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| The Subscriptions Academy Nordics helps news

publishers build sustainable digital revenue
streams in a mature and competitive environment
by ensuring that they are at the cutting edge of
innovation, defining an ambitious vision for their
digital subscription business, and building the
engine that will take them to their goal.

STRATEGIES | Google News Initiative
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Subscriptions Academy programmes help publishers
build and achieve ambitious goals

Objective

The Subscriptions Academy Nordics programme is designed to engage a select group publishers from some of the most
mature publishing markets in the world (Nordics and BeNeLux) and address the specific challenges to future
sustainability in their competitive environment. The programme will help define an ambitious vision for their digital
subscription business and build the engine that will take them to their goal.

Expert delivery

The Academy is an ambitious, intensive five-month experience that addresses each step of digital subscriptions, from
traffic acquisition to subscriber retention, and the organisational skills publishers need to succeed. Google News
Initiative and FT Strategies work in partnership during the programme to help participating publishers reach their goal,
each providing expert advice to publishers.

Participants will receive dedicated 1:1 support and learn from the shared experiences of other cohort members.
Delivery will be mostly digital, with 2-3 in-person visits from FT Strategies consultants at various stages of the
programme.

Strong historic results

We have now worked with 24 publishers across three previous EMEA editions. The programme has received
consistently excellent quantitative and qualitative feedback from previous participants, and publishers have seen strong
improvement in key subscriptions business metrics.

GNI and FT Strategies are excited about welcoming the next cohort of publishers to the inaugural edition of the
Subscriptions Academy Nordics, and look forward to receiving your application to be one of them.
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The programme assesses performance and guides future strategy across a
range of core and adjacent topics

At the heart of the programme are the key stages of the reader lifecycle -
workshops will focus on having an immediate impact

The reader lifecycle

Retention

Anticipate and
react to reasons
for leaving

Engagement

Deliver a meaningful
and relevant experience

Monetisation to your readers

Drive optimum
value from all
segments of
customers
Conversion
Turn engaged users into
loyal customers through
subscriptions

Traffic
optimisation

Attract readers
to your news
platform

Registration

Get to know your
users so you can
tailor your
conversion
strategy

In addition to core inspiration series delivered by experts from the wider FT and
Google, this programme also includes exclusive deep-dive seminars that promote
long-term development through innovation in keys areas

The Inspiration Series

Audience diversity Datajournalism at the FT

First-party data strategies Plus many more...

Long-term development deep-dives

New content formats (podcasts, AV,

Building and using engagement metrics e

Identifying and accessing growth

. Dashboards and advanced data analytics
audiences

Propensity modelling & dynamic

. Building a B2B business
conversion

New product development Dynamic pricing

Cross /upsell Building and nurturing mini brands

FT STRATEGIES | Google News Initiative
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The programme comprises three phases over 5 months

Discovery

Understanding your business in
depth through data analysis and
in-person interviews. Performance
benchmarking against the cohort and
the wider industry across the
subscriptions funnel, leading to
identification of quick-win and longer
term strategic recommendations for
improvement.

~9 weeks, April - June

Summer break

North Star

Workshops to develop your strategic
approach using the North Star
framework: setting an ambitious
target, identifying the key, highly
specific outcomes necessary to
achieve your goal, and hypotheses on
how to do so. You will also design
quick-win experiments and develop a
robust 12-month action plan.

~4 weeks, August - September

&

Implementing and analysing a set of
selected
using the North Star experiment
methodology. Using the
,youwill build a

detailed and
that will
support the implementation of your
ideas.

~12 weeks, September - December

Throughout the programme, a series of inspirational seminars open to all participant colleagues will be
delivered by Google and FT Strategies experts on core reader lifecycle areas and adjacent topics of interest

FT STRATEGIES | Google News Initiative
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Each phase has distinct modules supported by on-sites and cohort meetings
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During the discovery phase, quick wins will be identified through
understanding the current state of your business

Discovery Phase core elements

Immediate impact
individual workshops

Long-term
development deep
dives

Cohort meetings

Identify quick win opportunities
and ensure that fundamentals
across the reader lifecycle are

grasped.

