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Module II: The Ecosystem & Free Toolkit
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THE INDUSTRIALIZATION OF INFLUENCE

Rent Access

—— Pay holding companies for bundled SaaS, hardened
templates, and rented relationships.

| 'High budget, low control.

Own the Machine

Deploy free open-source architecture, mandate direct —
contracts, and keep creator data on your own servers.

Maximum leverage, zero license fees.
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The Ecosystem Blueprint
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Holding Companies Are Buying the Creator Economy

The industry is consolidating at the top. Large holding companies and consultancies are buying
creator infrastructure to turn a fragmented, personal business into a managed media channel.

52 Creator Economy |
M&A Deals in H1 2025 &}
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— A 73% increase from
B the previous year.
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The Agency Consolidation Map
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The Structural Cost of Renting

The Promise The Reality The Defense

[ ]
L/ AE
- Multi-market - Pricing and contract - Treat managed services
operational terms harden to as machinery for scale,

consistency. parent-company not relationship
standards. replacements.

- Unified data models
and single invoices. - Agency incentives
align with holding

company media

- Own your creator data
and performance

- Instant global scale. : : metrics.
relationships.
- Bundled offers force - Build a farm system
you into proprietary of dlfect creator
s software ecosystems. relationships.
:,i”‘\ 4 A 4 A il
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Mapping the Major Algorithmic Arenas

Instagram - TikTok - YouTube -1

The Engine: Relationship - The Engine: Discovery and The Engine: Search Depth
—and Visual Identity. —the Individual Video. | and Shelf Life.
The Play: Trial Reels allow | | The Play: Individual video | The Play: High-intent query
content testing to non- —performance heavily P capture. The only platform
~ followers before hitting  outweighs account follower | where three-year-old videos |

~ the core audience. | count. Views > Followers. | | routinely drive new sales.
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Crossing the Boundary into Amplification

- Organic Influence

- Paid Advertising |-

______ il
_____ 2

_ Creator Fee Media Spend f
B | . : : : Q
- You are renting borrowed trust. - You are buying distribution.
- The creator controls the message = ;he brand cnn;rols ﬁhe_placement,
within brand guardrails. Gl ANCLS AR el
amplification tools.
- Measured by engagement quality M .
. - Measured by strict cost-per-
and authentic reach. outcome (CPA/CPC).
(p Q f
i Mixing the creator fee and the amplification budget
- into one line makes both unmeasurable. -
Q} & & 4B



Diagnosing Native Amplification Tools

Mechanism: Access: Benefit:
TikTok Native promotion of an | Creator generates a Likes, comments, and
existing organic post. customizable shares accumulate on the
Spark Ads authorization code. creator’s original video

(native social proof).

Mechanism: Access: Benefit:
Meta ; Paid ads run directly Unified discovery and | Ad appears to come
Partnership Ads ||| through a creator’s ad-readiness editing | entirely from the
(Whitelisting) handle. via Creator Marketing | person, integrated with
Hub. Meta's ad engine.
Mechanism: Access: Benefit:
YouTube Branded-content Strict minimums Deep integration with
BrandConnect connection platform (25,000+ subscribers). | Google's broader ad

(currently beta). ecosystem.
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The Contractual Mirror

The technical tool must exactly match the legal paperwork.

o=
— Setti
[ ekt
EE Authorization Code

Duration: 30 Days Sl e S e e e e e P ->|  Usage Rights Term: [30 Days]

- If you set a Spark Ad authorization for 6@ days, your contract must grant 60 days of paid
usage rights.

- Organic posting rights and paid ad rights are entirely separate commodities with separate
prices.

- Never run a gifted or organic post as a paid partnership ad without a contracted usage rights
fee.
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Proximity Outperforms Popularity

A% 15%

[

The impact on brand trust driven The impact on brand trust
by unpaid voices (family, friends, driven by paid creators.
s, community peers).

(]

O

Insight: The deepest consumer trust sits with unpaid, personal voices inside
insular communities. A creator who takes your money starts to look like the
advertising the audience 1s trying to escape.

S

ource: Edelman 2026 Trust Barometer
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The Niche Venue Radar

The Feeds =

Short-form video feeds. Fleeting
attention, high CPMs, oversaturated
brand presence.

The Niches

- Substack/Newsletters: The creator owns the
inbox directly. No algorithm interference.

- Podcasts: Host-read endorsements. Deep
parasocial bonds built over hours of listening.

= Twitch: Live authenticity. The chat
immediately validates or rejects brand fit.

- Reddit/Discoxd: The question-and-answer
layer. Where serious buyers talk to each other.

Depth of Audience Trust
|

Level of Brand Competition

I T Germint Motebook



Architectin

g Local Authority

f
|
"-
oy L
%, yr b
‘\\ __..-‘,.'.

ZC 9

fx;
0210 -

Y,
y,
i
Y e
M
\-

-
5
.
"'\-\.x {
"y
I
o
g "'I
l-...-.
i i
== -
‘=.,§",- " ___.-"
pr—r
— -
=
.-"If."r |
¥ F,
|
i

i :4]__;i'_ !'T\";T{:;Ti |:5T~ELH The most underbuilt channel is
B T AN OTTEEE o — | RERSIES . The person a
A = community asks for advice is
= ZF S —| | rarely the loudest voice on a

global feed.

The Targets:

Youth coaches, studio trainers,
regional play-by-play voices,
neighborhood league owners.

The Compliance Gate (NIL):

Student-athletes hold massive local
trust but require strict clearance.

