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Executive Brief: The Structural Shift in Acquisition Economics

RESEARCH FINDING: Creators operate as scalable customer acquisition infrastructure

Leading companies no longer buy one-off sponsored posts. They establish always-on creator sample distribution
engines where top-converting content is whitelisted directly into paid acquisition channels.

Over the past 36 months, customer acquisition economics underwent a
structural breakdown. Across Meta, Google, and legacy networks, blended
customer acquisition costs (CAC) jumped 60% to 80% as privacy updates
degraded targeting, ad inventory saturated, and consumers systematically
ignored polished corporate commercials.

In response, high-growth scaleups decoupled customer acquisition from
traditional corporate ad accounts. Instead of booking episodic influencer
campaigns with fixed upfront retainers, these operators engineered always-on
creator distribution pipelines. By activating hundreds of decentralized micro-
creators, seeding physical and digital products at scale, and linking creator
compensation directly to in-app commerce checkout or paid whitelisting, they
converted creator partnerships into predictable revenue infrastructure.

This report deconstructs findings from 544 public source records (long-form
founder interviews, CMO podcasts, first-party agency case studies, and
industry research), synthesizing 625 documented creator programs across six
industry verticals: E-Commerce & DTC, B2B SaaS & Tech, UGC Scaleup Labs
& Performance Agencies, Local Hospitality, Gaming & Esports, and Beauty &
Consumer Goods.

Traditional enterprises that fail to transition from static media buying to
decentralized creator operations absorb compounding customer acquisition
penalties. Companies that build systematic discovery, seeding, and
whitelisting pipelines secure resilient organic reach, reduce blended CAC, and
maintain continuous creative velocity across every major digital channel.

544

Public source records analyzed across 179
shows and domains

625 Cases

Documented corporate
creator programs classified

287 Metrics

Cases with quantified
reported metrics (45.9%
rate)

Macro Finding: Decentralized micro-creator
distribution structurally diversifies algorithmic risk away
from centralized corporate ad handles.

Which Creator Strategies Drive Which Outcomes?

Observed outcome over-index across documented creator programs

InsightArc Research - The Modern Creator Playbook 2026
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DIRECT REVENUE  CREATIVE VOLUME CAC / CPA B2B SALES CATEGORY
STRATEGY MODEL (N) (GMV) (ADS) REDUCTION PIPELINE AUTHORITY
Affiliate Seeding (n=145) 65.5% 13.1% 9.0%
2.2x BASELINE 1.0x BASELINE 1.0 BASELINE
UGC Testing Factory (n=100) 50.0% 24.0%
3.8x BASELINE 2.6x BASELINE
Creator Media / Spark (1=89) 40.4% 18.0% 31.5%
1.4x BASELINE 1.9% BASELINE 2.3x BASELINE
Community Ambassadors (n=53) 34.0% 41.5%
1.2x BASELINE 3.0x BASELINE
B2B Practitioners (n=34) 8.8% 52.9% 26.5%
1.0x BASELINE 15.8x BASELINE 1.9x BASELINE
Gaming Bounties (n=22) 59.1%
2.0x BASELINE
Hospitality Catchment (n=22) 13.6% 72.7%

1.0x BASELINE

Over-index = share of cases reporting an outcome within a strategy + corpus-wide outcome baseline.
*Observed association within the research corpus; not a causal estimate.

5.2x (BOOKINGS)

Figure 01 — Which Creator Strategies Drive Which Outcomes? Source: InsightArc Research analysis of 625 documented programs; quantified
outcome cases only where reported. Over-index compares outcome incidence within each strategy with the corpus-wide baseline; this is an

observed association, not a causal estimate. See Methodology.

Five Functional Roles Creators Play in Modern Growth Systems

DISTRIBUTOR PRODUCER EXPERT

Traffic — Revenue Content — Creative Velocity Trust — Pipeline
Shoppable affiliate storefronts, Decentralized creative testing, Technical workflow demos &
in-app checkout links. 20-50 variants/wk. objection teardowns.

n=108 « 2.3x Over-Index n=177 « 3.0x Over-Index n=19 « 5.6x Over-Index

Figure 02 — Five Functional Roles Creators Play in Modern Growth Systems Source: Ins|
programs.

Sources, Methodology & Where Opportu

InsightArc Research analyzed 544 public source records including long-form
founder interviews, CMO podcasts, first-party agency case studies, company
post-mortems, and industry analyst reports (CreatorlQ, IAB, Sprout Social).

Every documented case is classified into strict Evidence Tiers: Tier A
(Operator-reported, 48.8%), Tier B (Independent Research, 12.5%), and
Tier C (Tactical Commentary, 38.7%). Out of 625 classified cases, 287
contained quantified reported metrics.

*Methodology Note: InsightArc Research. For questions & partnerships:
sb@insightarc.com (Serge Berezhnoy). We analyze publicly documented examples of
what operators say they actually did and what results they reported. Quantitative findings
describe patterns within this corpus and are not estimates of the entire creator economy.*

InsightArc Research - The Modern Creator Playbook 2026

VALIDATOR AMBASSADOR
Proof — Authority Relationship — Retention
Local reviews, unscripted Long-term co-creation &
before/afters. recurring community advocacy.
n=86 * 2.1x Over-Index n=56 + 1.8x Over-Index

ightArc Research classification of documented creator

nities Are Emerging

HOW THIS RESEARCH WAS BUILT

* 544 PUBLIC SOURCES: 146
Video/Podcasts + 398 Web Case Studies
* 625 DOCUMENTED CASES across 535
Unique Brands & Operators

* 287 QUANTIFIED OUTCOMES with
reported revenue, CAC, or pipeline metrics
*179 RECURRING SHOWS & DOMAINS
(Exit Five, 20VC, Demand Gen, Ecom
Growth)
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Where Creator Opportunities Are Emerging

A 2x2 diagnostic framework comparing observed market adoption against documented outcome over-index (n=625).

MATURE WINNERS (HIGH USE / HIGH OUTCOME)

OUTCOME)

EMERGING OPPORTUNITIES (LOW USE / HIGH

Affiliate Seeding
n=145 + 2,2x Baseline GMV

B2B Practitioners
n=34 « 15.8x Baseline Pipeline

UGC Factory

n=100 « 3.8x Baseline Volume

Hospitality Catchment

n=22  5.2x Baseline Bookings

CROWDED TACTICS (HIGH USE / LOWER MARGIN)

EXPERIMENTAL PLAYS (LOW USE / SPECIALIZED)

Creator Media / Broad Spark
n=89 « 1.4x « Rapid Creative Fatigue

Gaming Streamer Bounties
n=22 ¢ Infrastructure Dependent

OUTCOME OVER-INDEX —

Community Ambassadors
n=53 « 3.0x Category Authority

OBSERVED ADOPTION IN MARKET —

Figure 03 — Where Creator Opportunities Are Emerging Source: InsightArc Research analysis of documented strategy prevalence and
outcome over-index. Positioning reflects this research corpus, not the total creator market.

Strategy x Business Outcome Matrix

Mapping empirical creator strategies to primary commercial outputs, target metrics, and verified benchmark deployments.

PRIMARY BUSINESS
GOAL

STRATEGY MODEL

TYPICAL CONTENT OUTPUT

EMPIRICAL BENCHMARK CASE

Micro-Affiliate Seeding Direct GMV Velocity

Modular UGC Factory CAC Compression

High-Trust Inbound

Practitioner Demos T
Pipeline

Hyperlocal Catchment Direct Venue Bookings
5-Creator Sandbox

ICP & Value Prop Proof

Streamer Bounty Loops Day-1 Steam Wishlists

High-volume shoppable product reviews

(100+ videos/mo)

20-50+ modular ad variations/wk (3
Hooks x 2 Bodies x 3 CTAs)

Unscripted screen-share workflow
teardowns

Geo-targeted property tours & in-bio
voucher links

5 parallel micro-creator value
proposition split tests

Chaotic gameplay clips & affiliate
referral bounties

MaryRuth's ($40M TikTok Shop GMV)

Superwall (-40% CPA / $750k MRR)

Slidebean (15.8x Inbound Pipeline)

ENTROPI USA (+35% Direct Booking
Shift)

Shivam Framework (30-day proof)

Pocketpair / Bopl (300k+ Wishlists)

InsightArc Research - The Modern Creator Playbook 2026
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SECTOR 01

E-Commerce & DTC Social Commerce

$40,000,000 GMV

Reported TikTok Shop revenue generated via automated micro-creator affiliate seeding in twelve months.

Industry Overview & Strategic Patterns

Direct-to-consumer brands facing rising ad costs have replaced traditional influencer sponsorships with high-volume affiliate
seeding. Four distinct patterns define modern e-commerce creator strategy:

Pattern 01: High-Volume Micro-Affiliate Seeding Pattern 02: Subculture Discovery & Repositioning
Instead of 5-figure flat fees, brands ship free samples to hundreds of 5k— Brands like
30k creators on 15%—25% commission terms. Stanley 1913

identify untapped communities (#¥WaterTok) to expand demographic
reach beyond traditional buyers.

Pattern 03: Organic to Paid Whitelisting & Spark Ads Pattern 04: Omnichannel Spillover Engine

Teams at High-volume TikTok Shop creator activity creates a halo effect across
True Classic Amazon storefronts and Google search (+40% organic sales lift).
and
HexClad

monitor organic hold rates daily, whitelisting breakout winners directly into
Spark Ads.

