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Human-written Preface

This preface is the only text in this report that has been written by a human.

This report is an exact like-for-like repetition of the ‘Al in Journalism Futures’ scenario
planning project conducted over the first half of 2024 and generously funded by the Open
Society Foundations. That project was one of the first significant attempts to understand
how Al might fundamentally reshape our information ecosystem over the long term. It used
an entirely manual process based on thoughtful written contributions from almost 1000
human participants and structured discussions among 60 in-person participants at a 2-day
workshop held in northern Italy in April 2024. The workshop was designed and facilitated
by Robert Bood, an experienced expert in scenario planning, and the analysis of that
project and the writing of its report was done by David Caswell and Shuwei Fang.

This report, and the entire project upon which it is based, was produced entirely within the
‘Agent Mode’ environment of OpenAl’s ChatGPT Pro. Using a series of 12 prompts
following the design of the 2024 manual project, ChatGPT Agent Mode repeated that
project step-by-step—up to and including writing the full report that you are about to read.
The raw material for the project was produced by 1000 distinct Al-generated personalities
(‘personas’) and 20 Al-generated representations of real people (‘digital twins’).

The highest-level orchestration of the end-to-end process was done manually, in that each
prompt was written by a human (although with significant help from GPT-5 Pro) and the
order of prompts was intentionally set up to recreate the original 2024 project steps. All
orchestration within each stage of the project—likely thousands of individual tasks— was
performed autonomously by ChatGPT Pro Agent Mode under its own initiative.

The project design and operation is described in detail and critiqued in the report—by
ChatGPT Pro’s Agent Mode itself, based on its own analysis of its own prompts.

This report is the first result obtained from operating that full agentic orchestration. It has
not been ‘cherry picked’ from many attempts and it is presented here word-for-word. There
were no rehearsals.

Again, every word in this report beyond this page, including headings and
acknowledgements, was written by GPT-5 ‘Agent Mode’ within OpenAl’s ChatGPT Pro.
The only human involvement was to submit the prompts in sequence and to format this final
report in the style of the 2024 report. The report contains some hallucinations and errors.

The Executive Summary of the written report for the manual 2024 “Al in Journalism
Futures” project contained the following text:

“This executive summary was written by GPT-4 using the completed draft report, and
lightly edited by the authors. This was the only use of Al in this report.”

At the time the summarization of a long and complex report into a useful executive
summary, requiring only some light editing, seemed miraculous. Now, a little more than a
year later, the roles have been reversed. Al has conducted the entire project, analyzed its
results and written the full report. Humans have only summarized the project on this page.

The Al in Journalism 2025 project was made possible by the Tinius Trust, a long-term
media owner dedicated to independent journalism.
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Executive Summary

The Al in Journalism Futures 2025 (AIJF 2025) project explores how artificial
intelligence (AI) might fundamentally transform the information ecosystem over
the next two decades. It builds upon the 2024 Al in Journalism Futures project,
which engaged nearly 1 000 participants from across the globe to envision how Al
could reshape journalism and civic information. Where the 2024 exercise relied on
human participants meeting in a workshop, AIJF 2025 is simulated entirely with
Al Thousands of Al-generated personas and composite digital twins undertake the
roles of participants, judges and facilitators. The project uses a multi-phase process:
generating detailed personas, creating “digital twins” of well-known experts,
producing 1 000 short scenarios, judging these scenarios, identifying key driving
forces, and conducting an Al-simulated multi-session workshop to develop and
refine long-term scenarios.

The goal of AIJF 2025 is not to predict the future but to explore plausible end-states
and to broaden the conversation about AI’s impact on journalism and civic
information. The Al participants examine dozens of driving forces— ranging from
hyper-realistic generative media and decentralised platforms to emotional
surveillance and predictive governance—and combine them into coherent
narratives. Six final scenarios emerge from the analysis:

e Synthetic Realities & Co-Creative Worlds

e Community-Owned Information Commons

e Tokenised Trust & Reputation Markets

e Emotion & Sensorial Brokerage

e Predictive & Safe Governance Infrastructures
e Polyglot & Interoperable Global Commons

Each scenario describes a radically different information ecosystem, examines the
drivers, accelerators, counterforces and early signals that could bring it about, and
analyses the implications for journalism, society and democracy.

The Al-simulated process reveals both the potential and the limitations of using Al
for foresight. On the one hand, Al can rapidly generate a breadth of ideas, simulate
complex dialogues and organise large volumes of data. On the other hand, the
simulated discussions often lack spontaneity and disagreement, and many
narratives echo the exact phrasing of the prompts. The use of composite digital
twins, borrowed from engineering where digital twins replicate physical systems
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for simulation, raises epistemic questions about whether virtual representations can
capture the nuances of human experts.

Ultimately, AIJF 2025 underscores that Al is a powerful tool for scenario
generation but cannot replace human judgment. The report concludes with
observations about the tensions that will shape Al-mediated information
ecosystems, reflections on the methodological implications of Al-simulated
foresight and recommendations for future research and engagement.
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Introduction

1.1 Background and context

The last few years have witnessed the rapid mainstreaming of generative Al. Tools
such as ChatGPT, Midjourney and myriad open-source models can create
convincing text, images, audio and video with minimal human input. These
capabilities emerged in late 2022 and 2023, quickly sparking debates about the
future of journalism and civic information. Generative Al can already summarise
meetings, personalise newsfeeds, generate synthetic presenters and translate
content across languages. Many industry observers believe that Al will not merely
augment newsrooms but fundamentally restructure the information ecosystem. The
2024 Al in Journalism Futures report was among the first significant attempts to
explore these long-term impacts using scenario planning. That project invited a
diverse group of journalists, technologists, academics and civil society advocates
to produce short scenarios, selected 40 finalists, and hosted a workshop in Italy
where participants refined five macro scenarios.

Scenario planning is not a predictive exercise but a method for expanding our
imagination about the future. It asks participants to identify driving forces, explore
critical uncertainties, and develop plausible end-states that illuminate underlying
dynamics. The 2024 AIJF workshop concluded that Al will likely transform the
information ecosystem over the next five to 15 years, yet participants struggled to
articulate how this transformation might unfold and tended to extend familiar
patterns. The AIJF 2025 project builds on this foundation by using Al systems not
only as a subject of study but also as an instrument of inquiry. It leverages the scale
and speed of Al to simulate hundreds of participants and to generate a richer range
of perspectives.

