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Abstract

With their advertising and audience revenues in decline, local news organiza-
tions have been experiencing comparatively high degrees of disruption in recent
years. Artificial Intelligence (AI) offers opportunities for local news organiza-
tions to better cope with the economic challenges they face. However, local news
organizations need to carefully prioritize where AI will create the most value.
After all, they serve customers in the audience and advertising markets, with
external effects on society. At the same time, they are limited by scarce resources,
which constrains the implementation of Al. Therefore, based on Porter’s value
chain, this article pursues two goals. First, drawing on previous research, we pro-
vide a systematic overview of activities for which local news organizations see
the biggest potential of Al to create value. Moreover, we highlight promising Al
use cases based on benchmarking with national news organizations. Second, we
discuss local news organizations’ challenges in implementing AI and how they
might overcome such obstacles.

INTRODUCTION

The rapidly advancing process of digitization is putting
local news organizations under pressure. With their adver-
tising and audience revenues in decline, local news
organizations have been experiencing comparatively high
degrees of disruption in recent years (Gulyas and Hess
2023). Therefore, a major challenge facing societies today
lies in the decline of local news provision (Wahl-Jorgensen
2019), which threatens to create news deserts (Abernathy
2023; Blagojev et al. 2023; Olsen and Mathisen 2023), with
consequences for local communities and, more broadly, for
democratic societies (Ali 2016; Olsen, Kammer, and Solvoll
2020).

Here, digital transformation (Jenkins and Nielsen 2018)
and particularly the use of Artificial Intelligence (AI) offer

opportunities for local news organizations to better cope
with the economic challenges they face (Aubin Le Quéré
and Jakesch 2022; Borchardt 2022; Rinehart and Kung
2022; Tang, Qi, and Zhang 2020; Thisler-Kordonouri and
Barling 2023; Wilczek et al. 2021). Al refers, broadly speak-
ing, to “a collection of [...] technologies [...] that relate
to a computer system’s capacity to perform tasks nor-
mally requiring human intelligence” (Beckett and Yaseen
2023, p. 10). Al systems can be differentiated based on
two dimensions (de Zuiiiga, Goyanes, and Durotoye 2023):
the level of performance, which refers to an AI sys-
tem’s capability to perform tasks, take decisions, and
make predictions, and the level of an AI system’s auton-
omy, which is shaped by the degree of human input,
interaction, and supervision. Weaker AI draws on rule-
based systems, while stronger Al is based on machine
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learning—that is, algorithms that, although programmed
by humans, are designed to independently make deci-
sions based on supplied data (Goldhammer, Dieterich, and
Prien 2019).

Al can be potentially used for a wide variety of
activities in local journalism (Beckett and Yaseen 2023;
Diakopoulos 2019; Jamil 2021; Loosen and Solbach 2020;
Thurman, Lewis, and Kunert 2021). However, as Porter
(1985a) noted early on, not all technological innovation
is strategically beneficial. Indeed, local news organiza-
tions need to carefully prioritize where Al will create the
most value (Steering Committee on Media and Informa-
tion Society of the Council of Europe 2023), considering
that they serve customers in the audience and adver-
tising markets, with external effects on society (Olsen
2021; Picard 2010). Moreover, local news organizations
have scarce resources, which constrains the implementa-
tion of AI (Borchardt 2022; Wilczek et al. 2021), and the
push to embrace the “bright shiny things” might leave
local news organizations in perpetual cycles of innovation
that will exhaust their already limited resources further
(Posetti 2018).

Against this background, this article pursues two goals.
First, drawing on previous research, we provide a sys-
tematic overview of activities for which local news orga-
nizations see the biggest potential in Al to create value.
Moreover, we highlight promising AI use cases based
on benchmarking with national news organizations. Sec-
ond, we discuss the challenges local news organizations
face in implementing AI and how they might overcome
them. To this end, we draw on Porter’s (1985b) value chain
framework, data from previous research on Al in local
journalism, as well as insights from industry and pol-
icy reports that relate to the implementation of Al in
journalism.

Porter’s value chain states that activities in organi-
zations can be divided into two general areas, namely
primary activities, which create value directly, and sec-
ondary activities, which support the primary activities.
The value chain framework provides a basis to identify
activities that may benefit from innovation (Chan-Olmsted
2019) and is, therefore, particularly useful for the present
analysis.

