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Join us on Slack!

bit.ly/DGPSlack

e Ask questions

a2 slack

e Share best practices

e Learn from each other
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Before we begin

Last workshop's takeaways

e 9.3 out of 10 on willingness to recommend the session to
others and 4.7 out of 5 on likelihood to test out anything
that was covered in the session

e Respondents really enjoyed the portion on identifying
newsroom strengths
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Purpose of today’s session

@ Exercise 3: Identify opportunities to strengthen your

value proposition

What do your
readers want?

What do you

Category currently offer?

How can you
close the gap?

What's the gap?

» More education- » Generalized

Product and specific coverage coverage
content . .

Value added : : :
benefits . !

Marketing and
positioning

User experience

Expand [J

\_

user segment

whowantto ...

...........................................................................................................................................................

a user gain

Content by Strategizer
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Purpose of today’s session

Optimizing the user funnel

e (Growing your readers

e Engaging those readers
e Converting some of those readers into subscribers or contributors

e Retaining those subscribers or contributors

Google News Initiative



Key Metrics Across the User Funnel

Engaging your audience Converting your Retaining your readers
readers

e Monthly Active Users e Average Visits Per User Contributions & e Churn Rate
e Monthly Active User e Average Pages Per User Subscriptions

Growth Rate . e Average Page Speed . e Conversion Rate .
e Monthly Unique visitors e Newsletter Opt-in Rate e Reader Revenue ARPU

/ in-market households e % of Known Readers
e # of Loyal Users & Subscriptions Specific

Brand Lovers e Meter Stop Rate

e Paid Stop Conversion
Rate

e Payflow Efficiency

Google News Initiative



User Funnel Diagnostic

Y
User Funnel Diagnostic :x

Edit answers

METRICS YOUR DATA INDUSTRY BENCHMARK % CHANGE FROM BENCHMARK ~ HOW YOU'RE DOING
Engagement Metrics A
@ Newsletter Subscriber Rate 15% 10% +509 .
@® Average Visits Per User 23 2.1 g
o) Average Time Spent per visit 2:25 2:21 @
(seconds)
(@ Page Speed Score 55 55 &
@® Known Unique Visitor Rate 5% 5% g
@ Average Pages Per Visit 2 3.85 -48.1% .
® Conversion Metrics A
D\ _Canvareian Data 20/ N ocos 110 &0 P

User Funnel Diagnostic
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Selecting your target metrics

completing this exercise.

Click target metric next

Tactic Tactic Tactic Tactic Tactic Tactic
ACCess technoiogy Access techndlogy ACCass tochnology Access technoiogy ACCess technology ACCOsS tochnoiogy
needs needs needs feeds needs needs

I L3 I

Caniog required Cataiog required Caralog required Catalog requined Catalog required Cataiog required
nvestments investimens rvestments Investments Investments nvestments
Kemify If experimenms Identify i experiments identify if experiments identify If experiments Klentity if experinents Icentity if experiments
are necessary & Necessary are pecessary are necessaey are necessary &0 NECesSary

Export Results

Goal Setting Exercise
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Growing your audience

There are to
approach this:

For Reader Revenue, volume is important but it
shouldn’t be the focal point. Bringing more eyeballs
shouldn’t happen at the expense of bringing loyal
readers to your website.

e Increasing your overall
reader base

e Increasing readers

most likely to subscribe
or contribute
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Growing your audience

e Monthly Active Users

e Monthly Active Users / In-Market
Number of Households

e Monthly Active User Growth Rate

e Number & Percentage of Loyal /
Brand Lovers

02 GROW EMOTIONAL BOND

Your Loyal Readers

N 19%

of Your Total Readers

60%
of Your Total Pageviews

65%
of Your Total Ad Revenue

03 GROW & RETAIN

Your Brand Lovers

1%

of Your Total Readers

N 20%

of Your Total Pageviews

N\ 20%

of Your Total Ad Revenue
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Tactics to grow the top of your funnel

e Ensure you're included and e Ensure your contentis
on audio, video, and voice

e Improve on your e Investin
website
e Use to
e Strengthen your track highly engaged users
° Perfgrm on'’ eader o with headlines, tags, and
traffic sources and focus on high
performing channels coRY
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Ensure you're included and properly tagged in all news

aggregators

Get the stories that
matter to you with
Google News

Google News is your source for breaking news
headlines and personalized news stories based on

your likes and interests.

