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Revenue Contribution
AUDIENCE AND ADVERTISING REVENUE TREND, 2005-2018



Circulation Revenue and Expense Trend
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Background—Digital Subscription Strategy
2012 WAS A PIVOTAL POINT IN AUDIENCE REVENUE

• Audience revenue increasing importance as print advertising suffers dramatic 
declines

• Subscription rate increases, 2008-2012
• Variable pricing model, 2012-present

• Sizable content reductions
• 2007-2012
• Resulted in significant increase in print stops

• More and more consumers getting news digitally for free



Planning with the Future in Mind
WE DIDN’T SIMPLY PUT A PAYWALL IN PLACE, WE RESET OUR AUDIENCE STRATEGY

• Print advertising will decline

• Digital advertising will grow modestly

• Audience revenue will grow 

• If we reduce print, we need to:
• Establish high digital rates
• Retain Sunday print as a differentiator
• Ensure that print subscribers adopt digital habits do so with 

Seattle Times digital



Decisions That Were at Odds with the Industry
WE GAMBLED ON ASSUMPTIONS THAT WENT AGAINST THE INDUSTRY

• All print subscribers would get digital access included as part of their subscription and encourage 
their use

• A much-higher than average price point for parity with print to create high perceived value of 
content versus platform

• A metered paywall versus premium content, hard wall or a two-site strategy

• Variable pricing did not include nickel-and-diming subscribers: premium days, transactions fees, 
special sections



Paywall Launch in 2013
WE WERE OPTIMIZED FOR PRINT, NOT EQUIPPED FOR DIGITAL AND ECOMMERCE



2013: Login Issues
USERS NEEDED MULTIPLE ACCOUNTS TO USE THE SITE



2013: Poor Mobile Experience (Unresponsive)
SITE REQUIRED PINCH AND ZOOM TO USE ON MOBILE



2013:  Mainframe Driving Ecommerce
OUR CORE SUBSCRIPTION SYSTEM WAS A MAINFRAME THAT SUPPORTED PRINT, BUT INADEQUATE 
TO SUPPORT DIGITAL



2013:  Hard to Purchase a Subscription

New 
Subscription

1. Select 
Product (again)

2. Create profile 3. Enter payment 4. Enter billing/delivery 
address

• 24 fields
• Difficult 4 step process
• Vendor controlled with little ability to improve the process (no A/B testing)



2013:  Data
FLYING BLIND



Significant Milestones Since 2013
PAYWALL LAUNCH MARCH 2013 THROUGH 2018



Key Focus Areas for Continued Digital Growth

• Content that resonates with readers and engages them to the point they subscribe

• Get more users to the paywall to force a buying decision

• Make the purchase process as easy as possible

• Once you have a subscriber, get them to stay

• Use data every step of the process



Conversion Rates—Purchase Process/Funnel 
STREAMLINED DESKTOP AND MOBILE PURCHASE FUNNEL

• 9 fields now required 
to make a purchase

• Alternative payment 
options available:  
PayPal and  Amazon 
Pay



Content That Resonates— by Topic



Content That Resonates— by Section

• Highlight key metrics in terms of quantity, engagement 
and influence scores

• Discover insights by comparing when articles are 
published to when they are read

• Mine articles viewed for insights into topics/stories 
that resonate with readers

• The end result is that we now have visibility into 
content that moves the needle and content that does 
not



Content That Resonates— by Author

• Give authors the ability to track their 
individual performance

• Highlight the authors who resonate with your 
visitors and influence them to subscribe

• Help authors optimize their time by 
highlighting which articles show a good return 
for their effort and which do not



Content That Resonates— by Article

• Look at the characteristics of visitors who read particular 
articles so you can serve them better by asking:

• Where are they geographically?

• What source brought them to this article?

• How long do they invest reading the article?

• Did it bring new visitors to the site? 

• Was it promoted via social media?

• To what degree was it read by existing subscribers?

• Most important, did the article influence people to 
subscribe? 



Force More Buying Decisions—Content Format
GETTING USERS TO CONSUME MORE CONTENT TO BUILD THEIR HABIT AND HIT THE PAYWALL



Force More Buying Decisions—Recirculation 
GETTING READERS AND USERS TO CONSUMER MORE CONTENT TO BUILD THEIR HABIT 
AND HIT THE PAYWALL



Force More Buying Decisions—Newsletters 
GREAT SUCCESS IN DRIVING ENGAGEMENT, BUILDING HABIT AND RESONATES WITH SUBSCRIBERS



Force More Buying Decisions—Paywall Experiments
GETTING READERS AND USERS TO CONSUME MORE CONTENT TO BUILD THEIR HABIT AND HIT 
THE PAYWALL



Conversion Rates—Subscription Sales
EMAIL AND SITE WIDE SALES ARE A MAJOR DRIVER FOR NEW SUBSCRIPTIONS



Conversion Rates—Personalization
CHANGING THE USER EXPERIENCE BASED ON THE CONTENT THE USER READS



Subscriber Retention
ONCE THEY BECOME A SUBSCRIBER, GETTING THEM TO CONTINUE AS A SUBSCRIBER



Subscriber Retention
ONCE THEY BECOME A SUBSCRIBER, GETTING THEM TO CONTINUE AS A SUBSCRIBER

• Driving engagement and use with the same 
strategies to engage subscribers

• Areas of focus: 
• Credit card management
• Alternative payment options



Digital Subscription Growth
PAYWALL LAUNCH MARCH 2013 THROUGH 2018



2019 Priorities
SUSTAINING GROWTH

• Building on implementation of tools and cultural change to accelerate growth, 
particularly collaboration with news

• Personalization—dynamic meter and funnel experience
• Targeted site messaging based on user and behaviors
• Dynamic meter 
• Funnel experience

• Informed decision making 
• Analytics 
• A/B testing

• Quality registration growth
• Registration walls
• Trial offers without credit card

• Price testing
• Pricing elasticity of digital subscribers


