
From inbox to impact: 
Powering email marketing 
with Adobe Journey Optimizer
A guide to organizational readiness
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Email remains a cornerstone of customer engagement, yet legacy email service 
providers (ESPs) often limit an organization’s ability to innovate and scale that 
engagement. Adobe Journey Optimizer offers a modern solution: a single application 
that empowers marketers to manage both scheduled campaigns and real-time 
customer journeys across channels — including email, mobile, web, and more.

In Journey Optimizer, campaigns are typically brand-led, scheduled programs — like 
promotional offers, newsletters, or product launches — designed around a message 
strategy or campaign calendar. These include multi-step, cross-channel flows. 
Journeys, on the other hand, are dynamic event- or behavior-triggered programs that 
adapt to each customer’s actions in real time, guiding them through personalized 
experiences. To unlock the full value of campaigns and journeys in Journey Optimizer, 
organizations need more than just a technology upgrade. It takes both organizational 
readiness and strategic alignment.

This organizational readiness guide prepares teams to transition from a legacy ESP to 
Journey Optimizer, with an emphasis on enabling scalable, modern email marketing 
programs. Follow the best practices in this guide to ensure a more successful 
adoption of Journey Optimizer and to increase the long-term value realized across the 
organization.

Specifically, the guide will provide:

 • A practical framework, with tips and techniques centered on four pillars of 
organizational readiness — mindset, people, process, and technology.

 • The essentials for email deliverability, including IP warming, domain setup, and 
inbox placement.

 • A technology readiness checklist to ensure the completeness of your technical 
implementation.

 • Next steps to begin planning the shift from your legacy ESP to Journey Optimizer.
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The four pillars of operational readiness
To effectively implement and realize the value that Journey Optimizer can deliver, your team should focus on four key 
areas of operational readiness: mindset, people, process, and technology. In each section, you’ll see the overarching 
goal for each pillar — the North Star objective — along with guidance on various tactics to help you achieve it.

Mindset 

People

Shi� the mindset 
of marketing teams to 

embrace a new, 
streamlined approach 
to campaign execution 

and customer 
engagement.

Equip end users with the 
knowledge and tools 
needed to e�ectively 
leverage Journey 
Optimizer and accelerate 
onboarding, while helping 
IT evolve to support the 
migration.

Ensure your technical 
infrastructure aligns with 

Journey Optimizer 
deployment requirements.

Process
Evolve marketing work�ows to support 
cross-functional collaboration, agility, 

and iterative development.

Technology
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Anchor to goals, not just to tactics. 

Journey Optimizer gives marketers more control
— and more responsibility. It’s no longer only about 
launching a journey or campaign. Teams must align 
on broader goals: What business outcomes are we 
trying to achieve, and what experiences do we want 
to create for our customers? Whether it’s fostering 
loyalty, boosting app adoption, or encouraging repeat 
purchases, your goals should guide how you design 
and prioritize journeys and campaigns, measure 
performance, and prioritize content. The customer 
experience is your North Star, especially when that 
experience straddles multiple teams and objectives. 
Strategy drives tactics, not the other way around.

Foster a test-and-learn culture.

Journey Optimizer is designed to support 
iteration. With built-in A/B/n testing, multivariate 
experimentation, and real-time performance data, 
your team can start small and optimize along the 
way. For example, start with a simple abandoned 
cart email series, and then develop more advanced 
behavioral triggers, such as in-app usage, to advance 
that use case.

Instead of waiting for every journey or campaign 
to be perfect, encourage teams to launch with 
confidence, learn quickly, and adjust frequently. 
This approach reduces bottlenecks, accelerates 
production, and helps the organization move 
from waiting for analytics insights to continuous 
optimization.

Shift from an email-centric approach to a customer- 
centric mindset.

In many organizations, different types of email — 
batch campaigns, lifecycle journeys, and operational 
or transactional messages — are managed in 
different tools. When you add in separate systems for 
email, mobile, web, and app engagement, the result is 
fragmented execution, inconsistent experiences, and 
wasted time and resources. Journey Optimizer brings 
all of this together. It supports scheduled campaigns 
and real-time journeys in a single platform, with a 
unified view of the customer, centralized audience 
management, and journeys triggered by behavior 
across channels. Instead of asking, “What emails do 
we send this week?” teams can ask, “How do we 
optimally engage our customers right now?” This 
simple shift reframes the marketer’s purpose from 
channel management to experience orchestration. 

Let go of legacy comfort zones.