This article is structured as follows: First, we out-
line Porter’s (1985b) value chain framework in the con-
text of local journalism and Al Second, we exam-
ine the potential of AI for local news organizations’
primary activities in the value chain. Third, we dis-
cuss how local news organizations’ secondary activ-
ities might constrain the implementation of AI and
how local news organizations might overcome such
obstacles.

The value chain in the context of local
journalism and Al

The value chain consists of activities that organizations
perform to create value for their customers (Porter 1985b).
Local news organizations create value by providing news
to audiences in the audience market and the attention of
these audiences to advertisers in the advertising market.
This is the two-sided market model, which is typical for
commercial local news organizations (Picard 2010).

However, local news organizations have been struggling
to create value for which audiences are willing to sacri-
fice nonmonetary (time, effort) and monetary costs (Van
der Haar, Kemp, and Omta 2001), resulting in declin-
ing revenues in their two-sided market (Gulyas and Hess
2023). For instance, Olsen and Solvoll (2018a) have found
that local news organizations’ offerings are particularly
misaligned with younger and lower-income audiences.
Furthermore, bringing a product to the market with
high (potential) customer value alone is no guarantee of
profits, as customers make decisions based on a choice
between competing offers (Van der Haar, Kemp, and Omta
2001). Indeed, local news organizations have been also
struggling to remain relevant to local audiences as alterna-
tive information sources are gaining importance in local
communities, including on social media (Newman et al.
2020).

The value commercial local news organizations create
for their customers can have positive and negative external
effects on society (Von Rimscha and Siegert 2015). Local
news has positive external effects if it “contributes to a
better-informed citizenry” (Olsen 2021, p. 810), which is
generally regarded as a prerequisite for a well-functioning
democracy. However, local news has negative external
effects if it constrains the functioning of a democratic
society, for instance by spreading misinformation in local
media environments (Zilic Fiser and Caks 2023).

Porter (1985b) differentiates two types of activities that
create value, namely primary and secondary activities. Pri-
mary activities create value directly, that is, products pass
through a sequence of activities, and each activity adds
value to the products. In his value chain framework, Porter
(1985b) distinguishes five core areas of primary activities.
Inbound logistics refer to activities such as acquiring, man-
aging, and storing inputs. Operations refer to activities that
transform inputs into products. Outbound logistics refer to
activities that deliver products to the end users. In local
journalism, these three activity areas relate to news gath-
ering, news production, and news distribution (Rinehart
and Kung 2022). Moreover, according to Porter (1985b),
marketing and sales refer to activities that facilitate the
purchase of the products such as advertising and pric-
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ing. Finally, service relates to activities offered after the
products have been sold and delivered such as customer
service. Regarding local journalism, Rinehart and Kung
(2022) subsume these two activity areas under business
operations.

Al can contribute directly to local news organizations’
value creation in two ways. First, Al can be applied to facil-
itate “increased efficiency and cost reduction” (Astrom,
Reim, and Parida 2022, p. 2114). Here, the goal is to improve
and refine already existing primary activities with Al,
for instance by reducing repetitive work tasks. Hence,
according to Astrom, Reim, and Parida (2022), the out-
put will be the same and customers will not witness any
revolutionary changes in the perceived value. Indeed, as
Beckett (2019) has found, two thirds of the 71 surveyed
news organizations (i.e., newspapers, broadcasters, pub-
lishing groups, news agencies, magazines, and other types
of media) in 32 countries aimed to use AI to make journal-
ists’ work more efficient. However, Al can be also applied
to facilitate “revenue and growth” (Astrijm, Reim, and
Parida 2022, p. 2114). Here, the goal is to support pri-
mary activities and improve outcomes by drawing on AI’s
capability to “solve complex problems” (Astrém, Reim,
and Parida 2022, p. 2115). For instance, Beckett (2019) has
found that almost half of the surveyed news organiza-
tions aimed to use Al to deliver more relevant content
to users, which, in turn, may increase audience engage-
ment and ultimately revenues. Depending on whether
local news organizations will apply Al responsibly or not
(Helberger 2024; Reporters Without Borders 2023), the use
of AI could have positive or negative external effects on
society.

