GEN AI IN CORPORATE
COMMUNICATIONS

Utopian and dystopian scenarios

© Adobe Stock | Animation_vector

GenAl is changing ways of working in corporate communication depart-
ments. By exploring scenarios of AI usage in corporate communications,
this Essential offers insights into how AI integration affects the work-
force. We present four scenarios developed by corporate communication
professionals: (1) The Content Black Hole, (2) The Automated Void, (3)
The Assistant, and (4) The Esteemed Co-Worker. These scenarios were
developed through a mixed-methods approach combining LEGO® Serious
Play®and the six-word story method. We discuss the potential cognitive
risks involved in the adoption of Al tools in corporate communications.

WHY SCENARIOS FOR CORPORATE COMMUNICATIONS
AND GEN AI?

Given the rapid diffusion of generative artificial intelli-
gence (GenAI) tools like ChatGPT, Claude, and Gemini in
corporate communications, organizations must develop
new ways of working. Most GenAlI deployments promise
efficiency gains, particularlyin content generation. As Al
models continue to converge in their capabilities, tech-
nological differentiation is becoming less significant.
For most users, the specific large language model behind
a tool is less relevant. What matters more, instead, is
whether the tool aligns with the organization’s culture
and supports its established ways of working.

In 2026 the AI development race is still on, creating a
potential gap between technological capabilities and
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the integration of GenAlI into organizational workflows.
Recent studies, such as Deloitte (2026), describe this as
an “execution paradox”: Al is being implemented, but
workflows remain the same. Integrating Al into commu-
nication departments requires organizations to address
goals, processes, and capabilities of the team. As a result,
Al implementation has become a strategic task for CCOs
and other executives. By using scenarios, organizations
can better understand potential directions of Al usage.
This does not mean that these scenarios will play out
exactly as described, but they can highlight possible
avenues of usage and raise awareness of the associated
benefits, risks, and challenges. This knowledge can sig-
nificantly support the development and implementation
of an Al strategy.
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Scenarios for GenAlI and corporate
communications

Scenario techniques are widely used in future and fore-
sight studies. The methods for developing scenarios differ
widely: some are data-driven and incorporate multiple
sources, while others use more creative approaches
(Beach, 2021). For our analysis, we drew on the creativ-
ity of communication professionals. In the first round,
groups of five professionals were asked to build a utopian
scenario out of Lego, illustrating how the communica-
tion function could change in the future. We used Lego
Serious Play as an established method to encourage
team dynamics and creative problem-solving (Henderson
et al., 2025). Participants were then asked to summarize
their Lego model in a six-word story formulated as a
headline. In the second round, each group was asked to
build a dystopian scenario and assign it a short emotional
label. The groups presented their Lego models to the
other participants and discussed how their models could
be interpreted. The four scenarios presented below are
the condensed versions of the workshop.

DYSTOPIAN SCENARIOS

The future of corporate communications looks bleak:
content automation leads to mass layoffs and Al slop.

Dystopian scenarios. Source: Al-generated image (ChatGPT 4.0) based on photo
documentation from the workshop
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Scenario development. Source: Al-generated image (ChatGPT 4.0) based on photo
documentation from the workshop

@ The Content Black Hole

»Black holes suck quality,
jobs, and joy.«

»AI kills comms, markets
celebrate efficiency.«

In this scenario, almost all communication tasks are
handled by AI, leaving humans behind and leading to a
sense of estrangement and alienation among communi-
cation professionals who once found fulfillment in their
work.

This scenario reflects the uncertainty surrounding tech-
nological change and its potentially negative effects.
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It stands in the tradition of critical theory and even
recalls the Luddite movement of the 19th century as
a reaction to industrialization. More broadly, it echoes
the traditional arguments about the importance of
meaningful work as a source of joy and satisfaction.

The second statement focuses more explicitly on the
inherent assumption of efficient markets. From a capi-
talist perspective, greater process efficiency is typically
associated with lower costs and, in many cases, staff
layoffs. Recent reports of mass layoffs in the tech and
finance sectors highlight the vulnerabilities of data-
driven jobs. In turn, this creates uncertainty about the
relevance of the communication sector when processes
can be automated.

