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What is actually changing in the market

Four facts about India specifically, each of which makes the shift harder
to see rather than easier.

01

The global argument does not transfer

Every serious analysis of what Al does to agencies has been written from
London or New York, where agency markets are contracting. India's is
expanding at 12-13% a year. Import that analysis unchanged and you will
draw the wrong conclusion about your own firm.

The structural mechanism is the same everywhere: Al has absorbed the codified,
procedural, volume layer of digital marketing, which is the layer agencies staffed
most heavily and quietly billed at the highest margin. What differs in India is the
signal. A UK agency watching revenue fall knows something is wrong. An Indian
agency watching revenue rise will conclude nothing is.

02

You are being repriced inside a growing market

India's ad market reaches X1,74,605 crore in 2026, up from X1,55,105 crore on the
Pitch Madison count. Digital was 60% of it last year and is heading toward 64%.
Dentsu calls India the fastest-growing ad market in the world this year.
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The market grows and shifts digital at the same time

180k

62,858

120k 62,042

60k

93,063 Lot

2025 - X1,55,105 cr 2026 - X1,74,605 cr

W Digital Everything else

Pitch Madison Advertising Report 2026, expanded definition. Digital share stated at
60% for 2025 and projected at ~64% for 2026; the split shown is derived from those
percentages. Note that Pitch Madison and Dentsu are the two dominant sources of
Indian ad-spend data and both are agency-published — treat them as best available,
not independent.

Rising revenue is the most effective disguise a structural problem can wear. An
agency can add clients, add billings and add headcount for three years while the
quality of what it sells decays underneath. The invoice grows; the reason the client
pays it weakens. By the time the top line turns, the repositioning window has closed.

The Indian agency's failure mode is not shrinking. It is getting busier, bigger

and poorer at the same time, and calling that success.

So the diagnostic question cannot be "are we growing?" It has to be the harder one:
which line items on our invoices could this client now reproduce with a
subscription and one competent person? Part Il answers that line by line.
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Your competitor moved to Bengaluru

The single most important fact about Al and Indian agencies has almost
nothing to do with the software. It is that the in-house team taking your work
is now three kilometres away, hiring from your talent pool, at your salary
bands, with a bigger technology budget.

India's global capability centres reached $98.4 billion in revenue across 2,117
centres and 2.36 million employees in FY26, with 83% of them investing in
generative Al. That is usually filed as an IT story. It is now a marketing story.

2,117

GCCs operating in India, FY26 — 100+ new or expanded this year alone

83%

of India GCCs investing in generative Al

of major advertisers already run some form of in-house agency

The named examples are not experiments. Lowe's Bengaluru runs 100-plus
marketing staff and incubated the retailer's media network. Target Bengaluru
employs around 5,000 across marketing, merchandising and analytics and is
described internally as a second headquarters. McDonald's Hyderabad holds Al,
analytics and brand strategy. PepsiCo Hyderabad runs social, consumer insights
and media execution. Heineken's Hyderabad centre restructured the company's
global agency roster.

Read that last one again. A capability centre in Hyderabad decided which agencies
Heineken keeps.

In London the in-housing threat is a small internal studio with a limited talent pool
and a hiring problem. In India it is a 5,000-person operation with better infrastructure
than most agencies, competing for exactly the same people, offering better pay and
clearer progression.

Indian agencies have competed for four decades on one advantage: skilled marketing
labour at a fraction of Western cost. The GCC has replicated that advantage
inside the client. Al did not create this. Al made it work at a headcount low enough
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to tip the build-versus-buy calculation, and it is tipping.

The domestic version is already public. At Goafest in May, Godrej Consumer Products
described scaling from roughly ten campaigns a month to thirty in-house.
Procurement teams now benchmark agency cost and turnaround directly against
internal studios; one comparison put in-house social turnaround at two days against a
six-week agency cycle. The panel's conclusion was "hybrid," which is the polite word
for we keep the part you cannot do internally. Your entire strategy is a bet on what
that remaining part is.