THE ALWAYS-ON SOCIAL COMMERCE FLYWHEEL

01 Sample Seeding 02 Authentic Review 03 Breakout Detection 04 Paid Media Spark 05 Retail Spillover
Ship free samples to 100— g 15%—-20% commission on - Algorithm flags high-retention = — Whitelist winners into paid g +40% lift on Amazon &
500 creators tracked sales videos ads Google

Figure — The Always-On Social Commerce Flywheel Source: InsightArc Research synthesis of documented E-Commerce & DTC cases.

Documented Case Library: E-Commerce & DTC

case ec-o1 MaryRuth's Organics E-COMMERCE - SUPPLEMENTS & WELLNESS $40,000,000 GMV

Annual ‘I’ikTok Shop Velocity

OBJECTIVE: Direct social commerce GMV with zero upfront talent risk.

HOW IT WORKED: Shipped free product samples to thousands of everyday health micro-creators. Tiered 15%—20% affiliate commissions
incentivized video production, and top organic videos were whitelisted via TikTok Spark Ads.

RESULT: Scaled TikTok Shop to a $40M annual revenue run rate without upfront talent retainers, turning creator volume into predictable
conversion math.

WHY IT WORKED: Creator compensation was tied strictly to point-of-sale checkout velocity, while organic posts acted as an unpaid validation filter
before deploying paid Spark ad dollars.

COPY Continuous micro-affiliate seeding loop with tiered 15%—20% commissions and Spark Ads whitelisting.
ADAPT  Adjust sample dispatch volume based on product gross margin and repeat purchase behavior.
AvoID  Paying 5-figure upfront talent retainers for unproven organic reach.

BEST FOR High-frequency consumer products with demonstrable visual application.

PRIMARY SOURCE Verify Primary Source Record —

InsightArc Research - The Modern Creator Playbook 2026 Page 5 of 25
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case ec-02 Stanley 1913 &£-coMMERCE - CONSUMER HARDWARE & DRINKWARE
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$70M — $750M

Annual Brand Revenue Scale

OBJECTIVE: Total Addressable Market (TAM) expansion into female lifestyle segments.

HOW IT WORKED: Pivoted marketing away from century-old outdoor channels to seed pastel drinkware into female wellness creators
(#WaterTok). Amplified organic community word-of-mouth with limited-edition color drops.

RESULT: Transformed a $70M industrial tool brand into a $750M mainstream cultural icon by repositioning product utility to short-form creator

feeds.

WHY IT WORKED: Identified an organic customer subculture already adopting the product in an unexpected context, leaning into community aesthetic

preferences rather than historical brand positioning.

COPY Detect emergent consumer subcultures already featuring your product in unexpected ways.

ADAPT

Product colorways and aesthetic packaging specifically tailored for target sub-communities.

AvoID  Restricting brand marketing spend strictly to legacy historical customer demographics.

BEST FOR Established brands seeking cross-demographic repositioning and cultural resonance.

SECONDARY SOURCE

EC-03 $1.0M GMV /8 weeks

BrandsMeetCreators

OBJECTIVE: Rapid sales velocity on new DTC product launches.

HOW IT WORKED: Automated 50+ sample dispatches daily to active
TikTok Shop creators under 50k followers on pure commission.

RESULT: Generated $1.0M GMV in 8 weeks with automated fulfillment.

COPY  Automate creator sample fulfillment like a software supply
chain. Eliminate contract friction.

PRIMARY SOURCE —

EC-05 $17M+ GMV | Routine UGC
Bloom Nutrition
OBJECTIVE: Everyday habit integration for health supplements.

HOW IT WORKED: Seeded thousands of fithess and lifestyle creators for
unscripted 'Get Ready With Me' integrations without forcing corporate
taglines.

RESULT: Built a $17M+ TikTok Shop channel on authentic daily usage.

COPY Embed products into pre-existing behavioral rituals rather than
demanding standalone reviews.

SECONDARY SOURCE —

EC-07 +40% Lift / Amazon Store
Spillover Commerce

OBJECTIVE: Capture multi-channel demand generated by TikTok virality.
HOW IT WORKED: Saturated TikTok feeds with micro-creator demos while
optimizing Amazon search ranking for specific product keywords mentioned
in videos.

RESULT: Achieved a 40% organic sales lift on Amazon storefronts during
TikTok campaigns.

COPY Measure full-funnel halo effects; over 30% of consumers
discover on TikTok but complete checkout on Amazon.

SECONDARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

View Case Study Analysis —

EC-04 High ROAS /surge Biitz

Jordan West Framework
OBJECTIVE: Force feed-algorithm momentum during key promotional
windows.

HOW IT WORKED: Aligned 100+ creators to publish shoppable videos
within the same 48-hour window, overwhelming platform feeds.
RESULT: Accelerated organic reach and conversion rates across TikTok
and Instagram.

COPY Concentrate creator posting dates into synchronized waves
rather than trickling posts across a month.

PRIMARY SOURCE —

EC-06 Lower CAC /TTCM Data
The Ecom Bull
OBJECTIVE: Maximize sample conversion yield per creator pitch.

HOW IT WORKED: Filtered talent based on historical GMV per video and
audience checkout propensity prior to sample dispatch.

RESULT: Reduced wasted sample costs by 60% while boosting campaign
ROAS.

COPY Vet creators by historical sales velocity and conversion
metrics, never by top-line vanity follower counts.

PRIMARY SOURCE —

EC-08 $360k GMV /30 pays

Chappell Growth Engine
OBJECTIVE: Zero working capital risk creator acquisition scaling.

HOW IT WORKED: Offered 20% affiliate commissions with $0 upfront fee
to mid-tier creators, aligning acquisition cost strictly with cash revenue.

RESULT: Generated $360k GMV in 30 days without upfront marketing
spend.

COPY Structure creator compensation so that acquisition expense is
strictly aligned with cash revenue.

PRIMARY SOURCE —

Page 6 of 25


https://www.youtube.com/watch?v=YK3u7npY9pU
https://www.youtube.com/watch?v=DxvfVvKp3lY
https://www.youtube.com/watch?v=tZRi8yGwyRM
https://www.youtube.com/watch?v=ijeGs0XCwso
https://www.youtube.com/watch?v=RNLESBBd3n4
https://www.youtube.com/watch?v=5UfGEL5x7nY
https://www.youtube.com/watch?v=MSADB8Xwpfw

INSIGHTARC RESEARCH « PLAYBOOK 2026

WHAT THE EVIDENCE SUGGESTS - E-COMMERCE & DTC

PATTERN: Volume Over Celebrity Placements
EVIDENCE: MaryRuth's ($40M GMV) & BrandsMeetCreators ($1M
GMV/8 wks) activated hundreds of micro-affiliates.

Implication: Continuous sample distribution is associated with observed
statistical resilience, whereas single macro-influencer bets carry
concentrated downside risk.

PATTERN: Commission-Linked Talent Economics
EVIDENCE: Chappell Engine generated $360k GMV in 30 days on
pure 20% affiliate rev-share terms.

Implication: Performance-linked commissions remove upfront working
capital drag and align creator motivation directly with sales velocity.

PATTERN: Organic As Paid Validation Layer
EVIDENCE: HexClad and Bloom Nutrition scaled paid media spend
strictly behind top 5% organic converters via Spark Ads.

Implication: Organic feeds provide an inexpensive testing ground to
eliminate media buyer guesswork before allocating 5-figure ad budgets.

PATTERN: Multi-Channel Search & Amazon Halo
EVIDENCE: Spillover Commerce recorded a 40% organic sales lift
on Amazon storefronts during TikTok campaigns.

Implication: Short-form social discovery drives high-intent searchers across
retail marketplaces and search engines.

KEY TAKEAWAYS: E-COMMERCE & DTC

COPY AVOID

Continuous sample seeding with 5-figure upfront talent retainers and
tiered 15%—20% affiliate rigid corporate scripts that destroy
commissions and Spark Ads native authenticity.

whitelisting.

MEASURE

Direct TikTok Shop GMV, blended
CAC, and Amazon organic sales
velocity.

SCALE WHEN

Organic videos achieve >30% 3-
second hold rates and generate
consistent in-app checkout velocity.

InsightArc Research - The Modern Creator Playbook 2026

THE DISCOVERY LAYER ¢ E-COMMERCE

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In e-
commerce, Lobby finds creators around product-specific demand, authentic usage routines, and shoppable conversion intent.

LOBBY BY INSIGHTARC

01 YOUR BRIEF 02 INTENT TOPICS 03 LOBBY SHORTLIST
"Find 50 micro-affiliates in hydration/fitness _, Hydration, Gym routine, Morning _, Ranked active creators with verified shoppable
who post GRWM routines" wellness, Micro-affiliates hold rates

Run E-Commerce Creator Search in Lobby —
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SECTOR 02

B2B SaaS, Enterprise & Tech

$750,000 / Mo

Monthly subscription revenue generated by pairing practitioner UGC with dynamic paywalls.