Secondary activities create value indirectly in that they
support the primary activities. Porter (1985b) distinguishes
four core secondary activities. Infrastructure refers to the
support system that allows organizations to maintain
their operations and includes accounting, legal, and gen-
eral management functions. Human resource management
refers to activities that recruit, train, develop, and manage
personnel. Technology refers to research and develop-
ment activities that design products and improve pro-
cesses. Finally, procurement refers to activities regarding
the acquisition of inputs and resources. These secondary
activities of local news organizations shape the imple-
mentation of AI in the primary activities of the value
chain.

Previous communications research has devoted signifi-
cant attention to value creation in journalism, considering
national (e.g., Picard 2006) as well as regional (e.g., Gra-
ham and Hill, 2009) and local (e.g., Olsen 2021) news
organizations. The first and, so far, only analysis of how
the media industry adopts Al along Porter’s (1985b) value
chain was put forward by Chan-Olmsted (2019). The

author focused on the use of Al for primary activities and
explored this based on a diverse sample of news orga-
nizations (newspapers, radio, TV) as well as technology
companies. However, the value chain has not yet been
applied to analyze Al in the context of local news organiza-
tions specifically, considering how their primary activities
may benefit from AT use and how their secondary activities
may shape the implementation of Al.

Al and primary activities of local news
organizations

While Al in journalism is a rapidly growing field of
research, only recently have scholars begun to investigate
Al in local journalism specifically. In doing so, they have
put a particular focus on investigating the future potential
of AI (Aubin Le Quéré and Jakesch 2022; Lehmann and
Fortsch 2023; Rinehart and Kung 2022; Wilczek et al. 2021,
2022). So far, the most comprehensive overview of Al use
cases for local news organizations has been published by
Rinehart and Kung (2022). Based on 135 scorecards submit-
ted by news managers of local news organizations (print,
radio, TV, digital only) in the United States, the authors
compiled an “automation wish list” (p. 50) of 117 Al-related
activities.

To examine local news organizations’ perceptions
regarding the potential of Al for their primary activities
in the value chain, we take this automation wish list as
the baseline and contextualize the results with further
international research findings. Moreover, we highlight
promising Al application areas based on benchmarking
with national news organizations, considering the rapidly
advancing developments in the field of generative Al To
this end, we transformed the automation wish list in three
ways: First, we removed nine activities that were not suf-
ficiently specified (e.g., “analytics [unclear what type]”)
and 10 activities that do not relate to primary activities
(e.g., “real estate transactions”). Second, we combined 46
activities into 14 activity areas (e.g., we combined auto-
mated news coverage of “high school sports,” “college
sports,” “minor league sports,” “government,” “elections,”
“agriculture,” and “weather” into one activity area). This
resulted in 66 AI use cases. Third, we assigned these use
cases to the corresponding primary activities of local news
organizations’ value chains.

As presented in Figure 1, the US local news organiza-
tions identified the biggest potential of Al to create value
regarding operations (238 mentions, 21 activities), followed
by inbound logistics (168 mentions, 18 activities), outbound
logistics (126 mentions, 11 activities), marketing and sales
(80 mentions, 12 activities), and service (48 mentions, 4
activities).

< <«
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FIGURE 1

Al for activities regarding inbound logistics

The US local news organizations (Rinehart and Kung 2022)
identified 18 activities regarding inbound logistics where
Al could create value (Figure 1). Transcription was the
by far most often mentioned activity (n = 65). Of course,
here, Al can create value by reducing the workload of
journalists and thus saving costs. Moreover, the relatively
often identified activities of data analysis (investigative
journalism) (n = 15), content discovery (structured data,
unstructured data, evergreen content) (n = 13), and docu-
ment analysis (large data sets) (n = 9) indicate the potential
of Al to create value by enabling local journalists not only
to streamline data-based reporting (Aubin Le Quéré and
Jakesch 2022) and save costs in investigative journalism
(Stray 2019) but also to detect newsworthy events on social
media (Thurman 2018) and discover original public affairs
stories (Broussard 2015). Such Al-driven activities may
optimize news reporting and lead to increased audience
engagement and revenues. Indeed, findings from a survey
with 31 local news organizations in Switzerland (Wilczek
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et al. 2021) and from in-depth interviews with editorial as
well as product and technology experts in 14 local news
organizations in Germany (Wilczek et al. 2022) also sug-
gest that Al-driven data analysis may become increasingly
relevant in local journalism.