© The Automated Void

»Left behind humans create
uninspiring AI slop.«

»Thanks for nothing, AL «

Widespread automation changes the communication
function dramatically. Former communication specialists
are reduced to tending machines that produce content
at scale. This Al slop - formulaic, mass-produced Al-gen-
erated content - is often uninspired, interchangeable,
and too generic to make a meaningful difference.

Machines and bots start exchanging messages which are
in turn driven by the algorithmic logic of social media
platforms. Self-learning AI systems optimize content to
maximize reach, while relevance becomes a secondary
goal. Metrics are tweaked to signal efficiency.

Communication professionals miss what gives communi-
cation its human spark: the possibility to create meaning-
ful content for audiences. In this scenario, the resulting
void becomes a full-scale perpetuum mobile.
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The second statement captures the profound sense of
insult communication professionals experience when
their expertise is delegated to a machine. Skills in
content production that take years to develop, along
with implicit knowledge of workflows and finely tuned
interpersonal abilities, are rendered useless. The result
may be mass layoffs or voluntary departures. Some pro-
fessionals may adjust to the new situation, but many are
likely to seek opportunities elsewhere.

UTOPIAN SCENARIOS

The future is bright: AI evolves as a helpful assistant
and full team member.

AI as a Co-Worker. Source: Al-generated image (ChatGPT 4.0) based on photo docu-
mentation from workshop

© The Helpful Assistant

»Sparring partner, multiple
roles, unlimited tools. «

»lWe steer the future with
strategic excellence. «

Al advances as a helpful assistant to communication
professionals, taking on menial or routine tasks. Pro-
fessionals draw on a wide range of Al-supported roles
to assist with all stages of the communication process,
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including research, goal setting, audience analysis,
content creation, dissemination, and evaluation.

Al can adopt different roles to support human profes-
sionals, for example as a sparring partner for idea
generation or as a data specialist. Its toolset enhances
communication work and allows professionals to focus
on strategic questions. This future-driven approach aims
for strategic excellence. Workflows in communication
departments are already being adapted to integrate Al
as an assistant. However, the final say and decision-
making authority remain with the often-cited human
in the loop, rather than being fully delegated to AL

O The Esteemed Co-Worker

»Ideal colleague, accessible,
and valued by all.«

»Connected colleague,
delivers high-quality value. «

Communication professionals, in this scenario, do not
differentiate between humans and AI, or so-called
synthetic colleagues (Bos, 2026). AI has a full seat at
the table and participates in decision-making. Its
integration elevates the overall quality of the depart-
ment while enhancing both productivity and job sat-
isfaction among human professionals. The statements
indicate that communication professionals recognize
the value-creating potential of AI colleagues.

THE EFFECTS OF GEN AI INTEGRATION ON THE WORKFORCE

Since the early integration of AI into work processes,
researchers have been interested in its effects on
productivity and efficiency. Especially for knowledge
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workers like communication professionals, the usage of
AI needs to be carefully examined. The stages outlined
below can support the more positive Al scenarios
described above and provide a roadmap for AI imple-
mentation and training.

The three stages of Al integration can be described as
follows (e.g., Mollick, 2024):

@ Automation is where AI performs a human-defined
task. This stage typically involves repetitive or clear-
ly defined tasks with measurable and controllable
outputs, usually initiated through prompting, for
example drafting email replies or carrying out basic
coding tasks.

@ Augmentation describes an interplay between hu-
man and machine working together toward a defined
goal. Al becomes a sparring partner that enhances
human capabilities, for example through Socratic
dialogue or by acting as a friendly critique. Typical
use cases include more demanding tasks involving
unstructured problems, for example defining novel
approaches to a problem or creating a campaign.

