
May 27, 2026

What is the Future of Agency 
Relationships?



Annnnd…Here’s the Answer

1 Near-term: Audit your agency footprint and reclaim the operating core

Move reusable content, customer data, decision logic, AI guardrails, and measurement 
loops under enterprise control.

2 Longer-term: Keep partners closest to spark, perspective, and specialized build

Buy scarce wisdom and skills. Don’t outsource the learning loop that makes AI and 
omnichannel engagement better over time.
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What we’ll cover

1 Why the old model is creaking

Channel-centered outsourcing struggles when 
customers expect joined-up experiences.

2 Where agencies still matter

Originality, brand meaning, external perspective, and 
specialist experience remain valuable.

3 What to bring inside

Data, reusable content, decision logic, AI controls, 
and measurement loops should become enterprise 
capabilities.

4 How to reset the relationship

Audit work, reset contracts, clarify interfaces, and 
pilot a new operating model.
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The Future Supplier Map Starts with the Stack
External partners sit around the architecture — not inside the operating core.

Agency strategy starts from your 2030 architecture, not from legacy channel assignments.
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The Agency Model Flips: Production Out, Spark In
A narrower, higher-value agency role.

Reclaim the automation gains and the learning loop; keep buying originality.
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The Brief Becomes a Structured Interface
Future campaign briefs look more like operating specs than one-off creative asks.

The handoff is no longer just deliverables; it is instructions, constraints, and reusable context.
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The Three Pillars Change What Can Be Outsourced
Data, Content, and Decisioning become customer foundation services.

If partners own the pillars, AI learns outside your organization.
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Don’t Let Partners Own the Loop
MarTech 2030’s warning: outsource advice and help, not the “why.”

You can outsource good practices; don’t outsource the loop.
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Three Things Must Become Enterprise Assets
If an agency owns the pillar, AI will learn outside your organization.

Content, data, and decisioning are no longer campaign inputs — they are enterprise infrastructure.
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Paid and Owned Need One Operating Model
Keep media expertise but break the lock on fragmented AdTech logic.

The agency may buy media; the enterprise should own the signals, assets, and optimization logic.
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From SOWs to SLOs
Contracts should reward better systems, not just more deliverables.

Measure value by how much the operating model improves.
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Agency Relationship Scorecard
Classify work by strategic value and dependency risk.

The question is not “agency or no agency?” The question is “which work belongs where?”

More enterprise dependency / loop risk
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KEEP CLOSE

Brand platform
Creative spark

Cultural intelligence

CO-CREATE → INTERNALIZE

Journey logic
AI experiments

Measurement models

AUTOMATE / COMMODITIZE

Renditions
Trafficking

Routine reports

EXIT / REBID

Black-box data
Opaque media logic

Proprietary AI operations
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The Agency Audit: Six Questions
Start with asset custody, learning loops, and hidden logic.

Treat agency discovery as architecture discovery: find where value, risk, and dependency actually sit.

1 What data do they hold?

raw counts, customer signals, platform exports, 
benchmarks

2 What content and rights do they control?

source files, derivatives, metadata, usage rights, 
approvals

3 What logic are they managing?

journey rules, bidding rules, prompts, models, 
segmentation

4 How are metrics defined?

KPI dictionary, attribution assumptions, conversion 
windows

5 What can your stack automate?

variants, localization, handoffs, routine reporting, QA

6 What expertise is truly scarce?

creative spark, category insight, technical build, change 
support
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AI Guardrails Change the Contract
Agency AI usage needs provenance, controls, and auditability.

Guardrails: rights • provenance • model access • privacy • labeling • logs • human review • rollback

Approved inputs Agency / AI workbench Validated outputs

Brand voice

Claims

Audience constraints

Approved assets

Generation

Adaptation

Testing

Media planning

Rights-cleared

Labeled

Logged

Reviewable
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A Cleaner Division of Labor
Outsource advice and spark; not the system of learning.

The more AI touches a workflow, the more important it is to clarify ownership and interfaces.
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Getting There: A Different Kind of Firm…



A 2026 Action Plan for MarTech Leaders

1
Use four buckets: Spark, Build, Run, Own. Decide where each 
activity belongs in the future model.

2
Centralize reusable content, raw data, KPI definitions, decision 
rules, prompts, and rights metadata.

3
Shift from deliverable SOWs to SLOs, structured handoffs, 
transparent logs, and rights-safe reuse.

Classify current 
agency work

Move core assets 
“south”

Reset contracts 
and interfaces

4
Choose one journey, one content family, or one AI-assisted 
process. Co-create first, then internalize the loop.

Pilot a new agency 
model

Decision rule: keep partners closest to creativity and advice; keep your core and learning loops inside.
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Thank you

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

Get RSG on your side…
www.realstorygroup.com/Membership

Questions?
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