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3 years of agentic PPC

2026

In 2026 I realized “this just 
got real”

Agents stop optimizing ads, 
they start optimizing 
businesses 20XX

What’s next?

2024

In 2024 I started building 
agents

Fun & exploring whats 
possible.

2025

In 2025 I build agentic PPC 
systems

Frameworks, MCP, ADK, A2A 
made things more 
professional. “There’s an 
opportunity for more”.
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Agentic PPC results 2024-2025
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Activity was high. Value wasn't.

1. Small accounts got a lot of actions, but more of the spam kind. Little real value.

2. Mid level accounts got the most out of AI. High value actions, and enough of them 
to actually move performance.

3. High end accounts got far fewer actions, and those accounts were also the most 
complex. AI struggled to find high value moves week after week.

“There was a lot of activity (especially short term), but long term value was lacking”



The Data Gap Problem
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What Agents Are Missing

Data Type Examples Impact on Decisions

CRM data Lead quality, close rates, LTV Optimizing for leads that never 
convert

Backend/ERP Margins, stock levels, 
fulfillment cost

Scaling spend on low-margin 
products

Cashflow Monthly budget reality, 
runway

Spending money the business 
doesn't have

"An agent that doesn't know your margin isn't optimizing. It's guessing."
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The Real Optimization Gap

"Visibility ends at the click" → "Visibility ends at the platform boundary"
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Solution: Outcome-Based Agents
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Example Use Cases
1. Margin-aware bidding: Agent reads product margins from backend, adjusts tCPA 

targets per product category automatically

2. Lead quality feedback loop: CRM close rates fed back to agent weekly, agent 
deprioritizes keywords that generate unqualified leads

3. Cashflow-gated spend: Agent reads monthly remaining budget from accounting 
system, auto-throttles before month-end crunch
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Margin-aware bidding (simple)

1. Brand margin data stored in a 
spreadsheet. Updated manually if needed.

��
2. Agent starts the process to optimize 
SKU performance

��

3. Every process starts by getting the 
latest margin data, SKU analysis now runs 
with profitability information.
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Margin-aware bidding (complex)

��

3. Agent starts the process to optimize 
SKU performance

1. A datawarehouse holds margin 
information on SKU level, but also a 
product scoring (return quota, 
seasonality, price competitiveness, 
demand, historic sales volume and 
more.

2. The datawarehouse gets streamed 
updates from shopsystem, customer 
service tools and analysis tools.

4. Google ADK has built in support for 
BigQuery to get information from GCP to 
your agent.
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Cashflow-gated spend (experimental)

What if your agentic system could read your finance data like a CFO?
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Less noise, bigger picture



Results
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Fixing Small Accounts
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Fixing Enterprise Accounts
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Same spend. Better decisions
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Failures & Limitations

API limits, bugs, timeouts, Cost overruns.Technical Issues

Hallucinations in reasoning, silent drift, Cascading 
failures.

Conceptual / systemic 
failures

Agents trust what they're fed; dirty CRM data is 
dangerousGarbage in, garbage out



How to get started
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Getting Started 2026

Business Case Claude Code Google ADK ShareConnectors

What do you need an agent
Or agentic system for?
Where is the data coming from?
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Getting Started 2026

Business Case

Your agent-building tool. Feed it 
the Google Ads API docs, your 
framework docs, and any code 
samples. Always include 
documentation, or it will 
hallucinate its own solutions.

Claude Code Google ADK ShareConnectors
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Getting Started 2026

Business Case

Google's Agent Development 
Kit. Purpose-built for agents 
that talk to Google APIs like 
Ads, Analytics, Sheets. Avoid 
the all-in-one SaaS trap: 
modular beats monolith for 
agents you'll actually maintain.

Claude Code Google ADK ShareConnectors
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Getting Started 2026

Business Case

Model Context Protocol and 
API’s lets your agent connect to 
Shop, CRM, ERP, and accounting 
systems without building 
custom integrations for each 
one. This is what unlocks 
outcome-based optimization.

Claude Code Google ADK ShareConnectors
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Getting Started 2026

Business Case

Agent-to-agent protocol lets your 
functional agents talk to each other 
and lets other marketers connect 
to your agents. Build it in from the 
start if you plan to collaborate or 
open-source your work.

Claude Code Google ADK ShareConnectors
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Building the actual agent(s): My 2025 approach
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Building the actual agent(s): 2026 Google best 
practice
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Agentic PPC 2.0
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Why even care about agentic PPC?

Global State of PPC 2026: agency teams managing $1M+/month are 20% 
more efficient with smaller headcounts than two years ago. AI is already 
compressing team sizes at scale.

"The agents running on platform data alone already did this. Imagine what 
outcome-connected agents will do."

Further reading and career implications: “PPC Salaries Are Splitting” in Search 
Engine Land

https://searchengineland.com/ppc-salaries-are-splitting-which-side-are-you-on-474117
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