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Bits and pieces...  

 

I hope everyone had a 
wonderful holiday season 

and is ready to take on the 

challenges this new year brings.  

 

2009 is going to be another year of 

massive amounts of change for the 
newspaper industry. Our adviseé Take 
care of the basics, stay focused on the 

things you can control and don't worry 
about the things that are outside of your 

control.  

Taking care of the basicsé  

Do you have a process in place to ensure 
starts are getting started? Do your 

managers check new starts to make sure 
they get started? How about complaints? 
Do managers check complaints from the 

previous day to make sure they are not 

missed two days in a row?  

Now stops...  

Do customer stops at least get a letter 

from the newspapers telling them they are 

going to be missed?  

Are you managing single copy draws at 

the outlet level?  

Are managers taught that carrier 

recruitment is on going and forever?  

We are working hard each issue to give you the 
things you need.  

 

Visit us online  at www.circulationidea.com  

Christie Learn 

Publisher  
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We are asking for your testimonials 

regarding LMCIS. Please share with us 
ways you have used our publication to 

be successful in 2008. Also, we would 
love to share your testimonials with 

readers and nonreaders so get your 
quote in today. circulationidea@yahoo.com  

LET US HEAR FROM YOU !  
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ICMA (International Circulation Managers Association) 
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This month, instead of writing about a specific 
newspaper that is growing circulation, it seemed a 
good use of this space to offer suggestions that any 
newspaper might use to help it stop losing circulation 
and then to start growing again.  

These suggestions are based on my over fifty years in 
newspaper circulation--first as a Circulation Director at 
four different sized newspapers, then as a corporate 
circulation director for five years, and then as a very 
active circulation consultant to over 200 newspapers 
for almost twenty years.  These thoughts are also 
based on what newspapers that are growing are 
using. I have interviewed and written about many of 
them.  

Current Climate.  I realize that circulation has been 
falling at most newspapers for several years.  But, 
some are still growing, and they deserve our 
applause!  I also realize that newspaper earnings are 
currently being hit big time, due both to the economy 
and to intense competition from other media, 
especially the internet.  This has forced newspapers to 
cut expenses, thus reducing the resources needed for 
getting circulation growing again.  A vicious cycle, isn't 
it!  

Is it possible that some of the advertising loss being 
felt at most newspapers is due to declining 
circulation?  I feel that it is.  Have we thus put 
ourselves into a position of having caused some of the 
advertising losses ourselves, yet blaming it all on the 
internet?  Food for thought!  

Circulation is the lifeblood of newspapers.  Always has 
been!  In my view, we need to begin better managing 
of our circulation numbers if we are going to start 
growing newspaper advertising lineage again! 

How, you say?  Well, there is no silver bullet or no 
magic wand you can use to get it done.  But, 
hopefully, the ideas outlined here will be helpful to  

Suggestions for... 
Building Circulation 
Volume  

your newspaper, if it wants to get its circulation 
growing again. 

Commitment.  Yes, I said if your newspaper wants 
to get its circulation growing again.  That is where 
growth has to startðwith the commitment to do so.  
That commitment must of course be uppermost in the 
mind and heart of the circulation executive and his or 
her people.  And, it must also be in the heart and 
mind of the newspaperôs owner, the publisher, the 
editor, and the other members of the newspaper 
team.  Circulation will not grow unless you first decide 

that you really want it to.  
No one grows circulation 
just by chance.  And, you 
must believe that you can 
grow circulation at your 
newspaper.  If you feel 
that it can not be done, 
then it will not happen!  

Talk to your publisher 
about their degree of 
commitment to circulation 
growth.  Try to convince 
him or her of the need for 
being totally on board 

regarding the objective to first stop losing and to then 
start gaining again.  That talk with your publisher 
might just be the biggest sale you will ever make, 
because if you lose that sale, it will be very difficult for 
you to get the attention to local news content, to 
consistent on-time production, and to get the 
resources you need to keep current readers and 
subscribers and to gain new ones.  I wish you the very 
best of success when you have that conversation. 

