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Foreword ςά! ŎƻƭƭŀōƻǊŀǘƛǾŜ ǇŀǘƘ ǘƻ ǎǳǇŜǊŎƘŀǊƎŜ ƧƻǳǊƴŀƭƛǎƳέ

Journalismis traditionally highly competitive but when it comes to new technologies,
collaboration might be a better strategy. This goes against the grain for many news
organisationswho pride themselveson their independence. But when it comes to the
adoption of so-calledArtificial Intelligencein the newsroomworking with others can save
time, resourcesandmistakes.

Machinelearning,automation,personalisation,dataanalysisandnaturallanguageprocessing
toolscansuperchargethe modernnewsmedia. Theycanhelpboostyouraudienceretention
andrevenues. Theycando a lot of the difficult or boringwork, leavingthe humanjournalists
to concentrateon adding creativity and judgement. They can help with newsgathering,
contentcreationor distribution.

But AI is a relativelynew set of technologiesfor journalismand thesealgorithmically-driven
systems need special skills and strategies. They can be complex technically. Their
developmentand implementationcan be complicatedand needsworkingout to suit your
ƻǊƎŀƴƛǎŀǘƛƻƴΩǎspecialneeds. Thereare risksas well as opportunitieswith AI. Collaboration
canbea greatshort-cut to that goal.

By collaborationI mean working acrossthe usual departmentalbarriers within the news
organisation. AIshouldnot be left to the technologyteamandin turn, the technologistsneed
to be integratedinto the newsproductionprocess. AI is changingjournalismandthat means
creatingnew positionsor rolesand a more collaborativework pattern. Youwill needsome
kindof AIstrategy.

Collaboration might also mean working with other news organisations,especiallyon
designingnew tools. There is so much to learn from other ǇŜƻǇƭŜΩǎknowledge and
experience. It is tough to do it on your own. Otherpeoplewill havemademistakesor found
cleversolutions. Learnfrom them. In the endeveryonebenefits.

It is also very efficient to collaborate with other organisationssuch as the technology
companies,start-ups and AI labs within universities. Everyonehas a mutual interest in
collaboratingto increasethe effectivenessof AIin journalism. Butnewsorganisationsneedto
build thoserelationships.

Our researchon AI and journalism around the world showed that there are increasing
inequalitiesfor news organisations. The dangeris that local news and media in emerging
economiesmight fall behind. The big global brandshave the R&Dresourcesto buy in or
developtheir own systems. But the otherswill haveto work togetherif they want to capture
the benefitsof AIfor themselves.

Thefirst stepis to havepeoplein yourorganisationwho will educatethemselvesaboutAIfor
journalism. You will need to recruit or collaborate with experts. Start small but think
strategicallyandbringasmanycolleaguesinto the processaspossible. Theworld aroundus
isgoingto betransformedbyAIoverthe nextfew years. Thenewsmediaisno exception. No,
there ǿƻƴΩǘbe robots taking over from human journalists. But AI is the latest wave of
technologicalchangeandit paysto workwith othersto seewhat it cando for you.

Professor Charlie Beckett, 
Director of the POLIS/ LSE Journalism AI Project 
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Executive summary

In frontier and emerging media markets
across the globe, there are many new
opportunities in newsrooms to innovate
through artificial intelligence, machine
learning and data processing (later
summarisedasAI/ML). We havedrawnthe
lens to fast-rising developmentalchanges
capableof driving digital transformationin
businessand journalismby understanding
how those newsroomscan use technology
to developa dataanduser-led approachto
newsgathering, content, distribution,
marketingandsales,andpost-saleservices.

However, there are several hurdles to
expanding the set of use cases. Among
them are severe knowledgegaps around
the capabilities of these emerging
technologies and a lack of funding for
mediainnovation.

IMS (InternationalMedia Support) carried
out this exploratory research during the
first quarter of 2021, together with the
Latin American Centre for Investigative
Journalism (The CLIP) in Latin America
(LatAm)and The Fix in the wider Central-
EasternEuroperegion(CEE).

Thegoalof the researchwasto surfacebest
practices and illuminate barriers in the
usage of artificial intelligence by
independent media in frontier and
emerging news media markets. The
researchcoveredsmall,medium and large
newsoutletsςprint, TVandradioςin these
markets. IMS examined their ability to
accessAI/MLsolutions,and how they used
them as catalystsfor change. Of particular
focuswasobtaininga better understanding
of both how newsroomscan adopt these
solutionsin current market conditionsand
how news associations,research centers
and public/ private investorscanbuild new
partnershipecosystemsto promotethem.

Our researchcollecteddata from a select
sampleof mediafrom 20 countriesin these
two regionsto deliveraccessible,clearand
structuredexperiencesaboutpracticalways
that mediain thesemarketsare using,and
canuse,artificial intelligence. Toensurethe
richestperspectives,a rangeof smallerand
bigger newsroomsusing audio-visual and
text were includedexploringtheir success
and challengesdeployingvarieddegreesof
automation to redefine their role in
emergingmarketsocieties. Thisreport does
not reflect equallyall viewpointswithin the
different partsof newsorganisations,but it
does give insights into how these
technologiesarebeingusedby newsrooms.

A larger and longer conversationaround
AI/ML and media in frontier and emerging
marketsis needed. We havetaken a small
step,focusedon howmediain theseunder-
researchedmarketsareusingAIrather than
the why (another key part of the puzzle,
which is being investigatedby dedicated
groupssuchasJournalismAIandLuminate,
aswellasin the broaderscholarlyfield).

Thekeygoalwasto better understandhow
the news sector in frontier and emerging
newsmediamarketsusesAI/ML to collect,
analyse and share data to grow their
audiencesand/ or revenues. Ultimately,this
research aligns with a fast-rising
developmental challengeς to find new
ways to drive successful digital
transformationin businessandjournalismς
by understandinghow newsroomsin these
markets can use technologyto develop a
data and user-led approach to
newsgathering, content creation,
distribution,or generatingrevenues.
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Key findings

Justasin the globalcontext,new tools are beingusedby the mediain LatAmand CEE. The
use of AI/ML is not limited to large, corporate media. But the reality of different news
organisationswith a varietyof budgetsandmarketscanvarydeeply.

In LatAm,only a handful of media organisationsare embracingAI or machinelearningin
house,mostnotablyin Argentina,PerúandMéxicoandnoneaspart of a longterm effort to
embracethe technology. While most of the news organisationsconsultedare usingsome
sort of AI implementation through vendorsor third party solutions and there is strong
appetitefor moreit is rarelypart of a strategicvision.

In CEE, digitalnativesareembracingAI/MLsolutionsandthe regionhasbeenproduceda few
AI/ML basedthird party solutionproviderswith globalreachor ambitions. Competitionfor
talent is a majorbottleneck,asmediahaveto competewith the globaloutsourcingof ITjobs
to the region. Theother challengeis state pressureon media,especiallyin suchmarketsas
Russiaor Belarus,whichmakeslong-term planningandinvestmentimpractical.

Usecasesfor AI/ML

Å In both LatAmandCEEthe mostwidelyusedAIapplicationsincludedthe managementof
paywallsand subscriptions. Major legacymediaare takingthe leadwith AI relatedeither
to subscriptionservices,personalisationand automation to engagereadersand drive
themto becomesubscribers.

Å In both LatAmandCEEmediamanagersreportedusefor A/Bheadlinetestingandbotsfor
userfeedback. It wasalsousedfor churnpredictionanalysis.

ÅThe most common AI/ML use in LatAm was for predictive patterns to generatenew
contentandunderstandingvisitorpatterns.

ÅThemostcommonAI/MLusein CEEwasfor the automatedgenerationof texts.

ÅThedatashowedlittle useof AI for intelligentinvoicemanagement,customeror post-sale
servicesor automaticcontentgenerationfor socialmedia.

ÅMore than half of publishersuseAI/MLpoweredsolutionsfor editorial reasons(especially
dataanalysisandautomatingcontentcreation). But it is the mid to largesizedmediathat
make a full use of AI/ML solution spectrum,particularlywhen it comesto managing
subscriptionsor automatinginternalprocesses.

Talentis the major challenge

Mediain thesemarketsarestrugglingto attract talent but evenmoresoto retain talent. The
major issueςattractingspecialisttalent andskillsisa barrier to further adoptionandgrowth.
Themediaindustry,with low salaryoffersandlackof excitingprojects,becomesa last resort
for aspiringcandidates.

Trans-nationalexchangeof knowledgeand best practicesas well as training for smalland
medium-sizedmediahousesare the keyinvestmentrequestsfrom mediamanagersin these
markets. Manyworkingat newsroomleveldo not understandAIandthe opportunities.

3
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Key findings

Mediathat are better at attractingandusinga diverseset of backgroundsandskillsare at a
significantadvantage. Thereis a problem for both mediadevelopmentagenciesas well as
tech startupsto find who to talk to in the mediaabout AI, ML and data processingasnew
bridgerolesarelimitedor non-existent.

AI is shiftingmodernmediafoundationsby changingthe waymediawork, the rangeof jobs
in andaroundthe newsroomandthe environmentin whichpublicationsoperate.

Keyinfluencerswho understand,can translateand drive adoption of AI/ML applicationsin
the newsroomhaveanimpactin the speedof adoptionin the restof the organisation.

AI/MLapplicationsrequirecollaborationbetweendepartmentsacrosseditorial,businessand
technologyto besuccessfullyimplemented.

More internal andexternalcollaborationis needed

Collaborativeapproachesbetween media, research institutions, or third party solution
providersshouldbe encouragedasmanyapplicationsor venturesarebeyondthe scopeof a
singleoutlet, dueto the resourcesneeded,availabilityof data,or other barriersto entry.

Many academicinstitutions in CEEhave changed little from the communist era when
researchwas under strict state oversightcreatinga barrier to collaboration. Insteadself-
learningdigitalnativesarecarvingout newpaths.

Many media outlets rely on industry vendorsto fill up gapsin the most demandedareas
(subscriptions,content distribution, metrics)but little or no effort hasbeen deployedinto
customsolutionsascoretechnology

Engagementfrom multiple stakeholdersis necessaryto ensure a level playing field for
independent,mission-drivenmediato ensurea digital dividedoesnot thwart development.
Althoughthe knowledgeisscarce,the willingnessto learnisstrong.

3
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Our approach

Thisisanexploratoryreport that useda mixed-methodresearchapproach(both quantitative
andqualitativeelements),with a primarystartingpoint targetingmediahousesusingvarying
degreesof AI,MLandDataProcessingaspart of their corebusinessoperations.

We exploredthis in twenty countriesin LatinAmerica(Argentina,Brazil,Chile,Colombia,El
Salvador,Mexico,PeruandUruguay)andCentralandEasternEurope*(Armenia,Bosniaand
Herzegovina,Bulgaria, Georgia, Hungary, Kyrgyzstan,Latvia, Lithuania, Poland, Russia,
SlovakiaandUkraine).

Data collection was based on a mixed-method approach
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Our approach

The research targeted media managersfrom tech-savvy independent, innovative, and
entrepreneurialmediathat were more than five yearsold. Thisincludeddigitaleditors,data
specialists,editor in chiefs,directors,chieftechnicalofficersandthe like.

To ensurethe richestperspectives,a rangeof smallerand biggernewsroomsusingaudio-
visualandtext were includedaswereacademicsandlocalexperts. It wasa purposivesample
as they were selectedfrom contact networks of The Fix, The CLIP,International Media
Supportconsultantsandtheir researchers.

