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The human-AI partnership

Unlike traditional marketing automation that follows predetermined rules, AI 
agents can plan, reason, and adapt autonomously within strategic frameworks 
you define. They handle moderately complex decision-making, analyzing 
situations, choosing tactics, and adjusting approaches based on results.

The strategic shift: You design the decision frameworks and success criteria, 
while AI agents execute complex, multi-step processes independently. This 
includes lead qualification sequences, content optimization cycles, and 
campaign adjustments, even coordinating with other AI agents to complete 
sophisticated workflows. Humans focus on high-level strategy, creative 
direction, and framework design.

This isn't about replacing marketers or just automating routine tasks. It's about 
autonomous AI systems that can reason through marketing challenges within 
your strategic parameters, freeing you to focus on what humans do best: 
strategic thinking, creative problem-solving, and authentic relationship-
building.

Start with one function, measure results, then scale. This playbook walks you 
through exactly how.
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Foundation assessment and 
implementation strategy

Before deploying AI agents, assess your organizational readiness and strategically 
target high-impact marketing functions where intelligent automation delivers 
measurable value.

Data readiness forms the cornerstone of success. AI agents need access to clean, 
integrated customer data across touchpoints. Conduct a comprehensive audit: 
Can you track customer journeys across multiple channels? Is your data updated 
in real-time? Do you have proper governance policies? Technology stack 
compatibility ensures seamless integration with existing CRM systems, email 
platforms, and analytics tools. Read CMA’s AI Data readiness playbook for more on 
this.

Team skills and change management often determine success more than 
technology selection. Assess current capabilities, identify AI champions, and 
prepare for cultural shifts toward experimentation and human-AI collaboration. 
Establish governance frameworks addressing decision-making authority, budget 
approval processes, and performance measurement standards, as well as ethical 
and brand guidelines to ensure AI-generated content remains accurate, 
appropriate, on-brand and unbiased. Building these foundations prevents costly 
false starts and positions you for sustainable AI success.

Focus implementation on four core functions: campaign management for content 
creation and optimization, lead nurturing for personalized automation workflows, 
customer service for chatbot and agent assist capabilities, and data analysis for 
predictive insights. Start with single-agent implementations in low-risk areas 
where success can be easily measured then progress to integrated systems where 
specialized AI agents collaborate across related processes to create cohesive 
customer experiences while maximizing operational efficiency.

https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Playbook_AI-Data-Readiness-For-Canadian-Marketers.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Playbook_AI-Data-Readiness-For-Canadian-Marketers.pdf
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Quick start decision guide

Choose your starting point based on your biggest pain point right now. Don't try to 
implement everything at once. Pick one function, prove success, then expand.

Overwhelmed by content creation and campaign variations? Start with 
Campaign Management (Slide 5). Deploy AI for headline generation, social media 
variations, and real-time ad optimization.

Missing qualified leads or struggling with nurturing?
Start with Lead Nurturing (Slide 6). Implement AI-powered lead scoring, 
personalized email sequences, and behavioral triggering.

Customer service team backlogged with inquiries? Start with Customer Service 
Integration (Slide 7). Deploy chatbots for first-line response and AI assistance for 
human agents.

Waiting weeks for performance reports and insights? Start with Analytics 
Automation (Slide 8). Implement automated reporting, predictive analytics, and 
real-time optimization recommendations.

Not sure where your biggest impact opportunity lies? Start with a 30-day 
assessment period tracking time spent on routine tasks across all four functions, 
then choose the area consuming the most human hours.

Note: The workflow examples progress from foundational AI implementations to 
agentic systems. Early examples illustrate the journey toward agent-to-agent 
coordination and autonomous decision-making within strategic frameworks. For 
advanced agentic AI implementations, consider consulting with AI specialists.
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Campaign management workflow

While your creative team brainstorms one campaign concept, AI agents can 
generate, test, and optimize hundreds of variations simultaneously.

Week 1 - Campaign planning integration
Start by connecting an AI agent (like Jasper AI or Copy.ai) to your content brief 
process. Create a template workflow: Marketing strategist defines campaign 
objectives and target audience → AI agent generates 10 headline variations based 
on objectives → Human reviewer selects top 3 and provides feedback → AI agent 
creates 5 body copy variations for each headline → A/B testing setup with human 
oversight for brand alignment.

