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At a Glance

Challenges

• Disconnected project management technology 
and processes

• Lack of data to accurately resource projects 
and report on them

• Difficulty allocating resources and forecasting

Benefits

• Saved 100 hours of time per week 
across teams, an annual savings of more 
than $200,000

• Increased individual’s weekly services volume 
by 50–70%

• Increased on-time delivery rate to 99.9%

• Accelerated onboarding from 3 months to 
2 weeks

• Added 2 strategic roles without increasing 
budget, an annual savings of more 
than $300,000

• Reduced overburn run-rate by 20% in 
2 months

• Saved 45 hours weekly by reducing project 
and status update meetings, an annual savings 
of more than $100,000

• Gained real-time reporting

CASE STUDY 

Global Customer Experience 
Marketing Agency Saves an 
Estimated 100 Hours Every 
Week with Workfront, Translating 
into Annual Cost Savings of 
More Than $200,000

Agency implements Workfront solution in fewer than 
four months as standard for managing work for one 
client spanning 30 offices across 20 countries.

Marketing agencies are fast-paced environments. Schedules change 
frequently and dramatically, making it nearly impossible to manage projects 
and resources more than a few weeks in advance. Yet as a renowned 
customer experience marketing agency prepared to work with one of the 
world’s most recognized technology brands, the agency needed to address 
inefficiencies in the technologies it was using to manage its business. 
Because the agency deployed the flexible and scalable Workfront solution, 
it now has the real-time visibility it needs to effectively plan projects and 
communicate across three different regions. Staff use a dynamic customer 
portal, real-time dashboards and instantaneous reports to meet client needs 
and deliver on schedule 99.9% of the time.

THE CHALLENGE

Disconnected Tools, Poor Resource Planning and 
Ineffective Reporting

In early 2014, one of the agency’s western offices began looking for a 
standard technology tool to manage projects. It also hoped the solution 
would make it easier to accurately allocate resources based on approved 
project plans and tasks. At the time, most project managers were tracking 
tasks on paper and in another project management tool. A few managers 
sent tasks to team members via the agency’s preferred document 
management system, Box.
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Their project management tool lacked resource management capabilities 
so team leads modified allocations weekly by manually preparing staff 
plans and uploading them to a system disconnected from the project plans. 
Because project managers used several systems, they had to perform 
additional tasks, including updating calendars. To ease their workloads, the 
agency hired two resources managers but still sought a solution that would 
improve the work management experience and operational efficiency by 
connecting schedules and staff plans.

“Many of our tools and processes were disconnected and some were not 
very intuitive or user friendly, which is critical for a highly strategic and 
creative agency,” explains an agency senior vice president and director 
of operations.

The agency recognized that better project management solutions existed, so 
it put together a task force of project managers from one office to find a work 
management solution. Among the team’s requirements were that the solution 
be able to meet the needs of client teams that worked differently across 
lines of business and geographies to deliver dynamic advertising campaigns. 
Because the agency hoped to further empower its team to drive the decision-
making process, a friendly, intuitive user interface was also top priority.

“What we thought we wanted was simply a better way to request and track 
work internally,” a senior vice president says. “What we discovered was 
Workfront, which turned out to offer so many other capabilities.”

THE WORKFRONT SOLUTION

The customer experience marketing agency deployed Workfront during 
the summer of 2014. At the same time, one of the firm’s western offices 
on-boarded a new, strategic global brand in the technology sector. 
Workfront replaced an existing system as the client transitioned a large 
stream of its marketing automation and execution work from internal teams 
and partners to the agency. Workfront became the project management 
solution for a net-new agency team, offering new value-added services. 
Two lines of business working in offices in the west were identified as the 
primary agency user teams. The initial rollout also extended the Workfront 
solution to several high-profile client teams externally.

The agency engaged Workfront Consulting Services to support 
the implementation of a services-request portal and a digital asset 
management (DAM) repository, as well as to provide education and training 
services. From day one, the business had 500–750 users in Workfront. 
Initially the instructional training was functional, educating users about how 
to use the solution based on their agency roles. However, the sessions 
were quickly modified to include video on-demand with role-based, 
user-story driven process instruction. This helped client team members 
understand not only how to work in the new, unfamiliar system, but how to 
use the platform to work most effectively with local processes.

“Without Workfront, we 
would not have been able to 
onboard such a large client 
so rapidly and do this without 
any interruption of business 
services.”

