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FORWARD

Media matters. We believe in the power of informing and engaging communities for a
variety of purposes, from building democracy and civil society to helping bring an end to
the world’s most challenging social problems. With the pace of innovation today, the
possibilities of achieving our shared goals through media are more exciting than ever.

And, the landscape is shifting. With technology advancing at break-neck speed, media
organizations have to understand what works not only to stay relevant in an
environment of rapid and at-times radical developments, but also to make the case in an
increasingly competitive environment. As important, technology provides an
opportunity to more easily engage our communities, promote participation, receive
feedback and use data to help make decisions.

You've spoken, and we’ve responded, with some guidance and a shared point of
view. Our media partners working with us at the Gates and Knight Foundations—
indeed, many of you reading this now—often ask us what we believe good media
measurement looks like, and for support in getting to “good.” We commissioned the
work that led to this guide in direct response to your requests.

It's been a year in the making, because it’s taken time to collect your views and heed
your warnings. Don’t go it alone. We convened dozens of diverse stakeholders in three
cities over six months to gain real-world insights and ground this guide in practice.
Coordinate the work with other grantmakers. Each convening included leading
philanthropic media funders. Be inclusive in terms of platforms and cultural contexts. We
brought in non-U.S.-based media makers and funders, and worked to ensure
representation across channels and platforms, as well as from journalists and
entertainment media.

We remain haunted by your loudest warning: As soon as you commit something to
writing, it will become outdated. This is a challenge that we invite you to help us address.
We want this guide to be a living document, and commit to regular updates and
improvements.

No single document can guide all efforts or cover all circumstances, but we hope this
guide will ground readers in important context. Going forward, the Foundations will be
working together to provide one-on-one technical assistance to our grantees. Working
with institutes such as USC’s Annenberg School of Communication, we will develop case
studies and best practices to share across the field, with the goal of stimulating media
measurement efforts to good, better, or even best.

Dan Green Mayur Patel
Bill & Melinda Gates Foundation John S. and James L. Knight Foundation
Strategic Media Partnerships Journalism & Media Innovation Program

Deepening Engagement For Lasting Impact | Learning for Action | October 2013 [l



Acknowledgements

Between December 2011 and June 2012, the Gates and Knight Foundations conducted three convenings
of foundation representatives, media professionals, academics, and evaluators to explore opportunities to
strengthen the field’s approach to media impact evaluation. The meetings included participation from a
variety of media funders, including BRITDOC Foundation, Ford Foundation, John D. and Catherine T.
MacArthur Foundation, Open Society Foundations, The Sundance Institute, Grantmakers in Film and
Electronic Media, and Skoll Foundation; diverse media organizations such as The New York Times, NPR,
Viacom, the Guardian, LinkTV, Bloomberg, and the Corporation for Public Broadcasting; and evaluation
experts from consultancies and educational institutions, including the USC Annenberg School for
Communication & Journalism, Missouri School of Journalism, The Center for Evaluation

Innovation, and Harvard University. Subsequently, a working group of funders, practitioners and
evaluators distilled the insights from the convenings and produced this guide. The group included Joaquin
Alvarado, Chief Strategy Officer for the Center for Investigative Reporting; Jason Carmel, Director of
Marketing Sciences for POSSIBLE Worldwide; Dana Chinn, faculty member at USC Annenberg;

Jessica Clark, media strategist for AIR, Inc.; Hannah Eaves, former Vice President of Digital & Engagement,
LinkTV; Mohamed Nanabhay, co-founder Signalnoi.se, former Head of Online, Al Jazeera English; and
representatives from the Gates and Knight Foundations.

Learning for Action (LFA) facilitated the process and co-authored the guide. LFA provides strategy and
evaluation services that enhance the impact and sustainability of social sector organizations across the
U.S. and beyond.

