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Context & Recap



3 years of agentic PPC

In 2024 | started building In 2026 | realized “this just
agents got real”
Fun & exploring whats Agents stop optimizing ads,
possible. they start optimizing
2025 businesses 20XX
2024 2026
In 2025 | build agentic PPC What's next?
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 Al. 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. Al struggled to find high value moves week after week.

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

- benjaminwenner.com
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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, Scaling spend on low-margin
fulfillment cost products
Cashflow Monthly budget reality, Spending money the business

runway

doesn't have

"An agent that doesn't know your margin isn't optimizing. It's guessing."”

benjaminwenner.com
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The Real Optimization Gap

What agents optimize

Full visibility & control

Keywords & bids

Search terms, match types, CPCs

Ad copy & extensions
CTR, A/B testing, assets

Audiences & demographics
Segments, geo, device

Budget pacing
Allocation, dayparting

Campaign scheduling
On/off, flight windows

"Visibility ends at the click" — "Visibility ends at the platform boundary”

benjaminwenner.com

What agents can't see
Black box after the click

Lead quality

Close rates, sales cycle length

Product margins
Gross margin per SKU

Seasonal cashflow
Monthly budget reality, runway

Inventory status
Stock levels, fulfilment cost

Customer LTV
Repeat value, churn signal




Solution: Outcome-Based Agents

Google Ads API

L Campaigns, bids, terms

+ new in 2026

( ) . . -
CRM connect@ L Margin-aware bidding }

|_ Lead quality, close rates ) FiEU AL

e — R
ERP connect(p 4

Margins, inventory, SKUs -

b . Al agent ‘ Lead quality loop

- g@\ orchestrator CRM to keyword priority
Accounting A —___ Decision engine

| Cashflow, monthly budget )

- T uee) { Campaign builder

Analytics Structure, settings, budgets
LTV, retention, churn
Cashflow guard
Auto-throttle month-end
2025 ; 2026

Ads API only +4 business data connectors via MCP

- benjaminwenner.com



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

- benjaminwenner.com



Margin-aware bidding (simple)

MarginTable # B &
File Edit View Insert Format Data

Q_ Menus o ¢ & T 100% - ‘

F21 - &
A B c

= (ot Wi 2. Agent starts the process to optimize

2 BrandA 10%

3 |BrandB S SKU performance

4 BrandC 30%

5

6

Brand D 5% s

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

N

Google Sheets Google Ads

3. Every process starts by getting the
latest margin data, SKU analysis now runs
with profitability information.

- benjaminwenner.com
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Margin-aware bidding (complex)

W
Ashopity A
, zendesk
D ‘f, SerpApi
N <) SEMRUSH
2. The datawarehouse gets streamed
updates from shopsystem, customer

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

Google Cloud

=~

3. Agent starts the process to optimize
SKU performance

Tools

Builtin Tools 4. Google ADK has built in support for
BigQuery to get information from GCP to

BigQuery first-party toolset R (1) BigQuery your agent. benjaminwenner com



1 — Data pipeline — | 2 — Agent reads the picture | — 3 — Decision |

Finance API connection

Pull — incoming & outgoing
transactions

Match — transactions against ad
spend commitments

Calculate — running imbalance ratio

Schedule — daily sync, agent reads on
trigger

API daily

finance source sync frequency

Without finance data

Agent keeps spending regardless of cash position. Month-end crunch
hits. Human has to manually pause campaigns in a panic — or worse,

nobody notices until the invoice arrives.

Cashflow picture

Incoming — client revenue, payments
received

Outgoing — ad spend, invoices,
overheads

Signal — imbalance ratio crosses
threshold

Context — cash cycle position +

timing

T out crunch

vs incoming detected

Agent decision

Keep running — high-ROAS, brand,
core campaigns

Pause — prospecting, low-ROAS,
experimental types

Resume trigger — imbalance
nommalises

Log — decision + rationale written to
sheet

auto ~days
no human before crisis
needed

With finance data

Agent detects the imbalance before it becomes a problem. Pauses the
right campaign types automatically. Cash position stabilises, Core

campaigns keep running. No panic, no wasted spend.

*The surface is budget pacing. The real unlock is knowing whether the business can dfford to spend at all."

What if your agentic system could read your finance data like a CFO?

Cashflow-gated spend (experimental)

benjaminwenner.com



Less noise, bigger picture

(E R A
MMM + cashflow integration ’ Task scoring as guardrail )
\__ What agents are missing on complex accounts L What stops agents drifting on thin surfaces )
The problem The problem
Channel ROAS lies on mature accounts. Even with better context and better loops,
Google Ads absorbs branded demand that agents drift. On mature accounts with thin
social or organic actually created. optimization surface, they fill the week
The agent optimises a false signal. with low-value noise tasks.
@ B 4 B
The fix The fix
Feed MMM output into the agent loop. Agent scores every task before acting.
Agent now has a bigger objective function Must defend why a task is worth doing.
— true channel contribution, not just Below threshold — skip entirely.
L last-click platform metrics. y 8 Kills noise. Forces strategic thinking. y
EAMM outpuﬂ [Cashflow dataJ [Cross—channel] [Score below threshold ]—3*‘/ skip ]

