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At a Glance

Challenges

• Transitioning to Agile marketing

• Time-consuming, manual request queue

• Reactive processes

Benefits

• Complete work 20–25% faster

• 50% fewer status meetings

• 25% reduction in rework

CASE STUDY 

Celadon Marketing and Creative 
Services Team Adopts Workfront 
Agile Capabilities to Improve 
Flexibility and Responsiveness

Agile View in the Workfront Work Management solution 
helps marketing team improve project transparency 
and complete work 20–25% faster. 

Agile marketing is a modern, iterative approach to work management that 
enables creative professionals to be more transparent and adaptive to 
change. In practice, Agile helps marketing teams establish clear priorities, 
pivot more easily, and deliver faster. To address a steady increase in work 
request volume with less capacity, the Celadon marketing and creative 
services team accelerated its transition to Agile with the Agile marketing 
capabilities in Workfront. Today, Celadon marketers and creatives complete 
work 20–25% faster, reducing rework by 25% and cutting meeting time 
in half.

Celadon is one of the largest and most progressive transportation and 
logistics companies in North America. Through its subsidiaries, Celadon 
provides dedicated, expedited, long-haul, regional, local, intermodal, 
temperature-controlled, flatbed, and bulk tanker freight services across 
the United States, Canada, and Mexico. Founded in 1985, Celadon has 
grown continuously for more than 30 years and employs more than 
4,000 associates across North America.

THE CHALLENGE

Celadon’s marketing and creative services department supports internal 
requests from as many as 50 stakeholders. Operating as a small, in-house 
agency—originally a team of nine and now at half that capacity—the 
powerhouse team is responsible for business-to-consumer and business-to-
business print and digital marketing campaigns across all divisions for every 
type of transportation and administrative business segment.

http://www.celadontrucking.com
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Time-Consuming, Manual Request Queue

Nearly every day, a marketer received a new request via email, voicemail, a sticky note on a computer, or during 
a hallway conversation. The team relied on paper lists and Wunderlist, a free to-do list and task application, to 
track all of the requests and work to be accomplished. However, there was no central place to communicate with 
requestors which prevented stakeholders from having any visibility into the team’s processes.

Reactive Processes

The transportation industry’s standard for driver turnover is 100% or more every year, which requires Celadon 
to continually invest in new digital campaigns, billboards, and print advertising to attract qualified employees. 
Although the marketing and creative team worked hard to meet firm media deadlines, it became notorious for 
requesting extensions. The team’s ability to meet hard deadlines was significantly hindered by its traditional 
waterfall model, in which project progress cascaded down multiple phases—including conception, storyboarding, 
and design—before the team requested stakeholder feedback. If a line-of-business leader was unhappy with an 
approach, the team had to rework an entire creative campaign to obtain approval. Late sign-offs meant more fire 
drills and requests for additional days to meet deadlines.

“We implemented Agile so we could keep up with our increasing workload and keep stakeholders in the loop,” says 
Ben Green, senior manager, marketing and creative services at Celadon. “We were developing full campaigns 
based on requests and then having to start again from scratch because a stakeholder didn’t like an idea. With 
things evolving so quickly and our company culture of change, we had to be more resilient. We had to be able to 
maneuver better without sacrificing productivity.”

THE WORKFRONT SOLUTION

By taking an Agile approach to marketing and implementing the Agile features in Workfront to facilitate transparency, 
Celadon’s marketing and creative services team has become more efficient, productive, and proactive.

Agile View

Workfront has helped the Celadon team transition to Agile at its own pace. The team now prioritizes projects in 
short bursts of work, called sprints, and has a weekly stand-up meeting to discuss all sprint work. The team uses 
the Agile View in Workfront—a unique feature to Workfront that enables teams to plan work using a traditional, 
top-down approach with an option to view and manage those projects and tasks in an Agile way. The Agile View 
allows the Celadon team to familiarize itself with being Agile without having to completely change its workflow all 
at once. The team also chooses to storyboard every sprint on a physical whiteboard to provide an additional layer 
of transparency. These complete views into the entire workload enable the team to more effectively prioritize tasks 
and focus on the right work, leading to better business decisions and outcomes.

