s
l==l
wer

International News Media Association

"
JPTR/RIBET
"WTR/B1 4D

w3
.

PSEH PRE/BIL

lﬁEnhEm[v w3 BRS:/ A1

AL

RSy BELITR /ON

]
*RE//BEIITR /ON

The Benefits and
Risks of Media Data
Democratisation

Greg Piechota

January 2022




January 2022

The Benefits and Risks of Media

Data Democratisation

CGreg Piechota

Author

Greg Fiechota

Contributors
Paula Felps
Brie Logsdon

Michelle Palmer

Jones

Shelley Seale

Editors
Faula Felps
Dawn McMullan

Earl J. Wilkinson

Design & Layout

Liz Wallace

Auun
wrr

International News Media Association

About
Foreword: The inspiration behind this report
Foreword: The data challenge is a cultural challenge

Executive summary
A Case studies
B Conclusion

Chapter 1: The importance of data democratisation

Chapter 2: Defining benefits of data and metrics
A Case study Mediahuis, The Netherlands
B Case study SET News, Brazil

Chapter 3: Mitigating the risks of data and metrics abuse
A Case study Fublico, Portugal
B Case study UOL, Brazil

Chapter 4: Measuring journalism
A Case study Editora Globo, Brazil
B Case study Caracol TV, Colombia

Chapter 5: Choosing metrics
A Case study Ciario do Nordeste, Brazil
B Case study Los Andes, Argentina

Chapter 6: Developing data products
A Case study Grupo Reforma, Mexico
B Case study Fagina 12, Argentina

Chapter 7. Embracing experiments
A Case study El Tiempo, Colombia
B Case study El Universal, Mexico

Chapter 8: Driving change
A Case study Cie Fresse, Austria
B Case study Grupo AM, Mexico

Chapter 9: Conclusion

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION

© INMA 2022 The contents within this report are the exclusive
domain of the International News Media Association (INMA) and
may not be reproduced without the express written consent

O W o~ W

15

18
19
21

23
24
27

30
31
33

35
37
40

43
44
46

49
51
53

56
58
62

65



About

“h
INMo

Intemational News Media Assoclation

O\ Meta

About the author

Greg Piechota s a researcher- n-res dence at NMA and served
as the lead of the associaton’s Smart Data ntatve in 2021

An ex-fellow at Oxford and Farvard universtes, he stud ed
technology-enabled patterns across ndustr es wth a focus on
business model innovaton n news meda. ke s a former med a
executve wth 20+ years of ndustry exper ence, notably Poland's
Gazeta Wyborcza. Fechota has served on the NMA Board of

O rectors and has been pres dent of the assocaton's European
Cvison

About the International News Media Association

The International News Media Association ( NMA) s a global
community of market-lead ng news med a compan es
renventng how they engage aud ences and grow revenue n a
mult -platform environment. The NMA community cons sts of
more than 19,000 members at 900+ news media companies n
81 countres, represent ng tens of thousands of news brands.
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a jont programme by the Meta Journal sm Froject and the
nternat onal hews Med a Assoc aton { NMA), in collaborat on
w th the nternatonal Center For Journalsts ( CFJ)

The goal of this \nnovat ve "learn ng-by-do ng” programme
was to explore how news meda companies can transform ther
online bus ness by helpng them analyse and act on data n new
and creative ways.

The e ght-months-long accelerator cons sted of

® 30+ hours of bespoke training based on best- n-class
case studes from the NMA global network.

® Benchmarkng and exchange of deas among 15 peer
publishers in Latin America and Braz |, selected out of
223 applcants from the regon.

e 1354 hours of hands-on coaching by a world-renowned
faculty of 18 guest experts and practt oners

® mpactful projects focused on increasng or
mantaning revenue or generating savings with data,
all accomplishing their goals and delivering
measurable results.

® Stpends of LS$16,600 to part c pants to help execute
their projects insp red by the Accelerator.

® |earn ngs shared at the Aud ence Analyt cs Town Fall
on November 30, 2021, wth a global aud ence of 1,043
attendees from 94 countres

The orignal programme created by NMA Smart Data ntatve
Lead Greg Fechota was del vered by a team of 26 staffers of
Meta, NMA, and CFJ to an outstanding class of profess.onals
from across Latin America,
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FOREWORD

The inspiration
behind this report

NMA launched our Smart Data nitatve n early 2021 at the same time we agreed
to partner with the Meta Journal sm Froject on the Latn American Aud ence
Analyt cs Accelerator

t proved to be a smart partnership.

From Meta's vantage point, its work on helpng publishers with digital subscrptions
had been strong — yet many compan es d dn't have the data foundations to fully
leverage those efforts. For NMA, working with Meta allowed us to accelerate our
knowledge of data for the benefit of all members worldw de.

That fusion 's apparent in “The Benefts and Risks of Meda Data Democratsaton.”

The Audence Analytics Accelerator 2021 case stud es are the heart and soul of this
report. As you read, you will soon d scover that you are in the trenches wth peer
publishers. The struggle. The creativity. The ever-present culture. The report "keeps it
real.” You will walk away from this report inspired and challenged from the journey of
these Lat n American publ shers,

These n-the-trenches data democrat saton moments are not confned to Latn
American meda. Our edtoral team, led by Cawn McMullan and Faula Felps, have
dug deep nto prevously unpublshed accounts from the NMA network worldw de
that focus on a s mlar journey. Some of those ntersected w th the Latn Amer can
Accelerator, and some s mply advance the report's narrat ve
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Yet there s another voice nterwoven throughout this report. Greg Fechota
launched NMA's Smart Cata ntatve last year and led the Aud ence Analyt cs
Accelerator. Anyone who has ever worked with Greg will smile when say he never
does anyth ng halfway. Beyond a master class, summ t, meet-ups, blogs, and more
than 30 one-on-one sessons with NMA members on data n the past year va the
Smart Data nitatve, Greg dug deeper for this report by look ng into how other
ndustres are embracng data democratisaton — with h's unique sk lls honed at
Farvard and Oxford n recent yeats.

Why are these hybr d efforts necessary for a report | ke this?

Wh le every publisher s drowning in data, only half have a roadmap — and 've yet
to find a publ sher who 's totally happy with the r strategy. Data 's everywhere and
nowhere at the same tme. fwe only rel ed on one regon or one ndustry on the
subject of democrat'sing data, we might capture the struggle but not the drrecton.

“The Benefts and R sks of Med a Cata Cemocrat saton” embraces hybr d storytellng
devices through our sourcing of the Lat n Amer can Accelerator, the global meda
best practices around data, and the dstllat on of the best academ c stud es.

We hope th's report nspres your efforts to transform nto a data-pos tve company
that will enhance the value propos tion of great journalism.

Gl gtdi

Earl J. Wk inson

Executive Director and CEO

nternatonal News Med a Assoc at on ( N MA)
January 13, 2022
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FOREWORD

The data challenge
s a cultural
challenge

Understand ng your aud ence s key to your success.

To develop a strong digtal strategy, 't 's necessary to understand how you can
become more mportant for your customers and, for that, you need to place data at
the centre of your decisions. This means us ng data to drive d scussions, deep dive on
nsights, and develop and test hypotheses

Bring ng data to the centre of your dec'sion-makng 's a cultural challenge. The
people who work 'n your organisat.ons need to understand the mportance of
data and analys s, how 't can make ther work better, and how they can gu de your
bus ness toward new opportunites,

The realty s bulld ng a data- and analyt cs-based culture s a process that takes tme,
focus, commitment, and pers stence. t doesn't happen overnght

The Meta Accelerator programme was born to support th's process for publishers. t
supports med a companes to understand how to find new audences, engage with
the people connected to ther brands, and develop new narrat ve formats to sustain
audence loyalty.

n short, 't helps them bring data a | ttle closer to the centre of therr culture
As of today, the Meta Journal sm Froject has held Accelerators all over the world with

local and nat onal med a outlets. Since 2018, roughly 330 partc patng newsrooms
have generated USS75 m llon n customer | fet me value,
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Th's playbook shares the learning and case stud es of one of our newest programmes
the 2021 Aud ence Analyt cs Accelerator, a jo nt project by the Meta Journal'sm
Froject and the nternational News Meda Assocaton ( NMA) n collaborat on with the
nternat onal Center for Journalists ( CFJ).

The goal of th's e ght-month hands-on programme was to help news med a
companes transform the'r onlne bus ness by encourag ng them to analyse and act
on data n new and creat ve ways. The 15 part c/pat ng publishers from six countres
across Lat n America executed projects with measurable results and planned further
aud ence analytcs nitatves.

We are sure that their learn ngs, captured n th's playbook, will nspre publishers
from all around the world to also develop high- mpact ntatves and to lead the
transformaton process n ther own organsat on.

uta/,{ Lolre Wﬁ/—‘ﬂl
Claud a Gurfnkel
Director of Latin America News Partnerships

Meta
January 13, 2022
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Executive summaty

Data democrat sat on by media compan es s part of a broader trend toward
evidence-based dec'son-makng driven by new economic pressures on effic.ency,
management deas a med at boost ng effect veness, and advances n technolog es.

The overwhelmi ng blocker to democratise data in newsrooms /s culture, with a
recent NMA meet-up survey reveal ng 87% saw d smissive culture as the single
b ggest barrer. Th's 's part of newsroom worres that data wll d ctate ed toral
decsion-mak ng.

“The Benefts and R sks of Med a Cata Democrat sat on” fuses together work done 'n
2021 on a Meta Journal sm Froject Lat n Amer can Aud ence Analyt cs Accelerator,
findngs from Year 1 of the NMA Smart Data nitatve, and academ c research

We have learned that the process of data democrat'sat on - notably for med a
companes - cons sts of understand ng the purpose of data, choos ng relevant
metrics, develop ng data products, embrac ng the scent fc method of decison-
makng, and motvat ng decsion-makers

A. Case studies

Th's report breaks down th's process with case studes from the Latin American
Aud ence Analyt cs Accelerator at the heart

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION



1. Defining benefits of data and metrics

® Mediahuis (The Netherlands) d scovered the mportance of creatng a
more customer-centr c bus ness through data. That means askng the 5
W's of data Why, why, why, why, and why. By asking that quest on more
often, meda compan es can get to the bottom of ther problems (such as a
technology hiccup) and find ways to please the customer, Data 's also useful
n looking beh'nd goals and fnd ng the appropriate drivers and nfluencers
for each one.

