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What this series addresses and solves

This Al marketing framework addresses the critical gap between Al tool adoption and measurable marketing outcomes.
Learn how to implement Al in marketing operations, prove ROI, and scale personalization without losing brand trust.

Why teams stall with Al in marketing

The Gap

Tools moved fast, operating models moved slow

The Cost

Trust erosion, brand drift, weak proof of value

The Fix

Clear guardrails, clean workflows, measurable ROI, calm teams

/
I
Signals Decisions S Outcomes
Channels

This framework connects every marketing action to measurable business outcomes.

logansivanasen.com


https://logansivanasen.com/

Chapter 1 - Al in Marketing 2026: Is Already Here. So Why
Do Many Teams Still Struggle?

Chapter 1 explains why Al in marketing already feels widespread, yet many teams still struggle to get consistent results. You outline the core issue as
an operating model problem, not a tool problem: teams adopt apps fast, but lack clear ownership, repeatable workflows, shared standards, and a
realistic maturity path. The chapter frames common blockers such as skill gaps, messy handoffs, and unclear risk control, then points to a practical
next step: assess where your team sits today, choose one workflow to standardize, and run a focused 90-day plan so adoption turns into measurable

outcomes.

Key topics covered: Al marketing maturity assessment, workflow standardization, marketing automation implementation, team skill development,

and 90-day Al adoption roadmap.

Most teams adopt tools, not
systems

Technology without process creates
chaos, not capability

Three friction points

Skills gap, workflow chaos, unclear
ownership

Use a maturity map

Pick the next step, not a bigger toolset

Downloadable tools.

e Al Marketing Maturity Map (interactive self-assessment sheet)

e Al Marketing Maturity Map (PDF)
e 90-Day Al Marketing Upgrade Planner (sheet)

e Al House Rules One-Pager (sheet)

Research links

e BCG analysis via Business Insider

e MIT Sloan on smaller Al efforts moving faster
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Al in Marketing Is Already Here.
So Why Do So Many Teams Still
Feel Behind?
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https://docs.google.com/spreadsheets/d/11ooMLVw1ra0ePEGBPQU6NEC-tNDVilpo/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://drive.google.com/file/d/1naVMAZWsfGem7wZw3-0s2_sT45iQCPfw/view?usp=sharing
https://docs.google.com/spreadsheets/d/16QasS17Qa2N79AAS6xAELiQX7kFY5bIu/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1UWFOETXP9V8NzjOQOFlbwj78FcM48kaw/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://www.bcg.com/publications/2025/transforming-marketing-with-ai
https://mitsloan.mit.edu/ideas-made-to-matter/how-organizations-can-achieve-big-value-smaller-ai-efforts
https://www.linkedin.com/pulse/ai-marketing-2026-now-already-here-so-why-do-many-teams-sivanasen-pfxbc/?trackingId=ZFV5DJZOqWxCIMuI4wLEIw%3D%3D&lipi=urn%3Ali%3Apage%3Ad_flagship3_profile_view_base_publications_details%3BM0cT81P%2FSvawvoIeCXytPQ%3D%3D
https://www.linkedin.com/pulse/ai-marketing-2026-now-already-here-so-why-do-many-teams-sivanasen-pfxbc/?trackingId=ZFV5DJZOqWxCIMuI4wLEIw%3D%3D&lipi=urn%3Ali%3Apage%3Ad_flagship3_profile_view_base_publications_details%3BM0cT81P%2FSvawvoIeCXytPQ%3D%3D
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Chapter 2 - Al in Marketing: Bevond "Hi {First Name}".
Using Al Without Creeping People Out

Chapter 2 shows why surface-level personalization, like first-name inserts, often backfires and damages trust. You reframe personalization as useful
relevance, where you earn the right to tailor experiences through consent, context, and a clear value exchange. You push teams to minimize data,
avoid sensitive inferences, and design messaging that feels transparent and respectful. You also emphasize disciplined testing and simple
measurement so leaders link personalization efforts to real outcomes, while governance and review steps keep Al outputs aligned with brand and
user expectations.

Key topics covered: Al personalization best practices, consent-based marketing, data privacy in Al marketing, customer trust building, and ethical Al

implementation.

Replace "personalization" with "useful relevance"

Stop optimizing for clicks. Start optimizing for trust and value.

