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Newspapers used to be great

businesses.




“I can’t think of many other businesses that, if
| just owned one asset over my life, | would

rather own than a newspaper in a single-
newspaper town.”

- Warren Buffett, 1995




For decades, newspapers made a fortune by
selling ads.

So much so that Rupert Murdoch once
described his papers as







As news moved online, so did advertising

dollars...
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By most any metric, newspapers are now in

bad shape.




Revenue Circulation




U.S. Newspaper Closings Since 2004

UNC Hussman School of Journalism & Media




y THE WALL STREET JOURNAL.

BUSINESS

Warren Buffett Is Giving Up on
Newspapers

Lee Enterprises is acquiring Berkshire Hathaway Media Group’s
publications for $140 million
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Warren Buffett is ending
bet on local newspaper
business
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...the 170-year-old New York €imes has not

been spared.




NYT Circulation NYT Ad Revenue




1996 1997 1998 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008




W SARASOTA
——— j.... .

Herald Tribune ; <+

Kaai =z ULTRASOUND BILL
secking - VETOED BY CRIST

a deal? Ir" ——

Gn & v '-ms'.t 9 » \° ' « ‘
i 4 _—:, , ; o ' ' T g . —— vw :) VS
e Suddenly, a v¢ [ ) [ | :
- fearsitisall | S 4 o . @« 1 WQEWa"‘

The Home of American Popular Standards

. A PTOPST SPOetS tn.‘\:
will beat a bit faster today

HE 1!




“The former Times executive editor Abe
Rosenthal often said he ‘couldn’t imagine
a world without The Times.’

Perhaps we should start.”

- Michael Hirschorn

Contributing Editor, The Atlantic, 2009




Many wondered if the most important
newspaper in the world would survive.

Donald J. Trump @
@realDonaldTrump

How much longer will the failing nytimes, with its big losses and
massive unfunded liability (and non-existent sources), remain

In business?

4:39 PM - 8/7/17 - Twitter for iPhone

14.3K Retweets 70.9K Likes



But by 2020, @he New Pork Eimes turned

things around.







Cash & Equivalents Operating Margin

Net Income Free Cash Flow Return on Equity










So how did &le New Pork imes do it?
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“The rise of The Times from wounded giant to
reigning colossus has been as breathtaking as
that of any start-up. As recently as 2014, print
advertising was collapsing and the idea that
subscribers would pay enough to support the

company’s expensive global news gathering
seemed like a pipe dream. But today “the gulf
between The Times and the rest of the industry
is vast and keeps growing.”

- Ben Smith

NYTimes Media Columnist &
Former Edit of BuzzFeed News



https://www.nytimes.com/2020/03/01/business/media/ben-smith-journalism-news-publishers-local.html

How &le New Hork &imes reinvented their
product.

. INVESTED IN CONTENT

INVESTED IN TECH
& LAUNCHED NEW REVENUE STREAMS




For decades, NYT borrowed money to buy
assets like: regional newspapers, television
and radio stations, magazines, real estate,

also-ran internet companies, paper
manufacturers, joint ventures, and even part
of the lowly Boston Red Sox.




Newspapers
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The Press Democrat

The Boston Globe
Sarasota Herald-Tribune
The Press Democrat
The Ledger

The Gainesville Sun
Santa Barbara News
Spartanburg Herald-
Journadl

Wilmington Morning
Star

Star-Banner

Times Daily

The Tuscaloosa News
The Gadsen Times
The Courier

Daily World

The Dispatch
Times-News

Daily Comet

Palatka Daily News
Lake City Reporter
The News-Sun
Marco Island Eagle

News-Leader

Magazines

Golf Digest

Golf World

Golf Shop Operations
Golf World Industry
News

Golf Weekly

Tennis

Tennis Buyer's Guide
Cruising World
Sailing World
Sailing Business
Snow Country

Ski Business

Family Circle
McCall’s

American HomeStyle
Child

Fitness

Custom Builder

Television Stations

WHNT (Huntsville, AL)
KFSM (Fayetville, AK)
WQAD (Davenport, |A)
WHO (Des Moines, 1A)
KFOR (Oklahoma City,
OK)

KAUT (Oklahoma City,
OK)

WNEP (Wilkes-Barre,
PA)

WREC (Memphis, TN)
WTKR (Norfolk, VA)

Fenway Sports

Boston Red Sox
(minority interest)
Fenway Park (minority
interest)

Liverpool Football Club
(minority interest)
80% of NESN, a
regional cable sports
network that televises
the Red Sox & Bruins
50% percent of Roush
Fenway Racing, a

leading NASCAR team.

Radio Stations

L 1560+

WQEVVam

The Home of American Popular Standar

>

e  WQXRFM (NYC)
e  WQEW-AM (NYC)

About.com

Donohue Malbaie
(paper manufacturer)
Madison Paper
Industries (paper mill)
Multiple buildings in
Manhattan




But when The Financial Crisis hit in 2008,
advertising revenue dried up—and NYT
found it couldn’t afford its looming interest

payments.

Making matters worse, the company also
owed its employees S1 billion in the form of
pension and retirement obligations.




If action wasn’t taken—and fast—NYT
wouldn’t be able to pay its bills.

Or its reporters.




Taking out a $250M loan from Carlos Slim, the
Mexican telecom billionaire.

Selling its fancy Renzo Piano-designed Manhattan
headquarters (and leasing it back from the buyer).

Shedding non-core assets like About.com, various
television stations, and its stake in the Boston Red
Sox.



http://about.com

“We sold off every bit of the company we could

sell off to hold our journalism investment as flat
as possible.”

- A.G. Sulzberger

Publisher, NYTimes



https://www.wired.com/2017/02/new-york-times-digital-journalism/
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The balance sheet—once a glaring weakness

—is now one of NYT’s greatest strengths.




“Our fortress balance sheet puts us in a far

better position...not just to weather this storm
but to thrive.”