DOWNLOAD

1:25 vi
Q Google News “
Taylor’s briefing

Top 5 stories right now

NASA's planet-hunting satellite
TESS launches

Headline t 3 |E]

2. @ usaTopay " "
Powerhouse storm could P

unleash heavy snow, rain

Headline - 2¢ » 1E
3. CThe Hiami Heald e
Miami-Dade's 4th-graders stand
out among big-city students in
o ® ¥ il
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B Google Play

My apps
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Improve structured data on your website

Google Structured Data Testing Tool

Test your structured data

FETCH URL CODE SNIPPET

RUN TEST

Explore the Search Gallery. Learn more about this tool.
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Strengthen your social media strategy
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Perform channel analysis on reader traffic sources and focus
on high performing channels

W TOPLINE INSIGHT

Focus on growing the % of
incoming readers for your
traffic sources with the best
conversion rate and on
improving the overall
experience of readers coming
from the traffic sources with
the hightest % of completions.

Let's deep-dive per traffic source, device and reader type to uncover the areas where your conversions are

underperforming and overperforming. Double down your efforts where you see higher than average

conversion rates and optimize the areas with the most amount of completions.

Filter Devices ~

TRAFFIC SOURCE

Direct
Direct
Orgonic Search
Organic Search
Organic Search
Organic Search

Soclal

Filter Reader Type ~

DEVICE
Mobile
Tablet
Mobile
Desktop
Mobile
Desktop

Moblle

Filter Traffic Filter Paywall «

SEADER TYPE
Casual Reader
Casual Reader
Loyal Reader
Loyal Reader
Loyal Reader
Loyal Reader

Loyal Reader

CONVERSION RATE

0.5%

0.5%

0.1%

0%

0.1%

0.1%

0.05%

COMPLETIONS »

20.95%
(2098%,

14.99%
14.99%
14.99%
14.99%

9.61%

READERS

Google News Initiative



Ensure your content is optimally positioned on audio, video,
and voice

It 0.
HIT 2 YouTube .

Ensure your podcasts are Build your presence Learn how to build actions
discoverable on Google on YouTube on Google Assistant

Google News Initiative



Invest in paid marketing campaigns

What's your main advertising goal?

‘ Get more calls

Get more website sales or sign-ups Vv

Get more visits to your physical location

NEXT

Google News Initiative



Use engagement focused metrics to track highly engaged
users

News Consumer Insights e =

Cror o Ny Inniat R p v | ™) Last 320 davs v Engiah(sS) W
- - ol‘ LK 10 S090CT YOUr data ° LJ Last 30y l o ’ W
Une A Five

#r Actionatse Recommensutions O Your Readers’ Engagement over the last 30 days.

_ Pay Close atlontion 1O the GHPS Datwoen YOur Sudhence sogments. If @5Ch pageViow 5 AN OPEOrtunity 1O INCroase
6 Fedder frgagerena
DyStly O genarate o verlis "y AN reSSer rOVOrue, whoro $MHouid yOu $DenNd your rOSOWICeL?

$ Resder Rrvene

| CREATE MANT 02 GROW EMOTIONAL BOND 0) CAOW &L RETAN

) Video vegres

Your Casual Readers Your Loyal Readers Your Brand Lovers

‘ Help / Maybook

Peper MNeryora Ve oy Moo Feoeswsr Movyoro ~ ~

e Prvacy Moy

Beaders (% of bt Baadens (% of ot Beadors IS o ot

o 20M §-27% o 4.75M §-27% :9 250K & -2.7%

Pagiviewsy (N of waud Pagrveeey (W o 1t s Poalmvwran 1% o Vol gl
Pay close attention to the gaga n <2 . =
-~ -~
vigk frequency and depth across v ANAA 2 _» W we ANAL 8 % v .h T
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Thanks again fc

signing up for our newsletter. We ho

Here are some differe n the

s Awesorn

Vancouyv

{0 review you newsletter options

ght or experience

on our imn

! Commer
the ¢

nments. Sometimes er comments help inform our report

nspare us 1o write new stories.

