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This session will cover:

● Why Newsletters Matter
○ Choosing the right newsletter
○ Audience research

● Newsletter Infrastructure 
○ Email Service Providers
○ Data and privacy
○ Goal-setting and analytics

● Revenue and Audience 
○ Audience growth
○ Monetization 

 



Choosing the Right 

Newsletter

What is important to your 
audiences and you? 



NEWSLETTERS... 

● Connect you with audiences 
● Give you audience data + insight
● Let you provide specific content 

for specific audiences  
● Build habit + loyalty 
● Enable experimentation
● Inspire product thinking 
● Generate revenue 

Why do 
newsletters 
matter? 



92%
Of Americans use email as a form 
of communication. 

Source: Statista 

https://www.statista.com/statistics/628360/us-email-usage-reach/


22%
Of Americans accessed news via 
email newsletter in the past 
week.  

Source: The Reuters Institute

https://reutersinstitute.politics.ox.ac.uk/digital-news-report/2022/email-news-its-contribution-to-engagement-and-monetisation


“frequency, which is measured by
the number of days in the month that 
consumers read content, is the most

powerful driver of subscriber retention.”
 - northwestern university 

Source: Medill 

https://spiegel.medill.northwestern.edu/wp-content/uploads/sites/2/2021/04/what-causes-subscribers-pay-for-local-news.pdf


What to do before jumping right into 
newsletter-land:  

Stage 1: Define your goals, and double check 
that newsletters fit your goals 

Stage 2: Conduct an external, audience 
assessment with your target audiences 

Stage 3: Conduct an internal, bandwidth 
assessment with you and your team



Different 
newsletter Goals 

+ Types 



The Link Aggregator + Briefing

Publisher 
Goal: get 
audiences to 
your website 
and drive 
subs

Audience 
Goal: stay 
up to date 
on news.



Topic-focused

Publisher 
Goal: Serve 
audiences 
with 
targeted 
coverage

Audience 
Goal: stay 
up to date 
on areas of 
interest



The Essay/Column 
Publisher 
Goal: Keep 
reader in 
newsletter, 
build habit. 
Provide a 
value add 

Reader goal: 
Enjoy a 
longer read. 



Mix and Match - there’s no single recipe 



● Link heavy vs. prose heavy 
● Content blocks: purpose, 

number, order
● Length 
● Voice, tone, point of view
● Design 
● Frequency 
● Send time  

What are the 
variables here? 



audience research 

best practices

How to keep learning about your 
audiences to improve your 

newsletter(s)



● Sending surveys to your 
newsletter list 
○ Interviews

● NPS surveys at bottom of each 
newsletter 

● Ask your unsubscribers - why?!

Audience 
Research 
Tips 
For 
Newsletters



Example: 
asking 
unsubscribers



Example: 
surveys



What I didn’t 
cover here 

● Survey, interview and focus 
group design and best 
practices (see Audience Research 
chapter in the Membership Puzzle Project 
Guide) 

● How to synthesize data (Ibid)

● A/B Testing 

● Specific email metrics to 
watch (coming soon) 



● Examining your email 
newsletter metrics 

● Ask for reactions, and make 
replies easy

Audience 
Research 
Tips 
For 
Newsletters

“More links!” 
- readers



Key Newsletter 

Infrastructure

How to choose the right Email 
Service Provider for you



What is a 
tech stack? 

A tech stack is the suite of tools 
and technology you use to power 
your organization. 



What is an 
Email Service 
Provider? 

An Email Service Provider — or an 
ESP — is the software you use to:

● Design newsletters
● Send  newsletters
● Track and analyze email 

metrics
● Manage your email lists



Some ESPs 
you may have 
heard of...



What to 
consider when 
choosing an 
ESP

No matter if you’re working in a 
newsroom or as an individual 
journalist, these are some key 
considerations: 

● Cost
● Design Tools: Email templates, 

sign up modules, etc.
● Sign-up process
● List Segmentation
● Data resources
● Monetization



Related 
Technology

Depending on your needs, you’ll 
want to consider a few other 
elements of the email tech stack:

● Content Management System 
(CMS)

● Customer Relationship 
Management system (CRM)



Key Takeaways

● Choose an ESP that fits your 
budget and editorial needs. 

● Other key elements of the 
newsletter tech stack: 
Website, CMS, CRM, payment 
processor.  



Data + Privacy

Essential Privacy and Data 
Considerations for Newsletters



Data is 

Email newsletters are so valuable 
because you control the 
relationship with the reader. 

You want to treat the readers with 
respect, and there are legal 
limits to what you can do with 
their information. 



