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Leveling Up with Segmentation, Automation, 

and Optimization
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But first…
The Email Marketing 101 Checklist
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Email Marketing Roadmap to a Plan

Select Channels & 
Tools

Set Budget
Define the Need

Define the Target Plan Strategy

Set Goals/KPI

Plan Messaging & 
Content
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Our Email Marketing Checklist: Roadmap
1. Set goals & budget

2. Target a market / Market research / Find customer insight

3. Planning (workflows, content calendar, segmentation approach)

4. Select the right tools (email, surveys, mobile, testing, analytics)

5. Plan messaging/content (including personalization, testing & 
optimization)
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Our Email Marketing Checklist – 101 Completed 

Ask Jess at the break for the 101 slides if you missed 2016, 2017, or 2018 workshop

ü Choose an email marketing platform
ü Create prominent signup forms/page(s) on our website
ü Create a Welcome email or series
ü Create a cross-channel content plan
ü Create an inactive subscriber re-engagement campaign
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Our Email Marketing Checklist… Continued
q Monitor deliverability & mitigate inbox placement issues

q Upgraded (high-speed) list growth

q Onboarding Series (for new buyers/users/members) and other automation opptys

q Segmentation & personalized content approach

q Data Integrations (&/or tools)

q Budgeting for Email Marketing program boosters

q Reporting & optimization approach

q Creating and maintaining a testing strategy/plan

q Birthday Campaign (if appropriate)

q Email platform migration checklist (if/when needed)
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Deliverability
Monitoring and then Mitigating
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Email Marketing Conversion

DIRTY LITTLE SECRET

of email marketing is that 
15% of email marketing 
never makes it to an inbox

Source: ReturnPath, 2018
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Deliverability // Inbox Placement
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Deliverability Sleuthing 1.0
• You may have a deliverability problem if… 

Your open rate takes a nose dive!
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Deliverability Sleuthing 2.0
• You may have a deliverability problem if… 

Your open rate at just ONE domain takes a nose dive.
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Deliverability Sleuthing 3.0 (paid)
• You can tell if you’re most likely having even subtle deliverability/inbox 

placement issues using seeding services like ReturnPath, 250ok or 
GlockApps.

https://returnpath.com/
https://250ok.com/
https://app.glockapps.com/
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Checking Your Authentication
1. Send yourself a proof at a Gmail or Inbox by Google address
2. Open the email
3. Go to the more arrow (next to Reply) and click Show Original
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Checking Your Authentication
1. Send yourself a proof at a Gmail or Inbox by Google address
2. Open the email
3. Go to the more arrow (next to Reply) and click Show Original
4. Find “SPF” and “DKIM” at the top and be sure they both say “passing”
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Check Your Send Score
q Check your IP address’ Sender Score (free with a free account) at 

SenderScore.org

https://senderscore.org/
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More Tips for Correcting Issues
q Contact your ESP to determine if there’s an issue with your entire IP 

address/block of addresses.
q Slow your sending throttle manually down to 50,000/hour for 24 hours 

and watch to see if inbox placement improves.
q If it doesn’t, you may want to go as low as 50,000 in a day and WAIT 24 hours 

before sending the follow up batch.

q Send to ONLY your engaged subscribers (known openers/clickers) for 
a while until the problem resolves itself.
q NOTE: If this works, you may need to cleanse your list as you may have gotten a 

spam tram on your list by accident
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Upgraded List Growth
Paid Acquisition for Faster Growth
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Growing Emails by Email: Referrals
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Growing Emails by Email: Referrals
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ü Choose a relevant, symbiotic partner who has the attention of your 
target audience

ü Swap content, not lists

ü Offer value and entice subscribers to opt in directly for your emails
ü Swapping offers may not always fit
ü Exclusivity of the offer matters

Growing Emails by Email: Partners
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Growing Emails by Email: Partners
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ü Unless you offer ecommerce, garnering an email 
opt-in should be a goal for media campaigns

ü Pay-per-acquisition email ad placement

ü Custom audience targeting
(Pair with your existing email list to find more 
people like your best subscribers/customers)

ü Partner with data vendors (where possible)

Growing Emails with Paid (Media)

Jess’ Onlyinfluencers.com Article: Why You Should Befriend the Media Team

https://onlyinfluencers.com/email-marketing-blog-posts/best-practice-email-strategy/entry/jessica-best-email-list-growth-2-0-why-you-should-be-friend-the-media-team
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Where does your audience spend time? How ELSE can you reach them?

