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I. Foreword: Reflections on the Creator Economy
The last decade has seen an irreversible shift in how media is produced, distributed, and consumed.

Fueled by accessible technology, a new class of creators has emerged — individuals who independently write, 
shoot, edit, publish, and promote content across digital platforms. These self-creators have built audiences, 
launched products, and shaped culture at scale. What began as a socially driven movement has evolved 
into a global economy, generating billions of views and significant revenue across platforms once dominated 
by traditional media. Known today as the Creator Economy, this shift has redefined storytelling and laid the 
groundwork for a parallel transformation within the corporate world. 1,2

Enterprise Adoption of the Creator Toolkit

Corporations and brands find themselves at a critical 
inflection point. The tools and platforms that empower 
independent creators have become just as relevant 
—if not essential—for commercial production, corporate 
communication, brand storytelling, and audience 
engagement. Where companies once relied heavily 
on external agencies or media partners, they are now 
building internal production teams, developing in-house 
studios, and establishing direct publishing capabilities. ³,4

This shift reflects a new reality: that the relationship 
between a brand and its audience is no longer shaped 
primarily through media buys or campaign cycles. Instead, 
it is formed continuously through direct engagement—
across social platforms, live experiences, internal 
communications, and owned channels. As a result, 
organizations are beginning to operate less like traditional 
marketers and more like media organizations responsible 
for maintaining a consistent voice, cadence, and presence.

The Diminishing Impact of Frictionless Content

The Creator Economy fundamentally changed the 
mechanics of content creation by lowering barriers  
to entry and accelerating production at scale. In doing so, 
it reshaped audience expectations around immediacy, 
authenticity, and frequency — lessons that brands have 
been quick to absorb. ¹,²

At the same time, this democratization has contributed  
to an increasingly saturated media environment.  
The volume of content competing for attention has grown 
exponentially, while the average signal-to-noise ratio 
has declined. Low-fidelity, low-context, and algorithm-
optimized content now dominates many channels, making 
it more difficult for brands to establish credibility and 
stand out in meaningful ways. 6

What creators built intuitively,  
brands must now build intentionally: 
an always-on content flywheel that 
accelerates audience growth.

For corporations, the Creator Economy should not 
be viewed as a wholesale replacement for brand-
led storytelling or a singular solution to modern 
communication challenges. Instead, it represents one vital 
component of a diversified media strategy — a flexible and 
cost-effective complement to broader marketing efforts. 
The challenge companies face is how to embrace this 
ecosystem without compromising trust, coherence,  
or long-term brand equity.
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I. Foreword: Reflections on the Creator Economy

Transcending the Noise: Trust, Authority 
and Production Value
In an AI-accelerated and content-saturated landscape, 
speed and volume alone are no longer sufficient 
differentiators. As audiences are inundated with 
information, trust has emerged as a defining factor  
in how media is received, interpreted, and acted upon. 
The 2025 Edelman Trust Barometer reinforces this shift, 
indicating that trust now carries equal weight to price and 
quality in purchase decisions.6

This elevates the importance of production value, which 
has become a proxy for competence — an indicator  
of internal rigor, credibility, and intent. In environments 
where misinformation, automation, and generative 
content are increasingly prevalent, high-production-
value storytelling provides a stabilizing force, reinforcing 
authenticity and instilling confidence in the message 
being delivered.7

This does not suggest a return to slow or overly polished 
production models of the past. Rather, it underscores 
the importance of intentionality: understanding where 
speed is appropriate, where quality must lead, and how 
to balance both within a cohesive content system. Brands 
that treat production value, not as an indulgence, but as a 
strategic tool, will be those that transcend and build deep 
trust with their audience.

Brands as Always-On Media Organizations

Video has rapidly evolved into the dominant medium 
of communication across nearly every context in which 
organizations operate. It now accounts for the majority  
of consumer internet traffic and has become central  
to how information is consumed, retained, and shared 
across B2C, B2B, and internal environments alike. 8,9,10

This shift extends well beyond marketing. Internally, 
video has become a preferred format for leadership 
communication, training, and employee engagement, 
with employees significantly more likely to watch 
video than read text and executives expressing a 
clear preference for video-based communication. ¹¹,¹³ 
Externally, video anchors product launches, brand 
narratives, live events, commerce experiences, and social 
engagement.

As a result, brands are increasingly functioning as media 
companies in their own right and structurally reshaping 
how they communicate, connect, and compete. 8,9  
This includes the establishment of an always-on content 
engine that delivers consistent brand messaging and 
operational fluency across channels.

The Opportunity Ahead

As media continues to decentralize and diversify, 
companies are reexamining how they can control their 
narrative, accelerate content pipelines, and own the 
relationship with their audience. The Creator Economy  
has shown us what is possible when storytelling, 
technology, and agility converge, but it also exposed the 
shortcomings of speed and volume without strategy.