Deepening Engagement For Lasting Impact | Learning for Action | October 2013 [l


http://signalnoi.se/

TABLE OF CONTENTS

THE IMPACT MANDATE: STAYING RELEVANT IN A CHANGING WORLD
Getting the Most from this Guide

THE BUILDING BLOCKS OF MEDIA MEASUREMENT

#1: SETTING CONCRETE, MEANINGFUL GOALS
Planning Worksheet: Setting Goals

#2: UNDERSTANDING YOUR COMMUNITY
Planning Worksheet: Understanding Community

#3: MEASURING THE QUANTITY AND QUALITY OF ENGAGEMENT
Planning Worksheet: Measuring Engagement

#4: DEMONSTRATING IMPACT
Planning Worksheet: Demonstrating Impact

APPENDIX: RESOURCES

=

10

11
17

18
28

29
45

47

Deepening Engagement For Lasting Impact | Learning for Action | October 2013



“This concept of impact—as
currently defined—is very
subjective and complex.... It’s not
easy, nor is it perfect or precise,
but it deserves experimentation
and effort in trying. And it won’t
improve if no one starts
somewhere.”

—Greg Linch
The Washington Post

THE IMPACT MANDATE: STAYING
RELEVANT IN A CHANGING WORLD

When, why, and in what ways does our work matter? How do we demonstrate
value? How can make more informed decisions to strengthen our work? Creators
and funders of media and journalism are grappling with these questions more
profoundly than ever before. The traditional ways of measuring success—content
quality and audience size—no longer offer assurance that our work is relevant,
effective, or sustainable. The new standard asks not just who we are reaching and

how our content is being received, but
whether or not our work is making a
difference that matters: What is our
impact?

As funders gravitate toward outcomes-
focused programming, media makers and
distributors are increasingly embracing
the impact mandate as the ultimate path
to sustainability. The media and thought
leaders who came together to build this
framework agree that demonstrating
impact is key to survival in a time of
industry upheaval:

» New kinds of decentralized
connectivity—from the rise of the
smartphone to the emergence of search
and social networking as the primary
ways people find and share content—
have made distribution a central
challenge and opportunity.

= Media makers are being forced to
develop complex, cross-platform
strategies, leveraging traditional,
digital, mobile, and events to reach
increasingly diverse communities.

= Interactive technologies are
empowering audiences while providing
media makers with new access to data

MEDIA WITH A PURPOSE

We use the terms media and journalism to
refer to organizations or projects that use
public communications as a central strategy
for achieving community outcomes.
Traditional journalism, public health
campaigns, policy and social advocacy
projects are all examples of work that seeks
to create value for communities and to
produce results that cannot be measured
monetarily. (Journalism builds knowledge;
health campaigns shift individual behaviors
and social norms; advocacy projects motivate
individuals to build movements and propel
systemic change.) The specific impacts vary,
but the media efforts we are exploring are
designed to affect people, not drive profits
(although revenue generation may be a
concurrent necessity). Our definition includes
community-oriented media projects
undertaken by commercial media, businesses
and nonprofit organizations.

IMPACT

We define impact as change that happens to
individuals, groups, organizations, systems,
and social or physical conditions. Typically
long-term and affected by many variables,
impact represents the ultimate purpose of
community-focused media efforts—it's how
the world is different as a result of our work.

about who is engaging, and how and why they are doing it.

= The public and investors increasingly expect accountability, and want to see proof
that organizations are run effectively and produce meaningful results—especially

if they receive grant and public money.

The challenge for public media and community-focused communications initiatives
is to become more essential in a world that faces social and environmental
challenges of unprecedented complexity. We must preserve and build on our
credibility with our communities. Media grantees and funders alike will become
more successful the more we can demonstrate the efficacy of our work, and that our
work is making a meaningful difference in people’s lives.
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“For public media makers,
commercial measurements
designed to track purchases or
ad impressions aren't always
enough to assess whether a
media project contributes
meaningfully to public life.”

—Jessica Clark, AIR Media
Strategist

A Strategic Investment in Measurement Can Be Transformative

Media measurement is complex and, for many, a daunting undertaking that
sometimes feels like a distraction from the core work of making and distributing
quality content. Yet the opportunity to use measurement to make our work, our
organizations, and our field stronger has never been more urgent, or promising. The
proliferation of interactive communications technologies offers a wealth of real-time
data about our audiences and how best to engage and influence them. In this
context, evaluation offers media makers and funders a much-needed compass, a way
to get to know the consumers/users of our content in order to build a more
sustainable business. Measurement helps us become more strategic and focused,
allocate resources more powerfully, collaborate more successfully, and increase our
relevance so that we reach more people and change their lives more deeply.