Earn the right to personalize A |

9 ©
Through consent and context Consent || context || Relevance
Guardrails

Data minimization, sensitive-topic limits, transparent value exchange

Downloadable tools.

o Personalization Risk Radar (PDF)

¢ Consent & Comfort Checklist — Al Personalization Campaign

Al in Marketing 2026

Beyond "Hi {First Name}". Using
Al for Personalization Without
Creeping Customer Out.

e Al-Assisted Journey Blueprint (sheet)

Research links

e McKinsey explainer on personalization

e Microsoft blog study on measured business value of Al

By: Logan Sivanasen

e Work Trend Index summary link used in the article January 15th, 2026
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https://drive.google.com/file/d/1z2xxfVPnB-m3T9AppDNNKXmQiewlkmnQ/view?usp=drive_link
https://docs.google.com/spreadsheets/d/12JmuEaXLhkLQsZecQtGn79waWebqMmhK/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1nn1sH-huo33Y_BioFTAefAdsdU1A0UIm/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://www.mckinsey.com/featured-insights/mckinsey-explainers/what-is-personalization?trk=article-ssr-frontend-pulse_little-text-block
https://blogs.microsoft.com/blog/2023/11/02/new-study-validates-the-business-value-and-opportunity-of-ai/?trk=article-ssr-frontend-pulse_little-text-block
https://virtualizationreview.com/articles/2023/05/09/work-trends.aspx?trk=article-ssr-frontend-pulse_little-text-block
https://www.linkedin.com/pulse/ai-marketing-beyond-hi-first-name-using-without-out-logan-sivanasen-rbxgc/?trackingId=eFOKraKkX5osFc15%2BFxx6Q%3D%3D
https://www.linkedin.com/pulse/ai-marketing-beyond-hi-first-name-using-without-out-logan-sivanasen-rbxgc/?trackingId=eFOKraKkX5osFc15%2BFxx6Q%3D%3D
https://logansivanasen.com/

Chapter 3 - Al in Marketing: Content at Scale. Brand Still
Intact. How to Use Al Without Losing Trust.

Chapter 3 shows you how to scale content with Al while protecting brand trust. You keep humans accountable for the core narrative and claims, then
use Al to speed up drafting, variants, and localization inside clear rules. The chapter introduces a content risk matrix to route low-risk work through
fast lanes and high-risk work through stronger review. You set brand voice constraints, source requirements for factual statements, and a publish
checklist, then run a repeatable workflow from brief to prompt to draft to QA to approval to post-launch audit so volume rises without voice drift or
compliance surprises.

Key topics covered: Al content generation at scale, brand voice consistency, content governance frameworks, Al content quality assurance, and
marketing compliance.

Humans own narrative. Al scales Guardrails Workflow sequencing
execution Brand voice, claims policy, synthetic media Brief > draft > QA = publish = audit
Strategy and judgment remain human. rules, risk tiers

Production and distribution scale with Al.

Downloadable tools.

Al Brand Voice Guardrail Canvas (doc)

e Content at Scale Workflow Blueprint (doc)

Al in Marketing 2026

Content at Scale, Brand Still Intact:
How to Use Al for Creative Without
Sounding Like Everyone Else

e GenAl Creative Brief and Prompt Pack (doc)

Research links

o ScienceDirect Journal - Using generative artificial intelligence
for social media content creation diminishes perceived brand
authenticity

By: Logan Sivanasen
January 22nd, 2026

e L'Oréal Annual Report 2024. Beauty Tech champion section
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https://docs.google.com/document/d/1sx3yzGiYNPEESvyLwhjV6ZdYjoMBf5gk/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://docs.google.com/document/d/1q1-t4j5d9mnnOYufHO40BwxstwbbUwLC/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://docs.google.com/document/d/1a3P9QZT0JgDA5GXaSDYgy0ZDI1yb0aqH/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://www.sciencedirect.com/science/article/pii/S0969698924000869?trk=article-ssr-frontend-pulse_little-text-block
https://www.sciencedirect.com/science/article/pii/S0969698924000869?trk=article-ssr-frontend-pulse_little-text-block
https://www.sciencedirect.com/science/article/pii/S0969698924000869?trk=article-ssr-frontend-pulse_little-text-block
https://www.loreal-finance.com/en/annual-report-2024/beauty-tech-champion/?trk=article-ssr-frontend-pulse_little-text-block
https://www.linkedin.com/pulse/ai-marketing-content-scale-brand-still-intact-how-use-logan-sivanasen-arbhc/?trackingId=4R3L4botvDvVTlwLxOPi%2FA%3D%3D
https://www.linkedin.com/pulse/ai-marketing-content-scale-brand-still-intact-how-use-logan-sivanasen-arbhc/?trackingId=4R3L4botvDvVTlwLxOPi%2FA%3D%3D
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Chapter 4 - Al in Marketing: Show Me the Return. A Simple
Playbook for Proving ROI on Al-Powered Marketing.

Chapter 4 gives you a simple way to prove ROI from Al in marketing so finance and leadership trust the spend. You start by defining what “return”
means in your context: revenue lift, cost reduction, time saved, and risk reduction, then you pick one workflow where you control inputs and
outcomes. You set a clean baseline, write a tight hypothesis, and run small experiments with holdouts or A/B splits so you measure incremental
impact, not activity. You track a short KPI set tied to pipeline, sales, and unit costs such as cost per asset, cycle time per campaign, and quality
checks, then you roll results into a lightweight dashboard with clear owners, review cadence, and stop rules. The chapter closes with a scaling path:
repeat what worked across adjacent use cases, standardize the measurement template, and keep your story focused on business outcomes, not tool
features.

