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Preface


I’m not going to lie to you: running an in-house marketing department is hard. I have been there before. The chaos at the start of a project, the disarray of dealing with agencies, the anxiety of a looming deadline. It’s stressful, hectic, and complex.


But what if I told you that things don’t have to be this way? What if there was a way to bring order to the chaos? That’s exactly what in-housing can help you with. By taking control of your company’s content creation, social media activation, and bringing essential tasks in-house, you can effectively transform the way you run your marketing activities.


For the past 15 years, I’ve been helping organizations set up their in-house SoMe, content, branding, and marketing teams.


Building an in-house creative agency can seem like a Herculean task. It is certainly not a short or one-time process. You have to approach it like an entrepreneurial venture - find great employees, create a culture where they can thrive, and watch the results pour in.


This book will give you an understanding of what goes into building an internal marketing department; what you need in terms of roles and skills and how to structure your work. By understanding the in-house model, hiring the right people, and adopting best practices, you can speed up your workflow and gain a more agile approach to your marketing. It’s fair to say that though you most likely will save your money by in-housing your marketing activities, this should not be the goal. The main reason to in-house should be to get better control of your campaigns, assets, and workflows. And to get the speed and agility you need in today’s world of marketing.


That is what this book is all about.


You will find the ideas to create and manage your own in-house setup, tested process, step-by-step guides outlined in this book. They are easy to follow, despite being the result of more than a decade of experience and research. The processes are designed to minimize your risk of failure, and supplemented with inspiring stories. So, if you’ve ever thought about what it would be like to bring in more of your marketing activities from your creative agencies, this book is for you.




IT’S NOT


THE BIG


THAT


EATS THE


SMALL;


IT’S THE


FAST THAT


EATS THE


SLOW.








Foreword


A couple of years back, I had to let go of an agency. Essentially, we had been through that routine that you as a marketer probably know about. We had already been through a pitch round with three agencies and selected one that we felt had the right approach, talents, and understanding of our business. We spent weeks internally aligning stakeholders and gathering insights and had written a brief for the agency. We invited them in, gave them the big tour of the company, informed them of the strategy, and told them where we wanted them to go. As these things typically go, they went back home, put together a team for the task, and started to work on our brief. A week later, we had a meeting where they presented a debrief – communicating their thoughts on our brief. To be fair, they had some fine points, but they got quite a few things wrong, and we had to return some corrections to them. As you can probably calculate, we are now almost one month into the project.


Two weeks went by as the agency worked on ideas. They came back for – what they called a tissue meeting – a meeting where they presented rough ideas or directions. Honestly, not all of them were good, but one of them was decent, and they went back home. Afterwards, we gathered feedback from our side and had a conference call with the agency. They reworked the one idea a couple of times, but it was never really good. And the worst part was that it was just a film idea. It didn’t fit for banners, print, or social media. In the end, we had to stop the entire thing.


The deadline for our campaign start was closing in, and we had diddly squat. So, to speed up everything, in a final attempt to meet the deadline, we decided to bring in a couple of creative freelancers. My background as a creative director put me in a position to know who to bring in for a task like this. We locked ourselves in a meeting room and started to crack up ideas. We did rough sketches and put them up on the wall. Whenever we thought we had something that might have potential, we called in the rest of the marketing team. Some stayed and came up with more ideas, and eventually, it evolved into something that everybody believed in. We finished up the rough sketches and presented the new campaign for the management team. All this in just four days.


We called in a production company, found a director and scheduled the shoot. We cast the roles, filmed everything, and did the post-production in just three more weeks. In the end, we ended up having our campaign live, right on time.


WHAT AN ACHIEVEMENT. WE THOUGHT


The campaign worked exceptionally well, and it ended up being the best performing film in company history. But just three weeks after launch, we started to see signs of wear-out. People really liked the content, but we didn’t have anything to follow it up with.


NICE FILM. NOW WHAT?


