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Abstract 

 

Purpose 

This study explores GAI's impact on business models of marketing agencies through 
the theoretical lenses of the Resource-Based View (RBV) and Dynamic Capabilities 
(DC) theories. 

 

Methodology 

The study adopts a qualitative exploratory approach, using semi-structured data 
collection and thematic analysis. Data were collected from 11 professionals working in 
SME-sized marketing agencies in two countries (Sweden and Canada). 

 

Findings 

The findings indicate that GAI's impact on agencies' business models varies. There is a 
common observation that GAI is not a VRIO resource that provides sustained 
competitive advantage on its own. Instead, agencies' unique VRIO resources, such as 
professional expertise and internal business processes, are used alongside GAI to 
differentiate in the market. The study also suggests that GAI alone cannot provide a 
sustained competitive advantage, and that proper BM reconfiguration (or BMI) is a 
significant part of GAI adoption. 
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1 Introduction 

1.1 Background 

Generative artificial intelligence (GAI) has democratized marketing content 
creation. As the technology advances, GAI increasingly rivals professional-
level production quality, allowing clients to create marketing assets in-house 
rather than hire a marketing agency, thereby reducing the demand for 
marketing services (Wahid et al., 2025). Numerous studies examine how AI 
affects companies' business models (e.g., Wahid et al., 2025; Kanbach et al., 
2024; Jobstreibizer et al., 2025; Jorzik et al., 2024). While these studies 
examine different facets of this, the common conclusion is that AI, including 
GAI, is a disruptive market force that directly impacts the business models of 
marketing agencies (Wahid et al., 2025). The implications for marketing 
agencies’ business models shift their value creation and delivery from content 
creation to expertise-led offerings and strategic guidance, which, in turn, 
affects how they capture value for their agencies by adopting value-based 
pricing (Wahid et al., 2025). 

To succeed in this new environment, many studies suggest that marketing 
agencies should innovate their existing business models and strategically 
differentiate their core competencies so that GAI cannot replicate them (e.g. 
Wahid et al., 2025; Kanbach et al., 2024). 

 

1.2 Problem Statement 

Academic literature on the impact of GAI on business models and on how 
firms' resources and dynamic capabilities can be strategically reconfigured and 
deployed to sustain their competitive advantage remains nascent and 
emerging. Marketing agencies offer an ideal empirical setting for examining 
the impact of GAI on business models. Since their existing operational 
processes heavily rely on human capital resources to deliver value to clients. 
GAI democratizes creation capabilities, such as imagery and copywriting; 
technical capabilities, such as coding and data analytics; and economic 
capabilities by providing clients with low-cost subscriptions to tools, removing 
financial barriers and allowing greater market participation (Wahid et al., 
2025). 

Research on GAI’s impact on marketing agencies' business models spans a 
wide spectrum of potential impacts with no clear consensus. At one extreme, 
some studies predict workforce disruptions and catastrophic job losses, with 
14% of jobs becoming obsolete over the next 15 to 20 years (Nigar et al., 2025) 
because GAI can automate large portions of marketing tasks (Wahid et al., 
2025). A more moderate position suggests “as AI roles grow, the number of 
non-AI roles that demand complementary skills also rises” (Mäkelä & 
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Stephany, 2025, p.36). At the other end of the spectrum, some research 
indicates that GAI is currently unable to automate tasks in its current form 
(Mazeika et al., 2025).  

According to a systematic literature review of 180 papers, research into how AI 
is impacting business model innovation (BMI) is growing; however, current 
research tends to focus on the technological aspects of GAI, treating business 
models (BM) as secondary outcomes or an afterthought, rather than 
examining their strategic role in value capture and creation (Jorzik et al., 
2024). Research on the impact of GAI on business models and the creation of 
company value remains emergent and fragmented (Jorzik et al., 2024). This 
systematic literature review found that research has primarily focused on 
manufacturing (13%), healthcare (10%), or unspecified industries (30%) 
(Jorzik et al., 2024). Marketing and related creative industries accounted for 
only 7% of research (Jorzik et al., 2024), further highlighting the need to study 
marketing agencies’ business models. 

Previous research has shown that resources, capabilities, GAI use, and related 
impacts to BMI are interconnected and affect one another, and suggests that 
further research should be undertaken to explore these interdependencies 
(Jorzik et al., 2024), which is why we chose RBV and DC as our theoretical 
frameworks when applied to BM and BMI.  

Marketing agencies are at significant risk of disruption, as GAI can perform a 
wide range of tasks they currently handle, such as text generation, coding, and 
image generation, underscoring the need to innovate. GAI-enabled 
democratization amongst marketing agencies’ clients directly threatens their 
business models (Wahid et al., 2025). Marketing agencies face an existential 
tension between leveraging GAI as a competitive tool and defending against its 
potential to erode their existing business models, and deciding how, or 
whether, to innovate. The contested and disputed state of research on GAI 
leaves marketing agencies without adequate theoretical and practical 
guidance. 

 

1.3 Purpose of Research Study 

The purpose of our research study is to explore whether, and in what ways, 
marketing agencies are innovating their business models in response to GAI, 
using the theoretical lenses of the RBV and DC.  

RQ: How are marketing agencies leveraging their resources and 

capabilities in response to GAI, and what implications does this have for 

their business models? 

From a practical perspective, understanding how GAI affects marketing 
agencies is vital to ensuring the long-term success of businesses and to 
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providing managers with insights into implementing GAI tools effectively to 
sustain a competitive advantage (Gao et al., 2025).  

This study contributes to the theories of business models (BM) and business 
model innovation through the theoretical lenses of the Resource-Based View 
(RBV) and Dynamic Capabilities (DC), examining their interconnected 
frameworks in the context of GAI-driven technological disruption within the 
empirical setting of marketing agencies.  

A business model defines the organizational architecture of how a firm’s 
resources and capabilities are deployed to create and deliver value to its 
customers, while capturing value in return via revenue (Teece, 2018).  

RBV argues that firms differ in their performance because they process 
distinct bundles of tangible and intangible resources. These resources 
contribute to a sustained competitive advantage when they are rare, valuable, 
inimitable, and organized (VRIO), and are effectively deployed through 
strategy and a viable business model (Barney, 1991; Barney, 1995; Teece, 
2018). Competing firms can copy successful business models, but VRIO 
resources act as a safeguard against imitation (Teece, 2018) 

DC builds on the RBV by explaining how firms can build, renew, and 
transform their resources and ordinary capabilities (day-to-day processes) 
over time by sensing environmental changes and seizing opportunities (Teece 
et al., 1997; Teece, 2018). A testament to the strength of a firm’s dynamic 
capabilities is its competence to transform its business models when necessary 
to ensure continued profitability (Teece, 2018).  

When viewed through an integrated RBV-DC-BM lens, GAI is a valuable, but 
non-rare and non-inimitable resource that alone cannot provide a sustained 
competitive advantage. Instead, GAI is a tool that facilitates firms’ dynamic 
capabilities, acting as a catalyst for business model innovation (Gao et al., 
2025; Jorsik et al., 2025).  

 

2 Literature Review & Theoretical Framework 

The research study will explore how existing marketing agency business 
models will be forced to innovate as GAI continues to be adopted more widely 
and as its content-creation capabilities improve in quality. Since business 
models are not considered a standalone theoretical framework but rather an 
organisational framework (Ritter & Lettl, 2018), the study uses the RBV and 
DC as its theoretical frameworks.  

A 2025 systematic literature review examined 38 journal articles that 
examined BMI from various research perspectives (Wang et al., 2025). Wang 
et al. (2025) noted that current perspectives on BMI are diverse and 
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disconnected; therefore, they chose to use a more established theory rather 
than focusing solely on business models or business model innovation. Wang 
et al.’s (2025) systematic literature review of business models identified nine 
perspectives that could be applied to business model innovation, which 
included: activity system perspective, resource-based view, strategy 
perspective, ecosystem perspective, cognitive perspective, organisational 
learning perspective, dynamic capabilities perspective, and institutional 
perspective. When comparing these perspectives on business model 
innovation, the RBV and DC stood out as applicable to our study. RBV’s focus 
on a firm’s unique resources and capabilities (Wang et al., 2025) is directly 
relevant to analysing how marketing agencies leverage their internal strengths 
amid GAI. The DC framework extends RBV theory, explaining how firms 
continually adapt these resources to respond to changing environments (Wang 
et al., 2025). Business models, strategy, resource orchestration, and dynamic 
capabilities are mutually interdependent (Teece, 2018).  

2.1 Business Models and Business Model Innovation 

Business models (BM) explore how firms create, deliver, and capture value 
(Kanbach et al., 2024). The concept has evolved from a tool used in 
operational management to a strategic management framework (Wang et al., 
2025). According to Ritter and Lettl (2018), there are five co-existing 
perspectives on BM, which are: (1) Business model activities: Are the activities 
of a firm that it engages in to implement its strategy to create value. (2) 
Business model logics: explores why those activities create value. (3) Business 
model archetypes: are generic models that explain value creation and capture, 
for example, the “freemium” business model. (4) Business model elements: the 
business model structure is organized around fundamental elements, which 
can include key partners, key activities, customer segments, etc. (5) Business 
model alignment: the success of a firm depends on the alignment and 
interplay of business model elements to execute a successful strategy.  

Business model innovation (BMI) can be described as “when the company 
modifies or improves at least one of the value dimensions” (Abdelkafi et al., 
2013, p.13) or as “a process that deliberately changes the core elements of a 
firm and its business logic” (Bucherer et al., 2012, p. 184).  

Marketing agency business models have undergone constant innovation over 
the past decades due to the emergence of new technologies (Lynch, 2019). 
From the traditional art director-copywriter creative duo developed in the late 
1940s, which operated in a traditional broadcast system, to the digital era, 
which has operated on a multi-channel, multi-platform system following the 
widespread adoption of digital and social media marketing, which expanded 
the creative duo into an entire creative organisational mindset (Lynch, 2019). 
Digital disruption necessitated a shift in which the entire organisation became 
responsible for creativity, as the number of roles expanded to operate 
successfully in this new digital and social media marketing landscape, 
including roles such as SEO specialists and user experience specialists (Lynch, 
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2019). The marketing industry has undergone multiple eras of evolution and 
has continually innovated its business models (Lynch, 2019); the GAI era of 
marketing agencies will again force it to do so, transforming their business 
models from experience-based to data-driven (Gao et al., 2025). According to 
Boston Consulting Group, 50% of CMOs believed that GAI was creating new 
business models (Ratajczak et al., 2023).  

GAI has been made possible due to advances in computational capacity, 
graphics cards, and the abundance of available data, which have enabled 
improved algorithms for computer vision, speech recognition, image 
identification, and content creation, including videos, images, and text 
(Kanbach et al. 2024). The emergence of GAI is forcing businesses to innovate 
within their existing models to remain competitive (Kanbach et al., 2024). 
New technology is also refocusing attention on BMI, shifting it from a firm’s 
internal factors to how external forces are reshaping an industry's competitive 
landscape (Kanbach et al., 2024). Firms can choose to either incrementally 
innovate on existing models or develop completely new ones by leveraging new 
technologies (Kanbach et al., 2024).  

There are three ways in which firms can innovate on their existing business 
models: (1) Value creation innovation, by implementing new processes and 
embracing technology, (2) new position innovation, by capturing emerging 
markets through new product and service offerings, and (3) lastly, by value 
capture innovation in order to capture revenue (Kraus et al. 2022; Kanbach et 
al., 2024). 

 

Figure 1 

Business Model Innovation

Note. From The GenAI is out of the bottle: Generative artificial intelligence 

from a business model innovation perspective [Graphic], by  Kanbach, D. K., 
Heiduk, L., Blueher, G., Schreiter, M., & Lahmann, A. (2024). Review of 
Managerial Science, 18, 1189–1220. https://doi.org/10.1007/s11846-023-
00696-z 
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2.1.1 Value Creation Innovation 

Business models that combine expert knowledge and creativity have the 
greatest potential to deliver novel proposition innovations (Kanbach et al., 
2024). In these types of businesses, the labour pool is considered rarer and 
more highly valued (Kanbach et al., 2024). It includes professions such as 
lawyers, consultants, software engineers, and doctors (Kanbach et al., 2024). 
In terms of value creation, GAI will have the greatest impact on knowledge-
intensive fields by alleviating capacity constraints on highly in-demand 
experts, enabling them to increase productivity (Kanbach et al., 2024). 

2.1.2 New Proposition Innovation 

New business models and service offerings will emerge as GAI continues to 
improve and its adoption among firms expands (Kanbach et al. 2024). Existing 
offerings are already improving through incremental integration of GAI 
(Kanbach et al. 2024). This is already evident in the tools that marketing 
agencies commonly use, such as Adobe and Canva, which have enabled 
marketing professionals to experiment with the technology and learn to 
incorporate it into their existing workflows (Kanbach et al., 2024). However, 
these improvements in user experience also mean that the skills barrier to 
entry for graphic design software is now lower (Kanbach et al., 2024).  

GAI’s democratizing effect will impact incumbent firms, forcing them to 
differentiate strategically (Wahid et al., 2025). Marketing agencies may need 
to transform their resources and capabilities by leveraging unique assets, such 
as creativity and strong customer relationships, and by redefining their value 
propositions to maintain their competitive advantage and retain and attract 
new clients (Wahid et al., 2025). Previous research has highlighted four 
strategies marketing agencies have adopted in order to adapt their business 
models in the face of GAI: (1) shifting from producers to creative consultant 
experts, (2) integrating AI to enhance existing services and offer new ones, (3) 
using AI to create large-scale hyper-personalized content, and (4) positioning 
themselves as trusted partners by embracing human connection (Wahid et al., 
2025). 

2.1.3 Value Capture Innovation 

The marginal costs of producing content will decrease, allowing businesses to 
capture value in innovative ways (Kanbach et al., 2024). At first, GAI will 
increase task efficiency, but as the technology continues to evolve, completely 
new processes and revenue models will emerge (Kanbach et al., 2024). One 
example of novel value capture could be using GAI to create personalized 
content for a fee, while offering basic content for free (Kanbach et al, 2024). 
However, many marketing executives have revealed that they have yet to see 
measurable positive results on agencies' return-on-investment models from 
the implementation of AI (Kim, 2025). Instead, the main reasons agencies are 
adopting AI tools are fear of missing out (FOMO) and a desire to avoid letting 



 

  7 

their internal processes become obsolete and lag behind those of competitors 
that implement AI (Kim, 2025).  

Marketing agencies might also have to update their pricing models along with 
their business models (Wahid et al., 2025. Agencies have also historically 
undergone prior transformations to their pricing models as they transitioned 
from commission-based compensation to fee-based payment structures 
(Lynch, 2019), and in the age of GAI, they may need to change their pricing 
models again from a volume or time-based model to a value-based model, 
which focuses on campaign conceptualization and creative narratives rather 
than execution (Wahid et al., 2025). 

2.2 Resource-Based View 

Our study uses RBV (Barney, 1991) as one of the sensitizing frameworks for 
examining BMI within marketing agencies, alongside DC. A firm’s resources 
“include[s] all assets, capabilities, organisational processes, firm attributes, 
information, knowledge, etc” (Barney, 1991, p.101), which can be categorized 
as physical capital resources, human capital resources, and organisational 
capital resources (Ritter & Lettl, 2018). Resources can also be thought of as 
capabilities, which are “organisational routines through which combinations of 
resources (inputs) are transformed into new resources (outputs)” (Ritter & 
Lettl, 2018, p.4). RBV theory states that a firm's resources can generate 
sustained competitive advantage if they are valuable, rare, inimitable, and 
effectively organized, collectively known as the VRIO model (Barney, 1995).  

When the RBV theoretical lens is applied to BMI, it becomes a strategic 
framework that enables businesses to transform internal strengths into unique 
value propositions (Wang et al., 2025). RBV highlights the importance of 
leveraging a firm’s current resources into a reasoned strategy and business 
model (Teece, 2018), and BMI is the practical framework for deploying these 
resources to the fullest and maximizing value creation and capture (Wang et 
al., 2025). At some point, successful business models will be imitated by 
competitors, and VRIO is meant to preserve aspects of a firm's competitive 
advantage (Teece, 2018). 

RBV offers a perspective on how skills, knowledge, and tools are treated as 
resources, and how access to them is shaped by the emergence of new 
technologies such as GAI. For example, it allows us to consider the knowledge 
and skills of a marketing agency for creating text and graphics as resources, 
while, thanks to GAI-driven democratization, clients can perform similar tasks 
in-house using GAI (Wahid et al., 2025). GAI can increase efficiency by 
augmenting and automating tasks (e.g., text preparation), but it may also 
challenge marketing agencies' unique resources (e.g., a copywriter's skills) 
and, as a result, their differentiation, due to the democratization of these skills 
(Wahid et al., 2025). 

Barney (1991, p.102) describes that “...whether or not a competitive advantage 
is sustained depends upon the possibility of competitive duplication” and 
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suggests the VRIO framework (Barney 1995) to define resources that can lead 
to a sustained competitive advantage. As will be discussed in subsequent 
chapters, GAI does not always meet the dimensions of the VRIO framework 
(Barney, 1997), specifically rarity and inimitability.  