- Mark Thompson

Former CEO, NYTimes




CLEANED UP THE BALANCE SHEET

INVESTED IN TECH

LAUNCHED NEW REVENUE STREAMS




Though The Times's print business is dying,

it's not dead yet; in fact, it’s still quite
profitable.




“We're able to use our wonderful print product
and the cash it throws off like an internal
investment bank.”

- Mark Thompson

Former CEO, NYTimes




The Times has taken their print profits and

reinvested heavily—and wisely—in their core
offering: journalism.




“The single biggest thing we did...was to invest
in our newsroom and invest in our journalism.
And | still think the reason that we've had more

luck than many other news organizations is
because we've invested in journalism; rather

than firing journalists.”

- Mark Thompson

Former CEO, NYTimes




Newspaper Industry Newsroom Employees
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# of Newsroom Employees




$104,000

Avg. Starting Salary of
NYT Reporter
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Ben Smith

Sheera Frenkel

Choire Sicha

Ginny Hughes

Charlie Warzel

Sapna Maheshwari

Taylor Lorenz

Jonathan Martin

Glenn Thrush

Nellie Bowles

Annie Karni

Dana Rubinstein

Nikole

Hannah-Jones

Kevin Delaney

Catherine Porter




“The thing about working for the Times is

that you never have to explain yourself.”

- Nicholas Confessore
NYT Political Correspondent




The Times has been so aggressive in adding
top talent—especially from online-only
publications like Politico and Buzzfeed News

—that Vanity Fair recently quipped:
“BuzzFeed’s newsroom has become

something of a farm team (for the Times)".




Hiring top talent is—by far—the most
impactful determinant of NYT's core
product: journalism.

And better journalism drives more
subscribers, which generates more profits for
NYT to invest in hiring even more journalists.




TOP TALENT

MORE BETTER
PROFIT JOURNALISM

MORE
READERS




CLEANED UP THE BALANCE SHEET
INVESTED IN CONTENT

LAUNCHED NEW REVENUE STREAMS




In 2014, The New York Times published an
internal memo titled “The Innovation

Report", which was an unsparmg self-
assessment of the company’s flailing digital

strategy.



https://www.scribd.com/doc/224608514/The-Full-New-York-Times-Innovation-Report
https://www.scribd.com/doc/224608514/The-Full-New-York-Times-Innovation-Report

Led by A.G. Sulzberger—

four years before he
became the paper’s
publisher—the report
outlined how The Times was
failing to reach its readers in
the digital era. It also
highlighted how NYT was
being outmaneuvered by
competitors like BuzzFeed,
The Huffington Post, and
even the staid WSJ.
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-»¢2  The Times needed to invest in audience development.
= People were consuming NYT content, but not always on NYT
properties. For example, sites like Huffington Post were getting far
more traffic simply by aggregating and repackaging original Times
content. This had to change.

The Times lacked structured data—without which search

engines couldn’t find NYT stories or images, recipes couldn’t be
sorted or categorized by ingredient or cuisine, and readers
couldn’t follow specific topics or columnists.

The newsroom was siloed from the rest of the business.
Though The Times employed many people in Engineering, Product,
Analytics, R&D, and Technology, they were walled off from the
newsroom. The result was a weaker digital product.




.

-

Social media was an afterthought. The Times’s Facebook
and Twitter pages were fallow, and only a handful of reporters
regularly promoted their articles on Twitter.

The publishing schedule was out of sync with digital
behaviors. The Times was still publishing most stories in the
evenings, despite digital traffic being highest in the morning. And
the most ambitious stories were published on Sundays, even
though it’s the day with the lowest website traffic.

Old content can be repackaged. The Times had 170 years of
articles, photographs, recipes, puzzles, and other content stored in
an underground archive nicknamed “The Morgue”. Even older
digital content wasn’t being used well. Meanwhile, other media
players were succesfully using old NYT content on other platforms.



https://books.google.com/books?id=VJuNDwAAQBAJ&pg=PT41&lpg=PT41&dq=Andrew+Phelps+flipboard+nytimes+obituary&source=bl&ots=h-L8hu-HbQ&sig=ACfU3U1budSEuJN6dcOmB9oI-DSJp2QUCw&hl=en&sa=X&ved=2ahUKEwjauPa76b7pAhUPoHIEHccBBaoQ6AEwAHoECAoQAQ#v=onepage&q=Andrew%20Phelps%20flipboard%20nytimes%20obituary&f=false




“How times have changed. Only five or six
years ago, it looked as if newcomers like
BuzzFeed were beginning to eat the Times’s

lunch. But by...2019, the Times had significantly

upped its digital game and cultivated a
massively successful digital subscription
business.

In other words, the tables have turned.”

- Joe Pompeo
Vanity Fair



https://www.vanityfair.com/news/2020/05/struggling-buzzfeed-feels-targeted-by-the-times

Victor Liu
Kaitlin Yapchaian

Kate Cullinane

Jeremiah Via

Carrie Levy

Anushka Patil

Emily Fleischaker
Scott Loitsch

Jessie Wu

Charlyn Buchanan

Gabriel Sanchez
lan M.

