Gazeta Wyborcza

national vs. local

learnings from playing both sides
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First published in 1989

Based in Warsaw

24 local editions accross the country

No home delivery, few print subscriptions (!)

CompetitorS' free content on horizontal portals
Model: ads+reader revenue (metered/hybrld)

TAM, GDZIE

Jestesmy w Twoim miescie, w k.m/'u, na swiecte

dziennikarzy codziennie

walezv o Two J e zaufanie

Zostan z nami na diuzej. Teraz dwa kwartaly w cenie jednego




Bumpy road, scale vs. $

« 2014/15 - rocky start, inhouse e-commerce tools

* 2016 — Online Strategy Team in the newsroom
(subscriptions + audience engagement + platforms +
online marketing).

Liczba, za kt6ra stojq ludzie

a2 nami u2 133 tys. prenumeratorow Wyborcze.p. Dkjeny! Heated debate on the future of local websites.
DOLACZ DO NAS i wyborczapl e 2017
- focuson $

- restrategy of Wyborcza’s presence on Facebook:
30 000 of subscriptions acquired on Facebook

- release of the archives — 4 min of articles
(Wyborcza Classic)

- 93% - quaterly and yearly subscriptions

- over 300 000 online transactions in 2017

digital only
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Why #subscriber first (memo)

Our subscriber is ,worth” 160 x more than an anonymous user *

sreads 20 x more articles

« and consumes 20 x more ads

»...ads that are up to 5 x more expensive

shares links to social media, promotes the brand, discuss the topics with other
subcribers (comment section is how available to subscribers only)

*is ready to pay for your work now and in the future

Subscribers are already responsible for 25-30% of the page views.
60% of their visits are direct (whereas its’s 25% only for non-subscribers).

Focus on what subscribers read and how.
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Wyborcza present in largest local content markets

Estimated addressable market size for wyborcza.pl local content subscriptions and wyborcza.pl current footprint

Trojmiasto
Bydgoszcz
Szczecin
Torun

Gorzow Wielkopolski

Poznan —————

Zielona Gora

Wroctaw

Czestochowa

Opole

Rural and urban-rural municipalities Gl'iVliCé
0-1,000 of potential subscribers
1,000-2,500 of potential subscribers

. 2,500-5,000 of potential subscribers

. 5,000-10,000 of potential subscribers

- 10,000-200,000 of potential subscribers

Source: GUS, Megapanel, PKW, BCG analysis

Katowice

Bielsko-Biata

Sosnowiec

Olsztyn

Biatystok

Ptock
Warszawa

Lodz
Radom

Lublin
Kielce

Rzeszow

Krakow
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For a long time local content seemed unsellable

Local content
stands for

50% of

total
number of
page views

-)
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But in
2014-2015
stood for

less than

5% of

monthly_ B wyborcza.pl
transactions

General/national content

. Local content (purchases) (purchases)



Local content potential too high to ignore

-— Local content

/\.w,._)

Wyborcza’s specialty: Polish
politics, political news of

Still, content potential
analysis is just a start.

national importance. Main focus on users
best authors, investigative segmentation, scoring
journalism, biggest political and their customer

affairs.

journeys.

KRAJ LOKALE
. sNational” desks (Politics, Foreign affairs,
. . share in transactions Science, Opinions)
. . Local content
share in page views Other marketing activities (display, emailing,
. social media, google, brand)
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Obvious and less obvious —

basic readership analysis (topics, consumption)

What we thought would
work best

Political affairs
Opinions

Russia

High culture
Investigative journalism

Local content
- builds habits, boosts loyalty (important for metered model)

- reduces churn risk

- source of best stories from regions to reach wider audience

What works best and
surprised us

Breaking News

Local content

Short olitical news
Commentaries (in time)
Evergreen stuff (20 - 30
year old stories:
Wyborcza Classic)
Women’s rights
Children

Literature

TV series

Newsletters

accross the country, strong in Google search

®

Health

New
technologies
Video

Time consuming
interactive
materials

Local websites

Infrastructure
Accidents
Crime stories

What keeps the
subscriber
engaged

(high loyalty)

Local content
Political news (in
time)

Literature
Opinions (in time)

Local variations

Culture, Free time
(Krakdéw, Poznan)

Investments
(Katowice)

Crime stories
(Warsaw, Biatystok)




Are you local?
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Unclear identity:
not defined in the local

NEWSrooms.

In some cases: 60-70% of the
users ot the local website come
from another geographical
region.

In some cases only 30% of the visits on local websites come from
their own channels. Others come from the national homepage. Such
dependence on the home page/referrals was fine for the model
based on display advertising. It won’t work for the business based on
brand loyalty/subscriptions.