In total 57 online surveyswere gathered, including 32 from LatAm (covering29 media
outlets) and 15 from CEE(covering 15 media outlets). Furthermore, deep dive video
interviewswerewith expertsandmediamanagersfrom the region,aswell asglobally. A total
of 18 interviewsor 13.5 hours were carriedout with LatAmbasedexperts. In the CEE,20
interviews or 14.75 hours were carried out. Global experts accounted for a further 9
interviewsor 6 hours.

Theonlinesurveycombineda mix of core data and AI/MLspecificquestions. Thecore data
assessedthe sizeandlegalform of the organisation,primaryoutputsandfinancialresources
includingrevenuesandexpenses. Sectiononewasdesignedto reviewthe knowledgeof AI in
the organisationincludingpersonalandorganisationalexperiences.

Thesecondsectionaskedabout solutionsthat were in placeor how experienceswere being
developed. Thenquestionsassessedtalent managementand accessto hiring, followed by
questionson competitorsandthe competitiveenvironment. Sectionsfive andsixlookedinto
the useof third partysolutionsandworkingwith innovations.

Thedata were then verified. Internal teamsfor TheFixand TheClipcheckedthe questions
and researchmaterialsto ensureaccuracyin the data collectionprocessand translations
werecarriedout wherenecessary.

A simple verification processwas carried out between the researchersand regionalcase
managersto ensurecongruencebetween questionformulation and use, interview targets
and results and researchliterature. We systematicallycheckedthe data to ensureit was
accurateandcopyedited.

Theanalyticaltechniquesusedwere part of a groupingmethod focusedon an exploratory
study and thematic analysis. Researchersalso kept a journal with personalthoughts and
insightsderivedfrom deep-dive interviews. We usedthis to reviewand judgethe quality of
data collection as well as the soundnessof the ǊŜǎŜŀǊŎƘŜǊΩǎinterpretations during the
analysisphase.
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Glossary of terms

Algorithm: A process or set of rules to be
followed in calculations or other problem-
solvingoperations,especiallybya computer.

AI (Artificial Intelligence): A machinethat can
autonomouslyanalyseits environment using a
set of algorithmsor pattern modelsto simulate
humanintelligence.

API (Application ProgrammingInterface): APIs
allow a developerto make a specificάŎŀƭƭέor
άǊŜǉǳŜǎǘέto sendor receiveinformationfrom a
server/database.

Automated Content Production: Combining
artificial intelligencewith big data and natural
language processing to automate content
creationandcuration.

Automated Journalism: News articles created
by algorithms. Other names for automated
journalismarealgorithmicjournalism,androbot
journalism.

Content Recommendation is any system or
enginethat you useto suggestcontent that you
think mightbeof interestto yourreaders.

DataProcessing: Collectionandmanipulationof
data points to producemeaningfulinformation.
Thiscanrangefrom classificationto validation.

Digital Disruption: Changeresultingfrom when
innovative digital technologies and business
models influence the value proposition of
subsistinggoodsandservices.

Digitisation: Theadaptationof text, images,or
soundinto a digital form that can be computer
processed.

Editorial Analytics: The practice of content
editors using data about their audience,
competitors and the performance of their
previously published content to help make
decisionsin the editorialprocess.

MachineLearning: Thisis an AI subsetthat can
accessstructured data and use it to learn for
itself to provideimprovedresults.

NLG: Natural languagegenerationis a software
processthat automaticallytransformsstructured
datainto awritten narrative.

NLP: Natural language processing is what
happenswhen computersread text and turn it
into structureddata.

NLU: Natural languageunderstandingclassifies
input text into properintents.

Personalisation: Personalisedmarketing uses
data to delivermore relevantmessagesto your
target audience. In other words, businesses
collect data on their audience's interests,
demographics,and behaviour to create more
relevantandvaluablecontent.

Product development: The innovative process
of improvingan existingproduct or creating a
newone.

Reader Revenue model: Business model in
which some or all revenuecome directly from
readers. Thesecan be basedon subscriptions,
micropayments, donations,membership,action
investments, crowdfunded investment and
cooperativeownership. Theyrange in intensity
from passiveto engaged relations and from
transactionalto investedrevenues.

Ubiquitous: Anytime and everywhere
computing.

UX design: User experience(UX)designis the
processdesign teams use to create products
that provide meaningful and relevant
experiencesto readers. Thisinvolvesthe design
of the entire process of acquiring and
integrating the product, including aspects of
branding,design,usabilityandfunction

Note: There is a debate about distinctions between artificial intelligence,automated data
processing,machinelearning,deep learningand other terms. For the purposesof this report,
we will use the umbrella term of Artificial Intelligence-Machine Learning(AI/ML) or simply
Artificial Intelligence(AI) to cover all transformative and automated/algorithmicdata-driven
technologies,unlessotherwisespecified.
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10 Tips for media to get into AI

1 Seta5-yearvision

Afive-yearplanwill helpyouset the right goalsandpath to implementthe vision.

Major changecomesfrom top managementςnot someobscurelabor engineeringteam.
FullyembracingAIadoptioncangetpeopleon boardandreducefriction.

ButƛǘΩǎhard to break old habits. Trainingtakestime. Introducechangegradually,but
persistently. Makeresultsvisible. Thecompanyyouwant to seewill slowlytakeshape.

2 Assignasingle,responsibleteamleader

Tacklingmachinelearningprojects can start from any corner of the organisation. But
without anidentifiablepoint of contactςvisibleandaccountableςit iseasyto losefocus.

A single responsibleperson, outside the current organisationstructure, should work
acrossdifferent areas(newsroom,sales,product etc.) and makethem feel part of the
processof building new digital skills. Moreover, the responsibleperson can propose,
analyseandprioritiseopportunitieswith the greatestimpactfor the entire organisation.

3 Formaninterdisciplinaryteamwith asinglepointof contact

AI is not just an engineeringissue. Thegoal is to solveproblemsscatteredall overςin
engineering,design,salesandeditorial. Youcannotrealisea 5-yearvisionworkingin silos.

An interdisciplinaryteamshouldbuild foundationalblocksfor future projectsςstart with
simple ones like indexingarchives,connectingsystemsthrough APIs. This will make
startingnewprojectseasierandsetrealisticexpectationson time andresourcesneeded.

4 Findlow hangingfruit andaimfor immediateresults

Startwith aprojectyouknowyoucanhandlethat will deliveranimmediateimpact.

It will help set the tone and makepeoplerealiseintegratingAI into the workflow is not
rocket science. Youwill alsostart addingvaluableknow-how into the companythat you
canlater usefor morecomplexprojects.

5 Set realistic timeframes (but finish the 1st project in 3 months)

Youwant to avoidexcessivetime dedicatedto meetingsandfocuson actualplanningand
executingyour vision. Yourfirst project is all about gettingpeopleon board. A quickwin
will boostconfidenceandresultswill inspirepeopleto tacklenewproblems.
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10 Tips for media to get into AI

6 Use specific metrics (e.g., KPIs) to track progress

KeyPerformanceIndicators(KPIs)helpmanageperformanceandevaluatethe successof
a particularprojector the organisationoverall.

ActualKPIsvarybetweenorganisations. It canbepageviews,newsubscribers,or a million
other metrics. What is consistentis that they canbe usedto drivetowardsspecificgoals.
MeasureeverythingandalignyourAIprojectsto thosemetrics.

7 Validateideasearlyandoftenbyusingshortprojectsprints

ManyideasŘƻƴΩǘsurviverealworld testing. Avoidprojectsthat requirehugeamountsof
time or headcount. Breakprojectsinto short sprintsor repeatabletime-boxedactivities
that deliverrealoutcomesat regularintervals(andmeasurethe impact!).

If you want to automatea process,start with the simplestpieceand expandto more
challengingparts. Changedirectionif it fails.ά¢ǊƛŀƭandŜǊǊƻǊέisyourbestfriend.

8
Useprojectsto educateandtrain your staff in AI,ML andDP,
with yearlygoalsthat areclearto everyoneinvolved

YouŎŀƴΩǘdeliver a 5-year vision unlessthe whole organisationis aligned. But people
ǿƻƴΩǘsupportthingstheyŘƻƴΩǘunderstand(anissuefor anynewtechnology).

Fightfear of job losseswith solutionsthat removefriction andfree up time for peopleto
focuson what theydo best(andwin youallies). It will alsoopeneyesto newpossibilities.

9 Collaboratewith fellowmediato pushthe boundaries

Manyof the problemsandlimitationsyoufacearenot uniqueto yourorganisation. Work
togetherwith fellowmediato overcomelimitationsandreachahigherstandardsooner.

Useinternationalworkshopsandresourcesandembraceorganisationshelpingpushnew
technologiesinto the newsroom. It will helpimplementyourvisionfasterandbetter.

10 Usevendor,open-sourcesolutionsto implementAIfaster

No needto reinventthe wheel. Manyexternalplayersoffer solutionsto integrateAI into
yourorganisation. Bewiseto integratesolutionsyoucanmeasureagainstyourKPIs.

Makesurepeopleseethe benefitsof AI in their dailywork. Provideupdateson resultsof
vendorsolutions. Highlightbenefitsfor customersor competitiveadvantagesgained. This
will encouragethe useof newtechnologiesandset the right mindsetfor your team.
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7. Key findings: A landscape ready to be 
seized ςhow AI/ML will change the world 
of media and journalism



AI as a disruptive bridge to the future for media

Artificial Intelligenceis the third waveof
disruption transforming news media
fabrics. Previously,movingonlineandthe
advent of social media have left most
media companies poorer and more
beholden to large companieswho own
the new channelsof distribution and set
the rulesin their favor.

AI/MLoffersanopportunityfor the media
to makesignificantstepsaroundcontent
productionanddata.

ά¢ƘŜǊŜis a big future for AI in journalism,
and AI will be a hugepart ofƧƻǳǊƴŀƭƛǎƳΣέ
assertsSasaVucinic, managingpartner of
the US-basedventure capital fund North
Base,which has invested in severalAI-
poweredmediafirms.

ά¢ƘŜǎŜnew technologiesare the new
printing ǇǊŜǎǎΣέargues María Florencia
Coelho,New MediaResearchmanagerat
LaNaciónin Argentina.

ά¢ƘŜbestway to get into AI is by starting
with small, well-defined projects that
solve a tangible ǇǊƻōƭŜƳΣέexplains
Francesco Marconi, author of
Newsmakers: Artificial Intelligence and
the Futureof Journalism1.

Casesreviewed for this research show
that small experimentsact as a catalyst,
hand

A

creating a virtuous cycle as knowledge
and familiarity with AI/ML grow. The
questionoften remainswhereto find that
first spark.

Buildingbridges

So-calledAI bridgerolesplay a hugerole
in media organisations. Like in other
industries2, the presenceof translatorsor
expertsthat others can reachout to for
all artificial intelligencematters, appears
to be crucialto the successof subsequent
implementationof AI/MLusecases.

While most news organisationssurveyed
did not have formal translator or bridge
positions, most had someone who de
factoplayedthis role.

Interestingly,this personcould be in the
newsroom,on the productor commercial
side. It ŘƻŜǎƴΩǘmatter where they sit,
what matters is that they canset a vision
of AIintegrationinto dailyprocesses.

Media have an appetite to learn (see
exhibit1 for typesof desiredsupport).

Our findings suggesteven modest help
can set the wheels in motion, readying
mediato seizeopportunitiesandfacethe
challengesof anAI-poweredfuture.

