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A strategic growth consultancy that helps you create 
resilient value and transform your business

News Publishing Broadcast & Streaming Financial ServicesArts & Culture

Who we help

Monetisation & 
Subscription 

Growing recurring revenue or 
complementary revenue streams 

Customer 
Engagement & Value

Deepening and measuring their 
customer engagement

Commercial
Assessment

Assess market and competitive 
dynamics with media assets

Customer Centric  
Transformation

Building core organisational 
capabilities that underpin future 

subscriptions growth 

What we do
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We have supported 500+ organisations in meeting 
their strategic objectives

Example clients

How we have helped:

Acquire customers

Increase conversion

Drive engagement

Boost retention

Measure performance

Transform culture 

Streamline operations

Launch products
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Backed by the Financial Times Group, we provide distinctive value

Hybrid project teams Experiment-driven approach Value-driven outcomes

Combination of industry and 
operational expertise

Tried and tested proprietary 
frameworks

Projects focused on 
improving ROI

Strategy 

consultants and 

data analysts

Media and 

industry 

professionals

FT subject 

matter 

experts
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FT Strategies is developing a set of AI-supported products which drive 
sustainable client growth

Bespoke AI analysis, 
like assessing the 

gender of every named 
source

Identify missed
opportunities and 

potential for 
growth

Understand the 
stories your 

audience actually 
want to read
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The majority of you are leveraging generative AI, but primarily for internal 
use-cases

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Source: Pre-Webinar Questionnaire
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The greatest AI blocker is currently a lack of strategy, although tech 
limitations and talent also present challenges

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Source: Pre-Webinar Questionnaire

57%

53%

40%

27%

10%

3%

3%

3%
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And the vast majority of you are relying on small, internal teams for AI 
development

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Source: Pre-Webinar Questionnaire
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What are the strategic opportunities 
and threats for media and publishing 
organisations?
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AI offers both opportunities and threats for media organisations and society

Roula Khalaf

Editor

Financial Times

“Every technology opens exciting new frontiers that must be 
responsibly explored.”

“Our journalism will continue to be reported, written and 
edited by humans who are the best in their fields.”

“The FT is also a pioneer in the business of digital journalism 
and our business colleagues will embrace AI to provide 

services for readers and clients and sustain our record of 
effective innovation. Our newsroom too must remain a hub 

for innovation.”

Source: Letter from the Editor on generative AI at the FT (May 26th 2023) 

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

https://www.ft.com/content/18337836-7c5f-42bd-a57a-24cdbd06ec51
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1: Intellectual Property
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Opportunity: LLMs’ dependence on quality inputs returns bargaining power 
to media producers 

“If our content – which costs a considerable 
amount to produce – is being used to train 
models which are then incredibly powerful, 
and the basis for incredible value creation, 

then there needs to be some sort of 
acknowledgement of that.”

Jon Slade

Chief Commercial Officer | Financial Times

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Note: LLM stands for large language model  |  Source: Enders Analysis - Media & Telecoms 2023 Conference

Anna Bateson

Chief Executive Officer

Guardian Media Group 
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Threat: AI companies train their LLMs without permission or payment to 
producers

“It's important that we're having conversations 
about how quality journalism can be included 

within the models… But there’s very good evidence 
that FT’s archive had been used to train large 

language models without our consent and 
without a licence. It leaves me slightly conflicted 

because as a chief commercial officer I think there 
should be a payment for that.”

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Note: LLM stands for large language model  |  Source: Enders Analysis - Media & Telecoms 2023 Conference

Jon Slade

Chief Commercial Officer

Financial Times
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2: User Interface
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Opportunity: AI-powered user interfaces transform the audience 
experience for the better

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Source: Spotify Debuts a New AI DJ, Right in Your Pocket

Consumers will become more engaged and 
transition from “consumers” to “users” of media 

and content

https://newsroom.spotify.com/2023-02-22/spotify-debuts-a-new-ai-dj-right-in-your-pocket/
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Threat: Generative AI and LLMs further disintermediate media 
organisations from their audiences

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Note: LLM stands for large language model  |  Source: Reuters Digital News Report, 2022

https://reutersinstitute.politics.ox.ac.uk/sites/default/files/2022-06/Digital_News-Report_2022.pdf
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3: Content Production
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Opportunity: Readers increasingly seek trusted sources given the 
commoditisation of content

“AI is almost certainly going to usher in 
an unprecedented torrent of crap… I 
suspect you’re going to need to use 

[legacy publishers’] brands as proxies 
for trust.”