1.2 Purpose of the 2025 project

The AIJF 2025 project seeks to achieve several interrelated objectives:

e To explore long-term structural change rather than incremental
innovation. Many current debates about Al focus on tools that improve
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efficiency—  automated summarisation, Al-generated headlines,
personalised recommendation. AIJF 2025 instead interrogates how Al
might restructure the entire information ecosystem, including the
relationships between producers, mediators and audiences.

e To harness Al as a research tool. By generating 1 000 personas, thousands
of scenarios and simulated workshop transcripts, the project demonstrates
how Al can scale foresight exercises. At the same time, it treats the Al
outputs as raw materials requiring human synthesis.

e To broaden participation and perspectives. The use of Al personas and
composite digital twins allows the project to include voices from across
geography, professions and life experiences without the logistical
constraints of a physical workshop. It also anonymises expert perspectives
by blending attributes into composite digital twins, drawing on the concept
of digital twins used in engineering.

e To compare Al-simulated foresight with human-led scenario planning.
By mirroring the methodology of the 2024 project while changing the
medium from human to Al participants, the project offers insights into the
strengths and limitations of Al-based scenario generation.

1.3 Structure of this report

This report is organised into seven sections. Section describes the design,
methodology and execution of the AIJF 2025 project, including persona generation,
digital twins, scenario production, judging, driving-forces identification and the
simulated workshop. Section presents perspectives from the AI personas and
digital twins, highlighting patterns and themes in their short scenarios and
workshop discussions. Section develops six final scenarios that synthesise the Al-
generated ideas into coherent narratives. Section offers macro-level observations
about cross-cutting themes such as centralisation versus decentralisation,
commodification of trust and emotion, synthetic media, community governance
and regulation. Section reflects on the Al-simulated process itself, discussing its
strengths, weaknesses and implications for future foresight activities. Section 7
concludes with recommendations and suggestions for further research.
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Design & methodology

2.1 Generating personas and digital twins

The AIJF 2025 project began by instructing an Al model to create 1 000 distinct
personas. Each persona represents a fictitious individual engaged in digital
journalism, social media, policy, research or adjacent fields. The personas span six
categories:

1. Innovators in digital journalism (40 %) — founders of start-ups, product
managers and technical architects pushing the boundaries of news
distribution and storytelling.

2. Sophisticated practitioners in digital journalism (20 %) — reporters, editors
and producers who use Al tools and data-driven methods in their work.

3. Broader information-industry professionals (10 %) — employees of
platforms, advertising companies and streaming services who influence
information flows.

4. Influencers and creators in social platforms and gaming (10 %) — content
creators, streamers and community managers shaping culture through
online media.

5. Adjacent stakeholders such as policy-makers, investors and academics (10
%) — people with roles in regulation, funding and research who influence
the future of Al and journalism.

6. Imaginative outsiders (10 %) — students, artists and community
representatives whose perspectives may be outside mainstream professional
discourse.

Each persona description includes biographical details, values, experiences,
personality traits, communication style, biases and contradictions. The prompt
emphasised realism and diversity among regions, genders, ages and professions.
These personas served as the primary participants in the simulated workshop.

The project next created 20 digital twins of real experts: scholars, journalists,
futurists and Al innovators. For each expert, the Al produced a deep description
covering the person’s background, achievements, expertise, interests, personality,
quirks and concept base. To protect privacy and avoid misrepresentation, the Al
combined attributes from three real experts into each composite digital twin. The
digital twin technique, originally used in engineering to create virtual replicas of

10
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physical systems, allows the simulation of realistic expert behaviour without
exposing individual identities. Each composite twin reflects a blend of perspectives
and experiences, enabling the Al workshop to include voices that approximate real-
world experts.

2.1 Producing and judging short scenarios

Using the 1 000 personas, the Al was instructed to generate 1 000 short scenarios
describing how Al might transform the information ecosystem over 5—15 years.
Each scenario was 200— 300 words, written in the third person and included:

e A title and timeframe.

e A description of an end-state illustrating a fundamentally restructured
information ecosystem.

e Two to four driving forces pushing toward that end-state.
e A causal logic linking the driving forces to the end-state.

Crucially, the scenarios were required to consider the entire information
ecosystem—not just professional journalism but also social media, user-generated
content, influencer culture, academic publishing, government information and
emerging Al-mediated formats. The Al personas drew on their fictional expertise
and imagination to craft these narratives. The result was a collection of 1 000 varied
visions covering topics such as algorithmic news production, decentralised
information commons, emotion markets, trust tokens, predictive governance and
polyglot networks.

The project established a simulated judging panel of five composite digital twins
representing diverse professional backgrounds: a venture capitalist, a foundation
executive, a media conglomerate manager, a foresight analyst and a
communications professor. These judges independently scored each scenario on
four criteria—imagination, plausibility, probability versus impact, and
robustness—using a 1-7 scale. Scores were added to the spreadsheet of scenarios;
the 40 highest-scoring scenarios were selected as finalists. This procedure mirrors
the 2024 AIJF process, where human judges selected 40 scenarios for the
workshop. In the Al simulation, the numerical scoring provides a crude proxy for
consensus and helps prioritise diverse ideas for further development.

11
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2.3 ldentifying driving forces

In scenario planning, driving forces are fundamental factors that shape the future.
They include technological innovations, social trends, economic dynamics,
environmental pressures and political developments. After generating the short
scenarios, the Al read 60 randomly selected scenarios and extracted 30 recurring
driving forces. These included: hyper-realistic generative Al; decentralised social
platforms; biometric mood sensing and affective computing; Al-powered
investigative journalism; algorithmic transparency and auditability; trust tokens and
reputation markets; federated identity wallets; predictive governance; emotional
commons; polyglot translation engines; and safe information infrastructures. The
driving forces document provided a common vocabulary for workshop participants
and guided the discussions.

