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Set the stage

• Declining volume

• pandemic

• availability of labor

• cost of labor

• unprofitable delivery areas

• open route service impacts
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Path to Mail
17 legacy mail sites

8 publications tested to benchmark impacts. 

4 converted to daily mail with Sunday 
carrier delivery and another 4 were moved 
to 100% mail. 

13 additional publications converted during 

Q1 and Q2 of 2023 to establish best 
practices

64 publications converted from late 2023 to 

Q1 2024

Today, the U.S.P.S. delivers 100% of more than 100 
Gannett newspapers daily. 3



KEY PERFORMANCE  
INDICATORS 
Service levels  2.0 CPM in month 2; CPMs better at the mail sites than the daily mail/Sunday carrier delivery
  

Delivery cost/copy  improved nearly 60% to $0.198; Sunday carrier delivery was 3-4X as expensive as mail

Subscriber loss  realized incremental subscriber loss averaging 14%; subscriber retention slightly better for subscribers 
  receiving daily mail/Sunday carrier delivery

B2B revenue  loss of Obits tied to Sunday moving up 24 hours, Preprints tied to volumes, negligible retail

Other expense  down ~40% (Excludes $.198 Postal vs $.476 HD). Payroll, Leases, Hauling, SC, Supplies, Utilities etc

*64 Sites Converted October through March



Decision Model

• DDU Profitability

• Projected local impacts
–Delivery expense 

–Consumer revenue

–B2B impacts

–Commercial delivery

– Single copy locations

–Obits

• EBITDA Improvement
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DDU Profitability Model 



Defined Project 
Tasks

• Sunday on Saturday

• USPS Periodicals permit

• Packaging & labeling
• White space

• Communications
• content/sales leaders

• Consumers

• Consumer post-conversion 
marketing ops
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Project Tasks

DDU analysis & selection (9 
tasks)

Consumer communications (10 
tasks)



Scope of Project
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• Activities    13

• Tasks per conversion  117

• Publications converted 92

• Tasks tracked   10,764

50+ people with access to tracking 
file or ownership of project tasks



Carrier Delivery Versus Mail (today)

Mail represents  
58% of Sites and 
26% of Subscribers
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Key Performance 
Indicators

• CPMs < 2.0

• Subscriber attrition ~ 14%

• B2B retail impacts (-6%) 
negligible

• Obit (-15%), preprints (-12%) 
tied to days & volume

• Expense impacts 40% - more 
significant than expected
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Range of cost per copy:



Mail service mirrors 
carrier delivery
 
In Jackson MS, from March to May, we saw a 
third of the mail complaints come from 9 out of 
254 zip codes.

Good tracking allows you to identify and 
address these areas.



Do mail conversions reduce subscriber delivery complaints?
Oct ‘23 Mail Conversion Sites                HD ran 7.78 CPM Jan ’23       Mail ran 1.73 CPM Jan ‘24
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