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What is the Future of Agency
Relationships?

May 27, 2026




Annnnd...Here’s the Answer

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

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

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

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

G Why the old model is creaking

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

a Where agencies still matter

Originality, brand meaning, external perspective, and
specialist experience remain valuable.
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e What to bring inside

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

How to reset the relationship

Audit work, reset contracts, clarify interfaces, and
pilot a new operating model.



The Future Supplier Map Starts with the Stack

External partners sit around the architecture — not inside the operating core.
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CUSTOMER INTERACTION CONTEXTS
@ AGENCIES
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Web Email Paid Social Apps Agents @ Origi.nal ideas .
Creative concepting
and ideation

CUSTOMER FOUNDATION SERVICES e e Brand meaning
Shared data, content, decisioning, Al controls, and guardrails Story, positioning,

and expression

PACKAGED SOFTWARE PLATFORMS o Source assets

®o--—- Original content and
ENTERPRISE-OWNED OPERATING CORE ~ —— proprietary IP
Data Content Decisioning ) ; y
. @ i @ Media relationships
System of truth System of meaning System of direction | Buying power and
Rules, models, and guardrails |

Unified, governed customer Reusable content, assets, publisher access
and performance data and brand knowledge that drive actions

Consultancies Sls / integrators @ Partners add scarce expertise;
Blueprints + IA « governance + change Vertical integration « agent frameworks they should not replicate the core.

Strategy, operating model, and transformation Implementation, customization, and scale k /

° Enterprise owns the core. Partners extend capability. Clear interfaces connect everything. | Stronger control. Faster cycles. Greater impact.

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.
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TRADITIONAL MODEL: PRODUCTION-CENTRIC 2030 MODEL: CREATIVITY-CENTRIC & INSOURCED
Linear handoffs, manual work, and limited visibility ] Integrated platform, automated execution, and shared learning
create black boxes and slow learning. \ create speed, accountability, and compounding value.
|
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|
Agency Manual Production | Client Outputs Agency Enterprise Platform Enterprise
| Human specialists =2 e Build pages B Deliverables ‘ e Spark ideas B e Automated production ; Reusable learning
‘ + high-value ideas e Make variants with limited e Source assets e Experimentation and continuous
* Run reports context ¢ Provide external e Measurement loop improvement
| “ wisdom o Performance feedback
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|
@ The enterprise often receives outputs, not the automation | @ You still buy originality and specialist judgment.
gains, raw signals, or durable learning behind the work. But the repetitive production engine and feedback loop shift inside.

A RISK: Agency-side black boxes and duplicated process

@ UPSIDE: Faster cycles + retained learning
N

I

RESULT: Buy wisdom, not rented capacity.

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.

\
ey ok DECISIONING + Al SERVICES
+
AGENT-SCREENED PROSPECT OFFER
The brief becomes executable guidance for downstream systems.
Strategic Convert segment X while
objective protecting brand trust @ et sl AEIE
Privacy Consent, exclusions, retention, AUTHORIZED ENCODED CONTEXTUAL LOGGED
parameters data boundaries » INPUTS GUARDRAILS INSTRUCTIONS OUTPUTS
Brand Tone, claims, approved Veriﬁe.d data Safety, privacy, What to optimiz.e, Dec.isions, actions,
e proof points, taboos and signals brand controls test, and explain rationale, results
Action Where the offer appears; > vV
context agent / channel constraints The brief instructs downstream systems on what they can make, test, optimize, and explain.
8 7
Safety Hard stops, escalation paths,
envelope human review rules
@ AGENCY ADDS @ ENTERPRISE OWNS
@ Success How outcomes, lift, and
logic learning get measured @ @ ° @ @ @
B
Original Persuasion Distinctive Policies Data Rights Decision
@ This is not just a creative artifact; it is a machine-readable operating handoff. concepts points assets schema metadata logs

@ OUTCOME: Aligned systems. Clear accountability. Smarter decisions.

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.