ά²Ƙŀǘ ƪƛƴŘ ƻŦ ǎǳǇǇƻǊǘ ǿƻǳƭŘ ȅƻǳ ōŜ ƛƴǘŜǊŜǎǘŜŘ ƛƴΚέ
Responses to survey question (n=44)

Exhibit 1

35%24%

35%

3%
3%Free consultation

All of the above

Ability to test use cases

Other

Ability to exchange experiences
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Opportunities: from automated content to subscription management

Many discussionsaround AI/ML in the
media have focused on the idea of
άǊƻōƻǘǎwritingŀǊǘƛŎƭŜǎέΣleadingto some
misunderstandings3,4. While the latest
languagegeneratorslike GPT-3 can write
articleswhen prompted5, their main use
is to augment the capacity of human
writers,not replacethem.

Our findings show where there are
repetitive,process-heavytasks,there may
be anopportunityto leverageautomation
to makeinternalprocessesmoreefficient.
In fact, there are a broad range of
applications,from internaloperationsand
product development to commercial
functions,that gobeyondeditorialuses.

B

άwƻǳƎƘƭȅ40% of AI/ML use casesare in
editorial, 40% goes to commercial,and
20% covers internal ŦǳƴŎǘƛƻƴǎΣέexplains
Michal Cyrek, Big Data Architect and
leaderof the datateamat Onet.pl, oneof
tƻƭŀƴŘΩǎbiggest digital media. In fact,
AI/ML applicationscan extendacrossthe
valuechain.

Automating content production and
managing subscriptions are the most
important use cases(seeexhibit 3, page
16). But wherever there are repetitive,
process-heavy tasks, there may be an
opportunity to leverage automation6.
Expert interviews suggesteda common
error is to start the processof findinguse
cases

Examples of observed applications of AI/ ML extend across the full media value chain*

Exhibit 2
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* The media value chain is adapted from the classical value chain model developed by Michael Porter7 by 
the authors and tested for applicability and pertinence with over 20 publishers



Opportunities: from automated content to subscription management

casesfrom reviewing AI/ML capabilities.
Instead,news media should review their
internal processesand find opportunities
to automatethem.

AI/ML is also not just for well-resourced
newsroomsin developedmarkets. AI is
adoptedat different ratesby mediaof all
sizes. Largermediamaydeploya broader
rangeof solutions,but small outlets can
build and use a range of tools and lead
the waywith experimentation.ά¸ƻǳŘƻƴΩǘ
necessarilyneeda lot of moneyor skillsto
makeAI/ML work in journalismςat least
for basic applicationsςbut you need
either money or ǎƪƛƭƭǎΣέexplains Carl-
Gustav Linden, a professor at the
Universityof Bergenin Norway.

Automatingdata points asstory source

Creatingcontent iscoreto what mediado
ς and how they spend their money.
Henceit is no surprisethat is often the
focus of AI/ML discussions. But
automationcan start before writing the
story itself ς at the process of idea
generation.

Graph databases that emphasise
relationshipsbetweendata points canbe
used to generate stories or to boost
ƧƻǳǊƴŀƭƛǎǘǎΩsearch capabilities (see
sidebar, opposite). By connecting the
dots, machines expedite the painfully
laboriousprocessthat leadsto generating
stories.

Automatedfact-gatheringlets journalists
focuson morevaluableelementsςtalking
to sourcesor developingthe narrative.

But NLG uses go further, writing the
content itselfςparticularlyfor topicsthat
use both public and private structured
data sets. This is used on topics like
sports,realestateor companynews.

B

Machine-augmented investigations

Machinelearningoffersjournalistsan
opportunity to developprocessesfor
investigativejournalism. By scouring
public databases, algorithms can
quickly detect suspicious links or
ǊǳƭŜǎΩviolations that would have
takena reporter hours,daysor even
weeksto uncover.

Usinggraphdatabasesthat allowyou
to createcomplexlinksbetweendata
points,YȅǊƎȅȊǎǘŀƴΩǎKloop,a leading
investigativejournalismoutfit, scours
public databasesto uncover rule-
breakingς like companies tied to
publicservantsbiddingfor tenders.

Machine learning is also boosting
investigative ƧƻǳǊƴŀƭƛǎǘǎΩresearch
capabilities.

TheOrganizedCrimeand Corruption
ReportingtǊƻƧŜŎǘΩǎAlephProjectis a
super-database that combines
information from public registries,
journalist research, leaks, tips and
other data into a massive (and
costly8) hub for civic-mindedactors.

ά¢ƘŜplatform usesneural networks
to improvesearches,super-powering
what any individualresearchercould
do by ǘƘŜƳǎŜƭǾŜǎΣέexplainsOCCRP
CTOEmmaPrest.
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Thepotential impactis vastςnot leastfor
short-staffedlocalmedia. Thisisespecially
valuable post-pandemic. άtǳōƭƛǎƘŜǊǎare
startingto seethe more-with-lessvalueof
our automated content ǎŜǊǾƛŎŜΣέnotes
CeciliaCampbell,ChiefMarketingOfficer
of United Robots, a Swedish content
automationserviceexpandingto LatAm.



Opportunities: from automated content to subscription managementB

REMP2030), used by several of the
ǊŜƎƛƻƴΩǎpublishers10. It is currently being
upgradedwith machinelearningsolutions
from the e-commerceindustry.

άLƴƴƻǾŀǘƛƻƴin media is always coming
from the moneyǎƛŘŜΣέnotes Konstantins
Kuzikovs,CEOof Delfi Latvia,which uses
the Piano paywall solution with AI-
poweredchurnpredictionfeatures.

In turn, many largePolishpublishers(for
exampleRzeczpospolita,GremiMedia or
Wprost) use the servicesof Deep BI, a
WarsawandNewYork-basedfirm.

Deep BI offers a bundle of product,
including a dynamic paywall, user
behaviourprediction, content evaluation
and other features ς all powered by
AI/ML.

With scale come possibilities: Breakdown of AI/ML applications type of media

Exhibit 3

Subscriptionmanagement

Publishersare turning to AI/ML-powered
solutions around reader revenues. The
pandemic-driven subscriptions boom9

increasedthe shift to direct pay models.
To make the most of this model, El
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Case study: An investigative start-up flourishes

Kyrgyzstan-basedKloopis knownfor its journalisminvestigationsinto corruptionof
Kyrgyzpoliticalelitesandcasesof electoralfraudon behalfof Kyrgyzstateofficials.

Despitethe modest team sizeof 30 full time equivalentstaff, Kloopusesseveral
AI/MLtechnologiesςincludinggraphdatabases,embeddingandimagerecognition.
Themain reasonfor their data savvystrategyis basedon the previousexperience
usingit by its teammembers.

Thesetechnologiesenable the newsroomto find content insights. ά¦ǎǳŀƭƭȅyou
needa cuefrom someoneto start an investigation,but hereyouliterallyfind stories
insidetheŘŀǘŀΣέsaysKloopco-founder RinatTuhvatshin. Usingthis approach,the
mediadiscoveredthat the second-largestcompanywasownedby a memberof the
parliamentaryfuel committee.

Therearefour directionsin whichKloopappliesits AI/MLefforts.

Investigationsςthe team use internally built algorithms to analyseand cross-
referencelarge amountsof open-sourcedata (legalentities, public procurement,
taxdeclarations)to locateabnormalpatternswith corruptionrisks.

TVmonitoringςKlooprecordsimportant TVŎƘŀƴƴŜƭǎΩbroadcaststo processthe
recordingswith image recognition tools and calculate coveragerates for pro-
governmentandoppositionpoliticians.

Election monitoring in real-time ςKloop developeda platform for its election
monitors to enter violation reports. They were automaticallywired to partner
journalistsand lawyersfor examination. The platform processedthe inputs and
turned them into officialappealsthat amonitor couldfile in the pollingstation.

Readerfeedback- TheKyrgyzPoliticalCompasstests readersviews,helpingthem
determinewhichpoliticalparty is the closestto their views.

YƭƻƻǇΩǎapproach has included an effective use of internships,using external
resourcesfor their own datacollectionneeds. Internshipscanbe a time-consuming
task.άLŦyouhad200studentsto giveeachonea practicaltask,youwouldneed40
editorsdoingalmosta full-timeƧƻōέΣexplainsTuhvatshin.

Instead,Kloopassignedthe internsto collectdata for a set of interviewswith local
district governorsandwire it backto the datamanagementsystem.άLƴthis waywe
were ableto get interestingjournalismmaterialandprovidetasksfor 200students
andit took onlyoneprogrammerto runƛǘέ.

Opportunities: from automated content to subscription managementB
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Past the first knowledge barrier, AI becomes surprisingly accessible

EarlyAI advocates

Across our interviews, media outlets
reported that the use of AI/ML solutions
wasoften drivenby oneadvocateor early
adopter in the newsroom,who was able
to drive through the rationale and
understandingof the importance.

h//wtΩǎchief technologist in the mid-
2010s wasSmáriMcCarthy,knownfor his
involvementin pioneeringtech and civic
initiatives11. Kyrgyz investigative media
YƭƻƻǇΩǎfuture CTORinatTuhvatshinwas
inspiredbyaconferencetalk.

They championed new solutions when
theirƻǊƎŀƴƛǎŀǘƛƻƴΩǎvisionor strategywas
discussed and acted as translators
betweenthe technicalandeditorialareas.
Thisset the foundationupon which a lot
of mediaAI/MLisbuilt.

B

Managementbuy-in

Thesinglebiggestchallengefor mediato
adopt AI-poweredsolution explainsDeep
BI CEOJaroslawGora, is finding people
within newsroom leadership who
understandthe basic principles of their
solution and can integrate it into their
workflows.

This is the case for using third party
solutions as well as in house
development.

ThestrategyŎŀƴΩǘjust beάǿŜneedto use
!LΣέemphasisesUnited wƻōƻǘǎΩCecilia
Campbell. Senior managers need to
understandwhat problemthey are trying
to solveand the basicsof how it will be
solved.

"We work in veryclosecollaborationwith
the publisher. Our company'sroots are in
media, and we understand our clients'
businessςone of our key USPsis this
partnershipwe havewith the publisher. In
order to reallyleveragenewsautomation,
you needto havea clearstrategyfor how
you use it. Buy-in from top management
iskeyfor successfulŘŜǇƭƻȅƳŜƴǘΣέexplains
Campbell.

άLǘΩǎ ƪŜȅ ǘƘŀǘ ǘƘŜǊŜΩǎ ŀƭǿŀȅǎ 
someone on the receiver end 
that understands how to use 
ƻǳǊ ǇǊƻŘǳŎǘǎΦέ

- Cecilia Campbell, CMO of 
United Robots
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Product and agile thinking

Media that succeedin using AI/ML are
often those where product is central to
the way of thinking across the firm,
continuouslybuilt anddeliveredviashort,
incrementalsprintsto avoidlongresource
commitments and providing chancesto
coursecorrectquickly.

This means embracingagile principles12

putting the user of a solution first,
working in cross-functional teams, and
using bridge roles to connect different
partsof the organisation.

ά²Ŝalways start from the ǳǎŜǊΣέsays
Onet.ǇƭΩǎCyrek.ά²ƘŀǘŜǾŜǊraisestime on
site, frequencyof returnςanythingfor a
sweetandsmoothUX.έ

In a digital era, a user-centric approach
meansbecomingmoredata-driven,which
canbeachallengefor legacyplayers.

C

The importance of product-thinking and
use of data is being increasingly
recognisedbymedia13.

tŜǊǳΩǎElComercionewspaper,foundedin
1829, moved to a digital-first model last
year,explainsHoracioJ. PugaNogués, the
grouṕ sCTO.

ά²Ŝsee newsroomsneed to start using
dataasan input on a day-to-daybasis.LǘΩǎ
all about generatinga data culture in the
ƴŜǿǎǊƻƻƳΣέPuganotes.

