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“Our	
  prosperity	
  will	
  be	
  determined	
  not	
  by	
  how	
  much	
  we	
  can	
  charge	
  for	
  
out	
  content,	
  but	
  by	
  how	
  much	
  we	
  know	
  about	
  our	
  customers	
  and	
  our	
  
customers’	
  customers.”	
  

Tom	
  Ratkovich	
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  Mee;ng	
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  to	
  
direct	
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  in	
  Community	
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  finance	
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  this	
  year	
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$847	
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in	
  past	
  3	
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  travel	
  
video	
  consump6on	
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•  Inexorable	
  decline	
  in	
  print	
  circula+on	
  
• Unrelen+ng	
  decay	
  of	
  tradi+onal	
  ad	
  revenue	
  
• Rapidly	
  decreasing	
  share	
  of	
  ad	
  spend	
  
• Profit	
  margins	
  approaching	
  zero	
  or	
  nega+ve	
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•  Impulse	
  #1:	
  Cut	
  
•  Impulse	
  #2:	
  Digital	
  First	
  
•  Impulse	
  #3:	
  Consumer	
  Mone6za6on	
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“Survival	
  is	
  paramount”	
  
• People	
  
• Products	
  
•  Investments	
  

Responsible…or	
  Shortsighted?	
  



This much we know: 

You cannot cut your 
way to sustainable 
profitability. 

9 



leapmediasolu+ons.com	
  

• “How	
  did	
  we	
  miss	
  this?”	
  
• “We	
  need	
  to	
  catch	
  up”	
  

Is	
  this	
  a	
  reasonable	
  reac6on?	
  
Should	
  “Digital	
  First”	
  really	
  be	
  “Customer	
  First?”	
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“A	
  legacy	
  news	
  company	
  must	
  become	
  a	
  fully	
  sustainable	
  (read:	
  
profitable)	
  digital	
  enterprise	
  before	
  the	
  date	
  at	
  which	
  print	
  becomes	
  
unsustainable.”	
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Sins	
  of	
  Omission	
  
•  Failure	
  to	
  recognize	
  strategic	
  near-­‐term	
  value	
  of	
  print	
  franchise	
  



leapmediasolu+ons.com	
  

• Revenue	
  
• Digital	
  customers	
  
• Data	
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Sins	
  of	
  Omission	
  
•  Failure	
  to	
  recognize	
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  near-­‐term	
  value	
  of	
  print	
  franchise	
  

Sins	
  of	
  Commission	
  
•  Intolerable	
  load	
  +mes	
  
• Auto-­‐play	
  video	
  
•  Invasive	
  display	
  ads	
  and	
  inters++als	
  
•  Invasion	
  of	
  privacy	
  
•  Fraud	
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Will	
  consumers	
  pay	
  for	
  content?	
  Do	
  they	
  now?	
  
• Digital	
  subscribers,	
  yes…but	
  the	
  opportunity	
  is	
  finite	
  
• Print	
  subscribers…???	
  

Can	
  the	
  mone6za6on	
  of	
  consumers	
  bridge	
  “the	
  gap?”	
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• Offset	
  declining	
  ad	
  revenues	
  with	
  increasing	
  all-­‐access/digital-­‐
circula+on	
  revenue	
  

•  “…s+ll	
  an	
  aspira+on	
  for	
  most	
  metro	
  publishers.”	
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• Price	
  elas+city	
  
• Marginal	
  cost/marginal	
  u+lity	
  
•  Exchangeability	
  



The	
  “Slippery”	
  Slope	
  of	
  the	
  Pure	
  Paid	
  
Content	
  Strategy:	
  PRICE	
  ELASTICITY	
  

!  Only	
  a	
  small	
  audience	
  will	
  pay	
  meaningful	
  dollars	
  

Su
bs
cr
ib
er
s	
  

Cost	
  

Highly	
  inelas+c	
  

Highly	
  elas+c	
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•  It	
  may	
  not	
  be	
  your	
  content,	
  but	
  it	
  is	
  “exchangeable”	
  content	
  
•  The	
  marginal	
  cost	
  exceeds	
  the	
  marginal	
  u+lity	
  
•  The	
  Google	
  factor:	
  informa+on	
  can	
  be	
  found	
  instantly	
  and	
  w/o	
  cost	
  

• Cura+on	
  adds	
  value	
  –	
  but	
  value	
  that	
  too	
  few	
  will	
  pay	
  for	
  



