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Introduction

In the fast-changing world of digital publishing, you can’t afford to stay still. Nowhere is this clearer

than in email marketing. Not long ago, it was enough to just track opens, clicks, and unsubscribes;

numbers that made it seem like you understood your audience. But things have changed a lot.

Privacy rules are stricter, new technologies are emerging, and readers are more aware. Those old

metrics don’t really tell you how your audience is truly engaging anymore.

Digital publishing managers now face a big choice. Should you stick with familiar but outdated

metrics, or go for a smarter approach that uncovers what really drives engagement and growth? The

right choice can change how successful you are. Email is still a key tool for building your audience,

but only if you understand what’s truly working.

Let’s explore what has changed, highlight the new set of metrics that matter most, and discuss how

modern publishers can build agile, future-ready email measurement strategies that deliver real

business results.

1. The Shift in Email Metrics: From Counting Clicks to Gauging Connection

For years, publishers judged email success mainly by open rates, clicks, and unsubscribe numbers.

High open rates were seen as a good sign, and small changes to subject lines helped boost clicks. A

few unsubscribes were no big deal.

But those days are passing. Privacy laws like GDPR and CCPA now limit how data can be used.

Plus, Apple and Google have added privacy features that hide or distort signals like open rates.

Meanwhile, readers are more selective about how they engage.

Because of these changes, old metrics like open rates can’t be trusted anymore. Modern publishers

need a new approach—one that goes beyond vanity stats to really understand how audiences are



engaging and what drives business results.

2. Moving Beyond Open Rates: Embracing More Reliable Indicators

Open rates enjoyed years at the top of marketing dashboards, but privacy enhancements like

Apple’s Mail Privacy Protection (MPP) have eroded their value. MPP, introduced in 2021,

automatically marks emails as "opened," whether users read them or not. Gmail and others have

followed with similar privacy-forward moves. The result? Inflated and unreliable open rates.

Despite this, many publishers still anchor their strategies around openings, sometimes unaware that

these numbers may reflect bot activity more than human engagement. Building a strategy on open

rates risks wasting resources on faulty assumptions.

So where do publishers turn? The leaders are focusing on metrics that require real reader intent.

Delivered-to-click (the percentage of delivered emails that get clicked), unique click-through rates,

and in privacy-compliant environments, average time spent reading, are all gaining traction. Many

publishers are also tracking what happens after the click: Are users visiting the site, logging in,

sharing content, or taking other meaningful actions? These newer measures get closer to what really

counts, authentic audience interaction.

3. Tracking Deeper Engagement: Signals That Matter

If opens no longer reflect true attention, how do you know your audience cares? Today’s smart

publishers look beyond surface-level metrics to actions that signal genuine engagement:

Time on email: Certain analytics tools, subject to privacy laws, can estimate how long readers

are actively viewing your content.

Content shares: Are subscribers forwarding your newsletters or sharing articles on social

platforms?

Replies and feedback: Direct responses and survey participation, even in small numbers, offer

rich, actionable insights.

Micro-conversions: Examples include clicking “save,” interacting with embedded polls, or

navigating to deeper content from within your email.

Quantitative data tells you what happened. Qualitative data—sentiment from replies, survey

comments, emoji reactions—tells you why. Forward-thinking publishers blend these signals to create

a detailed, accurate picture of what truly resonates with their audiences.

4. Linking Email Engagement to Revenue

Understanding engagement is crucial, but the ultimate goal is to connect email activity to revenue.

Sometimes the link is direct, such as when a newsletter drives subscriptions or advertising views.

Other times it’s less linear: A reader registers for an event, which then opens the door to larger

business opportunities.
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Savvy publishers use advanced tools and integrations, promo codes, detailed UTM parameters, and

syncs with CRM or analytics platforms, to track these paths. This allows them to:

Measure conversions such as free-to-paid subscriber upgrades driven by specific campaigns

Attribute ad revenue by connecting email-sourced traffic to impressions and clicks

Map multi-step nurture journeys, following email leads all the way to event sign-ups, purchases,

or other high-value actions

Key financial metrics go beyond basic ROI. Consider revenue per email sent, conversion rates by

content type or audience segment, subscriber lifetime value after email acquisition, and cost per

conversion. Contextualizing these numbers helps pinpoint where email is truly moving the business

forward.

5. Focusing on Audience Quality and the Subscriber Lifecycle

Many publishers focus on growing their email lists, but bigger isn’t always better. A large list of

inactive or disengaged subscribers can hurt deliverability, increase costs, and hide true performance.