Growing Emails with Paid (Media)
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1. Partner up with someone next to you.

2. Learn about their product/service & buyer.

3. Brainstorm partners for each other that:

ü Are complements, not competitors

ü Have similar buyers or prospects

ü Have similar need states

3:00
WORKSHOP: Perfect Partner Match Making
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Onboarding Series
& other automation opportunities
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The life cycle of a subscriber

Use triggers and engagement 
indicators to determine how much to 
send to your subscribers over time.

Graph source: Jeanne Jennings

Email Marketing Automation: Onboarding
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Post-Purchase Feedback Emails 
Email Marketing Automation: Onboarding
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Onboarding new partners or users

Email Marketing Automation: Onboarding
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Nurturing new customers (and introducing new offerings)

Next 
day

2 
weeks

6 
weeks

10 
weeks

12 
weeks

Email Marketing Automation: Onboarding
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Nurture series to support… supporters

Day 1 1st

Donor
Social 
Share

1 week 
to go

Thank 
you!

Email Marketing Automation: Nurture
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Sample Workflow: Onboarding
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Journey-based Email Series (literally)
Email Marketing Automation: Post Purchase 2.0
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Nurture series to nudge into action // automating sales tasks
Email Marketing Automation: RFI Follow Ups
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Nurture Series to nudge into action
Email Marketing Automation: Convert
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WORKSHOP: Email Series Workflow
• Create a workflow for a new customer or prospect automated series:

• Who is the audience/segment? 
• What is the offer? (WIIFM?)
• What is the subject + preheader?
• What is your hero + headline?
• What are your CTA(s)? 
• What are your supporting modules, if any?
• How does it play with your cross channel strategy, 

i.e. social/web content?
• How does data play a role in content, audience, decisions?
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Personalization
Using data to know our subscribers
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Inline Personalization in Email
Profile data, purchase data, etc.
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Customized Email Content
Self-reported data, engagement tracking (clicks), etc.
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Customized Email Content
Partner company or 3rd party data*
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Email Marketing Segmentation 
Approaches

Legend: Requires automated database integration

Requires additional investment/tools$
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Segmentation by Interest (Content/Product)
q Defined by customer (s/he opts in 

by topic)
q Can include geographic/location 

based targeting when asking the 
customer which zip/store is closest 
to them. 
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Segmentation by Interest (Content/Product)
q Defined by email engagement (opens, clicks, etc.)
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Segmentation by Interest (Content/Product)
q Defined by email engagement 

(opens, clicks, etc.)
q Defined by on-site engagement/ 

browser history (if we are allowed 
to capture and can integrate 
cookies/browsing behavior)

$
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Segmentation by Interest (Content/Product)
q Defined by email engagement 

(opens, clicks, etc.)
q Defined by on-site engagement/ 

browser history (if we are allowed 
to capture and can integrate 
cookies/browsing behavior)

q Defined by purchase (if we can 
integrate with transaction database 
or import of one-time batched use)

$
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Segmentation by Value (Product/Customer)
q Best Customers – top 20%
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Segmentation by Value (Product/Customer)
q Best Customers – top 20%
q Triers, first time buyers, samplers
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Segmentation by Value (Product/Customer)
q Best Customers – top 20%
q Triers, first time buyers, samplers
q Other more complex/real-time 

Recency, Frequency, Monetary 
segmentation requires syncing 
purchase/transaction data and/or 
can be done as “look alike” 
segmentation, using demographics 
appended regularly or in real time 
to your database.

SEGMENT DESCRIPTION

SUPER 
FANS

(25.2% of 
database)

Fly frequently and have a good 
experience with our airline 
(measured by NPS). This is the 
airline’s most profitable group.

LOOK 
ALIKES
(16.1% of 
database)

This group looks to be 
‘Trending Toward Super Fans’ 
based on memberships and 
good experiences, but haven’t 
flown much… yet. 