What creators built intuitively, brands must now build 
intentionally: an always-on content engine designed 
to scale quality, maintain trust, and operate efficiently 
under increasing demand and increasingly constrained 
marketing budgets.10

This white paper draws from those lessons and presents 
a framework for how organizations can adopt the tools, 
systems, and production fluency required to build 
sustainable, strategic, and emotionally resonant media 
capabilities of their own.

A Confluence of Technologies

Underlying this transformation is a convergence of 
technologies reshaping production methodologies. 
Compact, high-performance video capture devices,  
real-time collaboration tools, remote production 
workflows, virtual environments, and AI-assisted 
production pipelines have made high-quality content 
creation faster, more flexible, and more accessible than 
ever before. 3

Technology has not only lowered the barrier to entry 
— it has enabled a whole new approach to storytelling. 
Corporations are no longer limited by legacy processes  
or infrastructure. They have the opportunity to embrace  
a model in which technology, when adopted with 
intention, serves as a catalyst of creativity, collaboration, 
efficiency, and impact.

This refined relationship to the tech stack—shifting from 
toolset to strategic enabler—is at the heart of what will 
separate the most forward-thinking brands from the rest.
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Cultivating a Discipline of Continuous Innovation

The strongest content studios do not default to the most 
complex setups or the latest gear for its own sake. Instead, 
they take a disciplined approach to tech: using the right 
tools for the job, nothing more and nothing less. They 
reduce friction by aligning their workflows with their 
creative objectives — not the other way around. And they 
stay nimble by building infrastructure that can flex with 
changing formats, platforms, and consumer demands.

Thanks to the advanced state of today’s technology, 
brands now have the opportunity to rethink their 
production environments not merely as extensions  
of traditional marketing operations, but as purpose-built 
systems — designed to deliver creative content  
and continuity at scale.3

Technology, when properly integrated, fades into  
the background. What comes forth is the brand story, 
the message, and its emotional impact on the intended 
audience.

Intentionality and Agility

Legacy approaches to production often result in over 
engineering or under-equipping — both of which stifle 
creativity. In contrast, the modern corporate media 
philosophy is about balance: simplifying where possible, 
investing where needed, and always aligning technology 
with production value and intentionality.

With this mindset, cloud-based platforms, AI automations, 
robotics, and virtual production elements are not 
considered high-end extravagances. In an aligned 
ecosystem, the innovations adopted will be the ones  
that empower brands to maintain a consistent creative 
voice and produce at scale across a wide range of formats  
— from internal comms, social campaigns and product 
launches to live events, podcasts and narrative content.

Ultimately, embracing technology in this way transforms 
media from a range of deliverables into genuine brand 
differentiators.

II. Reframing Tech as the Ultimate Enabler
For many companies, adopting new technology is considered a necessary means of gaining competitive 
advantages and operational efficiencies – an essential component to a sound, forward-thinking business strategy. 

But those companies leading the next era of brand storytelling go beyond this way of thinking; not viewing 
emerging technology as something to adapt to, but rather embracing innovation as a key ingredient that drives 
creativity, agility and transformation. This distinction is what separates those companies who are focused  
on producing content from those who are looking to build impactful and scalable media engines.

The Four Elements of Enablement

At the core of today’s corporate content studio are four dimensions where technology plays a distinctive enabling role. When 
these four elements are aligned, technology’s role moves beyond supportive infrastructure to that of a production accelerant.

TECH TALENT PROCESS PERFORMANCE

The foundational hardware 
and software stack—mobile 
devices, cameras, optics, 
lighting, operability, audio, 
post, AI toolset, cloud 
tools, asset management 
systems—carefully selected 
for production quality and 
purpose.

The creative and technical 
teams who translate 
ideas into action. This 
talent, whether in-house 
or embedded through 
partners, acts as the bridge 
between technology and 
creative execution.

The workflow architecture 
that aligns teams, timelines 
and tools; fostering 
real-time collaboration, 
removing ambiguity and 
ensuring that creativity 
can scale and adjust as the 
requirements change.

The ability to measure, 
refine, and improve on 
all fronts. When data and 
insights are tied to creative 
outcomes, production 
becomes a cycle of 
continuous improvement — 
not just project execution. 
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III. The Shift to In-House Agencies
In today’s media environment, the speed, volume, and complexity of content creation have outpaced the capacity 
of traditional marketing teams and external agencies. Brands now operate in an always-on landscape that 
demands rapid response, creative flexibility, and tighter control over messaging, at a scale legacy models were 
never designed to support.

Enabled by new technologies, this pressure has driven a structural shift in corporate communications: the rise  
of In-House Agencies — internal teams built to operate with the mindset, workflows, and infrastructure  
of independent production studios.

A New Way Forward

Recent studies from the Association of National 
Advertisers (ANA) and the World Federation of 
Advertisers (WFA) point to a continued growth in the 
percentage of brands operating in-house agencies. 
The 2023 edition of ANA’s study, “The Continued Rise 
of the In-House Agency” found that a staggering 82% 
of ANA members now run an in-house agency (up from 
42% in 2008), while the WFA reports that two-thirds of 
multinational brands currently operate in-house agencies, 
with another 21% actively considering launching one. 4,11,12

For national or global brands, In-House Agencies (IHAs) 
have evolved into sophisticated, multi-disciplinary 
operations that often mirror the structure of external 
agencies, while functioning with deeper internal 
alignment and greater agility.