In talking of growth, at least initially, I am not looking 
for huge gains.  Even putting one more copy onto the 
net paid average next year, than you have had this 
year, would be a huge victory for most newspapers.   
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That is because you must first stop losing before you 
can start gaining.  Even if your current circulation is 
way down from its all -time high of several years ago, 
just a very small gain in the coming year would be 
huge for your newspaperôs continued viability. 

Keep present readers and subscribers.  The 
better you do in retention marketing, the less money 
you will need for acquisition marketing to achieve 
growth.  So, this is the place to start.  It generally 
costs a lot less to keep a current subscriber or reader 
than it does to gain a new one, too, which should be 
music to the ears of your publisher!  

 

Here is a list of suggested strategies that work to help 
strengthen your newspaperôs retention marketing: 

¶ Emphasize local news   You have a huge 

advantage in this area over other newspapers, 
radio, television, and the internet.  No one can to 
it better than you do!  Exploit this to your 
advantage!  Be a local newspaper first, and a 
national/international news source second.  Local 
news includes local sports and locally-oriented 
editorial page content.  Every growing newspaper 
I have interviewed this past year said that a good 
part of their success has been due to emphasizing 
the localness of the newspaper! 

¶ Maximize service   Review the accuracy, 

timeliness, placement, and condition of your 
newspaperôs delivery.  Do all you can to meet and 
exceed the reader/subscriberôs perception of good 
service.  Track complaints closely and fix them 
quickly, since it is repeat complaints that cause 
stops.  And, it is late or poor delivery to single 
copy outlets that cause lost sales.  Part of service 
is making sure that your customers can easily 
reach you or someone at the newspaper when 
they wish to discuss a concern or problem.  
People contact is much more effective than are 
automated phone systems and voice mail! 

¶ Consider or increase EZ Pay   This recent tool is 

being used very effectively by newspapers to lock 
in subscribers and to reduce churn.  Monthly 
automatic credit card charges or checking account 
debits really work!  

¶  Verify all starts and 

restarts   Talk to new 
subscribers to make sure 
service has started and is OK.  
The first few weeks are the 
most critical in building a 
relationship with new 
customers. 

¶ Get those renewals   Make sure your renewal 

mailings are timely and effective.  Call subscribers 
who do not renew on time to sell them on staying.  
A short grace period after expiration, where 
service continues to the subscriber at your risk, 
should be a time when you become very pro-
active in trying to keep them!  If you lose a 
subscriber, it should not be because you failed to 
do everything possible to try to save them.  

¶  Maximize long term subscriptions   A six 

month subscription is clearly better than one for 
three months.  Less churn, more cash flow, etc.!  
And, a twelve or twenty -four month subscription 
is even better than that!   Look at your sales and 
renewal marketing and how you can adapt it to 
lengthen the term of subscriptions sold.  Probably, 
one of the best uses of any discounting you do is 
to lock in long term subscribers by giving them a 
financial reason for sending you a lot more of 
their money all at once!  

¶ Resell stops   If you do lose a subscriber, keep 

them in a special data base.   Go back to them as 
often as it proves effective for you.  Try them via 
direct mail and telephone.  Sell them on coming 
back.  It is much easier and usually less expensive 
to resell a former subscriber, who already knows 
your newspaper, than to sell a brand new one.  

 

A stop saved is equal to a start gained!  
Your retention marketing helps prevent lost 
revenue.  It should thus be worth some 
expense, if necessary, to save that income! 

 

Gain new subscribers.  You have got to ask for the 
order!  True, you will receive (hopefully) many 
voluntary new subscriptions.  Especially if you are well 
thought of in your community and your on -going 
product promotion is adequate.  But, these starts 
alone will not be enough to produce growth.  Yes, you 
have to sell your way from losing to gaining!  Here are 
some suggestions. 