Many studies discuss the significant impact of GAI on the market. At the same 
time, the VRIO perspective challenges the notion that GAI is a resource that 
can provide companies with a sustained competitive advantage. The study will 
consider this subject while addressing RQ from RBV and VRIO perspectives. 

2.2.1 Value 

Before the adoption of GAI, marketing agencies’ value came from their ability 
to create content that clients could not create themselves, including 
copywriting and graphic design (Wahid et al., 2025). However, GAI has 
removed technical and creative barriers, allowing clients to produce 
professional-level marketing materials (Wahid et al., 2025). In response, 
marketing agencies are repositioning themselves not as content producers but 
as creative marketing experts (Wahid et al., 2025). This suggests that a value 
dimension from the VRIO perspective can be applied to GAI. 

2.2.2 Rarity 

Many GAI models are widely available, have a low barrier to use, and are 
therefore not considered rare. GAI increases competitive parity among people 
by providing everyone with equal access to expertise and resources (Kanbach 
et al., 2024). If all agencies and clients begin using GAI, the rarity will shift the 
focus back to creativity and unique ideas (Kanbach et al., 2024). Overall, this 
implies that from a VRIO perspective, many GAI tools miss the rarity 
dimension. 

2.2.3 Inimitability 

GAI challenges the inimitability of human capital within marketing agencies 
by serving as a substitute for agency-provided marketing services. However, 
GAI lacks creativity, a quality that still requires artistic intuition (Wahid et al., 
2025).  

Large language models are also trained on similar data, and the content they 
produce tends to be homogeneous, lacking creativity, and is perceived by 
consumers as low value (Wahid et al., 2025). This is reflected in the growing 
volume of AI-generated content, which has not been matched by consumers' 
time spent consuming it (Wahid et al., 2025). This problem is exacerbated as 
AI models run out of human-made training data and are trained on AI-
generated content, leading to outputs that are even more homogeneous. 
Agencies and clients using the same prompts will also produce content that 
lacks inimitable qualities.  
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Overall, this implies that from a VRIO perspective, many GAI miss the 
inimitability dimension. 

2.2.4 Organisation 

Barney (1997, p.56) argues that “...to fully realize this potential, a firm must 
also be organized to exploit its resources and capabilities”. There is a growing 
need for marketing organisations to position themselves as experts that 
embrace creativity at an agency-wide level rather than being relegated to select 
roles within the agency (Lynch, 2019; Wahid et al., 2025). There is also a push 
for agencies to step into the role of a strategic partner with clients rather than 
simple service vendors (Wahid et al., 2025). 

2.2.5 Resource Bundles 

Different resources can support one another as complementary resources 
(Barney, 1995). Also, there are perspectives in which a company bundles its 
resources to create new capabilities (Sirmon et al., 2007; Sirmon et al., 2011). 

Therefore, GAI can be considered in three ways: (a) as an independent valuable 
resource, (b) as a complementary resource, acting as a catalyst for other 
companies' resources, and (c) as a part of the resource bundle. 

First, GAI can be examined as an isolated resource that helps a company to 
implement its strategy. As Barney (1991, p.101) comments: “...firm resources 
include all assets, capabilities, organizational processes, firm attributes, 
information, knowledge, etc. controlled by a firm that enable the firm to 
conceive of and implement strategies that improve its efficiency and 
effectiveness". So GAI can be considered in the scope of this definition as a new 
type of resource available to a company. 

Next, GAI can be examined as a complementary resource that supports the 
creation of value alongside other resources under a company's control. Such a 
perspective would assume that GAI has a limited ability to provide value on its 
own, consistent with the description of complementary resources (Barney, 
1995). 

Lastly, GAI can be examined alongside other resources in the resource bundle. 
According to Sirmon et al. (2007), controlling VRIO resources is "a necessary 
but insufficient condition” (p.274), and resources also should be properly 
“evaluated, manipulated, and deployed” (p.274). Therefore, a company might 
need to restructure its resource portfolio to consider GAI as a new resource.  

While RBV prioritises VRIO resources as a key driver for sustained competitive 
advantage, there are perspectives that extend this view (e.g. Dynamic 
Capabilities) or even challenge the importance of resources by shifting focus to 
the importance of proper business models. The latter can be illustrated by a 
quote from Chesbrough (2010, p.354): “a mediocre technology pursued within 
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a great business model may be more valuable than a great technology exploited 
via a mediocre business model”. 

Therefore, the study also aims to examine a) how RBV, DC and BM/BMI 
perspectives correspond to each other in the GAI context and b) how they can 
help describe GAI's impact on the industry. 

 

2.3 Dynamic Capabilities and Business Models 

A firm’s capabilities can be organized into two levels: ordinary capabilities, 
which are the operational routines, and higher-level dynamic capabilities, 
which are the abilities that help firms adapt and innovate, such as by offering 
new products or entering new markets (Teece, 2018). Dynamic capabilities are 
considered causally ambiguous due to their complexity, making them harder 
for competitors to identify and imitate (Eisenhardt & Martin, 2000). A firm’s 
capabilities determine how a business model operates (Teece, 2018). At the 
core, dynamic capabilities represent an organisation's ability to use routines 
and managerial skills to combine, develop, and reconfigure its internal 
strengths in response to changing business environments (Teece, 2018). The 
firms that survive are those that demonstrate their dynamic capabilities by 
sensing changes in the business environment, seizing new opportunities, and 
transforming their existing business models to compete effectively (Teece et 
al., 1997).  

Marketing agencies’ ordinary capabilities include day-to-day operations such 
as copywriting, graphic design, campaign management, and client 
management.  Whereas their dynamic capabilities are more strategic and 
involve changing what the agency does and how it does it to sustain their 
competitive advantage in the long term. This includes sensing that GAI is 
commoditizing execution-based tasks and reducing clients' willingness to pay, 
seizing new value propositions such as repositioning themselves as GAI-
powered strategic experts, and transforming their work processes to integrate 
GAI (Wahid et al., 2025). 

BMI continually refines its models based on feedback from the external 
environment and organisational learning (Wang et al., 2025). BMI involves 
developing capabilities and leveraging resources to build a strategic response 
(Wang et al., 2025). Developing capabilities requires cultural and leadership 
alignment, cross-functional coordination, and investing in emerging 
technology (Wang et al., 2025). Agencies applying dynamic capabilities to 
their BM must balance short-term operations with long-term innovation 
(Wang et al., 2025). Dynamic capabilities enable a business model to 
transition from its present configuration to its future evolution (Ritter & Lettl, 
2018). A firm's ability to compete depends not only on resources but also on 
how those resources are transformed in response to changing environmental 
factors (Wang et al., 2025), such as GAI. 
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Figure 2  

Schema of Dynamic Capabilities, Business Models, and Strategy

 

Note. From Business models and dynamic capabilities [Graphic], by Teece, 
D.J. (2018). Long Range Planning, 51(1), 40–49. 
https://doi.org/10.1016/j.lrp.2017.06.007 

Firms can use GAI as a tool to better exercise their dynamic capabilities and 
maintain a competitive advantage in a dynamic environment (Gao et al., 
2025). GAI technology can enhance a firm’s ability to sense opportunities and 
threats and seize them through the efficient use of resources (Gao et al., 2025). 
Lastly, firms can transform resources using GAI to increase resilience and 
efficiency through optimization and automation (Gao et al., 2025).  

At the same time, Teece (2007, p. 1325) argues that “in the dynamic 
capabilities tradition,” competitive advantage can be achieved by orchestrating 
assets that are “difficult-to-replicate”. As discussed, GAI is readily available to 
competitors and clients; therefore, it cannot be considered a “difficult-to-
replicate” asset. This raises the question of whether GAI can provide an agency 
with a competitive advantage from a DC perspective. In this study, we will 
consider this as we address the RQ. 

 

2.4 Summary 

Using RBV, DC applied to BM, and BMI gives a view of the full business model 
value architecture and how they are interdependent (Teece, 2018). From the 
resources that enable value creation to the dynamic capabilities that sense 
when these resources and ordinary capabilities are threatened and respond by 
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innovating how business models create, deliver, and capture value (Teece, 
2018).  

2.5 The Possible Impacts of GAI on Marketing Agencies 

Business Models 

According to existing literature, the impact of GAI on marketing agencies' 
business models lies on a spectrum, and there are three possible outcomes: (1) 
GAI-driven workforce disruption and downward pressure on pricing, (2) GAI 
being implemented as an augmentation tool, and (3) a minimal impact due to 
GAI’s inability to automate tasks due to technical limitations. 

2.5.1 GAI-Driven Workforce Disruption and Downward Pressure 

on Pricing 

These concerns about GAI’s impact on marketing agencies' business models 
are shared by marketers; according to a 2024 Gartner survey, 87% are 
concerned that GAI will lead to job losses. These concerns, however, are not 
reflected equally across employment trends by functional role. According to 
the U.S. Bureau of Labour Statistics (n.d), overall employment for marketing 
managers is projected to grow 6% from 2024 to 2034. However, job growth is 
less favourable for graphic designers, with employment expected to grow only 
2% over the same period, largely due to the replacement of existing designers 
who plan to change careers or retire (Bureau of Labour Statistics, n.d). GAI 
could have a heterogeneous impact on employment, with a disproportionate 
negative impact on graphic designers who create content, whereas high-level, 
more strategic-based marketing roles will continue to see job growth and less 
employment insecurity. These employment statistics are consistent with 
Wahid et al.’s (2025) findings that marketing agencies' value propositions will 
place less emphasis on content creation and instead favour expertise-driven 
roles. The value proposition of these expert roles will be based on creativity 
and their value as strategic partners (Wahid et al., 2025).  

The democratization of content-creation capabilities will reduce dependence 
on traditional marketing services, prompting a shift in the workforce and 
pushing marketing agencies to change their pricing models (Wahid et al., 
2025). Clients' decreased willingness to pay for traditional marketing services, 
as they no longer rely on these services and can now use GAI to achieve the 
same capabilities and access to simulated expertise, could lead marketing 
agencies to reduce their prices by up to 20% (Wahid et al., 2025). 

2.5.2 GAI as an Augmentation Tool 

GAI is advancing rapidly, enabling innovative capabilities and boosting 
efficiency, leading to new revenue models and reshaping cost structures for 
businesses (Kanbach et al., 2024). A survey by Boston Consulting Group found 
that 70% chief marketing officers said that their organisations have 
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implemented GAI (Ratajczak et al., 2023). Award-winning agencies are 
implementing GAI tools to improve ideation and production by combining 
human creativity with algorithm-driven insights (Kim, 2025). This has enabled 
their marketing campaigns to be more efficient, scalable, and personalized 
(Kim, 2025). Improvements in personalization are significant in marketing 
because more personalized ads generate more revenue and improve customer 
satisfaction (Kim, 2025). 

However, a major struggle that firms face when implementing and scaling GAI 
into existing BMs is encouraging employees to adopt GAI technology by 
augmenting it into existing work processes rather than automating entire parts 
of the BM, in order to increase GAI adoption and overcome employees’ fears of 
job replacement (Jorzik et al., 2024). 

2.5.3 Limited Automation Ability of GAI in Freelance Work 

In 2025, an industry-study preprint, researchers affiliated with the Center for 
AI Safety and Scale AI, published a study that is currently awaiting peer 
review, titled “Remote Labor Index: Measuring AI automation of Remote 
Work” (Mazeika et al., 2025). One of the coauthors, Alexandr Wang, is the co-
founder of Scale AI and is currently Meta’s Chief AI Officer (Alexandr Wang, 
2025). The study tested various commercially available AI models, including 
Manus, Grok 4, ChatGPT, and Gemini 2.5 Pro, to autonomously perform 
remote work tasks across 23 project categories on a popular freelance 
platform, such as graphic design, product design, and computer-aided design 
(CAD) (Mazeika et al., 2025). All of the AI agents solved less than 3% of the 
tasks given to them, and the most common reasons for failure to complete 
tasks were poor quality (45.6%), incomplete deliverables (35.7%), corrupted 
files (17.6%), and inconsistencies between deliverables (14.8%) (Mazeika et al., 
2025). These findings offer an alternative perspective to Wahid and their co-
authors' article, which argues that the democratization of marketing would 
enable clients to perform more tasks in-house (2025). 

3 Methodology 

3.1 Research Philosophy 

The study uses a postpositivistic stance (Guba & Lincoln, 1994; Creswell & 
Poth, 2018). Post-positivism assumes that reality exists independently of 
observers and that our understanding of it is fallible and probable. As Guba & 
Lincoln (1994, p.110) describe the ontological position of postpositivism: 
“Reality is assumed to exist but to be only imperfectly apprehendable…”. 

While postpositivism is often associated with quantitative research, it is also a 
valid stance for qualitative studies: “Those who engage in qualitative research 
using a belief system grounded in postpositivism will take a scientific approach 
to research” (Creswell & Poth, 2025). The chosen post-positivistic stance 
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affects how the study is planned and conducted, for example, through 
researchers' efforts to reduce potential biases by avoiding references to their 
opinions during interviews and data analysis, or by treating collected 
information only as a probable representation of objective reality. 

 

3.2 Research Design Framework 

Since the use of GAI in the marketing industry is emerging, existing knowledge 
remains limited. Therefore, the study adopts an exploratory research purpose. 
The study’s aim is to identify the main themes and patterns from the collected 
responses on how GAI affects the business models of marketing agencies.  

While the study uses a selected theoretical framework to guide the research, its 
main focus is to explore insights from practitioners in the marketing industry. 
Therefore, the study primarily adopts an inductive approach, which is well-
suited to exploratory research in emerging subject areas. 

While the interview questionnaire was prepared deductively, by 
operationalizing the RBV concept, the key parts of the research design were 
conducted inductively. For example, to support the inductive approach, the 
authors used semi-structured interviews to allow flexibility in exploring 
insights beyond the scope of the selected theoretical framework, used open 
coding for data analysis, and adopted additional theories to examine findings 
when appropriate. This approach initially grounded the study in RBV and DC 
theories while also providing flexibility to discover and analyse insights from 
interview participants, in line with the study's exploratory goal. 

The study uses a qualitative research methodology, which is well-suited to 
collecting insights from practitioners and to gaining a deep understanding of 
the experiences and interpretations of GAI's impact. Qualitative research is 
especially beneficial for studies that focus on exploring and gaining a deep 
understanding of the research subject, and on analysing the meaning of the 
collected interview participants’ responses. 

The usage of a primarily inductive qualitative approach has several benefits in 
the context of the study: 

1. It provides an in-depth, detailed understanding of participants’ 
experiences and interpretations of GAI. 

2. It provides the study with flexibility to collect and identify valuable insights 
that might not have been initially predicted. 

3. It helps provide context for the responses, which is important for 
understanding human experiences (Guba & Lincoln, 1994). 
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Data collection is conducted through semi-structured interviews, which 
balance a predefined question structure with the flexibility to capture new, 
potentially unexpected insights. Thematic analysis was used as a data analysis 
method. 

Table 1 
Summary of the Chosen Research Design Framework 

Level Study Adopts 

Research philosophy Postpositivism 

Research approach Primarily inductive 

Research methodology Qualitative 

Research design Qualitative exploratory study 

Data collection Semi-structured interviews 

Data analysis Thematic analysis 

 

3.3 Interview Design 

Qualitative methodology is selected because GAI is an emerging technology, 
and the study adopts an exploratory research purpose to collect and identify 
insights from participants. As Creswell & Poth (2018) argue: “We conduct 
qualitative research because a problem or issue needs to be explored.... We 
also conduct qualitative research because we need a complex, detailed 
understanding of the issue.” 

Semi-structured interviews are selected for data collection, which offers 
several advantages for the study. The interview protocol (Appendix 4) 
(Creswell & Poth, 2018) was developed in line with the theoretical framework 
that guides the study. For example, initial open-ended questions were 
prepared using “lenses” of the theoretical framework (Appendix 3). Interviews 
enable the collection of in-depth insights from participants (Creswell & Poth, 
2018; Rubin & Rubin, 2011). The use of open-ended questions allows 
participants to describe their experiences in detail and provide additional 
clarifications, for example, how and why the event happened, their 
interpretation and assumptions, illustrative examples, organisational context, 
etc. 

Using the same interview protocol (Appendix 4) (Creswell & Poth, 2018), 
including a set of initial open-ended questions for all participants, increases 
consistency in data collection. The probes are used to clarify participants' 
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responses and to gather new insights that could not be obtained from the 
initial set of questions alone. 

3.4 Sampling 

A purposive sampling strategy was used, following the recommendations of 
Creswell & Poth (2018) and Rubin & Rubin (2011), who mention that 
participants should have knowledge relevant to the research question. 
Therefore, the following criteria are considered: 

1. A candidate participant should have practical experience working in 
marketing agencies. 

2. A candidate participant should have knowledge of how GAI is used in the 
marketing agency and/or by clients. 

3. A candidate participant should have an understanding of the organisation's 
business model or, at least, certain parts of it. 