Crossfunctional roles

User experience in product design
requirescross-functionalwaysof working.
Productsneed to be designedby cross-
functional teams so that they meet all
requirementsanduseall the insights.

Cross-functional organisations are best placed to implement innovative technologies13

Exhibit 4
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Product and agile thinking

ά¢ŜŎƘƴƛŎŀƭaspects are not the hard
things,ƛǘΩǎalwaysthe culture. Everybody
needs to be ƛƴǾƻƭǾŜŘΣέnotes Erik Van
Heeswijk, CEO of AI-driven editorial
analyticsfirm Smartocto.

But the situation is changing, Van
Heeswijkexplains. The balanceof power
is shifting and corporate, product and
data havea greatervoicewhen it comes
to decisionsςboth what to work on, and
howto work.

ά¢ƘŜmost successfulmedia I know of in
using technologyare those with a very
strongtechnologydepartmentthat is not
troubleshooting problems but runs the
wholeprocessςdefiningwhencontent is
created, when it's published, how it's
ƛƳǇǊƻǾŜŘΣέnotes DavidLlorente, CEOof
Narrativa, an NLG solution provider
headquarteredin LosAngelesin the US.

A key role in digital transformationsare
those which facilitate understanding
acrossdepartments. Given the generally
low levelof editorialǘŜŀƳǎΩknowledgeof
data and AI journalists need help to
actuallymakeuseof data.

ά²Ŝcreated analyst-editors, who would
sit with the dataǘŜŀƳΣέexplainsOnet.ǇƭΩǎ
Cyrek, whó s outfit havebeenusingthem
for several yearsnow to bridge the gap
between journalismand the increasingly
fast-movingtechanddataworld.

C

63%

0%

32%

5%

Nothing

Basic

Intermediate

Advanced

άIƻǿ ǿƻǳƭŘ ȅƻǳ ǊŀǘŜ ȅƻǳǊ ŜŘƛǘƻǊƛŀƭ 
ǘŜŀƳΩǎ ƪƴƻǿƭŜŘƎŜ ƻŦ !LέΚ
Responses to survey question (n=42)

Exhibit 5
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Finding talent

Our data found 59% of LatAmmanagers
and 62% in CEEsaid finding qualified
candidateswastheir biggestchallenge.

Theeconomy-wide digital transformation
hasput a premiumon alreadyin-demand
roles like data scientists or product
managerswith AI/MLexperience14.

Media need to ensure these data and
productpeoplecaneffectivelycollaborate
with editorial or commercialteams with
limited technicalliteracy. Moreover,they
needto keepthem engagedandreadyto
turn down prospective head-hunters
lookingto lure them away.

ά¢ƘŜbiggest issue is what can a media
organisationafford. Theindustryis under
ǎǘǊŜǎǎΣέnotes Mohamed Nanabhay,
Deputy CEOof the Media Development
InvestmentFund(MDIF),which investsin
mediaacrossmanyemergingmarkets.

Becausemediahavebeenunableto grow
their own talent ς research and
development budgets are virtually
unheardof, arguesNanabhayςthey have
to poachthem from other industries.

There is high demand for this talent,
especially post-pandemic when most
businesses see digital presence and
handicap

D

productqualityasmakeor break.

Therisingcostof specialistsis prohibitive.
Askedif they are hiring digital specialists,
RussianmediamanagersoftenάǇǊŜŦŜǊto
hire three journalists and do the same
workƳŀƴǳŀƭƭȅΣέexplainsOlgaDobyvsh,a
lecturer at the University of Helsinki
specializingon the Russianmarket.

Theresult is that medianeedto appealto
ǇŜƻǇƭŜΩǎsenseof mission(i.e., workingto
support democratic values), or their
desire to work for a known brand and
havepeopleseethe resultof their workς
one of the few remaining competitive
advantagesavailableto mediacompanies.

ά¢ƘŜǊŜarepeoplewho look for tech jobs,
but are missiondriven too. Peoplewho
work with open data, while they could
work forDƻƻƎƭŜΣέaccordingto Nanabhay.

AdvancedAI/ML talent is alreadyrare in
many smaller emerging markets15.
Meanwhile,big tech is activelypoaching
anyonewith relatedskills16, raisingprices.

ά¢ƘŜǎŜdata profiles are very expensive,
especiallyin a time when we are fighting
for ǎǳǊǾƛǾŀƭΣέsays Sebastian Rivas,
AudiencesGeneral Editor at La Tercera
newspaperin Chile.
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aŜȄƛŎƻΩǎVerificado team has been successfulin
attractingyoungtech-savvyjournaliststo their ranks,
but still findsit hardto payfor full-time datascientists.



Finding talent

Retainingtalent

ά¢ƘŜchallengeis not to find it but to
retain the technological talent.έΣsays
Gastón Roitberg, Digital Assistant
ManagingEditorat LaNaciónnewspaper
in Argentina. ά!newsorganisationis not
something that ends up being entirely
coolto workǿƛǘƘΣέheexplains.

LǘΩǎnot just theάŎƻƻƭŦŀŎǘƻǊέΣthough this
also plays a role. Young talented
specialistswill not stayin placesthey are
not takenseriously.

άLǘϥǎimportant to build the rightŎǳƭǘǳǊŜΣέ
saysLindenfrom the Universityof Bergen.
ά¢ƘŜǊŜis an issueof lack of respect for
non-journalists.έ

However, this is changing ςάŜŀǊƭƛŜǊ
people might ignore the pink-haired
digital personin the corner, but the rise
of socialmediaandunderstandingof tech
has changed the ǎƛǘǳŀǘƛƻƴΣέexplains
Charlie Beckett of the [{9ΩǎPolis
JournalismAIproject.

handicap

D

In Mexico,investigativemedia Verificado
has been successfulin attracting young
tech-savvyjournaliststo their ranks,but
still finds it hard to pay for full-time data
scientists.

DiegoVallejo,ChiefDigitalOfficerfrom El
Tiemponewspaperin Colombiaexplains
they had to adaptto an averageturnover
of 40% and a maximumduration of two
yearsfor techspecialistsby creatingάƴŜǿ
structureswith highandfastpayraises.έ

Even if pay and stature can be mostly
replicated by media, many technology
companies offer a wide complexity of
tasksandopportunitiesto learn the most
advancedskills: opportunities which are
rareramongnewspublishers.

ά!ƴunexpectedproblem to attract and
retain top data and digital talent is that
the challengesare too ǎƳŀƭƭΣέLinden
explains. ά¢ƘŜ[digital specialists] get
ōƻǊŜŘέ.

Talent is a top priority for media managers seeking to use AI
Responses to survey (n=41)

Exhibit 6
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Collaboration in multiple formats

Toleveragethe potentialof AI/ML,media
will need to embrace many forms of
collaboration: betweenhumanandrobot,
collaboration between teams or
departments within a media house,
working with third party solution
providersand collaborationwith external
stakeholderslikebusinessor academia.

ά¢ƘŜintersectionof tech and humansis
very important. Elysium,an automated
content generator,now has three Indian
languagesandeachof them has5 editors
to saywhichstoryis interestingandwhich
ƴƻǘΣέsaysNorth.ŀǎŜΩǎVucinic.

The challenge for managers is not so
much makingsure they άǊŜǘŀƛƴŎƻƴǘǊƻƭέ
over the robots but rather making sure
that the robots are integrated into work
processesin aneffectivemanner.

ά¸ƻǳneedto makeAIwork forȅƻǳΣέsays
ChristopherBrennan,editor in chief of
Deepnews AI, which scores content
quality. Everymedia has their own goals
and definitions,he notes,addingthat ά!L
needsto beadjustedto these.έ

Promiseof third party solution providers

Individualmedia often lack people,data,
and funding to develop in-house AI/ML
tools. But a growingrangeof third party
solutionprovidersissteppingin.

άLǘŘƻŜǎƴΩǘmakesenseto try to develop
somethingbyƻǳǊǎŜƭǾŜǎΣέsaysKuzikovsof
Delfi.lv. ά9ǎǇŜŎƛŀƭƭȅwhen there are so
manysimplesolutionsout there.

The Riga-based publication uses
externally developedAI/ML solutions to
manage subscriptions (via Piano), to
automate social media posts (via
Echobox) and to turn texts into speech
indistinguishablefrom humanone (albeit
handwash

E

it only in Russian; Latvianis too small to
buildsolutionsof similarquality).

Semanamagazinein Colombiais making
the switch to external providers a core
part of its strategy,explainsChiefDigital
OfficerVictorEstrugoRottenstein.

άLwant to change from internal to
external development, consolidating
suppliersin a singleŜŎƻǎȅǎǘŜƳΣέhenotes.
άLŦthere is alreadysomeonewho did it
well, let'suseit.έ

Basedin Sweden,United Robots offers
άŎƻƴǘŜƴǘas a ǎŜǊǾƛŎŜέto small and
medium-sizedmedia. UsingNLGand AI,
the firm allows even small teams to
generate large amounts of automated
contentusingpublicdata.

ά²ƛǘƘthe economic downturn,
newsroom resourceshave been further
stretched driving managersto test out
innovative ways to both generate new
revenue and lower ŎƻǎǘǎΣέsays Cecilia
Campbell,CMOat UnitedRobots.

ά¢ƘŜȅneedto look at new opportunities,
things they wouldn't have even
consideredbefore. Becauseeither these
automated solutions simplyŘƛŘƴΩǘexist,
or becausethe culture in the newsroom
has been slow to ƛƴƴƻǾŀǘŜΣέCampbell
adds.
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άLǘ ŘƻŜǎƴΩǘ ƳŀƪŜ ǎŜƴǎŜ ǘƻ ǘǊȅ ǘƻ 
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there are so many simple 
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- Konstantins Kuzikovs, CEO of 
Delfi Latvia



Collaboration in multiple formats

Publishersusingautomatedcontent have
been able to fill the gapsin verticalslike
sports or real estate coverage17. This
allows stretched local media to deliver
real valueto audiencesand preventsthe
formationof newsdeserts.

Argentinean news website Infobae
boosted automated content production
tenfold since 2019, expanding to 15
verticalswithout increasingheadcount.

But the impact goes beyond traffic or
reachςeditorsandreportersarefreedup
to focusall their efforts on producinghigh
value content or creatively enriching
automatedcopyin a hybridmodel.

Opportunitieson the commercialsideare
arguablyeven more promisingςat least
in terms of bottom-line impact. Drawing
inspiration from e-commerce, open-
source subscription management
platform REMP2030 helps publishers
dynamicallysegmentaudiences,creating
tailoredoffersandcampaigns.

ά9-shopsstudythe behaviorof customers
on their websites and take further
actions, so if the customer browsed
shoes,you send them more information
on ǎƘƻŜǎΣέexplains Matej Borko, a
Fatchillideveloperworkingon REMP2030.

The Bratislava-basedsubscription-service
offers similar capabilitiesto media. They
can segment users based on which
content they picked,how long they read
itΧ The team is currently working on
taking this solution to the next level,
Borkoexplained,by creatingpersonalised
ads that increasethe valueof media for
marketingagencies.

Usersconsumea packageςthe product,
the way it is delivered,and the content
itselfςmeaningthat the work to createit
shouldalsobealigned.

E

Media City Bergen

Clusteredaround Bergenin Western
Norway, the Media City Bergen
project brings together academic,
tech companies, publishers and
investors in the goal of driving
innovationςespeciallythat centred
on AI/MLςin the mediasector.

It gathers over 100 media-related
organisations, ranging from public
broadcasterNRKor media holding
Schibsted,to graphicdesignsolution
providerVizrt.

Becausethe Norwegian market is
small, media companies need to
compete globally,explainsKristoffer
Hammer,an advisorand organizerat
the project.

