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The Question of Impact 
Measuring	
  impact	
  is	
  journalism’s	
  Holy	
  Grail…	
  

Filled with imposters 
Web	
  metrics	
  have	
  lulled	
  us	
  into	
  

thinking	
  of	
  views,	
  clicks,	
  likes	
  
and	
  follows	
  as	
  impact	
  in	
  and	
  
of	
  themselves	
  

	
  

Elusive 
In	
  most	
  cases,	
  impact	
  isn’t	
  

immediately	
  obvious	
  
	
  

Valuable	
  
Understanding	
  impact	
  guides	
  

decision-­‐making,	
  demonstrates	
  
value	
  to	
  community,	
  funders	
  
and	
  members,	
  adverCsers	
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The Question of Impact 

•  The	
  value	
  lies	
  in	
  understanding	
  not	
  just	
  whether	
  
people	
  consume	
  news	
  and	
  informaCon	
  but	
  how	
  they	
  
act	
  on	
  it	
  

•  The	
  problem	
  is	
  that	
  acCng	
  on	
  news	
  and	
  informaCon	
  
isn’t	
  always	
  an	
  immediate	
  response	
  

•  Impact	
  can	
  happen	
  over	
  a	
  very	
  long	
  Cme	
  frame,	
  
someCmes	
  years	
  

•  And	
  it	
  can	
  happen	
  in	
  increments,	
  a	
  piece	
  at	
  a	
  Cme	
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The Question of Impact 

•  	
  Add	
  to	
  those	
  facts	
  this	
  one:	
  We	
  know	
  both	
  through	
  
experience	
  and	
  insCnct	
  that	
  different	
  kinds	
  of	
  
journalism	
  have	
  different	
  impacts.	
  

	
  
•  Those	
  impacts	
  can	
  range	
  from	
  awareness	
  to	
  affinity	
  
to	
  acCon.	
  

•  So	
  the	
  way	
  we	
  approach	
  and	
  present	
  stories	
  affects	
  
the	
  impact	
  equaCon	
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Breaking News Informs 
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Feature stories entertain or 
inspire 
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Explanatory stories elucidate 
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Investigative stories seek 
change 
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Internal and External 
•  We	
  have	
  web	
  analyCcs	
  and	
  listener	
  numbers	
  that	
  help	
  us	
  

understand	
  the	
  size	
  of	
  our	
  audience	
  and	
  the	
  reach	
  of	
  our	
  
journalism.	
  

•  But	
  to	
  understand	
  impact,	
  we	
  have	
  to	
  make	
  a	
  direct	
  
connecCon	
  to	
  decisions	
  we	
  make	
  about	
  the	
  journalism	
  
itself.	
  

•  We	
  have	
  to	
  be	
  purposeful	
  about	
  the	
  subjects	
  we	
  report	
  
on,	
  the	
  ways	
  we	
  do	
  the	
  reporCng	
  and	
  the	
  ways	
  we	
  reach	
  
audiences	
  most	
  inclined	
  to	
  act	
  upon	
  that	
  reporCng.	
  

•  That	
  means	
  looking	
  at	
  impact	
  with	
  both	
  an	
  internal	
  lens	
  
and	
  an	
  external	
  lens.	
  

9	
  

Coats2Coats Consultancy 



Planning for Impact 

Think through the story of your work from beginning to end 
What	
  is	
  the	
  possible	
  trajectory	
  of	
  this	
  story?	
  What	
  do	
  you	
  hope	
  will	
  

happen?	
  Think	
  about	
  how	
  to	
  look	
  for	
  correlaCon,	
  not	
  just	
  causaCon	
  
	
  

Create content that is designed to be used 
What	
  can	
  the	
  user	
  do	
  with	
  this	
  content?	
  Include	
  informaCon	
  that	
  can	
  

lead	
  to	
  acCon.	
  Think	
  about	
  how	
  it	
  can	
  be	
  shared.	
  Make	
  sure	
  you	
  are	
  
transparent	
  with	
  readers	
  about	
  what	
  you	
  hope	
  they’ll	
  do	
  with	
  it.	
  

	
  Think about the targets for your content 
Who	
  is	
  most	
  likely	
  to	
  be	
  affected?	
  Who	
  is	
  most	
  likely	
  to	
  act?	
  In	
  what	
  	
  

ways	
  could	
  they	
  act,	
  and	
  how	
  does	
  that	
  relate	
  to	
  your	
  content?	
  

What platforms or tools are best suited to the task? 
Which	
  stories	
  can	
  you	
  best	
  tell	
  where,	
  and	
  in	
  what	
  ways?	
  
