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Executive summary
This report is about attention to what matters.
It shows how, by concentrating on the drivers
of advertising revenue, newspapers can grow
their business, not only in the core print
product, but also across the growing range of
complementary products.

to sales organisation; a tri-partite structure
where the three key dynamics of advertising
revenues – client sales, the specific features of
the markets, or categories, within which we
operate, and the newspaper or other brands,
that we are selling - are each represented.

The report identifies 28 components of
advertising revenue that determine the value of
advertising revenue that the newspaper
generates each year. Only three of these factors
are out-with the newspaper’s control: the market
in which the newspaper operates, the product
that the advertiser chooses to advertise, and the
market they choose to target (which is not
necessarily in line with the newspaper’s
readership). The rest can be all be measured,
managed and maximised.

The sales operation is geared to the drivers of
long term growth, namely advertiser loyalty,
frequency, and commitment, rather than simply
representing the priorities of the newspaper.
Specialists are dedicated to identifying and
growing new revenues from each of the
different market categories that we serve. Each
is very different, with different opportunities
but also requiring a different approach.

What matters is the measurement of the drivers
of performance, as much as the performance
itself. This is not sexy, or revolutionary, but it
works, and it leads to growth not only of the
core newspaper business, but to a sales
environment where sales people can adopt and
sell a wider range of services.

Today, newspapers are emerging into a new era of
advertising sales. One where sales people, selected
to complement and respond to the demands of
a particular type of advertiser, are promoting a
range of products, supported by top quality
initiatives, and outstanding market knowledge.
The road ahead is challenging, but small steps,
in the right direction, will secure a strong future.

This concept is underpinned by a new approach

Go for it.
5

JUNE 2006 SHAPING THE FUTURE OF THE NEWSPAPER

6

VOLUME 5 REPORT N° 5 ADVERTISING SCIENCE

1. Introduction
For most newspaper companies, advertising is
the economic driver of the business.
Advertising forms the larger proportion of
revenues for most newspapers in mature
markets. It pays the majority of other costs in
the business (Since most circulation revenues
go toward distribution and marketing). It is the
driver of profitability. And – despite long term
pressures that exist on circulations in mature
markets - it is the area of the business that is
most vulnerable to cyclical and structural
changes in the media economy.

• For every hour the American people spend on
the internet, advertisers spend $53 million.

It is also the area of the newspaper business
which is the most measurable, controllable and
susceptible to good and bad practice. A change
in advertising management and strategy can
have a dramatic effect on the fortunes of the
company for better or worse.

• Newspapers are facing more and more
competition;

Yet the newspaper medium continues to be the
most effective, compelling, measurable and
valued of all traditional media. Consider this:
• For every hour the American people spend
watching the TV, advertisers spend $38 million
trying to communicate with them.

• For every hour the American people spend
reading newspapers, advertisers spend $305
million.
In other words, relative to the amount each
medium is consumed, advertisers invest eight
times more on, as newspaper readers than they
do on TV viewers.
The job of selling advertising is becoming
increasingly complex for a number of reasons:

• Advertisers are moving their marketing
activities from above-the-line advertising to
below-the-line direct marketing methods;
• The internet is gnawing away at the
traditional strong Classified platforms of the
newspaper. Newspapers are showing highly
variable results in terms of their ability to
retain these revenues in the online
environment, reflecting both the strategies of
individual publishers, and the ability of
7
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publishers within the industry to work
together;
• Advertisers are seeking greater
accountability and measurement of every
aspect of their marketing spend;
• Newspapers are finding it harder to employ
top quality sales personnel.
This report examines the process of newspaper
advertising sales, both from the perspective of
the market we compete in and from that of the
advertising manager.

1.1 Advertising trends
Newspapers account for 30 percent of the
world’s advertising expenditure. Over the last
15 years, this share has been declining by
around half of one percent every year, but the
rate of decline is improving. Despite the
relentless influx of new media alternatives in
the five years to 2007, ZenithOptimedia
predict that newspapers’ share of all
advertising will only decline by 0.2% per year.
Newspapers share of advertising is determined
by a number of macro and micro factors.
Wealth is the primary driver of any advertising
economy, with advertising spend being closely
related to GDP (gross domestic product).
However within this overall trend a number of
factors exit. Firstly some countries show far
higher levels of advertising expenditure
relative to their wealth than others. Puerto Rico
and Hungary are most ahead followed by

Greece and Panama. At the other extreme,
India, Romania and Turkey would appear to
have the least developed advertising
economies relative to their wealth.
The relative share of different media is also
strongly influenced by wealth. As a general
rule wealthier countries tend to see more
revenue spent in newspapers, TV tends to
dominate advertising expenditure in poorer
nations. Here again there are massive
variances. Ireland, Finland, Sweden and
Malaysia are countries where newspapers have
exceptionally high shares of the advertising
market relative to their wealth. In Japan,
France, Belgium, Greece, Portugal, Hungary
and Poland newspapers underperform. It
would be easy to assume that newspapers
advertising share is dependent on how well
they are read, but this is clearly not the case.
Japan vies with Norway as the country with
the world’s highest newspaper penetration.

1.2 Advertising in the new media
environment
Another factor which is clearly impacting
newspaper advertising is the Internet, in
particular relating to Classified. The movement
from print to online varies from country to
country, with countries in Northern Europe
being most affected.
The latest trends in this movement will be
covered in SFN report 5.3 which reports on the
third WAN survey on the migration of

Advertising trends

8
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Newspaper trends impact of wealth on media share

Newspaper trends impact of penetration on share

Newspaper penetration has some effect on the share that newspapers enjoy of a country’s
advertising revenues, but it is slight.

Classified to online. However a number of
major trends are apparent that advertising
managers and publishers must consider when
developing their sales strategies in the future:

banners. Successful strategies for online, are
very different to those in print (see SFN
reports 4.1 Profiting from Digital and 4.3
Classified Models Revisited).

• Online advertising is very different from
print. As the graph on the next page shows
most of the expenditure lies in search, rather
than traditional advertising forms such as

Certainly those newspapers that simply treat
their online services as an up-sell of their print
activities are likely to fail to secure their online
revenues from a new generation of
9
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US online advertising – Scale and variance by type

competitors, or maximise the profits that are
achievable in the new digital environment.
• Classified migration. While Classified
accounts for a relatively small proportion of
online advertising, it is, of course a large and
vital proportion of newspapers online space. It
is estimated that worldwide newspaper online
advertising grew by 35 percent in the last year
and now accounts for 8 percent of all
newspaper Classified revenues. In some
markets over 50 percent of print Classified
revenues have shifted to online. Again to
simply expect sales staff to treat online
advertising as an insertion based medium to be
resold online is a short-lived solution.
• Display dilution is also a factor, though not
necessarily in the from of migrating
advertising. Many companies are redirecting
what was advertising expenditure to more
direct forms of communication. Some of this is
in the form of online transaction sites. But
much of it is in other forms of direct marketing
such as sales promotion, mail, etc.
• Advertisers are questioning the value of TV
advertising, and many advertisers are
abandoning TV for other marketing options.
Newspapers must get close to these
advertisers, understand their reasons for
moving and develop communications solutions
that are capable of replacing the diverted TV
spend.
10

1.3 Cyclical v structural
In recent months there have been a number of
reports of downturns in the advertising
economy, and acceleration in the shift from
print to online. The patterns of both factors
vary from country to country, but the overall
long term implications are as follows:
• The western world is currently mid-way
through the long term cycle that has existed
since the 1950’s. Despite short-term down
turns in some markets, the underlying
advertising economy is growing.
• This cyclical upward trend is masking the
migration of Classified and the transition of
Display advertising in many cases, so many
publishers still interpret growth in their
Display and Classified revenues as evidence
that they are not being affected by the
structural changes that are occurring within
their revenue streams.
• In five to seven years time, when the cycle
turns downward, the impact of the structural
changes in addition to the cyclical factors will
be significant. On the assumptions that 1. the
advertising cycle repeats its patterns of the last
thirty years, 2. print Classified revenues fall by
4.5 percent in real terms (the current rate of
decline), and 3. online Classified revenues in
newspapers ultimately grow by 4 percent a
year (during 2005 the growth rate was
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32 percent but this is unlikely to continue,
by 2015, total newspaper advertising revenues
will have reduced by 25 percent.
It is therefore vital that newspaper advertising
departments offer online Classified services
that match the best online new entrants such as
eBay and Craigs List, in terms of product
offer, based on transaction processes rather
than insertions, while exploiting the marketing
benefits and reputations of their newspaper
brands.

11
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2. The revenue multiplier
As advertising sales becomes more complex
and challenging, managers often forget about
the basics of revenue generation. Revenue is in
fact derived from a number of factors, as
illustrated in the chart below:

Small steps. Big rewards – The revenue multiplier model
Conversion
Retention
Market

Enhancement

Staff

Prospects

Conversion

Per
period

Advertisers

Per issue

Ad offer

Frequency

Ad count

design

Target
audience

Medium
effect

Ad quality

Size

Environment

Colour?

Response

Position

Format

Price

Volume
Revenue

Source: The Author
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This model reveals that in its most basic form
– print advertising on the page – advertising
revenues are derived from 22 different
components, that together determine the value
of business the newspaper generates. All but
three of these factors, the market, and the offer,
and to an extent the target market for the
product being advertised, made by the
advertisers within their advertisement, are, to a
lesser or greater extent within the control of
newspaper advertising department. Some of
them they directly control, others they can
influence through good practice and
communication.

prospects, rather than leading the market by
identifying new customers. In addition the lists
of sources are too limited, often to competitive
newspapers, rather than all other forms of
marketing.
• Newspapers often assume that smaller
businesses are irrelevant prospects, because
they can not afford to advertise rather than
seeking new offers that can attract smaller
spenders. With online now offering low cost
solutions to every business, newspapers must
get better at tailoring offers to every
business.

