SERVICE EXAMPLE

Al Transformation Roadmap for a Small Marketing

Team

Example deliverable for a fictional B2B SaaS company

Prepared for: Northstar Workforce Safety, a fictional 85-employee B2B SaaS company selling compliance and workforce safety
software to mid-market industrial firms. Scenario: Marketing has a six-person team, a lean budget, inconsistent campaign processes,
and a mandate to increase qualified pipeline without adding headcount.

Executive recommendation: Start with a practical Al operating layer, not a scattered set of tools. Northstar should standardize on
ChatGPT Business for secure general use, Claude Team Premium for deep content and GTM planning, Zapier Team for workflow
automation, and a lightweight intelligence stack using Apollo, Clay, Perplexity Pro, HubSpot, and Looker Studio. The goal is to
reduce manual production time, improve campaign consistency, and create a measurable path from Al usage to pipeline impact.

1. Client Snapshot and Al Readiness Score

Area Current State Al Readiness Recommendation

Team capacity Six-person marketing team supporting Moderate Use Al to remove repetitive work from campaign
demand gen, content, web, events, customer planning, research synthesis, reporting,
marketing, and sales requests. repurposing, and sales enablement.

Data foundation HubSpot is used for CRM and marketing Low to moderate Create a clean account and contact enrichment
automation, but data quality is inconsistent workflow using Apollo + Clay before scaling Al
and target account lists are manually personalization.
maintained.

Content engine Content is founder and SME dependent. Moderate Build prompt templates, source libraries, review
Campaign assets take too long to move from checkpoints, and a repurposing workflow.
idea to launch.

Campaign operations Most campaigns are built from scratch. Low Create Al-assisted campaign briefs, channel kits,
Launch checklists and QA steps are informal. QA checklists, and repeatable launch workflows.

Governance No formal Al usage policy. Individuals are Low Move work into approved team tools with privacy
experimenting with free tools. settings, access controls, and human review rules.

2. Recommended Al Marketing Tech Stack

The stack below is designed for a lean marketing team that needs higher output, but cannot afford enterprise bloat. The architecture
separates systems of record, Al workspaces, automation, enrichment, content production, and reporting so the team knows which
tool does what.

Lightwmark Growth | Example Deliverable | Page 1



Recommended Al Marketing Tech Stack

Example client: Northstar Workforce Safety | 18-person B2B SaaS marketing team

Source of Truth Content Production
CRM: HubSpot —— —— | Claude
Website: Webflow ChatGPT
Analytics: GA4 + Looker Studio Canva Teams
Descript

Audience Intelligence e:lhgfg;?l.tggsil‘:g:; Workflow Automation
Apollo emma———d Claude Team Premium Zapier Team
Clay Approved Prompt HubSpot workflows

Linkedln Sales Navigator Slack approvals

6sense light model Li brary Google Drive

Human Review

Workflow

Research & Strategy Measurement Layer
Perplexity Pro —_—l HubSpot attribution
Gong snippets GA4 events
Win-loss inputs Looker dashboard
SME interviews Weekly KPI review

Business Outcomes Enabled

40 percent faster campaign build | 30 percent reduction in manual reporting
2x content repurposing capacity | Cleaner handoff between marketing and sales
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3. Recommended Tools and Estimated Cost Model

Pricing note: These are planning estimates for the fake client, based on public list pricing where available and market-rate

assumptions where pricing is variable. Final costs should be validated directly with each vendor before purchase.

Recommended Plan
Business workspace
for all marketing
users

Tool
ChatGPT Business

4 Standard seats + 2
Premium seats

Claude Team

Why It Belongs in the Stack

Secure daily Al assistant for campaign briefs,
meeting synthesis, data analysis, customer
messaging, email drafts, landing page outlines,
and cross-functional productivity.

Best fit for long-form strategy, messaging, content
repurposing, research synthesis, sales
enablement, and complex campaign planning.
Premium seats reserved for heavy users.

Estimated Cost

6 seats x $25/mo =
$150/mo if billed
monthly. Annual pricing
may be lower.

4 x $20/mo annual + 2 x
$100/mo annual =
$280/mo. Monthly
equivalent would be

Owner

VP Marketing +
Marketing Ops

Content Lead +
Demand Gen

higher.
Perplexity Pro 2 research seats Fast source-backed research for market trends, 2 x approx. $20/mo = Product Marketing
competitor scans, regulatory themes, and content ~ $40/mo.