® Televson network SBT News (Braz |) found that where 't postoned
embedded elements such as images and v.deo on 'ts Web page made a
dfference n engagement Usng data acqured through A/B testng, the
company was able to ncrease sess on nteractons, returning vistors, and
enjoy growth for three consecutve months

2. Mitigating the risks of data and metrics abuse

® For Publico (Fortugal), part of developing a data-drven culture included
bullding a strong analyt cs department to del ver nformat on to ts teams.
Teach ng all departments what to do with the KP s that were collected
through analyt cs allowed t to max m se engagement, acqu re more readers,
and reach other goals.

® UOL (Brazl) wanted to determine what pieces of content worked best behnd
a paywall, but t also had some st pulat ons about what type of content 't was
not allowed to paywall To work wth n those gu delnes, 't conducted a seres
of analyses and def ned areas to test the mplementat on of a paywall, By
us'ng these analyt cs, 't was able to i dent fy mult ple tags and traff .c sources
that can work within the specified rules — and now it 's repeat ng that

process to d scover more,

3. Measuring journalism

® Editora Globo (Erazl) was look ng for ways to enhance ts newsroom'’s
decsion-making process, so 't dentfed fve delverables that would help
do that. Buld ng a dashboard that walks the team through the user's journey
has allowed it to see nside the funnel and understand what next steps need
to be taken

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 10



® Two of the man object ves at Caracol TV (Colomb a) were to mplement
Google Analyt.cs and create a techn cally advanced dashboard. The
dashboard allows 't to focus on what to publish, what to promote, and what
the audence s dong n terms of consumption and engagements. t has
contnued to evolve the dashboard and now s workng on 'ts sixth version to
make 't more user-friendly and eas er to understand.

4. Choosing metrics

® One of the b ggest quest ons for Diario do Nordeste (Braz |) was what users
were dong on the site. Even after they were reg stered, the newspaper d dn't
have a good way to track users' onl ne actvty. So t bult an ecosystem to
track what readers were consum ng and ult mately used the data collected
to create a roadmap that tracked user behaviour, created user Cs, and led to
building a dashboard with the funnel of user sign-ups and subscriptions.

® Los Andes (Argentna) wanted to re nforce ts stand ng as a forward-th nk ng
company by exploring tools for data analys's and learn ng how to use
those to increase subscriptions. n the Accelerator programme, it learned
that t ddn't have the mechanisms n place to accomplsh its goals, and
mplemented Wyleex analytics to beg n dent fy ng reader clusters, which
allowed for aud ence segmentat on and an understand ng of what content
was most relevant for each user group.

5. Developing data products

® For Grupo Reforma (Mex co), understand ng why users churn s a top
prorty. tbeleved that developng both qual tatve and quanttatve tools to
dent fy reasons for churn would help the company transform content and/or
the way t 's presented, and discover how relevant its subscription offers are
Although the tools are stll n ther first version, they helped Grupo Reforma
find most of the mportant reasons users churn and allow them to take
actons to mprove that churn.

® To mprove ts clck-through rates, Pagina 12 (Argent na) wanted to fnd
a way to gve ed tors more nformat on about how specfc art cles were
performing — and learn how to present them n a way that would be more
attract ve to readers. To make that happen, t created a tool that could

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 11



pred ct the probab |ty of each artcle’s success and now the newspaper
uses A to ass'st wth headl nes, which has also mproved how readers
respond to them.

6. Embracing experiments

® ElTiempo (Colombia) launched its subscription model \n 2020, and now the
company 's work ng toward ncreasng the converson rate of ts content
behnd a paywall. Now, by using a mach ne learn ng algorthm, the company
can est mate the success of certan news content and dec de whether it
belongs beh nd a paywall

® ElUniversal (Mex co) wanted to see f 't could recreate the behaviour of 'ts
loyal subscribers and get sleepers and registered users to buy subscr ptons.
The team created an RFV (recency, frequency, volume) model and, by
track'ng reg stered users and subscr bers n each of those categor es, t was
able to map user journeys Then 't used the data as a jump ng-off pont for
crafting an e-ma | strategy, which 't contnues to use A/B testing on.

7. Driving change

® When Die Presse (Austra) launched ts dg tal strategy n 2019, 1t focused
on four areas data, technology, people, and product as part of its growth
But eventually t learned 't was collecting the wrong data and couldn't
make good dec s ons based on what t was gather ng. That led to the
creat on of a new ecosystem that ncludes act onable dashboards that
track segmentat on, engagement, and convers on; monitorng each story's
performance; and pred ctive analytics to perform the takeoff, tmng, and
techn gue of each story,

® Grupo AM (Mex co) wanted to make the newsroom fall in love w th data.
So it set out to make data easy to read and understand, easy to cater to the
needs and desires of brand lovers, and easy to test so they could learn and
mprove. After develop ng the proper tools, 't created weekly newsletters
("love letters’) to provide nsghts on user segments, a playbook to help the
newsroom leverage A/B test ng, and dashboards to better understand the
behaviour of key user segments,

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 12



B. Conclusion

t does no good to collect data that sn't used. Th's s why data s fundamental to the
news busness transformation, mak ng med a more customer-centric, mpactful, and
fnancially sustanable.

Fract cally, publishers must overcome newsroom res stance by ganng trust and
acceptance by concessons to a newsroom's autonomy. For example, g ve reporters
less raw data and more ns ghts based on data Create r tuals where everyone reflects
on data. NMA studies clearly show most publishers bel eve data should nform
decisions but not drive them

There are some edtoral outputs that can be measured and some that cannot. For
example, one can look at number and length of art cles, t me spent research ng
stories, number of sources, user engagement, willingness to pay, and the I ke. Yet
we can't measure the impact of journalism on indviduals and socety. Fublishers are
us'ng data to plug these knowledge gaps and constantly mprove,

Choosing the correct metrics to measure edtorial output s crucal. As publishers ext
the pageview game, much work 's be ng done to measure mpact on soc ety and how
many people are aware of and trust the news. The shift to reader revenue has brought
new metrics and processes to the fore. For example, def ne editorial and bus ness
object ves frst, then dec de metrcs.

Buld ng nternal data products s crucal to democrat sing access to analytcs. This
report outlines processes and best pract ces to making th's work at a media company
opportunity analys's, deat ng what data could mprove dec's ons, and data product
metr cs of success. Navgatng data d s/llus.onment of the CEQ, the board, and
colleagues 's a pract cal offshoot of this process.

The news ndustry s drowning n deas, so how to choose and prortse? The best
answer appears to be expermentaton, but even that requires a rigour and structure
usually not found at med a companies. This involves control groups, var ables, and
average treatment effects.

Fnally, how does one drive change us ng data? Arm leaders with stores us ng data.

Change s a constant campa gn that never ends. Processes explored n the ongoing
change game nvolving data nclude segmentng employees by how they use data
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sceptics vs. optmists vs. enthusiasts vs. advocates. Gett ng employees to use data
requres understand ng motvatons, ab/ltes, and trggers — and, as one Austran
publisher shared, creat ng community around the data.

Th's report 's about data democratisaton — not a data dictate. Patence, creat vity,
and focus are requ red to make data work for med a companes We saw that
repeatedly n the Latn Amer ca Aud ence Analytics Accelerator. Concess ons must

be made to the human real'ties of journal sm, yet we must dentify ways to unleash
the full product vty of every newsroom us ng data. Fow s 't n the newsroom'’s
nterest? Much framng must be done to succeed Are we readers-first? Do we want
to improve? Do we want to focus on higher- power stores? What metr.cs do we really
need to follow? B

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 14



CHAPTER 1

The importance
of data
democratisation

Across the world, news media compan es are adopt ng data and metr cs to make the
work of journal sts, marketers, and product teams more effectve and eff c ent

A modern newsroom, with blink ng screens hanging on the walls, often resembles a
spacecraft's bridge rather than a factory floor of the print journalism era. Edtors are
add cted to real-tme charts | ke they were to ther c garettes and cognac of the past

News des gners and marketers no longer resemble the Mad Men or the creatives from
agences along New York's Mad son Avenue n the Golden Age of Televson This s
the era of math men (and women) nstead of cravng a single brilliant copy or layout,
they test dozens of deas and relentlessly optmise.

As consumers began to expect the user experence on news sites to match the level
of Netfl x, Spotfy, and global tech gants, publishers nvested n ther products. Teams
adopted new agle, data-heavy methods of work. Fopular business literature labeled
them growth hackers.

Th's change to evidence-based, scent fc decson-makng and management has
been accelerated by

® Economic pressures on efficiency: Med a frms have seen ther business
models disrupted, so they cut costs and budgeted carefully.
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® Management ideas, such as customer-centricity, aimed at boosting
effectiveness: Med a compan es were rebalanc'ng therr lost revenues
n advert'sing by focusing on end consumers and doubling down on
subscrptions.

® Advances in technologies that made the work n newsrooms, market ng, or
product easer to measure.

Still, the pace of the change varies due to the managers’ and staffs’ scepticsm,
shortage of sklls, lack of clar 'ty about the object ves, or nsuff cent nternal processes
and resources

When we asked NMA members at a recent Smart Data ntatve meet-up for the
three man challenges they see n democrat s ng data n their newsrooms, culture
topped the I'st — 87% dentfed d smssive culture as the single biggest barr er

Sceptics somet mes worry that data and metrics will underm ne profess onal
judgment and art st c creatvity, Imit the autonomy of workers, and potent ally lead to
lower-qual ty output and less satsfactory work. They worry about the "data dictate”

n this report, we recommend and descr be a process of data democrat sat on that
s amed at empower ng journal sts, marketers, and product leaders - and which 's
opposte of the data d ctatorsh p.

The process of democratisation includes

® Understanding the purpose of data and metrics, the r benefits and r sks, and
consderng the lmitat ons of d g tal behav our measurement

® Choosing the relevant data and metrics by al gn ng them with edtor al and
bus ness objectives and plans, asp't'ng for greater focus and improvement.

® Developing data products — from reports to analyses and tools — relevant
to dec s ons that edtors, marketers, and product teams face,
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® Embracing the scientific method of decision-making that nvolves careful
observation, formulat ng hypotheses, experimental test ng, and ref nement of
hypotheses based on the find ngs.

® Motivating decision-makers to observe, exper ment, dscuss, and mprove
the quality of ther dec'sions based on evidence

We descr be these mperatives of democratsaton in the next chapters, and provide
examples from the work of mentors and part c pants of the Meta/ NMA Aud ence
Analyt cs Accelerator 2021 n Latin America.

