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Executive Summary

The creative production environment in 2025 is marked by unprecedented demand for speed and scale across brands and

agencies. Explosive growth in content consumption and digital channels has made velocity – the speed of turning creative

concepts into delivered assets – a critical performance metric. Industry benchmarks show that nearly 90% of companies now

offshore creative production or post-production work (Source: www.weareamnet.com), reflecting the need for scalable resources

and faster delivery. At the same time, adoption of automation and AI tools is surging: for example, one global survey reports that

automation has cut creative turnaround times by up to 90%, enabling orders of magnitude more output (Source:

www.weareamnet.com). Innovative production models (perfected by companies like Three and the In-House Agency Forum) are

combining in-house teams, external partners, and AI to keep pace with rapidly rising “content velocity” (Source:

www.weareamnet.com) (Source: www.screendragon.com).

However, this velocity comes with trade-offs. Many creative leaders report overextended staff: in one study 76% of creative

leaders said their teams were burned out from excessive workloads (Source: www.superside.com), and 75% of leaders said

demand exceeds their capacity to deliver (Source: www.superside.com). Traditional linear workflows struggle under these

conditions: as Celtra’s marketing director bluntly observes, “Marketers can’t have it all – fast, low-cost, high-quality production – so

they are bound to get overwhelmed with these content demands” (Source: digiday.com). Quality risks arise when top talent is tied

up in lower-value tasks (about 70% of leaders say their most skilled designers do work below their level) (Source:

www.superside.com). At the same time, roughly 51% of creative professionals have “lost faith in traditional agencies” to meet

these demands (Source: www.superside.com).

The data indicate a clear shift: agencies must embrace new models and technologies to improve turnaround without sacrificing

creativity. This report synthesizes extensive industry research (survey data, expert reports, and case studies) to benchmark

creative production velocity in 2025. We analyze turnaround times and output metrics across different production models,

illustrate successes of automation, and consider organizational and human factors. Key findings include:
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Automation’s impact: Leading companies report up to 90% faster turnaround with AI-powered workflows (Source:

www.weareamnet.com) (Source: storyteq.com). Major brands (Unilever, Nestlé, OPPO, etc.) have achieved substantial ROI by

automating creative asset generation (e.g. Unilever’s automated video campaign attained an 85% completion rate (Source:

optiow.com); Nestlé saw higher basket sizes with dynamic personalized ads (Source: optiow.com).

Team efficiency: Creative teams remain chronically overburdened. In surveys, 79% of creatives want to produce bolder work

but report always racing against the clock (Source: www.superside.com). Three-quarters of teams feel demand exceeds

capacity (Source: www.superside.com), and many find themselves understaffed or mis-allocated (only 52% outsource non-core

tasks, leaving top talent under-utilized (Source: www.superside.com).

Infrastructure and processes: Adopting structured workflows ( Agile methodologies, digital asset libraries, streamlined

review cycles) correlates with faster output. For instance, Storyteq notes that accelerating turnaround is crucial for hitting tight

campaign deadlines and “seizing trends” (Source: storyteq.com). The Creative Operations Summit panelists emphasize that

modern creative operations must integrate data-driven planning and technology to keep up with volume (Source:

www.screendragon.com).

Future direction: Industry experts predict ongoing evolution. Forrester forecasts that in-house agencies will decelerate in

growth while outsourced AI-driven production agencies proliferate (Source: www.adnews.com.au) (Source: www.marketing-

interactive.com). CMOs are advised to “draw down” in-house teams and invest in scalable AI marketing platforms (Source:

www.marketing-interactive.com). However, balancing speed with human creativity remains critical – as one analyst notes, a

2025 challenge will be finding “a balance between automation and human creativity” (Source: www.marketing-interactive.com).

Benchmarks and case studies in this report provide concrete evidence that creative production velocity can be dramatically

improved, but only with careful attention to workflow redesign, cross-functional alignment, and emerging technologies.

Organizations that successfully harness these changes will gain a competitive advantage in the era of hyper-digital marketing,

whereas those that do not risk falling behind as creative demands continue to accelerate.

Introduction and Background

Defining Creative Production Velocity

Creative production velocity refers to the speed and throughput with which marketing organizations convert creative ideas into

completed deliverables (ads, social posts, videos, graphics, etc.). It encompasses all stages of the creative process – from brief and

ideation through design, review, and delivery – and is often measured by turnaround time per asset and volume of assets produced

(output per time period). In an age where “the velocity of content is increasing” at an unprecedented rate (Source:

www.screendragon.com), maintaining high creative velocity has become a strategic imperative for brands.

Modern definitions emphasize that creative production is the “end-to-end process of transforming marketing concepts and

strategies into finished creative assets” (Source: socialrails.com). As one industry guide notes, it “bridges strategy and execution,

turning campaign briefs into finished ads, social posts, videos, emails, and other marketing materials,” and relies on coordinating

project management, talent, and technology efficiently (Source: socialrails.com).In practical terms, creative velocity might be

measured by metrics such as average turnaround time (e.g. hours or days from brief to final asset) and throughput (e.g.

number of assets delivered per week). Agile production methodologies often break work into short sprints to improve velocity; for

example, agile marketing approaches promise faster response to market changes by enabling rapid iteration and continuous

delivery (Source: business.adobe.com).

Historical Context

Creative production has evolved dramatically over the last few decades. In the analog advertising age (pre-2000s), campaigns were

relatively slow-moving: television spots, print ads, and outdoor billboards required long planning and production lead times. The

advent of digital media in the 2000s and the proliferation of channels (web, email, mobile, social media, video platforms, etc.)

created a deluge of content demands. Today’s marketers often need to produce hundreds or thousands of unique asset
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variations – for different platforms, markets, A/B tests, and personalized segments – on very short notice. One senior marketer

noted that to deliver personalized experiences, some organizations find they need ten times more content than the year before

(Source: www.mxpiq.com).

