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INTRODUCTION

Your agency is running on Al.
But nobody's in control.

By now, your team is using Al. Some where in your agency, someone is
using ChatGPT to write briefs, Midjourney to concept, Gemini to summarize
meetings, and three other tools you probably don't even know about.

The dirty secret of Al adoption in 2026? Most agencies are generating Al
chaos, not Al advantage. They're saving a few hours here and there —
while losing profitability through untracked time, misaligned outputs, and
zero accountability for what the machines are actually doing.
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The question isn't
whether your agency
uses Al.

It's who's governing it.

And what it's doing to
your margins.




CHAPTER 1 Q?COR

The Al Chaos Problem:
Why Most Agencies Are Flying Blind

How many hours per Which Al outputs are TRl ) ey
project are being billablehnte e impact on project
handled by Al vs. your nd Ié ed at’all’? margin — per client,
team — right now? 99 ) per month?

SIGNS YOU HAVE Al CHAOS SIGNS YOU HAVE Al GOVERNANCE

Al tools chosen by individual team members, not the org Al usage is logged and tied to project and scope
Time saved by Al is not tracked, reassigned, or invoiced Human effort and Al output managed from one control layer

No one knows which deliverables were Al-assisted Profit impact of Al is visible in real time

Al 'efficiency’ hasn't translated to measurable margin improvement Al saves hours — and those hours are reinvested or priced
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CHAPTER 2

What Al Governance Actually Means
(and why it's not an IT problem)

For agency leaders, Al governance is an operational and financial discipline—not a technology concern. True Al governance means
having clear answers to three questions: What is Al doing? What is it costing? And what is it producing — financially?

Visibility Accountability Profitability
Know exactly which tasks, Assign ownership toAl-assisted Turn Al efficiency into real
projects, and clients are being outputs. Know who approved margin improvement reinvest
touched byAl —andthe hours what, andwhat themargin saved hours. Price
involved. impact was. accordingly.

IT governs tools. Operations governs work. Al governance belongs to whoever owns project profitability,

resource allocation, and client delivery — which means it belongs to you.
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CHAPTER 3

The Orchestration Layer:
Where ans + Agents Work Together

Task allocation: Human, Al, or both? . .
] The agencies that win

in the next 3 years won't

: . be the ones with the
Output ownership: Who's accountable?
2 Every Al-assisted deliverable needs a human owner — for quality and most Al tools.
nmargin reasons.

Define which task types belong to your team, which can be Al-first with
human review, and which can be fully delegated.

They'll be the ones who

3 Al-handled work still has cost and value. Build a tracking model that built the operoting
captures Al contribution. model to govern them.

Time tracking: Where do Al hours live?

Profit feedback: What's the financial result?
4 After every project, know whether Al improved your margin and
by how much.

© 2026 COR Global. All rights reserved.




CHAPTER 4

Profit Leakage in the Al Era: What You're Missing

Used without governance, Al can actually make your profitability problem worse — because it speeds up work without
changing your pricing, scoping, or tracking.

54% 17% 40%

of agencies do NOT of agencies integrate Al are exploring a centralized
have clear policies in into their daily processes — platform to assign tasks to
place to regulate Al the vast majority still use it both people and Al agents
usage. sporadically. — but haven't built it yet.
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CHAPTER 4 VCOR
The 3 leaks that governance closes:

¢ Scope leakage

Al makes tasks faster, but scopes don't adjust. Teams deliver more than contracted.
Governance makes Al contribution visible so you can price it or protect it.

¢ Utilization leakage

When Al handles work that used to take two hours, utilization drops but costs don't. Without
governance you can't redirect freed capacity.

& Forecast leakage

If Al usage isn't tracked, your historical data is corrupted. Every future estimate is built on
incomplete information.
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Al orchestration layer

Rules and workflows that define how Al
agents are deployed, reviewed, and

CHAPTER 5
. . ]
Building Your Agency's ontrol Center
Your Al Control Center isn't a dashboard. It's an operational model—a set of connected systems, processes, and accountability
structures.
Centralized work data Real-time profit intelligence
Every hour — human or Al — lives in one Margin is visible before the project
place. Projects, scopes, people, and ends. See whether a project is on track
agents are all visible from a single financially and where Al is helping vs.

source of truth. creating cost.

measured. A documented model for Al
involvement.

An operations leader using a proper Al control center starts their week knowing which projects have Al-heavy

delivery, what the margin forecast looks like, and where human intervention is needed.
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CHAPTER 6 - SELF ASSESSMENT

The Governance Maturity Model:
Where Does Your Agency Stand?

5 questions to find your level:

Can you tell how many Al-assisted hours are
O logged across active projects this week?

Do you have a documented model for which
tasks are eligible for Al delegation?

Can you tie Al usage to a specific change in
estimated margin before the project closes?

Are hours saved by Al being tracked,
reinvested, or reflected in pricing?

Does your agency have a single source of
truth for both human and Al work — today?

O &0 &0 O
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SCORE

0-1yes = Level 1

2 = Level 2
3-4 = Level 3
All 5 = Level 4
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The Governance Maturity Model:
Where Does Your Agency Stand?

Level Description Status

Scattered adoption. Al tools used ad hoc. No

q Most common
tracking, no governance.

Level 1

Tool consolidation. Al stack partially defined. Margin

. S e s Common
impact still invisible.

Level 2

Orchestrated delivery. Al tracked at project level.

Level 3 Profit impact visible.

Emerging

Profit-governed Al. Al is a managed P&L input.

Level 4  ooji-time margin forecasts.

Leading edge
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CONCLUSION VCOR

The agencies that win on margin in the next 3 years
won't have more Al than everyone else.

They'll have something most agencies haven't built yet: an operating model that tells
them exactly what Al is doing — to their projects, their utilization, and their profit.

That's not a technology problem. It's an operations problem. And it's solvable.
The governance layer isn't complex. But it has to be intentional — built by someone

who owns the outcomes, not just the tools.

The question to walk away with:

"If Al disappeared from your agency tomorrow, would you know what you lost — in hours, in margin,
in capacity? If the answer is no, you don't yet have governance. You have adoption.”

The playbook gave you the framework. The next step is deciding what to build first.
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READY FOR THE NEXT STEP?

See what Al governance looks
like inside a real agency OS.

COR is the Profit Operating System built for modern agencies — with Al orchestration,
real-time margin visibility, and centralized control built in from day one.

No commitment. 30 minutes. Walk away knowing your next step.



https://projectcor.com/want-a-demo/
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