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AI PLAYBOOK 24

From Efficiency to 
Strategy: Five Roles 
For Your AI

Content partially generated by artificial 
intelligence, refined by human expertise.

This Playbook is part of the CMA's AI Mastery Series, 
empowering marketers to Implement AI in ways that 
earn regulatory confidence, maintain strong brand 
reputation, and foster consumer trust
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The AI adoption challenge facing 
marketing teams

Marketing teams worldwide are embracing AI at unprecedented rates. In 
Canada specifically, 61% of organizations have implemented generative AI, 
with 46% of Canadian workers now using these tools (up from 22% the 
previous year). Canadian employees using generative AI report saving between 
one and five hours per week, with 68% redirecting this saved time to higher-
value tasks and strategic thinking.

This represents the critical integration gap, the difference between using AI for 
"grunt work" efficiency versus building organizational capacity. Building 
organizational capacity requires reengineering workflows where AI changes 
how teams work and deliver value. The cost of remaining stuck in efficiency 
mode is becoming clear: Gartner predicts 30% of GenAI projects will be 
abandoned after proof-of-concept, while organizations struggle to move 
beyond basic automation to meaningful workflow transformation.

Organizations that successfully bridge this gap achieve measurable 
transformation: they shift 75% of staff operations to strategic roles, realize 
3.7x return on AI investments, and build the capabilities needed for 
sustainable AI-enabled operations. However, only 38% of Canadians report 
having moderate or high AI knowledge, compared to 52% globally, highlighting 
the critical need for systematic capability building. The choice facing marketing 
leaders is clear: develop systematic AI integration approaches or remain 
trapped in low-value automation cycles. Success requires moving beyond 
efficiency-focused applications to embrace AI's potential for organizational 
innovation.
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AI capabilities that build 
organizational value

Marketing teams can evolve their AI use through five distinct capabilities, each 
building greater organizational value while strengthening AI adoption and cultural 
readiness. This progression addresses the common failure pattern where 
organizations attempt advanced AI applications without foundational capabilities, 
cultural readiness, and operational frameworks, the root cause why most AI 
investments fail to deliver meaningful impact.

The journey begins with Stage 1, progressing through five distinct stages: 
"Eager Intern" → "Leveller" → "Super-Powered Executive Assistant" → "Research 
Assistant" → "Junior Strategist/Advisor," with each stage building organizational 
capabilities and delivering increasing value.

This framework overcomes seven critical barriers preventing strategic integration: 
organizational readiness gaps, poor data infrastructure, cultural resistance, 
inadequate governance, insufficient measurement systems, legacy technology 
constraints, and lack of systematic capability building.

Rather than ad-hoc tool deployment, this systematic approach builds AI integration 
capabilities that transform how marketing teams operate, enabling organizations 
to fully realize AI's potential for organizational effectiveness and innovation.



Foundational
thinking builds 
greater value.
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Building foundations for 
successful AI integration

Stage 1: The “Eager Intern”

The first stage focuses on establishing AI literacy across marketing teams through 
direct, well-defined tasks where AI provides immediate value while teams develop 
comfort and competency. These AI tools work like enthusiastic interns, quick to 
produce first drafts and overcome blank page and writers block problems but require 
significant human oversight and refinement.

Stage 2: The “Leveller”

Stage 2 shifts focus to team-wide capability building and MarTech integration. This 
stage addresses the critical challenge of inconsistent performance within marketing 
teams by using AI to democratize expertise and elevate overall team 
capabilities. New employees can onboard faster and start contributing at a higher 
level.

Key success indicators (adjust based on your organization)
Stage 1:
• 10% productivity boost in writing time, 20-30% reduction in content drafting time, 

and 
• 15% increase in basic content production without proportional headcount 

increases. 

