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• Foundation models (LxM) have accelerated AI 
adoption across industries and shifted organizations 
from experimentation toward integration (Maslej et al., 

2025; McKinsey, 2025).

• High-performing organizations increasingly scale AI 
through workflow and operating-model redesign 
rather than isolated applications
(McKinsey, 2025).

• In media, GenAI use is expanding across information-
seeking, content production, and social/audience 
interaction (Reuters Institute, 2025).

Maslej, N., et al. (2025). Artificial Intelligence Index Report 2025; McKinsey & Company (2025). The 
State of AI; Reuters Institute for the Study of Journalism (2025). Generative AI and News Report 2025
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AI Is Transforming Media Organizations Beyond Content Generation

https://hai.stanford.edu/ai-index/2025-ai-index-report
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://reutersinstitute.politics.ox.ac.uk/generative-ai-and-news-report-2025-how-people-think-about-ais-role-journalism-and-society
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• Agentic AI systems execute multi-step plans and 
interact with external tools and digital environments 
(MIT Sloan, 2026).

• Current agentic systems combine planning, memory, 
tool use and workflow execution rather than text 
generation alone (Anthropic, 2024; Staufer et al., 2026).

• Conceptual synthesis: Humans define goals and 
governance; AI coordinates operational execution.

MIT Sloan Management Review (2026). Agentic AI Explained; Anthropic (2024). Building Effective AI 
Agents; Staufer, L., et al. (2026). The 2025 AI Agent Index

Agentic AI Shifts AI from Responding to Acting
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https://mitsloan.mit.edu/ideas-made-to-matter/agentic-ai-explained
https://www.anthropic.com/research/building-effective-agents
https://www.anthropic.com/research/building-effective-agents
https://arxiv.org/abs/2602.17753
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Futuristic Vision: AI in Media Evolves toward Agentic Ecosystems
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• Traditional value chains describe firms as 
coordinated activity systems creating competitive 
advantage (Porter, 1985).

• Agentic systems coordinate tasks through 
planning, tool use, autonomy and orchestrated 
workflows (Anthropic, 2024; Staufer et al., 2026).

• Long-term vision: Agentic Media Ecosystems 
replace linear (firm-based) coordination with AI 
orchestration under human governance.

Porter, M. E. (1985). Competitive Advantage: Creating and Sustaining Superior Performance. Free Press; 
Anthropic (2024). Building Effective AI Agents; Staufer, L., et al. (2026). The 2025 AI Agent Index

Agentic AI Redesigns Media Value Creation

Generated with
ChatGPT

https://www.anthropic.com/research/building-effective-agents
https://arxiv.org/abs/2602.17753
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• AI value creation requires organizational redesign, governance and workflow 
integration—not deployment alone (McKinsey, 2025).

• GenAI is more likely to transform occupational tasks than replace entire 
occupations (ILO, 2025).

• Workforce impact will vary significantly by role and task exposure, reinforcing the 
need for governance frameworks (World Economic Forum, 2025).

• Research challenge: (How) Should media organizations and management govern 
increasingly autonomous AI ecosystems?

McKinsey & Company (2025). The State of AI; International Labour Organization (2025). Generative AI and Jobs: A Refined Global 
Index of Occupational Exposure; World Economic Forum (2025). The Future of Jobs Report 2025

Challenge: Balancing AI Autonomy and Human Governance

https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.ilo.org/publications/generative-ai-and-jobs-refined-global-index-occupational-exposure
https://www.ilo.org/publications/generative-ai-and-jobs-refined-global-index-occupational-exposure
https://www.weforum.org/publications/the-future-of-jobs-report-2025/
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Source: ChatGPT

AI workforce
impact on the
media and 
creative industry 
to be discussed:

Between a 
profitability
tool and 
substitutional
threat …
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Media Has Always Run on Feeling — What Happens When Agents Step In?

• Agentic web. The shift toward AI-driven ecosystems where interactions between agents become central to 
how content, media and advertising operate. It's real but early — working systems alongside loud fights over 
standards. A beginning, not a finished future.

• Who are we making media for — people, or agents? Media always worked by moving people. But 
increasingly an agent may be the one watching, choosing and buying for you. If the audience is an agent, 
what are we appealing to?

• Does this layer drain the feeling out of media, or amplify it? It could thin out — media reduced to what an 
agent ticks off a list. Or intensify — agents reading our emotions and pushing them harder than any human 
could. Maybe both.

• When the way media reaches us changes, everything changes. Today we hold it in our hands; tomorrow, 
who knows. When the channel changes, the whole experience changes with it — and we can't yet see what's 
coming.

