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INTRODUCTION

ARTIFICIAL INTELLIGENCE & NEWS: MORE THAN A NOVELTY

As we continue to explore what Al can do for news organisations in

the media industry, the focus and topic have profoundly shifted from
understanding and discovering the new technology through scattered
experimentation to carefully planning, integrating and managing a
portfolio of active initiatives. At the same time, models and tools are
becoming more refined and easier to use, making approaching and using

Al easier than ever before.

In conferences and roundtables on the
fopic, both sides of the argument around
Al'have moved fo a more moderate,
considered position. There is no longer
so much a question of “if” Al will be-
come part of the daily operations of

news organisations, but publishers are
asking “in what ways”, “when”, and “how
profoundly” On the other hand, Al is no
longer regarded as a “silver bullet” that
can solve every problem. What we are left
with is a deep understanding that Al is an
important tool to improve and support
aufomating existing processes, and open
new possibilities to increase revenues and
engagement.

In this new era of Al as more of a
business tool than a novelty, the central
question becomes how to measure re-
furn on investment (ROD. ROI remains
challenging, especially for early-stage
or enabling use cases, but the effort to
do so is indicative of the broader shift
above. The costs of buying Al tooling

and building custom features and
integrations need fo franslate into clear
value, whether operational, editorial or
commercial. Having a clear approach
to ROl is an important enabler of the
organisational adoption of Al

Discussions around what value Al cre-
ates for news organisations fall into two
broad categories:

m Al as an efficiency driver: many
organisations use Al to reduce time
spent on repetitive or administrative
tasks (including metadata
tagging, content franslation or
summarisation). These efficiency
gains allow teams to reallocate time
to core editorial work, helping fo
maintain quality while working at
greater scale or speed.

m Al as anincremental revenue
and engagement driver: others
are exploring how Al can deepen

audience relationships or support
new business models. This includes
increasing engagement with existing
readers, reaching underserved
demographics with more tailored
formats, or infroducing monetisable
products powered by generative Al.

Publishers are operating in a difficult
environment characterised by eco-
nomic and geopolitical uncertainty and
pressure on existing business models.
Subscription models are maturing and
slowing, with a stagnant pool of 18%
people paying for news in wealthier
countries.? To continue growing their
audience, publishers need to adapt to
evolving behaviours, such as growing
expectations around personalisation,
convenience and interactivity. In this
context, Al is not seen as a silver bullet,
but as an important aspect of necessary
product innovation and commercial

agility.

TWAN-IFRA ‘No longer optional: Why Al is now a strategic priority for journalism 2025-04-10 https:/wan-ifra.org/2025/04/no-longer-optional-why-ai-is-now-a-strategic-

priority-for-journalism/].

2 Reuters Digital News Report 2025 page 11 https://reutersinstitute.politics.ox.ac.uk/sites/default/files/2025-06/Digital_News-Report_2025.pdf#page=11]
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This report brings together insights
from the Al Launchpad 2025 pro-
gramme, delivered by FT Strategies and
the Google News Initiative (GND. The
programme supported 24 publishers
across EMEA to idenfify, test and eval-
uate the impact of Al across editorial
and commercial use cases. This year’s
Al Launchpad marks a clear transi-
tion - from early experimentation to
sharper decision-making about where
Al can deliver real and sustainable
impact.

Across the Al Launchpad 2025 cohort,
publishers focus more on embedding Al
info existing tools and workflows rather
than building standalone experiments.
Internal CMS features, automation
tools, and editorial support systems are
increasingly Al-enabled. At the same
time, many are investing in foundational
capability, such as improving tagging,
refining data pipelines, and strength-
ening cross-functional collaboration, to
unlock future applications.
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INTRODUCTION TO THE Al
LAUNCHPAD PROGRAMME

Programme Overview

The Al Launchpad programme, a collaboration between FT Strategies

and the Google News Initiative, ran from January to June 2025. It aimed to
help news publishers harness the potential of Al by identifying and testing
impactful use cases. This was the largest Al Launchpad yet, involving
three cohorts of eight publishers each across EMEA and facilitating the
exchange of knowledge about Al experimentation and business impact
maximisation across a wide range of organisations.

Through a structured three-phase
approach - Discovery, Experimentation
and Future Planning - publishers were
supported in evaluating and imple-
menting Al initiatives that aligned with
their strategic goals.

n Discovery Phase: Identifying
and Prioritising Al Use Cases
The programme began by
exploring case studies of Al
implementation across the
media industry, categorised by
business area. This year saw par-
ficular interest in themes such
as investigative reporting, data
journalism and video content
production. Parficipants consid-
ered whether the solution would
enable incremental revenue or
cost savings, how quickly the use
case could be deployed, and the
potential impact on audiences.

We also assessed the feasibility
of implementing each use case,
considering factors such as the
current capabilities of the latest
Al models, the data inputs which
would be required, and possible
ethics considerations. Finally, we
looked at the strategic priorities
and business goals of every
organisation to make sure the
selected Al use case was linked
o a specific target and area of
focus within the 24 organisa-
fions.

To further guide decision-mak-
ing, experts from the Financial
Times, Google and other or-
ganisations provided additional
fraining on topics such as Al
governance, mulfi-prompt Large
Language Model (LLM) work-
flows and agentic Al

n Experimentation Phase:

Developing and Testing Al
Applications

Each publisher selected one
high-impact experiment to focus
on in this phase. Publishers were
encouraged tfo leverage advice
from the Financial Times’ data
science team or support from
third-party vendors offering
software ftrials, in order to
accelerate experiments while
laying scalable foundations.
The phase concluded with an
experiment retrospective, where
participants shared insights,
reflected on challenges, and
discussed strategies fo improve
the design and execution of
future experiments. Inspiration
Sessions continued, offering
technical insights into machine
learning systems and ethical
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considerations fo refine
experimentation.

B Future Plan Phase: Refining
Organisational Governance
Structures and Future Al
Roadmaps
This phase aimed fo ensure
Al was infegrated sustainably
within publishers’ workflows.
FT Strategies consultants
delivered in-person workshops
that converted strategic
discussions info actionable

steps for Al governance and
implementation. Publishers
received tailored guidance to
help sustain progress beyond
the programme, with a clear
focus on managing change,

equipping staff through fraining,

and creating and maintaining
clear communication at every
level. These recommendations

were shaped by the publishers’

staff survey insights, which

captured organisational attitudes

to Al and data practices.

By the programme’s conclusion, publish-
ers were equipped with a global range of
perspectives, a wealth of examples, and

tailored strategies to incorporate Al into
their editorial and audience engagement
initiatives. The programme’s sfructured
approach ensured that a foundation for
future success was laid by considering
broader technical readiness and organ-
isational alignment around and beyond
the prioritised Al project.



FT Strategies and the Google News Initiative would
like to thank the entire cohort of the Al Launchpad
programme for their enthusiasm and active

participation throughout, with publishers including:

1. 20 Minuten, Switzerland

2. Aktuality (Ringier), Slovakia
3. Al Jazeera, Qatar

4. Aller Media Nordic, Nordics
5. Arena Holdings, South Africa
6. Bauer Media Group, UK/Germany
7. Economia.cz, Czechia

8. Fanatik.ro, Romania

Q. Haaretz, Israel

10. Henneo, Spain

1. Heuteat, Austria

12. I Messaggero (Caltagirone
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FROM EXPERIMENTATION

TO IMPACT

Publishers in the Al Launchpad 2025
cohort pursued a wide range of experi-
ments, but three strategic themes stood
out: foundational capabilities, optimi-
sation of workflows and storytelling
enhancements.

Some focused on building foundation-
al capabilities - such as tfagging and

prompt design - to enable future Al

adoption. Others concentrated on op-
fimising editorial workflows, using Al fo
generate articles, audio or alerts in ways
that support speed and efficiency with-
out compromising quality. A third group
pushed into exploring how Al could
enhance journalism through visual sto-
rytelling, automated data visualisation

or multiformat engagement. While the
technologies varied, each project was
grounded in a clear business or editorial
goal. Full case studies of all participating
publishers can be found below or in the
appendix.
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BUILDING THE FOUNDATION

FOR Al

Several publishers focused on strength-
ening the data that is most crucial fo
generatfive Al applications: their confent.
Tagging and metadata are essential
building blocks for future Al use cases,
which centre on connecting the right
audience to the right story at the right
time. Personalisation, recommenda-
fions and internal search all rely on
consistent, well-structured and well-la-
belled data. Publishers saw tagging

not as a one-off fask, but as a reusable
capability that could power future Al
projects and support long-term editorial
strategy.

For some, Al-powered tagging became
a chance to rethink how content is

categorised. Instead of applying off-the-
shelf labels, teams developed custom
taxonomies that reflected their editorial
values or audience needs. One pub-
lisher created a bespoke User Needs
framework and used prompts o help
an LLM tag articles based on motiva-
fion rather than topic. This brought the
additional benefit of shifting how the
newsroom thought about engaging
younger audiences.

Others focused on making Al-generat-
ed tags more accurate and frustworthy
through editor involvement. Teams
used techniques like “gold standard”
fag lists to help guide the outputs of
Al models. Editors could accept, reject

or amend Al suggestions, and provide
feedback to refine LLM prompts and
improve future results. These feedback
loops show how Al can augment and
amplify experienced ediforial judge-
ment. In practice, this increased con-
fidence across teams and accelerated
adoption.

Some of the publishers in the pro-
gramme utilised the following frame-
work from FT Strategies to kickstart
their tagging efforts:

10



An important aspect of Al use case ROI
is about the capability-building that ex-
perimentation can unlock. Developing
prompt templates gave non-technical
tfeams a betfter understanding of how
LLMs work, while early tagging pilots
helped identify gaps in internal work-
flows or CMS functionality.

Al can be used to assist with
this process

ARTIFICIAL INTELLIGENCE & NEWS: MORE THAN A NOVELTY

Assess current content tagging across publications

D List all publications and their CMS/Tagging platforms

D Export and catalogue existing tags from each publication

Identify current tag types used

Analyse current tag frequency and distribution

Identity redundant overly broad and inconsistent tags

Look for gaps in tagging (e.g. untagged or sparsely tagged content)

Review current tagging guidelines and processes

O000Oo

D Understand how tags are currently used in business

Identify what tags the content should have

D Identify core tagging dimensions

D Interview stakeholders to establish any tagging gaps

Develop a unified tagging structure

D Design a centralized taxonomy

D Set governance and ownership

Implementation of tagging workflow

D Align technology and workflows
D Re-tag existing content
D Train editorial and associated teams on tagging best practices

D Monitor and refine taxonomy on an ongoing basis

A simple checklist of actions which a publisher can take to begin
building a unified tagging structure.

n
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PUBLISHER CASE
STUDIES


https://assets.timeout.com/application/pdf/215d55159ea5aedfc4cd0e2300275e55/tog_hy_results_fy24_investor_presentation.pdf
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FANATIK: EXPERIMENTING WITH Al-
POWERED HEADLINE TESTING TO DRIVE

PAGE VIEWS

Fanatik is a Romanian digital publisher
best known for its sports coverage,

The Situation

though it also produces general news
and lifestyle content. The company
operates an advertising-based business
model, with no current subscription
offering. Given this structure, traffic
growth and user engagement are
critical drivers of revenue.

