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RESEARCH TOPIC 01

Which Marketing Tasks
Should a Small Business
Automate First?
A 30-task automation readiness study for lean B2B marketing teams.

The answer
Start with data movement, formatting and checks that have
structured inputs and objective acceptance rules. Use AI to draft
work that a person can approve. Keep strategy, claims and final
decision rights human-led.
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Executive findings

Teamulate coded 30 recurring small-business marketing tasks and ran a 12-workflow specification drill. The
study measures readiness for controlled automation, not vendor performance or universal time savings.1

8 / 30 AUTOMATE FIRST
Bounded operational work with structured inputs, objective checks and a safe failure path.

9 / 30 DRAFT + APPROVAL
The system can prepare useful work, but a person approves the external or interpretive result.

6 / 30 ASSIST ONLY
AI can surface options and evidence; the work still depends on context and managerial judgment.

7 / 30 HUMAN LED
Strategy, offers, claims, publishing authority and crisis decisions retain a named human owner.

The pattern is operational
Readiness followed the shape of the task rather than the channel. The safest first candidates move, format, reconcile or check
approved information. The weakest candidates choose direction, make promises or authorize an irreversible action.
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Why task choice matters more than tool choice

Adoption is broad, but the evidence does not support one automation rule for every kind of marketing work.

80% USE AI FOR CONTENT

HubSpot's public 2026 report page says 80% of marketers use AI for content creation and 75% for media production. The public page
does not show the full sample method, so these are adoption signals rather than performance estimates.2

48% OF SMBs REPORT AI USE

Constant Contact surveyed 2,500 small-business decision-makers across the US, Canada, the UK and ANZ. Nearly half reported some
AI use, while privacy, trust and brand consistency remained common concerns.3

15% MORE SUPPORT THROUGHPUT

A field rollout across 5,172 support agents found a 15% average increase in issues resolved per hour, with larger gains among less
experienced workers. Task fit and worker experience changed the effect.9

THE SAME CLASS OF TOOL CAN SLOW WORK

METR's randomized study found experienced developers took 19% longer on realistic work in familiar repositories. A 2026 follow-up
suggests newer tools may be faster, but selection bias made the updated estimate unreliable.1112

THE FRONTIER IS JAGGED

In a 758-consultant experiment, AI improved speed and quality on suitable tasks but reduced correctness on a task outside the
model's capability frontier. Automation should therefore be chosen task by task.10
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How the 30 tasks were coded

The unit of analysis is a recurring marketing task, not a job title or software feature. The catalog covers data,
reporting, content, campaign operations and management decisions.1

Dimension 0 3 Why it matters

Repetition Rare / unique Frequent Repeated work can repay setup and monitoring effort.

Input structure Ambiguous Stable schema Reliable inputs reduce hidden assumptions.

Verifiability Subjective Objective checks A system needs a clear definition of accepted work.

Human judgment Minimal Central Higher judgment lowers unattended readiness.

Error impact Low High High-consequence failure requires stronger control.

Automation Readiness Score
Score = 100 x [R + I + V + (3 - J) + (3 - E)] / 15. The result is rounded to a whole number. Scores at or above
80 identify strong candidates; 60-79 usually require approval; lower scores indicate assistance or human
ownership.

Two safeguards override the score
Externally visible work keeps a human approval gate. A task with high judgment and high consequence
remains human-led even if part of it can be automated. This follows NIST's use-case-specific approach to risk
and control.6

12-workflow specification drill
Twelve representative workflows were checked for five conditions: stable trigger, available inputs, objective
acceptance test, reversible output and bounded harm if wrong. This drill tests whether a workflow can be
controlled; it does not benchmark a model or estimate time saved.
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What the coding found

The 30-task distribution shows where a lean B2B team can begin and where automation should stop.1

27% AUTOMATE FIRST

8 tasks

30% DRAFT + APPROVAL

9 tasks

20% ASSIST ONLY

6 tasks

23% HUMAN LED

7 tasks

The channel did not determine the answer
Email contains both high-readiness work, such as link checks, and
low-readiness work, such as offer decisions. SEO contains both structured
metadata drafts and judgment-heavy topic priorities. The practical question
is: what is the smallest repeatable action with a clear input, test and owner?
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The eight best first candidates

These tasks scored highest because the work can be bounded, checked and reversed. Production systems
should still log changes and route exceptions to a person.1

93 UTM link generation

Fixed naming rules, deterministic URL
checks and low-cost correction.

93 Campaign and file naming

A stable taxonomy can be validated before
anything is published.