Why In-House, Why Now

For corporations operating across these markets,  
the pressure to produce high-volume, high-quality 
content, tailored to diverse audiences and a multitude  
of formats, has created both opportunity and operational 
strain. Traditional outsourcing, while still critical for 
specialized creative work and high-complexity campaigns, 
often falls short in delivering the pace, agility, or brand 
intimacy required by modern brand storytelling.

According to the 2023 ANA report, “cost efficiency”  
is cited as the hands-down leading reason for this trend.  
A companion report from the WFA echoes this, with 83% 
of respondents identifying cost savings as the primary 
motivation for investing in internal creative capabilities. 7,11,12

And the resulting savings of cost, as well as time,  
are significant. On average, internal agencies take 25% 
less time to deliver the same assets as an outside agency 
and have been shown to save brands between 25%  
to 44% on lower-complexity deliverables. Furthermore, 
staffing the same creative resources at an external 
agency would cost, on average, 60% more. Since these 
efficiencies are so significant, they have become a central 
business case for in-housing.

But cost alone does not tell the full story. While this 
remains a primary motivator for brands, the same ANA 
study also reports that the KPI of business performance 
has surged in importance between 2018 and 2023 data. 
This indicates that IHAs are being measured on their 
output effectiveness and not just cost control.

In addition to these drivers, in-housing offers a range 
of strategic advantages that extend beyond budget 
optimization:

•	 Greater creative control — ensuring brand voice and 
visual identity remain consistent and aligned with 
executive leadership, particularly across high-volume 
content.

•	 Faster turnaround times — enabling real-time 
responsiveness to shifting market dynamics, internal 
communications needs, and cultural, social media-
driven moments.

•	 Deeper institutional alignment — of the company’s 
mission, language, and culture, providing a stronger 
foundation to deliver strategically aligned content.

•	 Operational efficiency — that reduces redundancy, 
accelerates delivery, and allows brands to scale 
content without additional complexity.
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1.	 STRATEGY & PLANNING  —   Ensure that media aligns with business objectives, campaign goals, and consumer expectations

Brand Strategy Defining and preserving the brand’s voice, tone, and positioning

Creative Strategy Translating business objectives into creative direction

Content Planning Editorial calendars, campaign roadmaps, audience segmentation

Channel Strategy Aligning content type and message with distribution platform

2.	 CREATIVE DEVELOPMENT  —   Deliver compelling, on-brand creative that resonates and performs

Concept Development Ideation and design of campaign themes

Copywriting & Messaging Crafting language for various customer personas and media formats

Design Graphic design, visuals, motion graphics, UI/UX for digital assets

Brand ID & Integrity Maintaining brand consistency and stewardship across teams and assets

3.	 CONTENT PRODUCTION   —  Translate creative into finished, high-quality content across all channels

Video Production Live-action, interviews, product profiles, commercials, social content

Photography Studio and brand imagery, product shots, internal assets

Audio Production Podcasts, voiceovers, sound design

Animation & Motion Graphics Explainers, sizzles, VFX, intros/outros

4.	 STUDIO OPERATIONS & TECHNOLOGY  —  Maintain operational quality; support high-throughput content creation

Facility Ops Management Oversight of studio space, production gear, lighting, sets

Technical Direction Camera ops, engineering, lighting design, sound recording

Post-Production Editing, color correction, sound mixing, mastering

Workflow Management DAMs, review platforms, collaboration tools, cloud storage

5.	 ACCOUNT & PROJECT MANAGEMENT  —  Keep projects organized, stakeholders aligned, and creative work flowing

Internal Stakeholder Services Intake, briefs, communication, approvals

Resource Planning Scheduling, team assignment, vendor coordination

Budget Management Project costing and control, internal chargebacks, forecasting

Timelines & Delivery Ensuring on-time, on-brand, and on-budget execution

6.	 MEDIA & CHANNEL DISTRIBUTION   —  Tailor content to channel requirements and maximize distribution impact

Social Media Content Platform-specific creative for Instagram, LinkedIn, YouTube, etc.

Internal Communications Messaging for employees, leadership updates, internal events

Paid Media Assets Commercials, pre-roll, banners, digital ad units

Owned Media Content Brand websites, apps, newsletters, blogs, podcasts, brand-sponsored

7.	 PERFORMANCE & OPTIMIZATION  —   Drive continuous improvement through insight and iteration

Analytics & Reporting Tracking Key Performance Indicators: views, engagement, conversions, etc.