Industry Overview & Strategic Patterns

B2B software buyer trust has migrated from corporate whitepapers to authentic short-form videos created by active industry
practitioners. Four patterns dominate modern B2B tech growth:

Pattern 01: Practitioner Screen-Share Workflows Pattern 02: Dynamic Paywall Testing UGC

Software leaders contract actual engineers and RevOps leads to record Scaleups like

authentic screen-share walkthroughs solving specific operational Superwall

problems. pair user reaction videos with dynamic paywall testing, scaling

subscription MRR while cutting CPI by 40%.

Pattern 03: Founder-Led Media & Teardowns Pattern 04: Dark Social Workplace Comedy

Founders at Brands like

Slidebean PandaDoc

and create relatable workplace comedy skits that circulate inside private
Ahrefs Slack channels, driving bottom-up PLG.

record unscripted teardowns, building compounding inbound pipeline with
zero ad spend.

EXPERTISE BECOMES DISTRIBUTION

01 Practitioner Skill 02 Public Teardown 03 Peer Trust 04 Team Expansion 05 Enterprise Pipeline
Engineer, RevOps, Founder — Screen-share demo & - Organic adoption across — Bottom-up workplace viral — 15.8x over-index on B2B
solving real pain unscripted code review developer circles install closed-won deals

Figure — Expertise Becomes Distribution Source: InsightArc Research synthesis of documented B2B creator strategies.

Documented Case Library: B2B SaaS & Tech

case B28-01 Superwall B2s saAs - DEVELOPER INFRASTRUCTURE & PAYWALLS $750,000 MRR
Dynamic Paywall Testing UGC

OBJECTIVE: Trial CPI compression and predictable subscription MRR scaling.

HOW IT WORKED: Commissioned high-velocity video variations from tech creators demonstrating app utility at point of purchase. Analyzed
hook variations to optimize hold rates against dynamic paywalls.

RESULT: Scaled monthly recurring revenue to $750,000/mo while cutting cost-per-install (CPI) by 40% compared to traditional display ads.

WHY IT WORKED: Paired relatable direct-response short-form video hooks with dynamically tested onboarding paywalls, converting trial intent
immediately upon app installation.

COPY Pair direct-response short-form video ads with dynamic onboarding paywalls.
ADAPT  Trigger paywalls dynamically based on user feature engagement milestones.
AvoID  Abstract corporate benefit slides without showing actual app interface.

BEST FOR Mobile and web Saa$S applications with freemium or trial onboarding models.

PRIMARY SOURCE Verify Primary Source Record —
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case s28-02 Slidebean Bs28 saAs - FOUNDER PITCH DECK SOFTWARE
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Millions Organic
Inbound Views & Zero Paid Ad Dependency

OBJECTIVE: High-trust inbound pipeline with zero paid search dependency.

HOW IT WORKED: CEO recorded unscripted teardowns of real startup pitch decks, failed company post-mortems, and venture capital

economics, embedding software walkthroughs natively into the narrative.

RESULT: Generated tens of millions of organic video views, converting short-form viewers into self-serve SaaS subscribers with $0 paid ad

spend.

WHY IT WORKED: Built category authority by breaking down real artifacts (pitch decks, spreadsheets) on camera, embedding product utility as a

natural solution rather than a commercial pitch.

COPY Turn founder expertise into an unscripted editorial media engine breaking down real artifacts.

ADAPT

Teardown subject matter to match your target buyer's daily work documents (code, decks, spreadsheets).

AvoID  Scripted corporate marketing presentations that lack authentic domain opinions.

BEST FOR B2B SaaS and developer tools with technical founders or domain experts.

PRIMARY SOURCE

B2B-03 22M+ Installs / spark Ads

Plutus Media Apps
OBJECTIVE: Rapid mobile app install acquisition at scale.
HOW IT WORKED: Tested 100+ problem-first hooks weekly. Whitelisted

breakout videos via Spark Ads to route mobile viewers directly to store
downloads.

RESULT: Scaled apps past 22M+ installs with continuous creative iteration.

COPY Treat B2B app creative as a scientific testing matrix: 5
problem hooks x 3 Ul demos.

PRIMARY SOURCE —

B2B-05 +85% CTR /screen Demos

Andrei Abille Tech UGC
OBJECTIVE: Click-through rate optimization on technical product ads.

HOW IT WORKED: Replaced animated explainers with unscripted
recordings of actual engineers solving real enterprise bottlenecks inside the
software interface.

RESULT: Increased ad CTR by 85% compared to corporate motion
graphics.

COPY Show the real product Ul in action within the first 2 seconds.
B2B buyers distrust animations.

SECONDARY SOURCE —

B2B-07 30-Day Proof | 5-creator Sprint

Shivam SaaS Growth
OBJECTIVE: Validate positioning angles prior to broad ad spend.

HOW IT WORKED: Contracted 5 micro-creators in parallel to test 5 unique
value propositions, measuring engagement and trial conversion velocity.

RESULT: Isolated 1 winning value proposition that doubled trial conversion
in 30 days.

COPY Run a 30-day sandbox with 5 micro-creators to find winning
messaging before committing big budgets.

PRIMARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

Verify Primary Source Record —

B2B-04 100 DAU /50 Ad Spend

UseGrade

OBJECTIVE: Pre-launch product-market fit and alpha user validation.
HOW IT WORKED: Identified creators actively discussing workflow
bottlenecks and gifted lifetime alpha access in exchange for raw feedback
and public walkthroughs.

RESULT: Secured first 100 active daily users with $0 paid acquisition
spend.

COPY Seed alpha software access to 20 hyper-niche practitioners
before spending a dollar on ads.

PRIMARY SOURCE —

B2B-06 $1 .OM ARR /Founder Media

Rob Walling / MicroConf
OBJECTIVE: Long-term category authority and software portfolio pipeline.

HOW IT WORKED: Published consistent, opinionated video breakdowns of
SaaS growth strategies, funneling viewers naturally into portfolio software
tools.

RESULT: Built $1.0M+ ARR software portfolio on founder-led audience
trust.

COPY Build personal authority around your problem domain. Trust
directly lowers pipeline CAC.

SECONDARY SOURCE —

B2B-08 Dark Social / viral skits

PandaDoc
OBJECTIVE: Bottom-up PLG expansion via dark social communities.

HOW IT WORKED: Created relatable satire around sales contracts and
procurement friction that end-users shared inside private company Slack
channels.

RESULT: Drove word-of-mouth adoption across mid-market sales teams.

COPY Target practitioner emotional resonance rather than executive
specs. Slack virality drives PLG.

SECONDARY SOURCE —
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WHAT THE EVIDENCE SUGGESTS - B2B SAAS & TECH

PATTERN: Domain Practitioner Over Vanity
Influencer

EVIDENCE: Vector ($1.1M pipeline / 21 posts) & Andrei Abille
(+85% CTR) used actual operators.

Implication: Technical buyers require peer-to-peer verification; broad
lifestyle influencers trigger immediate sales resistance.

PATTERN: Dark Social Peer Recommendation
EVIDENCE: PandaDoc generated bottom-up PLG expansion via
shareable workplace comedy in Slack.

Implication: Organic sharing in private work channels accelerates bottom-
up user adoption without paid ad friction.

PATTERN: Unscripted Ul Screen-Shares

EVIDENCE: Superwall ($750k MRR) & Slidebean (millions organic
views) showed real Ul in first 3s.

Implication: Showing functional software interfaces immediately proves
technical feasibility and compresses demo-to-close cycles by 30%—50%.

PATTERN: 30-Day Positioning Sandboxes
EVIDENCE: Shivam Framework doubled trial signups within 30
days using 5 parallel micro-creators.

Implication: Small-scale micro-creator tests allow software brands to
validate positioning before committing 6-figure media spend.

KEY TAKEAWAYS: B2B SAAS & TECH

COPY AVOID

Screen-share workflow Generic lifestyle influencers and
demonstrations by actual technical sterile animated product explainer
operators and founder-led unscripted videos that hide the real Ul.
teardowns.

MEASURE

Dark social self-reported attribution
("How did you hear about us?"), trial
signups, and demo velocity.

SCALE WHEN

Practitioner videos generate inbound
trial signups with positive product
activation rates.

THE DISCOVERY LAYER * B2B SAAS

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In B2B
Saa$S, Lobby finds practitioners around a role, daily workflow, and verified domain expertise.

LOBBY BY INSIGHTARC

01 YOUR BRIEF 02 INTENT TOPICS 03 LOBBY SHORTLIST
"Find 20 DevOps engineers explaining _, Kubernetes, CI/CD pipelines, Cloud _, Ranked active software practitioners with
Kubernetes scaling & monitoring" monitoring, Terminal workflows verified domain authority

Run B2B Practitioner Search in Lobby —
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SECTOR 03

UGC Scaleup Labs & Performance Agencies

50+ / Wk

Standard weekly direct-response video output produced per brand to combat ad fatigue.

Industry Overview & Strategic Patterns

Direct-response agencies and in-house growth labs treat UGC not as creative art, but as a high-velocity production factory.
Four patterns power modern performance agency operations:

Pattern 01: High-Velocity DR Asset Factories Pattern 02: Barter Seeding Networks

Performance labs produce 20 to 50+ unique video variations weekly Agencies scale creator asset volume 10x-50x via product-trade gifting
using modular frameworks (5 Hooks x 3 Bodies x 2 CTAs = 30 pipelines, receiving commercial usage rights without upfront talent fees.
Variations).