“Workfront is night and day in terms of visibility. It has definitely improved communication between our team 
members and stakeholders,” explains Green. “Our turnaround time is faster and there are fewer mistakes because 
we now give requestors an early, quick idea of what to expect. They are impressed and we can move forward with 
more confidence.”

http://workfront.com
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Additional Agile capabilities in Workfront available to marketing teams like 
Celadon include:

• Agile team view where managers can create and organize Agile 
teams, view and manage team backlogs, plan current and future 
sprints, and review past sprints.

• Team backlogs that collect all of a team’s requests and planned 
tasks into one place, providing complete visibility into workloads and 
allowing a team to manage and shift priorities as needed.

• Sprint planning that enables a team to easily set up and mange 
each sprint, including populating sprints with tasks, selecting team 
capacity and focus, setting sprint timeframes, and color-coding tasks.

• Burndown charts that display and measure a team’s sprint progress 
in real time, and provide projected completion dates based on pace.

• Interactive storyboards that allow users to move their work from "in 
planning" to "in progress" to "awaiting approval” to “complete" while 
displaying the number of tasks and hours completed as those 
tasks progress.

“We are in this cozy state between waterfall and true Agile, and using 
Workfront really helps us do our job much better,” says Green.

Project Templates and Request Queues

To ensure that requestors quickly familiarize themselves with the work 
management solution, Celadon’s Workfront administrator set up a request 
queue and templates for a variety of internal and external print, digital, web, 
and email projects. Request queues in Workfront move previously manual 
processes out of email and into a traceable solution while templates 
streamline repetitive tasks, mapping every necessary step in a workflow 
and helping to ensure that no steps are overlooked.

“Workfront really lets the Agile methodology shine through by making it 
easy for us to take a request and show 75% of the solution very quickly,” 
Green says.

Online Proofing

Celadon creatives previously printed out color copies of all campaign 
materials for stakeholders to approve. Now without printing documents 
or sending huge email attachments, marketers share digital proofs with 
approvers who can then add comments, feedback, and signatures directly 
into the document. Marketers simply upload documents to their respective 
tasks or projects, and the integrated proofing solution in Workfront, called 
ProofHQ, automatically generates a digital proof for each document. 

“Within a year, we went from 
nothing to 100% visibility 
on everything we are 
doing, including new Agile 
methodology.”

–Ben Green, Senior Manager, 
Marketing and Creative Services, 
Celadon Group

http://workfront.com


Devour Your Team’s 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 
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According to Green, online proofing has been a huge value to the team right from the beginning, saving printing 
time and color-copy costs while making team members more efficient.

“Workfront is a great all-in-one tool,” says Green. “It takes the best piece of every other offering out there, puts it 
together in one, pretty good-looking platform, and adds great reporting. It’s more than worth the investment.”

BENEFITS

Within a year, the Celadon marketing and creative services team has achieved 100% visibility across all of its 
projects and is working in a new, Agile way. During Celadon’s transition to Agile marketing using Workfront, it has 
experienced the following benefits:

• Completes work 20–25% faster – Although the team has fewer resources now than a year ago, it has 
been able to keep up with a steadily increasing number of work requests and deliver faster because the 
Agile capabilities in Workfront enable the team to provide transparency and quickly adapt to changes 
from stakeholders.

• 50% fewer status meetings – Workfront is saving Celadon employees time. According to Green, marketing 
and creative services staff attend fewer project update meetings because all communication is centralized in 
the work management solution.

• 25% reduction in rework – With an Agile mindset and the Agile features in Workfront, the Celadon team 
has been able to reduce missteps by making sure a new creative concept fits the business need before 
expanding it out into a full campaign. 

“One of our big goals in moving to Agile marketing was to make our transition seamless to requestors. Workfront 
has made that possible,” concludes Green.

http://workfront.com

