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Executive Summary
OpenAI’s consideration of advertising integration into ChatGPT reflects a pragmatic response to the company’s

pressing financial and strategic needs. In an era of enormous operational costs – including a multibillion-dollar

investment plan – alongside a vast but largely non-paying user base (hundreds of millions of free users vs. a

small percentage of paid subscribers ([1] www.reuters.com) ([2] www.reuters.com)), ads offer a familiar and

scalable revenue model. Industry analysts and company executives alike note that advertising could offset

losses and expand revenue beyond subscriptions ([3] www.axios.com) ([4] www.reuters.com). Moreover, providing

an ad-supported tier could democratize access by subsidizing free usage, catering to users unable or unwilling

to pay hefty subscription fees ([5] www.techradar.com) ([6] cincodias.elpais.com).

Empirical data underscores the economics: ChatGPT reached over 400 million weekly active users by early 2025

([2] www.reuters.com), yet only about 5% of that user base paid for premium tiers as of mid-2025 ([7]

www.reuters.com). With computation and R&D costs skyrocketing – OpenAI spent $2.5B in just the first half of

2025 ([8] www.reuters.com) – continuing to offer a high-quality service largely free of charge strains

sustainability. Advertising is thus logically attractive: it aligns with OpenAI’s need to diversify income (the

company is explicitly aiming for “up to 20%” of revenue from advertising-related features ([4] www.reuters.com)),

and it taps into the vast digital ad ecosystem.

Advertising in ChatGPT must be implemented carefully, but many stakeholders argue it can be done

thoughtfully. Even ChatGPT leadership has not categorically forbidden ads, though they emphasize preserving

user trust ([9] www.techradar.com). In markets or user segments resistant to subscription fees, an ad-based

alternative could broaden reach and delay or eliminate paywalls. Crucially, ChatGPT already integrates

commerce and shopping features (e.g. product recommendations) ([10] www.reuters.com), hinting at ad-like

models (affiliates or commissions) in development ([11] www.reuters.com) ([12] www.reuters.com). From multiple

perspectives – financial, competitive, and user-experience – introducing ads into ChatGPT is defensible as a

logical step for OpenAI to ensure long-term viability and maximize utility. This report examines this proposition

in depth, combining data, expert analysis, and case studies to evaluate why an ad-supported ChatGPT could

make strategic sense.

Introduction and Background
OpenAI’s ChatGPT burst onto the scene as a free-to-use AI assistant in late 2022, rapidly attracting global

attention. Within months, millions of users were interacting with it for tasks ranging from writing assistance to

coding help. By early 2025, Reuters reported that ChatGPT’s weekly active users exceeded 400 million (up

from 300 million in late 2024) ([2] www.reuters.com). This explosive growth underscores the tool’s popularity but

also the challenge of sustaining it. OpenAI, which began as a non-profit research lab in 2015, has since adopted

a capped-profit structure and pursued commercialization, notably with its lucrative deal with Microsoft. By mid-

2025, OpenAI was generating multi-billion-dollar revenues (estimated about $4.3 billion in the first half of 2025

([8] www.reuters.com)) but still faced even larger expenditures (roughly $2.5 billion over that period ([8]

www.reuters.com)), leading to substantial net losses. Industry sources estimate OpenAI’s cash burn at tens of

billions over coming years ([13] www.axios.com) ([14] www.reuters.com).

From the outset, OpenAI’s offerings blended free and paid tiers. The basic ChatGPT was freely accessible, while

ChatGPT Plus (introduced early 2023) provided enhanced capabilities — GPT-4 access, faster responses, and

higher usage limits – for a $20/month subscription ([7] www.reuters.com). Later, a higher-tier “Pro” plan at

$200/month was rolled out for heavy or professional users ([7] www.reuters.com). Commercial users and

enterprises also pay for OpenAI’s API and customized solutions (over 2 million business users were on paid
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plans by early 2025 ([2] www.reuters.com)). However, with hundreds of millions still on the free tier, OpenAI has

sought ways to monetize that large non-paying segment while continuing to invest in new model development.

In parallel to building its AI, OpenAI has pursued partnerships and new features. It signed content licensing

deals with publishers (e.g. Dotdash Meredith, Condé Nast) to legally incorporate their materials into ChatGPT

([15] www.reuters.com) ([16] www.reuters.com), enhancing the model’s responses while compensating creators.It

launched in-chat shopping features, providing product recommendations and links (initially ad-free, per official

statements ([17] www.reuters.com)). OpenAI is even working on an in-chat checkout system to earn purchase

commissions ([11] www.reuters.com). These moves illustrate OpenAI’s ambition to intertwine e-commerce with AI

assistance, opening avenues for revenue.

Despite these innovations, the core challenge remains financing the massive costs of cutting-edge AI. OpenAI’s

five-year strategy contemplates over $1 trillion in spending commitments, prompting leadership to “diversify its

revenue streams” and accelerate fundraising efforts ([18] www.reuters.com). In this economic context, an ancient

internet strategy resurfaced: advertising. The concept of integrating ads into ChatGPT has been publicly

acknowledged by OpenAI executives. In late 2024, CFO Sarah Friar confirmed that the company was carefully

exploring ad models for its AI products to help offset high operating expenses ([3] www.axios.com). In mid-2025,

ChatGPT’s head Nick Turley similarly indicated that ads might be acceptable if done in a “thoughtful and

tasteful” way that didn’t compromise the product’s integrity ([9] www.techradar.com).