Fact-checking (e.g., identification of mis- and disinfor-
mation, verification) (n = 6) was only rarely mentioned
by the US local news organizations (Rinehart and Kung
2022), while receiving increasing academic attention. For
example, Beckett and Yaseen (2023) conclude based on a
survey with 105 news and media organizations (i.e., news-
papers, broadcasters, publishing groups, news agencies,
magazines, and other types of media) from 46 countries
that AI may become highly relevant for journalistic fact-
checking. After all, journalists are “challenged by the time
pressure that subtends the urgency of media coverage and
by information disorders that spread faster online than
verified facts” (Dierickx and Lindén 2023, p. 1).

Accordingly, Al can create value by speeding up the fact-
checking process (Dierickx, Lindén, and Opdahl 2023) and
enabling local news organizations to report accurately and
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faster in breaking news situations, thereby upholding trust
and credibility among their audiences (Zilic Fiser and Caks
2023). This too has the potential to increase (or at least
to maintain) audience engagement and revenues. Accord-
ing to Graves (2018), Al can assist journalists during three
steps of the fact-checking process. First, AI can make it
easier to verify information, such as by evaluating sources.
One example was the “Truthmeter” developed as part of
an international EU project. This tool was designed to help
journalists assess the credibility of sources on social media
(Fletcher, Schifferes, and Thurman 2020). Second, Al can
be used in the verification process directly, such as by
comparing information with other sources. The UK-based
fact-checking organization Full Fact has developed a tool
of this type (Full Fact 2022). Third, AI can be used for cor-
rective purposes, such as by flagging incorrect information.
A tool of this type was developed at the University of Water-
loo, Canada. It reviews online posts and highlights “fake
news” (University of Waterloo 2019). Meanwhile, interna-
tional communities such as the European Digital Media
Observatory are pooling resources to leverage the potential
of AI for fact-checking.

Al for activities regarding operations

The US local news organizations (Rinehart and Kung
2022) identified 21 activities regarding operations where Al
could create value (Figure 1). Automated writing (based
on structured and unstructured data) (n = 57) was the
most often mentioned activity. Together with the closely
related and relatively often identified activity of automated
news coverage (e.g., high school sports, government, elec-
tions, agriculture, weather) (n = 26), this activity area
indicates the potential of AI to create not only textual
but also multimodal value by saving costs in news pro-
duction. Findings from Switzerland (Wilczek et al. 2021)
and Germany (Wilczek et al. 2022) confirm the increas-
ing relevance of automated content production for local
journalism.

After all, budget cuts in local news organizations have a
particularly severe impact on people (Olsen and Mathisen
2023). This places an increasing challenge on local news
organizations to make optimal use of their (remaining)
workforce. Considering this, local news organizations
may intensify a process of labor division, with journal-
ists focusing on activities where they create the most
value, namely producing exclusive content, such as scoops
(Haim, Graefe, and Brosius 2018), while AT may be used to
perform routine tasks (Aubin Le Quéré and Jakesch 2022).
So far, such a division of work has pertained to journalis-
tic text production particularly. Automated text generation
hasbeen predominantly used regarding standardized news

reports for which AI systems can use up-to-date data in
a rule-bound process (Haim and Graefe 2018; Lindén and
Tuulonen 2019; Thurman, Dorr, and Kunert 2017).

With the rise of generative AI (Henriksson 2023; Nishal
and Diakopoulos 2023), significantly more sophisticated
Al tools are now available with the ability to automatically
generate not only standard texts but also more complex
reports. Large language models (LLMs) such as GPT (by
OpenAlI), BLOOM (by BigScience), LaMDA (by Google),
and LLaMA (by Meta) are capable of generating texts at a
high linguistic level on any given topic. Indeed, as Beck-
ett and Yaseen (2023) have found, most of the 105 surveyed
news organizations are experimenting with generative Al.

In addition to its use for text production, Al is also
becoming increasingly relevant to automatically generate
multimedia content (Goldhammer, Dieterich, and Prien
2019). According to Thurman, Stares, and Koliska (2024),
news organizations “including the BBC, Reuters, and
The Economist have turned to video automation services
provided by companies such as Wibbitz, Wochit, and Syn-
thesia” (p. 2). Moreover, large vision models (LVMs) such
as Dall-E (by OpenAl), Imagen (by Google), or Stable Dif-
fusion (by Stability AI), which allow the generation of
imagery from textual prompts, have recently received a
lot of attention. Only a few US local news organizations
(Rinehart and Kung 2022) identified the potential of Al
regarding the generation of graphics (n = 9).