–Vice President and Director of 
Application Development

http://workfront.com
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Simplified Resource and Utilization Planning

The agency team was tasked with doing the same amount of work across 
three regions that the client’s in-house team had done previously but 
with half the staff. It was during the development and review of the initial 
operational data reports within Workfront that the agency realized that 
across regions, the three client teams worked dramatically differently.

“That’s where Workfront became key because we learned immediately that 
to make this work, we really had to understand what people were doing, as 
well as what was influencing their productivity and efficiency,” says a senior 
vice president.

The client lacked visibility into how much time was spent on each project 
type. For example, the project manager would allocate five emails per 
person, per week, regardless of the type of email campaign and level 
of complexity. The project manager did this consistently across other 
services—basing project allocation solely on volume rather than volume 
plus the complexity of the request. With Workfront’s project monitoring 
and reporting features, the agency was able to determine the average 
time spent on projects, which projects required more time, and how much 
time each resource needed to complete each type of service request, or 
sub-project.

“We quickly determined that email execution could range from 4 to 12 hours, 
depending on the complexity of the campaign. We also discovered that 
not all data uploads were the same. What took 15 minutes to process in 
one region could take 45 minutes in another,” says a senior vice president. 

“With Workfront, we could identify which employees handled a high volume 
of requests efficiently and which team members were better suited to work 
on more complex campaigns requiring more time.”

Using Workfront, one local office was able to better connect schedules 
and staff plans. Moving forward the agency expects to also be able to 
accurately allocate those hours over the duration of a task.

Streamlined Communication

The client did not have a way to consolidate feedback and collaborate 
between the marketing and execution teams. Most of the communication 
consisted of email, chat and/or phone conversations. It was difficult to track 
all of the updates within a project especially across tasks within the project. 
Collaboration among several people on related tasks within projects 
was almost impossible, requiring additional emails and status meetings. 
Moreover, if there was a potential issue with a project requiring a manager 
to research it, there was no simple way to collect the details. Managers 
could spend an entire day gathering all of the communication.

“The Workfront Work 
Management solution is a 
huge win in terms of efficiency. 
To be able to show in one year 
that we reduced staff by half 
while growing our offering and 
improving processes through 
data and training is amazing.”

–Senior Vice President and 
Director of Operations

http://workfront.com
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Using Workfront’s Project Update Status feature, the agency consolidated 
all communication—both at the task and project level. Now if a team 
member steps in to work on a part of a project, he or she can easily review 
the latest details since all communication is updated in a central location. 
In addition, managers can easily track progress and follow up with the 
client in a matter of minutes.

Real-Time Reports

The agency created client reports with metrics including on-time delivery 
rates, issue tracking, requests by region volumes, and average time and 
duration spent per service. Now the client can log in at any time to review 
current status, which has reduced the number of status meetings.

Automated Issue Tracking and Asset Quality Control

There was no way for the client to track the accuracy or quality of 
assets being submitted with project requests. When the agency-client 
relationship began, approximately 15–20% of projects were submitted with 
issues. In one region, the percentage was as high as 45–50%. This was 
challenging because depending on the severity, issues can double the time 
spent on a project, affect delivery dates, and create frustration between 
client and agency teams. Since issues weren’t being tracked, it was difficult 
for the client to understand how they impacted productivity.

The agency determined the best way to track issues was to use Workfront’s 
Issue Tracking features. An administrator customized the form and included 
pick lists based on the data it wanted to share with the client. The agency 
then created issue reports by region, service and project owner.

“Using a combination of timesheet data and Workfront’s issue reporting 
functionality, we were able to produce trend data related to the types of 
issues encountered, and even which users (client and internal) influenced 
agency efficiency the most,” explains a senior vice president. “Within 
four weeks, we had enough data to share. The information included the 
number of each type of issue, time spent resolving the issue, total issues 
by individual client, and total issues by region. With data, we could train or 
retrain team members to address and course-correct specific issues.”

Reporting revealed that in one office the top issue across client teams was 
submitting projects with missing or improperly formatted assets. There 
were also challenges around target audiences. The largest percentage 
of issues came from a single region, which explained why agency reports 
showed the average time spent on services in that region was higher than 
other regions. According to a senior vice president, data showed at least 
5% of total agency time (10 hours weekly) in one particular region was 
spent fixing issues that had been addressed previously.