It’s easy to revert to familiar workflows, even when 
they no longer benefit you. Many legacy ESP-era 
conventions like building static lists, relying on 
repetitive batch sends, or using click-through-rate 
as the primary KPI, persist out of habit, not value. 
Journey Optimizer provides teams access to real-time 
signals, dynamic content, modular assets, and unified 
measurement. Use this transition as a fresh start 
to retire what’s outdated and make space for more 
modern, customer-responsive ways of working.
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Pillar 1: Mindset

North Star objective: 
Successfully migrating to Adobe Journey Optimizer isn’t just a technical deployment — it’s a shift in how marketing 
teams operate. When approached with the right mindset, it can empower your organization’s creativity and 
productivity. The goal is to move from being senders to orchestrators, transitioning away from a channel-first 
approach to embracing agility and new ways of collaboration.
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Make mindset shifts a core part of your Journey Optimizer implementation. 

Embed these changes in onboarding, measurement, and leadership communications to reinforce them as 
vital business imperatives, not just cultural aspirations. Explain not only how Journey Optimizer works, but 
also why it signifies a fundamentally new way of operating. Teams that can adopt these shifts early will move 
faster, generate more value, and sustain higher adoption rates over time.

TAKEAWAY

Adopt a collaboration-first mindset. 

Journey Optimizer unites marketers, data owners, creatives, and technologists in the same workspace. This 
collaboration doesn’t happen automatically — it must be embraced. Instead of passing work between teams (and 
running into inevitable bottlenecks), it’s better to encourage parallel contributions. Data stewards can create reusable 
segments, content teams can manage modular content blocks, and campaign marketers can assemble everything 
together into journeys and campaigns. Everyone contributes to the outcome and shares in the success.



Pillar 2: People

North Star objective: 
Legacy ESPs must often rely on a few specialists with deep expertise. With Journey Optimizer, you can shift from 
reliance on niche expertise towards a model that empowers marketers to use Journey Optimizer directly, supported 
by technical teams that handle data readiness and QA. The goal is to reduce bottlenecks, increase agility, and build 
a more empowered, accountable marketing team.

Form your implementation team. 

A successful Journey Optimizer implementation establishes a foundation for strong organizational readiness and 
adoption. Start by selecting a small but strategic group to lead the rollout. Focus on three key roles: a strong, 
committed executive champion who can advocate for the initiative and secure resources, a cross-functional steering 
committee to align the project with customer experience goals, and a group of early adopters who are digitally savvy 
and eager to promote the program.

Importantly, the steering committee should not only be limited to CRM or email marketing. It should include 
leaders from all areas that influence the customer journey, including mobile product management, ecommerce, 
loyalty programs, lifecycle marketing, and even customer service. Consider forming subgroups or pods within the 
committee to focus on key moments like onboarding, cart recovery and recovery app engagement, ensuring that the 
implementation reflects how customers actually experience your brand.

The power trio: The key roles to drive implementation success
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Executive champion

A senior leader (e.g., Head of Marketing, Chief Digital O�cer) with strategic in�uence, decision-making authority, and the ability 
to unlock resources. 

Steering commi�ee

A cross-functional group designed around campaign and customer journey ownership, not just channels. Include representatives 
from campaign marketing, mobile product, ecommerce, loyalty, lifecycle marketing, and IT. �is team ensures alignment with 
customer experience goals, supports the executive champion, and manages priorities, dependencies, escalations, and resources.

Early adopter champions

Digitally curious team members from marketing, tech, and compliance who collaborate well, embrace innovation, help co-create 
customer journeys, and promote the initiative
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Customer activity

Searched: mortgage rates

Paid visit: used online
mortgage calculator

Chat: mortgage specialist
chat interaction

Financial

Personalized advertisement

Sara, we have an
exclusive loan
o�er for you

Tip: Establish a platform for your executive champion and steering committee to regularly communicate updates 
across the business. The steering committee might meet every other week to resolve issues and confirm progress, 
while the executive champion shares monthly updates with leadership. 

Build your cross-functional team for ongoing operations.

With Journey Optimizer, you can assemble a cross-functional team that combines marketing strategy, data 
expertise, technology integration, and executional skills. Your ongoing operations team will likely differ from 
your implementation team. The table below illustrates what a high-performing team might look like, their key 
responsibilities, the skills they need, and the typical activities they perform. In many cases, a single team member 
may assume multiple roles.

Note that the roles outlined below represent a reference model, not a rigid structure. Many organizations have 
blended or full-stack marketers who manage multiple responsibilities across campaigns and journeys with great 
success. As AI capabilities evolve, the nature of some roles may shift from tactics and execution to oversight, strategy, 
and refinement. It’s essential to align skills around the capabilities of Journey Optimizer, not the titles. Use the table 
below to spark discussion about how your team can scale and specialize over time.

