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ABSTRACT

Diversity in news media is increasingly recognized as a guiding principle in tools, processes and
initiatives, as it can help reflect the complexities of a pluralistic society. Yet, while diversity is widely
accepted as a value, the actual implementation within many news organizations reveals a ‘principles
to practices gap’. Through a case study of focus groups and a survey with DPG Media, a Belgian
Dutch media company, we evaluate how different stakeholders like editors, leadership teams or
data scientists interpret and prioritize diversity, within their respective roles. Results highlight some
aspects on what to consider when conceptualizing diversity, as well as what could be prioritized in
the development of a dashboard reporting on the diversity of created and distributed content. By
mapping these interpretations and prioritizations in principle and in practice, this study contributes to
the field by proposing a practical framework to potentially operationalize diversity with both practical
and ethical considerations across an organization.
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From Principles to Practices: Towards a Framework for a

Diversity Dashboard for News Organizations

Introduction

In recent years, the number of Artificial Intelligence (Al) applications® in the news industry has
increased dramatically (Diakopoulos et al., 2024). Writing tools support journalists in creating
more catchy headlines, automate repetitive news such as weather reports, or help tailor an
article’s content to a user’s desired format or style (Simon, 2024). Simultaneously,
dissemination tools such as recommender systems help readers find content that is
specifically relevant to them (Diakopoulos et al., 2024). In doing so, Al systems are taking on
roles that have traditionally been fulfilled by humans: newspapers’ journalists and editors. It
thus becomes increasingly important to provide human editors and journalists with insights
on the type of content that is being produced in their organization, which is necessary to
ensure that what is produced is still reflective of their organization’s brand (Lindén, 2020).

Al applications make it possible to analyze and evaluate data at a scale that is
infeasible for humans, but it is often challenging to translate abstract, human values into
measurable and informative metrics (Vrijenhoek et al., 2021). One such value that has taken
center stage in recent years is diversity, which is increasingly recognized as a crucial
consideration in the design and evaluation of algorithmic systems, particularly in the context
of news recommendation and dissemination.

In the news domain, diversity is not merely a statistical attribute but an editorial and
normative value that is intimately connected to the democratic function of journalism in
society (Helberger, 2021; Humprecht and Bichel, 2013). In this context, diversity reflects
whether news offers sufficiently different perspectives, which can be interpreted in many
different ways. One could, for example, refer to the diversity of political statements in the
news, of topics, of people’s backgrounds, or whether the news offering can cater to the

diverse needs of their users (Helberger,, 2021; Vrijenhoek et al., 2021). Besides its definition,

LIn this study, Artificial intelligence (Al) refers to a machine-based system that, for explicit or implicit
objectives, infers from the input it receives how to generate outputs such as predictions, content,
recommendations, or decisions that can influence physical or virtual environments (OECD, 2023). Generative
Al (GenAl) is regarded as a subfield of Al in this study, as it is based on machine learning models that are
trained on vast amounts of data to generate content and conduct ‘human-like’ dialogues (Shi & Sun, 2024).



there are a myriad of ways to mathematically express and operationalize diversity. For
example, as the concentration of groups (Simpson, 1949), as a combination of variety,
disparity and balance (van Dam, 2019), as a function of a user-defined similarity matrix
(Friedman and Dieng, 2023), or as a divergence score between distributions (Vrijenhoek,
2022).

Diversity as a principle can therefore be conceptualized in different ways, and building
a dashboard that reports on diversity is not a trivial task. This can potentially lead to a
disconnect between its theoretical understanding and how it is operationalized in practice.
Scholars like Mittelstadt (2020) and Vallor and Vierkant (2024) have referred to this
translational problem as ‘the principles to practices gap’, which illustrates that there is a
lacuna in how professional and often vague values like diversity are translated into
measurable organizational practices (Mittelstadt, 2019; Vallor and Vierkant, 2024).
Additionally, and specifically in newsrooms, different stakeholders including but not limited
to editors, product managers, data scientists or UX designers might have different
understandings of what diversity means in the context of news and recommendations (Cools
et al., 2024).