Follow us on social media. Join the con

mit an opinion plece. Vancous Awesome isn't just a place to read

ur high rent or prog

taxes? Have ething happening in your

eighbourhood? Write to us

nber. If you think what we do 15 imp

today.

we any questons, please feel free to re

Experiment with headlines, tags, and copy

) Kronbauer in 2

It originally sta ing the be

ve nave nto a news source where locals can stay connected 1o

since

the peaple, places and nings that make Vancouver unigque

Friday, we'll senc

Look for your next email tomorro

10 your contacts. And if you want 1o

ter preferences, you can always do so

As you become more familiar with us, we hope you consider becoming a

[ . Your

of our fine city.

Good afterncon,

You deserve to know what's happening in your own backyard—{rom the latest
happenings at city hall to that new restaurant on Commercial Drive.

Alter all, local news is what keeps our community connected.

Here are some stories that have resonated with our readers:

loyees go public about workplace abuse at this Vancouver coffee

business. You can read the follow-up here.

2). Fake list of COVID-19 ‘wisdom” attributed to Dr. Bonnie Henry makes the

rounds online.

3). Ryan Reynol

offers a $5,000 reward for a stolen teddy b

Now that you've been reading our newsletters for a few weeks, we'd like you to

consider supporting us by becoming a member. While our business model

traditionally relied solely on advertisers, we've begun transitioning to a reader-
supported newsroom. Our hybrid approach ensures that we'll be around for a
long time.

Will you support us today?

Thank you,

The V.LA. team

Google
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Example: VLT of Bonnier News

e \Wanted to maximize
conversion without limiting

reach Vlt

e Open access to all readers for

one hour Nothing is as effective at increasing

reach and acquisition as using

e Resulted in a new base of existing customers as ambassadors.”

traffic and 20% increase in
overall conversions four weeks
after launch

Google News Initiative



Example: The Independent

e \Wanted to scale audiences to
replace print revenue

e Featured “sticky” stories in paid
marketing campaign

e Reached almost 70 million UVs
and has solid market
penetration (2.54X)/ Developed
considerable audience in the US
- accounting for 10% of
conversions

INDEPENDENT

“Thanks to our trusted brand, and through the

power of data, we have created a large online
audience that can fuel sustainable revenue
streams. We are now focusing on the
segmentation and the engagement of that
audience to drive subscription opportunities.”

Google News Initiative



Engaging your audience

Key Metrics & Benchmarks

Average Visits Per User Newsletter Opt-in Rate
e 1.9 (Mather Economics) e 10%+ (News Revenue Hub)
e 2.3 (FTIConsulting)
% of Known Readers
Average Pages Per User e 5%+ (FTI Consulting)
e 3.6 (FTIConsulting)
e 4.1 (Mather Economics) Average Page Speed:
e 25+ for mobile (FTI Consulting)
Average Time Spent e 50+ for desktop (FTI Consulting)
e 2:15 (FTI Consulting) e 60+ for desktop (FT Strategies)

e 2:27 (Mather Economics)

Google News Initiative



Tactics for engaging your audience

e Newsletter: Experiment with newsletters. e Page Speed: 50% of all readers will leave a page
Improve visibility, positioning, and ease of If it takes 3 seconds or longer to load and page
sign-up speed is a ranking factor for search ranking

e Regi-wall: Test a regi-wall. Effective way to e Video Engagement: Users spend 88% more
capture emails, which increases likelihood to time on a website that has video
convert

e Optimize landing page on mobile: Make it

e Web Push Notifications: Use web push attractive to subscribe or contribute on your

notifications to increase average visits per user mobile landing page

e Re-circulation Strategy: Maximize visibility of
recommended content, employ a sticky header,
and implement advanced re-circulation formats

to Increase average pages per user
Jepagesp Google News Initiative



Engaging your audience: Regi-wall

Key Insight

Known readers are significantly
more likely to convert

Tactics

e Set up aregistration wall to capture emails and
serve your readers with opportunities to
subscribe or contribute.

