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INMA Readers First Initiative in 2025
Roadmap toward next gen of media revenue

One mission: Study visits in 2025
[ | D I-
surfacing global best e .
msterdam

practicesintheart . ..~ London

and science behind | M

content monetization " F’afgc" (3 © Dortmund
6 New York Paris

Hannover 0 Seoul

Dallas Stuttgart Hong Kong

1 1 8 execs subscribe to my
newsletter and Slack channel

289 news brands feed performance

data to our research
Buenos

1 90 Engagements with INMA members, Aires
inch. 120 Ask-Me-Anything sessions @

member newsrooms around Source: INMA internal “ma
50 the world visited in-person statistics 2025 llmm ews Media Associa



urce: Evening Standard m
24. Photo: Alamy 2024 INIMC

Sharing ideas. Inspiring change.

“ e . -
L —'J -
-'— ' ' —/— - - .

Om people inLondonand. —F w

o &
o"~‘o
> QIQ
) .~.

no local dally newspaper anymor ffffff

Wm




Case study of the Minute
What blooms in a news desert

Startups like the London Paid subscriptions
Minute try to fill the void | make it a sustainable
In local journalism source of income for 1

Paid subscribers to

Time of the daily delive s , :
7am of the Minute toyemail brgxes 2 7k the Edinburgh Minute alone

News and social feeds 0/ Avg. conversion rate
~50 skimmed between 5am-7am 3 / O (paid subs/ total subs)

0/ Story recommendations come Monthly paid subscription.
50 / O from readers £5 £45 pe”)ear P

25k Free subscribers in Edlnburgh 30 / Fees pald to Substack (email
+ (20k+) and London (5k+) platform), Stripe (payments)

0/, Avg.email open rate for the Gross annual revenue from
58 /O Edinburgh Minute £1 48 subs to The Edinburgh Minute

Source: M. MacLeod, The Edinburgh Minute and The London Minute, INMA Media Founder Michael MacLeod is ex-
Guardian reporter, Meta community lead

@
INITMCE Subscriptions Summit 2025. Photo: Robert Downs for INMA 2025
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Case study of the Arc browser

Al apps browse for you, generate websites

711

What's news in
London today?

Reading 10 web pages

What's news in London today?

What's news in
Q

London today? Browse for Me

Q. what news in london today  Browse for Me

Q what's the latest news in

B for M
london today tetsesisimlingol

714 2
What's news in London today?

oes == ﬂ Read 10 web pages

London | Latest London | Latest Latest news 1
News & Updates News & Updates London and t

(T 1k eee . X it

Latest News in
London Today

~_ Job Losses — The hospitality sector in

London is facing potential job losses, with
UKHospitality warning that up to 100,000

jobs could be shed due to the impact of

the recent Budget on youth employment.

Transport Costs — London could
potentially halve the costs associated
with new transport projects, which may
lead to significant savings for the city's
infrastructure development.

# Christmas Preparations — The iconic
Christmas tree has arrived in Trafalgar
Square, marking the start of the festive
season in London, with a crane lifting the
tree into place near Nelson's Column.

++ Child Abuse Case — Vincen @ C
nursery worker, has admitted to sexuaiy

New Al-first browsers
redefine the web
experience

perplexity

(¢ comet

ChatGPT Atlas

“Dia

Source: Arc

ép
search, Dec. 2025 .“ma
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Squeezed |
between |
creators

i >
54 o/o s 400bn ' gv*';;«f, :r
Americans get news | Web pages or. other docs
from social & video indexed by.Google for
platforms (vs. 48% from ' 4 search o, v rllllon{ﬂf-URLs
news sites or apps) N |
67m 2,089 = 60% 55
creators globally compete Undlsclosed Al- ge_,,erated ~of all Google searches end
with 50m employees of news websites identifi without clicking on a link in
professional media firms worldwide ~ ‘the U.S. (77% on mobile)

P b25, Reuters Institute; E. Sheridan et al., Creator Economy, Goldman

Inspired by L. Kung, News ReWIred 2025. Sources: Digital Nef
. NIMCE uard 2025; Datos/ SparkToro 2024. lllustration: Open Al's DALL-E

International News Media Association SaChS 2025 teStlmOI?y OfP Nayak Trla/ Of DOJ VS. GOOQ/ 0




Media environments

Sub-Saharan markets Mobile, social, Al-ready

Despite infrastructure and affordability gaps
vs. rest of the world, there’s already 196m mobile
video-ready users in Sub-Saharan Africa
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% people using mobile internet
Sub-Saharan Africa I 28%