2.1.2 THE STAFF

2.1 The volume drivers
2.1.1 THE MARKET
The first factor is the market itself,
the number of businesses that exist.
• Those that are willing or able to advertise.
Detailed knowledge of the market drives the
ability to generate revenues in a number of
ways:
Good practice
• Detailing of every business, and a knowledge
of start-ups enables the newspaper company to
sell to businesses at the time they need to
advertise most – when they first launch.
• Knowledge of the structure of different
sectors – finance, retail, cars, etc – enables a
good advertising manager to devise different
strategies for different categories of business.
• Tracking of advertiser penetration by
category – knowing what percentage of motor
dealers, or estate agents advertise and those
that don’t, drives decisions on structure, sales
methods, call cycles, product ideas.
• Understanding the spending patterns within
each category, for example those that use TV
advertising, those that rely on direct mail, or
events, etc.
Bad practice
• A common weakness within newspaper
companies is a failure to prospect for new
clients, or not realise the potential that exists
within a market.
• In larger markets newspapers are overdependent on competitive analysis, tracking
advertising in other media, as their only list of
14

Good staffing is the way to drive value from
the market. As a general rule the costs of
selling advertising are 15 percent of the
revenues generated. Around two-thirds of this
is advertising staff costs. All too many
newspapers are failing to generate revenues
simply because they do not employ enough
well trained sales staff to cover the potential
of the market.
Remuneration systems that offer relatively
low salaries, but large incentives for
achievement, reduce the risk of over-costing
the department, while ensuring enough sales
people exist to cover every potential business
in the market.
Good practice
Advertising managers should work back from
the number of potential businesses in their
market place, to derive a sales structure that
canvasses every prospect that exists. They need
to detail the level of sales activity that is
required to service different types and levels of
advertiser to determine the mix of cold-calling
and client management required to satisfy the
spectrum of spending patterns, loyalties, and
competitive pressures.
Bad practice
Too often sales staff are seen as an overhead,
or cost that can be trimmed rather than an
investment tool, that should be tuned to
attracting additional revenues.
Sales people fail either because they are badly
trained or directed or because they do not have
the right product to sell. They rarely fail
because there are not enough prospective
advertisers to call on.
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A common practice, particularly in the
broadcast industries that can be utilised by
newspapers in smaller regional or underexploited markets, is to hire sales people to
develop their own sales territories. New
staff are given a list of companies that
already advertise with the newspaper, and
told to find others. Their probation period is
complete after they have established a set
number of regular advertisers. They are then
expected to firstly grow the revenues from
these new advertisers and to continue to
attract new ones.

operation. It must be planned, targeted and
monitored.
Good practice
Initial conversion is a key measure in
advertising sales. It is vital to set targets to
achieve conversion of new prospects, and
establish the most appropriate structure to
achieve this conversion, either by demanding
that all general sales staff have to convert a set
number of new prospects a month, or more
commonly through a sales team dedicated to
selling to new businesses.
Bad practice

2.1.3 PROSPECTS
Having established a system for tracking all
businesses, it is important to assess their
potential. It may be that some businesses are
simply not suitable newspaper advertisers,
particularly those in the industrial or some
business to business sectors. For others clear
offers need to be created to enable at least an
initial conversion. This may be by participating
in a feature, or taking a low cost package.
Good practice
Once an advertiser has been defined as a
prospect, wherever possible the newspaper
should track their current patterns of
expenditure. A starting point is to measure
their advertising in other media, but
increasingly it is important to monitor their
spending on other marketing activities.
One way to do this is for the sales person to
complete a prospect profile when they call on
the advertiser for the first time. Another is to
ensure every advertiser, and where possible
prospective advertiser, participates in an
advertiser survey (see SFN report 2.2 Added
Value Advertising).
Bad practice
Some newspapers are over reliant on industry
monitoring systems that track who is spending
what in different media. These monitoring
systems show details of advertisers
expenditure in TV, Radio, Newspapers and
Magazines. Sometimes sale staff use this as
their only source of leads, rather than coldcalling on old advertisers.

All too often, sales staff are simply given
revenue targets to achieve, and they rely more
and more on an ever smaller pool of
advertisers.
Alternatively they simply trawl through other
media looking for prospects, only to sell to
people who have originally been encouraged
to advertise by a competitor.

2.1.5 ADVERTISERS
Having persuaded a company to advertise,
they then become either a recognised ongoing
customer, or a transient one-off advertiser.
Often this definition is defined by the practices
of the accounts department, who either regard
advertisers as transient, in that they pay for
every advertisement in advance, or a ledger
customer in that they are given credit because
they advertise regularly or are regarded as a
secure payer.
In fact there are a wide number of
“definitions” that can be applied to advertisers.
(see table page 16).
Advertising departments traditionally classify
their advertisers according to the factors that
most affect the newspaper – namely the
category of business, level of expenditure,
source and where the advertising appears.
Best practice
Increasingly successful newspapers classify
their advertiser and prospect base according to
two factors:

2.1.4 CONVERSIONS

• Their commitment in terms of frequency of
expenditure and loyalty to the newspaper

Ongoing identification and conversion of new
advertisers is a vital part of any media sales

• Their potential in terms of growing revenues,
by transferring expenditure from other media
15
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Definition

Examples

Description

Category / product

Retailer, Bank,

Standard list of categories or types

Spend with
newspaper

Average ¤6,000 per month

Monthly or annual spend,
regardless of patterns

Source

National, local, agency, etc

Usually this source is reflected
in the sales structure of the newspaper.

Section

Display, Classified, features

Place where advertising usually
appears

Newspaper share of client spend

“NP: 25%, TV 40%,
Sales promotion: 35%”

Proportion of clients marketing budget
that is spent with the newspaper

Client share of
category/market

“40% of all S/H Ford sales”

Proportion of category spend,
that is by the client

Target audience

“Parents with young children”

Demographic description of advertisers
target markets

Loyalty

High loyalty

Measured scale in survey

Dependency

Low dependency

Measured scale in survey

Spend spread

Every Thursday 25%
more during November

Cycle patterns of expenditure

Spend description

Sporadic

Index of regularity

Average value order

1,400 per insertion

Average spend per insertion

Newspaper definitions

Client definitions

Relationship definitions

Data held on booking and accounts system
Data gathered from advertiser survey
Data gathered from market monitoring

Worst practice
Some newspaper persist in categorising
advertisers according to whether they appear
in Display (run of paper) sections, or in
Classified. Many advertisers are handled by
different sales people, from different
departments within the company.

2.1.6 ADVERTISING PLANNING
In Western Europe at least, – readers tend to
read only a quarter of the material that is
placed in front of them, so advertisers benefit
from their advertisements being moved around
the newspaper. Traditionally advertisers
demand an “early right hand page”, but this
may well not be the most effective solution for
them.
Good practice
Given the demand for premium positions
newspapers should do two things:

newspaper by target groups – gender, age,
interest groups – because each section or page
of the newspaper experiences very different
patterns of readership.
Bad practice
Many newspapers succumb to pressure from
advertisers, and prioritise advertisements on
right hand pages, while relegating editorial
content to left hand pages. Ultimately this
leads to the impression that the newspaper is
advertising dominated, and dilutes the
perceived value of the newspaper content. It is
vital that the newspaper shows a good mix of
left and right hand material in both editorial
and advertising.

2.1.7 FREQUENCY OF ADVERTISING
Frequency is a key driver of advertising
response.

• Realise the value of premium positions either
by charging more for the position or by using
them as a reward mechanism for loyal
advertisers.

Frequency drives coverage. Since few
newspaper readers read every issue, each
insertion reaches different people. The lower
the level of purchase frequency, the more the
level of coverage increases with frequency.

• Utilise reading and noting research to track
the readership of different parts of the

Readers’ familiarise themselves with the
advertising message.

16
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Good practice
As a general rule it is better to advertise twice
as often rather than twice the size.
While advertising response increases as an
advertisement gets larger, the increase is not
proportionate. In addition, a second
advertisement widens the audience.
Bad practice
In cultures of short term expediency, sales
people sell clients one advertisement that is as
large as possible. They will discount on size,
seeing this as the best way to maximise
revenue for that month’s target. This leads to
yield dilution. It reduces the likely result the
client will achieve for the money. It makes
page planning harder.

2.1.8 ADVERTISEMENT COUNT
Advertisement count was traditionally one of
the key measures of the advertising
department. Newspapers used to track the
numbers of advertisements they carried on a
daily or weekly basis, by category, and targets
were set against this. Today few newspapers
utilise this tool, preferring to target on revenue
and volume rather than the drivers that are
behind this.
Ad count has very different connotations in the
world of online advertising. Quantity and
volume were vital components when newsprint
was a major business cost, and most
controllable variable. In online strategies it is
vital to monopolise inventory, rather than
simply to think of each item for sale as an
advertisement.
• In print a newspaper might carry 20
advertisements, each for one car from a single
dealer, and the dealer would pay on this basis.
Alternatively they might carry a large Display
advertisement featuring 20 cars within one
space, paying according to the size of the
advertisement. In this case the objective was to
maximise volume.
• In the online environment, the newspaper
must offer to carry all of the dealer’s inventory
online, expecting to pay according to the
volume of traffic generated or the interest in or
transactions of vehicles on the site.
Good practice
In this case the objective is to maximise share of
all the car transactions within the marketplace.
Because of this newspapers have to create

alternative product concepts for their advertisers
which enable them to present their wider
inventory within a cohesive online marketplace.
Bad practice
Many newspapers have adopted policies of
“upselling” their print advertisers, whereby a
small percentage is added to the advertising
price, for which the advertisement is repeated
online. This gives the short-term impression of
creating online revenues, but fails to fulfil the
long term strategic necessity of building share
of the total market transaction inventory, that
attracts users, and generates traffic for buyers.