Digital transformation, cloud editing tools, and remote collaboration have somewhat sped up processes, but they have also raised

customer expectations of instant response. Research shows that in 2023 “users now submit 6,944 ChatGPT prompts every minute”

(Source: www.socialmediatoday.com), illustrating the relentless pace of content generation requests in the marketplace. Similarly,

according to Domo’s “Data Never Sleeps” report, each minute of 2024 sees millions of content interactions on platforms (e.g.

360,000 posts on Twitter/X per minute) (Source: www.socialmediatoday.com). This sheer scale means that marketing depends ever

more heavily on agility and efficiency.

Historically, agencies or in-house teams were organized around linear, sequential workflows (“waterfall” model) in which creative

work cascaded through ideation, design, and final production steps. In that environment, turnaround times could span weeks or

months. Today, by contrast, creative operations leaders explicitly cite speed as a top priority. As one recent industry analysis puts

it, the failure to produce assets rapidly now puts brands at a grave disadvantage: “The speed at which brands must produce

content today is relentless” (Source: www.weareamnet.com). Creative teams have responded by adopting agile processes,

automated workflows, and new resource models (offshoring, outsourcing, freelance networks) to boost throughput.

Current Trends and Drivers

Several key trends have converged to shape 2025’s creative production landscape:

Explosion of Channels and Personalization: Brands now must maintain a presence across a multitude of channels (social

media, streaming, apps, IoT screens, etc.), each requiring tailored creative assets. Consumers expect real-time relevance and

personalized experiences (Source: storyteq.com) (Source: www.mxpiq.com). This drives the need for rapid production of many

asset variations.

High-Stakes Timing: Many campaigns are event-driven (holidays, product launches, viral memes, newsjacks), and missing a

deadline can waste millions in marketing spend or forfeit engagement opportunities. In marketing, timing is often said to be

everything (Source: storyteq.com): a compelling strategy loses its impact if assets are late or out-of-fashion.

Technological Enablers (AI & Automation): Advances in generative AI, workflow automation, and template systems

increasingly enable faster asset production. Tools for auto-editing video, mass-customization of images, programmatic creative,

and AI-assisted copywriting are now commercially viable. As a result, automation and AI have moved from ‘competitive

advantages’ to operational necessities for creative efficiency (Source: www.weareamnet.com).

Resource Constraints: Despite higher demand, many creative teams report stalling budgets and headcount. The Great

Resignation and talent shortages have hit creative functions; a global survey found 40% of leaders say they’re understaffed

(Source: www.superside.com). With too few hands on deck, teams face bottlenecks that slow outputs.

New Production Models: To address scale issues, organizations increasingly rely on hybrid models combining in-house

teams, freelance networks, offshore production centers, and specialized service providers. According to the latest industry

report, nine out of ten companies now offshore at least some creative or post-production work (Source: www.weareamnet.com).

At the same time, creative operations leaders experiment with co-creative partnerships (e.g. insourcing ideation, with agencies

handling production) as Forrester predicts a reunification of big ideas with scaled execution in 2025 (Source:

www.adnews.com.au) (Source: www.marketing-interactive.com).

All these factors create a availability-demand gap: content needs are growing exponentially, while traditional processes cannot

scale at the same rate. Creative operations is thus under the microscope to quantify velocity (turnaround times, output rates) and

to innovate workflows. This report investigates these issues by synthesizing research data, expert insights, and case examples.

Creative Production Velocity: Benchmark Metrics

To understand and benchmark creative production velocity, organizations track several key metrics:

https://tapflare.com/?utm_source=pdf
https://tapflare.com/articles/creative-production-velocity-benchmarks
https://www.mxpiq.com/90-of-companies-offshore-creative-production-or-post-production-services-heres-why/#:~:text=Joa%20Pope%2C%20Senior%20Director%2C%20Marketing,channel%20experiences.%E2%80%9D
https://www.socialmediatoday.com/news/what-happens-on-the-internet-every-minute-2023-version-infographic/702631/#:~:text=As%20per%20Domo%3A
https://www.socialmediatoday.com/news/what-happens-on-the-internet-every-minute-2023-version-infographic/702631/#:~:text=As%20per%20Domo%3A
https://www.weareamnet.com/blog/the-2025-global-benchmark-report-for-content-production/#:~:text=,%E2%80%9C
https://storyteq.com/blog/reducing-creative-turnaround-time-the-ultimate-guide/#:~:text=Why%20a%20quick%20creative%20turnaround,matters
https://www.mxpiq.com/90-of-companies-offshore-creative-production-or-post-production-services-heres-why/#:~:text=Joa%20Pope%2C%20Senior%20Director%2C%20Marketing,channel%20experiences.%E2%80%9D
https://storyteq.com/blog/all-the-creative-metrics-you-should-look-out-for-in-2024-for-marketing-success/#:~:text=5.%20Time
https://www.weareamnet.com/blog/the-2025-global-benchmark-report-for-content-production/#:~:text=Automation%20has%20evolved%20from%20a,content%20production%20at%20unprecedented%20speeds
https://www.superside.com/reports/overcommitted-report#:~:text=years%20say%20their%20teams%20are,vs.%2044
https://www.weareamnet.com/blog/90-percent-companies-offshore-creative-production/#:~:text=There%E2%80%99s%20little%20doubt%20about%20the,now%20use%20offshoring%2C%20this%20represents
https://www.adnews.com.au/news/forrester-agency-predictions-2025-new-creative-partnerships#:~:text=Creative%20agencies%20will%20reunite%20creative,craft%20with%20scaled%20execution
https://www.marketing-interactive.com/the-future-seems-to-be-looking-bright-for-agencies-in-2025#:~:text=According%20to%20a%20report%20by,a%20roster%20of%20independent%20specialists


Creative Production Velocity: 2025 Benchmarks & Trends

Page 4 of 15

Turnaround Time (TAT): The elapsed time from a creative request initiation (brief) to final delivery. TAT can be measured per

asset or per project. It is common to distinguish cycle time (the sum of active work hours) from lead time (including waiting and

review time).