To increase the likelihood that candidates have such knowledge, they were 
sourced from marketing agencies serving small and medium-sized enterprises 
(SMEs) (European Commission, n.d.). This approach is grounded in the 
assumption that professionals in smaller companies are often involved in a 
wider range of tasks because their organisational structures are less 
differentiated (Blau, 1970). Therefore, including professionals from SMEs 
increases the likelihood that these participants have knowledge of both the 
operational use of GAI and its potential impact on business models. 

Given the study's physical location and one of the authors' existing 
professional networks, professionals from marketing agencies in Canada and 
Sweden were identified.  Participants were identified through LinkedIn, web 
searches, and the existing professional contacts of one of the study's authors. 

As a result, purposive sampling of participants across different roles (including 
company owners and specialists) and geographies (Sweden and Canada) 
facilitated the consideration of diverse opinions, aligning with the study's 
exploratory purpose. At the same time, examining possible differences 
between participant categories (for example, between professionals working in 
Sweden and those at Canadian companies) is outside the scope of this study, 
as discussed in the Limitations and Recommendations for Future Research 
sections. 

 

3.5 Data Collection 

Each author conducted interviews separately, following the same interview 
protocol, to ensure consistency across all interviews. Interviews were 
conducted online in English in a one-to-one format, with one interviewer 
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communicating with one participant. Interviews were conducted on video to 
benefit from nonverbal communication between the interviewer and the 
participant. All interviews were conducted via Google Meet, recorded (if a 
participant explicitly confirmed consent) and transcribed. Each interview 
lasted approximately 30 minutes, and a total of 358 minutes were recorded. 
The resulting interview transcripts were analysed. 

Prior to the interview, all participants received a written description of the 
interview's goal and agenda and were asked for their consent to the interview 
being recorded. If a participant explicitly confirmed consent to recording, the 
interview was recorded. In addition to recording, authors made written notes 
to capture important comments or ideas for later data analysis.  

After the interviews, recordings and written notes were transcribed verbatim 
into electronic text for further data analysis. Participants were anonymized in 
the transcripts and referred to in the text using codes. Recordings and 
transcribed text were stored on the authors' personal computers and in Google 
Drive, with restricted access. 

In total, we conducted 11 semi-structured interviews with marketing 
professionals across diverse roles to gain a comprehensive understanding of 
how, and whether, GAI was impacting marketing agencies’ existing business 
models. The interview protocol was created to address our research question 
and to capture the implementation of GAI tools and marketing professionals’ 
perspectives. Marketing professionals were the sole data source; however, they 
provided second-hand insights into clients’ and customers’ perspectives on 
GAI. These perspectives examine how GAI was implemented, how its quality 
was perceived, and the strategic approaches that marketing agencies adopted 
in response to this emerging technology. 

Table 2  
Interview Participants 

Participant 

Code 

Position Company Type 

P1 Co-Founder & Specialist in Digital 
Marketing 

Marketing agency 

P2 Founder & CEO Marketing agency 

P3 Owner Marketing consultant 

P4 Account Director Marketing agency 

P5 Art Director Marketing agency 

P6 Co-founder & President Digital marketing & design 
agency 



 

  18 

P7 Co-founder & Marketing Director Digital marketing & design 
agency 

P8 Content Producer Full-service, digitally-focused 
marketing firm 

P9 Partner & Creative Director Brand identity & packaging 
design 

P10 Founder Production house 

P11 Designer Digital product & UX agency 

 

3.6 Data Analysis 

Data analysis of interviews was guided by Thematic Analysis. (Braun & Clarke, 
2006) and by practical recommendations by Saldaña (2015). Thematic 
Analysis was selected because it provides a flexible method applicable across 
different theoretical frameworks for identifying themes in qualitative research. 
Considering the exploratory purpose of the study and the use of semi-
structured interviews with professionals from several marketing agencies, the 
method is well-suited to analyse recurring patterns across responses while also 
considering the context of each response.  

Given the research question and the study's exploratory purpose, themes were 
identified at the latent level during data analysis. This approach allowed the 
analysis to consider the underlying assumptions and ideas for the responses. 
Braun & Clarke (2006, p.84) define analysis at the latent level as identifying or 
examining “the underlying ideas, assumptions, and conceptualizations - and 
ideologies - that are theorized as shaping or informing the semantic content of 
the data”. The authors’ practical experience working with marketing 
professionals additionally supported such latent-level analysis. Given the 
study's postpositivist stance, the authors acknowledge the potential influence 
of their opinions on the data analysis. To address this, authors regularly 
discussed and critically reviewed their interpretations. 

The authors used manual open coding on electronic text. Considering a 
postpositivistic stance to minimize the potential impact of authors’ biases, 
each author initially coded the interviews they conducted independently and 
prepared draft codes. Then, after the initial coding for each interview was 
completed, both authors jointly reviewed all responses, discussed drafts of the 
codes, and refined the initial coding into a unified set of codes, categories, and 
themes.  

All the interview participants’ responses were open-coded to ensure no 
potentially relevant data was prematurely excluded. The following examples 
show how the coding process was applied to participants’ responses. 
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Table 3 
               Example of Quote Segmentation and Coding Process 

Entire Quote Segmentation Codes 

“Um, I when I started 

using it, all I would use 

it for was polishing 

copy that I had 

already written. 

Because I was like, I 

have a sister who's a 

copywriter, and she 

was like, this will take 

your job if you let it. 

And I was like, okay, 

sure. And then I was 

trying to use it 

responsibly. And so 

then it kind of was like 

a gateway drug, 

where I was like, okay, 

what else can I use this 

for?” 

Um, I when I started 

using it, all I would use 

it for was polishing 

copy that I had already 

written. 

Generative AI’s ability 
to automate routine 
tasks and processes 

Because I was like, I 

have a sister who's a 

copywriter, and she 

was like, this will take 

your job if you let it. 

And I was like, okay, 

sure. 

AI-driven displacement 
of creative roles 

And then I was trying 

to use it responsibly. 

And so then it kind of 

was like a gateway 

drug, where I was like, 

okay, what else can I 

use this for? 

Workplace & industry 
adoption 

 

Initial data analysis followed an iterative process of taking the joint codes and 
grouping them into first- and second-cycle coding, and finally into themes 
across multiple rounds of both independent and collaborative analysis.  

During the process of arranging categories into themes, the authors logically 
argued for the correlation between each category and its themes. Only when 
both authors agreed on the logical argumentation for each category were the 
resulting themes fixed for reporting. An example of correlation between code, 
category and theme is in Table 4: 

Table 4 

Example of Coding Process: Considering Codes, Categories and Themes 

Code Category Theme 
Generative AI 
supporting the 
development of ideas 

GAI as an operational 
tool within the agency 

GAI’s impact on agency 
value and business 
model innovation 

AI increases operational 
efficiency 
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Selective AI application 
in business processes 
AI automates tasks, 
allowing focus on 
higher-value work 

 

This process, which included initial independent coding followed by joint 
analysis and refinement into the unified results, ensured greater consistency in 
the findings by accounting for different interpretations of the data and 
minimizing individual research biases when working collaboratively. 

 

3.7 Ethical Considerations 

The authors adhered to fundamental principles of research ethics, including 
informed consent, voluntary participation, and confidentiality.  

Participants were informed about the purpose of the study, the planned 
agenda, and how their responses would be used.  

Interviews were recorded only if participants explicitly confirmed their 
consent. Participants' personal information was replaced with codes to ensure 
participant confidentiality. Recordings and transcribed text were stored in the 
authors' Google Drive with restricted access, ensuring that only the authors 
could access them, and were deleted upon project completion. Participants 
were offered research results after the study was completed. 

4 Results 

The thematic analysis of the eleven semi-structured interviews resulted in 
three themes: (1) GAI’s impact on agency value and business model 
innovation, (2) how marketing agencies and their people are adapting to GAI, 
and (3) stakeholder attitudes towards GAI. The first theme explores how GAI 
changes the way agencies create and capture value for their clients, while the 
second examines how GAI reconfigures the organisational capabilities 
required to deliver that value. And finally, theme three captures perspectives 
on how stakeholders perceive value and how AI-generated content is evaluated 
in the market. 
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Table 5 
Summary of Themes and Categories  

Category Theme 

GAI Democratizes Marketing Tasks GAI’s Impact on Agency Value and 
Business Model Innovation 

GAI As An Operational Tool Within 
Agencies 

The Limitations of GAI within Agency 
Workflows 

GAI’s Impact on Agencies’ Competitive 
Position and Revenue 

Shifting Organisational Human Capital 
Requirements 

How Marketing Agencies and Their 
People Are Adapting to GAI 

GAI Expands the Scope of Professional 
Roles Without Expanding Skills or 
Expertise 

The Continued Value of Human Skills, 
Expertise, and Creativity 

Organisational Concerns Related to GAI 
Adoption 

Clients’ Perceptions and Expectations of 
GAI 

Stakeholder Attitudes Towards GAI 

Consumers’ Perceptions of GAI 

 

4.1 GAI’s Impact on Agency Value and Business Model 

Innovation 

GAI is reshaping how marketing agencies create and capture value, creating 
both opportunities and competitive pressures for their existing business 
models, creating a potential environment for innovation or disruption. This 
theme comprises four categories: (1) GAI democratizes marketing tasks, (2) 
GAI as an operational tool within agencies, (3) the limitations of GAI within 
agency workflows, and (4) GAI’s impact on agencies’ competitive position and 
revenue. 

GAI’s ability to democratize marketing tasks has led to the commodification of 
certain marketing services, particularly copywriting, thereby reducing the 
perceived value of marketing deliverables once considered exclusive to 
marketing professionals. Some agencies have faced pressure to maintain a 
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competitive position and remain profitable since the widespread adoption of 
GAI tools. However, this negative pressure from GAI was not experienced by 
all participants. Simultaneously, marketing agencies are leveraging GAI as an 
operational tool to increase efficiency, allowing professionals to focus on 
delivering higher-value work or offering new services. However, there are 
significant limitations to AI-generated content, including quality issues, 
negative perceptions, and commercial underperformance, which currently 
constrain GAI’s ability to fully substitute for human expertise and preserve the 
value of agency-delivered work where authenticity, creativity, and experience 
remain essential. 

4.1.1 GAI Democratizes Marketing Tasks 

Many participants reported that AI was democratizing tasks by enabling 
clients to perform marketing work in-house rather than hiring marketing 
agencies, and that this democratization had resulted in the devaluation and 
commodification of marketing tasks, mainly copywriting, and to a lesser 
extent, image generation. The affordability and ease of use of GAI tools have 
made them attractive for clients to implement in-house. 

“It kinda feels like expert agency consultant, like I think that is getting 

democratized and devalued really, really quickly because intelligence is 

so cheap now.” (Interviewee P3) 

Some interviewees also reported that clients become more engaged in value 
co-creation processes, even when the tasks are still performed by marketing 
agencies. For example, clients may use GAI to specify requirements for 
marketing briefs, helping them communicate their ideas more clearly when 
working alongside marketing agencies. 

“Our clients, especially the ones that are a little bit younger and more 

trend-focused, are using it in their own companies as well. It helps them 

communicate to us, you know, the general idea of what they're looking 

for. But then it's up to us to, like, flush it out." (Interviewee P6) 

However, even when clients used GAI tools in-house to create marketing 
materials, many interview participants reported that the generated content 
was of insufficient quality. Clients lacked the expertise to critically evaluate 
GAI outputs and overestimated their reliability and quality, due to a lack of 
professional judgment. This was compounded by GAI’s tendency to present 
outputs that appeared confident, despite poorer-quality results, making it 
difficult for non-experts to detect. One interview participant mentioned how 
the “Dunning-Kruger is in full effect with AI. Like, it [is]confidently incorrect 

sometimes” (Interviewee P3). 

“[F]rom stuff I've seen from non-advertising professionals trying to do 

it, it hasn't turned out that well yet.” (Interviewee P8) 
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“I think that customers are definitely using AI. But I don’t think they 

have the expertise to use it in the right way.” (Interviewee P4) 

In summary, the democratizing impact of AI redistributes value creation by 
enabling clients to participate more actively in value co-creation processes. 
However, due to clients’ lack of expertise, they are sometimes unable to 
provide effective prompts for GAI tools and cannot always accurately assess 
the quality of AI-generated content, thereby limiting the value of GAI 
technology in its current state. 

4.1.2 GAI As An Operational Tool Within Agencies 

The interviews revealed that implementing GAI tools often improves 
operational efficiency. Participants emphasized that GAI reduces time spent 
on tasks by automating them, for example, project management, data analysis, 
and copywriting. However, this was not always the case, and some participants 
noted no positive impact on efficiency, which will be discussed further in the 
next section. 

“The largest pro of AI is that you make a task that could take like 4 days. 

And you can reduce that time to maybe 2 hours. Of course so it is 

reduction of the time spend the largest pro, of course.” (Interviewee P4) 

Marketing professionals can co-create with GAI using the tools as a 
brainstorming partner, enabling them to generate many more marketing 
concepts than they could alone in less time. One interviewee compared 
working with GAI to asking a colleague for additional concepts. Many 
interview participants stated that GAI helps them refocus, organize their 
thoughts more effectively, and make sense of existing ideas. Interviewees also 
used GAI as a critical sounding board, seeking critiques and alternative 
perspectives.   

“In the preliminary, I presented over like 20 concepts for something that 

I was able to flush out using ChatGPT to see if any of them were hitting 

the marker, because I hadn't worked on that client before…And they 

slashed that 20 to eight, and then that eight was refined further from 

there into six that were presented to a client…And then on top of it, those 

20 concepts are like, in their back pocket to use for that client in the 

future, because, like, they're not bad ideas. But if I had had to do that 

entirely on my own, in the space of I only had six hours in that one day 

to like, present this, I would never have gotten to 20 concepts of like, 

being able to do that. I would never have done that. I would have 

probably been able to give them, like, 10 good concepts, and then from 

there, presented three.” (Interviewee P8) 

In summary, GAI can increase operational effectiveness by saving time and 
automating tasks. However, this was not always the case, as many participants 
expressed that doing the tasks themselves would have been quicker and 
produced higher-quality outcomes. GAI was also used as a creative thinking 
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partner, allowing users to generate large numbers of ideas quickly and to 
critically evaluate marketers' own ideas, bringing structure to scattered 
thinking. 

4.1.3 The Limitations of GAI within Agency Workflows 

Similar limitations of AI-generated content were repeatedly raised by 
interview participants, thereby limiting GAI’s usefulness as a tool for 
delivering value to marketing agencies and their clients. Commonly expressed 
limitations of AI-generated content included: 

1. Quality issues 

2. Lack of creativity 

3. Inability to substitute human empathy and strategic thinking (discussed 
further in Theme 2) 

4. Consumers' perceptions of AI-generated content as inauthentic (discussed 
further in Theme 3) 

5. Inaccurate and unreliable results 

6. Technical limitations 

7. Efficiency limitations  

8. Necessity of human review and quality control (discussed further in Theme 
2) 

9. Legal concerns (discussed further in Theme 2) 

10. Cybersecurity concerns (discussed further in Theme 2) 

Quality issues with AI-generated content were a common source of frustration 
among interviewees, including low-quality outputs across text, images, and 
code. These quality issues often required marketers to re-prompt, manually 
edit outputs, or render the AI content entirely unusable. 

“The image generation [quality is] so low. It's, it's, it's a gamble a little 

bit, unless you're a really good prompter. But, you know, if we want to 

do a pizza box mock-up or something like that. The flaps are all on the 

wrong side, and it's just instantly crummy.” (Interviewee P9) 

The lack of creativity in AI-generated content was closely related to GAI's 
inability to substitute for human empathy and strategic thinking, thereby 
reducing its effectiveness in marketing to consumers. 
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“In the marketing world, it seems that, you know, it doesn't replace 

strategy, creativity, or that deep empathy that you need to create really 

effective brands or marketing campaigns.” (Interviewee P6) 

The inaccurate and unreliable results produced by GAI tools, commonly 
referred to as hallucinations, also made AI-generated content less valuable and 
useful in marketing agencies' workflows. 

“Sometimes there is hallucination, so you always need to check so 

everything is correct.” (Interviewee P2) 

“Reporting is, like, very unreliable just because of like numbers and like 

ChatGPT don’t agree half the time…I didn't feel comfortable using like 

the reporting, like, using ChatGPT for reporting.” (Interviewee P8) 

Even though GAI tools are continually advancing, currently, they have 
technical limitations that reduce their usefulness to marketers and designers. 
Technical limitations included GAI's inability to generate vector graphics (file 
types commonly used in graphic design workflows) and to replicate specific 
fonts, as well as poor overall image-text generation. Technical limitations were 
also evident when outputs were constrained by the data used to train GAI 
models, especially for marketing deliverables with client- or industry-specific 
requirements. One participant described working with a client that had 
specific brand standards and requirements that needed to be accurately 
reflected in its marketing materials, and noted that AI-generated content could 
not meet these specifications because it was not trained on this data. 