Stage 2: 
• 15-25% team productivity uplift, reduced variance in content quality across team 

members
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Tactical implementation for 
foundation stages

Stage 1 approach
• Implement pilot programs for content creation, social media management, and 

email drafting.
• Test multiple AI tools to find best fit for specific tasks.
• Always vet and validate answers (to check for hallucinations).
• Use tools like ChatGPT, Jasper AI, and Copy.ai with established quality control 

processes.
• Identify internal AI champions and launch controlled pilot projects with clear 

objectives.
• Build prompt libraries and best practice documentation for organization-wide 

sharing.

Stage 2 approach
• Develop or participate in cross-functional training programs covering both 

technical skills and strategic applications.
• Integrate with CRM systems like HubSpot or Salesforce Marketing Cloud with 

GenAI plugins.
• Deploy project management AI through platforms like Asana and Monday.com.
• Focus on creating consistent organizational capabilities regardless of individual 

skill levels. 
• Set AI expectations in job descriptions.
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Advanced automation and 
strategic intelligence integration

Stage 3: The “Super-Powered Executive Assistant”
This stage represents a qualitative leap where AI evolves from task automation to 
sophisticated workflow orchestration. The "Super-Powered Executive Assistant" 
handles complex administrative coordination that previously required significant 
human time—intelligent email triage, comprehensive meeting summarization, 
predictive project management, and trend analysis across vast document 
repositories.

Stage 4: The “Research Assistant”
This stage enhances marketing teams' strategic intelligence capabilities, evolving 
AI from operational support to strategic research partner. The "Research 
Assistant" provides sophisticated analysis that directly informs high-level decisions 
through proactive market intelligence, automated competitor monitoring, 
consumer sentiment analysis, and regulatory compliance tracking.

Key success indicators (adjust based on your organization)
Stage 3:
• 30-50% reduction in content cycle times;
• 15-25% decrease in routine operational costs;
• 60-80% reduction in time spent generating routine marketing reports; and
• Save key executives valuable time.

Stage 4: 
• Teams achieve 40-60% faster market research generation and 20-30% 

improvement in strategic decision speed through AI systems that synthesize 
vast datasets, identify emerging trends, and provide decision-ready intelligence 
rather than requiring extensive manual analysis.
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Stage 3 approach
• Deep integration with existing MarTech stacks through advanced CRM 

systems like Salesforce Einstein.
• Project management AI through ClickUp and Jira with GenAI plugins.
• Analytics automation through platforms like Tableau with natural language 

querying capabilities.
• Focus on managing organizational complexity while maintaining human 

oversight.

Stage 4 approach
• Advanced analytics platforms capable of handling complex data integration 

and analysis.
• Research automation tools for sentiment analysis, survey processing, and 

social media monitoring.
• Competitive intelligence platforms like Brandwatch and SEMrush with AI-

driven insights.
• Cross-functional collaboration between marketing intelligence, data science, 

and strategy teams.

Deployment success factors for 
stage 3-4 deployment



© 2025 Canadian Marketing Association. All Rights Reserved.

9

Strategic partnership and 
transformation

Stage 5: The “Strategic Partner”

Stage 5 represents the pinnacle of AI integration where systems demonstrate 
capabilities that mirror experienced strategic consultants. The "Junior 
Strategist/Advisor" engages in strategic dialogue, challenges assumptions, and 
offers alternative perspectives through sophisticated competitive analysis, 
nuanced positioning recommendations, comprehensive scenario development, 
and real-time market sentiment analysis that directly informs executive 
decisions. 

Key success indicators (adjust based on your organization)
• 1.5-2.5x ROI on GenAI-informed strategic initiatives, 
• 5-10% customer retention improvement through personalized engagement 

strategies, and 
• Enhanced organizational agility in responding to market changes.
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Stage 5 implementation approach

Stage 5 approach
• Advanced use of deep research.
• Role playing scenarios with GPT's.
• Custom AI development tailored to specific organizational needs
• Enterprise API integrations with customer data platforms and competitive 

intelligence databases
• Emergence of "agentic AI" systems that anticipate needs and act 

autonomously
• Marketing professionals evolve from tactical executors to strategic directors

The transformation to AI-native operations involves the emergence of "agentic 
AI" systems that anticipate needs and act autonomously across complex 
workflows. The inter-connected systems move beyond command responses to 
plan and execute multi-step tasks, orchestrate marketing processes with 
minimal human intervention, and enable marketing professionals to evolve 
from tactical executors to strategic directors. Recent research shows 27% of 
Canadian organizations have already deployed agentic AI systems, with 57% 
planning investment within six months, indicating rapid movement toward 
autonomous AI capabilities.