Only a few US local news organizations (Rinehart and
Kung 2022) also recognized the potential of AI to automate
content modification, for instance, to summarize text (n =
4), transform text to speech (n = 2) or, more broadly, to
transform and reuse content (n = 2). However, as Beck-
ett and Yaseen (2023) have found, particularly Al-driven
text summarization may become increasingly relevant in
journalism to automatically tailor content for different
distribution channels. Another example of automated con-
tent modification is the A/B testing of headlines: “Using
such approaches, digital newsrooms might audience-test
as many as a dozen headlines per article, collecting data
that allows an optimization algorithm to converge on the
headline that is best with respect to some metric” (Hagar
and Diakopoulos 2019, p. 117).

However, whether the use of Al for news production will
create value beyond cost reduction by also increasing local
news organizations’ revenues will depend on local audi-
ences’ willingness to engage with and pay for content that
is produced or modified with AL Based on a representa-
tive survey of citizens in the German- and French-speaking
parts of Switzerland, Vogler and colleagues (2023) have
found that only 21% of the respondents are willing to
use Al-generated “local” and “regional” news, while 61%
are willing to use “routine news” (e.g., weather, stock
exchange) that is generated with Al
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Al for activities regarding outbound
logistics

The USlocal news organizations (Rinehart and Kung 2022)
identified 11 activities regarding outbound logistics where
Al could create value (Figure 1). The two most often identi-
fied and related activities of recommendation (story, video)
(n = 37) and personalization (website, push alerts) (n = 34)
highlight the potential of Al to create value by adjusting
content delivery according to their audiences’ needs (Olsen
2021), thereby increasing audience engagement (Borchardt
2022). In fact, according to local news organizations in
Switzerland (Wilczek et al. 2021) and Germany (Wilczek
et al. 2022), personalized distribution of content is the most
relevant Al use case.

Yet, as Pourashraf and Mobasher (2022) state, using stan-
dard machine learning models may not be appropriate
for local news organizations. The focus of such models
on long-term high-level preferences may, in fact, result
in taking attention away from local stories that help pro-
vide the distinguishing added value for local news outlets
(p. 80). For instance, local audience members may not be
interested in sports generally; however, they may have an
interest in the local high school team. Therefore, according
to Pourashraf and Mobasher (2022), such Al systems must
combine long-term high-level preferences with localized
models to help increase audience engagement with local
news.

Al-driven personalized content distribution can be used
for different channels, such as newsletters, news apps, and,
of course, news websites (Beckett and Yaseen 2023; Bor-
chardt 2022; Lindén and Tuulonen 2019). In March 2022,
The New York Times launched a team composed of jour-
nalists and product developers to optimize personalized
content distribution on its homepage: “With input from
desks and product teams, they will test myriad hypotheses,
with a focus on engaging our subscribers and getting them
to come back to us more frequently. These experiments will
include things like targeting readers based on location or
reading history or testing new kinds of content packages”
(Skog and Withrow 2022). Such experiments may also help
local news organizations to optimize their personalized
content distribution.

Al for activities regarding marketing and
sales

Regarding marketing and sales, the US local news organi-
zations (Rinehart and Kung 2022) identified 12 activities
where AI could create value (Figure 1). The by far most
often identified activity relates to audience analytics (n =

36), which turns raw digital data into usable information
that allows journalists to make strategic decisions. After
all, “[w]hat users do with content—measured as engage-
ment, shares, comments, pageviews, and time on page—
can help inform content strategy” (Beckett 2019, p. 29).
Audience analytics can also help local news organizations
create a baseline for other activities such as personalizing
content distribution, advertising, and paywalls (Rinehart
and Kung 2022).

The further identified activities regarding advertise-
ment design (n = 9), advertisement services (n = 8), and
advertiser communications (n = 1) on the one hand, and
regarding subscriptions (attract, increase subscriptions;
flexible, adaptive paywalls; n = 7) and donations (donor
messaging personalization, prospective donors; n = 6) on
the other hand (Rinehart and Kung 2022) indicate the
potential of Al to create value by increasing advertising
and audience revenues. As advertising revenues are often
far from sufficient to finance local journalism (Olsen 2021;
Sjovaag and Owren 2021), local news organizations are
becoming increasingly reliant on revenues from the audi-
ence side of the two-sided market (Buschow and Wellbrock
2019; Hansen et al. 2018; Olsen and Solvoll 2018b).