Zapier Team Team plan Connects HubSpot, Slack, Google Drive, forms, Starting around $69/mo  Marketing Ops
project management, and Al-assisted routing billed annually. Task
without custom engineering. overages may apply.
Clay Starter or Explorer Account and contact enrichment, list cleaning, ICP  Estimated $149- Demand Gen +
pilot matching, personalization inputs, and routing $349/mo depending on  RevOps
logic. Use carefully with field governance. credits.
Apollo Basic or Professional Contact discovery, enrichment, buying committee  Estimated $59- Demand Gen + SDR
pilot mapping, and outbound handoff support for sales ~ $99/user/mo Lead
development. depending on plan and
credits.
Canva Teams Team plan Lightweight design system for campaign Estimated $10- Content + Design
derivatives, ad resizing, social graphics, webinar $15/user/mo

Descript Creator or Business

Looker Studio Free + connector

backgrounding. Use as an input source, not a final
copywriting tool.

graphics, and sales one-pagers.

Repurpose webinars, podcasts, SME interviews,
and customer videos into clips, transcripts, blog
inputs, and social content.

Executive dashboard for Al-assisted campaign

depending on billing
and minimums.
Estimated $24-
$50/user/mo.

Free, plus optional

Content Lead

Marketing Ops

budget throughput, funnel metrics, content velocity, and connector costs of $0-
pipeline influence. $100/mo.
Estimated First-Year Budget
Scenario Monthly Software Estimate Annual Software Estimate Best Fit
Lean pilot Approx. $700-$950/mo Approx. $8,400-$11,400/year Best for proving value with core users before

broad rollout.

Best balance of productivity, governance, and
growth impact.

Only recommended after use cases, data
quality, and adoption are proven.

Recommended operating Approx. $1,200-$1,800/mo
stack

Expanded GTM Al stack

Approx. $14,400-$21,600/year

Approx. $2,500-$4,500/mo Approx. $30,000-$54,000/year

4. Priority Use Cases by Business Impact

Use Case Workflow Before Al Al-Enabled Workflow Expected Impact Risk Level
Campaign brief Demand gen manually gathers Al creates first-draft campaign brief from Cuts brief development Low
generation inputs from product, sales, approved inputs, prior performance, target  from 6-8 hours to 2-3

SMEs, and past campaigns. account context, and messaging hours.

framework.

SME interview to SME call is recorded, manually  Transcript is summarized into messaging Increases repurposing Medium
campaign assets summarized, then turned into angles, blog outline, webinar abstract, capacity by 2x.

content weeks later. LinkedIn posts, sales email, and FAQ.
Target account SDRs and marketers research Apollo and Clay enrich accounts, then Al Improves speed and Medium

research accounts manually before

campaign or outbound.

summarizes industry signals, trigger
events, personas, and outreach angles.
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Use Case
Sales enablement kit
creation

Executive reporting
narrative

Content refresh and
SEO updates

Workflow Before Al

One-off sales requests
interrupt campaign work and
create inconsistent messaging.
Marketing ops pulls metrics,
then manually writes
commentary.

Old content is reviewed
sporadically and updated
manually.

Al-Enabled Workflow

Al drafts persona talk tracks, objection
handling, email snippets, and call prep
from approved source material.
Dashboard exports are summarized into
variance explanations, risks, next actions,
and sales follow-up needs.

Al identifies outdated claims, recommends
refresh angles, and creates new intros,
titles, FAQs, and repurposed social copy.

Expected Impact Risk Level
Reduces reactive work and ~ Medium
improves field

consistency.

Saves 3-5 hours per Low
reporting cycle.

Improves content velocity Medium

without net-new writing
load.

5. Al Governance Model
Governance Area Rule
Approved tools
or strategy should be entered into free or
unmanaged Al tools.
External-facing content must be grounded in
approved company materials, SME notes,
public sources, or customer-approved proof
points.
Al can draft, summarize, compare, and
recommend. It cannot approve claims,
positioning, pricing, customer references,
legal statements, or final copy.
Do not upload confidential customer lists,
contracts, private financials, employee data,
or unreleased product details into tools
without approved privacy review.
Every Al-assisted output must be checked for
accuracy, tone, hallucinated claims, outdated
information, and overconfident wording.

Source hierarchy

Human review

Data handling

Quiality control

6. Sample Prompt Library Structure

Prompt Category
Campaign strategy

Example Prompt Template

No business content, customer data, pricing,

Create a campaign brief for [persona] at [industry] companies focused on [pain point]. Use only

How Northstar Should Operationalize It
Move team usage into approved paid workspaces with admin controls
and documented access.

Maintain a Google Drive source library with messaging guides, product
facts, customer proof, and legal disclaimers.

Add required review checkpoints for SME, product, legal, and executive
approval by asset type.

Classify data as public, internal, confidential, or restricted. Build a
simple one-page policy.

Use a standard QA checklist before publishing or sending to sales.

Primary Owner
Demand Gen

the approved inputs below. Include audience, offer, funnel path, channels, sales follow-up,

KPIs, and risks.
Messaging refinement

Rewrite this value proposition for a CFO, VP Operations, and Director of Safety. Keep the same

Product Marketing

facts, but adjust priorities, proof points, and language for each buyer.

