THE BUMPY ROAD
TOWARDS A SUSTAINABLE
DIGITAL BUSINESS MODEL

POLITIKEN




About me

Head of Sales and Marketing at Politiken

2012-2018 Digital subscriptions specialisation, freemium and metered

2013-2015 Head of digital subscriptions, Ekstra Bladet
Initator of Freemium Summit — Bild (DE), Aftonbladet (SE), VG (NO) and
Ekstra Bladet (DK)

Contact

Astrid Jargensen

aj@pol.dk
linkedin.com/in/astridjoergensen/

POLITIKEN




YOUR BUSINESS?
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CURRENT
REVENUE STREAMS?

- o ?

ADS CONTENT OTHER
Print Digital Single  Subscriptions
ads ads copy sales
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HOW MANY USERS IN 2021
TO SUSTAIN CURRENT
ADVERTISING BUSINESS?
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WHEN DOES USER REVENUE
FROM PRINT GET CRITICAL?
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OTHER REVENUE STREAMS
OF VOLUME AND SCALE?
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POLITIKEN

» Denmark's largest paid newspaper (readership)
 Social liberal

 Politics, society and a strong emphasis on culture
» Metropolitan (Copenhagen bias)

» Part of JP/Politikens Hus
(Denmark's biggest privately held media company)
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ONE AUDIENCE

* Modern community-oriented

« Divided (mainly age-driven) into print and digital.

* Only limited overlap.

POLITIKEN

DIGITAL
817.000 weekly

BOTH PLATFORMS
97.000 weekly
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PAID CONTENT LAUNCH 2013

o
T

Metered model
25 free articles / month

Monthly price (after €1,5 trial);

« £6in2013
« €10in 2016
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LEARNINGS

» Cheating was too easy
» Lack of shared focus internally
» Too low price point / unrealistic ambitions on number of subscribers

* Impossible to scale to a sustainable business in a niche language market

POLITIKEN




SHIFT TO PREMIUM

May 2013 - Dec. 2016
Metered model
Website only access

No e-paper access

Loyalty club ('Plus’)

6€ (2013) => €10 (2016) / month

Dec. 2016 -
Premium model
Website acces ... and more:

Full access to e-paper edition
Complete archive from 1884

Loyalty club & events ('Plus’ &'Live’)

€40/ month
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CURRENT ABOVE-THE-LINE PRODUCTS

POLITIKEN DIGITAL
DIGITAL + E-AVIS ALLE DAGE

v Fuld adgang til
Politiken.dk

v E-avis hele ugen
v Arkiv adgang
v Plusfordele

Prav ferste méned for 1 kr.
ferefter 200 kr/rr

Digital only

€40 [ month

POLITIKEN KOMBI
DIGITAL + AVIS LBRDAG 0G
S@NDAG

v Avis lerdag-sendag

v Fuld adgang til
Politiken.dk

v E-avis hele ugen

v Arkiv adgang

v Plusfordele

Prav farste mined for 199 kr.

Herefter 448 kr

Digital all week
+ print Sat-Sun
€60/ month

POLITIKEN KOMPLET
DIGITAL + AVIS ALLE DAGE

v Avis hele ugen

v Fuld adgang til
Politiken.dk

v E-avis hele ugen

v Arkiv adgang

v Plusfordele

Digital
+print 7/7
€74 [ month
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MONTHLY PRICE POINT

€40 month 0

Danish market International colleagues
250
€20 month
100
] &

Source: Mediet Bias (bias.nu)
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Politiken

Berlingske.dk
Information.dk
Ekstrabladet.dk
Die Welt

The Guardian
New York Times
Aftonbladet
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A UNITED POLITIKEN

External message: Full price and full access

POLITIKEN®
.