= new challenge: (re)building communities around local editions

New KPIs for local newsrooms: focus on regional reach and own channels
e.g. local editorial newsletters




Balancing is tricky but let’'s make it easier

% realizacji sprzedazy prenumerat w dziatach

Dominika Wielowieyska

S I a C k Ch a n n eI for Zmartwychwstaricy. Jak sie zyje po émierci Klinicznej 2
Stan PiS na itwy [TA NIEZNOSNA POLITYKA]
Magda nie wiedzi ziec

PN /4
local ,strategic
I apa] iela. Prokuratura zatrzymata braci polskiego Fritzla. Wszyscy gwatcili kobiete w piwnicy jej domu  Katarzyna Wiodkowska
stuff only.

o rozwodzie. Jej przystojny maz byl wiasnie w drodze miedzy domem Ai..  Iwona z Lenowa

mto przekleristwo

Physical presence: -
monthly reunions
in Warsaw,

~Strategic” |
workshops ,in the @mateusz.chmiel st mooro  mmroror

field Mar 28th, 2018 el

Agnieszka Jucewicz

e
Y ° o
k # dl g|ta I_Iokale v jefatwo. Jak 40-latek ma sig dogadat 2 20-latkiem w pracy Alicja Bobrowicz

Pawet Wroniski
zy przezyli $mier¢ kliniczn, boja sie mniej [REPORTAZ]

Wojciech Staszewski

10 Mama Tomasza Komendy: Dorota grozita, ze bede przez ni plakac. | wrobita mojego syna w morderstwo Ewa Wilczyriska

2. Realizacja celu na prenumeraty

Real (stan na dzis):

11530 520 5%

Procent realizacji: 'H

New KPIs for local newsrooms and

1.

‘ |I°na.g°d|ew5ka 3. Artykuty najchetniej czytane przez prenumeratoréow 3 .

Tyeut ' dashboards with focus

X TRE vy
L S utnhi AR |
e P 15,0%
ot A Prerme e 2 10,0%
oW /-,_, 1‘ - fl‘, AL e
/\ X/ \ . o g
// “y,‘ 0,0% N
/f-_.; — "“_;.’_ - + (V] g
: ot (v ] TV B |
& | — | 7o |\ =N il |
§f X
CORE < | Simplification,
L TRR\ a g a -
v W\ T visualisation Real ti ditorial
(vt o | | p V'sualisation. YO eal time editoria
~,g‘-r\;} $ ) Miejsce
K D) N | o ;\" Katarzyna T. Nowak, autorka ksiazki "Rok na odwyku": Zeby pisac, najczesciej rozciericzatam wino woda. Potrafi.. Monika Tutak-Goll .
- Wojciech Staszewski on .

Subscriber
acqusition (KPIs
for each desk and
local edition)
Content
apprectiated by
current subscribers
Trending

converting topics/
tag

24 people in Warsaw + (new) at least 2 in every local
newsroom implementing the strategy

awards for most converting articles.
All transparent for journalists

Soon: engagement per
region!



Feeling at home on wyborcza.pl:

#subscriber first means also local first

3 4
B wyborcza.pl

adtuse]
Jui nie tylko kurs funta. Strach ostabia brytyjskg SR

NAICZESCIE) CITTANE

Skorzysta) zo Znitki 40%

ogowanie
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4 3 21": tej wielkiej powiesci nie da si¢ zapomnie¢.
Paul Auster ostatecznie dotacza nia do panteonu
amerykaniskich klasykow [VARGA]
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new logic

System of colourful notifications about the
state of your subscription, new content, gifts,
emails that are waiting in the inbox

Adjusted subscription communication on local
sites

More local content recommendations on the
sites and the home page (IP based) — 10 new
features

Only subscribers can leave comments

Only subscribers can use AdBlock

Local newsletters tested in several regions
(general and thematic e.g. bike routes)

»,Magazine layout” for local premium articles

Wyborcza.pl available for free in local coffee
shops

3RO 2L 12210

‘ Gazeta Wybo...
Zwykle odpowia...

Oto porcja najnowszych
wiadomosci

zwyborcza.pl <

Bodnar: Wycofuje wniosek do
sprawie inwigilacji, nie przyto2
do zamro

l“ CZYTAJWIECEJ  UDOS'

Wyslij wiadomos(¢

We just send
you an email
with a gift.

Check your
mailbox

zarzADZAY (D

Chatbots

= Bwborczapl danuta.bregula ()

LRONY ECOSPON

Gospodarka

Czy prezydent stusznie chwali sig
podniesieniem kwoty wolnej od
podatku? [SPRAWDZAMY]

"Dzigkujemy, Ze jestes wsrod 133 tys.
prenumeratoréw Wyborcza.pl" - maila o
takim tytule wystaliSmy do Ciebie w czwartek.
ChcielibySmy, zeby ta specjalna wiadomos¢ i
prezenty, ktore przygotowalisSmy Cie nie
ominely, dlatego sprawdz koniecznie poczte!




Transformation is site-specific

and takes time

Wyborcza local sites only

m

. .

BIA- BYD CZE GORA KA

KIE

LOD LUB OLS OPO PLO POZ RAD RZE SzZC TOR TRO WRO ZIE

[] % of the page views within all sites (total)
. % of the paying subscribers’ page views (subcribers’ readership)
B % of transactions



Our focus now

Subscriber
experience and
engagement

(Wyborcza 3.0.) Local elections coverage

- local (sub)brands

More adaptive

paywall Premium Ads

for Subscribers




Thank you

Visit us: wyborcza.pl
danuta.bregula@agora.pl