Pattern 03: Human vs Synthetic Hybrid Production Pattern 04: Continuous Dynamic Creative Testing

While Al tools accelerate script ideation, empirical testing proves human Media buyers deploy raw creator assets directly into Meta DCT and
UGC achieves 2.4x higher thumbstop hold rates than synthetic avatars. TikTok Spark Ads matrices to isolate winning combinations automatically.

ONE CREATOR SHOOT BECOMES A TESTING SYSTEM

1 Raw Shoot 3 Visual Hooks 2 Core Demos 3CTAs 18 Testable Assets
x x x = | Meta & TikTok DCT Testing —

On-camera creator brief Problem, curiosity, contrast Workflow & social proof Discount, urgency, trial .
Scaling Winner

Figure — One Creator Shoot Becomes a Testing System Source: InsightArc Research synthesis of documented UGC performance workflows.

Documented Case Library: UGC Scaleup Labs

case vec-o1 Plutus Media Organic ucc ScALEUP LABS - DIRECT-RESPONSE $10,000,000+
Revenue Generated with $3 Ad Spend

COMMERCE

OBJECTIVE: 100% organic customer acquisition and paid channel decoupling.

HOW IT WORKED: Activated hundreds of smartphone creators using modular scripting rules, rapid visual cuts every 1.5 seconds, and

trending audio cues to trigger algorithmic distribution on TikTok and Reels.

RESULT: Generated over $10M in tracked sales without spending on paid ads, proving UGC creation can function as a standalone

distribution channel.

WHY IT WORKED: High visual pacing and native smartphone camera angles mimicked organic peer content, preventing users from recognizing the
assets as commercial advertising.

COPY Enforce fast visual pacing: change camera angles or props every 1.5-2 seconds.
ADAPT  Audio trends to match target product niche and demographic feed style.
AvoID  Slow cinematic intro shots that cause viewer drop-off in the first 2 seconds.
BEST FOR Direct-to-consumer lifestyle and impulse purchase products scaling on short-form feeds.

PRIMARY SOURCE Verify Primary Source Record —
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CONSUMER ADS

real human creators filming on handheld smartphones.

blended CPA.

authenticity that Al avatars cannot yet replicate.

ADAPT

PRIMARY SOURCE

UGC-03 50x Volume /100% Barter

Stack / William Gasner

OBJECTIVE: Scale UGC creative volume without linear retainer bloat.
HOW IT WORKED: Shipped product bundles to micro-creators in
exchange for raw commercial ad usage rights without upfront cash fees.
RESULT: Expanded monthly ad asset output 50x at near-zero marginal
cash cost.

COPY Offer free physical products in exchange for 30-second raw
unedited video footage and usage rights.

PRIMARY SOURCE —

UGC-05

VidTao / Bouhamidi

OBJECTIVE: Prevent audience ad fatigue on high-budget paid social
campaigns.

HOW IT WORKED: Sourced new creator faces weekly and deployed
direct-response scripts to maintain stable acquisition costs at scale.

Lower CPA | Weekly Batches

RESULT: Sustained low acquisition costs across multi-million dollar ad
spend.

COPY Rotate creator faces weekly. Audiences fatigue on faces even
faster than on ad copy.

SECONDARY SOURCE —

uGC-07

Al Chris Lee Sprint
OBJECTIVE: Rapid pre-production script testing before filming.

$3k/Mo Retainer /24h Al sprints

HOW IT WORKED: Used Al generation pipelines to prototype rapid visual
concepts in 24 hours before dispatching physical samples to human
creators.

RESULT: Compressed creative prototyping cycles from 2 weeks to 24
hours.

COPY Prototype script hooks with Al video in hours; dispatch
samples to human creators only for validated concepts.

PRIMARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

case vac-02 Savannah Sanchez Media or vEDIA BUYING - DIRECT-TO-

INSIGHTARC RESEARCH « PLAYBOOK 2026

2.4x Hiﬂher

Thumbstop Ratio (Human UGC vs Al Avatars)

OBJECTIVE: Thumbstop rate optimization and CPA compression on paid Meta and TikTok.
HOW IT WORKED: Ran controlled multivariate split tests across identical ad scripts: one rendered by synthetic Al video avatars, the other by

RESULT: Human UGC outperformed synthetic avatars across all accounts, achieving 2.4x higher 3-second hold rates and 45% lower

WHY IT WORKED: Micro-expressions, natural vocal cadence, and subtle physical hand movements of real creators establish immediate subconscious

COPY Use Al for rapid script generation; keep real human creators on camera for authenticity.

Creator demographics and aesthetics to mirror target customer avatars precisely.
AvoID  Relying purely on synthetic avatars for primary paid conversion assets.

BEST FOR Paid social performance media accounts scaling past $1,000/day in ad spend.

Verify Primary Source Record —

UGC-04 50+ Ads / WKk / Modular Matrix

Sebastian Wolff Engine
OBJECTIVE: Systematic ad variation output to defeat ad fatigue.

HOW IT WORKED: Briefed creators to film 5 Hooks x 3 Bodies x 2 CTAs,
allowing video editors to assemble 30 distinct ad variations in one
afternoon.

RESULT: Maintained continuous creative velocity and stable CPA on paid
channels.

COPY  Standardize briefs into modular blocks. A single $150 shoot
yields 18 to 30 testable ad assets.

PRIMARY SOURCE —

UGC-06
Jet Ads / Blake Bauer
OBJECTIVE: Automated creative selection via algorithmic testing engines.

HOW IT WORKED: Uploaded 3 videos, 2 primary texts, and 2 headlines
into Meta DCT ad sets, letting machine learning find the winning
combination.

Dynamic Testing / MetaDCT

RESULT: Eliminated media buyer guesswork and scaled winning ad sets
automatically.

COPY Let Meta and TikTok DCT algorithms isolate the winning
creator asset automatically.

PRIMARY SOURCE —

UGC-08 Near-$0 Cost / Avatar Iteration

Higgsfield Al Models
OBJECTIVE: Rapid international ad localization and background variation.

HOW IT WORKED: Programmatically iterated background environments
and localized languages across winning ad creatives.

RESULT: Scaled ad variants across global geographical markets at near-
zero marginal cost.

COPY  Use generative models to localize winning human ad
creatives across different languages and global markets.

SECONDARY SOURCE —
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WHAT THE EVIDENCE SUGGESTS - UGC SCALEUP LABS

PATTERN: Creative Velocity as Defense PATTERN: Modular Multiplier Architecture
EVIDENCE: Sebastian Wolff & VidTao produced 20-50 ad variants EVIDENCE: A single $150 raw shoot yielding 18 modular ad
weekly to defeat 7-day ad fatigue. variations (3 Hooks x 2 Bodies x 3 CTAs).

Implication: Continuous creative testing is the primary driver of low CAC, Implication: Modular video assembly reduces cost-per-ad-variant by 90%
superseding complex media-buying bid tricks. while expanding testing surface area.

PATTERN: Human Authenticity Superiority PATTERN: Algorithmic Ad Assembly
EVIDENCE: Savannah Sanchez split-tests proved human UGC EVIDENCE: Jet Ads scaled campaigns by feeding raw creator
achieved 2.4x higher hold rates than Al avatars. assets directly into Meta/TikTok DCT engines.

Implication: Mobile audiences instantly detect synthetic avatars; human Implication: Machine learning algorithms optimize hook and copy pairings
smartphone video remains mandatory for direct conversion. faster and more accurately than manual ad buyers.

KEY TAKEAWAYS: UGC & PERFORMANCE LABS

COPY AVOID MEASURE SCALE WHEN

Modular script architectures (3 Hooks Static, un-modular single video ads 3-second thumbstop rate (target A creative variant maintains positive

x 2 Bodies x 3 CTAs) and weekly and over-produced commercial studio >30%), outbound click-through rate unit margins past $1,000/day in
creator face rotation. cinematography. (CTR), and blended CPA. broad-targeted ad spend.
THE DISCOVERY LAYER * UGC PERFORMANCE LABS LOBBY BY INSIGHTARC

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In
performance labs, Lobby finds on-camera performers capable of executing high-tempo direct-response scripts without ad fatigue.

01 YOUR BRIEF 02 INTENT TOPICS 03 LOBBY SHORTLIST
"Find 30 energetic creators aged 25-35 who _, Kitchen gadgets, Recipe testing, Meal _, Ranked on-camera performers with verified
review home kitchen gadgets" prep, Dynamic pacing engagement velocity

Run Performance Creator Search in Lobby —
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SECTOR 04

Hospitality, Local & Venue Networks

35% Shift

INSIGHTARC RESEARCH « PLAYBOOK 2026

Commission fees recovered by hotels converting short-form viewers into direct bookings.

Industry Overview & Strategic Patterns

Hotels, resorts, and local venues have shifted from gifting free stays to macro travel influencers toward hyper-local
catchment discovery. Four patterns define local creator marketing:

Pattern 01: Commercial Asset Retainers

Hotels replace unpaid stays with structured commercial retainers
($1,500-$5,000/mo), delivering 30-60 licensed short-form assets
monthly.

