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with
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A Change Management Lesson Plan
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Implementing a marketing automation solution is just the beginning to achieving marketing greatness.  You 
need to make sure your people, process, and technology are aligned to get the fastest speed-to-results.  
But you can’t map bad processes to new technology, you need complete user adoption in order to be 
successful, and you need to proactively grow your solution as marketing continues to evolve.
 
It’s like buying a Ferrari and keeping it in the garage. You need to get out, drive it around, and get the full 
experience! It is the same philosophy with marketing automation.  You need to be proactive and implement 
the right processes in order to maximize the full potential of your technology solution. 

Fortunately, there are many techniques you can use in order to enable your teams and identify the skills 
needed to see significant success.  

Introduction
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Marketers implement marketing automation because they know it can help them scale, be more efficient, and help tie their efforts to revenue.  
With marketing automation, companies get higher conversion rates, source more pipeline, experience better revenue attainment, and report 
faster growth. 
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Companies that use marketing automation source more pipeline 
from marketing, have more productive sales reps, and experience 
better revenue attainment.

Companies that use marketing automation are more likely to report 
faster growth than non-marketing automation users.

Marketing Automation Users
Slower Growth
Same Growth
Greater Growth Non-Marketing Automation Users

Faster Growth More Pipeline

66%

8%
12%

66% 50%

Integrated  
Marketing Automation

No Marketing  
Automation

% Pipeline Sourced
from Marketing

Better

Better

Better

% Sales Time
Spent Selling

% Revenue Plan
Attainment

45%
22%

25%

62%

45% 31%

51%

67%
84%

38%
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But how do you get started? How do you manage the 
implementation process internally and set the stage for optimal 
growth? This ebook outlines a framework you can use to achieve 
both fantastic ROI on your marketing automation platform, improve 
you overall processes, and enable your teams to successfully 
leverage the platform. 

Use the templates and checklists included to help you along the 
path to success. 

How do you get started? 

Traditional
Marketing

Marketing
Strategy

Sales & Marketing 
Alignment

Measurement  
Metrics & Analytics

Technology

Automate marketing 
processes

Transform revenue 
operations

Leverage 
automated email 
of direct mail 
communications to 
stay in touch with 
customers

Enable business 
users to create 
content, manage 
campaigns  
and events

Embrace multi-
channel program 
delivery

Improve business 
results through 
continuous analysis 
and optimization of 
sales and marketing 
resources

Lead scoring and 
nurturing

Alignment 
between sales and 
marketing

Integration to 3rd 
party systems

CRM Integration

Lead scoring practices

Demand
Generation

Revenue
Performance
Management

Integrated
Pipeline
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At Marketo, we work with customers on a daily basis to make sure 
that they have what they need to be successful with marketing 
automation, and we have developed a delivery framework  that 
enables our customers to achieve faster speed to value and higher 
marketing maturity.

The more advanced your processes are, the further up the 
marketing maturity curve you can be. But it is your people, 
processes, and technology that can get you to the highest level of 
Revenue Performance Management. Luckily, you can get there with 
the aid of marketing automation, you just need to pioneer internal 
change that begins at implementation, and make sure you are 
innovating on an ongoing basis.

The methodology we use both internally at Marketo and with our 
customers through our professional services team is a framework 

Discover Deliver Drive

Understand Customer 
Business Objectives

Understand Customer 
Environments and 
Technology Landscape

Apply Marketo 
Best Practices to       
        solution

Finalize and 
document solution

Build solution 
in production 
environment

Finalize/test solution

Drive Maturity of 
Customer Revenue 
Performance 
Management 
Capabilities across 
the delivery phases

called Drive.  The framework is built for repeatable, scalable 
implementations, and enables your business to achieve the sort of 
change management, adoption, and innovation you need to grow 
and achieve results.  This methodology is both designed to be the 
overarching theme throughout implementation and rollout, as well 
as what guides you through each individual project. Whether it is a 
full system overhaul, or developing a lead nurture program, Drive 
is the framework that sets the pace and gives you structure.   And 
remember, the framework will evolve over time as your customers 
and business changes.  

This ebook will show you examples of how to use the Drive 
framework for a larger project, such as marketing automation 
implementation, and how to use it on a smaller project, or a “play”, 
such as lead nurturing program development.