© Agency, also referred to as agentic Al, involves
creating a framework that enables AI to operate in-
dependently via so called agents. Al agents perform
tasks and fulfill objectives on behalf of the user, who
checks the results and steers the broader strategy.
Creating these agents requires a deep understanding
of communication objectives and how to break them
down into operational tasks. Often multiple agents
with specific roles are orchestrated together to
simulate a human team.

These three stages of Al integration are complemented
by core AL competencies (Dakan & Feller, 2025). These
competencies are interlinked and can be defined as Dele-
gation, Description, Discernment, and Diligence.
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The 4 Ds: AI competencies at a glance

elegation refers to the competence to understand the
capabilities and limitations of different Al models, enabling
informed decisions about the usage of AI tools.

escription refers to the ability to provide AI tools with
D effective context and instructions, a practice known as

prompting. Because Al tools are rapidly evolving, prompt-
ing frameworks must also be continually adapted. The stronger
these descriptive abilities are, the more satisfying the results
Al can generate.

The human costs of using Al

The dystopian scenarios address the human costs of
using AL, especially for knowledge workers like commu-
nication professionals. As Al becomes more widely used
in education and organizations, it may also affect cog-
nitive capabilities (Kleske, 2026). These effects include
cognitive offloading, debt, atrophy, drift, and surrender.

» Cognitive offloading: Technologies allow users to
delegate tasks that can be performed faster by exter-
nal tools, for example using GPS navigation instead
of reading a paper map and using a compass. In this
way, tasks that once occupied mental capacity can
now be delegated, whether to a paper notebook for
note-taking or to an AI agent handling replies to
messages or handling appointments.

Cognitive debt: New thinking tools may provide
answers, but they remain opaque as to how those an-
swers are produced. Especially when solutions need
to be delivered fast, Al offers a shortcut (Willshire,
2025). Over time, however, cognitive debt accumu-
lates as users become less able to see how results are
produced and more likely to rely on Al as a crutch for
thinking.

Cognitive atrophy: When knowledge workers become
overconfident in their usage of AI, their critical
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iscernment describes the critical evaluation of AI-
generated output. Does the output meet the expectations
and how can it be refined?

D
D

iligence addresses the ethical implications and trans-
parent use of Al tools in workflows, while also integrating
accountability for the results.

thinking abilities may decline even as efficiency
increases (Lee, 2025). Like a muscle that shrinks
through disuse, cognitive skills can also diminish
when Al is used in an unreflective way. The easy
capture of low-hanging fruits can lead to deskilling
and long-term overreliance on Al tools.

Cognitive drift: This term describes the increasing
reliance on Al tools that emerges not through a spe-
cific playbook or training, but through an individual
decision to use them. While each decision may seem
rational on its own, the cumulative effect can gradu-
ally redefine what is considered normal practice and
contribute to a measurable decline in higher-order
thinking and resilience (Smith 2026).

Cognitive surrender: Decision-making is increas-
ingly delegated to machines, bypassing System 1
(intuition) and System 2 (deliberation) (Shaw &
Nave, 2026). This affects, in particular, individuals
with high levels of trust in Al and tasks with a lower
need for cognition. The result is a gradual erosion of
critical thinking and personal autonomy. As power-
ful Al tools become widely available and accessible,
competitive pressure to use them may ultimately lead
to a capitulation of human judgment, as reflected
in the dystopian scenarios above.
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Kleske (2026) proposes a model showing that although
Al can provide cognitive benefits and convenience, the
trade-offs associated with its use - such as reduced inde-
pendent thinking, weaker judgment, and greater reliance
on external systems — may gradually erode human agency
(see Table 1).