This is where Al-driven dynamic paywalls may come
into play (Piechota 2022). These systems operate on the
basic principle of measuring the user behavior of poten-
tial subscribers before personalizing the paywall. Dynamic
paywalls “can automatically alter article limits and even
deliver personalized subscription pitches based on readers’
consumption habits” (Kalim 2021). The Wall Street Jour-
nal was among the first news organizations to implement
a dynamic paywall (Wang 2018). The AI system draws on
an array of user data—including how often users access
content, via which channels, and which content particu-
larly interests them (Kalim 2021). This data is then used
to calculate the propensity score, that is, the probability
that users will take out a digital subscription. The Al sys-
tem then individualizes the number and type of articles
each user can access for free before the paywall comes into
effect.

Al for activities regarding service

Finally, regarding service, the US local news organizations
(Rinehart and Kung 2022) identified 4 activities where Al
could create value (Figure 1). Customer service manage-
ment was mentioned most often (n = 28). Together with
the relatively often identified chatbots for subscribers (n =
10) and donor services (n = 4), this activity area indicates
local news organizations’ need to automate routine service
inquiries.
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Of course, chatbots have already found a place in news
organizations, as they seek to attract new audiences using
conversational forms of journalism (Jones and Jones 2019).
While chatbots for news delivery (outbound logistics) were
mentioned by only one US local news organization (Rine-
hart and Kung 2022), they have been used by major news
organizations to distribute journalistic content (Jones and
Jones 2019). The US news agency Associated Press was
among the first news organizations to implement such a
chatbot (Dorr 2015). The Guardian also deployed a sim-
ilar application at an early stage, as Veglis and Maniou
(2019) detail: Another initiative of [The] Guardian was
the introduction of a chatbot that communicates with
users through Facebook Messenger, by sending them news
[briefings] every morning with the top news stories (p.
3). However, Beckett and Yaseen (2023) have found that
chatbots to conduct preliminary interviews and gauge pub-
lic sentiment (inbound logistics) may become particularly
relevant in the future.

AI and secondary activities of local news
organizations

While local news organizations identify primary activities
where Al could create value, they face challenges regard-
ing the implementation of Al tools. Therefore, in the fol-
lowing section, we discuss how local news organizations’
secondary activities might constrain the implementation
of AI and how local news organizations might overcome
such obstacles, starting with the most pressing activity
area, namely technology.

Al and activities related to technology

To ensure that AI creates the most value, local news
organizations need to develop a strategic approach to Al
adoption. As the Steering Committee on Media and Infor-
mation Society of the Council of Europe (2023) argues in
its guidelines on the responsible implementation of Al sys-
tems in journalism, the Al strategy of a news organization
needs “to be embedded within a broader vision of what the
news organization hopes to achieve, its business model,
the challenges it faces, the democratic role of the media
[...], and the role of technology in reach” (p. 5).

However, according to Beckett and Yaseen (2023), only
one third of the respondents said that their news orga-
nization had an AI strategy or was currently developing
one. A lack of resources is a reason for the absence of an
Al strategy, a constraint that will affect local news orga-
nizations particularly. Indeed, Rinehart and Kung (2022)
have found that most of the surveyed US local news orga-

nizations do not have an Al strategy yet that crosses all
departments and that they “expressed concern that [...]
[they] are unprepared for Al adoption” (p. 14).

The development of an AI strategy involves not only
the definition of an AI vision but also the identifica-
tion and prioritization of AI use cases (UnternehmerTUM
2020). Beckett and Yaseen (2023) have found that inno-
vation/digital teams, dedicated cross-functional teams,
tech/IT departments, or data teams oversee the devel-
opment of AI strategies in their news organizations.
These are specialized units (Cools, Van Gorp, and Opgen-
haffen 2022; Kosterich and Royal 2024; Sirén-Heikel,
Kjellman, and Lindén 2023), which many local news
organizations will not be able to implement. Neverthe-
less, local news organizations should at least appoint
a specialist to monitor Al developments internally and
externally and “keep a conversation going within [...]
[the] organization about AI” (Beckett & Yaseen, 2023,

p. 72).

