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The worlds of business and marketing are changing. New technologies are empowering companies 

to respond to customer demands more quickly and with better data-driven insights than ever before. 

Those can adapt and execute with speed and precision will enjoy the benefits, while those trapped in 

an old-school business-as-usual mindset risk becoming irrelevant.

This means marketers must move with the flow of progress too. How can managers make sure their 

teams are able to keep pace with their competition while remaining flexible enough to adjust to an 

unpredictable future rather than simply guessing at what might come next?

The answer lies with agile marketing. 

With an approach to planning, executing, and measuring projects and campaigns that’s based around 

rapid iteration and data-backed decision-making, marketing departments within organizations of all 

sizes can work better, faster, and at less cost. 

The results speak for themselves: within a five-year span, agile workflows have helped CoSchedule 

grow into an industry-leading marketing project management software platform, landing at number 

153 on the Inc. 500 list in 2018. 

Implementing such processes isn’t without its challenges. Fortunately though, any company can get 

started and reap the rewards, transforming even the most stuck-in-the-past teams from cumbersome 

cost-centers into lean revenue-generating machines. And that is exactly what you’ll learn how to 

achieve by reading this in-depth guide on going agile today.

Introduction

https://coschedule.com/agile-project-management
https://coschedule.com/
https://www.inc.com/profile/coschedule
https://www.inc.com/profile/coschedule
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And Do Your Best Work

 How to Get Started
With Agile Marketing 

Marketing teams often struggle to meet deadlines and achieve their goals because of inefficient pro-

cesses and a lack of proper tools to support better ways of working. 

Implementing agile principles and workflows, however, can go a long way toward solving these prob-

lems for marketing departments in all kinds of industries. It’s no exaggeration nor hollow marketing 

claim to state that it has been immensely impactful upon CoSchedule’s growth.

There are numerous ways to apply agile to marketing. Like so many other things in this industry, there 

are also different philosophies and opinions on the best way it should be approached. 

With that said, this guide is not necessarily the end-all, be-all guide on the subject. It’s such a broad 

topic with so many varying approaches that one guide that covering every aspect of agile inside and 

out would be an intimidating challenge (both to create and to read). 

Why Create This Guide?

What Can You Expect to Find Here? 
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Instead, this guide breaks down the basics of what you need to know, and explains how to actually 

implement it with easy-to-follow step-by-step instruction. It’s all informed by what has worked for the 

marketing team here at CoSchedule too, blending our own approach with some by-the-book expla-

nation. There’s some repetition of information too, so if you don’t quite catch something the first time, 

you’ll often have an opportunity to hear it again later.

Rather than spend too much time diving deep into minutiae that may not make sense to newcomers, 

we thought this approach would be more useful. What matters most above all is that you’re able to 

put better processes into place so your team can work more efficiently and effectively to get better 

results in less time. And that’s exactly what we hope you’ll gain as a result of reading this guide. 
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In simplest terms, it’s a project management framework that borrows the principles of agile software 

development which enables teams to hit ship dates under budget more consistently.

It achieves this by streamlining team structure, communication, processes, and workflows to

maximize efficiency without sacrificing quality.

This results in doing better work at lower cost and with fewer missed deadlines.

It also allows teams to respond to changes in the market and adjust tactics according to what works 

much more quickly than the typical annual or semi-annual “big campaign” model of advertising.

As previously mentioned, marketers borrowed agile from software developers and adapted it to their 

own needs. But, who had this idea first, and how did they initially influence this change?

It might make the most sense to go all the way back to the early to mid-1900s and the Toyota Pro-

duction System. Constrained by limitations on land use and available resources following the second 

World War, the company devised a method of manufacturing cars that focused on eliminating waste. 

It was so successful that other car companies quickly adopted similar processes.

Modern agile processes retain many of the basic principles of the TPS. From working to remove un-

necessary steps in production pipelines to visualizing workflows from start to finish, this is where the 

groundwork was first laid down.

So, What Exactly is Agile Marketing?

Understanding the History of the Agile

https://www.toyota-global.com/company/vision_philosophy/toyota_production_system/origin_of_the_toyota_production_system.html
https://www.toyota-global.com/company/vision_philosophy/toyota_production_system/origin_of_the_toyota_production_system.html
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In fact, if you’ve ever heard of a kanban board (which visualizes workflows moving in phases from left 

to right), you can thank Taiichi Ohno, the engineer who created the TPS.

From there, the philosophy spread slowly throughout the business world, and took root in software 

development sometime in the 1990s. In 2001, it started to become more formalized as a philosophy 

and a practice when a group of developers crafted the Agile Manifesto, a concise summation de-

scribing a way of working that was better suited to the quickly shifting needs of a growing technology 

industry. 

What works for one line of work might not necessarily apply directly to another. Eventually, smart mar-

keters came to understand that if agile was going to work for them, it needed some modifications to 

suit their purposes (not because the existing model was flawed, only that is wasn’t written with them in 

mind).

So, in 2012, mind mapping software provider MindJet hosted an event called SprintZero in San Fran-

cisco to document a common framework for agile marketers. This led to the creation of the Agile 

Marketing Manifesto, a seven-point list of values to guide marketers.

Developing an Agile Marketing Manifesto

https://www.atlassian.com/agile/kanban
https://en.wikipedia.org/wiki/Taiichi_Ohno
http://agilemanifesto.org/
https://www.mindjet.com/
https://www.agilesherpas.com/sprintzero-growing-agile-marketing/
http://agilemarketingmanifesto.org/
http://agilemarketingmanifesto.org/
http://agilemarketingmanifesto.org/values/
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The full list reads:

Everything else around the execution of agile marketing stems from this simple list. While it may seem 

basic, it represents a significant shift in thinking toward marketing, and one  having a growing impact 

on how companies build and run marketing teams.

1. Validated learning over opinions and conventions.

2. Customer focused collaboration over silos and hierarchy.

3. Adaptive and iterative campaigns over Big Bang campaigns.

4. The process of customer discovery over static prediction.

5. Flexible vs. rigid planning.

6. Responding to change over following a plan.

7. Many small experiments over a few large bets.

Spend five minutes in the marketing industry and you’ll be inundated with more buzz terms and cli-

ches than you’re likely to hear almost anywhere else. Hype generation is part of the game, right? Sure, 

but so is providing actual results based on what actually works.

That’s a good point to lead off into why “36.7% of marketers report they have adopted some flavor of 

agile marketing.” It improves project management and gets measurable results. But, beyond statistics 

and claims of its greatness, why should you personally care?

Consider the following points.

Eliminating unnecessary steps and red tape means teams work faster. This in turn means they 

execute more projects, which means more opportunity to bring in customers. Instead of spend-

ing time on things that don’t deliver value, you can focus all of your efforts on the most important 

tasks at hand. 

By emphasizing rapid testing, marketing teams using agile can discover all kinds of insights much 

more quickly. That means your marketing efforts can be driven by actual data to provide custom-

ers the messaging they’re actually looking for, rather than making guesses.

Plus, by moving more quickly, acting on data, and embracing a fail-fast mindset, you can more 

easily produce innovative ideas that actually get heard, get implemented, and drive results.

What Are the Real Benefits of Going Agile?

Agile Increases Efficiency

Agile Increases Innovation

https://coschedule.com/blog/marketing-team/
https://chiefmartec.com/2018/03/agile-marketing-reaches-37-adoption-wide-variety-techniques/
https://chiefmartec.com/2018/03/agile-marketing-reaches-37-adoption-wide-variety-techniques/
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The old way of doing marketing was often slow, and measurement was sometimes difficult to 

quantify. Now, thanks to agile processes that empower teams to run multiple campaigns at once 

without reducing effectiveness, plus the advantages of modern analytics, it’s easier than ever to 

produce more measurable return on investment at (potentially) less cost.

Processes that can’t scale are processes that can’t move you forward. Fortunately, agile is de-

signed with growth in mind. Moreover, it can help teams maintain efficiency even as your team 

expands over time.

This approach to marketing keeps teams focused on delivering what customers and audiences 

want without getting bogged down in unnecessary documentation and meetings.

Agile Delivers More ROI At Less Cost

Agile is Built for Growth

Agile Keeps You Focused On Your Customers

So, how exactly do teams achieve all this good stuff? Here’s a breakdown behind how it works.

First, teams are comprised of members from different disciplines (breaking down silos). Those teams 

meet every day when working on projects. Every project that is executed is intended to answer a user 

story (a short description of what a customer or audience member wants to do, or a problem they’re 

having, that your product can solve). 

They’re written out like this:

“As a [CUSTOMER TYPE], I want to [PROBLEM TO BE SOLVED], in order to achieve [GOAL]”.

How Does Agile Marketing Work?
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Next, the team plans out work over short (usually two-week) periods of time called sprints.

At the end of the sprint, the team reviews how things went (and how it can improve).
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Feeling lost? Don’t worry. All of this stuff will be explored and explained in deeper detail throughout 

this guide.

This all sounds great, but it begs the question of why everyone isn’t working this way already. It’s likely 

that question can be answered by a few different things, most of which revolve around the fact that 

disrupting the status quo and influencing change can be difficult.

If things have been going good enough for long enough, people can start to get comfortable. 