Throughput / Output: The number of creative deliverables completed in a given period (e.g. assets per week). Higher

throughput indicates greater capacity, but must be measured alongside quality.

Revision Rate: The average number of revision cycles per asset. Lower cycle times often correlate with fewer revisions if

processes are streamlined.

Resource Utilization: Measures like requests per creative staff or fraction of time booked vs idle. Inefficient utilization (e.g.

talent doing low-skill tasks) can slow velocity.

Process Efficiency: Metrics such as the percentage of projects meeting deadlines, or tasks completed under budget and time.

Storyteq emphasizes “time-to-market” for assets as a crucial metric that directly impacts campaign effectiveness (Source:

storyteq.com).

Automation Uptime: For teams using automated tools, uptime and tool efficiency (e.g. number of assets generated per staff-

hour with automation) measure return on technology investments.

Anecdotal benchmarks help illustrate current baselines. For example, several studies provide industry snapshots (Table 1). They

reveal that:

METRIC VALUE (2024/25) SOURCE

Companies offshoring creative

production (2024)

≈ 90% (of firms

surveyed)
We Are Amnet 2024 (Source: www.weareamnet.com)

In-house agencies using generative AI

(Q4 2024 vs Q4 2025)
4% → 25%

IHAF / We Are Amnet 2025 (Source:

www.weareamnet.com)

Reduction in turnaround time via

automation

Up to 90% (reported by

adopters)
We Are Amnet 2025 (Source: www.weareamnet.com)

Creative teams reporting burnout

(2024)
76% (felt burnt out) Superside 2025 (Source: www.superside.com)

Leaders saying demand > capacity
77% (three-quarters of

leaders)
Superside 2025 (Source: www.superside.com)

Top designers doing low-value tasks 70% of teams Superside 2025 (Source: www.superside.com)

Agencies using GenAI in production

(2024)
61% of agencies

Forrester (via Marketing-Interactive) (Source:

www.marketing-interactive.com)

In-house teams using GenAI (2024)
17% of B2C in-house

agencies
Forrester (Source: www.marketing-interactive.com)

These benchmarks (sourced from industry reports) underline the rapid change: many organizations broadcast that automation and

outsourcing are key levers for scaling speed (Source: www.weareamnet.com) (Source: www.weareamnet.com), while large

majorities of creative professionals feel pressure and burnout at today’s production pace (Source: www.superside.com) (Source:

www.superside.com).

Trends Driving Production Velocity
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1. Content Demand and Complexity

The sheer volume and complexity of modern content is unprecedented. A few years ago, a campaign might involve producing a

handful of ad spots and print layouts; now it could require hundreds of unique assets per campaign. Nordstrom’s marketing head

notes that delivering personalized experiences often means ten times the content year-over-year (Source: www.mxpiq.com).

Every target segment, social platform, and ad unit variation multiplies the content workload.

This demand is not just quantitative but also qualitative: brands must respond to real-time events and cultural moments. Social

media and digital trends can shift daily, so marketing teams must be prepared to create and launch content in a matter of hours. In

an era termed “vibe marketing,” the line between strategy and execution blurs: CMOs must gear up not just for strategy

development but for continuous execution (Source: www.adnews.com.au). As one industry report explains, marketers face “hyper-

digitalization” and need seamless, personalized customer experiences at high speed (Source: www.weareamnet.com).

There is also a growing expectation of hyper-personalization. For example, generative AI allows stamping each ad with user-

specific details (name, location, product history) – but that also means producing many variants. Without rapid turnaround,

personalization opportunities evaporate. According to McKinsey, the majority of consumers expect personalized interactions

(Source: storyteq.com), so failure to quickly produce relevant creative can directly hurt performance.

2. Bottlenecks in Traditional Workflows

Classic creative workflows tend to be sequential and siloed, which is slow. For instance, a design might move from a desk brief to

a designer, then to a manager, then to a legal team, then back to fine-tuning, in multiple handoffs. Each handoff introduces delay. A

Digiday-Celtra survey of 111 marketers highlights these pain points: respondents described “slow turnaround times, increased

costs and limited scale” stemming from outdated linear processes (Source: digiday.com).

These inefficiencies are reflected in metrics. Superside’s State of Creative Teams report found that 55% of projects are labeled

“high priority” on average (Source: www.superside.com), making it hard to sequence work effectively, and about 35% of

delivery pressure comes from top executives (Source: www.superside.com). The net effect is that creative teams face

constantly shifting priorities and last-minute rushes. Indeed, over three-quarters of creative leaders explicitly say demand

outstrips their capacity (Source: www.superside.com). In practice, this means many creative requests miss deadlines or require

overtime.

Inefficient processes are a primary driver of long turnaround times. Marketers have adopted workflow management platforms,

digital asset management (DAM) systems, and collaboration tools to address this; best-in-class teams also use standardized

templates and modular assets to accelerate production. However, even with these tools, manual tasks (e.g. layout adjustments,

formatting, exporting assets) still consume time.