To realize the full potential of measurement, we must work together to overcome
several challenges:

= There is no universally embraced method for measuring media
engagement and impact. Evaluation frameworks are proliferating within
individual organizations and foundations, but the field today operates without
a coordinating mechanism or knowledge management resource that
consolidates, organizes, and shares the many tools and frameworks in use.

= Evaluating media impact is not an exact science; the “right” approach to
measurement depends on context. No single approach for measuring
impact works for all media projects. The development of useful evaluation
metrics looks different for projects with policy change goals versus those
focused on creating engaged or information-literate communities, for
example. Moreover, today’s media projects are designed in a rapidly evolving
technology environment; evaluating innovation adds a layer of challenge
because the appropriate metrics may not be apparent at the outset of
something new and unique.

» Funders struggle to find the right balance between standardization and
customization. There is a tension between developing tools that apply to
multiple organizations and projects, while preserving a level of detail that is
useful to each individual organization in a portfolio or cohort.

* Media makers struggle to find the right balance between too much and
too little investment in evaluation. Knowing what to measure in order to
reveal actionable insights—and conversely, what not to measure because it is
a distraction and a waste of resources—is getting more difficult as platforms
and data sources multiply. Measuring media can be expensive, difficult, and
resource intensive, even for organizations that understand the ultimate
benefits.

This guide is a response to these challenges—a call to action combined with some of
the best thinking about how media and journalism can most easily and meaningfully
use targeted evaluation to make our initiatives more sustainable, the connections
with our communities stronger, and our impact deeper and longer-lasting.
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“We are awash in metrics, and we
have the ability to engage with
readers at scale in ways that
would have been impossible (or
impossibly expensive) in an
analog world. The problem now is
figuring out which data to pay
attention to and which to ignore.”

—Aron Pilhofer,
The New York Times

TO EXPLORE THESE QUESTIONS ...

What are the core elements of successful media evaluation efforts?
What should a start-to-finish approach for measuring media engagement and

impact look like?

= How do we set meaningful, realistic goals?
= How can we use goal-setting to ensure that the measurement we do will give us

actionable insights?

= How do we learn more about the people we are reaching?
= How can we use knowledge of our communities to focus our work?

= What should we be measuring to track community engagement with our work?
= How do we benchmark our performance?

= What do we measure to show that our work is contributing to meaningful, lasting

Getting the Most from this Guide

With this guide, we aim to provide an accessible entry point plus useful reference
material that journalism and entertainment media producers, distributors and
funders can use to think about, design, and implement engagement and impact
evaluation strategies.

There is no “cookie cutter” solution to media measurement, no single set of
ideal metrics and measurement practices we can suggest that will be right for
your project. Instead, this guide offers a suggested thinking process—an overview
of options and techniques along with the key questions you should be asking
yourself and your partners. The answers to these questions will help build clarity
about the measurement approach that is right for your organization or project.

The guide has been formatted to be useful to people at all levels of familiarity with
media evaluation. The next section begins by presenting a core framework: four
“building blocks” that distill a diverse set of evaluation frameworks into a
straightforward process you can use to plan a new measurement effort. We follow
with a discussion of each phase of the evaluation process, offering examples from
the media world and tips for both basic and advanced measurement methods.

There’s a lot to absorb, so to make it digestible and practical we have included
planning worksheets at the end of each section along with a list of recommended
resources: tools, how-to instructions, white papers, articles, and books you can turn
to for more support in specific areas.

Despite the inclusion of worksheets and suggested tools, we hope readers will
approach this resource first and foremost as a thought piece—a contribution to a
complex conversation we are having as a field of collaborators, rather than as a set
of prescriptive instructions for how to do media measurement. We invite you to
consider the ideas in this guide, to question and challenge them, to embrace some
and reject others. We look forward to a continuing dialog.

START HERE ...

The Building Blocks of Media
Measurement (page 4)

Setting Concrete, Meaningful Goals
(page 6)

Understanding Your Community
(page 11)

Measuring the Quantity and Quality of
Engagement (page 18)

Demonstrating Impact (page 29)

change for our organization or our communities?

= What can we learn from other media measurement frameworks and efforts?

Appendix: Resources (page 47)

= Where else can we get practical tools and tips for implementing media evaluation?
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In this section

= What are the core elements of
successful media evaluation
efforts?