That’s understandable. What’s comfortable is often what feels safe. And safety feels good, too. You can 

show up to work, do things the way you’ve always done before, and then punch out without taxing 

your brain too much.

But, that line of thinking leads down a path of diminishing returns. The waste of neglected inefficien-

cies piles up. Frustration mounts and pushes talented employees to leave. Forward-thinking compet-

itors with better ways of working get ahead in the marketplace, while status quo companies slide into 

the dustbin of history.

Or, at the very least, never achieve the full greatness they’re capable of reaching.

If you’re comfortable, you’re liable to get lazy. Implementing new processes takes time and effort, after 

all. Add the fear of failure on top of that too, and teams can quickly become inflexible.

This applies both to individuals and to companies as a whole. As much as an organization might try 

to gird against it, it can still manifest itself in self-sabotaging ways that prevent progress. Consider this 

quote from the Harvard Business Review:

Why Doesn’t Everyone Do Marketing the Agile Way?

Sometimes Stakeholders Don’t Want to Change

The Fear of Failure Holds Teams Back

“People are quick to blame themselves for failure, and companies hedge
against it even if they pay lip service to the noble concept of trial and error.”

The takeaway: even if you give team members room to try things and make mistakes (which is essen-

tial for agile to succeed), sometimes people still won’t give themselves the room to try and fail and try 

again if they’re worried they’ll be blamed when things go wrong.

https://hbr.org/2018/12/how-to-overcome-your-fear-of-failure
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Finally, some people are just skeptical. There could be something about agile that doesn’t seem ap-

plicable to their situation, or on its face, just doesn’t appeal to them. In other words, they just might 

legitimately see things differently than agile evangelists.

Even if you’re sold on implementing agile, if a stakeholder (like your boss, or someone in another 

department that you’re dependant on for collaboration or approval) has a differing opinion, you might 

need to know how to build a case and be persuasive (hopefully, this guide can help you here).

General Skepticism

Before you decide to change your team’s workflow and approach to project management, there are 

some basic items you’ll need to keep in mind in order to maximize your odds of success.

What’s Needed to Implement Agile Successfully?

Being a champion for change in your organization can be intimidating. But, it helps to be open to 

the idea of change itself from the get-go. In short, your odds for success will increase if you can 

get comfortable with knowing you might not always know what you’re doing, and things might 

not always go to plan at first, but in the long-term your marketing and work-life will improve.

If team members, managers, and department heads are expected to execute something new, they 

will need to be on board with the decision in order to implement it effectively. Otherwise, forcing 

new processes onto a begrudging team may be a set up for failure in the long run.

Whether you use a marker board or software, your project management tool suite needs to be 

well-suited to supporting agile marketing teams. Ideally, your team will work with the full capabili-

ties of your tools, rather than working against their limitations.

This last point may be the most obvious. But, it’s worth mentioning because while many compa-

nies implement small pieces of an agile methodology, not all necessary understand exactly why 

they work the way they do, nor do they enjoy its full benefits.

Openness to Change

Buy-in From Stakeholders

Tools That Support Agile

Understanding of Agile Processes
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Marketing departments are often chaotic places where keeping organized, communicating clearly, 

and hitting deadlines sometimes feel like pipe dreams. Last-minute projects derail priorities, meetings 

that should have been emails (or even just a Slack message) take you off task, and late nights at the 

office are all part and parcel with the job. 

It all adds up to project delays and wasted money for often substandard work. Those three things to-

gether do not add up to a productive workplace or a satisfying career, either.

Marketers aren’t the first folks on the planet to face these issues though. Nor were they the first to 

devise a better way of managing projects and shipping work on time. In fact, one of the best solutions 

to these problems (and more) has its roots in software development (and before that, auto manufac-

turing).

It’s called scrum, and this chapter is all about how it works

And How Does It Work For Marketers?

What is the
Agile Scrum Framework
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If you’re unfamiliar with the context, then hearing the word “scrum” might make you think of some-

thing like this:

The kind of scrum this guide is talking about though looks more like this:

What is the Scrum Framework?
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The less athletic of those amongst us can breathe a sigh of relief. 

Getting down to business, Scrum is an agile framework for managing projects from start to finish. It’s 

based around the values of self-organizing teams iterating rapidly on collaborative plans. In short, it’s 

intended to remove as much waste and red tape from workflows as possible, so everyone’s effort can 

be focused on doing the most important task at each step of a process.

This video from the Scrum Company explains how it works (for all different applications):

Here is a visual breakdown of how scrum works as well:

https://www.youtube.com/watch?v=2Vt7Ik8Ublw
https://www.scrumcompany.nl/
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Scrum Work For
Marketing Teams?

Instead of having team members spread out across
separate silos, a scrum-based marketing team includes

cross-functional team members

Now, a sprint is a short (generally two week-long)
work cycle to complete a project, or a phase of

a project.

Once the team starts work on a project, they
collaborate through each step, from In Progress,

to Review, to Finished.

Each day throughout the process, they will have
daily scrum meetings (or daily standups) to discuss
what they did yesterday, what they’ll do today, and

what’s blocking their work.

What Went Well?

What Didn’t Went Well?

What Can We Improve?

Once the project is complete, they’ll hold a sprint
retrospective. This is a meeting to reflect on what
went well, what didn’t go well, and what could be

improved.
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The team plans out projects it wants to execute
in what’s called a sprint backlog. This is a list of
projects that need to be completed and their

due dates. 
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There’s a little bit of debate around who exactly devised the scrum framework and who coined the 

term “scrum” itself. 

However, it’s commonly accepted that it first appeared in the Harvard Business Review in a 1986 arti-

cle titled “The New New Product Development Game” by Ikujiro Nonaka and Hirotaka Takeuchi. It was 

later documented in deeper detail by Jeff McKenna, Jeff Sutherland, and John Scumniotales. 

Others suggest Mike Beedle and Ken Schwaber should be credited as its inventors, though according 

to Techwell, “Jeff Sutherland invented scrum and later introduced it to Ken Schwaber.”

What matters most is that several smart people devised and refined the framework to develop a better 

way of getting products built and shipped. For marketers, rather than thinking about products or soft-

ware, we instead focus on projects and campaigns. 

Scrum doesn’t necessarily need to be executed just one way, either. In fact, there are several different 

variations out there, and it’s adaptable to the needs of the organization putting it into place. 

One such variation is called scrumban, which is a combination of scrum and kanban. It brings together 

the structural elements of scrum with the visual components of kanban. 

In this process, scrum is combined with a kanban board that helps teams to visualize project progress:

Who Came Up With All This Stuff, Anyway?

Scrumban: One Variation on Scrum

https://hbr.org/1986/01/the-new-new-product-development-game
https://www.techwell.com/techwell-insights/2012/10/brief-history-scrum
https://leankit.com/learn/agile/what-is-scrumban/
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The process described in this guide is closer to scrumban than a pure scrum framework. This is not to 

suggest that one approach is better than another, but it is one that can work well for marketing teams.

In addition, CoSchedule supports kanban-based workflows with Kanban Project Dashboard. This 

makes it easy for teams to manage projects and visualize workflows from start to finish:

For a more in-depth exploration of scrum and its application, it’s worth downloading the official guide. 

You can read the entire thing online or download a PDF (in over 30 languages, no less). There may be 

more information there than you need to get started with your marketing team, but it remains worth-

while reading.

This guide has already thrown a few terms around that you might not have known before. So, before 

moving much deeper into the world of agile, it’d be helpful to explain some basic terminology and 

methodologies you’ll be likely to encounter. It can seem complicated at first, but the general concepts 

behind it are simple enough to easily understand the basics. 

Here are some basic definitions (worded to make the most sense in a marketing context):

Grab the Official and Freely Available Scrum Handbook

The Scrum Terms and Definitions You’ll Need to Know

https://help.coschedule.com/hc/en-us/articles/360014172013-Kanban-Project-Dashboard#whatisProjectView
https://www.scrumguides.org/index.html
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Agile Marketing
Scrum Definitions

The primary decision-maker on a scrum team. 

Leads meetings and standups, removes roadblocks, and oversees the scrum team. 

A brief explanation of the who, what, and why behind a project.

An item that needs to be completed by a scrum team member.

A repository of project ideas that may be executed in the future.

Anything that’s preventing a team member from completing their work. 

A bare-level project intended to show proof of concept.

A visual framework for tracking steps in a process that uses columns and
status indicators moving from left (beginning) to right (completion).

A meeting to reflect on how a sprint went, what was learned, and what
could be improved upon in the future.

A daily morning meeting where the team shares what they did yesterday, what
they’ll do today, and anything that’s preventing them from moving forward.

A short period of time during which a project will be completed (generally a
week to a month).
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Scrum is all about getting teams to work well together to get projects done efficiently and on time. In 

order to achieve this goal, they need to be structured in a way that facilitates proper implementation. 

So, how should they be organized and optimized to work at their best? They should start by including 

three different roles:

The Product Owner establishes what’s needed for completion. As stated before, this is the central 

decision-maker on the team. 

The Scrum Master manages the process day-to-day. This entails removing blockers, running 

standups and retrospectives, and ensuring the team has what it needs to get its work done. 