To optimise ad revenue, Fanatik has
prioritised initiatives that can increase
unique users, page views, and repeat
visits. Af the same time, the publisher
is working to streamline ifs editorial
workflows and improve headline
performance, which plays a pivotal role
in affracting clicks in a crowded digital
environment.

Fanatik joined the Al Launchpad
programme at a relatively early stage
in the company’s Al journey. The
organisation had not yet implemented
a formal Al strategy or governance
framework and was eager to use the
programme as a springboard info more
structured experimentation.

@ Al Use Case

Fanatik partnered with Smartocto fo
test Al-powered headline A/B testing,
focusing on whether smarter homepage
headlines could liff engagement. The
tool allowed editors to test different
headline variants on live homepage
fraffic. It did not change SEO or in-ar-
ficle headlines, focusing solely on the
homepage version. The tool worked as
follows:

m  Once connected to Fanatik's web-
site, Smarfocto was able to rank
existing article headlines based on
their performance on the home-
page. For example, article headlines
placed further down would not be
expected to perform as well as the
main article.

m  Edifors then picked an article on
which they would like to run an A/B
fest.

m  Smartocto generated alternative
headlines using generative Al
or editors could input their own
variations.

m The tool then tested headline per-
formance in real time by splitting
homepage traffic and tracking click-
throughs.

m  After a defined testing window, the
best-performing headline was then
set live permanently.

The experiment targeted three content
verticals: sports, news, and lifestyle. Key
metrics tracked included page views

as well as qualitative feedback from
the editorial tfeam on tool usability and
functionality.

g& Results

While headline changes did not produce
a significant uplift in click-throughs
during the short testing period, the ini-
fiative served as a practical infroduction
to A/B testing methodologies within the
newsroom.

Importantly, the tool helped foster a
new culture of experimentation. Editors,
who were previously unfamiliar with Al
workflows, engaged with the tool and
contributed feedback on its suggestions
and interface. The process also surfaced
important technical learnings, such

as Smartocto’s compatibility with the
Romanian language.

13
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(fb Next steps

Fanatik sees this experiment as a first
step in a longer-term effort o adopt Al
more broadly. The company plans to:

m  Continue experimenting with Al
solutions that can support audi-
ence growth and content opfimi-
sation

® Improve infernal communication
and training fo increase confidence
in new fools

m  Explore complementary use cases
such as franscription and news
monitoring

m  Formalise its Al governance, ensur-
ing future fools are implemented
with clarity and accountability

As Fanatik begins fo scale its exper-
imentation, the A/B testing initiative
has demonstrated the potential of Al
o support key business objectives and
has helped lay the foundation for a
more data-informed, innovation-ready
newsroom.

14
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NATION MEDIA GROUP: IMPROVING
SEARCH DISCOVERABILITY THROUGH
AUTOMATED TAGGING

Nation Media Group (NMG) is

one of East Africa’s largest media
organisations, operating across Kenya,
Uganda, and beyond through a broad
portfolio of print, broadcast and digital
brands. With an ambitious North Star
goal of reaching 500 million monthly
users and generating $55 million in
annual revenue by 2026, NMG joined
the Al Launchpad fo explore how
artificial intelligence could support
their growth, particularly by improving
content discoverability, sfreamlining
editorial workflows, and laying a
foundation for more personalised
reader experiences.

The Situation

At the time, the business had some
experience with Al through a few
decentralised experiments, such as
audio conversion, franslation, and
automated editing, and had created a
basic internal framework for responsible
Al use. However, these efforts were

ad hoc and not yet embedded in daily
operations.

@ Al Use Case

With improving discoverability, person-
alisation, and efficiency as key business
priorities, the feam identified improving
metatagging as a foundational ena-
bler. More specifically, during on-site
workshops, the feam had identified
inconsistent and inaccurate tagging as
a common bofttleneck across the group,
with their in-house CMS often surfacing
irrelevant or incomplete keyword sug-
gestions. As poor tfagging was directly
affecting SEO and limiting the perfor-
mance of evergreen confent, the feam
saw aufo-tfagging as a high-impact,
achievable win. To explore this, NMG
chose to experiment with iMatrics, an
Al-powered auto-tagging fool.

The experiment was run on Daily
Nation and Daily Monitor, two of NMG'’s
highest-traffic titles. Due fo time con-
straints, the tool was tested via iMatrics’
standalone web portal rather than
being fully integrated into the CMS.
Editors manually reviewed the suggest-
ed tags and pasted them into the CMS
for final publication. Over the course of
the experiment, the tool learned from
NMG's content, and its fagging sug-
gestions became more accurate and
contextually relevant.

While a full picture of the results will
become available as the ool is scaled
across NMG, significant search traf-

fic gains were observed on already
well-performing stories, partficularly in
sports and entertainment, with some ar-
ticles doubling or even tripling in reach
after enhanced tagging was applied.
More moderately performing stories
saw smaller, but sfill encouraging gains
in search traffic of about 15-20%.

Although the tfeam has noft yet realised
efficiency gains due fo the lack of full
CMS integration, the trial confirmed
that better tagging has clear upside for
search visibility and laid the foundation
for future improvements in personalisa-
fion, confent recommendations and UX.
The test also helped validate iMatrics as
a tool well suited to NMG'’s needs and
highlighted the importance of giving

Al tools time to adapt to local content
nuances.

15
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g& Results

While a full picture of the results will
become available as the tool is scaled
across NMG, significant search fraffic
gains were observed on already well-
performing stories, particularly in sports
and enfertainment, with some articles
doubling or even tripling in reach after
enhanced tagging was applied. More
moderately performing stories saw
smaller, but still encouraging gains in
search traffic of about 15-20%.

Although the team has not yet
realised efficiency gains due fo the
lack of full CMS integration, the trial

16

confirmed that betfter tagging has

clear upside for search visibility

and laid the foundation for future
improvements in personalisation,
content recommendations and UX. The
test also helped validate iMatrics as a
tool well suited to NMG's needs and
highlighted the importance of giving

Al tools time to adapt o local content
nuances.

@ Next steps

NMG is now preparing to build on the
momentum of this pilot through the
following steps:

Fully integrate iMatrics into their
CMS to automate tagging and unlock
ediforial fime savings

Expand usage beyond Daily Nation
and Daily Monitor fo include more
brands, such as radio and broad-
casting teams

Utilise improved tagging to power
future UX enhancements like
personalised content recommenda-
fions and better internal search

Track SEO impact and article per-
formance more systematically, us-
ing dashboards to monitor trends
and calibrate tagging quality

Continue training and feedback
loops between editorial feams and
iMatrics to ensure tagging logic
aligns with NMG'’s unique voice and
faxonomy
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20 MINUTEN: EXPERIMENTING WITH
USER NEEDS TO BETTER ENGAGE
YOUNGER AUDIENCES

The Situation

20 Minuten is a print and digital Swiss
newspaper written in German (with
Swiss grammar rules) and part of the
TX Group. Considered a commuter
newspaper, it has a wide reach, covering
urban Swiss regions as well as more
remote mountainous areas. Despite
having a loyal reader base, much of that
audience is older, and the business had
recognised a need to attract and better
engage younger readers.

The publication had already taken
important steps towards its ambition of
attracting younger audiences, including
refreshing the website to make the
user interface light and intuitive. The
feam saw the Al Launchpad as a
stepping stone to further accelerate
this ambition, using Al as a means to
get there. With a dedicated Al lead and
close collaboration between product
and editorial feams, 20 Minuten was
well-positioned to make progress on
this business opportunity.

{b Al Use Case

After considering a range of ideas, the
team chose to focus on automatically
tagging articles with user needs. Most
publishers adopting the user needs

17
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model stick to Dmitry Shishkin’'s six pre-
defined categories: Update Me, Educate
Me, Inspire Me, Give Me Perspective,
Divert Me, and Keep Me On Trend.
However, after some editorial reflection,
the 20 Minuten tfeam recognised that
these categories didn't fully capture

the motivations of their audience, who
have specific and distinctive reasons for
engaging with their content. This led

o the decision to build the user needs
model in-house with their own user
need categories, rather than buying an
off-the-shelf tool.

To build it, they created prompts using
Gemini that provided the language
model with clear guidance on when

an article should fall under each of the
custom user needs they had defined in
their proprietary taxonomy. They fested
the model on a sample of 100 articles,
supplying the headline, description
and full text for each one. To evaluate
the model's performance, members of
the editorial tfeam manually fagged the
same sample, and the model’s tagging
matched the human labels 75% of the
fime.

18

g& Results

The experiment generated strong
cross-functional collaboration, with
active engagement from editorial, data
and product teams. It helped rebuild
confidence in the use of Al, particu-
larly among editorial staff who had
previously been cautious. The model
demonstrated that LLMs can reliably
support editorial tagging, achieving 75%
accuracy compared fo human inputs.
This gave the feam confidence that Al
could complement - rather than replace
- editorial judgement.

The process also reinforced the value of
using a custom-built user needs taxon-
omy, as off-the-shelf frameworks didn’t
fully reflect 20 Minuten’s audience.
Editors who typically rely on instinct
responded positively to the structure,
seeing its potential to guide content
planning.

@ Next steps

20 Minuten is now building on the pro-
ject’s momentum through the following
actions:

m  Contfinue festing and improving
prompt accuracy, targeting an 85%
level of accuracy

m Infegrafe colour-coded user needs
fags into the CMS and Kilkaya
dashboard to inform real-time
ediforial decisions

m  Support cultural change within the
newsroom by embedding the user
needs framework in fraining and
daily workflows

m  Experiment with using user needs
insights fo influence content
commissioning and evolve editorial
strategy, particularly for younger
readers
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THE IRISH TIMES: BUILDING
A FOUNDATION FOR Al WITH
AUTOMATED TAGGING

The Situation

The Irish Times is a leading nation-

al media organisation and a pioneer

in digital subscriptions among Irish
nafional newspapers. Its strategy is to
drive digital growth and revenue fo
become a sustainable digital media
organisation. While The Irish Times has
deployed many digital technologies and
built strong capabilities, it had relatively
limited experience with building Al fools
in the newsroom prior to joining the Al
Launchpad programme.

Recognising that many promising Al
use cases, including personalisation

Ty persbe H

and content recommendations, de-
pend on well-structured metadata, the
tfeam idenfified automated tagging as

a critical first step towards enhancing
the utility and future applicability of the
organisation’s metadata. Their goal was
o assess the potential of Al fo improve
fag consistency and quality across the
article archive, and fo help position the
organisation to adopt more advanced
Al capabilities in the future.

{’j Al Use Case

Adopting a multi-phased experiment
structure, The Irish Times first focused
on the creation of a robust and com-

prehensive sample tag dictionary,
generated through the application of
an LLM to a raw batch of articles and
enriched with a style guide, a historical
tag corpus and bespoke Irish seeding
to captfure Irish place names.

In order to evaluate the effectiveness
of this dictionary, a proof-of-concept
experiment was conducted fo as-

sess the fag quality and relevance of
vectorisation-based tagging (using this
dictionary) as well as LLM-generat-

ed tagging using the Mistral-Large 2
model available within The Irish Times’
Snowflake environment. The proof-of-
concept experiment worked as follows:
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m  For the purpose of the POC, a
small cohort of Features articles
from a pre-publish queue within
the CMS were used. These arficles
had already undergone the sub-
bing process prior to inclusion.

m A bespoke Streamlit application
was developed fo review these
articles and then suggest new and
existing relevant tags.

m  Editors (human in the loop)
reviewed the artficles and tags and
provided feedback by accepting/
rejecting these suggested tags.

m  The new approved tag list replaced
the original list and was then pub-
lished as part of the article metada-
ta when the story went live.

m The app recorded editorial feed-
back via tag acceptance/rejection
and this was stored to improve the
model's output.

