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Why journey orchestration still disappoints
The idea was right. The old topology was wrong.

2
What has changed
Data tools, Omnichannel content, AI services, Agents and why the economics are shifting
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Future JO architecture
Control plane, shared context, and the agentic operating model
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Key Takeaways
What to do now, what to prototype, what to wait on
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The marketplace collapsed. But the need 
for lifecycle engagement across 

channels never went away.

Why Journey Orchestration Still Disappoints



    Why JO V1 Failed: Too Far From the Key Ingredients
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The loop was right: Listen & Map  →  Plan & Model  →  Activate  →  Analyze & Optimize.   But V1 tried to run that loop with limited access to the 
key ingredients.

Data & identity
lived elsewhere

JO tools ingested, replicated,
or approximated customer 
profiles managed in CDPs, 
warehouses, and identity graphs.

Result: stale, partial views
of the customer.

Content & offers
stayed in channel silos

JO could trigger an email or
push a segment, but could not
assemble governed content such 
as modules, claims, offers, rights.

Result: shallow interactions,
not assembled experiences.

Models & decisioning
never formed a loop

Next-best-action logic ran in
isolation. Insights, decisions,
and creative assembly each
optimized separately.

Result: three optimizers,
no orchestration.

The dedicated JOE marketplace more or less collapsed, except at the very high end. Outbound messaging platforms 
rebranded as “journey” platforms and gave marketers a fig leaf — but campaign-oriented ESPs and MAPs will never 
provide true lifecycle engagement across any channel, including inbound.



    The Silos Trap…Revisited Under AI

V1 was centralized and fragile.

A single journey canvas tried to coordinate
everything. It sat too far from data, content,

and execution.

Most enterprises never got it to work at scale.

▸

So enterprises decentralized.

Email, web, service, commerce, and agents
each got local journey logic. Each tool

improved locally.

The customer journey still fragments globally.

Each tool can improve locally while cross-channel suppression, sequencing, and measurement remain unresolved.

Email

Behavioral
triggers

Web

A/B testing +
personalization

Service

Guided
next steps

Commerce

Product
recommendations

Agents

Task
coordination

Each system gets smarter locally. Global coordination still requires a shared orchestration layer. That is why JO is 
required as a way to coordinate decisions above local optimizers.
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The stack around orchestration is different 
now. Data tools, AI services, and agents 

shift the economics.

What Has Changed



    Data Tools Maturity and Emergence of the Content Warehouse

Data tools maturity

1. CDPs, cloud warehouses, event streams, and activation 
services have matured. Customer data, identity, and 
behavioral signals now have real homes.

This makes it less attractive to copy all into a standalone 
JO hub. The data already lives somewhere governed.

The design question is shifting: should the orchestration 
layer pull data in, or should journey logic run closer to 
governed data and events?

Content warehouse

1. GenAI-enabled journeys do not just trigger messages. 
They assemble interactions from governed content.

That requires a content warehouse: modules, claims, 
offers, rights, disclosures, variants, freshness, and 
lineage: content-side raw materials under governance.

The warehouse is not the JO brain. It is the content 
foundation. JO without it produces unbranded, 
unregulated interactions.

Both shifts point the same way: 
The orchestration layer should coordinate, not replicate. 

Pull governed data and content in but don't copy them into another silo.
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    AI and Agents Change the Economics

Insights AI

Senses signals, behavior,
patterns, experiments,
and outcomes.

Turns raw data into
decision-ready context.

Decisioning AI

Ranks next actions, applies
constraints, arbitrates
conflicts across channels.

Chooses what to do, for
whom, when, and where.

GenAI

Adapts or assembles the
interaction — content,
creative, dialogue.

Generates from governed
content, not from scratch.

▸ ▸

What agents add:

Agents bring task coordination and multi-step reasoning. They can compose journeys from intent, not just execute pre-designed
canvases. This makes orchestration both cheaper (less manual journey design) and harder (more decisions to arbitrate,

more context to share, more evidence to track).

But this requires shared context. Without a shared context, you get three separate optimizers and a fleet of uncoordinated 
agents.
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A coordination layer, not another 
disconnected brain.

Decisioning and Orchestration in 
Your Future Architecture



    Agentic Orchestration  ≠  Journey Orchestration

Agentic Orchestration

Coordinates tasks and workflows

•  An agent decomposes a goal, reasons about next steps, calls 
tools, adapts mid-flight.

•  Scope: a bounded workflow. E.g., book a meeting, resolve a 
case, qualify a lead, draft a response.

•  Optimizes for: task completion, efficiency, tool-chain 
coordination.

Journey Orchestration

Coordinates customer experiences over time

•  Listens for signals, decides the right action across channels, and 
learns from outcomes.

•  Scope: the customer relationship over time, across touchpoints, 
sessions, and lifecycles.

•  Optimizes for: customer experience coherence, cross-channel 
coordination, lifetime outcomes.

VS

Where they intersect Agentic tools can make journey execution smarter. Instead of triggering a fixed email sequence, an agent can compose the next 
interaction dynamically based on what just happened.

The risk: smarter agents, more fragmented journeys

If every channel agent optimizes locally, such as an email agent 
sends a promo, service agent opens a case, commerce agent 
recommends a product; the customer still gets fragmented 

treatment.

The fix: shared context + control plane

Shared context layer → every agent agrees on who the customer is, what 
journey they are in, and what policies apply. 
Control plane → arbitrates when agents propose conflicting actions.