United States [ 93%

Incl. % fast internet (4G or 5G) Kenya [N 75%

Sub-Saharan Africa I 47% . South Africa N 71%
United States [ 100% ° United States [N 54%

. as a source of news

Sources: The Mobile Economy Africa 2025, GSMA; Digital News Report 2025, Reuters Institute/ Uni. of Oxford; N. Balaji et al., Consumers
know more about Al than business leaders think, BCG 2024. * Surveys in African countries skewed toward English-speaking populations

. % consumers* using social media % consumers using ChatGPT

Nigeria [N 79%

- South African
- consumers already
 know, use and like Al

South Africa [ 31%
United States [ 23%

% consumers excited about Al

South Africa [ 38%
United States [ 30%

International News Media Association



Every meohum Creates |ts heroe . s
e Py e — \"l :a\‘?_“" e .~ T
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®
Inspired by: M. McLuhan, Understanding Media, Signet 1996; Gutenberg Galaxy,
i n ma University of Toronto Press 1962. lllustration: G. Piechota with Dall-E 20295



New creator economy in news

Every era has its medium. This one has social

More people get news  Fifth of Americans get
from social media than | news from influencers,

from news websites ~and more of the young
Gateways to news in the United % of U.S. adults who regularly get
States in 2025, ranked by reach . news from news influencers on

. soclal media, by age
social mecia [N 5+% = Alacuts [N 21%

V. B 50% b
: - o : =
Online news sites/ apps [ 48% foadloic _ M “You g e the media

Podcasts [ 15% 30-49 _ 26% NOW.
Radio [ 13% lon MUSk,
Print I 14%

Al bots/ apps B 7%

owhen X.com

B -

Sources: survey of 2,000 U.S. consumers, Digital News Report 2025, Reuters Institute/ University of Oxford; America's News q.’.“"-‘c.
Influencers, Pew Research Center 2024; @elonmusk on X.xom 2024. Photo: X 2024
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New creator economy in news

Every medium has its heroes. Creators rise

News influencers get as -
popular as established
news brands

No. 1 podcast In
the world is The Joe
Rogan Experience

Weekly online reach
of professional news brands vs.

g 52m Avg. monthly downloads
iInfluencers in the U.S. in 2025

and plays (2025)

" “Faith in mainstream Followers across
CNN ' 45m YouTube, Instagram, X
Joe Rogan media crashes, 4§
Fox News and falﬂ'l In podcasts 71 0/ Joe Rogan’s podcast
Yahoo! - rises.” - O listeners are male
New York Times . Joe RO an : ,
Tucker Carlson gan, $250m Value of a new multi-
podcaster year deal with Spotify
Megyn Kelly
Local TV news online I 14%
S : f 2,000 U.S. . Digital News Report 2025, Reuters Institute/
Candace Owens - 13% Urovt‘lvrecres?tysgrcv g)}(lfgrd;; Why JR ggggg Tﬁvrl%k tlhgérae wie}lyvge Jec?eoRogan of t%ue irgft,n?'ilr#eg of .“ma

BBC News M 12% India 2025; JR signs new $250 million deal with Spotify, AP 2024 RE A s i



New creator economy in hews

Medium iIs the message. Back to oral culture

People spend more But most audiences  All types of media shift
time watching or ~ still are preferring ~ to digital, accelerating
listening than reading  text for online news ~ convergence

Media activities during an average News formats preferences in It's a messv media world. Media
day per U.S. adult, in % - UK., byageandin % Consumptign keeps diversifying

like there’s no tomorrow.

Watching _ Listening We are in an era of liquid
41% 2904 ~ Prefer to reac content where we watch audio,
f listen to text, and read video.
. B 18%
| ~ Playing - Prefer to watch .
Reading 15% = B 14% B 1824 .
119% | o 19% W55+ | Mika Rahkonen e
Meossaglng . Prefer to listen I 5 " Head of strategy -
12% s 0 . YLE, Finland ,

.nma Source: Technology and Media Outlook, Activate Consulting 2024, Digital News Report 2023, Reuters Institute/ University of Oxford;
International News Media Assodiation M. Rahkonen, People are demanding more from their public service media, Yle at INMA Media Innovation Week 2024