04

You had no cushion before any of this started

Western agencies are defending high fees against Al-driven compression.
Indian agencies are defending fees that were compressed decades ago, by
forces that had nothing to do with Al.

Media commission in India: the long erosion

~15%
15%

1970s-80s Today

Storyboard18, "The Great Pay Reset." The path between the two points is illustrative
— only the endpoints are reported.
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~6.5 lakh

Indian ad workforce, flat year on year. Hiring is replacement-driven, not growth-driven

fall in compensation from the 2021-22 hiring-spike peak

-2.9%

WPP India revenue, like-for-like H1 2026. APAC —3.8%

The Western agency monetised expensive senior time and can, painfully, give some
of it back. The Indian agency monetised volume of affordable capable labour,
which is the exact input Al substitutes, at a margin that was already thin.

There is no room to concede on price. Repositioning upward is not one option among
several. It is the only one with arithmetic behind it.

05

The growth is real, and you are not in it

Cheaper execution unlocks buyers who could never afford an agency. That is
happening in India more visibly than anywhere, in three places, and agencies are
structurally absent from all three.
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Where India's new marketing money actually sits

MSME digital spend - 38% of core digital
%35,814 cr

Informal creator market

>%10,000 cr

— of which formal / agency-routed

3,375 cr

Retail media + quick commerce

Quick commerce alone, 2025 (from 1,325 cr in 2024)
34,000 cr - +202% - %6,000 cr forecast 2026

Pitch Madison Advertising Report 2026 for the MSME, retail media and quick
commerce figures. Creator market figures from Zefmo Media, 20 May 2026 — a single
vendor report with no disclosed methodology; treat the 10,000 crore figure as
directional.

Three-eighths of India's core digital spend now comes from MSMEs. Roughly two-
thirds of the creator economy transacts outside the formal agency channel. Quick
commerce advertising tripled in a year. And the cost of producing Al-assisted creator
content has fallen by an order of magnitude, from around 3.6 crore in 2022 to about
26 lakh in 2026 on the same vendor's numbers.

This demand is being served by self-serve platforms, freelancers and unbranded
operators. We found no Indian agency publicly building a productised, low-touch offer
designed to reach it.

Every agency says the long tail cannot be served profitably. That was true
when serving it required people. The claim has not been re-examined since the

cost of serving it collapsed.
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What the networks are doing, and why you cannet copy it

The largest structural event in Indian advertising this year is not an Al launch. It is the
Omnicom-IPG integration, which began in January and is consolidating twelve-plus
agencies into a single ecosystem, likely under one Mumbai roof. MullenLowe, FCB
and DDB India have been retired as brands. IPG India entered with more than
2,000 people, Omnicom India with roughly 500, and the combined entity is expected
to settle near 1,500. Three networks are projected to command over 70% of the
Indian ad market afterwards.

The capital gap, drawn to scale

Publicis Groupe - Al, data and technology
>$1,000m

WPP - annual Al investment

Madison World - M-BrAlIn platform

Figures are not like-for-like — Publicis's is cumulative across Al, data and technology;
WPP's is annual; Madison's is a single platform build with a further $1-1.5m
earmarked for its broader Catalyst OS. The orders of magnitude are the point, not the
precision.

Madison's M-BrAln is serious, credible work: a proprietary media-planning platform
with an in-house small language model, rolled out in April and refined by June. It is
also roughly one-thousandth of what a global holding company is spending.

So no Indian independent wins a tooling arms race. Any positioning resting on
"our proprietary Al" invites the one comparison you lose. The defensible ground is
elsewhere, and Part IV is about where.
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India's junior tier is being substituted, not deleted

One Indian data point appears to contradict everything written about Al and entry-
level work. It does not, but only if you read what it measures.