Marketo Drive Delivery Framework
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Here are some tips to get your started:

•• Assign a key team of internal stakeholders that will spearhead the project

•• Schedule meetings with teams that will be involved in your implementation

•• Schedule a kick off day which will include your Discover Workshop

•• Put KPIs in place for your implementation

Lesson 1 Discover

Assign team

Schedule Meetings

Schedule Kick off

Put KPIs

The first step to starting your transformation, is the Discover 
phase.  Take ample time to understand your business objectives. 
Do a deep dive into not only your internal processes, but also your 
technology landscape and business environment.  Once you have 
an understanding of where you are today and where you want to be 
headed, you can begin to build your project.  Ideally, this step can 
take place at the onset of implementation, but can also take place at 
any point throughout the process. You can also utilize the Discover 
phase each time you begin a new project, such as implementing a 
new lead nurturing or scoring initiative. 

Typically at this phase you conduct a “Discovery Workshop” with 
your marketing automation consultant who will prompt a “Discover” 
dialogue. Here you will make sure that no rock is left unturned and 
that the entire team has a clear understanding of implementation 
and strategy roadmap. 

TEAM 1 TEAM 2
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The following is a list of questions you can answer when familiarizing yourself with your business environment. This is the exact list that we use 
in our Professional Services organization to help hundreds of customers get started! Many of these questions will involve other teams within your 
organization, so take this as a chance to really branch out and get a full picture.

1. What are your goals for using marketing automation?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

2. What are your biggest challenges or fears?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

3. What is your core business? How many products do you sell? How long is the sales cycle?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

Homework 
Assignment

Discover Business Process 
Workshop Q&A Template
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4. Who are your competitors and what are your differentiators?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

5. Define your target audience.
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

6. At what point should leads be passed to sales? Immediately?  When a lead reaches a critical milestone?  By score   
    threshold? What is the process today and what would you have it be tomorrow?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

7. What methods are in place currently to alert sales of new inbound leads? Alerts?  Tasks in the CRM?  A manual email 
    sent by marketing?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

8. What are the sales and marketing interactions that happen post engagement? How does sales communicate back to 
    marketing about qualified or unqualified leads?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
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9. What are your various lead sources? Tradeshows? Website? Etc.
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

10. Do you have defined stages of a funnel that a lead or contact moves through? Or do you use specific statuses to  
      exhibit their current state? If so, what are they  today?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

11. What are they specific fields that marketing uses to create segmentations today?  Job Title? Industry?  
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

12. What are your key marketing initiatives this year? For example, do you have an important event or tradeshow on  
      the horizon?  Do you have a new product launch coming up? Etc.
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

13. What tactics have you used in the past? Email tools, social media, live events?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________



11

14. Have you decided that there will be a marketing automation “owner”. Will there be a single administrator or multiple?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

15. Who will own asset management and creation? Do you have design resources on staff?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

16. Do you have a plan to communicate your marketing automation strategy internally? How do you plan to ensure that 
      sales is aligned with this strategy?  Do you have a “sales liaison” that will serve as the voice of sales?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

17. Are there existing systems that will need to be migrated?
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
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Single Project Example:  
Nurturing Programs

Inputs: Initial system set-up 

Outputs: Defined objectives 

Assignments:  Answer the following questions:

•• Do you do nurturing today?

•• When thinking of nurturing, what are the programs that 
come to mind?

•• Who are the audiences you’d like to target?

•• What is the state of your content or assets to leverage in 
your nurturing programs?

•• Rank the following in order of importance: 
 
 
 
 
 

•• Review marketing automation best practices as they 
pertain to nurturing

•• Review marketing automation program methodology as 
they pertain to nurturing

•• Identify an initial a program for deployment 

•• New lead nurture

•• Lost deal nurture

•• Recycled nurture

Targets

Nurture

Discover

Deliver
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The next step in the Drive Framework is Define.  During Define, you 
use all of the information gathered in the Discover phase to define a 
solution based on your specific needs. Your Discover phase should 
have sparked discussions on how marketing automation will play a 
key role in the business and defined how your system needs to  
be set up.  It also should have pointed out what processes need  
to be updated and adapted to make sure that your implementation 
is a success

However, make sure you do not stop your Discovery throughout this 
phase. It is crucial that you check back in with your team members 
frequently throughout the process, as things may change. 