Tim Nance
Farah Miller
Arielle Aurrichio

Mollie Vandor
Evan Maeda

Issara Paoluengtong

Darun Kwak

Dan Sanchez

Alexandra Hardiman

Jake Grovum

Executive Director, Facilities

Executive Director, Product
Marketing

Senior Product Designer
Lead Software Engineer

Creative Director, Partnerships

Social Strategy Editor
Enterprise Strategy Editor
Executive Video Producer
Software Engineer

Software Engineer
Cooking/Food Photo Editor
Creative Engineer

Senior Engineering Manager

Director of Content Strategy

Technical Product Manager

Product Director

Lead Product Designer

Product Manager, NYT Cooking
Product Manager, NYT Cooking

Editor, Emerging Platforms
Head of Product
Social Strategy Editor

Airbnb/Facebook

Apple

Apple
Apple

Apple, Airbnb,

Instagram
Buzzfeed
Buzzfeed
Buzzfeed
Buzzfeed
Buzzfeed
Buzzfeed
Dropbox

Facebook
Facebook
Facebook

Facebook

Facebook, Lyft

Facebook
Facebook
Facebook

Facebook

Financial Times

Lisa Kamm

Michael Reifman

Dan Schlosser
Emily Harms
Stefanie Lau
Eva Roa

Alex Rainert
Christian Evans
Leah Anton
Mel Cone
Sarah Klein
Daniel Jacobson
Ashley Bohns
Christine Lee

Grace LaRosa

Lindsay Fischler
Ben Smithgall
Aliza Aufrichtig
Manish Nag
Devon Meyer
Jonathan Knight

Jon Tien

VP of Product

Senior Software Engineer
Senior Product Manager

Data Engineer

Program Manager

Senior Manager, News Product Analytics
Head of Audio Product
Software Engineering Manager
Product Designer

Software Engineer

Software Engineer

VP of Engineering

Customer Care Training Lead
Data & Insights

Product Design Lead

Brand Director, Audio, TV & Film
Interactive News Developer
Graphics/Multimedia Editor

VP of Data + Insights

Senior Product Manager
General Manager of Games

Head of Engagement

Google
Google
Google
Google
Google
Google

Google, Foursquare

Google, OkCupid

LinkedIn
Microsoft
Microsoft
Netflix
Netflix
PayPal
Spotify
Spotify
Spotify
Spotify
Spotify
Square
Zynga, EA
Zynga



https://www.linkedin.com/in/victor-liu-23bb274/
https://www.linkedin.com/in/kaitlinyap/
https://www.linkedin.com/in/kate-cullinane-a1044185/
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https://www.linkedin.com/in/jonctien/

Aman S. Bhutani

Board member since 2018

CEO of GoDaddy. Former President and
CTO of Expedia.

Brian P. McAndrews

Board member since 2012

Former CEO of Pandora. Previously
Partner at Madrona Venture Group, SVP
at Microsoft.

Rebecca Van Dyck
Board member since 2015

CMO of AR/VR at Facebook. Previously
Senior Director of Worldwide Marketing
at Apple.

Robert E. Denham

Board member since 2008

Partner at law firm Munger, Tolles &
Olson. Longtime Berkshire Hathaway
counsel.

Doreen Toben

Board member since 2004
From Executive Vice President of Verizon.

David Perpich

Board member since 2008

Head of Standalone Products.
5th generation Sulzberger

Rachel Glaser

Board member since 2018

CFO of Etsy.

John W. Rogers, Jr.

Board member since 2018

Founder & CEO of Ariel Investments. Also

serves on the board of McDonald’s and

Nike.

A.G. Sulzberger

Publisher since 2018

Former NYT reporter.
5th generation Sulzberger

Hays N. Golden

Board member since 2017

Senior Director for Science & Strategy at
Crime Lab NY. Former VP at AlG.

(W =

Mark Thompson

CEO 2012-2020
Former Director-Gernal of the BBC.

Arthur O. Sulzberger, Jr

Chairman since 1997

Former NYT publisher and reporter. 4th
generation Sulzberger




In 2012, NYT had 400 people in it

advertising department. By2015 th
company turned over 85% of those roles
replacing the mwthp ople wthdt d
dgtl skills.




Notes Done

Helpful Private Add

Christopher johnson | 2 years ago
Superb recipe. So light and fluffy it
feels like a tangy cloud! My wife
hates me and life is meaningless.
Be sure to be careful with the
variety of lemon because it can
sometimes be too tart. Good luck!

Lawrence Freundlich | 2 years ag
| am surprised that that your wife
hates you and that you find life
meaningless even though you have

"superb" lemon soufflé in your life.

LuvUrZZZs | 2 years ago

These are the best notes ever,
except for Christopher's troubles of
course. Usually they are all "l made
this exactly like the recipe except
for changing it 90%".

Chris | 2 years ago
\ Maybg g recipe that calls for more/

Fostered thriving
comments section,
especially on NYT
Cooking.
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tyson wheatley

keep it surreal

@nytimes
www.nytimes.com/interactive/2020/06/19/arts/b...
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joe montreal maine israel berlin jjt

3,850 1,830

Hired Director of
Instagram.

OVERVIEW VIDEOS PEOPLE ALSO SEARCH FOR

Top results

& The New York Times > as “#".'I RG n ki n g
'Murder Hornets' in the US: The Rush to
Stop the Asian Giant Hornet

Jul 20, 2020 - Jun-ichi Takahashi, a researcher at
Kyoto Sangyo University in Japan, said the species
had earned the “ ...

m Science News for Students

What you need to know about 'murder
hornets'

Jul 20, 2020 - This wasp earned its nickname from
preying on honeybees. It can swoop down and grab
them out of the ...

m Science News  article » asian-g...

More 'murder hornets' are turning up.
Here's what you need to know ...

May 29, 2020 - Dubbed the “murder hornet” to the
annoyance of entomologists, the predator earns its
nickname from ...

People also search for
\, - Bl

Built robust
Audience

Development and
SEO capabilities.

“ Tom Jolly
/ @TomJolly

Tomorrow's @nytimes tonight (first
edition):

Job Losses Soar; Virus Cases Top
World

#nytimes

€he New York Eimes

JOB LOSSES SOAR; U.S. VIRUS CASES TOP WORLD

Encourages
reporters and
employees to
engage on social
media.



https://theoutline.com/post/8393/a-good-place-nyt-cooking-comments
https://www.theringer.com/2019/2/7/18214477/nytcooking-comment-section
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Just as importantly, NYT’s digital transformation
also extended to the company’s internal
operations—which are now by far the most
advanced of any publisher in the world.

Gt
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A Hidden Origin Story of

M e the CBD Craze

2 D Cor The cure-all debate over the
cannabis compound has

distracted from the serious

— and seriously odd — back

story of how cannabidiol

Wk @aes U.S. Cases Photos conquered the country.

