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The Mirror Principle:
Agencies Can't Guide a Shift
They Haven't Made
Brands are moving from search rankings to LLM citations, from one
brand voice to individual personalisation, from broadcast to real-time
dialogue. Agencies still running last decade's playbook can't take clients
through this.
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For years the agency brief was simple: get the brand in front of the customer,
wherever the customer was looking. Rank on Google. Win the feed. Say one
polished thing, to everyone, on repeat.

That brief is dissolving. Not slowly, either.

Three shifts happening under every client account

Search is becoming citation. A page-one ranking still matters, but it's no longer the finish
line. The next question is whether ChatGPT or Claude cites the brand when a customer
asks for a recommendation, and soon whether an autonomous agent buying on
someone's behalf even considers the brand at all. That's a different discipline to SEO. It
requires structuring a brand's information so machines can extract and trust it, not just
so crawlers can index it.

One message is becoming many. Brands built their identity on saying the same thing to
everyone. That consistency is now a liability. Customers expect messaging, offers, and
creative that respond to who they specifically are, in the moment they're looking. Getting
there means production speed most agencies don't currently have.

Broadcast is becoming conversation. A static ad and a one-way monologue used to be
the whole job. Increasingly the brand's "message" is a live exchange: a chatbot, an
interactive tool, a system that responds in real time. Copy stops being a headline you
approve once. It becomes a set of rules a system follows every time it speaks.

What agencies actually need to build
Three capabilities, none of them optional:
Optimisation for how AI systems find and cite a brand, distinct from classic SEO. That means
understanding how models ingest and weight information, and structuring a client's digital
footprint accordingly.
Production pipelines fast enough for real-time personalised creative. If a banner tweak still
takes three weeks and five approval rounds, the agency cannot service a brand that needs to
adapt creative by the hour.
Conversational architecture. Writing the system prompt and the guardrails for a brand's
AI-driven touchpoints is copywriting now, just copywriting for a system instead of a page. It
needs the same care for tone and brand integrity, applied to a completely different medium.

The mirror problem
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AGENCY PERSPECTIVE  —  CONTINUED

An agency that hasn't restructured its own operations around AI discovery, rapid personalised
production, and conversational design cannot credibly build those things for a client. You end
up advising from outside a shift you haven't made yourself.
The agencies that build these capabilities now become the ones clients can't do without. The
ones that don't will keep optimising for a version of the internet that's already behind them.
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Ready to stop experimenting and start building?
One conversation. A straight read on where you actually stand.

BOOK A CALL

If the button doesn't open: calendar.app.google/7J2ThQMgXULCqeZe6
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