▾  The next slide shows how this architecture works  ▾
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 Future Orchestration Needs a Shared Control Plane

Shared treatment orchestration layer / control plane

The control plane coordinates  channels. It does not render every interaction; it decides, then delegates 
execution.

Planning & 
Arbitration

Sequence journeys
Resolve offer conflicts

Policy & Eligibility

Consent, caps, fatigue
Eligibility before 

execution

Identity & 
Permissions

Customer, account,
household, device,

buying group

Context Packet

Customer, journey, 
content

Freshness + provenance

Audit & 
Observability

One treatment trail
Reasons, sources, 

outcomes

Web
Local execution

Email
Local execution

Service
Local execution

Commerce
Local execution

Ads / Mobile
Local execution

Context Layer (see previous webinar)
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Journey Orchestration to Close the AI Loop

Measure behavior 
+ signals

Sequence journeys 
+ arbitrate 

next-best treatment
Create all the 

variants required

Measure 
how it did

Learn and 
adapt

Get better 
prompts

Insights AI Decisioning AI Generative AI
Agentic orchestration layer: sequence work across systems, reconcile decisions, 

manage approvals, and keep one shared run log.

Generate or 

assemble the 

interaction

Choose treatment, 

prioritize, arbitrate 

tradeoffs

Sense signals, score 

behaviors, predict 

intent

Generative AIDecisioning AIInsights AI

Beware: Hallucinations / Content Quality / IPR
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The Future Stack With Division Of Labor

The future stack needs to separate local execution, treatment coordination, AI services, shared context, and 
enterprise foundations.

LOCAL EXECUTION Web / app  •  Email  •  Service  •  Commerce  •  Ads / mobile
Channels render experiences and execute approved actions locally.

ORCHESTRATION LAYER Coordinates treatment: planning & arbitration, policy & eligibility, identity & permissions, context 
packet, audit & observability

AI SERVICES Insights AI
Sense behavior

score signals

Decisioning AI
Choose treatment
prioritize tradeoffs

GenAI
Generate or assemble

content/responses

SHARED CONTEXT Context layer
Semantic  •  State

Policy  •  Governance

Foundation services
Identity graph  •  Customer data

Content/assets  •  Measurement  •  Integration/consent

Keep treatment logic above channels; let channels render and execute against shared context and foundation 
services.
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What to do now, and how to test 
orchestration claims before you buy.

Planning and Execution



Getting There: RSG Is a Different Kind of Firm…
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Journey Thinking Survives, Even If JOE Platforms Don't

What JO thinking contributes to AI decisioning

1. A human-manageable, directional path across all 
touchpoints; not just next-best-action at a point in time

2. Key status indicators as context: where is the customer 
in their lifecycle? What stage, what eligibility, what 
recency?

3. Prioritization data: suppress cross-sell for a near-expiry 
subscriber, promote roadmap benefits instead

4. Guardrails: that human marketers can understand such 
as consent, fatigue, suppression and not just black-box 
model weights

5. Reporting visualization framework

An initial structure that AI can improve…
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Summary and Conclusion

How it feeds the AI decisioning engine

Journey Context + Guardrails AI Decisioning
Engine

Journey Metrics + Analytics = Reports and Insights

→

→

Status indicators and prioritization data flow into the 
AI decisioning engine. The engine acts on them; 
deciding what to serve, sequence, suppress. Decision 
results feed journey-style reporting and analytics 
humans can visualize.

The Marketer and Analyst cockpits may not look like 
JOE v1's diagrammatic interfaces. But the context 
problem hasn't changed; if anything, AI makes it 
more urgent.

EXAMPLE

Apoorv is near the end of his subscription. The AI 
engine wants to send a cross-sell offer. The context 
layer flags: Suppress cross-sell. Promote upcoming 
roadmap benefits instead. Check recency and 
engagement before anything else.

This is not NBA. NBA picks one action. JO sets a 
directional path: suppress this, promote that, 
sequence across channels, and report the outcome 
back to the marketer. The AI does the execution. 
The context does the steering.

→

CONCLUSION

JO thinking is more important than ever. JO 
technology is becoming a context and control plane; 
potentially less deterministic, but no less essential.
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    Key Takeaways
1. JO V1 was not just immature; it sat too far from data, content, events, and 

models. Most enterprises bought a journey canvas without the shared services 
to run it. Retreat to Campaign Messaging platforms did not solve basic need

2. AI changes the economics: Insights AI, Decisioning AI, and GenAI can each 
make orchestration cheaper and more effective. But without shared context, 
you get separate optimizers, not coordination.

3. Content Warehouse and 360 Data Hub become foundational when GenAI 
assembles interactions. Orchestration without governed content and data 
produces inaccurate, unbranded, unregulated results.

4. Test live coordination across systems before believing vendor claims.

5. Journeys are a frame and set of inputs for future AI-enabled decisioning, not 
an end in themselves
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Always Test Before You Buy…

Cross-system
Show one scenario across multiple systems not a single-suite 
happy path

Evidence-based
Demand a trace showing context, sources, decisions, and 
guardrails

Empirical
Stress stale, missing, contradictory, late-arriving data. If the 
system breaks with imperfect data, it will break in production.

Economic
Be explicit about where orchestration at scale is worth the 
effort. Not every journey needs cross-channel coordination.
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Thank you

Stay in touch!
• explore@realstorygroup.com 
• linkedin.com/company/realstorygroup/  

Get RSG on your side…
realstorygroup.com/Membership 

Questions?
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