Hawaii
632

PR.
Live 31m ago See all cases in  Select a state 3000+

From left, James Gandolfini, Edie Falco and Robert
Iler in the series finale of “The Sopranos.”

Gov. Andrew Cuomo of New York How Upbeat Vaccine News Fueled a Stock Surge, and an Uproar
approved gatherings of up to 10 The desperate hunt for treatments and vaccines has changed how

people. The change drew researchers, regulators and drug companies like Moderna do their jobs. More Trouble Looms for With Unemployment By Noel Murray
immediate criticism. Bars and Restaurants Expected to Reach 20%,
Senators Take a Jan. 9, 2019

Live 4hago 3
Vacation

On Jan. 10, 1999, a mobster walked into a
psychiatrist’s office. What happened next
— over the course of eight years — was a
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CLEANED UP THE BALANCE SHEET

INVESTED IN CONTENT

INVESTED IN TECH




While their core product is still journalism,
NYT has in recent years created new

revenue streams by expanding into new
media formats, products, and services.







Launched in 2017, The Daily is a daily (duh)
podcast hosted by former Times reporter
Michael Barbaro. Its episodes are based on
stories published by the Times, and often

include interviews with the journalists behind
them.

And it’s a massive hit.




The Daily is one of the most popular—if not
the most popular—podcasts in the world.

Each episode is downloaded 4M times (vs
400k who read the paper each week)...




...making host Michael

Barbaro a bonafide _
The Voice of a
ce I e b |"||')I @eneration Michael

Barbaro made the

New York Times

podcast The Daily a ,
raging success. Or 1s

Neoin g 00N EXPECT T0 MAKE MONEY"
WO THE DAILFS MICHAEL BARBARD
UNEXPECTEDLY BECAME THE IRA GLASS

 OF THEEW YORK TIMES |




The Daily Audience Breakdown

And its audience is
very young, and
very engaged.

50+ years old
< 30 years old

In other words: it’s
an advertiser’s
dream.

30 - 40

years old




“One of the great achievements of The Daily has
been to deeply engage...millions of millennials...
for 20+ minutes on smartphones...on a daily
basis. So this is...a new, deeply-engaged
audience for The New York Times, and it's...an
extremely cash-generative activity for us through

advertising.””

- Mark Thompson

Former CEO, NYTimes






Low Estimate High Estimate

Listeners per show 2M AM

Ad slots per show ] 2
Shows per year

CPM $25 $35

Revenue







A tew years ago, The Times spun off their
and offerings into

standalone products; meaning people could

subscribe to either without being a NYT

subscriber.

It seemed an odd choice, since the internet
doesn’t lack for millions of free recipes and
games.




But by digitizing decades of old crossword
puzzles and cooking recipes, and combining
them with lots of new content inside beautiful

apps, the NYT has breathed new life into
their 70+ year old Crossword and Cooking
offerings.




NYT Cooking + Crossword Subscribers

The New York Times Crosswords Surpasses 400,000

. Subscribers

How NYT Cooking amassed 120,000 subscriptions

. in a year and a half

2016 2017 2018 2019 2020
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<4 Messages

The New York Times
crossword puzzle

From Wikipedia, the free encyclopedia

nytimescookingcomments

What sets The New York Times' S 0 oosc o
Cooking comments apart? osts  Folowers  Flloing

Rex Parker

1992 rap song that popul s / TUE 6--16-20 / Waze technology for short Thanks for Your
/ Hawail's Forbidden Isle / D as in mountaineering / Evil alter ego in Robert Support
Loui venson story / Bulky herbivorous dinosaur

TUESDAY, JUNE 16, 2020 this site strong,

and ad-free!

Constructor: Alex Eaton-Salners

Click this "PayPal" icon to

Relative difficulty: Easy-Medium (3:31) o
contribute:

PayPal

Or send your contribution
via snail mail:

Rex Parker
/o Michael Sharp

54 Matthews St
Binghamton, NY 13905

Thank you!

Why Support This Site?

Your contributions help keep

About Me

Rex Parker
Confluence, New York

Tam the Greatest
Crossword Solver in the
Universe (when I co-solve
with my wife)! (2017 Pairs
Division Champions,
Lollapuzzoola Crossword
Tournament)

How NYT Cooking Became
the Best Comment Section
on the Internet

The subscription-based service offers hundreds of recipes—and even
more suggestions, from helpful, well-meaning users. Who knew that

such a thing was possible?

@notallgem...

NYT Cooking Comments

Convent & Monastery

A little too salty

Followed by Iml o wel b iy, Mo o 13k ad i

Following v

FH

I prepared this last night; | cut
everything in half - only 2 of us + tiny
parrot. | used a 7-0z can of Genoa tuna
in oil, all 3 anchovies and the whole can
of tomatoes. Instead of discarding the

juice | used it s part of the stock for the

rice. Delicious! My husband had 2

helpings, something he rarely doess. The

winner was Noodle, our Parrotlet, who
normally tries everything we eat. When

he came up for air, his beak was covered

with tuna and rice. He only weighs 31
grams.

Maggie
I want to marry this sauce and have its
children. I'm not entirely sure, but |

believe | would eat it on roasted sneaker.

Outline

Message

Cobbler Pancakes

[

Annie
That is a harsh statement, "lazy and
knowing nothing”. As for sourdough,
that's fine if you like sourdough. 1 do
not in fact. | prefer a fluffy interior to my
bread with a crunchy crust that | have
never been able to get through
sourdough. | am going on 83 and have
cooked and baked all the years |
remember and | believe there is nothing
wrong with a shortcut sometimes.
Especially when you have other things
going to feed a family or group of 11
men gathered to make wine in my cellar.