The experiment was led by a
cross-functional feam from data,
technology, strategy, subscriptions and
editorial with FT Strategies providing
extensive data science support in the
initial creation of the tag dictionary.

20

g& Results

The proof-of-concept experiment
demonstrated Al's potential to en-
hance the efficiency, effectiveness and
consistency of fagging across The Irish
Times’ content, with editorial partici-
pants finding value in many of the tfags
suggested.

However, the process also revealed sev-
eral key challenges, particularly around
the nascent and limited size of the dic-
fionary and some erroneous thematic
linking of enfities. Further refinements,
including enhanced prompting and
strengthened feedback loops, will be
necessary before any introduction into
the production workflow or refroactive
application to The Irish Times’ archive

(Qj Next steps

The experiment has laid the founda-
tions for a working Al fagging system
and for broader Al adoption within the
organisation.

Key next steps for The Irish Times
include:

m  Optimise and fine-fune the tagging
tool to address the identified
limitations and improve its overall

performance and ufility.

m  Refine and further develop the
base metadata dictionary.

m Formalise internal governance by
establishing a new Al structure,
rolling out a range of Al policies,
appointing Al champions across
feams, and establishing a roadmap
for further experimentation.

m Broaden internal engagement,
including onboarding more editors
and product stakeholders in Al
inifiatives.

m Explore downsfream use cases,
such as personalisation, semantic
search, and confent recommenda-
fions, enabled by richer metadata.

Although this initial experiment was
limited in its scope, it clearly demon-
strated the value of Al-assisted tagging
(when combined with human over-
sight) and surfaced a number of highly
relevant tags that would likely have
been missed otherwise. By starting
with a practical, foundational use case,
The Irish Times has taken a critical first
step in unlocking the value of Al across
its newsroom and product operations,
sefting it up for future experimentation.
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OPTIMISING
EDITORIAL
WORKFLOWS
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OPTIMISING EDITORIAL

WORKFLOWS

Several publishers in the Al Launchpad 2025 cohort used Al to enhance the
speed and output of their content production processes by reducing routine
workload and enhancing responsiveness to audience needs. In most cases,
the goal was to give editorial feams more time to focus on high-quality,
original reporting while delivering faster, more engaging content in formats
suited to modern news consumption.

These experiments had a common fo-
cus on well-scoped, editorially grounded
use cases. Publishers did not attempt

to blindly automate whole articles, nor
did they aim to remove human over-
sight. Instead, they built fools that could
handle repeatable structures or content
types such as fravel guides and inter-
view highlights. Journalists remained

in control, reviewing and refining the
oufputs before publication. In some cas-
es, advanced Al techniques like chain-
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of-thought prompting or structured
inputs were used to improve reliability,
especially where factual accuracy was
essential; in other cases, this reliability
was maximised through the design

of user interfaces and feedback loops
(such as article drafting agents which
could reach out to a human for support
during tricky steps).

Al also enabled teams fo experiment
with new formats and user experi-

ences, including audio and video. One
publisher piloted daily Al-generated
audio briefings, helping to establish

a habit among loyal readers. Another
used highlight detection to accelerate
video editing, furning long-form content
into easily shareable clips across web
and social. These tools were aimed at
unlocking new ways for journalists to
reach audiences, thereby driving busi-
ness ROI, but without adding significant
workload.
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PUBLISHER CASE
STUDIES


https://assets.timeout.com/application/pdf/215d55159ea5aedfc4cd0e2300275e55/tog_hy_results_fy24_investor_presentation.pdf
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AKTUALITY: USING Al TO GENERATE
TRAVEL CONTENT AND EXPLORE NEW
MONETISATION PATHS

Aktuality is one of Slovakia’s leading
digital news publishers and a key fitle
in the Ringier media group. Renowned

The Situation

for its investigative journalism, Aktuality
launched a digital subscription model in
2022 as part of its North Star strategy
to grow reader revenue and decrease
dependency on advertising.

As an organisation, Aktuality had
already made strong progress on its Al
journey - implementing an internal Al
ethics policy, regular newsroom fraining
and nominating an Al Implementation
Lead alongside the 15 Al tools that they
have at their disposal. Therefore, the
team was well placed o put Al at the
heart of their drive towards increasing
reader revenue.
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One route to increasing subscribers in
the long run is to improve the top-of-
the-funnel by increasing reach and en-
gagement among Aktuality’s audience.
Producing articles on summer holiday
destinations was therefore seen as a
potential experiment, given its populari-
ty as a topic in Slovakia.

{b Al Use Case

The team developed an Al-powered
article generator, internally referred fo
as the “Al Travel Service”. Built on the
Palantir platform and powered by Gemi-
ni, the fool allows journalists fo produce
structured travel articles by filling in a
small number of input variables such

as destination, language, season and
country of origin (from what country

perspective to write). These inputs

are automatically fed info pre-defined
prompts. Once initiated, the system
generates a full article split into themat-
ic sections (e.g, “top things to do”, maps,
fourist activities), which is then manual-
ly transferred into the CMS and under-
goes the regular editing process.

The tool was developed in-house by
Aktuality’s tech team, with FT Strat-
egies providing guidance on prompt
design and hallucination mitigation.
Techniques such as chain-of-thought
prompting were infroduced to improve
factual reliability. Editors remained
involved in reviewing and refining out-
puts, ensuring the confent met editorial
standards.



g& Results

The travel article generator was soft-
launched internally, allowing the edi-
forial team to fest the tool and assess
its effectiveness. As part of the internal
proof of concept, 4 arficles have been
produced in this way.

The project feam demonstrated that

an article could be produced and
transferred into the CMS in 10 minuftes,
significantly faster than fraditional
workflows. Although uploading fo the
CMS for now remains a manual step (by
copying and pasting each section), the
tool demonstrated clear time-saving
potential and strong content consist-
ency. After internal festing, the team
gradually started publishing more
articles within the travel service. As

of the end of July, they had already
published more than 50 articles, but the
feam plans to have launched up to 100
by the end of the 2025 summer holiday
season.

Aktuality anticipates that the public
launch of these travel articles will help
drive increased page views, particu-
larly during Slovakia’s peak holiday
seasons. Interest from other Ringier
group publishers suggests potential
for wider adoption of the tool. Further-
more, thanks to the launch of this tool,
Aktuality secured a collaboration with a
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new business partner, which generated
a new source of revenue.

@ Next steps

Aktuality is preparing to scale the tool
across new geographies and seasonal
themes, beginning with winter holi-
day destinations. Additional priorities
include:

m  Augmenting the articles with addi-
tional new formats, such as video
and audio

B Expanding confent generation fo
new verticals and countries within
the Ringier network

®m Infegrating the tool more directly
into the CMS to reduce manual
steps

Exploring direct monetisation
opportunities through partnerships
with travel-related advertisers,
alongside the anticipated benefit
0 subscriptions

“The project team
demonstrated that
an article could

be produced and
transferred into the
CMS in 10 minutes”
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NETINFO: AUTOMATING NEWS
AGGREGATION TO SUPPORT
EDITORIAL EFFICIENCY AND SCALE

The Situation

NetInfo is one of Bulgaria’s most prom-
inent digital media organisations and
part of the United Media Group. With a
market reach of 88%, it holds a leader-
ship position in Bulgaria’s publishing
landscape. As the company is primarily
ad-funded, sustaining scale, quality, and
speed of content production is crifical
fo maintaining its business model.

Therefore, when Netinfo joined the

Al Launchpad in 2025, they identified
improving editorial efficiency as a
significant growth lever. By streamlining
the process of producing routine news
articles, the goal was fo give journalists
more time to focus on creative and
original reporting. As part of its broader
digital transformation strategy, NetInfo
furned to Al to explore how editorial
processes could be augmented.

Through the Al Launchpad programme,
NetInfo focused on developing a tool
that would help journalists surface, syn-
thesise, and draft articles more efficient-
ly, reducing the manual work and time
required by journalists.
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{b Al Use Case

NetInfo developed a newsfeed gen-
erator - a dashboard that aggregates
updates from multiple news sources,
clusters them into topics, and generates
article drafts with headlines, suggested
images, and reader interest scores.

The system, built entirely in-house, was
powered by Gemini and connected fo
two Bulgarian news agencies and one
international English-language source.
It automatically vectorised incoming
news data, grouped related updates
into clusters, and assigned a “newswor-
thiness” score to each cluster. Clusters
above a defined threshold triggered the
generation of article drafts, with interna-
fional content automatically translated
into Bulgarian.

The FT Strategies team provided
strategic guidance during the project,
particularly in regards to prompt design
and how fo evaluate ‘news-worthiness’.

g& Results

The dashboard successfully proved its
value as a proof of concept. More than
800 articles were generated for infernal
review during the initial testing phase,
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with positive editorial feedback. Editors
reported that the generated drafts were
largely accurate, with only minor issues
such as occasional hallucinations and
franslation inconsistencies from English
sources.

Although the tool had not yet been
rolled out publicly at the time of re-
porting, internal results confirmed the
concepft’s viability. The tfeam also deep-
ened ifs technical capabilities, gaining
experience in clustering, vectorisation,
and multilingual prompt design.

@ Next steps

NetInfo plans to confinue iterating on
the tool with further editorial feedback,
including improvements to functional-
ity, filtering, and multilingual handling.
The next stage of development will
focus on:

m Ul and CMS integration fo stream-
line the editor workflow and reduce
friction

m Scaling the fool across additional
newsrooms and regions within
United Media Group

m  Combining the tool with other
internal projects, such as their
CMS assistant, fo create a more

comprehensive editorial assistant

m Rolling out fraining and infernal
communications to familiarise

editorial teams with the new tools

and encourage adoption

The long-term ambition is fo embed
this Al-powered workflow as part of a
complete editorial suite across United
Media’s titles - improving efficien-

cy, preserving quality, and enabling
journalists to dedicate more time to
original, high-impact reporting.
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ITROMS@G: BROADENING Al ADOPTION
WITH A BREAKING NEWS ALERT BOT

The Situation

iTromsg is a regional news outlet
based in Tromsg, Norway, part of the
Polaris Media group. Despite being a
small newsroom of roughly 20 people,
iTromsg has earned national recogni-
tion for its investigative journalism and
data-driven reporting. Prior o the pro-
gramme, the organisation had already
built several Al-powered tools, including
one called DJINN, which scans public
documents to assist with investigations
and is widely used by journalists.

While tools like Djinn saw high usage
among journalists for their simplicity
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and reliable responses, iTromsg aimed
to take Al a step further, with the news-
room playing an active role in creating
the Al tools they needed. To achieve
these goals, the team aimed fo increase
active Al competence and broaden
technological knowledge across the
newsroom. This would empower jour-
nalists fo leverage Al for investigations
and develop their own tools with a
strong underlying foundation from the
fechnical feam.