= What should a start-to-finish
approach for measuring media
engagement and impact look
like?

THE BUILDING BLOCKS OF MEDIA
MEASUREMENT

The concepts introduced in this chapter are a blueprint for designing and
implementing a focused, practical measurement strategy.

The approach to media measurement we present is as much about shaping and
refining your work as it is about proving effectiveness. For ultimate success,
evaluating media must be approached as a discipline that is built over time and
integrated within a program’s core.

Impact measurement efforts are most relevant when you have a premise—
about how the work you are doing today will create meaningful change
tomorrow—that can be tested and refined. To help you articulate your premise
in a way that is measurable, we propose four distinct building blocks of media
evaluation, and provide concrete suggestions and ideas for how you can accomplish
each step. Each building block is a powerful way to strengthen your work, build
relevance, and create sustainability. Each piece builds on the others to create a
comprehensive picture of the level of engagement and impact your project has with
your community.

4

DEMONSTRATE

IMPACT

How is your engaged
community changing?

What change are you advancing
beyond your engaged community?

2 UNDERSTAND 3 MEASURE

COMMUNITY ENGAGEMENT

Whom are you How are they
engaging? engaging?
SET
What are you trying
G 0 ALS to accomplish?
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1. Setting Goals is a discipline to focus your work on the core intentions
regarding who is to be reached and to what end. Goal-setting establishes
expectations and builds agreement among stakeholders about what counts
as success, and how you will know it when you see it. This step ideally
happens before a project launches, but goals also can be “retrofitted,” and
for all projects, your goals should be confirmed or adjusted as you move
through the other building blocks. Goal-setting is as important for
educational and awareness-building efforts as for advocacy initiatives.

2. Understanding Community provides insight into the people you engage
with your work, or what media organizations traditionally have referred to
as “audience.” This step should start before a project begins, and continue
throughout. Many projects use research into communities, done both before
and during a project, to shape implementation and refine goals.

3. Measuring Engagement provides insight into your performance: how
broadly and deeply are people engaging with your content? This work takes
place before or during project launch (to establish baseline where possible)
and throughout implementation.

4. Demonstrating Impact provides insight into the connections between
your work and the ultimate effects. Impact can be assessed over the lifetime
of a project as well as retrospectively to understand how your efforts
contributed to cumulative changes.

When planning a media project and its evaluation, it makes sense to first
consider the question of intended impact, working backward and then forward
through the building blocks to clarify how the work you do in the near term will
produce future results. From an implementation standpoint, however, you will
likely move through the four building blocks in logical progression, which is
how we present them in the next sections.
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In this section

= How do we set meaningful,
realistic goals for our work?

= How can we use goal-setting to
ensure that the measurement
we do will give us actionable
insights?

“Metrics are powerful tools for
insight and decision-making. But
they are not ends in themselves
because they will never exactly
represent what is important.
That’s why the first step in
choosing metrics is to articulate
what you want to measure,
regardless of whether or not
there’s an easy way to measure
it. . . . Metrics are just proxies for

our real goals.”
—Jonathan Stray, Journalist

BUILDING BLOCK #1..

SETTING CONCRETE, MEANINGFUL GOALS

Why Is This Important?

All journalism and public media, by definition, are undertaken not only to reach a
community but also to make some kind of difference in or for that community.
Making a difference ranges from building awareness and knowledge, to motivating
behaviors, to changing policies.

The goal-setting process answers the question: What are you trying to accomplish,
and with whom? Meaningful evaluations—much
like successful programs—are anchored to clear
goals. The goal-setting process entails exploring,
agreeing upon, and articulating the community
your project aims to engage as well as the
impact it is intended to have, ideally early in
project planning. Goal-setting provides an
opportunity to articulate assumptions, and
ensure that all stakeholders agree on the most meaningful outcomes.

GOALS

Measureable, observable, time-
bound results you hope to see
from your work; what you will
take responsibility for achieving

The process of committing to concrete goals is sometimes intimidating and may feel
constraining. Yet we cannot learn and grow stronger unless we are clear about what
we are testing and refining. The goal-setting process is foundational because doing it
well requires you to think about the other three building blocks of media
measurement—including defining what “engagement” means in the context of your
communications effort.