Each team member takes care of their own work. Rather than having a boss breathe down their 

neck, standups and ongoing communication between team members keep everyone in the loop 

on project status. Transparency ensures everyone knows how work is progressing and can antici-

pate next steps.

How Are Scrum Teams Organized?

The Product Owner

The Scrum Master

The Team Members

33
158

Product Owner

Scrum Master
Team Members

Scrum Marketing Team Structure
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Now that you understand the general philosophy behind scrum and the verbiage involved, it’s time to 

take a look at how it functions in the real world. 

This section will walk through the entire process on a hypothetical marketing project from start to fin-

ish. Note that this may not be the exact process every agile marketing team, but this example is based 

on the actual steps used by the CoSchedule marketing team.

How Does Scrum Work for Agile Marketing Teams?

Creative marketing departments are often full of ideas. Tons of ideas. More ideas than you know what 

to do with. 

For marketers at CoSchedule, quarterly project planning begins with a brainstorming meeting (note: 

this process works with any type of marketing team or projects). 

At a high level, this entails talking through ideas (many of which have probably been discussed before 

in some form, because the team is constantly throwing out ideas) and prioritizing which ones are the 

most likely to deliver the desired results.

These ideas are stored in a campaign ideas spreadsheet. Traditionally in scrum, this would be called 

a “product backlog.” For marketing purposes, however, it may make more sense to call it a “project 

backlog.” 

It looks something like this (and you can find a copy of this template in the downloadable ZIP folder 

included on the website page that hosts this guide):

Creating a Project Backlog: Every Project Starts With an Idea
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Here’s what’s included in this document:

Later, when a project has actually been shipped, the following can be completed: 

Once again, it’s okay if this doesn’t all quite make sense yet. During the initial planning phases, the 

details for several different ideas will be documented in this spreadsheet. Think of this like a rough 

scratchpad for outlining the “why” behind the “what” for everything the team will execute.

Tactic: It may be more appropriate to label this “campaign” or “project,” but this column is re-

served for whatever it is you’ll actually do. 

Owner: Who on the marketing team is driving this?

Goal: What outcome will this influence?

Problem: What top problem will this tactic, project, or campaign solve that’s currently preventing 

your marketing team from attracting more customers?

Story: “As a marketer, I want to [IDEA] so that we solve [TOP PROBLEM]” (complete this sentence 

to explain the project).

Hypothesis: “[IDEA] will improve [GOAL] by [PERCENTAGE].”

Measurement: Briefly explain how the campaign, tactic, or project will be measured to prove its 

impact.

Date Shipped: The publish or launch date for the project.

Date Analyzed: When were the results of the project measured and analyzed?

Actual Result: What does the data show?

Retro Date: When did the team hold a sprint retrospective on this project?

Next Steps: What will the team do in the future as a result of executing this project?

Once projects have been identified, prioritized, and selected, it’s time to plan them out into sprints. 

The nuts and bolts of sprint planning will be explained in a later chapter, but at a high level, it entails 

determining all the tasks that each team member will be responsible for on each project. It also charts 

out when each step will be due. 

Planning Sprints and Building Up a Sprint Backlog
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A sprint backlog can be planned out in a number of different ways, including using physical Post-It 

notes on a wall or whiteboard. They can also be planned out in a spreadsheet or using a project man-

agement tool (CoSchedule incorporates the features necessary to do this work).

All a successful sprint backlog needs are the following items:

The nuts and bolts of sprint planning and execution will be covered in a later chapter. For now, this is 

enough to give you a theoretical idea of how they work.

Estimates on how long each step will take. This can be challenging, so it’s often best to overesti-

mate time to build in a buffer against missing deadlines.

What did they do yesterday? Which concrete actions did they execute?

What will they do today? And does their work accurately follow the sprint?

Is there anything stopping them from getting their work done? And how can those blockers be 

removed?

Placing each step into the correct order. Know which steps need to be completed, and who 

needs to complete them, to keep the project moving.

Ensuring the entire team has full visibility on upcoming sprints. Whatever method of building 

and planning sprints you use, make sure your tool or method can be easily accessed by the entire 

team.

A standup is a daily morning meeting where the team meets to discuss project progress. Each team 

member shares the following information:

These meetings should take 15 minutes or less. By setting time aside to sync on work, teams can en-

sure a consistent flow of information so no one says, “Oh, I didn’t know that was happening,” or “Sorry, 

I didn’t know I was supposed to have this done yet.”

You may have one broadly-focused standup in the morning to discuss all your work, separate stand-

ups for each project, or a combination of the two approaches.

CoSchedule helps support teams manage standups with its Team Management Dashboard. It clearly 

shows all the projects and tasks each member of a marketing team is working on day-to-day, provid-

ing total transparency and clarity on who is doing what. 

It displays days and tasks in horizontal view:

Daily Standups and Proactive Communication

https://coschedule.com/team-management
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And in a vertical alignment too. It’s highly customizable as well so teams can adjust the way it works to 

their own needs:
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The Marketing Calendar in CoSchedule offers yet another way to visualize upcoming work. All views 

can be filtered to include only the team members and work that individual teams may care about 

most:

If a team member has a blocker, it’s important to remove that obstacle as quickly as possible. This will 

help keep the team moving along and prevent the project from going over deadline due to an unfore-

seen hurdle. 

Here are some common blockers you might encounter:

Ultimately, a blocker can be anything that’s preventing the team member from making progress.

Removing Blockers

An app or tool is down. The team member can’t work because their tools aren’t working.

Team member doesn’t have access to a file or service. This can often be easily remedied.

Another team or team member hasn’t completed their steps yet. In this case, you’ll need to 

determine what the issue is and determine how the work will get done on time.

https://coschedule.com/marketing-calendar
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Once the sprint is complete and the project has been shipped, it’s time to look back on how the proj-

ect performed, and identify lessons learned and areas for improvement.

Like with daily standups, you may choose to run a retrospective for all work at the end of the week, 

and project-specific retros for each project you execute. This approach ensures you’re evaluating each 

project and campaign, as well as evaluating how things are going with your team as a whole.

It’s best to gather the entire team into a room for this meeting. One team member should pull up a 

document on a computer (ideally on a television or sharing their screen so everyone can see) and 

note the following:

That summarizes the bulk of how scrum can be applied to a marketing context.

Sprint Retrospectives

Was the project successful? In other words, did the sprint meet its goals?

What went well? Celebrate some wins!

How could it be improved for next time? Inevitably, there are bound to some things that didn’t 

go so well too. Think on how you can do better next time around.

Hopefully, this chapter has provided you with a useful understanding of the agile framework. Plus, 

you’ve gotten a quick look at how CoSchedule can help support scrum with marketing teams.

That’s a Wrap
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You can’t make a bridge out of only rebar. You can’t build a house only with nails. A lot of different 

building materials and the knowledge of how to use them are required.

It’s not enough that you’ve already done the work to assemble a great marketing team. When it comes 

to your blog, your team is made up of people with different skills and areas of expertise.

Marketing teams are made up of writers, designers, strategists, analysts, project managers, and more. 

Without a concerted effort harness all of these different skills (and personalities) toward a common 

goal, you may end up with conflict.

Cross-functional teams have become more and more common in an age where speed has increased. 

The need to innovate and create at a faster pace means teams with a broad range of skills have to 

learn to work together. Gone are the days of large specific teams fussing forever on something be-

fore passing it off on to the next team and forgetting about it from that point on. In a cross-function-

al team, the entire ugly process happens in full view and cooperation of disparate team members.

How To Organize

Cross-Functional
Marketing Teams

https://coschedule.com/blog/marketing-team/
https://coschedule.com/blog/content-creation-process/
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This term simply describes a team composed of members with different disciplines and functional 

roles. For a marketing team, this could mean:

By bringing together talent with different specialties onto one team to complete a project, marketing 

departments can avoid silos and groupthink. They achieve this by bringing together everyone who will 

need to work on the project from start to finish, ensuring everyone’s ideas are heard at each step. This 

differs from one department starting a project, then handing it to another, and another after that, and 

so forth, without actual collaboration from the beginning.

What is a Cross-Functional Team?

Strategists determine which projects the team should execute.

Writers crafting copy and content for a variety of purposes.

Designers creating images and layouts for that content.

Analysts measuring the results of projects.

Project Managers keeping everything on track.

Agile asks teams to be self-organizing and collaborative. By their very nature, they need to be 

cross-functional to support these ideals. Here are some benefits they have to offer for marketers:

This is great news for marketing teams that want to get more done with less stress while hitting their 

deadlines. However, there are challenges to building and organizing cross-functional teams effective-

ly. So, it’s a good thing you’re reading this guide.

Agile Teams Are Cross-Functional

Reduced conflict: Instead of splitting up teams into specialists, grouping different specialists 

together can help avoid conflicts by improving communication between different disciplines 

(before problems start, stemming from misunderstandings between them around capabilities and 

requirements).

More innovation: By bringing together different disciplines, team members can offer insights that 

others might not come up with on their own.

Greater efficiency: Rather than passing tasks on projects between multiple silos, teams can work 

within themselves to achieve their goals.
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In a 2015 study, researchers found out that 75% of cross-functional teams weren’t actually all that 

functional. Lead researcher, Behnam Tabrizi found out that these teams were failing on several fronts:

They couldn’t stay aligned with a company’s goals.

