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Overview

In our blog series on marketing auto-

mation, we provide a high-level over-
view of the steps involved in designing
and implementing a successful digital
marketing automation strategy. Derived
from our own experiences and insights
as an industry-leading digital solutions
provider, our methodology rests on two
key principles:

Adopting automation has become
a competitive imperative for any
marketing organization hoping to
effectively manage its services at
scale.

An organization must have a
clear, holistic understanding of
its business objectives and goals
(i.,e. a well-defined future state)
to implement useful automation
strategies.

We've found that one of the biggest
mistakes a company can make when
it comes to embarking on an automa-
tion journey is putting its tech needs
first. Doing so will result in a disjointed
strategy that provides only short-term
solutions at best. For this reason, we've
separated our marketing automation
deep dive into two distinct areas of focus
— the business side, which we covered
in our_first automation eBook, and the

technology side, which we'll explore in
this follow-up

Ironically, when it comes to tackling the
technological nitty-gritty of successful
automation implementation, the technol-
ogy itself plays but a minor part. What's
more important is making sure that the
right capabilities are collected, and the
strongest teams are built to spearhead
the movement and ensure the consistent
use of best practices throughout the
organization.

In this eBook, we'll lay out
the basics for assembling
critical teams for successful
tech deployment — a Center
of Excellence (CoE), Task
Force, and Change Agents.
Tasked with ensuring all
elements of automation
implementation are
functional and aligned
within an organization, these
groups establish a rhythm
and cadence for identifying,
solutioning, and deploying
automation capabilities into
a business (among other
things). They're essential

for ensuring the adoption

of long-term automation
solutions that are smart,
strategic, and able to
optimize all business areas.
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Getting Started.:
Think Like an Architect

Digital transformation can be daunting.
From automation and analytics to arti-
ficial intelligence and machine learning,
technology is constantly evolving. As a
result, business leaders are often over-
whelmed by having to learn new technol-
ogies and how to leverage them while
also trying to lead their current business
and deliver value to their clients.

This is one of the reasons why automa-
tion implementation can seem like such
an overwhelming task. As we discussed
in our first eBook, The Business Side of

Marketing Automation: How to Plan &

Prepare for a Successful Journey, the best

way to help mitigate this complexity is to
take the time to establish your business
vision and future-state strategy. Once
you have a solid understanding of the

needs and objectives of your business,
along with a detailed, thought-out road-
map to guide you through the journey,
you'll feel less overwhelmed and will be
in @ much better position to start plan-
ning for the technical side of automation
implementation.

That said, it's just as important that you
resist the urge to dive head-first into

tech adoption when moving into this

next phase. Many organizations fall prey
to believing that a particular technology
vendor license will be the “silver bullet”
to help them reach their digital transfor-
mation target, and that is simply not the
case. All too often, organizations lock
themselves into a contract for a software
license without clearly understanding
what their target is and without having
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the right business and tech people
around them to make that vision a reality.

To avoid this common pitfall, you need
to start with the end goal business
objectives in mind, not the technology.
Technology is just a tool that can enable
your organization to meet its objectives,
support its people and processes, and
deliver value to your customer base.
It's similar to building a house — you
wouldn’t go out and buy a bunch of tools
before sitting down with an architect to
decide what you want your home to look
like. And once you have blueprints, you'd
hire trained teams capable of making
your dream home into a reality, and they
would be the ones selecting the proper
tools to ensure your house is built safely
and successfully.

In the world of automation, the developer,
architect, and building crew of your tech
implementation plan are your Center
of Excellence (CoE), Task Force, and

Change Agents. Here's what you need to
know about assembling these essential
teams.
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Building Out Your
Center of Excellence

The CoE is responsible for providing
leadership, sharing best practices, and
improving the overall efficiency of auto-
mation across an organization. One
of the most important parts of putting
together this team is choosing a leader,
as this individual functions as the link
between business strategy and CoE
tech initiatives. They act as arbitrators
between these two sides of an organi-
zation, constantly assessing the state
of the union to ensure that all technolo-
gy-related initiatives align with business
strategy and vision.

This is an essential role because busi-
ness strategy and vision can and often
does shift over time, with new targets
and new areas of focus to consider. A
successful CoE must be able to navigate

the changing landscape efficiently and
effectively. To do this, a skilled CoE
leader is absolutely necessary.

In simple terms, the main objective of a
CoE leader is to manage expectations
and relations between stakeholders,
rallying them all behind a common core
purpose — the successful integration of
automation into the organization. To do
this effectively, they must be well-versed
in all aspects of the organization as a
whole, with their feet solidly planted in
both the business and technology sides.
They must identify and monitor shifts
in business strategy and know how to
reorient the tech side to align with the
organization’s evolving business strate-
gies and vision.
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Breaking it down into
general requirements of
the role, there are two key
components. CoE leaders
will have to:

G\ Monitor the strategic link

. between the CoE's various
technology-related initiatives
and the organization’s busi-
ness goals, ensuring continu-
ous alignment.

\ Arbitrate resources between
multiple initiatives, making
sure that a balance between
the human and machine ele-
ments is always maintained.
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Remember that one of the main chal-
lenges in automation implementation
is maintaining the human/machine bal-
ance. The CoE leader plays a key part
in supporting this, along with the help
of change management professionals,
human resources, organizational learning
and development experts, and functional
business managers/leaders. Collectively,
they must drive digital transformations
around the future of the business while
also executing the vision established by
organizational leadership and driving
optimizations in the current way work is
performed.

