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Introduction

Marketing isn’t what it used to be. Gone are the days of, “Publish and they will come” 
and, “You don’t really need paid media to engage your audience.” Today’s marketing 
is about trying to stand out amidst the clutter, an integrated approach that surrounds 
your audience with the most engaging, interactive content, and then tracking, 
reporting, adjusting, and optimizing to get you the best business results. 

This new approach doesn’t only require new 
tactics — it requires new thinking, new skills, 
and a whole new team of marketers. 

For many companies, that’s where things 
get sticky. Do you have the resources to 
hire, onboard, manage, and retain that mix 
of marketers? Or would you be better served 
outsourcing some or all of your marketing to  
an agency partner who can provide that 
specialized expertise? 

Like the personalized content you should be 
developing for your audience, it’s different for 
everyone. In this eBook, we’ll help you think 
through your options. So, whether you end up 
outsourcing, insourcing, or relying on a hybrid 
model, you can turn your marketing efforts into 
measurable, revenue-generating programs. 

Introduction

Today’s marketing  
requires new thinking,  
new skills, and a whole  
new team of marketers.
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In addition, there’s a growing skills gap — 
especially in digital marketing. A Google study  
found that when more than 1,000 digital marketers 
were asked to rank their digital skills on a scale of 
1 to 100, the average respondent ranked him- or 
herself at only 57. That’s pretty discouraging for 
someone whose job is digital marketing, isn’t it? 

Addressing both of these challenges comes 
down to assembling the right team of marketers 
— people with the right skill sets to successfully 
execute marketing activities and measure the 
results of those efforts. 

But what makes up the “right” team? In the past, 
marketing teams were heavy on generalists, 
often with titles like marketing manager or 
marketing director. They could get by with a 
little knowledge on a lot of different marketing 
strategies and tactics — from email campaigns 
to blog posts — and be successful. Today, the 
landscape has changed. 

On a scale of 1 to 100,  
the average digital  

marketer ranks his/her 
digital skills at only 57.

Nearly 40 percent of marketers say that proving ROI on their efforts is their top 
challenge. That means that while they may be creating and distributing stuff, 
they’re struggling to figure out if it’s actually effective. 

Chapter 1 • The State of Modern Marketing 

Chapter 1 • The State of Modern Marketing
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  Content

Some sources indicate that more than 3 million 
blog posts are published per day. That’s a lot of 
content for your audience to sort through. And 
it’s why you need a content specialist on your 
team — someone who has the skills to develop 
targeted, strategic, engaging content that cuts 
through the clutter. But, being a good writer  
isn’t always enough; you also need someone 
who has the industry knowledge to provide  
in-depth, educational value to your prospects 
and customers. 

  Technology

Seven years ago, there were about 150 marketing 
technology tools on the market. Now, there 
are nearly 7,000. To effectively use marketing 
technology to power your marketing efforts, you 
need people who know the ins and outs of the 
technology. From initial setup to maintenance 
to reporting, they need to know how to choose 
the right tools for your organization, optimize the 
way you use them, and ultimately generate a full 
return on that (sometimes) expensive investment. 

  Distribution

Sure, you can develop a lot of stuff as part of 
your marketing campaigns: eBooks, blog posts, 
infographics, videos, and podcasts. But you 
won’t get results unless you get those things 
in front of your prospects. To ensure those 
marketing tactics actually generate leads, you 
need someone who understands distribution  
top to bottom — from paid and organic social 
media to the strategy and implementation of 
successful email campaigns. 

  Design

Marketing and design go hand-in-hand. You 
can develop the most compelling content, 
ads, and emails in the world, but if they don’t 
look appealing, they’re not going to draw your 
audience in — which means you’re probably not 
going to convert any readers to leads, let alone 
customers. And keep in mind that today, design 
covers a whole range of mediums, including 
interactive content, video graphics, social media 
graphics, and more. You need the right person 
to lead your design efforts to success, someone 
who understands marketing and design and how 
they work together. 

Chapter 1 • The State of Modern Marketing 

While you still need generalists to guide efforts 
from a high level and tie marketing components 
together, you also need a number of specialists 
to meet the demands of today’s buyers.

Do you have the optimal team?