Goal-Setting in the Media World

Skipping the upfront step of articulating specific, measurable goals is one of the
most common obstacles to effective media measurement. Many media organizations
are familiar with and able to track indicators of reach and engagement that in the
commercial world have monetary value, such as audience size and demographics.
Understanding impact, however, is trickier. Public interest media, journalism, and
other community-focused communications efforts usually seek results that are not
easily monetized. Effort must go into the process of mapping the connections among
the groups we reach, how well we engage them, and the intended public interest
end results. Historically, established benchmarks for community-focused media are
rare, and sources of baseline data can be elusive or nonexistent. Adding to the
measurement challenge is the amount of innovation occurring in the media space:
valid comparisons and benchmarks may, by definition, not be available for new
approaches, efforts, and technologies.

Begin With Clarity about Your Intended Impact

When setting goals, first consider the big picture of what you hope your project will
accomplish. Ask fundamental questions about what success looks like from the
10,000-foot level before focusing on ground-level details of how your project will
drive those outcomes:

= What is the ultimate impact you are trying to achieve?

= [s your purpose to increase awareness or knowledge? Do you hope to influence
attitudes, shift opinions, build empowerment or increase a community’s self-
efficacy? Is your goal to motivate specific behaviors? One-time actions?
Permanent changes in habits?
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“For public broadcasters,

there are ways of having impact
without being an advocate for
public policy. It's about creating
value in the community, which
stems from public broadcasters’
ability to convene community and
thought leaders, facilitate
dialogue, raise awareness about

local issues, and collaborate with
others.”

—Charles Meyer, National Center
for Media Engagement

= Are you trying to create change that builds on and goes beyond the individual

level? Is your work intended to affect organizations? Systems? Social or physical
conditions?

CREATING IMPACT THROUGH MEDIA

&
0\;%‘:‘\0“5

policies ‘\‘

social or
\‘ physical
social public \ conditions
norms discourse \ [e.g., poverty,
5 \ health,
3 shared 1 conservation |
Do VoS \‘ standards  movements \
1
1 1
2 1
att/tt{des/ ! process I'.
beliefs | innovation ~ resource |
awareness/ 1 allocation '}
knowledge 1 i
I DIRECT IMPACTS Il GUMULATIVE IMPACTS _

Will engagement with your media build awareness?

Will the individuals you engage drive
Expand knowledge? Shift attitudes? Motivate behaviors?

collective, longer-term changes in the world?

All communications efforts are built by engaging individual people. If you want to
create change at the group or systems level, it's important to recognize the
difference between getting individuals who see your media to behave in a certain
way, and having those behaviors integrated as norms, policies or shared practices.
You may get some individuals to recycle, for example, without getting a community
to embrace recycling as a core value and custom. Media can change individual
attitudes and behaviors—sometimes quite quickly—but those direct impacts
typically precede longer-term, cumulative, self-sustaining change.

Map the Ways Your Work Is Intended to Create Change

Regardless of the change you seek to advance, you need to have a clear theory of
how and why your work will advance that outcome. Funders often rely on tried-and-
true social sector evaluation tools such as the logic model or theory of change (see
RESOURCES), but the template you use is not as important as the underlying
concept: imagine your project’s eventual success and write that story. The beginning
of your story should state clearly where you are today (the current conditions you
hope to change); the middle should explain the actions you will take and the effects
you believe those actions will have on specific people (who is reached and how they
are engaged); and the end of the story should reveal what you believe will have
changed in the world as a result—and how you would recognize this change. Your
intended impact is, in effect, how you want the story to end. Consider:

= Whom will you need to reach to advance these changes? Whom are you reaching

today? Do you need to reach a new community? A more targeted community? A
larger community?

= What kinds of engagement do you believe will be necessary to produce the
desired impact? What can be accomplished through passive exposure to content?
What would interactive and more participatory engagement with your content
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look like and accomplish? How might
you engage your community from the
outset to help design and create the

work, ratl.lir than just receive and v Don’tassume you don’t have
consume It: data. The next three sections

offer advice on how to leverage
existing data sources and gather

HOW DO YOU SET GOALS
WITHOUT BASELINE DATA?

“All innovation begins with vision. = How long will it take to see an impact?

