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At a Glance

Challenges

•  Disparate processes and tools

• Manual routing and reporting

• Lack of project visibility 

Benefits

• ROI equates to one average salary for a year 

• 75% reduction in routing time 

• 50% reduction in approval time 

• 25% efficiency gain in project set up 

• 100% visibility 

• More productive meetings

CASE STUDY 

C3 Pushes 
Boundaries, Positions 
for Greater Success 
with Workfront
The largest family and kids-focused marketing 

firm in the U.S. standardizes processes, creates 

efficiencies, and expands collaboration using 

the Workfront Work Management solution. 

 
What does an already profitable marketing agency do to become 
even more successful? At C3, the answer is push boundaries. 
The agency is extending its creative advantage with technology, 
using Workfront to automate and improve the way the team 
communicates to solve problems, collaborates to inspire ideas, 
manages to build program timelines, and tracks projects to develop 
products that families love. 

Restaurants often provide children with free toys or menus and 
crayons as dining incentives. Behind the scenes, C3 (Creative 
Consumer Concepts) creates those emotional bonds. For 30 years, 
C3 has helped restaurants passionately communicate and promote 
their brands to families and children through research-based 
recommendations and masterful design expertly conceived and 
flawlessly executed.
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The Challenge

C3 maintains its market leadership because the 
agency has never been satisfied with maintaining 
the status quo. To keep its competitive edge, the 
company realized that pushing boundaries applied 
to adopting modern technologies that increased 
efficiency and productivity while encouraging 
collaboration that delivered the smartest products 
and innovation to clients.   

“We needed tools that allowed us to 
streamline our processes and still maintain our 
entrepreneurial and flexible approach,” explains 
Katelyn Clark, at C3.

Disparate Processes and Tools

The on-time and on-budget production of activity 
books, cups, crayon sets, and meal bags are 
staples for C3’s business. The toys require 
establishing intricate timelines outlining processes 
that can take more than a year to complete. 

Before implementing a new project management 
system, C3 gave team members the freedom 
to choose the tools and workflows that they felt 
worked best for them to create timelines and 
execute other project management initiatives. 
That meant that everyone customized their work 
and method of communication—leading to more 
transaction-oriented communications rather than 
strategic collaboration. Some people kept things 
on their desks, others on the server, and still 
others in their heads. Everyone entered approved 
jobs into FileMaker Pro (a database the firm kept 
for creative assignments, but had not updated in 
years), then used Microsoft Excel, email, or internal 
servers to manage specific tasks. Most of the 
time, projects that were tracked independently 
proceeded smoothly. However, without a central 
solution, if an employee changed course, nobody 
would know until it was too late.

The process was in place, but because employees 
used different tools and completed tasks in a 
different way, C3 never had complete visibility. 
According to Emily Higinbotham, C3 project 
manager, "Without visibility, there’s little oversight 
and no one can be held truly accountable.”

Inefficient Routing and Reporting

Printing assignments from FileMaker Pro and 
creating instruction pages before manually 
inserting them into "job jackets" and distributing 
them to creative team members was an integral 
part of keeping C3 projects on schedule. The job 
jacket paperwork that project managers supplied 
included the assignment, specifications, and due 
dates. Once received, creatives were free to 
manage their work in their own ways.

On completion, creative deliverables were printed 
as physical color laser copies and reinserted into 
the packet for pick up. The project manager would 
then manually collect each design and add a 
new routing approval slip on top of the job jacket 
before physically walking the collateral around the 
building to others for approval. 

“Reviews would literally go person to person. It 
would start with someone and they would use 

“With Workfront, we’re 
now in a position to push 
boundaries. It’s one of 
the best, if not the best, 
project management 
systems in the business.”

– Emily Higinbotham, Project Manager, 
C3 // Creative Consumer Concepts
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Workfront Dashboards 
replaces manual, 
disconnected reporting 
tools with effortless visibility 
tailored for individual roles.

the routing slip to see where it should go next. 
If someone was gone, I’d have to go find the 
paperwork,” Higinbotham explains. “It took a lot of 
time and was such high maintenance to prepare, 
then wait for, then sort through, and file as many as 
8 – 10 physical packets a day. Of course, changes 
meant that I’d do the same thing a second or third 
time. It was very time consuming.”

Challenging Resourcing 

The use of job jackets for assignments and 
routing also created visibility challenges. 
FileMaker Pro displayed job assignments by 
day, but was not customized for advanced 
reporting. That meant C3 had no transparency 
into schedules or overall project timelines which 
impacted individual accountability. 

At C3, value-added client marketing strategies 
and insights originate from a variety of employees 
working in an open-plan environment. Although 
the agency has never been interested in tracking 
individual employee time by task, C3 wanted a 
central solution to understand overall resourcing 
to better assess workloads as ideas moved to 
formal tasks.

