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Measuring 
success



“We throw our content online 
and just hope it works well. 

That’s not a strategy, that’s a prayer.” 
Aron Pilhofer (lecturer and former Chief Digital of the Guardian)



What makes news media interesting?

● On a mission

● Super siloed

● Distrustful of data

● Juggling with business models

● Fragmented

● Disrupted



Disrupted



Data 
what?



Reuters Institute



Reuters Institute



“Each newsroom needs a set of tools, 
organisational structure and a culture that 
embraces data-driven decision-making.” 

Federica Cherubini (Reuters Institute) 



Tools



Third party 
tools



Metrics, metrics
on the wall...



A rudimentary use of analytics tools...

● Won’t tell you what users do

● Won’t tell you what to do

● Will make you do what you shouldn’t do







The New York Times





Die Welt



Actionable metric tips

● Show relationships, use ratios

● Narrow down, use segments

● Reveal user journeys



Show relationships, use ratios

Page reads
User “satisfaction” =

Page views

@Davidbquer



Narrow down, use segments 

Unique visitors 

Userswhere = Regular Users

Story reach =





NPR - Carebot Project



 REACH ENGAGEMENT LOYALTY IMPACT

Number of 
people exposed 

to content

Time someone 
spends with content

Frequency with 
which someone 

seeks out a given 
brand’s site, app or 

social media 
content

Whether the content 
made a difference in 

people’s life 
(individual or 

societal)

Unique users 
(website), User 

sessions (apps), 
Impressions 

(social media)

Session time 
(website), Time in 
app, Engaged time 

(time spent 
interacting with 

content), 
Page/visits...

Return visits 
(website), User 
sessions (apps)

No agreed upon 
metrics

Reuters Institute



“Only after an organisation has understood 
what it wants to achieve can quantitative 

and qualitative tools assess how close 
the organisation is to that goal.” 

NewsLynx Project





Define goals first then metrics

1. GOAL. What are you trying to help users do? What 

problem are you trying to solve?

2. SIGNAL(S). What change in user behavior or 

opinion would indicate you’ve been successful?

3. METRICS. How to measure the size of change?

Google HEART Framework 





“We aren't building BuzzFeed to get as many 
impressions or clicks or shares or time spent as we 
can. We are building BuzzFeed to have a positive 

impact on people's actual lives.”
Jonah Peretti (Buzzfeed founder and CEO)



A positive 
what?





Newslynx



Newslynx



Designing 
tools



NPR - Carebot Project



NPR - Carebot Project



NPR - Carebot Project



Organisation



Bring the audience team





Audience team

Audience engagement

Audience development

Newsroom analytics

Emerging platforms

@carlazanoni



Stop Clickbait





Culture



Educate



Empathise



"We’ve found that the best way to truly 
gauge success has been to put the user 

back at the center of it." 
Sarah Schmalbach (Guardian Mobile Innovation Lab)





The Guardian



Experiment



Experiment

● Ask questions

● Draw up hypothesis

● Collect data

● Verify

Stijn Debrouwere





Qz.com



Innovate





Le Temps



Thank you!
@flavienp