Jordan Morrow, n h's book Be Data Literate, argues that you don't have to be a
data scientist or a statistican to use data every day at your job with great effect and
satisfact on, e | sts three cond tions or three Cs of data | teracy curiosty, creativity,
and critcal thinking

® Curiosity san mperatve to ask quest ons What happened? Why? What
mght happen next?

® Creativity helps translate data nto nsght, pose new hypotheses and fnd the
eas est, fastest, and cheapest ways to val date them.

® Critical thinking s a cond ton of evdence-based dec'son-mak ng clear,
rat onal, open-m nded. t's necessary to analyse the data, commun cate, and
act on them

All three Cs match the sk lls profess onals and creat ves chersh. None requires
surrender ng to the data d ctate and Ilmiting journalst c, market ng, or product
expertse and experence. The opposite s true,

As Sir Francis Bacon wrote n Sacred Meditations "knowledge itself 's power.” t's
yours to take now ®
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CHAPTER 2

Defining benefits of
data and metrics

“The truth 's, frms never are customer-centrc. People are,” Farvard professor Thales
Te xera told part c pants of our Aud ence Analyt cs Accelerator \n Latn America

For Te xe ra, customer-centrcity s a condton of a company's reslence to
d sruptons of business models. n Unlocking the Customer Value Chain, he clamed
t's customers who dsrupted bus nesses — not technology tself,

Roh't Ceshpandé, author of Developing A Market Orientation, found that high-
performng frms

® Know more about customers and have deeper nsghts than compettors
about ther needs

® LUse nsights to out-compete others in serving customers.
® Motvate employees to nnovate around the customers’ needs

As data 's the source of ns ght along wth research and intution of employees,
customer orentat on essentally means listening

The T'mes of London’s ex-Fead of Cigtal Alan Funter went further and declared n
h's blog "Cata s your readers”

There s no value n hoarding data f it 's not used. Compan es don't become more

eff cent — nor effectve — only because they collect data. The r employees improve
the bus ness as they learn from data and adapt ways they do th ngs.

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 18
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The trutk s, frirs rever
are customer-certr c
Feogle are

— Thales Teixeira, Professor, Harvard Business School , ,

This s why data and metr cs are fundamental to the news busness transformat on.

Mak ng med a customer-centric, mpactful, and financ ally susta nable depends on
employees | sten ng to customers, learn ng and adaptng, and form ng a culture to
handle th's change.

A. Case study: Mediahuis, The Netherlands

Cata offers tremendous benef ts to news med a companes, but one area that's too

often overlooked 's 'ts mportance n creatng a more customer-centric busness.

“n journalism, we use the fve W's,” Riske Betten, d gtal drector at Medahuis
Nederland told attendees of the Aud ence Analytcs Town Fall in November 2021, * f
you leave one of those out of your artcle, 't mght be ncomplete. But a colleague
shared that we also have fve W's \n data.”

Those five W's are why, why, why, why, and why.

By asking that guest on more often, med a compan es can get to the bottom of ther
problems, such as a technology h ccup, and f nd ways to please the customer
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The 5 W's

Journalism Data
1. Why 1. Why
2. What 2. Why
3. Who 3.  Why
4. When 4. Why
5. Where 5. Why

Data s also useful n lookng beh nd goals and find ng the appropr ate drivers and
nfluencers for each one Then, there are nd cators that can be dentfed to confrm
that all these elements have fallen n line.

“These are the targets you will hit f you have everything n place. When 't comes
to us'ng data, you need to get a gr p on the chan of elements,” sad Betten, whose
company, Medahus, 's an Antwerp-based meda company wth nat onal brands n
Belgium, The Netherlands, reland, and Luxembourg.

Buillding a customer-centric business depends on listening to what the customer
says they need. tcan be done n many d fferent ways, Betten sad dgtally, through
testng, or through face-to-face conversatons. Fow that | stening 's done s less
mportant than just dong t “Th nking you know your customer 's the b ggest
downfall because you are not your customer”

One way to become more customer-centric through data 's to make sure the
data you're collecting s telling a story to the teams that are analysing t because
“that's what journalists L ke, and f you're just gatherng figures, there's no
guarantee they'll use t”
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Make the data compell ng to them, and they wll use t to help transform the busness

“t comes down to gett ng more nformation about your customer,” Betten sa d.
“Whether that's using algorthms, A/B tests, user research, or through conversat ons,
Start getting closer to your customer and keep \n mind the customer 's why we are
doing these things We want them to be satisfied.”

B. Case study: SBT News, Brazil

SBT News, a Braz lian telev s on network, worked on fnd ng out what spec fic content
makes v stors stay on ts Web ste. The team performed A/B tests us ng Google
Opt'm ze to see what elements it could improve and change to attract the aud ence
to the content. One of the big changes that helped wth engagement was postonng
of elements | ke embedded mages and video

“By placing v deo at the top of the page, we real se we can have more engagement,
more retent on wth our users,” sa d Ed tor C do Coelho, whose team worked w th
The Guardan on this project

RESULTADOS DO KPI
In a ion Tax jeica n
— Objetivo: aumentar de 34 para 45 Ohjetivo: reduzir de 85,66% para 75%
segundos Julho - 86,25%
Julho - 30 segundos Agosto - 85,81%
. Agosto - 31 segundos Setembro - 85,01%

Outubro - 85,22% (até 14)

Setembro - 34 segundos
Outubro - 52 segundos (até 14) /

Pdaginas por usudrios (user)

Objetivo: aumentar de 30% para

Objetivo: aumentar de 1.3 para 2 40%
- D\ uhos263%
L. Q) —-
h—é e T B Setembro - 31,4% @NEWS
Outubro - 1,43 (até 14) Outubro - 39% (até 14) {
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SBT had four man goals
1. ncrease nteracton in sessons from 34 to 45 seconds
2. Reduce bouncing from 86% to 75%
3. ncrease the number of pages visted from two to three,

4, ncrease the number of return visitors from 30% to 40%.

Coelho sad the b g lesson learned was that f they wanted to mprove n all these
categor es, they needed to test everyth ng to understand the behavour of the reader.
They also changed a lot of d fferent th ngs on each page to dec de what worked and
what ddn't.

Over the course of the Meta Accelerator project, SBT enjoyed exponent al growth
for three months. Sess on nteractons ncreased to 52 seconds, smash ng the goal of
45 seconds. Another postve result was the percentage of returning v sitors, nearly
meeting the goal of a 10% percent ncrease, from 30% to 40%.

“We highl ghted our call to acton and ncluded a link on the homepage after the first
paragraph so we could ncrease the recrculat on nsde the page,” Coelho sad. "We
saw really good results doing that. n three months, we almost doubled traffic on our
home page and the number of pageviews ncreased 'n a mean ngful way.”

From September to October, dur ng that call to acton change, SBT saw its
pagev ews ncrease 6.3%. From August to September, SBT saw a 5.2% ncrease in

ungue pagev ews.

“We could have new exper ences, new content, and more nformaton for those who
access our Web site,” Coelhosad &
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Mitigating the risks
of data and metrics
abuse

Sceptics pont out that knowledge and creative work require autonomy to produce
gual ty outputs, worry ng that data and metr.cs underm ne profess onal judgment and
artstic creatvity rather than empower t.

n the book All the News That's Fit to Click, Rutgers Professor Catl n Petre descr bed
metr.cs as a form of manageral survellance and d sc'pl ne at the lead ng newsrooms,
She studied such diverse brands as The New York T'mes and Gawker Med a.

n the worst-case scenar o, Professor Petre found, metrics could faciltate the
regme n whch “journalsts are reduced from expert arb ters of newswaorth ness
to mere executors tasked wth unquest on ngly follow ng the dictates of quant fed
representations of aud ence popularity.”

No wonder the sceptics resist "Journal sts possess profess onal status, ample reserves
of cultural captal, and a highly vis ble public platform — resources they can mobil se
to resist metrics-drven performance evaluaton f they choose to do so.”

To avo/d resistance, Frofessor Petre recommended data ntatives and products
should gan trust and acceptance by concessions to journal st's autonomy — for
example, by g ving reporters less raw data and more ns ghts based on data

Atan NMA Smart Cata nitatve meet-up in November 2021, she suggested
creating rituals, such as meetings during which all team members look and reflect
on data, as well as sett ng clear boundar es when people are free to act based solely
on ther judgment
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Journalists possess professional
status, ample reserves of cultural
capital, and a highly visikle public

platform.
— Caitilin Petre, Professar, Rutgers University , ,

Most partic pants of the NMA meet-up agreed with her. n a poll, 65% sad data

should nform the decisions but not drve them.
A. Case study: Publico, Portugal

Becomng a completely d g tal meda company s a slow burn for Fibl co, and the
Fortuguese company's ead of Analytics and Audence nsght Elisabeth Fernandes
was quick to tell attendees of NMA's Product and Bata Summit in October 2021 they
are in 't for the long haul.

Favng started ts digtal transformaton 'n 2015, Fubl co knows the importance of
buy-'n from the d fferent teams n the newsroom. The analyt cs team developed both
mmed ate and long-term goals around us ng data to ncrease engagement.

Fublco, a tablod based n Lsbon, was one of the frst ma nstream Fortugese
newspapers to start an online edton n the md-1990s,

“The goal was to face the daly needs and the daly quest ons of all the teams and to
explore and ntegrate the data to del ver manual reports,” Fernandes sad. “ n the long
term, the goal was to work n the data vision, develop the data-drven culture, and
buld automat c reports ”
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Another long-term goal, Fernandes sa d, s to buld a strong analyt cs department to
delver nformaton to its teams

“We had a lot of conversat ons with the ed toral teams, subscrpt ons department,
and the analyt cs |[department] to understand what they want from the data,”
Fernandes sa d.

They then lsted all the questions each department posed and del vered actonable
nformaton for each person and each department. Then, they worked with T to
figure out how to best collect more data.

"We looked at our data and dec ded wh ch nternal and external data sources we
needed to ntegrate and to mprove our data to buld the first automat c report,”
Fernandes sa d.

Once the reports started com ng in, the analyt.cs team had to loop n all the d fferent
departments to show what they learned.

“t's really mportant to communicate and to help the people understand what to do
wth those KP s,” Fernandes sad.

KPI's
Audiences - Marketing - Sales
If we increase Wm we increase retention

and, consequently we increase subscriptions!