Fresher hiring intent, Marketing & Advertising

11%

H1 2024 H1 2025 H1 2026

TeamLease EdTech Career Outlook, surveying 1,051 employers between November
2025 and January 2026. This measures stated hiring intent, not hires. It is a single
study, widely syndicated — the volume of coverage is not corroboration. No agency-
versus-brand-side split is published.

Look at which roles the demand is for: Digital Campaign Analyst, Al Marketing
Associate, Ads Operations Executive, Market Research Assistant. Top
domains: marketing automation and performance marketing. City concentrations:
Pune at 51% for ads-ops roles, Hyderabad at 47% for campaign analysts. Those are
GCC cities and GCC job titles.

So the correct reading is not that India is protecting its junior tier. The creative-
executive fresher is being replaced by a data-and-operations fresher, and a
meaningful share of that hiring happens inside capability centres rather than
agencies. If juniors were how you manufactured seniors, you have stopped
manufacturing seniors in exactly the tier the new model needs most.
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PART II

The model that just stopped working

Before you can say what replaces it, you have to be precise about what
the Indian agency was actually selling, and what it charged for it.

08

Three prices, one idea
Strip away the decks and the Indian digital agency sold its work in three units:
a percentage of media spend, a monthly count of deliverables, and a per-word

rate for content. Every rate card in this market is some combination of those
three.
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UNIT SOLD

% of media spend

Deliverable count
boutique tier

Deliverable count
full-service tier

Flat management
fee

Monthly SEO
retainer

Per word

WHAT THE CLIENT GOT

Campaign setup, targeting, bid
management, reporting

12-20 posts, 15-25 stories,
basic reels, 2-4 platforms per
month

20-40+ posts, 8-16 reels, 25-
40+ stories, 4-6+ platforms

Single channel / multi-channel /
full funnel, by seniority of the
strategist attached

Audit, on-page work, link
building, monthly reporting

Blog and website copy

PREVAILING PRICE

10-15% of spend;
tiered from 15%
under X10L to 8%
above X1 cr

30,000 — %1,50,000
/ month

%1,00,000 —
X¥5,00,000+ / month

¥1.5-2L / %X2.5-4L /
¥4-6L+ per month

320,000 — %45,000 /
month

%2 - %5 per word

These figures come from Indian agency-published pricing guidance dated 2024-
2026, not from independent research. They describe the structure as it has stood for
years rather than an archival snapshot. Treat the bands as indicative of shape, not

as a survey.

Now notice what all three units have in common. Every one of them prices an
input. Hours of configuration. Volume of output. Throughput of words. Not one of
them prices a result, a decision, or a risk.

That was not a scam. For twenty years it was an honest proxy. Somebody genuinely
had to write the thousand words, build the campaign in the interface, produce the
twenty posts and schedule them. Production was expensive and scarce, so the cost of
production tracked the value delivered closely enough that nobody had to argue

about it.
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The proxy has broken. Not the ethics of it, the arithmetic.

09

What breaks, unit by unit

UNIT ONE
Percentage of media spend

This one has two problems and only one of them is Al. The first: you are taking a
percentage of a decision you no longer make. Performance Max and Advantage+
decide the targeting, the placements, the bids and increasingly the creative.
Charging 12% to supervise a system that runs itself is a claim the client will
eventually test.

The second problem is older and worse. A percentage of spend pays you more
when the client spends more, which is precisely the incentive an independent
adviser should not have. It survived because nobody had a better instrument. Now
that automated buying has made "should we spend this at all?" the actual
question, the misalignment is visible to anyone who looks.

UNIT TWO

Monthly deliverable count

"Twenty posts, eight reels, four platforms, one and a half lakh a month." Every
part of that sentence is now something the client can price independently,
because the tools that produce it are sitting on the client's own laptop with a
subscription fee attached.

The moment a marketing manager runs that comparison, the retainer stops being
a fee and becomes a markup. And a markup has to be justified by something
other than the thing being marked up.