In the PRI campaign in 2012, Emilio Lozoya (1) was coordinator of Linking International. According to his testimony, he received $ 4 million
from Odebrecht and the money was used by campaign manager Luis Videgaray (2).
Credit: Special

Odebrecht campaign pays for Pena Nieto

Abel Barajas and Claudia Guerrero
Mexico City (July 24, 2020) .-
05:00 hrs

Before accepting Spain's extradition to Mexico, Emilio Lozoya informed the federal government that the Brazilian company Odebrecht paid 4 million dollars
that were used in Enrique Pefa's presidential campaign in 2012.

KEEP READING ... SIGN UP FREE!

LOG IN

Reforma, which has historically had a hard paywall, implemented a
regi-wall for one article in the wake of the GNI Subscriptions Lab.

Google News Initiative



Example: Dennik N

e |everage loyalty of its fans to grow
registrations

e “Unlock for a friend” feature drove
about 70% of total new
registrations

O Su bscribe 'S have Created more “The main learning for us is that we need to further
than 250.000 shared links for leverage the advocacy of our superfans and stress the

. . . l f their relationship t
friends with a 70% click rate. Vel OT eI TElationsip fo 1s

Google News Initiative



Engaging your audience: Newsletter

THE BUFFALO NEWS
GOOD MORNING, BUFFALO

COMPILED BY BRIAN MEYER

Key Insight |

In our GNI North American
Subscriptions Lab, we learned that
newsletter subscribers are 10x more
likely to convert to digital
subscriptions than anonymous visitors.

Michael Derrick is the owner of three SuperCuts hair salon franchises in WNY. He is very concemed about the
coming cut in unemployment benefits and the disappearance of the Paycheck Protection Program.

As Covid relief sits in limbo, WNY businesses, employees hope to ‘keep
afloat’

Congress came to the rescue of American workers and businesses when the coronavirus crisis hit in
March - but starting today, that federal aid is set to go away.

The extra $600 that Congress added to every weekly unemployment check will disappear after today.
And the Paycheck Protection Program, the popular federal loan program for small businesses, is
scheduled to expire on Aug. 8.

Republicans and Democrats in Congress remain deeply divided over the next round of coronavirus
relief - including about whether it should include aid to state and local governments.

When the Buffalo News focused on growing their
newsletter subscriber base, they found that more than
14% of their news digital subscribers came from the
newsletter subscriber base.

Google News Initiative


https://www.blog.google/outreach-initiatives/google-news-initiative/how-does-140-year-old-newspaper-reinvent-itself/

Example: Gazeta Wyborcza

e (Gazeta Wyborcza has more
than 40 newsletters

e After signing up for a
newsletter, non-subscribers
view 34% more pages and
spend 37% more days per
month on the website

B wyborcza

Google News Initiative



Engaging your audience: Web Push Notifications

Key Insight

When targeted, web push notifications
-- according to the News Consumer
Insights team -- can have a 25%
clickthrough rate and an opt-in rate
between 5 and 15%. This can be a
powerful tool to drive readers on mobile
devices back to your website for
multiple visits.

® @ @ () wivgovecom

= The Daily Globe

X
The Daily Globe
Subscribe to notifications with
news, articles, and more!

Work to create appealing, brand-native flows
which will help boost engagement

Inline sign up experience as a
first step in the opt-in flow

Learn how to build your own web push notification or work with a 3rd party, improve
the UX of your prompts, and fine-tune your native vs. custom prompts strategy
in the News Consumer Insights Handbook.

Google News Initiative


https://newsinitiative.withgoogle.com/assets/static/docs/nci-playbook.pdf#page=19

Engaging your audience: Recirculation Strategy

Key Insight

— The Daily Globe

— The Daily Globe

A great way to ensure that your readers

consume more articles per visit is with a
re-circulation strategy that highlights , ‘
additional content for readers to

consume.