This research report examines the logic behind introducing ads into ChatGPT. We analyze OpenAI’s financial

imperatives, compare industry precedents, assess technical and user-experience factors, and consider broader

implications. By reviewing quantitative data (user counts, revenues, forecasts) and citing published statements

and studies, we aim to present a comprehensive, evidence-based assessment of why advertising is a rational

path for ChatGPT’s evolution.

OpenAI’s Financial and Strategic Context

Surging Costs and Spending Commitments

The computational demands of large language models (LLMs) like ChatGPT are immense. Each new generation

of GPT requires vast amounts of compute and data, and ongoing user interactions incur continuous cloud and

hardware costs. Industry reporting highlights the scope of OpenAI’s expenditures. A Financial Times-sourced

five-year plan revealed over $1 trillion in spending commitments for AI infrastructure (with contracts including

$300B for Oracle and $100B+ for hardware vendors) ([19] www.itpro.com) ([18] www.reuters.com). Team

projections indicate OpenAI will burn on the order of $100+ billion through 2029 just to sustain its AI

development ([20] www.reuters.com) ([14] www.reuters.com). In the short term, OpenAI’s 2025 revenue forecast

was raised to about $12.7 billion, yet it still expects to only achieve cash-flow positivity by 2029 ([21]

www.reuters.com). In the first half of 2025 alone, the company reported roughly $4.3B in revenue but $2.5B in

costs, demonstrating steep investment (and losses) ([8] www.reuters.com). Sam Altman himself noted that the

latest GPT-5 pushed resource limits so high that the company was “running out of GPUs,” planning to invest

“trillions” in more data centers ([22] www.windowscentral.com).

The gap between revenue and required investment is stark. OpenAI’s revenue, driven largely by subscriptions

and services, is projected to grow (possibly reaching $20B by end of 2025 ([8] www.reuters.com) and $125B by

2029 ([21] www.reuters.com)), but R&D and infrastructure costs are skyrocketing. To bridge these gaps, OpenAI

must accelerate revenue diversification beyond its existing channels.
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User Base and Revenue Conversion

ChatGPT’s user metrics amplify this challenge. With hundreds of millions of weekly users, even a small

operational cost per query multiplies into massive bills. Yet only a tiny fraction of users currently pay. As of July

2025, roughly 35 million users (about 5% of the base) subscribed to ChatGPT Plus ($20) or Pro ($200) plans

([7] www.reuters.com). This is on top of ~2 million business customers paying for enterprise/API services ([2]

www.reuters.com) ([23] www.reuters.com). The remainder – on the order of hundreds of millions – rely on the free

tier. To illustrate: Reuters reported 400 million weekly active users in early 2025 ([2] www.reuters.com), and

projections foresee 2.6 billion weekly users by 2030, of which about 8.5% (220 million) might be paying ([1]

www.reuters.com). That long-term conversion (~8–9%) is typical of large subscription services, but even at that

future scale it means over 90% of usage would be free.

The financial arithmetic is clear: the free majority consumes data center resources at no direct gain to OpenAI.

With our sources indicating that researchers and executives are acutely aware of this imbalance ([13]

www.axios.com) ([3] www.axios.com), it becomes logical from a business standpoint to find revenue streams from

the free cohort. Advertising – a proven mechanism to monetize large free user bases in many tech industries –

stands out. CFO Sarah Friar explicitly noted that ad revenue could help “offset losses and reassure

stakeholders” given OpenAI’s high costs ([3] www.axios.com). In other words, without ads or similar income,

sustaining a vastly free-provisioned platform may not be financially sustainable.

Competitive and Industry Comparisons

OpenAI’s situation also mirrors broader tech economics. Search engines and social platforms long ago chose

advertising as their main monetization model. Google generates roughly 80%+ of its revenue from ads (over

$200B annually) and offers search free for users. ChatGPT is positioned as a new kind of search/assistant

engine; if it attracts the volume of queries cited (over a billion searches per week ([24] www.reuters.com) in

2025), missing out on ad revenue could hand advantage to incumbents. EMarketer projects that AI-driven

search ad spending in the U.S. could surge from ~$1.1B in 2025 to ~$26B by 2029 ([25] www.reuters.com). Tech

giants like Google and Microsoft are rapidly integrating AI into search and advertising platforms. OpenAI faces

intense competition, and adopting established monetization strategies may be crucial to remain viable.

In context of comparable platforms, OpenAI’s path is not unique. For example, Meta recently moved to bring ads

into WhatsApp (aimed at its vast user base), acknowledging that relying purely on subscriptions/business

features was insufficient ([26] apnews.com). Telegram has also grappled with balancing user growth and

profitability, recognizing that an ad model could boost revenue – though it also underscores the costs of content

moderation ([27] www.reuters.com). These cases suggest that large communication and platform services often

“turn on” advertising when user scale demands it and subscription uptake lags behind. Given ChatGPT’s scale

and growth trajectory, introducing ads appears consistent with this pattern.

Monetization Strategies and Models

Current OpenAI Revenue Streams

OpenAI already employs multiple monetization channels. Table 1 below summarizes the principal revenue

sources and examples:
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Category Mechanism Example

Consumer

Subscriptions
Direct user fees

ChatGPT Plus ($20/mo) and Pro ($200/mo) plans ([7]

www.reuters.com); premium model access and limits.

Enterprise/API

Services

Business contracts, API

usage fees
Over 2 million business users by early 2025 ([2] www.reuters.com);
custom ChatGPT Enterprise and API.