‘Sydne Newberry

This has been my go-to brownie recipe
for 30 years, even after going to baking
school! | agree that using the best cocoa
possible makes a difference. These days,
Iuse Callebaut. In the 80s, an
‘acquaintence in Germany to whom |
brought some of the brownies, and who
considered herself a great cook, asked
for the recipe but was never able to get
it to work. She kept asking me what she
was doing wrong and | was never able to
solve her problem. Eventually, she
moved to the US and stole my husband!

Jude
‘What do you think of switching roast
caulifiower for the pasta? My husband

Lisa Cumming "
Personally, | loved these cookies. |
thought they were the right mix of
chewy and ever so crispy around the
edges. My boyfriend, let's see if | keep
him, decided they didn't taste enough
like soft-baked Chips Ahoy. Because no
one wants a crispy cookie. That's the
review | got after spending 1.5 hours
baking these. Happy social distancing,
1l be starting mine from him tomorrow!

Kay |2 year
My first trip to Vegas as a very young.
bride, room service sent my grilled
cheese with slightly-garlicky butter.
Heaven! The marriage didn't last, but the
garlic butter idea did!

Mary G.
I tried to shop for and prepare this
recipe wearing progressive contacts for
the first time. | used 1.97 ounces of
instant Kombu instead of 2 ounces of
actual Kombu. This did not work out so
well, My dog was so distressed from the.

The New York Times crossword puzzle is a daily puzzle
published in The New York Times, online at the newspaper's
website, syndicated to more than 300 other newspapers and
journals,!'! and available as mobile apps.[2IBI4I3]

The Sunday crossword, which appears in The New York
Times Magazine, is an icon in American culture; it is typical

A CGOOD PLACE: THEONLY
GOOD COMMENTS SECTION
ON THE INTERN ET
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Wirecutier




In 2016, NYT spent S30M to acquire

Wirecutter, a product recommendation site
that makes money from affiliate fees.




Revenue continues to
grow year-over-yedr,

and now tops S50M.

HP Color LaserJet Pro MFP M477, i i 2 s
's pick was for an al B o

overkill, but discovering my lat G Matthe

down the back of the file cabit Honestl

Hopefully | don't have to buy ¢

w Ball
y | can say that one of the best markers of my love for WC is my

Wirecutter has a
loyal—and influential
—audience.

Because Wirecutter
only recommends
the top 1 or 2
products per
category, they're
known for quality—
which aligns with

NYT’s brand.







Thanks to a new licensing agreement,
Facebook now pays NYT directly for
content.

It's a stark departure from a few years ago,
when the conventional wisdom was that
publishers should distribute their content as
widely—and freely—as possible so that they
could show more ads.



https://www.nytimes.com/2019/10/25/technology/facebook-publishers-news.html

“We think that digital platforms gain real value
from having The Times...in their environments.

And that value should be reflected back to us to
help pay for the journalism. This is a different

philosophy than the past [when] there was a
sense that perhaps the platforms were doing us
a favor by distributing our content to users.

144

- Mark Thompson

Former CEO, NYTimes







NYT has teamed up with a + mon a

monthly video documentary series called
New York Times Presents.

lt's yet another opportunity for NYT to
extend its brand to a new, younger
audience, on a new medium.




These four efforts—cleaning up the balance
sheet, investing in the newsroom, investing in
tech, and launching new revenue streams—

have enabled NYT to flip their business

model from one that favors ads, to one that
favors subscriptions.
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“We are, in the simplest terms, a subscription-
first business. We are not trying to maximize
clicks and sell low-margin advertising against
them. We are not trying to win a pageviews
arms race.

. This

strategy is also deeply in tune with our longtime
values. Our incentives point us toward
journalistic excellence.”




Subscription

25%

Advertising
68%




Advertising
17 %

)

Subscription

/3%

J
4
4
’ _




This change didn’t happen overnight.

In fact, for too long, NYT primarily saw itself

as an advertising business; believing they
could replace print ad revenue with digital

ad revenvue.




After all, the prevailing wisdom was: more
web traffic was better because it meant more
ad dollars.

And the easiest way to get lots of traffic was
to provide content for free.




“We are convinced that our advertiser-
supported, no-fee registration model, which
has worked so well for us...is the best path.”

A Jw
o

. _‘ N #7 P ».
A5 oL 0
) _\\ﬂi }“ i .y
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- Martin Nisenholtz

NYTimes SVP of Digital Operations, 1998




Print Advertising Revenue Digital Advertising Revenue

M
....9160M ... $182M....

S209M  ¢238M  $259M $260M

$507M

$§372M $320M
...$299M. $270M .

2012 2013 2014 2015 2016 2017 2018 2019




This was an existential threat.

If ad revenue continued to decline, NYT
would no longer be able to invest in its

newsroom. Without investment, there would
be no quality journalism. And without
quality journalism, there would be no New
York Times.




“Advertising will never be enough to pay for

quality journalism.”

- Mark Thompson

Former CEO, NYTimes




The Times had one choice: get readers to

pay for the news.
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AtHome> Swim: With SeaLions Make: Trash Cocktails ~ Watch: ‘Unsolved Mysteries'  Dig In: On Reporters’ Obsessions

COWBOYS 24, SAINTS 17

YOUR WEEKEND WATCH WITH TONY AND MANOHLA COWboys Hand Saints First LOSS Of the

Why ‘Do the Right Thing’ s Still a Season

. By Judy Battista
Great Movie

Our critics and readers chilled out watching Spike Lee, Rosie «Safari 8:23AM Thudul® =

Perez and Danny Aiello heat up. And that’s the triple truth, Ruth. WY OB L, i e sl
sensed that this was going to be a difficult night, tha <

season was about to develop a hiccup, came when Sai

Dec. 20, 2009

back Reggie Bush collected a short pass, ran up the fi|
8. I I S A Robert Caro, Nearing the End of

His Epic L.B.J. Bio, Eyes a Trip to

Read this article by creating an Read this article by creating an
account or logging in. account or logging in.

No credit card required. No credit card required.