	
  

10	
  

Coats2Coats Consultancy 

1 

2 

3 

4 



Four measurement categories 

Content 
Focus	
  on	
  seQng	
  goals	
  that	
  reinforce	
  creaCng	
  

content	
  that	
  is	
  designed	
  to	
  be	
  used	
  

These	
  four	
  categories	
  of	
  measurement	
  act	
  as	
  a	
  wheel,	
  with	
  each	
  reinforcing	
  the	
  other	
  

Each	
  of	
  these	
  categories	
  could	
  be	
  tailored	
  to	
  match	
  goals	
  for	
  specific	
  stories	
  or	
  types	
  of	
  
coverage:	
  by	
  topic,	
  by	
  approach,	
  by	
  program	
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 Targets 
Focusing	
  on	
  who	
  you	
  want	
  to	
  reach	
  with	
  a	
  

story	
  and	
  to	
  what	
  end:	
  What	
  acCons	
  are	
  
possible?	
  

Results 
Tracking	
  what	
  happens	
  as	
  a	
  result	
  of	
  the	
  

journalism	
  	
  

Platforms 
IdenCfying	
  the	
  right	
  plaTorms	
  through	
  

which	
  to	
  reach	
  your	
  targets	
  effecCvely,	
  
seQng	
  and	
  tracking	
  plaTorm-­‐specific	
  
goals	
  



Content 

Subject Matter Focus 
This	
  focus	
  would	
  be	
  useful	
  in	
  newsrooms	
  that	
  have	
  idenCfied	
  a	
  master	
  

narraCve	
  and	
  core	
  topics	
  they	
  are	
  pursuing	
  consistently.	
  Examples	
  
could	
  include	
  educaCon,	
  health	
  policy,	
  economic	
  disparity,	
  etc.	
  

Types of Journalism 
This	
  focus	
  would	
  be	
  useful	
  in	
  instances	
  where	
  you	
  are	
  tracking	
  impact	
  

within	
  a	
  parCcular	
  project	
  or	
  topical	
  focus.	
  Examples	
  would	
  include	
  
explanatory,	
  invesCgaCve,	
  feature,	
  breaking,	
  etc.	
  

Content Approach 
This	
  focus	
  would	
  be	
  helpful	
  when	
  you	
  are	
  tracking	
  impact	
  within	
  either	
  

a	
  parCcular	
  program	
  or	
  channel	
  and	
  you	
  want	
  to	
  understand	
  the	
  
value	
  of	
  different	
  content	
  assets,	
  such	
  as	
  data,	
  narraCves,	
  photos,	
  
video.	
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Targets 

Relationship to issues 
What	
  is	
  the	
  relaConship	
  of	
  the	
  audience	
  you	
  seek	
  to	
  reach	
  to	
  the	
  subject	
  

you	
  are	
  covering?	
  Are	
  you	
  trying	
  to	
  reach	
  policymakers?	
  
Stakeholders?	
  Experts?	
  

Geography 
Are	
  there	
  specific	
  geographic	
  areas	
  you	
  want	
  to	
  reach	
  with	
  your	
  

coverage?	
  Is	
  your	
  focus	
  on	
  local	
  audiences,	
  regional	
  audiences,	
  
statewide	
  audiences?	
  Are	
  there	
  neighborhoods	
  you	
  want	
  to	
  reach?	
  

“Voice Share” 
Are	
  you	
  aUempCng	
  to	
  reach	
  audiences	
  with	
  differing	
  levels	
  of	
  

parCcipaCon	
  in	
  conversaCon	
  on	
  this	
  topic?	
  Are	
  you	
  seeking	
  
influenCals?	
  Are	
  	
  you	
  aUempCng	
  to	
  aUract	
  new	
  voices?	
  Are	
  you	
  
aUempCng	
  to	
  reach	
  under-­‐represented	
  communiCes?	
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Medium 

Traditional 
This	
  could	
  include	
  factors	
  such	
  as	
  use	
  of	
  content	
  in	
  newscasts,	
  reporCng	
  

through	
  audio	
  features	
  or	
  use	
  in	
  talk	
  shows,	
  use	
  in	
  print	
  products	
  
(either	
  your	
  own	
  or	
  through	
  a	
  partner)	
  

Digital 
This	
  could	
  include	
  use	
  of	
  digital	
  tools	
  and	
  storytelling	
  forms	
  such	
  as	
  data	
  

visualizaCon,	
  curaCon,	
  photo	
  galleries,	
  video,	
  etc.	
  ConsideraCon	
  of	
  
desktop,	
  tablet,	
  mobile	
  plaTorms	
  

Social 
This	
  could	
  include	
  use	
  of	
  links,	
  data,	
  photos,	
  video,	
  hosted	
  chats	
  or	
  

forums,	
  live	
  event	
  coverage,	
  new	
  social	
  networks	
  or	
  tools	
  

Events 
This	
  could	
  include	
  hosCng	
  events	
  or	
  parCcipaCng	
  in	
  events	
  sponsored	
  by	
  

others	
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Results 

Creating Affinity 
The	
  direct	
  and	
  early	
  response	
  to	
  your	
  journalism.	
  This	
  would	
  include	
  calls,	
  

emails,	
  likes,	
  shares,	
  tweets,	
  comments.	
  We	
  call	
  this	
  “look,	
  listen	
  and	
  
like.”	
  It	
  reflects	
  the	
  personal	
  response.	
  