A key component of the Define phase is change management 
and adoption.  Change management is the process of introducing 
and evangelizing marketing automation to your organization so it 
becomes embedded in business processes, and adoption is how 
you train your users to leverage your new solution.  From your 
Discover questionnaire and interviews, you should have a clear 
picture of what organizational challenges you will face.

The Define phase is where you should take time to begin 
implementing a plan to make sure that change within the 
organization goes smoothly and your users are empowered. 

During this stage, you should start thinking about the  
following objectives:

•• Technical setup

•• Native CRM implementations 

•• Lead lifecycle design

•• Nurture strategy design

•• Web & form strategy

•• Data management

•• Design templates

•• Role assignment

•• Core team training 

•• Determine your maturity roadmap— 
where you are now and where you want to be

Lesson 2 
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One of the most important ways to achieve success is to make sure 
that you have assigned roles to people within your organization who 
will own and use marketing automation.  Make sure everyone’s roles 
are clear and be sure to train those who will be using the system 
on a daily basis. The more you define and train, the higher your 
adoption rate will be.  Remember that generally people don’t like 
change, so make sure you are creating an environment where your 
teams can learn the new system and lean on each other for support. 
There are generally 3 categories of team players: Decision Makers, 
Executors, and Supporting Players. 

Homework 
Assignment Role Assignment Template

Decision
Makers

Supporting
Players

Executors

Decision Makers
Your Executive Level sponsors

•• Establish the objectives with the team

•• Socialize the importance of the project across the organization

•• Approve processes or changes that will impact the organization 

•• Identify the right team members and clearly define their roles 

•• Ensure forward-moving progress towards goals 

Role Assignments: _________________________________________________________________________________________________ 
__________________________________________________________________________________________________________________
__________________________________________________________________________________________________________________ 
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Executors
Your power users 

•• Understand the objectives and impact on the business

•• Translate business requirements to system configuration 

•• Ability to work enthusiastically and cross functionally with the business and IT teams

•• Execution of system and program configuration

•• Report back to decision makers on progress

•• Delegate tasks to the supporting players

•• Make best practice recommendations

•• Analyze the state of the system, measure success, and adjust as necessary 

Role Assignments:  _________________________________________________________________________________________________
__________________________________________________________________________________________________________________
__________________________________________________________________________________________________________________

Supporting Players
Your additional team members 

•• Embrace objectives

•• Understand personal role 

•• Report back to Executor on delegated tasks

Role Assignments:  _________________________________________________________________________________________________
__________________________________________________________________________________________________________________
__________________________________________________________________________________________________________________
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Homework 
Assignment Adoption and Training Checklist

Schedule training kick-off meeting to go over expectations  

Develop PPT slides as an overview of marketing automation for trainees 

Develop internal playbook on how to use your marketing automation technology 

Show system demo to all trainees  

Assign team roles specific to training 

Choose training dates  

Set training goals 

Determine how training will be delivered (ie. self-paced, group setting)

Develop training curriculum 

Assign study groups to team members

Create KPIs that tie to training—getting certified, completing courses, etc 

Determine ongoing training that will take base on quarterly basis
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Inputs: Identified Nurture Program 

Output: Lead Nurture Program Design 

Assignments: 

•• Set objectives of the programs 

•• Clearly define the target audience and exactly how you 
will segment them

•• Establish the messaging

•• Create necessary assets 

•• Assign owners and due dates 

•• Define length of the program

•• Develop messaging to sales to ensure their alignment

•• Whiteboard the nurture program flows 

Single Project Example:  
Nurturing Programs

Targets

Targets

Targets

Nurturing
Program

Nurturing
Program

Nurturing
Program

Discover

Deliver
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The next phase in the framework is Deliver. At this stage, you will 
work to execute all of the designs and strategies identified in the 
Discover and Define stages.  Additionally, you want to kick off your 
change management and adoption plan.  Soon your system will 
be up and running and you want to make sure that your teams are 
ready to hit the ground running. 

Communicating with your team will be particularly important during 
this phase of the framework and make sure that you test changes 
as they are implemented. You also want to make sure you are 
getting feedback along the way, but you don’t want too many  
cooks in the kitchen. Create a governance board to help make 
important decisions. 