Key topics covered: Al marketing ROI calculation, marketing performance metrics, Al campaign measurement, cost-per-acquisition optimization, and
marketing attribution models.

Define value buckets

e T —

ROAS

Revenue lift, cost down, time saved, risk reduced

R

evenue or Pipeline 1
Run small experiments - I -

Time to launch —

[ Throughput Capacity gained
o r (hours saved) eg

With clean baselines and stop rules ‘

Build a simple dashboard

Tied to pipeline and revenue . : .

Downloadable tools.

e Al ROI Dashboard Blueprint (sheet)
e Al Marketing ROl Canvas and Tracker (sheet)

Al in Marketing 2026

Show Me the Return: A Simple
Playbook for Proving ROl on Al-
Powered Marketing.

By: Logan Sivanasen
January 22nd, 2026
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https://docs.google.com/spreadsheets/d/1xwIkwz5l0oDgDnfUrt0ZO5aA_-a5gT5d/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1YqpZs80X38V-O8DoAreE41T-25TwJaCK/edit?usp=sharing&ouid=112026257986833778525&rtpof=true&sd=true
https://www.linkedin.com/pulse/ai-marketing-show-me-return-simple-playbook-proving-roi-sivanasen-kf2pc/?trackingId=ImPGipvNC96fIGdCFEM8nw%3D%3D
https://www.linkedin.com/pulse/ai-marketing-show-me-return-simple-playbook-proving-roi-sivanasen-kf2pc/?trackingId=ImPGipvNC96fIGdCFEM8nw%3D%3D
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Chapter 5 - Al in Marketing: Al-Native Marketers, Calm
Teams, Clean Stacks. Your 2026 Survival Guide.

Chapter 5 explains how to operate as an Al-native marketing team in 2026 without burning out or losing control. You define Al-native marketers as
system builders who run clear workflows, use structured inputs, verify outputs, and keep humans accountable for narrative and risk. You push for
“calm teams” through clear ownership, shared review rhythms, and a pattern library for briefs and prompts. You also recommend a clean stack with
fewer tools and deeper adoption, backed by governance rules for synthetic media, claims, and sensitive topics. The core standard stays simple: if a
workflow cannot show its work, do not scale it.

Key topics covered: Al-native marketing operations, marketing technology stack optimization, team training for Al tools, marketing workflow
automation, and sustainable Al adoption strategies.

Al-native traits Calm team habits Clean stack rule
Curiosity, structured thinking, fast Clear intake, fewer tools, shared prompt Fewer tools, deeper adoption, measurable
iteration, evidence habits patterns, review rhythm value

THE AI-NATIVE

5 ' N\
(@, PEOPLE WORK & STACK
O Q (Focus on Talent & Skllls) J (Pmcess & Govemance) . (Technology & Tools)
. v
| 1 5
s 1 3 3 L N d
QUARTER 1 - @ Pick one or two Al-heavy Nominate owners for prompts, el o
5 3= Run a fast inventory. Name
Decide your bets workflows per key marketer that % data, and brand risk. Make it 2
i y O touch revenue or customer value explicit Q your backbane three platforms
leite: 1] y | & cte1] J Irite:1]
3
QUARTER 2 - 3, Start structured Al skil building (@—&  Design your calm hythm. .@. Trim or park at least one
Stabilise the & tied to those workflows, not w Weekly Al review, experiment f:> under-used tool and migrate
rhythm generic “Al training® ¢ 0 retro, protected focus blocks that work to the backbone
fe. (elte:1] J L lite: 1] ) « (0te:1] )
@ N\ s 3 ' A
QUAI RT_ER _3 2 4/, Capture Al case stories per Update roles and performance Add simple guardrails and
Turn wins into ullll - person: before/after, conversations to reflect Al- dashboards that show where Al
narrative L numbers, lessons (e | native responsibilities = L 7 isused and what value it dell :V‘E"yi
E ( \ a
QUA RTER 4 - m Check burnout and confidence Decide which Al experiments S Reassess utilization of the
Review and signals and redirect training graduate into standard playbooks backbone. Only add tools that '%
reallocate L where needed el L v || X and which you stop ey earn their place e