To further understand how diversity can be translated from this rather vague principle
into actual practice, this study proposes a methodology or framework consisting of focus
groups and a survey to better determine what diversity means for a news organization. Our
aim is to bridge the knowledge gap between newsrooms and technical teams by elucidating
how principles (in this case, implicit and ‘vague’ knowledge on the meaning of the term
diversity), can be translated into practice (a dashboard whose outcomes are trustworthy and
actionable). Following from our theoretical knowledge, and from initial discussions with DPG
Media, we propose the following research questions:

e RQl. Why should an organization invest time and resources into promoting
diversity in its news offering?

® RQ2. What are the different interpretations of diversity within this media
organization’s newsrooms?

e RQ3. Which of these interpretations should be prioritized in the development

of a dashboard?



We hope that this practical framework can be leveraged as a methodology by other
organizations, news outlets and beyond, who are looking to start a project around the who,
the why, the when, the what and the how of measuring and operationalizing diversity. By
foregrounding stakeholder input and contextual nuance, we hope this framework will support
more trustworthy, interpretable, and democratically legitimate implementations of diversity

in algorithmic systems.

Literature review
Towards value sensitive design of diversity

Over the past decade, news organizations have been grappling with measuring and
guantifying values including, but not limited to, transparency, diversity, fairness, objectivity,
and privacy in relation to their journalistic practices and content (Carlson, 2018; Cools &
Koliska, 2024; Mgller, 2023). These values — transparency, fairness, objectivity, and privacy
— are increasingly being measured and quantified as news organizations strive to maintain
public trust in the face of our ever-changing digitized societies. Especially in the context of Al,
applications like audience metrics tools and recommender systems have already resulted in
new possibilities in the news ecosystem, in the form of automated content generation,
advanced text translation and summarization, and enhanced data analysis capabilities, which
have diversified journalists’ toolboxes (Cools & Koliska, 2024). Apart from this diversification,
research has shown that these tools also contain bias and inaccuracies which might lack the
perspective of factual, nuanced reporting and critical thinking, which human news workers
are inherently trained to provide (Mgller, 2023). At the same time, scholars and industry
stakeholders have both critiqued the many Al ethics initiatives that have largely produced
vague, high-level principles and value statements which promise to be action-guiding, but in
practice provide few recommendations to address fundamental normative and political
tensions embedded in these key organization-grounded values related to journalistic
practices and tools (Mittelstadt, 2019; Moller et al., 2020). Opaque principles such as
transparency and objectivity confront news organizations with a challenge on how to
translate them into daily work practices, which has been referred to in literature as the
‘principles to practices gap’ (Schiff et al., 2020).

In this study, the principles to practices gap refers to the disconnect between the

conceptualization of high-level principles in Al development and their implementation within
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organizational practices, indicating the challenge of translating abstract principles into
tangible operational guidelines (Mittelstadt, 2019; Vallor & Vierkant, 2024). Another strand
of work that can be linked to the ‘principles to practices gap’ research and conceptualization
is what is often labeled as ‘value sensitive design’ (VSD). VSD is a methodology that integrates
human values into the design process of technology, emphasizing the importance of
considering different values throughout the specific development and implementation of
tools (Friedman, 1996; Borning & Muller, 2012). VSD, as well as the principles to practices
literature, relies on combining the theoretical, the empirical, and the technical aspects of
tools. However, we have observed that the VSD approach, in contrast to the principles to
practices gap, can sometimes mask the complexities of power dynamics and competing
interests within organizations. One of the pitfalls of VSD could be that the focus remains on
surface-level adjustments, like tweaking algorithms to meet basic compliance standards or
adding token diversity without challenging the underlying structures that perpetuate
inequality or bias (Friedman et al., 2021). Therefore, we argue that the ‘principles to practices
gap’ literature offers a more comprehensive and critical approach to organizational dynamics

than VSD, also when it comes to integrating values into the design and operation of tools.