Content Licensing &

Partners

Licensing publisher content,

partnerships

Multi-year deals with Dotdash Meredith, Condé Nast, Financial Times,

etc., to use content ([15] www.reuters.com) ([16] www.reuters.com).

E-commerce

Commissions

In-chat shopping tools with

transaction fees

Upcoming ChatGPT checkout with Shopify partnership, earning

affiliate commissions ([11] www.reuters.com).

Potential

Advertising

Displaying ads or sponsored

suggestions to users

Under consideration by OpenAI ([3] www.axios.com) ([4]

www.reuters.com); would target free users with relevant ads.

Each source has limitations. Subscriptions currently deliver the bulk of earnings (predictably, Plus and Pro plans

help drive the $4.3B H1-2025 revenue ([8] www.reuters.com)), but with small penetration. Enterprise/API and

licensing deals add revenue but often yield lump-sum or narrow streams. Shopping and checkout features

provide innovation, but Reuters noted that initial product recommendations were launched without ads or

commissions ([17] www.reuters.com) (preserving a user-centric experience) –though the company is now clearly

moving toward monetized e-commerce ([11] www.reuters.com) ([4] www.reuters.com). In the short term, those new

commerce features might yield returns, but advertising promises a more immediate and flexible expansion of

income, especially given the free user base’s size.

User Plans and Monetization Options

ChatGPT’s tiered service plan illustrates OpenAI’s current monetization trade-offs. As of mid-2025, the

structure is roughly as follows (Table 2):

Tier / Offering Price (USD) Ads Notes

ChatGPT Free

(Basic)
$0

No

(currently)

Access to basic model (some GPT-4 queries, mostly GPT-

3.5), standard features.

ChatGPT Plus (GPT-

4)

$20/month ([7]

www.reuters.com)
No

Priority access, faster response, larger context window;

popular among power-users.

ChatGPT Pro

(Business)

$200/month ([7]

www.reuters.com)
No

High usage limits, advanced features (soon configurable

GPT-5 etc), geared to professionals.

(Hypothetical) Ad-

supported Free
$0 (ad-funded)

Yes

(contextual

ads)

A proposed free tier with ads to subsidize use ([5]

www.techradar.com) ([28] cincodias.elpais.com). Could be

targeted at price-sensitive markets/users.

Table 2: ChatGPT service tiers and pricing. ChatGPT Pro pricing confirmed by Reuters ([7] www.reuters.com). Potential ad-

supported tier based on discussions by OpenAI executives ([5] www.techradar.com) ([28] cincodias.elpais.com).

The vast majority of free-tier users today have the $0 option, which is ad-free by design. Introducing ads would

essentially expand the suite to include a “free-with-ads” variant (or insert ads into the existing free version).

While no formal ad tier has launched, OpenAI executives have hinted at exactly this model: offering a limited

free version with advertising in lieu of subscription fees ([5] www.techradar.com) ([28] cincodias.elpais.com). For

example, Spanish press reported CFO Sarah Friar speculating about a free ad-supported ChatGPT in markets

where users “are unwilling to pay,” mirroring freemium patterns in tech ([28] cincodias.elpais.com). Similarly,
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technology journalists note that some users explicitly prefer an “advertisement-containing free version” over

expensive paywalls ([5] www.techradar.com).

By cycling more users into a (possibly mandatory) free-with-ads channel, OpenAI could finance the service for

people who would otherwise quit due to high costs. In essence, ads become a payment in kind: users “pay”

attention instead of money. Given that only about 5–10% of users subscribe ([7] www.reuters.com) ([1]

www.reuters.com), an ad tier could capture revenue from the other 90–95% who currently pay nothing. Whether

ads appear as banner/promoted content or as suggested links is a design choice, but the common thread is

redirecting a slice of user activity towards advertisers rather than subscriptions.

Advertising in Tech and AI Platforms

Advertising has a long history as a technology monetization strategy. Search engines, social networks, and many

consumer apps provide free core services funded by ads. When Google launched, it gave users free search in

exchange for ad placements alongside results; today Google Search advertising generates tens of billions of

dollars annually. Social media platforms like Facebook, Twitter (X), and YouTube are free at point of use, with

ads fueling their multibillion-dollar revenues. In mobile apps, freemium games and tools often offer premium ad-

free versions but rely on ad impressions to subsidize the free version.

In the AI domain, we are witnessing similar trends. Google’s Bard integrates Google Search; while Bard itself

isn’t an independent revenue engine yet, Google still earns from ads on accompanying search results.

Microsoft’s Bing Chat (powered by OpenAI tech) adds AI answers on top of ordinary Bing search, which keeps

its ad slots. Even emerging AI assistants from smaller firms often consider linking to affiliate products or ads. A

recent Emarketer study predicted AI-driven search ads will skyrocket from just over $1 billion in 2025 to ~$26

billion by 2029 in the U.S. alone ([29] www.reuters.com). These “AI search” ads are expected to offer more

targeted, conversational ad experiences. In this context, ChatGPT not integrating any ads could leave money on

the table: if AI assistants become another search front-end, they can be monetized similarly.

Moreover, advertising in AI can take novel forms. Instead of banner ads, AI could surface sponsored

recommendations seamlessly. For example, if a user asks ChatGPT to recommend earphones, ChatGPT could

highlight a particular brand (with a disclosure) and earn affiliate revenue. In fact, OpenAI is already exploring

transactions: the checkout feature with Shopify gear shows the company’s interest in turning queries into sales

([11] www.reuters.com). Extending that idea, ChatGPT can embed promotional suggestions in an organic way,

provided transparency is maintained.