Tabrizi noted that most of these teams were failing because of a specific (and seemingly obvious) 

reason: An organization lacks a systemic approach. He further explained it in terms of isolated “silos” 

where different team members (or groups of team members) didn’t work well together. The design-

ers didn’t work well with the writers, for example, or the editors conflicted with the marketers.

When leadership doesn’t lead, when accountability doesn’t exist, when communication is foggy, and 

when goals aren’t clear and specific, cross-functional teams can’t perform.

Rest assured, even as we use the word leadership throughout this post, it’s you as the editor and mar-

keter who is leading your business’ content efforts. You’re the one who has the power to pull together 

the team you need, even from multiple departments and walks of life, to grow your business.

When Cross-Functional Teams Go Dysfunctional

They couldn’t stay on budget.

They couldn’t stay on schedule.

They couldn’t stick to specifications.

They couldn’t meet customer expectations.

Researchers found that 

75% of cross-functional 

teams weren’t actually 

all that functional.

https://hbr.org/2015/06/75-of-cross-functional-teams-are-dysfunctional
https://coschedule.com/blog/plan-a-blog-schedule/
https://coschedule.com/blog/how-to-work-with-designers/
https://coschedule.com/blog/how-to-work-with-designers/
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Clearly, you don’t want to be a part of that 75% of cross-functional teams running around in circles 

and never achieving their goals, but how do you avoid it? It seems inevitable that human nature will 

throw sand in the gears. That is when personality and communication conflicts will arise.

Make Your Cross-Functional Team Actually Function

This may sound a little odd in an age where hierarchy in the workplace is gone. You must have leader-

ship at the top that decides on complex decisions affecting these cross-functional team projects.

Tabrizi uses Cisco as an example, describing how they allowed 100 people to attend meetings, but 

only a core group of leaders could communicate back to them and tell them their functions. And, one 

level above this leadership was an even smaller team governing over them.

While you probably don’t have 120 people on your team, the idea is one that still has value for the 

small guy: Not everyone dictates to everyone else about what will happen. Only the leaders do. This 

may cause some strife in some teams, particularly in those where hierarchy is abandoned.

All opinions are valuable. There are times for having brainstorm sessions and problem-solving meet-

ings. But sometimes, the leadership has to lead and the team must follow.

When you assembled your team you found people who had specific skills that were needed to get the 

job done. Wouldn’t it be smart to define the roles that those skills and specific people fill?

While you don’t want to create a “that’s not my job” culture in your cross-functional team, you do 

want to be specific about what you expect people to do, and deal with any troublesome ambiguity 

team members might feel.

Create Layers From The Top Down

Focus On Roles

https://coschedule.com/blog/how-to-communicate-effectively/
https://coschedule.com/blog/marketing-solo/
https://coschedule.com/blog/content-marketing-brainstorming-process/
https://coschedule.com/blog/marketing-team-collaboration/
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One of the reasons some cross-functional teams get hung up is because someone is working outside 

of their role (often trying to be helpful) and that confuses the person who is supposed to do it. They 

decide it’s no longer their job and get in the habit of not doing it. Have meeting times for your team to 

brainstorm on the projects you all are working on. This will help each person know what role they are 

to play in finishing a task.

Have meeting times for your team to brainstorm on the projects that you all are working on. This will 

help each person know what role they are to play in finishing a task.

When you don’t clearly define a role, it’s difficult to use a task-based system to progress through the 

project. Your team members must know what is expected of them so they know when their task is 

complete.

One final note for leadership: If you give a team member a specific role, don’t micromanage and tell 

them how to do it. Let them do their work, or you’ll both kill motivation and create a sense of doubt.

Role? Role? Role?

https://coschedule.com/blog/content-planning-tools/
https://coschedule.com/blog/content-marketing-team-structure/
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Got a system where each team member can get approval to proceed along the path toward comple-

tion?

It’s funny how we forget about the need for details, such as defining what “done” means. By having a 

clear definition on what a completed task looks like, you give your team members the ability to make 

autonomous decisions.

This is a good thing. If they can’t do this, they have to run to leadership every step of the way.

For example, do your content marketers have a clear definition of what a post draft should look like? 

How about what an edited post should contain? And what about the final edits and voice your blog is 

going for?

As long as you are clear and specific, each team member can then “self-approve” and mark a task as 

complete. If, for some reason, you have tasks or roles that require leadership approval (e.g. purchases 

that fit within a budget), make that part of the definition.

Getting Approval And Marking Tasks Complete

https://seths.blog/2011/06/how-do-you-know-when-its-done/
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As with roles, the more specific you get isn’t about being restrictive but is instead about providing 

more freedom. You give team members confidence because they know they are doing what is ex-

pected of them. This will also help with personal productivity for the whole team.

Working efficiently is a tough nut to crack.

We have a lot of posts on this blog about efficiency and productivity, but when you’re talking about a 

team instead of just an individual, it gets complicated.

Individual efficiency hacks are fine, but encourage your team members to use what works. Group effi-

ciency is not based on a hack. It’s based on something very simple: deadlines.

Deadlines are not a fun concept for creative free spirits.

But deadlines must exist, and deadlines must matter. They must be enforceable and consequently 

enforced.

While you may not want to set a deadline for every tiny task (depending upon how detailed your tasks 

are), you are definitely going to want to set deadlines for major milestones. And, if your team habitually 

misses deadlines, you may, indeed, need to set them for smaller tasks. It really helps to learn how to 

meet deadlines as a team.

Lack of team efficiency is based on individuals not hitting deadlines. People miss deadlines because 

they’re overwhelmed.

Working Efficiently And Quickly With Others

How many projects or tasks are on a team member’s plate?

Are you burdening them with too many requests?

Maybe they’re unable to tell you they can’t get it all done. Missing deadlines is an indicator of exactly 

that.

https://coschedule.com/blog/personal-productivity/
https://coschedule.com/blog/how-to-be-more-productive/
https://coschedule.com/blog/how-to-set-deadlines-and-processes/
https://coschedule.com/blog/how-to-meet-deadlines/
https://coschedule.com/blog/how-to-meet-deadlines/
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You can hammer nails with a pipe wrench,
but it’s going to take a long time.

Does your team have the tools and
resources they need to work quickly?

Does your team have the proper tools? You can hammer nails with a pipe wrench, but it’s going 

to take a long time. Does your team have the tools and resources they need to work quickly?

Do they have the ability or expertise? You can tell a fish to be a bird, but it’s not gonna happen. 

Find a different role for this team member, find a way that they might fit in, or let them go.

Are they confused about their role? Perhaps your team member is doing more than they are 

supposed to and that’s why they are missing deadlines. Revisit your roles and parameters and 

make sure your team members understand.

Remember that working quickly does not mean giving your team less time. You have to give them 

enough time to contribute, both in the actual work and in communicating with other team members 

(and you, the leader).

Leading a cross-functional team is difficult. Anyone in a position of leadership should determine 

whether or not they are using techniques to ensure success.

Did you clearly define the goals, the parameters, the budget, and the resources before your 

team got started? A cross-functional team is not the setting to be vague and touchy-feely. Be as 

specific as possible so your team knows the boundaries and the path. Every project (i.e. piece of 

content) should have defined parameters.

Leading Your Team

Defined Parameters
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As a leader, do you have a system or habit in place where you can periodically check the prog-

ress of your team? It may be simply reviewing what tasks are completed, or having a mid-stream 

meeting with the team to see how things are progressing and holding team members account-

able. If you don’t do these “health checks”, you are leaving project progress to chance, assuming 

every team member is going to perform properly.

Do you have someone who oversees the entire process from start to finish? This isn’t about 

micromanaging and telling people how to do their job, but is simply about making sure that the 

work is progressing within specified parameters toward goals, budgets, and deadlines.

Periodic “Health” Checks

Accountability

How To Lead A Team

Do you regularly retune your team’s focus toward project success? The team leader, while en-

couraging individual team members in their work, should always make project success the goal, 

not individual success.

Do you have a process to evaluate and re-evaluate projects? Not every idea is a great one, and it 

may be your project or content piece that needs to be scrapped instead of throwing good money 

(and time) after bad ideas. All projects should align with your big goal.

Proper Focus

Evaluate And Re-evaluate Projects

https://coschedule.com/blog/marketing-calendar-template/
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You will have to readjust your parameters as your team changes. Work styles change, expertise 

changes, abilities change—do you have the ability or a system to keep on top of this? Do you 

regularly review how well your team is functioning and where the hiccups are coming from?

It’s easy to lose sight of the bigger picture, particularly when each team member has a small pic-

ture to focus on to get their job done. Without a frequent big-picture check, you and your team 

won’t stay on track to the common goal. You’ll get caught up in minutiae, disagreements, and so 

on.

It’s easy to lose sight of the bigger picture, particularly when each team member has a small pic-

ture to focus on to get their job done. Without a frequent big-picture check, you and your team 

won’t stay on track to the common goal. You’ll get caught up in minutiae, disagreements, and so 

on.

Regular communication is the key, basically, whichever format works best with your team.