87 Scheduled export to staging

Move read-only data on a schedule;
reconcile counts before a live write.

87 Dashboard data refresh

Refresh defined metrics with freshness and
row-count checks.

87 Link and form preflight

Test destinations, required fields and
obvious launch defects.

87 Approved content reformatting

Transform an accepted source into a
specified CMS or channel format.

80 CRM field normalization

Standardize values in staging; protect
merges and deletions behind review.

80 KPI aggregation

Calculate predefined metrics; keep
interpretation separate from arithmetic.

Start in staging
A first automation should create a preview, comparison or draft record. It should not silently overwrite the source of truth.
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The 12-workflow specification drill

Each workflow received one point for a stable trigger, available inputs, an objective acceptance check,
reversibility and bounded harm. Five points indicate that a controlled pilot can be specified.1
Workflow Gates Mode Main limiting condition

UTM generation 5 / 5 Pilot None in the bounded test

Campaign naming 5 / 5 Pilot None in the bounded test

Read-only data export 5 / 5 Pilot Keep output in staging

Dashboard refresh 5 / 5 Pilot Reconcile totals

Link and form scan 5 / 5 Pilot Escalate failed checks

Approved reformatting 5 / 5 Pilot Source must be approved

KPI aggregation 5 / 5 Pilot Definitions must be locked

CRM normalization 4 / 5 Review Merge / deletion risk

SEO metadata draft 4 / 5 Review Search intent is judgment

Meeting action list 3 / 5 Assist Owner and meaning may be implicit

Campaign email draft 3 / 5 Assist Claim, tone and audience risk

Budget reallocation 1 / 5 Human Tradeoffs and decision rights

Result
Seven of 12 workflows met all five control gates. Five missed at least one gate, and the shortfall always involved ambiguity,
irreversibility or consequence - not a lack of text-generation capability. The drill does not show that any tool will produce a correct
result without implementation testing.
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The first automation should be boring

A reliable starting workflow has five visible properties. If one is missing, add a control before adding more
autonomy.

1. STABLE TRIGGER

The start condition is observable: a scheduled time, approved status, completed form or new record - not a vague request such as
'improve marketing.'

2. TRUSTED INPUT

Required fields, source documents and definitions already exist. Automation does not repair missing strategy by itself.

3. OBJECTIVE ACCEPTANCE

The result can be checked with rules, totals, schemas, approved language or a named quality checklist.

4. REVERSIBLE OUTPUT

The first run writes to staging, creates a draft or preserves a complete change log. Recovery is designed before launch.

5. BOUNDED CONSEQUENCE

A wrong result does not create a public claim, spend money, contact a customer or destroy the source record. NIST recommends
tailoring controls to the specific use case and risk.6
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Where AI should draft, not decide

Generative AI is useful when the output accelerates a person who owns the quality bar. Controlled studies show
meaningful gains on suitable tasks, alongside strong variation by task and context.8910

TRANSCRIPTS AND MEETING ACTIONS

AI can clean structure and surface candidate actions. A participant confirms meaning, owner and deadline before the list becomes a
commitment.

PERFORMANCE NARRATIVES

AI can calculate and describe changes. A marketer checks definitions, seasonality and whether the language implies causation the
data cannot support.

SEO METADATA AND REPURPOSING

AI can produce constrained variants from approved source material. A person checks intent, distinctiveness, factual preservation and
final fit.

FAQ, SOCIAL AND EMAIL DRAFTS

AI can accelerate a first version. Claims, tone, audience, consent and send authority remain explicit review points.

SCENARIO MODELLING

AI can organize assumptions and compare options. The budget or priority decision belongs to the person accountable for the business
result.
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Seven decisions stay human-led

AI can supply evidence or options, but these tasks combine judgment, consequence and authority. Microsoft
reports that quality control and critical thinking rise in importance as AI takes on more work.5

Decision AI may assist Named human owns

Budget reallocation Calculate scenarios Choose the tradeoff and approve spend

ICP definition Summarize evidence Choose who the company will serve

Positioning Generate alternatives Own the market promise

Offer and pricing Model assumptions Set value, terms and commercial risk

Claim approval Flag unsupported language Authorize factual and legal claims

Send / publish Run preflight checks Authorize external release

Crisis response Organize known facts Interpret context and speak for the company

Automation is not authority
A system may generate a polished answer while lacking tacit context, accountability or permission to
act. NIST specifically identifies confabulation, privacy, information integrity and human-AI
configuration as risks that vary by use case.6

The control is simple: every consequential workflow names the person who
can approve, stop and reverse it.
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Automation readiness matrix 01-15

R = repetition, I = input structure, V = verifiability, J = judgment required, E = error impact. Each dimension is
coded 0-3; higher J and E reduce the readiness score.