In each of these areas, your team needs to be 
able to strategize and execute, which can start 
to inflate the number of people actually required 
to make the engine run. Think about your goals,  
who you would need to build strategy and  
execute in “specialized” areas beyond generalists, 
and then decide … 

Do you have the optimal team? If your answer 
is no, don’t panic. For many organizations, it’s 
no longer feasible to hire an internal team that 
covers all these needs. That’s why so many 
organizations consider outsourcing some or 
all of their marketing efforts. But, of course, 
there are also companies who successfully hire 
internal teams that include specialists from every 
category. It all depends on your company’s 
needs, priorities, and resources.

https://www.linkedin.com/company/right-source-marketing/
https://twitter.com/rightsource
https://www.rightsourcemarketing.com
https://www.facebook.com/rightsource
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https://chiefmartec.com/2018/04/marketing-technology-landscape-supergraphic-2018/
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Average Marketing Compensation 

Average Annual Salary* Average Benefits Costs** Total Compensation

Chief Marketing Officer $205,530 $95,392.40 $300,922.40

Content Marketing Manager $65,003 $30,169.77 $95,172.77

Marketing Technology Manager $93,512 $43,401.62 $136,913.62

Marketing Director/Strategist $83,840 $38,912.56 $122,752.56

Marketing Analyst $53,749 $24,946.46 $78,695.46

Graphic Designer $43,025 $19,969.14 $62,994.14

Digital Marketing Manager $64,311 $29,848.59 $94,159.59

Total for Team of Specialists $608,970 $282,640.54 $891,610.54

Just think about what it takes to hire a modern 
marketing team. You have to recruit, interview,  
and hire each individual team member, train  
them, and then hope they live up to your 
expectations (and if they do, you have to then 
retain them). And have you considered the cost? 

Just look at the following average total compensation costs for marketers, including base salary and 
average benefit costs (31.7 percent of salary). 

To individually hire each of the specialists that 
you’d have access to through a marketing agency, 
you’d likely have to pay employee compensation 
ranging from $500,000 to $900,000, and that 
cost escalates if you make a hiring mistake or if 
employees jump ship after just a year. 

For companies that struggle with prioritizing marketing or don’t have the resources to 
hire a comprehensive, specialized marketing team, outsourcing may be the solution.

Sources: *Payscale December 2018  **Bureau of Labor Statistics 2018

Chapter 2 • Outsourcing

Chapter 2 • Outsourcing
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  Advantages of Outsourcing

Outsourcing lets you solve lots of problems  
that make it hard to be successful with your  
marketing — limited time and resources, lack  
of expertise, time to market, and more.   

arrow-circle-right Multiple areas of expertise 
For most companies, it’s not feasible to hire  
a full-time employee to meet every marketing  
need; with an outsourced agency, your  
business gets access to experts in every area,  
from content to technology and everywhere 
in between. 

That becomes especially important when your 
company implements something new, like a 
software platform. While it may take a good 
chunk of time to get your company ramped 
up on a platform, you may not have enough 
consistent, long-term work to hire a full-time 
specialist. Outsourcing gives you access  
to an expert for as long as you need him or  
her, so you can choose (and change) your  
priorities based on your needs and goals.

arrow-circle-right Experience and insight 
An established marketing agency has worked 
with many clients — often, companies that 
are in the same category of business as 
yours. That means the agency usually  
comes with experience and a depth of  
knowledge around what kind of marketing  
and messaging resonates with your audience 
— and what doesn’t. 

Because outsourced marketing agencies 
work with so many clients, they’re required 
to come up with efficient processes that drive 
results at every step of the engagement.  
That means they can bring established  
processes for planning, reporting, execution, 
and communication — which can quickly  
put your company on a path to success. 

3 in 4 companies say that 
attracting quality candidates 

is their biggest challenge.

Chapter 2 • Outsourcing

The Problems With Hiring 

According to a Glassdoor survey, three in  
four companies say that attracting quality 
candidates is the biggest challenge they face 
today. Even if you do find the ideal candidate 
for each of your open roles, you then have to 
successfully onboard them. Research shows  
that it can take 8 to 26 weeks to get a new 
employee fully up to speed — and in the 
meantime, that could cost your company 
between 1-2.5 percent of total revenue.