Moreover, the organisation’s North Star
is fo produce the best local journalism
in the world and given that the pop-
ulation of the municipality is around
80,000, their focus was more on
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deepening engagement with existing
readers, rather than increasing reach.
Therefore, the feam needed to ensure
they were providing timely stories on
the region’s most important events.

{’j Al Use Case

During the Launchpad, iTromseg pur-
sued two parallel initiatives. The “My
School” project focused on increasing
competence by building a state-of-the-
art RAG research system and providing
hands-on fraining to journalists. After
this project ran its course (due fo the
halting school restructuring), the feam



pivoted to the breaking news bot to
enhance their breaking coverage and
competitiveness and fo be first to mar-
ket despite the lean editorial team..

The chosen use case was the develop-
ment of a breaking news alert bot, de-
signed to help journalists respond more
quickly and efficiently to incidents such
as avalanches, accidents, or fires. The
tool processes police logs from a public
AP, classifies the severity of each alert
using Al, and delivers only high-priority
items to a dedicated Slack channel.

Journalists can then ask for further
support, such as a list of questions for
follow-ups, contact information and the
generation of a first-draft article. The
system leverages retrieval-augmented
generation (RAG) to suggest relevant
background context and help structure
article content.

Built entirely in-house by two members
of iTromsg’s product feam, the bot was
designed with newsroom integration in
mind. With support from FT Strategies,
the team explored different methods
of classification, scoring, and prompt
design, and sfructured the experiment
fo encourage early adoption.
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g& Results

The tool successfully processed and
filtered over 95% of high-priority police
alerts and significantly reduced the
fime journalists spent scanning routine
updates. Although the tool is yet to be
fully rolled out fo the newsroom, the
product team considered the prototype
a success, with sfrong internal validation
and positive early feedback.

The use case also demonstrated the
feasibility of embedding Al in more
routine, high-frequency tasks and within
tools that the newsroom regularly uses,
such as Slack, expanding its relevance
beyond data specialists to the news-
room as a whole.

In parallel, the project revealed organi-
sational insights: namely, that having a
dedicated project manager, experiment
process and regular check-ins (this fime
aided by FT Strategies) would be vital
o any future experimentation that the
tfeam undertook.

@ Next steps

Following the experiment, iTromsga
plans fo fest the tool with journalists in
the coming weeks and refine it based
on their feedback. The long-term goal

is fo infegrate the alert bot info the
CMS to streamline the publication pro-
cess end-fo-end.

Further priorities include:

m Training and onboarding: Live
demos and small-group workshops
are planned to encourage adoption
and gather feedback

Internal governance: iTromsg is
working on an Al charter to guide
ethical and transparent use of Al in
the newsroom

Communication: Email updates
and offline channels will be used fo
raise awareness and build confi-
dence in Al tooling

Scalability: Success with the alert
bot could inform future tools aimed
at similar goals - expanding reach,
saving time, and enhancing report-
ing across the group

Through this initiative, iTromsg demon-
strated how even a small newsroom can
use Al not just fo enhance editorial out-
put, but fo make innovation a shared,
accessible part of everyday journalism.
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THE SUN: EXPERIMENTING WITH
AUDIO SUMMARIES TO BUILD DAILY
HABITS

The Situation

The Sun is a leading British tabloid
newspaper present both in print and
digital formats. It is widely recognised
for its mass-market reach and its
distinctive editorial style, characterised
by short headlines, bold front pages,
celebrity scoops, and human-interest
stories delivered in a lively, conversa-
tional fone. In recent years, The Sun has
launched a subscription offering - Sun
Club - which focuses less on reaching
the masses and more on providing a
premium, curated product for its most
loyal readers. As part of the strategic
shift, the publisher was looking for ways
to deepen engagement with its audi-
ences so that they build loyalty and a
habit with The Sun, and eventually feel
compelled fo subscribe.

Some internal Al experimentation had
already been carried out, and the feam
was technically fluent, meaning the
foundations for developing Al use cases
were strong. The Al Launchpad was a
great opportunity fo bring a more stra-
tegic, problem-led approach to develop-
ing Al solutions and creating a reusable
and scalable prioritisation framework,
supported by FT Strategies, to focus on
high-impact, high-feasibility initiatives.
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{b Al Use Case

The Sun partnered with ElevenLabs

fo test a daily audio summary - a short
fext-to-speech bulletin including the
day’s top stories. User research had
validated an appetite from readers for
these daily briefings, and the aim was
o give readers a quick, hands-free way
fo consume news, helping make The
Sun an indispensable part of their daily
routines.

The pilot for this use case starts in the
morning editorial conference, where
editors would choose 5-10 articles to
feature in the daily audio summary.
These were then summarised by an in-
fernal GPT model, which also converted
them into a script for the briefing. The
editorial team would review and edit
the summaries and scripts as needed
before passing them fo Eleven Labs’
fext-to-speech tool. This tfransformed
the script info a newsreader-style audio
clip with preset speed and pitch. Anoth-
er member of the editorial feam would
review the final clip as an extra quality
check, focusing on clarity and pronun-
ciation. The final output was a 2-minute
audio summary of the day’s fop news
stories.
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g& Results

The internal pilot demonstrated that
Al-generated audio summaries could be
produced quickly (around 10 minutes
end-to-end), sound professional, and
provide an adequate listening experi-
ence for users. While technology was

an enabling factor, clearly spelt out
workflows across Product and Edito-
rial feams were ultimately the success
factors of the experiment. The feam re-
alised the importance of having quality
checks throughout the process, to avoid
the Al's inaccuracies and focus on key
points and the relevant context during
the generative process.

The experiment was launched fo the
public in early June. While results linked
fo the original goal - increasing engage-
ment and ultimately driving uptake

of Sun Club membership - are not yet
available, the team is confident that the
solution aligns with reader preferences
and has been delivered in a scalable,
cost-effective way that upholds the
group’s editorial standards.

@ Next steps

The Sun is now preparing for a wider
audience rollout and further refinement
of its audio summary workflow through
the following actions:

Approach News UK radio colleagues for
advice on audio production and long-
term distribution strategy.

Allocate dedicated development tfime
and sfreamline the workflow to remove
extra copy-paste steps, reducing human
friction.
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HENNEO: ACCELERATING VIDEO
WORKFLOWS THROUGH HIGHLIGHT

DETECTION

The Situation

Henneo is a major Spanish media group
with a diverse portfolio of publications,
including the free national site 20minu-
tos and the subscription-based Heraldo
de Aragon. The group is known for its
commitment fo local journalism and

for embracing technology as a way to
modernise its newsrooms and grow
audience engagement.
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At the outset of the Al Launchpad
programme, Henneo was facing a
clear operational challenge: its video
team was producing over 600 videos
per month, but identifying and editing
highlights from long recordings was a
fime-consuming and manual process.
This slowed content distribution across
digital platforms and limited how often
videos could be repurposed for arficles
or social media.

The team had already made progress
experimenting with Al in the newsroom
- including transcription fools, basic
summarisation, and internal automation
via their own platform, ThallA - but they
wanted fo build a more strategic, inten-
tional roadmap for Al adoption. The Al
Launchpad gave them the opportunity
fo address this high-impact bottleneck
in their video workflow and further build
out their Al maturity.

{b Al Use Case

Henneo partnered with an external
vendor, Video Highlight, to pilot a
lightweight video highlight tool that au-
tfomatically detects and timestamps key
moments in long-form video recordings.
The goal was to reduce editing fime, in-
crease the number of video assets that
could be reused across platforms, and
allow editorial teams to work more effi-
ciently without adding fo their workload.

The process begins when a video editor
selects and uploads a raw video to the
highlight platform. The system gener-
afes a franscript and uses it to identify
potential highlight moments. Editors
can also input tailored prompts - par-
ficularly in Spanish, which proved more
effective than English - fo refine the
analysis. The tool then returns a list of
suggested highlights with fimestamps,



which the editor uses to extract the
final clips for web, mobile, and social
media.

By choosing a vendor-led approach
rather than building the solution in-
house, Henneo was able to launch the
experiment quickly and focus its efforts
on testing usability, integration points,
and potential applications across the
newsroom. The tool was also explored
as part of a wider workflow that could
eventually feed info a video-to-text
pipeline, converting highlight moments
into templated written articles.

g& Results

The experiment delivered immediate
fime savings. When tested on a 45-min-
ute interview, the tool produced a
highlight version in just 30 minutes, less
than a third of the time it would typical-
ly take to edit manually. Editors found
the suggested clips consistently useful
and required minimal review to finalise.
The tool was quickly adopted within the
tfeam and requested for future use.

Beyond speed, the pilot shifted the
tfeam’s mindset about Al adoption.
Rather than focusing solely on large,
complex systems, they saw the value
of small, incremental tools that deliv-
er quick wins. It also reinforced the
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importance of good inputs, such as clear
prompts and relevant context, in driving
high-quality Al outpufts.

@ Next steps

m Henneo is now planning to build on
the success of the video highlight
pilot through the following steps:

m Infegrate the fool intfo ThallA,
their existing infernal automation
platform, fo streamline access and
reduce tool-switching

m Extend usage beyond the initial
fest case to more video types and
departments

m Explore adjacent use cases, such
as using highlight franscripts fo
generate templated articles or short-
form content for social media.

m Continue refining prompt strategies
to improve oufput accuracy,
especially for different video formats
or editorial needs.

B Assess long-term CMS integration
opportunities to fully embed Al into
the video production workflow.

“The tool produced a
highlight version in just
30 minutes, less than

a third of the time it
would typically take”
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THE NATIONAL: IMPROVE AUDIENCE
ENGAGEMENT THROUGH CUSTOMISED
USER EXPERIENCES

The National is an English-language
news ouflet based in the UAE, with a
clear ambition to grow its digital reach
and audience engagement. At the start
of the Al Launchpad programme, the
business had set a strategic goal of
reaching 200,025 registered users by
the end of 2025 (up from 150,000 at
the time) and was looking for ways to
improve operational efficiencies, as well
as launching a customer-facing Al use

The Situation

case for ifs readers.

While the feam had begun experi-
menting with some Al-enabled fools,
the capabilities of these tools were
underutilised. The team approached the
programme with the intent to explore
how Al could support content distri-
bution, streamline internal workflows,
and drive higher audience engagement,
particularly for registered users, whose
average onsite engagement fime was
already strong at over 20 minutes per
session.
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{’j Al Use Case

During the Al Launchpad, The National
tfeam focused on “liquid journalism,”
which involves presenting content

in various formats to cater to diverse
user preferences and behaviours. This
approach includes text-to-speech,
summarisation, and interactive article
engagement (chat- or speak-to-the-ar-
ficle). By offering multiple formats, The
National aims to boost user engage-
ment, particularly among registered
users, thereby fulfilling a key strategic
objective for 2025.

The team approached the experiment
with scalability in mind, designing addi-
tional modules and features only affer
having validated user interest and in-
creased engagement. The first module
focused on bullet point summarisation
for Business articles. This was combined
with an existing text-to-speech feature
that was already available in both Eng-
lish and Arabic.

The experiment followed the Nation-
al Al charter and was developed in
partnership with the editorial feam,
reflecting the outlet’s commitment to
a human-first approach to content
creation. All bullet point summaries
are generated by Al and reviewed by
editors.

g& Results

The bullet point summarisation for the
Business section launched in July 2025,
and while it is too early tfo understand
the impact on user habits and engage-
ment, it laid the foundation to build a
full “choose your format” experience for
readers of the National.