AT and activities related to infrastructure

Moreover, the development of an Al strategy involves a sys-
tematic risk assessment in terms of regulation and ethics
(Steering Committee on Media and Information Society
of the Council of Europe 2023; UnternehmerTUM 2020).
To ensure that the use of Al will have positive external
effects on society, scholars and industry experts are arguing
for a responsible use of Al in journalism (Helberger 2024;
Komatsu et al. 2020). This means, first of all, to ensure
that Al in local journalism complies with the law. As the
EU AI Act has shown (Porlezza 2023), the development
of such laws takes time, creating uncertainty—also among
local news organizations (Lehmann and Fortsch 2023).
Therefore, knowledge regarding what is legally possible to
automate needs to be constantly updated (Steering Com-
mittee on Media and Information Society of the Council of
Europe 2023).

However, responsible Al should not only comply with
the law but also adhere to ethical standards. Lehmann and
Fortsch (2023) have found that local news organizations
in Germany express ethical concerns regarding the use of
AL Beckett and Yaseen (2023) also acknowledge this chal-
lenge: “For journalists, the central question is, how do we
integrate Al technologies in journalism while upholding
journalistic values like accuracy, fairness, accountability,
and transparency” (p. 39). To provide orientation, news
organizations (Becker, Simon, and Crum 2023), journalism
associations (Deutscher Journalisten-Verband 2023), and
international journalism organizations such as Reporters
Without Borders (2023) have set out to develop ethical
guidelines for Al
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After all, ethical considerations relate to all AI use
cases along local news organizations’ value chains. For
instance, Al-driven data analysis (inbound logistics) bears
risks, including in terms of accuracy. To perform accu-
rately, Al systems need to draw on high-quality data
(Fridman, Krevel, and Palumbo 2023) and they need to be
trained accordingly (Wilczek et al. 2022). Risks in terms
of accuracy also relate to automated content production
(operations), as generative Al tends to “make up facts
(‘hallucinations’)” (Beckett and Yaseen 2023, p. 57). Only
careful fact-checking will mitigate such risks. The person-
alized distribution of content (outbound logistics) bears
the risk of undermining a shared understanding of relevant
facts and viewpoints among audience members. There-
fore, Helberger, Karpinnen, and D’Acunto (2018) argue
that such AI systems should be designed “to stimulate
more diverse exposure to information” (p. 191). Dynamic
paywalls (marketing and sales) may create inequalities
in terms of access to information. Here, the question
arises about which information should be provided for
free and under what conditions (Saltz 2020). Finally, chat-
bots (service) may exert biased behavior based on the
data they are given. To avoid bias, chatbots need access
to larger amounts of data, from multiple viewpoints and
environments (Carter 2023).

AT and activities related to human
resources

The development of an Al strategy involves make-or-
buy decisions, that is, whether to develop Al applications
in-house or to acquire them from external providers
(UnternehmerTUM 2020). To involve journalists and/or
audience members in the co-creation of Al applications
and tailor AI tools according to their specific needs (Por-
tugal et al. 2023), local news organizations may choose to
develop Al applications themselves (Aubin Le Quéré and
Jakesch 2022). Due to their limited resources, many will
rely on support, which can be financial and, depending on
the media market, provided by the state (Konieczna 2020),
by platforms such as Google and Facebook (Fanta and
Dachwitz 2020), or by philanthropic initiatives (Aubin Le
Quéré and Jakesch 2022). However, it is an open question
whether such support will constrain journalistic indepen-
dence and whether it will be sustainable (Aubin Le Quéré
and Jakesch 2022; Wilczek et al. 2022).

In fact, Wilczek et al. (2022) have found that local news
organizations in Germany are particularly interested in
nonfinancial support, that is, in collaborations with aca-
demic institutions, media labs, and public broadcasters to
facilitate the implementation of AI. They are also inter-
ested in education and training, as offered, for instance, by

journalism schools. Beckett and Yaseen (2023) also found
that most of the news organizations they investigated
“welcomed a stronger role being played by universities,
journalism schools, and other intermediary companies in
assisting with the adoption of Al in newsrooms through
research, training, and collaboration” (p. 47).

AT and activities related to procurement

Finally, local news organizations’ limited resources may
constrain their options for acquiring AI applications from
external providers (Aubin Le Quéré and Jakesch 2022),
which can include subscribing or paying for access to
remote Al systems. However, if they decide to do so, strate-
gic considerations regarding Al procurement need to be
made (UnternehmerTUM 2020). After all, “Al reshapes
the dependency of publishers on platform companies by
increasing their control over technological infrastructure,
exacerbating existing dependencies in distribution, and
introducing new dependencies in production, especially
as generative Al is making inroads” (Simon 2023, p. 16).
National news organizations are likely to be in a better
position to maintain some independence than local news
organizations.