- benjaminwenner.com



Results



Fixing Small Accounts

B Agent actions/week = Success rate %
26 100%
24 ——
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Fixing Enterprise Accounts

Actions/week Success rate High-value tasks
6-3 55% — 76% 32% — 76%
fewer but better +21 percentage points noise collapsed

@ Noise tasks % @ High-value tasks % = Success rate %
100%

75%

50%

25%

0%

Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8

D £ S
Months 1-3: platform data only ( Months 4-5: + business data ) | Months 6-8: + MMM + task scoring )

(Heroconr benjaminwenner.com



Same spend. Better decisions

Profit on ad spend Lead volume — lead gen clients Lead quality score
% 1% 17%

+11% +1% +17%

avg. improvement across test groups change in total leads generated measured via lead scoring model

Agent optimising for margin, not just ROAS. Volume stayed almost flat — but that's the CRM close rates fed back weekly. Agent
Spend shifted toward high-margin products point. The agent stopped chasing lead deprioritised keywords generating
automatically. count and started optimising for lead unqualified leads.

worth.
Without business data
With business data

Agent optimises for platform metrics. Chases conversion volume.
Treats all leads and products equally. ROAS looks good. Profit doesn't

move.

S Agent optimises for margin and pipeline quality. Fewer, better actions.
Profit on ad spend up 11%. Sales team closes more of what comes in.

1% more leads. 17% better quality. The agent stopped optimising for volume and started optimising for value.”

- benjaminwenner.com



Failures & Limitations

Technical Issues API limits, bugs, timeouts, Cost overruns.
Conceptual / systemic Hallucinations in reasoning, silent drift, Cascading
failures failures.

Agents trust what they're fed; dirty CRM data is

Garbage in, garbage out dangerous

- benjaminwenner.com
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How to get started



Getting Started 2026

S 4 AW 9

Google Sheets Google Cloud Google Analytics Google Ads

Business Case Claude Code Google ADK Connectors Share

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

- benjaminwenner.com



Getting Started 2026

Welcome to the Claude Code research preview!

Claude Code Extension for
VS Code

IMPOI
installe

Business Case Claude Code Google ADK Connectors

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.

- benjaminwenner.com



Business Case
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Getting Started 2026

Get started:

Python TypeScript

Go

Java

pip install google-adk

Start with Python

Start with TypeScript

Start with Go

Start with Java

Claude Code

Google ADK

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.

Connectors

Share

benjaminwenner.com




Business Case
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Getting Started 2026

Google Drive

My Drive
Drive API Drive API 7
000
O -3»"h--03-» P
Dﬁ\?: gAlsp OAuth Shared drives
Claude Code Google ADK

Connectors Share

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, Penjaminwenner.com



Getting Started 2026

?

A2A & Remote Agent 1 ]

[ ® M User ]4—' & Client Agent ]

A2A & Remote Agent 2

i

Business Case Claude Code Google ADK Connectors Share

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.

- benjaminwenner.com
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ing the actual agent(s): My 2025 approac
Frameworks & architecture

SaaS Framework: All-in-One Platform

Independent Functions: Modular Architecture

. Keyword Ad Copy
Al Marketing Saa$S Platform Rasaarcii AP i
- SEMrush - Ahvefs
- Google KW Planner
= \ - Google Trends A
Campaign Keyword Ad Copy . B y
Research Creation
* Building * Discovery * Generation Dashboard — —
* Optimization + Analysis « AB Testing i Campaign = Analytics
Controls Builder g N . Service
* Report; « Strick «Farboians
Analytics & Al Decision Bid P S Al Agent i
Reporting Engine Management + Seftings _ Orchestrator
+ Performance -0 Decision Engine
+ Insights + Budget Control
v Best-of-breed tools X Integration complexity
v Flexible integration - X Multiple API costs
Unified Data Platform v Scalable components X Data consistency challenges
Customer Data « Campaign History « Performance Metrics « Market Intelligence J Easy to replace/upgrade X Monitoring overhead

v Integrated workflow
v Single dashboard
v Consistent UX

X Vendor lock-in
X Limited flexibility
X Full stack software project

Don’t fall into the “all-in-one” trap, while building.

RO CONF|

Bid
Optimizer

Budget
Manager

Modular (open source) might be the solution.

benjaminwenner.com




Building the actual agent(s): 2026 Google best

practice

Developer’s Guide to Building ADK
Agents with Skills

APRIL 1, 2026
Lavi Nigam Shubham Saboo
Developer Relations Engineer ~ Senior Al Product Manager < Share

Building ADK Agents with Skills

From Inline to Meta

Inline Skill SkillToolset File-Based Skill

| = O
seo-checklist i \
\j—/

models.Skill() g' load_skill_from_dir()
1

blog-writer

ADK Agent

load_skill_from_dir() blog_skills_agent

models.Skill()

External Skil Metaskll  \SKLLmd
4+
& : /+
External Skill models.Skill) Meta Skill
content-research-writer

- aaaaaaa ils o specification benjaminwenner'com



Agentic PPC 2.0

Platform
metric
only agents

Outcome
connected agents
with additional
data sources
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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. Al 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

benjaminwenner.com


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