Privacy Laws

Privacy laws vary from country to 
country. You may have heard of: 

● CAN-SPAM (United States)
● New York Privacy Act 

(proposed)
● CCPA (California)
● GDPR (European Union)
● CASL (Canada)
● Regulations on Internet 

Service (China) 
● Spam Act 2003 (Australia)

Good state-by-state overview here.

https://pro.bloomberglaw.com/insights/privacy/state-privacy-legislation-tracker/


Rule of Thumb:

● Get clear consent from 
readers: 
○ Email sign ups should be 

simple, clear, and 
descriptive.

○ Only send emails they’ve 
signed up for. 

○ Make it easy to unsubscribe 
or opt-out.  

 



Email 
Sign-ups



Manage 
Preferences



Key Takeaways

● Be transparent
● Earn readers’ trust 

by treating them 
with respect.



Metrics

Setting Goals and Measuring 
Success with Key Analytics



Key Metrics

● Total Subscribers: The number 
of people signed up for your 
email list. 

● Total Opens: The number of 
times an issue of your 
newsletter is opened.

● Open Rate: The percentage of 
readers who received a 
newsletter who opened it. 

● Click-through Rate: The 
percentage of readers who 
received a newsletter who 
clicked a link. 



These metrics Matter...
But they aren’t always so straightforward. An 
example… 



Apple’s Mail 
Privacy 
Protection

The Problem: 
● Apple’s privacy protections inflate open 

rates. 
The Solution: 

● Look at other metrics: 
○ Conversion Rate: Are you adding paid 

subscribers? 
○ Unsubscribe Rate: How many people are 

unsubscribing after each email? 
○ Click through rate: Are people 

clicking on the links you want them 
to? 



Key Takeaways

● Align your metrics with your 
goals 

● Not all analytics are created 
equal — focus on data that 
provides actionable insights 
toward your goals. 

● Keep your email lists “clean”



Growing Your 

Readership

How to Build an Engaged 
Subscriber List that Generates 

Revenue



Emphasize Your Value-AdD

IF YOU REMEMBER ONE THING ABOUT 
AUDIENCE GROWTH ...



Fresh content

Your Website & Email

Referrals

● Homepage
● Article page
● Pop-up boxes

● Email signature

● Cross-promotion
● Subscriber referrals 

● Newsletter classifieds

● Your own work
● Links & quotes in others’ 

work
● Book clubs

Social Media
● Organic posts
● Paid advertisements
● Participate in the convo

LOTS of Ways to Reach Your Readers



Sharing is Caring
(aka Don’t be Shy)





Recap!

● How to frame your approach to “audience 
growth”→ Target the right readers

● A review of growth methods → Don’t be shy

● Examples → Learn from those around you

How to Build an Audience



Monetization

Show me the money



● Habits
● Experiments

● Funnel 

Photo by Clay Banks on Unsplash

Concepts to Remember:

https://unsplash.com/@claybanks?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/coffee?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Reader Revenue

Digital Subscriptions 
+ Membership

Use to build habit and 
convert readers to 

digital subscribers or 
paying supporters

Subscriber-only 
Newsletters

Newsletters only 
available to paying 

subscribers



Digital Subs MembershipSubscriber-Only



Business Streams

Sponsorship
Find the right 

advertiser and deepen 
the commitment to 

increase results over 
time

Advertising
A benefit of being a 
no. 1 spot for your 
subject is that it’s 
easier to find the 
right advertisers



SponsorshipAdvertising



Get Creative!



Recap:  

● Key concepts → Habits are critical

● A menu of monetization options → Experiment 
+ mix it up

● Examples → Respond to your audience

Paths to Monetization



NEWSLETTERS... 

● Connect you with audiences 
● Give you audience data + insight
● Let you provide specific content 

for specific audiences  
● Build habit & loyalty 
● Enable experimentation
● Inspire product thinking 
● Make money 

Why do 
newsletters 
matter? 



ADDITIONAL 
RESOUrCES

● Knight Center: Newsletter Strategies for Journalists
● The Newsletter Guide
● Inbox Collective
● News Revenue Hub
● Beyond Print

https://journalismcourses.org/course/newsletters/
http://newsletterguide.org
https://inboxcollective.com/
http://fundjournalism.org
https://www.lenfestinstitute.org/beyond-print/


CREDITS: This presentation template was created by 
Slidesgo, including icons by Flaticon, and infographics 
& images by Freepik. 

THANK you!
Contact us: 

emily.r@inn.org

carrie@ntln.org

joseph@lenfestinstitute.org

http://bit.ly/2Tynxth
http://bit.ly/2TyoMsr
http://bit.ly/2TtBDfr

