Generative Al in Marketing Agencies: Implementation Drivers and Outcomes

Introduction

Generative Artificial Intelligence (GenAl) is reshaping the way marketing agencies develop
and offer successful advertising and marketing campaigns. GenAl offers competence and skill
sets that are required for agencies, including data-driven hyper personalization and automated
content creation (lyer and Bright, 2024). Marketing agencies who adopt GenAl to meet
dynamic customer needs may be able to gain a competitive advantage. However, the rapid
implementation of GenAl applications raises critical concerns about ethical risks, marketing
outcome employee well-being (Chowdhury et al., 2024; Rana et al., 2024). Despite GenAl’s
potential benefits, there is a pressing need to scrutinize the drivers behind GenAl
implementation and its potential benefits and risks when marketing agencies engage with
business clients.

Research objectives

1. To examine whether and how technological, market, and organizational factors lead to
marketing agencies’ implementation of GenAl.

2. To investigate how agencies’ GenAl implementation affects ethical risk, employee
performance, and operational marketing performance with a consideration of the
moderating effect of organizational ethical culture.

3. To evaluate the interrelationship among ethical risk, employee performance, and
operational marketing performance under the implementation of GenAl.

Literature review

The implementation of GenAl in marketing agencies may be propelled by technological
factors, market forces, and organizational ambitions. Technological advancements, such as
sophisticated algorithms and machine learning capabilities, enable agencies to deliver
personalized content at scale (Deng et al., 2024). However, these advancements, while they
drive efficiencies, they introduce significant risks, particularly in human-centric applications.
Similarly, despite the potential for enhanced hyper-personalization, there may be resistance
among marketing agencies due to acceptance challenges, suggesting a disconnect between
technological possibilities and practical realities (lyer and Bright, 2024).

Competitive pressure and evolving customer needs may compel agencies to adopt GenAl to
remain relevant (Cillo and Rubera, 2024). Yet, this rush to adopt Al-driven solutions may
overlook critical considerations of organizational ethics and employee outcomes, which further
increase or decrease operational marketing performance. Al-based decision-making, driven by
market demands for efficiency, can lead to unintended consequences, such as diminished
transparency and increased bias (Papagiannidis et al., 2023). This indicates that external
pressures may increase ethical risks rather than mitigate them.

Organizational factors like the pursuit of efficiency, cost reduction, and enhanced creativity
further drive GenAl use (Rana et al., 2024). However, while GenAl can reduce labour costs
and streamline operations, it may negatively impact employee creativity and satisfaction due
to the automation of roles traditionally held by humans (Hui et al., 2024) . This suggests that



the short-term gains in efficiency could be offset by long-term declines in employee
performance and morale.

High levels of GenAl integration can lead to significant organizational performance gains
through exploitative innovations (Singh et al., 2024). Yet, this may come at the expense of
increased ethical dilemmas and reduced employee engagement. Consequently, scant evidence
exists in terms of a strategic framework that balances innovation with employee concerns,
because without careful management, GenAl implementation may do more harm than good
(Chowdhury et al., 2024). GenAl has the potential to improve efficiency and customer
engagement but only if user acceptance is secured (lyer and Bright, 2024). Ethical lapses can
hinder this acceptance, negating performance gains at the employee and organizational levels.

Methodology

This study employs a mixed-methods approach, starting with 20 in-depth interviews to refine
the proposed model (Figure 1). The interviews will be conducted with employees from UK
marketing agencies who are involved in GenAl implementation when working with their
business clients. Following this, a structured survey, which will be distributed to a larger
sample of 300 participants within the same demographic. The quantitative data collected will
be used to test the hypothesized relationships.

References

Chowdhury, S., Budhwar, P. and Wood, G. (2024) 'Generative artificial intelligence in
business: towards a strategic human resource management framework', British
Journal of Management.

Cillo, P. and Rubera, G. (2024) 'Generative Al in innovation and marketing processes: A
roadmap of research opportunities', Journal of the Academy of Marketing Science, pp.
1-18.

Deng, C., Li, H., Wang, Y. and Zhu, R. (2024) "The double-edged sword in the digitalization
of human resource management: Person-environment fit perspective’, Journal of
Business Research, 180, p. 114738.

Hui, X., Reshef, O. and Zhou, L. (2024) 'The short-term effects of generative artificial
intelligence on employment: Evidence from an online labor market', Organization
Science.

lyer, P. and Bright, L. F. (2024) 'Navigating a paradigm shift: Technology and user
acceptance of big data and artificial intelligence among advertising and marketing
practitioners', Journal of Business Research, 180, p. 114699.

Papagiannidis, E., Mikalef, P., Conboy, K. and Van de Wetering, R. (2023) 'Uncovering the
dark side of Al-based decision-making: A case study in a B2B context’, Industrial
Marketing Management, 115, pp. 253-265.

Rana, N. P., Pillai, R., Sivathanu, B. and Malik, N. (2024) 'Assessing the nexus of Generative
Al adoption, ethical considerations and organizational performance’, Technovation,
135, p. 103064.

Singh, K., Chatterjee, S. and Mariani, M. (2024) 'Applications of generative Al and future
organizational performance: The mediating role of explorative and exploitative
innovation and the moderating role of ethical dilemmas and environmental
dynamism’, Technovation, 133, p. 103021.