Principles-to-practices gap

Looking from the perspective of the ‘principles to practices gap,” we observe that
much of the research on responsible Al, values, and guidelines remains concentrated on a
relatively narrow range of topics, primarily bias and transparency in specific tools (Bernard &
Balog, 2023; Cools, Van Gorp, & Opgenhaffen, 2024; Turilli & Floridi, 2009). In other words,
existing research focuses on identifying and mitigating bias in algorithms while also enhancing
interpretability or explainability, given the opaque, black-box nature of certain tools that
obscure decision-making processes (Bellamy et al., 2018; Adadi & Berrada, 2018; Schiff et al.,
2020). Over the last five years, and even before, scholars have further explored how these
values can be operationalized to ensure ethical Al systems (Jones, Jones, & Luger, 2022;
Moller et al., 2020; Helberger, 2021). However, there has been comparatively less attention
given to how other values, like diversity, are not integrated into tools, processes, and other
initiatives in news organizations, which leads to a clear knowledge gap in the literature

(Birhane et al., 2022; Vrijenhoek et al., 2024).



Earlier research has shown that organizational dynamics and different stakeholders
directly influence the translation of abstract and often opaque principles into tangible
operational practices (Mgller & Thylstrup, 2024). Within organizational structures and
communication channels, complexities often arise between members of the news
organization, hindering seamless development and implementation of diversity (Cools &
Koliska, 2024). More concretely, research has highlighted a first challenge in this development
and implementation process, namely understanding the specific technicalities of tools,
including metrics and evaluation protocols (Stray, 2023), the distinct stages of the design
process (Stray, Adler, & Hadfield-Menell, 2021), as well as the overarching goals and intended
purposes of these tools (Smets, Hendrickx, & Ballon, 2022).

A second challenge that complicates the principles-to-practice gap is that the
negotiation processes between different stakeholders are critical to consider (Cools & Koliska,
2024; Schjgtt Hansen & Hartley, 2023). Determining what constitutes diverse content and
how it should be measured is often distributed within news organizations to either one or
multiple stakeholders, who hold differing conceptions of what diversity is and should be
(Vrijenhoek et al., 2024), a challenge often referred to as the ‘many hands problem’ in the
literature (Schiff et al., 2020). For example, stakeholders like engineers and computer
scientists may approach diversity in tools as a technical feature tied to the functionality of a
specific product, while leadership teams focus on aligning Al practices with the organization’s
broader values and strategic objectives (Floridi, 2020). Editorial teams and journalists,
however, may focus on the fact that news itself should reflect diverse perspectives in line with
journalistic values, whereas legal teams aim to ensure that diversity initiatives comply with
regulatory requirements. These varying perspectives on diversity illustrate how different
teams or stakeholders within a (news) organization might approach the same value — namely
diversity — through distinct lenses and operationalizations. In conclusion, the divergence in
perspectives highlights the inherent complexity of operationalizing diversity within news
organizations and beyond, hinting at the need to foster common understandings of diversity
across specific stakeholders while aligning with the organization’s overall ethical and strategic

goals.

Method



In the collaboration with DPG Media we first scoped the organization’s different perspectives
and requirements for a diversity dashboard through a set of three focus groups (N = 21). Each
focus group lasted approximately two hours, and the interviews were conducted in November
and December of 2023. The goal of a focus group is to have a relatively small but diverse group
of people discussing a topic in-depth. Specifically, a clear advantage is the opportunity to
observe interaction between participants, which closely mirrors everyday conversations,
thereby enhancing external validity (Peek & Fothergill, 2009). In addition, they allow
researchers to explore not just individual opinions, but also how views are shaped,
challenged, or reinforced through group dynamics, offering richer insight into social meaning-
making (Kitzinger, 1995). Focus groups also provide the flexibility to probe deeper into
emerging themes in real time, enabling researchers to adapt their questions based on
participant responses and uncover unexpected insights (Morgan, 1997).

Below, we will first outline how we selected the news organization, the recruiting of
participants, and what the challenges were that we encountered during this process. Second,
we explain how we designed the focus groups, and third why we constructed a survey based
on the outcomes of the focus groups. The outcomes of this survey could be used to both
construct the framework for building the diversity dashboard which, in turn, helped to gain

more insight into the measurement priorities for such a dashboard.