7
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Roles and skills for your Journey Optimizer operational dream team

Role 
Primary 
responsibility Skills Common activities 

Journey strategist 
and campaign 
manager

Customer journey 
and campaign 
design, use cases

Customer journey mapping, 
segmentation approach, fluency 
in Journey Optimizer UI, dynamic 
audience segmentation

Owns design of customer journeys and campaigns. Sets business 
objectives and defines the campaign or journey brief, use cases, 
entry criteria, goals, and KPIs. Works closely with marketing, brand 
managers, product, and CRM teams. Translates marketing strategy 
into journeys and campaigns and bridges marketing strategy and 
technical activation.

Data analyst or 
data scientist

Segmentation, 
metrics, 
performance 

SQL, Adobe Experience Platform 
segmentation, Customer Journey 
Analytics or other business 
intelligence (BI) types of applications, 
predictive modeling techniques

Translates campaign and journey goals into data requirements 
and identifies high-impact segments based on patterns like churn 
risk, propensity to purchase, or engagement trends. Defines and 
validates segments, metrics, and test designs. Supports A/B testing, 
attribution, and reporting.

Personalization 
and targeting 
specialist

Dynamic content, 
AI-driven targeting

Offer decisioning, content variants, 
behavioral triggers, AI integration, 
A/B/n testing, multivariate analyses

Builds and maintains dynamic content rules, designs and tests data-
driven personalized experiences, and translates stakeholder business 
goals into personalization use cases (e.g., abandoned cart recovery, 
welcome journeys).

Technical architect 
or marketing 
technologist

Data flows, 
Journey Optimizer-
Experience Platform 
integration

Adobe Experience Platform, schemas 
(XDM), Journey Optimizer, API 
integrations, Adobe Tags, basic 
technical fluency, not deep coding

Oversees Journey Optimizer and Adobe Experience Platform setup, 
data ingestion, and system integration. Ensures real-time data 
flows, event triggers, and channel connectivity. Blends technical 
knowledge, marketing insight, and platform expertise for Journey 
Optimizer success.

Developer or 
engineer

Custom logic, 
triggers, and APIs

JavaScript, APIs, Experience Platform 
SDKs, Adobe I/O, webhooks, 
Experience Data Model

Supports custom components, real-time events, and integrations 
with other systems (e.g., loyalty platforms, ecommerce, CDPs). 
Ensures proper capture and formatting of customer behavior data 
(events, profiles, preferences) for use in Journey Optimizer. Supports 
custom decisioning logic via Adobe decision management features, 
APIs, or integrations.

QA specialist and 
tester

Testing campaigns, 
journeys, and cross-
channel logic

UAT design, QA fundamentals/
frameworks, real-device testing, XDM 
data schemas, deep Journey Optimizer 
knowledge

Tests and validates all components of customer journeys and
campaigns, including data and event triggers, message delivery, 
cross-channel and device functionality, personalization logic, 
and fallbacks. Ensures components work as expected across all 
integrated systems.

Creative and 
content team

Messaging and 
visual assets

Copywriting, writing skills for 
marketing copy, including email, 
SMS, push notifications, and in-app 
messages, visual design, modular 
email design, accessibility best 
practices, HTML basic skills

Crafts engaging, personalized content for customer experiences. 
Designs channel-ready creative assets and variants for email, push, 
SMS, and in-app. Develops modular assets like headlines, CTAs, 
body copy, and banners for engagement execution via channels. 
Collaborates with others to align creative with messaging goals.

Privacy and 
compliance SME

Consent and legal 
adherence

Data governance, consent 
frameworks, policy interpretation, 
data privacy laws, risk management, 
regulatory compliance, data 
minimization, anonymization, 
encryption, and secure data handling 
best practices

Ensures journeys and campaigns comply with consent, preference, 
and legal regulations (e.g., GDPR, CCPA, HIPAA, CAN-SPAM, and 
TCPA). Confirms that all customer data handling, campaign and 
journey configurations, and marketing activities comply with internal 
policies. Works with IT and Legal to define data usage policies. 
Oversees implementation of consent management processes in 
campaigns and journeys.
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Develop people enablement strategies to 
encourage adoption.

The real risk in a technology rollout is often poor 
adoption of the technology, not the technology itself. 
Create people enablement strategies, communicate 
about them regularly, and execute them in each 
implementation stage to reduce this adoption risk. 
Projects with solid enablement strategies gain buy-in 
for change, greater impact, and less user resistance 
and anxiety. 

Prepare IT to evolve its role.

