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Al Readiness Scorecard
2026

Check your organisation
before boosting Al
Marketing

A practical scorecard for SEO Leads and Marketing
Managers to assess Data, Tools, Team and Process —
and decide where Al should start in 2026.
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4 Reasons you need an Al
Readiness Scorecard before

going all-in on Al

Many teams already use Al to write content or generate reports, but few know
how ready their data, tools and workflows really are. This scorecard helps you
see the gaps clearly before you invest heavily in AI and automation.

See your true starting point

The scorecard shows whether you’re
still manual, loosely data-driven, or
genuinely ready for Al It replaces “we
should be okay” with a shared, honest
picture of where you stand.

Prioritise investments with precision

Once you see which areas are weakest
— Data, Tools, Team or Governance —
it's easier to decide what to fix first. You
avoid buying shiny tools that don’t
solve the core problem.

Create a common language with
leadership

The scorecard translates technical
topics into simple scores and levels.
SEO Leads and Marketing Managers can
discuss Al investments with C-level
using one scale, not ten different
dashboards.

Turn scores into a 6—12 month
roadmap

Scores in each dimension become a
concrete roadmap: what to improve in
the next 3, 6 and 12 months so your
organisation can move towards AI-first
marketing step by step, not in one risky
jump.



How to use the AI Readiness
Scorecard in 4 steps

Before you ask Al to help with SEO
or marketing automation, you need
a clear view of your foundations:
which data you collect, which tools
you use in reality, and how your
team actually works. This scorecard
lets you capture that picture on one
page and spot the upgrades that
will matter most.
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If we can’t measure
our readiness, it’s hard
to expect serious
results from Al

Invite core owners — SEO, Ads,
Social, CRM, maybe Sales —to fill in
the scorecard together. Compare
how each team rates the same
items. Then pick 1-2 dimensions
that score low but strongly impact
revenue, and design a focused 90-
day improvement plan instead of
trying to fix everything at once.
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@ List key acquisition channels
(SEO, Ads, Social, Line, offline)

Clarify business model, ticket size
and main markets

@ Review current Data & Tools:
GAA4, tags, CRM, E-commerce

@ Have core teams complete the
scorecard together, then choose
1-2 dimensions for a 90-day plan

4 levels of Al
marketing readiness

The scorecard groups
organisations into four
levels — from “Manual / Ad-
hoc” to “Al-first Marketing
0S” - so you always know
the next realistic step up,
not just the ideal end state.
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When you only look at
campaigns, you see
this month’s numbers.
When you look through
the scorecard, you see
which parts of the
system are not ready
for Al yet.
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Sustainable AI
marketing needs
trustworthy data, a
prepared team, and
clear rules — not just
clever prompts.

Data & Tracking Readiness

Do you capture reliable data from
SEO, Ads, Social, Line and E-
commerce? Are GA4, tags and
conversions set up correctly, and
can you trace behaviour across
touchpoints, or is everything still
fragmented?

Tools & Integration Readiness

Look at your Analytics, CRM,
Marketing Automation and SEO
tools. Are they connected into one
funnel, or do you still export and
merge spreadsheets by hand every
week?

Team & Workflow Readiness

Is there a clear owner for each part
of the funnel? Do SEO, Ads, Content
and Sales share aligned workflows
and KPIs that can support Al, or
does everyone still work in separate
silos?

Governance & Experiment
Readiness

Do you have basic rules for PDPA,
data usage and Al policies? And
does your team have space to test
new Al use cases regularly, or must
every experiment be approved ad-
hoc, case by case?




Start using the Al
Readiness Scorecard
2026 with your team

Use this scorecard and the four readiness
dimensions to turn a messy marketing
setup into a clear 612 month roadmap.
You’ll know what to fix first before you
double down on AI and automation.
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In a Discovery Call, the Vault
Mark team will help you:

— Interpret your scorecard
results and benchmark your
current readiness level

— Identify the weakest points
that most affect Search, Lead
quality and LTV

— Choose 1-2 priority tracks to
focus on first — for example AI-
Search OS or Al-Data &
Measurement OS

You can then use this scorecard
and asset as a shared map
between the Owner, SEO Lead,
Marketing Manager and Data
team — and gradually guide your
organisation towards a truly Al-
first Marketing 0S. %