The organizational transformation extends beyond operational efficiency to 
strategic capability. AI-native organizations can identify and respond to 
opportunities more effectively, develop more sophisticated customer 
engagement approaches, and optimize resource allocation with greater 
precision than traditional approaches.
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What to expect: Resource
requirements by stage: 1-3

1 • Existing team members allocate 5-10% time for AI experimentation (1-2 
hours weekly).

• Identify 1 internal AI champion from current staff (additional 5-10% time 
allocation).

• Budget for basic AI tool subscriptions ($50-200/month total: ChatGPT Plus, 
Copy.ai starter).

• Utilize existing IT support or designate tech-savvy team member for setup.
• Leverage free online training resources and CMA workshops for initial skill 

development.

2 • AI champion expands role (15-25% time allocation, existing position).
• Internal training sessions led by AI champion or external workshop 

attendance.
• Mid-tier AI tool subscriptions with team features.
• Basic MarTech integrations using existing CRM and project management 

tools.
• Knowledge sharing through team meetings and shared documentation (no 

new systems).

3 • Part-time AI specialist role (20-30 hours/week, could be contractor or 
shared hire).

• Selective advanced tool adoption based on highest ROI opportunities .
• Phased integration approach focusing on 1-2 key systems rather than full 

MarTech stack.
• External consultant for initial setup (project-based rather than ongoing).
• Gradual process changes to minimize disruption and resistance.
• Participate in external AI courses & learning.
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What to expect: Resource
requirements by stage: 4-5

Stage 4 • Shared AI specialist (part-time employee or fractional hire across 
multiple functions).

• Strategic tool selection focusing on multi-purpose platforms with 
good ROI.

• Quarterly governance meetings rather than monthly (less resource 
intensive).

• Partnership with other SMEs or industry groups for shared learning 
and resources.

• Combination of internal capability building and selective external 
expert consultation.

Stage 5 • Senior team member takes on AI strategy oversight (25-40% 
additional responsibility).

• Selective custom development through partnerships or shared 
industry solutions.

• Focus on integration with existing systems rather than 
comprehensive overhauls.

• Industry associations and peer networks for ongoing best practice 
sharing.

• Attend AI conferences and applied workshops.
• Create your own internal training for teams.
• Phased implementation over 12-18 months to spread costs and 

learning curve.
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Your 90-day "AI action plan"

Days 1-30: Foundation Setting
• Get an executive sponsor on-board as an AI advocate/champion.
• Research examples of the 5 stages in the marketing industry and in your 

sector and explain how the five roles can add value and positively impact your 
business model.

• Plan AI literacy training for all marketing team members.
• Identify 3-5 pilot use cases aligned with immediate organizational pain points.
• Select and deploy initial AI tools with comprehensive team training sessions.
• Establish quality control processes and content review workflows.
• Document baseline performance metrics for comparison.

Days 31-60: Structured Experimentation
• Launch controlled pilot projects with specific success metrics and regular 

check-ins. Measure results and impact.
• Develop prompt libraries and best practice documentation based on 

experimentation results.
• Gather stakeholder feedback and document lessons learned.
• Begin cross-functional collaboration with IT, legal, and data teams.
• Create internal AI champion network for knowledge sharing.

Days 61-90: Optimization and scaling Preparation
• Analyze pilot results and identify successful approaches for broader 

deployment.
• Refine AI workflows based on performance data and user feedback.
• Prepare scaling strategy for successful pilot applications.
• Identify opportunities for next-stage AI capability development.
• Establish governance frameworks for expanded AI integration.



© 2025 Canadian Marketing Association. All Rights Reserved.