Our dashboard combine traffic KPI's and subscriptions
KPI's to understand the type of content/autor/ mater that

has more W and presents more

convertions.
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They started with more meet ngs and focus groups as well as da ly, weekly, and
monthly newsletters to team members.

“We expla n what happened, what could be done, the things that went good or not
good,” Fernandes sad.

The analytics team also made colourful graphs and charts and put jokes n the
newsletters to make sure colleagues engaged wth them and, more mportantly,
mproved ther dec's on-makng as a result. Once teams learned the bas cs, Fublco
kept evolving and enhancng ts strategy as company objectves changed.

n 2019, Publ co began focus ng more on who ts readers are and how to better talk
to those readers.

“We delver content by group l ke the man hours, the main content that th's kind
of reader | kes to read, which day of the week,” Fernandes sa d "All this nformaton
was really useful to change the mindset of the newsroom and all the sections of
the newspaper.”

As KF s changed, FUblco also changed ts automatic reports to nclude information
that would help mprove engagement, acqu re more readers, and ach eve other goals.

"The most mportant thing s value,” Fernandes sad. "To delver valuable nformaton
to the teams could be useful to mprove the results and to opt mise the experence
for our readers.”

Fublico has found that a central sed Web page to which all the teams have access
works best to see all the data comng n. t comes n the form of historical data, real-
tme data, and data that s helpful \n pred ctng the future. This way, each team — lke
the dstrbut on team, for example — can work with the analyt cs team to best serve
the reader.

“We work w th them to mprove the SEO strategy, the strategy for newsletters, the
strategy for not fcatons, always to sh ft the max mum reach and engagement by

channel,” Fernandes sad.

Two years ago, Fublico also started focus ng on engagement nstead of pagev ews
as part of the push for value and us'ng great journalism as the best acquisition
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strategy. Wh le they have made a lot of headway n ther journey to provide great

data and analyt cs, they are exper enc ng the same challenges faced by many other
meda companes.

“t s quite hard to fnd in the market people who want to work n a newsroom and
analyse data n a spec/fc ndustry,” Fernandes sad. "We have partnerships with

universites to mprove and develop mach ne learn ng models because it |s very hard
to hire more people with analyt cal sklls.”

Fernandes bel eves the evolut on at PUbl co won't ever stop between journalism,
tech, and data "We wll always work to help journal sts and editor al teams to
achieve therr goals.”

B. Case study: UOL, Brazil

For UOL, the Meta/ NMA Accelerator project was an opportun ty to figure out wh ch
content to close beh nd a paywall. Project leader Emliane Viera sad the company
already uses a paywall but wanted to expand ts subscr ption product, which currently
s mited to just a few areas of 'ts site.
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LOL 's owned by Grupo Folha and stands for Onl ne Universe, the largest content,
tech, services, and d g tal payment meda company 'n Brazl.

The company has some bus ness rules it s working under, ncluding not beng able to
paywall the follow ng content

® Gate traffic orignatng from the home page.

® |ard news content.

® Non-opnon columnists,

® Mergng open and closed content n the same secton.

LOL decded 't would be best to work with Fano’s paywall in the future so 't can work
wthn the confines of ts busness rules. But t also conducted a ser es of analyses and
def ned areas to test the mplementat on of a paywall,

“Our first goal was to learn to know our subscrbers better,” Vierra sad. "We studed
ther behav our and demograph cs. We look at what they consume across the ste,

O u AUDIENCE ANALYTICS ACCELERATOR LATAM 2021
PROJECT PRESENTATION

NEXT STEPS EXPERIMENTS 7o o ™™

SHORT-TERM @
e Run experiments to validate the rules we've For specific traffic sources, apply hard paywall to blogs
defined: that already have metered paywall

H i HYPOTHESIS: Users from traffic sources that are more related to the brand are
e Repeat steps to identify new rules and e st

opportunities. TRAFFIC SOURCES: Faceboak, Twitter, Linkedin, Newsletter and Google AMP
OBJECTIVES: Compare different traffic sources with a hard paywall

e Complete the validation of sections that can o
be gated, based on the developed Test the paywall on a group of tags listed on the most
read by subscribers content

HYPOTHESIS: Putting the most read by subscribers content behind the paywall will

methodology and business rules;

e Migrate to a dynamic model based on the i e s
rjourn ina machine learnin TRAFFIC SOURCES: Al except Home
use ]OUI' eY‘ usl g Actinelean g and OBJECTIVES: Test the conversion potential of the next sections we plan to close.
Piano features. Establish arder of pricrity to gate
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beyond the sect ons, and we compare that to the general users to compare how
simlar they are and how d fferent they are.”

The next step was for UOL to have a better understand ng of its products, such as the
sections with the highest conversion rates. t extracted entities from the most-read
content using NLF (natural language processng).

Then UOL created these new paywall rules to test

® Apply hard paywall to content that already has a metered paywall.

® Apply hard paywall to content on Google AMP that already has a
metered paywall.

® Faywall the open content most-read by subscr bers
® Faywall content to those with the highest converson rate.

“We've dent/fled 100 tags and four traffic sources that are elig/ble to close with these
rules,” Viera said.

Next, LOL plans to run exper ments to validate the rules 't . dentfied and repeat the
process to dentfy even more rules and opportunites. Long-term, t wants to use
Fano and mach ne learning to move to a dynam c model based on the user journey

Vera's adv ce to other med a compan es s to cross-reference data on Google
Analyt cs by user D to see what users are doing across mult ple sectons. She sad
they were exc ted to mplement everyth ng they learned all at once, but they quickly
learned to take t one step ata tme.

“We need to start with the bas cs of our busness frst,” Viera sad.
She also learned s mple and clear data s more useful than complex data that has
no viable use. And most importantly, she learned a model based on the aud ence

s best for start ng out; from there, you can evolve f you know your users and
ther journey. B
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CHAPTER 4

Measuring
journalism

There s no agreement on how best to assess journal sm and the work of journal sts

A review of academ c papers and essays of academ cs and ndustry th nkers, such as
Lindsay Green-Barber, Rasmus Kleis N elsen, Robert Ficard, Richard Tofel, and Ethan
Zuckerman f nds that

1. The work of journal sts 's the eas est to measure by actvites and outputs,
e g., number and length of articles fled, t me spent researching stories, and
number of sources.

2. The quality of journal sts’ outputs 's tr ck er to measure and includes checks
of adher ng to the craft standards, metrics of user engagement, wll ngness to
pay, and recogn ton by peers such as c tatons and awards.

3. The mpact of journal'sm on ndividuals, soc ety, and nsttutons 's the hardest
to quant fy, and the two ma n methods are

® Measuring indvduals gans in knowledge and changes n atttudes
(measured w th surveys),

® Measurng actons by stakeholders (donatons, statements, changes n
decs ons of polces).

Atan NMA Smart Data nitative meet-up n November 2021, both Catln FPetre (an
academ c) and Alan Funter (a practt oner) recommended using a hol st c approach to
assessng the value of journalism and work
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Fetre sad "“News meda organ sat ons tend to focus greatly on the mpact of metrics
on news content — which 's mportant — but they also need to look at the mpact
they make on journal st.c working condtions and on the sustainab lity of journalstc
work at that level "

The measures of ndvidual works' qual ty contribute to other cons/derat ons about
the employee's performance such as

® Creatvity and general attitude
® Alignment to the news frm’s values, msson, or goals.
® Responsveness to gudance and feedback from super ors,

® Collaborat on wth other colleagues at a company.

A. Case study: Editora Globo, Brazil

Alexandre Corde ro, d g tal strategy manager/head of product and market ng, d g tal
transformaton, and nnovaton at Edtora Globo n Braz| sad they want to create a
dashboard that wll help ther newsroom’s dec s on-mak ng process. They want to
evolve the way they generate ntell gence through data and then transform that into
actoons. To do that, they dent fed the del verables that would help get them there

® A standardsed set of KF s.

A method to follow-up on tests and ts learn ngs/key find ngs.

® An easy-to-understand dashboard

A focus on executon,

An automated dashboard with real-t me updates.

The dashboard helped the team at Ed tora Globo — a fam ly-owned meda company
that started n broadcast televson and s now the largest med a group n Braz|, with
many newspapers and rad o networks — focus on the user journey.
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USER'S JOURNEY

EXF 1oN LOGIN/CREATE FREEMIUM/ CHURN
USER EXPOSURE ACCOUNT FREEUSER NEW SUBSCRIBERS FHIRSCRIRERS DORMANT USER
Estiglo 1 Estigio 2 Estigia 3 Estigio 4

"An unknown user, we want to make h'm a subscr ber, not a dormant, not a churned
user. The dashboard shows us, on a weekly bas's, what's gong on nside this funnel,”
Corderro sad.

Techn cal problems have slowed down Ed tora Globo's t mel ne n getting the
dashboard fully functonal.

"We're stuck on the cod ng phase, so we're stil try ng to put all these KF s together,”
Cordero sad. “t's complex, and this s part of the learning.”

s advice for others on this journey s to get a version of the dashboard up and
running qu ckly.

“Try to sl.ce your project nto small peces and have them executed. Make tlve so
you can learn from 't and hear from your stakeholders,” Cordero sad.

e also urged teams to make sure the project priorites are aligned with prorites of
other departments such as marketng and commercal,
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B. Case study: Caracol TV, Colombia

R cardo Suarez of Caracol TV, a free-to-arr televis on network that has ared n more
than 80 countres, sad h's team wanted to create an effcent model. They had

two priortes mplementing Google Analyt cs and creat ng a strong, technically
advanced dashboard.

Suarez's team created a first vers.on of the r dashboard and qu ckly sent out a poll
to see how ther departments | ked work ng with 't After gather ng feedback and
recommendat ons about the usage from newsroom staff, they contnued to evolve
the dashboard

“Some of this feedback was that we had to step on the brake a lttle b't \n order
to optmise th's tool and th s interface,” Suarez said. "The dea was to create more
advanced funct ons to have some tools that could be more specfic n terms of

analys's, but also take nto account that they were user friendly.”