New creator economy in news

Welcome to the era of liguid content

We watch audio We listen to text We read the video

Audio Video

THE NEW YORK TIMES - TODAY

Government Contracts Musk Is Positioned t: Sour C?eS.' You tUDe:
NY Times app,

J - Donald Trump Joe Roga * - Tik Tok 2025

The Joe Rogan Experience

after his rally here in Tempe, Arizona, = %
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Case study of Times Internet in India
Liguid content & Al Versioning at 90% lower cost

Times of India converts articles to video 2y D - -+

to benefit from 2 times higher eCPMs

— TIMES ENTERTAINMENT Q

10 Times Mrunal Thakur stole hearts
in her stunning sarees

Content versioning at Times Internet using Generative Al TO Entertainment Desk / etimes.n / Updated: Jul 21,

Slideshows
/ English
Articles

v4

\ Web-stories Hindi

b

Mrunal Thakur, celebrated for her impeccable

+ * style, effortlessly blends traditional and
Videos contemporary fashion, earning h... Read More 1
Oth | B | 0 TIMES MRUNAL THAKUR STOLE
S e er 7> swane ] [roriow us @) HEARTS IN HER STUNNING SAREES
Mrunal Thakur is celebrated as a fashion SR 2N 02 4
B icon, known for her impeccable style and
Source: P Kukreja, Times Internet, INMA Media Subscriptions i i CELEB LOOKS
.“mg Summit 2025; study tour at INMA South Asia Media Festival 2024 S RO BEFTRR. WINETL T SR en e v tR et

significant admiration on social media. She

contemporary elements, making her stand



New creator economy in hews

When in Rome, do as the Romans do?

There is no single recipe for = Creators-first ~ News brand-first
success on TikTok. approach approach

A number of publishers use |

a strategy based on young . For example, News Movementin | For example, for Sky News in the
creators who are native tothe  : the U.S. has a team of young ~ U.K. TikTok is just another screen
platform and its unique - hosts who offer first-person: - for its content, with focus on
language. . witness accounts and explainers . breaking, live, access, explainers

Others prefer to showcase the
talents of the entire newsroom,
making minimal changes to
existing tone or content.

Nic Newman
Senior Research Fellow,

Reuters Institute, q.'.“.“»‘u Source: N. Nieman: How publishers are learning to create and distribute news on
University of Oxford TikTok, Reuters Institute/ University of Oxford 2022

International News Media Association




New creator economy

Brutal facts about creator economics

Ad spend is following But pay-outs are so ~ Creators use networks
attention, and flowing  low, most artists don’t | as marketing channels
to creator platforms ~earn their living wage  for own products

Proportion of ad spend going to Paid out Spotify in 2024 ,
professionally-produced content $1 Obn to artists/ creators Creators’ revenue sources,

1 2m Total number of artists/ by importance

72% uploaders
. d - Own physical products | R 18%
49% Spotify artists in 2024, by royalties Affiiate marketing [N 10%
Ptgfessgonally- - 100,000  Most of 12m artists don'’t Influencer marketing [N 9%
produced content earn the living wage
includes 'I(;V r?dio, ki Ads - 9%
print, and online Paid downloads 5%
Ublishin 10,000
P ’ m—— 1,500 200 E-courses [ 3%
2019 2025 - >86k  >$134k  >$1m >$5m

Premium content B 2%

a5
BEEREMNEE Sources: Mid-Year Global Advertising Forecast Update, WPP Media 2025; Global Ad Trends: Advertising’s breaking news problem, WARC
International News Media Association 2028, Annual Music Economics Report, Spotify 2025; The 2022 and 2023 Creator Report, Linktree 2023-2024



New creator economy in news

Future newsrooms like record labels

How could it look like?

“My role model for the
publisher of the future is
more like a record label.

You attract the best talent, you Story-focused teams Expert desks
attract the best creators, you Ardl natiadee ;sgs?g:;?ént Freelancers
create the best artists,
and you create an environment reporters & creators
where they feel well treated, f @ ®
where they see opportunities o © " 0,
that they don't have on a o 000
standalone basis." O

« Mathias Dopfner Audience & product- : Talent

U8 Chiof Executive Om‘:er 3 focused teams Dol Ll bl

 Axel Springer
Produ- Other

i“ma Source: interview with M. Dépfner, Axel Springer, at Paid Content Summit

2024. Visualization of Mr. Dépfner’s idea: G. Piechota for INMA 2024 services

cers

International News Media Association



Case study of Dennik N in Slovakia

From Instagram fan
to a staff “news explainer”

