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Kernal x beehiiv
The Newsletter Revolution: Empowering Creators & Companies with beehiiv
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About beehiiv
#1 platform to start, scale, 
and grow your newsletter. 

- Profitable ($2M + ARR 
and growing)

- 80,000 users

- Scaling (hiring!)
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Agenda
The newsletter business
● Reviewing Great Content

● Overview

○ Pros & Cons

○ Niches

○ Examples

● By The Numbers

○ Revenues models (Ads, Subscriptions, Offers, etc). 

○ CAC:LTV

○ Exits, Valuations, Structure

● Starting A Newsletter

○ Topic Selection

○ Getting Started

○ Stealing From The Best
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By The End of This Presentation: 
You will have what you need to start and scale a newsletter. 

You will also understand the economics of the business model. 
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Overview: When The Newsletter is the Product
A Newsletter is not (always) Email Marketing. Selling content. 

What makes “great content?” 

● Content > Audience match (promise & delivery)

● Readable (Clear, concise, line-breaks, pictures). 

● Delivering on the promise (meeting/exceeding expectations). 
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Content > Audience Match

Key Words: 

● Daily.

● A “dose.”

● 5 minutes or less. 

Readers know what they’re 
getting. 

Newsletter delivers. 



7

Poor Readability

Enough said.



8

Great Readability (The Rundown)

● Header

● Bolded key points

● Lists

● Links
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Great Readability (The Gen Z POV)

● Clear image + timeline

● Presenting her POV (as 
promised). 

● Visualizes paragraphs in one 
image. 

There are tons of tools online 
that can help you. 

Templates!
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Business Overview
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Business Overview: Pros & Cons
Pros: 

● Low Barrier to Entry (start for free) 

● Proven (thousands of success stories)

● High Margin (especially at first)

Cons:

● Competitive (how many AI newsletters are there right now?) 

● Standing Out 

● Scaling Up (hiring, commissions eat into ad revenue, CAC rises with paid) 
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Question:
What’s your favorite example of a newsletter business?
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From Creator              Business
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Riches in The Niches
The niche (aka topic) is critical. 

There are no “bad niches” per-se. But expectations change. 

Smaller niches (typically) command higher prices and earn more/sub. 

If: 

● If the audience has purchasing power. 

● Engagement is high (45%+ open rates, 10%+ of those opens click).
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Niches: Small but Rich
Focusing a small audience of people who have purchasing power. 

Creates demand for advertisers and higher price-points for subscriptions.

Lists of 5k - 10k readers can earn 6 or 7 figures.
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Niches: Small but Rich

Morning Floss: the #1 newsletter for 
Canadian Dental Professionals. 

● Profitable, 
● 14k subscribers
● 80k potential readers. 

Readers are 6, 7, or even 8-figure 
earners. 

BUT: 

● CAC is high. 
● Small market of advertisers.
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Niches: Small but Rich

Ferrari Market Letter 

Earning $2M with 5k subscribers. 

● Content
● Listings
● Partnerships with Ferrari
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Niches: general topics with a large total market
● Business
● Tech
● Finance

Large audiences with a more general topic

Requires a critical mass of readers, and scale.
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Niches: General topic, big audience

Morning Brew: 

Sold majority stake to Axios for $75M 
in 2020 with ~3m subscribers at the 
time. 

Across 5 publications. 

● Morning Brew
● Emerging Tech Brew
● Retail Brew
● Marketing Brew
● The Essentials
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Niches: General topic, big audience

The Hustle:

Tech and business news. 

● Sold to Hubspot at 1.5M 
subscribers. 

● Valued at ~$20-27M
● Cash and stock.
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Niches: Industry Topics
In the middle. 

Topics not quite as general as business and not as specific as “ferrari owners.” 

● Creator Economy
● Artificial Intelligence
● Luxury watches
● Wine

Even better if the topics are trending. 

● AI
● Crypto (back then)
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Niches: Industry Topics

The Rundown: 

● 190k subs in ~4 months 
● 43% open rate
● Ad supported
● Main Sponsor: $2,500

The latest developments in AI.
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Niches: Industry Topics

International Intrigue 

● 50k subscribers. 
● 48% open rate. 
● Ad supported. 

The Economist, but written for a 
modern audience. 

“Global News That Hits Different”
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Niches: Industry Topics

Eli Weiss: CX & Retention. 

● >5,000 subs. 
● 47% open rate. 
● Ad supported. 