Evaluate And Re-evaluate Parameters

Keeping Sight Of The Goal

Keep In Mind

How do you keep sight of the goal for each project or content piece?

How do you make sure your team remembers the goals?

Set up periodic and systematic meetings meant for updates and team communication.

Create posters and signs that define broad company or project goals.

Email updates to the team.

Message team members through boards, messages, or through CoSchedule comments.
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One of the reasons I took a task-based approach to discussing cross-functional teams is because we 

use that approach for project management, and it works well. A task is simply a signifier of what needs 

to be done in what order. Once it’s checked as done, it’s a signifier to the next team member to start 

with their tasks.

How CoSchedule Can Help Your Cross-Functional Team

CoSchedule makes it easy for team leaders to view the progress of each piece of content and do 

those “health checks” without a lot of effort. The tasks for each project are easily accessed on the 

calendar, clearly showing what has been done and who completed it. Each content piece shows 

a task measurement bar that reveals, at a glance, progress based on the percentage complete.

By setting up a task template with due dates for each task for each member of your cross-func-

tional team, you’re setting up parameters both in what needs to be done and when it needs to be 

done by.

With CoSchedule, each content piece has its own message board in the form of comments. 

Leaders and team members can easily communicate there to skip out on endless email forwards.

By restricting the conversation to only those who are currently involved, team leaders can help 

out team members and keep them from being overloaded with messages and emails inside of 

CoSchedule.

Doing The Health Check

Defining Project Parameters

Helping With Focus And Communication

Controlling Team Access
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Removing a team member who has completed their work on the project spares them from 

having to see conversations that don’t apply to them. It keeps them from getting into the habit of 

ignoring messages (meaning they’ll miss fewer messages intended for them in the future).

Because CoSchedule is built on flexible features, including the ability to add notes and events to 

the calendar, you’re able to create a system that works for your team.

Perhaps you’ll schedule team meetings as an event on your content calendar or maybe the col-

or-coded notes will indicate must-read memos for your entire team. It’s up to you to determine 

how you’ll use these flexible tools with your cross-functional team.

Using Notes And Color For Your Project Management System

A healthy cross-functional team is one where diversity in skill is aligned toward the same goal. This re-

quires purposeful leadership devoted to harnessing the power behind that diversity to the same wagon 

and driving it forward.

With cross-functional teams—clarity, specificity, and definition are all going to work for you, even if 

that sounds anathema to a culture that loathes hierarchy or restriction.

How Will You Lead Your Cross-Functional Team?

https://coschedule.com/topic/product/
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Marketers know how difficult it is to organize and execute projects on time. Without agile processes, it 

can be a mess of trying to sort out what’s coming next, while stressing about deadlines and potential 

roadblocks. If these concerns sound all too real, then odds are your team isn’t working as efficiently or 

effectively as it could be.

If you’ve been reading through previous chapters of this guide, then you’re familiar with sprints. Now, 

this chapter will go into deeper detail than before on agile sprint planning so you can plan projects 

ahead of time, accurately allocate available resources, and meet project due dates.

How to Implement a Simple

 Agile Sprint Planning
Process For Marketers

https://coschedule.com/blog/how-to-meet-deadlines/
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Here is a strict definition according to Leading Agile:

In layperson’s terms, agile sprint planning is a framework that helps your marketing team take larg-

er projects and break them into smaller pieces so you can efficiently complete each portion in a set 

amount of time. By working in smaller chunks, your team can focus on completing one task at a time 

as efficiently as possible.

What Is Agile Sprint Planning?

“Sprint planning is a collaborative effort involving a Scrum Master, who 

facilitates the meeting, a Product Owner, who clarifies the details of the 

product backlog items and their respective acceptance criteria, and the 

Entire Agile Team, who define the work and effort necessary to meet 

their sprint commitment.”

Sprint planning pushes marketing teams to plan projects and campaigns ahead of time while making 

sure they have the team members and resources available to execute effectively and on time. In short, 

this process empowers marketing teams to know what they will do, and who will do it, ahead of time.

This prevents vaguely-defined projects from derailing productivity and eliminates fire drills (last minute 

projects that are suddenly determined to be urgent, instead of being planned in advance). Instead of 

teams being distracted and overworked, they can become focused and in control of their work.

Planning sprints well also helps marketing managers to maximize their team’s time within a 40-hour 

week. By seeing how much available time team members have from week to week, managers can 

keep everyone working productively without anyone being under or overworked.

Why Is Sprint Planning an Important Part of Implementing
Agile Marketing?

As you learn more about agile marketing and the sprint planning process, here are some terms and 

roles to keep in mind. This list includes some terms you’ve seen before, and some that might be new.

Sprint Planning Terms And Roles You Need to Know

https://www.leadingagile.com/2012/08/simple-cheat-sheet-to-sprint-planning-meeting/
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A chart that is created during your team’s sprint that shows how much work has been done, how 

much is in progress, and how much still needs to be completed.

Also referred to as “standup meetings.” A 15-minute daily meeting between members of a scrum 

team that reviews work completed the day before, work that will be completed today, and any 

roadblocks they are running into.

The standards of performance the pieces of your project must meet to be considered complete.

A place where all upcoming projects and their tasks and stored away until they are added to a 

sprint by the scrum master.

This is the person who is in charge of conceptualizing a project and determining what goals said 

project needs to meet. They are in charge of coming up with a clear vision to present to the team.

A framework that marketing teams can use to address large complex projects and break them 

down into smaller pieces to increase productivity and avoid missed deadlines.

The person who oversees the entire scrum team and ensures that everyone is productively work-

ing. They communicate the capacity and velocity of the scrum team to the project manager to 

plan effective sprints.

A group of five to nine people who are responsible for executing the tasks in a project that have 

been assigned to them by the scrum master.

A length of time that the scrum team commits to completing a certain amount of work within.

A two-to four-week time frame that a full sprint is completed in.

Tasks and projects that have been moved from the project backlog that a scrum team will commit 

to completing within a sprint.

Burndown Chart

Daily Scrum Meeting

Definition of Done

Project Backlog

Project Owner

Scrum

Scrum Master

Scrum Team

Sprint

Sprint Cycle

Sprint Backlog
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A time where the project manager, scrum master, and scrum team get together to assign work for 

the upcoming sprint.

A time to review what went well in the sprint and what didn’t as well as address why work was or 

was not completed on time.

How quickly a team can complete work within a sprint.

Sprint Planning Meeting

Sprint Review/Retro

Velocity

Now that you know the language that is used for sprint planning, you can begin to plan your sprints. 

This traditionally involves 17 different steps to complete a sprint from start to finish.

How To Effectively Plan Agile Sprints
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Agile Sprint Planning Process
For Marketing Teams

Project owner meets with stakeholders to gather 
information on the project and set goals.1

2 Project owner takes notes and moves tasks into the 
project backlog.

Project owner and scrum master meet to determine 
what tasks can be done by the team.3

4 Scrum master determines the sprint length.

Team discusses capacity for 
work in a sprint.

Team assigns tasks. Tasks are moved from project 
backlog to sprint backlog.

Team adds up time for each task they are assigned 
and confirms that they can complete the work.

5 Scrum master schedules the sprint planning meeting.

Scrum master reviews the 
team’s velocity.

Issues, questions, and roadblocks are brought forward 
and discussed.

6

7

8

9

10

11

12

13

14

15

Project owner and scrum master confirm the sprint.

Daily meetings commence during 
the length of the sprint.

Project owner updates stakeholders 
on how the project is going.

Scrum master calls for agreement on the
selected sprint.

Tasks are added to the sprint as necessary.

16

17

Sprint finishes and the sprint review/retro takes 
place. Burndown chart is reviewed at this time.

Project owner sets launch date for the project and 
presents to stakeholders.
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The first step in your sprint planning process is to have your project manager gather information on an 

upcoming project. This could mean that they meet with a client or stakeholders to find out precisely 

what goals need to be met for this project. These goals should be recorded in your template:

During the project meeting, the project owner needs to take notes on what the stakeholders hope 

to accomplish. From there, the project owner will turn those notes and goals into tasks that can be 

placed into your project backlog. Record those tasks in the project backlog section of your template:

After the tasks have been added to the backlog, the project owner and scrum master will review the 

possible tasks to see what can be done by the team. This would also be the time that the scrum mas-

ter and project owner would determine who needs to be on the scrum team for this particular project. 

Add the team members and tasks to your template:

STEP ONE

Project Owner Meets With Stakeholders To Gather Information
On A Project And Set Goals

STEP TWO

Project Owner Takes Notes And Moves Tasks Into Project Backlog

STEP THREE

Project Owner And Scrum Master Meet To Determine What
Tasks Can Be Done By The Team
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After the tasks have been added to the backlog, the project owner and scrum master will review the 

possible tasks to see what can be done by the team. This would also be the time that the scrum mas-

ter and project owner would determine who needs to be on the scrum team for this particular project. 

Add the team members and tasks to your template:

After the tasks have been added to the backlog, the project owner and scrum master will review the 

possible tasks to see what can be done by the team. This would also be the time that the scrum mas-

ter and project owner would determine who needs to be on the scrum team for this particular project. 