UNIT THREE
Per-word and per-article content

At X2 to X5 a word this was already the thinnest margin on the rate card,
sustained by freelance networks and volume. It is the single most exposed line
item in Indian digital marketing and the one where the client's alternative is most
obviously adequate.

Worth saying plainly: the alternative is adequate for the kind of writing that was
being bought at X3 a word. It is not adequate for writing that carries an argument.
But the rate card never distinguished between the two, which is exactly the
problem.

Martin Sorrell's estimate, from inside S4 Capital, is that roughly 65% of the tasks

agencies currently get paid for could be performed by Al agents today. Treat
that as a directional claim from an interested party rather than a measurement. Even
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halved, it describes a business whose invoice no longer matches its cost base.

There is corroboration in India from an unexpected place. The dentsu-
exchange4media Digital Advertising Report 2026 finds influencer agencies still
dependent on commission-based fees struggling to cross 30% annual growth,
against 50-60% for what it calls system-led agencies. Same market, same clients,
same year. The difference is what they sell.

10
The twenty-two points nobody talks about

There is a second problem hidden underneath the pricing one, and it decides whether
repricing actually saves you.

Where agency money actually goes

Average project margin

net margin

absorbed by overhead, management and new business

Promethean Research, 2026 State of Digital Services - N=119 agency leaders, average 31 employees

Average after-tax net margin was 13% in 2025 against a long-run average of about
15% since 2015. Average project margin was 35%. The 22-point difference is the cost
of running the agency around the work.

Agencies deliver work at a 35% project margin and keep 13%. The gap is
coordination: account management, senior review, the new-business machine, the
meetings that produce evidence of activity rather than decisions.

This matters enormously for what comes next, because Al attacks the 35 and
leaves the 22 completely untouched. Automating delivery makes a profitable
project more profitable and does nothing whatsoever about the overhead that eats it.
An agency that cuts delivery cost by 40% and changes nothing else has improved a
number that was never the constraint.
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The old model did not fail because it charged too much. It failed because its

unit of account was effort, at exactly the moment effort stopped being scarce.
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PART III

How agencies are actually adapting

Five moves are visible. Only one of them has convincing evidence behind
it, and it is not the one everybody is talking about.

11

Start with what is talk and what is proof

We searched Indian trade press properly and could not find a single Indian
agency or Indian client that has publicly announced a change to its
remuneration model because of Al. Not one. The entire Indian conversation
about outcome-based pricing is sourced from global holding-company chief
executives describing worldwide books of business.

Indian trade coverage describes the shift in the abstract: "fixed retainers, project-
based pricing, outcome-linked incentives and hybrid remuneration structures are
gradually becoming more common." No names. No numbers. No dates.

Globally the picture is only slightly better. Publicis's chief financial officer put strictly
performance-linked pay at around 10% of total group compensation in April and
called outcome-based models "nascent." WPP's chief executive called outcome-based
pay "a few years away," with one client signed. And across the industry, only 28% of
agencies raised prices at all between 2024 and 2025.

So the honest framing for what follows: these are five moves being attempted, at
varying stages of proof. Read the verdict on each before you copy it.
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The five moves

Billing for outputs instead of hours

S4 Capital has moved to a hybrid: retainers and FTE-based compensation, plus
separate payment on the basis of assets and outputs delivered. Sorrell's stated
direction is less time-billing and more output-billing as Al cuts the hours a job
needs. No split between the components has been disclosed, and outcome-based
deals remain "a small slice" of revenue.

What makes this worth watching is not the mechanism but the honesty of the
premise: if you believe 65% of billable tasks can be automated, you cannot keep
billing for the time they used to take.