“[The clients are] very, very prescriptive on what that looks like, and 

authenticity to that target audience is incredibly important. Like if they 

came out with an AI ad, I don't think that would resonate very well with 

their audience.”  (Interviewee P10) 

According to many interviewees, GAI saved time when completing tasks; 
however, many participants reported that using GAI increased the time spent 
on performing tasks. Since proper use of GAI requires human expertise and 
oversight to write effective prompts and verify AI-generated outputs, and 
because time is wasted on re-prompting GAI to obtain satisfactory results, 
some participants expressed that performing the tasks themselves rather than 
relying on GAI would have been quicker. 

“[I]t's interesting to see some of the frustrations as well. Of people 

saying, hey, it's cool, because you can mock up anything that you want, 

but the number of steps it takes to get there, sometimes is more than me 

just doing it the way that we did before.” (Interviewee 10) 

Due to inaccurate and low-quality results produced by GAI, marketing 
professionals must review all outputs before sending them to marketing clients 
and manually edit AI-generated images, text, and code to correct mistakes and 
make the results appear less AI-generated. 
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“You could keep prompting it to, like, really fine-tune stuff. And after 

we're done, I'm still photoshopping, just like, you know, how it kind of 

messes up text. It still messes up text. Yeah, that seems like the hardest 

thing to get. So I still fix the text after...” (Interviewee P11) 

In summary, the common perception is that, due to technical limitations, GAI 
outputs are often low-quality, especially in imagery, and require human 
intervention to fix errors, undermining potential efficiency gains. 

4.1.4 GAI’s Impact on Agencies’ Competitive Position and 

Revenue 

Many interview participants spoke about how their marketing agencies or the 
agencies they worked for were experimenting with GAI, seeking ways to 
leverage this relatively new technology to provide additional value to their 
clients and maintain their competitive position. However, there was also a fear 
that GAI would negatively impact agency profitability by undermining existing 
business pricing models and clients' perceived value of hiring a marketing 
agency in the future. But currently, the majority of marketing professionals 
interviewed stated they had not experienced any significant pricing pressures. 

Interview participants spoke about implementing GAI tools in novel ways, 
enhancing or automating existing services, or offering entirely new services 
because of GAI, thereby transforming how they delivered value to clients. One 
agency had built custom AI models to produce client-specific content trained 
to replicate their brand’s voice, and another agency automated research 
workflows to scrape and score customers’ pain points from online forums, 
then created ads based on customers’ online sentiments to better connect with 
them and increase ad performance.  

“I want [Claude] to go and pull customer pain points and problems that 

relate to this brand. I also want you to score them…like the valence of the 

language…And then look how much engagement there was with that 

post. You can make it a multiplicative factor. And then score the 

customer pain points.” (Interviewee P3) 

One participant was able to start their own marketing agency by using GAI to 
eliminate the costs of hiring staff, demonstrating GAI's ability to lower barriers 
to entry for solo entrepreneurs and enabling them to offer a broader range of 
services than their limited resources would otherwise allow.   

“Now I can actually start the agency myself,  because I can find support 

in AI for a lot of different areas. That I am maybe not a specialist 

myself.” (Interviewee P2) 

Improved operational efficiency and cost reductions driven by GAI, 
particularly through replacing contractors, enabled some marketing agencies 
to work with clients on smaller marketing budgets on projects that would 
previously have been rejected due to profitability concerns.  
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“Because we can use AI to perform some of the work that the other 

people otherwise would have. So in that case, we can slim our costs. And 

by doing that, we can help our clients with [those] kinds of projects.” 

(Interviewee P4) 

Gains in operational efficiency from GAI implementation enabled some 
marketing agencies to focus on delivering higher-value services to their clients, 
such as strategy, business development, and brand development. This strategic 
refocus on high-value services was a response by marketing agencies to the 
democratization and commodification of low-value tasks, which are now 
sometimes performed by clients using GAI. 

“Yeah, I think definitely it helps save time in doing those super time 

consuming tasks, and then we're able to put our own time into things 

that we need to be doing like, you know, in the case of branding, for 

example, like coming up with the actual concepts and the stories and 

thinking about how connects with demographics in a way that AI 

cannot.” (Interviewee P6) 

In some cases, GAI is raising clients' expectations of marketing agencies, with 
clients demanding faster turnaround times, lower prices, or more deliverables 
for the same price because they believe GAI increases marketing agencies' 
efficiency. 

“I take the same amount. But I feel that they expect more from me, 

because of AI tools.” (Interviewee P1) 

“[T]hey wanted it even cheaper than we offered them, which was like, 

wait, like, it was super cheap, so there is still kind of, like, the assumption 

that it just is really fast by clients. Like, I don't think they totally 

understand, like, that there's still workflow involved.” (Interviewee P11) 

Some participants did not observe changes in clients’ expectations, particularly 
regarding price reductions. Some larger clients with higher marketing budgets 
were not price-sensitive and did not care whether GAI tools were used; they 
cared only about achieving positive end results. 

“The clients who have the money are like, not really as concerned of how 

you got there, and they're more like, is the work good? Are you going to 

get me results?” (Interviewee P8) 

While clients with smaller marketing budgets were now able to work with 
marketing agencies due to GAI's cost savings, not all of these clients were 
happy to use GAI and expressed that they felt cheated if they had paid for 
marketing services performed by GAI rather than a human worker. 

“[I]f any of the smaller clients with lower billables caught like, the scent 

of like, ChatGPT in any of what they're like, paying for, they would be 

really, like, bothered about it…And I think it's just because of like, the 

perceived value of like, I'm paying you this much money. And like, this is 
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what I have for a marketing budget. Please do it with your own brain.” 

(Interviewee P8) 

Overall, fewer than half of the interviewees stated that they had to reduce their 
prices, had expanded their scope without increasing prices, or were reluctant 
to pay. The majority of marketing professionals interviewed said they were not 
experiencing pricing pressures. Many of the agencies with strong financial 
performance had positioned themselves to serve premium clientele with 
higher budgets and expectations, or were already using value- or project-based 
pricing. 

“But I mean, 2025 was our best year yet. 2026 has already been busier 

and busier.” (Interviewee P10) 

“[W]e do value-based pricing, and a lot of our output is kind of front-

loaded to that strategy and brand development from a value-based 

perspective. And then when we get into implementation, it does tend to 

be a little bit more of a bit of a deliverables based, still kind of like a fixed 

price, but we rarely do any hourly work.” (Interviewee P9) 

However, even if marketing agencies were not currently facing pricing 
pressures, some professionals expressed fear that pricing would be adversely 
affected in the future. 

“We haven't made drastic changes yet, but I could see it in the future 

where things aren't necessarily counted by hours, where things get 

optimized to a point where that doesn't make sense.” (Interviewee P6) 

In summary, while GAI challenges existing service offerings by democratizing 
and commodifying marketing tasks, most marketing professionals interviewed 
said their marketing agencies' pricing and business models had not yet 
experienced any significant negative commercial impacts. Instead, agencies 
were able to leverage GAI to improve operational efficiency, enabling them to 
work with clients with smaller budgets that would previously have been 
unprofitable, while those positioned around premium strategic and creative 
services, who worked on larger-budget projects, kept their value and project-
based pricing and did not experience negative pricing pressures. However, 
several interviewees voiced concern that commercial pressures would increase 
as GAI improves and client usage continues to grow. 

4.2 How Marketing Agencies and Their People Are 

Adapting to GAI 

This theme illustrates how the implementation of GAI within marketing 
agencies has affected the human resources required at the organisational level, 
as well as the scope of tasks that marketing professionals are expected to 
perform in their roles. Additionally, challenges that marketing agencies face 
when adopting GAI in their business processes, such as concerns related to 
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legality, trust, and cybersecurity, were discussed.  Four categories emerged 
from this theme, which were: (1) shifting organisational human capital 
requirements, (2) GAI expanding the scope of professional roles without 
expanding skills or expertise, (3) the continued value of human skills, 
expertise, and creativity, and (4) organisational concerns related to GAI 
adoption and internal policies. 

4.2.1 Shifting Organisational Human Capital Requirements 

Most interview participants acknowledged that GAI would change the 
marketing landscape, reshaping and automating how work is done. GAI tool 
usage has resulted in changes to staffing requirements and team structures of 
marketing organisations. One interviewee, an agency founder, stated that the 
adoption of GAI tools has reduced the need for entry-level staff, since these 
tools can handle less skill-intensive, easily automated tasks, and that the 
agency plans to hire more intermediate- or senior-level staff in future hiring 
decisions. 

“...it seems like it's tougher nowadays for a lot of new graduates and 

entry-level staff to find work, because what they would have done 

before…is less required. And I do see that from a hiring perspective…we 

need more and more like intermediate or senior-level staff that are able 

to do more like project management, do more human-to-human 

interactions.” (Interviewee P6) 

Marketing agencies can also reduce the need to hire specialist contractors by 
having their existing employees use GAI to assume cross-functional roles and 
complete tasks that would once have been outside their normal job roles and 
responsibilities. Many of the agencies, including solo entrepreneurs, were able 
to maintain leaner teams, with employees responsible for multiple roles. 

“Which previously needed like a copywriter, an art director, a final art 

and a project manager, now can only… can be used like… a project 

manager, a copy[writer]. And that is it. You don’t need anyone else. 

Because we can use AI to perform some of the work that the other people 

otherwise would have.” (Interviewee P4) 

Some interviewees believed there would be fewer marketing jobs in the future. 

“So I think there will be less people working in marketing agencies 

moving forward.” (Interviewee P2) 

However, not all participants agreed that GAI would reduce the marketing 
workforce, believing the technology was not capable of producing the 
necessary outputs to replace marketers. 

“I don't think it's affecting the job race. As far as like, I'm concerned, I 

haven't had a hard time. Because I'm like, it's just being treated as, like, 
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another tool to use, like, I don't think it's like replacing people, because I 

don't think it like can.” (Interviewee P8) 

In conclusion, across these interview findings, some participants discussed 
how their agencies used GAI to reduce their reliance on high-level specialist 
contractors and junior-level employees by having existing employees take on 
additional tasks through GAI tools. 

4.2.2 GAI Expands the Scope of Professional Roles Without 

Expanding Skills or Expertise 

At the individual level, GAI is expanding the scope of tasks that marketing 
professionals are expected to perform, beyond their traditional area of 
expertise. For example, a graphic designer can now, with the help of GAI, 
perform copywriting tasks or generate code. 

“Before, if we were doing a large product catalogue, with a lot of text, 

then doing the layout for that, we would probably demand that text 

would be delivered to the design team.  But now, if we would get rough 

drafts of the text, then we can finish it ourselves. And then the client gets 

to have a look at it. So I think copywriting has become one of those tasks 

that people are more comfortable doing themselves.” (Interviewee P5). 

One interviewee, a designer, expressed concerns that GAI’s ability to expand 
the range of tasks employees are required to perform would exacerbate 
burnout already present in the marketing industry. They acknowledged that 
their agency’s team had shrunk for reasons unrelated to GAI, but expressed 
concern that this trend would be exacerbated by GAI, with one employee 
covering multiple functional roles without any increase in compensation. They 
also voiced concern that companies were expecting employees to use GAI in 
their workflows and that they were worried about losing skills associated with 
their primary job functions. This concern was echoed by other interviewees, 
who expressed worries about losing skills or becoming dumber. 

“But I do think it's kind of like scary, because obviously it's just going to, 

like, make one person have to do, like, a lot of people's jobs.” (Interviewee 

P11).  

“Oh, and every company is asking you to be, like, really, like, 

diligent…using AI in your workflow. So, yeah, it's kind of like a thing 

that you have to use, but then you also, like, lose skills by using AI. So it's 

difficult.” (Interviewee P11) 

“I'm afraid of being able to get to the answer, like to the solution of my 

problem, too fast, and then my brain will shrink like a peanut.” 

(Interviewee P8) 

Several interviewees reported that they felt the need to learn about new GAI 
tools and stay up-to-date on the latest news because they felt pressure to keep 
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up with the increasing scope of tasks they were expected to perform due to 
GAI, as well as fears that their existing skills would be rendered obsolete by 
GAI, evoking fears that their jobs would be eliminated, and therefore decided 
to lean into GAI to enhance their range of skillsets. 

“When I found [out] about LLMs. And it just sparked a fire in me, I felt 

like if I don’t get on top of this thing, I was going to fall behind…I do 

follow at least a couple of Reddit communities around AI. And I just like 

to know what are the features. Also, YouTube.” (Interviewee P3) 

“[T]he bigger fear that I have is that I'm not going to like, force myself to 

like, evolve and learn, because I'm gonna have [GAI] doing the busy 

work for me, and the busy work is actually kind of sweet work.” 

(Interviewee P8) 

Some interviewees also expressed dissatisfaction with prompting GAI to 
generate content rather than creating it themselves.  

“It also kind of makes the job lamer, if that makes sense. [P]rompting, 

AI, for hours is…totally not like, what I thought design would be. Like, it 

was my boss is like, " Are you having fun prompting AI?” And I was like, 

no, like, this is just sad to me.” (Interviewee P11) 

A few interview participants viewed GAI more positively, with one interviewee 
viewing the GAI era of marketing as the continued evolution of the marketing 
industry, building on what professionals had already experienced from the 
traditional broadcast era to the digital era. 

“Everyone in the agency has had their job title changed like, three times, 

if they've been in the industry for like, 50 years…[I]t started with like, 

TV, billboards, Internet, and now I'm like, AI, so it's just, there's a shift. 

It's just like a market shift.” (Interviewee P8) 

Another interviewee believed that GAI created new opportunities for 
marketing professionals who leveraged it creatively. 

“But I think that on the flip side, like there's a lot more opportunities than 

there ever were to expand your own experience, portfolio, education. 

More than ever before. And I think it's the people who are creative 

enough to figure out what those ways are that will still stand out.” 

(Interviewee P6) 

To summarize, the implementation of GAI tools within marketing agencies has 
led employers to put increasing pressure on employees to perform a broader 
range of tasks. However, this expanded task scope does not mean that 
marketing professionals are acquiring more skills or knowledge, since GAI 
tools produce marketing outputs and marketing professionals simply prompt 
GAI and oversee the results. Not all interviewees enjoyed prompting GAI tools, 
but participants who were more optimistic about GAI saw it as a way to 
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broaden the range of tasks they could perform and to set themselves apart in 
the marketing industry. 

4.2.3 The Continued Value of Human Skills, Expertise, and 

Creativity 

Despite GAI’s growing capabilities, most participants agreed that human skills, 
expertise, judgement, and creativity remain essential for marketing agencies to 
deliver high-quality strategy and creativity. 

"[M]y brain and like my colleague’s brain, the two of us come up with 

insane things that are so creative, so like, wacky and wonderful, and 

that, like, will showcase brands in an excellent way....but I could never 

ask [GAI] to do the work that my brain does. I witnessed that with that 

client, of having them try to come up with all these ideas, and they're 

like, coming up short. And I was like, Why can't you get it? I don't 

understand. It's not that hard. I'm like, oh, wait, it's because I have an 

area of expertise.” (Interviewee P8) 

There was a common sentiment that there would always be demand in the 
marketing industry for clients who want to work with human beings.  

“[T]here's just a lot of strategy experience and like human crafting that 

we do, and it may make us feel like we're kind of old school or 

traditional, but in that in 10 years, we might be seeming, seeming like an 

old school, traditional agency, but that's probably going to be cyclical, 

where people want active humans working on things again.” 

(Interviewee P9) 

Participants also believed that humans should always remain involved in the 
marketing process, providing final review and judgment before marketing 
assets are delivered to clients. Participants stated that their agencies had 
policies, whether official or not, requiring that GAI outputs be reviewed by a 
human before being sent to a client. Most marketing professionals interviewed 
believed that outputs generated by GAI, including text, code, and images, 
required professional oversight and review to correct errors and provide 
improvements. Even when professionals used GAI as part of their work 
processes, they still felt a sense of ownership and responsibility for ensuring 
the outputs were of good quality because they reflected on their workmanship. 

“[B]ecause at the end of it, like, the buck stops with me. [I’m] vetting 

what I get from it, because, like, it is not reliable…[B]ut I'm like, do I 

actually want to submit this as, like, my work?” (Interviewee Clara) 

Participants believed that human understanding of their clients and their 
clients’ customers was also a competitive advantage compared to GAI outputs. 
If clients do not know how to articulate what they are looking for when 
working with a marketing expert, then it cannot be expected that they will be 
able to successfully prompt GAI tools. That is where expert knowledge and the 
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expertise of marketing professionals are an important competitive advantage 
between competing marketing agencies, as well as GAI.  

“[W]e can't count on [GAI] for, like, a deep human, empathetic 

understanding, and I still think that that is our agency's differentiator in 

terms of, you know, how the way that we approach creating marketing 

assets, or thinking about how our clients' demographic, or what kind of 

information their demographic is looking for.” (Interviewee P9) 

Overall, marketing professionals continue to play a vital role in the industry 
because of their expert knowledge, creativity, and empathy for their clients 
and their clients’ customers. And even if GAI is used in the marketing process, 
humans will need to be the final judges of AI outputs, and professionals should 
be held responsible for what is produced and sent to clients; therefore, it is 
important that marketers be competent and continue to retain and develop 
their skills and expertise. 