Cognitive effects of AI usage

CONCEPT OBSERVATION AGENCY

Delegation of mental

Cognitive offloading tasks to tools Active choice
Growing reliance on

Coanitive debt unexamined AL Pressured

9 outputs which delivers  trade-off
seemingly fast results
.\ Reasoning ability Passive

BRIl ol weakens from disuse decline

Cognitive drift Higher-order thinking e oq
erodes imperceptibly

Cognitive surrender Independ.entjgdgment Capitulation
becomes impaired

Source: Kleske, 2026; Hoffmann, 2026, p. 4
CONCLUSION

This Essential discussed the use of scenarios to examine
the implementation of Al in corporate communications.
The scenarios capture both optimistic and critical per-
spectives among communication professionals on the
deployment of AL They range from dystopian visions of
fully automated communication systems without human
interaction to more utopian visions in which Al is fully
accepted as a co-worker.

The general discussion of ALin corporate communications
has so far been driven largely by the promise of efficiency
gains and increasing productivity. Recently, the shift
from automation and augmentation toward agentic Al
has become more prominent. However, first studies show
that promised efficiency gains may not materialize un-
less Al is embedded in coherent training structures and
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accompanied by a corresponding shift in organizational
mindset. In particular, organizations need to address
psychological safety as well as the potential detrimental
effects of AL on cognitive capabilities.

The usage and implementation of AI should therefore be
understood as a strategic task for CCOs and other com-
munication leaders, requiring not only a critical review of
workflows but also the psychological impact of using Al

REFERENCES

Beach L. R. (2021). Scenarios as narratives. Futures & Foresight Science, 3(1).
https://doi.org/10.1002/ff02.58

Bos, N.H. (2026). Building a communications team that is not human.
Scriptorium Initiative Whitepaper, March 2026. Online: https://scriptorium-
initiative.ai/labs/synthetic-comms-team

Dakan, R., & Feller, 3. (2025). Framework for AI fluency (Practical Summary
Document). Online: https://ringling.libguides.com/ai/framework.

Deloitte (2026). The ROI of AI: The paradox of rising investments and elusive
returns. German Cut. February 2026. Online: https://www.deloitte.com/de/de/
issues/innovation-ai/deutschland-im-ki-paradox.html

Henderson, H., Shipway, R., & Jones, I. (2025). Constructing insights: Exploring
the position of Lego Serious Play® within the landscape of creative and participatory
research methodologies. Qualitative Inquiry. Online first: https://journals.
sagepub.com/doi/10.1177/10778004251401846

Hoffmann, 0. (2025). Die Psychologie und die Kiinstliche Intelligenz. Springer.

Kleske, 3. (2026). The cognitive costs of AL Online:
https://garden.johanneskleske.com/the-cognitive-costs-of-ai

Kosmyna, N., et al. (2025). Your brain on ChatGPT: Accumulation of cognitive debt
when using an AI assistant for essay writing task. MIT Media Lab. Online:
https://arxiv.org/abs/2506.08872

Lee, H.-P., et al. (2025). The impact of generative AI on critical thinking:
Self-reported reductions in cognitive effort and confidence effects from a survey of
knowledge workers. Online: https://www.microsoft.com/en-us/research/publica-
tion/the-impact-of-generative-ai-on-critical-thinking-self-reported-reductions-in-
cognitive-effort-and-confidence-effects-from-a-survey-of-knowledge-workers/

Mollik, E. (2024). Co-intelligence. Portfolio.

Shaw, S. D., & Nave, G. (2026). Thinking - fast, slow, and artificial: How AI is
reshaping human reasoning and the rise of cognitive surrender. Wharten School
Research Paper. Online: https://doi.org/10.31234/0sf.io/yk25n_v1

Smith, M. A. (2026). Online: The real AI challenge for knowledge workers is not
replacement. It is cognitive drift. Online: https://igmindware.substack.com/p/
the-real-ai-challenge-for-knowledge