The capability subscription

Monks has published the most concrete alternative model anyone has: senior
talent, Al workflows and agents, and institutional knowledge bundled into one
recurring fee. Minimum one-year contracts. Setup cost folded into the fee rather
than billed separately. Hours allocated flexibly across quarters instead of monthly.
Capacity expressed as throughput, with a stated example of 50 outputs a month
rising toward 70 as the models improve.

Now the number that matters. As of early 2026 it had one client on this model,
signed in autumn 2025, with two more expected by the end of the first quarter.
The target is roughly 25% of Monks' revenue by the end of 2026. That is an
ambition, not a track record. Copy the structure if it fits; do not assume the
market has validated it.

MOVE 03 - WORKS, AT A PRICE
Principal media and inventory arbitrage

WPP through Xaxis, Omnicom through OMnet and Accuen, Publicis through PMX:
the agency takes principal ownership of media inventory and resells it to clients at
a markup, replacing the old commission entirely. Publicis and Omnicom both
posted double-digit media revenue growth under it.

State the cost of this move plainly, because the trade press rarely does. You
cannot simultaneously be the client's independent check on platform
reporting and take an undisclosed margin on the inventory you are
checking. Principal media buys revenue at the direct expense of the one position
Al has made most valuable. For a large network with scale to deploy, that may still
be the right trade. For an Indian independent it is close to strategic suicide,
because independence is the only asset you have that the network cannot match.
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MOVE 04 - BEST EVIDENCE ON THIS PAGE
Narrowing what you sell

Promethean Research's 2026 survey found average agency revenue growth of
7.5% in 2025. Agencies that narrowed their service scope grew at 13%, close to
double. Larger engagements also carried better project margins, 37% against 30%
for shrinking ones.

This is the least glamorous move on the list, requires no new pricing theory, and
has more evidence behind it than the other four combined. It also runs directly
against the instinct the old model trained into Indian agencies, which was to
bundle everything into "full-service" and defend the account by breadth.

MOVE 05 - WHAT NETWORKS DO INSTEAD OF BUILDING
Buying the capability

Dentsu acquired the Bengaluru performance-creative and UGC shop Scroll Stop in
August and rebranded it dentsu Scroll Stop. Seven years old, bootstrapped from
X15,000. Dentsu's stated rationale was to strengthen performance-creative
capability "as Al continues to automate media buying, audience targeting and
campaign optimisation."

Read from the other direction, this is the exit route for a good Indian independent.
It is also evidence of what the networks think is scarce: not tooling, which they
can build, but a team that has already learned how to work the new way.

Growth in 2025, by what the agency did

Agencies that narrowed service scope

All agencies, average

Promethean Research, 2026 State of Digital Services, surveying 119 agency leaders
in February 2026 at an average of 31 employees. The sample is global and skews
toward independents.
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The way this goes wrong

There is one failure mode that shows up repeatedly in the agency-economics
research, and it catches the firms that move fastest.

It is the sequence. An agency reprices its revenue toward output or outcome models
before it restructures its cost base. Fees fall immediately. Costs fall slowly or not at
all, because the org chart, the account-management layer and the overhead all
belong to the old model. Margin compresses, and what should have been a transition
becomes the permanent shape of the business.

Which puts the twenty-two points from Part Il back at the centre. Repricing without
restructuring is the single most dangerous thing an agency can do this
year, and it looks like decisiveness from the outside.

Before signing any performance-linked deal

Seven things have to be agreed in writing, and a deal missing any one of
them will end in a dispute rather than a renewal:

The KPI, defined precisely enough that both sides would calculate it
identically

o The baseline it is measured against

» The single source of truth, named as a system, not a principle

« The attribution window

» Which party is responsible for which inputs

» How external variables are handled when they move the number

« When the calculation is run, and by whom

The underlying rule is worth stating on its own: taking outcome risk on variables
you do not control is not confidence, it is bad underwriting. Most agency
performance deals fail on the third item, because nobody agreed which system
counts before the money was at stake.
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PART IV

How to structure, and how to sell

What a small, mid-sized or large Indian agency should actually do, and
how to make the fee defensible in the room.