Part of the results of the experiment
include:

m A redesigned toolbar at the fop of
the article page with the different
formats available. At the fime of
writing, it includes “full article, key
points and listen to the article”
for the business section. As new
modules and sections are added,
the toolbar will reflect additional
functionalities.

A new way o approach experi-
mentation and the development of
new features that still encourages
innovation at the National, but links
it to user validation and business
priorities.

Overall, this approach fo experimenta-
tion makes sure resources are allocated
effectively, avoiding the underutilisation
of available tools.
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@ Next steps

The National is now taking the following
steps to build on this momentum:

m Validate user interest and KPI
fargets of the bullet point summari-
saftion module

B Expand summarisation to other
sections of the website
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m  Explore ofther features and modules
o add to the “choose your format”
toolbar
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The team has also laid the foundation
for tracking success metrics, including
user engagement with summaries, fime
spent on page, and clickthroughs to
related content.
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MEGAPHONE: TESTING AN Al-
POWERED RESEARCH ASSISTANT TO

REDUCE NEWSROOM WORKLOAD

Megaphone is a small, independent
digital news outlef based in Lebanon.
At the outset of the Al Launchpad pro-
gramme, the team had limited hands-

The Situation & Al Use Case

on experience with Al but showed an
openness to experimentation, especially
after audience research revealed a sur-
prisingly positive public perception of Al
in journalism.

Their primary goal was fo use Al fo
streamline editorial workflows, freeing
up time for more in-depth reporting
and investigafive confent, while sup-
porting their business model through
increased efficiency and stronger
audience engagement. One of the most
pressing pain points identified was

the research process: fact-checking,
verifying sources, and reviewing large
volumes of background material were
fime-consuming and resource-intensive
for a small team.

To address this, Megaphone chose

to test Miso Studio, an Al-powered
research assistant designed to help
journalists verify claims, retrieve trusted
background information, and stream-
line pre-publication workflows. The
tool allows reporters to input questions
conversationally (e.g, “What did Trump
do during his visit to the UAE?") and
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receive summarised responses based
on a curated set of whitelisted sources.

The team selected Miso after evaluat-
ing other options based on its usability,
source control features, and alignment
with Megaphone’s editorial standards. A
small team of editors began festing the
tool with a dataset focused on polifical
and economic reporting. The aim was to
measure whether Miso could reduce the
fime spent on research without com-
promising content quality.

(ib Early Insights & Next Steps

As the tool had only recently been
rolled out, formal results were not yet
available at the end of the Al Launch-
pad. Initial testing highlighted opportu-
nities to failor the tool more closely to
Megaphone’s needs, and this feedback
was shared with the vendor for refine-
ment.

The experiment gave the team valuable
exposure to Al workflows and helped
build infernal confidence in testing new
tools. It also surfaced important lessons
about onboarding, expectation-sefting,
and how fo evaluate tools against edito-
rial standards.

Megaphone now plans to:

m  Collaborate with Miso to address
the areas identified during testing

m  Conduct a second round of internal
tfesting with an updated version of
the tool

m  Expand access to a broader set
of journalists following successful
validation

m Improve the structure of their con-
tent archive post-CMS migration fo
support future Al integration

m  Continue embedding experimen-
fation info their workflows with
a focus on editorial integrity and
practical value
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PULSE: IMPROVING EDITORIAL
EFFICIENCY WITH AI-POWERED

PROOFREADING

The Situation

Pulse is a digital media organisation
focused on youth audiences across
West and East Africa, with operations

in six markets and a strong emphasis
on mobile-first, social-led publishing. As
part of the Ringier Group, Pulse benefits
from access to a shared Al infrastruc-
fure and list of approved use cases
across the network while also contrib-
uting fo the wider group with its own,
failored and bespoke Al solutions.

In a fast-paced publishing environ-

ment, Pulse produces a high volume of
content each day. Maintaining consist-
ent editorial quality at this scale poses
logistical challenges. A small number
of editors are tasked with reviewing
dozens of articles across markets daily,
leading to workload bottlenecks and
inconsistent application of editorial
standards.

Pulse identified Al as a fool fo improve
editorial workflows, reduce manual
editing fime and support the feam

in upholding quality. Through the Al
Launchpad programme, Pulse set out
to test whether an Al-powered proof-

reading tool could provide consistent
editorial feedback that saves fime,
without replacing human judgment.

{’j Al Use Case

Pulse partnered with Bridged Media

fo pilot a proofreading agent: an Al
assistant that reviews written articles
for grammar, spelling, tone, style, and
consistency. The fool was frained using:

m Pulse’sinfternal style guidelines
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m A set of high-performing, well-edit-
ed arficles

m Feedback from editorial staff to
refine both output and user expe-
rience

Once the tool suggests edits, editors
can approve, reject, or leave comments
on Al suggestions, helping the tool to
learn and improve over time through
machine learning. Early versions of the
tool had usability issues - for example,
when the agent highlighted issues
within the arficle, it did not take you to
the part of the article affected. However,
close collaboration with the Bridged
Media team resolved most issues.

The system’s features include:

m  Real-time identification of grammar
and spelling issues

m  Suggestions for style, tone and
clarity adjustments

m  Recommendations for stronger
headlines or formatting improve-
ments

m  Adaptability for different markets
or brands within the Pulse network
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g& Results

During the trial period, the Al agent was
tested on Pulse’s site and integrated
into the CMS to find the most efficient
way fo proofread articles. It was guided
by real-time feedback from the editorial
feams using it, with a feedback box built
directly into the tool. While this process
uncovered valuable insights, it became
clear that a more tailored solution was
needed, which, unfortunately, came at a
higher cost.

The experiment also showed the po-
fential value of the use case in reducing
editor workload: the tool supports faster
article review, helping the QA team
prioritise their focus without sacrificing
standards.

&7 Next steps

Despite seeing the potential in the tool,
Pulse decided to put the tool on hold as
they befter understand the costs and
benefits associated with licensing. As
such, the team will continue to:

m  Search for suitable tools that
can improve their efficiency and
integrate easily within their existing
workflows

m Evolve existing workflows to ensure
they contfinue providing fast turna-
round and serving the needs of the
audience

Pulse stands out as a pioneering Ringier
African media brand, demonstrating the
effective and responsible integration of
Al info editorial QA. This case highlights
how Al can enhance and support hu-
man journalism through careful experi-
mentation, rather than replacing it.

“Pulse stands out as

a pioneering Ringier
African media brand,
demonstrating

the effective and
responsible integration
of Al into editorial QA”
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PUSHING THE FRONTIER

A number of publishers in the Al Launchpad cohort pursued experiments
at the intersection of data, design and automation. Organisations focused
on automating visual storytelling, especially through data visualisation.
Publishers used Al to generate infographics, maps, videos and charts that
would otherwise require manual production or external suppliers.

This allowed them to scale up visual
output, reduce turnaround ftimes and
integrate graphics more directly info
editorial workflows, ultimately helping

journalists convey complex information
clearly and quickly. Some publishers
also explored conversational Al and
personalisation.

These experiments also showed that
advanced Al projects depend heavily
on structured inputs. Teams invested
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fime and resources in creating clear,
reusable data structures, such as blue-
prints for visual layouts and tagging
systems for chart selection. While not
all outputs were production-ready (for
example, the output quality of video
generation fools remained below a
publishable threshold), experiments
helped tfeams clarify ‘what good looks
like"in an emerging medium and built
shared understanding around editorial
expectation and technical blockers.

What these frontier experiments
shared was a clear editorial goal, a
willingness fo test rapidly and itera-
fively, and a strong sense of where
human oversight adds value. While
not all outputs were perfect, each fest
helped clarify where Al can meaning-
fully extend a newsroom'’s reach and
capability - and where the technology
still has limits.
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BAUER MEDIA GROUP: TESTING Al-
POWERED VIDEO GENERATION TO
UNLOCK MULTIFORMAT ENGAGEMENT

The Situation

Bauer Media Group is a multinational
publisher with operations in the UK,
Germany, France and Poland. Known for
its diverse portfolio of magazines, radio
stations, and puzzle content, the or-
ganisation is simultaneously managing
the sustainability of its print business
while investing in digital fransformation.
To support this shift, Bauer launched
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Al Embrace - a structured internal
programme to explore and experiment
with Al across markets and brands.

The group were familiar with Al and
what it could do. Their capabilities were
strong, and they had developed Al
tools, including their internal GPT-Bau-
erGPT. However, the complexity of

the organisation, spanning multiple
countries, brands and formats, made it
difficult to identify and prioritise Al use

cases that aligned with the strategic
direction set by Al Embrace. The Al
Launchpad gave the team the time and
space to work on use cases that fed
directly into their strategic thinking. The
group had a large archive of content
across multiple brands and was par-
ficularly interested in how fo repurpose
these assets fo grow engagement, es-
pecially on social media and video-first
platforms.



{b Al Use Case

Bauer focused on their food brand
Lecker.de, exploring whether recipe
articles could be turned into visual,
social-friendly videos using generative
Al. The goal was to better understand
if Al-generated video could support
multiformat content production in a
scalable, cost-efficient way.

Rather than aiming for a polished final
product, the team approached the ex-
periment as an exploratory profotype.

The focus was on defining what an ideal
output would look like - for example,

a realistic video of someone chopping
rhubarb - and assessing how close
foday’s Al tools could come to that
standard. The editorial team worked

on sfructuring their recipe content fo
make it more “prompt-friendly,” while
also designing example prompts to feed
info a range of video generation tools.
With guidance from FT Strategies, the
team tested tools including Kling, VO2
and VO3, assessing their strengths and
limitations for Bauer’s specific needs.
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g& Results

The experiment revealed that while
the concept was promising, the current
generation of Al video tools was not yet
fit for purpose. Attempts to generate
realistic step-by-step cooking visuals
often produced unrealistic outputs,
such as rhubarb unexpectedly mor-
phing mid-scene. However, the test
proved valuable in surfacing what is
and isn't possible with today’s tooling
and in highlighting the importance of
structured, consistent source material
for future experimentation.

The project also helped instil a stronger
experimentation mindset within the
team. It created space and time for
hands-on festing and reinforced the
value of rapid, low-stakes prototyping
— even when the outfput is imper-

fect. Stakeholders appreciated having
dedicated fime to explore new tools in a
structured way, and the test laid useful
groundwork for future video innovation
within BauerGPT and beyond.

@ Next steps

Bauer is continuing to build on the
learnings from this early experiment by:

m  Continuing fo test video generation
fools such as VO3 as the technolo-
gy improves

m Exploring alternative use cases for
Al video beyond recipe content,
including branded content and
simple visual explainers

Improving the promptability and
structure of their evergreen content
fo better support future experi-
ments

Sharing learnings from the Lecker.
de experiment across other brands
in the organisation to inspire and
inform new use cases
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AL JAZEERA: TRANSFORMING

BREAKING NEWS INTO REAL-TIME

BROADCAST VISUALISATIONS

This case study represents a work in progress. A
comprehensive results assessment will be provided upon
completion of the 8-week extension phase currently

underway.

Al Jazeera is one of the world’s leading
international news networks, known for
its comprehensive coverage of global
events and particularly strong reporting
from the Middle East and North Africa
region. Operating in a fast-paced, 24/7
newsroom environment, the network
faces the constant challenge of rapidly
converting breaking news content info
compelling broadcast-quality graphics
that can keep pace with its editorial
cycle.