Pattern 03: Direct Booking Anchors
Attaching native booking links and voucher tags to property tours

LOCAL DEMAND IS A CATCHMENT PROBLEM

2-4h Feeder Markets

Regional drive-market creators

5-15mi Local Catchment

Food & neighborhood reviewers

bypasses third-party OTAs, recovering 15%—-30% commission margins.

Pattern 02: Feeder-Market Advocacy

Destination properties target creators located in regional feeder drive
markets 2 to 4 hours away, driving direct leisure bookings.

Pattern 04: Geo-Targeted Catchment

Local venues partner with food and lifestyle creators within a 5-15 mile
radius, attaching trackable voucher anchors that drive foot traffic.

OTA Bypass

35% margin recovered vs.
Expedia/Booking

PROPERTY / VENUE
Direct Booking Link / In-Feed Voucher

Figure — Local Demand Is a Catchment Problem Source: InsightArc Research synthesis of documented Hospitality & Local cases.

Documented Case Library: Hospitality & Local Venues

& VENUE NETWORKS

redeemable discount voucher anchors directly to video posts.

from phone screen to in-person dining.

PRIMARY SOURCE

InsightArc Research - The Modern Creator Playbook 2026

case Hosp-01 ENTROPI USA / TikTok GO HosPITALITY - RESTAURANTS, BARS

Offline Footfall

Local Geo-Catchment & Voucher Anchors

OBJECTIVE: Physical table bookings and measurable foot traffic conversion.

HOW IT WORKED: Partnered with local food and lifestyle creators within a tight 5-15 mile radius, attaching native location tags and

RESULT: Directly attributed short-form video views to in-person register transactions and weekend reservations.

WHY IT WORKED: Local FYP algorithms push video reviews to users living nearby, and exclusive in-app voucher codes provided a frictionless bridge

COPY Attach native in-app location anchors and exclusive redeemable voucher codes to local creator posts.
ADAPT  Targeting radius settings based on urban versus suburban venue density.
AVOID Untracked broad brand awareness posts without direct redeemable local offers.

BEST FOR Restaurants, bars, and location-based hospitality and entertainment venues.

Verify Primary Source Record —
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case Hosp-o2 David Millili Framework HospitALITY - BOUTIQUE HOTELS &

REGIONAL RESORTS

INSIGHTARC RESEARCH « PLAYBOOK 2026

35% Direct Shift

Commission Recaptured from OTAs

OBJECTIVE: OTA commission recovery and direct booking engine expansion.

HOW IT WORKED: Stopped hosting international macro-influencers and focused exclusively on micro-creators living in regional drive
markets (2—4 hours away), providing custom direct booking promo links with exclusive guest perks.

RESULT: Shifted up to 35% of total seasonal booking volume away from Expedia and Booking.com directly into owned booking engines.

WHY IT WORKED: Reached consumers who live close enough to take impulsive weekend getaways, incentivizing direct booking engine checkout

with perks that OTAs cannot match.

COPY Target creators located in primary regional drive markets rather than international influencers.

ADAPT

Offer exclusive direct booking incentives (free breakfast, late checkout) to bypass OTA fees.

AvoID  Gifting free stays to international creators whose audience cannot realistically drive to property.

BEST FOR Boutique hotels, regional resorts, and short-term vacation rental portfolios.

PRIMARY SOURCE

HOSP-03 $1.5k-$5k/MoO | Retainers

CreatrCo / Nash Hagen
OBJECTIVE: Consistent commercial asset supply for hotel marketing
channels.
HOW IT WORKED: Contracted creators for 30-60 monthly short-form
assets with full commercial licensing for hotel organic feeds and paid local
ads.
RESULT: Replaced sporadic unpaid stay posts with a continuous content
supply line.

COPY  Contract creators on monthly retainers for raw commercial

video assets rather than single organic posts.

PRIMARY SOURCE —

HOSP-@5 Lower CAC / Destination SEO

TravelTractions / Dakota

OBJECTIVE: Capture regional search intent for travel destination
getaways.

HOW IT WORKED: Contracted creators to highlight hidden local cafes,
hiking trails, and cultural spots, capturing organic search demand for the
destination.

RESULT: Boosted property search volume and direct website bookings.

COPY  Market the neighborhood experience first, the room second.
Guests travel for the destination.

SECONDARY SOURCE —

HOSP-07 Direct Stays / Feeder Viogs

Vacation Rental Res.

OBJECTIVE: Bypass short-term rental platform fees via direct guest
bookings.

HOW IT WORKED: Hosted creators from major metropolitan hubs within 3
hours driving distance to position properties as easy weekend escapes.
RESULT: Built a direct booking pipeline bypassing platform commission
fees.

COPY Map property feeder markets by driving time; market weekend
retreats to professionals in feeder cities.

SECONDARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

Verify Primary Source Record —

HOSP-04 20% Margin /pirect URLs

The Hotel Club System

OBJECTIVE: Direct booking conversion from short-form property tours.

HOW IT WORKED: Connected organic TikTok property tours directly to
custom booking URLs, reinvesting saved OTA commission margins into
guest perks.

RESULT: Recaptured 20% net margin per direct booking.

COPY Position short-form property tours as curated itineraries,
embedding direct booking links in creator bios.

SECONDARY SOURCE —

HOSP-06 Table Surges / Pre-Peak Timing

Vic Banham / SERVED WITH
OBJECTIVE: Immediate same-day restaurant reservation surges.

HOW IT WORKED: Published visual food reviews on local FYP feeds just
as consumers decided where to eat dinner (e.g. 4 PM), driving immediate
reservations.

RESULT: Generated same-day table reservation surges during peak dining
hours.

COPY Synchronize short-form publishing with local consumption
decision windows (e.g. 4 PM for dinner reservations).

PRIMARY SOURCE —

HOSP-08 30-60 Assets / venue Content

Hoani Taylor Agency

OBJECTIVE: Solve social feed fatigue for multi-venue hospitality groups.

HOW IT WORKED: Deployed lightweight creator workflows to generate
daily engaging venue social assets without hiring costly video crews.

RESULT: Maintained daily venue posting velocity across 5 properties.

COPY Maintain social posting velocity using local creators to keep
venue profiles ranking in regional algorithms.

SECONDARY SOURCE —
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WHAT THE EVIDENCE SUGGESTS - HOSPITALITY & LOCAL

PATTERN: Local Catchment Precision

EVIDENCE: ENTROPI USA (direct register footfall) & Vic Banham
(same-day table surges) targeted 5—15 miles.

Implication: Geographic proximity in creator content produces direct
physical footfall, whereas global influencer reach fails to convert locally.

PATTERN: OTA Commission Margin Recapture
EVIDENCE: The Hotel Club System recovered 15%—30% in OTA
fees via custom creator bio links.

Implication: Reinvesting saved OTA commission dollars into exclusive
direct-booking guest perks creates a self-sustaining direct channel.

PATTERN: Regional Feeder-Market Drive Radii
EVIDENCE: David Millili shifted 35% of bookings away frol
by targeting creators 2—4 hours away.

Implication: Destination leisure properties generate highest ROl by
marketing weekend getaways directly to origin feeder metro areas.

PATTERN: Commercial Asset Retainers

EVIDENCE: CreatrCo supplied 30-60 licensed short-form assets
monthly on $1.5k—$5k retainers.

Implication: Retainer models secure commercial ad usage rights, replacing
sporadic unpaid barter posts with continuous creative inventory.

KEY TAKEAWAYS: HOSPITALITY & LOCAL

COPY AVOID

Feeder-market creator sourcing (2— Unpaid barter stays for international
4h drive), commercial asset retainers, macro-influencers whose followers
and direct booking engine links. cannot realistically visit the property.

SCALE WHEN

Direct booking revenue savings
exceed creator retainer costs,
expanding into secondary feeder
markets.

MEASURE

Direct booking engine conversion
shift, promo code redemptions, and
physical foot traffic.

THE DISCOVERY LAYER * HOSPITALITY & LOCAL LOBBY BY INSIGHTARC

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In
hospitality, Lobby finds creators around a place, feeder drive market, and local dining/stay intent.

01 YOUR BRIEF

radius of downtown Miami"

InsightArc Research - The Modern Creator Playbook 2026

02 INTENT TOPICS
"Find 25 food/cocktail creators within a 10-mile  _,  Miami restaurants, Rooftop bars, _, Ranked local creators with verified geographic
Weekend dining, Local nightlife

03 LOBBY SHORTLIST

audience density

Run Local Catchment Search in Lobby —
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SECTOR 05

INSIGHTARC RESEARCH « PLAYBOOK 2026

Gaming, Esports & Publishing

25,000,000+

Players acquired via orchestrated short-form gameplay seeding without AAA press budgets.

Industry Overview & Strategic Patterns

Game publishers and esports leagues have abandoned expensive, one-off macro-streamer sponsorships in favor of high-
volume, decentralized micro-creator activations. Four patterns dominate the modern gaming creator ecosystem:

Pattern 01: Pre-Launch Steam Wishlists

Indie publishers seed chaotic, clippable builds to hundreds of micro-
creators, converting short-form virality into Day-1 Steam Wishlists.

Pattern 03: Lore & Theorycrafting Seeding

Deep RPG studios grant early access to niche theorycrafters, producing
30-minute deep dives that build community pre-order hype.