Lesson 3 Deliver

In the Deliver phase, you want to make sure you are creating and 
documenting the following aspects of your system:

•• Program & campaign framework

•• Web strategy 

•• Lead scoring 

•• Segmentation

•• Lead lifecycle

•• Governance

•• Pilot programs 

•• Data management

•• Reporting

Web  
strategy

Lead 
Scoring

Lead 
Lifecycle

Pilot
ProgramsGovernanceSegmentation
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Mission: 
The goal of your governance board is to act as the governing body and champion of your marketing automation platform. The board 
will be responsible for global system governance, adoption, standardization, compliance, and general decision making around the 
platform.  The board will be comprised of key stakeholders, system admins, business representations, and regional automation leads. 
Although larger companies often create governance boards, it can also be beneficial for a smaller company to create one in order to 
centralize and optimize your strategy. 

Membership: 

President (Chief Stakeholder):
_________________________________________________________________________________________________________

Marketing Automation Leads By Business Unit (sales, marketing, IT, etc)
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

Additional key stakeholders:
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

Homework 
Assignment Creating a Governance Board



20© Copyright 2013. Marketo, Inc. All rights reserved.

Key Responsibilities:

Promotion and Championing:  
Your board will be responsible for promotion and socialization of your marketing automation platform. They will strive to create visibility 
and drum up support from the greater organization. How will you introduce marketing automation to your organization?  

Activities: _________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

System Governance: 
Your board will be responsible for governing the system. This will include configuration and ownership of infrastructure. How will you 
use each feature? What will the standards be? 
 
Configuration activities: ______________________________________________________________________________________
_________________________________________________________________________________________________________
______________________________________________________________________________________________________

Standardization: 
Your board will be responsible for maintaining a resource of standard program templates and general best practices for marketing 
automation.  Reporting and success criteria will also be fall under the board.  

Activities: _________________________________________________________________________________________________
_________________________________________________________________________________________________________
_________________________________________________________________________________________________________

Adoption: 
Your board will be in charge of training and on-boarding. An effort will be put into standardizing marketing automation knowledge and 
practices for all existing users and new users. 

Activities: _________________________________________________________________________________________________
_________________________________________________________________________________________________________
________________________________________________________________________________________________________
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Inputs:  Nurture program design, asset configuration, sales 	
	
	   alignment messaging, defined objectives

Outputs:

•• Configuration of the program

•• Test of the program

•• Launch of the program 

Assignments:

•• Configure program based on design 

•• Insert tested assets 

•• Clone program and adjust

•• Test program

•• Make necessary changes

•• Launch program

Single Project Example:  
Nurturing Programs

Design

Messaging

Objectives

Test

Launch

OUTPUTS

INPUTS

Discover

Deliver
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Implementation is not the end of your project. One of the most 
important phases in the Drive framework is the Drive phase itself—
continuous innovation and driving your maturity as a marketer over 
time.  Many companies fail with technology solutions because they 
don’t look towards the future. How are they managing change and 
innovation across multiple delivery phases?  As your marketing 
organization grows and scales, it is crucial that your marketing 
automation solution also changes and grows with you. The  
only way to do this is by keeping an eye on the future and always 
being proactive. 

Lesson 4 Drive

Now Future
change and Innovation

marketing  
organization

marketing  
organization

marketing  
organization

marketing
automation 
solution

marketing
automation 
solution

marketing
automation 
solution
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The best way to start on the road to becoming a better marketer is to assess your maturity after implementation. Where are you now and where 
do you want to go? By determining a baseline, you can start to plan out projects for each quarter to ensure you are on the road to success. 

Not Complete

Not Complete

Not Complete

Not Complete

Not Complete

Not Complete

Program Framework - 
Initial Campaign(s)

Data Management 
Campaigns

Email Campaigns

Webinars

Reports & Analytics

Nurturing Campaigns

Categories Score0 1 2 3
Built Only

Built Only

Built Only

Built Only

Built Only

Built Only

Built & Live

Built & Live

Built & Live

Built & Live

Built & Live

Built & Live

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Total Score

Homework 
Assignment Maturity Assessment

Not Complete

Not Complete

Built Only

Email Only or 
Landing Pages/

Forms Only

Built & Live

Email & Landing 
Pages & Forms

Segmentation

Web Strategy 
(Assets)
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Not Complete