Determine your new order needs   You can fairly 
accurately predict how many stops you will receive 
next year.  That is because you can look at the 
historic trends of your newspaper.  Start by doing 
that.  In order to grow, you have to sell more starts 
during the coming year than the number of stops you 
experience.  If you have 1000 stops next year, but 
produce 1001 starts, you will have one more 
subscriber at the end of the year than you did at its 
beginning.   
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Thatôs good!  Now you are growing!  So, based on 
the number of expected stops, determine how 
many starts you will need during the same time 
frame in order to produce growth.  Then, plan 
where those starts will come from.  Measure cost 
and retention in deciding the sales sources to 
pursue.  Once you have a plan, follow it and track 
against it frequently.  Then, adjust your sales 
needs as necessary to achieve your growth goal.  
If you cannot get there that way, you cannot get 
there any other way!  

¶ Diversify order sources   Donôt put all of your 

sales eggs into one basket!  Have four or five 
good sales channels.  Keep telemarketing to 20 or 
25% of total orders, and seek the rest from direct 
mail, kiosk sales, regular single copy inserts, your 
web site, sampling with appropriate follow -up, 
carriers, in-paper ads (gift subscriptions, etc.), ads 
in your shopper or TMC product, and more. 

Emphasize the order sources and offers that 
your records show yield the best subscriber 
retention.  Allocate your financial resources 
accordingly, since cost control and revenue 
maximization are so important to you right now.  

¶ On-line subscriptions   Most newspapers today 

have extensive web sites, which include offering 
multiple product features to web site visitors.  
Take a look at what you   need to do to your web 
site to qualify and then sell on -line subscribers as 
net paid circulation under ABC rules, and then 
consider going in that direction.  You can charge 
these folks less than you do for home delivery, 
since you have no newsprint and delivery cost.  
Then, promote subscribing on-line as part of your 
total subscription sales program.  Some 
newspapers have hundreds of on-line subscribers 
today, which count in their net paid circulation 
averages. 

ñIf everyone is going to eat, then somebody is 
going to have to sell.ò  ñNothing happens until 
the sale is made!ò  These are two sayings I 
heard decades ago that I have never forgotten.  
Selling has to be a key part of what you and 
your circulation colleagues do! 

Maximize single copy sales.  While you work hard 
to grow your home delivery, keep an eye on single 
copy sales, too.  They are your best revenue producer 
in terms of cents per copy sold.  Seek additional viable 
over-the-counter outlets, improve product display, 
speed delivery to the outlets, and regulate draws 
frequently and properly.   

Other.  Make sure your NIE program is as viable as 
possible and look for sound third-party sales opportu-
nities in local hotels and hospitals.  Third party sales 
should be the icing on your cake, so do it right and 
sensibly. 

I hope this essay has given you a few ideas that will 
work for you in producing some growth.  Nothing 
fancy, just basicsðthe ABCs of circulation marketing! 

Good luck, and good selling. 

Points to Ponder  
"The spirit, the will to win, and the will to excel are 

the things that endure. These qualities are so much 
more important than the events that occur." Vince 

Lombardi   

"The difference between the impossible and the 
possible lies in a person's determination."  

Tommy Lasorda  

"You can do what you have to do, and sometimes 

you can do it even better than you think you can." 
Jimmy Carter   

"Obstacles don't have to stop you. If you run into a 

wall, don't turn around and give up. Figure out how 
to climb it, go through it, or work around it." 

Michael Jordon  

"A leader, once convinced that a particular course of 
action is the right one, must....be undaunted when 

the going gets tough." Ronald Reagan  

"I am still determined to be cheerful and happy, in 
whatever situation I may be; for I have also learned 

from experience that the greater part of our 

happiness or misery depends upon our dispositions, 
and not upon our circumstances." -  Martha 

Washington   

ñItôs not what happens to you that determines how 
far you will go in life; it is how you handle what 

happens to you.ò  
Zig Ziglar   

"The way a team plays as a whole determines its 

success. You may have the greatest bunch of 
individual stars in the world, but if they don't play 

together, the club won't be worth a dime."  

