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(Aren’t all newsletters audience first?) 🤔

AUDIENCE-FIRST NEWSLETTERS



๏ 1998: first realised newsletters were important  

๏ 2005: started offering email as an option for reading blog 

๏ 2012: Quartz Daily Brief, Stratechery are the vanguard of the new newsletter wave 

๏ 2013: first client work involving newsletter strategy 

๏ 2014: started personally experimenting with the new newsletters 

๏ 2017: Substack launches 

๏ 2019: Ghost adds newsletters 

๏ 2023: nearly won a newsletter award…

ME



(AREN’T ALL NEWSLETTERS AUDIENCE FIRST?) 🤔



NO.



DESK NEWSLETTERS



BUCKET NEWSLETTERS



ME ME ME ME ME ME ME ME NEWSLETTERS



✓  Segment audience 

✓Avoid algorithms 

✓Build direct relationships 

✓Useful conversion tool  

✓Build habits  

✓Sponsor / ad sells

ALL THE STANDARD SHI… WISDOM



THE BEST PRACTICE TRAP



NEWSLETTER STRUCTURE
Human intro + visual

Anchor feature

Structural element

Structural element

Ad slot

Sponsor Banner



“ALL NEWSLETTERS NEED A HUMAN INTRO 
TO SHIFT PEOPLE FROM IN-BOX TRIAGE TO 
READING MODE”
ALL NEWSLETTER ADVICE EVER



FAIL



๏The more niche your audience, the more distinct they become 
๏Personality type: “Just give me the information, I don’t care for 

your social niceties” 
๏ Information / passion alignment: “Gah. I need this information, 

but you aren’t gonna make me enjoy it”. 
๏Life rhythm — when am I reading this? 

WHY?



WHAT MATTERS…

PERSONALITY TYPE LIFE RHYTHM

INTEREST / NEED AVAILABLE ASSETS



SO…

PERSONALITY TYPELIFE RHYTHMINTEREST / NEEDAVAILABLE ASSETS
NEWSLETTER 

STRATEGY



A newsletter ecosystem

Core Product:  
The Newsletter 

Promote issues 

on social

Write posts 
optimised for SEO

Reader Meet-ups

Invite questions/
responses via 

email

Reader groups:  
Facebook, LinkedIn, 

Discord

or Subreddit

Ghost, Substack  
or Memberful for 
exclusive content

Encourage commenting

Online Events



๏Network Mapping 

๏Asset Mapping 

๏The Audience Canvas

THREE TOOLS



AUDIENCE MAPPING



AN AUDIENCE MAP

Election

New Voters

Retirees

Climate 
ActivistsBusiness

Parents

Social 
Activists



LET’S MAKE A MAP



AUDIENCE CANVAS



THE AUDIENCE CANVAS 

BASED ON THE WORK OF SARAH MARSHALL & NICK NEWMAN

WHO WHAT
WHERE HOW

AM

PM

EVE

DEVICE

PLATFORM

NAME

AGE

WHERE THEY LIVE

HOBBIES

MEDIA HABITS

1

2

3

How often?

How often?

How often?

AUDIENCE NEEDS CANVAS



ASSET MAPPING



ASSET MAPPING

Mid 
slot: 

condensed 
analysis 

End 
slot: key 

candidate 
profile

2nd slot: 
breaking 

news Anchor 
with 

cartoon

Lead 
with striking 

image
News & Analysis

Profiles

Photos/Cartoons


