
BULLSEYE!
Hitting 118 000 by aiming the right content to the right audience

How Expressen went from 70 000 to 118 000 subscribers in one 
year by working data-driven, pinpointing target audiences and 

giving them more unique content in their fields of interest.



SUMMARY
m December 2018 Expressen launched its 

digital subscription service: Premium. 
We had a flying start when we managed to 

get 70 000 digital subscribers.
m During our second year, 2020, we faced 
the challenge to continue our rapid growth 

at the same time as we needed to get 
existing subscribers to stay.

m The key to success has been to use data 
to focus on the right efforts, deciding on a 
couple of target audiences we wanted to 

give extra attention, set on a content 
strategy providing those target audiences 

with content they love and using our 
different platforms to create ecosystems 

that build engagement.
m In 2020 we went from 70 000 to 118 000 

digital subscribers while we met our 
revenue target. We thus exceeded our goal 
for churn as well as retention, without any 

negative impact on digital reach.



CHALLENGE
m Until 2019, Expressen mainly invested in building a large 

digital reach. We were one of the last newspapers in Sweden to 
introduce digital subscriptions. The main competitor had been 

running its paywall for 15 years.
m By creating a new cross-functional team from editorial, 

analytics, tech and commercial who worked closely together we 
managed to launch the paywall in december 2018. A freemium 
model where the paid content is called ”Expressen Premium”.

m In our first year 2019, we went from 
0 to 70 000 subscribers. A flying start! 

m During our second year, 2020, our challenge was to continue 
our rapid growth in subscribers while simultaneously making 

sure existing subscribers not only love our product but also find 
it indispensable, ensuring good retention.

m And we had to do all the above without any negative impact 
on our revenue target or digital reach, since we have a 

freemium model (we reach 70% of Sweden’s population 
every week through our site, app and newspaper).
m Failure would mean not being able to fund our 

agenda-setting journalism in the future.



PROJECT OBJECTIVES
1

To maintain our rapid growth in new subscribers with 
the aim to further increase digital reader revenues.

2
Learn more about our subscribers and their 

expectations to be able to create a stronger bond 
between them and Expressen.

3
Convince as many existing subscribers as possible to 
stay with us by providing them with relevant content 

within their sphere of interest, making it easy for them 
to find the right content and also help them to discover 

stories they would not otherwise have read.

4
Do all the above without any negative impact 

on our digital reach.



PROCESS & METHODOLOGY
m We continued our method of working 

closely together in Premiums cross-functional 
team with people from both editorial, analytics, 

tech and commercial, allowing us to make smart 
decisions supported by data.

m Studying data on subscriber behaviour made it 
possible to identify segments and helped us 

prioritize and focus on the right efforts, 
deciding on a number of target audiences we 

wanted to give extra attention.
m We also decided on a clear and 

consistent content strategy.
m By using our wide selection of platforms we 

wanted to create an ecosystem where 
regular readers of free material are encouraged 

to subscribe, while also engaging 
existing subscribers.

m We used data to analyze and monitor all of the 
actions above, and made sure to share that data 

with everyone at Expressen to quickly 
spread the knowledge our new findings.



WHAT DID WE DO?
We would like to highlight three things that 

have had a big impact on our success

1
Using data for segmentation

2
Content consistency: providing target 
audiences with more content they love

3
Creating ecosystems to increase 

engagement and loyalty



WHAT DID WE DO?
USING DATA FOR SEGMENTATION

m Since the start of Premium all editorial departments (sports, entertainment, politics, etc) have 
had their own weekly targets for conversion as well as targets for minutes spent on a certain 

article or video, visualised on dashboards in the newsroom. By doing this people in 
the newsroom quickly got a good idea of what material attracted subscribers.

m In the beginning of 2019 we had 70 000 subscribers. By letting data be part of the day-to-day 
work in the newsroom we continuously learned more about those 70 000 people and were able 
to identify five target audiences that differed from the rest of the subscribers: Readers who were 
particularly interested in politics, the corona virus, health, hockey and harness racing. Readers 

who were more likely to become subscribers thanks to their niche interest in our unique content.

m We decided to give those readers the extra attention they deserved by making them our 
special target audiences, providing them with more of the content they love 

– hoping that would make them engaged and loyal.

