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Hi. 󰗝

David Grant

General Manager,
Partnerships, Products & 

Strategy

● Local news investments at 
Facebook/Meta, managing local 
media coaching programs on 
audience growth, reader revenue 
and sponsorship.

● Business leadership at The 
Christian Science Monitor where 
he led the business team including 
a major effort around driving 
subscriptions. 

● Journalism as a Washington 
D.C.-based political reporter.
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● Our team of mission-driven coaches help courageous and ambitious media 
leaders crush their audience, revenue, and other business goals. 

● We’ve coached 2,000+ organizations of all sizes and business models.

● We don’t believe in silver bullets. We help teams and individuals overcome 
challenges through hard work, discipline and incremental progress.

About Blue Engine
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Subscribe to The Boost 🚀 newsletter

We deliver.

Every announcement goes here first!

David@BlueEngineCollaborative.com

mailto:hello@blueenginecollaborative.com


The Lenfest Institute
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The Lenfest Institute supports local journalism through our expertise on 
the "business" of news.

• Role is to guide news organizations toward innovations that 
strengthen their business.

• They do this by spotting trends early, translating them into practical 
strategies, and sharing proven solutions to achieve long-term stability 
and growth.

We operate programs, communities of practice, and make grants in 
support of sustainable local news businesses.  Scan to join the Beyond Print 

Community of Practice
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Do you 
remember 
the 90s?
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What was the most watched TV show of the 90s?

All four regularly pulled 20 to 35 million viewers weekly. 
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Q: What was (usually) the next-most watched show?

A: Whatever was after Seinfeld. 
● ER: Initially aired after Seinfeld, 

and quickly became #1 at 30M+ 
viewers.

● Suddenly Susan: premiered to 
~30M, then dropped sharply 
once moved.

● Caroline in the City: big early 
ratings (~20M+), faded over 
time.

http://www.youtube.com/watch?v=HgD7TMtF1xk
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● New shows got to “rent” Seinfeld’s 
audience. Some won, some faded. 

● The power of the algorithm (then 
controlled by TV executives) is unbeatable.

● What would’ve happened if any of these 
shows collected audience data?

Medill, 2019

Distribution is destiny.
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Why first party data?
Options.
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The reader journey, in plain English.

Anonymous

→

Known

→

Engaged

→

Subscriber

→

Advocate

First-party data lives here.

Get the anonymous → known arrow right and everything downstream gets much 
better, from your ad sales to your subscriptions.
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Email registration is the anchor.
If you do nothing else this year, grow your registered reader base. 

25x

Newsletter subscribers 
convert vs. anonymous 
readers (Seattle Times)

#1

Newsletter signup is the top 
predictor of willingness to 

pay (Condé Nast)

2.5 -10%

of newsletter subscribers 
convert to paid within 12 

months

Sources: Seattle Times / Postup, Condé Nast (via Nieman Lab), Blue Engine accelerator benchmarks, USA Today.



● Email. This is the clearest “identity” you can capture. 

● Surveys. Low-fi-but-reliable way to acquire qualitative information.

● Segmentation. How you put identities, behavior and qualitative 
information together to take action. 

Three steps to serenity now (data edition)
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How will you grow your email list?
● Fully leverage your on-site marketing capabilities 
● Invest in paid channels intelligently growing 
● Make it easy to find, sign up for your newsletters
● Make a compelling case for email’s value to your audience
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● Use all of your site’s digital real estate

● Promote across products and audience channels

● Make smart recommendations based on audiences’ behaviors 
and interests

● Use referral programs 

Make it easy to discover your newsletters
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Make it easy to discover your newsletters

Tactics to try
● Create SEO-friendly signup 

pages

● Collect emails to register to read 
high-interest stories

● Test modal / widget / button 
variations: design, language, 
positions, frequency, timing, etc.
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Funnel social media audiences

Tactics to try
● Post newsletter signup promos to feed/grid, 

Stories, etc.

● Use the ‘link in bio’ and other CTA positions to 
guide readers to newsletter landing page.

● Use Stories, Reels, or TikToks to show the 
making of your newsletter, teasing content to 
pique interest.

● Invite a newsletter editor or a featured 
interviewee to take over your social channels 
for a day, promoting the newsletter.
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Invest in Meta paid ads

Tactics to try
● Instagram and Facebook ads that 

collect email addresses to sign up 
for your newsletters using a form 
in-app or sending them to a 
landing page
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Leverage other newsletters

Tactics to try
● Reserve copy space in other newsletters that 

promotes different topic newsletters, like 
encouraging politics readers to explore a local 
events newsletter.

● Use newsletter ad positions to promote your 
other offerings.

● Run a referral program rewarding current 
subscribers for getting others to sign up.

● Send dedicated, standalone email campaigns 
highlighting the unique value of other 
newsletters to current readers.
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Maximize partnerships

Tactics to try
● Ask that publishing partners include a direct 

link to your newsletter landing page 
● Partner with complementary newsletters for a 

feature swap, introducing your newsletter to 
each other’s audiences.