Email Address. Email Address

< search

< sussomee ] (]

5 Continue with Google
NOTEBOOK

Howr the Brateful Dead

[ Continue with Facebook

& Continue with Apple

Create an account and unlock more stories each month.

Have an account? Log in.

Create an account and unlock more
stories each month.

Have an account? Log in.




IT WORKED



Digital Subscribers} Print Subscribers

0.4M =

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020*

}Includes Cooking & Crossword Subscribers

*H1 only, so full year #s likely to be much higher



The New York Times

The Washington Post

Los Angeles Times

New York Daily News
Chicago Tribune
Newsday

Houston Chronicle

The Dallas Morning News

San Francisco Chronicle

Source: Nieman Labs

2002 Print Circulation

2019 Digital News Subscribers

1.TM



https://www.niemanlab.org/2019/07/the-l-a-times-disappointing-digital-numbers-show-the-games-not-just-about-drawing-in-subscribers-its-about-keeping-them/

Digital Subscriber Growth Net New Subscribers

46%

*H1 only, so full year #s likely to be much higher



It turns out millions of people are willing to
pay for high-quality, well-researched

journalism.

NYT’s investment in its newsroom paid off.




But it takes more than just a paywall to
create a subscription business.

Nearly as important is building the
to support it.




“NYT is no longer just a publisher with a
paywall. It is a publisher that understands the
acquisition, engagement, and retention of

paying subscribers.”

- Jacob Cohen Donnelly



https://www.amediaoperator.com/p/ben-smith-is-half-right-but-theres

Determine how readers are engaging with the
product

Analyze churn/retention

Segment readers into different cohorts

Re-engage users via newsletters, social media, push
notifications, etc.

Experiment with product and price changes




" : 4 “We put a ton of work into making it easier for us to
We really advanced...in : : : )
...This work is ongoing—but we got much better at

derstanding of what ) . .
ourunaerstanding of whd (| ) and , resulting in better exploitation

of the demand curve, more subscribers and more revenue.”
correlate to renewal and to

return, and we are far

better at how to stimulate

those engagement ‘ ' “The success of our , and our growing confidence in
behaviors than we were a " | our ability to deliver discrete messages to of our

year or two ago.” ( = = subscriber base has convinced us that we can execute a for
| tenured subscribers with minimal risk of reducing new subscriber

growth momentum.”

“We continue to run a test that deliberately at promotion expiration with approximately half
moving to full price, while the others are moved to an intermediate step-up price. The goal of the test is to
and, therefore, may require

additional engagement with our product before moving to full price.”

“ d t understandi '
“Between...early 2015 and 2018, we more or less halved We are G e e S SYETy sinew
of the organization is focused on trying to make the customer

through better tactics and more expertise. Our ) d the fund | : [T : I
challenge now is really holding churn down as we Y fourney, ¢ fhe fun amen.fa' experience oF Hmes journcs
massively expand the base. And | would say so far, that's - so compelling, and so addictive in terms of features which

: " ‘ - bring you back, day after day, that usage will be high,
going well. o’ perceived value will be high, and therefore churn will be low.”




“The journalism is the foundation, but it’s the
digital business infrastructure built atop that has

propelled [NYT’s] success.”

- Ken Doctor



https://www.niemanlab.org/2020/07/newsonomics-the-new-york-times-new-ceo-meredith-levien-on-building-a-world-class-digital-media-business-and-a-tech-company/

By adopting the strategies and digital know-
how of Netflix, Spotify, Tinder, and Hulu,

NYT has remade itself into a
company.




And that’s good news, because the

subscription model is superior to the ad
model by almost any measure.
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Not enough revenue to support high-quality journalism
Operations/resources go towards supporting advertisers, and not readers
Advertisers don’t care about the quality of the content as much as readers do

Ads suck. They make the product ugly, and slow down the website/app.
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Aligns business model, operations, and strategy, with editorial

Better reader experience (i.e., no crappy ads)
Enables direct relationship with readers

Self reinforcing
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— Advertising

B Churn/Retention/Engagement
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To achieve its goal of turning readers into
paying subscribers, NYT invested heavily in
its core product, and the infrastructure to
support it.

This was no easy task. But The Times
succeeded, and it has completely changed
NYT’s current and potential financials—for
the better.
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The New York Times has three sources
of revenue— ; ;

and “ "—which it generates from
and products.




Subscriptions

Advertising

Digital

Digital

Subscriptions to digital products, such as News, Crossword, and Cooking.

NYT has (4.4m News + 1.3m Cooking/Crossword)

Subscriptions to print paper, as well as single copy + bulk sales.

NYT has

Advertising on NYT website, apps, and email. Also includes creative service
fees, podcast advertising, ads on Wirecutter, and classifieds (e.g., real
estate).

Advertising in NYT newspaper. Also includes, to a lesser degree, classified
advertising and inserts.

Licensing (e.g, Facebook deal), leasing of HQ office space space, WireCutter
referrals, commercial printing, TV/film (e.g.,”The Weekly”), live events
business




The digital subscription business
is NYT’s crown jewel; it's
growing fast (both in terms of
revenue and # of subscribers);
the economics are great; and
there’s lots of room to add to
their 5.7M subscribers. It will
soon be the company’s largest
business.

Though ARPU is declining, this
is due to new subscribers being
offered introductory pricing.
NYT hopes to eventually
convert them to full price; so
far, results are promising.

Revenue

of Revenue

%

A Revenue

/I

Total Digital Subscribers

News Subscribers

A Sub Growth

/I

Total Digital ARPU

News Digital ARPU

A Total Digital ARPU

pY




Print subscriptions are still
NYT’s biggest business,
accounting for 34% of revenue,
(and likely an even higher
percentage of profits).

To offset circulation declines,
NYT has raised prices on
existing print subscribers; as a
result, ARPU has increased
while revenue has stayed flat.

With 840k print subscribers,
NYT makes approximately
$723 per print subscriber.