Content Review & Audits Reviewing what’s working and what needs refinement

Optimization Cycles Iterating and improving based on performance data

Asset Lifecycle Management Refreshing or repurposing existing content, equipment and production assets

III. The Shift to In-House Agencies

Although each brand will have its own distinct needs, marketing strategy and operating structure, here’s a breakdown of the 
primary functions and components of most modern, high-performing IHAs:
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III. The Shift to In-House Agencies

The Insourcing vs. Outsourcing Conundrum

The decision to internalize production resources is not 
specifically about replacing external service providers  
with in-house versions of the same, although elements 
of this logic certainly come into play when balancing 
budgets and production cycles.

What makes the insourcing decision far more critical 
for marketing departments is the very makeup of its 
functions: a combination of left and right brain activities, 
including creative development, operational agility,  
and technical execution.

With this in mind, here are two primary principles that 
IHAs can apply when considering building components  
of their marketing and production processes in house  
vs. outsourcing:

The Content Factory Approach

At the heart of many successful IHAs is what has been 
termed the Content Factory model: a repeatable, scalable 
process for producing a high volume of creative assets 
across departments, campaigns, and platforms. 13,14

While the term may suggest mechanical output, its 
value lies in intention and repeatability. When properly 
designed, a content factory isn’t rigid as its name implies 
— it’s agile. It empowers internal teams to:

•	 Maintain creative control and consistency while 
meeting high-volume demands

•	 Standardize production workflows across multiple 
content types

•	 Repurpose assets efficiently across content types 
and delivery platforms

•	 Align creative development with cross-functional 
business objectives

When technology, process, and talent are integrated  
in the right way and to the right degree, this model 
becomes a powerful engine for content consistency, 
speed, and overall brand equity.

Planning for the Unplanned

One of the defining characteristics of corporate creative 
work is its unpredictability. Business priorities shift. 
Product timelines move. Leadership announcements 
arise unexpectedly as companies pivot to address 
current business realities. As such, most IHAs report 
that a significant percentage of their output is reactive, 
developed in response to ever-changing internal  
or external needs. 15

This dynamic requires a production system designed  
for such volatility and pace — one that:

•	 Accommodates quick-turn workflows

•	 Maintains quality under deadline pressure

•	 Scales up or down based on creative volume

•	 Anticipates the role of content in business-critical 
moments

In short, the most effective in-house teams are not just 
creatively nimble, but operationally resilient as well.

This model allows companies to own their voice, their 
systems, and their narrative infrastructure — while still 
engaging best-in-class partners to scale, specialize,  
or extend their creative reach.

For In-House Agencies (IHAs), the insource vs. outsource 
decision is one of the most strategic—and often most 
politically sensitive—choices they face. Decisions are not 
only based on cost or control, but on capacity, culture, risk, 
and long-term vision. 16 Yet with all this consideration, the 
model is not without its own caveats and compromises.

•	 IDENTIFYING ESSENTIAL ELEMENTS  
AND CORE COMPETENCIES
Prioritize building internal capabilities around  
the aspects of production that are closest  
to the brand’s voice, ethos, and speed  
of business. These are the competencies that 
benefit most from internal fluency, creative 
continuity, and institutional knowledge.

•	 ESTABLISHING A CONTENT PRODUCTION 
BASELINE
Build an internal foundation that can support  
the company’s day-to-day content needs at scale, 
while selectively outsourcing for creative stretch 
periods, tentpole events, or specialized activities. 
This ensures the organization is never caught  
flat-footed and operates cost efficiently.
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While external agencies and production vendors remain 
critical partners, a purely outsourced model presents 
structural limitations for In-House Agencies operating  
in an always-on content environment. External teams often 
operate at a distance from a brand’s internal context — 
introducing friction through onboarding cycles, briefing 
overhead, and approval latency.

Additionally, reliance on rotating external teams can 
dilute institutional knowledge, slow responsiveness 
during unplanned moments, and increase risk around 
brand consistency, security, and IP ownership. As content 
demand accelerates and production becomes more 
continuous than campaign-based, these limitations 
expose a fundamental mismatch between traditional 
outsourcing structures and the operational realities facing 
today’s IHAs.

For these reasons, a variant model — the Embedded 
Partner — has emerged that addresses these limitations, 
offering the control and cultural fluidity of insourcing with 
the scalability and specialization of outsourcing.

A Strategic Evolution, Not a Situational Response

The move from traditional marketing teams to full-fledged 
in-house media agencies should not be approached 
as a reactive measure dictated purely by today’s media 
consumption norms, but rather a strategic evolution  
of the business model.

The companies that design and build their in-house 
agencies most effectively are those that recognize 
that their content strategy is at the very heart of their 
communication and emotional connection with their 
customers.

Although this shift requires significant investment  
— in people, process, and technology, it also presents  
one of the clearest opportunities for differentiation  
in a crowded and connected media marketplace.

III. The Shift to In-House Agencies

The most successful in-house 
agencies aren’t built in isolation  
— they’re enabled by trusted 
partners who help define, operate, 
and execute.

