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ChatGPT = Nov. 2022

launch of ChatGPT
user interface

Ai = terrain of consumers

Ai = terrain of data-scientists

what’s 
next?

GPT 3 = 2020 Nov. 2024

2 years of mainstream AI



audience

creation distribution

media
value

Impact on makers & 
the creative process

Impact on what/who 
we consider media

Impact on where and how 
the value is captured.

Impact on who has control 
over access 

and discoverability

Impact on 
expectations 
and media 
behavior

offer & services

needs & behavior

Impacting media



The third wave of media transformation

Traditional Media

1950-2000s 2000s-2020s 2020s-…

Digital Media AI Media

✓ Created by 
professionals

✓ Days to weeks to 
produce

✓ Physical distribution,
✓ Mass-market focus
✓ Fixed, static formats

✓ Mix of pro + user 
content

✓ Hours to days to 
produce 

✓ Multi-device 
distribution

✓ Segmented approach
✓ Responsive formats

✓ AI generated/assisted 
content creation

✓ Real-time & continous
✓ Hyper-personalized 

delivery
✓ Audience of one
✓ Liquid & interactive 

formats
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New Creative
Dimensions
AI for everyone



The big promise: anything can be generated

Text Audio Video

• News articles & updates
• Headlines & subheadings
• Social media posts & captions
• Newsletter content
• SEO descriptions
• Metadata
• ….

• Interview transcriptions
• Podcast scripts
• Voice-over narration
• News briefings & bulletins
• Audio translations 
• Dubbing
• …

• Short-form news clips
• B-roll footage
• Animated infographics
• News presenter avatars
• Social media stories
• Reels
• …



The big disruption: anyone can do it



The shrinking process

Plan Source Produce Edit Publish Engage Archive

Plan Source Produce Edit Publish Engage Archive

*AI trend 
analysis
*Auto 
scheduling
*Performance 
prediction

*Data scraping
*Real-time 
monitoring
*Instant 
factcheck

*AI text 
generation
*Auto 
transcription
*AI 
visuals/video

*Auto 
grammar/style
*Instant 
summaries
*Headline 
generation

*Multi-
platform 
publishing
*Auto desking
*Translated 
editions

*AI chatbots
*Auto 
moderation
*Live 
analytics

*AI tagging
*Auto 
enrichment
*Smart search



The speed of publishing 
breaking news has 
dropped from 9 minutes 
to just 90 seconds

A transcription tool 
called JOJO has helped 
to save nearly 20,000 
hours of journalists’ time

Some early results

The production time of 
local newsletters has 
been reduced by 80%



Early signs of ROI in the media industry



The promise of agentic AI



Real time and evolving



Imagined for you

Meta Imagined For You

Google Bespoke UI



Reality Check

Far from Perfect Uninspired Noise & Misinfo



Increasing noise puts pressure on trust

More than 40% of the population 
(18+) is (a lot) concerned about 
what is real or fake in terms of 
online news.

52% feel (very) uncomfortable 
with news that is largely made by 
artificial intelligence.

48% say they do not trust media 
to introduce AI innovation that is 
safe, beneficial, accessible and 
transparent.

+40% 52% 48%
DNR 2024 DNR 2024 Edelman 2024



Increasing 'silent' use

Employees using generative AI 
at work without employer
permission.

Employees presenting AI work as 
their own.

Employees without training in 
ethical AI use.

+50% 64% 70%
Semrush State 

of AI 2024
Semrush State 

of AI 2024
Semrush State 

of AI 2024



Considering where to play

Autonomy

Control

TransformationStatus quo

Automatisation

Optimalisation

Agents

Hybride productions



Consciously say no



I

II

Answering
Machines
Competing with gatekeepers 
& endless distribution.