Babe Ruth  

"The nice thing about teamwork is that you always 
have others on your side." Margaret Carty  

"Individual commitment to a group effort ð that is 

what makes a team work, a company work, a society 
work, a civilization work." Vince Lombardi  

http://www.achievementlibrary.com/second.htm
http://www.achievementlibrary.com/zig-zigl.htm
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MANAGEMENT TIPS Jerry Bellune W W W.J E R R Y B E L L U N E.C O M 

The power of praise  
and forgiveness  

 

Good days and bad  

Often, as managers, we forget we need to be 
inspiring as leaders. We forget the enormous impact 
what we say and how we act can have on morale. In 
the Harvard Business Review, Teresa M. Amabile and 
Steven J. Kramer researched more than 12,000 diary 
entries logged by knowledge workers. They found 
that the workersô work experiences had a dramatic 
impact on their inner feelings. What happened at 
work affected their perceptions, emotions, motivation 
and performance. Our performance improves when 
our workday experiences include:  

¶ More positive experiences and emotions.  

¶ Stronger motivation and passion for our work.  

¶ More favorable perceptions of our work, our 

team mates, our leaders and our organization.  

¶ Recognition and appreciation of good work.  

The authors discovered the single most important 
difference between a best day versus a worst day 
was being able to see real progress being made in 
our work. Praise without real progress or at least 
concrete efforts toward progress, had little positive 
effect. In fact, empty praise could actually cause our 
colleagues to become cynical. One of my bosses used 
to compliment me on writing "a good story". I might 
have half a dozen in the paper that day so I would 
ask which one. He was at a loss to tell me. I wrote 
this off as empty praise. When we got to know each 
other better, I advised him not to do that with our 
staff. He was smart. He took the advice to heart. He 
started looking for specific acts about which to 
compliment our staff.  

Good work progress without recognition or, worse, 
with criticism about insignificant issues can cause 
anger and feelings of sadness and 
being unappreciated. The best morale 
boosters are words of praise about our 
good work. Then we realize that our 
progress was appropriately recognized 
and appreciated.   

In this still primitive tribal community, antisocial ð 
even criminal ð behavior is rare. When it occasion-
ally occurs, the tribe has an effective way to deal 
with it. If a tribe member acts irresponsibly, he is 
placed at the center of the village. Work stops and 
everyone in the village gathers around the accused 
in a circle. One at a time, adults and children take 
turns calling out all the good things the person has 
done. All the positive attributes and the kind acts are 
recited carefully and at length. No one is permitted 
to exaggerate or be facetious. They are serious. The 
ceremony often lasts for several days. It doesnôt 
stop until all are drained of every positive comment 
they can recall about the transgressor. Not one word 
of criticism about the accusedôs irresponsible, antiso-
cial deed is permitted. Then a joyous celebration 
begins and the transgressor is welcomed back into 
the community. Apparently this positive bombard-
ment causes the accused to resolve to live up to the 
tribeôs expectations. Proof of the success of this re-
sponse to wrongdoing is that these ceremonies are 
quite rare.   

Will this work for us?  

What works for the Babemba tribe as a public exer-
cise may not work at your newspaper or mine. But 
the thought process could work for us, too. Many 
years experience led this tribe to perfect this way to 
deal with even crimes against the tribe. When was 
the last time to you told a colleague you appreciate 
how they gained a new subscriber? Years ago, I 
used to leave marked tearsheets with errors or other 
problems for the transgressors. I thought I was do-
ing them a favor in pointing out where they went 
wrong. Our production manager, bless her heart, 
was candid. She told me to my face that these 
marked tearsheets were "snotgrams". Clearly, she 
felt I had cleared my sinuses on them. That was a 
valuable lesson. I learned to sit down with my peo-
ple and go over what needed improvement. I also 
pointed out examples of superior performance. I let 
them know they were appreciated. It was as close to 
what the Babemba tribe does as I could get.   