Now, editors and digital teams focus on keeping their lists healthy and managing subscriber

lifecycles. Important metrics include:

List churn: How quickly people unsubscribe or bounce

Inactive subscribers: The part of your list that hasn’t opened or clicked in 3, 6, or even 12

months

Re-engagement success: How well your win-back campaigns work

Regularly cleaning your list, segmenting based on engagement, and removing unresponsive

accounts are key. Publishers who do this often see better engagement and build more valuable,

long-lasting relationships.

6. Personalization and Relevance: Powering Deeper Connections

Email’s superpower is its potential for tailored, personal messages. When newsletters reflect the

reader’s interests and preferences, engagement soars. But personalization today is about much

more than dropping a first name into a subject line. It means delivering the right content, in the right

tone, at the ideal moment.

To measure success here, look at:

Scroll depth: Are subscribers making it through your newsletter or dropping off after the

introduction?

Click maps and heatmaps: Which stories, buttons, or calls to action actually draw clicks?

Topic engagement: Over time, which themes or content types get the strongest response from

which segments of your audience?
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Regularly refining segmentation, using fresh data from every send, creates a virtuous cycle of

improvement. Publishers who commit to this approach often see double-digit jumps in engagement

as they move from static blasts to dynamic, reader-responsive experiences.

7. Defining and Tracking Conversions in Publishing

In traditional marketing, a conversion was usually a sale. For publishers, however, conversions come

in many shapes: subscription upgrades, ad clicks, event registrations, app downloads, or survey

participation. The possibilities depend on your business model and strategy.

To accurately capture these, publishers need measurement systems that go beyond the inbox. Best

practices include tracking across all touchpoints—well-tagged landing pages, integrated analytics

and CRM systems, and careful funnel monitoring by source, segment, and campaign.

Understanding the reader’s complete journey is vital. For example, a single email may encourage a

click, which kicks off a nurture sequence leading to a subscription purchase weeks later. Mature

publishing operations map and optimize these multi-step paths, ensuring every campaign fits into a

broader conversion strategy.

8. Custom KPIs and Benchmarks: Tailoring Measurement to Your Business

Industry benchmarks, like a 22 percent open rate or a 3 percent click-through, can offer loose

context, but they are no substitute for metrics tailored to your unique audience, editorial approach,

and commercial objectives.

The solution is to build a KPI framework customized to your publication. For some, it may involve

tracking "engaged readers per campaign." For others, referral shares, revenue per segment, or

another indicator might be more telling. The key is to regularly review and recalibrate these metrics,

ensuring they remain relevant, actionable, and in sync with both shifting audience behaviours and

evolving business goals.

9. Creating a Culture of Testing and Optimization

Metrics matter only when they’re used to drive continuous improvement. The most successful

publishing teams are those that foster a true test-and-learn mentality, treating every email as an

opportunity for experimentation.

Core strategies include:

A/B testing: Try alternate subject lines, content formats, send times, or creative approaches by

audience segment.

Iterative optimization: Use engagement and conversion data to refine segmentation, targeting,

and content, rolling out changes dynamically.

Documentation and communication: Don’t just collect data—document what worked, what

didn’t, and why. Share these findings widely across editorial, sales, and leadership teams to

foster organizational learning.
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This culture of curiosity fuels both steady progress and breakthrough ideas, even in a rapidly

changing environment.

10. Communicating Insights That Drive Action

Numbers, no matter how impressive, don’t tell their own story. As a digital publishing manager, your

job is to translate complex measurement data into engaging, actionable narratives for stakeholders.

The most effective reporting is:

Visual: Dashboards and infographics make trends and opportunities instantly clear.

Narrative: Metrics are tied back to business priorities—whether retention, revenue, or

reach—so the impact is unmistakable.

Action-oriented: Each insight closes with clear recommendations or next steps for

experimentation and growth.

Reports should not only inform but inspire. When teams clearly see what’s working, why it matters,

and how it connects to bigger business outcomes, alignment and motivation reach new heights.

Conclusion: The Future of Email Metrics in Publishing

Email measurement is undergoing a transformation, moving beyond vanity metrics to deliver

actionable, revenue-linked intelligence. As privacy standards tighten and readers demand more

relevance and respect, publishers who embrace smarter measurement, metrics that peel back the

noise and zero in on genuine impact, will pull ahead.

Now is the time to upgrade your approach. Focus on advanced engagement signals, effective

revenue attribution, and a relentless cycle of testing and improvement. Doing so won’t just make your

email program smarter; it will deliver results your entire business can build upon.

Ready to transform your email strategy for the new era of publishing? Contact our team to schedule

a custom audit and design a measurement system that prepares you for tomorrow’s challenges.

Your audience—and your bottom line—will thank you.

Book a Demo

Phone…………………………………………………….+44 203 0313 866

Mail……….…………………………sabineguerry@cloudpublish.co.uk

Share your thoughts or follow us
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