How Effective Is Email

Marketing: A Practitioner’s
Framework

~4 Goal: replace "email is dead" vs. "email is best"
@ with evidence-based judgment

Four lenses: reach and deliverability, engagement,
ll conversion and revenue, cost efficiency

" Built for: marketers, campaign owners, analysts,
® ® nd small teams with limited budget

Roadmap: benchmarks — metrics chain -

e effectiveness drivers — business impact —»
testing - scorecard
| \ Watch for: vanity metrics, attribution gaps,

poor list quality, benchmarks quoted without context




Current Benchmarks: What 'Good'
Looks Like in 2026

Metric m Top Decile v

~318 ~
Campaigns 31% open, 45% and
1.69% click 3.38% i
MPP inflates opens —
roughly half of tracked
Flows 32.2% open, Yy opens may be
5.58% click automated.

Campaigns: ~31% open, 1.69% click; top decile ~45% and 3.38%

Flows run higher: 32.2% open, 5.58% click

MPP inflates opens — roughly half of tracked opens may be automated
Click rate is now the safer primary engagement metric

CTOR (~6.2% DMA 2026) inherits an unreliable denominator

ROI headlines ($S36-542 per $1) are self-report, not audited

Set targets from your trailing 90-day median, not copied headlines




The Core Metrics Chain: From Delivery to Revenue

8 dellvered

4
inbox-placed

Hierarchy: sent — delivered — inbox-placed —
opened — clicked — converted — retained —
revenue

Fix formulas in writing: CTR = clicks + delivered,;
CVR = conversions + delivered; RPE = revenue +
delivered

clicked

"delivered" straight into spam

Guardrails (complaints, unsubscribes, hard
bounces) catch damage before revenue shows it

2@ retained

Agree definitions and attribution windows before

comparing anything; track 5-7 core numbers &
sl revenue <

8 Delivered # inbox-placed: an email can be



Deliverability and List Quality:
The Non-Negotiable Foundation

DMARC

11

alignment
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All senders: SPF or DKIM; bulk
senders (5,000+/day): SPF, DKIM,
and DMARC aligned

One-click List-Unsubscribe header
plus visible body link; honor opt-outs
within 2 days

Keep spam complaints below 0.10%;
never reach 0.30% — mitigation
becomes unavailable

One-click

unsubscribe

L
P

Keep complaints

low

CE

Below Never reach

0.10% 0.30% —
mitigation
becomes
unavailable

Denominator trap: providers count
spam on inbox-delivered mail, so their
rate runs higher than your ESP's

List quality: consent-based only, no
purchased lists, double opt-in or Captcha,
remove hard bounces immediately

Segregate marketing and transactional
streams by IP or subdomain to protect
shared reputation



What Drives Effectiveness: Segmentation and Personalization

Broadcast Blast

<
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Broadcast vs. behavior-triggered:

campaigns are ~95% of sends,
flows ~41% of revenue

Highly segmented sends:
16.17% vs. 9.95% open rate,
3x RPR, half the unsubscribes

Personalization may not pay back:

tiny lists, thin behavioral data,
high production cost

Behavior-Triggered
Personalized Flow

"
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Flows beat campaigns:
5.58% vs. 1.69% click rate;
~18-22x revenue per recipient

,  Personalization ladder:
~— merge tags - dynamic blocks -
behavioral triggers = Al recommendations

.o @ 90

Small teams:
one well-built flow beats several
half-supported dynamic templates




Lifecycle Flows: Where the Highest Leverage Lives

Welcome series Abandoned cart Back-in-stock Win-back

Welcome series: highest open rates, ~1.97% placed order rate, top 10% hit 9.89%
Abandoned cart: highest revenue per recipient (~$6.77 email; top 10% $13.70)
Back-in-stock: highest RPR (~$8.46-$9.14), yet used by under 1% of brands
Win-back: low RPR (~$0.51) — never benchmark it against a welcome flow
Timing beats copy: cart sequence at 1-4h, 24h, then 72h

Flows unsubscribe more than campaigns — treat as guardrail, not failure



Beyond the Open:

Measuring Real Business Impact

e Move from engagement proxies to
outcomes: conversions, pipeline,
retention, LTV, revenue per recipient

Attribution assigns credit, not causation —

last-click and multi-touch are rules, not proof

® Reconcile three layers: ESP metrics,
tagged web analytics, and the store/CRM
as ledger

Control tests reveal 50-70% of attributed
email revenue is truly incremental

e Flows (cart, browse) are more incremental
than campaigns; engaged buyers show
lower lift

Report assumptions explicitly: attribution
window, refunds, identity coverage,
uncertainty

Attribution Ledger

50-70%

of attributed
email revenue
is truly
incremental



Test in diagnostic order: subject line,
then body copy, offer, layout, send time,
cadence

Fix rules before sending: one variable,
random split, primary metric, end date

Sample sizing: baseline rate + minimum
detectable effect + 95% confidence in
a calculator