Successfully navigating the technology shift requires 
a smart, proactive strategy that minimizes disruption, 
supports scalable growth, and strengthens alignment 
between IT, marketing, and data teams. Use these tips to 
ready IT for Journey Optimizer:

 • Align IT and marketing from the start by 
establishing strong collaboration between leaders, 
clarifying roles and responsibilities, and holding joint 
planning sessions to define technical requirements, 
timelines, and support models.

 • Assess and upgrade the current architecture by 
completing a technical readiness checklist (see 
below), identifying systems to connect with Journey 
Optimizer, and addressing issues related to data 
quality, identity resolution, or API limitations in the 
existing stack.

 • Redefine IT’s role by shifting from system 
ownership to a strategic enabler of marketing 
agility. Emphasize IT’s role in data accessibility 
and governance, integration stability, privacy 
and compliance, and security and performance 
monitoring.

 • Plan for technical skills development by 
providing training for IT teams on Journey 
Optimizer and Adobe Experience Platform 
architecture, APIs, and event triggers. Promote 
certifications or hands-on sessions with Adobe-
provided sandboxes and learning content 
and encourage collaboration with Adobe 
consultants or partners for knowledge sharing.

Empower marketers to operate directly 
within the platform.

In legacy tools, campaign marketers often submit 
intake forms or tickets and wait. With Journey 
Optimizer, they can build campaigns, orchestrate 
and launch journeys, define audience logic, and 
manage content directly. This shift increases 
agility and creative control, while also permitting 
technical teams to focus on data flows, QA, 
governance, and technical strategy. Making this 
change successfully requires training (including
role-specific training in Adobe Experience League), 
trust, and clearly defined roles and boundaries to 
reinforce new collaboration models.

Collaborate in parallel, not sequentially.

Traditional campaign workflows rely on hand-
off work sequences: first content, then data, and 
then QA. Journey Optimizer supports modular, 
parallel work. Content, segments, and logic can 
be developed simultaneously, side by side. Teams 
should structure their collaboration to reflect this 
shift. 

Distribute ownership across roles.

No single person owns the success of Journey 
Optimizer. It takes coordination among campaign 
marketers, CRM teams, content leads, brand 
managers, content creators, data stewards, channel 
experts, and marketing ops. Clearly define who 
contributes what and when to avoid ambiguity or 
duplicated efforts.

Evolve roles as the program matures.

Many teams start with blended roles. For example, 
a marketer might build journeys and conduct QA. 
Over time, high-performing Journey Optimizer team 
members can develop specialization in roles like 
journey builder, segmentation lead, and modular 
content owner. Plan for that evolution as usage 
scales. 

https://experienceleague.adobe.com/en/docs/certification/program/technical-certifications/ajo/ajo-overview
https://experienceleague.adobe.com/en/docs/journey-optimizer-learn/tutorials/overview
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1.  Develop a clear communication 
plan for upcoming changes.

2.   Provide hands-on and role-based 
Journey Optimizer training.

3.    Create an internal Journey 
Optimizer resource hub.

4.   Recognize and reward individuals 
contributing to success to foster 
team support.

5.   Set up channels for ongoing user 
feedback and respond quickly to 
concerns.

6.   Provide on-demand help through 
internal SMEs, a help desk, or 
external consultants.

7.   Assess user readiness and 
capability to adopt Journey 
Optimizer. 

8.   Celebrate success stories, 
milestones, and key wins.

Explore learning resources in 
Experience League

Top 8 tactics for seamless 
Journey Optimizer user 
adoption.

 • Standardize integration and deployment by developing 
reusable frameworks for integrations, setting up Dev/Test/
Prod environments, promoting automation through CI/
CD wherever possible, and documenting all integration 
points, data schemas, and platform configurations.

 • Establish an ongoing support mechanism by creating 
a support model for Journey Optimizer that includes 
incident management, enhancements, and upgrades, 
along with a roadmap for continuous technical 
optimization after launch.

 • Communicate the value of the change by helping IT 
and technical stakeholders understand how Journey 
Optimizer enables real-time personalization and 
enhances customer experience to show how this 
transformation aligns with enterprise digital goals and 
modern marketing practices.

Build the ideal team to implement Journey Optimizer 
and ensure its ongoing success. 

Success with Journey Optimizer starts with assembling  
the right team and developing a strategy that encourages 
adoption. Gain support from an executive champion, 
form and train a cross-functional crew, and empower 
marketers to take the lead. As usage increases and your 
team matures, members will likely specialize. Be sure to 
prepare IT early so they are ready to support the journey.

TAKEAWAY

https://experienceleague.adobe.com/en/docs/journey-optimizer/using/channels/email/get-started-email
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Pillar 3: Process

North Star objective: 
Typical email workflows rely on processes that often create bottlenecks, slow down time-to-market, diminish 
agility, and ineffectively use technical resources. With Journey Optimizer, you can reimagine campaign and journey 
processes, not just replicate old ones in a new tool. Strive to create simpler, more flexible processes that eliminate 
friction, enhance collaboration, empower marketers, and free up technical resources for higher value work.

