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Introduction



Artificial intelligence (AI) is a significant part of journalism already but it is unevenly distributed. 

But how can you prepare your newsroom for the AI-powered future?

Only half of the newsrooms surveyed

by Journalism AI feel they are AI-ready

and just over a third claim to have an

active AI strategy. 



Do you recognise your newsroom in this description? Then these materials are 

designed for you.

Let’s go.



How to prepare your newsroom for AI in 7 steps

1.  Make sure 

2.  Understand

3.  Reflect

4.  Consider

5.  Identify

6.  Evaluate

7.  Assign



Make sure you know what
AI is and is not



But what is ‘AI’ ?

How do you define AI? 



❝ [Artificial intelligence is] a system that makes predictions

combined with a system that is allowed to take actions on

behalf of, or in assistance to, humans.❞

Why is that?



Definitions divide broadly into technological and 

human-related. 

technological

human-related 



But you’ll need to find the one that works for you.

 It will determine your ability to communicate with 

colleagues, as well as externally, with a shared vocabulary.



Understanding what AI is will be important to 

realising its potential and the opportunities and risks involved.

you’ll need to understand what AI can do for you.



Understand how AI is used and 
what it can do for you





not all AI applications fall squarely into one 

category. 

Let’s dive a little deeper: 



❏

❏

❏

❏

❏

Algorithms can analyse huge amounts of data at scale 

in a way that is simply unachievable for the human journalist.



❏

❏

❏

❏

❏

freeing up time for the journalists to focus on more creative work 

and on building a stronger connection with your audiences.



❏

❏

❏

❏

This can improve 

engagement and user experience and support your business model



 “Why AI?”



Reflect on what problems
you are trying to solve



it’s critical to think from the start

of your motivations.

newsrooms believe that AI can make them 

more competitive and efficient. 





making journalists’ work more efficient and delivering more relevant 

content to users.

What is your motivation?



❝ The aim: augment the user-citizen, journalist, and the newsroom. 
And to create feedback loops that help us understand our users, content 
and our journalistic actions and the world around us in relation to each 
other. We aim to provide a more direct, meaningful, and engaging 
experiences in our main services. We aim to empower journalists in their 
news reporting and storytelling. And we want to create new methods 
and tools to better understand ourselves and the world around us.❞



augmentation

❏ journalists

❏ the public 





Consider the impact AI might
have on newsroom roles



But 

certainly, what people do will change.

how the adoption of AI will affect your newsroom.



newsroom 

roles are changing through the augmentation of current roles rather than the 

replacement of jobs:

❝ I think the impact will be subtle. I am highly critical of the idea of a 
‘robot journalist’. It‘s a nice sci-fi imagination, but not actually practical 
or realistic. I think most AI applications will become invisible fast and 
support workflows and reporting, but not replace it. Instead we‘re going 
to see the automation and augmentation of tasks, such as translation, 
transcription, image search, augmented writing, automated summaries, 
maybe some form of personalisation inside a journalistic framework.❞



few AI-specific roles have been created,





Who will be in charge of designing an AI strategy for your organisation?



Identify potential obstacles
and how to address them



And still, it doesn’t mean that things will be easy.

This is an emerging technology that can be complex and expensive to apply.





❝ AI is expensive to build and manage. It takes a lot of work to ensure data is 
clean and machine learning is effective. It may be the domain of big companies, 
which can develop and sell AI services to smaller companies.❞

❝ Hiring talented data engineers and data scientists is challenging in a 
competitive marketplace where we’re competing head to head with banks,
hedge funds, and start-ups that can offer more in compensation or stock 
options.❞



❝ Among the biggest problems of AI are the imaginations and visions 
communicated around this term. Most have their roots in science-fiction. 
We‘ve been trying hard to make this field seem as boring as possible to the 
rest of the company. This helps manage expectations, because people are 
afraid of literal job-terminators.❞

❝ There is a cultural gap between journalists and computer scientists. Topics 
such as algorithmic personalization are [...] sensible directions for computer 
scientists, but raise concerns with journalists around editorial responsibilities. 
We need to keep everyone on board before developing solutions.❞



❝ There is no common understanding of the term ‘AI’ and when 
implementing algorithms can actually be helpful. This does not only lead to 
false expectations but also turns the search for proper use cases into a 
challenging task.❞

❝ Managers often don’t know enough about technology and have too little 
understanding of the technical advantages and possibilities [offered by AI]. 
Combine that with a lack of imagination due to poor tech skills.❞



❝ Among the many challenges we’ve encountered [an important one is] 
prioritization. How to know what to automate? Which AI project comes first? 
As with all coverage, you have to weigh up the needs of the audience, the 
impact of the reporting, the gains for the newsroom, and so on.❞

these challenges are not insurmountable.



