Gain Execution
the Norm Planning Feels Steady Again
Speed
. ili o Forecasts adjust graduall
Efavelvue e S?b”'ze o * Buildvs buy judged on RO Risk priced bJeforcsa:J ca italymoves
: . IPEIiNE gaps expose e Scale without architectural . P . p. . .
in advance rewrites e Finance drives strategic direction
o Sales focus shifts by results data Security updates without
disruption
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Conclusion: A Business Ahead
of the Moment

Decisions Feel Lighter When Systems Carry the Weight!

This playbook starts where most teams feel stuck and ends where leaders need to be. It moves
through foundations and workflows, into learning systems and revenue control. Each chapter
reduces complexity across a different layer of decision-making.

What ultimately changes is how leadership experiences the business. Patterns become familiar
before they become problems. Trade-offs feel clearer because the Organizations has already
done the work of sense-making.

Intelligence decides which signals rise and which issues resolve early. Leadership focuses on
direction because uncertainty has already been handled.

Advantage does not come from knowing more. It comes from knowing in time.
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