“We wanted a partner that had already thought 
through how to effectively track and report on 

projects; one that understood how to provide true 
visibility and accountability. That’s why we chose 
Workfront,” says Higinbotham.

The Workfront Solution

C3’s informal work request process resulted in 
doing great business, but the agency realized it 
needed to standardize its intake and workflow 
processes to take business to the next level. At 
any given time, approximately 45 employees are 
working on 200 active projects for more than 50 
clients. Workfront’s solution became the ideal place 
to centralize everyone’s effort.

Templates Speed Project Initiation

C3 projects—from concept, to design, to delivery—
include milestone timelines that can span up to a 
year and a half. While a client may have multiple 
projects in one year, each must have a separate 
set of tasks from beginning to end. C3 now uses 
Workfront templates to streamline the timetables 
that team members prepare all the time, so jobs no 
longer have to start from scratch. C3 maps every 
necessary step in the workflow, gaining templated 
projects that can be replicated very quickly. After 
account managers spend the time to develop one 
timeline, the rest of the year is often complete in a 
matter of minutes.
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Instead of having 50 templates in Workfront, C3 
has transitioned base templates into personal 
project templates. This ensures project managers 
and team members working with a single client on 
one multi-faceted project all year follow the same 
steps. Project managers simply copy a process 
into a personal template program, enter names 
and modify to client specifications. After initially 
creating a program with the same deliverables (e.g., 
producing an activity book, a cup, a crayon set, and 
a meal bag), account managers can replicate the 
same process multiple times per year in distinct, 
personal templates. With everything in place, 
teams then meet to review and modify schedules 
based on availability.

“Time is huge in our world and it was taking 
about two hours to set up each timeline,” says 
Higinbotham. “Now, project managers copy and 
paste in seconds and customize in another 15 
minutes or so. It’s immensely helpful to be able 
to have a replicable timeline that works for a 
year or more.”

Although C3 followed timelines previously, 
templates more strictly define each milestone 
in the process. For example, the schedule 
created years ago allowed 20 days for an 
activity book—separated into several rounds 
before final art submission. By using a tool 
like Workfront that provides full visibility, C3 
discovered employees would often shortchange 
approvals as well as cut creative cycles to make 
up for delays. As a result, the agency began 
to build one day, one hour accountability into 
every account manager’s schedule to record 
their administrative tasks. This, combined with 
timeline visibility, has helped ensure thorough 
approvals and healthier creative timetables.

“It’s my job to review every template to make 
sure each keeps the integrity of our desire 
to prevent teams from feeling rushed,” says 

Higinbotham. “This should result in giving our 
teams more time to focus on being creative.”

Automated Approvals Save Time

Using Workfront’s online proofing capabilities, C3 
also has automated approvals. ProofHQ eliminates 
the time-consuming, manual creation of routing 
approval packets and physically filing feedback in 
cabinets. In addition to saving time, every member 
of the C3 team now also has instant visibility into 
review bottlenecks. 

“With Workfront, we have improved getting work 
approved by various teams much faster, as well as 
generated an open forum in which we can discuss 
and ask questions without having to set a meeting 
or track down a busy individual,” says Chelsey 
Smith, account supervisor at C3.

“Workfront has given 
our workflow a level of 
visibility and access that 
it’s never had before. 
It’s helped us track 
and manage projects 
from the finest detail to 
the broadest overview, 
allowing us to see both the 
forest and the trees.”

– Doug Kubert, Creative Director, 
C3 // Creative Consumer Concepts
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The agency’s CEO is particularly excited about 
viewing all approvals in one place, including being 
able to see who has commented and in what 
timeframe on a particular concept. With a record of 
every job routing, C3 can prove, for example, that 
a design was routed for approval six times, instead 
of the agreed upon three cycles which could make 
a big difference with clients. The agency can also 
easily compare and contrast creative versions 
without digging through paperwork.

Central Repository Enables More 
Efficient On-Boarding

C3 has lower than industry-average turnover, 
but the agency is cognizant that standardizing 
processes in Workfront will make it easier to 
successfully on-board new hires. “We can probably 
on-board someone in half the time because of 
Workfront,” says Higinbotham. That’s because 
employees have more than just data; they have 
standardized processes and parameters, as well as 
communications stored in the central repository. As 
a relative expression of what every employee does, 
Workfront gives C3 managers a way to effectively 
redistribute client work if someone leaves the 
agency and the knowledge that two full-time 
employees may not be necessary to replace two 
departing, depending on overall workloads.

Improved Visibility Through Reports, 
Integration, and Dashboards

Workfront provides robust out-of-the-box reporting 
options and the flexibility for C3 to create its own 
custom reports. Account managers previously 
compiling details in Excel have transitioned to 
using Workfront, allowing them to instantly create 
and distribute status reports to their clients. 