2.1.9 ADVERTISEMENT SIZE
As stated above, the response an advertiser
gets increases according to ad-size but not in a
linear way. The graph on page 18 shows the
readership levels of different sizes and
categories of advertising, shown as a
percentage of a full page.
An advertisement that takes up 20 percent of
the page has a readership level of around
4.8 percent, one of 40 percent: 6.2 percent.
One of 80 percent: 8.7 percent. In other words,
doubling the ad size increases readership by
30 percent. Quadrupling the ad size increases
response by 79 percent.
The chart also shows that different categories
of advertisement – which themselves featured
different average sizes of advertisement – had
markedly different levels of readership.
Someone advertising a Do it Yourself store can
expect over double the interest experienced by
someone advertising furniture, despite the
advertisements being of a similar size.

2.2 The price drivers
Ultimately the price that an advertiser is
willing to pay is determined by the levels of
return they get on their investment (ROI).
Indeed more and more advertisers set ROI
targets for their advertising agencies and
media buyers. The culture surrounding online
advertising and interactive transactions is
rapidly spreading to the worlds of print and
broadcast, and newspapers are increasingly
being measured on performance.

2.2.1 THE ADVERTISING OFFER
One factor which is often out-with the
control of the newspaper is the offer that
appears in the advertisement. This of course
has a critical effect on levels of response. As
17
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Advertising response v ad size
Different categories. Different results

the chart above shows, it is well established
that different categories of advertising
receive markedly different levels of interest.
While the newspaper sales person has only

limited influence on the content of the
advertisement, this is a factor which must be
considered when advising an advertiser on
response levels.

Panel
USA

Top ten national advertising categories (2003)
Category

USA

23.9

Travel & transport

16.6

Film

14.9

Coupon marketing organisation

11.9

Auto

8.8

Publishing/media

5.0

Miscellaneous

3.1

Politics/government

2.9

Computer equipment

2.9

Mail order

2.2

Top ten retail advertising categories (2003)
Category

18

% of Display ad expenditure

Public services/utilities

% of Display ad expenditure

General merchandise

32.7

Finance

15.3

Home supplies/furniture

14.4

Computers/electronics

11.4

Food

9.4

Hobbies/toys/sports

5.6

Building materials

4.6

Apparel & accessories

3.9

Auto aftermarket

1.9

Records/books/cards

0.9
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UK

Top ten advertising categories
in national newspapers (Jul 2003-Jun 2004)
Advertising sector

Newspaper expenditure £ (mill)

Retail

475.5

Finance

389.5

Motors

378.5

Travel & transport

293.2

Business & industrial

232.1

Computers

198.9

Mail order

172.8

Entertainment & the media

158.3

Government, social & political organisations

80.9

Leisure equipment

62.2

Source: NMR Medialog
SPAIN

Top ten advertising categories (2004)
Sector

SOUTH KOREA

JAPAN

% of Display ad revenue

Miscellaneous

29.2

Culture, education & media

12.3

Auto

9.9

Transport/travel/tourism

8.7

Services

7.9

Distribution/restaurants

7.5

Construction

7.3

Finance

4.4

Telecoms/internet

4.0

Sports/leisure

1.7

Top ten advertising categories (2004)
Category

% of Display ad revenue

Services

16.4

Computers/IT

11.1

Education & welfare

9.7

Construction & property

7.5

Publishing

7.4

Finance/stocks/insurance

7.4

Distribution

6.8

Government & organisations

5.4

Household appliances

4.6

Household utensils

3.9

Top ten advertising categories (2004)
Advertising sector

% of Display ad revenue

Transport/leisure

15.6

Publications

10.0

Distribution/retail

9.9

Finance/insurance

7.7

Classified ads/others

7.5

Information/communications

7.5

Prperty

6.3

Education/medical services/religion

5.7

Auto

5.6

Food

4.3

Source: Dentsu
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GERMANY

Top advertising categories (2004)
Sector

% ad revenue

Local businesses

44.1

Other

10.2

Family

9.6

National businesses

9.5

Property

9.0

Motor vehicles

6.4

Classified

5.6

Events

3.4

Travel

2.3

Source: ZMG
CANADA

Top ten advertising categories (2003)
Advertising sector

ITALY

19.7

Retail

19.3

Local auto dealers

11.9

Entertainment

8.7

Travel & transport

7.8

Media

4.6

Finance

4.1

Telecommunications

3.7

Computers

3.3

Education

1.5

Top ten advertising categories (2004)
Advertising sector

INDIA

% of Display ad revenue

Auto

14.6

Retail

9.3

Finance & insurance

6.6

Telecommunications

5.9

Legal & corporate

5.5

Media/publishing

4.0

Tourism & travel

3.4

Fashion

3.0

Computer & photography

2.8

Corporations/institutes

2.8

Top ten advertising categories (2004)
Advertising sector

20

% of Display ad revenue

Auto

Newspaper & magazine expenditure (%)

Corporate/brand image

12.6

Two wheelers

4.6

Cars/SUVs

4.5

Educational institutions

4.5

Real estate

4.0

Mobile phone services

2.7

Insurance

2.7

Events

2.6

Social advertisements

2.6

Travel/tourism

2.0
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2.2.2 ADVERTISING DESIGN
More critically, advertising design is extremely
controllable. A range of studies of newspaper
advertising have concluded that a high
proportion of newspaper advertisements from
advertising agencies are ineffective, because
they are badly designed and do not conform
with the simplest of standards in terms of
advertising creativity. In this situation who is
to blame for an advertiser not getting a good
response? Is it the newspaper that carried the
advertisement? The media buyer who booked
it? The creative agency who prepared it? Or
the client who briefed the agency?
Advertisements work in two ways.
• The first is that they attract the reader’s
attention as they turn to look at the page.
Eye-movement research shows that typically
reader take 0.65 of a second to decide to read

an advertisement or not. (Source: Colour
Works, eVolt.Co, Newspaper Society.)
• The second is that readers notice
advertisements in their peripheral vision as they
are reading other items on the page or spread.
It is vital therefore that every advertisement is
designed to attract readers attention instantly,
either as the eye first turns to the page, or as it
is scanning or reading other items on the page.
An advertisement that requires complex
analysis by the eye and brain is unlikely to be
effective.
Good practice
Every newspaper should make it a priority to
ensure that every advertisement that appears in
the newspaper is as well designed as possible,
and conforms with a check list of simple rules
for good advertisement design.
As an industry, certainly at a national level,

The Newspaper Association of America’s 13 components of a good layout.
Border

Advertisements should be clearly separated from the rest of the page with a
simple border.

Heading

Every advertisement must include a clear selling message that attracts the reader.

Illustrations
space

Research shows that a good illustration that takes up 50 percent or more of the
increases readership by 37 percent.

Price

Price is an important element in advertising layout.

Sub-headlines

Sub-headlines can either clarify or amplify the message in the headline.

Body copy

Having been attracted by a strong headline or illustration, readers will be happy to
spend time reading copy that adds detail to the benefits of the headline.

Signature

This is the name or logo of the advertiser. But it is important that the signature
does not overpower the headlines and illustrations that attract the reader.

Focal point

This is the key thing that attracts the reader.

Concentration

The eye is more likely to be attracted if the key points in the advertisement are
grouped.

White space

Plenty of white space draws attention to the key messages in the advertisement.

Colour

Introducing colour increases impact

The one

The NAA suggest that a reader should be able to discern what an advertisement is
selling in less than a second. In fact, an advertisement has to attract a reader in a
quarter of a second.

Creativity

Good ideas attract attention, providing they follow the rules above.

Source: 2006 Newspaper Advertising Planbook – published by the Newspaper Association of America.
www.naa.org
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newspapers must work together to promote
advertising effectiveness, through design
awards, or effectiveness research.
Bad practice
Sales people, particularly those dealing with
major media buying houses, are
understandably reluctant to question the design
of advertising that is placed in their newspaper,
particularly since much of the copy arrives
very late at the newspaper offices. Without any
evidence for challenging the quality of the
advertising it is difficult to say which
advertisements will work and which won’t.
As a result newspapers continue to carry
campaigns that will generate little or no
response for an advertiser’s investment.
Advertising effectiveness
=
the effectiveness of the advertisement
x
the effectiveness of the medium
Advertisement effect: the relative ability
of the advertisement to achieve a response
for an advertiser, through its creative
execution – headline, copy, pictures, etc.
Media effect: the relative ability of the
medium to communicate the message both
in terms of relevance of the audience, and
the environment in which the advertisement
appears.

2.2.3 ADVERTISEMENT QUALITY
All too often advertisement fail, either because
they are badly designed or because the offer
within them is uninteresting. When are
newspapers going to wake up to the fact that
they have a responsibility to ensure that their
advertisements work? Measurement of
advertisement readership and recall are easy
and cheap to introduce. Basically they have to
follow the rules laid out in the NAA (see page
21). But research of advertising effectiveness
is simple to implement and inexpensive. By
helping advertisers improve the responsiveness
of their advertisements, we can ensure they
continue to invest in newspaper advertising.