άtŜƻǇƭŜare ready to share insights,
learn from eachother at almost150
openeventsa year,lots of consulting
andƳŜƴǘƻǊƛƴƎΣέHammerexplains.

The goal is to shareinsights,launch
joint projects and generate new
sourcesof funding. Everyother day
someoneis explaininghow to solvea
problemor buildsomethingnew.

Media City Bergen is also actively
sharing learnings and approaches
more broadlyςmost recently with
the Cardiff-basedClwstwr18.

Importantly,media firms themselves
play a major role in supportingand
driving the project (which has also
receivedgovernmentfunding.

ά¢ƘŜǊŜis a wide recognition that
collaboration here ǿƻǊƪǎΣέHammer
sumsit up.
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Collaboration in multiple formats

Roleof technologyhubs

There has been a rise of technology
clustersand parksover the past decade,
such projects as Media City Bergen or
Technopucin Brazil.

άIƻǿdo youconnecttechstartupsto the
media? When a university that has a
dynamic journalism and technical
department and local traditional/ digital
media are working together, this can be
hand

E
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extremelyŜŦŦŜŎǘƛǾŜΣέsaysJamesBreiner,
a lecturerat the Universityof Navarra.

άtǳōƭƛǎƘŜǊǎin LatinAmericanare starting
to recognizethe power of collaboration
overŎƻƳǇŜǘƛǘƛƻƴΣέheexplains.

A densityof talent workingacrosssectors
has transformedmore than one industry
for the better from financial servicesto
energyςits time to apply the samelogic
to media.

¢ƘŜ .ǊŀȊƛƭƛŀƴ άǎŀƴŘōƻȄ ŜȄǇŜǊƛƳŜƴǘέ

Nestledin PortoAlegre,the birthplaceof greatwriters in southernBrazil,in 2003the
CatholicUniversityof RioGrandedo Sulplanteda goldentech tree calledTechnopuc.
It hasflourishedinto a leadingglobalscienceandtechnologyparks,bringingtogether
a uniquemixof giantslikeHPandMicrosofttogetherwith Brazilianstart-ups.

In 2011, they brought newsmedia into the fold giventheir unique role in filtering
data,andsoonafter.ǊŀȊƛƭΩǎlargestmediacompany,Globo,joinedthem.

How do you convincesmall media to get into this? What do you do with legacy
media?How do you transformthem or connectthem with startups? Theseare the
thorny questionsthat ¢ŜŎƘƻǇǳǊΩǎresearchlaboratoryUBILABhasbegunlookingat,
analysinghow mobile internet, sensorsand new hardwareimpact the way we get
informedandsocialize.

ά¢ƘŜbroaderconceptof AI andmediais to haveinformationflows and to filter this
information. AIcanbeusedto processthis information. Themaingoalof the lab is to
put journalismin this frontǎŜŀǘΣέsaysEduardoCamposPellanda, Directorof UBILAB.

Usingcross-disciplinaryresearchon AI with specialistsfrom variousfields,including
fintech and media,Pellandaexplainshow they haveworkedhard to buildάŀbridge
betweencuratorsasa sandboxforŜȄǇŜǊƛƳŜƴǘǎέ.

Asan advisoryboard memberof WAN-LCw!ΩǎGlobalAlliancefor Media Innovation,
Pellandais adamantthat mediaof all shapesandsizescanbenefit from the catalytic
effectof AI.

ά¢ƘŜǊŜare lots of tech parks,accelerators,incubatorsin the world andboth big and
small media companiesshould be attached to them. The same solution can be
appliedto a smallmediacompanyand a fintech. Thecreativeenvironmentcan be
catalyticfor allƳŜŘƛŀέ.
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Covid19 hits hard: Turnaroundtime for
mediain LatinAmerica

The Latin American region is readying
itself for the catalytic powers of AI, but
the mediasectorlacksbasicknowledgeof
the capabilitiesneededand the promises
of creatinganAI-savvynewsroom.

Acrossthe region,48%of surveyedmedia
believed they were in the άǊŜƛƴǾŜƴǘƛƻƴέ
phaseof the life cycle. Newsroomswere
eagerto incorporatetechnologythat can
be transformationalfor their businesses.
Many legacynews media are moving to
digital-first, especially after the COVID
pandemicaffectedsalesfor print19. Digital
start-ups are looking to join forces with
themto find newsolutions.

At the center of these efforts, we
discovereda clearcommondenominator
ςa strategicpush to find more effective
ways to engagewith readers and new
waysto collectandanalysedata,both on
reader insights as well as public and
privatedatasets20. Thebusinessmodel of
print advertisingis graduallyshifting to
diversifieduser-basedreaderrevenueand
digitaladvertisingmodels.

Peru:  How to catch up in the 
product race?

El Comercionewspaperhas used AI
in advertising and reader revenue
monetisationstrategies.

It hasfocusedon usingleadershipto
set a visionof becominga digital first
company.

Theresultsmakea solidcase,asthey
saw a 10% increasein ad revenue
after the implementation of an AI
algorithm to boost their returns per
thousandviews.

Their key question is whether to
build in house or use third party
solutions.

Chief TechnologyOfficer Horacio J.
Pugo Nogués explained how the
biggeststrugglefor the mediasector
wastoάōǳȅorōǳƛƭŘέ.

ά¢ƘŜreality is that as media we do
not have the capacity to both
generateand developsolutions. We
chose to outsource solutions that
ŀǊŜƴΩǘour core becausewe cannot
sustainthisproductevolution.έ

The focus for them is on business
modelsandreaderrevenue.

άLǘis important for the publisherto
know their audience and seek the
data to attract more readersto our
publications.έ

10%Startup /inception/ idea

Stagnation

Growth/development 28%

Consolidation

Reinvention/ turnaround

Facing closure/ terminal

21%

48%

3%

7%

ά²Ƙŀǘ ƭƛŦŜŎȅŎƭŜ ǇƘŀǎŜ ōŜǎǘ ŘŜǎŎǊƛōŜǎ 
ȅƻǳǊ ƻǊƎŀƴƛǎŀǘƛƻƴΚέ
Responses to survey question (n=29) 
multiple options accepted

Exhibit 7
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Exhibit 8

Key solutions used by Latin American news media

Subscriptions are the priority for LatAm 
media. But most prioritise direct results 
over potentially complex and pricy in-

house solutions. Hence, they opt to use 
third party solutions like Piano to manage 
subscriptions or content recommendation.

El Tiemponewspaper is a clear example 
of exploration into how algorithms can 
drive subscriptions. A recent initiative 

using machine learning improved 
conversions for the print paper by 80% 
and 2x for the digital edition. They are 

not the norm across the region.

Subscriptions

La Naciónnewspaper implemented a 
solution that allows topic selection for 

new subscribers. They use that 
information to recommend stories in 

automated areas in the homepage and at 
the footer of their news articles. These 

personalisation areas are fast becoming a 
trend across Latin America with many 

publishers exploring it.

Content recommendation is also a top 
solution being used with mixed results. 

Out-of-the-ōƻȄ ǎƻƭǳǘƛƻƴǎ ŘƻƴΩǘ Ǌŀƴƪ 
highly, largely due to limitations around 
the Spanish and Portuguese languages 
(notably including the frequent use of 

local jargon).

Content recommendation

Automated content use by La Naciónin 
Argentina, Globo TV in Brazil and others 

is promising.

InfoBaefrom Argentina has used it to 
scale across markets from Argentina to 

Colombia and Mexico.

Human-made templates are used to 
produce automated stories based on 
structured data. Local communities 

receive sport results, weather stories, 
COVID-19 updates and other stories (they 

can also be SEO optimised). 

Automated content production

ά²Ŝ ƘŀǾŜ ǳǎŜŘ ǎƳŀƭƭΣ ƳŜŘƛǳƳ ŀƴŘ ƭŀǊƎŜ-
scale data processing under a project 
ŎŀƭƭŜŘ Ψ{ȅƴŀǇǎŜΩΦ ²Ŝ Ŏŀƴ ƭƛƴƪ ŘŀǘŀōŀǎŜǎ 
to detect matches in an automated way 
ŦƻǊ ƴŀƳŜǎΣ ŎƻƳǇŀƴƛŜǎΣ ǘŜƭŜǇƘƻƴŜǎΣ ŜǘŎέΣ 
says Tania L. Montalvo, Executive Editor 

at Animal Políticoin México 

Advancements in automated data 
processing are starting to impact news 

reporting. From image recognition 
software to processing large datasets, 
newsrooms are using machine learning 
to explore the possibilities of big data. 

Automated data processing
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Bigdata and data for userneeds

Media managers from newsrooms in
emergingmarketsare starting to seethe
need to reorganisetheir organisational
strategiesaround user needsand to do
this efficientlythey needto improvetheir
dataanalytics.

Sothe headlinehereisusingdatafor user
needs. From markets in Argentina,
Colombia and Mexico, the core
technologies being implemented are
targeting, subscription services,
personalisationandcontentautomation.

While publishers are starting to invest
more in subscriptiontools, less is being
budgeted for data analytics and
distribution.

Other AI useswe found in our research
include content consumption analysis
throughout the subscriptionfunnel and
homepagewidgetpersonalisation.

Once subscribed, the focus is on
retention. The process is tightened
together using automation techniques,
suchasemail automationfor onboarding
and retention of current subscribers,
analysis of content consumption
throughout the subscription period,
widget personalisationon the homepage
and related stories to increase the
perceivedvalueof the content and other
marketingtechniquessuchasretargeting.

AnaLauraPerez,DigitalProductManager,
ElPaís,Uruguaysaid:ά¢ƘŜǊŜis still a huge
gulf betweenthe possibilitiesthat existin
the use of technologies(AI / ML) and
what isbeingdonein the newsrooms.

If writers, editors and managersknew
how to start incorporating them, it
facilitatesthe qualityof the work, it would
completelychangethe final product and
the needto investin thesetypesof tools
wouldbecomemoreŜǾƛŘŜƴǘέ.

Exhibit 9

What is the breakdown of your budget?Number of media within bracket (n=17)

% of budget allocated

Editorial

General management

Human Resources

Data and analytics

Tech & equipment

Distribution

Marketing & promo

Subscription

Commercial and sales

8

0

11

10

6

6

10

4

6

7

5

4

4

3

4

5

7

6

2

6

0

0

5

1

0

3

1

0

5

0

1

0

0

0

0

0

0

1

0

0

0

0

0

0

0

Other 6 0 1 0 0

Department 0-5% 5-25% 25-50% 50-75% +75%
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Creatingthe Culture

While AI knowledgeand usageremains
limited in the region, media managers
and journalists expressedwillingnessto
learn. Asked about the possibility of
receivinghelp on the subject,70% opted
for free consulting or trainings on use
cases. However little progresshad been
made at the organisational level to
implement AI systems across
departments in media houses. Training
and support on AI knowledge for the
editorial side of the newsroom was
limited.

Creatinga culture mayalsobe influenced
at a macro level through public sector
investment. Our researchindicated that
the leading media organisations
embracingAI or machinelearningcome
from countrieswith new and/or revised
public AI strategies. Over the last five
years, in South Americaand the Andes,
both Argentinaand Colombiadeveloped
AI strategiesto build and integratepublic
data as part of wider efforts to boost
technologypenetration21.

Governmentsin both countrieshavebeen
working to build public open data
resources in key sectors that are the
backboneof their AI strategyand link up
with efforts to increase technology
penetrationin both countries.

Innovativeresearchspacesthat connect
academia,technologysectorsand media,
such as .ǊŀȊƛƭΩǎTechopucpark in Porto
Alegre, can play a part. New alliances
insidenewsroomsandwith academiaand
technologyarebeingforged.