An Effective Hybrid: The Embedded Partner

An Embedded Partner is a strategic extension of a brand’s 
internal team — one that moves beyond the traditional, 
transactional client–vendor relationship to achieve true 
physical, cultural, and operational symbiosis. Rather than 
operating as an external service provider, the embedded 
partner becomes part of the organization’s creative and 
production ecosystem, aligning closely with the brand’s 
values, standards, and long-term objectives.

Unlike conventional vendors, who are often kept at arm’s 
length from a project’s broader goals, an embedded 
partner works shoulder-to-shoulder with the in-house 
team. This proximity enables shared accountability, 
integrated workflows, and deep familiarity with internal 
processes, tools, and decision-making structures.  
The result is a partnership grounded in trust, transparency, 
and a mutual commitment to performance.

In contrast to a traditional Agency of Record (AOR),  
which typically focuses on owning the account and 
delivering output, an embedded operator focuses  
on building and sustaining the system in which 
the account operates. This may include designing 
and maintaining the technology stack, production 
infrastructure, workflows, and governance models that 
support scalable, repeatable success. Once these systems  
are optimized, the embedded partner actively operates 
key production components, providing access to 
specialized talent, technical execution, and operational 
oversight as circumstances require.

This hybrid model delivers several distinct advantages. 
Speed is accelerated through proximity, shared systems, 
and direct access to decision-makers. Quality is elevated 
through an inside-out understanding of the brand’s 
strategy, audience, and creative standards. As a result,  
the in-house agency is freed to focus on what matters 
most—brand stewardship, creative leadership, and 
strategic direction—while relying on trusted partners 
like AbelCine and Backhouse to supply best-in-class 
equipment, infrastructure, expertise, and execution.

Together, this creates an agile, resilient model that allows 
in-house agencies to scale intelligently without sacrificing 
alignment, efficiency, or creative integrity.
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III. The Shift to In-House Agencies

FUNCTIONS IN-HOUSE TEAM OUTSOURCED PROVIDERS EMBEDDED PARTNER

Content Type Internal comms, social media 
creative, product demos and 
content, podcasts, evergreen 
brand content

National campaigns, high-
end animation/VFX, narrative 
commercials, branded campaigns

Tentpole event coverage, 
episodic series, livestreams

Complexity Low to moderate complexity with 
repeatable formats and clear 
briefs

High complexity requiring 
specialized talent, gear or 
locations

Moderate-to-high complexity 
where in-house leads but taps 
external specialists on a regular 
basis

Speed / Turnaround Requires real-time response 
or agility, such as executive 
messaging and social media

Planned, long-lead projects with 
fixed milestones

Rolling timelines or campaign 
phases requiring burst capacity

Creative Risk / 
Visibility

Low external exposure; some 
degree of risk-tolerance

High visibility projects, such as 
product launches and major PR, 
with reputation impact

Mixed audiences or tiered 
content where internal quality 
control is crucial

Talent / Skill 
Requirements

Aligned with current  
in-house capabilities around 
content creation, editorial  
and deliverables

Requires specialized skills,  
not a part of core staff

Strategic collaboration with 
embedded partners and trusted 
vendors under internal direction

Brand Sensitivity Requires deep cultural and brand 
fluency, such as executive voice, 
HR and DEI

Brand voice may be creatively 
interpreted or abstracted

Requires alignment across 
partners, utilizing playbooks, 
templates, brand guidelines

Budget Model Lower cost per asset; overall 
efficiency ensured through 
repeatable processes

Line-item costs but scalable for 
one-off or campaign projects

Mix of internal cost-efficiency  
and outsourced specialization

Post-Production  
and Workflow

Established pipeline, faster 
iteration, no transfer friction

External post and delivery tools; 
may require a level of integration

Cloud-based collaboration tools 
to smooth shared processes  
and workflows

Ownership / IP 
Considerations

Full asset ownership and 
control with regards to security, 
compliance, data

Requires clear contracts  
and licensing

Shared control with clear 
governance and usage rights

Building an effective in-house agency is not a straightforward choice between internal and external resources. Success 
depends on making deliberate decisions about how responsibilities are distributed based on scale, specialization,  
frequency, and strategic importance. The following framework outlines how key functions within an in-house agency  
can be most effectively in-housed, outsourced, or supported through embedded partnerships — creating a balanced 
operating model that is both scalable and brand-aligned.
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III. The Shift to In-House Agencies 

Integrating and Enabling a Next-Generation Production Facility
A global media organization engaged the partner 
to consult, design, and serve as systems integrator 
for multiple flagship studio spaces. The engagement 
included specification and integration of camera systems, 
lighting and robotics, as well as deployment of a virtual 
production volume powered by advanced LED display 
technology and real-time rendering infrastructure.

Beyond installation, the partnership extended into 
ongoing production services, including technical and 
engineering support, as well as per-project crewing  
for tentpole projects and live productions. By centralizing 

both infrastructure and operational expertise, the 
organization established a scalable, revenue-generating 
studio ecosystem capable of supporting internal shows, 
promotional content, brand initiatives, and third-party 
productions with consistent quality and efficiency.