2.2.4 TARGET AUDIENCE
Few advertisers wish to reach the entire
population, or indeed all of the readers of the
newspaper. Most, in some way or another,
target specific sub-groups of the population
and therefore the newspapers’ audience.
22

Examples of this are:
• Car vendors – wish to reach only car-owners
who might be changing their vehicle (perhaps
10 percent of the population);
• Night-club owners – are primarily appealing
to an audience under 30.
• Fashion retailers – only wish to reach
younger women;
• Toy retailers – are targeting parents;
• Employers – are seeking only people with
certain skills.
SFN report 1.6 The Added Value Newspaper
outlined the relationship between target
sub-groups and advertising revenues, and
concluded that large proportions of a
newspaper’s revenues are consumed by
relatively small groups of readers, as outlined
in the table below. (See chart page 23)
As printing and mail room technologies
evolve, publishers may be able to tailor their
newspaper product to reach specific groups,
with certain supplements and sections.
Good practice
In the short-term the more that can be done to
position advertising within the newspaper to
optimise the coverage of an advertiser’s target
audience the better.
Just as only a proportion of a newspaper’s
readership is within the target group of the
advertiser, so the newspaper only reaches a
proportion of the target audience. Publishers
need to consider how they can help advertisers
reach the rest of their target audience,
particularly since this may well be only a small
number of people.
Bad practice
Sales staff can no longer pretend that all
newspaper readers are within an advertisers’
single target market group. Newspapers must
become more effective at demonstrating the
effectiveness of reaching different market
segments.

2.2.5 ENVIRONMENT
The “environment” of the newspaper refers to
the content that surrounds the advertisements.
Of course the content IS the newspaper. The
words, pictures, graphics, headlines are the
central things that a newspaper is about. But
from an advertising perspective, what matters
is the influence that these things have on the
effectiveness of the advertising in terms of
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who reads it and how they respond, and also
the attendant imagery of the design and
content, which may influence the readers
views about the advertiser or advertising.
Good practice
It is very important that the newspaper is
designed with advertising in mind. Good
newspapers enjoy simple, minimalist design.
Good practice is to allocate some colour pages
to editorial, and others to advertising, with
black and white words and pictures.
Advertising must enjoy a good mix of left and
right positions.
Editors must be sympathetic to advertisers
ideas about alternative use of space. New ideas
amuse and inspire readers, and reflect well on
the newspaper.
Bad practice
Too many newspapers have over-complex
designs that confuse the eye, and detract from
the message of the advertising. Even over-use
of rules and tinted panels creates complexity
that dilutes the advertising effect.
Design elements such as multi-colour borders,
use of dotted lines, and other creative whims
are all bad for advertising.

2.2.6 MEDIUM EFFECT
Research shows that a number of factors strongly
influence the effectiveness of the advertisement
within the medium. These include:

• The position in the newspaper: As a general
rule, advertisements enjoy higher levels of
response the earlier they appear in the
newspaper, but this factor is offset by levels of
readership on individual pages, and the design
and content of each page or spread.
• The surrounding content: Interesting story or
picture content attracts more readership. While
this may be deemed to divert attention from
the advertisement, and the role of peripheral
vision may steer the reader back to the
advertisement, providing it is sufficiently
simple and compelling.
• The number of items on the page. The more
items there are on a page, the less likely the
advertisement is to work, since it has to
compete with other items. The value of solus
advertising is demonstrable providing, of
course, there are large numbers of editorial or
promotional items on the page.
• Colour adds to the page’s complexity, after
exponentially. A colour page with say 4 items
on it, has the same readability as a mono page
with 16 items. The best use of colour in an
advertisement is when the surrounding
editorial material is in mono. Colour is
regularly controlled for cost reasons, with
pages either being allocated all colour or no
colour. A far more effective solution is to
allocate some pages only for colour
advertising for which a significant premium is
justified.

Newspaper readership
Relationship between readership and advertising
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• The inherent page design also plays a role,
again with complexity being a key issue. Many
newspaper pages are grossly over designed
with coloured lines, tinted boxes, different
fonts, backgrounds. Over-design inevitably
leads to under-response.

2.2.7 RESPONSE
Ultimately the role of any advertising
department is to deliver response for
advertisers. The more attention that is paid to
this, the more successful the newspaper will
become. But strangely this subject is rarely
talked about.
Good practice
Many newspapers have special offers or
incentives to encourage new advertisers to take
a trial with the newspaper. These should be
linked to a measure of success for the
advertiser.
Bad practice
For some reason sales people and managers shy
away from methods that prove whether
advertising works or not. Surely it is important
to measure the effectiveness of the medium
first, and where there are problems with
response try to rectify them rather than letting
the advertiser find out that their advertising is
not working and simply abandon the newspaper.

2.2.8 COLOUR
Since the 1980’s colour has been increasingly
present in newspapers, and today, thanks to
advances in printing technology many are
capable of offering full colour on every page of
the newspaper. Analysis from leading printing
press manufacturers MAN Roland shows that
not only is colour capacity growing but the rate
of growth is accelerating. (See chart below)
Newspapers continue to offer colour
advertising at a premium price. Rates and
premiums vary considerably from country to
country. In addition it would appear from this
sample of countries that premiums are falling.
2004
Mono
CPT

2004
Colour
CPT

2004
premium

2001
premium

Australia

157

206

31

31

Canada

137

168

23

23

Germany

80

101

27

33

India

50

81

63

72

Italy

174

246

42

50

Spain

39

57

36

40

UK

40

55

37

n.a.

Source: World Press Trends (sample of countries)

Colour undoubtedly increases effectiveness for
good advertisements but it also adds
complexity, which the eye finds harder to
navigate. Very small advertisements with too

Growth in the Colour Capacity
of Newspaper Presses in Europe
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Advertising effectiveness
The impact of colour

much detail are difficult to read and prone to
illegibility with all but perfect printing quality.
While colour is important, design is far more
important. Colour in the hands of a poor
designer can make advertising less effective.
The study found that colour increases
unprompted recall of an advertisement by an
average of 31 percent and prompted recall by
an average of 39 percent. It has the most
dramatic effect on unprompted recall of an
advertiser's name where it improves levels by
an average of 53 percent.
The study also found that colour was most
beneficial on advertisements of between third
and half (tabloid) page in size. (See chart above)

2.2.9 POSITION

throughout the paper, since different pages
attract different audiences, and enjoy different
levels of readership.
Since right hand pages do attract higher levels of
readership, publishers are justified in demanding
a premium price for a guaranteed position.
Bad practice
Conflict can arise over the value of right hand
pages. Often newspapers that have a strong
editorial control retain all the right hand pages,
while those with a particular strong
commercial focus, retain them for advertising.
From a consistency perspective it is best to
alternate the layout. From the perspective of
highest response, it is probably best to rotate
the advertising availability.

It’s true. In the majority of cases, right hand
pages are marginally more effective than left
hand ones, particularly in the earliest pages of
the newspaper. It also tends to be the case that
earlier pages have a slightly higher readership
than those further into the newspaper. But like
everything else, levels vary from one
newspaper to another, and good practice in
terms of newspaper layout and advertisement
design are far more critical factors than position.

2.2.10 FORMAT

Good practice

Ultimately newspaper pricing is the function
of a range of internal and external factors.

Rather than allowing major advertisers to bully
their way into particular positions in the
newspaper it is far better to rotate campaigns

Both colour and position can have a significant
impact on the effectiveness of an
advertisement. Both are factors that the
newspaper controls, and both are factors for
which a premium price can be charged,
providing improved effectiveness can be
achieved, and demonstrated.

2.2.11 PRICE

The chart below shows the macro impact of
circulation and format on advertising pricing at
25
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1.50

Ad rate ratio of broadsheet to tabloid
Advertising effectiveness – Format / circulation
1.47
1.39

1.42
1.34

1.34

1.32

1.27

1.28

1.25

1.22

Broadsheet / tabloid ratio colour
Broadsheet / tabloid ratio mono

1.00
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50000

a national level for major markets where data
is available. The chart shows a number of
common factors.

100000

500000

2.2.12 REVENUE
The framework outlined above is designed to
show how advertising revenues are derived to
highlight the points within the advertising
sales operation that managers and staff can
measure and influence.

It shows that as circulations rise so the premium
charged for colour decreases. It also shows that
while colour rates are higher than mono this
difference also declines (see table below).

A benchmark study by WAN of newspapers in
six European countries found that there was a
reasonable correlation between advertising
revenue and circulation. However the study
concluded that there was a very strong
relationship between revenue per page and
circulation, and virtually no relationship
between advertising volume and circulation.

According to this macro level analysis of top
titles in the largest national markets,
broadsheets realise between 20 percent and 30
percent higher prices than tabloids for mono
pages and 26 percent and 37 percent more for
broadsheet pages. The model suggests that
smaller newspapers will achieve high
premiums (approaching 45 percent).
Colour attracts 37 percent more than mono in
broadsheets and around 31 percent more in
tabloids.

The study also found that this remarkable
consistency in revenue per page was only in
part driven by rate card pricing, since discounts
varied considerably from title to title.

The model also shows that as circulations
increase the price charged for advertising
increases at between 70 percent (for the
smallest titles) and 52 percent (for the largest
titles) of the increase in circulation.

From this it can be concluded that advertising
pricing, or more specifically price realisation, is
strongly driven by the market. Advertising
revenue is determined more by the ability of the
newspaper to generate volume for that price.