14

Size is not what decides this

A prescription split by agency size follows below, because size genuinely
changes what is available to you. But the best evidence says size is not the
variable separating the agencies doing well from the ones that are not, and
this section would be dishonest if it opened any other way.

A 2026 survey of 250 agencies sorted them into three groups by how far they had
gone with Al. The Al-native group was 12% of the sample and reported returns above
six times, against 2.4 times for the group running one to three tools bolted onto
existing process, and roughly nothing for the half still piloting. The Al-native firms
ranged from 8 to 60 full-time employees. The survey's own conclusion was that
the split "is not about size" and is determined instead by the posture of the founder.

Eight people and sixty people, in the same category, doing the same thing well. So
the honest structure is this:

Posture decides your strategy. Size decides the envelope of constraints you
have to execute it inside. Confusing the two is how a mid-sized agency talks

itself into believing it is too big to move.
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What size does decide

Three benchmarks, and they point in contradictory directions, which is what makes
them useful.

Net margin falls as agencies get bigger

12%

10% 9% 8
0%
Studio Small Medium Large
0-9 people 10-24 25-49 50+

Promethean Research, 2025 data. Industry average after-tax net margin was 13% in
2025 against a long-run average of about 15% since 2015. The healthy operating
range is roughly 10-20%. This is a global independent-agency sample; no equivalent
Indian benchmark is published.

32%
annual client churn at agencies of 1-10 people, against 15% at 51-plus. Small is profitable
and fragile

2.7x%

faster revenue growth at large agencies than small ones in 2025. Scale still buys growth,
just not margin

$163K

average revenue per employee at marketing agencies. Below $120K is the stated risk
threshold
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Small agencies keep more of every rupee and can lose a third of their client base in a
year. Large agencies grow faster and keep almost nothing. The middle has the worst
margin on the chart with neither compensation.

One honesty note on that middle: we went looking for research documenting a
"squeezed middle" thesis for agencies specifically and found none. The margin figure
implies it. Nobody has established it. Treat the mid-sized diagnosis below as a
hypothesis with a number behind it, not a finding.
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Three playbooks

Small - l“OllghlyStO 30 people Best margin - worst churn - slowest growth

THE BINDING CONSTRAINT
Client concentration, not capability. At 32% annual churn one lost account is

an existential event, and you have no balance sheet to survive the gap.
Everything below is subordinate to reducing that fragility.

WHAT TO SELL

One category, one problem, priced as a product. Agencies that narrowed
scope grew at 13% against a 7.5% average, and narrowing is the only move
on this list that costs you nothing to try. Pick the vertical where you already
have three reference clients and stop pitching outside it.

HOW TO PRICE
Fixed scope, fixed price, published. Your one structural advantage over a
network is that a client can buy from you in a single meeting. Custom-scoping
every deal destroys that advantage and adds overhead you cannot afford. If
an offer cannot run at 70% gross margin with minimal human touch, it is not a
product yet.

THE INDIA-SPECIFIC OPENING

35,814 crore of MSME digital spend, and roughly two-thirds of a 10,000
crore creator market transacting outside the agency channel. You are the only
tier that can serve the long tail profitably, because a network's overhead
structure makes it impossible. Nobody in India has publicly built this.

WHAT TO STOP

Full-service positioning. Per-word content. Competing on retainer size. Hiring
juniors to add capacity rather than to learn judgment.

THE ONE HIRE

Not an executive. A senior who can hold a client conversation alone and say
no in it.
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Mid - roughly 30 to 150 people

Worst margin on the chart - most overhead to remove

THE BINDING CONSTRAINT
Enough overhead to be expensive, not enough scale to absorb it. At 9% net
margin there is no room to absorb a repricing you have not planned for, which
makes sequence the whole game: restructure the cost base first, reprice
second. Doing it the other way round is how a transition becomes a
permanent margin.