SME content
extraction
Sales enablement

Turn this SME transcript into five campaign angles, one blog outline, ten LinkedIn posts, one
webinar abstract, and a list of claims that require validation.
Create a one-page sales talk track for reps selling into [industry]. Include buyer pain, discovery

Content Lead

Sales Enablement

questions, proof points, common objections, and next-step CTA.

Reporting narrative

Summarize this dashboard export for the executive team. Explain what changed, why it

Marketing Ops

matters, where we are off-track, and what we recommend next week.

7. 90-Day Implementation Roadmap

Key Actions
Select approved tools, remove unmanaged Al

Deliverables
Al policy, access map, use case

Phase WEES Workstream

Phase 1: Control and 1-2 Governance and tool
focus access

Phase 2: Build the 3-5 Prompt library and
operating layer source hub

Phase 3: Automate 6-9 Workflow automation
repeatable work

Phase 4: Scale into 10-13 Revenue impact

GTM motions

usage, create acceptable-use policy, assign
owners, define high-value use cases.
Create prompt templates, organize source
materials, define review workflows, create
campaign brief and reporting templates.
Build Zapier flows for campaign intake, SME
transcript routing, content review, sales kit
requests, and weekly reporting inputs.

Deploy Al-assisted competitive campaign, account

research workflow, sales enablement kit, and
executive performance dashboard.

backlog, baseline time study.

Prompt library v1, source hub,
QA checklist, campaign brief
template.

Five live automations, intake
form, approval routing, weekly
KPI summary workflow.

Pilot campaign kit, account
intelligence workflow,
dashboard, 90-day results
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Phase WEES Workstream Key Actions Deliverables

readout.

8. Measurement Plan and ROl Model

Campaign build time 10-14 business days from 6-8 business days Shows whether Al is reducing cycle time and
idea to launch improving speed to market.
Content repurposing output 1-2 derivative assets per 5-7 derivative assets Shows whether the team is getting more value from
major content piece each SME/content investment.
Manual reporting hours 6 hours per week 3 hours per week Creates capacity for campaign optimization and sales
alignment.
Sales enablement 5-7 business days 2-3 business days Reduces field friction and improves message
turnaround consistency.
Target account research 30-45 minutes/account 10-15 minutes/account Improves ABM preparation without adding SDR or
time marketer headcount.
Al-assisted assets passing Not tracked 80 percent by day 90 Prevents speed from coming at the expense of
first review quality.

Example ROI Calculation

Savings / Impact Area Conservative Estimate Monthly Value Assumption

Reporting time saved 12 hours/month 12 x $75 blended hourly rate = $900
Campaign planning time saved 20 hours/month 20x $75 =$1,500

Content repurposing time saved 25 hours/month 25x $75=5$1,875

Sales enablement time saved 10 hours/month 10 x $75 = $750

Total estimated monthly productivity value 67 hours/month $5,025/month before pipeline lift
Recommended stack cost Approx. $1,200-$1,800/month Positive productivity ROl before incremental

revenue impact

9. Implementation Risks and Mitigation

Risk What Could Go Wrong Mitigation

Tool sprawl Every team member uses a different Al tool and the  Create one approved stack, one owner, and quarterly license
company pays for overlapping subscriptions. review.

Bad source material Al creates polished but inaccurate content because Build a curated source hub and require source-grounded
source inputs are outdated or inconsistent. prompts.

Over-automation The team automates broken workflows and creates  Fix intake, ownership, and approval steps before automating.
more noise.

Low adoption The team has tools but does not change daily Train by role, assign weekly use cases, and measure time saved.
workflows.

Unreviewed external Al-generated copy includes unsupported stats, Use claim validation and human approval before publication.

claims competitor claims, or customer references.

10. Final Recommendation

Northstar should not buy an expensive enterprise Al platform in the first 90 days. The better move is to build a practical, governed
Al operating system around the tools the team already uses, then add enrichment and automation only where the workflow is
clear. This creates a more credible path to ROl because the team can show measurable improvements in campaign speed, content
throughput, sales enablement turnaround, reporting efficiency, and target account preparation before scaling spend.

Appendix: Recommended Pilot Automations

Automation Trigger Al Step Output

Campaign intake to New campaign Summarize request, flag missing Campaign brief routed to

brief request form inputs, draft brief shell. owner in project
submitted management system.
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Automation Trigger Al Step Output

SME call to content Transcript saved to Extract themes, claims, quotes to  Blog outline, email draft,
kit approved folder verify, and asset ideas. Linkedin posts, sales FAQ.
Target account Account added to Enrich firmographic data, Account one-pager for SDR
enrichment pilot list summarize likely pain points, map  and AE.

buying committee.

Weekly dashboard Dashboard export Summarize changes, risks, Executive-ready weekly
narrvative saved every Friday recommendations, and sales update.

actions.
Sales collateral Sales request Classify urgency, validate required  Routed request with draft,
request triage submitted inputs, draft first version from owner, and due date.

approved sources.
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