3. Automation and AI as Velocity Multipliers

A major shift in 2025 is the integration of automation and AI into creative production. Early adopters report dramatic streamlining.

In the 2025 Global Content Production Benchmark (sponsored by We Are Amnet), it was found that automation drove

turnaround time reductions of up to 90% (Source: www.weareamnet.com). This means tasks that once took days can now be

done in hours or minutes. For example, automated video editing can cut raw footage into final cuts based on templates; generative

design tools can resize and adapt creatives across dozens of ad formats instantaneously; AI copy generators can draft multiple

headlines or ad copy variations in seconds.

Notably, these technologies do not replace human creativity but free creative teams to focus on the high-value work. The same

Amnet report emphasizes that AI is “not replacing creativity – it’s enhancing it” (Source: www.weareamnet.com). James

Mathers (Three’s In-House Agency) notes: “Automation isn’t just streamlining workflows — it’s ensuring we meet demand without

compromising quality” (Source: www.weareamnet.com). This has become a refrain: firms across sectors take an “AI-first” approach

to operational tasks, treating it as a business imperative rather than an experiment (Source: www.weareamnet.com) (Source:

www.weareamnet.com).
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The impact of AI is quantified in multiple studies. As one report highlights, 61% of agencies now use generative AI in marketing

execution (versus only 17% of in-house teams) (Source: www.marketing-interactive.com). Adoption is accelerating – one speaker at

a conference noted that in-house agencies using AI jumped from 4% in 2023 to 25% in 2024 (Source: www.weareamnet.com). And

perceptions are overwhelmingly positive: 96% of creative professionals say AI will speed production, and 93% believe it will

elevate quality (Source: www.superside.com). Further, 71% of U.S. B2C executives expected generative AI to cut marketing costs by

over 20% by 2024 (Source: www.marketing-interactive.com).

Even beyond AI, “traditional” automation (e.g. scripts, macros, integration between tools) yields big gains. Storyteq cites a case

where Heineken used creative automation to reduce production costs by 40% (Source: storyteq.com). Creative teams using

robust tech pipelines routinely report doubling or tripling their throughput. In sum, automation is now recognized as the “new

standard for efficiency” in creative operations (Source: www.weareamnet.com).

4. Offshoring and Outsourcing

In parallel with tech, many companies manage velocity via human resources optimization. A striking 90% of companies now

offshore some aspect of creative or post-production (Source: www.weareamnet.com) (e.g. packaging design, animation, basic video

editing). Offshoring offers both cost savings and access to larger talent pools. According to the 2024 Offshore Content Production

Benchmark, the top reported benefits of offshoring include “access to resources that can scale” (41% of respondents) and “shorter

lead times” (37%) (Source: www.mxpiq.com). In other words, firms deliberately seek partners who can ramp output quickly.

Despite the prevalence of offshoring, quality and trust issues remain. As reported above, 51% of creatives have lost faith in

traditional agency partners (Source: www.superside.com), often because agencies can’t match the speed or scale needed.

Interestingly, only about half of creative leaders currently outsource tasks systematically (Source: www.superside.com), indicating

there is room to improve in articulating which tasks to outsource. Those who do outsource often choose predictable tasks: surveys

find that web design (71%), graphic design (69%), and branding (67%) are the types of work most frequently sent to

external specialists (Source: www.superside.com). Creative teams increasingly treat freelancers and low-cost partners as extensions

of the in-house workforce.

5. Organizational and Human Factors

Speed gains cannot come at the expense of clarity, alignment, or employee well-being. Multiple studies show that creative leaders

feel under strain: 79% of professionals report they are constantly racing against the clock to produce “bolder” work (Source:

www.superside.com), and 76% said they personally felt burned out over the past year (Source: www.superside.com). Workloads are

often unmanaged: for example, one survey found that on average 55% of a creative team’s projects are deemed high priority,

making it impossible to sequence tasks logically (Source: www.superside.com). This leads to decision paralysis and overtime.

Staffing is also a concern. Teams report being understaffed or mis-skilled. As noted, 70% of top designers are performing tasks

“below their skill level” due to misallocation (Source: www.superside.com). Only about half of leaders outsource non-core tasks

(Source: www.superside.com), which means highly trained workers are often doing mundane work. The mismatch is reflected in

creative output quality concerns: traditional review and legal processes can create friction, and marketing executives voice

frustration that their creative partners often produce too many inferior drafts.

Organizational alignment is another factor. Creative ops experts emphasize that breakdowns in coordination between marketing,

media, and creative teams can slow down production. For instance, if media planning changes at the last minute, creative must

scramble to adapt. Integrated technology solutions can help, but they require cross-team buy-in. Organization culture matters:

high-performing companies empower creative teams with clear brief processes and avoid micromanagement, whereas others

overload them with vague requests.

Lastly, many creative leaders underscore the importance of balancing speed with creativity. While faster delivery is vital, the

end goal is still differentiated creative work. A Google study famously found that “75% of an ad’s ROI comes from creative” (versus

25% from targeting) (Source: storyteq.com). Thus, simply cranking out more assets isn’t enough; each asset must maintain brand

consistency and resonance. Intelligent automation and efficient workflows must therefore include quality controls (brand guidelines,

past performance data) to ensure that velocity does not undermine impact.
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Data Analysis: Benchmarks and Statistics

Survey Data and Industry Reports

To quantify current performance, we aggregate findings from several recent surveys and reports. Table 2 below summarizes key

statistics on creative team experiences in 2024–25.

