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Acquire:

• Maximize start value/volume

Retain

• Minimize churn

Renew:

• Leverage willingness-to-pay

Upgrade:

• Grow customer engagement

Reacquire:

• Target offers based on history
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Acquire
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Renew

Upgrade

Reacquire

Path to Sustainable Circulation:  Starts = Stops



A few good ideas that are working; digital aspects to several
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• Acquisition “contracts”

• Targeted reacquisition

• Event-triggered targeted messaging

• Targeted free & paid upgrades

• Digital engagement included pricing algorithm

• Churn modeling

• Targeted house ads/3rd party sites

• Fee revenue – acquisition, paper bill
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Acquisition Strategies: CLV to Enhance Conversion
5

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

0 60 12
0

18
0

24
0

30
0

36
0

42
0

48
0

54
0

60
0

66
0

72
0

Expected Lifetime

(Area Under Curve)

CLV = [(Revenues – Costs)*(Predicted Retention 
Probability)] [NPV] * Probability of acquisition

18%

17%

23%

17%

25% Bronze

Silver

Gold

Platinum

Diamond



New acquisition offer terms – Multi-year subscriptions maintain offer price for 
long time in return for commitment

Copyright 2015 Mather Economics LLC. All rights reserved.
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Starts have increased YOY by 9,500

Copyright 2015 Mather Economics LLC. All rights reserved.
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Volume of start-years has increased 130%

Copyright 2015 Mather Economics LLC. All rights reserved.
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Churn reduction as a result of the multi-year acquisition strategy

Copyright 2015 Mather Economics LLC. All rights reserved.
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Paid circulation has increased as

Copyright 2015 Mather Economics LLC. All rights reserved.
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Year over year print volume growth of 5,000 subscribers – It is newsworthy

Copyright 2015 Mather Economics LLC. All rights reserved.
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P NRCZA NRD – Volume*CLV peaks at 9.50/mo
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ABO NRC 6DGS – Volume*CLV peaks at 15.50/mo
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ABO XT 6DGS – Volume*CLV peaks at 17/mo
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P XTZA NXD – Volume*CLV peaks at 9/mo
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Retention Strategies: Churn Modeling
17

Mather historically focused on renewal pricing

• Data-driven method of optimizing renewal rates at the subscriber level

• Has effect of reducing pricing-related churn vs. traditional flat 
increases, however:

There still exists a churn problem

• Stops analyses showed majority of churn not related to price

• Validated through A/B testing

How can Mather help our clients reduce non-pricing related churn?

• Develop a model using existing subscriber data to estimate churn 
propensities at the subscriber level

• Markets can then segment market based on churn risk and take 
preemptive action to save at-risk subs



• Churn application pilot showed that significant churn reduction could be 
achieved with small-dollar incentives

• In the case of a $1 greeting card among high churn probability 
subscribers, churn was reduced by 2.7 percentage points over a control 
group 90 days post application
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Retention Strategies: Case Study - Applying Incentives to Churn Risk Accounts



• Tracking churn targets over time shows the “staying power” of the 
incentive is quite strong

• Reduction in churn vs control remains relatively stable at the 60, 90, and 
120 day marks post application 

19
Retention Strategies: Case Study - Applying Incentives to Churn Risk Accounts
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• Analyzing payment patterns of individual subscribers allows for 
custom communication, resulting in more effective stop save 
touchpoints 

• Applying dynamic email messaging, customized at the 
subscriber level, resulted in a 14% decline in non-pay stops 
versus a business-as-usual control group in one of our markets 
leveraging churn analytics

Retention Strategies: Case Study - Payment Data-Driven Dynamic Messaging
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• In this case study, payment analysis showed that the last five retention 
touchpoints netted only 7% of total payments

• Recommend replacing some of these late touchpoints with less costly 
alternatives and move date of 2nd invoice up to realize revenue earlier

Retention Strategies: Case Study - Adjusting Touchpoints to Impact Expenses
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Market Based Pricing
Price elasticity is the foundation of every optimization

• Since customers are very likely 
to value the publication 
differently (i.e would be willing 
to pay a range of maximum 
prices) uniform prices are most 
of the time suboptimal

• Some customers are priced too 
high, and thus likely will not 
start, or will stop before the 
second renewal

• Others are priced too low, and 
thus potential revenue is lost

• In the graph on the left, uniform 
price (suboptimal) areas are 
designated by the horizontal 
portions of the blue price line, 
where a large number of 
customers (with different 
valuations of the publication) are 
charged the same prices

Observed prices and quantities – vs theoretical true demand:
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How does Mather estimate retention and price elasticity 
per customer?

• Parametric Survival Analysis

• Performed over transaction history

• Review historical pricing, subscription characteristics, and price 
changes per customer

• Originally developed for healthcare industry

• Literally “survival” probability or incidence of disease at a certain 
point in time

• Coefficients for all variables are produced

• Measure impact of each customer attribute on retention and 
elasticity

• Used in weekly pricing decisions



Market Based Pricing – Survival analysis case study
Predictive modeling results



Report Dashboard Summary : Tenure
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• Stop rates trend significantly downward as tenure rises
• Incremental stop rates and elasticities also drop significantly with 

increased tenure



Report Dashboard Summary : Digital Engagement

• As digital usage increases, overall stop rates trend downwards
• The highest level of digital usage has the lowest start price but 

maintains a significant incremental stop rate
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Renewal Strategies: Digital Engagement
28

• How does online engagement affect retention of print subscribers, if at all?