Jon Slade

Chief Commercial Officer | Financial Times

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Note: INMA World Congress 2023

A.G. Sulzberger

Publisher

New York Times
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Threat: AI-generated content will drive down quality and further damage 
audience engagement

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Interest in news is 
already depleted 
as a result of 
misinformation 
and the news 
agenda. 

Further concerns 
over inaccuracy 
and quality could 
compound this 
effect.

Source: Reuters Digital News Report, 2022

https://reutersinstitute.politics.ox.ac.uk/sites/default/files/2022-06/Digital_News-Report_2022.pdf
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Summary of strategic recommendations
FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Create an agreed point-of-view on how your company will 
control, manage and monetise your content and IP

Develop direct relationships with your audiences, now

Focus on quality, trusted, original content

Experiment with AI as a way of improving your customer 
experience, with ethics and governance in place
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How could my business capitalise on 
opportunities and protect against 
threats?

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING
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Propensity Modelling is used to predict and reduce churn

Existing

Process efficiency & predictive 
customer insight

● Propensity models

● Message classification

● Article tagging (entity recognition)

● Segmentation models

● Dynamic paywalls

● Processing unstructured data (text, 

image, video, audio, etc.)

AI is used to score and 
classify data

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Source: FTS propensity to churn project
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Existing

Segmentation can drive engagement and customer-centricity

● Propensity models

● Message classification

● Article tagging (entity recognition)

● Segmentation models

● Dynamic paywalls

● Processing unstructured data (text, 

image, video, audio, etc.)

AI is used to score and 
classify data

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Process efficiency & predictive 
customer insight

Audience Segmentation

With the aim to protect value, increase flexibility and 
use a transferable customer taxonomy, the FT has 
used unsupervised clustering to build an universal 
audience segmentation of the FT readers.

Recommendation 
engines

Bespoke marketing

Enhanced 
reporting



24

Organisations can use practical frameworks to think about AI 

Regression Classification Clustering

AI performs these core algorithms…

Insight Automation Experience

Predict a continuous 
outcome (score)

Predict a discrete 
outcome (category)

Group similar data 
points into clusters

Support decision-making with 
predictive insights

Automate repetitive tasks 
that require judgement and 

unstructured data processing

Augment customer 
experiences by adapting them 

based on user data

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

…which combine to form use cases
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The core functionality which has re-ignited conversation is Generation

Regression Classification Clustering Generation

AI performs these core algorithms…

Insight Automation Experience

Predict a continuous 
outcome (score)

Predict a discrete 
outcome (category)

Group similar data 
points into clusters

Continue a sequence 
as text / other media

Support decision-making with 
predictive insights

Automate repetitive tasks 
that require judgement and 

unstructured data processing

Augment customer 
experiences by adapting them 

based on user data

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

…which combine to form use cases
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Present

LLMs can create drafts for headlines, outlines and SEO keywords

● Drafting (e.g. copy, headlines, code)

● Automated SEO

● Text summarisation

● Stylistic adaptation of text

● Generative search interfaces

● Talk-to-your-documents/data

● Text-to-image

AI can process long-form text 
inputs and outputs

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Content efficiency & adaptive 
customer experiences

Source: https://appsumo.com/products/neuronwriter/

NeuronWriter

https://appsumo.com/products/neuronwriter/
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Present

Drafting also represents a change to the typical code developer workflow

● Drafting (e.g. copy, headlines, code)

● Automated SEO

● Text summarisation

● Stylistic adaptation of text

● Generative search interfaces

● Talk-to-your-documents/data

● Text-to-image

AI can process long-form text 
inputs and outputs

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Content efficiency & adaptive 
customer experiences

Source: https://chat.openai.com/  

ChatGPT

https://chat.openai.com/
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Present

Generative AI features and fine-tuned models can improve user experience

● Drafting (e.g. copy, headlines, code)

● Automated SEO

● Text summarisation

● Stylistic adaptation of text

● Generative search interfaces

● Talk-to-your-documents/data

● Text-to-image

AI can process long-form text 
inputs and outputs

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Content efficiency & adaptive 
customer experiences

Sources: https://skift.com/ask-skift-faq/, https://www.bloomberg.com/company/press/bloomberggpt-50-billion-parameter-llm-tuned-finance/ 

Skift

BloombergGPT

https://skift.com/ask-skift-faq/
https://www.bloomberg.com/company/press/bloomberggpt-50-billion-parameter-llm-tuned-finance/
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Present

Generative AI creates a natural language layer around your data

● Drafting (e.g. copy, headlines, code)

● Automated SEO

● Text summarisation

● Stylistic adaptation of text

● Generative search

● Talk-to-your-documents/data

● Text-to-image

AI can process long-form text 
inputs and outputs

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Content efficiency & adaptive 
customer experiences

Source: Marfeel

Marfeel Copilot

https://community.marfeel.com/t/april-2023-launch-week-release-notes/13733
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Generative AI has unlocked new opportunities, but existing AI is valuable

Existing Present

Process efficiency & predictive 
customer insight

Content efficiency & adaptive 
customer experiences

AI is used to score and 
classify data

AI can process and generate 
long-form text inputs and 

outputs

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Not an implementation timeline: value can be gained from all areas
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A potential future state for AI is one which is autonomous and multi-modal

Existing Present Future?