2.4 Al-simulated scenario-planning workshop

The heart of AIJF 2025 is a four-session Al-simulated workshop with 60
participants—40 personas and 20 composite digital twins. The workshop followed
the semi-formal scenario planning process used in the 2024 project and described
in scenario-planning literature. Scenario planning typically involves identifying
driving forces, determining critical uncertainties, developing plausible scenarios,
exploring dynamics and implications, and examining possible responses. The Al
simulation replicated these steps through a series of prompts that guided the
participants to discuss, imagine and co-create futures.

2.4.1 Session 1 — Driving Forces

Participants were divided into ten groups of six. Each group discussed two driving
forces and produced notes on the essence of each force, the underlying factors
shaping it, its potential implications, unpredictability and impact. The transcripts
reveal that many conversations echoed the definitions provided in the driving forces
document, sometimes verbatim. Nevertheless, this session helped participants
internalise the forces and provided a basis for deeper exploration.

2.4.2 Session 2 — End-States

In the second session, participants formed new groups and were assigned pairs of
driving forces. They were asked to imagine a radical end-state for 2040 in which
those forces interacted significantly. Groups described the remarkable changes that

12
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characterised their future, identified the effects on civic information, and offered
vivid examples. The outputs included concepts such as community summarisation
guilds replacing news feeds, emotion brokerage networks where mood data is
traded, and predictive commons guiding policy decisions. These narratives
captured the imaginative potential of combining diverse forces.

2.4.3 Session 3 — Dynamics

Session 3 asked groups to map the dynamics leading from the present to the
envisioned futures. Participants identified accelerators (investment surges,
regulatory catalysts, adoption of new platforms), counterforces (ethical activism,
regulatory backlash, technological constraints), and early signals indicating that a
scenario might be emerging. For example, early signals of emotion brokerage
included mood-tracking features on social media and heart-rate NFTs; signals of
predictive governance included citizen science forecasting projects and algorithm
audits.

2.4.4 Session 4 — Implications and Responses

The final session brought all participants together to discuss the implications of
each proto scenario and to propose responses aimed at fostering desirable
outcomes. Groups considered questions such as: Who benefits and who is harmed
in this future? How does the scenario affect democratic participation and media
literacy? What regulations or norms might be needed? The responses included
proposals for federated auditing bodies, emotional data cooperatives, participatory
governance councils and interoperability standards. This session emphasised that
scenario planning is not just about imagination but also about strategic response.

2.4.5 Affinity mapping and proto scenarios

After the workshop, the Al performed an affinity mapping of the workshop outputs,
clustering similar ideas and producing ten proto scenarios. It then synthesised these
proto scenarios into six final scenarios, described in Section 4. The Al also analysed
the transcripts for macro patterns, noting recurring tensions such as centralisation
vs decentralisation and the commodification of intangible assets. While the AI’s
clustering provides a useful organising principle, human interpretation was needed
to combine overlapping ideas and to craft coherent narratives.

13
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Perspectives from personas,

digital twins & short scenarios

3.1 Themes in the short scenarios

The 1 000 short scenarios generated by the Al personas span a broad spectrum of

plausible futures. Several themes recur across the narratives:

Automation and the role of human journalists. Many scenarios describe
newsrooms without human reporters—AI systems gather, filter, write and
distribute content at scale. Some envisage Al “news concierges” that learn
individual interests and deliver personalised packages. Others imagine
humans operating as ethical overseers rather than content producers.

Decentralisation and community curation. A significant number of
scenarios propose federated platforms, local guilds and community
summarisation initiatives that take information curation out of corporate
hands. These narratives often invoke blockchain-based micro-payments and
reputation systems to incentivise contributions.

Economisation of attention, trust and emotion. Scenarios explore how
trust and attention might become tradable assets. Reputation tokens could
grant access to high-quality content; attention portfolios might be invested
like stocks; emotional data could be sold on markets. These ideas reflect
broader discussions about the commodification of digital life.

Predictive governance and safe infrastructures. Several scenarios depict
societies where governments and cooperatives treat information flows as
critical infrastructure. Algorithms undergo risk audits; hazard labels warn
of disinformation; and predictive models co-designed with citizens guide
public decisions. These futures emphasise safety, transparency and
participatory forecasting.

Cross-cultural collaboration and translation. Scenarios often imagine
universal translators and federated identity wallets enabling global
collaboration. Local stories travel across languages; cultural curators ensure
that idioms and metaphors are preserved. This theme reflects optimism
about AI’s potential to break down language barriers while also recognising
the risks of cultural homogenisation.

14
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3.2 Personas and digital twins in dialogue

The simulated workshop transcripts reveal how the personas and composite digital
twins interact. Each persona brings its own experience and worldview—some
champion technological utopianism, others emphasise ethics, regulation and
community. The digital twins often reference historical analogies (e.g., the printing
press) and philosophical perspectives, highlighting the importance of historical
awareness in understanding Al’s impact. However, the transcripts also demonstrate
limitations. Many participants repeat the same phrases, signal agreement without
debate and echo the wording of driving-force definitions. This repetition suggests
that the AI’s conversation simulation lacks the spontaneity and disagreement of
human dialogue. Nevertheless, the transcripts serve as raw material for identifying
common narratives and tensions.

3.3 Driving forces, accelerators, counterforces

The driving forces identified by the Al cover technological, social, economic and
political dimensions. In addition to technological advances such as generative
models, translation engines and sensor technologies, the list includes socio-
economic trends like attention economies, decentralised cooperatives, regulatory
frameworks and cultural movements. The workshop participants classify these
factors further into accelerators (elements that could hasten the emergence of a
scenario) and counterforces (elements that could impede it). For example, venture
capital investment is seen as an accelerator for synthetic media and trust tokens,
whereas ethical activism and privacy legislation act as counterforces for emotion
brokerage and attention markets. Early signals—actual developments in the present
that hint at a future scenario—include deepfake videos, federated social networks,
mood-tracking features on platforms, algorithm audits and translation apps. These
signals anchor the imagined futures in present trends.

3.4 Limitations of Al-generated perspectives

Despite the breadth of the Al outputs, certain limitations recur. The personas rarely
disagree; instead they often agree with previous speakers and restate points in
similar language. Some participants rely heavily on the driving-force definitions,
suggesting that prompt structure strongly shapes responses. In addition, the AI’s
representation of expert knowledge via digital twins may emphasise enumerated
lists over nuanced arguments. The project’s organisers therefore played a crucial
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role in curating and synthesising the material, combining overlapping scenarios and
identifying subtle themes that might otherwise be overlooked.