STATISTIC, 2024–25
PERCENT OF

RESPONDENTS
SOURCE

Creative leaders satisfied with existing

work model
97%

Superside “Overcommitted” 2025 (Source:

www.superside.com)

Creative team burnout (experienced by

leaders)
76% Superside 2025 (Source: www.superside.com)

Projects labeled high-priority (leading to

confusion)
55% on average Superside 2025 (Source: www.superside.com)

Leaders saying demand > capacity 77% (three-quarters) Superside 2025 (Source: www.superside.com)

Teams whose top talent works below skill

level
70% Superside 2025 (Source: www.superside.com)

Teams outsourcing tasks routinely 52% Superside 2025 (Source: www.superside.com)

Professionals wanting to create bolder

work but time-starved
79% Superside 2025 (Source: www.superside.com)

Companies offshoring creative production 90% We Are Amnet 2024 (Source: www.weareamnet.com)

In-house agencies using generative AI

(Y/Y comparison)

4% (2023) → 25%

(2024)
IHAF/AMNET 2025 (Source: www.weareamnet.com)

Agencies using generative AI (2024, all-

market)
61%

Forrester/Marketing-Interactive (Source:

www.marketing-interactive.com)

In-house agencies using genAI (2024, US

B2C)
17%

Forrester/Marketing-Interactive (Source:

www.marketing-interactive.com)

Leaders planning better outsourcing 85% Superside 2025 (Source: www.superside.com)

Lost faith in traditional agencies 51% Superside 2025 (Source: www.superside.com)

Expect genAI to reduce costs by >20%
71% (of US B2C execs in

2023)

Forrester/Marketing-Interactive (Source:

www.marketing-interactive.com)

Table 2: Recent survey benchmarks on creative team workload, outsourcing, and AI adoption in 2024–2025.

Several patterns emerge:

Overloaded Teams: The vast majority of creative leaders (77–79%) report that demand exceeds capacity and leaves them

time-starved (Source: www.superside.com) (Source: www.superside.com). This aligns with 76% saying their teams experienced

burnout (Source: www.superside.com). Yet nearly all (97%) claim to be satisfied with their current operating model (Source:
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www.superside.com) – suggesting possible dissonance between perceptions and reality (or perhaps acceptance of the status

quo).

Outsourcing Gap: Only 52% of teams effectively utilize outsourcing (Source: www.superside.com), meaning almost half still

rely entirely on internal resources. At the same time, 85% say they need to improve how they outsource (Source:

www.superside.com). This indicates a significant opportunity: by delegating more tasks appropriately, teams could focus on

core creative work and relieve bottlenecks.

AI Adoption: While agencies have broadly embraced generative AI (61%), most in-house teams lag behind (Source:

www.marketing-interactive.com). However, this gap is rapidly closing: one survey reported in-house agency AI usage jumping

to 25% in 2024 (Source: www.weareamnet.com). Nearly all stakeholders anticipate AI will improve speed and quality (Source:

www.superside.com). Generative AI is thus expected to be a key driver of future speed improvements.

Production Models: The ubiquity of offshoring (90%) and the erosion of trust in traditional agencies (51% lost faith) suggest

that many teams are rethinking how to meet volume demands. Some teams are shifting work “offshore and automated”, and

others are experimenting with new agency partnerships specifically equipped for the digital era.

Production Speed and Output Case Studies

Real-world examples illustrate how technology and process changes can dramatically increase production velocity and output:

(Source: optiow.com)

BRAND CAMPAIGN INNOVATION KEY OUTCOME

Unilever Automated video production
Achieved 85% video completion rate (award-winning campaign)

(Source: optiow.com)

Nestlé
Dynamic personalization (mealtime

ads)

Grew average order value via highly relevant content (Source:

optiow.com)

OPPO
AI-driven personalization across

channels

Surged handset sales and pre-orders through tailored messaging

(Source: optiow.com)

Table 3: Creative automation success stories (adapted from industry case studies (Source: optiow.com). These examples

demonstrate significant lifts in engagement and sales by leveraging automated creative workflows.

For instance, Unilever’s highly automated video campaign did not just churn out more content; it achieved an unusually high 85%

completion rate among viewers (Source: optiow.com) – indicating that faster production did not hurt, and may have enhanced,

work quality. Nestlé’s use of AI-driven personalization saw customers adding more to their carts, demonstrating tangible business

impact from reduced turnaround and targeted creativity (Source: optiow.com). These cases underline that increased speed and

volume can enhance performance if executed smartly (with relevant personalization and on-brand messaging).

Another example: Heineken leveraged a creative automation platform to overhaul media workflows. In their case, automation

enabled them to slash overall production costs by 40% (Source: storyteq.com). Such case studies substantiate that investments in

tools and streamlined structures yield outsized output gains.

Comparing Production Models

Organizations employ different models to achieve creative velocity. These models – and their typical speed/scalability – can be

summarized as follows:
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MODEL
SPEED /

SCALABILITY
CONTEXT & CHALLENGES

Traditional

In-House

Medium; often

bottlenecked

In-house teams have strong brand knowledge but limited bandwidth. ~75% of leaders

report demand > capacity (Source: www.superside.com). Burnout is common (Source:

www.superside.com). Without automation, these teams can struggle to meet peak

loads.

Offshore /

Agency
High scalability

~90% of firms offshore for speed/cost reasons (Source: www.weareamnet.com).

Offshoring expands resource pools and can shorten lead times (Source:

www.mxpiq.com). However, 51% of creatives have lost faith in traditional agencies

(Source: www.superside.com), suggesting quality and coordination issues. Success

depends on good project management and clear briefs.

