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The Old Agency Model
no longer works.

Here's What Does

A thought leadership piece on how modern agencies dre trading chaos
for clarity — and margin for survival.

The Profit Operating System for Modern Agencies



THE STATE OF THE INDUSTRY

Revenue Is up.
Margins are down.
Stress is at an all-tir

Every agency leader we talk to is living the same paradox: teams are busier than ever, pitches are
landing, new logos keep coming in — and yet something isn't adding up at the bottom line.

This isn't a pricing problem. It's not a talent problem. It's a model problem.

The Old Agency Model No Longer Works
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WHAT THE DATA SAYS

The old operating model is cracking,.

The numbers tell the story.

56.3%

59.4% 12.5%

of agency leaders say Al hasn't don't measure how Al affects report a decline in profitability
had a visible impact on their project profitability. Al is being after implementing Al without
business — or they’'re not sure used, but not measured. governance or control.

if it has.

I Agencies are adopting Al like it's 2026. But operating like it's 2016.

Source: COR Al Report 2026
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How you measure

NE'

Pr
Success means delivering on time. Dashboards track Margin lives next to every project, client, and team
tasks, hours, deadlines — everything except the — in real time. Profitability isn't something you
number that actually matters. Margin is a quarterly review. It's something you operate on.

surprise, not a daily signal.
You see where margin is drifting before it closes
By the time you see it, the damage is already done. red. You act on this week, not last quarter.

Tasks are the output. Margin is the outcome. Only one of them keeps the lights on.
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How you measure

Every team picks their own tools. Copy uses one stack,
design another, strategy a third. Costs scatter. Data
leaks. Nobody can answer if Al is actually helping
margin — only that everyone is using it.

Speed goes up. Visibility goes down. Profit goes
sideways.

By the time you see it, the damage is already done.
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Al orcl
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Humans and Al agents work inside the same system,
with smart workload recommendations, automated
time tracking, and predictive forecasting.

You see where Al is saving time, where it's costing
money, and where it's creating leverage. Governance
isn't a blocker — it's the unlock.

Al without governance is an expense. Al with governance is a margin lever.
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How you measure
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Decis
Pricing is anchored to last year. Staffing defaults to Industry benchmarks live inside the daily workflow. You
availability. Target margins live in someone'’s head. You know how your utilization, margins, and Al adoption
have no idea how you compare to the rest of the stack up against peers — and where your biggest
industry — only to yourself. opportunities are.
Every decision is a guess with better PowerPoint. Data-driven decisions stop being a quarterly initiative.

They become how the agency runs.

Intuition built the agency. Benchmarks are what scale it.
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Less complexity.
Higher margin.

The modern agency isn't working harder. It's running on fewer systems, with clearer
signals, and with every decision anchored to the one metric that matters.

ONE REAL-TIME PREDICTABLE
platform where projects, people, visibility into where margin is scaling, whether you're a 40-
and profits live together. going — before it's too late to person agency or d 200-person

act. network.



THE MODERN AGENCY MANIFESTO

What modern agencies refuse to accept anymore:

learning about margin after the project closes.
Al adoption without visibility into what it's costing.

decisions made in spreadsheets instead of systems.

growth that makes the agency bigger, but not better.

The question isn't whether the old model is disappearing. It's whether your agency is ready for what's next.
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THE CHALLENGES

What's standing in the way.

The shift isn't just technical. It's organizational.

PEOPLE READINESS POLICY VOID TOOL FRAGMENTATION

2 8 /o 5 4 o 8 /o 3 6 o 6 /o

name team training as operate without clear Al let each team choose its

their single biggest usage policies — exposing own Al tools. The result:

challenge to Al adoption. both margin and duplicated licenses, lost
reputation. traceability.

I The barriers arent the technology. They're the operating model around it.

CULTURAL RESISTANCE

13.4%

cite fear of
replacement as a real
blocker. Al isn't just a
tech question —it's a
people one.