Internal message: A transformation you believe in

= newsroom engagement in the business is key

Fra burger til brunch: Her L

nnangp.uaan_a-n Af. .
0000 cafeerog takeaway-steder TR Pm..:~ F.WMMnlﬁ.w.mkﬁgm.u
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E-PAPER AS JUSTIFIER
FOR A HIGH PRICE
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POLITIKEN  (nsdag 7. december 20w
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en,somdukenderden, S tiaiee

Deteren fuldstendigkopl S, e L e
afdagens avis, men med fracven af s a o
langt flere fordele. Med presse. | enkantal Lindet girder  peesse. |en kant f Lundet gir der

Politikens caviskan dulet 1o oo a devil semte denover  blands om, at de vl sste dem over

danne dig etoverblikover  fortehold for tiden. forbehold for tiden.
avisen og springe direkte Viflotter med et hodd, der vil rundt
B—’u’ 2 Vilotter med et hold, der vil rusdt. o we sig oo | byen, Dt gor helller
og: byen. heller ke
Ve meve. Men by Theing  ex denne stoerelse
e denne worrchie I o kan der
E-AVISEN ering handler om, s kan der fostalles op til 3 gamge. Hvis det er
fortardles op til 3gange. Hvis deter et til dit bord der S dig op, ex det
travet til dit boed der Lk dig op, er det  smarere varmen over de andee. Selv
4 o— andre. Buan og
udset h dertor .
s af Bgheder. Dermed kan der o devfor Kke Lengere den ghade giver, et o
e k den wdi
Siaaal silling langtid.

SIOFT wden beug fra opeimering af Lag 1. Dot e et w4 noghe timmer Dt ghr der o noghe timer ol hvor
peesse. 1 en kast af lindet gir der e bvor det er indiysende, at vicke  deter indiysende, at virckeligheden
e bliver Deter

f widen. [ og et
hold. der vil nundt og se sigom | derbodes, st et o darmpet M hueset | ex dampet of burset | morgen. Der in-
byen. Det goe beller (kke meve. Men  moegen. Der indggives hvert &r digives bvert dr enorme strenge af
hwoe vi nu overbringer denae stoe- encerse strenge af blade af storve blade af storve eller mindre tilsnit.
rebe til det sogroptimering handiier  eller mindve tilsnit, Man kan fremad se. at de har vaeret
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E-PAPER LEARNINGS

Our target group, the digital heavy
users (20-45) knows the e-paper exists.

But most of them do not use it.

So why bother?

How well do you know Politiken's e-paper ?

18%

11%
8%

5%

56%

38%

41%

19%

Know and use the
Politiken e-paper

Know and have used, but
do not use Politiken’s e-
paper anymore

B Politiken.dk - heavy users

Know, but have never
used the Politiken’s e-

paper

Politiken.dk - light users

Do not know Politiken’s e-
paper
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E-PAPER LEARNINGS

Because the target group,
when asked, actually long
to be newspaper readers!
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Our e-paper has value in target audience

A finished and prioritized product

Most important current topics

Background and perspectives instead of news flow
Stimulates focus and concentration

Fits a daily routine

Handy, recognizable format

Offline access

Mobile and always available

No waste of paper and it doesn't pile up in the mailbox

It justifies a high price point

POLITIKEN




Newsletter

subscriber Registered
B b user
anners, maybe a Banners, full name,
lead or permission maybe a .
lead or permission + Trial . N
subscriber ew

newsletter .
Print, digital or ~ Subscriber

a combination Print, digital or
a combination

User
)b

Banners Banners, name

and address.
Permission and
newsletter

Anonymous

Banners, name
and address.
Permission and
newsletter

Registered
subscriber

App download Banners, full name,

Mavb h address maybe a
aybe a pus permission +

notification newsletter
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FACEBOOK

Our approach so far
#1 content campaigns
#2 retargeting (content)
2 .

: .

#5 lead collection (tactical)

w Politiken
R

nart pd 3 ugers fene? Fa Politiken leveret dignalt | en hel maned

FERIETID

Lees Politikeni 30 dage for kunTkr.

’
FORSTE MD.