Selection news organization

DPG Media is a leading multimedia company headquartered in Belgium, with significant
operations in the Netherlands and Denmark. It owns a wide portfolio of newspapers,
magazines, television channels, and digital platforms, making it one of the most influential
media organizations in the region. Notable brands under DPG Media include Het Laatste
Nieuws, De Morgen, Algemeen Dagblad, and NU.nl. In addition to these national outlets, DPG
Media also owns a range of regional newspapers in the Netherlands, such as Eindhovens
Dagblad, Brabants Dagblad, and Tubantia, each of which serves specific geographic and
demographic audiences. Each title caters to specific audience segments and covers a range of
topics, contributing to the overall media portfolio of the organization (DPG Media, 2023).
Through collaborating with DPG Media, we had access to a multitude of perspectives and

profiles, which was valuable for the focus groups that we organized.



Recruiting participants

Given the observed variations in perspectives on diversity in DPG Media’s newsrooms, our
goal was to gather a sample of DPG Media’s employees that in itself is also diverse — a
somewhat cyclical problem, if there is not a clear definition of diversity to work with yet. A
call for participation was shared in DPG Media’s general communication channels.
Furthermore, our contacts at DPG Media actively approached colleagues of whom they knew
had stakes or an opinion about the topic. These people were in turn also encouraged to invite

other colleagues whom we may have missed.

There are several limitations to this approach. First, it has proven difficult to involve
participants in our study that were skeptical of the merits of diversity. Even though our
contacts actively tried to involve multiple such people, they were far less likely to be willing
to make time for a two-hour session. Furthermore, while there was a decent mix between
male and female participants, and people from different age groups, participants were
predominantly white and highly educated. While this is reflective of DPG’s workforce, it is
quite likely that important perspectives were not represented and thus missed. As such, this
study presents a good overview of the current state of affairs, but should not be used for any

normative statements or definitions of the ‘right’ approach to diversity.

After recruitment, we had the choice to either have every focus group consist of a mix of
different disciplines, or to make every group consist of more or less similar backgrounds. For
the first setup, with a more heterogeneous composition, we would have had a greater
understanding between diverse groups, encouraging a wider range of perspectives. In
contrast, the second option — namely a homogeneous focus group — would have enabled
participants to engage with the topic in greater depth, as the shared understanding of the
concept among participants allows for more focused and nuanced discussion (Finch, 2023;
Peek & Fothergill, 2009). We wanted to gain a deeper understanding of the who, what, when,
why, and how of diversity at DPG Media. To do this, we selected three groups made up of
people with different job roles. While their positions varied, they all shared a similar
understanding of what diversity means within DPG. Thus, the first focus group was
predominantly centered around technical profiles, and the second and third groups consisted

of a mix of editorial, product and leadership teams. The number of participants from the focus



groups ranged from eight to twelve members, and to have some geographical difference, we
decided to organize two of the focus groups in Amsterdam and one in Rotterdam, where DPG

Media has its main offices in The Netherlands.

Designing the focus groups

Based on the research questions listed in the introduction, we built a questionnaire to guide
the discussion that would help identify a set of aspects to further conceptualize diversity for
DPG Media as a news organization. Below, we describe the specific questions asked in the
guestionnaire. All these questions were shown to the participants of the three focus groups

to enhance comparability.

1. What does diversity mean to you? Which concepts do you link to diversity?
In this part of the session, participants were asked to write all the things they could
think about with respect to diversity on post-its. Instructions were left deliberately
vague, and the goal of the exercise was to A) underline that there is not one ‘right’
answer when it comes to diversity, and B) to build a shared vocabulary and
understanding of the contexts other participants come from. Afterwards, we
collectively grouped the post-its into categories and related concepts. These
categories would shape the different themes along which participants thought about
diversity. By being made explicit, this allowed for concrete discussions about
prioritizing different aspects of diversity for the initial dashboard that DPG Media

wants to develop and implement.

2. What do you think about the diversity in the content of your organization? Who
needs to be involved in diversity-related projects?
We wanted to trigger participants’ thoughts by making them critically reflect on
principles, processes and practices that already exist within the organization, so as to
identify where improvement would be necessary and/or possible. Participants were
also asked to critically reflect on the current composition of their organization and
teams, which perspectives are present, which are missing, and how the lacking

perspectives could be included in the discussion.