4.2.4 Organisational Concerns Related to GAI Adoption 

Despite its potential to increase operational efficiency, interviewees revealed 
that GAI is used selectively within organisational business processes due to 
concerns about cybersecurity, legal issues, and a lack of credibility and 
accountability. Because of the concerns, agencies had implemented both 
formal and informal policies regarding the use of GAI. 

Some participants were concerned about how GAI processed and stored data, 
and some had internal policies restricting the upload of confidential company 
or client data, or agencies subscribed to premium GAI models for better data 
protection and to opt out of data training. 

“[A]ll that [customer information] is going somewhere. So I think for us, 

it's, it's a matter of legality and risk and how much we want to open 

ourselves up to it.” (Interviewee P10) 

One participant who worked with larger clients raised multiple legal concerns 
about implementing GAI, including intellectual property ownership of the 
source material used to train GAI and the trademarkability and ownership of 
AI-generated outputs. They also brought up that clients are adding clauses 
regarding whether and how GAI is used in marketing deliverables. And how 
vendors are also including clauses related to GAI, for example, photographers 
forbidding the use of their intellectual property to train GAI. 

“[Y]ou still have to own the source material for you to be able to legally 

develop something or license the source material. [GAI] creates a lot of 

complications for businesses that I definitely was not expecting. And the 

companies are going to look at that and say, okay, yeah, maybe I save X 

amount now, but is it really going to be worth it long term if I have to 

license this content and I don't really own it.” (Interviewee P10) 
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Due to accountability and credibility issues with GAI, many marketing 
agencies implemented both formal and informal policies stating that final 
deliverables could not be sent to clients without human review. 

“[W]e're not using it to generate intellectual property, final deliverables 

or client work without a human review.” (Interviewee P9) 

Agencies that choose to implement GAI in their workflows have had to develop 
policies on how and when to use it due to cybersecurity and legal concerns. 
Agencies must also ensure they maintain credibility and accountability by 
having marketing professionals retain responsibility as the final decision-
makers for deliverables. 

4.3 Stakeholder Attitudes Towards GAI 

This theme explored two categories related to stakeholder attitudes to GAI: (1) 
clients’ perceptions and expectations of GAI, as well as (2) consumers’ 
perceptions of GAI. Based on the participant interviews, their insights into 
clients’ opinions towards GAI were mixed, whereas they felt that their clients’ 
customers’ attitudes were much more consistently negative. 

4.3.1 Clients’ Perceptions and Expectations of GAI 

Attitudes among clients of marketing agencies towards GAI lacked consensus. 
Some clients are happy with GAI's outputs, even if professionals consider them 
poor quality, because they lack expertise. There are also clients who do not 
care whether GAI was used, and only care about the end results and whether 
they were effective in a marketing context. 

“I love it when clients will bring me, like, an AI-generated image of, like, 

what they want for, like, something for their brand…[T]hey showed me a 

logo, and I was like, this is so ugly. This is so bad. This is like, so 

obviously, AI, we can't do that.... God, that one logo, they really loved it. 

They loved the AI-generated logo.” (Interviewee P8) 

A few participants mentioned that their clients do not want GAI used at all, 
and that any use of GAI must be disclosed to and agreed to by the client. 

“We cannot use AI in our post-work. We cannot use AI in a lot of ways. 

Like, we have to be very transparent with how, when and where AI is 

being used, and it has to have bring approval in terms of a contract.” 

(Interviewee  P10) 

Overall, client attitudes towards GAI lie along a spectrum. 

4.3.2 Consumers’ Perceptions of GAI 

Consumer perceptions of GAI are much more negative than those of clients, 
according to some interviewees. Due to a lack of authenticity and creativity, 
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ads fail to evoke a sense of human connection, resulting in poor commercial 
performance. 

One of the main issues of AI-generated content, especially images, was 
authenticity. One participant expressed that GAI-images had a ‘Cheese Whiz’ 
or artificial appearance, which negatively affected how consumers perceived 
not only the marketing assets but also the brands themselves. Using GAI 
imagery instead of real photography could come across as fraudulent, evoking 
distrust in consumers. 

“[T]his looks like fraud, like on the site, like, it looks like your products 

aren't real because you're just, like, making really unrealistic AI versions 

of it.” (Interviewee P11) 

Consumer perceptions of inauthenticity were further exaggerated when 
businesses specialized in hospitality, such as tourist destinations or 
restaurants, in niche products, or that relied heavily on relationships rather 
than general brand awareness. For example, using GAI imagery to promote 
tourism in Canada would hurt consumer trust, since they want to visit a 
specific real-world location that GAI cannot replicate with 100% accuracy. 

“[I]f [an organisation] is trying to sell Canada, and it's all AI images of 

what Canada looks like, there's no authenticity of that like. I think people 

are going to call that out and be like, "So, is this real?" Is this something I 

can trust?” (Interviewee P10) 

The artificial appearance of GAI imagery negatively impacted brands’ ability to 
connect with consumers and build a sense of community. One participant also 
felt that the amount of GAI content online was overwhelming for consumers 
and that successful brands would be those that could build a sense of 
community and connection with others.  

“I'm definitely noticing people are craving [human connection]. And I 

think it's just creating a lot more noise in an online landscape that 

already had a lot of noise. So I think that the brands that exist and stand 

out, and last are the ones that are still able to make in-person 

connections. Are able to like, build real communities of people that feel 

like they're a part of something bigger. And I just, I see how the ways 

that AI can help with that, but not, not any way that it can create that 

from scratch.” (Interviewee P6) 

Interviewees consistently felt that GAI outputs were generic and lacked 
creativity because GAI models are trained on existing marketing materials. 
They believed that GAI was technically limited to remixing existing ideas but 
could not truly come up with something truly original. The homogeneous 
appearance of GAI marketing meant that nothing stood out to consumers or 
resonated with them, resulting in poor commercial performance of brands 
using GAI in their marketing campaigns.  
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“[I]'m hearing a lot of people saying, AI companies are not performing 

well, so they're not performing well in terms of people being emotionally 

connected to them, or they're not performing well in terms of like their 

people are just glazing over because they look like everything else.” 

(Interviewee P10) 

Overall, according to some marketing professionals, consumers are more 
discerning and have higher expectations than their clients. Consumers 
demand authenticity, human connection, and creativity, and when their 
expectations are met, marketing campaigns are more effective and more likely 
to deliver positive financial outcomes for brands. 

4.4 Summary of Findings 

The findings suggest that the GAI’s impact on marketing agencies' business 
models for creating and capturing value is not consistent across all agency 
sizes and types, but it is creating new environmental conditions for innovation 
and disruption. From the client side, GAI is a tool that drives the 
commodification and democratization of marketing tasks that they 
traditionally outsourced to marketing agencies. From the agency side, they can 
use GAI as an operational tool to improve efficiency, but its technical 
limitations attenuate efficiency gains. 

Marketing agencies' human resources have been impacted at both the 
organisational and individual employee levels. There are changes that have 
impacted human capital resources, including the types of marketing 
professionals and the number required to run an agency. The scope of tasks 
the employees are expected to perform in their daily routines is expanding due 
to the use of GAI. However, even if agencies are implementing GAI, human 
expertise and skills remain a valuable resource to leverage in their business 
processes. GAI has also introduced new organisational concerns, prompting 
agencies to implement new policies to address them. 

And finally, findings suggest that stakeholders' attitudes toward the 
implementation of GAI differ between clients and consumers. 

5 Analysis 

Due to the lack of consensus in the existing academic literature on the impact 
of GAI on marketing agencies’ business models, our study examined how SME 
marketing agencies are responding to this new technology. Our research 
question was: How are marketing agencies leveraging their resources and 
capabilities in response to GAI, and what implications does this have for their 
business models? 

Using a primarily inductive research approach, we conducted a qualitative, 
exploratory study through semi-structured interviews, which were 
subsequently analysed using thematic analysis.  
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In total, 11 marketing professionals working at SME marketing agencies were 
interviewed, and their responses were analysed using thematic analysis. 
Research findings were organized into three themes: (1) GAI’s impact on 
agency value and business model innovation, (2) how marketing agencies and 
their people are adapting to GAI, and lastly, (3) stakeholder attitudes towards 
GAI. This chapter provides further analysis of these three themes from our 
findings and interprets them through the theoretical lenses of RBV, DC, BM, 
BMI, and other relevant theories and literature. 

5.1 GAI’s Impact on Agency Value and Business Model 

Innovation 

5.1.1 GAI Democratizes Marketing Tasks 

Findings reveal that democratization, driven by the emergence of GAI, 
provides new capabilities for marketing agency clients. This finding suggests 
that clients can perform tasks previously handled by marketing agencies, and 
therefore, marketing agencies may lose the rarity and inimitability of their 
resources. These findings align with the view that GAI-driven democratization 
lowers barriers and provides opportunities to a wider range of clients (Wahid 
et al., 2025; Yang et al., 2026). From an RBV perspective, the findings suggest 
that GAI redefines the VRIO dimensions of marketing agencies' resources, 
which previously enabled sustainable competitive advantage. Specifically, GAI 
can affect rare and imitable dimensions of an agency's expertise; for example, 
clients can imitate copywriting skills. 

The findings indicate that agencies adopted different approaches to respond to 
GAI-led democratization. Some agencies are focusing on innovating business 
models to address the democratisation effect of GAI, which correlates with the 
DC perspective on the need for BMI following technological innovation (Teece, 
2010). For example, by refocusing their value proposition on more complex, 
high-value tasks, clients are able to take a more active role in value creation for 
simpler tasks with the help of GAI. At the same time, some agencies maintain 
their existing business model when clients' role in the value-creation process 
does not change. 

This supports the perspective that companies' market differentiation is 
primarily defined not by controlled resources, but by how their business 
models are organised to create value (e.g. Teece, 2010; Chesbrough, 2010). 

 

5.1.2 GAI As An Operational Tool Within Agencies 

Dynamic Capability theory (DC) (Teece et al., 1997) describes that in order to 
sustain competitive advantage in an environment of technological change, 
companies use sensing, seizing, and transforming components of DC. This 
view aligns with the study’s findings that agencies sense GAI adoption is 
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underway among other companies and clients, seize the opportunity, and 
transform to adopt it. As a result of GAI adoption, the findings indicate that 
agencies often experience positive effects on operational efficiency, including 
reductions in operational time and costs. Such a positive effect of GAI on 
operational efficiency aligns with Yang et al. (2026), which describes several 
dimensions of GAI's role in value co-creation, including productivity 
improvements, performance enhancements, creative assistance, and the 
democratization of content. 

Participants often described the positive role of GAI in the ideation process 
when GAI is used as a creative-thinking partner supporting professionals. It 
suggests that agencies often co-create value by using GAI alongside the 
professional's manual work. This aligns with studies by Yang et al. (2026) and 
Kirkby et al. (2025) that describe GAI's contribution to the ideation process 
when used by professionals. 

To adopt GAI, agencies reconfigure their business processes to integrate it into 
value-creation processes. As an illustration, agencies redefine the role of 
professionals when GAI automates certain tasks or introduces new rules for 
human oversight of GAI outputs. These findings indicate that the RBV 
perspective alone is insufficient and that consideration of BM and BMI is also 
needed to examine the impact of GAI. This aligns with the DC perspective, 
which emphasizes the importance of BMI in capturing value from 
technological innovation (Teece, 2010). It correlates with the BMI perspective, 
in which companies innovate their business models, particularly in value-
creation innovation in the context of GAI (Kanbach et al., 2024). 

At the same time, findings indicate that the level of GAI adoption varies across 
participants. While some agencies are actively using GAI to create value, 
others have decided to use it at this stage primarily for administrative tasks 
that have a lower impact on the value-creation process. Similarly, the specifics 
of GAI usage and its contribution to the value-creation process vary across 
interviews. Participants often described the professional expertise required to 
use GAI effectively. Using the theoretical lens of Dynamic Capabilities (Teece 
et al., 1997), agencies can approach sensing, seizing, and transforming in 
different ways. 

The finding that GAI’s value varies across participants also indicates that it is 
not embedded in GAI but depends on how agencies use it. As discussed in a 
later section, GAI can, in some cases, reduce operational efficiency. This 
indicates that the value of a GAI depends on the context in which it is used in 
companies. 

As a summary, while RBV emphasises the importance of resources, the 
findings correlate with perspectives that extend RBV by emphasising the 
importance of business models that allow capturing value with the help of 
resources:  “...technological innovation often needs to be matched with 
business model innovation if the innovator is to capture value” (Teece 2010, p. 
186). 
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For example, many participants emphasized the need for expertise to use GAI 
effectively. Findings demonstrate that obtaining such expertise often involves 
investments of resources, specifically time and, in some cases, money. To 
practically implement the learning, agencies adopt informal or formal business 
processes, such as regular team meetings where professionals exchange 
experience with GAI use. 

This indicates that in order to effectively create value with the help of GAI, 
agencies often reconfigure business processes, for example, by developing 
knowledge-sharing procedures, and orchestrate their resources, such as GAI 
and the expertise of the professionals. This correlates with perspectives of DC 
(Teece, 2010) and Resource Orchestration (Sirmon et al., 2011), which can be 
considered as extensions of RBV. 

Overall, the summary of this section can be illustrated with a quote from 
Hansen, Perry & Reese (2004, p.1280): “...what a firm does with its resources 
is at least as important as which resources it possesses…”.  

 

5.1.3 The Limitations of GAI within Agency Workflows 

Findings reveal that marketing professionals are aware of GAI’s current 
limitations, including quality issues, inaccurate and unreliable outputs, 
technical limitations, efficiency shortcomings, and a lack of creativity. These 
technical limitations act as a buffer against the erosion of agencies’ competitive 
resources, as they require tacit knowledge and creative judgment to identify, 
correct, and effectively prompt GAI outputs. 

Quality Issues of GAI Outputs. Findings related to quality are similar to 
results from the industry-preprint study, “Remote Labor Index: Measuring AI 
Automation of Remote Work” (Mazeika et al., 2025), which tested 
commercially available GAI models' ability to perform tasks autonomously and 
found that the most common reason for task failure was poor quality. Study 
participants commonly expressed dissatisfaction with the quality of AI-
generated images, which conflicts with Mazeika et al.’s finding that image 
generation was among the tasks in which AI outputs were comparable to or 
better than human output. This discrepancy may be explained by the fact that 
the image generation tasks tested in Mazeika et al.’s study involved one-off 
deliverables, prompted with fully provided content (text, images, and tone). In 
contrast, marketing professionals evaluate the quality of AI-generated images 
in terms of consistency with brand standards, ability to resonate with a specific 
target demographic, and meet the standards of taste from years of expertise 
and judgment. Marketing professionals also evaluate AI-generated images 
within larger, interconnected brand ecosystems that encompass multiple 
consumer touchpoints, including brand identity systems, websites, ad 
campaigns, social media, and photoshoots.  
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Marketing professionals are a human capital resource whose ability to evaluate 
marketing deliverables, whether or not they are AI-generated, draws on years 
of accumulated tacit knowledge and skills, such as aesthetic tastes, brand 
expertise, and strategic insights. This knowledge is valuable, often rare and 
difficult to imitate, and agencies are organized to exploit it, making it a VRIO 
resource. 

Inaccurate, Unreliable Outputs, and Technical Limitations. GAI can 
produce inaccurate, unreliable outputs due to its technical limitations.  This is 
consistent with Mazeika et al.’s analysis that AI agents are “unable to verify the 
correctness of their work and fix mistakes”. To address these issues, human 
intervention remains essential for evaluating and editing GAI outputs as part 
of quality control. This means that agencies need new ordinary capabilities 
such as prompt engineering, editing GAI outputs, and quality assurance 
processes. GAI’s limitations bring about agencies’ dynamic capabilities by 
sensing and identifying the most appropriate GAI tools, determining which 
tasks are best suited to GAI versus humans, or seizing opportunities to train 
GAI on specific tasks or client needs. 

Efficiency Shortcomings. Issues regarding efficiency were reported among 
participants, noting that time was wasted re-prompting and fixing GAI outputs 
to achieve satisfactory results, and that it would have been quicker to perform 
the task manually. GAI’s inability to consistently improve efficiency and task 
automation challenges its status as a valuable resource; GAI alone is not a 
source of sustained competitive advantage, but rather the way marketing 
professionals apply their expertise when working with GAI. 

GAI is an emerging technology, still in its infancy, and its current technical 
limitations will improve as the technology progresses; agencies will need to 
continually sense opportunities and threats arising from GAI (Teece, 2007). 
This involves scanning and monitoring both the external and internal 
environments within the organisation (Teece, 2007). External scanning should 
involve monitoring broader technological developments in the GAI landscape, 
as well as updates to specific tools (e.g., Adobe Creative Suite) and platforms 
(e.g., Meta, Google Ads), consistent with Teece’s (2007) framework of sensing 
technology in the market. 

