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Abstract
India’s creative marketing and production sector is rapidly evolving due to digital transformation, rising brand storytelling demand, and growing investment in content-driven marketing. In this competitive ecosystem, vendor reliability, cost efficiency, and technology-enabled workflows play a critical role in ensuring project success. This case examines Pancake Studios, a Bangalore-based creative agency, and the operational, vendor management, and HR coordination challenges encountered during the internship. Despite securing clients such as Ola, Unacademy, CRED, and Allen, the company faced significant hurdles including last-minute vendor dropouts, limited HR networks, inconsistent project costing, and high dependency on freelancers. Operational overload and slow adoption of AI-based tools further increased project timelines and financial risk. Through structured solutions such as centralized vendor databases, backup vendor pools, AI-enabled editing workflows, tiered pricing models, and talent retention initiatives, Pancake Studios strengthened its creative delivery ecosystem. The case underscores the significance of vendor governance, technology adoption, and HR–operations alignment in ensuring sustainability and competitive advantage for creative startups.
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INTRODUCTION
The Indian creative marketing landscape has expanded rapidly with the rise of digital consumption, social media engagement, and brand-focused storytelling. Modern marketing requires agencies to deliver high-quality content at speed while balancing cost, creativity, regulatory requirements, and operational capacity. Startups like Pancake Studios operate in a demanding ecosystem where vendor reliability, project budgeting, and talent retention directly influence their ability to meet client expectations. Pancake Studios emerged as a prominent creative agency delivering large-scale campaigns for national brands within two years of inception. However, the internship experience highlighted critical operational issues—particularly unreliable vendors, limited HR sourcing networks, dependency on freelancers, and slow adoption of AI tools. These issues risked project delays, client dissatisfaction, and increased production costs. This case study examines these challenges through the lens of industry context, company operations, and academic literature to propose sustainable strategies for creative agency growth.
INDUSTRY CONTEXT
The creative marketing industry in India is driven by rapid digital adoption, social media dominance, and a growing appetite for high-quality visual storytelling. Key industry characteristics include:
1. Freelancer-driven ecosystem: A large portion of casting, production, editing, and creative support is provided by freelance professionals and vendors.
2. High competition: Startups compete with global agencies like Ogilvy, GroupM, and MSL, as well as rising digital-first firms such as Schbang and Supari Studios.
3. Cost-sensitive clients: Indian clients often demand premium outputs at budget-friendly pricing, stretching agency resources.
4. Technological evolution: AI-generated content, automated editing tools, and digital production workflows are reshaping creative processes.
5. Compliance pressures: Agencies must comply with ASCI guidelines, digital advertising norms, and data protection requirements.
6. Talent mobility: Creative professionals frequently shift roles, leading to high attrition and unstable project teams.
These systemic conditions create operational vulnerabilities for creative startups, requiring robust vendor ecosystems, diversified HR networks, and strong workflow management systems.
ABOUT THE COMPANY
Pancake Studios India, founded in 2023 in Bangalore, is a creative marketing and production house specializing in content creation, casting, editing, digital campaigns, and end-to-end production services. The agency is led by Founder Shubham Rao and Co-founder & Marketing Director Abhishek Mishra, supported by a team of 20–25 employees. Within two years, the company secured major clients including Ola, Uber, Manyavar, Allen, Oben Electric, Unacademy, and CRED demonstrating rapid growth and strong creative capabilities. Pancake Studios operates on a B2B model, integrating design, production, strategy, and HR-driven vendor coordination to deliver large-scale campaigns.
JOURNEY OF THE COMPANY
Pancake Studios began as a small creative group collaborating on independent videos and brand content. The company grew steadily due to its agility, creative output, and client-centric approach.
Major Milestones
2023: Establishment; initial 3 clients.
2024: Expansion to casting, production, and editing; 10 major clients; ₹15 lakh revenue.
2025: 20+ clients; ₹20 lakh profit; launch of flagship “Teher Jaa” YouTube series.
The company’s journey highlights strategic scaling, talent flexibility, and strong market positioning despite being a young player in a crowded industry.
Problems Faced by the Company
Despite strong creative capabilities, Pancake Studios faced several operational and HR challenges:
1. Vendor Unreliability: Many vendors backed out during shoots, including major dropouts before the “Teher Jaa” project, leading to rescheduling costs of approx. ₹1.5 lakh.
2. Limited Vendor and HR Networks: As a young startup, Pancake had no centralized vendor pool or freelancer database, making talent sourcing inconsistent.
3. Cost Pressures from Clients: Budget-sensitive clients demanded more deliverables at reduced costs, risking profitability.
4. Operational Overload: With 25 employees managing casting, production, editing, and HR simultaneously, the team experienced resource strain.
5. Slow Technology Adoption: Competitors used AI-driven editing and workflow tools; Pancake relied largely on manual processes.
These issues impacted project timelines, increased financial risk, and threatened service reliability.
DATA & FINANCIALS
Key operational indicators reveal underlying stress:
1. ₹20 lakh annual profit, but heavily influenced by volatile vendor costs.
2. 70% dependency on freelancers, increasing vulnerability to last-minute dropouts.
3. Majority one-time clients, highlighting the need for stronger retention strategies.
4. 25 employees multitasking, causing burnout and reduced creative efficiency.
Problem–Solution Matrix
1. Vendor unreliability → Backup vendor pool, SLAs
2. Budget challenges → Tiered pricing
3. Small HR network → Centralized database
4. Tech lag → AI-based editing tools
Strategies And Solutions
To address the issues, the following strategies were recommended:
1. Vendor Management Framework
· Develop a centralized vendor database.
· Use SLAs with penalty clauses.
· Maintain 3–4 backup vendors for every project.
2. AI & Digital Integration
· Adopt AI editing tools (reducing post-production time by 60%).
· Introduce project management and workflow automation platforms.
3. Cost Optimization
· Introduce tiered client pricing (premium, standard, economy).
· Implement cost-based scheduling for shoots.
4. Talent Retention Initiatives
· Flexible work culture, incentives, recognition programs.
· Clear career pathways within creative verticals.
5. Regional Expansion Strategy
· Produce content in multiple regional languages.
· Capture rising demand in Tier-2 digital markets.
These solutions directly reflect practical interventions made during the internship.
CONCLUSION
Pancake Studios has emerged as a promising creative marketing startup capable of delivering high-impact campaigns for top brands. However, operational vulnerabilities particularly vendor unreliability, tech lag, and limited HR pipelines pose risks to scalability. The internship experience demonstrated that structured vendor systems, AI-driven creative processes, and HR–operations alignment are essential for sustainable growth. By implementing digital tools, expanding HR networks, and optimizing project costing, Pancake Studios can strengthen its competitive advantage and position itself as a leading creative agency in India’s dynamic marketing ecosystem.
CASE QUESTIONS
Design a vendor governance framework for Pancake Studios that minimizes last-minute dropouts and improves reliability during high-stakes projects.
Propose a technology adoption plan incorporating AI-driven editing, workflow automation, and digital project management to reduce production timelines.
Develop a cost optimization model that balances client budgets with profitability using tiered pricing, resource planning, and vendor negotiation strategies.
Create a centralized database structure for managing vendors, freelancers, and creative partners to support smoother HR and operational coordination.
Analyze the operational risks associated with Pancake Studios’ high dependency on freelancers and suggest strategies for building a stable internal talent pipeline.
Recommend workflow standardization methods for casting, production, and editing to improve cross-functional coordination and reduce errors.
Assess how regional language content expansion can contribute to business scalability and design a market-entry framework for Tier-2 and Tier-3 cities.
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