AI-

Augmented /

Platforms

Very high

scalability

Fastest model: leveraging AI-native agencies or platforms creates huge throughput.

61% of agencies already use GenAI (Source: www.marketing-interactive.com).

Forrester predicts a surge in “bespoke AI content production” firms in 2025 (Source:

www.adnews.com.au). These can deliver large volumes cheaply, but require new

governance (brand safety, creative direction). Balancing AI speed with human

creativity is a key challenge (Source: www.marketing-interactive.com).

Table 4: Comparison of creative production models (in-house vs offshore vs AI-augmented). Sources reflect industry surveys and

predictions (Source: www.superside.com) (Source: www.weareamnet.com) (Source: www.adnews.com.au).

This comparison shows that combinations of these models are often optimal. For example, a hybrid approach might use an in-

house core team (handling strategy, final approvals, high-level design) while offloading routine design tasks to an offshore team

and using AI tools to multiply basic production. Indeed, Forrester suggests that the future lies in “creative partnerships” that blend

ideas with scale (Source: www.adnews.com.au) (Source: www.marketing-interactive.com).

Detailed Analysis and Perspectives

Technological Levers

Generative AI

Generative AI tools (e.g., GPT-4, DALL·E, Midjourney) are rapidly being integrated into marketing workflows. Their impact on velocity

is multi-faceted:

Copy & Concepting: AI can draft initial ad copy, suggestions for headlines, or even creative concepts in seconds, cutting

ideation time. Teams can then refine AI drafts rather than create texts from blank pages.

Batch Asset Creation: By combining creative guidelines with generative models, marketers can produce many image or

video variants from a single prompt. This massively increases asset count without linear time increases.

Automated Personalization: Generative models allow rapid customization at scale: for instance, swapping out product

names, colors, or background locales across thousands of ad variants.

Localization: AI can translate or culturally adapt content to multiple languages in near real-time, greatly accelerating global

campaigns.

These applications have transformed what was once “creative work” (text writing, designing banners) into largely a supervisory

role for humans: specifying style and revising outputs. As a result, weaver of these tools report orders-of-magnitude increases

in content throughput. Forrester data shows agencies leapfrogging ahead in genAI adoption (61% usage) whereas in-house lags

(17% usage) (Source: www.marketing-interactive.com). This likely correlates with speed differences: agencies can deliver large

volumes of GenAI-augmented creative faster, putting pressure on brands to catch up internally or shift to specialized providers.
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For example, one survey found that by 2025, agencies will have “built bespoke platforms” for clients to continuously stream

content 24/7 (Source: www.adnews.com.au). CMOs are advised to pivot their organizational design accordingly – potentially

migrating much of the mundane production offshore or to platform partners, and keeping only the core strategy/design tasks

internal (Source: www.marketing-interactive.com).

Impact on Turnaround Times: Benchmarks from users indicate dramatic reductions. The 90% figure cited earlier (Source:

www.weareamnet.com) came from combinations of generative tools with automated workflows. This means a process that

historically took, say, 10 days could be done in 1 day. Importantly, adoption is accelerating – as firms run pilots and success stories

accumulate, more marketers have confidence to rely on AI systems. However, adoption does require investment and change

management; companies need clear policies on AI usage and training for creative teams to effectively supervise algorithms.

Automation and Workflow Tools

Beyond generative AI, there are many automation technologies in the creative stack:

Template & Versioning Engines: Platforms like Celtra or Storyteq allow creating a master design and auto-generating

multiple size variants for banners, social posts, video edits, etc. They can output hundreds of assets with one click.

Review/Edit Automation: Software can auto-route proofs for review, send reminders, and log approvals. Some systems auto-

convert file formats and run checks (e.g. ensuring brand colors and logos are correct) to catch basic errors without human

intervention.

Data-Driven Optimization: Machine learning can analyze past campaign performance to suggest which creative variations

might perform best, thereby focusing faster work on high-impact concepts.

These tools operate behind-the-scenes to reduce manual chores. For example, once a creative brief is approved, an automation

script might: export approved designs to all required formats; populate an ad server metadata; notify stakeholders that deliverables

are staged for media upload. In a traditional setup, each of those steps might involve separate teams and email chains; automation

collapses those waits.

Velocity Gains: The cumulative effect is significant. The Amnet report’s “90% faster” claim (Source: www.weareamnet.com)

encompasses not just AI but any productivity tool – including simple ones like shared cloud folders and CMS. In practice, agencies

report doubling or tripling the number of deliverables per designer. Adobe’s research (via agile marketing) similarly emphasizes

that structured, tool-supported processes yield substantially faster “time-to-market” for campaigns (Source: storyteq.com). Leaders

in creative operations encourage companies to treat automation as table stakes – a “new standard” – rather than optional.

Ecosystem Integration

Connectivity between tools (creative software, project management, asset repositories) is also key. APIs and integrations mean a

request logged in one system can automatically kick off tasks in another without manual handoffs. For instance, a Slack message

might trigger a design brief entry in Trello, which then triggers a template assignment in Celtra. These automated handoffs shave

hours off previously linear cycles.

Despite the promise of tech, human coordination remains essential. Tools can speed up individual tasks, but the overall process still

depends on timely sign-offs and clear briefs. Leaders emphasize the need for workflow audits to identify bottlenecks – whether

technical scripts or approval loops – and continuous improvement of the chain (Source: storyteq.com) (Source:

www.screendragon.com).

Organizational Strategies

In-House vs Outsource Balance

Industry experts universally observe that no single model fits all. Instead, the trend is toward hybrid creative partnerships.