We, of course, did some cut downs of the film and repurposed the elements in the campaign to fit various platforms and touchpoints in the user journey, but the bottom line was that we ran out of content just one month after campaign launch. A campaign that we – even if we don’t count in the agency part – spent almost two months in the making. You don’t have to be a professor to do the math here. You cannot spend two months making something that only lasts one month. Especially not in today’s modern marketing reality. This is not the 90s where you would have a TV campaign once or twice a year. Today, you need a constant presence. You need an always-on approach and content for all steps of the journey. Sequential flows with content for potential customers that have seen – let’s say – 25% of your first video, visited your website, but left after a minute or two without doing anything. And you need different content for different audiences.


BACK TO THE DRAWING BOARD


So, we went back to the meeting room, this time, trying to figure out not only a new campaign, but an entirely new way of creating content. What we came up with fundamentally changed the way have been looking at content creation ever since. I’m not trying to claim that we invented this, or that no one has ever done something like this before. And honestly, it’s not rocket science - just a smarter way to develop content.
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THINK MORE


The basic principle is to take advantage of the things that you are already doing. Instead of just shooting one film, do 20.


The idea was that when we did a film shoot, we would bring an extra camera team and a still photographer as well. For every scene or location, we would shoot additional films — shorter independent stories and commercials for other purposes or products. And all the extras can be used for additional photos or footage.


Essentially, the cost of doing all that extra is very limited. Once you have the cast, the film crew, and the location paid for, a couple of extra hours or an extra day comes reasonably cheap.


Make your own library of videos and images so that you can repurpose and create new material later. Not only will you get more content to play with afterwards, but you will also create a consistent look and feel across your touchpoints, from website to social media. From banners to in-store. And throughout a year.


It sounds simple, and it is. At least on paper. The trick is, of course, to think everything through – to create all the shorter stories. To still be relevant and to ensure a high level of quality even when you are doing five to six films a day.


WE ENDED UP WITH:


One long hero commercial for TV and three variations of that, cut down to 30 seconds each. Ten shorter independent commercials that we ran throughout the rest of the year. A film bank consisting of 62 scenes with different actors and extras that we used for banners and follow-up social content. And 560 images that we could use for the website, social media, and print.


Several of the films were shot with greenscreen elements that allowed us to change content on phones or TV screens in the films. This enabled us to be extremely agile, so when there was a sudden development in the market, we were capable of creating relevant and timely content for TV and social media within just a few hours.


And did I mention that some of the films even went on to win awards?


Developing an in-house creative agency can seem like a colossal assignment. It is certainly not a short or one-time process. You have to approach it like an entrepreneurial adventure - find great employees, create a culture where they can flourish, and watch the results pour in.


This book will give you an understanding of what goes into building an internal marketing function; what you need in terms of roles and skills and how to structure your work. By understanding the in-house model, hiring the right people, and adopting best practices, you can speed up your workflow and gain a more agile approach to your marketing.


It’s fair to say that though you most likely will save your money by in-housing your marketing activities, this should not be the goal. The main reason to in-house should be to get better control of your campaigns, assets, and workflows. And to get the speed and agility you need in today’s world of marketing.


That is what this book is all about.
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WHY BUILD


AN IN-HOUSE


TEAM?


A few years back, when I joined Maersk, I was given the task to look at how we could effectively optimize our marketing activities across all the markets in which we were operating. One of the most important things that I found was that all over the world, there was no alignment. Yes, there was brand manuals. But basically, every market was doing its own thing. And the worst part was they were even doing it on top of things that were rolled out from the center. I saw this happening in many markets, both within our own company and with others. And to be honest, I also had my fair share of doing this previously in my career, when I was working at advertising agencies. I cannot deny that we, from time to time, read the brand manual as the devil reads the bible. We looked at what we could use and turned the blind eye at the parts that didn’t fit our purpose. If we had to choose between doing a brand new thing that we could invoice afterwards or recommend that the company use what was already developed from headquarters, well, we might as well pick the first option.


But that is not the main reason we did it. When we compared to running a more traditional model for our marketing department, a couple of reasons weighed more. The most important ones are: Speed and agility - being able to turn things around faster. And a greater control of our data - which actually links back to speed because it means being able to analyze customer behavior or reactions to our marketing, allowing them to adapt faster.


This is confirmed by a 2020 study by Bannerflow and Digiday. In the study, companies were asked to name the most competitive advantage when in-housing. Thirty-seven percent of companies reported that having quicker reactions to marketing trends is the most crucial thing, and 32 percent of companies reported that it is most important having greater control over internal data. And on top of that, 20 percent of companies reported that bringing marketing in-house boosted levels of creativity.