3. What is the purpose of diversity? Why should your organization invest in diversity-
focused projects?
Globally, newsrooms have been shrinking due to budgetary issues, leading to more
work needing to be done by fewer people (Newman et al., 2021). This makes it often
difficult for organizations to allocate resources towards diversity-promoting projects,
which may not have a very clear prospect of a return on investment. With this
guestion, our aim was to find what the central arguments would be with respect to

(not) investing in diversity in a news organization.

4. What are the main challenges and opportunities to increasing diversity?
Following up from the previous question, we asked participants to formulate the main
reasons why increasing the diversity of the organization had thus far proved
challenging, and how doing so would benefit the organization. While the previous
question referred to more normative considerations, and the mission of the media in

general, this question aims at more practical challenges and opportunities.

Designing the survey

The focus groups yielded a wide range of potential topics to consider when building a diversity
dashboard, but did not, by nature of qualitative studies, give us comparable results from
which we could conclude whether diversity aspect X would be considered more important
than aspect Y. As such, we needed an extra step to make participants' abstract thoughts and
discussion about diversity more concrete with the aim to prioritize certain aspects over
others. We analyzed the notes from the focus groups, with extra attention towards the
concepts and categorizations created when the participants were conceptualizing their
interpretations of diversity, and noted the different types of diversity mentioned by
participants. Through a survey, we asked participants to rate conceptualizations and topics
that could theoretically be measured about the content, people featured in the content, the
authors and the readers on a Likert scale from 1-5, where 1 was the least and 5 the most
important. While theoretically for research purposes a 1-7 scale is more informative, we
chose the 1-5 scale to prevent our respondents from being overwhelmed by the amount of
information on the screen, and thus not completing the survey which could lead to a higher

non-response rate. Participants could elaborate on their ratings if desired in open text boxes,
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and could share general thoughts about the survey and the process in general at the end of
the survey. Since the resulting survey was still quite large, we first asked our main contacts at
DPG Media to reduce the number of entries participants were asked to rate. Our contacts had
multiple considerations for including an aspect in a survey or not. Among others, they would
exclude aspects they considered ethically questionable to even consider measuring, such as
reader ethnicity or sexual orientation. They were also reluctant about gathering data on
journalists on an individual level (e.g., does journalist x produce more diverse content than
journalist y?), and considered these to be the responsibility for the newsroom internally, and
not for a newsroom-wide accessible dashboard. The resulting survey was sent out to all focus
group participants, who could choose to fill in the survey anonymously or not. Participants

were also invited to forward the survey to others in their team.

Results

Disclaimer: In the following section, we do not want to make explicit statements about DPG
Media’s intended conceptualizations of diversity; rather, we want to use the results as a
pathway to underscore what types of interpretations and prioritizations might be present

when this practical framework of focus groups in combination with a survey is applied.

Rationales, challenges and opportunities regarding diversity

Participants mention that diversity is inherently linked to their journalistic mission of
“informing the audience about what happens in the world,” both on the individual level and
the broader organizational level. On both levels, increased diversity allows readers, listeners
and viewers to be informed and more aware of current events and issues, which increases
their ‘democratic citizenship.” This mission-driven approach echoes broader academic
understandings of the normative functions of journalism in democracy, particularly the idea
that journalism should represent a range of voices and perspectives to support informed
public debate. This “mission for diversity” also serves as a potential antidote for filter bubbles
and echo chambers, which is also explicitly anchored in DPG’s internal guidelines on

responsible data usage.
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Participants highlighted the importance of counteracting algorithmically induced
homogeneity by ensuring that editorial and algorithmic practices deliberately incorporate
diverse sources, voices, and viewpoints — a value increasingly emphasized in academic
literature on news recommenders (Smets, Hendrickx, & Ballon, 2022; Vrijenhoek et al., 2021).
This includes both normative diversity (ensuring a range of opinions and ideologies) and
representational diversity (ensuring inclusion of marginalized or underrepresented groups) in
news outputs (Vrijenhoek et al., 2024). As a media organization with multiple brands in the
Netherlands and Belgium, DPG Media therefore has, according to the participants, a
journalistic responsibility to “represent the society they are inherently a part of.”