Kick off with a campaign audit and assessment. 

Start by reviewing and evaluating current campaigns and workflows in your ESP. Identify which should be 
reimagined, rebuilt, migrated to Journey Optimizer — or retired. First, assess whether each campaign delivers 
meaningful business value, performs well and is used regularly. To go further, evaluate each campaign’s impact 
on the intended customer outcomes and identify any friction points between campaigns, journeys, or other 
overlapping product or team initiatives. 

For those campaigns worth keeping, note opportunities to improve them through deeper personalization, real-
time relevance, cross-channel orchestration, and alignment with key customer moments. Don’t just aim to migrate, 
focus on transforming. Many batch campaigns may work better if served as always-on journeys that adapt to 
customer behavior to deliver higher ROI.

You should end up with a prioritized list of campaigns to rebuild or reimagine in Journey Optimizer. Consider 
a set of enhancements that leverage the solution’s core functionality, and that’s built on a stronger, more agile 
foundation and based on a more effective engagement strategy.

Apply additional process improvement principles to journeys and campaigns.

You’ve created your list of campaigns to migrate and documented process improvements to make to each 
existing campaign. As you design your campaigns and journeys, keep these best practices in mind to maximize 
your process improvements.

 • Eliminate redundant or outdated steps. Legacy campaign workflows often carry baggage, such as 
manual segmentation requests, spreadsheet-based approvals, or excessive QA rounds. Use built-in Journey 
Optimizer features to remove this baggage. For example, built-in approval workflows can reduce or 
eliminate unnecessary and redundant tasks, freeing up valuable time for high-level marketing design and 
segmentation activities. 
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 • Shift from request-revision loops to marketer-driven execution. In legacy ESPs, marketers must often rely on 
a central operational team to build and launch emails. With Journey Optimizer, marketers can perform most of 
these tasks directly, reducing campaign and journey backlogs and empowering more agile, iterative work for end-
users.
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 • Document the new campaign and journey development process. Show how to propose, design, build, 
review, and launch campaigns and journeys, including how real-time signals, audience logic, content variants, 
and testing fit into the flow. This documentation will prove valuable for training existing team members and 
quickly onboarding new ones. 

 • Clarify QA and approval workflows. Spend time standardizing naming conventions and defining asset 
organization upfront to ensure consistency, avoid duplication, and accelerate approvals. You can also take 
advantage of built-in proofing and scheduling tools in Journey Optimizer to streamline execution while 
maintaining quality control. 

 • Break the hand-off model. Journey Optimizer enables collaborative, real-time workspaces, that allow teams to 
redesign processes that include parallel workstreams across data, content, and journeys and campaigns. This shift 
helps eliminate sequential hand-offs that can cause delays and add unnecessary steps in creating or executing 
journeys and campaigns. 

 • Implement governance for journeys and campaigns. Be sure to use key Journey Optimizer automation features 
to establish frequency caps, launch approval rules, and define escalation paths. Incorporate these into journey and 
campaign workflows to properly manage and scale your environment without adding red tape. 

 • Establish feedback loops for continuous improvement. Include post-launch reviews to evaluate what’s working 
and what’s not, and identify how processes can be improved, feeding insights directly into future iterations.

Set your foundation for improved marketing processes. 

Successfully managing process changes during a Journey Optimizer implementation is key
to unlocking the full value of the solution. Its flexible design allows you to transform how customer 
experiences are created, delivered, and improved across channels. The same best practices and thoughtful 
approach you used during implementation — whether converting or migrating — will also serve as the 
foundation for running efficient and effective daily operations.

TAKEAWAY
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Pillar 4: Technology

North Star objective: 
Journey Optimizer connects customer and business data across systems to enable real-time personalized 
experiences via email and other channels with dynamic content and precise targeting at enterprise scale. 
Understand the powerful capabilities and technical advantages that Journey Optimizer provides. Then plan how 
to unlock these capabilities during set up and transition to Journey Optimizer by establishing the right technology 
foundations, integrating it thoughtfully with your customer data ecosystem, orchestration triggers, and content 
infrastructure and workflows.

Tap into the unique technical advantages of Journey Optimizer. 

Getting the most out of a technology requires you to understand its technical differentiators. For Journey Optimizer, 
these advantages can help your organization to build, launch, measure, and optimize cross-channel campaigns and 
customer journeys at scale, while reducing complexity and saving time.

 • Build a data foundation on Adobe Experience Platform.