Week 2 - Creative development workflow
Upload brand guidelines to AI platform → Generate social media post variations 
(LinkedIn, Facebook, Instagram formats) → Human creative director reviews and 
refines → AI agent creates display ad variations in multiple sizes → Human designer 
adds visual elements → Deploy across channels with AI performance monitoring.

Week 3 – Autonomous agent integration and optimization
Connect AI agent to Google Ads and Facebook Ads APIs → Set performance 
thresholds (CTR below 2%, CPC above $X) → AI automatically pauses 
underperforming ads → AI agent coordinates with creative generation agents to 
produce new variations→ AI agent interfaces with budget management systems for 
reallocation within pre-approved parameters→ Daily performance summaries with 
optimization recommendations→ Human-initiated expansion of agent's decision-
making authority as the system proves reliable and learns from successful 
optimizations.



Controlled 
autonomy: AI 
agents execute 
within your 
parameters.
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Lead nurturing workflow design

Every prospect's digital behaviour tells a story about their buying intent. AI 
agents assess in real-time and respond with precisely the right content, timing, 
and approach that align with your goals.

Phase 1 - Lead intelligence setup (Days 1-7)
Integrate AI lead scoring with your CRM. Specific workflow: New lead enters 
system → AI agent analyzes website behavior, form responses, and company 
data → Assigns dynamic lead score (0-100) → Determines buyer journey stage 
(Awareness/Consideration/Decision) → Triggers appropriate nurturing sequence 
→ Updates CRM with AI insights and recommendations.

Phase 2 - Content personalization engine (Days 8-14)
Build AI-powered content selection. Practical process: AI agent monitors lead 
behavior across email opens, website pages visited, content downloaded →
Identifies interest patterns (product focus, role-specific content, industry topics) 
→ Selects next email content from library based on behavior → Personalizes 
subject lines and send times for individual recipients → Adjusts frequency based 
on engagement levels.

Phase 3 - Adaptive sequence management (Days 15-30)
Deploy intelligent sequence optimization. Step-by-step workflow: AI agent tracks 
email performance metrics → Identifies leads showing buying signals (pricing 
page visits, demo requests, competitor comparisons) → Automatically escalates 
hot leads to sales team → Adjusts nurturing intensity for engaged prospects →
Sends re-engagement sequences for inactive leads → Provides weekly lead 
progression reports to marketing team.
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Customer service workflow

Your customers expect instant support even at 3 AM on Sunday. AI agents deliver 
that consistency while freeing your human team to focus on building relationships 
and solving complex problems that require and benefit from human expertise.

Tier 1 - Chatbot first response (immediate implementation) Deploy AI chatbot 
for initial customer contact. Specific workflow: Customer submits inquiry via chat, 
email, or phone → AI agent analyzes inquiry type and customer history → Provides 
immediate response for common questions (hours, policies, account status) →
Collects additional information if needed → Escalates complex issues to human 
agents with full context and suggested solutions → Updates customer record with 
interaction summary.

Tier 2 - Agent assist integration (Week 2-3): Enhance human agents with AI 
assistance. Practical process: Human agent receives escalated inquiry → AI 
assistant provides real-time suggestions based on similar resolved cases →
Displays customer history, previous interactions, and purchase patterns →
Suggests response templates and solution approaches → Monitors conversation 
sentiment and alerts to customer frustration → Auto-generates case summaries 
and next steps.

Tier 3 - Proactive service deployment (Month 2): Implement predictive 
customer service. Step-by-step workflow: AI agent monitors product usage 
patterns and support ticket trends → Identifies customers likely to experience 
issues → Proactively reaches out with helpful resources or solutions → Schedules 
follow-up check-ins for recent issue resolution → Provides feedback to product 
team on common problems → Measures customer satisfaction and retention 
impacts.
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Analytics workflow

AI agents continuously monitor, analyze, and recommend optimizations to help 
you make data-driven decisions in real-time, no waiting.