$
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Segmentation by Demographics
If we know trends in our database by demographics, i.e. females tend to 
buy this way, this item, etc., we can collected demographics to begin 
segmentation from Day 1. 

Warning: asking for gender adds a little friction to your sign up form!
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Segmentation by Demographics
Emailing our engaged/VIPs more often

Warning: Secretly knowing demographic 
information can feel creepy! And might be illegal.
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Segmentation by Activity Level
• Openers
• Clickers
• Silent Buyers (no email 

activity, but they’ve bought)
• Sleepy Subs (no email or 

purchase activity)*

*Campaigns to these folks can 
all be done manually/ 
periodically or automatically.
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Segmentation by Journey Stage/Need State

Researching

Pricing/Trying/ 
Shopping

Buying

Reordering

Content focused on: 
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“Segmentation” by Buying Cycle Stage 
(Automated Emails)

Awareness

Consideration

Conversion

Retention

Graph source: Jeanne Jennings
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Sample Automated Workflow: Product Fit
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Sample Automated Workflow: Product Fit
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In order to USE data, you have to 
have access to the right data in the 

right systems.
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Setting Up for Success With Data in Email
Using your Email Service Provider as your Data Hub
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Setting Up for Success With Data in Email
Using your Customer Relationship Mgmt Platform as your Data Hub
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Setting Up for Success With Data in Email
Using your Data Mgmt Platform (DMP/CDP) as your Data Hub
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Integrated Data-Driven Marketing Plan
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Ideal State



Email Marketing 201: Leveling Up with Data

Integrated Data-Driven Marketing 1.0
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Integrated Data-Driven Marketing 1.0 Pivot
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Integrated Data-Driven Marketing 1.1
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Integrated Data-Driven Marketing 1.2
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Budgeting for Add-Ons
in your Email Marketing
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What’s the Value of a 
Subscriber?
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Value of an Email Subscriber

Campaign List Size Expenses Revenues/ 
$ Values

Revenue 
per Sub

New Research Webinar 100,000 $1450 $31,245 $0.31
Free Research Download 100,000 $1450 $24,996 $0.25
New Customer Referral 1,000 $85 $3,513 $4.03
… …
ANNUAL TOTALS/VALUE PER SUB 100,000 $75,000 $2,000,000 $20.00
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Lifetime Value of an Email Subscriber

LTV
Revenue Per Sub

=
Avg Years on List

x

What are you willing to budget 
to acquire a new subscriber?
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Estimating an Email Marketing Budget

Items for your budget:
1. Cost to create and deploy email marketing
2. Cost to acquire subscribers/grow your email list
3. Cost to measure and optimize your efforts
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Estimating an Email Marketing Budget
• Budget for email creation & deployment costs

• Email Marketing (or cross-channel) platform – priced by volume &/or contact count
• Email Marketing copywriting/design – in house vs freelancer vs agency
• Email Marketing mobile/mobile-responsive HTML development  - you can stick to 

template-based, starting doing in-house dev, or use a service like Email Monks
(free first order at that link!)

• Email rendering testing – spot checking your own inboxes vs Email on Acid or 
Litmus. (Litmus also has the option to see time spent with email, email client, etc.)
• NOTE: You can buy 1-off tests from Litmus via MailChimp for $3, called Inbox Preview.

https://order.emailmonks.com/monastry/complimentaryfirstorder?utm_campaign=First%20order%20Free&utm_source=Display&utm_medium=Web%20pop%20up&_ga=2.220800216.1365949250.1528092384-778215022.1528092384
https://kb.mailchimp.com/campaigns/previews-and-tests/test-with-inbox-preview
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Estimating an Email Marketing Budget
• Budget for email list acquisition – How much are you willing to pay for a 

new subscriber? (Hint: Calculate your LTV of an email sub first!)
• SEO to drive organic growth with people who are looking for your answer/solution
• AdWords/PPC to target need states (shopping vs buying words)
• Partnerships -- sponsored emails or swapped content
• Paid media/advertising
• Register to Win promotions/offers – social sign up, refer a friend, etc.
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Lifetime Value per Acquisition
• Big Brothers Big Sisters Kansas City’s average # of months for a 

recurring donor via the website = 60!
• Rather than only give credit in GA for the first donation (i.e. $25), they 

changed the value of that conversion to $25x60=$1,500
• They’re ready to invest a lot more to acquire that recurring donor now that they 

know the value. 