PROBLEMA A RESOLVER <& (ARACOL

Actualmente no contamos con una herramienta de
datos de facil acceso y entendimiento para las salas de
redaccién. Con el acelerador de data de INMA 'y
Facebook queremos construir un dashboard que sirva
de aliado para todos los periodistas en su trabajo diario
y que permita tomar mejores decisiones en cuanto a
produccién de contenido para audiencias masivas y de
nicho, optimizacion de estrategias de distribucion y
nuevas formas de conectarse con las demandas de
consumo, para lograr mayor impacto en la audiencia.

a bomba de tiempo” por

ecoscli “en una bos
..... e naigrantes, dice s alcalde
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Suarez sa'd they created fve vers ons of the dashboard based on feedback but also
tak ng nto account the metr cs and how they were gong to make t work w th ther
specfic KP s

Ther dashboard has three separate tabs. The frst focuses on what to publsh. The
second focuses on what they should promote. "What are the best channels n terms
of performance n terms of content? We're using a metr c that 's really mportant,
which 's CTR,” Suarez sa d.

The third tab is the audience tab.

“t's to bring the man data of Google Analytcs n terms of users, demograph ¢ data,
and there are tmes when they access the Web site,” Suarez sad. “Th's 's the area
where journal sts see how the site 's working at a specfctme”

They are working on some pend ng issues.

“We are working with a consult ng company, an external one, to deal wth data,

and we are generating a roadmap of adoption of a dashboard by the newsrooms,”
Suarez said.

Lookng to the future, Suarez ant c pates creat ng even deeper habits within the
departments to bu/ld a data-driven newsroom that s based on makng decsons

through data and metrics and not gut feel ngs.

"So we gual fy them, we tran them n order to bring th's dgtal culture into the

newsroom," Suarez sa d.

Caracol s working on a s xth version of the dashboard to make 't even more user-
friendly and ensure the nformat on s clear and easy to understand, B
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CHAPTER 5

Choosing metrics

Advances n technolog es made 't easy to measure consumpton of journalism, and
there are many metrics from wh ch to choose

® Popularity metrics — number of users to a s'te, number of visits or clicks.

® Activity metrics — t me spent, number of comments, purchase of a
subscr pton

® Loyalty metrics — number of actve days, total t me spent, customer
[ fetme value.

n Measuring User Engagement, Mounia Lalmas and her colleagues conclude there
s no single metric that captures all d mensions of engagement. She also noted that
performance of a partcular artcle or author will be often nfluenced by factors
ndependent of ther efforts

® Distribution, e.g., poston on the home page, n socal med a and search.
® Promotion, e.g, a headline and an llustrat on.
® Topic, e g, news story vs. | festyle feature.

n a nutshell, comparng the performance of an art cle about polt cs and culture, or
ts authors, wll end up comparng apples to oranges
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The b ggest controversy n news med a usually surrounds the popular ty metrics, such
as pagev ews, blamed for drving clickbait, or low-qual ty content des gned solely to
attract clicks and ad impress ons

Crtics often blame the pageview metrc for the |lls of modern journal sm, but
popularity obviously matters — and not only to business, noted Chris Moran of The
Guardian, a guest expert at the NMA D g tal Reader Engagement Master Class n
September 2021

The impact of journal sm on soc ety depends on how many people are aware of the
news, and journal sts often see legt macy for ther pol tcal, socal, and economic
status 'n be ng read and not just published.

The sh ft to reader revenue brought new metrcs nto focus, such as art cle

convers ons, or new sales attr buted to ndvidual stores based on the last art cle
vewed before purchasng a subscrpton. Th's metric has lmitatons, too tneglects
all artcles viewed before the last one. t's | ke analysing d nner habits based only on
cherries on top of the desserts.

Fow to select the relevant metrics then? The best practice, based on multiple
accelerators and labs co-organsed by NMA, s to start with defning ed toral
and bus ness objectves first, and plans to ach eve them second, before decid ng
on metrcs.

Management by object ves has been popular sed since the 1950s. Over years, the dea
of lead ng with metrics held many names - Objectves and Key Results, SMART
critera, Balanced Scorecards, North Star goals. t s a proven method of focusng

an organ saton around a s ngle goal or several goals, countng on breakthroughs
enabled by the focus.

For example, an NMA town hall in late 2020 heard from Fhl ppe Colombet,
publishing drector of the French national dally newspaper La Crox. Last year,
company leaders set a goal of 100,000 onl ne subscribers to be reached by 2023, as
t would guarantee the company's sustanab I ty. Flannng backwards, 't understood
t needed to acquire 24,000 new subscr bers every year, and to ach eve that goal it
needed to reach 300,000 engaged users monthly.
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Based on the growth strategy, La Crox could choose the primary metrics that would
best tell whether it 's on track to ach'eve the goal and which are secondary used to
assess ndvdual nitatves or to understand ther effects hol st cally.

A. Case study: Diario do Nordeste, Brazil

Daro do Nordeste wanted to know what users were dong on ts site. Users were
regstered, but the company d dn't have a good way of track ng what they were
consum ng once ns'de the news portal. talso wanted to collaborate more among
the newsroom, market ng, and sales departments to drve subscr ptons.

LX designer Em |l a Fortes sa d they began wth the hypothes s that they could bu'ld an
ecosystem to track, authent cate, dentfy, and sort reader behaviour.

Daro do Nordeste, a newspaper publshed n Fortaleza, the cap tal of the Braz | an
state of Ceara, had three product objectives

® Register a unique user ID for every user that signed up on the Web site,
regardless of whether they had subscr bed

® Sort users by grouping them based on consumption levels and type
of content. Then, D ar o do Nordeste could create custom CTAs and
subscription offers. "We also wanted to sort the users so we could track f it
was the best type to offer a subscr pton once nsde,” Fortes sad.

® Create a score for leads in the user funnel and dent fy moments to offer
them a subscr pt on or d fferent content

Diaro do Nordeste then created a roadmap, wh ch Fortes sa d had four points
1. Track user behav our
2. Create engagement scor ng.
3. Create user Ds,

4. Buld the dashboard with the funnel of user s.gn up and subscript ons.
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She sad the roadmap had many d fferent avenues, and they completed the steps
except for engagement scor ng.

“The engagement scorng we couldn't do, but we started t,” Fortes sad. "We now
know how engaged a user 's nsde our Web ste. But t sn'tautomatc; t'sstlla
manual thing."

Fortes sald to track user behaviour, they were able to track 27 dfferent events
throughout the Web site.

"We ddn't know we could track so many events nsde our Web s te to track the
engagement of the readers,” Fortes sad

They created user Ds by us ng Google Analyt cs and could see what each user was
dong nside the Web site. Then they created the dashboard

Ciario do Nordeste now has a dashboard that tracks users through the
subscr pton funnels. They also better understand loyal users’ behav ours, thanks
to Google Analytics,
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“We also subscribe to Marfeel Compass so we can take more advantage of actons n

real t me,” Fortes sa d.

They organsed the data about users through events they tracked and also created

a chart

“We had all this data \nsde the dashboard but 't was shown n a completely d fferent
way that ddn't show us the answer to our questons,” Fortes sad.

With help from ther Accelerator mentor, El sabeth Fernandes, they were able to
understand more about the engagement of the users in the Web site,

Next, Diaro do Nordeste s learning about how to best use Marfeel Compass, which

they began using n September 2021
“We st/ll need to understand and implement 't in our daly routne,” Fortes sad.
They also hope to streamline ther user D object ve to make 't less labour- ntensive

on their people resources “We had a lot of data from our users with the user D but
we stlll need to automate that analys's,” Fortes sad. "Today, t's manual”

o Next Steps
o Implement Marfeel Compass on our daily routine
e Automate analysis to offer subscriptions for engaged users
o Grow the data driven culture in the newsroom

Diario......
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She sad she wants to cont nue grow ng the data-drven culture in the newsroom,
nclud ng work ng wth ed tors on how they can use data. But one of the big
takeaways for Diaro do Nordeste was what to base ther reports on.

"We learned we need to do reports based on objectves and not based on the data we
want to show,” Fortes sad. “We must frst think of what quest.on we want to answer
and then create a dashboard or a report based on the answer to that queston.”

B. Case study: Los Andes, Argentina

Los Andes’ rich history as a regional newspaper publ shed n the Argentnian c 'ty of
Mendoza began in 1883, and 't proved tself to be a poneer agan in 1995 when 1t
became the first newspaper n Argentna with a Web site. n 2020, the Grupo Clarin-
owned newspaper wanted to re nforce ts stand ng as a forward-th nking company by
explor ng tools for data analys's and learn how to use those to ncrease subscr ptons,
sad Leo Rearte, the company's ass'stant secretary of edtng.

“We are n the early stage n |d gitall subscr ptons so we had to explore tools to grow
n th's race. There were several things lack ng that we had to tackle head on,” Rearte
sad. nthe Meta Accelerator programme, they were able to dent fy the'r needs and
create a road map for reaching ther goals.

The frst objective was to increase usage from registered subscr bers, and that meant
find ng what generates greater engagement from those users. As they delved nto
what they needed to do, they d scovered three obstacles

® They ddn't count on the need for segmentat on and d dn't know how
readers were div ded,

® Theyddn't know what content was most relevant for each group and what
content generated the most nterest and actvty.

® They ddn't have a tool to automat cally cross-reference the data

Each 'ssue needed to be approached ndvdually, and they began by mplementing
Wyleex analyt cs, wh ch works with a paywall “This allowed us, based on the'r
analytics, to /dent fy reader clusters,” Rearte sad. "That let us understand how the
clusters were formed.”
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EL PROYECTO:

Implementamos Wyleex Analytics. « Golondrinas « Enamorados

Esto permitio, en base a un algoritmo, « Interesados « Amigos
determinar los siguientes cluster de lectores:

* Interesados « Enamorados

Usmsen Totules
e s
nxe

LOS ANDES

dent fy ng reader clusters allowed them to segment the aud ence,
dfferent at ng between light readers, more nterested readers, and fans
wth high levels of engagement,

“We div ded the readers by activity level and user cluster,” Rearte sad. “Then we
needed to understand what type of content each one read.”

Once they understood that, they were able to cross-reference clusters to see what
content was most appealing “Usng cluster analys's, we sent newsletters wth content
of high nterest for fans to the group of nterested readers. We wanted to convert
those nterested readers to fans”

Another trial nvolved test ng therr newsletter. Whle one group rece ved Los Andes’
trad tonal e-ma |l newsletter, others rece ved a curated newsletter based on analyt cs
“We were able to send a newsletter w th information that would supposedly create
high engagement,” Rearte said. And while 't s stll too early for them to draw final
conclusions, the results have been promising, he sad
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“The opening of the curated newsletter was 65% greater than the trad tonal
newsletter. We d/d not see much var ance regard ng the trad t onal newsletter, but in
the analyt cs newsletter, there was greater effect veness.”