CREATORS ARE PART OF THE GAME LOOP

Game Mechanics

Clippable physics & emergent d
moments

Micro-Streamer
Niche Twitch & TikTok gameplay clips

Pattern 02: Performance Streamer Bounties
Live-service publishers compensate creators on verified player installs
and in-game progression milestones, ensuring zero wasted ad spend.

Pattern 04: Decentralized Co-Streaming

Esports organizers grant co-streaming rights to regional micro-streamers,
capturing hyper-engaged niche audiences that ignore official streams.

UGC & Lobbies

Player co-creation feeds back to game

Community Surge
Day-1 Steam Wishlist & install wave

Figure — Creators Are Part of the Game Loop Source: InsightArc Research synthesis of documented Gaming & Esports cases.

Documented Case Library: Gaming & Esports

SHORT-FORM MARKETING DATA

mechanics.

PRIMARY SOURCE

InsightArc Research - The Modern Creator Playbook 2026

case cane-o1 Indie Game Luke (100-Game Study) cavinG - EMPIRICAL

100 Game Stud

Empirical TikTok Virality & Steam Wishlists

OBJECTIVE: Predictable Day-1 Steam Wishlist velocity without CGl trailers.

HOW IT WORKED: Analyzed 100 viral indie game short-form campaigns. Proved virality is engineered through 3-second visual disaster
hooks, physics interactions, and transparent dev storytelling rather than expensive CGl trailers.

RESULT: Generated millions of organic views converting directly into tens of thousands of Steam wishlists at $0 paid cost.

WHY IT WORKED: Gamers evaluate whether a game looks fun within 2 seconds of raw gameplay; CGI cinematics fail to convey actual play

COPY Replace 2-minute cinematic trailers with 10-second unscripted gameplay disaster hooks.
ADAPT  Highlight unique physics mechanics or unexpected emergent gameplay in first 2 seconds.
AvoID  CGl logos and slow cinematic camera pans that lack real gameplay footage.

BEST FOR Indie and AA game developers seeking organic Steam wishlist velocity.

Verify Primary Source Record —
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case cane-o2 Bopl Battle (Zapray Games) GAMING - VIRAL INDIE LAUNCH &
MULTIPLAYER PHYSICS

300,000+

Pre-Launch Steam Wishlists

OBJECTIVE: Global Top-Seller Steam launch via decentralized gameplay clips.

HOW IT WORKED: Seeded pre-release multiplayer builds to hundreds of short-form gaming micro-creators on YouTube Shorts and TikTok,
encouraging chaotic 10-second physics showdowns with direct Steam Wishlist links pinned in comments.

RESULT: Accumulated over 300,000 Steam wishlists pre-launch, debuting directly on Steam's Global Top Seller chart with $0 spent on
traditional press.

WHY IT WORKED: Decentralized clipper seeding saturated social feeds simultaneously, turning micro-streamer gameplay clips into an organic pre-
order surge.

COPY Seed early beta builds to 50+ short-form clippers instead of buying 1-hour macro-streamer sponsorships.
ADAPT  Clipper rewards and creator incentives based on viral view milestones.
AvVOID  Restricting early beta access to press outlets with low short-form reach.

BEST FOR Multiplayer physics, party, and competitive indie game titles.

PRIMARY SOURCE

GAME-03 Scale CPA /Rreferral Bounty

Gaijin War Thunder

OBJECTIVE: Long-term live-service user acquisition efficiency.

HOW IT WORKED: Integrated custom referral links and native sponsor
reads across thousands of niche military and simulation channels.

RESULT: Scaled active player acquisition on performance bounties.

COPY Pay creators on verified player registrations and in-game
progression rather than flat hourly fees.

PRIMARY SOURCE —

GAME -05 High Pre-Orders /50-500 ccu

Devolver / Clara Sia

OBJECTIVE: Game attachment rate optimization on mid-tier budgets.

HOW IT WORKED: Evaluated chat density and community closeness
rather than raw viewer counts across micro-streamers (50-500 CCU).

RESULT: Achieved superior game purchase conversion per dollar spent.

COPY  Micro-streamers with 100 concurrent viewers have 5x higher
chat conversion rates than celebrities.

PRIMARY SOURCE —

GAME-07 Grassroots Scale /ucc Lobbies

PUBG Mobile (WoW)
OBJECTIVE: Emerging market player retention and custom community
activation.

HOW IT WORKED: Built creator custom lobby tools and revenue share on
custom game modes, empowering regional micro-influencers to host
tournaments.

RESULT: Expanded player retention across regional emerging markets.

COPY Give creators tools to host custom matches and maps, turning
creators into decentralized community servers.

SECONDARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

Verify Primary Source Record —

GAME-04 50k+ Wishlists | Beta seeding

Future Friends Games
OBJECTIVE: Pre-launch wishlist velocity for niche indie sub-genres.

HOW IT WORKED: Sourced creators who specifically specialize in indie
sub-genres, providing early builds optimized for authentic gameplay
reactions.

RESULT: Generated 50k+ Steam wishlists with zero paid advertising
spend.

COPY Target creators by precise sub-genre alignment (cozy
deckbuilders, roguelikes) rather than general reach.

SECONDARY SOURCE —

GAME-06 100k Wishlists /0 Ad spend

Hamsteria / 2WheelerDev
OBJECTIVE: Transparent devlog storytelling to build pre-release hype.

HOW IT WORKED: Showcased technical challenges, community-
requested features, and funny physics bugs openly in short-form devlog
loops.

RESULT: Built a 100k Steam wishlist launch pipeline with $0 ad spend.

COPY Share the imperfect development journey. Audiences buy
games whose creation they watched.

PRIMARY SOURCE —

GAME-08 5k Wishlists/24h /Bio Anchors

Pickled Cactus Engine

OBJECTIVE: Single-mechanic visual hook conversion on TikTok.

HOW IT WORKED: Combined high-impact 15-second visual mechanic
hooks with clear pinned bio links directing viewers straight to the Steam
store.

RESULT: Generated 5,000 Steam wishlists in 24 hours per viral post.

COPY Isolate a single visual mechanic per 15-second video. Never
overload short clips with complex lore.

PRIMARY SOURCE —

Page 18 of 25


https://www.youtube.com/watch?v=M-lhm11KsjU
https://www.youtube.com/watch?v=4lNRRBeH4O0
https://www.youtube.com/watch?v=Kz20_6MgBss
https://www.youtube.com/watch?v=Is1WBM6CE0w
https://www.youtube.com/watch?v=am-WuZPqvvQ
https://www.youtube.com/watch?v=7xih489aMx8
https://www.youtube.com/watch?v=n5ttmX0YO8U

INSIGHTARC RESEARCH « PLAYBOOK 2026

WHAT THE EVIDENCE SUGGESTS °» GAMING & ESPORTS

PATTERN: Clippability as Primary Engine PATTERN: Micro-Streamer Conversion Superiority
EVIDENCE: Bopl Battle (300k+ wishlists) & 100-Game Study EVIDENCE: Devolver / Clara Sia proved 50-500 CCU streamers
showed 10s gameplay hooks beat CGI. deliver 5x higher chat conversion.

Implication: Designing games with emergent physics interactions provides Implication: Tightly-knit niche communities trust micro-streamer

raw material for viral short-form distribution. recommendations far more than sponsored celebrity broadcasts.

PATTERN: Performance-Based Bounties PATTERN: Decentralized Tournament Servers
EVIDENCE: Gaijin War Thunder scaled player acquisition by EVIDENCE: PUBG Mobile expanded emerging market retention by
paying strictly per active installation. providing custom lobby creation tools.

Implication: Payouts tied to verifiable player milestones eliminate Implication: Empowering creators to host community matches embeds the
commercial waste and ensure continuous media profitability. creator directly into the game's retention infrastructure.

KEY TAKEAWAYS: GAMING & ESPORTS

COPY AVOID MEASURE SCALE WHEN

Short-form gameplay clipping, 50— Expensive 5-figure hourly macro- Pre-launch Steam Wishlists, Day-1 Gameplay clips achieve >35% hold
500 CCU micro-streamer seeding, streamer ad reads and cinematic CGI player retention, and referral code rates and generate steady organic

and performance-based install trailers that hide actual gameplay. installation volume. Steam store traffic surges.

bounties.
THE DISCOVERY LAYER * GAMING & ESPORTS LOBBY BY INSIGHTARC

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In
gaming, Lobby finds creators around a game, sub-genre, core mechanic, and active community.

01 YOUR BRIEF 02 INTENT TOPICS 03 LOBBY SHORTLIST
"Find 40 micro-streamers (50-300 CCU) _, Extraction shooters, Tactical FPS, Loot _, Ranked genre specialists with verified chat
playing tactical extraction shooters" mechanics, Hardcore survival density and active discord communities

Run Gaming Creator Search in Lobby —
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SECTOR 06

Beauty, Skincare & Consumer Goods

$1,000,000,000+

Annual net sales achieved by scaling mass-market micro-creator community seeding on TikTok and Amazon.

Industry Overview & Strategic Patterns

Beauty, personal care, and CPG brands have transformed creator marketing into an automated sell-through flywheel.
Rather than locking multi-million dollar celebrity endorsement contracts, modern beauty brands seed thousands of everyday
creators to trigger algorithmic retail surges:

Pattern 01: Marketplace Rank Flywheel Pattern 02: Industrial-Scale Unpaid Seeding
Brands like Scaleups like

Curology Liquid L.V.

direct external TikTok creator review surges to Amazon storefronts, lifting and

organic search rank 15-fold. 5W PR

dispatch 1,000+ unboxing kits monthly, converting unscripted reviews into
whitelisted Spark Ads.