4. Final scenarios: futures of an Al-
mediated information ecosystem

This section presents six final scenarios developed from the Al-generated proto
scenarios. Each scenario is a plausible end-state for the year 2040 that illustrates
how AI might fundamentally restructure journalism and the broader information
ecosystem. These scenarios are not predictions; rather, they are storytelling devices
that help us explore consequences, tensions and opportunities. For each scenario
we describe the overarching narrative, key drivers, accelerators, counterforces,
early signals, variations and implications.

4.1 Synthetic Realities & Co-Creative Worlds

Narrative: By 2040, hyper-realistic generative models saturate every corner of the
information environment. Al algorithms can produce text, audio, video and fully
immersive virtual environments that are indistinguishable from human creations.
Communities around the world collaborate with Al to co-create stories, policies, art
and entertainment. Real-time translation and cultural adaptation engines allow
people from different regions to co-draft reports, organise activism and share
memories in multiple languages. Human experiences become intertwined with
synthetic companions, personalised avatars and Al-mediated memories.
Authenticity becomes scarce; trust networks and provenance registries arise to help
audiences distinguish between human-made and Al-generated content.

4.1.1 Driving forces.

1. Advances in generative models. Technologies such as generative
adversarial networks (GANs), diffusion models and transformer
architectures cross the uncanny valley, producing content that rivals human
creativity.

2. Lower compute costs and specialised chips. Progress in hardware and
optimisation techniques makes real-time synthesis affordable on personal
devices.
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3. Neural machine translation and cultural adaptation. Models preserve

idioms and context, enabling seamless cross-cultural collaboration.

Open-source frameworks and communities. Access to generative tools
via permissive licences allows local groups to customise Al agents to reflect
their cultures and norms.

Demand for personalised multimodal experiences. Audiences seek
interactive, immersive narratives tailored to their interests and emotional
states.

4.1.2 Accelerators.

Venture capital investment pours billions of dollars into generative
startups, fueling rapid innovation.

Integration with everyday interfaces—augmented reality glasses,
wearables, holographic displays—makes synthetic content ubiquitous.

Diaspora and global movements fund open-source translation models to
connect scattered communities.

Micro-payment protocols reward contributions to shared synthetic worlds;
creators and audiences share in the proceeds.

4.1.3 Counterforces.

Verification technologies such as deepfake detection, cryptographic
watermarking and blockchain-based provenance tokens help distinguish
authentic from synthetic content.

Authenticity movements emphasise human craftsmanship and revive
interest in analogue art forms.

Media literacy education teaches people to recognise manipulation and to
navigate hyper-realistic environments.

Regulatory frameworks mandate transparency and watermarking; energy
constraints limit large-scale model training.

Social backlash arises after synthetic propaganda crises, prompting calls
for limits on generative systems.

17
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4.1.4 Early signals and variations.

Deepfake videos of celebrities and politicians circulate, gaining millions of
views and provoking lawsuits.

Newsrooms experiment with automated scriptwriters; Al novelists top
bestseller lists; synthetic influencers attract large followings.

Communities use open-source models to rewrite zoning proposals and
budget documents; artists form “guilds” to certify human-authored works.

Real-time translation allows cross-regional activism; new platforms enable
co-writing of policies across continents.

4.1.5 Implications.

Democratisation of creativity. Generative tools allow more people to
produce sophisticated narratives, lowering barriers to entry. This fosters
cultural exchange and mutual understanding.

Erosion of shared reality. The abundance of synthetic content may lead to
“reality fatigue,” where audiences struggle to distinguish fact from fiction.
Trust in institutions could decline.

Role shifts for journalists. Human journalists may become curators,
ethicists and educators, verifying sources, explaining Al-generated stories
and helping audiences navigate synthetic worlds.

New regulatory regimes. Governments and standards bodies may require
watermarking, disclosure of Al involvement, energy-use audits and ethical
guidelines for generative content. Enforcement will require global
cooperation.

Energy and environmental impact. The computational demands of
pervasive generation could exacerbate carbon emissions; green computing
standards and model optimisation will be critical.

4.2 Community-Owned Information Commons

Narrative: By the early 2030s, the public grows weary of information overload,

algorithmic feeds and corporate control over news distribution. In response,
neighbourhoods, communities and interest groups build their own information

commons. Groups form summarisation guilds that condense council meetings,
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research reports and news articles into concise, context-rich digests tailored to local

needs. These digests replace infinite scrolling; users subscribe to community-
curated feeds hosted on federated servers they own and operate. Blockchain

protocols track contributions and distribute micro-payments or reputation points to

summarisers, editors and moderators. “Digest exchanges” allow communities to
share summaries across regions and languages. By 2040, customisable community

digests become the primary mediators of news, and a patchwork of local servers

forms the backbone of the global information ecosystem.

4.2.1 Driving forces.

1.

Al summarisation models. Advances in natural language processing
enable machines to produce concise summaries that humans can refine.

Decentralised social networks. Open protocols (e.g., ActivityPub, Nostr)
and federated architectures allow communities to host their own instances
and migrate between servers.

Community desire for autonomy. Declining trust in centralised platforms
and fatigue with algorithmic feeds motivate people to build alternatives.

Blockchain-based reward systems. Micro-payments and crypto-tokens
make it possible to compensate volunteers for summarisation and
moderation.

Semantic web technologies. Ontologies and metadata standards link
digests across regions, topics and languages.

4.2.2 Accelerators.

Grassroots demand for concise, trustworthy information drives adoption
of digests; slow-news movements and attention-preservation communities
champion the model.

Gamification—badges, reputation points and leaderboards— encourages
participation in summarisation guilds.

Open-source software lowers technical barriers; hackathons and civic tech
collectives build tools for creating and distributing digests.

Local funding—public grants, philanthropic support and cooperative
financing— sustains servers and compensates contributors.
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Diaspora networks use translation tools to share digests across borders,
connecting global communities.

4.2.3 Counterforces.

Bias and gatekeeping within guilds could entrench local elites,
marginalising minority voices and reinforcing homogeneity.

Volunteer fatigue and time inequality risk overburdening dedicated
contributors; communities with more resources may dominate digest
production, widening information disparities.