Eli is an authority in the space.

Earning a full-time income with this 
side hustle.  

First 1,000 subs & ad before his first 
send.
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Niches: Industry Topics

Publish Press

● Very clear niche. 
● Paid acquisition
● Ad supported. 

“Where creators get their news.” 
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By The Numbers
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By The Numbers (Subscriber Growth & Revenue Growth)
This is just an introduction, and so much more than what I’m about to say goes into this. 

● Supply/Demand dynamics (your ad-inventory, fill-rate). 
● Brand. 
● Niche. 
● Engagement. 

What’s true today may not be true next year.
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By The Numbers (Growth)
Organic: 

● Social (Twitter, LinkedIn, Reddit, TikTok, Insta). 
● Recommendation swaps, word of mouth, events, etc. 

Paid: 

● Paid Social
● Good target for <$2 per sub. 
● Niche makes a massive difference. 

Don’t be afraid to test paid sooner than later. 
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By The Numbers (Growth)
Referral Programs:

● $100 for 10 subscribers is $10/sub. 
● If each person refers 2 friends (20 

more), that’s 30 in total.
● Becomes $3.33/sub. 

● Digital products cost (marginally) 
$0. (just the cost of making the 
product).
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By The Numbers
Scaling

Typically involves: 

● Hiring staff
● Paid acquisition
● Repeatable processes around revenue, expenses, etc. 
● “$1 in $2 out.” 

Don’t delay this for too long. Check out EOS.
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By The Numbers
Scaling

Issues if not addressed (10k, 20k, 100k, whatever that means for you):  

● Content quality drops. 
● Engagement drops. 
● Not charging enough.
● No real control over the business. 
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By The Numbers (Revenue)
Advertising: 

● CPM
● CPC

Process - a price sheet: 

● Stats (subscribers, open rates, testimonials)
● Pricing
● Social Proof (logos, testimonials)

Ad-Fill Rate: 

● High fill rates (typically) suggest you can raise prices.
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By The Numbers
Ad Inventory

As publications, grow, the only way they can 
multiple revenue is to multiply ad slots while 
keeping the same fill rate. 



34

By The Numbers
Subscriptions: 

● Premium content
● Aggregating benefits (discounts)
● Exclusive events. 

Dead Zone: $1 - $20/month

Some go for thousands a month. Politico: 
~$2,500/month.
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Boosts:

● $$ for referring subscribers to other 
customers. 

● Some already earning $1,000/week. 
● Subscribe 

Boosted Recommendations 

Get Paid. 

By The Numbers
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Questions?
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Exits: 
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Exits
Major Factors: 

● Subscribers
● Engagement
● Revenue/Profits
● Brand*

Not always a multiple on profits or revenue. 

Easiest way to do this is price per subscriber. 

● Morning Brew: 3M - $75M = ~$25/subscriber. 
● Hustle: 1.5M - $27M = $18/subscriber. 
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Exits
If a subscriber costs $2 - $4, a 10,000 person list (typically) sells for well 
over $20k - $40k. 

More if the business makes money. Less if it’s just a list, even if 
engaged. 

Increasing valuation: 

● Additional publications
● Premium subscriptions
● “Brand”

Be very careful about buying lists. 
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0 to sold in 10-12 months. 

More here.

Milk Road

https://blog.beehiiv.com/p/milk-road-newsletter-acquisition
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$1B sale. 

● 30M daily readers. 
● 20,000 paid subs. 
● $3,295/year subscription (2012)

Politico
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● > $100M/year (revenue). 
● ~500 employees. 
● 4.4M subscribers. 
● 23 newsletter publications

~$119/sub. 

4 years.

Axios
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● Senior at Northwestern. 
● ~25k subs at time of purchase.
● Active for < 1 year. 
● 6-figure deal* (don’t quote me)
●

Abhi wrote material from his psychology 
textbooks in newsletter with a different 
format. 

Made friends on Twitter, recommendations 
were huge for his growth.

Sold it. 

Psychology of Marketing 
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Notes on Exits: 
Considerations: 

● Can you add inventory to someone else’s publication? 
● Can you deliver recurring revenue? 
● Have you demonstrated $1 in $2 out? 
● Is there scale in what you’re doing?

 

A “creator” vs a “business” looks very different when asking these 
questions. 

Very hard to exit a newsletter when your name is on it and you’re the 
only growth channel. 
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Questions?
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Demo
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Thank you!