Not Complete

Not Complete

Not Complete

Not Complete

Not Complete

Not Using

Not Using

Basic

Not Using

Not Using

Not Using

Built Only

Built Only

Built Only

Built Only

Built Only

Built Only

Medium

Built Only

Some Forms

Program 
Analysis

Using  
Sporadically

Built & Live

Built & Live

Built & Live

Program & Oppty 
Analysis Only or 

Program & Oppty 
Model Analysis

Built & Live

Built & Live

Built & Live

Built & Live

Standard  
Practice/Process

All Forms

Advanced

All

Mature

Revenue Model

Lead Scoring - 
Demographic

Lead Scoring - 
Behavioral

Lead Lifecycle

Dynamic Content

Progressive Profiling

Social Campaigns

Cloning & Sharing

Interesting Moments

Sales Insight

Overall Competency 

RCA Utilization

Not Complete Built Only Built & LiveProgression Statuses

Email Only or 
Landing Pages/

Forms Only

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized

Reviewed & 
Optimized
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Once you’ve rolled out your marketing automation platform to your 
key teams, you may want to create a deployment kit which will 
consist of key learnings and materials. This can be useful if you have 
additional teams, both global and domestic, or for new employee 
onboarding. By providing your teams with a kit, you are ensuring  
the fastest time to market, scalable best practices, and a 
standardized level of excellence across all employees, regions, and 
business units. 

Homework 
Assignment Create a Deployment Kit

You may want to include the following in your kit:

•• CRM integration explanations 

•• All training materials

•• Lead Lifecycle documentation

•• Outline of your governance strategy (if you have one)

•• Lead scoring models

•• Key program templates & best practices

•• Marketing program best practice playbook 
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Implementing marketing automation helps improve processes, allows you to scale, and run smarter 
campaigns. But in order to get the maximum ROI from your platform, you have to make sure that you 
have a methodology in place that provides a framework for your implementation, change management, 
and ongoing innovation.  

Conclusion
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Marketo’s comprehensive expert services ensure your revenue 
success. Our consultants have over 60,000 hours of hands-on 
customer experience working with global enterprises to execute 
over 5 billion campaigns annually across 35 countries.

Get an expert on your side whether you’re looking for dedicated 
expertise to rollout Marketo globally or just trying to setup complex 
lead nurturing flows, we can identify the right offerings or build a 
personalized solution for your specific needs.

Small Medium Business Expert Services:
http://www.marketo.com/small-medium-business/services-support/
expert-services.php

Enterprise Expert Services:
http://www.marketo.com/global-enterprise/services-support/expert-
services.php

Get Help From An Expert

Discover Deliver Drive
Education
Services

Foundational Training
Advanced & 
Custom Trainings

Revenue 
Transformation 
Services

Expert Services

Premier Support

Elite Success

Professional
Services

Support
Services

Customer 
Success

Services

Implementation Services

Technical & Integration Services

Campaign & Design Services

Customer Support Standard Services

Customer Support Standard Services

http://www.marketo.com/small-medium-business/services-support/expert-services.php
http://www.marketo.com/small-medium-business/services-support/expert-services.php
http://www.marketo.com/global-enterprise/services-support/expert-services.php
http://www.marketo.com/global-enterprise/services-support/expert-services.php


About Marketo:  
Marketing Software – Easy, Powerful, Complete. 
Marketo uniquely provides easy-to-use, powerful and complete marketing 

software that propels fast-growing small companies and global enterprises 

alike. Marketo® marketing automation and sales effectiveness software 

– including the world’s first integrated solution for social marketing 

automation – streamlines marketing processes, delivers more campaigns, 

generates more win-ready leads, and dramatically improves sales 

performance. With proven technology, comprehensive services and expert 

guidance, Marketo helps thousands of companies around the world turn 

marketing from a cost center into a revenue driver.

Known for providing breakthrough innovation and fueling explosive growth, 

Marketo was recently selected as the #1 Marketing Software Vendor 

on the INC 500, recognized by The Wall Street Journal’s on the 3rd annual 

“Next Big Thing List,” and named as one of “America’s Most Promising 

Companies” by Forbes. Marketo received the CRM Market Leaders 

Awards Winner for Marketing Solutions by CRM Magazine in 2011 

and 2012.  Salesforce.com customers also honored the company with 

two AppExchange Best of ’11 Awards, for Best Marketing Automation 

Solution and Best Chatter Exchange.

For more information, contact us at: +1.877.260.MKTO 

or sales@marketo.com
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