Ratios of colour mono/broadsheet tabloid prices according to circulation
Circulation

25000

50000

100000

200000

500000

1000000

2000000

Broadsheet/tabloid ratio colour

1.37

1.34

1.32

1.30

1.28

1.27

1.26

Broadsheet/tabloid ratio mono

1.30

1.27

1.25

1.24

1.22

1.21

1.20

Colour premium broadsheet

1.38

1.38

1.38

1.37

1.37

1.37

1.37

Colour premium tabloid

1.31

1.31

1.30

1.30

1.30

1.30

1.30

Source World Press Trends, for markets where data is available.
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3. The new advertising sales
organisation
Historically advertising sales operations were
geared as much to the organisation of the
newspaper as to the needs of the client.
Increasingly the conflicting objectives of both
are being exposed, at the expense of the
newspapers long term viability. At the end of
the day advertisers are paying for one thing.
Results. In the future, the success of the
newspaper in growing its share of the
communications market is going to be
dependent on it exploiting its traditional links
and relationships, in order to promote a range
of new services over and above its advertising
in print.
At one time, Display sales staff would sell the
larger advertisements within the editorial
pages, and specialist advertising supplements,
while Classified staff sold the lineage
advertising at the back of the newspaper. Often
Display and Classified sales staff would
compete for revenues from the same advertiser.
More recently the two advertising
“departments” within the newspaper have been
integrated, but as newspapers have increasingly
developed other print and digital products, so

many publishers and their advertising managers
have struggled to integrate these new products
into a single sales portfolio. The result is often
that sales teams continue to compete, and
advertisers receive conflicting advice regarding
their advertising needs.
In fact the modern newspaper sales
organisation accommodates three distinct roles:
Client sales – responsible for developing
revenues from established advertisers while
also identifying new advertisers. Metrics are
defined by the number of current and
prospective clients, the time required to
manage each tier of client, and the economic
time devoted to generating new clients.
Category marketing – responsible for
developing revenues from each main category
of communications revenues.
Brand management – responsible for liaison
with journalists and other staff on each product
within the company, to ensure advertising
opportunities are exploited and well executed
in each of the company’s print, digital and
other product lines.
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Observation of different newspaper
organisations across the world, drawn both
from the examination of best practice and
advising newspaper companies on the
development of their revenues, points very
clearly to the need to develop a matrix
structure for the advertising department that
fulfils the three roles outlined above.
Today’s advertisers are seeking solutions to
their communications needs. Of course they
value and recognise the effectiveness of the
newspaper medium, but they also need to be
satisfied that the ease of using the medium, the
advice they receive from sales people, and the
appropriateness of the media environment that
they are offered is suitable.
Today’s newspaper organisation is developing
on a number of fronts. Few newspapers today
are standalone products. Most also publish
other print products, are developing websites
and mobile services and in many cases also
have secondary activities, such as events,
research or data businesses.
In addition, commercial consolidation and
internationalisation are driving the influence
on how marketing is done, away from the
local, to increasingly centralised decision
points, often on different continents. Selling
advertising today is as much about influencing

industries as it is about selling to local
companies.

3.1 Client sales
The SFN report 1.2 Successful CRM explored
the value of applying the concept of Customer
Relationship Management to newspaper
companies.
In this report four steps of CRM were
identified, namely Knowledge, Acquisition,
Retention, Enhancement. Subsequent
examination of best practice in advertising
sales suggests this list can be extended to six
steps:
• Identify all prospective and current
advertisers;
• Classify them according to their potential
spend, category nature of the business, source;
• Contact them at the soonest opportunity to
establish relationship and build knowledge;
• Convert them to an initial booking or
campaign;
• Retain their business over time, with
increased expenditure and frequency;
• Enhance the relationship with the client
through the provision of added value services.

Advertising department structure
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Because of the need to treat different types of
advertising prospect in different ways, the
sales organisation requires a structure that
reflects these different relationships.
Matrix management structure of the advertising department
Specification

Client sales

Category marketing

Brand management

Role

Servicing all clients and
achieving revenue budget
by client. Identification of
new prospects.
Achievement of targets
regarding revenue, and
retention.

Identification and
realisation of market
opportunities within
category.
Development of new
products within and
beyond current portfolio.

Execution of advertising
revenues within the
newspaper or digital
product, through liaison
with title managers and
editors.

Effectiveness

Revenue by client
Advertiser count
Advertisement count
Yield.

Revenue from category
Net contribution from
activities.

Revenue and non-sales
costs translating into profit
for that title. Supporting
execution of initiatives,
e.g. supplements,
sections, positions.

Economy

Numbers of sales staff
Cost of sales.

Cost of development of
new initiatives.

Minimisation of non-sales
costs, relating to advertising.

Efficiency

Minimisation of errors and
bad debts.

Profitability of initiatives,
in terms of cost of sale
and product cost.

Ease of execution
within newspaper, and
minimisation of queries.

Enterprise

Improved copy management
Development of new clients.

Development of category
related initiatives.

Development of new
platforms within the
product.

Structure

Based on size of market,
need for new clients, and
call cycles and complexity.

Based on size of market
and commitment to
developing new vertical
revenues.

One per product, or group
of titles/products.

Reporting line

Team structure reporting
to Ad director.

Direct to ad director,
with Head of Category
marketing in large
organisation.
Dotted line to any director
of development

Report to ad director, with
liaison with other title
managers and editor.
Attends product meetings,
title planning conference,
etc.

Resource allocation

Between 5% and 12% of
revenues, split according
to requirement for
conversion of new
prospects, time for
servicing, and
administration.

1%-2% of revenues. One
executive per category or
group of categories plus
support staff, analysts, etc
as required.

One per product, or
cluster of products, in a
large portfolio, plus
support depending on
scale of operation.

Performance drivers

Organisation

Developing a full understanding of the structure and scale of the potential advertising market is
critical if a newspaper is to maximise its revenue base. Lack of knowledge of the market firstly
diminishes the ability to identify and contact all potential advertisers, but critically it also inhibits
the ability to identify and develop new categories for development, or new product opportunities.
The optimal solution is to develop a database of all companies that are operating within the
circulation area. Many newspapers now use such a database as the foundations for an online
business directory from which they develop a range of other online revenue streams. But such
a database should also be used as the basis for call planning, and other activity cycles. In most
countries today the telecom company holds and markets such a list. In many cases this list forms
the basis of their Yellow or Golden Pages directory, which historically have been large and highly
profitable local media products.
Utilisation of such databases varies of course from one newspaper to another, depending on
whether it is national or local, specialist or mass market.
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Identify

Ad sales approach

Ad science approach

Newspaper concentrates on current
advertiser base, with some efforts made to
target advertisers in competing media.

Systems based market analysis not only
determines the potential for each category but
ensures the newspaper continues to revise
structure of the sales organisation, and product
base to exploit market conditions.
Newspaper moves from single print product to a
multi-media product base that provides
solutions to a wider range of prospects, and
creates new print and digital products to lever
revenues from the market.

Prospect base is defined around current
advertisers, and those in competing media.
Prospects and advertisers are categorised
around platforms in the newspaper, and
internal operational requirements.

Prospects are Classified according to their
potential, and the nature of their relationship
with the newspaper.

Contact

Advertising management target cold-calling
on new prospects as a means to
continually attract new advertisers to the
newspaper

Sales people are allocated to match a particular
client profile:
• High value, high loyalty - Value management
• High value, low loyalty - Secure through
service
• Low value, high loyalty - Revenue
development
• Low value, low loyalty - Low cost ad-hoc
Sales staff work across categories, depending
on the relationship/defined profile of the
advertiser.

Convert

Once a sales person converts a nonadvertiser they remain the responsibility of
that sales person, regardless of the style of
business or potential.

Clients are allocated to sales people, according
to their potential. Where appropriate category
marketers or product specialists support sales
efforts.
Sales staff are given targets across different
products in the portfolio, but are expected to
advice clients on best solutions for their
business.

Retain

Sales staff are incentivised for negotiating
contracts.

Advertisers are encouraged to spread
investment across the portfolio of products,
receiving additional advice from brand and
category managers,

Enhance

All sales staff continue to encourage
advertisers to spend more money with the
newspapers.

While all sales staff should strive to increase
advertisers expenditure, those with defined
potential for growth in terms of potential spend,
and increased frequency, are allocated to a
sales team who specialise in growing revenues.

Classify

Category development becomes the
responsibility of category marketing managers
who identify opportunities, and develop new
print and digital services for advertisers.

Structuring the sales team around the needs, attitudes and expenditure patterns of advertisers
Loyalty index
Low
High

Low
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High

Secure through service

Value management

This group is most vulnerable since they
probably can afford to spend elsewhere.
They need the highest level of intervention,
and tracking that both service and results are
of the highest quality. This group demand the
highest investment in terms of sales costs.

High spending loyal clients require ongoing
sales that ensures they get outstanding results
from their advertising and encourages them
shift their budget from other media into the
newspaper

Low cost ad-hoc

Revenue development

This group demand a range of different
communications, including tele-sales, but also
a steady stream of case studies, and examples
of success. The objective must be to move them
up the loyalty ladder in terms of their
commitment, without wasting sales resource.

Loyal advertisers of lower value, do not justify
the same level of service, perhaps demanding
a tele-sales call rather than field sales,
but they still expect to see results from their
expenditure.
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Typical advertising revenue structure
Advertising dependency

As seen in the chart above, invariably a small
number of major advertisers account for a
large proportion of revenues –
in this illustration 10 percent account for
50 percent of revenues, while the 50 percent
of smallest advertisers account for only
10 percent of revenues.
The largest accounts are those requiring the
greatest attention, and investment, but as

indicated above, allocation within the sales
structure is also dependent on the client’s
potential value and vulnerability.
Having structured the client base according to
their patterns of expenditure the next step is to
classify them according to their potential value to
the newspaper. Traditionally this has been done
according to the category of advertiser and their
expenditure with the newspaper, but single

Typical advertising revenue structure
Structure allocation
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Classification

Description

Example

Value and use

Category

The sector of business
within which the company
operates

Main franchise car dealer

Defines business and aids
planning and structure of
sales organisation

Scale of business

Turnover, number of staff.
National/local. Description
of transactions

Four outlets, selling 70
cars per week

Defines business and aids
planning and structure of
sales organisation

Expenditure
with the newspaper
(print and online)

Total spend with the
newspaper and any other
services.

25,000 per year.

Aids planning and
structure of sales
organisation

Share of total
marketing expenditure
with the newspaper

Analysis of expenditure
in other media, and also
in other forms of marketing,
may be derived from
customer survey.

Total advertising budget:
150,000
Also spends on exhibitions
and leafleting

Sets target for sales staff,
and determines method of
selling to client.

Main marketing
channel

Main advertising media,
if not the newspaper.