● Engage in mutual social media campaigns 
where partners promote each other’s 
newsletters through posts, stories, or live 
sessions.
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Harness live interactions

Tactics to try
● Set up a booth or a kiosk where 

attendees can learn more and sign 
up.

● Include QR codes on event 
programs, flyers, or badges that 
direct to a newsletter signup page.



1
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Case study #1: The Philadelphia Inquirer
A 197-year-old paper. A holistic subscription strategy. 3x digital revenue growth since 2021.

Holistic = blending audience growth, smart 
acquisition, and strong retention.

2.5x email database

(to 2.2M+)

3.5x registered users

(to ~1.7M)

3x digital sub revenue

(since 2021)

Slide from Philadelphia Inquirer CMO Darya Ushakova · via Lenfest Beyond Print workshop, Apr 2026.



READER [RE]ENGAGEMENT

Newsletters

Registrations

Since mid-2021, we’ve introduced five 
types of real-time alerts, hyper-local 
editions, and enhanced niche offerings. 
As a result, our email database has 
grown 2.5x to 2.2M+ subscribers.

By leveraging Google One Tap, SSO, 
and various registration wall initiatives, 
we’ve increased our registered user base 
3.5x, reaching approximately 1.7 million.
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Case study #2: La Presse's 3 doors to registration
Different readers respond to different invitations. La Presse tested three in parallel — across three platforms.

The Heart
LP+ (loyalty product)

Asked transparently. Published a note to 
readers explaining why they wanted the 

data and what they'd do with it.

The Brain
Mobile app

Locked advanced features behind login. 
Readers who wanted the feature 

registered.

The Gate
LP.ca website

Metered login wall. Classic reg-wall 
mechanics, tested against different 

article thresholds.

Result:   ~70% of content consumed behind login   ·   ~$10M+ P&L contribution
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The Brain — lock features, not content.

La Presse's mobile app restricted advanced features — section personalization, saved content, profile — behind login. 
Engaged users registered because they wanted the feature. Not because they hit a wall.

Source: La Presse, via Blue Engine's French Loyalty Accelerator.
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Discussion

How are you growing your email list?

○ What channels do you use today? 

i. Onsite ad units, paid ads, partnerships, 
in-person events?

○ What is the pace of your newsletter’s list 
growth? How might you goose that growth?
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Let’s talk about surveys.
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Smart surveys show what clicks can't.
Analytics tell you what people did. Surveys tell you why — and what they'd pay for next.

Three types of questions every local publisher can be asking right now:

What's the single most important issue in your community we're not covering well?
Feeds editorial strategy. Informs grant narratives.

What do you do for a living?
Sponsorship gold. Advertisers pay for known audiences.

How important is it to you to support local businesses?
Prove to your local advertisers that the people you reach want to buy from them.



Example #1: 
Virginia Vine Brief



Example #2: 
Cardinal News

Meta ad Landing page

Survey
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What should I ask?

Inbox Collective recommends…
● Something numeric

○ “Rate this 1-10”
● Something about your value

○ “What does this newsletter do for you? 
Why do you make time for it?”

● Something open-ended
○ Give readers the chance to share 

feedback in their own words.
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Segmentation.

Now we bring behavior, qualitative analysis and business goals together into actionable groups of people.

The minimum viable stack:

GA4, instrumented properly
Loyalty events at 3+, 5+, 10+ stories  ·  scroll depth  ·  referral source by category

ESP engagement segmentation
Tag readers: none / low / medium / high  ·  split by acquisition channel (owned vs. paid)

Simple dashboard(s)
Engagement by segment, including path to paid conversion.
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Importance of segmentation

Audience segmentation is a 
fundamental strategy for both 
content production, product 
development, and monetization.

WHAT IT IS: 
Finding shared characteristics and 
interests among your audience so you 
can tell their story to sponsors, build 
better products and sell them 
subscriptions. 

Demographic

Benefits

Behavioral

Geographic

Psychographic



35Proprietary and confidential  |  Please do not share or forward

Types of segmentation

Demographic: Personal and objective characteristics of users 

Criteria: Age, gender, income, education level, marital status
Application: Products designed for early-career professionals

Psychographic: Behavioral and psychological aspects, such as values and interests

Criteria: Personality, hobbies, attitudes 
Application: Content focused on themes like sustainability, health, etc

Geographic: Division based on the location of the audience 

Criteria: Country, state, city, climate 
Application: Products specific to residents of a certain locality
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Behavioral: Segments based on how users interact

Criteria: Frequency of use, loyalty, promotions, etc.
Application: different subscriptions for frequent 
readers, promotional campaigns to engage new 
readers

Benefits: Focuses on the benefits users seek 

Criteria: Quick access, time savings, in-depth content
Application: Products that offer quick summaries or 
deeper analysis for specialized audiences

Types of segmentation
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What does a User Persona represent?