Det er tid til at veelge side

ne na anrg. Milke m

andheder man ansker at

ws 0g altemat ta. vil Politien fortsat

Las mere
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_H>O m WO O _A _U _“N _ O _ Z @ /Danish Media Agency customers

Google Adwords Facebook YouTube

Source: PHD Media, Denmark
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TAKEAWAYS

Control your ad spend
Facebook aided telemarketing
Lead acquisition
Lead prepping

Constant campaign mode

Weekly follow ups
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CONTROL YOUR AD SPEND

E I”VVV m ® O o
Ensure Customer Make it dynamic Operationalise it

Lifetime Value (CLV)
calculation
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CLV CALCULATOR

Verslag vl mye overvierifier

Laweme omdowrrrger (assocachucyet)
Nys INGITALE kuncer

Nye KOMPLET basder
Toedt rye hercer

Ad spend (per campaign)
New customers (per product
Cost Per Acquisition

Share of <30 subs. (50% discount)

VAT regulations per product

Based on

-margin

- average monthly churn
per product category

Month 1-6 profits
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YEAR OUT CAMPAIGN
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w Politiken

Sidste chance: Bestil inden tirsdag, og fa ubegraenset adgang til
politiken.dk og e-avisen resten af 2017 for 299 kr.

Year out campaign

299,- (40€) up front
Next 40€ payment
after 3 months

Tilbud udlgber i dag: Fa fuld adgang resten af aret for
299 kr

Politiken er sjovest at bruge i indlogget tilstand. S& far du anbefalinger og
funktioner, som er rettet szerligt mod dig.

Laes mere

D@ Synes godt om O Kommenter \V Del f v
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CHANNELS - OWNED

E-mail On-site 'editorial’ windows On-site pop-ups
POLITIKEN
Tilbring resten af dret i selskab med Politiken e " e Fa C_umaﬂmjmmﬁ
| Bliv oplyst i  adgangti
! blandt t dickke kommun - o t t
e ~ efterarsmeorket g
e | BESTIL NU
2 ‘ ,
FA UBEGRANSET Ubegraenset adgang til Politiken resten
ADGANG TIL POLITIKEN af 2017 for kun 289 kr.
FOR 299 KR.

E— |
Sswn<
POLITIKEN &
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AGE

IR IR

Year out 299,-
(3 months)

51Y

1,- first month
then 299,-

41Y

Demography
(18 ar+):

49Y
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RETENTION: 1 kr. vs. 299 kr.

58% 40% 33% 29%
| | | |
| | | | f >
1 kr. 299 kr. 299 kr. 299 kr. 299 kr.
299 kr. 51% 47%
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CHURN PREDICTION
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VISITS FIRST 31 DAYS
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March-October 2017



PAGEVIEWS FIRST 31 DAYS
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Pageviews per 1000 subscribers. March-October 2017



ARE SUBSCRIBERS VIA
"BLOCBUSTER” ARTICLES
MORE LIKELY TO CHURN?
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NO.
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STAYING CUSTOMERS COMPARED TO CONVERTING ARTICLE SECTION

34% “
31% 31% 32% I
28% : 28%
27% 27% I
26% |
23% |
|
|
|
|
|
|
|
|
|
|
|
DEBAT KULTUR INDLAND FORBRUG OG LIV UDLAND IBYEN REJSER SPORT TOP 20 ARTIKLER SAMLET
(ud af 1512) (ud af 1444) (ud af 744) (ud af 471) (ud af 277) (ud af 172) (ud af 122) (udaf 112) (ud af 765) (ud af 5258)

POLITIKEN

Graferne viser andelen af tilbageveerende kunder pd baggrund af konverterende sektion. Alle data tager udgangspunkt i abonnementstatus d. 1 november 2017



CONVERTING ARTICLE
SIGNIFICANTLY REVEALS
USER PREFERENCES
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CONVERTING ARTICLE VS. BEHAVIOUR

400
350
300
250

200

352
164 171
149
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120
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0

KULTUR DEBAT INDLAND UDLAND FORBRUG OG LIV IBYEN

Graferne viser forbrug i samme sektion som den konverterende artikel i forhold til gennemsnitlig forbrug fra abonnenter (indeks 100). Periode 1. marts til 31. oﬁovMQH-H-H-HNmz

o

o

Samlet antal sidevisninger pa de 6 sektioner fra konverterende sektion: Kultur: 211.926, Debat: 256.085, Indland: 119.398, Udland:79.896 , Forbrug og liv: 72.559 Ibyen:
35.509