Digital screens in 
the newsroom making data

available to everyone.

Dashboard monitoring 
conversions on all artic-
les behind the paywall.

Dashboard monitoring 
our subscribers engage-

ment and loyalty.



WHAT DID WE DO?
CONTENT CONSISTENCY
Providing target audiences with what they love

m Since Expressen has a freemium model where approximately 
95% of the content is free and 5% is behind the paywall, we 

decided from the beginning on a strategy to charge for our best 
content. We wanted to be clear and consistent with readers on that 

point. Why else would they choose to become subscribers, 
when so much content is still free to read?

m In 2020 we took that strategy further. Besides charging for our 
best content in general, we decided to put even more content 

behind the paywall to please our five target audiences.

m We wanted to be super consistent towards our target 
audiences, making it easier for them to predict what type of service 

they could expect. We did this by placing more existing material 
behind the paywall, but also by creating new kinds of unique 

material in their fields of interest.



WHAT DID WE DO?
CONTENT CONSISTENCY

Exemple 1: A new health concept ”Kickstart”
By using data we found that one fifth of our subscribers had started their subscription by converting 
through health content. When we dug a little deeper into the data it turned out many had decided 

to pay for content concerning improvement of ones health, through exercise, eating better or losing 
weight. We also discovered that interest in this type of content peaked in the beginning of the year.
We then decided to create a special program for subscribers providing them with tools to change 

into a more healthy lifestyle: The program was launched in January and lasts six weeks and is 
guided by four experts: two personal trainers, a dietitian and a mental coach.

Every week the participants received four emails with weekly menus, 
different workouts and mental training to help them find a way to a more 
healthy lifestyle. The participants were also given the opportunity to ask 

questions to the experts directly on our site.
We were amazed by the result: almost 7000 of our subscribers chose to join 
the program! We also managed to attract more than 500 new subscribers.
The interest from the subscribers has been enormous: the newsletters we 
send to them have an average open rate by 52% (in comparison with an average of 23%) and we 

have received large amounts of emails from subscribers asking questions to the experts.
We also arranged several live chats where subscribers could ask their questions to the 

experts and get answers in real time. Since we know that engaged subscribers means they are 
more likely to stay, we believe this will have positive effects on our retention.



WHAT DID WE DO?
CONTENT CONSISTENCY

Exemple 1: A new health concept ”Kickstart”

Click on the images above
to read the articles and see the videos

https://www.expressen.se/premium/kickstart/kickstart-sa-latt-blir-du-valtranad-pa-sex-veckor/
https://www.expressen.se/om/kickstart-traning/
https://www.expressen.se/premium/kickstart/chatta-med-personliga-tranarna-anna-och-philip/


WHAT DID WE DO?
CONTENT CONSISTENCY

Exemple 2: Everything you need to know about corona
Our readers’ interest in the coronavirus is huge – a pattern seen around the 

world, of course. Several articles about the virus are on our top list of the 
most read and most purchased articles in 2020. So besides reporting on the 
virus on a daily basis through free articles, creating a lot of relevant content 

for subscribers only was a no-brainer.
For example we did investigative journalism on how authorities’ handle the 
virus and the effect it has on society, several touching stories about people 

who fight the virus in hospitals, labs, or at home. As well as a mini 
documentary following the hospitalized, the medical staff, the survivors and 
the grieving. The documentary contributed to Expressens covid coverage 

by adding depth and insight to the pandemic – the ICU’s, the rehabilitation, 
the deaths.

We also started a newsletter solely about the corona virus sent to our 
readers three times a week. Today the newsletter has 89 000 subscribers 

and an average open rate of 40%. It has become one of our most 
appreciated features and we believe it is because of the very comprehensive 
summary at the beginning of the letter from one of our profiled reporters who 
works exclusively with corona right now. She takes the reader by the hand 
and guides them through the situation in a simple, factual and clear way, 

followed by links leading to articles if they want to delve deeper.

Our newsletter about the 
corona virus  has 89 000 

subscribers and an average 
open rate of 40%. Every 

letter starts with very com-
prehensive summary from 

one of our profiled reporters 
who works exclusively with 

corona right now.