Al & AGENTIC SERVICES: generation - reasoning - simulation - optimization

CUSTOMER FOUNDATION SERVICES

/ \ = N

?@ DATA

System of truth

CONTENT DECISIONING
\

System of meaning System of direction
|

ENTERPRISE OWNS PARTNERS ADD ENTERPRISE OWNS PARTNERS ADD ENTERPRISE OWNS PARTNERS ADD

» Customer records * Market signals * Source taxonomy ¢ Brand ideas * Rules & weights  Strategy input

¢ Consent/ identity ¢ Third-party data ¢ Rights metadata ¢ Distinctive assets * Guardrails ¢ Optimization advice
¢ KPI dictionary ¢ Campaign inputs ¢ Brand guardrails ¢ Creative variations « Decision logs ¢ Model tuning

¢ Data quality & lineage ¢ Enrichment ¢ Reusable components ¢ Local adaptations » Performance KPls ¢ Scenario testing

Drawn from the pillars

@ INTERACTION CONTEXTS @ E 8 p D é @
Web

Paid Email Social Apps Agents Walled gardens

. Consistent data +« Unified content ¢ Governed decisions —> Better experiences, measurable impact o

If partners own the pillars, Al 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.”
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AGENCY CAN HELP

Q

specialized modules

Bring category wisdom
Benchmarks, trends,
and best practices

Models + guardrails

Apply Al models and
business rules with

governance controls

)\

B

Insights

Outcomes

Measure impact on
customers, business,
and brand

Analyze and synthesize \
data to uncover patterns
/

Experiences

Deliver personalized,
relevant experiences
across channels

JA

BLACK-BOX RISK

I )\ . and opportunities
) Advise @ @ o Attribution
Strategic counsel and Signals Decisions m Unclear credit for
expertiperspectve Capture enterprise Select strategies, Feauts
and market signals m prioritize actions, and
across all sources J U allocate resources
Inspire . Opaque media logic
o I S Enterprise-owned /® pes 9
Big ideas and creative I - i \‘ Proprietary or
inspiration earning loop black-box models
Continuously improve decisions,
/i \ experiences, and outcomes
& Build components @ @ é Proprietary /
Reusable assets and = hidden prompts

Lack of transparency
and explainability

<§\ Agency-owned data

—/  Data silos limit
enterprise learning

[ ° Every cycle should improve enterprise-owned signals, models, and guardrails. J

You can outsource good practices; don’t outsource the loop.
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What we’ll cover

G Why the old model is creaking

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

a Where agencies still matter

Originality, brand meaning, external perspective, and
specialist experience remain valuable.
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What to bring inside
Data, reusable content, decision logic, Al controls,

and measurement loops should become enterprise
capabilities.

How to reset the relationship

Audit work, reset contracts, clarify interfaces, and
pilot a new operating model.



Three Things Must Become Enterprise Assets

If an agency owns the pillar, Al will learn outside your organization.

CONTENT

Best truth | System of meaning System of direction
H Enterprise owns: H Enterprise owns: H Enterprise owns:
lnll  customer records, consent, lall  core messages, rights, Inl] rules, weights, guardrails,
KPI dictionary, raw counts metadata, reusable tests, decision logs
components
oo Agency contributes: oo Agency contributes: oo Agency contributes:
(@) (@) 0D

market signals and source concepts and strategy and optimization
campaign inputs distinctive assets advice

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.

EMERGING MODEL

Integrated channels, shared foundations, continuous learning

EARLIER MODEL

Siloed execution and fragmented performance

s = N 7 B r 2 d B
0o @
- reme 9 ‘ @ @
Paid media Owned channel Paid Web Email Influencers
agency teams Media and Site and digital Lifecycle and Partnerships and
Plarssbuyssand Mansge.ownad-ctiannsts performance L experiences ) L retention advocacy )
optimizes media in isolation *If I I
N S
v
( 4 T
4 kb Shared content - data * decisioning
.ll # One source of truth powering all channels
Separate Separate ¢
metrics assets
Different KPIs and Duplicated content q Unified measurement + °pt|m'zatlon |oop
rsporing and resources b Continuous feedback drives better decisions and outcomes
\e 4 L 5/

Q Disjointed insights. Limited learning. Slower impact.
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Unified insights. Continuous learning. Greater impact.

The agency may buy media; the enterprise should own the signals, assets, and optimization logic.




From SOWs to SLOs

Contracts should reward better systems, not just more deliverables.

Old: Statement of Work

Outputs-focused. Activity-based. Volume-driven. Outcome-focused. Value-based. Impact-driven.

@ New: Service Level Objectives

®

12 posts @ Reusable asset rate

3 landing pages Data handoff freshness

1 media plan » 0
Weekly dashboard @ Logic/model improvement

Launch cycle time

Monthly readout Rights-cleared content %

00O ®

Campaign wrap deck Incrementality evidence

@ Shift from delivering outputs to driving outcomes. | Fewer tasks. Clearer accountability. Greater impact.

Measure value by how much the operating model improves.
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Agency Relationship Scorecard

Classify work by strategic value and dependency risk.