Process efficiency & predictive 
customer insight

Content efficiency & adaptive 
customer experiences

Managerial efficiency & 
hyper-personal ‘super-apps’

AI is used to score and 
classify data

AI can process and generate 
long-form text inputs and 

outputs

AI will autonomously execute 
multiple tasks in multiple 

formats 

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Not an implementation timeline: value can be gained from all areas
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LLMs could break a task into chunks and use external tools  
FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Future?

● Autonomous task assistants (e.g. 
coding, research, paywall optimisation)

● Embedded ‘personalities’ with persistent 

memory

● Synthetic avatars

● Text-to-video

● AI to detect AI-generated content

AI will autonomously execute 
multiple tasks in multiple 

formats 

Managerial efficiency & 
hyper-personal ‘super-apps’

Auto-GPT

Sources: https://github.com/Significant-Gravitas/Auto-GPT, https://callumcarolan.ai/p/porting-autogpt-to-nodejs 

https://github.com/Significant-Gravitas/Auto-GPT
https://callumcarolan.ai/p/porting-autogpt-to-nodejs
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AI could leverage memory and multimedia for personalised experiences
FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Future?

● Autonomous task assistants (e.g. coding, 

research, paywall optimisation)

● Embedded ‘personalities’ with 
persistent memory

● Synthetic avatars

● Text-to-video

● AI to detect AI-generated content

AI will autonomously execute 
multiple tasks in multiple 

formats 

Managerial efficiency & 
hyper-personal ‘super-apps’

Bloomberg

Source: https://www.bloomberg.com/news/videos/2023-06-02/human-avatars-your-ai-powered-digital-twin 

https://www.bloomberg.com/news/videos/2023-06-02/human-avatars-your-ai-powered-digital-twin


34

Where should I start in my AI journey?

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING
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Set the right foundations, experiment, and scale gradually

People

Utilise and upskill current employees

Engage diverse perspectives to maintain customer-centricity 

Use AI to augment existing tasks and workflows

Tech

Leverage existing technical assets (e.g. high quality data, existing models)

Establish a clear approach to buy-or-build

Develop Data Engineering and Cloud capabilities in order to scale

Process

Foster innovation and knowledge sharing, with clear governance

Build, test and learn incrementally

Work towards a dedicated MLOps capability

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING
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FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING
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FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING
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Work towards a dedicated MLOps capability
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Recommended reading

FT Strategies Insights Case studies, practical guides and strategic analysis from FT Strategies

Y Combinator’s Hacker News Technology & data news aggregator with thought-provoking comments

arxiv-sanity
More user-friendly and AI-specific frontend to the arXiv research repository (academic 
papers)

GitHub Trending Most popular open-source developments

Papers With Code Academic research with open-source

HuggingFace Spaces Open-source Natural Language Processing applications including the LLM Leaderboard

Research blogs 
e.g. Google, Microsoft, NVIDIA

Technical blogs from technology companies

Reddit
Social aggregator with a mixture of content but often a good source for the most recent 
or viral developments (/r/MachineLearning, /r/StableDiffusion, /r/ChatGPT, etc.)

FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

https://www.ftstrategies.com/en-gb/insights/
https://news.ycombinator.com/news
https://arxiv-sanity-lite.com/
https://github.com/trending
https://paperswithcode.com/
https://huggingface.co/spaces
https://ai.googleblog.com/
https://www.microsoft.com/en-us/research/research-area/artificial-intelligence/?
https://developer.nvidia.com/blog/
https://www.reddit.com/r/MachineLearning/top/
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Thank you for listening and please reach out with any questions
FT STRATEGIES  |  AI IN MEDIA AND PUBLISHING

Sam Gould

Senior Strategy Consultant | Data Scientist
sam.gould@ft.com

George Montagu

Subscription Expert | Senior Strategy 
Manager | Head of Insights at FT Strategies

george.montagu@ft.com


