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At a Glance

Challenges

• How to simplify the transition to Agile 
marketing

• How to improve project management with 
an existing system 

• How to increase time spent being creative  

Benefits

• Increased production tasks by 10% per 
person, per sprint

• Improved project communication, visibility, 
and transparency 

• Allowed more time for creativity

CASE STUDY 

AdRoll Increases 
Production Tasks by 
10% per Person, per 
Sprint with Workfront 
Agile Capabilities
Transitioning to Agile Marketing and the 

Workfront Marketing Work Management 

solution improves marketing team efficiency, 

collaboration, and project visibility. 

 
Marketing teams hoping to increase transparency and adapt 
faster to changing requirements are adopting Agile Marketing. An 
iterative approach to work management, Agile ensures marketers 
focus their collective efforts on high-value projects, complete 
them cooperatively, and continuously improve over time. An 
Agile Marketing methodology, combined with Agile capabilities in 
Workfront, has enabled AdRoll to more effectively prioritize creative 
projects. Today, AdRoll relies on Workfront during biweekly sprints 
to improve project transparency and increase production tasks 
while giving designers more time to be creative. 

AdRoll is a leading performance marketing platform with over 
25,000 clients worldwide. Its suite of high-performance tools works 
across devices, helping businesses attract, convert, and grow their 
customer base. The company is home to the world's largest opt-in 
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advertiser data co-op, the IntentMap™ with over 
1.2 billion digital profiles. AdRoll’s goal is to build 
the most powerful marketing platform through 
performance, usability, and openness. AdRoll is 
headquartered in San Francisco, with offices in 
New York, Tokyo, London, Dublin, and Sydney.

The Challenge

AdRoll has lofty innovation goals that only highly 
efficient teams can help the business achieve. To 
improve the speed and coordination of internal 
marketing projects, AdRoll’s chief marketing 
officer mandated that the company’s in-house 
creative and project management team transition 
from a traditional, sequenced waterfall marketing 
methodology to an Agile Marketing approach. 
However, even as the company transitioned to 
Agile for creative assets production—including 
emails, white papers, case studies, web pages, 
and more—it still needed to support the waterfall 
approach required by marketing operations and 
localization services.

The creative team was using Workamajig 
technology for project management, but the 
product was “missing key features and its user 
interface was clunky,” remembers AdRoll marketing 
senior project manager, Brian Haight. As a result, 
only creatives regularly logged into the system 
which meant marketing management and the 
team’s nearly 40 requestors had little visibility into 
in-progress projects and reports. 

Consequently, AdRoll began a search for a more 
robust and easier to use work management 
solution. The company looked specifically for 
a solution with critical project management 
capabilities that would simplify request intake 
and communication, project and task scheduling, 
email calendaring, resource management, reviews, 
approvals, and reporting. What AdRoll discovered 
in the Workfront solution was all of these features 
together with unique Agile capabilities to support 
its new iterative work process. 

“Our goal as we transitioned to Agile was to find a 
solution that would help us be more efficient while 
improving communication and transparency,” says 
Haight.

 
The Workfront Solution

Using the Workfront Agile capabilities, AdRoll has 
successfully adopted a new marketing approach 
for its creative team.

Sprint Planning

A marketing sprint at AdRoll is similar to a 
marketing sprint at other companies, except that 
every sprint at AdRoll is set up and managed 
in Workfront. The process begins with a sprint 
planning meeting where marketing management 
outlines key priorities for the upcoming two-
week sprint and reviews the prior sprint to 
ensure continuous improvement. Key priorities 
become projects and their details are entered into 
Workfront custom forms. From there, two project 
managers use Workfront to scope and assign 
tasks based on individual capacity using a points 
system—where one point is roughly equivalent 
to one hour. Depending on the complexity of 
assigned tasks, creatives may have a 50-point 
sprint that includes 40 tasks or fewer than 10. Only 
one additional stand-up meeting is held during the 
sprint and that occurs at the sprint’s mid-point.

“With Workfront, just two of 
us can manage between 
75 and 100 projects at the 
same time.”

– Brian Haight, Senior Project Manager, 
AdRoll
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Interactive Storyboards 

The Workfront solution offers a storyboard view 
of each sprint, and each storyboard has progress 
columns—from planning and progress to review 
and approval. Creatives indicate their progress on 
specific tasks by simply dragging and dropping 
their task cards from column to column. For 
example, they move tasks from "in planning" to 

"in progress" to “waiting for review” to "awaiting 
approval” to “complete" while displaying the 
number of tasks and hours completed as those 
tasks progress. These interactive storyboards 
provide complete transparency to the whole team—
which includes other creatives, project managers, 
marketing leaders, and project requestors.

Burndown Charts

AdRoll project managers also take advantage of 
burndown charts in Workfront. The burndown 
chart is displayed above the visual storyboard and 
measures the team’s sprint progress in real time 
as the team moves tasks from column to column. It 
also provides projected completion dates based 
on the average pace of the team. At any time 
during the sprint, team members can refer to the 
burndown chart to see if they are on track to meet 
their sprint goal. The chart turns green for on track 
and red to signify the team is behind.

Agile and Waterfall Support

With Workfront Agile capabilities, AdRoll supports 
multiple work styles. Creative team members, for 
example, storyboard their progress while project 
managers rely on the Agile Team View in Workfront 
to create and organize the team each sprint. From 
that view, they also can manage the backlog, plan 
current and future sprints, and review past sprints. 
At the same time, AdRoll marketing operations and 
overseas localization teams are able to work in 
the more traditional waterfall project model, using 
Workfront capabilities such as My Work pages to 
communicate and complete tasks.