• The annual revenue from email sources on the website is ~ $30,000, so 
they were ready to increase their investment in an email platform from 
$5,000/year to $15,000/year to try to increase that impact via 
automation. 
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Estimating an Email Marketing Budget
• Budget for email marketing optimization & measurement

• Google Analytics is FREE, easy, and fast. Other options may make sense eventually 
(but, honestly, probably not).

• Google Data Studio is FREE and fairly robust. Other options may make sense once 
your marketing team grows past a few folks or when you have other systems to 
plug into your reporting.

• Paid upgrade to a mid-tier or enterprise-level Email Marketing Platform (like 
Hubspot or emfluence) that comes with built-in A/B testing tools and/or dynamic 
content capabilities.
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Estimating a Budget
When you’re ready to invest more to “turn up the volume”…

• ReturnPath for tracking inbox placement will become a necessity at some point 
(when your list is over 200K). (250ok or GlockApps are also options.)

• Subject line optimization tools like TouchstoneTests.io can help you “guess right” 
on subject lines that will likely  convert, based on the best performing SL globally. 

• Movable Ink or Live Clicker offer creative boosters using motion and dynamic 
content that can lift engagement.

• Certona, Selligent, or any number of product recommdation engines can add the 
powerful brains of machine learning  to your dynamic content capabilities.

• If you want to “spy” on what your competitors are sending, try ReturnPath, 
eDataSource, or for a quick-n-dirty (less expensive) option: MailCharts.

https://returnpath.com/
https://www.touchstonetests.io/
https://movableink.com/
https://www.certona.com/
https://www.edatasource.com/
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Email Marketing Reporting & Analytics 
that leads to actual Insights and Optimizations
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The Analytics “Brief”

Before you start each 
project or campaign, 
gain alignment with 
your Goals, KPIs, and 
RACI to be sure you’re 
kicking the ball in the 
right direction. 
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The Analytics “Brief”

IMPORTANT: These 
need an owner to “sign 
off” on them -- one from 
strategy and one from 
“client” or product 
manager.
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Data for Email Marketing Optimization
Diving into the data to glean insights, not just stats
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Data for Email Marketing Optimization
Learn from top performers to systematize finding what works
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Setting Up Google Analytics for Email
WATCH OUT: If you’re using Excel/Google Sheets formula to create your URLs, 
you have to watch out for question marks (?) in your original URL. 
URLs can use ?item=something to help direct traffic to the right sub-page, pre-fill information 
on a page, or track information about the incoming visitor, like UTM strings do. (Ex 
?utm_source=pardot)
However, a URL can only have 1 question mark, then every other definition has to be 
&item=something. The FIRST utm item is preceded by a ? But then the rest use &. If you have 
a URL that uses a question mark already, the utm items all have to start with &.
Examples: 
• https://www.athome.com/?utm_source=sfmc&utm_medium=email&utm_campaign=newst

oregeneva
• https://www.athome.com/on/demandware.store/Sites-athome-Site/default/Stores-

Details?StoreID=Illinois-
Geneva&utm_source=sfmc&utm_medium=email&utm_campaign=newstoregeneva

https://www.athome.com/?utm_source=sfmc&utm_medium=email&utm_campaign=newstoregeneva
https://www.athome.com/on/demandware.store/Sites-athome-Site/default/Stores-Details?StoreID=Illinois-Geneva&utm_source=sfmc&utm_medium=email&utm_campaign=newstoregeneva
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TIPS for Google Analytics UTMs in Email
Once you’ve created the full GA-UTM-tagged version of your URL, use 
THAT as your link in MailChimp or your ESP. It won’t affect your email 
platform’s view of the results. 