Case Study 1: Global Media & Entertainment Organization

Seamless Production Support for a Branded Live Event

A mission-driven, lifestyle media company holding  
a large-scale, multi-day branded conference required 
end-to-end production support under tight timelines.

The embedded partner delivered full-service 
production from development through post-production, 
while advising on cloud-based workflows and data 
management infrastructure. Acting as a single operational 
partner across technical execution and creative 
production, the embedded team simplified coordination, 
reduced vendor sprawl, and ensured quality and 
consistency across live and post-produced content.

By managing production execution, the embedded 
partner enabled the in-house team to focus on audience 
engagement and creative direction, while multiple 
content deliverables extended the reach, relevance, and 
impact of the event well beyond the live experience.

Case Study 2: Lifestyle Media Brand

Personnel and Managed Services for a Global Financial Institution

A global financial institution sought to build and staff 
an enterprise-grade broadcast and content studio as an 
expansion of their internal production facilities.

The embedded partner provided tech consultation, 
system design, integration, and ongoing support of the 
studio and ancillary spaces. Key to the engagement was 
the long-term staffing of creative and technical positions 
within the organization to serve their in-house marketing 
needs and expanded studio operations, as well as project-
by-project crewing and equipment augmentation for 
tentpole projects.

By outsourcing personnel and scaling for peak production 
periods, the organization reduced internal recruitment 
and HR burden, maximized workforce efficiency and 
maintained high production standards and scalability of 
media output across multiple business units and platforms.

Case Study 3: Corporate Enterprise

SYSTEMS 
INTEGRATION

FULL-TIME 
STAFFING

LIVE 
ENGINEERING

PROJECT 
CREWING

PROJECT 
CREWING

EQUIPMENT 
RENTAL
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SYSTEM 
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SUPPORT

PROJECT 
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Case Studies
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IV. Addressing Inherent Challenges Within the IHA Model
Although building an in-house agency is a strategically sound and valid business strategy, the IHA model 
is not without its inherent challenges, including:

Attracting and retaining  
high-caliber creative, 
technical, and production 
talent in-house

Building the right 
technology stack and 
production workflow 
to serve varied internal 
content needs

Balancing the needs 
of multiple internal 
stakeholders while 
maintaining a consistent 
brand voice and quality

Structuring financial 
models that transparently 
account for headcount, 
gear, studio costs, and 
per-project allocations

Scalability and burnout  
as demand grows, 
especially if much of  
the work is unplanned  
or time-sensitive

Resource Planning & Talent Acquisition
The Challenge:	

Attracting and retaining high-caliber creative, technical, 
and production talent in-house — particularly those used  
to the pace and diversity of agency or freelance work.

Underlying Dynamics:

Top creators and craft specialists often seek the flexibility, 
purpose, and creative range that they are accustomed  
to in the freelance world. As a result, corporations may 
struggle to compete culturally or budgetarily with top-tier 
agencies or studios for talent. Additionally, many roles  
(such as, DP, motion designer, editor), are typically  
project-based, not budgeted as full-time positions. 17,18,19,20

Infrastructure & Workflow Complexity
The Challenge:

Designing and operationalizing a production 
ecosystem that supports a diverse range of content 
types and deliverables — without introducing 
technical bloat or workflow friction.

Underlying Dynamics:

Many enterprise IHAs inherit legacy IT, marketing 
and/or operational systems that weren’t built  
for intense media production. Teams may also face 
pressure to scale too quickly, resulting in over-
engineered studios or disjointed tool stacks that 
stifle, rather than enable, creativity and efficiency. 3,19

Best Practices:

•	 Position the brand as an innovative creative 
agency, not just a corporate employer,  
to attract top talent.

•	 Outsource talent recruitment for those 
positions that exceed the creative or technical 
competencies of the in-house team.

•	 Establish a flexible, liquid talent pool hired  
and managed by an embedded partner 
balancing core staff positions with on-demand 
crew as projects dictate.

Best Practices:

•	 Don’t build with a one-big-size-fits-all 
rationale; design modular, right-sized studio 
environments tailored to the actual content 
needs of the organization.

•	 Invest in scalable workflows. Consider remote 
and cloud-based tools that support efficiency 
and flexibility. Prioritize systems that can evolve 
as tech and formats change.

•	 Leverage production partners who 
understand both the creative intent and 
technical architecture required to deliver  
at scale.
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Stakeholder & Creative Alignment 
The Challenge:

Navigating directives from a wide array of internal 
stakeholders while maintaining creative integrity, brand 
consistency, and production momentum.

Underlying Dynamics:

With multiple departments vying for creative attention, 
feedback loops can become inefficient and unclear. 
Leadership may struggle to balance vision with execution, 
and decisions about content quality, messaging, or visual 
tone could drift without strong creative governance. 17

Best Practices:

•	 Implement a centralized creative briefing 
structure that clarifies objectives. Set up clear 
review stages and escalation paths to prevent 
decision paralysis.