This responsibility, in turn, also implies that they should reach as wide an audience as
possible, not just to increase market share, but to fulfill their public role as an institution
embedded within democratic societies. In addition, several participants stressed that the
integration of diversity into recommender systems is not just a technical challenge, but a
deeply journalistic and ethical commitment. In this sense, diversity is not only an ideal, but a
pragmatic necessity to ensure that the information ecosystem does not become narrowed by
algorithmic personalization. Thus, DPG Media's pursuit of diversity is situated at the
intersection of editorial values, technological innovation, and institutional responsibility,
underscoring the importance of aligning algorithmic design with journalistic missions and
audience expectations in an era increasingly shaped by Al and data-driven systems.

When it comes to the challenges of diversity, participants mention that these
diversity-enhancing projects tend to cost time and resources. These initiatives could
potentially lead to resistance, they say, especially among the editorial staff of more traditional
newsrooms. Audiences or subscribers that are already engaging with DPG Media’s brands,
participants state, may also be put off if they cease to recognize themselves in the content.
Participants raised the point that it may simply take some time to get accustomed to not
seeing the white, middle-aged, cisgendered man as the norm, but without empirical evidence
to support this claim, it can be difficult to justify the risk of potentially losing already-engaged

audiences and subscribers.
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Furthermore, participants mention that more work could be done to improve the
diversity of the people working in the newsrooms themselves. Despite the fact that DPG
Media has a traineeship for young upcoming journalists, participants state that it often proves
hard to recruit staff from different backgrounds and to find diverse experts to interview for
their content. Newsrooms frequently found they were trying to recruit new talent from the
same pool of people over and over again, therefore also competing with other media
companies for the same talent.

Besides challenges, promoting diversity can, according to the focus group participants,
also have a range of beneficial effects for DPG Media as an organization. As a cornerstone of
good journalistic practice, explicitly promoting diversity might lead to an improved reputation
within the Dutch media landscape. Taking the lead in innovation around the topic may also
give DPG Media a competitive advantage vis-a-vis other outlets.

Additionally, there may be financial incentives for improving content diversity. In
other words, if the company succeeds in reaching audiences that are currently “outside” of
the media ecosystem, this could lead to previously untapped revenue streams. In response to
both the challenges and opportunities, participants often highlighted potential practices that
aligned with their own expertise. For example, participants from editorial boards would
prioritize diverse hiring practices and ensure that the people working in the newsroom
represented diverse perspectives. In contrast, participants with a more technical background
would consider technical solutions, such as news recommendation algorithms that would

serve a diverse selection of nhews content to the users.

Different interpretations of diversity

The focus groups yielded three themes of concepts related to diversity. The first theme is the
What: what is the content about? With this theme, an organization aims to broadly inform
citizens in the way that they deem right; by showing multiple topics, perspectives, sources,
etc. Viewpoints, sources, and topics, among others, are also by extension relevant aspects to

consider when writing the news.
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WHAT is the
content about?

Multiple topics, perspectives and
truths, increase empathy
Goal: Broadly informing

FOR WHOM is the
content relevant?

Make people feel like they are
the intended audience,
broaden horizons
Goal: Appeal to a wide
audience

WHO appears in
the content?

Intercultural, gender, ethnicity,
backgrounds, political leaning,

neuro- diversity, sexuality...

Goal: Representation and

Figure 1. Overview of the different themes towards the conceptualization of diversity, and how they interconnect.

The second theme is the Who, or: who is shown in the content? This question is mostly related
to notions of representation and inclusion, and facilitates purposes such as allowing all
individuals to be an active part of the system, countering existing biases, or reflecting society.
As such, it is mostly concerned with minority or otherwise protected characteristics of the
people mentioned, such as the people interviewed and described, as well as the journalist(s)
writing the content. Such characteristics may include a person’s ethnicity, gender identity,
sexuality, etc.