The	
  Denver	
  Broncos	
  
!  DenverBroncos.com	
  

!  ESPN.com	
  

!  NFL.com	
  

!  BleacherReport.com	
  

!  MMQB.com	
  

!  Sbna+on.com	
  

!  Sports.Yahoo.com	
  

!  Milehighreport.com	
  

!  SI.com	
  

!  Profootballweekly.com	
  

!  CBSsports.com	
  

!  Foxsports.com	
  

!  PredominantlyOrange.com	
  

!  NBCsports.com	
  

!  Scout.com	
  

!  Facebook	
  

!  Twi`er	
  

!  Instagram	
  



The	
  “Slippery”	
  Slope	
  of	
  the	
  Pure	
  Paid	
  
Content	
  Strategy:	
  PRICE	
  ELASTICITY	
  

!  Only	
  a	
  small	
  audience	
  will	
  pay	
  meaningful	
  dollars	
  

!  Small	
  audience	
  weakens	
  appeal	
  to	
  adver+sers	
  

!  Small	
  audience	
  erodes	
  brand	
  value	
  

!  Small	
  audience	
  undermines	
  customer	
  intelligence	
  

"  Revenue	
  op;miza;on	
  strategies	
  typically	
  fail	
  to	
  
account	
  for	
  the	
  opportunity	
  cost	
  of	
  uncaptured	
  
data	
  

Su
bs
cr
ib
er
s	
  

Cost	
  

Highly	
  inelas+c	
  

Highly	
  elas+c	
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1.  Establish	
  appropriate	
  strategic	
  goals	
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•  “We	
  want	
  consumers	
  to	
  deliver	
  50%	
  of	
  revenue”	
  
•  Two	
  ways	
  to	
  get	
  there	
  

• NY	
  Times	
  Q1	
  2016:	
  Readers	
  delivered	
  57%	
  of	
  total	
  revenue	
  
•  Q4	
  2010	
  just	
  prior	
  to	
  paywall:	
  38%	
  of	
  revenue	
  from	
  consumers	
  
•  Q1	
  2016:	
  Total	
  YOY	
  revenue	
  down	
  1.2%	
  
•  Digital	
  adver+sing	
  decreased	
  1.3%	
  
•  “Zero	
  is	
  an	
  aspira+on”	
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1.  Establish	
  appropriate	
  strategic	
  goals	
  
2.  Add	
  value	
  to	
  the	
  customer	
  rela+onship	
  -­‐	
  membership	
  
3.  Make	
  data	
  a	
  currency	
  of	
  exchange	
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•  Events	
  
• Na+ve	
  adver+sing	
  
• Digital	
  services	
  
• Video	
  
• Niche	
  publishing	
  
•  Email	
  marke+ng	
  
• Direct	
  mail	
  marke+ng	
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Bob	
  Gilbert,	
  VP/Audience,	
  Morris	
  Communica+ons	
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1.  the	
  group	
  of	
  spectators	
  at	
  a	
  public	
  event;	
  listeners	
  or	
  viewers	
  
collec+vely,	
  as	
  in	
  a`endance	
  at	
  a	
  theater	
  or	
  concert..	
  

2.  the	
  persons	
  reached	
  by	
  a	
  book,	
  radio	
  or	
  television	
  broadcast,	
  etc.	
  
3.  a	
  regular	
  public	
  that	
  manifests	
  interest,	
  support,	
  enthusiasm,	
  or	
  the

like;	
  a	
  following.	
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Core	
  Opera6onal	
  Systems	
  
•  Name/address	
  
•  Tenure	
  
•  Frequency	
  
•  Price	
  
•  Source	
  
•  Products	
  
•  Credit	
  status	
  
•  Vaca+on	
  schedules	
  
•  Complaints/sa+sfac+on	
  

Data	
  Management	
  Plaaorms	
  
•  Content	
  engagement	
  
•  Frequency	
  
•  MAC/IP	
  address	
  

Digital	
  Registra6on	
  
•  Email	
  address	
  
•  Channel	
  preference	
  
•  Content	
  consump+on	
  

E-­‐Commerce/Deals	
  
•  Email	
  address	
  
•  Shopping	
  preferences	
  
•  Consump+on	
  behavior	
  
•  Price	
  sensi+vity	
  

Contests/Events	
  
•  Lifestyle	
  interests	
  

Loyalty	
  Plaaorms	
  
•  Lifestyle	
  interests	
  
•  Content	
  preferences	
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Demographics	
  
•  Name/address/phone	
  
•  Age/gender/ethnicity	
  
•  Marital	
  status	
  
•  Occupa+on/educa+on	
  
•  Hispanic	
  language	
  preference	
  
•  Number	
  of	
  children/ages	
  
•  Poli+cal	
  party	
  
•  Homeownership/home	
  value/type/age	
  
•  Length	
  of	
  residence	
  

Merchant	
  Customers	
  
•  Content	
  engagement	
  
•  Frequency	
  

Other	
  
•  Vehicle	
  interest/car	
  buyer/number	
  
•  Channel	
  preference	
  
•  Online	
  purchaser	
  
•  Direct	
  mail	
  purchaser	
  
•  Military	
  veteran	
  

Lifestyles	
  
•  Dog/cat	
  owner	
  
•  Culture/arts/collec+bles	
  
•  Fashion	
  
•  Camping/fishing/hun+ng/shoo+ng	
  
•  Gardening	
  
•  Gourmet	
  cooking/food	
  
•  Travel	
  –	
  foreign/domes+c	
  
•  Home	
  video	
  games/computers	
  
•  Bicycling/boa+ng/golf/tennis/skiing	
  
•  Home	
  furnishing/decora+ng	
  
•  Home	
  improvement	
  
•  Fitness/running	
  
•  Casino	
  gambling	
  
•  Sweepstakes/contests	
  
•  Wines	
  

Voter	
  Registra6ons	
  
•  Party	
  affilia+on	
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Data-­‐Genera+ng/Data-­‐Managing	
  