But it’s not just about the costs of hiring. 
Bringing in an outside team can offer  
different perspectives, expert insight,  
added accountability, and more. 

https://www.linkedin.com/company/right-source-marketing/
https://twitter.com/rightsource
https://www.rightsourcemarketing.com
https://www.facebook.com/rightsource
https://www.glassdoor.com/research/app/uploads/sites/2/2017/12/Final_GD_ResearchReport_5Disruptions2018.pdf
https://www.glassdoor.com/research/app/uploads/sites/2/2017/12/Final_GD_ResearchReport_5Disruptions2018.pdf
https://blog.hubspot.com/marketing/how-to-hire-effective-marketers
https://blog.hubspot.com/marketing/how-to-hire-effective-marketers


Insource, Outsource, or Hybrid • How To Build the Most Effective Marketing Team

RightSourceMarketing.com 07

arrow-circle-right Outsider perspective 
Your agency’s experience can also give  
you an outside perspective that’s not always 
easy to cultivate in an internal employee.  
Internal team members can develop  
insular points of view over time, leaning  
on methodologies and tactics that are “the 
way it’s always been done,” or holding back 
honest opinions for fear of how they’re  
perceived by leaders. Outsourced marketing 
agencies, on the other hand, look at issues 
from your customers’ points of view (and 
don’t act under the influence of company 
politics or bias). 

arrow-circle-right Accountability 
Outsourced agency partners are paid to  
produce results. Literally. That means  
they’re incentivized to work toward your 
goals, meet deadlines, and prove their  
successes — and if they don’t, you’re  
typically able to end the partnership fairly 
easily. It’s not as quick or easy to get rid  
of an employee — or group of employees  
— whose performance is mediocre. 

arrow-circle-right Stability of resources 
An internal marketing team gives you full- 
time access to your staff — until someone 
gets sick or decides to leave the company. 
When your marketing technology specialist 
calls in sick, you likely don’t have a backup 
who can perform the exact same function at 
the same level of expertise. So, you just have 
to put things on hold until he or she returns 
to work. And it’s even worse if that person 
resigns permanently; between hiring and 
training, you’re probably looking at about 
two to three months until you have a replace-
ment on board. Marketing agencies, on the 
other hand, have backup staff, so no matter 
what comes up, you have someone  
to address your needs. 

arrow-circle-right Scalability and speed to market 
Outsourced marketing teams are designed 
(and hired) to be quick and nimble. That 
means they’re staffed and incentivized to get 
your strategies into market quickly, while an 
internal team may not have the resources 
or bandwidth to commit to that goal in the 
same timeframe. 

Along the same lines, if your strategy shifts  
or marketing needs suddenly increase, an 
agency likely has the resources and specialists 
to accommodate that change — whereas  
with an internal team, you’d have to spend 
valuable time hiring additional resources. 

Worried Your Industry is Too 
Complex for Outsourcing? 

In addition to established processes and a  
depth of experience, agencies can also bring 
access to experts and freelancers that specialize 
in niche industries. They do the digging to find 
people who know exactly how to speak to  
your audience, no matter how technical or 
complex the topic. 

Chapter 2 • Outsourcing
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  Who Should Outsource? 

Outsourcing can benefit companies of nearly  
any size and in any industry — but specifically, 
companies that experience the following  
challenges should consider outsourcing:

arrow-circle-right Lack of resources to hire a fully staffed  
 marketing team 

arrow-circle-right Difficulty prioritizing marketing activities,  
 which causes a delay in getting marketing  
 tactics into market

arrow-circle-right The need for specialized tactics that don’t  
 warrant a full-time hire (e.g., implementing  
 a marketing automation tool over a six- 
 month period)

arrow-circle-right Lack of strong marketing-specific  
 leadership that can develop a strategy  
 for success

arrow-circle-right Lack of results/ROI with current  
 marketing  activities

arrow-circle-right Too few people to address a long list  
 of task-driven marketing activities  
 (vs. strategy-driven)

arrow-circle-right Need or desire to move from  
 traditional marketing to a modern  
 marketing approach, but lack the  
 resources or insight to make the shift 

Why Are Companies Outsourcing?

Drives Broader  
Transformational  

Change

Manages 
Business 

Environments

Cost 
Cutting 

Tool

Enables  
Focus on  

Core Business

Solves 
Capacity 

Issues

Enhances 
Service 
Quality

Access to 
Intellectual 

Capital

Critical to 
Business 

Needs

59%

57%

47%

31%

28%

28%

17%

17% Source: Gartner, Marketing  
Organizational Design and  

Strategy Survey 2016
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While many of the ANA survey respondents 
pointed to cost efficiencies as the reason why  
they’ve brought marketing activities in-house,  
others said that establishing an internal 
marketing team allows for greater control over 
campaigns — after all, your own employees are 
the ones who are closest to your customers.