WHAT DID WE DO?
CONTENT CONSISTENCY

Exemple 2: Everything you need to know about corona

Click on the images
to read the articles and see the videos

https://www.expressen.se/nyheter/coronaviruset/coronan-tog-deras-karaste/
https://www.expressen.se/nyheter/coronaviruset/svett-skrack-och-syrebrist-detta-ar-viruskriget-inifran/
https://www.expressen.se/premium/elsy-har-corona-hon-vet-bara-inte-om-det-an/
https://www.expressen.se/premium/nyheter/kenneths-kamp-efter-corona-vill-bli-normal/


WHAT DID WE DO?
CREATING ECOSYSTEMS

to increase engagement
By using our various platforms we mana-
ged to get the audience to move around 
in our ecosystem, between the site, tv, 

podcasts and newsletters. In that way we 
created different ecosystems for our target 

audiences with the goal to engage both 
existing subscribers as well as the audien-
ces we want to convert into subscribers.



WHAT DID WE DO?
CREATING ECOSYSTEMS

Exemple 1: A universe for people with a nerdy interest in politics
We already had a very popular podcast concerning politics led by our reporters profiled 
on the subject. We knew from data that those who listened to the podcast were a group 

interested in qualified content and that our reporters often had the kind of unique 
”behind the scenes” stories that they couldn’t read anywhere else.

Therefore, we decided on a new and clear content strategy for our articles 
on politics where a larger part of them would be behind the paywall.

We also knew that this target audience had difficulties finding our stories 
about politics, since we are such a big news site that publishes many stories 

every day which makes them fall quickly on the site. 
Therefore we started both our own section on the site for politics and a 

newsletter exclusively for subscribers.
We used the power of our profiled reporters in social media and our popular 

podcast to tell the target audience about this, making them move from 
the podcast to the site and signing up for the newsletter.

In addition, we arranged digital get-togethers on the site where readers could 
hang out with the reporters and ask them everything they wanted to know about 

politics. It created a sense of community and was much appreciated by 
the subscribers. The result was that our existing subscribers who were interested 

in politics found it easier to find the content – and we also acquire new ones.

We used our popular 
podcast about politics to 

tell the target audience that 
they could get more quali-
fied content if they became 

subscribers.



WHAT DID WE DO?
CREATING ECOSYSTEMS

Exemple 1: A universe for people with a nerdy interest in politics

Click on the images to read the articles and see the videos

We arranged digital get-to-
gethers on the site where 
readers could hang out 

with the reporters and ask 
them everything they wan-
ted to know about politics.

Interview with one of 
the party leaders.

Story about the most 
powerful politicians 
under the age of 30.

Who will be elected to 
lead the environmental 

party?

https://www.expressen.se/premium/politik/premiar-for-aw-med-verkstallande-utskottet/
https://www.expressen.se/premium/politik/busch-i-nytt-angrepp-pa-lofven-odesdigert/
https://www.expressen.se/nyheter/heta-listan-30-maktigaste-under-30-i-svensk-politik/
https://www.expressen.se/premium/politik/atta-kvinnor-ett-krisparti-vem-av-dem-kan-radda-mp/


WHAT DID WE DO?
CREATING ECOSYSTEMS

Exemple 2 & 3: And for the audiences who love hockey and harness racing
Because we had the advantage of also having popular podcasts about both hockey and 

harness racing we applied the same model as above to create ecosystems for them as well.
We used the power of our existing podcasts and our profiled reporters. 

Decided to give these two target audiences more niche content. 
And launched newsletters so they could easily find their content.



RESULTS
m During 2020 we went from 70 000 

to 118 000 subscribers. 
m We exceeded our goal for churn 

as well as retention. 
m In total, our churn rate decreased 

by 29% last year.
m Last month we can see an 

increase in articles behind paywall 
by 18%, compared to the month 

with second most articles behind paywall 
throughout the whole year.

m We also notice 17% more time spent 
on our Premium content compared to 

the second best month of the year.
m We met our revenue target and 

80% of our loss in revenue from print was 
compensated by revenue from 

digital subscriptions.
m We did all this, without any negative 

impact on our digital reach.