The last theme is the For whom: how should the content reach its audiences? And, for
whom is a particular piece of content relevant? Within this theme, organizations attempt to
find ways in which to connect with their audiences, for example by showing them content
that is relevant for them, or by catering to stylistic preferences or in different formats.

It is self-evident that the three themes mentioned are separate, yet interconnected.
For example, while the themes of Who and What are also goals for diversity on their own,
they strongly influence whether a piece of content is relevant for a reader. Simultaneously,
broadly informing citizens (What) can arguably not be done without proper representation of
society (Who), but who is and should be represented in the news is strongly influenced by
current events, and the role the news organization takes towards what should be reported

on. This is visualized in Figure 1: both the What and Who categories influence For whom, but

also each other.

Priorities regarding diversity dashboard
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The survey was filled out by 28 participants from 10 different newsrooms of DPG Media. This
number would by far be too low to draw scientific conclusions about the prioritization of
diversity; however, these are not the sorts of conclusions we aim for here. Rather, we wanted
to hear from the stakeholders how they would prioritize what should be displayed on a so-
called ‘diversity dashboard’. This approach is akin to building a roadmap for software
development following an agile methodology. First, the stakeholders determine what they
really need and/or would like to have in their software. It is then up to the product owner to
decide in which order implementation should happen. They may decide to first implement
something with lower priority, but that is easy to implement. Or, in contrast, they may decide
to assign additional resources to the implementation of something that is not yet immediately

clear, but has been assigned a high priority.

Content People Readers
avg std avg std avg std
X 3.82 1.42 age 3.93 1.04 X 3.59 1.25
X 3.44 1.42 X 3.22 1.15 X 3.75 1.04
X 3.75 1.17 X 3.50 1.33 age 4.18 0.90
subject 4.21 0.96 ethnicity 3.93 1.27 X 3.50 1.07
X 3.11 1.17 X 3.07 1.33 geographic 3.75 1.14
location

X 3.89 1.09 3.96 1.10 X 3.11 1.40
X 3.75 1.14 X 3.43 1.26 ethnicity 3.50 1.50
geographic |08 0.98 X 293 127
location

X 3.89 1.12 X 2.75 1.17
stereotyping 01 117 X 321 126
language

X 3.82 1.02 X 3.39 1.03

Table 1. Results of the survey responses, aggregated by diversity aspect. While high average values may be an
indication of a universally considered priority, a high standard deviation may be indicative of either different
understandings of the concept amongst respondents, or different needs and requirements of different newsrooms.

Table 1 shows the resulting priority scores, aggregated by aspect. The goal of the table
is not to make claims about how DPG Media prioritizes diversity, but rather to demonstrate
the perspective of a variety of different stakeholders of DPG, and how results can be
interpreted. Generally, we see that most aspects are considered at least somewhat
important. One of the respondents wrote in the comments that “It is very hard to choose:
every aspect could show interesting correlations. However, the more complex aspects seem
more interesting to me than the more obvious ones.” (translated)

Because participants could freely assign a score between 1 and 5, we often see

relatively little difference in scores and we also see regression towards the average. The
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score’s standard deviation could be indicative of multiple things: different people may rate
aspects differently, specific newsrooms may have other requirements or different
interpretations of the concept.

Finally, in terms of a final prioritization, subject, stereotyping language, age (both of
people mentioned and of the readers), and geographic location (both in content and in
readers) stand out. Diversity of subject is a commonly known and accepted aspect of news
diversity. Stereotyping language was explicitly brought up and discussed in one of the focus
groups, which has likely contributed to its relatively high support. Lastly, one participant
commented: “Age is important because it is a struggle to reach younger audiences, and
geographic location is also crucial because that is important to a regional outlet.” Other
participants also mentioned in the focus groups that much of the news is focused on large
cities and urban areas. As such, readers from rural areas of the Netherlands may not feel
represented by the media offering of the respective brands. Similarly, having more insight in
both the age of the people featured in the news and that of the readers might allow DPG to
connect more to different audiences. In both cases, the goal of increasing diversity is to
connect with audiences that are currently not finding their way to DPG Media’s content.