User Perspectives and Market Segmentation

From a user standpoint, opinions vary. Some vocal users have indicated a preference for advertisements over

expensive subscriptions. As one tech commentary notes, certain users would rather endure a few ads for a fully

featured free ChatGPT than pay steep fees ([5] www.techradar.com). This echoes consumer patterns in media:

many users telescope from subscription video services (removing ads for pay) but stick with free, ad-supported

versions when budgets are tight. Notably, introducing ads might avoid punishing loyal free users with sudden

costly paywalls, which could drive them to alternative AIs. Thus, an ad model can be seen as protecting

accessibility to ChatGPT’s capabilities and preserving its user base, rather than funneling everyone to pay or

exit.

On the other hand, there is apprehension about ads compromising trust. ChatGPT’s perceived value partly lies in

its neutrality and user-centric design. Users expect objective answers without commercial bias. OpenAI’s

leaders acknowledge this concern: Nick Turley has insisted that any ads must be “tasteful” and not degrade the

core AI experience ([9] www.techradar.com). In other words, advertisements should not undercut accuracy or
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promote unwanted bias. Still, in many digital services, users accept contextual ads if they are clearly labeled and

reasonably unobtrusive. In a thoughtfully designed system, it’s possible to display relevant ads (e.g., on product

queries) without overtly influencing unrelated answers. For ChatGPT, a reasonable compromise could be to

confine ads to certain categories (shopping, local business, etc.) rather than every query.

Instituting ads may also involve privacy-related trade-offs. Traditional ad models often rely on user data and

tracking to target effectively. As of now, ChatGPT does not heavily leverage personal user profiles. If ads are

introduced, OpenAI will need to balance targeting efficacy with its users’ privacy expectations. The design could

use only the immediate conversation context to match ads (e.g., if ChatGPT is asked about recipes, it might

show cookware ads), minimizing any further data collection. OpenAI’s past emphasis on user safety and ethical

AI suggests it would aim for a privacy-preserving approach.

Overall, multiple perspectives all point to an ad approach as a logical evolution: it taps a natural monetization

channel, makes wholesale use of ChatGPT’s free base, and aligns with how tech giants monetize similar

services. It remains to be seen exactly how OpenAI will implement it, but the need is clear and the model has

industry precedent.

Case Studies and Market Examples

WhatsApp’s Move to Advertisements

A notable recent example is WhatsApp, which famously launched in 2009 as a paid app then shifted to free with

no ads under its original founders. In 2025, however, Meta announced it would insert ads into WhatsApp –

specifically in the “Updates” tab where status updates and Channels reside ([26] apnews.com). These ads avoid

private chats (maintaining end-to-end encryption on messages) but tap a daily user base of ~1.5 billion. Meta,

long accustomed to ad-driven revenue, needed to monetize WhatsApp after abandoning a subscription model.

Now WhatsApp’s ad-driven and subscription tools (like paid business services) are expected to contribute

significantly to Meta’s $160+ billion annual revenue ([30] apnews.com).

WhatsApp’s decision underlines a key logic: a gigantic free user base can be lucrative with ads. The app, valued

as a main communication channel, could not justify remaining truly free (with no ads or fees) given Meta’s

overall ad-dependent model. Importantly, WhatsApp’s ads are contextualized (in status updates), not directly

embedded in conversations. OpenAI could similarly confine ChatGPT ads to certain “tabs” or separate answer

sections, preserving core conversations. The WhatsApp case indicates that even platforms with a legacy of ad-

free utopian vision eventually lean on ads when user numbers demand monetization ([26] apnews.com) ([30]

apnews.com). Users protested Meta’s move, but as Meta’s CFO noted, a balance of an ad-subsidized free tier vs.

subscription model is a standard tradeoff. The lesson for ChatGPT: refusing any ad revenue is possible only if

alternative revenue models can sustainably cover costs – which, given OpenAI’s finances, might not be viable

long-term.

Telegram’s Profitability Challenge

Telegram, a messaging app famed for encryption and privacy, has also faced monetization pressures. Reuters

Breakingviews reported in 2024 that Telegram, despite hundreds of millions of users, generated only $342

million in 2023 and operated at a loss ([27] www.reuters.com). The analysis noted that switching to an advertising

model (akin to Facebook’s approach) could boost revenue, but at a cost: Telegram’s ethos of minimal content

moderation would need overhaul, potentially raising costs to levels that wipe out gains ([27] www.reuters.com).
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Alternatively, a privacy-focused premium model (like the one Telegram is piloting) might reduce costs but makes

revenue generation even harder ([31] www.reuters.com).

The takeaways for ChatGPT are twofold. First, a transition to ads often carries secondary costs (content

oversight, compliance, etc.) which must be weighed. For Telegram, targeted advertising implied a dramatic

increase in moderation spending (similar to Facebook’s $1B+ per year) ([27] www.reuters.com), which could

negate revenue gains. ChatGPT might avoid some of these pitfalls: it doesn’t host user-generated content at

scale (where disinformation moderation is a huge effort), and much of its output is synthetic. However, if

ChatGPT starts promoting products or links, it may need oversight to prevent abuse (e.g. ensure

recommendations are safe). Second, Telegram’s stratagem shows that preserving a pure ad-free vision is

financially challenging. Even with a committed leader, Telegram has flirted with monetization (e.g. premium

subscriptions, limited ads) to move toward break-even. OpenAI faces similar pressures: either accept ads or

future profitability could remain elusive. Telegram’s experience hints that a hybrid approach (some free ad-

supported, some paid no-ads) is often a compromise platform.