Against this background, the Steering Committee on
Media and Information Society of the Council of Europe
(2023) developed a checklist for assessing the suitabil-
ity of a particular provider and scrutinizing the fairness
of procurement contracts. This checklist considers issues
ranging from the quality of the training data and the
quality of the AI model to pricing and mutual support.

CONCLUSIONS

With advertising and audience revenues in decline, local
journalism has been experiencing comparatively high
degrees of disruption in recent years. This is creating news
deserts in the United States (Abernathy 2023) and Europe
(Blagojev et al. 2023). Revitalizing local journalism is cru-
cial as it plays a relevant role in democratic societies,
first and foremost by providing local information that is
under-represented or absent in national news coverage
and, thereby, contributing to a “better-informed citizenry”
(Olsen 2021, p. 810) in local communities.

Al offers opportunities for local news organizations
to better cope with the economic challenges they face.
However, the portfolio of possible AI use cases is wide—
and with the rapid development of AI technologies, fast
expanding. Therefore, instead of chasing “bright shiny
things” (Posetti 2018) and trying to adopt everything, every-
where all at once, which will exhaust their already limited
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resources further, local news organizations need to care-
fully prioritize for which primary activities Al will create
the most value (Steering Committee on Media and Infor-
mation Society of the Council of Europe 2023), evaluate
the feasibility of AI implementation (UnternehmerTUM
2020), and integrate AI throughout their value chain
incrementally (Wilczek et al. 2022).

To examine local news organizations’ perceptions
regarding the potential of AI for their primary activities of
the value chain, we used data from the US “Artificial Intel-
ligence in Local News” report (Rinehart and Kung 2022)
as the baseline and contextualized the results with further
international research findings. In sum, the findings show
that the investigated US local news organizations identify
the biggest potential of Al to create value regarding oper-
ations, followed by inbound logistics, outbound logistics,
marketing and sales, and service.

More specifically, in terms of operations, they see the
biggest potential of Al regarding the production of news
content. This is not surprising. Here, Al can create value by
reducing costs and facilitating the reallocation of human
resources away from routine tasks. However, whether Al
will also create value by increasing revenues will depend
on local audiences’ willingness to engage with and pay
for local news that is produced with AI (Vogler et al.
2023). While findings from Switzerland (Wilczek et al.
2021) and Germany (Wilczek et al. 2022) confirm the
increasing relevance of automated content production for
local journalism, the Swiss and German local news orga-
nizations investigated identify the biggest potential of Al
regarding outbound logistics, that is, the personalized
distribution of content. Here, Al can create value by adjust-
ing content delivery according to local audiences’ needs,
thereby potentially increasing audience engagement and
ultimately revenues. As highlighted in this article, there
are further promising primary activities where AI may
create value for local news organizations beyond cost
reduction, particularly data analytics (inbound logistics)
and dynamic paywalls (marketing and sales).

However, everything needs to start with the devel-
opment of an Al strategy, which requires local news
organizations to define their Al vision. The development
of an Al strategy also involves a systematic risk assessment
in terms of regulation and ethics. Indeed, to ensure that
the use of Al will have positive external effects on society,
scholars and industry experts are arguing for a respon-
sible use of AI in journalism. To facilitate the adoption
of Al local news organizations may foster collaborations,
for instance with academic institutions. And to reduce
their dependence on external providers, local news orga-
nizations need to make strategic decisions in terms of the
procurement of Al technologies.

Al technologies are rapidly evolving—and so may local
news organizations’ priorities in terms of Al. Accordingly,
this article reflects a preliminary status. Further research
is needed to monitor how local news organizations will
adopt Al for their primary activities in the value chain—
preferably from a global perspective. Most importantly,
local news organizations need to adjust their secondary
activities in the value chain in terms of technology, infras-
tructure, human resources, and procurement to support
the adoption of Al Therefore, this article also discussed
local news organizations’ challenges in implementing Al
and how local news organizations might overcome such
obstacles. Future research needs to closely examine how
local news organizations will reinvent their innovation
management capabilities in the age of AL
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