It’s what happens next that is

B o = What does success look like? How will new data. Pull together those
critical. . . . Only by building a you know you've been successful? What ::estl).utr_ce;to r;]e_zrl]p ]zlolu setI
model of customer behavior and will be early signs of progress? What will . ealistic, meaningiul goals.

- - be the ultimate indicator of success? Look for comparable projects,
then showing our ability to use both inside and outside your
our product or service to change = What's realistic given your resources? organization, to gain insight into
. . . ., baseline conditions.
it over time can we establish real If you can tell the story of your project’s :

idi development, implementation and impact 7 Banenmel e eurzel
facts about the validity of our ¢ .p , IMp p Start collecting data as soon as
vision.” in straightforward langu.age that would you are able and watch the trend

make sense to someone in your target line over time.

—Eric Ries, The Lean Startup commun.lty, yo.u Wll! have a solid l?lueprlnt v" When you don’t have hard data,
from which to identify your most important make reasonable, qualitatively
goals. This is critical for achieving alignment informed assumptions and note
with funders and other partners, and is one them clearly. Testing these
of the most practical benefits of good goal- assumptions then becomes an
setting. evaluation objective.

Depending on your project, your goals may

be focused on one or on a range of different communities. Some projects have long-
term, large-scale social impact goals, while others are meant to achieve more
immediate ends such as increasing awareness, educating a population, or raising
funds for a cause. Some goals will be achieved while a project is being implemented,
while others may not be evident until long after the project is over.

MEDIA MEASUREMENT IN ACTION: EXAMPLE GOAL STATEMENTS

Strong goal statements articulate intended results for community (whom you will reach), engagement (how they will interact with your content) and
impact (what will change as a result).

PROJECT WEAK GOAL STATEMENT STRONGER GOAL STATEMENT

Local online news project “Do for print and Web “Increase awareness among members of the general public in New Orleans
journalism what public regarding issues that directly affect them such as land use, transportation, and
broadcasting has done for community planning by providing clear, non-partisan information and research
radio and television” through online content and facilitated convenings, so that they can make informed

decisions that protect and build on the distinctive character of the area”

Regional advocacy effort “Produce quality reporting “Partner with local and regional news organizations to investigate air quality and
that will be widely distributed related environmental issues in Southern California (Los Angeles, Orange, Riverside
via mainstream media that and San Bernardino counties) so that more residents and businesses participate in
will contribute to meaningful  discussions about public policies that affect their health and business growth”
dialogue on environmental
issues important to Southern

California”

Documentary film “Create a space within the “Through PBS broadcast, online engagement, festival and community screenings,
national cultural dialog and screenings for key policymakers and opinion leaders, increase and reframe the
where the voices of women conversation about the expanding role of women in the military to promote gender
in combat can be heard” equity by advancing policy change and strengthening grassroots and national

networks of women’s groups, veterans advocates, and health care providers”
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In an ideal scenario, you will have strong, clear goals at the outset of your initiative

RESOURCES FOR that are informed by solid data. A more common scenario, however, is that your
SETTING GOALS organization comes up with provisional goals based on informed assumptions.

= Evaluation for Organizational
Learning; Basic Concepts and
Practical Tools (LFA Group,
2011)

See the appendix for more
information and a link to this

These assumptions are then vetted and finalized during project implementation.

Refining goals is appropriate when it becomes apparent that a goal is not realistic or
when there is disagreement among stakeholders on its importance. The process of
revising expectations is vital: it's not about moving the goalposts, but about figuring
out where truly meaningful goalposts should be anchored to better reflect the
resource reality in which you are working,.

Each of the next three sections of this guide—on community, engagement, and
impact—offers a more in-depth discussion about how to assess specific dimensions
of your work. Look at those sections to understand more about your options for
measuring results, and then use those ideas to help you formulate relevant goals.

SEVEN TIPS FOR SETTING GOALS

1.

Set goals and design the evaluation during the project-planning phase. This helps with measurement—identifying what to
measure from the start—and makes it easier to design your media project to drive intended outcomes. (If you are faced with
beginning evaluation after your project has already launched, see What if you're not at the beginning?, on page 29.)

Write the story of your project, describing the key steps along your path from where you are starting to the ultimate impact you
will achieve. C