Add the team members and tasks to your template:

After the sprints and tasks have been determined, the scrum master will call a sprint planning meeting. 

It is standard that every hour of your sprint planning meeting coincides with one week’s worth of a 

sprint. So, a two-week sprint would potentially need a two-hour planning meeting. Of course, that’s if 

you’re doing things by the book; for marketers, a better guideline is to spend only the time you need 

planning, but avoid going over two hours. This is in the interest of working efficiently.

At this point, your team should know the capacity of work that each one of them has. This means 

that if your content writer only has 32 hours to work in a week, you shouldn’t book them for 40 hours 

worth of work.

STEP FOUR

Scrum Master Reviews Team Velocity

STEP FIVE

Scrum Master Determines The Sprint Length

STEP SIX

Scrum Master Schedules Sprint Planning Meeting

STEP SEVEN

The Scrum Team Discusses Capacity For Work In Sprint

https://www.mitchlacey.com/intro-to-agile/scrum/sprint-planning-meeting
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At this point, the scrum master should be pulling tasks up from the project backlog and assigning them 

to team members. Each task should have a time length attached to it that the team member has to 

complete it within. Once tasks are assigned to team members, they are moved into the sprint backlog. 

The sprint backlog is the amount of work your team has committed to completing. Record tasks in 

your template:

At this point, the scrum master should be pulling tasks up from the project backlog and assigning them 

to team members. Each task should have a time length attached to it that the team member has to 

complete it within. Once tasks are assigned to team members, they are moved into the sprint backlog. 

The sprint backlog is the amount of work your team has committed to completing. Record tasks in 

your template:

STEP EIGHT

The Scrum Team Is Assigned Tasks

STEP NINE

Scrum Team Adds Up Time For Tasks They Are Assigned And
Confirms Their Work Capacity
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During your sprint planning meeting, your team should address any issues questions or roadblocks 

that occurred in the previous sprint. Your scrum team should discuss and figure out how to avoid the 

problems in the next sprint. Record and document issues and questions in your template:

If everyone on the team agrees on how the sprint backlog looks, you can finalize your sprint.

Once the team is satisfied with their workload the project owner and scrum master will confirm the 

sprint and it will begin.

After the sprint has begun the scrum team will meet daily at the same time every day and answer the 

following questions:

Record roadblocks and notes in your template:

STEP TEN

The Scrum Team Brings Issues, Questions, And Roadblocks Forward

STEP ELEVEN

Scrum Master Calls For Agreement On Selected Sprint

STEP TWELVE

Project Owner And Scrum Master Confirm Sprint

STEP THIRTEEN

Daily Standup Meetings Commence During Length Of Sprint

What did you complete yesterday?

What are you going to complete today?

What roadblocks that might inhibit progress are you experiencing?
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As you move into the execution phase of your sprint, you can use tools like CoSchedule to plan and 

execute the different parts of your project.

Marketing Campaigns makes it easy to see a full overview of each of your projects and assign tasks and 

project pieces to different team members.

Setting up your Marketing Campaign is a snap. First, select Marketing Campaigns from your content 

menu:

Then title your project and select its start and end date:

Finally, add in the additional content pieces that will need to be completed for this project and you’re 

ready to go:

https://coschedule.com/marketing-campaigns
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Then, use Tasks and Task Templates to assign team members to work and check in on their progress. 

Tasks are easy to use, too. First, go into your project and select the task button:

https://coschedule.com/blog/tasks-templates-notes-calendar-new-features/
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Type in the name of your task, select the person who needs to complete it and assign a due date:

You can also create a series of tasks and turn them into a task template that you can apply to any proj-

ect. To set them up, select the same task icon.
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Then select + New Template. Next, Add in tasks and assignees:

Then once you create a new project just select the Task Template icon, choose your template and 

click Apply.

Plus, the Team Performance Report in CoSchedule can give you individual and team-wide reports on 

how your project is progressing, and whether your team is completing their work on time. This is a 

much more efficient alternative to manually building burndown charts:
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As the sprint progresses, the project owner will update stakeholders on how everything is coming 

along. To do this, project owners should check sprint planning meeting notes and the daily scrum 

notes to see what has been completed by team members, what they’re working on and what still 

needs to be done.

If a stakeholder wants to see a certain part of a project halfway through the sprint the project owner 

should be able to check the sheet to see if that’s possible. If it isn’t they may need to talk to the scrum 

master and have them adjust the team’s course. This is why having scrum members track and update 

where they are at with their work is so important.

After your team has completed the sprint, the whole group will gather (including the scrum master and 

project owner) to review the sprint.

Your team should discuss:

Your team will also observe your burn chart at this point in the process. Your burnchart is a visual rep-

resentation of how your team got through your sprint workload. In CoSchedule, select your marketing 

project:

STEP FOURTEEN

Project Owner Updates Stakeholders On How Project Is Going

STEP FIFTEEN

Sprint Finishes And Sprint Review/Retro Takes Place

What went well?

What didn’t go well?

What could be improved?

What needs to be stopped to improve the next sprint?

What needs to be started to improve the next sprint?
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In the upper right-hand corner is your progress bar. Click on See Full Report:
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In the full report, you’ll see your burndown chart:

Record notes in your template:
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“Rather than trying
  to be perfect, aim to
  fail as quickly as possible.

After the sprint has been completed and deliverables have been approved, the project owner will 

present the completed work to the stakeholders. This could simply mean shipping the project to your 

audience or customers, or anything else that comes next after the project is complete.

STEP SIXTEEN

Project Owner Sets Launch Date For Project And Presents To Stakeholders

This process sounds like a lot of work right? And is it all that effective? It is! CoSchedule uses and has 

been using the scrum method since the company started in 2013.

It’s allowed us to work efficiently and keep bringing our customers features they love.

In fact, using this method allowed us to launch four major features in less than six weeks.

CoSchedule uses agile sprint planning and has incorporated it in a way that works for us.

For example, our Demand Generation team uses a sprint backlog to keep track of all of our projects. 

We even have space for team members to pitch new ideas and plans for us to work on.

From that backlog, we choose ideas that are 10x or allow us to grow our company 10x faster.

(Garrett even wrote a book on the subject if you want to learn more about that process).

From there we use our backlog to fill our week long sprints. These short sprints keep us working as 

fast and efficiently as we can.

For CoSchedule, using the agile sprint process keeps the entire team moving forward faster.

How CoSchedule Uses Agile Sprint Planning To Get Stuff Done

https://coschedule.com/blog/shipping-culture/
https://coschedule.com/blog/what-is-the-10x-marketing-formula/
https://coschedule.com/10xbook


58

Now you know all about agile sprint planning, and you’re ready to move onto the next chapter.

Try Agile Sprint Planning With Your Marketing Team
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Show of hands: who enjoys meetings? Odds are, not many hands would raise in response to that 

question. There are a number of reasons for this, stemming from their ability to eat time and erode 

productivity when they aren’t run well, or for good reasons.

Fortunately, daily standup meetings aren’t like most meetings. Instead of wasting time or being added 

to your calendar unnecessarily (you know, those meetings that should have been an email), they’re 

short, to the point, and essential for effective teamwork.

With Busy Marketers
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Also referred to as “scrum meetings,” they are 15-minute syncs that take place every morning (usually 

right when people get to work, or shortly thereafter; after all, folks might need a moment to get their 

coffee first). In these meetings, each member of the team discusses:

These meetings should be facilitated by the scrum master, and ideally, held at the same time and in 

the same place every morning.

What they did yesterday: Summarize what they worked on and accomplished.

What they will do today: What are their top tasks for the rest of the workday?

What potential roadblocks might prevent success: If there is anything pre-

venting work from getting completed, bring it up so it can get resolved.

What Are Daily Standup Meetings?
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Daily Standup Meeting?

Standups are morning meetings where teams discuss

what they did yesterday, what they’ll do today, and what’s

preventing them from completing their work.

33 8 15

Daily standup meetings are an important part of the agile framework for marketers. They offer an op-

portunity each day to keep the team in the loop on what’s happening. Without them, you run the risk 

of having team members jump straight into their work without collaborating effectively. 

Some other top reasons for running standups every day include:

Why Do Standups Matter?
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Keeping teams on the same page. Self-organizing teams require tight communication to run 

effectively.

Facilitating proactive communication. By setting time aside at the start of the day to discuss 

what everyone is working on, you make sure this vital conversation doesn’t get ignored.

Removing bottlenecks before they become problems. Stopping problems before they become 

liabilities for your productivity is important for making agile work.

Best of all, because these meetings are brief by design, they quickly and easily become an unobtrusive 

part of your day.

Running these meetings isn’t difficult nor complicated. However, it’s important to ensure they’re run 

properly in order to be effective. This section will outline a basic process for running them well and 

explain some best practices to follow for marketing applications.

Every team member should maintain a list of projects and tasks they’ll be working on for the week. 

At CoSchedule, this is called an “active list.” They can be created in a multitude of ways according to 

what works best for each team member:

If you’re interested in using CoSchedule for this, this video explains how Team Management Dash-

board works:

This feature offers the benefit of providing the whole team with transparency and clarity around who 

is working on what. Regardless of which tool or method you choose, the active list should simply 

include what you’re working on. 