Th's exper ment taught the need to have a focused approach and create trals
to exper ment and measure results. Next, they wll continue conductng trials
and measuring the results to see how they can translate the process to a

commerc al model

“This wll allow us to generate small commercal newsletters and monetse what
we've learned so far,” Rearte sad B
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CHAPTER 6

Developing data
products

A data-based report, an analys's, or a tool all are products and should be developed as
any other products of a news company — ts Web sites or apps.

The data product development should focus on solving an nternal customer's
problem — for example, guiding newsroom editors on demand for coverage. This
could be addressed by a one-off report or by a regularly updated dashboard or
newsroom workshops. t's mportant not to get fixed on the product's vision n the
beginning, but rather to d'scover the customers’ problem first.

Product development starts w th the opportun ty analys's and research — in th's
example, with mapp/ng the edtors’ decision-mak ng process. Research 's an integral
part of the development, and not an afterthought, teaches Kellogg professor Mohnb't
Sawhney n h's book, Product Strategy

The next step 's to ' deate what data could mprove decisions, how best to del ver it,
and then prototype the soluton. This s not yet the end product. tstll needs to be
presented back to ed tors and L kely will be further worked on,

Modern product development 's an iterat ve process, hypothess-driven, val dated
w th real customers, and mproved with feedback.

Data products should have clear metrics of success such as, for example,
adopton of a new dashboard and ga ns or savngs n the edtors’' t me. Cata
products need managers who own the features and the goals just I ke any other
product in the company
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Many practtoners, such as Carroline Carruthers, co-author of The Chief Data
Officer's Playbook, recommend a sort of start-up mental'ty to buld ng data products.

While many data officers might bel eve they should begin ther misson with
foundat ons, such as planning data governance or infrastructure, it takes tme, and
they risk d'sllusonment of the CEQ, the board, and colleagues.

Carruthers recommends vertical strikes, or minimum viable products n the start-up
speak — fnd a problem and fix 't, demonstrat ng the bus ness value of data.

"Solving one problem after another, you will bulld your base eventually, but people
will see the return on nvestment more qu ckly,” Carruthers told NMA members at a
Froduct/Data Summit '\n October 2021,

The quick wins build cred bility of the data team, too, and help get approvals and
resources for next products and ntatves

A. Case study: Grupo Reforma, Mexico

For Grupo Reforma, understand ng why users churn 's a top prority, sad Cavd
Fnojosa, T R&D subdrector The company, which publishes 10 dally newspapers in
five cities \n Mexco, 's counting on this knowledge to help ncrease subscr ptions 15%
by 2022 and 60% by 2025

“With that nformaton, we think we can make more nformed decisons to grow our
base,” he said.

The hypothes s of the project states that develop ng both qual tat ve and quant tat ve
tools to dent fy reasons for churn will help the company transform content and/or
the way t s presented, and discover how relevant its subscr pt on offers are.

For ts quantitatve tool, the company amed to

® Buld a data model based on the navigation and convers on from those
subscr bers who churn.

® [iscover the behavour patterns they had before therr churn as a
warning sgn.

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 44



GRUPOREFORMA

Prepare, Process & Analyze Define an engagement index formula

Gathered browsing variables * Find a relationship with engagement levels
© Frequency * Define a formula of an engagement index
o Content consumed
o Categories * Define a data model to describe the
= Concepts engagement index
s Freshness
o Duration

The company defned sx varables for ts quant tatve tool frequency, content
consumed, categories, concepts, freshness, and duration.

“With those six dfferent var ables, we tried to f nd a relatonsh p between those
var ables and engagement levels,” - nojosa said.

LUs ng the first vers on of 'ts engagement ndex formula with these var ables, the
team can chart a correlaton and dent/fy the propensity to churn. The team plans to
continue A/B testng and to mprove its data model moving forward.

For ts qualitative tool, the company amed to
1. Find out drrectly from former subscribers why they churned.
2. Organ se, categor se, and count the factors/reasons.

3. Define strategies and actions to reduce the churn,
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Grupo Reforma sent surveys to former subscr bers to d scover reasons behind therr
churn and offered 14-day free access for those who completed the survey. More than
70% of survey takers used the tral.

The survey tself used open-ended guestions so users could describe why they churn,
t also asked for suggestions to mprove products and user experience. The company
aims to use th's tool to get nsights dally so 't can contnue to mprove ts offerngs

Although both the guanttatve and qualtative tools are only in ther first verson,

F nojosa sad they helped Grupo Reforma prove 'ts hypothes's “We dd 't We found
most of the mportant reasons why users churn and we are taking act ons to mprove
that churn.”

C. Case study: Pagina 12, Argentina

To mprove its click-through rates, Fagna 12 wanted to fnd a way to g ve edtors
more nformaton about how specific artcles were performing — and learn how to
present them 'n a way that would be more attract ve to readers. To make that happen,
t was mportant to create a tool that could pred ct the probablty of each article’s
success, sad Marano Blejman, head of dg tal strategy at the Buenos Arres-based
newspaper, which was founded n 1987 and 's owned by Grupo Octubre.

To begin ther journey, Blejman sa d, they adopted a seven-step d scovery process for
workng wth the edtors

=

Fresent the r hypothes's.

2. Adapt hypothes s based on any new nformaton they d scovered.
3. Conduct trals using d fferent data sets and test the hypothesis

4, Redefne the scope of the tral based on results

5  Find the best results.

6. Revew the results with the edtor,

7 Learn from the results

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 46



Ruta de la presentacion

Primer acto: se presenta hipoétesis de co-ocurrencias

Segundo acto: se adapta la hipétesis inicial

Tercer acto: se hacen pruebas con distintos sets de datos para testear
la hipoétesis.

Cuarto acto: se redefine el scope del set de datos para encontrar
mejores resultados

Quinto acto: se encuentran mejores resultados.

Sexto acto: se prueba con editores en la redaccion

Séptimo acto: aprendizaje y préoximos pasos.

Faloma Urtizberea Garca, a freelance data sc ence consultant who worked with
Pagna 12, helped the company create a model that would predct the cl ck-through
rate (CTR) n headlnes. Dur ng the frst tral, she expla ned, they collected art cles
from the last two years and extracted words from Google Analyt.cs to see how they
performed. From there, they ga ned a better understand ng of what title they wanted
to be part of the model

That helped create a model in which they ach eved a 76% rate of precis on, "which
meant 76 of 100 headl nes could predct f t would fal or be successful,” Garca sad
Then, they set up an onlne appl cat on that allowed them to play wth the headl nes
and track the r performance.

“Once they were published, they were matched with a historic base to see /f they

had low or high success probablty,” Garca sad. "We had to manually track how the
artcles were dong.”
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Then, they compared the CTRs to understand how headl nes were helpng the
stories perform. Being able to gve feedback to edtors and brng n hstor cal

nformaton usng the CTRs of ssimilar headlines was helpful \n determ ning what therr
next steps should be.

Now, they use the platform tatel. news, which 's ava lable online and uses Artfcal
ntelligence (A ) to assist with headl nes. Blejman sad 't has been an mportant step in
chang ng how edtors select headl nes — and how readers respond. B
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CHAPTER 7

Embracing
experiments

n 2021, Professor Dam an Radclffe of the Unversity of Oregon updated h's annual
report of revenue models n the med a The current ed ton l'sts 50

Futur st and bestsell ng author Amy Webb's 2021 Tech Trends Report grew to 504
pages and gently warns before lett ng you download 't "Con’‘t read n one sitting”.

A quick search of the NMA's arch ve of best pract ces spts out more than 6,000 case
stud es of strateg es and tactics.

Which model, strategy, tactc, trend should you focus on? No wonder today's
dec'son-makers mght feel overwhelmed wth deas, paralysed by the search for the
next best one.

M chael Schrage, author of The Innovator's Hypothesis, calls ' deas "empty calor es of
nnovaton” — access ble, tasty, and ntally sat sfy ng, but often mak ng you s ck

e sneers "There is not a busness executive who hasn't heard or uttered the
phrase ‘Well, t seemed | ke a good /dea at the time’ n the wake of costly falures or

pathet c results
nstead of medtatng and del berat ng over deas, Schrage recommends check ng

them out — selectng the ones wth the highest mpact potental and val dat ng them
n the smplest, fastest, cheapest, leanest way possble.
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“A good busness experment speaks more eloguently than a good busness dea,” he
argues. "Good experments are more persuas ve, more useful, and more valuable than
good deas. Good exper ments manage expectat ons better than good deas.”

n The Power of Experiments, -arvard professors Michael Luca and Max Bazerman
find the first documented examples of rigorous A/B testng \n The Old Testament's
Book of Dan el and track the record of th's method n driving nnovaton n scence,
bus ness, and government.

n theory, an experment is an eas ly repl cable test of a hypothes s that generates
mean ngful learning and measurable outcomes.

n practice, the exper ment val dates or negates the relat onsh p between an action
and an outcome

® We beleve that |do ng somethng] ..
® . willlkelyresult nlexpected outcome] ..

e . and we wil know that because |the relevant metric] signficantly changed.

-66

Good experirents are
nmore persuasive, more
useful, ard more valuable
thar good deas \,

— Michael Schrage, Author, The Innovator s Hypothesis , ,
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Well-designed exper ments requ re rgour and structure, and Luca and Bazerman
present the bas ¢ concepts

@ Control and treatment groups: The part c pants of the exper ment, for
example onlne users of a news s'te, are dvded nto two cohorts, of which
one receves the current treatment (a bas's for our analysis) and the other
one gets an add tional treatment relat ve to the control group, for example, a
d fferent colour of a "Subscr be” button on a home page.

® [ndependent and dependent variables: The former represents the change n
our treatment (the colour) and the latter measures the desired outcome (an
ncrease n the number of cl cks or convers ons)

® Average treatment effect wll be the effect of our act ons on the exper ment
part cpants derived from comparng the outcomes of the treatment vs. the
control group, for example, a change n the number of clicks or convers ons.