Fragmentation into insular digest bubbles may reduce exposure to diverse
perspectives; cross-guild standards and interoperability may be difficult to
maintain.

Resistance from established media organisations and platforms could
manifest as lobbying for restrictive regulation; regulatory compliance may
be burdensome for community servers.

Quality concerns arise when professional journalists are absent;
misinformation or oversimplification could spread if digest curation lacks
expertise.

4.2.4 Early signals and variations.

Newsletters and podcasts curating social media threads, community recap
events and federated digests on alternative social platforms indicate
growing appetite for summarisation.

Summarisation hackathons invite volunteers to condense local government
meetings; artists combine digests with performances and public art.

Local governments fund digest servers; schools assign summarisation tasks
as part of media literacy curricula.

Augmented reality prototypes overlay digests on physical spaces—public
screens display summarised council meetings or policy proposals at bus
stops.
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4.2.5 Implications.

¢ Redistribution of gatekeeping power. Community-owned commons shift
control from corporate platforms to local collectives, potentially increasing
trust and relevance.

¢ Risk of parochialism. Without mechanisms for cross-guild exchange, local
digests may reinforce insularity and echo chambers.

e Equity challenges. Resource disparities between affluent and rural
communities could produce unequal information infrastructures. Federated
systems must include support for under-resourced areas.

e Governance requirements. Successful commons will depend on
interoperable standards, cross-guild councils, inclusive training and fair
compensation for contributors.

e Journalistic roles evolve. Professional journalists might join guilds as
mentors, auditors and trainers, ensuring quality while respecting community
autonomy.

4.3 Tokenised Trust & Reputation Markets

Narrative: As misinformation proliferates and public trust in institutions declines,
societies attempt to quantify credibility. Platforms develop trust tokens and
reputation markets that assign scores based on accuracy, peer feedback and track
records. Reputation tokens can be traded or used to unlock privileges; attention
becomes a financial product. By the late 2020s, proto trust scores appear on fact-
checking platforms and social networks. In the 2030s, communities issue tokens
for civic contributions, giving high scorers greater voting power in deliberative
platforms. Reputation becomes collateral for loans or access to high-impact
audiences. By 2040, individuals and organisations manage wallets of reputation
assets that determine their access to information ecosystems. Parallel markets for
attention portfolios emerge, where people allocate their emotional bandwidth to
creators and causes. Regulators treat attention brokers like financial institutions; an
attentional sovereignty movement advocates “no-trade zones” and rest dividends.

4.3.1 Driving forces.

1. Digital identity and blockchain technologies enable verifiable reputation
trails and secure token transactions.
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Demand for trust metrics amid a crisis of credibility prompts platforms to
experiment with badges, scores and certified sources.

Monetisation models for influencers, creators and advertisers increase the
financial stakes of attention.

Algorithmic curation and fact-checking systems reward accuracy and
penalise misinformation.

Economic incentives for individuals to maximise their reputational capital
for social and financial gain.

4.3.2 Accelerators.

Influencer culture demonstrates the economic value of attention;
streaming platforms and marketplaces pay creators directly based on
engagement.

Regulatory frameworks mandate transparent attention contracts and
algorithm audits; taxes on large attention holdings; algorithmic rating
agencies rate attention brokers.

Cooperatives pool attention and reputation assets to fund public-interest
journalism; network effects amplify the benefits of participation.

Innovation in crypto and identity—soul-bound tokens, sybil-resistant
identities, non-transferable reputation systems—prevents abuse and
establishes trust.

4.3.3 Counterforces.

Ethical critiques argue that commodifying trust and attention undermines
social relationships and encourages addictive behaviour.

Exploitation of vulnerable populations occurs when people sell their
attention or reputation out of financial necessity; “reputation farming”
emerges.

Securities regulation complicates token trading; governments classify
certain tokens as financial products, imposing compliance burdens.

Privacy tools such as ad blockers and attention rights activism push back
against surveillance; cultural movements resist monetising intimacy.
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Oversimplification of trust into single metrics leads to manipulation and
plutocracy; wealth can buy credibility.

4.3.4 Early signals and variations.

Forum karma, citation metrics and social credit experiments serve as
precursors; scandals involving reputation markets provoke public debate.

Start-ups build attention cooperatives and apps for managing attention
portfolios; loyalty programmes reward sustained engagement.

Collective media boycotts and “attention strikes” signal growing awareness
of attention as labour; regulatory hearings discuss algorithmic disclosure.

Pilot projects issue tokens for civic contributions and link credibility scores
to voting power in online deliberations.

4.3.5 Implications.

Incentives for accuracy—-credible reporting and civic participation could
be rewarded, supporting public-interest journalism.

Speculative bubbles and inequality—token markets may fuel speculation;
individuals with wealth or existing influence may accumulate more
reputational capital, exacerbating inequality.

Loss of intrinsic motivations—financialising trust and attention could
crowd out volunteerism and civic duty.

Need for governance—communities must separate community
endorsement from speculation, design decaying reputation systems with
democratic oversight, implement sybil-resistant identities and ensure
transparency and redistribution.

Journalistic ethics—news organisations will need to navigate reputation
systems, balancing economic incentives with editorial independence.

4.4 Emotion & Sensorial Brokerage

Narrative: By the mid-2030s, ubiquitous biosensors embedded in wearables,
neurotechnology and ambient devices track heart rate, perspiration, eye

movements, brain waves and hormone levels. Affective computing translates these
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signals into real-time emotional profiles. Advertising, entertainment and journalism
systems use this data to deliver content timed for maximum emotional impact.
Marketplaces emerge where aggregated emotional signals are bought and sold;
insurers and employers adjust premiums and hiring decisions based on biosensor
readings. A 2034 hack of a major emotion market triggers mass panic and prompts
emergency regulation. In response, activists establish emotional commons that
negotiate fair compensation for biosignal use and advocate for privacy and consent.
By 2040, individuals manage emotional portfolios, deciding when to sell or
withhold their moods; emotional brokers are regulated like stock exchanges;
“device-free, feel-free zones” offer respite from constant monitoring. Cultural
differences in emotional expression create inequities and misinterpretations; some
groups resist the commodification of feelings.