Article Title 3

Recirculation right after the Inline recirculation
end of article One article with image

— The Daily Globe

Read More X

il Article Title

Anchor format

Learn how to maximize visibility of recommended content, employ a sticky header, and
implement advanced re-circulation formats in the News Consumer Insights Handbook.

Google News Initiative


https://newsinitiative.withgoogle.com/assets/static/docs/nci-playbook.pdf#page=25

Engaging your audience: Page Speed

y g +19% in visits, +4% pages per visit
By reducing the page load time from 6 seconds down to 3 seconds,

dia.ca

VILLAGE

me

50% of all readers will leave a page if it

takes 3 seconds or longer to load and
. . applying lazy-loading images PAGE SPEED
had the greatest impact on page — Q
page speed is a ranking factor for = SOTOOW D 1second
searc h ran ki N g l:‘:ij;igi; er:z sx?/??lzles View our latest flyers Your current page speed on 4G networks
: Media to improve rea;/er ’ online! start browsin 8! is fast.
experience across the site.
Tactics

e Use Google’'s Page Speed Insights to receive a page speed
score for your website.
e You can use Google Lighthouse to improve the quality of web
pages, remove resources that are unnecessary, optimize your
iImages, and enable lazy loading. Learn more in the News
Consumer Insights Handbook.
e Implement Accelerated Mobile Pages. Google News Initiative



https://developers.google.com/speed/pagespeed/insights/.
https://developers.google.com/web/tools/lighthouse#devtools
https://newsinitiative.withgoogle.com/assets/static/docs/nci-playbook.pdf#page=28
https://newsinitiative.withgoogle.com/assets/static/docs/nci-playbook.pdf#page=28
https://amp.dev/

Converting Your Readers

Key Metrics: Subscriptions & Contributions

Conversion Rate

e Subscriptions: 2-4% (FTI
Consulting & Mather)

e Contributions: 0.8-1.1%
(News Revenue Hub)

Digital Reader Revenue Average
Revenue Per User (ARPU)

Developed Markets

e Subscriptions: $10-15 (FTI
Consulting)

e Contributions: $9-15 (News
Revenue Hub)

Emerging Markets

e Subscriptions: $5-7 (Mather
Economics)

e Contributions: $3-5 (GNI
Contributions Labs)

Subscriptions Only

Meter Stop Rate
e 5-7% (FTI Consulting)

Paid Stop Conversion Rate
e 0.5% (FTI Consulting) -
0.9% (Mather Economics)

Google News Initiative



Conversion Rate

The number of your monthly active users
that are subscribers or contributors.

Benchmarks

e Subscriptions: 2-4% (FTI Consulting and Mather Economics)

e Contributions: 0.8-1% (News Revenue Hub)

Google News Initiative



Average Reader Revenue Per User (ARPU)

The average amount your readers pay in either
subscription or contributions per month.

Benchmarks
e Developed Markets e Emerging Markets
o Subscriptions: $10-15 (FTI Consulting) o Subscriptions: $5-7 (Mather Economics)

o Contributions: $9-15 (News Revenue Hub) o Contributions: $3-5 (GNI Contributions Labs)

Google News Initiative



Meter Stop Rate (Subscriptions Only)

The percentage of unique users who hit
your subscriptions paywall.

Benchmarks

e Subscriptions: 5-7% (FTI Consulting)

Google News Initiative



Paid Stop Conversion Rate (Subscriptions Only)

The percentage of unique visitors that hit
the paywall and go on to subscribe.

Benchmarks

e 0.5-0.9% (FTI Consulting and Mather Economics)

Google News Initiative



Tactics for converting your readers

Average Reader Revenue Per User
e Implement tiered Pricing
e Run pricing test
e Test price and discount sensitivity

Payflow Efficiency
e Simplify check-out flow simplification
(data points, UX)

Meter Stop Rate
e Testimpact of locking more content
e Run experiment on meter settings
e Implement a dynamic paywall