Search Engines and AI Assistants

Google and Microsoft illustrate how AI features interplay with ads. Google, the world’s largest search engine,

naturally runs ads on search results. When it integrated AI (in Bard/Chat and AI-enhanced search), Google

largely maintained ads below AI-generated answers or on separate tabs. Microsoft’s Bing integrated OpenAI

tech but kept its ad framework. Their strategy has been to experiment with “AI answers” while still coercing

users to click on sponsored links if they want to purchase something. OpenAI’s ChatGPT, by contrast, simply

outputs answers without ads or links; it competes by being more conversational.

Industry analyses suggest that AI-powered search could disrupt existing ad models. An Axios report notes that

OpenAI’s ad-free AI search challenges Google’s $200B advertising market ([32] www.axios.com). Google currently

earns $100+B from search ads, so if ChatGPT cannibalized that traffic, Google’s model is at risk. The remedy for

OpenAI: become part of the ad ecosystem rather than removing it entirely. If ChatGPT becomes a major

research tool, advertisers would logically follow (as users wouldn’t want to miss that opportunity). By eventually

sharing in search-advertising, ChatGPT could ensure it captures some portion of the massive digital ad spend.

In fact, industry data indicates that AI search advertising is set to explode (an eMarketer forecast sees a 24x

jump in US spending by 2029) ([29] www.reuters.com). If ChatGPT remains ad-free, it effectively ignores that

opportunity.

Content and Commerce Partnerships

OpenAI’s existing deals with content publishers suggest another angle. Agreements with companies like

Dotdash Meredith ([15] www.reuters.com) allow ChatGPT to surface journalistic content with credit, which

arguably makes the AI more useful. Linked deals with commerce partners (e.g., Shopify ([11] www.reuters.com))

create sales, and OpenAI can take commissions. These partnerships often yield revenue either directly (license

fees or commissions) or indirectly (improved user experience driving higher retention). While not traditional

advertising, they employ a “sponsored content”-like approach. For example, the Shivakumar Venkataraman hire

(ex-Google search ad executive) suggests OpenAI may use ad-tech expertise to manage these functions ([33]

cincodias.elpais.com). Tailoring recommendations or purchases in ChatGPT closely parallels inserting an ad when

the user’s query has commercial intent.

These examples underscore that OpenAI is already skirting the line between pure information and monetized

suggestions. The leap to formal ads – say, partnering with Google or running sponsored search results inside

ChatGPT – is conceptually a smaller step from here. Indeed, companies are exploring affiliate-style integrations
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in AI outputs. As one industry newsletter observed, while OpenAI initially promised an “ad-free experience,” its

broader strategy (heavy on shopping and personalization) implicitly positions ChatGPT as a commercial

platform ([17] www.reuters.com). The “shopping assistant” feature launched in 2025 (with product links and

images) was explicitly delivered without ads or commissions to start ([17] www.reuters.com), but internal strategy

rumors (and Reuters data ([4] www.reuters.com)) hint that future versions may include affiliate revenue. In short,

ChatGPT’s pivot to ads could be viewed as a natural extension of its evolving e-commerce role.

Analysis: Why Ads Make Logistical Sense
Summarizing the above data and examples, we analyze the rationale behind enabling ads in ChatGPT:

1. Addressing High Operating Costs: OpenAI’s technical roadmap demands enormous capital. With expected revenues still

trailing costs ([8] www.reuters.com) ([14] www.reuters.com), conventional pricing alone is unlikely to cover the gap. Ads

can provide incremental dollars for free-user engagement. CFO Sarah Friar has explicitly weighed ads as a way to “offset

losses” and ensure financial stability ([3] www.axios.com). Given OpenAI’s limited product monetization (news deals, pro

plans), ads represent one of the few scalable, user-based revenues left untapped. In a five-year, trillion-dollar spending

plan, every percentage of revenue contributes significantly ([34] www.reuters.com).

2. Leveraging a Massive User Base: ChatGPT boasts one of the largest audiences in the world. With projections of billions of

users weekly by 2030 ([1] www.reuters.com), even a small ad budget per user can translate into substantial revenue. By

comparison, tech leaders like YouTube and Facebook earn large ad revenue on tens of millions of users; ChatGPT’s user

numbers dwarf many of their products. Monetizing even a fraction of these free users via ads (for instance, by showing a

relevant ad on a 10% subset of queries) could match or exceed what subscriptions bring. Research indicates that companies

with massive reach often find advertising the most efficient way to monetize that reach.

3. Avoiding Over-Priced Subscription Barriers: Data shows only a small fraction of users will pay high monthly fees when a

no-cost option exists ([7] www.reuters.com) ([13] www.axios.com). Pricing ChatGPT’s capabilities at $20 or $200 is

already a limit for many users (especially in emerging markets or casual use cases). For example, Reuters recently

highlighted that some advanced ChatGPT features are locked behind pricey tiers, prompting user frustration ([5]

www.techradar.com). Offering ads as an alternative “copay” preserves access. Economists note that differentiated pricing

(free-with-ads vs. ad-free premium) can capture more total utility from the market: those who value no ads pay, those who

don’t mind ads still use the service.