4.4.1 Driving forces.

1. Miniaturisation of biosensors and advances in neurotechnology enable
continuous, unobtrusive monitoring of physiological signals.

2. Data-hungry advertising models seek deeper engagement, incentivising
companies to exploit emotional data.

3. Wearable devices integrate mood tracking for mental health, fitness and
entertainment purposes.

4. Financial instruments develop to trade aggregated emotional indices;
corporate interest in emotion analytics grows.

5. Research in synthetic emotions and affective computing blurs the line
between genuine and simulated feelings.

Accelerators.

e Cultural normalisation of sharing biosignals via mental health apps;
people adopt mood rings, stress monitors and thought diaries.

e Advertising profits linked to affective analytics; high returns drive further
investment.

e Start-ups build emotion wallets, mood markets and sentiment-based
entertainment; artists sell heartbeat NFTs.

¢ Regulation lag allows businesses to innovate faster than policymakers can
respond; cross-border data flows evade national laws.
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Counterforces.

Ethical activism denounces emotional exploitation; social movements
demand rights to emotional privacy and consent.

Masking and obfuscation—people flatten or fake their biosignals to avoid
manipulation; technology injects noise to disguise emotions.

Psychological burnout and cultural differences in emotional expression
lead to misinterpretation and inequality; some communities resist biosensor
adoption altogether.

Legal protections classify emotional data as sensitive, requiring explicit
consent; emotional data cooperatives and commons manage collective
bargaining over biosignals.

Technological countermeasures such as noise-injection algorithms and
emotion blockers emerge.

Early signals and variations.

Mood-tracking features on social platforms and streaming services; heart-
rate-linked insurance programmes; heartbeat NFTs; art installations
exploring emotional commodification.

Privacy legislation referencing affective rights; research on synthetic
emotions; start-ups marketing emotion wallets.

Public debates about “emotion hacking” and rights to emotional privacy;
device-free movements advocate for technology-free spaces.

Implications.

Expansion of commodification—emotional brokerage extends the
monetisation of human experience beyond attention and trust, raising
profound ethical questions.

Potential mental-health benefits—when managed ethically, biosensor
data could support empathetic storytelling and personalised mental-health
interventions.
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¢ Consent frameworks and emotional commons—strong governance will
be needed to ensure fair compensation, informed consent, cultural
sensitivity and opt-out options.

¢ Cross-cultural inequities—variations in emotional expression may result
in misinterpretation and exploitation; regulation must account for cultural
diversity.

e Impacts on journalism—newsrooms may experiment with affective
reporting; journalists must navigate between personalising content and
respecting autonomy.

4.5 Predictive & Safe Governance
Infrastructures

Narrative: In the late 2020s and early 2030s, a series of “information disasters”—
violent hoaxes, stock-market crashes triggered by fake alerts, false climate
warnings—prompt global panic. Public demand for reliable information leads
governments and civil society to treat information flows as critical infrastructure,
subject to regulation and certification. An Information Safety Act requires risk
assessments, hazard audits and safety labels for Al systems that produce or mediate
information. News cooperatives adopt adaptive content flows and publish risk
scores with every report. At the same time, predictive analytics become central to
governance: citizen assemblies co-design predictive models for heatwaves,
infectious outbreaks, policing and budgeting. Predictive commons institutionalise
participatory foresight; model cards, hazard audits and deliberative forums become
standard. By 2040, information flows are certified like water and electricity; local
communities co-create and choose among predictions; and safety standards
encourage trustworthy Al systems while restricting reckless experimentation.

4.5.1 Driving forces.

1. High-profile information disasters expose algorithmic negligence and
undermine public confidence.

2. Dependence on Al-mediated information—recommendation engines,
automated alerts and summarisation systems become ubiquitous,
amplifying the impact of misinformation.
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Advances in big-data analytics and forecasting allow increasingly
accurate predictions of social, economic and environmental trends.

Public demand for safety and verification leads to consumer pressure and
insurance requirements for certified algorithms.

Open science and participatory design provide tools for citizen
engagement in model development and auditing.

4.5.2 Accelerators.

Algorithm transparency boards and hazard audits emerge, evaluating
recommendation systems and assigning risk categories.

Slow-news movements emphasise verification over speed; universities
develop audit tools and teach forecasting literacy.

Crises such as pandemics and climate disasters highlight the need for
anticipatory action and drive investment in predictive governance.

Regulatory frameworks like the EU Al Act require risk assessments and
audits for high-risk Al applications.

Artists and educators visualise predictions, making modelling outcomes
accessible to broader publics.

4.5.3 Counterforces.

Free speech advocates worry that safety laws could become censorship
tools; platforms resist regulation due to cost and innovation barriers.

Digital divides push small outlets out of certified pipelines; bureaucratic
processes may delay urgent reporting.

Authoritarian misuse of safety laws to suppress dissent; politicisation of
audits; competing national standards.

Proprietary interests—companies resist sharing data and models;
nationalist regulation limits participation in predictive commons.

Prediction fatigue—constant forecasts overwhelm citizens; biases in
predictive models lead to fatalism.
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4.5.4 Early signals and variations.

The EU AI Act’s risk framework; early algorithm audits by universities;
whistle-blowers exposing opaque recommendation systems.

Citizen science platforms predicting air quality and health outcomes;
participatory budgeting tools using forecasting; open prediction
competitions.

Slow-news initiatives and safe-label pilots; ethical Al guidelines; artists
exploring possible futures through art.

4.5.5 Implications.

Enhanced public trust—certified information flows and transparent audits
could reduce harm from misinformation and rebuild confidence in media
and technology.

Risk of overregulation—strict standards may slow news cycles, deter
innovation and favour well-resourced actors.

Participatory governance—predictive commons empower citizens to co-
create models and decisions; inclusive design will be essential to avoid bias
and marginalisation.

Ethical frameworks—federated auditing, green computing standards,
dynamic throttling and multi-stakeholder councils will be needed to balance
safety, privacy and freedom of expression.

Journalistic transformations—newsrooms may integrate hazard audits,
model cards and risk labels into reporting; journalists may collaborate with
statisticians and ethicists.