# Marketing task R I V J E Score Recommended mode

1 UTM link generation 3 3 3 0 1 93 AUTOMATE FIRST

2 Campaign and file naming 3 3 3 0 1 93 AUTOMATE FIRST

3 Scheduled data export to staging 3 3 3 0 2 87 AUTOMATE FIRST

4 Dashboard data refresh 3 3 3 0 2 87 AUTOMATE FIRST

5 CRM field normalization 3 3 3 1 2 80 AUTOMATE FIRST

6 Link and form preflight scan 3 3 3 1 1 87 AUTOMATE FIRST

7 Approved content reformatting 3 3 3 1 1 87 AUTOMATE FIRST

8 KPI aggregation 3 3 3 1 2 80 AUTOMATE FIRST

9 Transcript cleanup 3 2 2 1 1 73 DRAFT + APPROVAL

10 Meeting notes to action list 3 2 2 2 1 67 DRAFT + APPROVAL

11 Weekly performance narrative 3 3 2 2 2 67 DRAFT + APPROVAL

12 SEO title and meta draft 3 3 2 1 1 80 DRAFT + APPROVAL

13 Repurpose approved article 3 3 2 1 1 80 DRAFT + APPROVAL

14 Social post draft 3 2 1 2 1 60 DRAFT + APPROVAL

15 FAQ draft from approved docs 2 3 2 2 2 60 DRAFT + APPROVAL

How to read the matrix
The score describes the shape of the work, not the quality of a particular tool. Externally visible outputs still require approval, and
high-consequence decisions remain human-led even when their numeric score is moderate.
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Automation readiness matrix 16-30

R = repetition, I = input structure, V = verifiability, J = judgment required, E = error impact. Each dimension is
coded 0-3; higher J and E reduce the readiness score.

# Marketing task R I V J E Score Recommended mode

16 Competitor change monitoring 2 2 2 2 1 60 DRAFT + APPROVAL

17 Budget scenario modelling 2 3 2 2 2 60 DRAFT + APPROVAL

18 Keyword clustering 2 2 1 2 1 53 ASSIST ONLY

19 Campaign email draft 3 2 1 2 2 53 ASSIST ONLY

20 Lead or account research brief 2 2 2 2 2 53 ASSIST ONLY

21 Creative concept brief 2 2 1 2 1 53 ASSIST ONLY

22 Editorial calendar draft 2 2 1 3 1 47 ASSIST ONLY

23 Content topic prioritization 2 1 1 3 2 33 ASSIST ONLY

24 Budget reallocation decision 1 1 1 3 3 20 HUMAN LED

25 ICP definition 1 1 1 3 3 20 HUMAN LED

26 Positioning and value proposition 1 1 1 3 3 20 HUMAN LED

27 Offer and pricing decision 1 1 1 3 3 20 HUMAN LED

28 Factual or legal claim approval 2 2 3 3 3 47 HUMAN LED

29 Final send or publish approval 3 2 2 3 3 47 HUMAN LED

30 Crisis response 0 0 0 3 3 0 HUMAN LED

How to read the matrix
The score describes the shape of the work, not the quality of a particular tool. Externally visible outputs still require approval, and
high-consequence decisions remain human-led even when their numeric score is moderate.
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A practical 30-day rollout

Begin with one bounded workflow. Expand only after the team can show that accepted work improved and
exceptions remain controlled.

WEEK 1 Choose and baseline

Select one high-frequency task. Record current human minutes, error rate, rework and time to accepted output.

WEEK 2 Build in staging

Define the trigger, approved inputs, output schema, acceptance tests, log and rollback path.

WEEK 3 Run with approval

Compare automation output with the existing process. Code every exception and reviewer correction.

WEEK 4 Decide with evidence

Expand, revise or stop. Do not scale because output volume increased; scale when accepted work improves.

Measure accepted work
Track active human minutes, elapsed time, first-pass acceptance, corrections, failed runs, exceptions, variable tool cost and one
downstream KPI. McKinsey's 2026 survey finds high performers are much more likely to redesign workflows and define impact
measurement processes.4
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The decision rule

A score narrows the list. A safe pilot still requires a clear operating contract.

1
Can we define the
trigger?

2
Can we trust the
input?

3
Can we test the
output?

4
Can we contain a
failure?

If the answer is yes four times
Pilot the smallest version in staging. Compare it with the current process and keep a named human owner for
exceptions.