4. Competitive Positioning Against Ad-Driven Alternatives: In many contexts, ChatGPT competes with ad-supported

services (like Google Search, Bing Chat, etc.). If ChatGPT is entirely free of ads and comes with restrictions (like throttling

usage, limiting access to data), users might not consider it truly free. Conversely, if it offers an ad-supported version with

comparable capabilities to alternatives, it can better compete. Moreover, data-driven personalization for advertising is a

norm; ChatGPT not leveraging it could put it at a disadvantage in targeted engagement. ChatGPT’s position as a “super-

assistant” suggests it will integrate with web services and apps – where ads are ubiquitous – so enabling ads keeps OpenAI

aligned with standard ecosystem flows.

5. Proven Industry Precedents: As detailed, multiple examples (Whatsapp, Telegram, Google, etc.) show that platforms with

millions of users often move to ads as they scale. Notably, none of these had to diversify to that extent from inception, but

did so under financial pressure. The very fact that OpenAI is now scrutinizing ads, hiring advertising experts, and opening

talks with Google/Meta on monetization frameworks ([35] cincodias.elpais.com) implies that leadership sees it as prudent.

One could argue, as Sam Altman did, that OpenAI must “build widely useful tools rather than exploit users,” but in practice

even tools built on user utility (Google, Facebook) depend on ads. The translation for OpenAI: building and offering ChatGPT

widely (including free tiers) itself could put it into the same monetization category as those giants.
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6. Mitigating Dilution of Value to Content Creators: An underlying concern is that if ChatGPT remains free and generates all

content, it could discourage content creators and publishers, leading to legal and ethical issues. By integrating ads, OpenAI

can share revenue with partners (e.g., giving credit or ad revenue share to original content sources). For instance, OpenAI’s

content deals include compensating publishers ([15] www.reuters.com). Similarly, an ad platform inside ChatGPT could

allow designated revenue splits or sponsored answers that benefit original authors. In this view, ads help sustain an

ecosystem of content creation by redirecting some of ChatGPT’s “value exchange” back to contributors. This is especially

logical since OpenAI has promoted an “attribution” model for content; ads could formalize attribution into a financial

mechanism.

Importantly, introducing ads does not preclude the core mission of ChatGPT. It can be done in ways that —

ideally — preserve user trust and model impartiality. For example, ads might be clearly labeled or optional

(“mentioned products in the answer are sponsored” etc.), and confined to certain domains (shopping,

entertainment, etc.). ChatGPT could limit personalized tracking and use only context of the conversation to

target ads, addressing privacy concerns. Even if the principal justification is financial, the practical

implementation can be tuned (hence CFO’s emphasis on “responsible implementation” ([3] www.axios.com)). The

bottom line: given OpenAI’s immense scale and need for revenue, the economic logic for ads is compelling — it

shares burdens across the largely free user base, leveraging massive usage for financial sustainability.

Advertisement Models and Implementation

Strategies
If OpenAI proceeds, how might ads be integrated into ChatGPT? Several models are conceivable:

Contextual Suggestion Ads: ChatGPT could give product or service recommendations directly in its answers. For instance,

if asked about gift ideas, it might list top products with a small “Sponsored” tag, based on affiliate partnerships. This is akin

to Google’s Shopping ads (images and prices), but generated in AI form. A “shopping assistant” scenario ([36]

www.reuters.com) ([11] www.reuters.com) is natural since ChatGPT already launched product suggestions and has a

checkout pipeline.

Separate Ad Display Panels: Alternatively, ChatGPT could feature a sidebar or banner (in the web or app UI) displaying

targeted ads unrelated to the immediate answer content. For example, after producing an answer, an “Ads” box could appear

with something relevant. This is less integrated but ensures a clear demarcation. It’s similar to how web search engines

show ads above/below answer boxes.

Conversation-based Ads: For prolonged interactions, ChatGPT might periodically produce messages like “By the way,

[Brand] has a solution for that” with an appropriate callout. This requires careful UX design to avoid intrusiveness.

Tiered Access Models: OpenAI might allow basic queries free (possibly with ads), but for some domains (medical, legal,

coding) remain ad-free across all tiers, to maintain trust in sensitive content. Meanwhile, “commercial intent” queries

(shopping, travel) could more aggressively use affiliate links.

Premium Ad-Free Subscriptions: Continuing with the freemium model, a profitable ad approach would let OpenAI advertise

an ad-free experience. That is, remind free users that they can remove all ads by subscribing to Plus or Pro. This is exactly

the model Spotify/YouTube/SoundCloud use. If some power users hate ads, they can pay to upgrade; those who stay free

subsidize the rest.

Each model carries tradeoffs in user acceptance and revenue yield. Turley’s insistence on ads being “tasteful”

([9] www.techradar.com) suggests OpenAI will avoid blatant banner-ad clutters. Early tests (if they have begun)

may focus on non-negative-intrusive placements. Given the company’s emphasis on unbiased answers, they will

likely ensure the core answer is not skewed by sponsor interests; ads may appear as suggestions appended to

the factual content. Transparency (labeling sponsored content) could be mandated, akin to content attribution

policies.
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Technically, ChatGPT would need an ad-targeting mechanism. Current ChatGPT sessions are stateless beyond

the conversation, but if ads are introduced, the company might incorporate minimal session data or rely on

contextual cues (badges users explicitly opt into, or use anonymized profile info). Ethical frameworks (similar to

transparency guidelines being developed for ad platforms) would drive any collection of user data for ad

personalization.