Understand topics at the forefront
of innovation which represent
growth opportunities through

deep dives with FT and FTS
experts, supported with a living
case study partner.

Build a collaborative community
with publishers at similar stages of
development through sharing
insights and past learnings.

Output

Diagnostic workshops
Covering cohort & publisher analyses, FT &
industry best practices across the lifecycle

Executive summary
Covers key strengths, opportunities and
proposed solutions, bespoke to you

jons throughout the diagnostic phase have
as of opportunity

FT STRATEGIES | Google News Initiative
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A 3-5 year strategy for your subscriptions revenue growth will be co-created

in the North Star phase

North Star Phase core elements

Create a detailed North Star
framework that achieves growth in
a mature market, along with
specific outcomes and hypotheses.

Run experiments which deliver
quick wins by leveraging existing
capabilities.

Create arobust 12 month
roadmap that details the precise
steps and responsibilities needed
to deliver successful outcomes.

Output

A more detailed North Star framework
Defining your North Star goal, outcomes,
sub-outcomes and hypotheses

Action plan
For prioritising, planning, and mapping the
roll-out of all your ideas

FT STRATEGIES ‘ Google News Initiative
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The Test & Learn phase will build a bespoke roadmap for future
development to ensure that the skills required to grow are present

Growth initiatives

Business
sustainability
analysis

Organising for
subscriptions growth

Build experiments that drive
growth to solve critical business
problems.

Audit of technology, digital skills
and organisational capabilities to
create a development roadmap,
using Sustainability Index to
inform this.

Develop existing governance
structure to support the
implementation of specific ideas.

Bespoke growth initiatives
Identifying business problems and designing
experiments to solve for this

Development roadmapping
A tailored, plan for development over the
next 3-5 years to support implementation

FT STRATEGIES | Google News Initiative



GNI SUBSCRIPTIONS ACADEMY NORDICS 2023 | PROGRAMME EXPLAINER

In order to be eligible for the programme, certain criteria needs to be

fulfilled

365 ”

>3 years of subscriptions

You must have operated a
subscriptions model for at least three
years.

There is no minimum or maximum
number of subscribers you have
currently, although you are likely to
have achieved significant market
share and be focusing on optimisation
rather than initial growth.

Historic investment

You must have invested in growing
your subscriptions revenue stream
and have a solid subscriber base.

You should also be able to
demonstrate that you need help to
get to the next level - the programme
is designed to make a difference to
your business that would not be
achieved otherwise.

10

©

A top strategic priority

Building a sustainable and profitable
subscriptions revenue stream must
be a top strategic priority.

It does not have to be your only
revenue stream, but you should
consider subscriptions as an
indispensable strategy that can work
hand in hand with existing models.

FT STRATEGIES | Google News Initiative
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Your time and energy are the only investments required - from 8 to 10 hours
per week for the most involved team members

Executive sponsor (1) Can be involved as much as they wish, but at a minimum for the summary sessions at the end of

(Typicalty CS';_”?,IIGCSO’ 0.0 each stage and six 90-minute cohort meetings throughout the programme.

Project lead (1) ~6 hours per week typically comprising a 2-hour workshop, a 90-minute masterclass, a 1-hour

(Typically Head of digital weekly catch up, and a 90-minute cohort session or 1-hour Inspiration Series seminar.
subscriptions, Head of marketing or

similar) 2-4 hours ad hoc catch-ups and work to provide vital information.

— Available for 2-3 two-day visits for fact-finding and intensive workshops.

Must demonstrate a willingness to experiment, challenge all partners, be transparent with data
Core team (~6) and information sharing, including providing access to Google Analytics or equivalent, and
collaborate with the other publishers in the cohort.

:> Welcome to attend the Inspiration Series workshops to help socialise the programme

Wider organisation throughout the business and build some momentum behind its ongoing success.