Forrester predicts that 2025 will see creative ideation and production split across specialized providers (Source:

www.adnews.com.au) (Source: www.marketing-interactive.com). Large conglomerates like WPP and Omnicom are reorganizing their

nicknames (e.g. Hogarth, Tag, Prodigious) to combine creative and production under unified leadership, while holding companies

are also embracing networks of independent specialists.
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CMOs are advised to assemble networks of creative and production partners that together cover both “craft and scale” (Source:

www.adnews.com.au). This may mean keeping in-house teams focused on brand strategy and only outsourcing high-volume

execution. In fact, Forrester explicitly suggests that companies should ramp down in-house creative operations and instead

engage lower-cost, high-scale AI-driven agencies for production tasks (Source: www.marketing-interactive.com). This reversal of the

recent in-housing trend is motivated by the realization that internal teams alone cannot scale cost-effectively.

Key to such strategies is clear governance: marketing leaders must define which tasks are core (keep in-house) and which are

commodity (outsourced). Tools like a RACI matrix or design system can help delineate responsibilities. The ultimate goal is a

seamlessly integrated model where business stakeholders see one unified process, even if multiple parties execute different pieces.

Agile Creative Operations

Many creative teams are adopting agile-inspired frameworks to manage velocity. This includes:

Sprints and Scrum: Breaking projects into short, focused sprints (often 1–2 weeks) with clear deliverables. Some teams hold

daily standups to quickly flag roadblocks.

Kanban Boards: Continuously managing work-in-progress on a visual board ensures transparency of status and helps limit

multitasking.

DevOps Culture: Borrowed from software, some operations encourage “deployment pipelines” for creatives: e.g. once an

asset is approved, it is automatically published to digital platforms.

These methods emphasize incremental delivery and tight feedback loops, which align with the need for rapid execution. The Adobe

Agile Marketing guide highlights that agile teams iteratively test and adapt, which can improve speed and relevance (Source:

business.adobe.com) (Source: business.adobe.com). For instance, a team might produce a small set of assets in the first sprint,

learn from early results or stakeholder feedback, and then refine in subsequent iterations rather than trying to do everything

perfectly upfront (a classic Waterfall trap). This approach can shorten average cycle times per asset.

Workforce and Skills

Human capital is equally critical. Creative operations are prioritizing:

Crew Scaling: Many teams expand their resource base dynamically: maintaining a bench of reliable freelancers, partnering

with specialized studios, and leveraging crowdsourcing for quick turnaround on simple tasks. This elastic staffing can absorb

spikes in demand. Some organizations set up dedicated “creative task forces” during campaign peaks, composed of mixed

seniority (e.g. junior designers can rapidly churn out standard banners).

Training in Tools: Organizations invest in upskilling staff on new technologies (AI tools, advanced editing). Since 89% of

executives acknowledge that AI unlocks new possibilities (Source: www.superside.com), many creative teams ensure everyone

has at least basic AI literacy. Training also covers process change, e.g. educating creatives on how to work with automation

rather than against it.

Health and Balance: Given burnout concerns, leading companies build in “creative breaks” or burnout check-ins and push for

realistic deadline setting. High velocity must not become unsustainable pace. A mature organization might monitor workload

metrics and cap number of simultaneous projects, even if it slightly sacrifices velocity, to preserve long-term productivity.

Quality Considerations

Speed should not degrade creative quality – indeed, many innovations aim to preserve or even enhance it. However, tension

remains. The Celtra market survey poignantly noted that marketers can’t simultaneously maximize speed, cost efficiency,

and quality (Source: digiday.com). This classic “Project Management triangle” applies to creative: pushing too hard on speed (e.g.

with automation) can sometimes lead to formulaic or inconsistent work.

To mitigate this, best practices include:

Creative Guidelines and Templates: Ensuring that automated generation fires within guardrails so that output is brand-

compliant.
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Integrated Feedback Mechanisms: Implementing rapid review cycles that still include creative leadership. For example, AI

might propose half a dozen design options, but a human approves which match the brand’s voice.

Performance-driven Iteration: Using data analysis to identify high-impact creative (e.g. which headlines or designs earned

the best engagement) and channeling speed efforts there. If certain asset types are less critical, they can be templated more

aggressively.

Industry research stresses that data-driven creative optimization is now mainstream. Teams are not just producing faster; they

are measuring the impact of each output and continuously refining what to produce. This closes the loop: the most effective assets

get prioritized for speed, improving ROI even as volume grows.

Case Studies and Real-World Examples

Exploring actual cases provides concrete evidence of the principles above. We highlight two types: enterprise campaigns leveraging

automation, and in-house operational transformations.

Global Brand Campaign with Automation (Unilever): Unilever’s automated U.V. case (from Table 3 (Source: optiow.com)

exemplifies how large-scale production can coincide with creative impact. By automating video asset generation and delivery,

the brand managed to engage viewers at record levels. Key takeaways: Unilever invested in a platform that could produce

multiple video variations quickly, aligned them with its global media buy, and used data to iterate. The result was both higher

output and high completion rates, validating speed with quality.

In-House Agency Scaling (Three): Three (a UK telecommunications company) expanded its in-house agency rapidly over

just a few years by combining human talent with automated processes. Their head of operations, James Mathers, reports that to

meet Today’s brand demands, “the speed at which brands must produce content is relentless,” and credits automation for

allowing them to scale without compromising quality (Source: www.weareamnet.com). In practice, Three standardized its

branding assets and implemented automated content-generation tools (for digital banners, social posts, etc.), enabling a

smaller team to serve more campaigns. Metrics from Three’s in-house group show year-over-year reductions in asset production

times by over 50% after adopting these systems.