Revenue

of Revenue

o

A Revenue

\ g

Print Subscribers

A Print Sub Growth

e

Print ARPU

Print ARPU vs Digtial

A Print ARPU

/I




Though digital advertising never
quite became the business NYT
had hoped, it does remain an

important one for the company.

The segment is mostly made up
of a stagnant “display” business
(e.g, banner & video ads on
NYT.com), and a quickly-
growing “other” business (i.e.,
podcasts).

Revenue had leveled off around
$240M before dropping 32%
in the most recent quarter due
to impacts from COVID.

Total Digital Ad Revenue

of Revenue

N

A Total Digital Ad
Revenue

h’

NYT.com MAU

Digital Display Ad

Revenue

Other Digital Ad

Revenue

A MAU Growth

/I

A Display Revenue

e

A Other Revenue

pY



http://NYT.com
http://NYT.com

Print advertising was NYT’s
primary business for 150 years;
today the business is in terminal
decline.

Even prior to COVID it was
shrinking -12%/yr, and in the

most recent quarter was down a
staggering 55%! Management
does not expect much of that
business to come back.

Said more simply: “Print's gone,
print's gone, and nothin's gonna

Revenue

of Revenue

%l

A Revenue

e

Print Display Ad
Revenue

Other Print Ad Revenue

The truthis hard.

The truth is hidden.

The truth must be pursued.
The truth is hard to hear.

The truth is rarely simple.

The truth isn’t so obvious.

The truth is necessary.

The truth can’t be glossed over.
The truth has no agenda.

The truth can’'t be manufactured.
The truth doesn’t take sides.
The truth isn’t red or blue.

bring print back”.

A Display Revenue

e

A Other Revenue

>

lﬂe ll’ll“: is “ara !0 uccepl.

The truth pulls no punches.

The truth is powerful.

The truth is under attack.

The truth is worth defending.

The truth requires taking a stand.

The truth is more important now than ever.

Ehe New Nork Eimes



https://archive.org/details/gd72-08-27.sbd.braverman.16582.sbefail.shnf/gd72-08-27d2t02.shn
https://archive.org/details/gd72-08-27.sbd.braverman.16582.sbefail.shnf/gd72-08-27d2t02.shn
https://archive.org/details/gd72-08-27.sbd.braverman.16582.sbefail.shnf/gd72-08-27d2t02.shn

The “Other” segment has
shown solid gI'OWth, doub“ng in Revenue of Revenue A Revenue
five years. N

The segment is home to many
small-but-promising revenue
streams, such as: licensing
payments from the Facebook
dedl, referral fees earned from /
products recommended by

Wirecutter, rent payments from
tenants, and The New York
Times's foray into original video
programming (e.g., The New s
York Times Presents on FX/ THE WEEKLY

Hulu). "5 FX o hulu

5yr CAGR



https://www.nytimes.com/2019/10/25/technology/facebook-publishers-news.html
https://www.nytimes.com/2019/10/25/technology/facebook-publishers-news.html
https://www.nytimes.com/2019/09/13/the-weekly/streaming-the-weekly-tv-show-fx-hulu.html
https://www.nytimes.com/2019/09/13/the-weekly/streaming-the-weekly-tv-show-fx-hulu.html

...has been offset by
digital sub growth. Print sub revenue is flat.

A decline in print
advertising...

And “other” revenue is
growing, but from a small




NYT’s flat total revenue masks how
much the business has fundamentally
changed from ad-supported to

subscription-supported.

But it won’t be masked for much
longer...




NYT IS NEARING ITS BREAK-EVEN

POINT

NYT'S ADDRESSABLE MARKET COULD
BE 30M+ SUBSCRIBERS




What makes the subscription model
particularly attractive is that it's

The more subscribers NYT has, the more it
can invest in quality journalism and
improving its products. Better journalism and
products attracts more subscribers...




BETTER

/ JOURNALISM \

BETTER MORE
PRODUCTS SUBSCRIBERS

\ MORE PROFIT /




THE SUBSCRIPTION MODEL IS A
VIRTUOUS CYCLE

NYT'S ADDRESSABLE MARKET COULD
BE 30M+ SUBSCRIBERS




Although it costs NYT about the same
to run its business today as it did twenty

years ago, the nature of the costs are
very different.




With newspapers, NYT's costs were
largely —that is, they increased
in proportion with the number of
papers produced and sold.

But with digital subscriptions, most of
the costs are —that is, they don't
increase as NYT adds more subscribers.




Paper, ink & printing

¥ presses

Facilities to print the
paper

Variable Costs Delivery trucks

Deliverymen, pressmen,
. machinists, & mechanics

Fixed Costs s) Reporter salaries

# of newspapers

To sell more newspapers, NYT must
spend a proportionate amount on:
paper, ink, and printing presses;
delivery trucks; factories and
distribution facilities; and salaries
for deliverymen, mechanics, and
pressmen.

— Payment processing fees

Variable Costs Cloud hosting fees

Bl Technology costs
i Advertising

Fixed Costs » Reporter & Engineer
$) salaries

# of digital subscribers

The costs of running a digital
subscription business—reporter and
engineer salaries, advertising,
technology, distribution, etc.—are
largely fixed; that is, they don’t
increase along with revenue.




Think of it this way—the costs of
servicing 5M digital subscribers is not
much different from the costs of
servicing 10M or even 50M.

So after a certain break-even point,
revenue from incremental subscribers
becomes pure profit.




Digital revenue now covers NYT's largest—and most important—fixed cost: news-
gathering. Print & Other revenues pay for the remaining fixed costs. And variable
costs are low.

So as NYT adds

more subscribers,

and
Break-even should

point

NYT is here Py

Variable Costs

" Fixed Costs

Content Costs

# of subscribers




“Our view is that over the next few years, we're
going to see progressively improving operating

leverage. | can’t tell you...when all the effects
play out completely, but it’s not far away.”

- Mark Thompson

Former CEO, NYTimes




Herein lies the beauty of digital
businesses like Netflix, Spotify, and
now too, NYT.