Data drives customer experiences, and the more real-time that data is, the more relevant the engagement. Journey 
Optimizer, built natively on Adobe Experience Platform, uses the platform’s foundational data layer to ingest both 
real-time and batch data. Experience Platform creates a unified, 360-degree customer profile that updates with 
each interaction to enable smarter targeting, deeper personalization, and better decisioning. Journey Optimizer 
can activate this data directly. 

Further, its native integration with Adobe Real-Time Customer Data Platform facilitates high-performance data 
ingestion and supports complex segmentation. Journey Optimizer also enables federated data access to enterprise 
data warehouses like Snowflake without duplicating data. Marketers can leverage Adobe Customer Journey 
Analytics jointly with Journey Optimizer for richer insights on the customer journey and marketing performance.

With Adobe Journey Optimizer, Real-Time CDP, and Customer Journey Analytics all built on Adobe Experience 
Platform, marketers benefit from a set of shared services and innovations such as AI Assistant, unified customer 
profiles, and Federated Audience Composition. This drives faster time-to-value, reduces integration friction, and 
facilitates greater collaboration and use case exploration across marketing and customer engagement teams. 

 • Integrate with key systems and data flows.

The quality of your integrations can make or break your ability to build and launch personalized journeys or 
campaigns at scale. Journey Optimizer seamlessly integrates with the systems you need to ingest and share data 
and deliver experiences. Additionally, Journey Optimizer works with Adobe Experience Cloud and Adobe Creative 
Cloud solutions via pre-built connectors with third-party applications to extend campaigns and journeys to more 
channels and increase personalization. Use APIs with just about any system you need to integrate with and work 
with your technical team to set up those integrations.

Know which systems you need to integrate with and work with your technical team to set up those integrations.



 • Resolve identities across channels and devices while honoring customer preferences.

Customers visit your organization on different devices and via different channels. To create personalized, 
experiences across channels, you need to capture and add each customer’s interaction to their profile — and 
respect their communication preferences — no matter how they connect with your brand. Journey Optimizer 
stitches together identities across devices and channels in real time using the “Identity Service” of Experience 
Platform. This service consistently resolves identities for both anonymous and known customer profiles and 
implements robust consent and preference tracking across touchpoints via cookies, device IDs, and email 
addresses.

 • Adopt a modular approach to audience design.

The faster a journey or campaign reaches the market, the more relevant it is. Empower your marketers to easily 
create and target audiences independently without waiting for data to load or needing to build new audiences 
from scratch. With Journey Optimizer, marketers can accelerate journey and campaign deployment by building 
audiences easily and efficiently with a scalable, consistent framework that uses naming conventions, reusable 
logic blocks like “recent purchasers” and “disengaged users,” and an organizational hierarchy.

 • Use event-based triggers, segmentation logic, and message variants.

The best time to engage a customer and nudge them along a journey is at the exact moment it matters — 
like when a new product launches or immediately after they abandon their cart. Set up triggers and events 
to progress journeys using real-time customer behavior such as cart abandonment or business activities like 
an item coming back in stock. Even add new events and triggers to a live journey so that Journey Optimizer 
automatically applies them to new customers entering the journey. Additionally, save time by creating message 
variants for different segments without needing to build and run an entirely new journey or campaign. 

Outline business and technical requirements and user roles.

Every successful technology project begins by gathering detailed business needs, translating those needs into 
technical requirements, and defining the roles of users who will carry out the work. Doing that work early on helps 
ensure your project addresses key business needs, clarifies how everything will come together technically, and allows 
for proper configuration of user access and role provisioning later. 

Develop a launch and cutover strategy. 

The best-laid plans lead to successful outcomes. With Journey Optimizer, you have options to execute a smooth 
launch and cutover to Journey Optimizer. Document your plan, including data dependencies, IP warming, and 
campaign continuity. Be sure to specify which teams will be responsible for platform QA, performance monitoring, 
new data ingestion, and troubleshooting after launch.

Explore these powerful Adobe applications that integrate with Adobe Journey Optimizer

Adobe Real-Time CDP

Adobe Customer Journey Analytics

Adobe GenStudio for Performance Marketing

Adobe Express

Adobe Target

Adobe Commerce

Adobe Experience Manager
15

https://business.adobe.com/products/real-time-customer-data-platform/rtcdp.html
https://business.adobe.com/products/adobe-analytics/customer-journey-analytics.html
https://business.adobe.com/products/genstudio-for-performance-marketing.html
https://business.adobe.com/products/experience-manager/adobe-experience-manager.html
https://www.adobe.com/express/business
https://business.adobe.com/products/target.html
https://business.adobe.com/products/commerce.html
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Lay the foundation for healthy deliverability. 