READER BEHAVIOUR / CUSTOMERS CONVERTED FROM CULTURE

7 149
140
120
103

100 94 91 95

80 76

60

40

20

0

FORSIDE KULTUR INDLAND DEBAT UDLAND FORBRUG OG LIV

POLITIKEN

Periode 1. marts til 31. oktober. Samlet antal sidevisninger pa de 6 sektioner fra abonnenter, der konverterede pd kultur: 387.776



OLD AND DYING
SUBSCRIBER BASE?
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AGE — NEW SUBSCRIBERS

2.114

1.801 1.895

1.553 1.455

1.202

16-24 ar 25-29 ar 30-37 ar 38-45 ar 46-59 ar 60+ ar

POLITIKEN

Dec. 2016 — Oct. 2017



CHURNERS: TO WHAT EXTENT WOULD YOU MISS POLITIKEN IF IT DIDN'T EXIST?

81%

70%
66% ’

56%

18-35 ar 36-55 ar 56+ ar Total

B Ville savne Politiken, hvis det ikke fandtes

POLITIKEN

Kilde: Opsagte abonnenter, april- august 2017: 257 respondenter.



PREMIUM = LOSS OF TRAFFIC?
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GROWTH IN PAGEVIEWS: INCREASE COMPARED TO 2016

35.000.000

30.000.000

25.000.000

20.000.000

15.000.000

10.000.000

5.000.000

Januar

Februar

Marts April
w2016 mm2017

Maj Juni
-« Lineeser (2016)

Juli August
Lineaer (2017)

47

September Oktober
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TREND: PAGEVIEWS FROM NON-SUBSCRIBERS INCREASE AS WELL

Subscribers’ share of pageviews :

27% 27% 27% 27%
_ _ _ _ | _Nmo\o | _Nmo\o
Marts April Juni Juli August September Oktober
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A/B-TEST —STOP SIGNS

TEST A: Hjeelp - vores hus synker, TEST B: Hjeelp - vores hus synker,
4 hsvisiple €M der er ikke nogen, der , hvisibl men der er ikke nogen, der
paragrapnsvisible  yi] hjelpe, selvom vi har paragrapn visible — yj] hjelpe, selv om vi har
betalt dem for det betalt dem for det

Der var ingen hjeelp at hente, da en familie fandt alvorlige
saetningsskader pa det nykebte hus, uden at det fremgik af
tilstandsrapporten. Og familiens forsikring mod skjulte skader
daekkede ingenting.

Rasende, vred, frustreret, forundret, bitter og magteslos.

Der erild i den sorte side af folelsesregisteret.1to lange ar har familien
varet uhjelpeligt fanget i et af de mareridt, man ellers kun herer om og

tenker: ‘Godt, det ikke er mig’ Fa fuld adgang om mindre end 2
. - ) minutter
ar det at reparere skaderne, og der er

7 ar gaml g g De hurtigste bruger mindre end 1,3 minutter pa at blive abonnent
og fa fuld adgang til Politiken i en maned for bare 1 kr.

Bliv abonnent for 1 kr-

Fa fuld adgang om mindre end 2
minutter

De hurtigste bruger mindre end 1,3 minutter pa at blive abonnent
og fa fuld adgang til Politiken i en maned for bare 1 kr.

Bliv abonnent for 1 kr.
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RESULTS

TESTA:
4 paragraphs visible Pageviews

1.223.967

Visits to shop directly after A

5.143

Sales immediately after A

289

Kilde: Google Analytics —den 17. januar t.o.m. 6. februar 2018

TESTB:
1 paragraph visible

Pageviews

1.221.538

9.407 (+9,3%)

Sales immediately after A

316 (+9,5%)

POLITIKEN




QUESTIONS?

Astrid Jargensen
aj@pol.dk
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