Investmentsfor R&DandAI leadership

Both legacy and digital-first media
interviewed often did not identify what
they were doing as being part of
transformational technologies, even
though they use AI technologies. Almost
everyeditor we talkedto wantedto get a
project started in the field, but they
lackedthe budgetsand humanresources
to do so. On average,less than 5% of
budgetswere used in data and product
lines (often close to 1%) and the
incorporation
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ά²Ƙŀǘ ƪƛƴŘ ƻŦ ǎǳǇǇƻǊǘ ǿƻǳƭŘ ȅƻǳ ōŜ 
ƛƴǘŜǊŜǎǘŜŘ ƛƴΚέ
Responses to survey question (n=29)

35%24%

35%

3%
3%

Ability to test use cases

Free consultation

Ability to exchange experiences

Other

All of the above

52%48%

0%
0%

Intermediate

Nothing

Advanced

Basic

άIƻǿ ǿƻǳƭŘ ȅƻǳ ǊŀǘŜ ȅƻǳǊ ŜŘƛǘƻǊƛŀƭ 
ǘŜŀƳΩǎ ƪƴƻǿƭŜŘƎŜ ƻŦ !LέΚ
Responses to survey question (n=27)



Useof AIwasperceivedascostintensive.

This lack of financial muscle was a real
problem for media houses in Latin
America. In fact, close to 70% of
respondents did not have a full-time
dedicated leader responsiblefor setting
anAIstrategyfor their media.

The New Frontier ςArtificial Intelligence, Audience and Data
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Close to 70% of 
respondents(n=29) did not 
have a full-time dedicated 
leader responsible for setting 
an AI strategy for their media

Newtalent: AάǿŀƎŜǿŀǊέwith big tech

A lackof hirable resourcesand an ability
to keep them for more than 12 months
wasa keychallenge. Ourresearchshowed
that LatinAmericane-commercefirmslike
Mercado Libre, global tech giants like
Google, Amazon and Microsoft, and
consulting

consulting firms like JP Morgan and
Globantare hiring engineersright out of
school.

MediaŎŀƴΩǘcompete. In Colombia,there
is talent in the market, but the supplyis
low becauseof the highindustrydemand.
ά²ŜΩǊŜin aΨǿŀƎŜǿŀǊΩwhere large tech
companiesand financial conglomerates
areǿƛƴƴƛƴƎΣέsaysDavidRodríguez,Data
Strategy Manager at El Tiempo
newspaper.

άLƴPeru,banksare increasinglypullingall
the talent. Todayit is difficult to find good
people at affordable ǇǊƛŎŜǎΣέsays El
/ƻƳŜǊŎƛƻΩǎPuga.

ά9ƛǘƘŜǊwe bring junior people who we
haveto train or payhighercostsfor more
qualifiedstaff to return becausethey like
the work in a better environment. We
simplyare not in a positionto createthe
right talent base to match the product
needs.ά

Finding qualified candidates

Standing out from other companies
to attract talent

Aligning with hiring managers/
job requirements

Recruiting within tight time frames

Other

LŘŜƴǘƛŦȅƛƴƎ ǇƻǘŜƴǘƛŀƭ ŜǾŜƴ ƛŦ ŎŀƴŘƛŘŀǘŜǎ ŘƻƴΩǘ 
have the perfect matching skill set on paper

Ensuring a diversity of candidates

Too expensive

59%

10%

7%

35%

31%

55%

14%

7%

What's the biggest challenge you face when hiring tech and data professionals?
ά{ŜƭŜŎǘ ŀƭƭ ǘƘŀǘ ŀǇǇƭȅΦέ wŜǎǇƻƴǎŜǎ ǘƻ ǎǳǊǾŜȅ ǉǳŜǎǘƛƻƴ όƴҐнфύ

Exhibit 11
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Thedemandfor softwareengineersis so
high that salariesskyrocketedyearsago.
Low salary offers and lack of exciting
projects, makes news media a last
resourcefor aspiringcandidates. Of our
respondents 59% said finding qualified
candidateswas an issue and 55% that
theyweretoo expensive.

Howto keepyoungtalent?

ά!developeris goingto want to dedicate
himself to a 100% technologycompany,
especially young ǇŜƻǇƭŜΣέnotes Erick
LopezTorres,EL¦ƴƛǾŜǊǎŀƭΩǎ(Mexico)Head
of BusinessTechnologyStrategy.

άLǘhelpsusa lot that everyoneknowsthe
brand, but we have found the casethat
youngpeoplearrived,and, in a year,they
aremovingto other typesof companies.έ

But research also shows that purpose-
drivenmedialikeVerificadoin Mexicoand
Cuestión Pública in Colombia, find it
easierto recruit dedicateddataspecialists
that supporttheir cause.

"Peoplelove workingwith us, sometimes
it ischeaperbecausewhat we aredoingis
seen as incredible and it contributes to
society,"detailsClaudiaBaéz, co-founder
andeditor at CuestiónPública.

ά! ŘŜǾŜƭƻǇŜǊ ƛǎ ƎƻƛƴƎ ǘƻ ǿŀƴǘ ǘƻ 
dedicate himself to a 100% 
technology company, especially 
ȅƻǳƴƎ ǇŜƻǇƭŜΦέ

- Erick Lopez Torres, EL 
Universal Head of Business 
Technology Strategy

άLŦ ȅƻǳ ƘŀŘ ϷрлΣллл ǘƻ ǎǇŜƴŘ ƻƴ !Lκa[Σ ǿƘŀǘ ǿƻǳƭŘ ȅƻǳ ǎǇŜƴŘ ƛǘ ƻƴΚέ
Word cloud based on survey question responses (n=27)

Exhibit 12



ά!developeris goingto want to dedicate
himselfto a 100%technologicalcompany,
especially young ǇŜƻǇƭŜΣέnotes Erick
LopezTorres,EL¦ƴƛǾŜǊǎŀƭΩǎ(Mexico)Head
of BusinessTechnologyStrategy.άLǘhelps
us a lot that everyoneknowsthe brand,
but we have found the casethat young
people arrived, and, in a year, they are
movingto other typesof companies.έ

However, our researchalso shows that
purpose-driven media, like Verificado,a
fact-checking outfit in Mexico and
CuestionPublica,an investigativemedia
outlet in Colombia,find it easierto recruit
dedicated volunteers that support their
cause.

"Peoplelove workingwith us, sometimes
it ischeaperbecausewhat we aredoingis
seen as incredible and it contributes to
society,"detailsClaudiaBaez,co-founder
andeditor at CuestiónPública.

The lack of hirable resources and an
ability to keep them for more than 12
months forcesnewsorganisationsto rely
on vendorsandthird-partysolutions.

άLǘis cheaperto developit outside than
inside and these tools the more volume
the more precisetheyŀǊŜΣέsaysDamien
OstaMattos from ¦ǊǳƎǳŀȅΩǎLa Diaria, άL
think there is a way,but if youdevelopin-
house,it will put you on a steeplearning
curvethat neverends. If there is a service
that is alreadytried and tests by others,
we canjumpon that (train).ά

Thisis alsothe casefor Semanamagazine
in Colombia,who embarkedon a project
to modernizethe newsroomto becomea
data-drivenorganisation.έ

"We are migrating to use external
providersbecauseeverythingwasdonein
house", saysVictor EstrugoRottenstein,
ChiefDigitalOfficerat Semana.

"For it to be scalableand havean impact
on the audience,automatedcontent has
to add actionablevaluebeyondNLPand
tables. I ƘŀǾŜƴΩǘfound a good provider
that doesthis.

It mustbe somethingthat generatesgood
content. The tools that create content
from tableslook like they weremadeby a
drunkenmonkey. AndGooglerealisesthis.
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In Englishit works better, but in Spanish
not yet aseachcountryspeaksdifferently
in LatinAmerica.ά

Despite the drawbacks,the interest in
automationis palpableand willingnessto
learn and implement solutions is there.
With proper help, trainingand resources,
the impact in the region could be
transformativeoverthe coming3-5 years.

άάPeople love working with us, 
sometimes it is cheaper 
because what we are doing is 
seen as incredible and it 
contributes to societyΦέ

- Claudia Baez, co-founderand 
editor, Cuestión Pública

The New Frontier ςArtificial Intelligence, Audience and Data
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Exhibit 13

ά²Ƙŀǘ !L ǎƻƭǳǘƛƻƴǎ Ƙŀǎ ȅƻǳǊ ƳŜŘƛŀ ƛƳǇƭŜƳŜƴǘŜŘ όōƻǘƘ ƛƴǘŜǊƴŀƭ ŀƴŘ ǘƘƛǊŘ ǇŀǊǘȅύΚέ
Responses to survey question, selecting all that apply (n=29)

Paywalls or subscription management

41%

Predicting  patterns to generate new content

A/B headline testing

Automated news aggregator

Image recognition APIs for analytics and journalism

50%

Neural networks for photo tagging

Customer service analytics

Optimised distribution of content on social networks

Bots to respond to user feedback

Natural language processing

Named entity recognition

Classification of unstructured data

32%

Intelligent invoice management 9%

18%

Understanding visitor patterns

Saving time on repetitive tasks/workflow streamlining

Marketing & Sales

Content recommendations

Churn prediction and analysis 36%

Post-sale services

59%

Member clustering/ segmentation

41%

55%

50%

5%

Automated generation of text

36%

18%

36%

59%

9%

5%

9%

36%

36%

32%

% of media using solutions
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From illiberal foundations, an emerging generation of digital champions

The former Eastern Bloc has strong
academic traditions22, particularly in
engineering and mathematics (and a
notable, unique gender balance23). This
has created a solid foundation to grow
computerscienceandAI-relatedfields24.

However, the region fails to take full
advantageof this comparativeadvantage
due to a relatively low level of
cooperation between media, business
andacademia25.

Therise,or in somecases,persistence,of
authoritarian and illiberal states is a
secondhurdlefor mediato overcome. An
perfection

uncertain future means that media
owners and managersare hesitant to
invest in projects with longer time
horizonsor uncertainpay-offs.

Nonetheless, the broader region has
nurtured a set of media whose use of
AI/ML is comparablewith many better-
resourcedWesternpeers.

This is particularly true of the digital
nativeswho are the most vibrant part of
the sector. There are also a growing
group of third-party solution providers
producing world-class AI/ML tools for
media.

Exhibit 14

Insufficient collaboration of business and academia is preventing CEE states from using 
strong human capital foundations to build vibrant creative and IP-driven industries
Country ranking in Global Innovation Index26, selected dimensions
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PolandLatvia GeorgiaUkraine ArmeniaKyrgyzstanBosnia and
Herzegovina

Hungary

Knowledge and tech. outputsHuman capital and research

Creative outputsBusiness sophistication
Country ranking

Humancapitallevels(e.g., educationspend,numberof graduates)arerelativelystrongacross
the region,whichresultsin strongknowledgeandtechnologyoutputs(e.g., patents,scientific
papers). But the absenceof innovationclusters(business-academia-finance),joint ventures
andstrategicalliances(i.e., businesssophistication)isholdingthe regionback,hamperingthe
growthof creativeindustries,includingmediaandintellectualpropertydrivenindustries

Many CEE countries are not
makingthe mostof their potential
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Exhibit 15

Key solutions used by Central and East European news media

Subscriptions are increasingly important 
for CEE media as the region pivots toward 
reader revenue. Managing large numbers 
of paying subscribers can be very complex 
and time-consuming ςmaking AI-powered 

solutions highly desirable.