Wh le not every hypothesis will be confrmed by the test, any conclus ve experment
can be deemed successful as they provide an insight. fthe hypothes's 's confirmed,
we know we can nvest more nths dea; and f t s notconfrmed, we'd better
move on,

This example of an experment around a “Subscr be” button 's real. Felena Sund of
Sweden nat onal newspaper Expressen told NMA members at a November Cigtal
Subscr pton Acquisition Master Class that mak ng the button red and bigger on its
homepage resulted 'n an mmedate bump In traff c to the subscr ption shop page by
94% and a 60% ncrease \n conversons

“Test now, not later,” she pleaded

A. Case study: El Tiempo, Colombia

Colombian national newspaper El Tiempo launched its subscrpton model n 2020.
D ego Barragan, head of advanced analytics, sad the company 's workng toward
ncreasng the convers on rate of 'ts content beh nd a paywall.

"We wanted to ncrease our number of sales, and we started usng an algor thm that

would show what k nd of content we can close and what can be more successful,”
Barragan sa d
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DataViz Tool for Editors

Editors and journalists can easily check the algorithm suggestion to make the
locking decision. Users can filter by:

- Date

- Estimated Success

FL TIEMPO | Locked Content Score

Sugerencia contenido cerrado

< FILTROS

o Si deses hacer una busqueda punfual podrd navegar por los siguientes filtros. De ko contrario, podrd visualizar los resultados en el paso 2
Selecciona un periodo

@ Inferpretacion dxito estimada

Exito estimada it

= © CUADRO RESULTADOS

id tithe Exito estimado

6Ia35 Eouador: claves de un rival peligross, peno imegular de visitame o

9§ :

624671 La mano de Raghinka y orad polémicas de |a Seleccion Coiombia con o VAR Ao

Edtors were clos ng certa n content and g ving away other content for free without
having relevant data to back up therr dec'sons, he sad Now, by usng a machne
learning algor thm, the company can est mate the success of certan news content
and dec de whether t belongs beh nd a paywall,

Barragan sa/d they created a tool for ed tors to use that 's user-friendly and can flter
by date or est mated success.

“We load the content, and then base dec's ons on th's content,” he sad. "This 's how
we make 't avalable on the dashboard for the f nal user, for example, the ed tor or
the journalist”

The team at El Tlempo has validated 'ts frst hypothes's, finding that using a mach ne
learning algor thm will help determine what art cles will be more successful behind a
paywall. They also know the tool 't bult for journalists 's useful to see what works best
for subscription conversion
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“This allows them to see what are the most mportant art.cles in terms of the project,”

Barragan sad

The next step 's to run A/B testing to measure the mpact of the converson using
suggestions from the model and conduct traning to mprove the accuracy of the
algorithm, e sa d they hope to soon build an algorthm that will allow them to
customse locked content for each user.

B. Case study: El Universal, Mexico

El Unwversal, a 105-year-old newspaper based \n Mex co City with more than 16

m llon unigue monthly vistors to 'ts Web site, wanted to see f t could recreate the
behaviour of its loyal subscrbers. The goal was to get sleepers and registered users
to buy subscriptions. The team had a hypothes's that f 't e-maled at-rsk users the
content that loyal subscr bers engaged with the most, 't would be poss ble to move
them nto the next level of the funnel.

“We created an RFV model," sa d Renata Sanchez, former d g tal product manager.
“Our segments are champ ons, loyal, prom sing and lost.”

& ELUNIVERSAL

Email NG TE PIERDAS LOS

DE LA SEMANAT

Email strategy is effective
in awake sleeper
subscribers

« We send 4 mails for
subscribers and 4 mails for
registered

«  We test different times,
subject lines and Call to action

+ We generated a special offer
for registered ones

focsbook . seersomProct | Accsierstor W .»- % EL UNIVERSAL
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They tracked reg stered users and subscr bers n the follow ng categor es

® Recency: tmesncelastvist
® Frequency how many days n a certan perod.
® Volume: number of artcles.

The first goal was to move 40% of subscribers who were n danger of be ng lost into
the promisng category through a weekly e-mal using content that loyal subscr bers
were consuming. The second goal was to turn 40% of 'ts most loyal registered users
nto subscrbers through simlar weekly e-malls,

“We know who the user s,” Sanchez sad. "What 's ther preferred secton, artcle,
preferred day, t me of consumpton, and d fferent events, and behav our act ons with
Google Analytcs events?”

Sanchez sa d deploy ng the RFV model went as expected, but they ddn't get cloud
avtomat saton to work

“What we tr ed was a manual test, actually we just dd two that were very focused
because everything was manual,” Sanchez said. " n the next test step, we hope to
scale automat saton, and we could do more tests and be more effcent.”

The team was able to map out some user journeys and tested the'r actions aganst
certan aud ence segments. Then, 't used the data as a jump ng-off pont for
sending e-malls.

“What really happened was the e-mall strategy was effect ve \n awaken ng sleeper
subscr bers, but we sent just four e-malls for subscribers and four for reg stered
users,” Sanchez sad.

Even though the test base is small, El Un versal saw some prom s ng results that
encouraged tto keep gong.

“We tested different tmes, subject | nes, and call to actons,” Sanchez said. "For

reg stered ones, we generated a spec al offer and we tred messages | ke, 'You are just
a step away from gettng the best content.”
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Sanchez said 77 subscr bers who were at risk of be ng lost moved up nto the next
funnel level of "prom sng” and four subscribers moved to the loyal segment. Fourteen
loyal reg stered users bought subscriptons.

"These are very small numbers, but we are happy with them because maybe we
wouldn't have gotten them fwe d dn't do anythng,” Sanchez sad

El Universal 's work ng on new deas among data, subscrptions, edtoral, and

market ng teams.

"We are gong to try th s A/B test wth d fferent varables,” Sanchez sad. "Narrow the
segments even more w th d fferent varables to see what really drves engagement.”

El Unversal wl try d fferent des gns, more compell ng messages to descr he

journalistc value, dfferent days, hours, and subject lines. twil also work to ncrease
the number of reg stered users by ncreasng 'ts newsletter database. ®
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CHAPTER 8

Driving change

f data 's your customer, what's the job of you, a data-savvy leader? What about
assuming a role of the advocate for the customer? Don't you feel | ke a hero?

Leaders need to tell stores Why me? Why us? Why now? “A story commun cates
the values that call one to act on,” wrote Farvard Frofessor Marshall Ganz in
Leading Change.

"Stor es teach. We've all heard the end ng 'And that s the moral of the story’.
The moral 's emotionally exper enced understandng, a lesson of the heart and
not only the head.”

Wh le data leaders might th nk be ng factual, scientfc, and smply correct 's encugh
to succeed n ther job, history shows t's not enough to be correct to wn elect ons,
for example. And change 's more [ ke politcs

‘Change s nota dec'son, t's a campagn,” wrote Rosabeth M, Kanter in
Managing Change, comparing change to poltcal campa gns "to w n hearts and

mnds and get people to vote wth ther feet”

Change leaders analyse their stakeholders’ m nds and hearts, then dent fy who might
be ther change agents.
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Crarge srot
a decsor,
tsacamrpagr.

— Raosabeth M. Kanter, Professor, Harvard Business School , ,

n Data Means Business, authors Jason Foster and Barry Green grouped stakeholders
of data ntatves accord ng to how clearly they understand the benefits for the
company and whether they used data personally n the past

® Sceptics have never seen data work for a bus ness and don't get how 't can
help them. They requ re both a clear vis on and pract cal adv.ce where to
start.

® Optimists have seen benefits themselves, and are up to t, but they don't yet
know what value t m ght add to the company. They need the vision and use
cases expla ned.

® Enthusiasts understand the value of data for the busness and are keen to
make 't work but they have no personal experence. We should prov de them
with evidence and pract cal adv ce,

® Advocates have seen data work before and understand how 't can add value
to the busness These are your allles n the change process, and one should
get them on board wth the intiatve,

n practce, change leaders spend most of therr t me reaching out drectly to
stakeholders and repeat ng ther story.
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Lukas Gorog, data strateg st at Austrian natonal daly De Fresse, told the part c pants
of the Aud ence Analyt cs Accelerator about one week in his | ife

® [aly presence ina newsroom to explan and show how to use data
® [Data Talks with teams for deep-dive analys s and exper ments.

® [ata Coffee for indvidual chats and hands-on traning

® Reports sent by weekly e-ma | or shared wth dashboards,

n the end, any change n behav our depends on the ndvidual’'s motvation, ablty,
and triggers, wrote Stanford Behaviour Scentst BJ Fogg n Tiny Habits

® When motvatng people to use metrcs, you'd | ke to make sure they
understand how they fit the brand'’s editoral and bus ness strategy and what
they mean to them ndvidually.

® Vewng data doesn't mean people wll be able to understand and act
on them. Flan for tran ng people, helpng them make sense out of data,
answer ng ther quest ons.

® Feople ought to be rem nded about data with rituals and processes, such as
conversations at regular meet ngs or when reporting results,

A. Case study: Die Presse, Austria

When Die Fresse, an nfluental Austrian newspaper w th roots datng to 1848,
ntroduced its paywall in 2017, 't found rap d success. "Basically from one day to
another we sad, ey, everybody, now you need to pay for our content.” And people
started pay ng, wh ch was mpressive,” said Stefan Korner, ch ef operat ng officer at
Dle Presse, during the NMA Meda Subscriptons Summ it in February 2021

That became the foundat on of D e Fresse's d g tal strategy, which was bolstered n
2019 by the creat on of a d g tal product that was des gned spec fcally to generate
revenue. That product successfully attracted 33,000 pay ng d gital subscribers, whch
Kérner said 1s "a considerable number” for ther market. D'e Presse has contnued ts
d gtal transformaton, and Kérner shared how the company dentfed what path it
needed to take and how 't developed ts strategy.

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 58



-66

Growth comes from a
rumkbker of steps  itsa
steep starcase

— Stefan Korner, Chief Operating Officer, Die Presse ’ ,

"We have one of the best possible strateges to align the busness part with

the journalistc part, and that 's .. to monetse our qual ty journalism,” Korner

sad. "Growth comes from a number of steps. We have been work ng on d g tal
transformaton for qu te some tme now, and can tell you t's a steep sta rcase and
there are a lot of steps to be taken.”

Die Presse focused on four areas data, technology, people, and product as part of its
growth. All four of these areas were brought together by strategy, but as the company
analysed every aspect of its digital products, it real'sed 't had made many mistakes in
ts early dig/tal strateges.

"At a certain pont, we needed to real ze that what we were do ng was CRAF," he sad
n essence, that CRAP analyt cs was

® Collectng the wrong data.

® Report ng data that was not a benefical analys's

® Avodng analyss.