An email must make it into the recipient’s inbox to 
have the impact you want. Taking the right measures to 
build your email reputation and boost deliverability are 
critical. You’ll need to configure SPF, DKIM, and DMARC 
authentication processes, along with your transfer 
suppression lists and bounce handling processes. Be 
sure to plan your IP warming strategy in coordination 
with your most engaged audiences and peak seasons to 
ensure strong inbox placements.

Unlock the power of the unique technical 
advantages of Journey Optimizer. 

Harness the unique strengths of Journey 
Optimizer to streamline the creation, launch, 
and refinement of cross-channel journeys 
and campaigns — reducing complexity and 
saving time. As you prepare for launch and 
cutover, make a plan to ensure a seamless 
technical transition and maintain flawless 
email deliverability from the start.

TAKEAWAY

4 deliverability essentials.
Follow these crucial steps to plan and 
execute your migration to protect — and 
possibly improve — your email reputation 
and deliverability while supporting a smooth 
transition to Adobe Journey Optimizer:

1. Pre-migration setup. Configure 
authentication protocols, transfer 
suppression data, and review and 
benchmark past performance metrics. 

2. IP warming. Implement a phased 
ramp-up plan, starting with your best 
audiences, avoiding IP warming during 
peak season, and limiting warming to 
one domain/IP per ISP per day. 

3. Technical considerations. Choose 
your IP configuration carefully. Decide 
whether to use a dedicated or shared IP, 
setting up feedback loops, and testing all 
system links before launch. 

4. Post-migration monitoring. Track 
inbox placement and engagement using 
Adobe reports, comparing against your 
benchmarks and adjusting your audience 
strategy as needed. 

 
For a detailed information and advice on email 
deliverability, read the Adobe Deliverability Guide 
and visit Deliverability on Experience League. 

https://business.adobe.com/content/dam/dx/us/en/resources/sdk/adobe-experience-platform-email-deliverability-best-practice-guide/adobe-deliverability-best-practice-guide-v2.pdf
https://experienceleague.adobe.com/en/docs/journey-optimizer/using/channels/email/deliverability/deliverability


Governance and security

Define roles and permissions within Experience 
Platform and Journey Optimizer.

Implement authentication protocols (SSO, MFA, 
access logging).

Review and document privacy and compliance 
requirements (e.g., GDPR, CCPA).

Establish a process for change management and 
platform updates.

Set data retention and backup policies aligned 
with legal requirements.

Monitoring and support

Define support tiers (e.g., internal helpdesk, Adobe 
support, external partner).

Set up journey and campaign performance 
monitoring, error logging, and alerting.

Create dashboards for real-time visibility into 
journey and campaign metrics.

Schedule regular health checks and 
optimization reviews.

Post-launch optimizations

Monitor adoption and performance of journeys 
and campaigns.

Gather feedback from users and stakeholders.

Prioritize and implement journey and campaign 
metrics enhancements.

Plan for additional integrations or advanced use 
cases (e.g., AI and ML, mobile apps).
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Platform and integration readiness

Confirm the availability of Adobe Experience 
Platform licenses.

Identify all systems requiring integration (e.g., 
CRM, CMS, CDP, DMP, POS, mobile apps).

Define integration methods (APIs, batch jobs, 
streaming data, event triggers).

Establish Dev/Test/Prod environments with secure 
access protocols.

Data readiness

Conduct a data audit to identify sources of 
customer data (structured/unstructured).

Ensure data schema aligns with Experience 
Platform XDM (Experience Data Model).

Implement data ingestion pipelines into 
Experience Platform (batch, streaming, API).

Set up identity resolution and profile stitching 
logic.

Define customer segments and eligibility rules for 
journey or campaign activation.

Validate consent and privacy flags for use in 
journey or campaign execution.

 Technical team enablement

Train IT, marketing technologists, and developers 
on Journey Optimizer architecture.

Provide access to Adobe documentation, learning 
paths, and sandboxes.

Assign internal SMEs or work with Adobe partner 
consultants for complex use cases.

Establish clear roles for journey or campaign 
and data operations, QA, and engineering.

1

2

3

4

5

6

Use this comprehensive checklist to guide your organization through a successful Journey Optimizer implementation 
by ensuring your organization’s technical infrastructure, data pipelines, and team capabilities align with the platform’s 
requirements. Disregard items that don’t apply to your implementation. 

Technology readiness checklist.
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Ready to step into the future with  
Adobe Journey Optimizer?
Leaving your legacy ESP behind means more than just upgrading technology. It’s about unifying your customer 
connections across email, web, mobile, SMS, apps, and even in-store experiences, all from a single platform. But to 
truly unlock the power of Journey Optimizer, your organization needs more than a tool — it needs a plan.