5.1.4 GAI’s Impact on Agencies’ Competitive Position and 

Revenue 

Findings indicate that GAI's democratization capability is commodifying some 
service offerings provided by marketing agencies. However, their pricing 
models have not experienced any significant negative impact. Rather, agencies 
were using GAI to improve operational efficiency, enabling them to work with 
small-business clients on limited budgets. Tracking how other agencies adopt 
and implement GAI is also vital for scanning the competitive landscape and 
gaining a better understanding of their competitive positioning, aligning with 
the sensing capability in Teece’s (2007) framework. 
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Pricing Pressures. Most participants have not changed their pricing but 
have acknowledged this is a concern as GAI improves. This lack of downward 
pricing pressure among study participants partially contradicts Wahid et al.’s 
(2025) findings, which indicated that agencies were already experiencing it. 
Most clients were still willing to pay for traditional marketing services, 
highlighting that the human expertise they provide is considered a valuable 
resource under VRIO criteria.  

According to Warner & Wäger (2019), technology “challenges the logic of 
traditional business models” and client expectations, which undermines 
profitability. Marketing agencies that focus on task-based deliverables, which 
are undergoing commoditization, are at risk of their established business 
models losing value over time, since most agencies are not fundamentally 
rethinking how they capture value, but instead making incremental changes to 
existing services (Warner & Wäger, 2019; Kanbach et al., 2023), mainly 
through efficiency gains in copywriting, administrative tasks, and project 
management.  

Marketing agencies with business models that focus on serving premium 
clients with larger marketing budgets appeared to be the most insulated from 
pricing pressures due to GAI, since they already used value- or project-based 
pricing, and had organized their business models around inimitable resources 
such as strategic thinking and brand expertise, rather than hourly pricing 
commonly used for task-based deliverables. Value-based marketing agencies' 
business models are more sustainable because they are differentiated and 
deliver strategic expertise to create and capture more value for their clients 
(Teece, 2010). This incentivizes clients to pay more for the additional value, 
enabling agencies to charge more for their services and resulting in higher 
profit margins (Teece, 2010). However, GAI is improving rapidly, so it is 
important for all marketing agencies to continue monitoring technological 
developments, whether they target premium market segments or small-
business clients.  

New Service Offerings. Some participants implement GAI to increase 
efficiency and reduce costs, enabling them to work with small-business clients 
on limited budgets. They were also able to offer entirely new services, such as 
AI optimization, a continuation of search engine optimization. These new 
service offerings and customers are clear indications of the proposition 
innovation of their business models.  

Agencies can combine human expertise and GAI to create a new resource 
bundle that currently meets VRIO criteria for providing new services. These 
services are valuable to clients, rare, since many agencies do not know how to 
use GAI effectively, and inimitable, since this expertise is built on tacit 
knowledge developed over time through experimentation. However, this VRIO 
status is temporary, as more agencies and clients learn to use GAI, making this 
resource bundle potentially no longer rare as it becomes more inimitable, 
more widely offered and becomes part of agencies’ ordinary capabilities.   



 

  42 

Marketing is an inherently creative field, and business models that combine 
factual expertise and creativity have the greatest potential for innovation by 
offering new propositions (new offerings and ways to capture value by 
adopting GAI into their workflows), enabling new offerings and customers 
(Kanbach et al., 2023). These changes to service offerings are currently 
incremental, as they are easier to implement, but as agencies become more 
familiar with GAI, new, more transformational services will be introduced that 
are more disruptive (Kanbach et al., 2023). 

GAI Lowers Barriers for New Entrants. Findings demonstrate that GAI-
led democratization lowers barriers for new startups to enter the marketing 
industry, since GAI is affordable and offers capabilities that would normally 
require hiring additional staff, thereby reducing costs through increased 
operational efficiency (as described in detail previously). These new entrants 
may no longer need years of accumulated tacit knowledge, creativity and skills, 
instead relying on GAI, which requires prompting skills and GAI literacy. New 
entrants are not imitating traditional human capital resources, but instead 
acting as substitutes, according to RBV theory (Barney, 1991).  

One interview participant's description of starting a company suggests that 
potential entrants use sensing capability (Teece et al., 1997) to identify market 
opportunities made available by GAI. From the RBV perspective, the 
affordability of GAI implies that, as a resource, it lacks a rarity dimension and 
suggests that GAI alone cannot provide a sustainable competitive advantage. 
This indicates that GAI democratization can intensify market competition, as 
existing companies may face increased pressure from new market entrants. 
This aligns with Porter's (2004) Five Forces framework, in which GAI 
increases the threat of new entrants to incumbent agencies. 

If GAI-driven entrants can offer services at a lower cost, they can devalue the 
value proposition of incumbent agencies’ business models. However, even if 
incumbent agencies recognize that their business models are under threat, 
some continue to maintain their current models for fear that adopting a GAI-
driven model will reduce their value-capture potential (Teece, 2010). However, 
some agencies expressed that their non-adoption of GAI was strategic, which 
will be discussed further in the third theme’s analysis of the continued value of 
human skills, expertise, and creativity. 

Increased Operational Efficiency. GAI reduces the time and cost of 
producing marketing deliverables, enabling faster turnaround times and 
freeing up 

One implication of GAI-led increased operational efficiency is cost reduction. 
Some participants mentioned that new GAI capabilities allowed them to 
reduce costs by performing tasks in-house rather than hiring contractors. With 
new GAI capabilities and cost optimization, agencies can redefine service 
scope and have greater flexibility in setting prices, offering services within 
clients' budgets. Additionally, cost optimization enables larger agencies to take 
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on smaller projects they previously did not pursue due to profitability 
concerns. 

These findings suggest that GAI-led democratization (Wahid et al., 2025) 
affects agencies both as suppliers and buyers of services. As suppliers, agencies 
face the risk that their clients might perform services in-house. At the same 
time, as buyers, agencies can optimize costs by performing services in-house 
rather than contracting them out. This implication can be considered from 
Porter's (2004) Five Forces perspective. Specifically, GAI increases the 
bargaining power of agency clients and, at the same time, increases the 
agency's bargaining power with its contractors.  

The finding also suggests that new GAI capabilities and cost optimization can 
intensify competition among agencies of different sizes. While smaller 
agencies can deliver more complex projects, larger agencies can offer smaller 
projects they previously declined due to profitability constraints. These 
changes can be examined from the DC (Teece et al., 1997) perspective, in 
which companies of different sizes sense, seize, and, accordingly, transform in 
response to GAI's impact on the market. 

Overstated Efficiency Gains and Disproportionate GAI Costs. There 
is a counterargument that the efficiency gains and cost savings from using GAI 
are overstated. NVIDIA’s own executive stated that for his team, “the cost of 
compute is far beyond the costs of the employees” (Rogelberg, 2026).  The unit 
price of AI tokens is decreasing, but overall token spending is increasing due to 
more users, higher workload intensity, and greater model complexity (Merizzi 
et al., 2026). This paradox is known as the rebound effect or “Jevon’s 
paradox”, where efficiency gains lower unit costs, which stimulates demand, 
thereby increasing total consumption (Missemer, 2012).  

A preprint survey of roughly 6,000 senior business executives by the National 
Bureau of Economic Research found that 69% of firms reported using AI, but 
only 1 in 10 reported any positive impact on productivity (Yotzov et al., 2026). 
Existing evidence on efficiency gains for using GAI may be overstated since 
previous studies have analysed “easy-to-learn” tasks where it is easy to 
measure the action of a task and its outcomes, since efficiency is easier to 
measure in this context, versus more complex, “hard-to-learn” tasks where it is 
harder to measure what actions lead to a desired outcome and are more 
contextual in nature (Acemoglu, 2024). GAI's completion of “hard-to-learn” 
tasks will result in fewer productivity gains (Acemoglu, 2024). This aligns with 
our findings that low-complexity tasks, such as copywriting, are more 
susceptible to commoditization, whereas more complex tasks, such as brand 
strategy and implementation, are less susceptible. 
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5.2 How Marketing Agencies and Their People Are 

Adapting to GAI 

5.2.1 Shifting Organisational Human Capital Requirements 

The studies on the potential impact of GAI on job availability represent a 
spectrum of opinions, varying from a significant estimated risk of job loss 
(Nigar et al., 2025) to more moderate views (Mäkelä & Stephany, 2025). The 
findings correlate with this spectrum of possible potential impact. While some 
participants estimated that the marketing industry will have fewer jobs in the 
future due to GAI's impact, others are more skeptical that GAI will replace jobs 
because of its technical limitations.  

Reduced Need for Entry-Level Staff. Findings indicate that entry-level 
professionals may face greater challenges finding a job due to reduced demand 
from agencies, as GAI can automate simpler, repetitive tasks previously 
performed by less-skilled entry-level employees (Kanbach et al. 2023). Viewed 
through the DC framework, agencies are sensing that they can reduce hiring 
junior staff and seize this opportunity by relying on GAI instead. Findings 
indicate that agencies are more intent on hiring middle- or senior-level 
professionals to perform more complex tasks, while simpler ones can be 
automated using GAI. At the same time, one participant mentioned that entry-
level professionals can stand out in the job market by expanding their 
education, experience, or portfolio through the use of GAI in novel ways. This 
aligns with the study by Mayer et al. (2025), which examines how entry-level 
professionals use GAI to recraft their tasks and relationships.  

Given the reduced need to hire entry-level professionals, the findings suggest a 
risk that agencies may face challenges in the future as existing middle- or 
senior-level professionals leave or retire, with no talent in place to replace 
them. In the long term, this could damage marketing agencies’ human capital, 
a VRIO resource. Barney (1991) highlights “the importance of history in 
creating firm resources,” and the failure to foresee talent pipeline issues 
reflects a failure of agencies to internally sense that their organization’s 
staffing could lead to future disruption. Teece (2007) recognizes that learning 
and knowledge-sharing processes are an important component of dynamic 
capabilities and warns that firms are vulnerable if these processes are not 
embedded in the organization but instead come from specific individuals. But 
Teece’s (2007) DC framework does not necessarily fully theorize what happens 
when one or more dynamic capabilities, in this case sensing and seizing, 
undermine another dynamic capability, like transforming, in the future. Senior 
staff have more accumulated knowledge and are better able to transform 
capabilities.   

Reduced Need for Specialist Contractors. The findings also indicate that 
GAI can reduce the need to hire external contractors and instead perform 
tasks in-house by substituting these human capital resources. Specialist 
contractors, such as 3D artists, photographers, illustrators, etc., provided a 
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valuable resource without the fixed cost of employment. Agencies are sensing 
the cost savings GAI offers and are reconfiguring their resources (Teece, 2007) 
by relying less on contractors, thereby potentially capturing more value. 
However, if clients realize they are no longer paying for contractors, they will 
likely be unwilling to pay the same amount for those services, since the value-
creation process has changed substantially. 

Need for Fewer Employees. Many participants reported that GAI often 
improves operational efficiency and reshapes how tasks are performed, 
particularly by extending professionals' functional roles through GAI-enabled 
new capabilities. This implication is supported by the democratization effect of 
GAI (Wahid et al., 2025). As a result, some participants share the opinion that 
GAI can lead agencies to have smaller teams due to its improved performance 
and extended functional roles for team members.  

Agencies that replace humans with GAI are not creating a new source of 
competitive advantage, since human resources meet the VRIO criteria, 
whereas GAI, which is neither rare nor inimitable, does not qualify as a 
competitive resource. Therefore, agencies risk weakening a resource that 
currently provides them a competitive advantage. 

It is worth mentioning that some studies suggest that, in the future, there may 
be more than one scenario of GAI's impact on jobs; for example, Kanbach et al. 
(2023) describe two possible scenarios: “increased efficiency or reduced 
working hours”. 

5.2.2 GAI is Expanding the Scope of Professional Roles without 

Expanding Skills or Expertise 

Interview findings showed that agencies implementing GAI have placed 
greater demands on employees to take on additional tasks outside their areas 
of expertise. However, this did not mean employees were acquiring more skills 
or knowledge, since they were merely prompting GAI to generate outputs and 
then evaluating them. Attitudes towards task expansion were mixed. Some 
interviewees enjoyed the time savings from having GAI handle repetitive tasks, 
the boost in ideation, increased output capacity, and GAI’s ability to extend 
their capabilities beyond their traditional professional roles. Whereas other 
interviewees expressed that GAI prompting had made their core job functions 
less enjoyable, that they feared they would begin to lose these skills, and that 
they felt burned out from the added expectations and tasks placed upon them. 
Interviewees were also concerned that their roles would become obsolete and 
decided to use GAI to enhance their individual value to current and potential 
employers. 

Expanded Task Scope of Employees. GAI's ability to enable marketing 
professionals to perform a broader range of tasks, save time, increase outputs, 
and ideation makes it a valuable resource.  
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The use of GAI to expand employees' task scope does not represent a genuine 
substitute for cross-functional competence as a resource. True cross-functional 
capabilities come from years of accumulated professional experience and 
judgment, which are inimitable by GAI, and are needed to produce quality 
results rather than just mediocre outputs. From an RBV perspective, agencies’ 
capabilities are expanding while using fewer human resources; in some cases, 
this creates the illusion of increased value, even though these marketers may 
be providing less value because they lack genuine expertise in producing 
content outside their typical domain. 

While some study participants noted that their agencies were actively looking 
for ways to implement GAI strategically, many participants also noted that 
they are adopting GAI informally, and GAI-adoption best practices are not 
embedded in the organization, nor are they a deliberate reconfiguration of 
workflow processes resulting in incomplete transformation of their dynamic 
capabilities. Teece (2007) notes the importance of governance structures that 
bring about knowledge transfer and learning. Therefore, agencies should 
formally implement best practice policies to successfully use GAI within their 
workflows.  

The reduced staffing requirements made possible through GAI 
implementation changes how agencies’ business models deliver value to their 
clients. However, there is a risk that these marketing deliverables may be less 
valuable to their clients, since GAI outputs are being prompted and evaluated 
by marketing professionals who may be operating outside their area of 
expertise, such as a graphic designer using GAI to code. This creates a tension: 
while agencies market themselves to clients as delivering value through 
expertise, a contradiction emerges when marketing professionals without 
domain expertise use GAI to compensate for that lack, thereby undermining 
the agency's value proposition.  

Marketing Professional Learning GAI Tools to Remain 

Professionally Competitive. Marketing professionals’ concerns about 
becoming obsolete due to GAI have motivated them to educate themselves and 
adopt GAI to enhance their skillsets. At the individual level, employees 
learning about new GAI tools demonstrated DC’s sensing dimension by 
identifying emerging capabilities and threats, seizing the opportunity to 
improve their skills and achieve a competitive advantage in the job market 
(Teece 2007). From an RBV perspective, marketing professionals believe that 
if they can effectively prompt and evaluate outputs, their skill sets will be seen 
as more valuable to employers. However, other studies counter this argument, 
positing that “GAI levels the playing field” by reducing productivity differences 
between employees by boosting the productivity of lower-ability employees, 
resulting in competitive parity and therefore not a source of sustained 
competitive advantage (Kanbach et al., 2023). 

Alternatively, Krakowski et al. (2023), using chess competitions as an 
experimental setting for strategic business environments, found that people 
can create a new competitive advantage by pairing unrelated complementary 
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existing resources and new resources, and that these “resulting resource 
bundles are novel and scarce, providing a foundation for sustainable 
heterogeneity”. Individuals' unique interactions with GAI create causal 
ambiguity, making it harder to imitate these capabilities (Krakowski et al., 
2023). To combat the threat of GAI-driven substitution, companies can 
implement GAI literacy training programs to help employees build these 
capability bundles, thereby maintaining their competitive advantage 
(Krakowski et al., 2023).  

Employee Fears Regarding Skill Loss. Human capital resources include 
experience and judgment (Barney, 1991), yet Macnamara et al. (2024) theorize 
that employees who rely too heavily on GAI risk eroding their skills and 
expertise, thereby undermining the value of the professional expertise they 
bring to their roles. Skill loss from GAI can occur without employees noticing, 
as they no longer actively engage in the thinking part of the task and instead 
rely on prompting (Macnamara et al., 2024). This problem is amplified among 
younger, entry-level employees who rely on GAI rather than developing 
foundational skills over time, making these skills rarer in younger marketing 
professionals. GAI can perform simple tasks, but it cannot be a substitute for 
professional judgment developed through years of foundational skill-building 
that cultivates judgment, creativity, and taste. Relying on GAI undermines 
these intangible assets critical to business performance (Teece, 2007).  

Increased Feelings of Burnout Among Employees. The expanded 
scope of work associated with GAI increases job stress, which can lead to 
burnout (Kim & Lee, 2024), a genuine concern that agencies must address. 
Human expertise, creativity, and judgment are valuable, and burnout 
threatens these resources. Agencies that fail to organize around their valuable 
human resources by implementing GAI-enabled task expansion without 
restructuring roles, managing workloads, or compensating employees risk 
depleting their human capital. GAI cannot substitute burned-out experienced 
senior marketing professionals who leave the industry.  

GAI adoption introduces new complexities, requiring employees to develop 
new skills to collaborate with GAI and adapt to new operational procedures 
(Kim & Lee, 2024). Drawing on the foundations of DC, agency leadership 
should optimize their reconfiguration process by ensuring that employees are 
incentivized and by implementing procedures for learning and knowledge 
sharing (Bornay-Barrachina et al., 2023). Agencies should implement training 
programs that teach employees the technical skills required to use GAI 
effectively, thereby boosting confidence and making the process of learning 
and using GAI less overwhelming (Kim & Lee, 2024).   