•  Transac+on	
  management	
  systems	
  
•  Registra+on	
  planorms	
  
•  DMPs	
  
•  E-­‐commerce	
  planorms	
  

Data-­‐Leveraging	
  
•  Integra+on	
  
•  Analy+cs/modeling	
  
•  Digital	
  marke+ng	
  
•  Campaign	
  management	
  
•  Marke+ng	
  automa+on	
  
•  Repor+ng	
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Minimize	
  customer	
  acquisi6on	
  cost	
  
•  Model	
  life+me	
  value	
  and	
  ROI	
  

•  Predict	
  channel	
  response	
  
•  Project	
  product	
  preferences	
  
•  Execute	
  targeted,	
  personalized,	
  channel-­‐op+mized	
  acquisi+on	
  ini+a+ves	
  

•  Engage	
  with	
  +mely,	
  relevant,	
  channel-­‐op+mized,	
  automated	
  communica+ons	
  

•  Create	
  value-­‐exchange:	
  relevance/value	
  for	
  cash/data	
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Deliver	
  Qualified	
  Customers/Prospects	
  to	
  Merchant	
  Community	
  
•  Integrate	
  merchant	
  customer	
  informa+on	
  with	
  our	
  data	
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Deliver	
  Qualified	
  Customers/Prospects	
  to	
  Merchant	
  Community	
  
•  Integrate	
  merchant	
  customer	
  informa+on	
  with	
  our	
  data	
  

•  Iden+fy	
  the	
  characteris+cs	
  of	
  best	
  customers	
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  offers	
  
redeemed	
  this	
  year	
  

msmith123@gmail.com	
  

Mary	
  Smith	
  
40	
  Cove	
  Road	
  

Stonington,	
  CT	
  06371	
  

Married	
  with	
  
children	
  8	
  and	
  12	
  

Interest	
  in	
  Home	
  Decor	
  
Mul6channel	
  
Campaign	
  

Management	
  
Plaaorm	
  
(MCCM)	
  

Subscribers	
  

Data	
  
Management	
  
Plaaorm	
  

User	
  
Registra6on	
  

NewsleTers	
  

Deals	
  

Contests	
  &	
  
Events	
  

Loyalty	
  

Merchants	
  

Demographics	
  

Voter	
  
Registra6ons	
  

$847	
  in	
  total	
  revenue	
  
in	
  past	
  3	
  years	
  

Interna6onal	
  travel	
  
video	
  consump6on	
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Deliver	
  Qualified	
  Customers/Prospects	
  to	
  Merchant	
  Community	
  
•  Integrate	
  merchant	
  customer	
  informa+on	
  with	
  our	
  data	
  

•  Iden+fy	
  the	
  characteris+cs	
  of	
  best	
  customers	
  

•  Locate	
  high-­‐opportunity	
  prospects	
  both	
  geographically	
  &	
  digitally	
  
•  Op+mize	
  media	
  mix	
  across	
  pornolio	
  



growth	
  |	
  engagement	
  |	
  mone6za6on	
  

44	
  years	
  old	
  

HH	
  Income	
  >	
  $150,000	
  

Registered	
  
Independent	
  

High-­‐value	
  customer	
  at	
  
Bed,	
  Bath	
  &	
  Beyond	
  

Six	
  daily	
  deals	
  	
  
purchases	
  since	
  2011	
  

ATended	
  Home	
  Show	
  

Signed	
  up	
  for	
  mobile	
  
breaking	
  news	
  alerts	
  

Registered	
  for	
  weekly	
  
Wine	
  &	
  Dine	
  e-­‐newsleTer	
  

Par6cipated	
  in	
  March	
  
Madness	
  Contest	
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•  Create	
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  Targeted,	
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  channel-­‐integrated	
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  buyers	
  for	
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Ques%on:	
  How	
  many	
  ;mes	
  can	
  we	
  
be	
  paid	
  to	
  deliver	
  ;mely,	
  relevant,	
  	
  
personalized	
  and	
  channel-­‐op;mized	
  	
  
communica;ons	
  to	
  “Mary”	
  by	
  our	
  merchant	
  community?	
  

Answer:	
  It	
  is	
  en;rely	
  dependent	
  on	
  how	
  much	
  we	
  know	
  about	
  	
  
Mary…i.e.	
  how	
  many	
  audiences	
  she	
  belongs	
  to.	
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Bob	
  Gilbert,	
  VP/Audience,	
  Morris	
  Communica+ons	
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Data	
  drives	
  all	
  elements	
  of	
  revenue	
  diversifica+on	
  
•  Events	
  
• Na+ve	
  adver+sing	
  
• Digital	
  services	
  
• Video	
  
• Niche	
  publishing	
  
•  Email	
  marke+ng	
  
• Direct	
  mail	
  marke+ng	
  



THANK	
  YOU	
  
tom.ratkovich@leapmediasolu6ons.com	
  

@tomratkovich	
  