Both Deep BI (based in Warsaw and New 
York) and REMP (based in Bratislava) 
2030 provide there users ςincluding 
Ƴŀƴȅ ƻŦ ǘƘŜ ǊŜƎƛƻƴΩǎ ƳŜŘƛŀ ǿƛǘƘ 

advanced subscription management 
solutions (e.g., churn prediction and 

personalised targeting) 

Subscriptions

YȅǊƎȅȊǎǘŀƴΩǎ YƭƻƻǇ ŎƻƴƴŜŎǘǎ Ƴŀƴȅ ƻŦ ǘƘŜ 
ŎƻǳƴǘǊȅΩǎ ǇǳōƭƛŎ ŘŀǘŀōŀǎŜǎ Ǿƛŀ ŀƴ 

integrated graph database, allowing 
editors to uncover links (e.g., between 
officials ownership in companies and 

procurement contracts) that would have 
taken a human editor hundreds of hours.

Multiple media based in CEE use graph 
databases to connect disparate data sets 

(mostly from public sources, but also 
enriched), to find suspicious activity or 
uncover cases of corruption that can be 

easily turned into new stories.

Story generation

Texty in Ukraine has run several large AI-
ŜƴƘŀƴŎŜŘ Řŀǘŀ ǎǘƻǊƛŜǎΦ LǘΩǎ άIƻǘ Disinfo
ŦǊƻƳ wǳǎǎƛŀέ ǇǊƻƧŜŎǘ ǇǊƻǾƛŘŜǎ ŀ ǊŜŀƭ-time 

dashboard of Russia-based 
ŘƛǎƛƴŦƻǊƳŀǘƛƻƴΦ aŜŀƴǿƘƛƭŜ ƛǘΩǎ ά[ŜǇǊƻǎȅ 
ƻŦ ǘƘŜ [ŀƴŘέ ǳǎŜŘ !L ǘƻ ŀƴŀƭȅǎŜ ǎŀǘŜƭƭƛǘŜ 
images showing illegal amber extraction.

Data journalism is an increasingly popular 
format for analytical/ investigative 

stories, while audiences are keen on 
visualisations/ infographics. As a result, 
CEE publishers are looking to AI/ML to 
increasing data processing efficiency.

Data processing

Delfi in Lativauses Echobox, an AI-
powered tool to support social media 

recommendations. The types of 
activities/ features covered includes 

optimizing reshares, suggesting hashtags 
and mentions, optimizing timing of posts 

and automating the overall workflow. 

Social media is key source of traffic for 
most CEE publishers, but is both unstable 
due to frequent algorithm changes and 

time-consuming (need for relatively large 
teams covering multiple platforms during 

most of the day). 

Social media recommendations
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Mediafaceuphilltalentbattle

As in other regions, CEE media face
significanttalent shortages,both on the
editorial and especiallythe product and
digital side. The situation is amplified by
anacademicsectorin needof reform27.

On the one hand, the region has large
supplies of high-quality digital talent.
Poland,Russia,andUkraineregularlylead
lists for developer performance along
with manysmallerCEEcountries28. Buton
the other hand the booming business
processand IT outsourcing sectors are
making it hard for the media to attract
staff (similarlyasin LatAm).

άaŜŘƛŀcannot compete with IT
companiesfor talent on the market. On
the other hand, the professionalskills
needed to work on data journalism
projects are very specific. ά¢ŜȄǘȅprefers
the strategy of hiring young talent and
investing resources in training ǘƘŜƳΣέ
explains Roman Kulchynskyof Texty in
Ukraine,which usesAI/ML in their data
journalismproject.

The natural route, for many media, is
reaching out directly to graduates. But
universitiesand researchinstitutions are
not provingto behelpfulpartners.

ά!ǎemployers, we can reach out to
academicinstitutionsto set up programs
to collaborate. But there is not much
interest on the otherǎƛŘŜΣέnotes Michal
Cyrek of Onet.pl in Poland (owned by
Ringier-Axel Springer),which works with
data teams in Switzerlandand Germany
to driveinnovation.

University-industryresearchcollaboration
is the secondworst indicatorontƻƭŀƴŘΩǎ
global innovation index ranking29.
Opening a business is first. But the
problemisconsistentacrossthe region.

Many institutions have changed little
from the communistera when research
was under strict state oversight. This
resultsin lostopportunities.

Meanwhile, projects like the joint
άtǊƻŘǳŎǘ{ŎƘƻƻƭέbetween Kyiv-based
globalmedia/ ITfirm Genesisandthe Kyiv
Schoolof Economics30 are rare and still
relativelysmallscale.

Hence,media digital know-how typically
comesfrom self-learningor from having
digital specialistsamong the founders.
This ensures they have the necessary
setup to be competitive from the start.
YȅǊƎȅȊǎǘŀƴΩǎKloopand.ǳƭƎŀǊƛŀΩǎBird.bg
aregoodexamples.

Startup /inception/ idea

60%Growth/development

Consolidation

Reinvention/ turnaround

Stagnation 0%

Facing closure/ terminal

7%

20%

33%

0%

ά²Ƙŀǘ ƭƛŦŜŎȅŎƭŜ ǇƘŀǎŜ ōŜǎǘ ŘŜǎŎǊƛōŜǎ ȅƻǳǊ ƻǊƎŀƴƛǎŀǘƛƻƴΚέ
Responses to survey question, selecting all that apply (n=15)

Exhibit 16
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Exhibit 17

ά²Ƙŀǘ ŎƘŀƭƭŜƴƎŜǎ Řƻ ȅƻǳ ŜƴŎƻǳƴǘŜǊ ǿƘŜƴ ƘƛǊƛƴƎ ǘŜŎƘ ŀƴŘ Řŀǘŀ ǎǇŜŎƛŀƭƛǎǘǎΚέ
Responses to survey question, selecting all that apply (n=15)

Finding qualified candidates

Ensuring diversity of candidates

!ƭƛƎƴƛƴƎ ǿƛǘƘ ƘƛǊƛƴƎ ƳŀƴŀƎŜǊǎΩ 
demands/job requirements

Too expensive

No hiring process

38%

Recruiting within tight time frames

8%

LŘŜƴǘƛŦȅƛƴƎ ǇƻǘŜƴǘƛŀƭ ŜǾŜƴ ƛŦ ŎŀƴŘƛŘŀǘŜǎ ŘƻƴΩǘ ƘŀǾŜ 
the perfect matching skill set on paper

Standing out from other companies to attract talent

62%

8%

0%

23%

0%

15%

% of media encountering challenges
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Exhibit 18

Compared to competitors, how would 
you rate your media in terms of tech 
skills and capabilities?
Responses to survey question (n=15)

67%

20%

13%

Stronger

Average

Weaker

40%

13%

33%

13%

No knowledge

Novice

Advanced

Intermediate

άHow would you rate the knowledge 
of AI solutions of the newsroom? 
Responses to survey question (n=15)

Exhibit 19
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Deep regional contrasts in terms of
pressfreedom,digital environment

CEEis one of theǿƻǊƭŘΩǎmost internally
varied regions. This diversity has an
impacton AItechnologydevelopment.

Thereis no consensuson who to include
and leaveout32, but commondefinitions
include digital pioneer Estonia,wealthy
andliberalCzechia,autocraticBelarusand
impoverished Moldova. The former
ά9ŀǎǘŜǊƴ.ƭƻŎέcan go as far as Central
Asia, which has strong social, historical
andeconomictiestoάŎƻǊŜ/99έstates.

The broader ǊŜƎƛƻƴΩǎmedia operate in
very different environments(see exhibit
15, next page),in terms of generalpress
freedom, the availability and quality of
digital and e-governance infrastructure
andthe availabilityof publicdatasets.

There are large differences between
states that support the rise of new
technologiesandtheir subsequentuseby
media, and those looking to restrict,
controlor manipulatesuchtechnologies.

The Baltic countries, as well as several
Central Europeancountries like Slovakia
or Czechia,have vibrant ecosystemsto
promote AI as a governmentstrategy33,
institutionalizing cooperation between
the state, industry and academia to
promoteAIsolutionsin privateandpublic
sectors. Latvia,for example,advocatesfor
integration of AI themes in the general
education system of all levels34. These
countriesalso have relatively high levels
of pressfreedomςcreatinga conducive
environmentfor mediato developAI/ML.

Othercountrieshaverelativelyhighlevels
of human capital and conducivepolicies
(e.g., on availabilityof public data), but
are weak on implementation and have
lower levelsof pressfreedom.

.ǳƭƎŀǊƛŀΩǎ .ƛǊŘΦōƎ ςbuilding a 
media around AI/ML use cases

Investigative media Bird.bg was
launched in 2019, mainly with the
goal of usingpublic data to identify
casesof corruptionςa major issuein
the country.

Co-founded by Atanas Tchobanov,
who holds a PhD in computational
linguistics,the idea is basedaround
the AI/MLusecaseof leveragingdata
to create storiesςrather than the
other wayaround.

Bird.bg is currently developing
algorithms that will enable tracking
new public procurements/subsidies
accordingto corruptionriskfactors.

New entries will be scraped from
open sourced and fed into the
algorithmfor processing.

The algorithm will be based on a
supervisedlearning neural network
and be implemented with available
solutions and libraries (TensorFlow,
Keras).

Still, availabilityof data is an issue,
especiallyfor verticalslike real estate
(highlightinghow important reliable
and accessible datasets are for
automatedcontentproduction).

Securityisalsoan issuefor the young
media organisation (Bulgaria ranks
last in the EuropeanUnion in terms
of press freedom31, mainly due to
violenceagainst journalists). Bird.bg
is run via a France-basedNGODRJI
(Data for Reporters,Journalistsand
Investigations).
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that where leaders in terms of AI/ML
potentialςnotably Tut.by in Belarusand
Russianmarket-focusedMeduzaςfaced
existentialthreatsfrom authorities.

Launched in 2000 with the goal of
creatingtheά.ŜƭŀǊǳǎƛŀƴ¸ŀƘƻƻέΣTut.by is
the biggestdigital player in the country,
reachingup to 65%of internet users37. In
May 2021, however, the government
arrested its leadershipand blocked the
site,putting their survivalin question38.

Thatsamemonth Meduza(basedin Riga
but servingmainlyRussianusers),one of
the ǊŜƎƛƻƴΩǎbiggestdigital nativesand a
leading player in terms of AI/ML
experimentation,was labelled a foreign
agentςa potentiallycripplingblow to its
businessand operatingmodel39. The law
leader

¦ƪǊŀƛƴŜΩǎnewDevelopmentStrategyaims
to embedAI technologiesin everyaspect
of the ŎƻǳƴǘǊȅΩǎdevelopment, notably
education(to supplyUkrainiantech firms
with necessaryAI talent)35. But resultsare
still underwhelming36, asfor manysimilar
countries. Togetherwith lower levels of
press freedom, this creates a more
challengingenvironment to developand
effectivelyuseAI/MLsolutions.

TheCEEregionalsoincludesmanydeeply
unfreeor autocraticstates. Theseinclude
both countries with essentially no
independent press to speak of (e.g.,
Turkmenistan,Azerbaijan)and countries
where independent press exists but is
heavilyrepressedandasa resultstruggles
to develop new technologies. The latter
includesBelarusandRussia,wheremedia
to develop

Developing new technologies in very different environments
CEE and Central Asian countries ranked according to e-governance scores, press freedom40

Exhibit 20
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High press freedom, 
high e-governance

Low press freedom, 
strong e-governance

Medium press 
freedom, mid to high 
e-governance

Press freedom ranking

CEEcountriesoperatein varyingenvironments. Thesecanbe groupedby levelsof pressfreedom
ande-governanceςboth categoriesimpactingtheir ability to developanduseAI/MLsolutions.