Paid Stop Conversion Rate
e Segment the paywall

e Special offers on abandoned carts

e Develop a crude propensity score and
test conversion campaigns with
targeted discounts

e Provide exit intent promo offers

General Conversion Rate

e “Try before you buy” newsletter

e Third party subscription (Subscribe with
Google) and new payment methods

e Upselling campaigns (trials on premium
tier offer)

e Increase visibility of premium content
on-site and off-site

Google News Initiative



Subscriptions: Paid Stop Conversion Rate

Paid Stop Conversion Rate

Percentage of unique visitors that hit the paywall that go on to

subscribe (New Subscribers / Unique Visitors Hit the Paywall) X
Cancel THE BALTIMORE SUN

Anytime

e Optimize payflow Just for you!
Unlimited Digital Access

. $1 for 3 Months
® I m p rove Ca I I - to -a Ct folg Take advantage of this exclusive offer now!

START TRIAL ©

e Exit intent promo cotme s

An example of an exit intent promotion offer from The
Baltimore Sun

Google News Initiative



Subscriptions & Contributions: ARPU

ft mﬂnﬂt Plusd'offres v  +@) Seconnecter

Average Reader Revenue Per User

Toutes nos offres

: L . Soutenez une rédaction
Increasing average subscriptions revenue per user is usually de 500 journalistes

contingent on smart, effective pricing strategies.

Essentiel Intégrale Famille
Accéder a tous les S’informer A partager avec vos
contenus en avant-premiere proches et vos amis
1€ le premier mois 1€ le premier mois 1€ le premier mois

puis 9,99 €/mois, sans engagement puis 19,99 €/mois, sa gagement puis 29,99 €/mois, san gement

e Implement dynamic pricing o

3: 2
O, §BN\

L] ® V' Tous les contenus sur le site et + Lesavantages de l'offre « Essentiel » + Lesavantages de l'offre « Intégrale »
I ' l'application
‘ u n I I n e s s pplice  Lejournal papier en version numérique  4comptes individuels a partager avec

v Le journal papier en version numérique dés 11 heures les personnes de votre choix

dés 13 heures L ) s . ,

 Laccésintégral a 'application La v Six hors-séries par an en version
V Lesarchives depuis 1944 Matinale numerique
S’abonner S’abonner S’abonner

S'abonner avec Google S'abonner avec Google S'abonner avec Google

(] (] [ )

Through the Digital News Innovation Fund in Europe, Société
éditrice du Monde’s (FR) project used deep reader insights
to launch a three-tiered subscription program, which led
to improvements in both subscriber acquisition and
retention.

Google News Initiative


https://newsinitiative.withgoogle.com/dnifund/dni-projects/votre-monde-when-personalization-and-monetization-go-hand-hand-round-4/
https://newsinitiative.withgoogle.com/dnifund/dni-projects/votre-monde-when-personalization-and-monetization-go-hand-hand-round-4/

Subscriptions: Meter Stop Rate

Meter Stop Rate

Percentage of unique users who hit your subscriptions paywall (Unique
Users who hit the paywall in a month / Total Monthly Active Users)

Set a tighter paywall Implement a dynamic paywall
e Mather Economics found that a meter of 2 e Dynamic paywalls change depending on a
tends to maximize net revenue reader’s level of activity
e FTI Consulting’s exercise to estimate the ¢ A reader with high engagement will see
impact that tightening a paywall can have on the subscriptions paywall at a lower
advertising revenue number of articles than a reader with

lower engagement
Run meter experiments to better understand

tradeoffs
e Run A/B tests to have a more informed
sense of optimizing the mix between
advertising revenue and subscriptions
revenue

e This assumes that readers with higher
levels of engagement will have a higher
likelihood to subscribe than readers with

lower levels of engagement.
Google News Initiative



Example: Gazeta Wyborcza

e Hard lock exercise yielded
conversion rate 100% higher
versus other measured groups

e Conversion rate was up to seven
times better than pre-experiment
paywall

B wyborcza

e Gained more than 20,000 new
subscriptions in first three months
- 150% increase on paid stop
conversion rate

Google News Initiative



Subscriptions: Paid Stop Conversion Rate

Exit Intent Promo Offer

e Another tactic -- recommended by FTI Consulting Eancol THE BALTIMORE SUN
-- is to provide a promo offer for those subscribers ¥
that indicate they are going to exit the subscriptions Just for you!
payflow. This can help capture readers that may be Unlimited Digital Access
more price sensitive. $1 for 3 Months

Take advantage of this exclusive offer now!