A persona clarifies a target audience and helps 
teams design products and strategies for them. 
It answers questions like:

● Who is my ideal user?
● What are their goals and needs?
● What behaviors or habits do they have 

today?
● What challenges or pain points do they 

face?

UNDERSTAND 
THE AUDIENCE

COMMUNICATE 
RESEARCH 
FINDINGS

PRIORITIZE UX 
DESIGN

STREAMLINE 
DESIGN 

PROCESS
PERSONA
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Tyler Morning: Using data to build a persona
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inewsource: Audience personas
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Step by Step | User Persona

#1: Collect real data
● Data sources:

○ Analytics (Google Analytics, social media)
○ Interviews with users
○ Customer service feedback
○ Market research

● Example: Interview 5-10 users to understand their 
routines, preferences, pain points, and goals.
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Step by Step | User Persona

● Organize the data:
○ Group insights into themes: common 

behaviors, motivations, and 
challenges

○ Use research or analytics tools to 
support your analysis

● Example: Interviews revealed that many 
users prefer to read news via email early in 
the morning.

#2: Identify patterns
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Step by Step | User Persona

● Basic elements:
○ Fictitious name, age, profession
○ Goals, needs, habits, and pain points

● Example: 
○ Name: Anna Silva, 34
○ Profession: Architect 
○ Goal: Stay informed about digital trends 
○ Pain points: Lack of time, information 

overload

#3: Create the persona profile
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Step by Step | User Persona

● Share with the team:
○ Make sure the persona reflects real user insights
○ Adjust it as needed based on feedback

● Example: Show the persona to designers, developers, 
and other teams to confirm it helps guide product 
decisions.

#4: Validate the person
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Step by Step | User Persona

● How to use it:
○ Guide the design of interfaces and content
○ Develop features based on user needs
○ Personalize marketing campaigns

● Example: Use the persona to create segmented 
newsletters with content tailored for each 
profile.

 

#5: Apply the persona to your product
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Step by Step | User Persona

#6: Put them to work in sponsorship sales

● Maximize product control and 
revenue generation

● It contributes to more practical – 
and more predictable – revenue

● Sponsorship opportunities are 
directly connected to editorial 
missions
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How do personas connect to sponsorship?
● Pipeline. 

○ Tell a distinct audience story that 
open the door with new prospects.

● Products. 

○ Build custom packages based on 
where your audiences interact.

● Process. Helps anchor a solutions-based 
sales process
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Sponsorship 
examples: 
newsletters
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Personalized Ads: hosts read ads 
that are integrated into the episode's 
content

Segmentation: brands choose 
podcasts with target audiences 
aligned with their consumer base

Long-Term Campaigns: sponsors 
sign contracts to support multiple 
seasons or episodes

Sponsorship examples: podcasts
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Case study #1: Advocate Media
Known-audience data turned a local food creator into a $20K-per-issue sponsorship product.

What Advocate sells.

$20,000
per special-section issue

$1,950
Launchpad entry (25K views + TikTok)

$2,500–5,500
co-branded segments (3-mo min)

Source: Robert Young, Advocate Media. Via Beyond Print Digital Sponsorship Workshop · Feb 2026.
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Case study #2: The Salt Lake Tribune
Known audience in-app + simple takeover product = sold out in January, doubled app-ad revenue.

The product.

$250
for 25% SOV over 3 days

Only two ad sizes required.

Why it works.

App audience = their most local, 
highest-subscriber cohort. That's what 
sponsors pay for.

Source: The Salt Lake Tribune. Via Beyond Print Digital Sponsorship Workshop · Feb 2026.
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The same registered, surveyed, 
engaged reader is simultaneously…

… your best subscription prospect
and

why your sponsor is paying a premium.
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So what are you going to do on Monday?

Test #1

Add one email-capture 
unit.

Drop a contextual newsletter signup 
into your highest-traffic article 
template. Measure conversion and 
downstream behavior for 30 days.

Test #2

Build your 5-question 
survey.

Send it to your top newsletter 
engagement tier and add it to the 
confirmation screen of your email 
signup.

Test #3
Talk to your sales team 
about what segments 
they need the most.

How can we gather this information 
to better equip them to succeed?
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Free resources from The Lenfest Institute
Don't leave without these.

Beyond Print Diagnostic
Free online assessment. ~20 minutes. Tells you where you sit vs. industry benchmarks on the path from print to digital.
lenfestinstitute.org  ·  /solutions-resources/beyond-print-diagnostic

Beyond Print Toolkit
Lenfest + American Press Institute + FT Strategies. Full playbooks on communications, digital products, revenue transitions, 
events, print operations.
lenfestinstitute.org  ·  /solutions-resources/beyond-print-toolkit

Beyond Print Grants
Up to $50K per organization. Independent local newspapers. Apply with a specific hypothesis and a committed executive 
sponsor.
Next round opens per Lenfest's announcement cadence — check site.