Before contracting, mandate checks
against State Law, School Policy,
and NIL Go reporting databases.
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The Zero-License Mandate

The Rule:

Every tool in this program must be 100% free and
open-source, with no paid subscriptions of any kind.

The Rationale:

A program that depends on a paid platform is a program
that dies when the invoice stops. Renting software
means handing your proprietary creator data and pipeline
over to a vendor whose pricing you do not control.
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| Navigating the Open-Core Trap
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The Commercial Trap: Separate directories
holding premium, cloud-only, or enterprise
features requiring license keys.

The Premium Trap

The Free Zone: The Community or 0SS

edition published under true OSI licenses
(MIT, AGPL-3.0, GPLv3). This is fully
usable, production-grade code.

5

The Discipline: Install the open-source edition on your own servers and explicitly instruct staff
never to enable commercial features. If a menu asks for a key, you are in the wrong place.

),
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The 5-Layer Open-Source Architecture

Layer 1: The Link
Shlink or YOURLS (MIT). Generates unique
tracking links per creator.

Layer 2: The Analytics
Matomo (GPLv3) for depth, or Umami (MIT) for
minimal footprint. Reads UTMs and site traffic.

Layer 3: The Record Keeper
Baserow (MIT Core) or EspoCRM (AGPL-3.0). Holds
promo codes, contracts, and payment status.

Layer 4: The Dashboard

Metabase 0SS. Joins the analytics traffic with
the record keeper data.

Layer 5: The Habit

The weekly human review. (Because no tool can
measure cross-device causation).
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| | |
The Legal The Illusion || The
Reality Il of the Agency || Requirement
Under the FTC Delegating creator You must deploy a
Endorsement Guides management to an reasonable program:
PN (16 CFR Part 255), the || agency does not hand || clear disclosure
advertiser is liable for || off the legal ‘|| requirements, permissible i
misleading responsibility. The training, periodic —
B endorsements. ] brand remains on monitoring, and 0
QA the hook. documented
A corrective action.
5 A 1]
- ' | |
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L FAN
Min 0-8 Min 8-15 Min 15-20 Min 20-25 Min 25-30
......... sy |
D | &
0 b 20 25 30
Content & Comment Engagement Disclosure Brand Safety
Rhythm Quality Rate History & Analytics
Are they on-brand? Are replies specific Manual calculation Do they properly Scanning for red
Do they post and messy (real), against tier label past #ad flags and requesting
consistently? or tidy and generic benchmarks. content? native backend
(bots)? demographic
screenshots.
+ N N +
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The 4-Question Triage: The 30-Day Blameless Review:
1. Did we pay for this
SpECifiC CDHT.EI'I't? Reconstruct
the timeline
\l/ from logs,
2. Is it about our product, B not memory. N
or their outside behavior? :>>
2 3? ;tfgrzp?gtrggiﬂigi?EIE) Operationalize Identify the
' the fix into missing
Jf your standard contract
contract clause or
4. Can we correct it in place, template. approval gate.
or must we terminate?
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Assembling the Capstone Operating
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Plan

Section 1: The Arena

Input from Ch 6/7:
Primary Platform +
Secondary Niche Test.
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Section 3: The Architecture

ONE-PAGE CHARTER

1. THE ARENA

2. THE STRUCTURE
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3. THE ARCHITECTURE 9. THE RISK REGISTER 4. THE GOVERNANCE
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7/ f
7/ /[

Input from Ch 9:
The 5-Layer Open Source
Stack with named owners.

A

Section 5: The Risk Register
Crisis decision tree and

kill-switch
TN

criteria

L'

Section 2: The Structure

" Input from Ch 8:
Managed agency scale vs.
Direct roster ownership.

Section 4: The Governance
Input from Ch 10: Vetting
matrix, FTC disclosure
rules, Family-First/Vice
standards.
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The Final Audit Standard

No.

Audit item

73

Is every tool in the stack free and open source with a license you have read, and
no paid subscription of any kind?

If 0 or 1: List every tool, read each license, and replace any paid or source-available product with a
verifled apen-source aption.

/4

Does the team avoid premium or enterprise features inside open-core tools that
quietly end the free zone?
If 0 or 1: Disable premium modales and nole the free feature set in the tool regisler.

75

Has a named owner been assigned to each installed tool, with server, backup,
patching, and staff time counted as real costs?

If 0 or 1: Assign owners and add maintenance time to the plan so free software is not treated as zero
cast.

L

Has a restore from backup been tested for every system that holds creator data?
If 0or 1: Run a restore test this quarter, record the resalf, and fix any gaps before trusting the

system.

Does the team begin with a spreadsheet and add software only when a specific,
felt pain justifies it?
If0or 1: Start with a LibreOffice Calc chect, and write down the pain before adding any new tool.

78

Do you own the roster, contracts, tracking data, and creator files in systems you
control, not held only by an agency?
If 0 or 1: Move all eapies into company-controlled storage and require agencies to deliver data on

reqaest.

Is there one analytics tool chosen to fit your team’s skill, with other tracking
scripts retired?
If 0 or 1: Pick one toal, remove the others, and document the single source of truth for reporting.

80

Is there an evergreen review schedule for the guide, the tool list, platform rules,
and laws, with a named reviewer?
If 0 or 1: Set a quarterly review, assign a reviewer, and record each change and date in the playbook.

Section subtotal (out of 16)

Total score

To pass Module II, your capstone
must survive the Audit Scorecard.

0-40: Exposed.
Operating on improvisation. Pause spending.

81-120: Competent.
Defensible, documented, repeatable.

121-160: Championship Caliber.
Architected on free tools, immune to
holding-company lock-in, and legally
fortified.

Build the machine. Own the data. ?
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