In-House Agency Transformation (Uber EMEA): Uber built a pan-European in-house creative shop supported by a global

content platform (SoDigital’s “Brand Content Excellence Platform”). This case involved provisioning a creative asset platform to

47 country teams simultaneously. Although specific metrics are proprietary, Uber’s marketing team credits this setup with

dramatically improved throughput and consistency. They were able to produce region-specific content in days (instead of

weeks), and reports indicate high satisfaction from local teams. Uber’s case underlines that corporate creative hubs can scale if

given the right technology infrastructure.

Traditional Agency Automation (Hogarth/Dentsu): Holding companies like WPP and Dentsu have invested heavily in

automating creative production. For example, WPP’s Hogarth (in-house production arm) uses proprietary tools to automatically

adapt master ads into hundreds of local variations each year. The velocity gains here are implicit: campaigns that once took

months to adapt globally can now be launched in weeks. Publicly available KPIs are limited, but senior executives note double-

digit increases in project volume handled, thanks to these systems.

Freelance and Gig Platforms: On the very flexible end, some marketing teams use on-demand creative marketplaces and

crowd-sourcing to boost capacity during rush periods. Metrics from creative staffing companies suggest these models can

double a team’s capacity on short notice, albeit with variable quality. Drawbacks include the overhead of briefing many outside

creatives and integration of their deliverables.

From these examples, the common thread is integration of technology with clear processes and alignment. Simply buying

an automation tool does not magically speed up production; it must be embedded into the daily workflow supported by training and

role clarity. Successful projects also maintain a feedback loop to monitor whether faster delivery is in tune with marketing goals.

Discussion: Implications and Future Directions

The convergence of these trends has profound implications for creative organizations:
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Shifting Organizational Structures: As agencies split ideation from production, companies may transition from traditional

full-service models to creative factories specializing in scale. Some corporations might outsource all routine production to AI-

driven agencies and retain only core strategic talent internally. This modular sourcing model promises speed and cost

efficiencies but requires robust ecosystems.

Changing Skills: Creative roles are evolving. Designers and art directors need additional skill sets in using AI tools and data.

Voice and tone editors may become more important than manual illustrators. Teams may also employ more “operations” hires

(project managers, workflow analysts, automation engineers) to maximize velocity. According to the In-House Agency Forum,

data fluency and adaptability are now as important as artistic skill.

Governance and Ethics: Faster creative cycles mean less time for oversight. Organizations must ensure brand consistency,

copyright compliance (especially with AI content), and avoid “ad fatigue” in consumers. Best practices will emerge for AI-

auditing and brand safety in rapid-production contexts.

Sustainability Concerns: High-speed production can inadvertently encourage waste (e.g. pushing out a large volume of

content that is not all used). Companies may increasingly track efficiency metrics to ensure output is tied to business outcomes

and not just speed.

Technology Evolution: By 2026–2030, we can expect even more sophisticated tools: real-time generative video from text

scripts, augmented reality content that auto-personalizes, and collaborative AI “agents” that can manage parts of creative

projects autonomously. These will dramatically raise output ceilings, but also require rethinking of creative management. For

example, some foresee “agentic AI” that can fulfill entire simple briefs end-to-end. If realized, human oversight will shift entirely

to validation and strategy.

Industry Competitive Dynamics: There will be winners and losers. Teams that fail to adapt may find themselves outpaced;

those that build high-velocity capabilities will gain an edge in markets. Early moves by large brands (e.g. P&G, Unilever)

suggest a race to incorporate automation at scale. And platforms (e.g. Adobe, Google) offering end-to-end creative suites are

racing to provide the workflows that enable this velocity.

Taken together, these implications point to a future where creative operations is a core strategic issue for marketing. The

creative brief is no longer the final document; it’s the starting gun for a fast-paced process. A 2025 marketing conference panelist

summarized the shift: “Creative operations is evolving rapidly – from a support function into a strategic driver.” This reports

explores that shift: how the benchmarks in turnaround time and output are defined in 2025, and how organizations are rising to

meet them.

Conclusion

The data and case studies compiled in this report illustrate that creative production velocity has become a top priority for

marketing organizations in 2025. Heightened content demands and digital complexity have put immense pressure on creative

teams, with most leaders acknowledging that speed currently exceeds their capacity. In response, brands and agencies are

reengineering workflows through automation, AI, outsourcing, and agile processes. The payoff is dramatic: turnaround times that

once took weeks can now be slashed by factors as high as 10× (e.g. ~90% faster with automation (Source: www.weareamnet.com).

However, speed gains come with challenges. Ensuring creative quality, avoiding burnout, and maintaining cohesive brand

messaging are essential counterbalances. The evidence suggests an emerging norm: strategically distributed creative production.

Complex ideation and high-value creative work remain human-driven, but routine asset generation is increasingly handled by a

combination of automated systems and specialized partners. Leaders recognize this model as the logical way to “have it all” more

effectively – to achieve speed, scale, and quality — by aligning the right resources for each task (Source: digiday.com) (Source:

www.adnews.com.au).

As 2025 draws to a close, the benchmark for creative teams is clear: deliver content faster, smarter, and at greater volume than

ever before. Those teams will leverage data-backed processes and emerging technologies while safeguarding the human

creativity at the core of marketing. Organizations that embrace this shift – by investing in creative ops talent, refining workflows,

and partnering with automation-capable agencies – will lead their industries. Conversely, those clinging to outdated production

models risk falling irreversibly behind.
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In sum, creative production velocity is now a defining metric of marketing effectiveness. By rigorously measuring and improving

turnaround times and output – as outlined in this report – companies can turn creative speed into a competitive advantage.
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