START TRIAL ©

Continue without my offer

An example of an exit intent promotion offer from The
Baltimore Sun

Google News Initiative



Retaining Your Readers

Rotaiing our Readers Tacis

e ChurnRate: 3-5% e Email targeting

e Automated retention touchpoints

e Reinforcing value proposition

Google News Initiative



Retention: Email targeting
El ingrediente oculwo
del Dololed:
, , Jun farmaco 100 % natural?
Email targeting

Email targeting of subscribers who are
dis-engaging can be a powerful way to
prevent churn. In the Latin America

Su bSCriptiOnS La b, for exa m ple, Sending ll Vt.xa vo.z‘ convirtié este medicamento caléndula con ls que es fabricado aliviara sus
° ° ° ° m‘ur;e(;c::\‘:iigocgo?b:‘:r?oge&?e:\ 1805 - z;a:eﬂcae:l"%s.bv:m m‘:&?ﬁs:mc*:?::n
Subscrlbers Who Were beglnnlng to dlsengage toman cada dia con una fe cieges en que la revelé que no es lo que todos creen.

Y

a series of emails led to a 30% decrease In
churn for El Espectador.

Emails series called “Why so lost?” sent out by El
Espectador to disengaged subscribers

Proprietary & Confidential Google News Initiative



Retention: Automated Retention Touchpoints

e Regular and frequent
touchpoints with readers early In
the relationship are crucial to
putting the relationship with the SOUTHEAST MISSOURIAN
subscriber or contributor on
strong footing

e Optimizations led to 81%
Increase in overall digital
subscriptions for the Southeast
Missourian

Google News Initiative



Retention: Reinforcing value
proposition

e Ensuring that your readers are
reminded of why they became
subscribers or contributors and
continue to get value from their
relationship with your news
organization is at the foundation
of retention

“For our city to overcome its challenges and reach its
potential, we need more people working together on the
solutions. The whole idea behind The Devil Strip is to
support a community of people who are committed to
making Akron a better place to live, which we do by
serving Akronites who are already deeply engaged while
making it easier for others to get involved.”

Yy
) DEVIL STRiP (

AKRON'S COMMUNITY-OWNED MAGAZINE

Google News Initiative



User Funnel Diagnostic

Y
User Funnel Diagnostic :x

Edit answers

METRICS YOUR DATA INDUSTRY BENCHMARK % CHANGE FROM BENCHMARK ~ HOW YOU'RE DOING
Engagement Metrics A
@ Newsletter Subscriber Rate 15% 10% +509 .
@® Average Visits Per User 23 2.1 g
o) Average Time Spent per visit 2:25 2:21 @
(seconds)
(@ Page Speed Score 55 55 &
@® Known Unique Visitor Rate 5% 5% g
@ Average Pages Per Visit 2 3.85 -48.1% .
® Conversion Metrics A
D\ _Canvareian Data 20/ N ocos 110 &0 P

User Funnel Diagnostic
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ldentifying tactics to improve performance

Converting Readers to

Retaining Subscribers or

Growing Readers Engaging Readers Subscribers or Contributors

Contributors

Expand {:
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Planning for long-term success

Reader Revenue Goal

Setting a long-term goal can be a powerful moment in energizing an entire
organization around a long-term vision that makes reader revenue a shared
priority. Many news organizations quantify this as either the number of
subscribers / contributors or the overall reader revenue they would like to
drive. You can learn more about how to approach this in the Reader
Revenue Playbook.

Enter a custom Reader Revenue Goal

| want to reach 850,000 subscribers ~ , generating $ | ! by

| —
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Reader Revenue Workshop Modules

Reader Revenue Overview

eep Dive 1: Establishing your reader revenue foundations

eep Dive 2: Developing and communicating your value proposition
@ Deep Dive 3: Optimizing the User Funnel

eep Dive 4: Planning for long-term success

@ Activity 5: Refine your value proposition.

