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Executive 
Summary

Email marketing remains one of the few channels we truly 
own. Because brands control the contact list, the cadence of 
communication and the depth of personalization, email stands apart 
as a high-ROI driver of business goals across industries. In this 
white paper, Bianca Baker, Manager of Email Marketing at Brafton, 
explains exactly how brands can leverage this powerful channel to 
their advantage.

Personalization, segmentation and automation are the three 
pillars of high-performing email programs.

Mapping the customer journey clarifies when and how email 
should engage prospects or customers.

Common pitfalls — such as over-emailing, poor mobile 
optimization and lack of audience insight — undermine 
performance but are avoidable with a data-driven approach.

KEY BENEFITS OF EMAIL MARKETING:

KEY FINDINGS FOR MARKETING PROFESSIONALS:
1
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Nurture leads with precision:

Outperform algorithm-
dependent channels:

Build long-term growth:

Brafton’s 
recommendation:

Personalize at scale:

Support every 
business objective:

Automated workflows move 
contacts smoothly from marketing-
qualified to sales-qualified status, 
shortening sales cycles and 
improving pipeline quality.

Email does not rely on social 
or search algorithms, and 
delivers consistent reach and 
engagement regardless of 
external platform changes.

Strategic testing, continuous optimization and a focus on reader value 
compound over time, resulting in scalable, sustainable performance.

Leverage owned data, 
thoughtful segmentation 
and automated funnels 
to transform email into a 
relationship-building engine 
that directly supports your 
organization’s growth targets.

Segmentation and dynamic 
content let you tailor each 
message to the recipient’s 
interests, increasing open rates, 
click-throughs and trust.

From education and product 
adoption to retention and revenue 
expansion, email adapts to B2B 
and B2C goals alike.
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Understanding Email Marketing’s 
Role in Business Growth
Few channels offer the strategic versatility 
that email does. Because we own the list, 
control the cadence and decide exactly 
what each subscriber sees, email functions 
as a high-impact lever for both revenue and 
relationship building. Best of all, it operates 
outside the whims of third-party algorithms, 
giving us consistent access to audiences 
we’ve already earned.

Email marketing is fundamentally an owned 
channel. When prospects sign up, their 
addresses become part of our intellectual 
property, allowing us to communicate without 
gatekeepers. This independence shields 
our reach from sudden changes on social 
or search platforms and makes long-term 
planning far more predictable. Owning the 
data also unlocks granular personalization: 
We can decide which 10, 100 or 10,000 
contacts receive a specific message at the 
moment it will matter most.

That control is invaluable along the 
customer journey. Email excels in the middle 
and bottom of the funnel, where prospects 
are weighing options and existing customers 
are open to deeper engagement. By 
nurturing contacts with relevant content — 
case studies, demos, offers — we guide them 
from marketing-qualified to sales-qualified 
status, shortening the path to revenue.
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“With email, you are not fighting an 
algorithm,” explains Bianca Baker, 
Manager of Email Marketing at Brafton. 

“It’s just direct, personal communication.”

”

The nurturing effect pays dividends after 
the sale, too. Consistent, valuable updates 
reinforce loyalty and encourage upsells or 
renewals. In sum: The same channel that 
closes deals also keeps customers engaged 
long term.

While the mechanics of sending messages 
are similar, the strategic objectives in B2B and 
B2C email programs diverge meaningfully.

B2B campaigns prioritize education and 
lead qualification. Content such as white 
papers, product walkthroughs and thought-
leadership newsletters positions your 
brand as an expert and moves prospects 
toward a constructive sales conversation. 
In this context, segmentation often revolves 
around firmographics, pain points and buyer 
roles — ensuring each stakeholder receives 
information aligned with their responsibilities 
and decision criteria.

B2C programs, by contrast, lean heavily on 
brand loyalty and repeat purchases. Welcome 
discounts, product recommendations and 
time-sensitive promotions nurture emotional 
connections and keep customers returning. 
Segmentation here might focus on purchase 
history, browsing behavior or lifecycle 
milestones (first purchase, lapsed 
customer, VIP).

Key Differences in 
Email Marketing for 
B2B vs. B2C
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Despite these differences, both approaches 
share core similarities: they rely on 
automation to deliver timely messages, use 
personalization to enhance relevance and 
depend on continuous testing to optimize 
performance. Whether you’re nurturing a 
software prospect or encouraging a shopper 
to reorder skincare, the underlying principle 
is identical — deliver the right message to the 
right person at the right moment.

Business goals follow suit:

Education and nurturing remain 
foundational, helping contacts learn why 
your solution matters.