“When challenged with the 
task of bringing on a new 
global client and providing 
a business-critical service 
request system to support 
them, we chose Workfront as 
our solution.”

–Vice President and Director of 
Application Development

http://workfront.com
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Standardized Agency Internal Operations

In one western office, employees also use the Request Queues in Workfront to accomplish key tasks that would 
otherwise have to be done via a shared spreadsheet or email. As the number of users that require access to 
the Workfront platform nears 1,000 globally, Workfront helps the agency streamline internal and client user 
management queues, as well as asset metadata collection for the DAM. For example, the agency created a queue 
and a Custom Form with Logic to capture all of the files’ metadata and links in one place. The request queues are 
a tremendous time savings for both the director of operations and the requestor who is notified once a request is 
complete, eliminating back and forth email chains.

BENEFITS

Workfront helped reduce the number of resources needed to do the same amount of work. Prior to teaming 
with the customer experience marketing agency and using Workfront, the client team had at least 60 in-house 
resources. Within four months, the agency had 30 resources completing the same volume of projects. Workfront 
has enabled an agency office in the west to achieve the following benefits with the client during phase one of its 
three-phase rollout plan:

• Saved an estimated 100 hours of time per week across teams, an annual savings of more than $200,000 – 
Workfront reduces non-working time by capturing status updates in real time and presenting them in easy-to-
review dashboards and simple-to-run reports. “Status updates used to be handled primarily via email; now all 
updates are captured in the platform, which saves time,” says a senior vice president. “Once projects are set 
up, the time to maintain them is minimal and teams are more confident the data is accurate.”

• Increased individual’s weekly services volume by approximately 50%–70% – Using Workfront, the agency 
has been able to adjust its allocation plans by realigning resources based on productivity and services 
expertise. “Over the course of six weeks, we slowly increased each individual’s weekly volume, resulting in 
an increase in the amount of completed requests by individual,” a senior vice president explains.

• Increased on-time delivery rate to 99.9% – The client’s previous vendors had reported 65%–85% on-time 
delivery rates, depending on the group and type of project. With Workfront, the agency has improved both 
the client’s previous on-time delivery rate and the agency’s overall delivery performance. “Since July 2014, 
we’ve executed more than 8,600 requests with greater than a 99% on-time delivery rate. Since January 2015, 
our delivery rate has increased to 99.9%,” reports a senior vice president.

• Accelerated onboarding from 2 months to 3 weeks – Because all tasks are now managed in Workfront, 
agency team members can quickly see how projects are run and how client communications are handled. 
A new employee can onboard faster—reducing the time from approximately 60 days to 21 days. Moreover, 
when someone is ill or on vacation, Workfront simply allows other team members to move a project forward.

• Added 2 strategic roles without increasing the budget, an annual savings of more than $300,000 – 
Greater productivity from employees allowed the agency to add two new strategic hires without impacting 
the budget. According to a senior vice president, both roles focus on how to best implement strategic 
campaigns using the marketing automation platform, which allows the agency to better align with other 
groups focused on improving results.

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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• Reduced overburn run-rate by 20% in 2 months – Tracking time and allocations in Workfront are an 
advantage because managers can see time spent at the more granular task level. This provides a better 
understanding of where the project is more or less efficient. Other agency time-tracking tools provide only 
project-level tracking. Based on data from Workfront, the agency was able to reduce its overburn rate trend 
from 128% to 108% in just two months. “Workfront enables our project managers to see project status and 
identify steps in the process that are consistently off, so we can fix the steps with templates and improve our 
project estimating,” explains a senior vice president.

• Saved 45 hours weekly by reducing project and status update meetings, an annual savings of more 
than $100,000 – The agency team has saved an average of 30 hours weekly by reducing project update 
meetings, and approximately 15 hours weekly by changing the daily 30-minute status meeting to once 
a week.

• Gained real-time reporting – The agency established key performance indicators (KPIs) for efficiency and 
created custom data reports in Workfront to evaluate trends. Workfront’s time-sheet capabilities immediately 
provided the transparency the agency needed to identify the types of projects employees were doing and 
how well they were executing on those projects.

“Workfront allowed us to get integrated with our new client quickly and seamlessly. We were able to take advantage 
of many features out of the box as well as the flexibility of integrating extensively with the API in order to deliver 
custom business needs for our client,” concludes a vice president and director of application development.

http://workfront.com