TV, and motoring website

Provides competitive
analysis and sets agenda
for product development

Pattern of spending

Regularity of expenditure,
and spend history.

300 per week, plus
seasonal activities

Sets target for sales staff,
and determines method of
selling to client.

Share of their customer
base reached
via the newspaper
(print and online)

Proportion of clients
customers reached
through the newspaper –
identifying need for other
alternative channels

25% by the average issue.
40% over a week.

Provides competitive
analysis and sets agenda
for product development

Nature of transaction
processes

Main means by which the
advertiser does business.

Sells cars through
showroom, increasingly
reliant on the internet for
transactions.

Influences advertising
planning strategy. This is
particularly important
relating to internet trading.

Seasonality
of business

Identification of key times
of year for trading.

New year, when
registrations change

Points to supplements or
special activities.

Loyalty

A measure – through a
survey or sales report, of
the loyalty of the advertiser

Revenues fluctuating, no
contract

Key determinant of sales
relationship

Perceived value

A measure – through a
survey or sales report - of
whether the advertisers
perceives they get good
value from their advertising

Advertise reports that
weekly magazines deliver
better response levels.

Key determinant of sales
relationship

classification is increasingly regarded as outdated,
and insufficient for a newspaper to realise its
potential in the modern media marketplace.
A number of cases reported in the SFN reports
point to the need to classify advertisers not by
category or the level of expenditure, but
according to their potential expenditure, and
loyalty, as per this chart from SFN 2.2 Added
Value Advertising.
This approach also recognises that sales people
are very different in terms of their skills. Some
are outstanding at administration and
organisation. Others are highly creative and can
think of new ideas for the advertiser. A third
group may be particularly good at attracting
new business, but get bored with retention.
The secret in this approach to advertising sales
is to match the strengths of the sales people to
the needs of the advertiser, rather than simply
assuming that all clients’ needs and attitudes
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are identical and all sales people equally good
at everything.
Having defined advertisers both by expenditure
and their value and loyalty/risk, advertisers are
then allocated to the appropriate level of sales,
firstly by value, and then potential. So a
relatively small advertiser with a high potential
may be allocated to the key accounts team for
development within which a sales person
specialising in creativity and new ideas will
work on developing the account. Similarly a
mid-sized account with little potential, but a
proprietor with simple needs in terms of
planning and creative work, may be allocated to
tele-sales because it is most appropriate for the
clients needs and potential. (See chart page 31)
The need to classify and understand clients in
detail is clearly related to their level of
expenditure. The chart below outlines the level
of detail required for each tier of expenditure.
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Typical advertising revenue structure
Advertiser knowledge
100
90

80
70

% of revenue

Other 50%

60
50
40

30

Next 10%

20

10 Top 10%
0

Business
details

Client
history

Business
potential

Business
risk

Strategy

Name

Name of business

Head office/brand

Details of head
offices, branches,
decision points

Creative agency

Agency responsible
for creating
advertising

Media buyer

Buyer responsible for
planning and booking
media

Category

Business category

Coordinates

Locations,

Contact

Key client contact/
decision maker

Contact details

Telephone, email etc.

Contact history

Contact history with
sales and other
departments

Call reports

Contact report details
from sales staff

Spend history

Expenditure over last
two years.

Spend patterns

Known patterns (e.g.
weekly/infrequent

Category
opportunities

Identified market
opportunities, such as
seasonality, events,
etc.

Brand
opportunities

Platforms with
newspaper and other
brands

Other media
activity

Spend in competitive
media

Other marketing
activity

Spend on other
marketing activities

Digital media
activity

Internet and other
digital activities

Target market(s)

Targets for products
and services.

Value index

Estimated measure of
potential – indexed

Loyalty index

Estimated measure of
loyalty / vulnerability –
indexed

Customer survey
results

Results of any
customer survey

Business
objectives

Description of
business objectives

Business strategy

Description of
business strategy

0

10

20

30

40

50

Next 30%

60

% of advertisers

70

80

90

100
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3.2 Category marketing
The starting point here is of course advertising,
but examination of communications patterns of
different industries reveals very different
strategies and patterns of activity. Fast moving
consumer goods have depended heavily on TV
advertising, though this is now changing.
Financial services have relied predominantly
on direct marketing techniques. Retailers have
traditionally favoured newspaper marketing,
though are now moving rapidly toward online
solutions. Other industries have exploited trade
publications.
The role of the category marketing executives
or managers is to identify major opportunities
that exist within that category, and then ensure
that the newspapers’ products are geared
toward exploiting these opportunities, and
sales staff are trained to sell the opportunities.
Rather than working directly with individual
clients his/her role is to interact with the
leading players in the industry sector to which
he is allocated, and become the recognised
expert on that subject, both within the

newspaper and as far as that sector is
concerned in terms of advertising solutions.
Typical issues that he/she might be concerned
with are:
• New launches or openings
Perhaps a manufacturer is launching a new
product, or a major national retailer is opening
a new store in the newspapers circulation area.
• Seasonal factors
Anticipating the key annual selling periods,
and planning special supplements, or other
initiatives to coincide with these key periods
• Digital media
The internet is now affecting major change in
the ways industries operate, which differ from
industry to industry. It is vital that newspapers
track these changes if they are to maximise
their own position in the digital world.
• Transactive processes
As a consequence, many industries are
changing the way the conduct business and
interact and transact with their customers.
Newspapers need to monitor these

The role of the category marketing executive
The category marketing executive is charged
with increasing revenues across their
designated category, namely motors, finance,
retail, leisure, etc. A job description for this
role is repeated in appendix 3.
This individual will work alongside the sales
team who are dealing either directly with
clients or through agencies to ensure the
newspaper is offering the best quality and
most appropriate service to that client.
Over time he/she will build up a unique
understanding of and relationship with all the
key players within that industry sector. These
will not only include advertisers, but other
stakeholder groups such as trade
organisation, suppliers, customer groups, in
order to maximise the range of revenue
streams and new business opportunities.
He/she will become the recognised expert on
that category of business, and will be able to
steer the sales people, and where appropriate
journalists, toward the angle of business that
will be most fruitful to the company and
advertisers in the short and longer term.
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The benefits of such an individual within
the newspaper organisation are as follows:
• Someone is continually charged with
identifying and exploiting developments in
that industry sector;
• Advertisers recognise that the newspaper is
actively understanding and catering for their
trade;
• Sales people are unencumbered by industry
detail and can concentrate on selling to and
servicing their clients;
• Sales people concentrate on the
relationships to which they are best suited
rather than having to deal with a wide range
of different aspirations and experiences, all
within one trade.
• Sales and editorial staff are continually fed
new ideas and initiatives on which to develop
their business.
• When business is tough there is a means of
creating new initiatives, which sales staff are
reluctant to do in fear of missing their targets.
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developments not only to determine their own
online strategies, but also to ensure that their
traditional print advertising solutions reflect
the changes in the advertiser’s practice, for
example the use of mobile technologies,
inclusion of internet addresses, etc.
• Major events
Tracking when major exhibitions or other
events take place, and ensuring the newspaper
products provide appropriate support, and
create opportunities for advertising. There may
also be opportunities here for bulk sales.
• Legislative influences
Changes in legislation or controls often
provide opportunities, so for example changes
in a drug products restrictions, may open up
advertising opportunities.
• Supplier funding
In many categories, manufacturers provide
funds to retailers to promote their goods
through their advertising. In other words, the
manufacturers will pay, at least part of the cost
of a retailers advertising.

3.3 Brand management
The third element of the new advertising
department structure is that of Advertising
Brand or Product Manager. This role only
applies in multi-medium companies, but it is
increasingly important as newspapers develop
secondary products in print, digital and other
lines.
The primary role of the advertising brand
manager is to ensure that the product for which
he/she is responsible gets the attention it
deserves in a multi-product portfolio, and that
advertising is well represented within the
management process of the newspaper or other
product. This role is at the heart of the
dichotomy between operating separate
advertising departments for each product, and
creating an integrated sales operation that sells
across the company’s products.

Distinct advertising sales

Integrated advertising sales

Each product line, in print or digital has its
own sales operation

The company operates a single sales
operation that represents all the newspaper
and other products

Strengths

Easy targeting and accountability.
Sales people only have to sell one product.

More efficient for the newspaper company
and client. One person handles both sides.

Weaknesses

Sales people compete for business, and
there is a lack of co-ordination, particularly
between print and online.

Weaker titles tend to fall off the sales
persons’ priorities.

Effectiveness

First impressions suggest that this system is
more effective, because of focus. Experience
often demonstrates that sales people find it
hard to adopt other media products. But this
is standard practice in other industries.

Well trained sales people can utilise a strong
portfolio to package solutions for
advertisers. They build stronger relationships
with clients (who do not want to see different
people from the same company). They can
also maximise price by controlling the
negotiation.

Efficiency

There are no efficiencies in sending several
sales people to represent one company’s
products. Specialist in Brand and category
can provide detailed input and ideas.

This minimises the number of calls,
administration, and maximises market
coverage of current and new prospects.

Economy

Single product selling inevitably leads to
competitive pressures within the company
rather than concentrating on the external
enemy, which in turn leads to internal
discounting practices.

Higher order value per sales person, drives
greater levels of net contribution from the
sales operation.

Enterprise

New sales operations undoubtedly simplify
the launch of new operations, but they also
incur additional costs.

New ventures can be absorbed into an
exiting sales force

Description

Analysis

Drivers
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4. Implementing advertising
science
Matrix management structures have been
increasingly adopted by companies over the
last 20 years to address issues where teams
have to address more than one key question at
a time. The benefit of such a structure in
advertising sales is that the often conflicting
demands of different product lines, customer
needs, and market conditions can all be
addressed within a single framework. The keys
to success in this can be well defined within
the “Outside/In” planning process adopted
within the SFN project.

