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Most trusted media brand in Switzerland

150m CHF in revenues

53% readers revenues



Increasing Paygate Conversion

Readers Revenue @ NZZ
Page 4

Agenda

1

3

2 Optimising the Product Portfolio

Tackling Churn and ARPU



Increasing Paygate Conversion

Readers Revenue @ NZZ
Page 5

Agenda

1

3

2 Optimising the Product Portfolio

Tackling Churn and ARPU



REACH ENGAGEMENT

anonymous lead

SALES INCREASE

identified lead

REG-GATE PAY-GATE
Conversion Funnel
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2012-2014: Classic Metered Paywall

Conversion
rate

<0.5%



2014 to 2017: Developing flexible rules engine

Dimension
Reg-
Prompt

Order-
Prompt

Landing
page

# of articles
Reading behavior
Prompt ON/OFF
Call-to-action
Format 
Personal greeting
Time of day
Placement of prompt
Offering
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EXAMPLE: Personal greeting

Conversion

+25%
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2017: Dynamic Paygate v0.9 – Target Groups 

Iterate to improve rules engine

Hypotheses-based,
data-informed A/B-tests

à Dozens landing page
templates

à Random distribution
for 1 month

REGISTRATION

200 CHF

20 CHF

10 CHF ORDER

Pattern recognition via 
data mining

Tagging registered 
users

Patterns driving 
conversion
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2018: Dynamic Paygate v1.0 
Propensity scoring using machine learning

Propensity
score

à Time since registration

à Time since last visit

à # devices used

à # newsletters

à # active days

à ...

Random forest

Readers Revenue @ NZZ
Page 11



EXAMPLE: Propensity Scoring

Propensity
score

top 20%

No

Use standard
rule set

A/B-test
Yes

Use standard
rule set

Use specialized rule set, 
e.g., directly show 
individualized order
prompt

Conversion

+82%
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New Product Portfolio

NEW
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Students

Enriching the Product Portfolio

Germany

Corporate Customers

10%
of Uni Zurich

students
subscribed

12.5k 
subscribers
in Germany

Launch in 
April 
2019



Results: Subscribers 

155

145

150

Dez. 
14

Dez. 
15

Dez. 
16

Dez. 
18

Dez. 
17

155,6

-0,5%
+0,8% -0,3%

+4,1%
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Challenge #1: Churn

M1 M6M2 M3 M8M4 M5 M7 M9 M10 M11 M12 M13

-28%

-15%

Digital

Digital Plus (E-Paper)

Print
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Personalisation: Content

Personalised

weather
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New section in 

Web and App

Personalised

Article Lists

Personalised

Push

20% 
of 

subscribers 
use it

<0.4%
of 

total traffic



Paying subscriber

RETEN-
TION

observe

Engagement?

actionpropensity 
to churn?

email personalized
reading

recommendations
courtesy 

call

action

Registered user

ORDER
home-
page

show
reg-gate

classify

Engagement?

action action

Engagement?

Send 
personalized

push message

send
offer via 

email

action ?

Personalisation: Customer Journey
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ARPU

NZZ PrintNZZ Digital NZZ Digital Plus

+245% +355%
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Upsell?

NZZ Digital NZZ Digital Plus NZZ Print

+245% +355%

???
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Key Take Aways

1

3

2

We now direct efforts and ML powers towards churn and 
ARPU challenges

It was worth to take the risk: To reach new audiences, 
the right product portfolio is key

Machine learning (propensity score) 
really helped us getting people to pay
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Daniel Ammann
Head of Portfolio Management

Neue Zürcher Zeitung AG
Falkenstrasse 11 • Postfach
CH-8021 Zürich
daniel.ammann@nzz.ch
www.nzz.ch

Thank You!