® Postponng acton
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The solution, he sad, was to move to a model of CARE analyt cs

® Collect the correct data

® Analyse t

® Recommend acton.

® Execute and exper ment

"This got us to bu ld a data centre that got us from a place of using CRAF analytcs to
come to a state of see ng, th nk'ng, and feel ng data, which s a much better state’

story
quotient

j Austrian

‘ politics

improve
conversion

int.
politics
culture

story open
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A new ecosystem

Th's new CARE approach to data revolves around an ecosystem with fve key
elements

1. Actonable dashboards that track segmentat on, engagement, and convers on.

2. Reporting for the entre newsroom that shows "peaks of the week” and allows
journal sts to understand what stor es are convert ng best, which are most
popular.

3. Performance prediction analytics that ranks stores accordng to therr
engagement A graphic called "the sk jumper's graphic” helps plan the takeoff,
tming, and techn que of each story.

4, Fitness monitoring to ndcate the "health” of each pece of content and
determ ne whether 't 's meeting performance goals.

5. Data talks between d fferent stakeholders to prov de deep-dve analys's and
exper ments.

Cevelop ng the r.ght k nd of dashboards and mak ng them easy for all stakeholders to
nterpret has been benef cal for all departments and helps gu de the strategy from a
more nformed vantage pont.

"The focus on these dashboards s to allow quick dec'sion-makng for story positon,’
Korner sad.

Key learnings

The success of ts d gtal journey s due n part to Die Fresse's wllingness to exam ne
what was work ng and step out of ts comfort zone to address what wasn't work ng.
Llt mately, what Kérner sad they learned was

1. Datawllfal f t sntsmple and f t sn't lved throughout the entre company.
2. Data must be commun cated permanently,

3. The data ecosystem needs to be an nclusive system that s des.gned for a
non-technical audence "t's not for the data people, t's data for the people.”
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B. Case study: Grupo AM, Mexico

Cata s dfficult to understand, espec ally when you're new to the data journey. So
Grupo AM dec ded to expla n 't us ng the universal language of love.

“We're very early \n our data journey,” sad Enrque Gomez, ch ef operating officer at
Grupo AM, a news media company based n the Mex can regon of Bajo. "What we
found s that the newsroom struggles with it. They're able to gather the data, but it's
dfficult for them to understand. We wanted to help by makng things easy for them
We wanted to help our journalists become data lovers to better serve our brand
lovers.”

That meant makng data easy to read and understand, easy to cater to the needs and

desres of brand lovers, and easy to test so they could learn and mprove. Five goals
were assoc ated w th that plan

1. Change the culture.

n

Boost loyalty.
3. Learn to love the readers back
4, ncrease engagement.

5. Grow the busness.

To reach those five goals, Grupo AM established three tools

® Cartas de amor ("love letters”): Reports focus ng on brand lovers that are
easy for the newsroom to read and understand These weekly newsletters
provide nsghts on the most valuable user segments and also expla n what
sectons and art.cles are most popular.

® A/BC del amor: A playbook for the newsroom to run A/B tests leveraging
tools they already have avalable.

® Tableros AMigos & AMantes: L ve dashboards to better understand the
behav our of key user segments. The dea was to get the entrre newsroom
talk ng about these dashboards and why they are important,
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Not many in the newsroom ... not many know what our

% ... it's hard to consistently
< ‘speak data' because it's hard valuable readers want, or :
a pezt‘o find and harder to what to change to better serve design and run successful
2 interpret... them ... experiments.
Solving problems by making things EASY
Y ) \
0 (Do)
Easy to read and Easy to cater to Easy to test, learn
understand brand lovers’ needs and improve
am

"The goal of this s for everyone to get th's \informat on and start talking about why
things are happening; not just lookng at the charts but ask ing, how 's my secton
dong, why are these th ngs happening, and how can do better?”

As they bu lt the tools, Gomez sa d, they ran nto an obstacle Therr ex'stng Web site
was not well des/gned for gather ng data.

“We needed to buld a more soph sticated dashboard, and that s gong well "
The second project, A/BC del amor, included creating an A/B test ng playbook with
a focus on hypothes's generat on.

“We beleve that 's the most d fficult part to get right; the why,” Gomez sad. "Why
are we doing th's, what do we th nk w ll happen? So we distlled this nto a very easy
phrase of, ' f we do this, then this will happen’ and that's their hypothes's.”

Grupo AM conducted product and ed tor al tests. Froduct has been extremely
successful 'n ‘mprovng engagement. The newsroom s runn ng A/B tests on subject
I nes, which Gomez sad s the easiest to produce.
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“That's not been as sign ficant n terms of impact, but the whole goal s to get them
gong on A/B tests,” Gomez sa d.

The third project has been more challeng ng than they envisioned, as it is taking
longer to buld the real-t me dashboard needed. "Right now, we don't have specfc
segments we can look at n real t me.” So, they'll be look ng nto what tools they can
use, such as Pano and CXense, to make better use of the data.

Fowever, overall the programme has been a success.

"We were measur ng success by fallng n love,” Gomez said. " n the short term, we
wanted the newsroom to fall n love with data, and we're gett ng there. We're gett ng
engagement and see ng responses. We're slowly look ng for what's gong to get them
to engage.”

They're also going to turn it \Into a company-w de project, Al Lector con Amor ("to the
reader with love’) to emphas se the culture change aspect.

Next, Grupo AM w ll expand ts love letters and the playbook projects to get more

soph st cated data — and cont nue mak ng everyone n the company fall n love with
data while helping readers fall in love wth the content. &
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CHAPTER 9

Conclusion

At a 2021 workshop, G bson Biddle, ex-vice-pres dent/product at Netfl x, told NMA
members "Consumer sc ence — the sc ent f c method of form ng hypotheses, then
test ng them — s the best way to buld culture of customer obsess on and to d scover
what del ghts customers n hard-to-copy, marg n-enhancng ways.”

n this report, we provided ev dence that customer orentat on ndeed leads to
performance, and data 's a key resource for customer insight. Metrics help manage
resources more effectvely and eff cently. They also drve profits

We saw high-performng meda companes know more about customers and have
deeper insghts than competitors. They use these nsights for product development
and growth, as well as for out-compet ng others in serving therr customers. Fnally,
they mot vate employees to produce customer-focused nnovaton

We dscussed the need to te data and metrics to bus ness object ves, and we showed
that med a compan es shift from content-centred analyt cs to people analytics.
dentfying, segment ng, and targeting readers have become the core skills driving
busness results,

nterest ngly, advances n measurement also enable new bus ness models. News
meda compan es featured n th's report have increas ngly stopped sell ng access to
prnt newspapers and nstead started charg ng for consumption of online content and
advertising performance.
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When 't comes to creatve
people, you'd better ask how
to use data to free yourself
from do ng th ngs that you
don't want to do rather than
tryng to make data do the
job for you.

— Caroline Carruthers, Author, The Chief Data Officers Playbook , ,

"Value s the ult mate outcome the customer seeks,” explained professors Marco
Bertin and Oded Koen ngsberg n The Ends Game. deally, compan es would
charge based on the tang ble and ntangble satsfact ons the customer derves
from products.

Most industries are in the early stage of this transformat on. Technology makes
performance models not only feas ble, but also profitable.

The success of the customer-centred strategy depends on people and whether they
become data-lterate, listen to customers, and mprove dec'sions wth exper ments.
We called th's process of empower ng employees "data democratsaton,” as opposed
to the data d ctate.

Sceptics of data and metrcs rase val d concerns about the potental to I mt creatvity,
undermine profess onal judgment and disempower journal sts, marketers, and
product teams.

We learned that leaders should make concessions to the professional autonomy
of journal sts and others to get newsrooms and other departments to accept and
adopt data.

INMA | THE BENEFITS AND RISKS OF MEDIA DATA DEMOCRATISATION 66



Carol ne Carruthers, author of The Chief Data Officer's Playbook, sa d at the October
2021 NMA Product and Data for Med a Summit "When 't comes to creat ve people,
you'd better ask how to use data to free yourself from dong things that you don't
want to do rather than try ng to make data do the job for you.”

NMA member publshers provided many examples of such concess ons n practce.
Funke Meda n Germany analysed supply and demand of articles to dent fy topics
wth much effort and low performance. These were stores that reporters could
stop dong.

News leaders should carefully select metrics. No single data pont captures all
dmensons of aud ence engagement. And whle some metrics will be of primary
focus — as they measure the progress towards the compan es’ North Star goals —
a broader v ew of metr.cs, surveys, nterviews, serv ce calls, and other feedback s
necessary to form a hol st c and full view,

Cemocratsat on of data requ res data-based products that every employee making
decisions n the company can use. n Driving Digital Transformation Through Data
and Al, authors Alexander Borek and Nad ne Prll recommended mak ng data

Impactful by address ng the key bus ness and user problems.

Beautiful, e g, through dashboards and v sual sat ons.

Tangible, so everyone can work w th data, e.g., va self-service tools

Controllable through data governance and data experts ava lable for
answer ng quest ons.

We d'scussed the benefts of the sc entfc method or test ng deas through
exper ments rather than endlessly debat ng them.

German Frassa, former director of product at El Mundo 'n Span, 's a fan of Carlo
Rovell's books on physics. When mentoring his Latn American colleagues durng the
Meta/ NMA accelerator, he recalled th's quote "Scence starts with a vison”

While many suggest that science s forcing us nto a counterintuitive and purely

mathematical understandng of realty, Frassa strongly disagreed "At the begnning,
there 's always a dream that comes from the human amb tion of understand ng, and
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then 't evolves into a hypothes's and goes through exper mentaton. magnaton s
the fuel that feeds the data engne.”

Data leaders should help form the vis on, master 'ts commun cat on, and empower
others to act on 't They might choose to lead by example I'’ke one Norwegan CEQ
and edtor, Espen Egil Fansen, who led his team at Aftenposten to visit readers at their
homes and ask them about the r experience and needs.

Fansen told NMA these vists generated some new ns ghts, but ther man am was
of symbolic nature "We are truly reader-frst.” Smaller projects followed, with mult -
disciplnary teams expermenting and celebrat ng the guick wins.

Farvard professor John F Kotter advsed n Leading Change "Use ncreased
cred bil'ty to change systems, structures, and pol ces that don't fit the new vison
for the company.”

Ths 's how Fansen’s spark of inhovat on started a fre transform ng the culture of his

newspaper to data-postve and reader-frst. n the end, these are synonyms, as this
report hopefully proved B
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