We could learn a lot about 
motivation and relationships from 
South Africaôs Babemba tribe.  
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Leadership Tips  

Ways to Praise Employees  

One of the top reasons why employees stay with their 
current employer (you) is a pleasant work environment. A 
key ingredient of that environment is recognition of a job 

well done.  

Recognition for a job well done can be achieved in several 
ways:  

Business cards: Give the employee a set of business 
cards with the employee's name and title. For less than 
$20, the employee can proudly distribute them and 

promote your practice at the same time.  

Note or card:  A note or small card stating that you 
noticed a job well done makes a difference. Do this as 
soon as the project or task is completed. Leave the note 
or card in a place the employee can find it.  

Small gift: While talking with the employee, listen to his 
or her needs and provide a small gift to say thank you. 
For example, if you notice the employee's car is dirty, give 
an auto -detailing certificate. If the employee enjoys 
massages, hire a therapist to come into the office for an 
hour and give 10 -minute neck and shoulder massages.  

Verbal:  Little courtesies like "Thank you," "Good 
morning" and "Have a good weekend" go a long way. I 
make it a point to thank you my employees at the end of 
each day for a job well done. Without them, I would not 
have accomplished all that I have.  

Lunches:  When special occasions arise, such as 
birthdays, anniversaries, etc., take the employees out to 
lunch or order in. Enjoy a potluck lunch with the 
employees. It's a good way to foster camaraderie, and it 

shows you're part of the team.  

Publicly recognize accomplishments: When an 
employee does a good job, praise the person when others 
are present. It boosts his or her self -esteem and allows 
everyone else to acknowledge it, too.  

When giving recognition of a 
job well done, the praise 
should come in a timely 
manner so that the "punch" 

of the praise achieves 
maximum effect. Waiting 
weeks or months after an 

important project has been 
completed is less dramatic 
than when it has just been 
completed.  

What leaders do  

Here are eight suggestions for you to help you 
become not just a manager but a leader:  

1. Make a point of finding something to 
appreciate in all of your team mates today.  

2. Either take them aside or praise them 
publicly. Let them shine in front of others.  

3. Write them a note of thanks once a month 
and put a copy in their personnel file.  

4. Write their families a note of thanks for 
their support of your team mate and mail it 
to them.  

5. Meet with them quarterly or semi -annually 
to set specific goals.  

6. Tie a bonus to their achieving the goal. 
This maybe a gift certificate for movie 
tickets or dinner at a popular local 
restaurant. 

7. At your weekly staff meeting, mention 
team mates who made extra efforts. 
Compliment those who accomplished 
something of importance over the past 
week.  

8. When you, as their leader, make a mistake 
ð and you will ð admit it to your team. 
Ask their forgiveness and tell them what 
you plan to do to rectify it.  

9. When you deal with errors, mistakes in 
judgment or antisocial behavior, do it 
behind closed doors. Tackle the 
transgressor, one on one, with an open 
and inquiring mind. Ask such questions as: 
"Were you aware how this would turn out 
(or be perceived by others)?" "How could it 
have been better handled?" "What have 
you learned from this experience?" "How 
do you propose to rectify it?"    

February Takeaway Thought.  In my book, 
"Lead People, Manage Things", we devote an 
entire chapter to a discussion of dealing with 
negative behaviors. There are probably few 
things as trying to a leader as having a team 
member sabotage everyone elseôs morale. For 
information about this book, check 
www.JerryBellune.com 

© 2009, The Bellune Company, Inc,  

Jerry Bellune and his family operate their own book 
and newspaper publishing companies. Autographed 
copies of his book, "Your Lifeôs Great Purpose: Set 
sail for the adventure of your life", are available at 
www.JerryBellune.com.  It is an ideal gift for 
someone you love. 

http://www.JerryBellune.com