•	 Appoint creative leads or brand stewards 
inside the IHA who manage approvals and 
ensure alignment.

•	 Employ collaborative production and project 
management platforms that foster clear, 
consistent communication.

Budgeting & Internal Chargebacks
The Challenge:

Developing financial models that allow the IHA to 
operate sustainably while remaining transparent 
and justifiable to business stakeholders and internal 
clients.

Underlying Dynamics:

IHAs often straddle the line between cost center 
and strategic asset. Without clear accounting, the 
value they create may be under-recognized. Internal 
clients may also resist chargeback models that feel 
transactional or restrictive, especially in fast-paced 
environments with tight deadlines and creative 
involved. 20,21

Best Practices:

•	 Replace internal chargeback models with 
open-book costing that provides clear visibility 
into spending across systems, staffing, and 
production.

•	 Embed operators within in-house teams to 
continuously identify cost efficiencies while 
maintaining alignment with internal standards 
and priorities.

•	 Separate fixed management fees from variable 
operating and production costs to create 
financial transparency, eliminate mis-aligned 
incentives, and improve budget predictability.

Scalability & Burnout
The Challenge:

Maintaining quality and morale as the volume and velocity 
of content needs increase — often in unpredictable ways.

Underlying Dynamics:

Internal teams frequently operate at full capacity just to 
meet baseline deliverables. When leadership requests 
accelerate or high-visibility campaigns emerge, IHAs 
often lack the bench strength or surge support to respond 
without overloading staff or sacrificing standards. 19,24

Best Practices:

•	 Monitor workload distribution and protect 
bandwidth for strategic and brand-defining 
initiatives.

•	 Install an embedded operator that establishes 
a flexible resourcing model, absorbs the 
shock of production surges, and leverages 
outside partners for tentpole projects where 
operational lift is heaviest.

•	 Identify repeatable functions and content 
formats that can be templatized, AI-enabled  
or semi-automated to reduce creative strain.

IV. Addressing Inherent Challenges Within the IHA Model
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V. Establishing a Culture of Innovation
As in-house agencies mature, their role within organizations continues to expand — blending creativity, 
production and strategic influence. Maintaining this trajectory requires more than new tools or platforms; 
it requires a culture of innovation at its core.

Technology can accelerate progress, but innovation depends on how teams think, collaborate,  
and adapt. Without an innovative mindset, investments in technology often result in incremental gains 
rather than transformation, limiting the long-term impact of the in-house model.

Beyond the Tech: Developing an Innovative 
Mindset

Too often, innovation is narrowly defined by the adoption 
of new technologies. But for high-functioning IHAs, true 
innovation is not merely about leveraging the latest tools 
— it’s about rethinking the systems, workflows, and mental 
models that govern how creative work gets done.2

Innovation in this context means asking better questions:

•	 How can we produce with more agility without 
sacrificing quality?

•	 Where can we simplify without compromising 
sophistication?

•	 What processes are slowing us down, and how can 
we reimagine them?

•	 How can AI assisted tools amplify—not replace— 
the human-driven creative process?

The most innovative teams aren’t necessarily the most 
tech-heavy, but rather the most adaptable. They’re the 
ones who think systemically, plan intentionally, and stay 
open to new ways of making, managing, and measuring 
content.

These innovations should be considered and employed 
to increase throughput, reduce creative friction, and allow 
teams to operate at the pace modern content requires.

Technology and Process

In practice, innovation takes shape across technological, 
operational, and creative domains. The examples to the 
right highlight some of the most impactful developments 
shaping enterprise content creation today — illustrating 
how modern in-house agencies are leveraging new 
technologies, refined processes, and evolving forms of 
media to operate more efficiently and creatively at scale.

TECHNOLOGY-DRIVEN INNOVATIONS
•	 Robotics & Remote Operability 

Enabling precise, repeatable camera moves and  
multi-cam control with minimal on-set personnel.

•	 Virtual Production & In-Camera VFX  
Merging real-time virtual environments with video 
capture to reduce timelines and elevate content.

•	 Cloud-Based Collaboration  
Allowing real-time media access across locations 
and streamlined, centralized workflows.

•	 LiDAR Product Scanning  
Creating hyper-accurate 3D product models for 
immersive AR/VR and personalized sales engagement.

PROCESS-DRIVEN INNOVATIONS
•	 AI-Assisted Workflow Automation  

Automating tasks such as transcription, versioning, 
tagging, asset management, and deliverables.

•	 Remote Creative Talent Contribution  
Opening the creative pipeline to global talent pools: 
editors, colorists, motion artists, live switchers, etc.

•	 Scalable Infrastructure   
Building systems that scale and evolve, rather than 
locking teams into rigid software or hardware stacks.

CONTENT-DRIVEN INNOVATIONS
•	 Brand Voice Programming 

Podcasts, narrative and doc-style content that builds 
brand voice and audience connection.

•	 Vertically Optimized Content  
For multi-format deliverables and impactful social 
media campaigns.