Another challenge the CoE must be
ready to tackle is sustaining innovation
in the core business while enabling and
assigning resources toward disruptive
innovation efforts. Sustaining innovation
is essential because it creates capital,
either by freeing up resources (such as
people and operational costs) or gener-
ating revenue that can be reapplied to

disruptive innovation projects. Focusing
on disruptive innovations is pointless
if the core business can’t support it. In
other words, you can’t spend what you
don't have. Additionally, the CoE leader
must convince doubtful board members
and stakeholders to stay the course, as
it can take years for disruptive efforts to

gain traction.
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Avoiding Silos

Businesses love to build highly structured organizational units for
efficiency’s sake. Unfortunately, this practice can be a barrier to
innovation. Keeping departments separated across an organization
can stifle connectivity and minimize visibility into what other teams
are working on. When this happens, resources cannot be shared and
leveraged to meet needs elsewhere in the organization.

That's why the CoE needs to be the central trust for overseeing what
is happening and filtering opportunities and resources across depart-
ments. Having this responsibility housed centrally can reduce a lot
of late discoveries of what could have been’ due to lack of visibility.
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Creating a
Task Force

An extension arm of the CoE, the Task
Force is a group of experts who bring
together a specific set of skills to drive
automation initiatives. Primarily tech-fo-
cused, they’re familiar with the compa-
ny’'s operational processes, know how
to execute the essential manual tasks,
and can identify automation candidates
by analyzing current processes against
market needs.

The structure of a Task Force can be set
up in a number of different ways, and ulti-
mately you'll need to use your own under-
standing of your organization’s culture
to determine what works best for your
teams and people. Most importantly, the
individuals you choose must have a deep
understanding of your organization’s cur-
rent tech capabilities, its clients, and its

ways of delivering value. This is critical
for successfully driving digital transfor-
mation initiatives.

It's also vital that the members of a Task
Force understand many different technol-
ogy capabilities, whether they’re owned
or not yet owned by their organization.
This maximizes the likelihood that they
will implement tech solutions that are
feasible for business use cases. Rather
than simply “buy a new tool” whenever
a need is identified, a successful Task
Force will make sure the capabilities of
already existing technologies are being
maximized before investing in new tech.
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Assigning

Change Agents

Change Agents are responsible for
championing the automation movement
throughout an organization. They are the
influencers and evangelists of the auto-
mation journey, encouraging others to
embrace automation by taking the lead
in the demonstration. They are also a key

across their sphere of influence. They
must have expertise in either a business
or technical capacity, because without a
tangible relationship to the actual auto-
mation work being planned and devel-
oped, they won't be able to effectively
influence change within an organization.

channel for communication, engaging in
relevant dialogue about best practices,

new capabilities, and lessons learned _ o
Change Agents can be anyone in the organization close enough

to the work to influence the thoughts and culture of the teams
delivering value. Often, they are early adopters or individuals
passionate about evangelizing, promoting, and encouraging

across departments and sharing holistic
feedback with CoE Leaders

While it is not a requirement that Change
Agents be directly involved in delivering

acceptance and dialogue around digital transformation initiatives.
Their attitudes are just as important as their skills — Change
Agents must be positive, open-minded, and personable. They
must be excited to work in challenging environments and eager to
engage in dialogue at various levels of business.

and executing on any one particular dig-
ital transformation initiative, they must
understand the capabilities, see the
linkages to the business strategy, and be
able to clearly articulate these benefits
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Prioritizing Tech

Initiatives

There are multiple approaches an orga-
nization can take to housing the specific
technologies needed to deliver on a dig-
ital transformation initiative. While some
may be centralized and others federated,
both have the same challenge — prioritiz-
ing what gets worked on first.

Whether it be a disruptive innovation
like developing a new type of ad product
for a particular vertical, or a sustaining
innovation such as customer experience
or internal efficiency initiatives, areas of
focus for automation implementation
shift and change over time. As such, it's
necessary to prioritize initiatives in a logi-
cal order to create lasting and substantial
change. The CoE should first target use
cases directly tied to the organization’s
current business strategy. This ensures

that the core business is well-positioned
for a period of time so other initiatives
can be focused on.

At the same time, the CoE must contin-
uously communicate the necessity of
digital transformation to all areas of the
organization, clearly outlining the how
and the why while making workforce
expectations clear. Doing so will help
ensure that even if specific organiza-
tional capabilities are not directly under
the oversight and control of the CoE,
the stakeholders that do lead those
teams will understand the importance of
making those resources available to the
initiative at hand.



Managing the Business & Tech
Components of Automation

Any organization that chooses to embark
on an automation journey faces resis-

tance and pushback from within the
company. From the outset, the biggest
challenge for business leaders is to
figure out how to effectively balance two
opposing forces — the immediate needs
of the workforce and the organization’s
long-term needs.

Establishing a clear business vision and
strategy is the first step toward effective
automation implementation. After that,
it's essential to address the technical
side of digital transformation with the
same kind of tactical planning. Rather
than jumping into immediate technology
implementation, business leaders must
invest in building dedicated teams — the
CoE, Task Force, and Change Agents
— to plan and oversee the initiatives. In

addition to spearheading the automation
movement as a whole, these groups will
help ensure that tech enablement always
aligns with the organization’s business
strategy.
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Looking to implement
automation within your
organization?

Theorem can help.

Visit theoreminc.net/solutions to get started.
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