4.6 Polyglot & Interoperable Global Commons

Narrative: Advances in neural machine translation and cultural adaptation dissolve
language barriers by 2040. Near- perfect translation models, combined with
context-preserving engines, allow people to communicate seamlessly across
languages and dialects. Federated social networks enable communities to host their

own servers, control their data and migrate between platforms. Identity wallets

carry reputation and credential information across servers, making reputations

portable. Cultural curators and translation guilds emerge to manage adaptation,
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annotate local references and mediate the meaning of memes. Sign language and

non-verbal cues are integrated into translation models, broadening accessibility.

Cross-border activist networks, diasporic communities and rural guilds collaborate

in real time. However, mistranslations lead to misunderstandings; nationalist

governments attempt to control narratives; debates arise over cultural appropriation
and homogenisation. By 2040, a Polyglot Federated Commons connects local
stories across languages and regions but relies on human moderation and cultural
sensitivity to function.

4.6.1 Driving forces.

1.

Breakthroughs in neural machine translation and transfer learning
deliver high-quality translation across thousands of languages, including
low-resource tongues.

Federated social networks such as Mastodon and Nostr demonstrate that
decentralisation can scale; portable identity standards make reputations
portable.

Diaspora funding and global markets support open translation models;
governments incentivise language preservation and cultural documentation.

Edge computing enables privacy-preserving translation and on-device
synthesis, reducing dependence on central servers.

Community demand for global solidarity motivates cross-cultural
collaboration on climate, health and social justice issues.

4.6.2 Accelerators.

Local servers and open protocols lower technical barriers for small
communities; translation guilds and meme adaptation across cultures
become common.

Cultural adaptation engines are used by entertainment companies to
translate movies, games and music while preserving humour and nuance;
cross-cultural psychology research informs Al models.

Portable identity wallets carry credentials and reputation across platforms,
reducing trolling and encouraging accountability.
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Government support funds minority language corpora and cultural
annotation; commercial demand for global audiences pushes for inclusive
translation.

4.6.3 Counterforces.

Mistranslations lead to disputes, cultural appropriation and offence;
nationalist regulation seeks to control cross- border narratives and linguistic
sovereignty.

Digital divides limit access to high-quality translation tools; moderation
challenges arise in global communities with conflicting norms.

Concerns about homogenisation—universal translation may dilute
cultural nuance and erode local languages; communities fear loss of
identity.

Privacy and jurisdiction issues arise from identity portability; cross-
border data flows complicate legal frameworks.

Content policies may fail to capture cultural context, leading to
misinterpretations and offences.

4.6.4 Early signals and variations.

Real-time captioning and auto-dubbed streaming on global platforms;
community translation tools empowering indigenous groups; sign language
models enabling inclusive communication.

Federated identity wallets reduce trolling; translation guilds form on
decentralised platforms; cross-border activism uses translation apps to
coordinate.

Government-funded “language gardens” and cross-cultural exchange
programmes; research on cross-cultural psychology for Al informs design.

4.6.5 Implications.

Democratisation of knowledge—seamless translation can broaden access
to information, empower minority languages and foster global solidarity.
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Risk of cultural homogenisation—universal translation may flatten
nuance, leading to misinterpretation and cultural appropriation; cultural
curators will be essential.

Ethical and governance challenges—privacy-preserving identity
solutions, interoperability councils and training for cultural moderators will
be needed to ensure fairness and respect.

Journalistic opportunities—newsrooms could collaborate across
languages, reaching global audiences; journalists will need to understand
cultural context to avoid misrepresentation.

Geopolitical tensions—states may restrict cross-border translation to
maintain narrative sovereignty; global norms will be contested.
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Macro-level observations and
insights
The six scenarios above illuminate a wide range of futures, yet several cross-cutting

themes recur across them. These themes highlight structural tensions and
opportunities that will shape an Al-mediated information ecosystem.

5.1 Centralisation versus decentralisation

Throughout the AIJF 2025 project, narratives juxtapose centralised, Al-controlled
information ecosystems with decentralised, community-owned models.
Centralisation promises efficiency, scale and uniform standards but risks
concentrating power, enabling surveillance and homogenising culture. The
Synthetic Realities scenario imagines global generative platforms owned by a
handful of corporations. The Tokenised Trust and Emotion Brokerage scenarios
foresee markets where platforms monetize intangible assets. In contrast, the

Community-Owned Commons and Polyglot Federated Commons scenarios
emphasise local control, federated networks and participatory governance.
Balancing these forces will be a central challenge. Policy-makers, technologists and
civil society must decide whether to prioritise efficiency or resilience, uniformity
or diversity.

5.2 Commodification of intangible assets

Several scenarios extend market logic into realms once considered intrinsic to
human relationships. Tokenised Trust & Reputation Markets commodify
credibility, turning trust into a tradable asset. Emotion & Sensorial Brokerage
treats feelings as commodities, allowing emotional data to be bought and sold.
These scenarios reflect broader trends toward the financialisation of digital life.
While market mechanisms can create incentives for accuracy or empathy, they also
risk exploitation, inequality and the erosion of intrinsic values. A central insight is
the need for clear ethical frameworks that delineate which human experiences
should remain beyond market exchange.

5.3 Synthetic media and epistemic instability

The proliferation of hyper-realistic generative content may undermine shared
reality. When any person, organisation or Al can produce convincing narratives,
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images and videos at scale, audiences may become overwhelmed and disoriented.
Reality fatigue—a sense of exhaustion and detachment in the face of abundant
information—could emerge. Verification tools, authenticity movements and
education will be crucial, but the volume and sophistication of synthetic media may
outpace counter-measures. The scenarios suggest a future where journalists act as
curators and ethicists, helping societies navigate a sea of synthetic stories.

5.4 Community governance and participation

Many scenarios emphasise participatory models: summarisation guilds, predictive
commons, cultural adaptation councils. There is optimism that Al can lower the
barriers to civic participation and enable communities to co-create information
systems. At the same time, the Al transcripts reveal participation fatigue and time
inequality—those with more time and resources dominate conversations.
Designing effective governance will require rotating duties, inclusive processes,
compensation and support structures. Social infrastructures such as community
centres and digital commons will be essential.