Marketing is a moving target these days. Technologies evolve and customer behavior seems to change almost every day. It’s hard to keep up with the latest ever-evolving developments. Keeping the pace and adapting to new marketing technologies means that you need to be on your toes all the time. You don’t have time to go back and forth with agencies for weeks before agreeing on a brief. By then, the world has changed, and you will need to start over.


New Content Paradigm


Let me start by telling you how I think the marketing world has changed in the last couple of years. Just a few years back when you were doing a marketing campaign, it was on your initiative. When you were ready, you created a film and print ads. Some banners and so on. You were in control. You and your agency spend time planning everything, and when you were ready, you pushed play. Let’s agree that, that is not how it works anymore. Right?


Today, your costumers are in control. They start their journey when they are ready, and then they expect to be catered to on their terms. When they feel a need to dig deeper, they want more content, and they want to be able to find the information right away. Of course, you are still doing the very top-funnel things for people that don’t know you at all or have you top of mind. But the rest is very much out of your hands.


the new content paradigm
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The calls for more content, and deeper content, resulted in a longer journey. Trying to solve that with the old tools and the old way of doing things had us cornered. Honestly, we didn’t have the time, money, or even the clarity to do any of this.


I can, of course, only talk from my own experience. But still, over the last fifteen years, I have helped multiple companies in setting up their in-house SoMe, content, brand, and marketing teams. Some are big global players on the Forbes top 300 list; others are small startups. To be honest, there are no off the shelf solutions. No one size fits all. But there are learnings and right-ways of doing things. I have made my fair share of mistakes and wrong assumptions, but that is one of the advantages of in-house teams. You can turn things around fast and learn from your mistakes.


The Old Way


A few years back when we were planning to make one of our marketing campaigns in the company I was working, I realized how much time we spent on going back and forth with various agencies and production companies. We basically spent two months creating campaign activities that would see a ware-out within one month. This might be a little exaggerated, but I think you can all relate to it.
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As someone who has been in the industry for nearly twenty years and spent the better part of a decade focusing on building in-house agencies, I have seen how the marketing world has evolved and changed.


Marketing has evolved dramatically over the last years. I have had to personally go through my digital transformation, coming from a traditional advertising agency to helping companies navigate in a digital world. To truly understand how to set up and run modern in-house marketing teams, we have to look at the steps of a customer journey. Before I share my knowledge with you, and how this has evolved, I first want to highlight some of the changes I have seen over the last couple of years.


Over the last ten years, we have all changed to using the online world to research, listen, and find products or services we want to buy. It is actually quite tough to imagine how the media landscape looked just a few years back. For any business in any industry, digital presence is no longer nice to have; it is a must. Being present online is just step one when it comes to letting customers know what your brand does; we must also build brand awareness and engage with our community to build trust.


BE CONSISTENT


In the past, customers used to look at one or two websites when wanting to make a purchase. They wouldn’t go to ten different sites and look at social activity, reviews, and how your business was dealing with customer service. But in today’s world, in order for a company to thrive, they need to be consistent. On average, it takes ten touchpoints for a customer to trust, and purchase from a brand. It never used to be this complex or challenging. Back when I started out, you could do with a TV spot, a full-spread newspaper ad, and possibly some outdoor advertising. That was it. That was the campaign, and once it was done, you could lean back and rethink your next move for a couple of months. Digital marketing was hardly an afterthought eight or ten years ago, but now, it is the fundamental focus, one which has companies troubled. With the emergence of social media and a more diversified digital marketing world, the opportunities multiplied. Companies have been swift to realize how critical social media is when it comes to building brand awareness and generating revenue. As more customers are turning to social media as a way to engage online, brands have had to follow suit. Something I always recommend for companies’ success is to go where their customers want to hang out and have the conversation to them. Well, that has been on social media at least for the last five to six years.
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Over the last decade, there have been some notable progressions in technology, leading to a dramatic increase in the possible user touchpoints. And because of this development, a larger budget is needed. Both in order to merely produce the content needed for all the channels, and also when it comes to the media budget. This also includes having agencies help with content creation and paid advertisement, as well as with hiring more knowledgeable people to take the direction of a digital aspect of the company. The ways in which we can now engage with consumers has increased, leading to almost endless opportunities, but it comes at a cost. Quite literally, it costs money to explore these opportunities.