WHAT TO SELL

Measurement authority and input architecture. You have the seniority to do
independent incrementality work and the networks have a structural conflict
against it, particularly any network running principal media. It is the highest
fee-tolerance work available and it has no public claimant in India.

HOW TO PRICE

Three separate lines on one invoice. Execution priced near cost, deliberately
and visibly. Judgment on a senior retainer that is not indexed to hours.
Verification as its own line, because a client who sees it separately can value
it. Add outcome exposure only where all seven preconditions from Part Il are
met in writing.

WHAT TO STOP

Percentage of media spend as the primary fee. Principal media of any kind,
which buys revenue by destroying the independence you are trying to sell.
Bidding against networks on scale or breadth.

THE ONE HIRE

A measurement lead who can design a geo-holdout, run it, and defend the
result to a client who does not want to hear it.
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Large + 150 people and above

Fastest growth - thinnest margin - most to unwind

THE BINDING CONSTRAINT
Not demand. You are growing 2.7 times faster than small firms. The problem

is that scale stopped buying margin, and the Omnicom-IPG India integration is
the demonstration: twelve-plus agencies, three retired brands, roughly a
thousand roles removed to reach the cost base the work now supports.

WHAT TO SELL
Capability partnership. Build the client's own Al-enabled marketing operation:
tooling, workflow, governance, training. It sounds like arming your
replacement. It is not, because 82% of major advertisers already have in-
house capability and the war is over. Being paid to build it is the only version
of that outcome where you are still in the room.

THE INDIA-SPECIFIC MOVE
Sell to the GCC rather than being displaced by it. There are 2,117 of them,
83% investing in generative Al, and most are building marketing capability
with no partner who understands both the global client and the Indian talent
market. That is a describable service and nobody in India is publicly selling it.

HOW TO PRICE

Portfolio, not a single model. Execution near cost. Transformation and
enablement at consulting rates, because that is what it is. Measurement as a
separately governed line with contractual independence, which also means
declining principal media on those accounts.

WHAT TO STOP

Defending the full-service bundle. Brand proliferation. Any pitch resting on
proprietary Al, where your $1 million platform meets a client who has read
about a $1 billion one.

THE ONE HIRE

Someone who has run marketing inside a global capability centre and knows
what they actually cannot do.
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How to approach a customer now

Sixty per cent of senior marketing leaders say they already spend less on
agencies because of Al. Your prospect has run the arithmetic before you walk
in. A pitch that pretends otherwise spends the credibility you need for
everything after it.

Three moves, in this order.

Concede the automation first, and name a number

Open by telling them which line items you no longer charge for and
what you have cut them to. Not a principle, a figure. The agency that
says "the audit is now a tool output and we have stopped billing it"
earns the right to be believed about the parts that are still hard. The
agency that defends the old scope gets repriced anyway, on the
client's terms rather than its own.

Lead with their numbers, not your credentials

Run a discrepancy analysis on the prospect's own account before the
meeting: what the platform reported against what the analytics show,
brand terms the automation is bidding on that they already own,
conversions being claimed twice. It is unarguable, it is about them,
and it demonstrates the exact capability you are selling rather than
describing it. This is the strongest new-business motion available in
India right now and nobody is running it.

Put the invoice on the table in four lines

Execution, priced near cost. Judgment, on a senior retainer.
Verification, separately. Outcome exposure, only where you control
the variables. Showing the client the architecture before they ask for
a discount changes the conversation from what you cost to what you
are for.
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Retire these

"We manage your campaigns"
e "Full-service digital marketing"
o "We'll audit your site"

e "20 posts and 8 reels a month"
e "Our team of specialists"

e "Our proprietary Al platform"

e Anything priced as time

Use these

"We make the calls the platforms can't make for you"

* "We verify what the platforms report"

e "We're the check on a system that grades its own homework"
e "Here's what we recommend you stop paying us for"

« "We know this category better than a generalist ever will"

» "We'll take outcome risk on the parts we control, and only those"

18
Proving the fee matches the value
This was the easy part of the old model and it is the hard part of the new one. A

deliverable count proves itself: twenty posts went up, here they are. A judgment does
not come with evidence attached.