5.5 Datafication and surveillance

Scenarios such as Emotion & Sensorial Brokerage and Predictive Governance
illustrate how deeply personal data can be harvested, analysed and monetised.
Biosensors, mood-sensing wearables, predictive models and attention portfolios
create detailed profiles of individuals’ preferences, emotions and behaviour.
Without safeguards, these data streams could be exploited by advertisers, insurers,
employers and governments. Consent frameworks, cooperatives and opt-out
mechanisms will be necessary to prevent abuse. Privacy must be treated as a
collective good rather than merely an individual choice.

5.6 Cross-cultural and global dynamics

The Polyglot Federated Commons scenario envisions a world of seamless cross-
border collaboration. However, cross-cultural communication is not merely a
technical challenge; it is a cultural and ethical one. Al translation models must
respect local nuance and avoid homogenising diverse cultures. Geopolitical
tensions may arise as states seek to control narratives and language sovereignty.
Global norms for translation, moderation and identity portability will be contested.
These dynamics underscore the need for inclusive governance and cultural
competence in Al design.
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5.7 Regulation and safety

Scenarios emphasising Predictive & Safe Governance highlight the growing call
to treat information flows as critical infrastructure. Participants fear both
algorithmic overreach and under-regulation. The challenge is to balance safety,
innovation and free expression. Audits, hazard labels and risk assessments can
reduce harm, but heavy regulation may stifle innovation or concentrate power.
Multi-stakeholder councils and adaptive standards may offer a way forward.

5.8 Historical awareness

The digital twins frequently invoke historical analogies such as the printing press
to contextualise AD’s impact. This reflects a view that Al is part of a longer
continuum of disruptive technologies. Studying history can offer guidance on
managing transitions—how societies responded to past media revolutions, how
institutions adapted and what unintended consequences arose. This awareness
should inform present-day decisions.
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6. Reflections on the Al-simulated
process

The AIJF 2025 project not only produces imaginative scenarios but also serves as
an experiment in using Al to simulate large-scale foresight exercises. Several
lessons emerge from this methodological innovation.

6.1 Scaling imagination with Al

By generating 1 000 personas, 1 000 scenarios and transcripts of multi-session
workshops, the project demonstrates that Al can scale brainstorming to a level that
would be impractical with human participants. The breadth of ideas—ranging from
synthetic communities and attention markets to emotional commons—illustrates
AT’s capacity to explore combinatorial futures. In this sense, Al acts as a multiplier
of human imagination. However, quantity does not automatically lead to quality;
human analysts must still interpret and synthesise the outputs into coherent
frameworks.

6.2 The role of digital twins

The project adapts the concept of digital twins, originally used to simulate physical
systems, to represent human experts. By combining attributes from multiple real
individuals, the Al produces composite digital twins that approximate the expertise
and viewpoints of scholars, journalists and technologists. This approach preserves
privacy while enabling more realistic simulations than purely generic personas. Yet
it raises epistemic questions: Can a composite digital twin capture the nuance,
context and contradictions of a living person? The outputs suggest that while digital
twins can approximate expert knowledge, they tend to present enumerated lists
rather than deeply contextualised arguments. Human facilitation and interpretation
remain essential.

6.3 Prompt design and its influence

The structure and specificity of prompts strongly shape AI outputs. The Al
participants often echo the phrasing of the driving-force definitions and seldom
disagree with one another. Overly prescriptive prompts may constrain creativity
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and lead to repetition; looser prompts risk incoherence. Designing prompts
therefore becomes a critical part of Al-mediated foresight, requiring
experimentation and iteration. Future projects should explore adaptive prompts that
introduce surprise and encourage divergence while maintaining methodological
coherence.

6.4 Human-AIl complementarity

The AIJF 2025 experience reinforces that scenario planning remains a human
art. Al can generate raw material and reveal patterns, but human judgment is
needed to combine, critique and contextualise the outputs. The final scenarios in
this report were crafted by a human analyst who merged related proto scenarios,
interpreted their implications and infused them with storytelling coherence. The
process underscores that Al is a tool in the foresight toolkit, not a replacement for
human imagination, ethics and responsibility.
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Conclusion and next steps

The Al in Journalism Futures 2025 project provides a rich, multi-faceted
exploration of how Al could fundamentally restructure journalism and the broader
information ecosystem. Through Al-generated personas, composite digital twins,
short scenarios and simulated workshops, it surfaces diverse ideas and tensions. Six
final scenarios illustrate possible futures—ranging from worlds saturated with
synthetic media to community-owned information commons, from markets for
reputation and emotion to predictive governance and universal translation. These
scenarios are not predictions; they are tools for thinking through complexity,
identifying implications and preparing for a range of possibilities.

The project also highlights the promise and limitations of Al-mediated foresight.
Al can generate vast amounts of content quickly, scale participation and provide a
broad search of the possibility space. Yet the AI’s conversations lack the
spontaneity, disagreement and contextual nuance of human deliberation.
Composite digital twins are useful proxies but cannot fully capture human
complexity. Prompt design is a powerful lever, shaping the outputs and requiring
careful experimentation. Ultimately, the most fruitful use of Al in scenario planning
is as a collaborator—providing breadth and organisation—while humans provide
depth, synthesis and ethical judgment.

7.1 Recommendations for future work:

1. Hybrid workshops. Combine Al-generated inputs with human discussions.
Use Al personas to surface diverse ideas and then convene human
participants to debate, critique and elaborate them.

2. Adaptive prompts. Experiment with prompts that encourage disagreement,
surprise and emergent storytelling. Adjust prompts based on intermediate
outputs to steer creativity.

3. Ethical frameworks. Develop guidelines for the use of composite digital
twins, ensuring transparency, consent and respect for the individuals whose
attributes are blended.

4. Evaluation metrics. Create methods to assess the quality of Al-generated
scenarios, measuring diversity, novelty and plausibility, and comparing Al
outputs with human analyses.
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5. Public engagement. Share the Al-generated materials with broader
communities, inviting feedback, critique and alternative scenarios.
Foresight should be a democratic exercise, not confined to experts.

In a rapidly evolving information landscape, foresight is a necessary tool for
journalists, policy-makers, educators and citizens. AIJF 2025 invites us to imagine
radically different futures and to consider how our choices today might lead toward
desirable outcomes. By combining the scale of Al with the insight of human
judgment, we can better anticipate and shape the transformations ahead.
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