
Building a Sustainable  
Audience Monetization Model 

(in the post-meter era) 

2014 Ohio Circulation Conference 
Kent, OH | September 28-29   

Dan Williams, Chief Executive Officer | Leap Media Solutions 



About Leap Media Solutions 

Ohio Newspaper Association | Circulation Conference | September 28-29, 2014 

OVERVIEW 
 

• Founded in 2012 
 

• Based in Old Saybrook, CT 
 

• Full-service marketing solutions 
provider 

 

• Shared resource management 
 

• Leap Media Partners & The Day 
Publishing Company 

CLIENT COALITION 
 

The Day Publishing Company 
Digital First Media 
Hartford Courant 
Erie Times-News 
The Frederick News-Post 
The Bakersfield Californian 
Aurora Media Group 
Greeley Tribune 
NH Union Leader 
Albuquerque Journal 
Colorado Springs Gazette 
Cedar Rapids Gazette 
….and 13 other daily publications 

 



Audience Monetization 
(Historical and Strategic Context) 

Ohio Newspaper Association | Circulation Conference | September 28-29, 2014 



Newspaper revenue trends (2008-2013) 
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Paid content models: the new rage… 
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Price Elasticity? 
 Only a small audience will pay 

meaningful dollars 

 Small audience weakens our appeal to 
advertisers 

 Small audience undermines BIG 
Data…and little data 

 Small audience erodes the value of the 
brand 
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Cost 

The slippery slope of paywalls 

Ohio Newspaper Association | Circulation Conference | September 28-29, 2014 



“Now that roughly a third of the nation’s newspapers 
are charging for access to their web and mobile 
content, the early evidence suggests that digital 
audiences aren’t nearly as enthusiastic about paying 
for news as publishers are about charging for it.” 
 

- Alan Mutter 
Newsosaur 

What we know today 
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Price Elasticity? 
 Only a small audience will pay 

meaningful dollars 

 Small audience weakens our appeal to 
advertisers 

 Small audience undermines BIG 
Data…and little data 

 Small audience erodes the value of the 
brand 

 These factors and the continuous 
pressure to raise prices compromise 
our competitive advantage of 
efficiently connecting local merchants 
with high-potential consumers  
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Cost 

The slippery slope of paywalls 
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ONE COMPANY’S JOURNEY 
The Day Publishing Company 
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Three year brand repositioning (2010-2012) 

“A hub of distributed content and conversation with a      
local connection from a trusted source.” 
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Four strategic imperatives 

1. Unify the content management and digital publishing infrastructure 

2. Derive a fair value from proprietary content and services 

3. Create a customized user experience, with single sign-on authentication 

4. Build synergistic business model that regards customers as strategic assets 
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Metering: a tactic supporting the strategy 
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Result: bundling content stabilized subscriber levels 
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Individual Paid Subscriptions (5-year trend) 

Active subscriber  
households 

U.S. trend = (7%) 

annual decline 
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Rewards: create value for our members 
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Result: all-access content + rewards drove activation 
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Membership Activation (5-year trend) 

Fully-activated 
Members 

Active subscriber  
households 

U.S. trend = (7%) 

annual decline 
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High Retention, 
Hard to Acquire 

Low Retention, 
Hard to Acquire 

High Retention, 
Easy to Acquire 

Low Retention, 
Easy to Acquire 

Incremental penetration may 
be costly.  Not sensitive to 
price, so optimize pricing.  

Discounting or pricing with 
migration to full price. 
Worth spending more to acquire. 

Move marketing $ elsewhere, 
or micro-target based on 
desirable characteristics. 

Early, consistent engagement 
and value reinforcement is 
required to drive retention. 
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Segmentation: improve overall marketing effectiveness 
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Active subscriber  
households 

Fully-activated 
Members 

30.0%
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Annual % Member Retention (5-year trend) 
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Retention Lift 

Result: higher value + targeting drives retention gains 
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Audience data becomes a  
new “currency of exchange” 
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“Big Data” becomes “Actionable Intelligence” 

Active subscriber  
households 

(2) Transactional 

(1) Relational (3) Behavioral 

(4) Predictive 

Actionable 

Intelligence  
(aka “Big Data”) 

“Direct” Consumer Revenues 
• Metering (relational) 
• Subscriptions (transactional) 
• Point of Sale (transactional) 
• Merchandise (transactional) 
• Photo reprints (transactional) 
• Archives / back issues (transactional) 
• Gift memberships (transactional) 
• eCommerce (transactional) 