The 20,000-per-variant rule is a
workable shortcut for larger lists

Small lists: aggregate the same variable
across many sends until powered

Holdout 50/25/25 (normal / none / double)
and run it for the full consideration period

Testing That Produces Evidence:
A/B and Incrementality

Your List
S R
\
Test A Test B Holdout

Fixed End Date



Content, Cadence, and Timing: Optimization Levers

Turn insights into a focused plan for higher performance.

e One clear job per message; plain copy, Prioritize by Impact and Effort

scannable, render-safe HTML

A

e Field experiment: halving daily sends .

cut unsubscribes ~59%, cost ~5-8% o) ' y

short-term revenue el Detikerabitity

i @ Cadence

e Unsubscribing is followed by a large - 'L.s changes

drop in monthly spend e Weltomeflow

e Engaged primary users tolerate ~5
emails/week before complaints spike

e Send-time: time-zone logic captures
most uplift; treat vendor claims with caution

Time-zone Subject-line
e Prioritize by impact/effort: deliverability logic polish

and welcome flow first, subject polish last
Lower
e Broken links and clipped previews are Impact
metric errors—not content issues >
Lower Effort Higher Effort




Building an Effectiveness Scorecard

e Three rows in decision order: reach and trust,
Reach response, outcomes.

and trust * Top row: delivered rate, inbox placement, -
bounce and complaint trends. l j .

e Middle row: clicks by segment, CTOR,
replies where they matter.

e Bottom row: conversions, revenue per send,
revenue per recipient.

Fol) e Weekly campaign check, monthly trends,

e Set alerts: deliverability below 95% 3 ;
. i . uarterly audit, yearly review.
complaints above 0.1%, unsubscribe spikes. H G 4 el

e Every report ends with a decision, an owner,
and a date.



Communicating Effectiveness
to Leadership and Clients

State assumptions once:

E Attribution window
A l = l l O Refunds
: . - ' 20 Identity coverage
! Conservative Incremental Tame y g
Attributed g
click-only from holdouts :
® Excluded traffic

o Lead with the business question and the decision required —
not a metrics tour

I Show three figures side by side: attributed, conservative click-only,

oM and incremental from holdouts

o State assumptions once: attribution window, refunds, identity coverage,
excluded traffic

ik Present a range, not one headline: 35% report $10-$36 per $1,
il 30%report $36-$50

A Flag uncertainty as rigor — an inconclusive test is not proof of equality

o0 For clients, commit to 30/60/90-day improvements instead of
f@®*  (efending past numbers



Diagnosing Your Program: A Step-by-Step Audit I

@ Gather 6-12 months of data: sends, 30-Check Audit

bounces, clicks, complaints, conversions,
DNS records, invoices

O Delivery and ° =,
@ Audit sequence: delivery/legal blockers - Compliance =

list and consent = broken automations -

segmentation and content - costs .
«® Listand

@ High-yield checks: SPF/DKIM/DMARC f@®  Consent

aligned; complaints under 0.1%; >60% active
list; every automation fired in 30 days
@ Broken
Automations
a Segmentation

and Content

[

@ Follow the problems — if engagement is fine
but conversions are down, skip the
deliverability deep-dive

1|

@ Test what data can't show: send yourself
emails, abandon a cart, check rendering
in real clients

10

O 0 0 o
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@ Costs

@ Score each check and record evidence and
owner; next year's audit becomes a
comparison, not a guess

@ @ ® ® [ ]



Your 30/60/90-Day Improvement Plan

Pick three fixes from the audit, ranked by impact and effort

oﬁ By 4

Fix SPF/DKIM/DMARC, Ship welcome or Add segmentation or
one-click unsubscribe, abandoned cart flow; second flow; review
complaint monitoring; launch one powered test incrementality; tune
clean list; lock scorecard or holdout cadence against guardrails
@ & ®
P Owner P Owner P Owner

: Define "more effective" in one
@ & o] Assign owners — small teams (o/’

. measurable sentence: flow revenue
.-- can merge roles, never omit them

share, RPR, or complaint rate



Key Takeaways and Knowledge Check

Turn insights into action for stronger, more effective email programs.

How to Judge Five High-Leverage
Effectiveness Actions

Pitfalls to Watch
For

e Judge effectiveness e Five high-Leverage actions: » Watch for MPP-inflated
across four lenses: reach, harden deliverability, fix list opens, CTOR used as
engagement, outcome, cost quality, build flows, test with primary KPI, and cut-short

power, report honestly holdouts

0 Knowledge Check e Next Step

e Knowledge check: read 55% opens e Next step: run the audit on one flow

with 3.8% CTOR; judge a 3,000-person and schedule one holdout this quarter
A/B test

BETTER INSIGHTS.
STRONGER RESULTS.




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/f011d48a/public


https://personwise.ai/t/f011d48a/public?entry_surface=public_courseware_pdf

