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Measure What Moves the Mission 

Communications Metrics That Matter 

What This Resource Is 
A practical guide for selecting communications measures that connect activity to audience response, 
organizational decisions, and mission progress. It includes a metric-selection framework, examples, and a 
worksheet for building a usable measurement plan. 

Why It Is Needed 
Communications teams have access to more data than ever, yet many reports still emphasize whatever a 
platform makes easy to count. Reach, impressions, clicks, and volume can describe activity. They do not, on 
their own, explain whether people understood important information, developed trust, accessed a service, 
changed a decision, or helped the organization advance its mission. 

How It Helps 
• Begins measurement with purpose and the decision the data should inform. 
• Balances output, audience-response, outcome, and operational measures. 
• Makes baselines, targets, sources, owners, and reporting cadence explicit. 
• Reduces reporting clutter by prioritizing a small set of decision-useful indicators. 
• Creates a stronger explanation of communications contribution without overstating causation. 

 

A useful metric changes a conversation or a decision. 

If no one knows what action a measure could trigger, it may be interesting data rather than a management 
metric. 
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Start With the Measurement Chain 

Level What It Describes Illustrative Questions 

Inputs Resources and operating conditions 
Did the team have the time, access, 
budget, skills, and authority required? 

Outputs 
What communications were produced or 
delivered 

What was created, published, convened or 
distributed? 

Audience 
response 

What people noticed, understood, felt or 
did 

Did the priority audience understand, trust, 
engage, decide or act? 

Mission 
contribution 

How communications supported an 
organizational result 

What service, policy, program, funding, 
relationship or mission outcome did 
communications help advance? 

Metrics That Matter 

Metric Area Possible Indicators Management Question Use With Care 

Awareness and 
reach 

Qualified reach; aided or 
unaided awareness; 
recall 

Did the right people 
encounter and 
remember the 
information? 

Do not treat impressions 
as confirmed attention. 

Understanding 

Comprehension; 
message takeaways; 
knowledge change; 
question patterns 

Did people understand 
what matters and what 
to do next? 

Test understanding 
directly when 
consequences are 
meaningful. 

Trust and 
credibility 

Trust rating; source 
credibility; confidence; 
sentiment with context 

Did the communication 
strengthen confidence 
in the organization, 
messenger, or 
guidance? 

Sentiment tools can 
miss context, culture, 
and nuance. 
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Metric Area Possible Indicators Management Question Use With Care 

Engagement 
quality 

Meaningful comments; 
questions; saves; 
shares; participation; 
dwell time 

Did people engage in 
ways that signal 
relevance or intent? 

Separate passive 
interaction from 
meaningful 
participation. 

Action and 
behavior 

Registrations; service 
uptake; referrals; 
downloads used; 
commitments; behavior 
change 

Did the audience take 
the intended next step? 

Confirm whether the 
action can reasonably 
be linked to 
communications. 

Relationship 
strength 

Partner responsiveness; 
stakeholder 
participation; repeat 
engagement; advocacy 

Did communications 
improve a relationship 
the mission depends 
on? 

Relationship quality 
often needs qualitative 
evidence. 

Media and 
influence 

Relevant coverage; 
message inclusion; 
source diversity; policy 
or discourse uptake 

Did credible third 
parties carry the 
intended ideas to 
priority audiences? 

Volume alone can 
reward irrelevant or 
harmful attention. 

Internal 
alignment 

Employee 
understanding; manager 
readiness; message 
consistency; decision 
clarity 

Can people inside the 
organization explain and 
support the priority? 

Survey senior leaders, 
managers and frontline 
staff separately when 
useful. 

Operational 
performance 

Cycle time; approval 
time; rework; missed 
deadlines; workload; 
duplication 

Did the operating 
system make strong 
communications easier 
to deliver? 

Pair speed with quality 
and risk; faster is not 
always better. 

Equity and 
accessibility 

Language access; 
accessibility 
conformance; 
representation; reach 
across groups 

Who was reached, who 
was able to use the 
information and who 
may have been 
excluded? 

Disaggregate 
responsibly and protect 
privacy. 
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Metric Area Possible Indicators Management Question Use With Care 

Mission 
contribution 

Program participation; 
resource mobilization; 
policy progress; service 
access; risk reduction 

What organizational 
result did 
communications help 
advance? 

Describe contribution 
honestly; avoid claiming 
sole causation. 

Build a Decision-Useful Measurement Plan 
1. State the organizational priority and communications objective. 
2. Define the audience change communications is expected to support. 
3. Select one primary outcome indicator and a small number of supporting indicators. 
4. Record the baseline, target, source, collection method, cadence, and owner. 
5. Name the decision the result will inform. 
6. Review findings with context, including capacity, implementation quality, and external conditions. 

 

Objective / 
Audience 

Intended 
Outcome 

Indicator / 
Baseline / Target 

Source / Cadence 
/ Owner 

Decision or 
Improvement 

Enter 
response here. 

Enter response 
here. 

Enter response 
here. 

Enter response 
here. 

Enter response here. 

Enter 
response here. 

Enter response 
here. 

Enter response 
here. 

Enter response 
here. 

Enter response here. 

Measurement Quality Check 
• The measure is connected to a stated objective and priority audience. 
• The indicator has a clear definition and can be collected consistently. 
• The baseline and target are credible and time-bound. 
• The data source is accessible, ethical, and appropriate for the question. 
• Results can be disaggregated where useful without compromising privacy. 
• The reporting cadence matches the pace of decisions. 
• Someone is accountable for interpreting and acting on the findings. 
• The report distinguishes correlation, contribution, and causation. 
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A Simple Reporting Narrative 

What happened → Why it matters → What influenced it → What we will do next  

Use the numbers as evidence within a management conversation. Pair quantitative results with audience 
feedback, implementation context and the professional judgment needed to improve the work.  
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Terms of Use 

This resource is provided by InnerLeaf Communications for general educational and organizational-planning purposes. It is designed 
to support professional judgment and does not constitute legal, financial, technology, privacy, human  resources, or other 
professional advice. 

Permitted Use 

The individual or organization that lawfully receives this resource may use, copy, and adapt it for its own internal operations. 
Completed or adapted versions may be shared internally and with professional advisers or implementation partners supporting that 
organization. 

Restrictions 

This resource may not be sold, sublicensed, republished, posted publicly, distributed as a standalone product, incorporated i nto a 
commercial product or training for third parties, or represented as the recipient’s original proprietary methodology without prior 
written permission from InnerLeaf Communications. Copyright notices and attribution may not be removed.  

Responsibility and Disclaimer 

Users are responsible for adapting the resource to their organization, verifying the accuracy and suitability of all information entered, 
protecting confidential or sensitive information, and complying with applicable laws, regulations, contracts , and internal policies. 
The resource is provided “as is,” without warranties of any kind. InnerLeaf Communications does not guarantee specific results and 
is not liable for decisions, losses, or consequences arising from its use. 

© 2026 InnerLeaf Communications. All rights reserved. 

 