Stage 1 - Automated reporting setup (Week 1): Replace manual reporting with 
AI-generated insights. Specific workflow: Connect AI agent to Google Analytics, 
CRM, and ad platforms → Configure automated daily/weekly reports → AI 
analyzes performance trends and identifies anomalies → Generates executive 
summaries highlighting key insights → Distributes reports to stakeholders with 
context and recommendations → Alerts team to significant performance changes 
requiring attention.

Stage 2 - Predictive analytics integration (Week 2-3): Deploy AI for forward-
looking insights. Practical process: AI agent analyzes historical customer behaviour
and campaign performance → Identifies patterns in customer lifecycle and churn 
indicators → Generates predictive models for lead scoring and customer value →
Provides campaign performance forecasts → Recommends budget allocation 
across channels → Creates customer segment predictions for targeting 
optimization.

Stage 3 - Real-time optimization engine (Month 2): Implement AI-driven 
decision support. Step-by-step workflow: AI agent monitors live campaign 
performance across all channels → Compares actual results to predicted 
performance → Identifies optimization opportunities in real-time → Suggests 
immediate tactical adjustments (bid changes, audience modifications, budget 
shifts) → Provides strategic recommendations for upcoming campaigns → Learns 
from successful optimizations to improve future suggestions.
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Practical ROI measurement

Start tracking AI impact immediately with this progressive measurement 
framework that builds sophistication over time.

Week 1 - Baseline documentation: Document current performance across key 
metrics (email open rates, lead conversion rates, customer response times, 
content production hours) → Create simple tracking spreadsheet → Establish 
weekly review schedule → Take screenshots/exports of current dashboard 
metrics → Share baseline data with stakeholders.

Week 2-3 - Quick win metrics setup: Deploy immediate impact tracking. 
Process: Set up automated alerts for key performance changes in your 
marketing platforms → Create weekly AI impact dashboard using existing tools 
(Google Analytics, CRM reports, platform dashboards) → Track time savings 
through simple before/after documentation → Monitor A/B test results 
comparing AI-generated vs. human-created content.

Month 2 - Comprehensive measurement system: Build tracking 
infrastructure. Implementation: Connect measurement tools (Google Analytics, 
CRM, marketing automation) to centralized dashboard → Set up automated ROI 
calculations comparing costs vs. measurable benefits → Implement regular 
stakeholder reporting schedule → Create optimization feedback loops where 
measurement data directly informs AI agent improvements.

Success metrics to track include time savings per marketing function, conversion 
rate improvements, cost per acquisition reductions, customer satisfaction score 
changes, content production turnaround, and lead scoring accuracy.
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Common implementation 
mistakes to avoid

These common pitfalls can derail implementations, but they're easily avoidable 
with proper planning.

Starting too Complex: Don't begin with multi-agent systems or custom 
integrations. Start with single-function AI tools that integrate easily with your 
existing platforms. Master simple implementations before advancing to 
sophisticated workflows.

Skipping baseline measurement: Without documenting current performance, 
you can't prove AI impact or calculate ROI. Always establish baselines before 
implementing any AI agent, even if measurement seems obvious.

Implementing without human oversight: AI agents need monitoring, 
feedback, and course correction. Always maintain human review processes, 
especially for customer-facing communications and strategic decisions.

Choosing tools before defining Use cases: Don't fall in love with specific AI 
platforms before understanding your exact needs. Define your workflows and 
success criteria first, then select tools that match your requirements.

Neglecting training: AI tools require new skills and workflows. Budget time for 
team training and change management, not just technology implementation.

Perfectionism paralysis: Don't wait for perfect data, complete integrations, or 
comprehensive training. Deploy and optimize continuously. AI agents learn from 
real-world feedback and data. Iteration is how AI agents learn and become 
intelligent.
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Recommended reading and 
references

For further learning, these resources provide practical guidance on
responsible AI adoption, strategy, and implementation.