OpenAI’s hiring of a former Google search ad executive ([33] cincodias.elpais.com) signals that it is building such

capabilities. As of late 2024, the exact timeline for ads rollout is unannounced. However, reports indicate the

company “has considered” an ad-based free option ([37] cincodias.elpais.com) ([3] www.axios.com), and even

LinkedIn discussions (TechBloat, WebProNews) suggest experiments in this direction may occur by 2026. We

must rely on known plans and logical inference. If ads are unveiled, they will likely be targeted at maximizing the

vast unpaid audience first, then perhaps extended to supplement existing features.

Potential Implications and Challenges
Introducing ads into ChatGPT is not without risks:

Trust and Bias: If ads are perceived as pushing certain products/information, users might question ChatGPT’s neutrality.

OpenAI will have to vigilantly separate editorial and advertising content. If earlier versions of ChatGPT cautioned on giving

financial or medical advice (unpaid), showing ads for related products could appear inconsistent. Mitigation: strict guidelines

on ad content, e.g., no ads for medical treatments or legal advice, no influence on factual answers.

User Experience: As seen with other platforms, excessive ads can annoy users. User retention might drop if free-tier

ChatGPT becomes cluttered with ads, pushing more sensitive tasks into private GPT with pay. However, given ChatGPT’s

position as a utility, moderate and relevant ads might be tolerable. Empirical surveys will be needed (not available yet).

Competitive Response: If ChatGPT remains ad-free while rivals push ads, it could attract privacy-minded users but lose

revenue. Conversely, jumping into ads too quickly might provoke backlash. OpenAI’s deliberate pace suggests they will pilot

and refine rather than flood the platform with ads overnight.

Regulatory/Policy: The advertising ecosystem is under regulatory scrutiny (e.g., privacy laws, truth-in-advertising rules).

OpenAI will need to ensure any ads comply (especially if personal data is used). Given its high-profile nature, OpenAI may

even shape new standards for “AI advertising ethics” as part of transparent deployment.

Alternative Revenue Paths: Some might argue that if ads are problematic, OpenAI could try other revenue lines (higher

subscriptions, micropayments, enterprise licensing). Indeed, OpenAI has discussed premium subscription scenarios (e.g.,

very expensive “Strawberry” model ([38] www.reuters.com)). However, our analysis shows non-ads paths have limitations.
Heavy price hikes risk alienating core users; pure enterprise/API focus exploits only certain segments; content licensing can

only go so far. The bottom line: ads are a logical complement, not necessarily the exclusive solution.

That said, we expect OpenAI to pilot ads cautiously, perhaps starting in constrained contexts (select markets,

specific features) while monitoring feedback. The presence of one or two targeted ads in a week of free usage

might generate substantial funds with minimal disruption. Over time, if successful, the program could expand.

Future Directions
Looking ahead, the introduction of advertising in ChatGPT could herald broader shifts:

Evolution of AI Assistants: ChatGPT may transform from an “answer engine” into a multi-modal platform with embedded

commerce and ad-ecosystem. It might mirror how social networks added ads over time. Future ChatGPT versions (GPT-5

and beyond) could have ad-optimized features built in from the ground up.
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Personalization and Profiles: If ads become ingrained, OpenAI may develop user profiles (with consent) to improve ad

relevance. For example, a user’s topic interests on ChatGPT might feed targeted ads (without exposing private chat

content). Data privacy debates will intensify around how much targeting is allowed in personal assistants.

Integration with Other OpenAI Products: OpenAI has launched ChatGPT “Apps” (like TripAdvisor, Peloton integration ([39]

www.axios.com)) and a browser (“Atlas” ). Advertising could extend into these environments. For instance, ChatGPT Atlas

(the AI browser) might display sponsored search results. The synergy between the AI assistant and apps suggests an

ecosystem where ads could be inserted at multiple touchpoints (within chat, browser, or apps store).

Industry Influence: Competitors will watch closely. If OpenAI finds a profitable, user-friendly model, others (Google, Meta,

etc.) may accelerate their own plans. Vice versa, if ChatGPT’s ads flop (hurt growth/credit), it could deter others. The “war”

of AI assistants may revolve not just around tech quality but also business models.

Ethical Norms and Regulation: OpenAI, often at the forefront of AI policy, may help set norms for AI-advertising. This could

include standardized labeling (like “This answer contains a sponsored recommendation”) or user controls (“My chat results

should be ad-free”).

Financial Trajectory: Finally, successful ad revenue could alter OpenAI’s financial picture. The Information reported that

OpenAI expects only 20% of its revenue from ads and shopping initially ([4] www.reuters.com), but if adoption is high, that

share could grow. Advertising returns might allow slower subscription growth or reduce the need for aggressive fundraising.

For investors and partners (like Microsoft), a diversified revenue mix including ads could make OpenAI more self-sustaining

and less reliant on external capital.

Conclusions
In summary, introducing advertisements into ChatGPT aligns with OpenAI’s present financial realities and market

context. The company faces soaring costs and a mostly free user base; adding ad-supported models is a proven

way to monetize scale. Both business logic and user sentiment support the move: for many users, a few ads are

preferable to expensive subscription barriers, and for OpenAI, ad revenue can bolster sustainability. Cleanup

designs (tasteful, minimal, and transparent) can mitigate trust concerns ([9] www.techradar.com) ([3]

www.axios.com), preserving the quality of the core AI service.