“Indirect” Consumer Revenues 
• Contest marketing (relational) 
• Affinity content marketing (relational) 
• e-Newsletters (relational) 
• Sponsored surveys (behavioral) 
• Merchant services (behavioral) 
• Onsite targeting (behavioral) 
• Site personalization (predictive) 
• Offsite re-targeting (predictive) 
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Actionable intelligence = competitive advantage 

 

 

CUSTOMER 
INTELLIGENCE 

SYSTEM 

Address 

Demographics 

Subscribers 

Registered 
Users 

Periodicals 

Newsletters 

Deals 

Contests 

Rewards 

Merchants 
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A more complete view toward 
audience monetization 
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Print subscription revenues (2008 – current) 
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Audience revenue diversification (2008 – current) 
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Audience revenue diversification (2008 – current) 
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Audience revenue diversification (2008 – current) 
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Audience revenue diversification (2008 – current) 
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Audience revenue comes in many forms 

EXAMPLE LMS CLIENT 2010 2011 2012 2013 

Print Subscription Revenues 4,400,000 4,550,000 4,700,000 4,800,000 

       + Digital Advertising Revenue 1,500,000 1,600,000 1,725,000 1,850,000 

       + Digital Content Revenue - 30,000 125,000 160,000 

       + Contest Marketing Revenue 10,000 95,000 115,000 87,500 

       + Daily Deals Revenue 35,000 87,500 112,500 82,500 

       + E-Newsletters Revenue - 33,000 98,000 255,000 

       + Ad Campaign Services Revenue - 45,000 55,000 225,000 

Total Annual Audience Revenues 5,945,000 6,440,500 6,930,500 7,460,000 

Total Consumer Records (TCR) 20,132 32,249 48,975 58,642 

Total Average Revenue/TCR $295.30 $199.71 $141.51 $127.21 
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Average revenue per 
consumer record is 

shrinking…that’s bad, right? 
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Incremental revenue per “TCR” is substantial 

EXAMPLE LMS CLIENT 2010 (Baseline) 2011 2012 2013 

Print Subscription Revenues 4,400,000 +150,000 +150,000 +100,000 

       + Digital Advertising Revenue 1,500,000 +100,000 +125,000 +125,000 

       + Digital Content Revenue - +30,000 +95,000 +35,000 

       + Contest Marketing Revenue 10,000 +85,000 +20,000 (27,500) 

       + Daily Deals Revenue 35,000 +52,500 +25,000 (30,000) 

       + E-Newsletters Revenue - +33,000 +65,000 +157,000 

       + Ad Campaign Services Revenue - +45,000 +10,000 +170,000 

Incremental Audience Revenue Growth 5,945,000 +495,500 +490,000 +529,500 

Incremental TCR Growth - +12,117 +16,726 +9,667 

Incremental Revenue per TCR - +$40.89 +$29.30 +$54.77 
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…we hold these truths to be self-evident… 

• Audience monetization taking on greater importance 

• New and evolving ways to monetize your audience 

• Convert “big data” into actionable customer intelligence 

• Support overall revenue transformation 
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Evolution of audience monetization (past) 

40 Cove Road 
Stonington, CT 06371 

Telemarketing Start 
October 3, 2010 

Active Mon-Sun Subscriber 
Enrolled in EZ Pay since 2011 

$653.10 in subscription 
revenues in past 3 years 

Wet paper delivery 
Complaint last Tuesday 

Address-based 
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The audience monetization hierarchy… 

Site Visitor Qualified Prospect Fully-Activated 

Anonymous 

 

Registered 

Member 

Monetization: 

• Page views 

• Single copy 

Monetization: 

• Page views 

• Subscription 

• Deals 

• Contests 

• Metering 

Monetization: 

• Page views 

• Subscription 

• Deals 

• Contests 

• Metering 

• Membership 

• Clubs 

• eNewsletters 

• Affinity Content 

• Brokered services 

• Content Marketing 

• Others… 
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Evolution of audience monetization (present) 

Address-based 

60 years old – member 58 years old - member 

HH Income > $150,000 Homeowners 

$780.16 in Consumer 
Revenues since 2009 

Six daily deals  
Purchases since 2011 

Two-week vacation 
every July since 2009 

Signed up for mobile 
breaking news alerts 

Registered for weekly 
Business e-newsletter 

Reads Grace and Sound & 
Country magazines online 

Acxiom Lifestage: 
15M – Mature Wealth 
 

Indexes high for 
online purchasing 

Twelve activations on  
rewards site since 2012 

Indexes high for 
Interest in Community 

Active Daily subscriber Registered on website 

User-based 
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Dan Williams, Chief Executive Officer 
Leap Media Solutions 
Daniel.Williams@leapmediasolutions.com 
860.710.5323  | 860.710.5942 
www.leapmediasolutions.com 
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