Over the past several years, companies have increased insourced marketing efforts. 
According to a new report from the Association of National Advertisers (ANA),  
78 percent of brand marketers report having some sort of in-house operations in 
2018 — compared to 58 percent in 2013. In the B2B sector, more than one-third 
of businesses rely only on an internal team for their marketing efforts, while the 
remaining two-thirds use an outsourced agency or hybrid method. 

Chapter 3 • Insourcing

1/3
of B2B Businesses 

Rely Only on 
Internal Teams

Chapter 3 • Insourcing
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  Advantages of Insourcing

While piecing together the right mix of in-house 
expertise requires time and extensive resources, 
insourcing all of your efforts will give you maximum 
control with a team that knows your brand.

arrow-circle-right Complete control over your marketing efforts
While you would have authority over an  
outsourced marketing agency’s activities,  
an insourced team gives you complete,  
indisputable control over your marketing  
efforts. Rather than relying on an external team 
to develop and execute ideas and strategy, 
that’s completely up to your team. You can shift 
when needed; control how, when, and where 
the work is done; and monitor and track your 
activities every step of the way. 

arrow-circle-right Uninterrupted access 
When your entire marketing department is 
physically under your company’s roof, you have 
access to them around the clock — or at least 
during working hours. That gives you the abili-
ty to monitor and change their priorities at any 
time, which can be helpful for last-minute or 
urgent requests. 

arrow-circle-right Intimate business, industry,  
 and brand knowledge 

Your employees live and breathe your  
brand, day in and day out. They talk to your 
customers, employees in other departments, 
and your leadership team on a regular basis. 
Staying that close to your brand — and  
only your brand — can give them intimate 
knowledge about your business and  
customers, which should come through in 
their daily work. That will help keep branding 
and messaging consistent throughout your 
marketing materials. 

arrow-circle-right Marketing and sales alignment 
An insourced marketing team can foster  
better alignment between marketing and 
sales teams, simply because of proximity — 
because the teams have constant, immediate 
access to each other. That becomes more 
difficult with an outsourced team, that isn’t 
in contact with sales leaders as often as an 
internal team. 

Chapter 3 • Insourcing
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  Who Should Insource? 

While insourcing offers many benefits, it’s  
not feasible for all companies. You may be 
well-suited for insourcing your marketing if  
your company: 

arrow-circle-right Is currently executing successful marketing  
 activities and garnering the results you want 

arrow-circle-right Has access to a substantial budget to hire  
 a full staff of marketers, including all the  
 specialists you need for your strategy 

arrow-circle-right Consistently innovates and stays on top  
 of marketing trends, so that you don’t fall  
 behind your competition

arrow-circle-right Has the capacity to consistently prioritize  
 marketing activities, as well as switch gears  
 and develop new marketing strategies when  
 business goals changes

Your Insourced Marketing  
Team Checklist 

If you plan to keep your entire marketing team 
in-house, make sure you’re able to fill the 
following positions. While you may be able to 
combine some of these positions, it’s not often 
that you’ll find someone who can expertly fulfill 
more than one role. 

CHECK-CIRCLE Marketing strategist

CHECK-CIRCLE Project manager

CHECK-CIRCLE Content strategist

CHECK-CIRCLE Content writer

CHECK-CIRCLE Paid media specialist

CHECK-CIRCLE Graphic/interactive designer

CHECK-CIRCLE Social media manager/strategist

CHECK-CIRCLE Email marketing specialist

CHECK-CIRCLE SEO specialist

CHECK-CIRCLE Reporting and analytics specialist

CHECK-CIRCLE CRM specialist

CHECK-CIRCLE Marketing automation specialist

Chapter 3 • Insourcing
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Your company doesn’t have to go entirely one way or the other — there’s an 
option beyond 100 percent outsourcing or insourcing: the hybrid model. While 
that can look different for every organization, it essentially boils down to keeping 
some of your marketing team or work in-house, while also taking advantage of an 
agency partner for a portion of work, projects, and campaigns. By finding the right 
source of expertise and execution for specific projects or areas of your marketing, 
you can boost your chances of success. 

In an ANA survey, 90 percent of respondents 
said they still employ agency partners. In some 
cases, that means they work with an agency just 
for a specialized service, rather than for all their 
marketing activities. 

Marc Prichard, Proctor & Gamble chief brand officer, 
told AdWeek, “We’ll pay for what creates the most 
value for consumers and discern what work should 
be done by our people versus agency people.” 

Chapter 4 • Hybrid Model

90 percent of respondents 
said they still employ  

agency partners.

