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The Sentinel was founded March 23, 1799

Located in the southwest corner of N.H.

Coverage area of one small city and 30 small

towns

Six days print: afternoons M-F; 

19-member newsroom/60 FTEs

Total circulation - 5,494

Digital circulation - 1,547

       Sat. morning

A little about us
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Paid Readership



1. Serve targeted audiences with targeted content: Be audience-driven across the enterprise. 

2. Publish on the platforms used by targeted audiences: Go to audiences rather than                     
 expecting them to come to us. 

3. Produce and publish continuously to meet audience needs - always on, always present.

4. Funnel occasional users to frequent readers to paying/valuable loyalists. 

5. Diversify and grow the ways we earn revenue from the audiences we build.

6. Partner to expand capacity and capabilities at lower cost.

7. Seek audience growth and profitability using a “mini-publisher” perspective.

We added an 8th Table Stake: 
8. Provide exemplary customer service and user experiences.

 

Table Stakes Principles



Paid Readership and its growing importance



Simplify the subscription page to
basic info: name, email, credit
card
Tighten paywall
Personalize price increases -
letters and emails,not just
invoices, and tell your story
Email a survey to those who don’t
renew - include a renewal offer
Automate notices to subscribers
whose credit cards will expire - or
call them

Key Measures
Paid Readership and its growing importance

Post and Courier



Newsletter strategy to drive
new subscribers - 70 so far
this year

Segregate your email
database between paid
subscribers and non-
subscribers
A/B test different offers
with the nonsubscribers
Onboarding letters 

Key Measures

Paid Readership and its growing importance



Onboarding - Newsletters

#1: Welcome and what you can expect in your inbox
#2: Welcome and introduction from the co-
executive editors, with information about the
newsroom's work
#3: Other ways to connect with The Sentinel (i.e. the
app, social media)
#4: Links to recent work we're proud of
#5: Hard sell #1 -- special subscription offer (only
sent to non-Sentinel subscribers)
#6: Survey asking feedback about the newsletter
experience so far
#7: Hard sell #2 -- special subscription offer (only
sent to non-Sentinel subscribers)

Paid Readership and its growing importance



Paid Readership and its growing importance
 

Key Measures



Print HD
Pricing
Weekly

Digital
Pricing
Weekly

SC Pricing
Daily

Weekend Pricing Print Revenue Digital Revenue

2018 $5.11 $2.24 $1.00 $1.75 $1,476,768 $55,246

2023 Budget $10.99 $5.05 $2.50 $3.00 $1,663,080 $385,445

Overall
change in

circulation

Q4 2018
6,483

Q4 2022
5,494

 

Ave. -3.8%
annually

Print down
-7.7%

annually

Digital
change in

circulation

Q4 2018
766

Q4 2022
1,547

Ave. +25.5% per
year

EZ Pay
Percentage

HD
2020

33.74%
2023

55.02%

Digital
2020

15.92%
2023

85.42%

Print and digital circulation revenue



Business Boost Program
Bundle a locally produced product with a

subscription offer

Local coffee company blended a special

pound of coffee for us

Purchased wholesale

Sold as part of a recurring offer, modest

discount price for digital or digital +

weekend print paper

45 orders



Business Boost Program
Total Starts = 615
Total Retained = 366
Average Starts per
Product = 56

Best offer - Maple Syrup = 85 orders/57 retained



Local Business Boost Program

Digital 383

Digital Plus Weekend 232

Total Orders 615

Retained Orders 366

Retention Rate 60%

Total Revenue to Date $100,264

Cost of Program $9,693

Profit $90,571

Cost per Order (Start) $15.76

Cost per Order (Retained) $26.48

Business Boost Program



2018 2023

Editorial Staff Focused on
Readership

Circulation Staff Focused on
Sales and Retention

Circulation Staff Focused on
Delivery

Pivoting our readership workforce



Poor distribution
Finding reliable drivers is a problem
May consider mailing the most difficult routes

Expiring credit cards; we call now but connecting
is a challenge
Conversions at the paywall - must do better
More use of data; what content drives
subscriptions?
Subscriber benefits - what else can we do?
New strategy for our business boost program
Automated marketing - ActiveCampaign, for
instance

Nagging issues left to solve
Paid Readership and its growing importance



Fundraising





2020 2021 2022 2023

$78,000 $23,000 $126,000
Budget

$125,000

Offsetting impacts
of pandemic

 
Raised money for a

Statehouse Reporter

Hired Statehouse
Reporter

 
Hired Digital
Community
Engagement

Journalist

Created Managing
Editor for Audience

Development
 

Funded year one of
Health Reporting

Lab

Year two and
three  of Health
Reporting Lab

 
 