Send a test campaign to your proofing team and be sure that all links still 
work with the UTM strings at the end. You can quickly spot errors like:
q Anchor links that don’t work once you add the UTM string. 

q TIP: Add the anchor (#) at the END of the URL, after the UTM string
q Pages that don’t work, i.e. if you had a ? in the original URL and forgot 

to change the beginning of the UTM string.
q If you don’t see your results, double check that you used lowercase 

email (not Email) and that your utm_source is correct in all links. 
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Mining Google Analytics for Email Impact
A day or so later, you should see 
your test team’s website traffic 
results. 
In Google Analytics, go to 
Acquisition > Sources/Medium

OR…

Show Medium as your primary
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Mining Google Analytics for Email Impact
Click to show Medium as your 
primary dimension, then

Click on email to show all email 
results, then

Add a secondary dimension for 
Campaign to see the traffic from 
each of your individual emails.
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Email Marketing Testing Strategy
Including Tested Ideas that Drove Proven ROI
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The Importance of Testing

https://www.bloomberg.com/news/articles/2012-11-29/the-science-behind-those-obama-campaign-e-mails

https://www.bloomberg.com/news/articles/2012-11-29/the-science-behind-those-obama-campaign-e-mails
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Saturday Time of Day Test: Which Test Won?

Hypothesis (aka the Assumption/Control): 
9AM sends out perform sending later in the day
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Saturday Time of Day Test: Which Test Won?
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Saturday Time of Day Test: Which Test Won?
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The Impact of Testing
“Just one more step to complete your 
booking…” (WINNER)

Compared to:
For your upcoming flight… (-2.3%)
Reminder! (-10.5%)
Did you see this? (-19.5%)
Look at all the ways you can save! (-59.8%)
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The Impact of Testing

“Your booking is almost complete…”

Compared to:
Got Baggage? (-1.3%)
Hurry! Limited Time Only… (-18.9%)
Don’t Forget… (-25.3%)
Missing Something? (-30.4%)
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Why Use Email Marketing for Testing 

ü Fast

ü Easy

ü Captive audience

ü Big impact



Email Marketing 201: Leveling Up with Data

What to Test: CTA Wording
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What to Test: Subject Lines

getdatadriven.com/ab-significance-test

http://getdatadriven.com/ab-significance-test
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What to Test: Offer
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What to Test: Timing
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A/B Testing Methodology
üMake it REPEATABLE

üMake it ACTIONABLE

• State your hypothesis before you start: What would you 
change tomorrow if you could prove it lifts?
• Plus, define up front how you’ll determine a winner before you run the 

test (by what metric)

• Test methodically against that hypothesis
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Test Methodically (Not Circumstantially)
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How to Test Correctly
• Test mechanisms, not copy

• Emotion (Fear, Sadness, Humor, Happiness)
• FOMO (Availability Bias, Urgency, Exclusivity)
• Easy Button (Consistency Principle)
• Social Proof (Reviews)
• Practical Value (Save time, save money, earn money)

• Or test motivators:
• Public – easy to see
• Practical – useful/valuable
• Stories – part of a bigger idea Jonah Berger’s 6 Steps to Creating Contagious Content

https://unruly.co/blog/article/2015/10/26/jonah-berger-6-key-stepps-to-creating-contagious-content/
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Test Motivators
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• Don’t test too many things at once

• Make sure your results are statistically significant
• Size of test segments
• Eliminate test biases/all other factors, i.e. timing

• Run your test long enough for real results, i.e. before your ESP 
auto-winner pickers

How to Test Correctly

https://neilpatel.com/ab-testing-calculator/
https://conversionxl.com/ab-test-calculator/
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“If you torture the data long enough, 
it will confess to anything.”

Darrell Huff, How to Lie With Statistics 
(1954)
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• Don’t torture your data. You can absolutely bend data to your 
will… be careful not to make it.

• Don’t take results as law forever.

• Don’t over test. 

How to Test Correctly
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When are you OVER testing?

Variation Open Rate % Click Rate % Conversion Rate Lift

Control Version 18% 0.4% --

Test Version 1 13% 0.3% -48%

Test Version 2 9% 0.2% -31%
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Email Marketing Tests that Drove ROI

Source: 
Behave.org
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Email Marketing Tests that Drove ROI

The Paradox of Choice:
An open box leaves room for 
consideration and hesitation. 

Suggested donations give 
guidance and, done right, can 
drive up donation amounts.