Higher strategic differentiation

4 N
KEEP CLOSE

Brand platform
Creative spark
Cultural intelligence

o )

/
AUTOMATE / COMMODITIZE

Renditions
Trafficking

4 N
CO-CREATE — INTERNALIZE

Journey logic
Al experiments
Measurement models

Routine reports

- /

o /

EXIT / REBID

Black-box data
Opaque media logic

Proprietary Al operations

- )

Y

More enterprise dependency / loop risk

The question is not “agency or no agency?” The question is “which work belongs where?”
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The Agency Audit: Six Questions

Start with asset custody, learning loops, and hidden logic.

a What data do they hold? G How are metrics defined?
raw counts, customer signals, platform exports, KPI dictionary, attribution assumptions, conversion
benchmarks windows

e What content and rights do they control? e What can your stack automate?

source files, derivatives, metadata, usage rights,

variants, localization, handoffs, routine reporting, QA
approvals

e What logic are they managing? e What expertise is truly scarce?
journey rules, bidding rules, prompts, models, creative spark, category insight, technical build, change
segmentation support

Treat agency discovery as architecture discovery: find where value, risk, and dependency actually sit.
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Al Guardrails Change the Contract

Agency Al usage needs provenance, controls, and auditability.

Approved inputs

-

Audience constraints

Approved assets
\_ 2N

Agency / Al workbench

-

Brand voice

Claims

Generation
Adaptation
Testing
Media planning

~

Validated outputs

-

/

o

Rights-cleared
Labeled
Logged

Reviewable

/
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Guardrails: rights ® provenance ® model access ® privacy e labeling ® logs ® human review e rollback



A Cleaner Division of Labor

Outsource advice and spark; not the system of learning.

ENTERPRISE OWNS EXTERNAL PARTNERS PROVIDE

Strategic control, governance, and core capabilities Specialized expertise, creativity, and scale

300

REO
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Core customer data + KPI dictionary
Single source of truth for customers and performance.

Content warehouse / reusable assets
Organized, governed, and designed for reuse.

Decisioning logic + guardrails

Rules, models, and boundaries that guide actions.
CLEAR

Al control plane + context libraries

Enterprise context, models, and Al orchestration.

Measurement and optimization loop
Test, learn, measure, and continuously improve.

Governance, rights, and audit trails
Policies, permissions, compliance, and oversight.

INTERFACES

Creative spark and campaign platforms
Ideation, concepting, and creative technology.

Distinctive source assets
Original content, talent, and proprietary assets.

Category and channel expertise
Deep knowledge of audiences and channels.

Information architecture / change advice
Structure, messaging, and change management.

Heavy-lift integration and agent build
Complex builds, integrations, and agent development.

Media relationships and market intelligence
Buying power, partnerships, and market insights.

Better outcomes come from strong ownership, specialized partners, and clear handoffs.
You own the foundations and learning. Partners extend your reach and capability.

The more Al touches a workflow, the more important it is to clarify ownership and interfaces.



Getting There: A Different Kind of Firm...

THE MYSTICAL QUADRANT

i
2 2
GEEKS MYSTICS
LOSERS POSERS
%

A
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Warning: Avoid oversimplified frameworks.
Vendors don't fit in boxes. These stereotypes
create bias, limit thinking, and lead to bad decisions.

REAL STORY OTHER
INDEPENDENCE FACTORS GROUP g
GJ  CONSULT
22 10 VENDORS? NO YES
’  SPEAKAT
/@! VENDOR EVENTS? NO YES
an ACCEPT EXPENSES
= & HOSPITALITY NO YES
FROM VENDORS?
N WRITE PAPERS
FOR VENDORS? NO YES



A 2026 Action Plan for MarTech Leaders

/‘ Use four buckets: Spark, Build, Run, Own. Decide where each \
agency work

activity belongs in the future model.

° Reset contracts Shift from deliverable SOWs to SLOs, structured handoffs,
and interfaces transparent logs, and rights-safe reuse.
° Pilot a new agency Choose one journey, one content family, or one Al-assisted
& model process. Co-create first, then internalize the loop.

Move core assets Centralize reusable content, raw data, KPI definitions, decision
“south” rules, prompts, and rights metadata.

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

The Right Way

To Select
Stay in touch! Technology
== * explore@realstorygroup.com ———

* linkedin.com/company/realstorygroup/

Get RSG on your side...

www.realstorygroup.com/Membership

RSG
STACK LEADERSHIP

COUNCIL
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