• Listener™ tool captures online data to create a holistic picture of customer
– Listener data can enhance the effectiveness of print pricing by understanding how a 

customer’s online engagement impacts print retention

– Listener is installed on Lexington, Biloxi, and Miami websites (~1 year of data collected)
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Renewal Strategies: Digital Engagement
29

• Case studies have shown that digitally-engaged subscribers have better 
retention relative to those with lesser engagement



Renewal Strategies: Digital Engagement
30

• With a price change, unregistered subscribers showed 2.5% incremental 
stop rate (targets compared to controls)



Renewal Strategies: Digital Engagement
31

• With a price change, registered subscribers showed 1.4% incremental stop 
rate (targets compared to controls)

– Simply being registered on site reduces pricing sensitivity



Renewal Strategies: Digital Engagement
32

• With a price change, subscribers with weekly digital usage showed 0.8% 
incremental stop rate (targets compared to controls)

– Not only does being registered reduce pricing sensitivity, but the depth and breadth of 
engagement has an impact on print-only retention and price elasticity



Renewal Strategies: Digital Engagement
33

• Prior case studies have shown that the most digitally engaged subscribers 
can be priced on 3x more aggressively than those who are not registered

• Stop rate will be equal under this scenario

• Digitally disengaged subscribers can be priced less aggressively to save stops

• Layering in digital engagement enhances effectiveness of dynamic pricing  

– Listener helps create a holistic picture of customers
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Upgrade Strategies: Targeted Upgrades
35

• Targeted upgrades using propensity modeling result in successful free and 
paid campaigns

5,400 Sample Size
 $9.99/month
 $12.99/month

Low Cost Campaign to Test
 Email
 Telemarketing

Test FREE and PAID Upgrades



Upgrade Strategies: Targeted Upgrades
36

• Targeted upgrades using propensity modeling result in successful free and 
paid campaigns

CLV VALUE

Sunday Only Subscriber 

Segment
Offer

Thursday + 

Weekend Upgrade 

Offer

Sample 

Size
Upgrades Conversion Beginning

 Post-

Conversion 
Impact

 Total Value 

Gained 

$9.99/month - LOW CLV Paid $12.99/month 3,554 113 3.18% 408.40$    701.47$   293.07$     33,116.91$   

$12.99/month - HIGH CLV 

(key ZIPs)
Free $12.99/month 711 201 28.27% 706.00$    701.47$   (4.53)$         (910.53)$       

$12.99/month - HIGH CLV 

(outside of key ZIPs)
Paid $14.99/month 1,145 101 8.82% 706.00$    820.71$   114.71$     11,585.71$   

TOTAL 5,410 415 7.67% 43,792.09$  

EXPENSE 3,874.50$     

NET GAIN 39,917.59$  



Digital Data



Listener™ intercepts data across online and offline vendors and provides its 
own tracking function

38

Listener™ 
JavaScript

Listener™ Data



Digital Metrics by Day of Week and Hour of Day

Copyright 2015 Mather Economics LLC. All rights reserved.
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• C

40
The Content Matrix Shows How Content Drives Yield



Digital Conversions are Tracked and Analyzed to Predict Conversion 
Probability and Identify Acquisition Strategy
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Local visitors convert at a rate 2.5X greater than non-local visitors

• Local subscribers who see a product offer convert 1.3X higher 
than non-local visitors
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Most conversions to paid subscriber occur on desktop devices

• Mobile conversion rate is half of desktop conversion 

• Tablet conversion is about 2/3 of desktop conversion
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• While the first article shows more volume, the total ad 
revenue is greater from the second article

• The yield per page is almost double for the second article 
with half as much volume

• Differences in yield and value are a result of targeting and the 
type of audience that views the article

44
Articles published at similar times have drastically different performance 
metrics when comparing volume and yield



For a specific market, users who engaged in food content showed a high 
conversion rate

• Entertainment content showed the lowest conversion though 
it is a significant driver of anonymous visitors and ad revenue

• Local content showed the largest volume of conversions
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The dynamic paywall sets the meter where advertising risk is minimized but 
conversions are maximized 46
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Query target list using engagement, life stage, affinity groups, and content 
interests

Copyright 2015 Mather Economics LLC. All rights reserved.
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Final good ideas

Copyright 2015 Mather Economics LLC. All rights reserved.
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Strategy for 2017 and Beyond
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• Holistic approach to circulation revenue

– Emphasize and understand long term customer value

• Use two or three year budget model and price forecasting to help reach 
revenue goals and forecast different scenarios

– Identify impact of pricing aggressiveness (pricing frequency and level of 
increases)

• Improve true long-term value, as measured by Customer Lifetime Value 
Score

– Focus acquisition and retention efforts

– Grow long-term value through upgrades and renewals



Multi-year Budget Model
50

• Three-year budget model (forecasting subscriber retention and revenue) 
allows for a holistic view of overall sustainability and growth

– Retention (base accounts)

– Acquisition and reacquisition (new accounts)

– Pricing (revenue growth via average rate)

Retention

Acquisition

Pricing

Retention
• Retaining existing  

subscribers, particularly  
those who profitable

• Incorporate digital  
engagement to retention  
score

• Churnscoring?

Pricing
• Price subscribers at optimal  

level, that also balances  
revenueexpectations

• Aligning increases with product  
enhancements

• Price more or less aggressively  
depending on profitability

Acquisition
• Acquiring new subscribersat  

profitablerates
• Targeted reacquisition for former  

subscribers
• Reporting and analysis foroptimal  

market offers



A few more good ideas
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• Targeting former subscribers with focus offers

– Filter out certain stop categories, ex: deceased

– Offer a price close to what they paid last

• Fee Revenue

– Acquisition fees - $5 per start

– Paper bill fees - $9 per bill

• Digital vs. Print sales tax savings opportunity

• Targeted house ads for digital subscriptions

– Use cookies to serve ads to certain subs prior to the meter



Questions