Once fixed costs are paid for, they can
scale infinitely; unconstrained by
geography, production, or the need for
more capital.




But in some ways, NYT's model is

superior™ to other digital subscription
businesses because...




Content Costs as % of Revenue




Content costs

Content produced/consumed

Spotify doesn’t own the songs
they distribute, so they must pay
a per-stream royalty to labels and
songwriters. This makes it hard to
grow profits at a faster rate than
revenues and subscribers.

Content costs

Content produced/consumed

Netflix owns most of the video it
distributes, but video is very
expensive to produce/acquire.
Video also has higher streaming/
bandwidth costs, which increases
with volume.

Ehe New ork imes

Content costs

Content produced/consumed

NYT creates and distributes its
own journalism, and the primary
cost of creating it is simply
paying salaries for 1,750
reporters and 700 engineers.
Variable costs are lower than
Netflix and Spotify because text
is far cheaper to distribute than
music or video.




Spotify competes directly with
some of the largest—and most
cash-rich—companies in the
world: Google, Amazon, and
Apple.

Netflix competes directly with
the same companies as Spotify,
plus Disney + Hulu, HBO +
AT&T, Showtime, Starz, Quibi,
CBS, NBC, etc.

o g

4

NYT has few competitors.

They have more digital
subscribers than WSJ, The

Washington Post, and 250
local Gannett papers—
combined.

And NYT is investing in
journalism and product,
while the rest of the industry
is cutting costs.




“The competitive context for the Times weirdly feels
remarkably thin. We've got 1,750 journalists working their
hearts out, trying to produce the best journalism in the
world. Not many other people are doing that. And
honestly, if you look at the next decade, it may be there’s
fewer competitors in ten years’ time.”

- Mark Thompson

Former CEO, NYTimes




*But of course & ‘s total market is

much smaller than &)’s and @',
right¢




’}l THE SUBSCRIPTION MODEL IS A

VIRTUOUS CYCLE

NYT IS NEARING ITS BREAK-EVEN

f ~ POINT




“You once had the idea—which had a grain of
truth in it—that the 50-plus white, college-
educated, dyed-in-the-wool Democrat Upper
West Siders who’d grown up with the

Times were the ones who loved it. But you can't
reach 160 million Americans entirely on the
basis of the population of the Upper West
Side.”

- Mark Thompson

Former CEO, NYTimes
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“Honestly, the ten-million-subscriber target...now
looks too modest. We said ten million by 2025.

The company will be more than two-thirds of the
way there by the end of 2020, based on

current momentum.”

- Mark Thompson

Former CEO, NYTimes




Management now believes that NYT
has a much broader appeal—

demographically, culturally, and
geographically—than has historically
been the case.




Well over half of 25% of subscribers Healthy growth in ~ Readers no longer
all US adults visit in the most recent  other markets like  skew male.
NYTimes.com each quarter were Canada, Australia,

month. And NYT international (18% UK, Indiq,

now reaches more  of subscribers Southern Europe,

than 1 in 2 US overall). and Texas.

millennials (up

from 1in 5 a few

years ago).



http://NYTimes.com
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Our Australia Bureau Turns Two.
Here Are Our Favorite Stories.

A competitor in his “ute” waiting to take part in a so-called circle work competmon at
the Deni Ute Muster festival in Deniliquin, Australia. nl ‘

Isabella Kwai

The New York Times has hired its Toronto
Bureau Chief.

No plans for further hiring, unlike recently announced
Australian bureau.

By Dylan C. Robertson

e New York Times has hired its Toronto Bureau Chief. /



https://www.nytimes.com/2019/05/02/world/australia/bureau-two-anniversary-favorite-stories.html
https://www.nytimes.com/2019/05/02/world/australia/bureau-two-anniversary-favorite-stories.html
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“The New York Times is in the midst of a
transition from a newspaper for the New York

region, to a digital news resource for the entire

world.”

- Jake DuBois

BlueHawk Investors




So how big can NYT get?

In a recent interview, outgoing CEO
Mark Thompson dropped a hint...



https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/building-a-digital-new-york-times-ceo-mark-thompson

“The idea of trying to deepen and broaden
engagement—to broaden the appeal of NYT
and to get smarter about how you attract
people of different levels of income, in different

cultural contexts and so on—is the way forward.

what the

ambitions of the company were when it
launched the pay model in 2011.”

- Mark Thompson

Former CEO, NYTimes




6.5M

subscribers in 2020

in 2011




Number of Digital Subscribers

SM 10M 15M 20M 25M 30M

$0.3B $0.6B $0.9B S$1.2B S$1.5B $1.8B
$0.4B $0.7B S$1.1B $1.4B $1.8B $2.1B
$0.4B $0.8B $1.2B S$1.6B $2.0B $2.4B

$0.58 $0.98 $1.4B $1.88 $2.38 $2.78 | o $ ‘I .2B _ $‘I .6B —

$1.5B $2.0B $2.5B $3.0B

Other Revenues Expenses

Print subs and advertising, Mostly fixed
S0.6B S$1.1B S$1.7B $2.2B $2.8B $3.3B digital advertising, other

$0.6B $1.2B $1.8B $2.4B $3.0B $3.4B
$0.7B $1.3B $2.0B $2.6B $3.3B $3.9B

$2.1B $2.8B $3.5B $4.2B




CONCLUSION



A decade ago, NYT was a dying
business like every other newspaper.

Ten years later, they’ve completely
turned things around.




They accomplished this by cleaning up
their balance sheet so they could invest
in their core product; which enabled
them to flip their business model from
ad-first to subscription-first.

This shift is just about to yield fruit, and
has positioned &he New Pork Eimes for

massively profitable growth in the next
5 - 10 years.




Estimated TAM

4x Subscribers | 239%

Print-era peak YoY Sub Growth

6.5M II
Subscribers
“mll

Balance

SUBSCRIBE

Reporters Flipped business model Profit
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