
READY, SET, 70 000!
How Expressen went from 0 to 70 000 subscribers in a year 

by setting high goals, getting everybody onboard
and working data-driven.



SUMMARY
•   December 2018 Expressen launched its digital subscription service: Premium.

•  Our mission was to create an indispensable service with the very best content from 
Expressen and thus create a new source of revenue for our agenda-setting, important 
and extremely popular journalism (we reach 70% of Sweden’s population every week 
through our site, app and newspaper).

•  By creating a new cross-functional team from editorial, analytics, tech and 
commercial we managed to work closely together.

•  The key to success has been to make decisions data-driven. By making everyone 
informed by visualising data on dashboards we managed to get everyone on board 
quickly to understand why a story works.

•  In one year we went from 0 to 70 000 digital subscribers while we met our revenue 
target. We thus exceeded our goal for churn as well as retention, while simultaneously 
growing digital reach.



CHALLENGE
•  Until 2019, Expressen mainly invested in building a large reach digitally. We were one 

of the last newspapers in Sweden to introduce digital subscriptions. The main 
competitor had been running its service for 15 years.

•  To convince readers to choose us we decided to turn our late start into an advantage. 
By learning from others’ success and failure and by setting high, almost unattainable 
goals, we would quickly catch up to our competitors.

•  If we failed to create this third revenue stream, alongside ads and reader revenue from 
the print edition, in the future we would not be able to finance our agenda-setting 
journalism.

•  So: We really needed to succeed quickly.



PROJECT OBJECTIVES

1 To build a digital subscription service in four months to quickly catch up to our 
competitors and create a source of digital reader revenues. 

2    Make the service indispensable for our readers by providing them with the very 
best content from Expressen.

3    Convince as many people as possible to register for a subscription during the first 
year, start building a stable subscriber base and a third revenue stream alongside 

ads and reader revenue from print editions.

4    Do all the above without any negative impact on our digital reach



PROCESS & METHODOLOGY
•  We created a new cross-functional team from editorial, analytics, tech and commercial 

who worked closely together both before and after launch of the paywall. 

•  By studying others’ success and mistakes we were able to set high, almost 
unattainable goals, and to prioritize among all our ideas to focus on the right efforts.

•  The close cooperation between editorial, analytics, tech and commercial allowed us to 
make smart decisions supported by data, setting us on a steady trajectory towards our 
goal.

•  We decided to analyse and monitor everything from day 1 and to share that data with 
everyone at Expressen to quickly spread our new findings.



WHAT DID WE DO? 
We would like to highlight three things that have had a big impact on our success.

1 Data 
democratisation 2 Dynamic 

paywall 3 Content 
consistency

Life with Alzheimer’s disease. War correspondent Magda Gad in 
Afghanistan.

The true story behind the swedish 
success on Netflix: Quicksand.

CLICK ON THE SLOTS BELOW TO READ THE STORIES

https://www.expressen.se/nyheter/magda-gads-dagbok/
https://www.expressen.se/noje/verkligheten-bakom-vilda-festerna-i-storst-av-allt/
https://www.expressen.se/premium/halsa/jag-vet-inte-vad-som-hander-med-mitt-huvud/


DATA DEMOCRATISATION
•  The close cooperation between editorial, analytics, tech and commercial allowed us to 

make smart decisions supported by data, setting us on a steady trajectory towards our 
goal. 

•  We decided to let data be part of the day-to-day work by making data available to 
everyone in the newsroom from day 1.

Digital screens 
in the 
newsroom 
making data 
available to 
everyone 

Dashboard 
monitoring 
conversions 
on all articles 
behind the 
paywall. 



DATA DEMOCRATISATION 
•  All editorial departments (sports, 

entertainment, politics, etc) got their own 
weekly conversion targets. Each depart-
ment also received its own dashboard 
visualised on a large screen in the 
newsroom, measuring performance towards 
their goal and showing conversions per 
article.

•  By building a dashboard comparing the 
results of all departments we also took 
advantage of the competitive instinct in 
the newsroom.

•  The lessons we learned from the data were 
sent out in a weekly report that enabled 
everyone to take action.

Dashboard measuring performance 
minute by minute towards the weekly goal 
for editorial content and campaigns. 



DATA DEMOCRATISATION 
•  We created a bot in our communication system Slack reminding 

strategic managers every hour of how we were performing towards 
our weekly target.

•  We analysed which content attracted new subscribers and monitored 
reader behaviour to understand how to provide the right content at 
the right time. We identified different segments of readers and 
content that we needed to learn more about and focus on.

•  We also used the data to understand what content that should be free 
and which to put behind the paywall, to optimise our freemium model.

Slackbot reminding everyone how we were per-
forming. 

Dashboard monitoring 
reader behaviour and 
engagement. Dashboard monitoring 

conversions hour by hour.



DYNAMIC PAYWALL  
•  To manage our dynamic paywall, we built our own tool. By 

using this a marketer can manage all content and 
campaigns down to an extremely detailed level. Each article 
on the site can basically have its own unique paywall with a 
unique message or campaign. This can be done by the 
marketer without the tech team being involved.

•  The fact that this tool has been built specifically for 
Expressen without using third-party solutions, has made it 
incredibly fast and flexible. We have been able to test 
real-time changes in text and offers directly towards 
customers, which has given us very valuable knowledge of 
what works.



CONTENT CONSISTENCY – GO FOR QUALITY
•  Since Expressen has a freemium model where approximately 95% of the content is 

open and 5% is behind the paywall, we decided 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?

•  We therefore appointed a special premium editorial team aiming to produce 
high-quality journalism that readers would be prepared to pay for.

CLICK ON THE SLOTS BELOW TO READ THE STORIES

https://www.expressen.se/premium/nyheter/renskotaren-anneli-22-machokultur-dodar-samer/
https://www.expressen.se/premium/nyheter/skoterskornas-larm-hot-hat-och-vald-pa-akuten/
https://www.expressen.se/premium/nyheter/eric-flyr-elen-bor-isolerad-i-morklagd-husvagn-i-skogen/
https://www.expressen.se/premium/nyheter/har-lar-foraldrarna-sina-barn-att-morda/


CONTENT CONSISTENCY – GO FOR QUALITY
•  The editors in the premium team were also instructed to monitor and analyse the 

content from other departments to help them identify what should be put behind the 
paywall.

•  We see time and time again that it is the unique, exciting and qualitative stories that 
make our readers become subscribers. The same pattern recurs when analysing which 
stories have most time spent.

Multi-award winning war 
correspondent Magda Gad 
lived in Afghanistan for several 
months and created ”Life 
under the burqa”, a story 
about being a woman in 
Afghanistan, the most 
dangerous country for women.

CLICK ON THE SLOT BELOW TO READ THE STORIES

https://www.expressen.se/om/under-burkan/


RESULTS

1    In one year we 
went from 

0 to 70 000 
subscribers.

2    We met our 
revenue 

target.
3    We ex-

ceeded our 
goal for churn as 
well as retention.

4    We did all 
this, while 

simultaneously 
increasing our 
growth in digital 
reach.

A series of investigati-
ve journalism about the 
richest district in Sweden.

CLICK ON THE SLOT BELOW TO READ THE STORY

https://www.expressen.se/om/djursholm-expressen-granskar/