AI literacy

the value AI can bring share 

the financial burden already

what the industry 

needs is a better way to share lessons-learned and solutions



Evaluate how AI might impact
your editorial policies



but how does it change 

the journalism itself?

60% of respondents to the Journalism AI survey told us they are concerned about the 

impact that AI might have on the journalism they produce. 

How does AI change the standards or nature of the content you produce, and the 

social value of its relationship with your audiences? 





savings should be invested in the development of the technology or to enable better journalism.

❝ The big question is: will savings be reinvested or used to counter generally 
declining incomes? [...] There is potential for higher rates of ‘low value’ 
journalism to be churned out quickly. The role of reputable news organisations to 
analyse and verify stories may become a scarce resource.❞



What matters is how aware you are of the bias and how 

you manage and minimise it. 

❝ I am concerned about journalists’ complacency and over-reliance on 
algorithms and how they may end up doing a disservice to our audience. 
There are currently many cases of bias in journalism that comes with use
of AI. Poorly trained algorithms may do more harm to journalism.❞



AI technologies can be used to promote 

and spread misinformation and most newsrooms are not ready to counter this issue. 

❝ Machine learning is a perfect tool for generating deepfakes and fake content 
in general, and it will be a major problem for all news outlets and credible media. 
Also, verification will become much more difficult. We need to [develop better 
tools] to spot these fakes.❞



Questioning AI 

bias had led some newsrooms to reconsider their own assumptions and to think again about 

what readers want. 

❝ AI makes you question everything. AI models are only as good as the humans 
who structure and train them. [...] I think AI has a role to play in helping expose 
the biases that already exist within the industry. It is an opportunity to reflect on 
how we make decisions.❞



the risk of losing the ‘human’ element of journalism. 

❝ If media outlets are too much driven by wrong technical metrics, they can 
encourage journalists to try to compete with robots or game the AI 
recommendation systems. Instead, patience, perseverance and curiosity are 
valuable human qualities and should be encouraged inside the newsroom.❞



ambivalent

then the relationship between

the tech companies and the news organisations becomes critical.

❝ I would like to see tech companies that have successfully utilized AI to spread 
awareness of the many uses and act as ambassadors. Tech companies are crucial 
for the successful transition into an AI-powered future. They bear a great 
responsibility in terms of creating a healthy ecosystem.❞



Journalists need to understand AI 

enough not to leave that discussion to developers and technologists.

Make sure 

your AI strategy takes stock of all these concerns in a proactive way. 

One last step...



Assign responsibilities and 
consider collaboration



Once your strategy is ready and well-defined, it’s time to put it to work. 



❏ multi-disciplinary 

❏ experiment



❝ I would set up a small team focused on a broader aspect, such as 
automation and augmentation. The team should not be anchored inside 
the newsroom, but instead act as a bridge between different parts of the 
company. [It would be] an internal lab with a core team of AI experts 
that colleagues from every department could join for one or two months 
to analyze their processes, to do research on our readers’ understanding 
of AI-driven content, and test new tools.❞



Let’s be honest. 

empower them with 

the responsibility to make your AI strategy operational and easy to understand.

collaboration around AI 



Collaboration

Collaboration

❏

❏

❏



Conclusion



This is just an introduction. 

following these seven steps will prepare you 

and your newsroom to take on this new challenge.



What journalism is and how it is consumed is changing.

Again.

improve literacy and understanding about AI across the newsroom.



training  education.

Stay tuned.



Readings and Resources



AI in Journalism Starter Pack
❏

❏

❏

❏

❏

❏

https://www.hup.harvard.edu/catalog.php?isbn=9780674976986
http://cup.columbia.edu/book/newsmakers/9780231191371
https://www.elementsofai.com/
https://qz.ai/
https://academiccommons.columbia.edu/doi/10.7916/D8X92PRD
https://medium.com/jsk-class-of-2019/how-to-make-your-newsroom-ai-ready-74b4bc441b76
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