4.1 Knowledge
The ability to respond to the dynamics and
demands of a rapidly changing commercial
environment is one of the key benefits of
introducing this system to the advertising sales
operation. The need for greater understanding
of the market can not be underestimated, and it
is this lack of knowledge, and willingness to
adapt the newspapers advertising offer which
is one reason for our industry’s declining share
of revenues.

Value driven newspaper management
The outside-in management process
Analysis
Market
Need
Product
Business
People

Planning

Strategy

Tactics

Measurement

Knowledge
Specification
Implementation
Performance
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Newspapers have been uniquely placed in
terms of the strengths of their local contacts
and influence, yet this has not been reflected in
their retained control of local communications.
As the commercial world in which we operate
becomes increasingly consolidated, so the
need for category marketers increases.
The way in which advertisers transact is also
changing rapidly, and newspapers must be
willing to adapt their business models to
reflect this. The growth of independent local
directories, niche Classified magazines, and
more recently online Classified services, have
all occurred at the expense of newspapers
largely because newspapers have been
unwilling to employ even controlled risk to
their core business in order to develop the new
one, all the historical evidence shows, that if
newspapers had moved faster to adopt these
new practices, and widen their portfolio to
reflect the demands of the market, they would
be in a considerably more profitable position
today.
Newspapers must define the unique needs of
each category of prospect and thereby
determine their exact trading patterns,
transaction processes, needs and opportunities.
Publishers must ensure that their products
continually develop to reflect the changing
demands of advertisers. They must develop
systems that measure share of voice or
influence, to ensure that their content reflects
the changing interests of media consumers.
Monitoring systems must become better
at tracking share of expenditure by advertisers,
to monitor which new activities they are
investing in.

4.2 Specification
The planning process is infinitely more
sophisticated since each plan is drawn up from
three perspectives:
• Firstly the plan reflects a realistic assessment
and response to the business opportunities
which are likely to emerge in each category of
business.
• Secondly such opportunities are translated
into defined services to be developed within
each of the company’s portfolio or brands.
• Thirdly the plan is laid down on a “per-sales38

person” basis in terms of realistic execution
and achievement.
The feedback from this analysis must be fed
both into the process for developing new
opportunities within and beyond the
company’s range of print and digital products,
and into the training of the sales staff in
realising the ambitions of their customers.
This will involve both the introduction of new
sections and supplements to the core
newspaper, and the development of new, more
specialist products and services.

4.3 Implementation
The implementation process involves far
higher levels of interaction and
communication. The efficiency of sales staff
covering more ground and selling a wider
range of services, is offset by the need for
effective participation of both the category
marketers and brand managers to ensure that
the respective opportunities from both the
market and the business are leveraged.
This requires far higher levels of double
calling, staff training and communication,
backed up with targeting and incentive
planning that reflects both the three functions
within the matrix process.
Most newspaper sales departments undertake
some level of double-calling programme
where managers or trainers spend time with
each sales person, ensuring they are well
trained and performing to set levels of
performance. In this case the concept is
extended to ensure that the opportunities
identified by the category marketers, or
created by the brand managers are fully
communicated through the sales people to the
advertisers.
Sales staff are responsible for selling, and
maximising loyalty, frequency and
expenditure of advertisers. In this structure,
some sales staff will be identifying and
converting new prospective advertisers, while
others will be managing mature relationships
where levels of expenditure are predictable
and unlikely to grow. In both cases however,
the sales staff benefit from the support of
category marketers and brand managers in
terms of input of ideas and new solutions and
services.
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The example of matrix revenue allocation
(shown below) demonstrates how revenues are
allocated by category, brand, and client base.
The bottom section of the table highlights where
the growth priorities lie, and from which clients
they will be derived. Each of the growth targets
must be backed by either initiatives by the brand
managers, or category marketers, or both.
In this example the launch of a new
entertainment and leisure magazine accounts
for 40 percent of new revenues, while a

doubling in internet revenues, in particular
from motors, accounts for a further 25 percent
of growth expectations. The plan also
envisages losses from low loyalty, low potential
advertisers, something that should be allowed
for in the planning process.
From there it is possible to incentivise the
sales staff to increase revenues, against
identified advertisers (or pools of potential
advertisers), for each of the company’s
products.

Example of matrix revenue allocation
Total

Retail

Motors

Category
Homes

Jobs

Finance

Ents /
Leisure

8000
1500
500
10000

2500
500
100
3100

1000
0
200
1200

1000
0
100
1100

2000
500
100
2600

1000
500
0
1500

500
0
0
500

8400
2600
1000
1000
1800
600
100
0
800
200
100
100
1000
150
400
200
12000
3550
1600
1300
% growth in revenue by category and publication
Newspaper
5%
4%
0%
0%
Magazine
20%
20%
0%
0%
Magazine 2
New
New
New
New
Digital
100%
50%
100%
100%
20%
15%
33%
18%
Group year on year ratios
Value of growth
2000
450
400
200
% growth Year on year
20%
15%
33%
18%
% of required growth
100%
23%
20%
10%
This years Group revenue targets by client base
Low loyalty High potential
2000
620
240
220
High loyalty high potential
5000
1550
600
550
High loyalty low potential
2000
620
240
220
Low loyalty
1000
310
120
110
10000
3100
1200
1100
Next year's Group revenue targets by client base
Low loyalty High potential
3000
888
400
325
High loyalty high potential
6000
1775
800
650
High loyalty low potential
2100
621
280
228
Low loyalty
900
266
120
98
12000
3550
1600
1300
% increase in Group revenue required, by sector and client base
Low loyalty High potential
50
43
67
48
High loyalty high potential
20
15
33
18
High loyalty low potential
5
0
17
3
Low loyalty
-10
-14
0
-11
20
15
33
18
Increased Group revenue values, by sector and client base
Low loyalty High potential
1000
268
160
105
High loyalty high potential
1000
225
200
100
High loyalty low potential
100
1
40
8
Low loyalty
-100
-44
0
-13
2000
450
400
200
Percentage of Group new revenues by Sector and client base
Low loyalty High potential
50%
13%
8%
5%
High loyalty high potential
50%
11%
10%
5%
High loyalty low potential
5%
0%
2%
0%
Low loyalty
-5%
-2%
0%
-1%
Source: Compiled by author figurative simulation based on real example.

2100
500

1100
600

200
2800

0
1700

600
0
400
50
1050

5%
0%
New
100%
8%

10%
20%
New
0%
13%

20%
0%
New
New
110%

200
8%
10%

200
13%
10%

550
110%
28%

520
1300
520
260
2600

300
750
300
150
1500

100
250
100
50
500

700
1400
490
210
2800

425
850
298
128
1700

263
525
184
79
1050

35
8
-6
-19
8

42
13
-1
-15
13

163
110
84
58
110

180
100
-30
-50
200

125
100
-3
-23
200

163
275
84
29
550

9%
5%
-2%
-3%

6%
5%
0%
-1%

8%
14%
4%
1%

This year's revenue target
Newspaper
Magazine
Digital
Next year's revenue target
Newspaper
Magazine
Magazine 2
Digital
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During the first period of implementation such
a process will inevitably be more complex, and
difficult to achieve, since the matrix of
differing demands creates conflict. But over
time, the process provides a much stronger
basis for analysis and feedback
One of the barriers which is often raised to
introducing this kind of structure is that bonus
is being paid twice to different sales people for
the same piece of business.
Here the category marketing executive is
charged with setting up a range of top quality
initiatives and in-paper opportunities for the
sales people to sell. This individual will be
successful if they feed the information and
ideas to the range of sales people who are
handling clients in their category.
The sales executive benefits because they are
continually being offered new initiatives and
opportunities to sell to their advertisers.
It is important however that the targeting and
bonus systems are compatible to ensure that all
the staff are working to common goals rather
than, for example, a sales team working to a
target which is higher that the combined
targets of all the marketing executives.

4.4 Performance
Advertising science is all about improving
performance. Revenue is vital, but more
important is the net revenue derived from the
advertising department after the costs of sale
and any advertising production costs are
deducted. A well performing advertising
department therefore is one that is maximising
revenue while minimising costs, both of the
advertising sales operation itself and related
factors such as ad production, newsprint and
marketing.

4.4.1 EFFECTIVE ADVERTISING SALES
The ultimate measure of a good advertising
department is that it generates more revenue,
from more advertising than its competitors.
But it must also produce better results for
those advertisers. Long term success therefore
is dependent on a commitment to service and
quality standards, as much as to revenue
generation. Targets must be set and monitored
not only regarding those factors outlined above
from which advertising revenues are derived,
but also in terms of advertiser loyalty and
40

advertisement response levels.
Newspapers have traditionally measured their
performance against other newspapers. As this
report outlines, newspaper revenues may have
grown faster than inflation, but they have not
kept up with the growth in advertising
expenditure, which in turn have fallen far
behind levels of growth in other forms of
marketing. True effectiveness – in terms of a
newspaper’s advertising revenues at least - can
only be measured against a benchmark of how
advertisers are choosing to invest in attracting
customers.
Such a benchmark of overall advertising
expenditure is easy to establish. A means of
tracking how the newspaper is performing
against other forms of marketing is harder to
achieve, but surely this must be a goal of the
advertising sales operation?