14

Recommended reading and 
references

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

External References
• KPMG Canada: Generative AI Adoption Index
• KPMG Canada: Six in Ten Canadian Organizations Using Generative AI
• Forbes: Marketing Leaders Are Chasing GenAI ROI But More Are Missing The 

Mark
• SequencerAI: Key Generative AI Statistics and Trends for 2025 [as of May 28, 

2025]
• Atrium: The GenAI Divide: Why 95% of Companies Aren’t Seeing ROI with 

Generative AI
• Marketing AI Institute: 2025 State of Marketing AI Report
• Synthesia: AI Statistics 2025 – Top Trends, Usage Data and Insights
• Digital Marketing Institute: 10 Eye-Opening AI Marketing Stats in 2025
• Business Data Lab: Prompting Productivity: Generative AI Adoption by 

Canadian Businesses
• Single Grain: The Complete AI Marketing Implementation Guide for 2025
• Aiinvest: The AI Content Creation Revolution – How Generative Tools Are 

Rewriting Digital Marketing ROI
• Bryj AI: From 2024 Breakthroughs to 2025 Predictions: How AI is Redefining 

Marketing

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-Accountability-Checklists-for-AI-in-Marketing.pdf
https://thecma.ca/resources/ai-committee-playbooks
https://kpmg.com/ca/en/home/services/digital/ai-services/generative-ai-adoption-index.html
https://kpmg.com/ca/en/home/media/press-releases/2024/10/six-in-ten-canadian-organizations-using-generative-ai.html
https://www.forbes.com/sites/kolawolesamueladebayo/2025/03/18/marketing-leaders-are-chasing-genai-roi-but-most-are-missing-the-mark/
https://www.forbes.com/sites/kolawolesamueladebayo/2025/03/18/marketing-leaders-are-chasing-genai-roi-but-most-are-missing-the-mark/
https://www.sequencr.ai/insights/key-generative-ai-statistics-and-trends-for-2025
https://www.sequencr.ai/insights/key-generative-ai-statistics-and-trends-for-2025
https://atrium.ai/resources/genai-divide-roi-generative-ai/
https://atrium.ai/resources/genai-divide-roi-generative-ai/
https://www.marketingaiinstitute.com/hubfs/2025%20State%20of%20Marketing%20AI%20Report.pdf
https://www.synthesia.io/post/ai-statistics
https://www.synthesia.io/post/ai-statistics
https://www.synthesia.io/post/ai-statistics
https://digitalmarketinginstitute.com/blog/10-eye-opening-ai-marketing-stats-in-2025
https://digitalmarketinginstitute.com/blog/10-eye-opening-ai-marketing-stats-in-2025
https://digitalmarketinginstitute.com/blog/10-eye-opening-ai-marketing-stats-in-2025
https://businessdatalab.ca/publications/prompting-productivity-generative-ai-adoption-by-canadian-businesses/
https://businessdatalab.ca/publications/prompting-productivity-generative-ai-adoption-by-canadian-businesses/
https://www.singlegrain.com/digital-marketing-strategy/the-complete-ai-marketing-implementation-guide-for-2025/
https://www.ainvest.com/news/ai-content-creation-revolution-generative-tools-rewriting-digital-marketing-roi-2507/
https://www.ainvest.com/news/ai-content-creation-revolution-generative-tools-rewriting-digital-marketing-roi-2507/
https://www.ainvest.com/news/ai-content-creation-revolution-generative-tools-rewriting-digital-marketing-roi-2507/
https://www.ainvest.com/news/ai-content-creation-revolution-generative-tools-rewriting-digital-marketing-roi-2507/
https://www.bryj.ai/from-2024-breakthroughs-to-2025-predictions-how-ai-is-redefining-marketing-with-chatroi-at-the-helm/
https://www.bryj.ai/from-2024-breakthroughs-to-2025-predictions-how-ai-is-redefining-marketing-with-chatroi-at-the-helm/
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Your strategic partner in AI 
transformation

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/


Innovate and
transform
how your 
team creates 
value.
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