Pattern 03: Community Ambassador Squads Pattern 04: Visual Problem & Swatch Teardowns

Leaders like Brands like

e.l.f. Cosmetics Hero Cosmetics

and focus creators strictly on high-impact visual demonstration (pimple patch
Sephora Squad before/afters) within 2 seconds.

mobilize tens of thousands of everyday creators with early product
access and challenges.

FROM CREATOR REVIEW TO RETAIL VELOCITY

01 Micro-Seeding 02 Unscripted Demos 03 Marketplace Lift 04 Retail Buy-In 05 Always-On Scale
500+ customized unboxing — Honest before/afters & — Amazon BSR rank surges — Target, Ulta & Walmart — Compounding cash flow
kits texture swatches 15-fold placement proof reinvestment

Figure — From Creator Review to Retail Velocity Source: InsightArc Research synthesis of documented Beauty, Skincare & Consumer Goods
cases.

Documented Case Library: Beauty, Skincare & Consumer Goods

case BTv-01 @.1.f. COsmetics BEAUTY - MASS COSMETICS & GEN-Z COMMUNITY $1B+ Net Sales

18 Consecutive Quarters of Growth

OBJECTIVE: Category leadership and continuous market share expansion via short-form social virality.

HOW IT WORKED: Democratized creator activations by empowering everyday micro-creators with early product drops, TikTok viral sound
campaigns (#EyesLipsFace), and zero corporate scripting friction.

RESULT: Reached over $1B in annual net sales and achieved 18 consecutive quarters of market share growth across national retail (Target,
Ulta, Walmart).

WHY IT WORKED: Treated everyday makeup users as authentic ambassadors rather than gating access behind celebrity makeup artists, creating
continuous democratic word-of-mouth.

COPY Democratic creator seeding prioritizing authentic engagement and fun over rigid corporate aesthetics.
ADAPT  Rapid physical retail distribution sync to capture short-form social virality waves in stores.

AvoID  Gatekeeping creator programs strictly to high-cost celebrity makeup artists.
BEST FOR High-velocity consumer cosmetic and personal care brands scaling across mass retail.

PRIMARY SOURCE Verify Primary Source Record —
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case BTY-02 CUrology sKINCARE - PRESCRIPTION DTC TO AMAZON MARKETPLACE

INSIGHTARC RESEARCH « PLAYBOOK 2026

9x Monthly Revenue
15x Organic Amazon Rank Lift

OBJECTIVE: Amazon category dominance and rapid DTC marketplace diversification.

HOW IT WORKED: Mobilized scaled micro-influencer partnerships to channel external short-form social creator demand directly into Amazon

listings during key launch periods.

RESULT: Drove 9x monthly sales growth on Amazon and lifted organic category search rankings 15-fold.

WHY IT WORKED: External social traffic triggers Amazon's algorithmic Best Seller Rank (BSR) boost, creating compounding organic category

discoverability and conversion.

copPy  Coordinate external micro-creator posting surges to trigger marketplace algorithmic search boosts.

ADAPT

Affiliate commission incentives paired with automated product seeding fulfillment.

AvoID |Isolating creator marketing from retail marketplace inventory and PPC operations.

BEST FOR Skincare, cosmetic, and CPG brands launching or scaling on Amazon and social storefronts.

SECONDARY SOURCE

BTY-03 $300M+ | cCommunity Trust

Rare Beauty (Selena Gomez)

OBJECTIVE: Community-first brand defensibility and values alignment.
HOW IT WORKED: Built authentic ambassador networks around mental
health and self-acceptance rather than unattainable perfection.

RESULT: Scaled past $300M+ in annual revenue on peer-to-peer word-of-
mouth.

COPY Align creator storytelling with genuine mission-driven
community values.

SECONDARY SOURCE —

BTY-05 National Retail / Target Scale

Hero Cosmetics (Mighty Patch)

OBJECTIVE: De-stigmatize acne care and drive mass-market retail
velocity.

HOW IT WORKED: Scaled short-form video demos showing clear
hydrocolloid patch before/afters, turning pimple care into engaging visual
content.

RESULT: Built category dominance leading to a $630M acquisition by
Church & Dwight.

COPY Highlight immediate, dramatic visual product transformations
in the first 3 seconds.

PRIMARY SOURCE —

BTY-07

Jones Road Beauty (Bobbi Brown)

OBJECTIVE: Counter negative reviews and demonstrate correct
application.

HOW IT WORKED: Founder Bobbi Brown posted raw, unscripted
responses demonstrating how to use What The Foundation correctly.

Viral Surge /Founder Authority

RESULT: Generated tens of millions of views and completely sold out
inventory in days.

COPY Have founders respond directly and honestly to creator
criticisms on camera.

PRIMARY SOURCE —

InsightArc Research - The Modern Creator Playbook 2026

View Case Study Analysis —

BTY-04 70% Referral /customer ucc

Glossier Ambassador Engine
OBJECTIVE: Organic customer referral scaling with zero paid ad reliance.

HOW IT WORKED: Empowered 500+ passionate everyday consumers
with custom discount codes and exclusive merchandise.

RESULT: Drove over 70% of initial growth through peer-to-peer
recommendations.

COPY Treat your top 5% most passionate customers as an active
micro-creator ambassador army.

SECONDARY SOURCE —

BTY-06 10k Ambassadors / community

Bubble Skincare

OBJECTIVE: Gen-Z brand co-creation and rapid product feedback loops.

HOW IT WORKED: Built an active ambassador network of 10,000+ young
creators who test formulations and co-create packaging.

RESULT: Expanded into 9,000+ Walmart and Ulta doors in 24 months.

COPY Involve micro-creators in early product testing to build pre-
launch brand loyalty.

PRIMARY SOURCE —

BTY-08 1B+ Views /scent Seeding

Sol de Janeiro

OBJECTIVE: Viral sensory engagement for fragrance and body care.
HOW IT WORKED: Seeded Cheirosa body mists to micro-creators, pairing
vibrant unboxings with trending short-form audio cues.

RESULT: Generated over 1B organic TikTok views and became a top seller
across Sephora.

COPY Pair visually distinctive packaging with creator sensory
reactions and trending audio.

SECONDARY SOURCE —
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WHAT THE EVIDENCE SUGGESTS - BEAUTY & CONSUMER GOODS

PATTERN: Omnichannel Sell-Through Halo
EVIDENCE: Curology (15x Amazon rank lift) & e.l.f. ($1B+ sales)
used social virality for retail shelf velocity.

Implication: Short-form creator review volume drives immediate external
traffic surges that boost Amazon BSR and retail sell-through.

PATTERN: Visual Before/After & Texture Demos
EVIDENCE: Hero Cosmetics ($630M acquisition) proved 2-second
visual patch before/afters drive conversion.

Implication: Direct demonstration of product efficacy on raw smartphone
cameras eliminates skepticism and drives immediate purchasing intent.

PATTERN: Democratic Micro-Seeding Scale
EVIDENCE: Liquid I.V. (1,000+ monthly boxes) & Bubble (10k
ambassadors) prioritized everyday creators.

Implication: Activating hundreds of authentic everyday users produces
higher consumer trust and conversion than single celebrity endorsements.

PATTERN: Founder-Led Authenticity Defense
EVIDENCE: Jones Road Beauty turned negative viral reviews into
sell-out inventory via unscripted founder demos.

Implication: Transparent, non-defensive founder communication on short-
form video converts customer objections into high-converting brand loyalty.

KEY TAKEAWAYS: BEAUTY, SKINCARE & CONSUMER GOODS

COPY AVOID

High-volume product gifting (500+ Exclusive multi-million dollar celebrity
boxes/mo), GRWM routine contracts that cannot be adapted for
integrations, and Amazon storefront paid short-form ad iterations.

sync.

MEASURE

Amazon Best Seller Rank (BSR) lift,
TikTok Shop affiliate GMV, and retail
velocity sell-through.

SCALE WHEN

Organic creator videos generate
consistent search volume spikes on
Amazon and TikTok Shop checkout.

THE DISCOVERY LAYER * BEAUTY & CONSUMER

When the strategy depends on finding highly specific creators, Lobby turns the business brief into a contextual creator search. In beauty
and CPG, Lobby finds creators around a product, skin concern, application routine, and buyer demographic.

LOBBY BY INSIGHTARC

02 INTENT TOPICS

01 YOUR BRIEF . h .
Barrier repair, Ceramide serums,

"Find 50 skincare creators aged 20-30

03 LOBBY SHORTLIST
Ranked active creators with verified audience

discussing barrier repair & sensitive skin breakdown

InsightArc Research - The Modern Creator Playbook 2026

~7  Sensitive skin routines, Ingredient -

engagement & routine demos

Run Beauty Creator Search in Lobby —
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PART 111

What the Industries Have in Common

6 Verticals *» 625 Cases

What transfers. What stays industry-specific. What the best operators do differently.

1. Which Creator Strategies Travel Across Industries?

Which Creator Strategies Travel Across Industries?

