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>> Lessons learnt and implemented 
across the customer journey in the face 

of rapidly evolving reader habits



About
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> NZZ Mediengruppe 

• Swiss publisher, located in Zürich and Berlin 

• German-language publications, with a strong brand footprint in 

Switzerland and accelerating growth in other German-language 

markets

• Oldest daily newspaper in Switzerland, founded in 1780

• High-quality, trusted journalism 

> Nashua Gallagher

• Sri-Lankan born, Hong Kong-raised, now living in Zürich

• Head of Customer Journey Management at NZZ

• ex FT, Economist and Turner (Cartoon Network) 

• Riding the digital transformation wave in media since 2010 
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NZZ Conversion Journey Development (2018-2022) 
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metered dynamic paywall = counts how many times 

a user has visited in a week and displays a paywall 

based on...

prioritise registration as a first step to help users 

build a habit, and optimise 'first click free' regularly 

to maintain a healthy pipeline of new readers and 

respond to different reader motivation
metering is weekly to encourage habit-building

user propensity logic = a data model that tells us how 

likely a user is to convert based on user behavioural 

patterns and adjusts access accordingly
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formation of <Path to Conversion> experimentation group to 

cross-functionally develop the paywall and improve the 

efficiency in which registered users subscribe



4 Digital Media Europe | 01.06.2022



Now What?
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conversion

engagement



Spoiler Alert
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Cross-Functional MethodologyAudience Habits
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Continuous Experimentation



<Path to Conversion>  Roadmap
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Need-Finding What do we know, and what do we want to know about registered users? 

Technical

Experiment
Design

What do we need to change?

What can we influence when it comes to habit-building? 

<< Experiment Running >>

Behavioural

Metering

What did we learn? 

What will we do next?

20
21

20
22

<< New Metering Live >>

STREAM
JAN

DEC
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Insights and Response
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Fast Subscribers

60 Day Cohort

News Peak Cohorts

The role of the Propensity Model 

As a general note, metering tests only impact registered users, the smallest onsite user group, with 

limited impact to overall article views. 

Need-Finding Experiment Design

60 days 

Propensity Model

Variable Metering 

Targeting outlier reading habits
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What Did We Learn?
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‘Fast Subscribers’ remain prevalent of users who eventually subscribe – the majority do so on the same day as registration – this is 
up to 60% from what was 55% in 2019/2020.

News event users highly motivated users were not deterred by either a loose or tight paywall – this is more pronounced during a 
high news cycle.

The propensity model aided conversion across different news peaks and was the winning test variant with an uplift of 15%

New ‘Conversion Zones’ identified in the first 60 days
• Week 1 - Up to 70% of users who eventually subscribe, do so during the first week of registration 

• Most subscriptions are observed in week one for all groups

• Week 5 – Second conversion peak observed. More pronounced in the loosened paywall group - this tendency is more 
pronounced in DE (up 7%) than in CH (up 4%).

Three distinctive behaviours were observed for group with variable metering: 
1. Users who converted immediately despite having the ability to read more for free (fast subscribers)
2  12% of users read consistently during the 60 day period but did not subscribe (low conversion motivation) 
3. 45% of users registered for one article and never came back

Behavioural
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What Will We Do Next?

The next metering configuration will have default groups with set metering at various levels & the propensity 
model running. Monitoring groups will also be established to allow for the longer term impact-tracking
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Focus on improving data quality during the onboarding period 

Aim to move from dynamic to responsive – meet readers where they are 

Paywall Infrastructure upgrades



This is only the beginning…
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LAPSED USERS

UPSELL / DOWNSELL

REGISTRATION 

REPEAT TRIALISTS  

FCF / SOCIAL / AGGREGATORS

CASUAL READERS 

PAYWALL / REGISTRATION
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<Path to Conversion> – What it looked like
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<Path to Conversion> – How it was achieved
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What will we do next?

Summary
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What did we do?

• Introduced a data-informed methodology 
to develop the paywall

• Established an outcome oriented cross-
functional working group 

• Quantified the behaviour of registered 
users

• Cohort and lifecycle tracking
• …A whole lot of experimentation  

What did we learn?

• Reset the performance baseline, and built our  
behavioural knowledge base

• Identified the parts of the conversion journey to 
focus on 

• Developing a best practice on how to respond to 
different news periods 

• Qualified automation > ad-hoc 

• …A whole lot of experimentation
• Continuously optimise conversion journeys across the customer life cycle 
• Audit and develop data models 
• Formalise cross-functional work 
• Learn and adapt as we go
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Thank You 
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Nashua Gallagher 
Nashua.Gallagher@nzz.ch