If the answer is no
Add structure before autonomy: improve the brief, source data, acceptance criteria or approval path. More
capable software cannot make an undefined process measurable.

Conclusion
The best first marketing automations are rarely the most impressive
demos. They are the tasks a team can specify, verify and reverse.
Automate the repeatable mechanics first, use AI to prepare
judgment-heavy work, and preserve human authority where the company
makes a promise or a tradeoff.
This task-level approach is consistent with research showing broad exposure to AI but highly uneven
real-world effects across tasks, workers and settings.7, 10, 11, 13, 14
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Sources and scope notes

Review completed in September 2026. External sources were selected for task-level evidence, small-business
context, governance and current adoption signals. The Teamulate scoring is original analysis, not a systematic
meta-analysis.

1. Teamulate. Marketing Task Automation Readiness Study. Original
30-task coding and 12-workflow specification drill (September 2026).

9. Brynjolfsson, E., Li, D. and Raymond, L.. Generative AI at Work. arXiv /
NBER (2023; rev. 2024).

2. HubSpot. 2026 State of Marketing Report. 2026. 10. Dell'Acqua, F. et al.. Navigating the Jagged Technological Frontier.
SSRN (2023).

3. Constant Contact. Small Business Now: 2025 State of Small Business
Marketing. 2025.

11. Becker, J. et al.. Measuring the Impact of Early-2025 AI on Experienced
Open-Source Developer Productivity. METR (2025).

4. McKinsey. The State of AI in 2026: On the Road to ROI. 2026. 12. Becker, J. et al.. We Are Changing Our Developer Productivity
Experiment Design. METR (2026).

5. Microsoft. 2026 Work Trend Index: Agents, Human Agency, and
Opportunity. 2026.

13. Maier, S. et al.. A Meta-analysis of the Effect of Generative AI on
Productivity and Learning in Programming. arXiv (2026).

6. NIST. Artificial Intelligence Risk Management Framework: Generative
Artificial Intelligence Profile. NIST AI 600-1 (2024; page updated 2026).

14. Fang, L. et al.. Generative AI and Sales Productivity: Field Experiments
in Online Retail. arXiv (2026 revision).

7. Eloundou, T. et al.. GPTs are GPTs: An Early Look at the Labor Market
Impact Potential of Large Language Models. arXiv (2023).

15. Cruces, G. et al.. Does Generative AI Narrow Education-Based
Productivity Gaps?. arXiv (2026).

8. Noy, S. and Zhang, W.. Experimental Evidence on the Productivity
Effects of Generative Artificial Intelligence. Science (2023).

Interpretation
The 30-task scores are expert-coded properties of generic B2B marketing workflows. They do not show that a specific tool will work in a
specific company. Teams should recode each candidate using their real data, review burden, consequence and approval rights.

About Teamulate
Teamulate is a managed AI marketing department for growing B2B companies. It combines coordinated AI execution with human
judgment, oversight and measurable workflows.

TEAMULATE  |  MARKETING AUTOMATION READINESS 15 / 15

https://arxiv.org/abs/2304.11771
https://www.hubspot.com/state-of-marketing
https://doi.org/10.2139/ssrn.4573321
https://www.constantcontact.com/blog/small-business-now-report/
https://www.constantcontact.com/blog/small-business-now-report/
https://metr.org/blog/2025-07-10-early-2025-ai-experienced-os-dev-study/
https://metr.org/blog/2025-07-10-early-2025-ai-experienced-os-dev-study/
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://metr.org/blog/2026-02-24-uplift-update/
https://metr.org/blog/2026-02-24-uplift-update/
https://www.microsoft.com/en-us/worklab/work-trend-index/agents-human-agency-and-the-opportunity-for-every-organization
https://www.microsoft.com/en-us/worklab/work-trend-index/agents-human-agency-and-the-opportunity-for-every-organization
https://arxiv.org/abs/2605.04779
https://arxiv.org/abs/2605.04779
https://doi.org/10.6028/NIST.AI.600-1
https://doi.org/10.6028/NIST.AI.600-1
https://arxiv.org/abs/2510.12049
https://arxiv.org/abs/2510.12049
https://arxiv.org/abs/2303.10130
https://arxiv.org/abs/2303.10130
https://arxiv.org/abs/2608.04198
https://arxiv.org/abs/2608.04198
https://doi.org/10.1126/science.adh2586
https://doi.org/10.1126/science.adh2586