“Workfront has allowed me to focus more on my 
client needs rather than the tasks that need to be 
completed. Having timelines that are rolled up into 

a report I can reference daily has been a game 
changer,” says senior account supervisor, Clark.

Everything from C3’s image and culture to its 
workspaces and new business opportunities 
is important to the company’s CEO because 
he knows all of it contributes to keeping the 
agency’s edge. As a result, he continually 
suggests improvements. Previously, many ideas 
at the leadership level went untracked. Now 
alongside client projects, every idea is collected, 
tracked, and managed in Workfront. Whenever 
a C3 leader suggests a new initiative, it is 
immediately added to Workfront as a project 
and displayed on a dashboard that is reviewed 
weekly during executive staff meetings. With 
all of the information now visible, leaders can 
effectively evaluate priorities. 

“Everyone looking at the same list of wants, 
together with all of the associated capabilities, 
dashboards, and reporting that Workfront provides, 
is a huge step forward in making us better at what 
we do every day,” Higinbotham says. “Workfront is 
now the place we can prioritize and view progress 
across all of our initiatives.”

“Workfront does a great 

job of organizing all job 

elements together. No more 

searching for miscellaneous 

printouts—it’s all together 

with the project.”

– Fred Briseno, Director of Production/
Designer, C3 // Creative Consumer 
Concepts
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Benefits

Workfront complements C3’s entrepreneurial culture, providing visibility and accountability across 
every process and project. In less than one year, C3 has used the work management solution to push 
boundaries, experiencing the following benefits:

• ROI equates to one average salary for 
a year – C3 believes Workfront saves 
approximately 30 people one hour of time 
each week, which is equivalent to about one 
average yearly salary in the agency. “This is 
how we put a face to the efficiencies we’ve 
gained,” Higinbotham explains.

• 75% reduction in routing time – C3’s 
project manager used to manually create, 
route, and physically file every routing 
sheet. Completing 8 – 10 routings a day 
could consume nearly 8 hours. With all 
project schedules, communication, and 
approvals now in Workfront, the agency’s 
project manager can focus on Workfront 
automation, creating even more efficiencies 
across the agency. 

• 50% reduction in approval time – Prior to 
Workfront, internal creative approvals used 
to take a day or more. Now that time is often 
cut in half. Higinbotham remembers, “One 
of the first days that we used ProofHQ, I put 
up the artwork for a cup and 10 minutes later 
the entire team had approved it. That made 
everyone do a little happy dance. We’re 
getting things delivered back to account 
management and out the door to clients at 
least 50% faster, if not more.”

• 25% efficiency gain in project set up – 
For employees managing up to 12 similar 
campaigns a year, Workfront reduces the 
time it takes to set up tasks and timelines—

from 2 hours for the first timeline to 15 
minutes per timeline for subsequent projects. 

• 100% visibility – Before Workfront, it was 
nearly impossible for C3 team members to 
report on project progress. There was not 
a consolidated report, so people generally 
inquired of one another and kept their own 
spreadsheets. Today, a game changer for C3 
is the increased visibility that the Workfront 
solution provides, even when team 
members are moving fast. Higinbotham says, 

“Workfront gives us greater transparency, 
which leads to improved collaboration and 
better relationships. Both of those benefits 
result in better products, higher revenue, and 
increased employee satisfaction.”

• More productive meetings – C3 
employees don’t necessarily spend less 
time in meetings, but they do have more 
productive meetings with Workfront because 
participants now come better prepared. 
They’ve done the work to create a timeline 
and put information into the project. They’ve 
added the custom forms. With everything 
documented, teams can now respond to the 
work already completed. For C3, Workfront 
promotes discussion and provides a 
healthy kickoff. According to Higinbotham, 

“Workfront helps with informing the process 
earlier, which means we’re able to go from 
an idea to a thing instead of being asked to 
do the thing without the idea.”
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Looking Ahead

Both the capabilities used today and those C3 might deploy in the future attracted the agency to 
Workfront. As part of C3’s commitment to pushing boundaries, the company is interested in Workfront 
APIs and the solution’s flexibility to integrate price development and quote forms, budgets, and financial 
reporting with the agency’s NetSuite financial management software. C3 is also considering extending 
secure Workfront access for certain projects to some of its manufacturing and third parties, as well as 
investigating adding safety and compliance checks into the work management solution.
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                              Devour Your Teamʼs Work Chaos With Workfront 

Meet the King of Work Management. With real-time work planning, tracking, 
collaboration, and reporting, Workfront enables enterprise teams to: 

• Drive greater productivity by automating repetitive manual tasks 
• Increase communication and transparency through social-style updates 

and dashboards 
• Reduce project failure with real-time views into project progress and 

resource workloads 
• Provide data-driven insights for constant improvement