Iuliana Adina 
Apostol

HeliosTree GmbH
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• My position regarding challenges that may arise when integrating AI and human 
decision-making systems in the specific context of media and advertising image 
creation:

• Assessment becomes implicit rather than explicit:  AI never simply "processes data"; it performs 
assessment. In some applications, this is visible (e.g. AI use in public social service distribution: 
eligible / not eligible, deserving / undeserving etc.). In advertising this assessment becomes 
hidden. Every prompt like "Create a successful entrepreneur” or "Generate a beautiful family” 
contains latent assessment criteria (successful, beautiful etc.). Thus, image generation performs 
continuous social categorisation, even though users experience it as creativity. The assessment 
layer has simply disappeared from view.. 

• Bias shifts from (resource) allocation to representation: Advertising shifts the main question to 
"Who gets represented?” Representation itself becomes a scarce social resource.

• Human-in-the-loop becomes aesthetic rather than administrative: In other systems, human 
oversight often means checking eligibility, reviewing evidence, overriding algorithms. In creative 
production, humans perform different functions (prompt engineers, art directors, brand 
managers, campaign strategists). The human no longer validates facts. Instead, the human 
validates style, persuasion, brand consistency, emotional impact. This changes the meaning of 
Human-in-the-Loop. The challenge becomes: Can humans still critically evaluate AI-generated 
symbolic meaning?

YOUR 
Photo

Petra 
Ahrweiler,
Johannes 

Gutenberg 
University 

Mainz, 
Germany
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• My position regarding challenges that may arise when integrating AI and human decision-
making systems in the specific context of media and advertising image creation:

• Feedback loops become cultural: The algorithmic value chain is important. For media, it becomes 
something like training images to generated advertising to consumer reactions to engagement metrics 
to new training data to new generated images. This loop operates at enormous speed. The 
consequence is not only reinforcement of bias. It becomes reinforcement of visual culture itself. AI 
gradually learns from images that previous AI systems generated. Eventually we risk a closed cultural 
ecosystem.

• Participatory AI becomes much harder: Participatory AI and "society-in-the-loop” becomes much more 
difficult in advertising. Who are the stakeholders? Advertising affects almost everyone simultaneously. 
Participation therefore has to scale from institutional participation to cultural participation.

• Fairness alone is no longer sufficient: Fairness is multidimensional. For advertising, fairness becomes 
only one dimension. We also need authenticity, cultural diversity, symbolic inclusion, narrative plurality 
and creative originality. An image can be statistically fair while still being culturally impoverished. 
Imagine perfectly balanced demographic representation where every generated image nevertheless 
follows exactly the same visual grammar. No discrimination. Yet enormous cultural homogenisation. 
This is not captured by fairness metrics.

• Governance shifts from decision support to imagination support: Generative AI supports imagination 
itself. Advertising shapes aspirations, identities, ideals, lifestyles and emotional expectations. The 
governance question therefore changes. Instead of asking "Should AI make this decision?” we ask 
"Should AI shape the symbolic universe through which humans make decisions?” That is a different 
order of governance problem.

Petra 
Ahrweiler,
Johannes 

Gutenberg 
University 

Mainz, 
Germany
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• My position regarding challenges that may arise when integrating AI and human 
decision-making systems in the specific context of media and advertising image 
creation:

• Decrease in creativity. Originality takes a backseat while optimization and statistical calculations 
take over. Nuance, spontaneity, and risk taking are stifled for the sake of generating a safe, 
predictable canon. 

• Erosion of digital trust. The deliberate use of AI generated images not disclosed as such actively 
blurs the line between real and fake imagery. This negatively impacts media credibility.

• Algorithmic homogenization of aesthetics. AI can generate hyper-realistic models, according to 
new, flawless beauty standards, that are impossible to imitate by audiences. It can also fall into 
algorithmic tokenism and into the erasure of uniqueness or imperfection.

• Cognitive disorientation. Prolonged exposure to digitally generated images unlabeled as such can 
trigger certain psychological vulnerabilities that struggle to separate what is real from what is 
imagined.

Rosario Torres
Penn State 
University 

(Berks 
College)

YOUR 
Photo
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▪ AI is an (assisting) tool
▪ Creativity vs Automation

▪ AI should be used for repetitive tasks that require little or no decision-making. 
In media and film production, AI can take over routine work, allowing artists 
and creators to spend more time on creative thinking and important artistic 
decisions.

▪ Context Engineering: AI could be more costly than human beings
▪ In some cases, the cost of using AI models can exceed the cost of hiring a 

person to perform the same task. Whether AI is cost-effective depends on how 
it is implemented, the complexity of the task, and the amount of context and 
processing required.

▪ Rationale, motivation and accountability for critical decisions
▪ If AI takes over parts of the decision-making process, an important question 

arises: who is responsible for the outcomes of those decisions? 

Can Bilgin

CreatiF Center
University of 

Television and 
Film Munich

Germany
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