From search to answering machines



A growing market of new interfaces for news

Operating System Layers
Microsoft Co-Pilot Daily

Smart News Aggeragator apps
Particle.News

Ai Model Interfaces
Perplexity

Social Media AI Chatbots
Meta Ai



High-income, high engagement users



The battle for the integration level

App level

Browser level

OS level

Focused features

Web integration Browser content analysis

Deepest integration Device-wide access Cross-app

Control increases with integration depth
Higher integration = greater user data access



Beyond the screen

Smart Glasses

Ray-Ban Meta

Smart Cars

VW IDA Voice Assistant

Voice as a Service

Open AI Realtime API



Opportunities of scale



New horizons

Microsoft Cloud Spotify Voice Translation

Multiple Language Livestreams Podcast Language Versioning Localise & Translate at Scale

Lokalise AI Translation



Reality Check

limitless 
creation

limitless
distribution

limited
attention



III

Capturing
Value
The art of the deal
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Data Cloud Interface Audience

Traditional Newsroom Process

Source Edit Publish

The original power of the newsroom…

$$$

Data
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$$$

Data

Data Cloud

AI Models
Interface Audience

Shrinking Newsroom Process

…is shifting to the bookends



Strong assets – weakly defended



Limited options

FIGHT

PARTNER



Deal structures

Basic Deal Components

Additional Components

Training License Inference License Ad Revenu Share

Technology Access

• Access to archives
• One time/annual fee
• Volume/quality based

• Per-use fee
• Citation-based
• Usage tracking

• Display-based
• Complex tracking
• Ad placement options

Prominence

• AI-expertise & support
• Dev tools & API access
• Enterprise accounts

• Brand attribution
• Premium links
• Premium sourcing

Deeper Collaboration

• Product Development
• Format development
• Enhanced Ad targeting
• Content & audience 

insights



Tier 2: Regional 
& Niche Leaders 

Tier 1: Major 
Publishers

Partnership dynamics

Tier 3: Smaller 
Publishers

AI Companies

Limited number of major players able to negotiate:

• Direct partnerships
• Custom integrations
• Revenue share
• Visibility & onward journeys 

Publishers with a specialized focus could leverage expertise:

The majority of other/smaller publishers with ‘similar’ offer:

• Quality/focus based partnerships
• Category specific conditions 
• Limited revenue share
• Hybrid integrations

• “Take it or leave it” terms
• Basic integration = open/closed
• Market places as intermediaries
• Collective action needed for better conditions



Reality Check

Opportunity to monetize 
archives in new ways

Access to AI capabilities 

Prominence in 
AI-powered search

Rewards Risks

Impact on labor

Short, uncertain & 
assymetric deals with 
monopoly parties

Loosing the direct 
relationship with our 
audiences



Considering where to play

Traditional Media AI Media

direct revenue

articles

own platform

platform revenue

particles

subs or ads

subs or ads

integrated

human

generated



Considering how to differentiate

Community & 
Relationship

Human
Touch

Strategic
Advantages

Brand &
Quality

Innovation

First Party Data

Live/Breaking

Curation

Strong IP

Original Reporting

Perspective

ArchiveValues & Mission
Bold Choices

Authenticity

Editorial Voices

Direct Relations

Talent Community & Fans



III

What’s
Next?
Future Gazing



Possible evolution

User-Centric

Channel-Centric

D
is

tr
ib

u
tio

n
 S
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at
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g

y

Content Creation Model

Fixed Content Liquid Content

Now

Future

Traditional publishing

Multi-Channel

AI-powered Scale

Adaptive Content

Single content
Curated channels

Fixed content
Multiple platforms

Endless variations
Optimized distribution

Dynamic versioning
Personalized



Key uncertainties

? ? ?

? ? ?

Legal and 
Copyright 

Challenges

Evolution of 
AI Models

User Adoption 
and 

Engagement

Ethical and 
Trust Issues

Economic 
Viability

Impact on 
Employment
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Resources

WAN-IFRA Knowledge 
Hub

Find the slide decks from 
all the speakers as well 
as transcripts and videos 
from the event. 
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