Employee burnout has negative implications for agency business models in 
how they deliver value to their clients. The cost savings from reduced 
headcount due to GAI implementation could be offset by the hidden costs of 
burnout, such as lower output quality, increased employee turnover, and the 
costs of finding and training new employees.  
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Employee Dissatisfaction with Prompting GAI. Our findings suggest 
that the ability to effectively prompt GAI is a valuable, rare, and inimitable 
resource, since it requires domain expertise and technical knowledge. 
However, some interviewees expressed dissatisfaction with prompting GAI, 
saying it automated the aspect of their work they enjoyed doing the old way. 
GAI erodes employee engagement and task motivation, negatively impacting 
agencies' human capital resources and reflecting the friction involved in 
seizing new capabilities, as agencies sometimes struggle to integrate new tools 
into their existing workflows. 

5.2.3 The Continued Value of Human Skills, Expertise, and 

Creativity 

Human expertise, artistry, and taste remain valuable, rare, and inimitable 
resources that continue to provide value to their marketing clients. This is 
consistent with RBV’s argument that competitive advantage is sustained by 
inimitable resources (Barney, 1991), since GAI cannot imitate or substitute for 
creative judgment, strategic expertise, and relational trust with clients, as 
these capabilities are socially complex and causally ambiguous. Agencies 
maintain their imperfect inimitability because of the social complexity of client 
relationships, which has developed over time, and the accumulated relational 
capital embedded in trust, knowledge, loyalty, and reputation (Barney, 1991).  

Some interviewees were using GAI to co-create, whereas others insisted the 
GAI had not changed with work processes in any significant way, beyond 
helping with administrative tasks. This is an important distinction when 
examining the continued value of human skills, tacit knowledge, and 
creativity. Marketing professionals are not just prompting GAI and evaluating 
its outputs; many are still doing things the way they always have without GAI. 
If most agencies implement GAI tools into their workflows, this could lead to 
homogenized outputs (Wahid et al., 2025), leaving a market niche for clients 
who still seek the human craft of marketing and design. The homogenized and 
artificial GAI-outs are less valuable to clients since consumer perceptions of 
GAI content are negative, and consumers prefer human-generated content 
(Brüns & Meißner, 2024). 

Some agencies appeared to be less likely to adopt GAI in their core work 
processes, and it was not used in final marketing deliverables. These agencies 
were able to charge higher rates than their competitors because they had 
expertly honed their craft, developed a distinct style (e.g., brand identity 
systems, media production, etc.), and delivered positive results for their 
clients. For these agencies, their value proposition is built on human expertise, 
and they are able to charge a premium for it. 

These agencies are maintaining their human-craft-based positioning, since 
they anticipate cyclical corrections to the current hype and evaluation of GAI 
in the marketing industry. One participant pointed out that OpenAI shoots its 
commercials on 35 mm film rather than generating them with its own video-
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generation product, Sora (Monllos, 2026). The agencies that are deliberately 
refusing to implement GAI are not doing so out of an inability to keep pace 
with technological developments; rather, they recognize GAI's genuine 
shortcomings and that implementing it would undermine their competitive 
advantage based on human craft. This demonstrates the sensing dimension of 
dynamic capabilities, since they recognize the potential threats that GAI poses 
to their business models. These agencies are making a strategic decision not to 
use GAI because they understand that consumer attitudes towards GAI 
content are negative and that such content harms their clients' brand 
reputation as well as their own (Brüns & Meißner, 2024).  

While DC and BMI literatures acknowledge the importance of path 
dependence and incremental changes in competencies, both assume that firms 
should adapt to environmental shifts, and failure to do so puts business 
models at risk in the long run (Teece, 2007; Foss & Saebi, 2017). In contrast, 
our findings indicate that the deliberate non-adoption of GAI is a valid 
strategy, as interviewees expect cyclical market corrections. This extends 
existing theory by introducing anticipatory non-adoption as a strategic 
response to technological disruption. 

5.2.4 Organisational Concerns Related to GAI Adoption and 

Internal Policies 

Even though GAI can improve operational efficiency, agencies also tend to 
assess the potential legal and cybersecurity risks associated with its use. 
Findings reveal that while GAI can positively impact operational efficiency, 
agencies do not use it when legal or cybersecurity risks are identified. This 
indicates that legal and cybersecurity concerns related to GAI adoption limit 
GAI's value from an RBV perspective. And that the value of GAI as a resource 
also depends on the agency’s ability to properly assess risks and on GAI-
related rules from regulators, for example, rules on intellectual property of 
GAI content. 

As discussed by Kanbach et al. (2023), responsibility for potential errors rests 
with GAI users, since “GAI or the companies behind it do not assume this 
responsibility by default”. This suggests that the effectiveness of GAI use 
depends on how well the business process is structured to address legal and 
cybersecurity concerns, and that professionals continue to play critical roles 
during and after GAI adoption. Specifically, professionals study materials in 
the legal and cybersecurity fields, develop internal policies for GAI use, and 
retain responsibility for the end results. This observation aligns with the 
transformation component of DC theory (Teece et al., 1997), in which agencies 
need to align existing capabilities and invest in new capabilities to effectively 
evaluate the risks associated with GAI. 

Findings also reveal that agencies develop formal or informal rules and 
policies for GAI usage. The most common internal policy is that GAI output 
should not be sent to clients without manual verification. In addition to rules 
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and policies, some participants reported that their agencies implement 
knowledge-sharing processes to enable teams to exchange information on best 
practices for GAI use. The finding about the development of rules, policies, 
and knowledge-sharing processes can be approached from a DC perspective, 
representing the transformation component (Teece et al., 1997).  

In addition, these findings can be considered through the lens of the 
Absorptive Capacity concept by Cohen and Levinthal (1990), which suggests 
that, to use GAI effectively and safely (given the above-mentioned concerns), 
merely integrating GAI into company processes is not enough. Agencies also 
need to “assimilate” GAI-related information and “apply it to commercial 
ends” (Cohen & Levinthal, 1990) through internal rules, policies, and 
knowledge-sharing processes. 

Overall, the findings indicate that agencies mitigate organizational concern 
risks by reconfiguring their business processes. This supports the DC 
perspective on the importance of proper business model design (Teece, 2010, 
2018) in addition to controlling resources (assets).  

5.3 Stakeholder Attitudes Towards AI 

5.3.1 Clients’ Perceptions and Expectations of GAI 

Findings from marketing professionals suggest that client attitudes towards 
GAI lie on a spectrum. Some clients, because of their lack of domain expertise, 
are happy with GAI outputs even if professionals consider the quality poor, as 
they value efficiency and the cost savings it provides. Other clients care only 
about the final deliverables and marketing results, and do not care whether 
GAI was used in the creation process. And at the other end of the spectrum, 
some clients do not want GAI used at all in the process since they feel cheated 
by marketing professionals who use these tools and are unwilling to pay for 
GAI content.  

RBV theorizes that a firm's VRIO resources are a source of sustained 
competitive advantage (Barney, 1991), and firms exercise their dynamic 
capabilities to sense, seize, and reconfigure those resources in response to 
environmental changes (Teece, 2007). Both theoretical lenses centre on the 
firm, but the firm is not the only assessor of value; rather, value is determined 
externally by the market's demand side (Priem & Butler, 2001), which, in this 
case, is the client. VRIO attributes of both GAI and human capital as resources 
are not intrinsic, but rather are contingent on clients’ ability to evaluate 
differences in quality provided by each. Among clients, there is demand 
heterogeneity due to their inability to distinguish human from GAI outputs or 
their indifference to how the content was produced, which challenges the view 
that human capital is a VRIO resource. In their assessment, GAI can imitate 
human expertise and is a valuable resource for them due to either more 
restricted marketing budgets or a purely results-focused approach.  
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Clients who reject GAI because they recognize that GAI deliverables do not 
work for their specific industry or project, or do not resonate with their target 
consumers, are therefore happy to continue paying for marketing content 
created by professionals. These clients continue to evaluate marketing 
agencies’ human capital resources as meeting the VRIO criteria and continue 
to see the value they generate for their businesses. 

These mixed attitudes towards GAI mean that agencies must apply their 
sensing dynamic capability to detect differing client attitudes, as it is the client 
who determines whether an agency’s GAI capabilities are a valuable resource 
and is willing to pay for services that incorporate their use. Whether clients 
find GAI marketing deliverables valuable will determine whether the agency 
innovates its existing business models to incorporate GAI, rather than keeping 
its key value-creation processes free of GAI.  

 

5.3.2 Consumers’ Perceptions of GAI 

Participants reported that consumers generally perceive GAI-generated 
content negatively. Even if consumers struggle to distinguish human from 
GAI-generated content, they perceive brands that use GAI as lacking 
authenticity and creativity (Brüns & Meißner, 2024). Whereas clients adopt 
GAI to gain efficiency, thereby reducing consumers’ perception of authenticity. 
Therefore, it is a contradiction to be ‘efficiently authentic’ in the eyes of 
consumers. Clients who adopt GAI to achieve favourable results will no longer 
do so if consumers know their ads are AI-generated. These paradoxes affect 
agency business models and can influence marketing agencies' decisions about 
whether to use GAI to create consumer-facing deliverables. 

The mixed attitudes toward GAI content among clients and consumers align 
with the stakeholder theory perspective, which argues that value is determined 
by stakeholders and that there may be differing perspectives on what is 
considered valuable (Freudenreich et al., 2020). In marketing, content is 
evaluated by both clients and consumers 

Consumers’ negative attitudes towards GAI are an important finding, as 
increasing regulatory pressure to disclose its use could lead to negative 
consumer attitudes and reduced brand loyalty, thereby adversely affecting 
behavioural outcomes and purchase intentions (Brüns & Meißner, 2024).   

Another issue, beyond regulatory GAI disclosure, is that the supply of GAI 
content created does not match consumer demand or the time available to 
engage with it, leading to more competition among firms seeking to capture 
consumer engagement (Wahid et al., 2025). But it has been established that 
consumers perceive GAI content poorly, highlighting an important 
counterargument to using GAI to create this content in an increasingly 
competitive environment, as consumers would rather engage with human-
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generated content, which is perceived as more authentic (Brüns & Meißner, 
2024).  

The agency’s capacity to interpret consumer perceptions on behalf of clients 
represents a form of sensing dynamic capability, which involves scanning and 
interpreting market signals (Teece, 2007). Effective sensing requires specialist 
knowledge of consumer behaviour and cannot be delegated to clients. 
However, GAI can help marketing professionals track consumers’ brand 
attitudes by using it as an analytical tool. One study participant described how 
GAI helps collect and evaluate the valency of users' responses related to a 
brand by scanning relevant Reddit communities. 

 

5.4 Theoretical Contributions 

The study addresses gaps in the academic literature on how GAI impacts 
business models and business model innovation through the theoretical lenses 
of RBV and DC, as these concepts are interconnected, and existing research in 
the context of marketing agencies remains limited.  

First, the study extends the limited research on GAI through the theoretical 
lenses of RBV and DC, exploring how GAI functions as a resource bundle 
alongside other VRIO resources. 

According to RBV theory (Barney, 1991) and the VRIO framework (Barney, 
1995), to gain sustainable competitive advantage, a company must control 
resources that are valuable, rare, inimitable, and effectively organized. 

The findings of this study indicate that GAI often does not fully satisfy the 
VRIO dimensions. Interview responses indicate that agencies often depend on 
GAI that are developed and supported by other vendors. As a result, GAI tools 
are often easily accessible and affordable to many users, including agencies, 
competitors and clients. Therefore, the rarity and inimitability dimensions for 
GAI are usually not met.  

Next, the findings also suggest that, to enjoy a sustainable competitive 
advantage, some agencies use GAI alongside VRIO resources, such as expertise 
or knowledge-sharing processes, to effectively use GAI tools. We suggest 
approaching such synergy of GAI and required VRIO resources as a resource 
bundle, as described by Sirmon et al. (2007, p.281): “Resources within the 
firm’s resource portfolio are integrated (i.e., bundled) to create capabilities, 
with each capability being a unique combination of resources allowing the firm 
to take specific actions…”. 

This partially aligns with the Complementary Resources concept (Barney, 
1995), which states that, in isolation, such resources “have limited ability to 
generate competitive advantage” (Barney, 1995, p. 56). At the same time, 
findings indicate that while the value of GAI is context-dependent, it can 
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create value on its own without being bundled with VRIO resources such as 
human expertise. 

1. As discussed earlier, the findings suggest that the value of GAI depends 
on the context of its adoption and use. For example, some agencies 
integrated GAI into their business process for value creation, while some 
others use it mostly for administrative purposes.  This correlates with 
(Teece, 2010), emphasising the importance of having a proper business 
model for technological innovation. 

2. At the same time, according to the findings, GAI has relatively low 
requirements for users' existing skills and knowledge to generate value 
due to its democratizing effect. As many participants noted, GAI can 
provide value even when used by inexperienced users, for example, 
agencies' clients were able to generate text or images without having 
deep expertise in the subject areas. The value in such an environment is 
often limited and can involve risks: results may be low-quality or even 
incorrect, lack creativity, and be recognizable as GAI-generated.  

Therefore, it indicates that both perspectives (a) GAI as an isolated resource 
and (b) GAI as a complementary resource could be extended by examining 
GAI in the (c) scope of resource bundles. The suggested bundling of GAI and 
VRIO resources can be grounded in Barney's (1991, p.107) reference to “bundle 
of valuable resources” and resource orchestration perspective (Sirmon et al. 
2011). 

The synergy of GAI and required VRIO resources can be described as a VRIO 
resource bundle, where: 

1. GAI and required VRIO resources contribute to the resulting value, and 

2. Rarity and inimitability dimensions are provided to the resource bundle by 
VRIO resources. 

As an illustration, agencies use a non-rare GAI tool effectively due to the 
expertise of professionals and established business processes (VRIO 
resources), which increases operational efficiency and allows the agency to 
enjoy a competitive advantage, while rare and non-inimitable expertise and 
processes do not allow "competitive duplication” (Barney, 1991, p.102) of such 
a resource bundle. Visually, this is represented in Figure 4. 
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Figure 4 
VRIO Resource Bundle 

 
 

As a result, the VRIO resource bundle consisting of GAI and required VRIO 
resources correlates to the VRIO framework, since it has all required 
dimensions: value, rarity, inimitability and organisation. This explains from 
the RBV perspective why it can provide a sustainable competitive advantage 
for an agency. 

While human expertise in using GAI and expertise in a subject area are often 
bundled with GAI, findings suggest that the full structure of resource bundles 
can vary across companies. According to the findings, some agencies actively 
use GAI and integrate it into business processes, while others use it primarily 
for administrative purposes, resulting in different ways of bundling GAI with 
existing resources.  

Findings indicate that agencies that decided to integrate GAI into their 
business model, for example, to benefit from increased operational efficiency 
in value creation processes, need to a) reconfigure their resources to create a 
VRIO resource bundle with GAI and b) accordingly reconfigure their business 
model, which might lead to BMI (when the level and novelty of BM 
reconfiguration is significant). Overall, GAI alone is not sufficient to 
differentiate in a market and gain a sustained competitive advantage.  

Considering the above and the findings, we suggest extending the DC model 
(Teece, 2018) by adapting it to the observed findings in the GAI context. The 
suggested extended model is visually represented in Figure 5. 
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Figure 5 

Extended DC model considering GAI context 

 

Note: Adapted from Teece’s (2018) Simplified Schema of Dynamic 

Capabilities 

The sensing dynamic capability allows companies to identify changes in the 
business environment, such as GAI's impact on the industry, including 
potential opportunities or threats. This can be illustrated by findings 
indicating that agency professionals regularly learn about GAI-related news 
from external sources and/or colleagues, through formal or informal 
knowledge-sharing processes. 

Next, the seizing dynamic capability defines how companies “design and refine 
business model” and “commit resources” (Teece, 2018). Teece (2007, 2018) 
argues that resource (asset) orchestration is connected with BM changes. 
Therefore, Design and Refine Resource Orchestration can be considered as a 
part of the process of designing and refining a business model. Considering 
our suggestion about VRIO resource bundles, we suggest that such resource 
orchestration in the context of GAI includes the process of designing a VRIO 
resource bundle by combining non-rare and imitable GAI with other VRIO 
resource(s) controlled by a company. 

Lastly, transforming dynamic capability describes how a company implements 
changes. Teece (2018, p.40) argues about the importance of having proper 
business models in addition to controlling resources/assets: “success of a 
business depends as much on business model design and implementation as it 
does on the selection of technologies and the operation of tangible assets and 
equipment”. Therefore, business model reconfiguration is a part of the 
transforming component. Considering the RBV and VRIO resource bundle 
suggestion, such BM reconfiguration also includes implementing a VRIO 
resource bundle with GAI. 
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The findings indicate that agencies take different stances on how actively to 
use GAI, which affects the level of changes to their business models. Therefore, 
depending on the extent of change to the business model and the novelty of 
those changes, business model reconfiguration (which also includes the VRIO 
resource bundle with GAI) might lead to BMI. 