Source: 
Behave.org
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Email Marketing Tests that Drove ROI
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Email Marketing Tests that Drove ROI

One-time modal 

vs

Pervasive but hide-
away sign-up 

option
Source: 
Behave.org
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Email Marketing Tests that Drove ROI (or didn’t)…
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More Testing Ideas: Test “Best Practices”

ü The “rules” around length

ü The “rules” around subject 
line length
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More Testing Ideas: 
Test “Best Practices”

ü The “rules” around copy 

ü The “rules” around CTA buttons
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Using Data for Email Marketing Optimization
When to make changes to your email program
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Test & Learn
What metrics to watch:
ü Views (Opens)
ü Clicks
ü Click-to-View rate
ü Conversions

(Purchases/Donations/Downloads)

ü Bounces
ü Opt outs
ü Complaints
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Test & Learn: Which One Won?
Most email platforms allow easy testing. Measure the right metrics!

Bulletproof button split test: 
• Bulletproof button – button works for everyone, but failed spam filters
• Image button – no button with images off, but it passed spam filters

EMAIL  VERSION
Unique 
Open %

Total open 
%

Unique 
click %

Total click
%

Click-to-
open
ratio

Newsletter w/image button 33.6% 64.0% 8.2% 11.8% 24.5%
Newsletter w/bulletproof 
button 30.4% 72.1% 8.9% 15.5% 29.2%
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Using Data for Email Marketing Optimization
Resources – Watching OTHER people’s tests

https://conversionxl.com/research-studies/

https://www.nextafter.com/research/explore/

https://marketingsherpa.com/

https://conversionxl.com/research-studies/
https://www.nextafter.com/research/explore/
https://marketingsherpa.com/
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WORKSHOP: Create a Testing Plan
Draft your testing plan:
• What do you want to test/learn for your email program based on the 

ideas/case studies you’ve seen in class?
• When/how often will you run a test? (When will you start, i.e. what size 

will your list be before you start testing?)
• What metric will you measure each test’s success by?
• Be sure to include:

• What you’re testing + your hypothesis
• The creative distinctions/variations (the copywriting or design that you’re testing)
• What metric defines a winner for you  (You can have a primary/secondary!)
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The Birthday Email, aka the Open Rate Champion

An Email Marketer’s Secret Weapon…
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Email Platform Migration
When to Migrate & Tips for Surviving 
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When to Migrate Email Platforms
• You need more space

• List Growth – i.e. you’re scaling out of the great pricing of an entry level platform
• Data storage – i.e. images, PDFs, contact data fields are limited with your ESP

• You need more functionality
• Automation/Work flows
• Segmentation
• Integration/out-of-the-box plug-ins with your other tools
• Cross-Channel Campaign Management and alignment

• You need better support
• A dedicated IP address so you’re “master of your own inbox fate”
• Strategic support, not just a Help Desk or Knowledge Base
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How Long to Plan for Migration
• For very basic accounts, you should plan on at least 30 days to migrate. 

• This is because you need to honor opt outs at least 30 days after your final send in 
your old system. You’ll export your unsubscribes one final time before you close 
that account down. 

• For each 10 segments/lists OR for every 50 data fields, add +1 month to 
migration timeline.
• For each data integration, add +1 month to migration timeline. 

• If you have to work with an IT team that isn’t part of your core business/marketing 
team (i.e. another vendor), add another month for that integration. 

• For each live automation (3-5 emails) that is in place in your old 
platform, add +2 weeks to your migration timeline.
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How Long to Plan for Migration – “Light”
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How Long to Plan for Migration – Heavy 
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Tips for Successful ESP Migration
ü Find out (early on) how to export the unsubscribes and BAD (hard 

bounced) email addresses from your legacy ESP. It’s harder in some 
than in others!

ü Have the right people in the room for the training. Determine before 
kickoff who will do what – map you process (see next) before you 
setup.

ü Take training in 2 stages: what you need to get migrated/setup + what 
you’ll need to really fly with additional features and options later on. 

ü Test your data integrations with a ‘staging’ account or sandbox. I 
promise you’ll lose less sleep.

ü Start thinking about integrations EARLY. Not all of your vendors will 
play nicely with all ESPs, even though you own the data/are the client. 