“Workfront fits whatever team and approach you're 
working in at the time,” explains Haight. “The 
schedules are the same whether you’re using Agile 
or waterfall. So for one project, we’ll have tasks for 
both an Agile team and a non-Agile team, and both 
teams execute using their preferred method.”

“Workfront is really 
clever. It lets us work in a 
hybrid way; Agile for our 
creatives and waterfall for 
our marketing operations 
and localization teams 
that are more task-
oriented and don’t require 
weekly stand ups”

– Brian Haight, Senior Project Manager, 
AdRoll
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Team Backlog 

Workfront Agile capabilities also include a feature 
that allows project managers to collect all of the 
team’s requests and planned tasks into one place 
for future reference. In AdRoll’s case, the team 
backlog is used when it looks as if a creative 
person has more capacity for the current sprint.

“If I see people have some additional time, I’ll ask 
them in the middle of a sprint if they can commit 
to working on additional tasks from the backlog,” 
says Haight. “I’m asking for permission to give them 
additional work, which is kind of a new concept that 
really helps build a better relationship between the 
project manager and the creative team.”

Workfront Integration 

AdRoll has integrated Workfront with Box, Gmail, 
and identity management solution Okta. The 
company uses Box for all production storage. This 
is particularly useful when external contractors or 
agencies need access to production files. Links to 
folders and folder information are easily added to 
Workfront projects and tasks for reviews. 

Real-Time Reports 

After each sprint priority meeting, project managers 
send marketing management a link to a Workfront 
report that details all of the priorities discussed. 
The automated report, which filters projects by 
group and by priority, saves everyone time while 
increasing transparency.

“We used to spend a couple of hours a month 
pulling together reports. Now we don’t have to 
spend any time,” explains Haight. “And Workfront 
reports are so much more worthwhile. I can provide 
real-time asset production numbers, project and 
sprint completion numbers, and I can show how 
many points are completed by each person for each 
sprint and quickly compare that to previous sprints.”

Benefits 

Workfront Agile capabilities have helped AdRoll 
successfully transition to Agile Marketing and 
achieve the following benefits:

• Increased production tasks by 10% per 
person, per sprint – Workfront Agile 
capabilities simplify sprint planning and 
execution. Project managers easily set 
up and manage each sprint, including 
populating the sprints with tasks, selecting 
team member capacity and focus, setting 
sprint timeframes, and color-coding 
tasks. At the same time, creative team 
members use the interactive storyboard 
and communications features in Workfront 
to ensure everyone is aware of task status—
without disrupting work for a meeting. 
AdRoll has seen production tasks go up in 
the two-week sprints every two weeks and 
just two project managers can now support 
between 75 and 100 projects at the same 
time. According to Haight, “Workfront tracks 
everything. Some people are superstars and 
complete a ton of points and it’s nice to be 
able to recognize them.”

• Improved project communication, visibility, 
and transparency – The use of Workfront 
Agile capabilities makes the tasks AdRoll 
creative team members are currently 
working on and what work they have coming 
up very clear to everyone. By tracking 
projects in calendar and sprint views, anyone 
with authorized access can easily see what 
is happening and what is at risk—even if 
someone is on vacation. Creative team 
members can also quickly view the priority of 
projects, so if two tasks are due on the same 
day, they know to work on the higher priority 
one first. Because AdRoll uses Workfront as 
a single repository to keep track of every 
asset, there is transparency into what is 
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currently being delivered and what has been 
delivered historically. “In Workfront, we’re 
managing things in a much better way. We 
now give people a warning about what’s 
incoming and clearly show what’s most 
important,” Haight says.

• Allowed more time for creativity – Among 
the goals project management had when it 
began modifying processes, communication, 
and task delivery to meet new requirements 
was to give more time back to creative 
team members. Because Agile processes 
enhanced by Workfront Agile capabilities 
are more efficient, the creative team can 
now spend more time thinking about future 
designs and major campaigns. “Workfront 
is perfect for us because the challenge for 
project managers is always how to make the 
creative team the most efficient producers 
possible, but not overwhelm them so that 
they don’t have a chance to be creative,” 
says Haight. “By modifying our process 
and communication and utilizing Workfront 
features, we’ve given more time back to let 
our team be creative.”

Looking ahead

AdRoll is interested in using Workfront to analyze 
the nearly two years of data that it has collected 
to better understand the seasonality of marketing 
production work. This may help the company 
better optimize internal resources while reducing 
the need for contractors during slower times of 
the year.

“After looking at a lot of systems and creating one 
myself, Workfront is the best thing out there that 
I’ve seen. Waterfall, Agile, whatever you’re trying 
to do; it has great features and the usability and 
reporting are fantastic. Custom forms have a clean 
interface and the communication, particularly the 
Box and Google Drive integration, is really well 
thought through,” concludes Haight.
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                              Devour Your Teamʼs Work Chaos With Workfront 

Meet the King of Work Management. With real-time work planning, tracking, 
collaboration, and reporting, Workfront enables enterprise teams to: 

• Drive greater productivity by automating repetitive manual tasks 
• Increase communication and transparency through social-style updates 

and dashboards 
• Reduce project failure with real-time views into project progress and 

resource workloads 
• Provide data-driven insights for constant improvement