It is worth mentioning that findings indicate that the VRIO resource bundle 
with the GAI component is not the only possible scenario. An alternative 
approach, relying primarily on VRIO resources (such as manual task 
performance by skilled professionals) and making limited use of GAI (e.g., for 
administrative tasks only), can also provide a competitive advantage. At least, 
at this stage of GAI evolution and its current adoption by the marketing 
industry. 

6 Conclusion 

This chapter analysed the study's findings in relation to the research question 
outlined in Chapter One:  

RQ: How are marketing agencies leveraging their resources and 

capabilities in response to GAI, and what implications does this have for 

their business models? 

The summary of findings addressing the RQ is structured around the following 
dimensions of business models: Value proposition, value delivery, and value 
capture. This structure is based on the BMI perspective, as suggested by Kraus 
et al. (2022).  

First, the findings suggest that GAI's impact on Value Creation varies across 
participants. While some agencies integrate GAI into many value-creation 
processes, others take a more conservative stance and use GAI primarily for 
administrative tasks. Overall, findings indicate that GAI often positively 
impacts the operational efficiency of the business processes. At the same time, 
GAI can have a negative impact in certain cases due to its technical limitations, 
concerns about GAI use, and insufficient resources within a company, such as 
professional expertise and processes.  

Next, the findings suggest that GAI's impact on the value proposition varies. 
Some agencies were able to extend or reshape their service offerings due to 
GAI's positive impact on their operational efficiency. Whereas some agencies 
maintain their service offerings. 

Lastly, the findings suggest that GAI's impact on value capturing also varies. 
While the direct impact of GAI on the revenue model has not yet been 
identified, there are indications that value-based pricing may become more 
common in the future. At the same time, findings indicate that some agencies 
could optimize their cost structure using GAI, which would affect the value 
proposition as was summarized above. 
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Overall, the findings indicate that GAI's impact on agencies' business models 
varies. There is a common observation that GAI is not a VRIO resource that 
provides sustained competitive advantage on its own. Instead, agencies' 
unique VRIO resources, such as professional expertise and internal business 
processes, are used alongside GAI to differentiate in the market and gain a 
competitive advantage. Moreover, findings indicate that agencies that actively 
use GAI tend to refine their business models.  

This is because marketing agencies’ human resources provide expert 
knowledge and capabilities that remain valuable, rare, inimitable, and 
organized, delivering value to clients. The current technical limitations of GAI 
reduce the overall usefulness of clients adopting the technology to fully replace 
agencies, and the usefulness of agencies to fully rely on GAI as well. However, 
marketing professionals have concerns about how GAI will impact them as the 
technology improves, aligning with Wahid et al.’s (2025) findings. In its 
current state, GAI is best suited to deliver value for simple tasks, such as 
admin, copywriting, idea generation, and project management. Whereas 
complex tasks are still best completed by marketing professionals using 
existing workflow processes.  

GAI is impacting human capital resources, reshaping staffing needs and 
expanding the scope of tasks marketing professionals are expected to perform. 
Within their individual roles, marketing professionals can deliver more value 
to clients, but this often leads to increased burnout, which agencies must 
address to avoid negative impacts on these human capital resources, which 
remain an important competitive advantage in how agencies capture and 
deliver value. 

Client and consumer attitudes towards GAI diverge, complicating marketing 
agencies’ value propositions and delivery, as their business models must cater 
to both stakeholders to sustain competitive advantage and maintain strong 
financial performance.  

These findings have implications both theoretically and practically, which are 
explored further in the following chapter. 

6.1 Theoretical Implications 

While there are many studies on the impact of GAI, fewer focus specifically on 
the marketing industry. Our study addresses this gap by providing findings 
grounded in data collected from participants working at marketing agencies. 
The findings and data we collected allowed us to examine the specifics of 
marketing agencies and thus contribute to the body of knowledge on GAI 
adoption in the marketing industry. At the same time, since the marketing 
industry is a particular case within the professional services industry, the study 
also contributes to extending knowledge of GAI adoption in the industry in 
general, with marketing agencies selected as a suitable empirical context. 
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Within the scope of this study, empirical findings were collected from 
marketing agencies in two countries (Sweden and Canada) regarding the 
impact of GAI and examined in light of existing studies and theories. 
Specifically, the findings were analyzed (a) using RBV and DC theories, (b) 
with the adoption of additional theories when it was appropriate to extend the 
selected theoretical framework in order to examine insights from the 
participants.  

As a result, the study adopts the view that GAI should be bundled with other 
resources to create a VRIO resources bundle to effectively implement GAI into 
their business models. The study also suggests that BM reconfiguration (or 
BMI) is needed alongside having resource bundles including GAI. 

The study suggests extending the DC (Teece, 2018) view, considering the 
findings from the GAI context (Figure 5). 

Such analysis and suggestions might contribute to the theoretical development 
of the selected theories and studies. 

6.2 Practical Implications 

While GAI increases efficiency, GAI-led democratization also enables clients to 
perform tasks in-house, potentially reducing demand for marketing agency 
services (Wahid et al., 2025). At the same time, GAI is often owned not by 
agencies but by external vendors, making it easily accessible to competitors. In 
this environment, marketing agencies need to identify ways to innovate their 
business models to enjoy a sustainable competitive advantage. 

This study might be useful for professionals from marketing agencies in 
several ways. 

In this study, the collected data were examined using thematic analysis, and 
the synthesized findings are presented in a structured format, organized into 
themes and categories. This is useful for professionals defining a strategy for 
GAI adoption in their companies. In other words, it might support the sensing, 
seizing and transforming capabilities from the Dynamic Capability perspective 
(Teece et al., 1997). 

The study might be useful for defining which VRIO resources can help 
differentiate the company in the environment when GAI is easily affordable to 
both competitors and clients. The findings suggest that a promising direction 
for such VRIO resources is to identify human expertise and develop 
corresponding internal processes (such as knowledge sharing) that would lead 
to synergy between GAI automation and professionals' manual performance.  

The study might also be useful for managers in defining the strategy for GAI 
adoption. The study suggests that GAI alone cannot provide a sustained 
competitive advantage, and that proper BM configuration (or BMI) is a 
significant part of GAI adoption. 
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Next, the study might be useful for companies in identifying value proposition 
strategies. While the findings suggest there is currently no consensus on the 
need to change service offerings and pricing strategy, growing GAI adoption in 
the industry indicates that value-based pricing may become more common in 
the future. 

The study might also be useful for companies and regulators in the context of 
policies and rules discussions. In particular, the findings suggest that 
cybersecurity and legal risks affect the adoption of GAI and, therefore, there is 
a need for discussions that consider the business, legal, and ethical aspects of 
GAI adoption. 

6.3 Limitations of the Study 

The study findings are grounded in in-depth qualitative analysis from a limited 
number of participants. The use of purposive sampling means that only 
professionals working in SME-sized marketing agencies in two countries, 
Canada and Sweden, were invited. Therefore, the study does not claim that the 
results can be generalized or applied to other contexts. Since all participants 
were from SME-sized agencies, the findings might differ for larger companies. 
Since all participants were from Swedish and Canadian companies, the 
findings may differ in other countries. 

Data analysis considered only responses from participants who shared their 
personal experiences. The study does not include a quantitative analysis of the 
impact of GAI on business models. Considering the postpositivist stance, 
responses and identified possible causes are treated only as provisional 
representations of the research subject. 

During the study, researchers intended to minimize the potential impact of 
personal opinions and biases by using consistent research procedures. For 
example, the study uses pre-designed study guides to conduct interviews, 
including neutral question wording, avoiding the researchers' personal beliefs 
on the subject, and using the same interview protocol and procedures across 
all interviews. At the same time, authors acknowledge that subjective 
interpretations were possible during the study. 

The study was conducted within a relatively limited timeframe, which may 
introduce several limitations. First, GAI technology is rapidly evolving, 
therefore the study results may not be applicable in the future, given further 
development of GAI and its use in businesses.  Next, there might be a delay 
between GAI evolution and its impact on the market, including on companies' 
business models. The insights collected in this study reflect the professionals' 
current experiences. At the same time, the market will likely continue to adapt 
to GAI technology, and new insights may emerge in the future. 
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6.4 Recommendations for Future Research 

Considering the findings and limitations of this study, we suggest the following 
directions for future research. 

The study findings are based on responses from a limited number of 
participants from SMEs in two countries (Sweden and Canada). Therefore, it 
might be useful to examine a broader range of companies across countries to 
assess potential variations in GAI impact by company size or geography. 

The participants were only from SME-sized agencies. Therefore, examining 
GAI usage in larger agencies might lead to new findings. 

The interview participants differ in their roles and geographic locations 
(Canada, Sweden), which helped capture a range of opinions. Examining 
potential differences among participant categories by professional role and 
geography might yield additional insights into GAI research.  

Since GAI technology is rapidly evolving and the marketing industry is 
adapting to it, we consider longitudinal studies useful for examining GAI's 
impact over time. It can provide valuable insights into the dynamics of how 
agencies reconfigure their business models in response to technological and 
business changes driven by the evolution of GAI. 

This study uses a qualitative exploratory research design to examine valuable 
insights from interview participants. At the same time, given the post-
positivistic stance, the findings can be treated as provisional and as a probable 
representation of objective reality. Therefore, additional studies might be 
useful to increase the likelihood that findings accurately represent GAI's 
impact on company business models. As an illustration, quantitative studies 
that examine and measure GAI's value creation and destruction would help 
specify its impact depending on the context of its use. Specifically, some 
participants reported both positive and negative impacts of GAI on operational 
efficiency, and quantitative studies could be conducted to measure these 
impacts.  
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Appendix 2 Individual Reflections on Personal 

Learning 

Michelle’s Reflections 

The decision to move to another country and pursue my master's was a big 
undertaking. The process of working on this master's thesis has been the greatest 
achievement of my academic career, and I am proud of the work that went into it. In 
the beginning, the thought of working on such a large project seemed daunting, as I had 
never conducted my own research study before, nor had I completed a thesis when I 
completed my bachelor's degree from my university back home in Canada (this was not 
a requirement in Canada). So, this entire process was new for me.  

 Coming from a marketing background and having worked for 6.5 years at various 
agencies, I wanted to explore how agencies adapt to GAI. Over the past three years, I 
have witnessed firsthand how I and colleagues have implemented GAI at work. And I 
have experienced how clients are using GAI. I have had to answer numerous phone 
calls and emails of clients asking “I’ve made this logo with AI, I was wondering if you 
guys can help fix it?” and having to reply “Unfortunately, no, we don’t fix AI-generated 
logos, but we can create a logo from scratch for you”, and seeing the conversations end 
after I explain how much it costs. I've also worked with clients on branding projects, 
helping them build their brand from scratch the old-fashioned way, and I have received 
positive feedback from them about how happy they were. I have seen how marketing 
agencies remain integral to delivering value to clients, while I still acknowledge the 
looming presence of GAI and the risk it poses to my job, which I love.  

In the past few years, I have felt bombarded by the constant messaging that “AI is going 
to take your job” and how the marketing industry, along with other industries, will be 
fundamentally changed by GAI, which inspired me to ask how marketing agencies can 
still be relevant and offer valuable services in this new technological era that humanity 
as a whole is currently grappling with.  

The choice to conduct the study using semi-structured interviews was grounded in the 
belief that marketers from various agencies and professional backgrounds would 
provide valuable insights into how their business models have been impacted and how 
they are leveraging GAI as a tool and managing risks to remain competitive. Using 
semi-structured interviews allowed us to explore how agencies leveraged their 
resources and capabilities while addressing theoretical gaps at the intersection of RBV, 
DC, BM, and BMI. And the ability to have an open dialogue with marketers and agency 
owners with years of experience was a unique opportunity to gain valuable insights 
from their professional experiences that may be individual to them and to uncover 
alternative viewpoints not included in the interview guide. These interviews provided 
valuable insights into answering our proposed research question. Conducting these 
interviews was the most enjoyable part of the research process and helped me better 
understand how agencies were utilizing GAI while mitigating the challenges that it 
poses to the industry.  
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I would like to apply the insights from this study professionally or perhaps explore 
them further as a PhD if I choose to continue my academic journey. Overall, conducting 
this study was meaningful to me both academically and professionally, and in the end, 
a deeply rewarding experience. 
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Alexey’s Reflections 

The thesis project was a useful and interesting experience for me, because it was a 
combination of theoretical knowledge with practice in how to apply such knowledge. 

Of course, working on the thesis helped with learning new knowledge. For example, it 
was useful to study RBV and DC theories in the context of AI. Another example 
includes learning details about research methods. I think the research methods could 
also be useful for making studies outside academia, for example in a business 
environment. As an illustration, I found useful the idea to explicitly define key 
components of the research design, from the higher level research philosophy to more 
specific data collection and data analysis components. 

This leads to another aspect, which I found valuable. It was very helpful that the thesis 
project allowed me to combine theoretical concepts with practice. Some aspects of the 
thesis were new and it was not clear how to approach them. For example, Thematic 
Analysis was a new method. In such cases, before starting a task, I needed to research 
how to approach it. And learning new information, especially when such information 
can help solve practical tasks, was usually interesting. 

So it is a combination of theoretical knowledge with its practical implication that made 
the thesis interesting. I feel that combining theoretical knowledge with practice helps 
both: to understand the theory and develop skills by applying knowledge to practice.  

Also I would like to specifically highlight the importance of the contributions from the 
people to the thesis. 

It was interesting and at the same time challenging in the beginning to collect data. I 
had to contact many people working in Swedish marketing agencies, asking for an 
opportunity to arrange an interview. I am very grateful for all the people, who 
responded, dedicated their personal time for the interview and provided responses. 
Without the contribution of interview participants it would not be possible to prepare 
the thesis. And I really hope that the results of the thesis might be useful and 
interesting for the interview participants. 

The thesis was done with my thesis partner and it represents our joint efforts. We have 
agreed to treat the project as a joint one, letting each of us participate in all its 
components. For example, when one of us wrote a specific section, the other 
contributed suggestions. And while having different opinions can be challenging, at the 
same time it is very useful. Our thesis supervisor supported us with guidance. Other 
university teachers helped in their courses with knowledge and students shared new 
perspectives during seminars. 

For me, all this illustrates the importance of human communication and collaboration 
in projects. From this perspective, I see no big difference between business projects and 
academic ones.  
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In conclusion I would like to summarise, that I consider the thesis not only as an 
academic exercise. While it definitely supported me with new academic knowledge, 
such as knowledge of new theories or research methods, it also helped with information 
and skills that are applicable outside academia, in business environments. 
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Appendix 3 Operationalization. Example 

Questions for Semi-Structured Interviews. 

Initial questions Examples of follow-up probes 

1. Can you tell me about any use of 
AI in your company? 

 

2. Can you tell me about any use of 
AI by your clients? 

1. Illustrations/clarifications probes: 

● Can you give an example? 
● Can you explain a little more? 

 

2. VRIO-based probes: 

2.1 Value 

● Has AI changed your work in any 
way? How? 

● Has AI changed results for 
clients? How? 

● What do you think about the 
quality of AI-generated 
materials? 

2.2 Rare 

● How common is AI use in your 
industry? 

● Do clients see your AI use as 
something special? 

● How do clients perceive the use of 
AI? 

2.3 Imitability 

● Has AI made it easier for clients 
or competitors to do the same 
work as you? How and Why? 

2.4 Organizing 

● Is AI part of your normal daily 
work now? 

● Do you have internal rules or 
guidelines for using AI? 

● Does management support AI 
use? 
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3. Dynamic Capabilities-based probes 

3.1 Sensing 

● How did you learn about AI? 

3.2 Seizing 

● How did you decide to start using 
AI? Why? 

3.3 Transforming 

● What do you do differently now 
because of AI? 

● Why did this change happen? 
● How important is this change? 
● Was this change planned or 

unexpected? 

4. Cause-related probes 

● What do you think: why did it 
happen? 

● How do you explain the cause of 
this? 

5. Positive/negative effects probes: 

● What works well? 
● What does not work well? 
● What are the benefits? 
● What are the challenges? 
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Appendix 4 Interview Protocol 

1. Duration 
2. Interviewer 
3. Participant (codified) 
4. Participant position/role in the company 
5. Company type (marketing agency or client) 
6. Questions (as described in Section 2) 
7. General guidance 

a. Attempt to keep a neutral stance and avoid promoting one's own 
personal opinions on the subject during the interview. For example, 
instead of “I agree with this!” use “I see”. 

b. Attempt to avoid leading questions, which might affect the response. For 
example, instead of “Do you think that AI provides low-quality images?” 
use “What do you think about the quality of AI-generated images?” 

c. Attempt to use open-ended probe questions to let participants describe 
their experience and opinion. 

d. Encourage a participant to illustrate their response with specific 
examples to increase the likelihood that it is interpreted correctly. 

e. If a response is not clearly understood, attempt to use a clarification 
question. For example, “Did I understand you correctly, that ….?” 

f. Remain aware of personal assumptions/opinions and consider their 
potential influence during the interview. 