Crowdfunding and targeted appeals
Grants
Foundations and philanthropy

Fundraising at The Sentinel



Fundraising at The Sentinel
Special appeals



The "Super" subscriber

2021 2022

Subscribers 5,368 5,046

Number who
gave

251 176

Percent of
"Super"

subscribers
4.7% 3.5%

Average gift $91.63 $119.93

Personalize the newsroom
Personal letters
Thank you notes - handwritten
Maintain an updated email database
Find a fiscal sponsor - LMA, RFA or
local community fund 
Write an impact report
Do a video
Annual appeal and year-end appeal

Suggestions

  



Memberships/Monthly Donations/Campaigns

Fundraising Approaches

Scalawag: https://scalawagmagazine.org/
Bangor Daily News: https://www.bangordailynews.com/
Southerly: https://southerlymag.org/



Took part in LMA Philanthropy Lab
Conducted 30 listening sessions
Found fiscal sponsor
Developed a pitch deck
Reached out to local and 

Reached out to inviduals
Reached out to local businesses
Goal was $86,000 - raised $70,000

Fundraising at The Sentinel

      community foundations

  



A helpful means to support local journalism
Can range from small projects, or labs, to overall support
for the enterprise
Define a job to be done
Conduct community listening

Fundraising



Crowdfunding

Grants

Foundations

Fundraising Approaches

     Endowments

The Local Crowd: https://thelocalcrowd.com/ 
LMA's News Fund: https://localmedia.org/2022-local-news-fund-overview/
Givebutter: https://givebutter.com/
NewsFuel: https://newsfuel.org/
Lenfest: https://www.lenfestinstitute.org/national-solutions-for-local-news/



Events



Since 2014
10 events this year
Three revenue streams:

Advertising in specialty publications
Ticket Sales
Sponsorships - many of these are
recurring

Benefits
Can be quite profitable
Community-building, inspirational
Special benefits for subscribers
Burnish the company brand
Reach new audiences; grow email
database

Events at The Sentinel



Key components
Contest engine - Second Street (Upland
Software)
Email database
Social media promotion
Full range of publication's marketing
channels
Events manager
Nonprofit beneficiary

Events at The Sentinel
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Partnership with Hannah Grimes Center for
Entrepreneurship
Seven tracks

Community Journalism
Downtowns
Arts and Culture
Land Use
Clean Energy
Entrepreneurship
Health care

Radically Rural



Three revenue streams:
Advertising in specialty publications
Ticket Sales
Sponsorships 

All revenue and expenses are split 50/50
Profit has been variable and impacted by
the pandemic

Radically Rural



Promotions Revenue and Expenses

 
General
Events

Business
Events

Harvest
Fest Total Expenses Profit Margin

2018 $192,115 $56,493 $0 $248,608 $203,326 $45,282 18%

2019 $147,493 $167,149 $0 $314,642 $256,481 $58,161 18%

2020 $85,003 $74,332 $0 $159,335 $164,053 -$4,718 -3%

2021 $97,153 $87,356 $7,250 $191,759 $144,613 $47,147 25%

2022 $97,559 $112,934 $3,149 $213,642 $171,890 $41,752 20%

Total $619,323 $498,264 $10,399 $1,127,986 $940,363 $187,623 17%



Table Stakes – Poynter Institute
https://www.poynter.org/shop/business-work/table-stakes-poynters-local-news-innovation-program-2023/
Table Stakes – American Press Institute
https://www.americanpressinstitute.org/publications/api-updates/api-continues-support-table-stakes-alumni-new-sprint-
program/
The Local Crowd: 
https://thelocalcrowd.com/ 
LMA's News Fund: 
https://localmedia.org/2022-local-news-fund-overview/ 
Givebutter: 
https://givebutter.com/ 
NewsFuel: 
https://newsfuel.org/ 
Lenfest: 
https://www.lenfestinstitute.org/national-solutions-for-local-news/
Blue Engine Collaborative
https://inn.org/news/shaking-the-trees-how-15-newsrooms-grew-sponsorship-revenue-by-250/
Upland Software
https://uplandsoftware.com/secondstreet/

Resources



Thank you
for listening!

Terry Williams
twilliams@keenesentinel.com

 