Willshire, H. V. (2025). Cognitive debt. Online: https://smithery.com/2025/05/05/
cognitive-debt/



https://scriptorium-initiative.ai/labs/synthetic-comms-team
https://scriptorium-initiative.ai/labs/synthetic-comms-team
https://ringling.libguides.com/ai/framework
http:// www.deloitte.com/ai-roi
https://www.deloitte.com/de/de/issues/innovation-ai/deutschland-im-ki-paradox.html
https://www.deloitte.com/de/de/issues/innovation-ai/deutschland-im-ki-paradox.html
https://journals.sagepub.com/doi/10.1177/10778004251401846

https://journals.sagepub.com/doi/10.1177/10778004251401846

https://garden.johanneskleske.com/the-cognitive-costs-of-ai
https://arxiv.org/abs/2506.08872
https://www.microsoft.com/en-us/research/publication/the-impact-of-generative-ai-on-critical-thinkin
https://www.microsoft.com/en-us/research/publication/the-impact-of-generative-ai-on-critical-thinkin
https://www.microsoft.com/en-us/research/publication/the-impact-of-generative-ai-on-critical-thinkin
https://doi.org/10.31234/osf.io/yk25n_v1 
https://iqmindware.substack.com/p/the-real-ai-challenge-for-knowledge
https://iqmindware.substack.com/p/the-real-ai-challenge-for-knowledge
https://smithery.com/2025/05/05/cognitive-debt/ 
https://smithery.com/2025/05/05/cognitive-debt/ 

ACADEMIC SOCIETY FOR MANAGEMENT & COMMUNICATION

AUTHORS

Swaran Sandhu is Professor of Corporate
Communications/Public Relations at
Hochschule der Medien Stuttgart. He is
interested in how organizational struc-
tures shape communication processes &

vice versa. & sandhu@hdm-stuttgart.de

RESEARCH PROJECT

Study details: This study is part of the larger

6 research project “Zukunftswerkstatt: Generative
Alin Corporate Communications” led by Professor

Swaran Sandhu (Hochschule der Medien Stuttgart) and
Professor Ansgar Zerfass (Leipzig University). The project
included three full-day workshopsin 2025 with corporate
communication professionals, each involving 30 to 40 Al
experts. The workshops focused on the topics of expec-
tations, evaluation, and evolution of GenAl in corporate
communications. The scenarios were developed in a
mixed-methods approach with 30 communication profes-
sionals. They formed six groups of five participants and
used Lego Serious Play to build first a utopian and then
a dystopian future scenario. Each scenario was described
with a six-word story focusing on the key aspects. For this

PUBLISHER
St

The Academic Society for Management & Communication
is Europe’s leading non-profit think tank in the field of

corporate communications, supported by five universi-
ties and 50 international companies.

ACADEMIC SOCIETY
FOR MANAGEMENT & COMMUNICATION

An initiative by the Guenter-Thiele-Stiftung

Katja Leifheit is a research associate
and PhD student at Hochschule der
Medien Stuttgart. Her PhD project
focuses on the adoption of AI in
the film and television industries.
™ leifheit@hdm-stuttgart.de

publication we condensed the twelve scenarios into four
overarching future scenarios.

More information: Project description at the
Academic Society’s website: https://www.aka-
demische-gesellschaft.com/projekt/generative-

ki-anwendungen-in-der-unternehmenskommunikation

Citethisarticle: Sandhu, S., & Leifheit, K. (2026).
@ Scenarios for GenAl usage in organizations.
(Communication Insights | Essentials). Academic
Society for Management & Communication. Available

online at www.akademische-gesellschaft.com/publikation/
genai-utopian-and-dystopian-scenarios

Academic Society for Management & Communication -
An initiative of the Giinter Thiele Foundation

© NikolaistraRe 27 - 29, 04109 Leipzig, Germany
™ info@academic-society.net

& www.academic-society.net

Responsible publisher: Lina Sommer



http://www.akademische-gesellschaft.com/publikation/genai-utopian-and-dystopian-scenarios
http://www.akademische-gesellschaft.com/publikation/genai-utopian-and-dystopian-scenarios
https://www.akademische-gesellschaft.com/projekt/generative-ki-anwendungen-in-der-unternehmenskom
https://www.akademische-gesellschaft.com/projekt/generative-ki-anwendungen-in-der-unternehmenskom
https://www.akademische-gesellschaft.com/projekt/generative-ki-anwendungen-in-der-unternehmenskom