4.4.2 ECONOMIC ADVERTISING SALES
Ultimately the advertising department is
measured on the revenue contribution it makes
to the rest of the company’s activities and
profits. Revenue, minus the cost of generating
that revenue, is the key benchmark of
advertising economy. Yet in many advertising
departments, the primary reason for not
realising revenue potential is a lack of sales
staff and marketing. Advertising sales costs
fall into four main areas – sales costs,
marketing, research, support services – each of
which is discussed below.
Sales costs
The keys to sales costs are flexibility and
accountability. If a high proportion of salaries
are bonus related then newspapers can afford
to risk employing more people. But bonuses
must be connected to the drivers of long term
revenue growth, and not to short term revenue
targets.
Cutting sales staff is often seen as a means of
cutting costs, and little real analysis is done on
the impact on sales and service.
Marketing
While newspapers keen to attract advertiser’s
money, they are less keen to invest in
marketing of their own to attract revenues.
Newspapers need to invest more in presenting
themselves to their potential clients. In paper
promotion is essential but other activities, such
as advertiser events, seminars on advertising
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effectiveness, or direct mail programmes can
also lead to long term loyalty and commitment
by advertisers.
Research
Descriptions of a newspapers readership are
vital, and can only be derived from research.
Yet newspapers continue to invest far too little
in research that describes to advertisers the
quality of the audience they reach, and how
effective their advertising is.
Support services
Background services such as accounts and
advertising design are vital elements of
customer service for advertisers, yet all too
often these functions are either underresourced or are remote from the advertising
sales department, and therefore present a
negative image to advertisers.
It is vital that service functions that interface
with advertisers are also measured in terms of
performance, and are geared to maximising
revenue from loyal committed advertisers,
rather than reducing costs.

4.4.3 EFFICIENT ADVERTISING SALES
Many sales staff simply make too few calls.
What is the benchmark? It is difficult to
define, and varies enormously from market to
market and among different client profiles. A
sales person who deals with major advertising
agencies with international clients, exhibits a
different sales pattern from a territory field
sales person, who walks the streets looking for
new advertisers. A tele-sales person may be
able to speak to thirty or forty private
advertisers a day.
What inhibits sales activity is administration.
Sales staff should be given as much room as
possible to be spent with clients. Reviews
should be regularly undertaken of time spent
on admin issues, and relative call rate
efficiency across the sales operation.

4.4.4 ENTERPRISE IN ADVERTISING
SALES

Perhaps the biggest challenge of the
advertising sales department is absorbing new
products and methods. They share this trait of
course with the editorial department,
circulation, production and finance, in fact not
only every other department of the company
but also most other walks of life. “Change”

and “New” are two things that employees
everywhere are instinctively suspicious of.
Traditional advertising sales departments have
difficulty absorbing new products into their
sales portfolio, because they have historically
been focussed on selling one product. But in
many other industries sales people sell wide
ranges of products and services and there are
no reasons why newspaper advertising
departments can not do the same. Portfolio
selling is widespread in magazine companies.
The need to adopt enterprise, and be able to
develop revenues for a wider range of new
products is one of the key reasons for the trifunctional structure outlined above.
• Category marketers within the advertising
department are charged with identifying and
developing new initiatives to build revenue,
based on the needs of market sectors. Some of
these will be distinct new products.
• Brand managers ensure that new products are
effectively represented within the advertising
department, and that the advertising
department is represented among the
management of the new products.
This structure puts the advertising department
at the heart of product development in the
company rather than being a slave of it.
But there is another side of enterprise, and that
relates to the relationships that good
advertising managers and staff develop with
their advertisers. Advertisers, be they local
businesses, or large multi-nationals, are by
definition commercially orientated and in
many cases are naturally entrepreneurial.
Advertisers are passionate about success.
They want it for themselves. And they want
the newspaper to create success for them. So
they are delighted to participate in the
development of new initiatives, offer advice
and contribute ideas.
This is one of the most under-exploited aspects
of advertising sales. It is a gift that newspapers
can benefit from. And it costs no more than
good customer service.
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5. Conclusion
Small steps. Big rewards. That is what this
report has intended to convey. Not every
newspaper will adopt everything written in this
report. But every step delivers revenue to the
company, and the adoption of a combination of
steps will accelerate revenue growth, and,
importantly at this critical time for our
industry, long term loyalty of advertisers.
It is easy to be put off by such a process.
Experience confirms that when confronted
with some of the ideas outline above,
managers suggest the approach is complex,
and wasteful. However, as advertisers seek
more direct forms of communication, it is vital
that the newspaper continues to innovate and
respond to advertisers’ needs.
As the pressures grow, we instinctively dwell
on the problems that are emerging – the drift
of advertisers to direct marketing, economic
uncertainty, the threat of the internet – rather
than concentrating on the levers that drive
sales growth. Of course the emerging threats
are important, but, – to quote that well worn
eulogy, unless we get back to basics, and get
the basics right, we will never compete with
the energised new-media businesses that are
threatening us.

By focussing on the drivers of revenue, rather
than revenue itself, and managing the three key
dynamics of the advertising operation – clients,
markets, brands – advertising managers can
deliver greater results, and spread their
achievements across a wider portfolio.
This approach ensures the newspaper is always
aware of, and responding to, the very different
demands and circumstances of different
market sectors. In the past, newspapers have
tended to treat car advertisers, real estate
agents, and recruiters in similar ways. Banks
enjoyed the same service and initiatives as
food retailers. Our internal “pigeon-holing” of
clients into our priorities, may have satisfied
our demands, but it has seriously inhibited our
ability to maximise revenues.
Today newspapers are emerging into a new era
of advertising sales. One where sales people,
selected to complement and respond to the
demands of a particular type of advertiser, are
promoting a range of products, supported by
top quality initiatives, and outstanding market
knowledge.
The road ahead is challenging, but small steps,
in the right direction, will secure a strong future.
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Appendix
Job description
Distinct
– Category
advertising
marketing
sales
executive
Position:

Category marketing executive – automotive

Reporting to:

Advertising markets manager

Reports:

• None in most situations

Peers:

• Senior sales executives
• Market research executives
• Circulation sales executives

Scope and role:

The role of the category marketing executive, automotive, is to maximise revenues from
companies in the automotive industry to the newspaper through translating the industry needs
and objectives into specific advertising and related services that the newspaper offers.
By building strong working relationships with key players in the automotive industry he/she will
be able to identify new and improved business activities to ensure the newspaper is the leading
provider of marketing services in the country.

Key tasks:

• Work with the relevant sales staff to ensure that all company presentations are geared to
satisfying the needs of automotive companies;
• Ensure the service offer to these companies, in terms of in-paper content, supplements, sales
activity and marketing support are the best available.
• Manage the ongoing supplements and features programme.
• Liaise with editorial to ensure content is relevant, topical and appealing.
• Track new developments and trends in order to anticipate future business direction.
• Identify new business opportunities such as events, sales promotions, etc, that can generate
additional revenues for the newspaper.

Measurement:

Achieve 10% growth in automotive revenues year on year.
Increase the newspaper’s share of all measured motors marketing
expenditure by 2%.

Targeting
and bonus
structure*

On achievement of revenue target

10% of salary paid quarterly.

On the introduction of agreed programme of initiatives

10% of salary paid annually

On the generation of revenues from new advertisers.

1% of revenue paid annually

On the retention of 85% of ledger advertising base.

1% of retained revenue paid annually.

* Example only. Bonus systems vary form market to market and within different business organisation.
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Job description
Distinct
– Client
advertising
sales manager
sales
Position:

Client sales manager

Reporting to:

Advertising markets manager (or advertising director in smaller companies)

Reports:

• All advertising supervisors, trainers and sales staff

Peers:

• Circulation manager
• Assistant Editor
• Production manager

Scope and role:

The role of the client sales manager is to maximise advertising revenues for all group media
products through the direction of the commpany’s advertising sales staff.
He/she will establish a sales structure that reflects the demands, buying patterns and
relationships of all current and potential advertisers, in order to ensure growing loyalty, and
commitment by advertisers to the company’s media brands.

Key tasks:

• Establish a sales structure to grow revenues from the established base of advertisers.
• To ensure ongoing growth of new and smaller advertisers.
• To realise the revenue plan objectives of each of the company brands.
• To maximise the effectiveness, and efficiency of the advertising sales force through appropriate
incentives and staff training initiatives.
•

Measurement:

Achieve 10% growth in company revenues year on year, in line with the agreed business plans
for each company brand.
Retain sales costs to 12% of advertising revenue.

Targeting
and bonus
structure*

On achievement of revenue target

10% of salary paid quarterly.

On achievement of revenue/cost ratio

10% of salary paid annually

On expansion of client contracts from 80%
to 85% of revenues.

1% of revenue paid annually

On growth of revenue beyond target.

1% of retained revenue paid annually.

* Example only. Bonus systems vary form market to market and within different business organisation.

Job description
Distinct
– Newspaper
advertising
advertising
sales manager
Position:

Newspaper advertisement manager

Reporting to:

Advertising director

Reports:

• None

Peers:

• Assistant Editor
• Circulation manager
• Production manager

Scope and role:

The role of the newspaper advertisement manager is to liaise between the other managers and
editors on the newspaper and the advertising sales department to ensure sufficient initiatives
and platforms are created within the newspaper in order to continually grow revenues.
The role also envisages ongoing operational improvements, such as in production and deadlines
to continually improve the service to advertisers.

Key tasks:

• Setting of annual and monthly plans for the newspaper;
• Creation and implementation of supplements and features programmes;
• Liaison with Editor and other managers to ensure advertising issues and objectives are
properly represented and realised
• Training and communication with sales staff regarding the benefits and readership strengths of
the newspaper.
• Preparation of title marketing and communications programmes.

Measurement:

Achieve 10% growth in newspaper revenues year on year.
Increase the newspaper’s share of all measured expenditure by 2%.

Targeting
and bonus
structure*

On achievement of title revenue target

10% of salary paid quarterly.

On the introduction of agreed programme of initiatives

10% of salary paid annually

On the maximisation of title yield and reduction
of non-sales costs to realise appropriate revenue
to cost ratios.

1% of revenue paid annually

On increasing revenues beyond target

1% of retained revenue paid annually

* Example only. Bonus systems vary form market to market and within different business organisation.
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