. -~ 32-years-old history
When Slovakia’ t :
successful Instagram ~ teacher with thousands

influencer did a story about : Of students on Instagram
Dennik N’s birthday, we 5

sold 360 subscriptions.
106k

We invited her to shoot
another story about “a day at

Follows her video history
explainers on Instagram

SE

the newsroom.” Example cost of NE
: . €36 her merchandise CA
It went viral, so we hired her. (“Seneca” hoodie)

R] Sandra Svitekova -

Videoproducentka

Tomas Bella - Inmes

S
. . e . International News Media Association
Chief Digital Officer, : |
Dennik N, Slovakia . Sources: interview with T. Bella, Dennik N 2025; T —

Instagram, merch.sk/dejepis-inak 2025




New Al economy Iin news

How does Al content fit the creator economy?

_ - Match content cost to business value (e.g., demand,
Generative Al changes _ differentiation) but keep supplying all thanks to Al

the economics of content.
In order to survive the next

disruption, publishers need to I OTTeS Bre
balance content value and ~ Exclusive, relevant
production costs. content in high
demand
High value content justifies
high costs, but the low value
one justifies only the low cost.
. Teixeira’s
Thales . content tree:
Teixeira . classification
Author, “Unlocking pased on Bananas are

for machines
Commodity, less
relevant content in

inma Source: T. Teixeira, Business model innovation amid the Al disruption, less demand
International News Meda Associaton foresentation at the INMA Roundtable in Vail 2023

the Customer Value Chain” : business value



New Al economy in news

Al agents automate, redefine jobs

At Germany’s Ippen  The logic of an agentic workflow  How could a future
Media, Al agents get  usednaprototype of Alagent - human+machine
ready to take over jobs ke  newsroom look like?
Freelancers
Al agents are not only & creators
%Eiggg]r%%ﬂevgﬁgkﬂ?%sbur Action upon initial plan © o ® Q9
R Observation of results News ©
editors Talent
Revised plan upon reflection editors
& . 2:;2':;;;?0?;& Action... reflection... re-plan... Audience
w D o editors Al agents

é Al @ & ® O
Sources: T. Teixeira, Business model innovation amid Al disruption, INMA Media Jalapal° E ‘ ‘

CEOs Roundtable 2023; F. Markus, Ippen Media, Akademie der Bayer. Presse 2025 inemational News Media Assoca editors ‘ . ‘




New Al economy In news

Future vision: Al funnels and monetization

Half of all internet traffic Al agents browse ~ Monetization layer for bots and
is no longer human already. content but soon will  agents automates sales of

o 7 ” - access using open standards
64 A)‘bOts:re bad actors be able also to transaCtg called Really Simple Licensing

~ Your audience has changed. 3 Al agent task: Find news for a brief
| ' . Al broke the economics of
- ~ the internet. We need to Al scans the web for content
. monetize humans and
machines. Frictionless RSL server gets a request
~_micropayments are a solution.
4 y RSL server sends terms

‘ Cosmin Ene

‘ ) - If OK, smart contract signed
Chief Executive Officer
Bad bots scrape Supertab
Switzerland Al gets access, uses content

content, harvest and
mine data, spam,

l“ma commit ad fraud... Sources: Bad Bot Report, Imperva 2024;C. Ene,
Internatio .Nﬁed o Aiecctatin . Supertab for INMA Subscriptions Town Hall 2025

Al output: Generate a news brief
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Kings of the new AI and creator economy
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Blg Tech leads In AI takes most rey, Sets rules
e " AR -

Will our societies, lawmakers, regulators act? i

| g W) P4 N\ - .
~ Pictured: Guests of the U SIa Qump s inauguration in U.S. Capitol in Wash J orﬁf;/mary 21, 2025.

Ph‘pto. Reuters 2025 >
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Questions?

greg.piechota@inma.org

e Researcher-In-Residence, INMA

e Fmr Researcher, University of Oxford,
Harvard Business School

e Co-Author with Thales Teixeira,
“Unlocking the Customer Value Chain”,
Currency 2019

f X B

The world media is becoming more like
Africa than the other way around

Rise of Al and creators levels the
playing field and increases competition

In that sgeeze, the fittest, and not the
fattest, are likely to survive

Every era has its medium.
Every medium creates its heroes.
The medium Is the message

Like record labels future newsrooms
may manage both humans and Al

Creator economy = content marketing.
Al economy = big theft. We need change