Chapter 4 • Hybrid Model
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What Types of Marketing  
Activities Are Ideal for  
a Hybrid Model?

Nearly any individual marketing activity can be 
outsourced, but there are a few common areas 
where businesses tend to need outside help: 

CHECK-CIRCLE Marketing technology platform migration,  
 implementation, maintenance, and training 

CHECK-CIRCLE Content strategy and execution, especially  
 in complex or niche industries 

CHECK-CIRCLE Paid media strategy and execution 

CHECK-CIRCLE Graphic design, especially in specialized  
 formats such as interactive or video 

CHECK-CIRCLE Overall marketing strategy, to generate  
 ideas and tactics outside of the company’s  
 conventional ideas

Chapter 4 • Hybrid Model

  Advantages of a Hybrid Model

With the hybrid marketing model, you can have 
your cake and eat it too. Retain control with 
an internal team, while leaning on outsourced 
experts to move the needle quickly in areas like 
technology or content creation.

arrow-circle-right Specialized services to fit your needs
Maybe your company is staffed fairly well,  
but needs help with a specialized service  
— like a paid media campaign or marketing  
automation platform implementation — that 
no one on your internal team is equipped to 
handle. That’s where an agency partner can 
step in. You take advantage of the strengths 
of your internal team, while still getting the 
skills (and ultimately, results) you need from  
a specialized outside team. 

arrow-circle-right Cost efficiencies 
Hiring an outside marketing agency for  
only part of your marketing efforts allows  
you to spend resources in a targeted,  
efficient way. You get exactly what you  
pay for — nothing more and nothing less.  
If you already have a good idea of the  
tactics that will drive results and ROI, this  
can be a good way to achieve those goals.

arrow-circle-right Innovative solutions  
Marketing leaders who spend most of  
their time executing on the everyday  
tactics can lean on outsourced marketing 
agencies to develop and execute more  
innovative, out-of-the-box ideas. These  
agencies have likely executed similar  
innovative strategies before, and have the 
background knowledge and expertise to 
deliver results. That takes the pressure off 
internal marketing leaders — freeing them  
to work on core marketing activities.  

arrow-circle-right Right combination of expertise  
A common complaint of outsourcing is that 
while agency partners have the expertise  
to create innovative, engaging content they 
lack the deep subject matter knowledge 
that’s critical to connect with your company’s 
audience — especially in complex, niche  
B2B industries. A benefit of using a hybrid 
model is being able to combine the two. 
Internal subject matter experts (who know 
the industry inside and out) can work with 
external marketing experts (who know how 
to create the right messaging and angle to 
create highly valuable material. 

https://www.linkedin.com/company/right-source-marketing/
https://twitter.com/rightsource
https://www.rightsourcemarketing.com
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  Who Should Use a Hybrid Model? 

Because a hybrid model can vary so widely  
— from outsourcing a single initiative to having  
an entire team of marketers on retainer for a  
specific number of hours each month — a  
hybrid model can work for many companies. 
However, it can be an optimal choice for  
companies that have: 

arrow-circle-right Strategic guidance or leadership  
 (like a CMO), but lack the resources  
 to execute that leader’s vision for the  
 company’s marketing activities 

arrow-circle-right Clear gaps in specialized skills, like  
 technology or paid media, which limits  
 your company in what marketing tactics  
 you can pursue 

arrow-circle-right A difficult time prioritizing marketing  
 activities; when other business activities  
 take priority, marketing falls by the wayside

arrow-circle-right A need to test or launch a new concept  
 or campaign quickly, but lack immediate  
 access to the right resources 

arrow-circle-right A marketing team that’s already stretched   
 thin, making it difficult to strategize, plan,  
 or execute marketing activities

Successful Marketing Collaboration

Chapter 4 • Hybrid Model

Select an Agency  
Choose an agency with  
specific experience and  
success with your projects,   
plans, technology, and tools. 

Request a Proposal  
Establish goals with your  
agency and receive a plan for  
recommended strategies, projects,  
and tactics to reach them. 

Project Kick-off 
Kick off your project and  
meet with your agency  
regularly. Make adjustments  
and revisit goals often. 

Measure Results 
Discuss results and  
communicate metrics, reports, 
and lessons learned to other  
organization stakeholders. 

STEP

01

STEP

02

STEP

03

STEP

04
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be best for your organization? Let’s talk.

Learn how you can achieve optimal marketing results.

Request a Free Consultation
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