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INTRODUCTION

Producing great advertising doesn’t have to be a nightmare. Over my
career, I've managed hundreds of ad campaigns—from scrappy digital
projects to multi-million-dollar productions. Along the way, I've
encountered (and learned how to avoid) the same pitfalls that plague
marketing teams everywhere.

This guide outlines the five most common mistakes I've seen and
provides clear strategies for overcoming them. Whether you're a
marketer, a creative, or a business leader, this guide will help you create
better campaigns in less time, for less money, with fewer headaches.
Let's dive in.




MISTAKE #1: NOT ALIGNING CREATIVE AND
PRODUCTION EARLY

THE PROBLEM

One of the biggest inefficiencies in ad production is the disconnect
between creative teams and production teams. Concepts get developed
in a vacuum, only to hit roadblocks when they’'re handed over for
execution. This leads to wasted time, frustrated teams, and reworked
ideas. You don't want to sell a concept to a client that can't be produced

with their allotted budget.

THE FIX

Bring Production Teams Into Creative Brainstorms

Involve your production lead as early as the first creative meeting.
They can flag potential challenges with execution, saving
everyone headaches later.

Example: Don't write an elephant into the script if the budget can't
support one.

Define Feasibility Criteria

Create a checklist for creative concepts: Does the timeline work?
Is the budget realistic? Are the logistics achievable? Could we
create an elephant with VFX or Al?

Collaborate Using Visual References

Share storyboards or mood boards that align creative and
production visions. This ensures everyone sees the same picture
—literally. Ensure everyone on your team and the clients' know
what you're going to make before you make it.



MISTAKE #2: IGNORING BUDGET
DISCIPLINE

THE PROBLEM

It's easy for ad production budgets to spiral out of control. Everyone
wants to make the client happy but changes late in the process,
unforeseen expenses, and overambitious creative can drain your
resources before you even hit post-production. Scope creep can Kill
your profitability.

THE FIX

Set Detailed Budgets Upfront

Break down costs into specific categories: talent, locations, crew,
equipment, post-production, and contingency funds.

Example: Allocate at least 10% of your total budget for unforeseen
costs like overtime or weather-related delays.

Review Costs at Each Milestone

Assign a budget owner who tracks spending at every stage of
production. Create a transparent cost-tracking system that you
can show to the client at each stage.

Cut Unnecessary Costs Without Sacrificing Quality

Explore alternatives like shooting in fewer locations, using fewer
actors, shaving shoot days, or scaling down unnecessary
elements. Always ask: “Does this serve the story or brand goal?
Can we achieve the same objective without adding cost?"



MISTAKE #3: IGNORING THE IMPORTANCE
OF PRE-PRODUCTION PLANNING

THE PROBLEM

Teams often rush into production without dedicating enough time to pre-
production. The result? Confusion on set, wasted time, and misalighed
expectations.

THE FIX

Develop a Comprehensive Pre-Production Plan

Include storyboards, shot lists, talent agreements, and location
details. The more you plan now, the smoother your shoot will run.

Example: Schedule a tech scout to test equipment at your shoot
location ahead of time.

Hold Pre-Production Meetings with All Stakeholders

Assemble everyone—clients, creative leads, production, and
post-production—for a final alignment before the shoot. Discuss

every detail, from wardrobe to shot angles.

The Pre-Pro meeting is often the most important event in the
timeline. Clients need to know that if it's not in the Pre-Pro
meeting it's not in the shoot.

Anticipate Problems Before They Happen

Use tools like risk assessments to identify potential issues, such
as weather delays or equipment malfunctions. Plan contingency
actions for each.



MISTAKE #4: OVERCOMPLICATING
FEEDBACK LOOPS

THE PROBLEM

When too many voices weigh in on creative decisions, feedback can
become chaotic, causing delays and watering down the final product.

THE FIX

Limit the Feedback Group

Ask the client to designate no more than 1-3 key decision-makers
who represent broader stakeholder groups. Their role is to
synthesize input and provide clear direction. ldeally, there is one
person on the client team that can break ties when there's
conflicting feedback.

Create Structured Feedback Systems

Use tools like frame.io or Miro to centralize feedback. Create
timelines for submitting and reviewing edits to avoid last-minute
chaos.

Example: Assign “feedback rounds” with clear deadlines and
require all changes to be submitted in a single document.

Ensure clients know exactly how many rounds of feedback are
expected and that additional rounds cost money.

Focus on Constructive Feedback

Ask reviewers to answer specific questions like, “Does this align
with the brand strategy?” or "How does this enhance the story?”
And especially, “Is this important enough to add budget or extend
the timeline?"” This ensures feedback is actionable and relevant.



MISTAKE #5: OVERLOOKING POST-
PRODUCTION NEEDS

THE PROBLEM

Post-production is often treated as an afterthought, when it's typically
the most important part of the process. It all comes together in the edit.
A ten hour shoot day is long. A :30 second spot is short. It's often quite
the shock to the client when they see the first rough-cut.

THE FIX

Involve The Client in Post-Production Planning from the Start

Share creative concepts and technical requirements with editors,
colorists, VFX artists, and sound designers early on. Ensure the
client understands what's involved in the edit process and what
will be added with VFX.

Allocate Time for Post-Production

Build sufficient time into your timeline for editing, revisions, and
approvals. Rushed post-production often results in subpar quality.

Plan for Multi-Platform Deliverables

Think about where your campaign will run—TV, digital, social
media—and ensure your assets are optimized for each.



CONCLUSION

Avoiding these five mistakes can save your team significant time,
money, and stress—all while producing better creative. Great campaigns
don't happen by chance; they're the result of thoughtful planning and
collaboration.

For more insights like these, sign up for my newsletter, where | share
practical tips, tools, and strategies to help you create world-class
advertising. Don't forget to grab your copy of Hacking Advertising for a
deeper dive into these topics!

Looking to Go Deeper and Learn More? You can pre-order "Hacking
Advertising - How We Learned to Make Ads Without the Agency (And
You Can Too!) right now!

Pre-Order: Hacking Advertising from Amazon