E-governance ranking

Low press freedom, low e-governance
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requiresboth editorial and advertisingto
be markedwith largeblock letters saying
the content came from a foreign agent
(VTimes, an independent business
publication was labelled a foreign agent
shortly after Meduza and announcedit
wouldclosein June202141).

In such environments, it is extremely
difficult for media managersto maintain
focus on developing new technologies
and transforming their organisationsς
especiallywhenthe time horizonsof such
projectsextendovermultipleyears.

Russiaalsostandsout due to the scaleof
local tech players,the most important of
which is Yandexςa Google,Uber and
Amazon rolled into one. With over $3
billion in revenuein 2020and more than
12,000 employees42, it couldeasilyplaya
role similarto Facebookor Googlein the
West (i.e., funding innovative media
products, training staff who later bring
know-howto the mediasector),especially
given that it alreadyhas an AI-powered,
personalisednewsfeedproduct.

Instead,Yandexhas opted to work with
the government,and there are tensions
with the mediacommunity,explainsOlga
Dovbysh,a lecturer at the Universityof
Helsinki. Asa result,government-backed

tƻƭŀƴŘΩǎ ǿŜō-giant OnetΥ άhǳǊ Ǝƻŀƭ 
ƛǎ ǘƘŜ ƻǇǘƛƳŀƭ ǳǎŜǊ ŜȄǇŜǊƛŜƴŎŜέ

Launchedin 1996, Onet.pl is one of
tƻƭŀƴŘΩǎbiggestweb portals,bought
byRingierAxelSpringerin 2012.

It was one of the earliest media to
start investingin digital solutions,a
trend that has been further
supported by the purchase. Indeed,
cooperationwith German,Swissand
US-basedteamsis a key competitive
advantagefor the media.

Onet hasone of the broadestset of
usecasesof AI/MLamongCEEmedia
ςonlyabout40%iseditorial,the rest
goes from internal workflow
optimisationto removingadspeople
ŘƻƴΩǘlike ςpowered by some 20
people,a quarter of whom are data
scientists.

Cyrek explains that Onet has an
entrepreneurial but pragmatic
approachto AI/MLςif a project is
able to quickly generatevalue, they
invest,if not, they closeit down. The
main consideration, aside from
finances,iswhetherthe it deliversan
added benefit for audiences.
ά!ƭƎƻǊƛǘƘƳǎare our unique selling
ǇƻƛƴǘΣέhesays.

ά¦ǎŜǊexperience has to be like
ΨƘƻƴŜȅΩΣέexplains Cyrek, who runs
data projects at the player. ά²Ŝdo
everythingso that they spendmore
time,getmoreout ofƛǘΣέheadds.

ά²Ŝstarted earlier than everyone
else, and our system solves real
ǇǊƻōƭŜƳǎΣέCyreknotes.

Government-backed media like 
Russia Today are best 
positioned to develop and/ or 
use AI/ML tools, while 
independent media are 
harassed or face legal hurdles

- Olga Dovbysh, a lecturer at 
the University of Helsinki



Key findings: The power of hybrid collaboration

Playing globally: CEE AI/ML solution providers on the rise

Centraland EasternEuropeboastsa growingnumberof internationalAI/MLplayers
that are expanding their services in such areas as subscription and paywall
management,automateddataprocessing,editorialanalyticsandothers.

The region has large suppliesof digital talent and markets insulatedfrom global
players(complexlanguages,low willingnessto pay that makesinvestment cases
unattractive). Theseconditionshavefosteredthe riseof localsolutionproviders.

Warsaw and New York-based Deep BI, uses AI-powered analytics to optimize
subscriptionsςpredicting churn, increasinglife-time value of subscribersand
developingpersonalisedrecommendations. While the solution provider still serves
severallocalpublishinghouses,muchof its growthhasbeenabroad.

άaŀƴȅCEEpublishersare too small for advancedAI-powered servicesto make
ǎŜƴǎŜΣέnotes the CEOJaroslawGora,explainingwhy the companyhas chosento
expandinternationally,as well as to other industries(DeepBI also works with e-
commerceandinsurance,for example).

VsevolodGavrilyuk, the CEO,explainsthat socialdatamonitoringwill be increasingly
importantςnot just for mediabut other companies,too. ά{ƻŎƛŀƭcustomercare is
important: if Dysoncustomersexperienceproblems,theydo not callDyson. Theyask
questionson socialplatforms. SFdetectssupport tickets,and identify the onesthat
brandsneedto respondǘƻΣέGavrilyuknotes.

In turn, the REMPproject basedout of Bratislava,Slovakia,worksasan open-source
solution. Fundedwith the help of GoogleNewsInitiativegrants,the platform offers
best in classsubscriptionmanagementand reader engagementsolutions(initially
designedby the samepeoplewho createdPiano,the biggestpaywallmanagement
company). The latest versionςREMP2030 ςincludes AI/ML powered elements
inspiredby the e-commerceindustry.

Ukraine-based Semantic Force
works in 19 countries(including
the US,Kazakhstanand Russia),
aggregatingdata with the help
of AI from social media,
networks and other sources.
They track fraud, fake news, or
bot use, carry out audience
analysis and fact-checking,
providing these services on a
subscriptionbasis.One of the Semantic Force dashboards
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aswell asan organisationalstructureand
work culture that values digital and
productdepartments.

This usually translated into a person in
the newsroomto drivedataprojectsfrom
the startςlike¢ŜȄǘȅΩǎDeputyChiefEditor
AnatoliyBondarenkoorYƭƻƻǇΩǎCTORinat
Tuhvatshin ς albeit primarily on the
contentside.

Suchmedia were more likely to develop
their own in-housesolutions,particularly
in such areas as data processingand
analysisor content-relatedusecases(and
are most likely to invest additionalfunds
in theseareasςseeexhibitbelow)

Meanwhile, third-party solutions were
used for subscription-related solutions,
social media, or programmatic ads.
Internal processes, operations or
marketing/ saleswere the least likely to
beautomated.
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media like Russia Today are best
positionedto developand/ or useAI/ML
tools, while independent media are
harassedor facelegalhurdles.

Media operatingin countrieswith higher
press freedom and e-governance in
particularhavehadaneasierpath both in
terms of developing AI/ML tools and
knowinghow to effectivelyleveragethird-
partysolutions.

Better availability of public datasets,
stronger cooperation within technology
clusters and greater accessto human
capitalςcombinedwith less oppressive
statesςsupportedinnovationin media.

However,evenwithin thesegroups,there
wasan apparentbreakbetweenso-called
digitalnativesandlegacymediawith print
or broadcast platforms. A common
feature of the digital natives was the
presenceof IT experts among founders,
had

άLŦ ȅƻǳ ƘŀŘ ϷрлΣллл ǘƻ ǎǇŜƴŘ ƻƴ !Lκa[Σ ǿƘŀǘ ǿƻǳƭŘ ȅƻǳ ǎǇŜƴŘ ƛǘ ƻƴΚέ
Word cloud based on survey question responses

Exhibit 21
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on which to grow pusheslocalplayersto
try their luckglobally.

Importantly, complex and mostly small
local languageslimit possibilitiesto build
content-basedapplications43.

As a result, providers focus on AI/ML
opportunitieswith global potential, such
as subscription management or data
processing.

Theseplayerscan fill an important gap
when it comes to emerging markets
globally, as many of the Western
solutionshave too high price points and
are less well suited to the needs of
developingcountrymedia.
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Growing CEE third party solution
providers

A feature of the CEEregion in terms of
innovation in media is the growing
significanceof local third-party solution
providers with global potential and
ambitions.

The list includes Deep BI from Poland,
REMPfrom Slovakia,and SemanticForce
from Ukraine,as well as severalsmaller
playersaimingto growabroad.

Thetradition goesbackfurther, however.
Piano ς one of the biggest paywall
solutionproviderswasoriginallyfounded
in Bratislava.

The combination of relatively abundant
tech talent, a strong position of digital
nativemedia,andmodestlysizedmarkets
all

YȅǊƎȅȊǎǘŀƴΩǎ YƭƻƻǇ ƛǎ Ŏƻƴǎǘŀƴǘƭȅ 
looking to attract new talent, often 
working with and training students
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Exhibit 22

ά²Ƙŀǘ !L ǎƻƭǳǘƛƻƴǎ Ƙŀǎ ȅƻǳǊ ƳŜŘƛŀ ƛƳǇƭŜƳŜƴǘŜŘ όōƻǘƘ ƛƴǘŜǊƴŀƭ ŀƴŘ ǘƘƛǊŘ ǇŀǊǘȅύΚέ
Responses to survey question, selecting all that apply (n=15)

7%

Bots to respond to user feedback

14%

Intelligent system to train crowdsourcing interns

Neural Networks for photo tagging

7%

21%

Automated generation of texts

Image recognition APIs for analytics and journalism

21%

Understanding visitor patterns

Paywalls or subscription management

0%

Automated news aggregator

Predicting patterns to generate new content

A/B headline testing

Natural language processing

Named entity recognition

7%

Classification of unstructured data

Optimised distribution of content on social networks

Intelligent invoice management

Marketing & Sales

29%

Content recommendations, and content cross-selling

21%

Churn prediction and analysis

Customer service analytics

Programmatic advertising

Member clustering/ segmentation

14%

Saving time on repetitive tasks/workflow streamlining

Text to voice

Intelligent crowdsourcing management in realtime

Use of embeddings for the multi-
dimensional political compass

7%

Data gathering

29%

29%

21%

36%

21%

14%

7%

0%

29%

0%

14%

21%

7%

14%

7%

% of media using solutions
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Recommendations

Newpublic-privatepartnershipsaswell ascollaborationswith AIresearchhubscanadopt
a problem-solvingapproachto identify where AI, machinelearningand data processing
strategies(not tools)canbestprovidea catalyticpushtowardsbusinessdevelopment.

Partnershipscanbe a wayto pool complementaryresources,capabilitiesandknowledge
that canfoster new businessmodelswhichaligncommercialandsocialinterestsaligned
with relevantsustainabledevelopmentgoals.

Strategicimplementationis keyand collaborativepartnershipsare neededto movethis
forward,both within the mediasectorςfrom smallto largeandlegacyto start-upsςand
betweenthe mediasectorandother industries.

InternationalMediaSupportisexploringanopportunityto start thiswith[{9ΩǎJournalism
AIresearchhub,includingdesigningtrainingfor smallandmedium-sizednewsrooms.

Deepenthe understandingof globalreachandgrowth for digitalmediain CEEto further
nurture their potential.

More researchis neededto identify and map how AI solutionscanmatch the needsof
small,mediaandlargemediain emergingmarkets.

Supportand interventionsshouldbe targetedto identify what processesand challenges
AIcanaddress

Invest in creatingpublic-private scalabledata-sets that can be used by newsroomsin
emergingmarketsbasedon quality,timelinessandaccessibility(structureandlegality).

Support long-term training and education programmes with media and research
institutesfrom emergingmarketsto sharebestpracticesandtest usecaseswith a focus
on reachingand engagingnew localaudiencesthrough data and editorial analyticsand
automatedcontent.

Targetsupportto narrowthe growingskillsgap,with a focuson developingcompetencies
particularlyaroundproductdevelopment.

Linkthird-party solutionsand start-upsacrossthe mediavaluechainwith small-medium
sized media from emerging markets by funding product development, trial pilot
programmesandbetaversionsof AI/MLapplications.

Developand promote the creationof media technologyparksthat foster researchand
innovationby meansof concertedactionsthat involveacademia,legacyand digital first
media,privatecompaniesandpublicentities.
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