How Should Standups Be Run?

Start With Your Active List

Using the Team Management Dashboard in CoSchedule: This feature automatically lays out 

everyone’s tasks week to week in your project management platform.

Organized in Evernote, OneNote, or another note-taking app: These apps make it easy to store 

notes and lists for future reference. Evernote also integrates with CoSchedule.

In a word-processing doc or plain text file: Simple and flexible.

https://coschedule.wistia.com/medias/t5nah1bdsb?embedType=async&seo=false&videoFoam=true&videoWidth=770
https://coschedule.com/team-management
https://coschedule.com/team-management
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Whoever leads your scrums (usually a marketing manager, team lead, or project manager) should 

facilitate the meeting each day. 

This means alerting the team when the meeting starts (possibly using Slack) and enforcing team mem-

ber attendance (you can also simply set the expectation that everyone will meet in the same place and 

time every day without being told).

The scrum master is also responsible for:

Straightforward enough, right?

The Scrum Master Should Facilitate the Meeting

Keeping the meeting on track: Make sure everyone speaks up and goes in turn.

Making sure the right projects are being worked on. And if they’re not, redirecting the team 

toward the correct priority (according to the sprint).

Ensuring everyone has what they need to succeed: If someone needs something to get their 

work done, help them get access or solve the problem.

Most teams host standups in person, literally standing up (this is going to be a quick meeting, so no 

need to get too comfortable).

If your team is using a kanban board, you might hold daily standups in the same room as your board:

Determine Whether Standups Will Be In-Person or In-Slack
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Alternately, you might pull open CoSchedule or another app on a TV in the room. Choose the ap-

proach the works best for you.

Traditionally and by-the-book, scrum meetings should be conducted in person. But, what if that 

doesn’t work for you (because you’re a remote team, or for another reason), or if you feel like breaking 

the rules? In that case, there’s another option, and it’s one that has worked well for the team at Co-

Schedule: running standups in Slack.

Here is how this works for the CoSchedule team:

Using this method, the scrum master calls scrum in Slack:

Then, everyone contributes what they did yesterday and will do today using the following syntax:

Daily standups (which aren’t really standups per se if you’re sitting at your computer, but bear 

with us) are conducted in a specific Slack channel every morning.

Meetings are held for specific projects as necessary.
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If a team member has a roadblock, they tag the scrum master in a message. The scrum master is then 

responsible for addressing the issue by letting the team member know they will work on it, and then 

walking over to speak directly to the team member to discuss the issue if necessary too.

This is one example of how processes can be tailored to what works best for you. Feel free to exper-

iment and see what your team tends to prefer. But, what matters most may be consistency. Running 

standups needs to become a daily habit for it to stick.

The last point of the previous paragraph can’t be stressed enough. In order to make this process work, 

it’s important to be disciplined and to not skip days. Once you get into a groove though, you’ll start to 

reap the benefits of meeting with the team each and every day.

That’s It!
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How do your marketing projects and campaigns progress from start to finish right now? If you’re like 

most marketing teams, you may have some informal or partially-documented processes that work 

okay (if they work at all). Given the fast-paced nature of the average marketing department, this can 

lead to some chaotic working conditions.

Using agile workflow management can help marketing teams overcome chaos without sacrificing 

speed. In fact, they make it possible to get even more done in less time than before and without nearly 

as many headaches. In this chapter, you’ll learn exactly how to implement them and make your day-

to-day work more productive and enjoyable.

With Examples
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For the purposes of this guide, a workflow is simply a defined set of steps required to complete a proj-

ect. They can be visualized as a set of phases that move from left to right or top to bottom.

Here is a simple diagram of an agile workflow:

First Off, What Does the Word “Workflow” Mean?

Team identifies a project from 

the backlog to work on.

The steps for the project are

planned out into a sprint.

The team then execute their

steps in each stage of the project.

As they work, they’ll meet each

morning for a daily standup.

At the end of the sprint, the

team ships the project.

Agile Marketing Workflow

STEP 1

STEP 2

STEP 3

STEP 4

STEP 5
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Agile workflows allow marketing teams to work with greater efficiency by taking large projects and 

breaking them down into smaller, more manageable chunks. They make it possible to tackle even 

large-scale projects within reasonable amounts of time while missing fewer deadlines.

They achieve this by giving teams structure and removing ambiguity around how work gets done and 

who is responsible for what at each stage. They turn chaos into order, and order into productivity.

The first step in planning out a workflow is to figure out which phases (or state) the project will need 

to move through from start to finish. For example, if you were writing copy for a landing page, the 

phases might look like this: 

Go back to the landing page example and break down each stage. Consider every different compo-

nent that might need to be written:

During the editing step, the next team member will need to make sure all of this content is written. If 

anything is missing, it’ll have to get bounced back (along with any other edits that may have needed to 

get made). It’s important for individual team members to hold themselves accountable to best serve 

their team by making sure they get their stuff completely done.

At this stage, they may need to write copy to promote the landing page, too (for example, email 

copy and social media posts).

From the beginning until the end, the project moves through a clear series of stages. One phase has to 

be completed before the next one can be taken on, and it’s clear which order they should go in. 

Why Should Workflows Be Defined?

Building Status-Based Workflows for Every Project

An Example of a Complete Workflow

Title tag and meta description.

A headline and subheads.

The body copy.

Any calls-to-action and necessary button text.
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From there, the content may need to be handed over to a web developer to build the landing page. 

In addition, they might build the email too (or a marketer might put it together in their email service 

provider). They need to know that the content is accurate and includes everything they need to set up 

the page. 

To make this more clear and easier for the team to understand, simply change each label to what 

makes sense in context with the type of project. Here are some further examples:

You get the point. Most types of marketing projects can be broken down into execution, review, and 

ship stages. What changes is simply the verbiage from one project type to the next.

In order to plan out your workflows, start simple and ask, “Ideally, how does this type of project typi-

cally flow from start to finish?” 

This can be different for different types of projects, too. 

Next, define what is required before each phase is considered complete. A stage should be 100% ready 

to move on before it’s considered finished.

Now, you might also need to develop your own terminology for each stage based on the projects you 

execute. But, they should be different variations that revolve around these basic phases:

Supporting effective workflow management requires using the right tools. Whether you use task man-

agement software, a project management platform, or another type of tool, managing agile processes 

in general is easier when you have apps to get the job.

If you choose CoSchedule as your marketing project management platform, you can use Custom 

Statuses to manage workflows on every project. They allow you to set customized status labels that 

match the actual stages of your workflow.

Planning Your Own Workflows

Using Task and Project Management Tools to Plan Workflows

Blog Post: Write > Edit > Publish

Email Campaign: Write > Review > Develop > Send

PPC Campaign: Write > Review > Adjust Bids > Launch

https://help.coschedule.com/hc/en-us/articles/360013630914-Custom-Statuses
https://help.coschedule.com/hc/en-us/articles/360013630914-Custom-Statuses
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To get started, find the Custom Status option under Settings:

Next, type in the name of your desired status, and its corresponding status type:
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Once you’ve created your custom statuses, you’ll be able to label projects according to their current 

status (in this example, a project is Ready For Approval):

This makes it easy to use CoSchedule to manage workflows using the exact language your team has 

adopted internally to refer to each phase of each project you’ll plan and execute.

Then, map these out to a checklist you can create using a spreadsheet:

Now, project statuses show at a high level how a project is progressing toward completion. But, what 

they don’t show is what specific steps have been completed to get the project to that state. 

This is where having your team use checklists can be useful. While using checklists isn’t necessarily 

core to executing agile processes correctly, nor part of its guidelines by any means, they remain a use-

ful tool that CoSchedule’s marketing team swears by.

To create a checklist for each type of project your team executes, follow these steps:

Creating Task-Based Checklists

List every step required to complete the project.

Assign a role or team member to each step.

Determine how long each step should take to complete.
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Alternately, CoSchedule supports checklist creation using Tasks and Task Templates. Lists of tasks can 

be created for each project individually, or they can be built using templates that can be applied to 

projects automatically (without having to recreate them each time).

https://help.coschedule.com/hc/en-us/articles/360011505713-task
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For each task, it’s easy to assign a team member and set a deadline (each task can also have smaller 

subtasks within it, too):

Then, each team member will receive an email and a notification in their CoSchedule dashboard when 

each task is due:

You can also set task approvals for steps that need to be reviewed by a manager before confirming 

they’re complete.

https://help.coschedule.com/hc/en-us/articles/360011821214-Create-Subtasks
https://help.coschedule.com/hc/en-us/articles/360011821214-Create-Subtasks
https://help.coschedule.com/hc/en-us/articles/215644497-Navigating-the-Dashboard
https://help.coschedule.com/hc/en-us/articles/115000916654-Setup-Approval-Workflow-for-All-Tasks
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For each type of project, certain tasks will likely need to be completed before it can be moved along 

to the next status. Group these tasks together on your checklist and indicate what needs to be done 

before you can consider a status to be complete. 