Building readiness across four key areas — shifting team mindset, strengthening operations, migrating the right 
campaigns, and streamlining processes — sets the stage for long-term success. With these foundations in place, 
Journey Optimizer’s technical strengths can help deliver smarter, faster, and more personalized customer journeys 
and campaigns.

Step 1: Engage your team and gather business requirements. 

Step 2: Assess your environment and complete your technical setup and integrations. 

Step 3: Deploy pilot journeys and campaigns, train team members, and prepare for launch. 

Step 4: Launch Journey Optimizer and monitor progress.

Step 5: Evolve and optimize your Journey Optimizer platform.

Five steps for a successful Journey Optimizer rollout for email and beyond.

• Define goals and success metrics. 
• Audit and assess current campaigns and 

processes. 

• Identify areas to enhance and specific 
improvements. 

• Gather business requirements.
• Define user roles.

• Determine the launch timeline and peak 
season constraints.

• Identify quick wins.
• Develop people enablement plans.

• Configure user access.
• Provision user roles.
• Validate identity resolution and profile 

stitching. 
• Develop a modular audience strategy.

• Identity content workflows and brand 
templates. 

• Confirm authentication processes.
• Prepare for email deliverability.

• Continue people enablement and change 
management communications. 

• Review progress with key stakeholders and 
early adopters. 

• Build and test pilot journeys and campaigns.
• Set up data integrations, profile stitching, and 

authentication processes. 
• Use testing and proofing features. 
• Activate QA segmentation logic, event 

triggers, and personalization.

• Validate opt-outs, mirror pages, and send 
behavior.

• Start IP warming
• Begin user training.
• Review progress and status with key 

stakeholders and early adoptors.

• Maintain people enablement and change 
management communications.

• Document feedback. 
• Test and iterate.

• Launch the first journey or campaign. 
• Monitor inbox placement, bounce rates, and 

engagment. 
• Track IP warming. 

• Escalate deliverability issues and adjust 
segments and volumes.

• Share updates and wins with broader teams. 
• Complete people enablement and change 

management communications.

• Finish training.
• Review progress and status with key 

stakeholders and early adopters.
• Gather performance data for further 

optimization. 

• Scale pilot use cases to a wider audience.
• Continue testing, iterating, and learning.

• Evaluate journeys or campaigns against 
original goals. 

• Build a backlog of campaigns, journeys and 
enhancements. 

• Conduct retrospectives with stakeholders.
• Update documentation and share best 

practices. 
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Boost real-time customer engagement 
and supercharge your email program with   
Adobe Journey Optimizer
Adobe Journey Optimizer helps brands to manage sophisticated campaigns and one-to-one real-time 
journeys for millions of customers within a single, cloud-native application. Built on Adobe Experience 
Platform, Journey Optimizer combines real-time data, intelligent decisioning, and cross-channel 
orchestration to help marketers deliver relevant messages in just the right moments.

When combined with Adobe Real-Time CDP and Customer Journey Analytics, Journey Optimizer becomes 
part of an end-to-end engagement solution, allowing teams to unify customer identities and interactions 
across channels, target audiences using AI and real-time insights, and deliver personalized journeys and 
campaigns throughout the lifecycle. Whether the goal is mobile adoption, customer retention, upselling, 
or reactivation, Adobe empowers teams to turn insight into impact and create meaningful customer 
experiences that grow long-term value. 

Learn more about Adobe Journey Optimizer and how it can improve customer journeys across channels.

Explore the following resources and begin shaping your roadmap to a more connected,              
agile future.

Implement quickly with Celerity

 • Celerity’s Discovery Labs: Take your next 
step toward becoming an expert with 
Journey Optimizer in custom workshops 
that accelerate time-to-value here.

 • Exclusive offer: Introductory Journey 
Optimizer onboarding package is available  
to early adopters here.

 • Contact us: Reach out for a tailored 
readiness assessment.

Learn with Adobe resources

 • Experience League: Find tutorials, learning 
paths, and community support for Journey 
Optimizer users here.

 • Product Overview: Learn more about 
Journey Optimizer at business.adobe.com.

 • Need help? Contact your Adobe 
representative or visit support.

https://experienceleague.adobe.com/en/docs/journey-optimizer/using/channels/email/get-started-email
https://business.adobe.com/products/journey-optimizer.html
https://www.celeritydcx.com/discover
https://www.celeritydcx.com/specialoffer
https://www.celeritydcx.com/specialoffer#contact
https://business.adobe.com/products/journey-optimizer.html#let-us-show-you-the-full-power-of-adobe-journey-optimizer