•	 Elevated Live Events  
Multi-cam capture and livestream of tentpole 
corporate events and brand activations.

•	 Live Shopping – Driving sales and brand loyalty 
through real-time interaction, authentic product 
demos, and community engagement. 22
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V. Establishing a Culture of Innovation

Channeling the Creator Within: Doing More 
with Less
One of the most useful frameworks for driving innovation 
inside an IHA, as stated in the Foreword to this report,  
is the mindset fostered by today’s creator economy: 
doing more with less, embracing authenticity, and finding 
creative workarounds to traditional limitations.

Corporations adopting this approach don’t view 
constraints as obstacles — they see them as design 
parameters. This means:

•	 Prioritizing agility over perfectionism

•	 Designing formats and workflows that 
accommodate spontaneity

•	 Accepting that not every deliverable needs  
to be overproduced to be effective

In this context, the move toward full stack production— 
the ability to conceive, pre-vis, capture, post, and 
distribute all within the same internal ecosystem— 
is not just an operational improvement, but a bona fide 
shift in production methodology. It places creative power 
in the hands of those closest to the brand and builds 
fluency across the entire content lifecycle.

Innovation as a Foundational Strategy

The future of media is not defined by any one tool, trend, 
or tactic. It’s defined by a company’s ability to adapt, 
respond, and create content with intentionality and 
impact.

To build a well-functioning in-house agency is to take 
ownership of a brand’s narrative. To establish a culture  
of innovation is to future-proof that ownership — ensuring 
the systems, talent, and approach are in place to evolve 
with the pace of modern media and always meet their 
audience on the platforms and in the communities where 
they reside.

The most successful IHAs will be those that think and 
operate like full-stack creative engines — where innovation 
is not a department or an initiative, but a foundational 
mindset.

For corporations seeking to lead with clarity, efficiency, 
and creative resonance, this is the opportunity to build 
media capabilities not as a support function, but as a true 
strategic differentiator.
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VI. Conclusion: From Strategy to Sustainable Execution
The forces reshaping how content is created, distributed, and consumed have made high-performing In-House 
Agencies a strategic necessity — not simply an organizational choice.

As outlined throughout this paper, the most effective IHAs adopt a creator’s mindset: one rooted in ownership, 
proximity to the work, and the ability to move quickly from idea to execution. At scale, this mindset must be 
supported by an operating system that unifies strategy, creativity, technology, and process into a cohesive, 
adaptable engine.

Technology plays a critical role in enabling this evolution, 
particularly when it is treated as a strategic lever rather 
than a standalone solution. As explored in Section II, 
innovation becomes most powerful when it is integrated 
into how teams work, collaborate, and scale. Without this 
alignment, even well-intentioned technology investments 
can introduce friction rather than efficiency.

In practice, however, few organizations can—or should—
attempt to solve every dimension of this transformation 
alone. Across the challenges outlined in Section IV—talent 
acquisition, workflow complexity, creative alignment, 
budgeting, and scalability and burnout—successful IHAs 
consistently rely on flexible partners who can operate 
within the system, not just alongside it. These partners 
bring the ability to embed with internal teams, understand 
production at scale, and apply proven infrastructure, 
tooling, and executional expertise without disrupting 
internal ownership or culture.

This is where AbelCine and Backhouse can play an 
essential role. Rather than functioning solely as external 
vendors engaged when scope exceeds capacity, our 
model can support organizations as Embedded Partners 
or multi-faceted outsource operators — adapting to the 
maturity, funding level, and ambition of each in-house 
team.

In some environments, this means designing and 
integrating studio or broadcast workflows, standing 
up scalable production infrastructure, or advising on 
technology and systems architecture. In others, it means 
augmenting internal teams through vendor staffing, 

on-demand crewing, managed services, or full-cycle 
production support — working shoulder-to-shoulder  
with internal stakeholders to maintain speed, quality,  
and continuity.

The flexibility enabled by this partnership approach allows 
In-House Agencies to:

•	 Maintain ownership of brand voice, strategy,  
and creative direction

•	 Lower per-project-cost while maintaining premium 
quality 

•	 Identify and restructure operational bloat and cost 
inefficiencies 

•	 Scale production capacity without permanent 
overhead or burnout

•	 Access specialized talent, tools, and infrastructure 
as needs evolve

•	 Advance their operating model intentionally rather 
than reactively

Ultimately, the goal is not to outsource creativity or control 
— but to extend the in-house model in a way that  
is sustainable, resilient, and aligned with long-term 
business objectives.

For organizations navigating the realities of building, 
scaling, or refining their In-House Agency, the next step 
is not another framework — it is a conversation about how 
strategy becomes executable, and how systems can be 
designed to grow alongside the business.

Contact us to get the conversation going.
Dawn Terranova 
Executive Director of Business Development 
dterranova@abelcine.com

abelcine.com

https://www.abelcine.com/?utm_source=iha-wp&utm_medium=pdf
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