CMA Resources
• CMA Guide on AI for Marketers
• Setting the Stage on Artificial Intelligence: A CMA Primer on AI for Marketers
• CMA Accountability Checklists for AI in Marketing
• CMA Mastery Series: AI Playbooks
• CMA Generative AI Readiness Survey

External Resources
• Influencer Marketing Hub: AI Marketing Benchmark Report 
• BeamAI: What is Agentic AI? Why Every Entrepreneur Should Care in 2025 
• Writesonic: 40 AI Agent Use Cases Across Industries 
• CubeoAI: 25 AI Marketing Statistics Every CMO Should Know in 2025
• Vktr: 5 AI Case Studies In Customer Service and Support Customer Service 
• SuperAGI: Case Studies In AI Lead Scoring: Real-World Examples Of How 

Businesses Are Boosting Conversions In 2025 
• Nielsen + Google: The ROI of AI Case Study
• Nogood: Top 12 AI Agents for Marketers in 2025 
• Google: 1001 Real-World Gen AI Use Cases From The World’s Leading 

Organizations

https://thecma.ca/docs/default-source/default-document-library/CMA-Guide-on-AI-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Guide-on-AI-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Primer-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Primer-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Accountability-Checklists-for-AI-in-Marketing.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Accountability-Checklists-for-AI-in-Marketing.pdf
https://thecma.ca/resources/ai-committee-playbooks
https://thecma.ca/resources/ai-committee-playbooks
https://thecma.ca/topic/media/2025/04/08/canadian-marketing-association-leads-the-way-in-ai-adoption-with-comprehensive-resources-for-marketers
https://thecma.ca/topic/media/2025/04/08/canadian-marketing-association-leads-the-way-in-ai-adoption-with-comprehensive-resources-for-marketers
https://influencermarketinghub.com/ai-marketing-benchmark-report/
https://beam.ai/agentic-insights/what-is-agentic-ai-why-every-entrepreneur-should-care-in-2025
https://writesonic.com/blog/ai-agent-use-cases
https://www.cubeo.ai/25-ai-marketing-statistics-every-cmo-should-know-in-2025/
https://www.vktr.com/ai-disruption/5-ai-case-studies-in-customer-service-and-support/
https://superagi.com/case-studies-in-ai-lead-scoring-real-world-examples-of-how-businesses-are-boosting-conversions-in-2025/
https://superagi.com/case-studies-in-ai-lead-scoring-real-world-examples-of-how-businesses-are-boosting-conversions-in-2025/
https://superagi.com/case-studies-in-ai-lead-scoring-real-world-examples-of-how-businesses-are-boosting-conversions-in-2025/
https://superagi.com/case-studies-in-ai-lead-scoring-real-world-examples-of-how-businesses-are-boosting-conversions-in-2025/
https://www.nielsen.com/insights/2025/google-mmm-case-study/
https://nogood.io/blog/ai-agents-for-marketers/
https://cloud.google.com/transform/101-real-world-generative-ai-use-cases-from-industry-leaders
https://cloud.google.com/transform/101-real-world-generative-ai-use-cases-from-industry-leaders
https://cloud.google.com/transform/101-real-world-generative-ai-use-cases-from-industry-leaders
https://cloud.google.com/transform/101-real-world-generative-ai-use-cases-from-industry-leaders
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The CMA

This playbook is developed with guidance by the CMA AI Committee and is 
part of the CMA's comprehensive AI initiative designed to empower Canadian 
marketers with the knowledge, skills, and ethical frameworks needed to 
implement AI responsibly and effectively. 

As the voice of Canadian marketing, the CMA champions our profession's 
powerful impact. We are the catalyst to help Canada's marketers thrive today, 
while building the marketing mindset and environment of tomorrow. 

We provide opportunities for our members from coast to coast to develop 
professionally, to contribute to marketing thought leadership, to build strong 
networks, and to strengthen the regulatory climate for business success. Our 
Chartered Marketer (CM) designation signifies that recipients are highly 
qualified and up to date with best practices, as reflected in the CMA's 
Canadian Marketing Code of Ethics and Standards. 

We represent virtually all of Canada's major business sectors, and all 
marketing disciplines, channels and technologies. Our Consumer Centre helps 
Canadians better understand their rights and obligations. 

For more information, visit thecma.ca.

https://thecma.ca/get-involved/thought-leadership-groups/artificial-intelligence
https://thecma.ca/


Build your 
human-AI 
team.
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