Set to industry benchmark ©® POTENTIAL REVENUE AT YEAR 1 END POTENTIAL SUBSCRIBERS AT YEAR 1 END METRICS YOUR DATA INDUSTRY BENCHMARK % CHANGE FROM BENCHMAR

Your results are at least 10% better

Reader Revenue Goal

Monthly Active User $600,000 5,200 Engagement Metrics than the industry benchmark
Growth Rate o ‘ 10% Now, we invite you to take a moment to revisit the value proposition worksheet we introduced earlier. Based on the tips in

the last three sections, add additional ideas for how you can close the gap across each of the areas below. Be sure to be as @ Average Visits Per User 3 24 +5% "k
Conversion Rate | 50% specific as possible. : = z .
(monthy) +§2K @ Newsletter Subscriber Rate 14% 10% +4% . arget Metric Target Metric Target Metric
Subscriptions AVerage e | $20 83K $2K [ $1K ik

[ What do your What do you . How can you @ Average Time Spent 2:43 1:63 +5% [ ) 0
Categor What's the ga
Revenue Per User $54K . I readers want? currently offer? close the gap? Tactic Tactie ® Tactie Teotlo ® oot Taots

Churn Rate (monthly) =" ) 6% ‘ ‘ @© Page Speed Score 40 50 +1%

roduct an

content ‘ ‘ ‘ ‘ ’ ‘

- Access @ Acces: ccess Acc Acces Acces
W ooAsEUNE [ BENCHMARK ®© Average Pages Per Visit 48 6 Ol has hort ccess ccess Accest ccess ccess ccess
Val dded ‘ ‘ ( technology technology technology technology technology technology
alue adde:
benefi ‘ ‘ [ ‘ ‘ ‘

needs needs needs needs needs needs
L ®  Known Unique Visitor (%) 8% 14% -4% .
Marketing and [ ‘ ‘ ‘ [ ‘ [ ‘ Catalog Catalog Catalog Catalog Catalog Catalog
po: ] @ Conversion Metrics A required required required required required required
: investments investments investments investments investments investments
I WTH IVEI Ml of TOTAL Y :
BASELINE MAU GROWT! CONVERSION CHURN RATE AVERAGE OTAL YEAR 1 \lisr sxperionce © Meter Stop Rate 12% 8% i .
RATE RATE REVENUE OPPORTUNITY
USER b Identify if Identify if Identify if Identify if Identify if Identify if
© Paid Stop Conversion Rate 0.4% 07% experiments experiments experiments experiments experiments experiments
are neccessary are neccessary are neccessary are neccessary are neccessary are neccessary
< Expand [3
® Conversion Rate 0.4% 2% -1.6% .

Deep Dive 1Exercise Deep Dive 3 Exercise Deep Dive 4 Exercise

Deep Dive 2 Exercise



Expert Speaker Series

Date

Language

Topic

Panelists

Available English Best practices for building and 1.Pete Doucette (FTI)
On-Demand growing a subscriptions model 2.Anna Marie Menezes (Torstar)
in US & Canada
3.PJ Browning (Post & Courier)
Available English Best practices for building a 1.Mary Walter-Brown (News Revenue Hub)
On-bemand successful contributions model , 5 e Ziruinick (Membership Puzzle Project)
3.Lance Knoebel (Berkeleyside)
Nov. 17, 11:30am English Best practices for building and 1.Matt Lindsay (Mather Economics)
SGT (UTC +8) growing a §gbscr|pt|ons model 2 Malaysiakini, Lynn D'Cruz
in Asia Pacific
3.SPH, Fiona Chan
Dec. 2, 11am Spanish Best practices for building and 1.Juan Pardinas (Reforma)
UTC -3 growing a subscriptions model

in Latin America

2.Natalia Piza (El Espectador)
3.Gabriel Dantur (La Nacion)



Please take our survey to let us
know how we’re doing!




This week’s winner is...
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https://docs.google.com/file/d/1_jglxyVW84E3_lb7I0yR-21M-N8AXsx_/preview

Thank You