The programme is fully funded by Google News Initiative - the only cost to participants is the time and effort necessary to realise its full impact
FT STRATEGIES ‘ Google News Initiative
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Previous editions of the programme have received consistently high ratings
and strong feedback

. GAZETA I
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“The joint expertise and
background of the partner teams
are outstanding. The FT's unique
North Star methodology enables
organizations to thrive in the
reader revenue business.

The programme is a unique
crash-course in setting ambitious
goals, empowering people, and
bringing innovations that ensure
the sustainable development of
quality media.”

Danuta Bregula
Head of Subscriptions
Gazeta Wyborcza

Le Journal
du Dimanche

"This is a new form of consulting!
You're coming with the brains and
FT experience.

First time in my entire career I've
worked with consultants that
already know the business before
they come into the situation and
work in this impactful way.

You're changing consulting for the
better!”

Philippe Colombet
Chief Technology Officer
Groupe Bayard

Irish Independent 7

“In an awful long time of working, |
have never been involved in
anything quite as rigorous as this.

It is like a 10,000 piece jigsaw
made of Heinz baked beans that is
now all coming together.

| think what you are doing with us
is really quite brilliant.”

Mark Ody
Chief Marketing Officer
Irish Independent

FT STRATEGIES
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"The project had from the
beginning very clear goals and
processes. All the steps which we
have taken led to the final goal.

This programme changed the
mindset in the company as well.
Our paywall project got a much
higher importance in our company
because of the knowledge we
developed during this
programme.’

Lenka Gallo
Head of Subscription Marketing
Vltava Labe Media

Google News Initiative
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The reports from previous editions summarise many of the topics covered

FT STRATEGIES h
STRATEGIES

TOWARDS YOUR
NORTH STAR

REPORT ON THE OUTCOMES OF THE
EUROPE GNI SUBSCRIPTIONS LAB 2020

PART 1
BUILDING A SUBSCRIPTION
FIRST COMPANY

NOVEMBER 2020

- S ORGANISING FOR
L THE ART AND SCIENCE OF
EXPERIMENTATION Fow SUBSCR'PTIONS_ GRQWTH

Google News Initiative

Subscriptions Lab Europe Subscriptions Lab Europe Subscriptions Academy Europe
2020 _\'/‘ 2021 _w‘ 2022 _w‘
/7 /7 7

FT STRATEGIES ‘ Google News Initiative


https://www.ftstrategies.com/en-gb/insights/towards-your-north-star-report-outcomes-european-gni-subscriptions-lab-2020/
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About the Subscriptions Academy partners

Google News Initiative
Digital Growth Programme

The Digital Growth Programme is an initiative within GNI (Google
News Initiative), to help publishers grow their digital business online.
Subscriptions Academy is just one of the many programmes it offers,

along with other workshops and tools.

Google teams will:
% Manage the success of the overall programme, providing advice and
expertise as needed.
% Provide access to the News Consumer Insights tool.
% Make senior staff available to speak at the Inspiration Series
seminars to develop a wider understanding of the market.

FT STRATEGIES

FT Strategies is the the subscriptions consultancy from the
Financial Times. FTS’ deep expertise enables its clients to build
valuable recurring revenue relationships with their audiences and
future-proof their businesses.

FT Strategies teams will:
% Lead execution of programme including managing all modules
and project phases / deliverables.
% Lead participants in the development of a North Star
framework, experiments and other capabilities.
% Introduce FT subject matter experts to the programme.

FT STRATEGIES | Google News Initiative


https://newsinitiative.withgoogle.com/digital-growth
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To apply for for the programme, please
fill in the application form.

Thank you

Google News Initiative FT STRATEGIES

Digital Growth Programme
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https://docs.google.com/forms/d/e/1FAIpQLSeMuvJJQCdmMPQ_h8f1bc06sRRmA2HseayEKzbNWe0bxMujAQ/viewform?usp=sf_link