Engaging Others 
The	
  intermediate	
  response	
  to	
  your	
  journalism.	
  It	
  moves	
  beyond	
  the	
  

personal	
  response	
  to	
  sharing	
  and	
  engagement	
  with	
  others.	
  It	
  could	
  
include	
  deeper	
  social	
  engagement	
  and	
  real-­‐world	
  events.	
  

Contributing to Change 
Sustainable,	
  long-­‐term	
  change.	
  This	
  includes	
  legislaCon	
  or	
  policy	
  

changes;	
  studies	
  or	
  invesCgaCons;	
  criminal	
  charges;	
  new	
  
organizaCons	
  formed;	
  funds	
  raised;	
  alliances	
  formed	
  to	
  solve	
  
problems.	
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Metrics that matter 

•  Reach	
  of	
  Content	
  
•  Loyalty/Commitment	
  of	
  Users	
  
•  ConversaCon	
  around	
  content	
  
•  User	
  knowledge	
  and	
  intended	
  acCon	
  
•  External	
  change	
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Reach of Content 
•  Number/percentage	
  who	
  open	
  email	
  newsleUers	
  
•  Number/percentage	
  of	
  invitees	
  who	
  aUend	
  events	
  
•  Audience	
  growth	
  to	
  specific	
  content	
  areas	
  
•  Audience	
  growth	
  from	
  key	
  stakeholders/influencers	
  
•  Growth	
  of	
  audience	
  according	
  to	
  goals	
  (demographic,	
  

geographic)	
  
•  Exposure	
  to	
  new	
  audience	
  through	
  partnerships	
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User Loyalty 
•  Return	
  visits	
  during	
  set	
  Cme	
  period	
  
•  Growth	
  of	
  acCve	
  visits	
  
•  Lowering	
  exit	
  rates	
  from	
  landing	
  pages	
  and	
  key	
  
content	
  

•  Involvement	
  of	
  key,	
  idenCfied	
  stakeholders	
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Conversation around Content 
•  Moving	
  beyond	
  usual	
  social	
  metrics	
  to	
  focus	
  on	
  invitaCons	
  to	
  

specific	
  conversaCons	
  
•  Responses	
  to	
  specific	
  requests	
  for	
  parCcipaCon	
  
•  Actual	
  parCcipaCon	
  in	
  live	
  chats	
  (site,	
  Reddit,	
  TwiUer)	
  
•  Asking	
  a	
  quesCon	
  of	
  a	
  specific	
  journalist	
  
•  InviCng	
  others	
  to	
  parCcipate	
  
•  Becoming	
  a	
  repeat	
  commenter/contributor	
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User Knowledge/Intended 
Action 
•  Quizzes	
  and	
  polls	
  help	
  you	
  gauge	
  awareness/knowledge	
  	
  
•  Printed	
  surveys	
  
•  Online	
  surveys	
  embedded	
  in	
  key	
  content	
  
•  Telephone/email	
  follow-­‐up	
  with	
  sources/stakeholders	
  in	
  

stories	
  to	
  ask	
  “What	
  happened	
  next?”	
  
Focus	
  on	
  asking	
  about:	
  
•  ConsumpCon	
  
•  Learning	
  and	
  understanding	
  
•  Changes	
  in	
  beliefs/aQtudes	
  
•  Changes	
  in	
  behavior	
  
•  SuggesCons	
  for	
  future	
  coverage	
  

20	
  

Coats2Coats Consultancy 



External Change 
•  This	
  is	
  the	
  long-­‐tail	
  focus	
  
•  Indicators	
  include	
  other	
  media	
  coverage,	
  increase	
  in	
  
conversaCon	
  	
  

•  Changes	
  for	
  individuals,	
  organizaCons,	
  systems	
  
•  Changes	
  in	
  policies,	
  processes,	
  laws	
  
•  Change	
  in	
  quality	
  or	
  quanCty	
  of	
  public	
  discourse	
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Visualizing impact 
•  Write	
  down	
  your	
  goals	
  –	
  we	
  like	
  100-­‐day	
  plans	
  
•  Excel	
  is	
  your	
  friend	
  –	
  use	
  it	
  to	
  track	
  goals	
  and	
  to	
  
record	
  specific	
  progress	
  

•  Save	
  examples	
  –	
  links	
  to	
  best	
  pracCces,	
  emails,	
  
leUers,	
  phone	
  calls,	
  tweets	
  and	
  comments	
  that	
  
reflect	
  impact	
  

•  Review	
  your	
  analyCcs	
  to	
  make	
  sure	
  your	
  approach	
  
supports	
  your	
  impact	
  goals	
  and	
  measurements	
  

•  VisualizaCon	
  can	
  be	
  basic,	
  using	
  open	
  source	
  tools	
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100-day plan 
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Visualizing impact 
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Visualizing Impact 
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Visualizing Impact 
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Visualizing Impact 
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