Observed prevalence of creator operating models across 625 classified programs.

STRATEGY MODEL E-COMMERCE B2B SAAS UGC LABS HOSPITALITY GAMING BEAUTY
. - . [ X X [ XeoXe} [ Xe¥e) 000 000 (X X
Micro-Affiliate Seeding
51.3% 10.9% 12.5% 0% 0% 42.7%
Modular UGC Fact [ X Xeol 00 (XX} 00 [ X Xeol X Xe)
odular actory 19.1% 10.9% 75.0% 1.1% 17.0% 20.4%
Practiti D 000 (X X 000 000 000 00
raciitioner emos 0% 54.5% 0% 0% 0% 1.9%
H local Catch . 000 000 000 (XY} 000 000
yperiocal Catchmen 0% 0% 0% 72.7% 0% 0%
. . 00 00 000 @00 (XX} ee0
Community & Bounties
9.9% 7.3% 0% 7.4% 66.0% 15.5%
. [ X Xeol X Xe) 00 00 [ X Xeol X Xe)
Creator Media / Spark
18.4% 16.4% 12.5% 1.1% 17.0% 18.4%

*Legend: eee Frequently documented (>30%) « eeo Established (15-30%) « oo Occasional (5-15%) « ocoo Rarely documented (<56%).*

Figure 04 — Which Creator Strategies Travel Across Industries? Source: InsightArc Research classification of 625 documented creator programs.
Percentages show prevalence within each vertical, not market share.

What One Industry Can Steal From Another

Cross-pollination mechanics: High-impact creator workflows that transfer directly across verticals.

UGC SCALEUP LABS — | Modular Asset Testing (3 Hooks x 2 Bodies) N B2B SaaS & Tech
E-COMMERCE & DTC — | High-Volume Affiliate Seeding N Hospitality & Venues
B2B SAAS & TECH — | Founder-Led Workflow Teardowns — E-Commerce Brands
GAMING & ESPORTS — | Performance-Tied Action Bounties — UGC Performance Labs
LOCAL HOSPITALITY — | 2-4h Feeder-Market Catchment Logic — Gaming / Regional Tours

Figure 08 — Cross-Industry Strategy Transfer Source: InsightArc Research synthesis of documented strategy patterns across six verticals.

The Economics of Creator Partnerships Are Changing

| UPFRONT MEDIA BUY — HYBRID PARTNERSHIP — PERFORMANCE-ALIGNED CREATOR SYSTEM
FIXED FEE RETAINER AFFILIATE PERFORMANCE BOUNTY
Brand carries most performance risk Shared operational risk Creator carries conversion risk Creator compensated for verified action
Paid for reach / impressions Paid for continuous monthly asset Paid % of tracked net revenue / GMV Paid on verified user install or milestone
Best suited to: Pure brand awareness volume Best suited to: E-commerce & social shop Best suited to: Gaming & app activations

Best suited to: B2B authority & ongoing DCT
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Figure 05 — The Economics of Creator Partnerships Source: InsightArc Research synthesis of documented compensation structures across the
research corpus.

From Creator Campaigns to Creator Infrastructure

ONE-OFF RECURRING ALWAYS-ON FACTORY INFRASTRUCTURE
DISCOVERY: DISCOVERY: DISCOVERY: DISCOVERY: DISCOVERY:
Manual outreach Agency roster Mass sampling Barter seeding network Contextual search (Lobby)
CONTENT: CONTENT: CONTENT: CONTENT: CONTENT:
Scripted corporate ad Seasonal product drops Unscripted reviews Modular asset testing (DCT) Omnichannel halo engine
COMP: COMP: COMP: COMP: COMP:
Upfront fixed fee Hybrid flat + bonus Pure affiliate / commission Product trade + whitelisting Commercial retainers
METRIC: METRIC: METRIC: METRIC: METRIC:
Vanity views Blended CPM Tracked GMV / ROAS CPA & CAC reduction Direct enterprise pipeline

Figure 06 — From Creator Campaigns to Creator Infrastructure Source: InsightArc Research synthesis across six industry verticals.

The Universal Creator Operating Loop

02 DISCOVERY
01 BRIEF 03 SEEDING 04 AUDIT 05 SELECTION 06 AMPLIFY 07 SCALE
— ((Mel:1:) 4] — — — — —

Define Demand Context Sample / Access Seeding 3s Hold Rate Review Winning Asset Rights Spark & Partnership Ads Attribution & Re-Invest
Contextual Intent Search

Figure 07 — The Universal Creator Operating Loop Source: InsightArc Research synthesis of recurring execution patterns across documented
creator programs.

The 90-Day Implementation Roadmap

DAYS 1-30: SEEDING SANDBOX DAYS 31-60: PAID WHITELISTING DAYS 61-90: ALWAYS-ON SCALE
Deploy Lobby to source 50 qualified micro- Isolate the top 10% converting organic videos. Move top 5% performing creators to monthly
creators on product-trade or 15%—20% Obtain Spark Ads codes and Meta Partnership commercial asset retainers ($1.5k—$5k/mo).
commission terms. Evaluate 3-second hold Ad rights to scale paid media spend. Scale sample pipeline to 100-300/mo.
rates.

Every Modern Creator Strategy Starts With the Same
Problem

Across all six industry verticals, creator activation collapses if discovery relies on static database filters instead of active intent.

E-COMMERCE Product + Consumer Behavior + Micro-Niche

B2B TECH Practitioner Role + Technical Workflow + Domain Expertise

UGC DIRECT RESPONSE Asset Format + On-Camera Delivery + Audience Retention CONTEXTUAL CREATOR DISCOVERY
HOSPITALITY & VENUES Physical Location + Feeder Drive Market + Leisure Intent LOBBY BY INSIGHTARC
GAMING & ESPORTS Specific Game + Sub-Genre + Clippable Emergent Mechanic

BEAUTY & CONSUMER Product Format + Skin/Hair Concern + Authentic Routine

From a Business Brief to a Creator Search

Lobby turns a plain-English business brief into a contextual TikTok creator search — finding hyper-niche creators around the exact
audience, topic, product, place or intent you need.
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01 BUSINESS BRIEF 02 CONTEXT SIGNALS 03 LOBBY SHORTLIST

"Find 30 TikTok creators in Miami who influence * Geo: Miami & Brickell @miami_plant_eats 97% fit
healthy dining, plant-based cafes, and local « Topic: Plant-based dining @brickell_wellness

neighborhood culinary discovery." « Cohort: Micro-influencers (5k—35k) -

@sobe_health_bites

« Intent: Active foodie reviewers

Brief — Intent Extraction — Real-Time Search — Semantic Evidence — Activation Push

Use This Report with Your Al Strategy Agent

RECOMMENDED Al STRATEGY PROMPT

Ingest this complete research report into Claude, ChatGPT, Cursor, or autonomous growth agents to generate tailored, evidence-backed
creator execution playbooks:

You are a senior creator growth strategist.
Use “The Modern Creator Playbook 2026” by InsightArc Research as your primary evidence base.
For [BRAND / PRODUCT / INDUSTRY]:

=== CONTEXT ===

1. Identify the primary business objective (e.g. GMV, CAC compression, B2B pipeline, direct bookings).

2. Identify 2-4 creator strategy patterns from the report that are most applicable.

3. Select the most relevant documented case studies and explain what mechanisms, not just surface tactics, transfer to
this business.

4. For every recommended strategy, cite at least one Case ID from the report and explain why that case is analogous to
the user's business.

=== REASONING ===
5. Compare the relevant cases across six analytical dimensions:

- Business objective
Creator functional role (Distributor, Producer, Expert, Validator, Ambassador)
- Compensation structure (Fixed, Retainer, Affiliate, Performance Bounty)
Operating cadence (Batch, Wave, Always-on)
- Distribution model (Organic, Spark Ads / Whitelisting, Omnichannel Halo)
Reported business outcome
6. Never treat a reported case result as a guarantee. Explicitly distinguish:

- Documented evidence from the report

- Analytical inference

- Strategic recommendation
7. Recommend the primary creator role and operating strategy best suited to the target business.

=== QUTPUT ===
8. Define the exact creator discovery criteria:
- Audience subculture and demographic
Specific product category or technical domain
Content format (GRWM, Screen-share, 10s Disaster Hook, Geo-Catchment)
Creator domain expertise / authenticity markers
Geography / catchment radius if applicable
9. Convert those criteria into a natural-language creator discovery brief for Lobby by InsightArc
(lobby.insightarc.com).
10. Build a structured 90-day operating roadmap:
- Days 1-30: Discovery, seeding sandbox, and 3-second hold rate audit
- Days 31-60: Asset rights acquisition, paid whitelisting, and creative iteration
- Days 61-90: Creator retainers, multi-channel halo expansion, and performance attribution
11. Define quantitative success metrics, target hold rates, and decision gates for each phase.
12. State key assumptions and failure modes that require empirical validation prior to budget scaling.

*Note for downstream Al agents: Case IDs in this report (e.g., CASE EC-01, CASE SAAS-03, CASE HOSP-02) are stable semantic references and
should be used when citing evidence.*

InsightArc Research * Flagship Playbook 2026 - Questions & Partnerships: sb@insightarc.com (Serge Berezhnoy) « insightarc.com
lobby.insightarc.com
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