The Situation

At the start of the Al Launchpad
programme, Al Jazeera had already de-
ployed their AJ Now platform for news
aggregation and analysis, but identified
a crifical bottleneck in their workflow:
the manual process of transforming
unstfructured news data info visual
content for broadcast was foo slow for
their real-time reporting needs. This
was particularly challenging for regional
conflict coverage, where rapidly evolv-
ing situations require immediate visual
context through maps, timelines, and

A

location-based graphics.

The network recognised an opportunity
to leverage Al to bridge this gap be-
tween their rich dafa sources and their
visualisation requirements, building on
their existing technical infrastructure
while addressing a high-impact opera-
fional need.

{b Al Use Case

Al Jazeera is developing an Al-powered
system that automatically extracts key
data points from its AJ Now platform
and transforms them info broad-
cast-ready visualisations. The system
focuses on regional conflict updates,
converting breaking news stfories info
structured map-based graphics and
fimelines that can be rapidly deployed
on-air.

The workflow begins with the Al system
analysing breaking news content to
identify locations, event types, and key
details. It then maps these elements o
appropriate visual components, such as

icons for different event types (drone
aftacks, explosions, political announce-
ments) and geographic coordinates

for accurate placement. The system
exports this structured data in formats
compatible with Al Jazeera’s broadcast
systems, particularly their Vizrt graphics
platform.

A key technical innovation has been
developing dual export pathways: KML
files for external mapping integration
and XML files for direct import into
Vizrt templates. This approach allows
editors tfo either work with external
mapping fools or directly import pre-
styled graphics into their broadcast
workflow, providing flexibility while
maintaining speed.

@ Progress and Early Results

The system achieved its first real-world
deployment during breaking news
coverage of events in Syria, where it
successfully identified and mapped six
conflict locations with sufficient accura-
cy for broadcast use. While editors sfill



needed to manually adjust labels and
icons, the system significantly reduced
the time required to create location-ac-
curate maps compared to fully manual
processes.

Technical developments have included
enhanced location accuracy through
improved contextual analysis (consid-
ering country and regional information
alongside place names), implementation
of breaking news filters with intelli-

gent duplicate story detection, and
search functionality within the mapping
interface. The system now successfully
merges similar stories to prevent redun-
dant coverage while maintaining the
ability to filter between AJ Now content
and breaking news feeds.

The team has made substanfial
progress on broadcast integration,
working closely with Vizrt fo optimise
data export formats and exploring both
KML and XML pathways for graphics
intfegration. A breakthrough came when
the team successfully configured XML
exports to maintain proper styling and
icon mapping, allowing graphics to
import directly into Vizrt with correct
visual elements rather than requiring
manual reconfiguration.

User feedback systems have been
implemented and are actively informing
model improvements, with structured
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testing protocols developed to capture
location accuracy, event type classifica-
tion, and user experience insights. The
feedback data has revealed specific
geographic areas requiring enhanced
accuracy (including Iran, Pakistan, Syria,
and Palestine) and informed targeted
prompt opfimisation strategies.

@ Next steps

Al Jazeera is now preparing to scale and
refine this work through the following
actions:

m  Complete Vizrt integration optimi-
safion following technical meetings
fo finalise KML and XML export
specifications

m Implement advanced search func-
fionality, including semantic search
capabilities and prompt-based

querying

m  Expand breaking news integration
with real-time filtering fo prioritise
live events over hisforical content

m  Deploy enhanced user testing
profocols across broader editorial
tfeams once core functionality is
stabilised

m  Establish systematic feedback

loops to continuously improve
location accuracy and event type
classification

Develop comprehensive training
materials and workflow documen-
tation for newsroom-wide deploy-
ment

Create governance frameworks for
responsible Al use in live broadcast
scenarios, building on industry best
practices
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IL MESSAGGERO: AUTOMATING DATA
VISUALISATION TO SCALE DATA
JOURNALISM CAPABILITIES

Il Messaggero is one of Italy’s lead-
ing newspapers, known for its strong

The Situation

national reporting, deep local coverage
of Rome and market leadership position
across cenfral Italy. At the start of the Al
Launchpad programme, the newsroom
faced a clear operational constraint:
infographics were oufsourced to an
external agency that could only deliver
two visuals per day. This bottleneck
limited the number of stories that

could be supported with data-rich
graphics, raised production costs, and
slowed workflows, especially under the
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pressure of tight print deadlines and a
competitive digital market.

While individual reporters were exper-
imenting with Al tools on an ad-hoc
basis, the organisation lacked shared in-
frastructure, consistent tooling, and co-
ordinated governance around Al. That
said, Il Messaggero had already begun
to develop meaningful internal capabili-
fies; a small in-house data-science team
had built Al-powered functionalities,
including a dynamic paywall, or a smart
archive with NLP-based fagging. These
early investments provided a strong
technical foundation for Il Messagero’s
feam as they ventured info the pro-
gramme.

{b Al Use Case

To tackle the visual production bottle-
neck, the team developed an in-house
tool called Data Painter, designed fo
furn article text and numerical data
intfo publish-ready infographics within
minuftes.

The tool processes each article using a
layered system of Al models and natural
language processing. It begins with the
tool spaCy, which cleans the text and
tags important elements like numbers,
names and locations. A first Large Lan-
guage Model (LLM) identifies the most
relevant data points and selects an



appropriate chart type. These decisions
are structured in JSON, a format that
serves as a blueprint for generafing
visuals. A second model interprets this
blueprint to describe how each chart
component should appear, while a
third, code-focused model translates
those descriptions info fully functional
HTML, CSS and JavaScript. A layout
builder then assembles the final visual
arrangement, which appears live inside
the CMS. Reporters can review and edit
chart text, regenerate visual elements
or reorder layouts before exporting the
final infographic for publication in either
print or digital formats.

Over the course of the project, the team
improved the user interface, added
editable elements and expanded the
femplate library to increase the range
and flexibility of outputs. FT Strategies
supported the design and iteration pro-
cess, helping the tfeam improve prompt
modularity, chart logic and model
consistency.

g& Results

Data Painter delivered immediate ben-
efits to the newsroom. Infographic pro-
duction time fell from roughly 2 hours
to under 15 minutes, allowing journalists
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to generate visual content without rely-
ing on external suppliers. In one week,
the tool produced more graphics than
the studio had typically delivered in a
month, at no marginal cost. In addition,
the infuitive Ul made adoption from
the digital newsroom easy, with positive
feedback on the usability of the tool.

A working prototype was embedded

into Il Messaggero's CMS and fested by
an inifial cohort of three journalists. The
results indicated not only time and cost
savings, but also stronger integration of
visual storytelling info editorial routines.

@ Next steps

Il Messaggero is now planning o scale
and refine the use of Data Painter
through several actions:

Roll out the tool to all 18 web
journalists and extend use to print
editors

m Expand the template library to
include more topics such as econo-
my, culture, sport and society

m Embed a feedback loop so that
journalists’ edits inform future
prompt engineering

m Allocate dedicated developer time
fo continue iterating on the tool
without competing priorities

m Draft internal guidelines fo stand-
ardise prompt-writing and define
editorial review checkpoints

Finally, given the interest in the tool
from other news organisations, Il
Messaggero’s parent company is plan-
ning to package the Data Painter as
self-standing software with a long-term
vision of commercialising the product,
potentially creating a new revenue
stream for the company.

“Il Messaggero’s parent
company is planning

to package the Data
Painter as a self-
standing software”
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ARENA HOLDINGS: USING Al-
POWERED VISUALISATION TO EXPAND
EDITORIAL CAPACITY

The Situation

Arena Holdings is one of South Africa’s
leading media organisations, home

o brands such as Business Day, The
Sowetan, and The Herald. At the start
of the Al Launchpad programme, Arena
was focused on advancing its digital
fransformation by improving the effi-
ciency of editorial workflows, increasing
personalisation, and strengthening its
value proposition for subscribers.

The team saw Al as a potential enabler
of these goals and had begun infor-
mal experimentation across areas like
data verification and content analysis.
However, these efforts were mostly ad
hoc and not yet integrated into day-to-
day operations. In particular, the team

Tl

identified data visualisation as a stra-
fegic area of interest — one that could
help them enhance reader engagement
and expand their capacity to deliver
compelling, data-rich journalism across
brands.

{b Al Use Case

To address these challenges, Arena
partnered with Flare Data - a tool that
automates data analysis and visualis-
ation - to test whether Al could help
increase the volume and quality of
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graphics across their brands. The idea
was first discussed during in-person
sessions with FT Strategies’ team and
quickly emerged as the most impactful
option.

Editorial feams across Business Day,
The Sowetan, and The Herald received
fraining and were given access to fest
the platform. The Business and Mining
desks were selected for the pilof,

as these tfeams regularly work with
structured and unstructured data. Flare
Data Al ingested datasets on economic
topics such as inflation and economic
performance, producing over 7000
insights. The experiment was designed
with a focus on internal goals rather
than direct audience impact. Suc-

cess was measured primarily through
editorial KPlIs, including the volume of
visualisations produced, the quality

of the outputs, and the tool's usability
within newsroom workflows.

g& Results

The pilot offered a valuable first step in
exploring how Al can enhance Arena’s
visual storytelling capabilities. Although
initial uptake was gradual, designated
tfeams at Business Day, The Sowetan,
and The Herald reported growing
confidence in using the tool as the
experiment progressed. Several editors
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mentioned that the platform became
easier to navigate over time, and its
export functionality proved helpful for
integrating visuals info existing work-
flows.

The experiment also surfaced clear
opportunities for Arena to deliver more
data-rich, engaging journalism, partficu-
larly for subscriber products. While the
trial version of Flare Al relied on his-
torical data, limiting its immediate use
for breaking news, it helped the team
understand the broader potential of the
tool and how real-time data infegration
could unlock further impact.

Importantly, the pilot also brought
forward key learnings around how to
structure and scale future Al experi-
ments, including the need for dedicated
onboarding and clear success tracking.
These takeaways are already shaping
Arena’s approach to future experimen-
fation and infernal rollout.

@ Next steps

Arena is now preparing to build on
the experiment through the following
actions:

m Formalise the experiment with a
broader set of participating journal-
ists and clearer workflows

Enhance success fracking using
dedicated dashboards and metrics
aligned with editorial priorities

Expand data inputs by onboarding
real-time datasets to allow for use
in breaking news and live analysis

Decide on investment in the full
version of Flare Al based on refined
use cases and user feedback
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ENIKOS: USING AI-GENERATED VIDEO
TO ENGAGE YOUNGER AUDIENCES

Enikos.gr is a Greek news publisher
launched in 2012 by a prominent broad-
caster, Nikos Chatzinikolaou and runs a
predominantly advertising-led business
model. While it has built a loyal reader-
ship among older audiences, the organi-
safion has identified a strategic need to
better engage younger demographics,
particularly through multimedia content.
Until recently, the intensity of daily cov-
erage had left little room for exploring
more compelling formats like video.

The Situation

The organisation had previously ex-
perimented with Al tools such as image
generation and content summarisation,
but these attempts had not yielded
strong results. Click-through rates on
Al-generated visuals were low, and
summarised content still required sub-
stantial editorial rewriting. As a result,
the editorial tfeam remained cautious,
placing a strong emphasis on responsi-
ble, human-reviewed Al use.