The answer is not a better report. Reports were always evidence of activity, and
activity is now cheap. The answer is to change what you hand over at the end of the
month.
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Bill against decisions, not deliverables

Replace the monthly activity report with a decision record. Four columns,
nothing else:

« What we decided — the call, stated in one line, with a date

- What it was based on — the evidence, including the evidence that
pointed the other way

- What happened — measured independently of the platform that would
benefit from claiming it

- What we got wrong — and what changed as a result

The fourth column is the one that makes the document credible, and the
one most agencies will refuse to write. An agency willing to publish its own
misses monthly is making a claim about accountability that no automated
system and no in-house team under internal political pressure can match.

Then run one number internally as the test of whether any of this is working.
Revenue per employee. The average at marketing agencies is around $163,000,
with roughly $180,000 the target for a generalist, $250,000 for a specialist, and
below $120,000 the point at which the model is not viable.

The test is simple and unforgiving. If you are adopting Al and your revenue per head
is flat or falling, you have automated your cost base and handed the entire saving to
your clients without being asked. Only 28% of agencies raised prices between 2024
and 2025, which suggests most of the industry is currently failing it.

The value question has a short answer. You used to be paid for producing the
work. You are now paid for being the one who is wrong on the record, and for
being right more often than the alternative.

19
Where this argument could be wrong
- The GCC threat may plateau. Capability centres have historically absorbed

process work and struggled with taste, cultural nuance and stakeholder-facing

judgment. If that boundary holds, the encroachment stops well short of what Part |
implies.
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- India‘'s growth may outrun the substitution for years. At 12% compounding
against maybe 6% of billable scope automated annually, the reckoning arrives
later than argued, and agencies that reposition early carry cost they did not need
to.

- The evidence base for Part IV is global, not Indian. Every margin, churn and
revenue-per-head benchmark here comes from a global independent-agency
sample. No equivalent Indian benchmarking exists. The direction should transfer.
The specific numbers may not.

- The Indian pricing figures are agency-published. Part II's rate card comes
from Indian agency pricing guidance dated 2024-2026, not from independent
research or archival record.

- The unclaimed positions may be occupied privately. Indian agencies do not
publicise commercial models. Some of what this brief calls open ground may
already be built and simply unreported.

The prescriptions hold under all five, which is the test they were built to pass. Each
one increases the seniority, category depth and measurement independence of the
firm, and none depends on a forecast about how fast anything ships.

20

The closing argument

Indian agencies were paid for one form of scarcity: capable marketing labour,
available in volume, at a price the rest of the world could not match. The rate card in
Part Il is what that scarcity looked like written down. A percentage, a post count, a
rate per word.

It is now abundant in two directions at once. Al produces the output at near-zero
marginal cost, and the capability centre in Bengaluru employs the same people
directly. Abundant things do not carry fees.

What remains scarce is judgment exercised under accountability: knowing
what to do, what not to do, and whether it actually worked. That was always
the real product. It was bundled inside execution, invisible on the invoice, and

subsidised by a labour pyramid that no longer makes economic sense.

Judgment does not scale the way capacity did. You cannot hire forty graduates and
have it next quarter, and the graduates are going to the GCCs anyway.
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India's advantage in this transition is not that it will be spared. It is that the market is
still growing, which buys time London and New York do not have. Time is only an
advantage if it is spent on something. Most of it will be spent celebrating the growth.
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marketing were excluded at triage except where explicitly marked as agency-
published rate guidance. Figures are attributed and dated throughout; vendor
claims and single-source studies are flagged where they appear.
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