Marketing today is all about experience.


In this digital age, your brand is now the


sum of your customer’s experience. Yes,


it’s about giving what your customers


want, but it’s also about standing out


from the crowd and getting noticed by


being entertaining. Creating compelling


experiences in whatever environment


consumers are in, be it physical or digital,


is the key to success in todays markets.


The technology to target customers


anywhere, anytime, anyplace is now


widely used, so what else can brands do to


stand out from the crowd?





The problem with the new digital world and the old way of doing things is that they match each other. You simply don’t have five or six months to develop the next campaign. This might be a little exaggerated, but you will get my point. It is no longer enough to produce a TV spot and some ads. We all need to be ON all the time. And the way the current agency model is set up doesn’t match that.


Back when I worked as a creative director at various advertising agencies, we would get a brief from the client. Then we would look at it for some days, question it and send it back as a debrief. Then, there were meetings, project plans, presentations, and back and forth for two or three weeks. Then followed a big film production; casting, shooting, and editing. And before you knew it, three months had gone by since the first brief. And the problem with this? Well, it is still a lot like this. And that calls for a new way of working.





SPEED


AND


AGILITY


Turning campaigns around at a company like Maersk was - well, quite literally like trying to turn a supertanker. We needed to be able to move faster. Additionally, we wanted to be able to look at our data, make a decision, and act upon it. So, we started working on a new model.


The plan was not necessary to bring everything in, but to have more control over our production, our data, and our assets.


When we worked with different agencies, we very often found that they had a hard time understanding our business. Please don’t get me wrong, agencies are great at getting that complicated stuff translated into something easy to understand and digest. But before doing that, they had to understand what we were doing. And when it comes to something just slightly more advanced than selling chewing gum, it only takes a while to get there.


Secondly, we wanted to be able to make decisions based on our data, not something that was interpreted by someone before we could look at it. We didn’t want reports - we wanted dashboards. And lastly, we wanted speed. That’s why we moved things in-house.


When we were running campaigns – not all of them – but the essential ones, we used a “newsroom approach.” Basically, we had dashboards for all our posts and emails, and whenever we posted something, we would monitor it closely. If the post didn’t follow a certain path in terms of some basic matrices within the first 5 minutes, 10 minutes or half an hour, we would take it down and rephrase the headline or change the image. This is not something you as a marketer can do for everything I guess, but I bet that not all of your campaigns are equally important. Every once in a while, you have these super important campaigns, where it makes sense to do the “newsroom approach.”


Speed and agility from in-housing give marketers a competitive advantage. In a 2020 study done by Bannerflow and Digiday, thirty-seven percent of the respondents said that having quicker reactions to marketing trends gave them a competitive edge when they in-housed.


By breaking silos and consolidating business purpose, you can react faster when things change. And in business these days, things change. With an agile team of experts devoted to only work with one company, you have people who can jump on a new project promptly as the possibility arises.


The benefit of having your team living and breathing your brand is that they can fully identify opportunities and put them forward in a reactive fashion. You can just pop over to each other, and within the hour rather than weeks, having a solution ready. The model is always evolving to the changing business needs. As the business changes, the in-house team changes with it in real-time. It is a genuinely collaborative relationship and process. The in-house agency evolves with the brands it covers.





OWNER OF


YOUR DATA


One of the most significant wins you will get by in-housing your marketing team is that you will be the owner of your data. This means that you can use advanced data analytics to optimize in multiple channels continuously. By collecting, storing, processing, and analyzing vast amounts of data from paid and non-paid platforms – including web, video, search, mobile, and social media, you will be able to match a vast number of different data types into valuable segments for targeting and assessing. And of course, be able to provide robust evidence of your success.


But the main advantage of owning your own data is that you will be able to establish connections between various sources that your different agencies won’t. Since you have access to all your data, you can faster take advantage of the information you are getting. The most important bonus of having all your data at hand is that it enables your in-house team to be agile. Rather than waiting to respond to a brief when changes in the market happen, decisions can be made and rapidly put into action by your teams.
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