There are also aspects with high standard deviation, such as the ethnicity of the
readers. For some, this may mean being able to cater to their readers’ specific needs and
preferences. For others, measuring such things about users may seem rather unethical. This
dichotomy could be ground for a more in-depth follow-up study to determine exactly how
information about people’s backgrounds could and should be visualized.

Again, note that this survey does not provide insight on which aspects of diversity are
more important than others, only on what type of information people would like to see in a

dashboard.

Discussion

This study addressed the persistent ‘principles-to-practices gap’ in operationalizing a
diversity dashboard within news organizations. With the increasing integration of Al in
journalism, translating the abstract value of diversity into actionable, measurable practices
has become both more urgent and more complex (Cools & Diakopoulos, 2024; Vrijenhoek et
al., 2021). This study has shown that, through the focus groups, we were able to scope the

range of aspects employees of DPG Media may consider when conceptualizing diversity. We
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also identified a number of arguments both in favor of and against investing time and
resources into its operationalization.

Our results also showcased a number of aspects that could be prioritized in the
development of a diversity dashboard for DPG Media: topics, stereotyping language,
geographic location, and age. It highlights the importance of establishing a flexible framework
to navigate the complexity of defining and implementing diversity within organizations.
Rather than providing a single, definitive answer to “what is diversity?”, the feedback from
participants emphasizes that these concepts require ongoing reflection and adaptation
(Vrijenhoek et al., 2024). By engaging diverse stakeholders like technical teams, editors, and
leadership in discussions, the study illustrates how different departments can bring different
insights to the table, ensuring that diversity initiatives are comprehensive and context-
sensitive. This approach aligns with the principles of value-sensitive design (VSD), which
emphasize the integration of diverse human values into the design of technological systems
(Bernard & Balog, 2023).

Furthermore, keeping this process iterative and participatory allows organizations to
refine their understanding and practices over time, responding to evolving internal dynamics
and societal expectations (Helberger, 2021). Methodologically, the study demonstrates the
value of qualitative methods in capturing the nuanced ways diversity is understood and
enacted within organizations. Quantitative metrics alone risk overlooking the depth of
inclusion or the quality of representation in news content (Vrijenhoek et al., 2024). Our
findings also echo critiques that many Al ethics initiatives remain at the level of vague
principles, failing to address underlying power dynamics and organizational structures
(Mittelstadt, 2019; Vallor & Vierkant, 2024). By foregrounding stakeholder input and
contextual nuance, our methodology offers a more grounded approach to operationalizing
diversity, attentive to both ethical and practical considerations (Friedman et al., 2021).

The implications for news organizations are twofold: First, they should adopt iterative,
participatory processes for defining and measuring diversity, engaging a broad range of
stakeholders and remaining open to feedback and adaptation (Helberger, 2021). Second,
there is a need for continued exploration of how values like diversity are negotiated and
operationalized, especially as Al systems become more central to news production
(Vrijenhoek et al., 2024). Our framework provides a starting point, but further refinement is

necessary to address practical challenges such as participant recruitment and survey design.
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This study has at least two limitations that should be acknowledged. First, there was
limited participation from individuals who are skeptical about the benefits of promoting
diversity, possibly because they were likely to be in the minority and feared that expressing
their views might negatively impact professional relationships — a concern that may have
similarly deterred participants from underrepresented groups. Second, the survey
methodology produced results with average values that were very close to each other, making
it difficult to clearly prioritize diversity aspects; this could be improved in future research by
asking participants to rank aspects rather than simply rate them, which would force explicit
choices between competing values, and by providing more detailed definitions of diversity
aspects to ensure clearer understanding among participants.

In conclusion, we hope that this study has contributed to our understanding that
conceptualizing diversity must remain flexible enough to accommodate varying
interpretations across different teams, as well as adaptable to new developments. This non-
linear approach encourages organizations to remain open to feedback and critical self-
assessment, avoiding the pitfalls of treating diversity as a fixed goal or a mere checkbox in a
larger document of objectives. Ultimately, the process should be treated as an ongoing
conversation that integrates evolving values into the fabric of both the organization and its
technological systems. In doing so, we hope that our methodology will help other (news)
organizations to navigate the complexity of defining and implementing diversity, both in

principle and in practice.
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