
NEWSLETTER 

STRATEGY FOR 

PUBLIC MEDIA



ABOUT ME
● Research Director for the 

Institute for Nonprofit News 
(INN)

● Co-author of the Unpacking 
newsletter 
unpacking.substack.com

● Newsletter research, Newsletter 
Guide, Newsletter Wizards blog

○ http://newsletterguide.org/ 
○ https://medium.com/the-newsletter-wizards-

project 

Hi! I’m Emily Roseman.

https://unpacking.substack.com/
http://newsletterguide.org/
https://medium.com/the-newsletter-wizards-project
https://medium.com/the-newsletter-wizards-project


AGENDA
● Types of newsletter strategy 
● Making money
● Engagement
● Metrics
● Workflows
● Don’t have a NL? Here’s what to do.

 



Pause: Take a 
moment to think 

about your 
newsletter(s)



TYpES OF 
NEWSLETTERS



1. The Link Aggregator
Effort: low

Value for publisher: 
reputation as expert 
in subject,site 
traffic.

Value for audience: 
get breaking news and 
top stories on 
subject or from 
specific publisher



2. The BrIEfing 
Effort: low - medium

Value for publisher: 
reputation,loyalty 
in newsletter, and 
sometimes site 
traffic. 

Value for audience: 
stay very up to date 
on a specific topic 
or field of work. 



3. The Essay 
Effort: high! 

Value for 
publisher: Build 
habit/loyalty, 
affinity with 
author, 
newsletter 
engagement. 

Value for 
audience: Enjoy 
a longer read. 



4. The ALL-IN-ONE
Effort: medium/high

Publisher Goal: build 
affinity with 
publisher, habit + 
loyalty, newsletter 
engagement.  

Reader Goal: Stay up 
to date and get a 
“behind the scenes” 
look at publisher.



Poll & Discussion
1. The Link Aggregator

2. The Briefing

3. The Essay

4. The All-in-One



● The GOALS! 
● Content blocks: purpose, 

number, order
● Link heavy vs. prose heavy 
● Voice, tone, point of view
● Send time
● Frequency 
● Length 
● Design   

What are the 
variables here? 



MONETIZATION



TWO KEY WAYS TO MAKE MONEY WITH NEWSLETTERS

BUSINESSES
YOUR 

AUDIENCES

SponsorshipAdvertising Gifts & 
Donations

Membership



Gifts & Donations Membership



Classifieds SponsorshipAdvertising



3. Block Club 
ChICAGO

100,000 SUBS
$1,200 for a 
single ad, 

$3,000 for 3 
ads, $12,000 
for 20 ads

2. VDigger
46,000 SUBS
43% OPEN

$250 per edition 
for takeover 

(all 3 ad spots)

1. San Antonio 
Report

14,000 subs
15% OPEN

$800/mo for 
daily; $400/mo 

for weekly

RATE CARDS FOR NEWSLETTER ADS



Engagement



● Consider: what info do you need to 
take action? 

● Ask for reactions, and make replies 
easy

● Surveys = info + loyalty  
○ For audience research or story ideas
○ NPS
○ Ask your unsubs - why?!

Engagement via 
newsletters
TIPS 



Soliciting 
replies ● Would you rather… 

○ Spend a week on the 
beach (Reply “BEACH” 
in chat), OR

○ Spend a week in the 
mountains? (Reply 
“MOUNTAINS” in chat)  



Surveys for 
story ideas + 
help



Surveys to 
improve 
product



METRICS



GUIDING PRINCIPLES 

information

The information you collect 
via metrics + audience 

research should inform and 
inspire action.

action

The actions you take (e.g. 
launching a newsletter) 
will lead to more 
information. 



Aspire for change

Source: Newsletter 
archive — Ann 
Friedman 

https://www.annfriedman.com/newsletter-archive
https://www.annfriedman.com/newsletter-archive
https://www.annfriedman.com/newsletter-archive


METRICS
● IF GOAL IS GROWTH  

○ Track that list size grows while 
maintaining or growing open rate

● IF GOAL IS BUILDING ENGAGEMENT or LOYALTY
○ Track percentage of list with 4 - 5 

star rating (MailChimp only); 
percentage of list with high opens

○ Track number and quality of replies 
(survey or otherwise) 



METRICS

● IF GOAL IS DRIVING TRAFFIC: Track click 
through rates (and where folks are 
clicking)

● IF GOAL IS MAINTENANCE: Watch your list 
size + open rate; list cleaning is your 
friend
○ Pause: what’s list cleaning?



WORKFLOWS



NEWSLETTER ROLES IN SMALL, SCRAPPY NEWS OUTLET  

● PERSON 1 (Newsletter owner) 
○ Collects, aggregates links and images 
○ Writes copy 
○ Gathers OR writes ads or any development 

copy
● PERSON 2 (Editor) 

○ Edits it, sends back to Person 1
● PERSON 1(Newsletter owner) 

○ Upload and format 
○ Hits send
○ Audience research
○ List cleaning, etc. 



● One person should be “Responsible” 
● Invest time in initial layout (rooted in 

strategy) then don’t touch it
● Quality >>> Quantity for content blocks
● SKIP IMAGES
● Know metrics matter for 1) deliverability 

+ health of list, 2) assessing your 
strategy, 3) advertisers 

WORKFLOW 
TIPS 
for a 
small, 
scrappy 
newsletter 
team 



LAUNCHING ANY 
AUDIENCE-fIRST  

NEWSLETTER



What to do before jumping right into 
newsletter-land:  

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

Stage 2: Quick external, audience assessment 
with your target audiences 

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



Stage 2: External assessment  

● What problem can you solve for your 
audiences? What can you do differently from 
your peers? → TYPE, CONTENT 

● How and when do your audiences prefer to 
consume information? → FREQUENCY/SEND TIME



● Audience metrics 
● Census data or other existing data 

on target audiences 
● Surveys
● Interviews 
● Focus groups 

Assessment 
methods 
available 
to you



Stage 3: Quick Internal assessment  

● How much time or bandwidth do you and your 
team have for this newsletter? → TYPE, NUMBER 
OF BLOCKS 

● Who’s writing or editing? Collecting and 
aggregating links? Who’s adding images and 
formatting? Who’s hitting send? → WORKFLOW



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

Thank you!

Check out unpacking.substack.com 
for one example of an essay 
newsletter in practice!

http://bit.ly/2Tynxth
http://bit.ly/2TyoMsr
http://bit.ly/2TtBDfr
https://unpacking.substack.com/