Entfering the Al Launchpad programme,
Enikos aimed to develop an effec-

five, practical tool that could clearly
demonstrate the value of Al fo internal
stakeholders while helping the news-
room meet a pressing sfrategic goal:
expanding engagement among young-
er readers.
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{’j Al Use Case

The team focused on a video automa-
tion tool designed to convert articles
into short, engaging video summaries
suitable for social media. The idea was
fo generate 10-20 second clips using
bullet-point summaries of the article
and the linked images. The images are
animated through pans, zooms and per-
spective changes fo create an engaging
video format for younger readers.

The system, built entirely in-house us-
ing Gemini, pulls article text and images
into a templated structure governed by
pre-defined rules. For example, longer
bullet points stay on screen for longer,
and all videos include a consistent intro
and outro animation to reinforce brand
identity. Achieving high visual quality
was a key priority for the team: after
initial internal feedback, the team revis-
ited font choice, layout, and aesthetic
elements to achieve a more premium
look and feel.

While the tool is not embedded directly
into the CMS, journalists can trigger
video creation via a semi-automated
workflow and have full editorial over-
sight. A human-in-the-loop process
ensures that all videos meet Enikos’
editorial standards before they can be
published.

g& Results

The automated video tool has enabled
Enikos to start producing mulfimedia
content consistently - something that
was previously out of reach due to limit-
ed resources. It has allowed them to:

m Create videos efficiently using
existing arficle content,

m Maintain editorial standards
through human review.

m  Share visually engaging summaries
opfimised for younger audiences.

m Infegratfe video production into dai-
ly workflows without overwhelming
Enikos’ small team.

Although full audience data is still

being collected, early feedback from the
editorial and product feams has been
positive. The collaborative development
process fostered cross-team learning,
and the tool now serves as a practical
example of how Al can meaningfully
support newsroom goals.
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CONCLUSION
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CONCLUSION

In 2025, publishers are no longer asking whether to use
Al. They are now deciding where to accelerate, where to
pause, and how to ensure Al delivers meaningful value.

Across the Al Launchpad cohort, we
see a spectrum of maturity. Some are
just beginning to lay the technical and
organisational groundwork for future
experimentation. Others are integrating
Al into daily editorial workflows fo
increase efficiency in increasingly
challenging reporting environments.

A smaller group is pushing at the
edges of what is technically possible,
experimenting with advanced
applications aimed at transforming the
audience experience.

What unites these efforts is a common
objective: to apply Al in service of

real business problems. That means
making deliberate choices, starting

with foundational steps like improving
fagging and contfent structure, refining
internal processes to support scalable
experimentation, and investing in cross-
functional ways of working.
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Three consistent patterns emerge
across this year’s programme:

m Laying strong foundations remains
essential. From structured confent
to effective prompt libraries, the
groundwork for Al experimentation
offen has long-term benefits that
extend beyond any single tool or
feature.

m  Many publishers are using Al to
streamline production and reduce
fime spent on lower-value editorial
tasks. This reallocates journalis-
tic effort to areas where human
judgment and creativity are most
valuable.

m  Audience-facing tools are the
next frontier. As confidence grows,
some publishers are making use of
recent advances in generative Al
to develop inferactive experiences
aimed at increasing engagement
with existing confent.

The most successful
projects are those anchored
in cross-functional
collaboration, built around
clear goals, and iterated in
response to user feedback.
Teams that stay focused on
the problem to be solved,
rather than the novelty

of the technology, are
better positioned to build
trust, deliver measurable
results, and make the case
for further investment.
Ultimately, when used
responsibly, Al can support
both the sustainability

of quality journalism

and the resilience of the
organisations that produce
it.
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ABOUT FT STRATEGIES AND THE GOOGLE
NEWS INITIATIVE

FT STRATEGIES

FT Strategies is the specialist media consultancy owned by the Financial Times. Staffed by the experts who successfully
fransformed the FT's business model in the face of disruption, FT Strategies provides the expert insight and consulting
excellence required to fransform the future of business based on real-world, first-hand experience. FT Strategies has worked
with over 800 organisations globally helping them fo address strategic challenges, drive sustainable growth and innovate
using Al, technology and data.

Google News Initiative

The Google News Initiafive represents Google’s largest-ever effort fo help journalism thrive in the digital age. In collaboration
with editors and journalists worldwide, the Google News Initiative (GNI) strives to foster a more sustainable, diverse, and
innovative news landscape. Through a comprehensive suite of programs, digital tools, training, and resources, the GNI
empowers journalistic endeavors, enabling journalists to effectively discover, verify, and narrate compelling stories while
upholding the highest standards of quality journalism.
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ALLER MEDIA (SPIS BEDRE):
PERSONALISING NEWSLETTERS TO
BOOST ENGAGEMENT

Spis Bedre is a Danish food and lifestyle
brand published by Aller Media, one of
the largest media groups in the Nordic
region. While Aller Media operates over
60 brands across Denmark, Sweden,
Norway, and Finland, Spis Bedre stands
out for its dedicated subscriber base,
who receive a printed magazine and a
weekly subscriber-only newsletter.

The Situation

As Aller Media seeks to shift from an
ad-led business model foward deeper
engagement and digital subscriptions,
Spis Bedre offered an opportunity to
experiment with Al-driven personalisa-
fion, aimed at increasing the value-pro-
portion for subscribers. The existing
newsletter had a healthy 10% click-
through rate, but the team believed
there was room to deliver more relevant,
engaging content tailored to individual
readers.

@ Al Use Case

The selected use case focused on
personalising the weekly paid meal plan
newsletter for subscribed, logged-in
users of Spis Bedre. The hypothesis was
that if the newsletter included Al-rec-
ommended recipes aligned with each
user’s preferences, click-through rates
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and engagement would increase. The
experiment involved several stages:

First-party data selection: One
challenge was finding and decid-
ing what first-party data could be
used. Spis Bedre collects limited
first-party data and therefore does
not have the dietary requirements
for its readers. However, logged-in
users can access the ‘saved recipes’
function, which was used as a ma-
jor input for the tool.

Metadata advantage: however,
Spis Bedre did have strong con-
fent metadata available, such as
ingredients, preparatfion times, and
categories. This was all fed into the
model.

Personalisation testing interface:
The team built a dashboard on
Streamlit to simulate user behav-
iours (e.g. “10 saved vegetarian
recipes”) and observe what the rec-
ommendation engine would return.
This allowed the team to test what
outputs could be generated for hy-
pothetical users rather than having
o test initially on real users.

Editorial infegration: Personalised
elements were embedded within
pre-structured newsletter fem-

plates, with human oversight to
override any mismatches.

m  Delivery and fracking: Personal-
ised newsletters were sent via the
Agillic CRM system to a limited test
audience, with open and click rates
fracked for feedback.

The solution was developed internally
by a small team of two, supported by
FT Strategies on technical framing and
prompt design.

g& Results

At the time of reporting, the tool had
not yet launched at scale. However, it
had been soft-fested internally with
promising outcomes, and the team had
made substantial progress in preparing
for public release. Importantly, the work
clarified:

m What user data do they own and
could legally use.

m Where user signals were strong
enough to support personalisation.

m How to build fallback systems when
data was insufficient.



The Streamlit interface proved par-
ficularly useful for transparency and
debugging, enabling editors to un-
derstand and refine how the Al made
its recommendations. Although early
festing was limited, it helped the team
validate the logic and surface edge
cases before launch.

Through the process, the Spis Bedre
team developed a clearer understand-
ing of how personalisation could work
in a low-data environment and laid the
foundation for future rollout across
other Aller Media titles.
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Next steps

The next phase involves a limited live
test with a subset of users, followed
by iteration based on CTR, session
duration, and editorial review. Looking
forward, the team plans to:

m  Monitor key metrics, including open
rate, churn, and recipe engagement

m  Refine the model by incorporating
more behavioural inputs where
available

m  Explore enrichment strafegies to
capture more granular user data
(eg, dietary preferences or cooking
skill level) while maintaining com-
pliance

With this experiment, Spis Bedre has
positioned itself at the forefront of
audience-first innovation within Aller
Media. The project illustrates how even
modest, data-light environments can
begin implementing intelligent person-
alisation through thoughtful design and
editorial partnership.
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HAARETZ: BOOSTING USER ENGAGEMENT
THROUGH A CULTURE-FOCUSED
RECOMMENDATION CHATBOT

Haaretz is one of Israel's leading liberal
publications, known for its high-quality
journalism, in-depth investigations, and
influential cultural commentary. As a
subscription-first business, Haaretz

has cultivated a loyal and discerning
readership, both in Hebrew and through
its English-language edition.

The Situation

However, the size of the Israeli me-

dia market inherently limits the fotal
addressable audience. As a resulf,
Haaretz's strategic focus is not on traffic
growth but on deepening engagement
among existing readers o increase
subscriber retention and overall value
per user.

One of Haaretz's core strengths is its
cultural coverage, particularly in film,
felevision, and columns by well-known
writers. Recognising an opportunity to
leverage this content to deliver more
value fo existing readers, Haaretz chose
to develop an Al-powered chatbot that
could offer personalised movie and TV
recommendations based on its editorial
archive.
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@ Al Use Case

Designed in-house with support from
FT Strategies, the tool enables users to
receive failored movie and TV recom-
mendations based on genre and plat-
form, from Haaretz's archive of 2,400
metadata-tagged reviews. The chatbot
was built using Gemini, selected for

its Hebrew-language capabilities after
other LLMs had proved inconsistent in
fests.

How the tool works:

B Users access the chatbot via a
dedicated mini-site on Haaretz.
The chatbot then prompts users
fo select the genre(s) they are in-
terested in, as well as the platforms
they have available - this is so the
tool does not recommend movies
or content that the reader does nof
have access to.

m  The tool uses function calling to
extract the parameters from the
user query and match them with
the tags in Haaretz's review arficle
database using RAG (Reftriev-
al-Augmented Generation). This
ensures that the chatbot will only
produce recommendations from
Haaretz's own archive.

m The chatbot then generates a
response, presenting the recom-
mended show or movie, a link
o the Haaretz review and the
author’s image or name.

m Users can provide free-text feed-
back to refine the suggestions or
use the ‘heart’ button fo indicate a
successful recommendation. These
interactions are logged and used
fo refine the future outputs of the
model.

m  Finally, the team were also con-
cerned that users might ask
questions unrelated to movies and
TV, prompting unusual or inappro-
priate responses from the chatbof.
To mitigate this, they used prompt
engineering to ensure that the bot
would give a standard response in
these instances, removing the risk
of these occurrences.

@ Results

While the ool is still in early testing, the
process has already delivered meaning-
ful outcomes:

m  Cross-functional collaboration:
The experiment was the first time
Haaretz's data science and product
feams had worked closely together



on a shared project, setting a prece-
dent for future experimentation.

Metadata maturity: The process of
preparing content for the chatbot
significantly improved understand-
ing of the role of data structuring in
producing effective Al tools.

Risk management: Thoughtful
prompt design and topic restriction
ensured the chatbot aligned with
the publication’s values and avoid-
ed reputational risks.

Haaretz's hypothesis is that this tool will

drive stronger reader inferaction with its

cultural archive, increase session dura-

fion, and create a more engaging digital
experience for subscribers.