Research links

e Gartner - Maximize ROI With Marketing Technology (Martech)

e SAS and Coleman Parkes - Marketers and Al: Navigating New
Depths

e Microsoft and Linkedin - 2024 Annual Work Trend Index
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https://www.gartner.com/en/marketing/topics/marketing-technology
https://www.sas.com/content/dam/sasdam/documents/20250124/marketers-and-ai-navigating-new-depths.pdf
https://www.sas.com/content/dam/sasdam/documents/20250124/marketers-and-ai-navigating-new-depths.pdf
https://news.microsoft.com/annual-wti-2024/
https://www.linkedin.com/pulse/ai-marketing-ai-native-marketers-calm-teams-clean-stacks-sivanasen-mn0uc/?trackingId=G1yHnLY9d5TpUbKaMzbFJg%3D%3D
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Case study: Starbucks Deep Brew personalization at

scale
Al-Powered Personalization for Customer Engagement

Source: Microsoft Customer Story

Starbucks uses its Deep Brew Al platform built on Microsoft Azure to deliver personalized recommendations to 16 million active Starbucks Rewards
members through the mobile app. The system analyzes customer behavior and provides Al-powered drive-thru recommendations based on 400+
store-level criteria.

Key Metrics & Impact

= s |
coffee,it's a...?

STARBUCKS
DATA STRATEGY AN, 9

CASE STUDY: DEEP BREW —

| " i
Al & LOYALTY SECRETS REVEALED
LRy

Active Starbucks Rewards members receiving personalized
Goal recommendations

Improve relevance across app offers and journeys

Approach

Centralized data plus Al-driven decisioning

Lesson

Usefulness plus trust beats surface personalization

Store-level criteria powering drive-thru recommendations (time of day,
weather, inventory, preferences)

The Deep Brew platform enables Starbucks to deliver relevant,
personalized experiences across the mobile app and drive-thru, helping
customers discover new products and customize orders based on their
preferences and contextual factors.

Back to Table of Contents
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https://news.microsoft.com/source/features/ai/starbucks-turns-to-technology-to-brew-up-a-more-personal-connection-con-its-customers/
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Case study: Coca-Cola "Create Real Magic"
GenAl creativity with guardrails

Source: Coca-Cola Company Press Release

Coca-Cola's Create Real Magic campaign demonstrates how global brands can use generative Al for creative content with clear brand guardrails. The
platform allowed fans to create original artwork using Coca-Cola's iconic brand assets with OpenAl's GPT-4 and DALL-E technology.

Key Metrics & Impact

e Platform ran through March 31, 2023

e Selected artwork displayed on digital billboards in Times Square
(New York) and Piccadilly Circus (London)

e 30 creators selected for the Create Real Magic Academy to develop
Al creative skills

e Platform enabled fans to create original artwork using Coca-Cola's
iconic assets with OpenAl technology

Creative Process Flow

O1

Briefing

Creators receive brand guidelines & objectives

02

Generation

Al tools assist in content creation

03

Goal Review & Approval

Scale creative exploration without brand drift Guardrail system ensures brand compliance
04

Al Deployment

GenAl-enabled creator program with brand constraints Ao eeiem A EEs slelal

Lesson

Governance shapes output quality and reputational risk

Back to Table of Contents
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Case study: BIMBA Y LOLA and Meta Advantage+
Shopping

Source: BIMBA Y LOLA

Spanish fashion brand BIMBA Y LOLA achieved 30% ROAS improvement and 25% sales increase using Meta Advantage+ Shopping campaigns. This
case study provides concrete proof points for Al marketing ROIl, demonstrating how Al-driven campaign optimization delivers measurable business
results.

Key ROI Metrics

ROAS Improvement CPA Reduction
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Improve sales efficiency in paid social

Conversion Rate Lift Sales Increase

Approach N
Al-optimized campaign structure with measurement discipline
204
Lesson
ROI proof improves scaling decisions and budget confidence
10
0

ROAS CPA Reduction Conversion Sales

Meta Advantage+ Shopping campaigns drove significant improvements
across key performance indicators, demonstrating the power of Al-
driven optimization.
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Series summary

This series shows you how to move from Al tool adoption to reliable marketing
outcomes through clear operating discipline.

Five Chapter Takeaways

Ol 02

Tools moved fast, operating models Personalization requires consent and
moved slow—Dbuild ownership first usefulness, not just data

03 04

Humans own narrative, Al scales Prove ROI through small experiments tied
execution with clear guardrails to revenue and cost

05

Al-native teams need calm habits, clean stacks, and traceable work

Five Non-Negotiables

Governance: Brand voice, claims Consent: Trust-first data
policy, synthetic media rules boundaries and transparent
personalization

QA: Brief - draft > review = publish Measurement: Baselines,
- audit workflow experiments, dashboards tied to
business outcomes

Stack discipline: Fewer tools,
deeper adoption, measurable value

Start This Week

Ot 02

Pick one workflow where you control Set a clean baseline and define what
inputs and outcomes "return" means in your context

03

Run a small experiment with clear stop rules and review cadence

Links to all 5 original articles
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