CoSchedule users can do this with Task Discussions. Click into a Task in an applied Task Template:

Combining Tasks and Statuses

https://help.coschedule.com/hc/en-us/articles/115004558314-How-To-Manage-Projects-with-Tasks-and-Discussions
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Team members can be tagged in a discussion when their stage is ready (and they can also set notifi-

cation preferences to be notified within the dashboard, by email, or in-browser when project statuses 

are changed too):

Over time, you might start to catch inefficiencies or common snags in your workflow. Rather than live 

with those problems, take the time to unravel frequent roadblocks and issues. There’s always room for 

improvement, and agile works best when approached with this mindset.

If you find your team is constantly running into an issue, ask the following questions:

To better visualize how this process works from start to finish, it might be helpful to take a walk 

through each step in a hypothetical workflow. 

For the sake of example, let’s say a marketing team is working on creating a piece of content for their 

company’s website. Their statuses for this type of project are:

Retrospectives are a good time and place to bring up potential issues that can be addressed.

Refining and Improving Workflows

An Example of an Agile Marketing Workflow Put Into Practice

What’s causing this issue? Make sure you’re addressing causes and not symptoms.

Is this something we can fix? Once you’ve identified the source of an issue, finding a solution 

gets much easier.

Do we need to adjust the tasks in our checklists? If the workflow needs to be changed, make an 

adjustment to your checklist.

https://help.coschedule.com/hc/en-us/articles/236115847-Manage-Notification-Preferences
https://help.coschedule.com/hc/en-us/articles/236115847-Manage-Notification-Preferences
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Team members can be tagged in a discussion when their stage is ready (and they can also set notifi-

cation preferences to be notified within the dashboard, by email, or in-browser when project statuses 

are changed too):

That’s a straightforward process for creating a piece of website content. To begin, a writer starts re-

searching their topic and keywords they’ll use on the page. Using CoSchedule, they set the status to 

Draft, which helps others on the team know what phase the project is at:

This status has several tasks that need to be completed before it can be considered done. These 

include:

Draft: The project is being written or created.

Review: It’s now ready for review and editing.

Scheduled: The project has been completed and scheduled.

Published: Shipped into the world.

Keyword research

Content research

Writing an outline
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These steps should be built into a checklist of tasks for the project:

Once this is done, they can switch the status to Review. If they’re using CoSchedule (or another proj-

ect management tool that supports kanban boards), using the Kanban Project Dashboard and filtering 

by Status will move this over to the next column:

At this point, the next person (someone in an editing or content management role) to proof and edit 

their work. They’ll follow a similar process of checking off the steps required for their project status:

Proofread content.

Double-check metadata.

Review on-page SEO implementation.

https://help.coschedule.com/hc/en-us/articles/360014172013-Kanban-Project-Dashboard#whatisProjectView
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And then the process continues. Once they’ve done that, a graphic designer is ready to create the 

graphics for the page. Their tasks at the Design stage might include:

Research similar content.

Review branding guidelines.

Design graphics.

Following this simple process for planning, managing, and executing workflows will make every proj-

ect easier to ship from start to finish. Keep things simple at first, adjust steps as necessary, and eventu-

ally, you’ll find your processes start to click into place.

Now You’re Ready to Master Agile Marketing Workflows
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Once a sprint concludes, it’s time to run a sprint retrospective. These are meetings that run for 30 

minutes to an hour where the team reviews what went well and where things could have been done 

better. They offer teams an opportunity to review performance, suggest improvements, and imple-

ment those suggestions the next time a sprint or similar project is executed.

Running these meetings doesn’t have to be complicated. However, it’s important that they be run 

effectively and consistently so evaluating performance becomes a habit. This way the team will stay 

focused on continuous improvement, rather than making evaluating performance a “sometimes” sort 

of thing that satisfies a line item on a to-do list but doesn’t support delivering better results.

In this chapter, you’ll learn what makes retros so important for successful agile marketing teams. Plus, 

you’ll see exactly how to schedule and run them, with examples you can follow.

With Agile Sprint Retrospectives

How to Improve 
Marketing Processes

8 15
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The CoSchedule team has found this meeting format works well both at the end of a specific sprint, 

and at the end of the week for the entire team to review all their work holistically.

As previously stated, they are meetings held at the end of a sprint to review three things:

What is an Agile Sprint Retrospective?

Was the project successful? In other words, did the sprint meet its goals?

What went well? Celebrate some wins!

How could it be improved for next time? Inevitably, there are bound to some 

things that didn’t go so well too. Think on how you can do better next time 

around.

When implementing a new process, it’s easy to simply start putting new steps into place without eval-

uating whether or not they’re driving actual improvements. The feeling of having “done something” to 

solve a problem can sometimes mask lingering problems and inefficiencies.

Retrospectives help avoid this problem (and others) by achieving the following:

Over time, this process will become a habit that helps push the team toward continuous

improvement.

What Makes Retros So Important?

Pushing the team to evaluate performance honestly: The only way to improve is to ensure 

you’re not glossing over errors or overhyping success.

Making self-reflection a habit and not just an obligation: Setting time aside for review ensures it 

gets done consistently.

Giving team members the opportunity to voice feedback: Positive or negative. 
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You don’t need many resources to run an effective retrospective. Here’s a short list of what you need:

As long as you have a room with enough space for your team, a computer, and maybe something 

to write with, then you’ve got all you need. There are a few useful tips worth keeping in mind here 

though:

That covers all your bases to get started.

What Will You Need to Run These Meetings?

Note-taking or word processing software: Something like Evernote or OneNote, or Google 

Docs or Office 365, should be all you need to document meeting notes.

Create a recurring Google Calendar or Outlook Calendar event for the meeting. This way, they 

stay on everyone’s radar. 

If necessary, reserve a room in advance. That way, you won’t have to scramble for space when 

meeting time rolls around.

Come prepared. Make sure everyone knows they need to have something to talk about and con-

tribute.

A room with a television or whiteboard: If you’ll be documenting notes on your computer, shar-

ing your screen to a TV everyone can see works best. Otherwise, you can use a whiteboard with 

markers (and remember to take a photo of the board with your phone so nothing gets lost).

Once the team has gathered at the meeting time (make sure there aren’t any stragglers), then you’re 

ready to get down to business. The simplest way to get going is to create and open a document that 

looks something like this:

Running Sprint Retrospectives
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That’s literally it. Simple enough, right? Now, dedicate ten minutes to each section (positives, nega-

tives, and things to improve).

To make sure team members don’t talk over each other (if this does become a problem) consider hav-

ing each person raise their hand before making a statement. If that feels too much like grade school, 

and if you want to make things more fun, you can have the team throw a Nerf ball or something to 

one another (with the ball-holder being the speaker).
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While this discussion is happening, the scrum master should be documenting key points and taking 

notes on the discussion. These points can be summarized, but should not leave out important details.

The CoSchedule team adds another meeting to its process: a weekly meeting to recap the workweek 

holistically.

This meeting is very similar to a traditional sprint retrospective. What changes, however, is feedback 

can be offered on anything regarding the company or marketing team. Each team member also shares 

their personal work wins and lessons learned.

To run this meeting, follow a similar format to that outlined in the previous section. But, add lines for 

each team member specifically, and ask each team member to contribute at least one item. The doc-

ument should look like this:

Adding Another Meeting: The Weekly Retrospective
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Once you’ve held a retrospective, it’s important to make sure all that feedback and all those insights 

don’t disappear into a black hole, where they’re never to be seen or heard again. To make these meet-

ings valuable, that information needs to be acted upon. Here’s how to proceed.

Now, when your team has a lot of successes, there may not be much to change. No need to fix what 

isn’t broken, right? 

When things fail or aren’t going well though, then you need to act fast before problems fester, and 

cause even more problems in the future. There’s a simple three-step process you can follow to get 

back on track:

What Should You Do Next?

When Things Aren’t Going Well …

Identify the cause of the problem. Whatever it might be.

Work with relevant stakeholders to solve the problem. Is there another individual in your com-

pany who can help solve this? If so, start with a simple conversation.   

Make changes to ensure the problem doesn’t happen again. What can you do to prevent the 

problem from recurring?
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What’s important here is to make sure the issue is addressed quickly and steps are put into place to 

prevent it from happening again. However, it’s also important not to overcorrect. In some cases, sim-

ply learning a lesson from a mistake may be sufficient, with no further action needed. Use your best 

judgement. 

What if you get insights from your team for things that could just be made better? Maybe some things 

that could be done differently, or new things you haven’t tried before, but might deliver a positive 

impact?

In that case, consider the following points before moving forward:

This concludes your guide to getting started with agile marketing processes. Hopefully, you’ve found it 

useful, and will consider bookmarking it for future reference. And with that, congratulations in advance 

on transforming your marketing team, one sprint at a time.

Let’s say you decide to move forward with making an improvement to an existing process. For the 

sake of this example, say you’ll start reviewing email newsletters before you publish them. This is 

something you can start doing right away simply by assigning a team member to review copy. Next 

time you run a retrospective, you can follow up on whether this cut down on errors.

Implementing Suggestions For Improvement

You’re Ready to Implement Agile Marketing

What are the potential benefits of implementing this change? And would they be enough to 

warrant the level of effort required to make it happen?

Do we have the resources to execute this change? If not, what would need to acquire? New 

tools? More people? Trading a current tactic to execute a different one?


