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The Need

Petco Health and Wellness Company's Integrated Marketing Department faced a formidable challenge with
an expansive array of hundreds of projects spanning web development, print materials, packaging, retail
and new store launch initiatives, social media campaigns, photography, and trade shows.

The complexity of managing these diverse projects led to an overwhelming number of meetings and emails,
consuming a significant portion of the team's capacity and creating a pervasive struggle to meet project
deadlines and maintain effective communication. The team members were forced to work long hours under
considerable stress, and it was evident that a solution was urgently needed.




The Action

To address these challenges, a proactive approach was taken to streamline and organize the flow of projects within the
department. For individual project management, an updated, automated Smartsheet timeline system was introduced, tracking
200-300 interconnected steps and multiple delivery deadlines. This system effectively flagged at-risk items, deadlines at risk
or late, and automatically sent daily reports to project owners, including project comments, updates, and identified risks.

In parallel, | developed a custom-built Smartsheet Program Tracker, featuring a main program sheet containing all projects
and receiving all new intakes, that funneled relevant information to 45 smaller sheets tailored for different departments,
directors, and creative services. Each department and main stakeholder had access only to the information relevant to their
department, facilitating all project communication, milestone dates, approvals, and project acceptance or rejections by the
individual departments.

Extensive training sessions were conducted for department heads and stakeholders to ensure a smooth transition to the new
program tracker and capacity model, with ongoing support and continuous improvements as the system was launched.



The Results

The results were transformative. After successful training and implementation, the new program tracker and capacity model brought
much-needed order and organization to a program consisting of over 600 ongoing projects. Real-time visibility into all project
iInformation, including business and marketing briefs, and each department's acceptance or rejection of projects, significantly reduced
confusion, questions, and the need for daily meetings and emails. This freed up a substantial amount of time for the team to focus on
production and project delivery.

Furthermore, the program tracker offered a capacity tracking feature, allowing individual departments to forecast their capacity for the
remainder of the year based on project intakes and deadlines. This capacity planning helped in deciding which projects should be
prioritized as "Above the Line" and which as "Below the Line." The program tracker also featured a series of dashboards providing a
high-level overview of the Integrated Marketing Program, including project progress, risk alerts, new project intakes, and workload
distribution across marketing departments.

This custom-built Smartsheet system evolved into the backbone of the department's project management process, encompassing
projects of varying scales and preserving a historical record for retrospectives and lessons learned. As a result, the efficiency of
project delivery significantly improved, fostering enhanced team cooperation, project organization, and capacity planning. Petco
Health and Wellness Company's Integrated Marketing Department successfully transformed its operations, optimizing productivity
and achieving a more structured and efficient workflow.



From Problem to Solution
Six Sigma DMAIC Project

1.Define: The problem

2.Measure: Quantify the problem

3.Analyze: Identify the cause of the problem
4.Improve: Implement and verify the solution

5.Control: Maintain the solution

DMAIC is a structured problem-solving and process improvement
methodology commonly used in Six Sigma. It is a systematic and data-
driven approach that helps organizations tackle process problems and
continuously improve their operations. It's a versatile methodology that
can be applied in various industries and settings to enhance quality,
reduce waste, and achieve better outcomes.

This process was applied to define PETCO’s needs, plan a Smartsheet
system to address those needs, pilot an initial rollout and training,
followed by a full launch.




PROGRAM TRACKER STRUCTURE

An interconnected system of sheets, intake forms and reports. Starting from the intake form, the main program sheet contains all projects, links to briefs,
individual project timelines, status alerts, and funnels relevant information to 45 reports tailored for different departments, directors, and creative services. Each
department only reviews and updates their report containing that department’s projects.

The main sheet sends information to a Program Dashboard for Program Management, a Heatmap for capacity planning and a high-level capacity dashboard
showing progress and flagging risks.

1. IM Leads

2. Project Intake Form
Includes:
- IM Lead name, project title, go live date,
priority, link/attachment to marketing brief.

- COE team support: (Non specific) email, print
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Includes:

creative work.
- MLT set priorities?

- IM Dir: assign IM Lead
- COEs: assign persons for task

4a. IM Director Project

Sheets

Includes:

- Creative assets info from Project
Intake Sheet

- Project Status: Not Started, IP,
Stuck, Complete, Canceled

- When project marked as "Complete”

or “Canceled” it is removed from
sheet and from Capacity Model

Participating: Enterprise,
Cross-Category, Services,
Merchandising.

TOTAL 4 REPORTS

4b. COE Project Sheet 4b. COE Hours
Includes: all programs, Reports

ABL/BLT, and hours assigned. Includes: All assigned

hours to COE leads
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Participating: Analytics, Direct Mail, Email, Lifecycle
Marketing, Media, Organic Social, SEO, Database
Marketing, Email Production, Email Operations,
CRM totals.

TOTAL 11 COE REPORTS &

10 COE Hours Reports

4c. MLT Project Sheet

Includes:
- Priorities

3. Smartsheet Project Intake Sheet

- All info from Project Intake form
- Relevant COEs get notified by email with link. COEs estimate
hours est. for project assets, and first availability to start

- IM Lead approval needed by checkbox?
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5. Program Dashboard
Includes:

- All programs, categorized by
team. Showing availability of
COEs for project support.
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6. Capacity Model Heatmap
EER-  for CRM, Media, Analytics
= L —— Includes:
IE - Requested resources measured
=== against available resources.
e |— TOTAL 3 REPORTS

Includes:

past 4 days.

4d. COE Priority Changes Report

- Current COE Priorities across all programs
- Date priority changed for every priority
- Special mark for priorities changed in the

Qi = 7. Capacity Dashboard
i Includes:
——— - Above the line vs Below the
o - o line programs for every COE.
——— - Capacity heatmap for the next
: ‘ 6 months.




TIMELINES

An automated Smartsheet timeline system,
tracking 200-300 interconnected steps using
waterfall methodology combined with workback
schedules, and multiple delivery deadlines.

This system effectively flagged at-risk items,
deadlines at risk or late, and automatically sent
daily reports to project owners, including project
comments, updates, and identified risks.

The timelines are managed by project leads, and
contain a Quick Status Dashboard giving a bird’s
eye view of the project status.
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REPORTS

High-level views for management and program directors were built feeding real-time data to a heat map-style capacity forecast to estimate
hiring needs. A program dashboard was created giving a top-level view of the program, aggregating all current projects into easy-to-read status
graphs and flagging projects at risk.
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