@ Next steps

At the fime of writing, Haaretz launched
the chatbot for a small number of users.

The next steps will be as follows:

Launch a marketing campaign pro-
moting the chatbot for subscribers,
with feedback collection mecha-
nisms such as a ratings function
(replacing the ‘heart” function) will
inform future refinement.
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Monitor key engagement metrics,
including return usage, click-
throughs to review pages, and fime
spent per session.

Invest in metadata structure - the
feam realised that only 2,400 of
their review articles were correctly
fagged. Improving the metadata
structure for all arficles would not
only enhance the chatbot but also
be essential for the development of
further Al tools.
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HEUTE: BUILDING AN IN-HOUSE Al COMMENT
MODERATION SYSTEM TO ENSURE ETHICAL
USER-GENERATED CONTENT

The Situation

Heute is a widely read Austrian news
outlet part of DJ Digitale Medien GmbH,
known for its breaking news coverage
and broad national reach. The ouflet
aftracts around 4 million unique visitors,
with particularly strong performance

in direct fraffic. They are currently
committed to growing the engagement
of their reader community, as well as
increasing content discoverability, par-
ficularly via Search.

The publisher had previously participat-
ed in FT Strategies’ North Star Founda-
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fion programme in 2022 and entered Al
Launchpad with nascent but growing

Al capabilities. While Heute had fested
Al tools in summarisation and podcast
production, it had not yet embedded Al
systematically across its operations. The
feam saw the programme as a chance
to explore Al use cases that could im-
prove efficiency while supporting their
core editorial and commercial goals.

{b Al Use Case

Initially, the feam had planned to focus
on SEO optimisation. However, a shift
in business priorities presented a more

pressing challenge: the contract for
their existing comment moderation

and proofreading tool was coming

fo an end. This left Heute without a
solution fo manage user-generated
content, a critical gap for a publication
that regularly receives large volumes of
comments.

In response, the feam pivoted and used
the Al Launchpad fo build their own
in-house comment moderation tool.
Developed with support from the CTO
and technical feam, the tool was built
using Gemini as the underlying LLM. It
works by evaluating comments against
a set of editorial guidelines listed in



the prompt. The model assigns each
comment a score from O to 100,
where O indicates an acceptable
comment, and scores above 50 are
flagged for review. Comments are
then either published, held back, or
rejected based on these scores.

The team initially tested the ool on
Newsflix, at one of their smaller titles,
before planning to expand its use

fo the main Heute platform. Editors
check the flagged comments manu-
ally twice a week, forming a feedback
loop to help iterate and refine the
prompts over fime.

g& Results

The experiment demonstrated how a
smaller organisation can be agile in the
face of shifting priorities. Despite limited
resourcing, the Heute team successfully
built a working version of a moderation
tool that is already in active use. The
choice of Gemini as the LLM proved
cost efficient: the system moderated
over 500 comments with an estimated
cost of just 5 pence — a significant sav-
ing compared fo the previous outsourc-
ing model or other vendor tools.

The tool proved satisfactory in filtering
at-risk comments, and the integrated
feedback loop improves its efficiency
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over time, underlying the importance
of confinuous improvement to suc-
cessfully deploy Al tools and use cases.

Just as importantly, the project showed
the value of rapid profotyping and
internal alignment. Editorial and
fechnical stakeholders were highly
engaged, and fthe project increased
organisational confidence in the use of
LLMs fo support day-tfo-day news-
room functions.

& Next steps

Heute is now preparing to expand and
improve the tool through the following
actions:

m  Roll out the comment moderation
system to the main Heute platform

m  Monifor for anomalies as comment
volume increases to assess the
model’s robustness

m  Refine the Gemini prompt fo
improve accuracy and reduce false
positives

m  Continue weekly manual checks
to support iterative prompt tuning
and feedback loops
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MILANO FINANZA: PREDICTING

SUBSCRIBER CHURN TO IMPROVE

RETENTION

Heute is a widely read Austrian news
outlet part of DJ Digitale Medien GmbH,
known for its breaking news coverage
and broad national reach. The outlet

The Situation

aftracts around 4 million unique visitors,
with particularly strong performance

in direct traffic. They are currently
committed to growing the engagement
of their reader community, as well as
increasing content discoverability, par-
ficularly via Search.

The publisher had previously participat-
ed in FT Strategies’ North Star Founda-
fion programme in 2022 and entered Al
Launchpad with nascent but growing

Al capabilities. While Heute had fested
Al tools in summarisation and podcast
production, it had not yet embedded Al
systematically across its operations. The
feam saw the programme as a chance
fo explore Al use cases that could im-
prove efficiency while supporting their
core editorial and commercial goals.

{b Al Use Case

To address retention, Milano Finanza
developed a churn prediction model to
help the business identify subscribers
at risk of cancelling. The model was
designed in collaboration with FT Strat-
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egies’ Head of Analytics and frained on
a “snapshot” dataset aligned to each
user’s renewal date. Key features includ-
ed activity levels, subscription plan type,
recency of visits, past payment patterns
and engagement depth.

Milano Finanza developed the model in

phases. First, they cleaned and brought
together the data they needed. Then,
they explored the data to understand
patfterns, defined how fo label users
depending on their likelihood fo churn,
and chose the right inputs for the mod-
el. Once that was done, they frained the
model and began designing a dash-



board to show the results in a clear,
understandable way. At the same time,
the feam planned how the marketing
team could use the model’s predictions
to automatically trigger actions, such

as sending tailored offers, making sure
the tool would be useful in real business
settings.

Once deployed, the model would
oufput weekly risk scores for each user.
These scores would feed into a dash-
board accessible by different teams
(such as the marketing team), enabling
them to failor retention strategies like
targeted discounts, value-based mes-
saging or re-engagement campaigns.
The use case was prioritised not just
for its business impact but for its ability
o build long-term Al capabilities inside
the organisation.

g& Results

Model training has just ended, and de-
ployment plans are underway. Although
live results are not yet available, the
process has already delivered mean-
ingful infernal value. Building the model
forced early conversations around data
quality and ownership, revealing gaps
in how subscription data was captured
and labelled, including the discovery
that duplicate “€0 promo” accounts
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were skewing churn labels. Fixing these
issues helped resolve broader data
hygiene problems and accelerated the
creation of a more reliable data infra-
sfructure.

By the end of the experiment, Mi-
lano Finanza had not only frained its
first churn prediction model but also
developed the processes and tools to
support future Al experimentation.

@ Next steps

Milano Finanza is now preparing fo
scale and refine this work through the
following actions:

m  Complete deployment of the churn
model and begin A/B testing of
retention factics informed by the
scores

m Reuse the model’s feature store for
future use cases such as Next Best
Action and dynamic paywall models

m Allocate engineering feam time to
confinue refining the model, includ-
ing structured sprints for model
iterations

Establish clearer data ownership
across the business to maintain the
data hygiene achieved throughout
the programme

Expand cross-functional collabo-
ration by appointing Al champions
across departments and formalis-
ing feedback loops
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RND: EXPLORING AI-POWERED

PERSONALISATION TO INCREASE

CONTENT RECIRCULATION

RedaktionsNetzwerk Deutschland
(RND) is a Hanover-based central
newsroom operated by the Madsack
Media Group, which supports over 60
daily newspaper titles and reaches a
combined print circulation of 2.3 million.
With 230,000 digital subscribers, RND’s
focus during the Al Launchpad was

The Situation & Al Use Case

on growing reader revenue through
stronger audience engagement.

Technically, the organisation had a solid
foundation, with early experimentation
underway and a roadmap beginning fo
take shape. However, a formal experi-
mentation culture had yet o take hold.
The programme provided an opportuni-
ty to shiff from localised efforts to more
structured, organisation-wide approach-
es o testing and learning.

As part of this effort, RND partnered
with the vendor Froomle to pilot a per-
sonalisation tool designed to improve
content recirculation. The goal was to
increase pages per visit by surfacing
contextually relevant article recom-
mendations. The pilot launched on
one of their titles, Reise Reporter, with
click-through rates and pages per visit
fracked as key success metrics.

The setup involved two core members
of the technology team, with editorial

[

staff brought info the process over time
to ensure alignment on quality, rele-
vance, and workflow fit.

g& Early Insights & Next Steps

As the experiment was still underway
at the time of reporting, formal results
were not yet available. However, the
pilot marked an important first step in
operationalising Al within RND’s news-
room workflows.

The tfeam used the experience to
explore new governance approaches,
involving both technical and editorial
stakeholders. It also prompted internal
discussions about how fo scale exper-

imentation responsibly, particularly in
the context of RND's complex organisa-
tional structure and diverse publication
portfolio.

An Al lead has since been appointed

to support future initiatives, and RND

is already considering additional use
cases such as Al-generated newsletters,
push nofifications, and paywall propen-
sity modelling.

Next steps include evaluating the
impact of the current pilot, assess-

ing whether fo confinue the Froomle
partnership, and formalising internal
testing structures to support a growing
pipeline of Al experiments.



ARTIFICIAL INTELLIGENCE & NEWS: MORE THAN A NOVELTY

ABIDJAN.NET: USING AN AI-POWERED
CONVERSATIONAL SEARCH TOOL TO SURFACE
ARCHIVAL AND RELEVANT CONTENT

Abidjan, operated by Weblogy, is one of
Cote d'lvoire’s most established digital

The Situation

media brands. Widely known as a trust-
ed source of news, the platform is also
a repository for official communications,
legal notices, death announcements,
and public records, making it a crucial
information hub for Ivorian society.

However, the site’s vast archive can

be difficult fo navigate, and users can
struggle to find specific articles or
documents. With national elections
approaching and heightened inferest

in public information, the need for a
more user-friendly discovery experience
became a strategic priority.

With strong ftechnical capabilities and a
feam accustomed to experimentation,
Abidjan.net identified Al-powered con-
versational search as a way to surface
their deep archive in a more accessible,
infuitive manner

{b Al Use Case

The chosen experiment focused on
building a chatbot to enhance site
search, using political content as a
testbed. The chatbot was designed to
allow users to ask questions in natural

language and receive relevant, sum-
marised results from Abidjan’'s content
archive.

To deliver this, Abidjan partnered with
Bridged Media. The chatbot was trained
on a set of political articles and built
using retrieval-augmented generation
(RAG) to provide contextual responses.
The project tfeam included representa-
tives from the editorial department, en-
suring the tool aligned with journalistic
expectations and practical newsroom
needs.

By enabling users to ask open-ended
questions like “What did the opposition
leader say about the budget?” the chat-
bot is infended to transform the rigid
search experience into a more conver-
sational one, especially valuable in a
context where public frust and informa-
fion accuracy are paramount.

@ Next steps

Currently, the chatbot is not yet publicly
available. A working version has been
demoed by Bridged Media and re-
viewed infernally by the project team.
Plans are now in place to:

m Test the chatbot internally fo gath-
er editorial feedback

m  Prepare for implementation on the
website ahead of the 2025 Ivorian
elections

m  Explore how the chatbot could
be positioned as part of a future
premium offering

m Extend the chatbot’s coverage
beyond politics to include legal no-
fices, governance documents, and
ofher high-value archive confent.

Through this experiment, Abidjan.net
is taking a first step toward aligning its
technical capabilities with the needs of
its audience, bridging the gap between
frusted information and user-friendly
discovery.

65
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