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s we have discussed many times previously, Impact’s ICAPTR™ data can be used in a myriad 
of different ways, depending on the current and projected needs of the newspaper.  In order 

to facilitate the implementation of this new stop-save strategy, ICAPTR™ data was used to pinpoint 
exactly how the newspaper could maximize copy growth in its stop-save program, but to do it 
without taking on additional money-losing copies.  The premise was that by forgoing any chance of 
incremental profits, the newspaper can offer the lowest possible stop-save price, which will maximize 
the likelihood of incremental copies and higher overall retention levels.    

Impact’s ICAPTR™ system calculated a fully loaded incremental cash flow per copy for the entire 
universe (i.e., hundreds of thousands) of individual subscribers who could potentially call in the 
future to cancel their subscription.  Historically, the newspaper offered a high level stop-save price 
that was clearly profitable but made little to no distinctions for the unique economics of each 
subscriber, whether it was due to unique preprint revenue, delivery expense, newsprint & ink 
expense, etc.  Further, each subscriber possessed a different delivery frequency which needed to be 
accounted for, as well as a projected retention after the hoped save.  ICAPTR™ provided the exact 
price that was needed for each individual subscriber to break-even, taking into account all of the 
unique economics described above.   

Because this meant that every current subscriber 
had its own unique stop-save rate, it was no longer 
possible to simply provide a one page rate card to 
the newspaper’s telephone operators who handled 
stop-save calls, as the newspaper had done.  
Instead, Impact worked with the newspaper’s IT 
department to build a new set of tables within their 
existing IT architecture that calculated and stored 
the unique breakeven rates.  Thus, when any 
subscriber called to cancel their subscription, a 
uniquely tailored save rate would immediately pop 
up on the telephone operator’s computer screen – a 
rate which was calculated to offer the lowest 
possible renewal rate while still breaking even financially.   This data was refreshed monthly to 
account for new incoming starts who might cancel in the future, as well as for monthly changes in 
preprint revenues, delivery expense, newsprint & ink expense, etc.  By tailoring these offers to better 
align with performance in acquisition, this newspaper avoided the “Tug of War.” 

he results of this new top-line oriented stop-save program were undeniably effective.  During 
a 22 week program period measured in 2015, average retention was 88.4%, up 22% from the 
72.3% retention rate recorded during the same time period in the prior calendar year.  As a 

result of this improvement, this newspaper generated an extra 50-60 saves each week.  Because each 
save was projected to generate an incremental 200 copies over its remaining lifetime, the 
improvement in aggregate saves and subsequent retention was responsible for an increase of 
525,000 – 650,000 copies annually, an amount far greater than any new acquisition program this 
newspaper could conceivably pursue.  

A

T

But what would happen if a 
newspaper pursued top-line 
goals in some segments and 
bottom-line goals in other 

segments? One might 
compare this tension to a 

“tug of war” – a battle 
between two sides that 

usually results in a standoff 
that nobody wins. 
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Author/Contact: Jim Fleigner is Managing Partner of Impact Consultancy LLC, a management consulting firm 

based in Santa Monica, California, USA, and creator of the proprietary ICAPTR™ (Impact Consultancy Acquisition 

Performance Tracking Report) system.  He can be reached at Jim@impactconsultingonline.com.  

Impact Consultancy LLC 

2219 Third Street, Cottage #1 

Santa Monica, CA 90405 

 

310.345.7425 

www.impactconsultingonline.com 