We have reviewed multiple lines of evidence: user counts and revenue forecasts ([1] www.reuters.com); executive

statements about ads ([3] www.axios.com) ([9] www.techradar.com); industry spending projections ([29]

www.reuters.com); and case studies (WhatsApp’s ad rollout ([26] apnews.com), Telegram’s monetization dilemma

([27] www.reuters.com)). Together, these point to advertising as a logical, if complex, addition to ChatGPT. It

diversifies OpenAI’s income beyond subscriptions, captures existing market ad spends, and supports broader

access.

As AI assistants become integral to the internet, their business models will matter for users and society. OpenAI,

with its mission of wide benefit, must balance profitability with user experience. Carefully implemented, ads can

provide the necessary funding without derailing ChatGPT’s usefulness. We conclude that, based on current data

and analogy to other tech platforms, moving toward an ad-supported ChatGPT is a rational strategy for OpenAI

to ensure its AI remains robust, accessible, and sustainable in the years ahead.

Table 2: Summary of Industry Spending for Context (US, in billions)

Category 2025 (est.) By 2029 Source / Note

Traditional Search Ads ~$200 (global) – Google’s ad market (200+ billion USD) ([32] www.axios.com)

AI-driven Search Ads (US) ~$1.1 ~$26 U.S. spending forecast ([29] www.reuters.com)

Meta Advertising Revenue ~$160.6 – Meta’s 2025 revenue, mostly ads ([30] apnews.com)
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Category 2025 (est.) By 2029 Source / Note

OpenAI Projection

(Revenue)

~$4.3 (H1

2025)

$125

(2029)

OpenAI revenue estimates ([8] www.reuters.com) ([14]

www.reuters.com)

Values are approximate estimates for illustrative comparison. Traditional search ads and social media ad markets are multi-year

benchmarks; AI ad forecasts reflect emerging trends for targeted spending.
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IntuitionLabs - Industry Leadership & Services

North America's #1 AI Software Development Firm for Pharmaceutical & Biotech: IntuitionLabs leads the US

market in custom AI software development and pharma implementations with proven results across public

biotech and pharmaceutical companies.

Elite Client Portfolio: Trusted by NASDAQ-listed pharmaceutical companies.

Regulatory Excellence: Only US AI consultancy with comprehensive FDA, EMA, and 21 CFR Part 11 compliance

expertise for pharmaceutical drug development and commercialization.

Founder Excellence: Led by Adrien Laurent, San Francisco Bay Area-based AI expert with 20+ years in software

development, multiple successful exits, and patent holder. Recognized as one of the top AI experts in the USA.

Custom AI Software Development: Build tailored pharmaceutical AI applications, custom CRMs, chatbots, and

ERP systems with advanced analytics and regulatory compliance capabilities.

Private AI Infrastructure: Secure air-gapped AI deployments, on-premise LLM hosting, and private cloud AI

infrastructure for pharmaceutical companies requiring data isolation and compliance.

Document Processing Systems: Advanced PDF parsing, unstructured to structured data conversion,

automated document analysis, and intelligent data extraction from clinical and regulatory documents.

Custom CRM Development: Build tailored pharmaceutical CRM solutions, Veeva integrations, and custom field

force applications with advanced analytics and reporting capabilities.

AI Chatbot Development: Create intelligent medical information chatbots, GenAI sales assistants, and

automated customer service solutions for pharma companies.

Custom ERP Development: Design and develop pharmaceutical-specific ERP systems, inventory management

solutions, and regulatory compliance platforms.

Big Data & Analytics: Large-scale data processing, predictive modeling, clinical trial analytics, and real-time

pharmaceutical market intelligence systems.

Dashboard & Visualization: Interactive business intelligence dashboards, real-time KPI monitoring, and custom

data visualization solutions for pharmaceutical insights.

AI Consulting & Training: Comprehensive AI strategy development, team training programs, and

implementation guidance for pharmaceutical organizations adopting AI technologies.

Contact founder Adrien Laurent and team at https://intuitionlabs.ai/contact for a consultation.
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DISCLAIMER

The information contained in this document is provided for educational and informational purposes only. We make no

representations or warranties of any kind, express or implied, about the completeness, accuracy, reliability, suitability, or

availability of the information contained herein.

Any reliance you place on such information is strictly at your own risk. In no event will IntuitionLabs.ai or its representatives

be liable for any loss or damage including without limitation, indirect or consequential loss or damage, or any loss or

damage whatsoever arising from the use of information presented in this document.

This document may contain content generated with the assistance of artificial intelligence technologies. AI-generated

content may contain errors, omissions, or inaccuracies. Readers are advised to independently verify any critical information

before acting upon it.

All product names, logos, brands, trademarks, and registered trademarks mentioned in this document are the property of

their respective owners. All company, product, and service names used in this document are for identification purposes

only. Use of these names, logos, trademarks, and brands does not imply endorsement by the respective trademark holders.

IntuitionLabs.ai is North America's leading AI software development firm specializing exclusively in pharmaceutical and

biotech companies. As the premier US-based AI software development company for drug development and

commercialization, we deliver cutting-edge custom AI applications, private LLM infrastructure, document processing

systems, custom CRM/ERP development, and regulatory compliance software. Founded in 2023 by Adrien Laurent, a top AI

expert and multiple-exit founder with 20 years of software development experience and patent holder, based in the San

Francisco Bay Area.

This document does not constitute professional or legal advice. For specific guidance related to your business needs,

please consult with appropriate qualified professionals.

© 2025 IntuitionLabs.ai. All rights reserved.
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