Product adoption and customer 
retention drive recurring revenue and 
positive word-of-mouth.

Sales conversions — whether a six-figure 
SaaS contract or a seasonal flash sale — 
prove the channel’s bottom-line impact.

Aligning these objectives with thoughtful segmentation and 
automation ensures every email supports the broader growth 
strategy, regardless of industry or audience type.

Personalization, Segmentation, Automation
Personalization is the first signal to a 
subscriber that you understand their needs. 
By using first-party data — name, role, past 
behavior — you can adjust subject lines, 
copy and offers so each message feels 
intentionally crafted rather than mass-
produced. That relevance translates into 
higher open and click rates, but the deeper 
impact is trust: When readers see that every 
email reflects their interests, they instinctively 
pay closer attention.

In other words, personalized content isn’t a 
cosmetic flourish; it’s the clearest route to 
sustained engagement.

Segmentation makes personalization possible. 
Instead of sending the same campaign 
to your entire list, you group contacts by 
shared attributes and behaviors, then tailor 
content to each group’s context. Start by 
defining segments around lifecycle stage 
(lead, prospect, customer), demographic or 
firmographic traits and engagement signals 
such as recent clicks or website activity.

Establish clear rules for entry and exit so 
contacts move fluidly between segments as 
their relationship with your brand evolves. 
Each segment then receives messaging 
tuned to its goals — educational assets for 
early-stage leads, case studies for evaluators, 
loyalty perks for longtime customers. 
Segmentation also protects your sender 
reputation by ensuring disengaged contacts 
don’t receive irrelevant blasts that prompt 
spam complaints.

“If we can’t answer why it matters to 
the reader, it’s not of value to them,” 
Baker notes. 

”
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Automation brings personalization and 
segmentation to scale. Instead of manually 
building every message, you create 
workflows that react to subscriber behavior 
in real time:

Common triggers include a new 
subscription, content download or 
purchase event.

A/B test subject lines, timing and 
content to confirm the sequence moves 
contacts toward your desired goal.

Review email metrics weekly, 
adjusting criteria or creative when a 
step underperforms.

Segmentation enables relevant messaging.

Automation delivers that messaging 
at scale.

And personalization ensures each 
interaction feels one-to-one.

Set up trigger-based workflows

Test and optimize the flow

Monitor performance and refine

Done correctly, automation 
guarantees a consistent cadence, 
even when your team is focused on 
other initiatives — or on vacation!

“No brand should have to rely on building a 
brand new email every single week to meet 
their readers,” Baker points out. “You should 
have automation built into your email as best 
as you can so that there is a strategic funnel 
that you have predetermined that works.”

The efficiencies compound as your program 
grows, freeing marketers to focus on 
strategic experimentation rather than 
repetitive production.

Master these pillars, and email becomes 
not just another channel but a finely tuned 
engine for revenue and long-term loyalty.

Common Pitfalls in Email Marketing 
and How To Avoid Them
Every high-performing email program starts 
with the same mandate: deliver the right 
message to the right person at the right time. 
When brands overlook even one part of that 
formula, results suffer quickly.
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SENDING IDENTICAL CONTENT

OVER- OR UNDER-EMAILING

INSUFFICIENT TESTING

NEGLECTING MOBILE

One of the most common missteps is sending identical content to every subscriber. A single 
blast might feel efficient, yet it ignores the fact that prospects, customers and lapsed buyers 
have very different motivations. Without segmentation, disengagement rises, complaints 
accumulate and inbox placement erodes. The solution is to define meaningful audience groups 
and align each campaign with their stage in the journey. Even modest list splits — such as 
separating leads from existing customers — can cut unsubscribe rates and lift click-throughs.

“Being able to tailor your messaging to the exact person and where they are in their journey is 
imperative to making sure that email works,” Baker says. “Not everybody is going to care about 
the same thing at the same time.”

Over-emailing sits at the opposite end of the spectrum. When marketers lean on a high send 
cadence to compensate for weak targeting, subscribers feel bombarded and start filtering 
messages or flagging them as spam. However, under-emailing can be just as damaging; if 
months pass between touches, contacts forget who you are and metrics plunge when 
you reappear.

The answer lies in data-driven frequency management. Monitor engagement for each 
segment and set send caps that balance visibility with respect for the reader’s inbox. A steady, 
predictable rhythm reinforces brand familiarity without triggering fatigue. 

Many programs stall because teams fail to test and optimize. Without A/B experiments 
on subject lines, send times or content formats, marketers rely on assumptions that may 
be outdated. Regular testing uncovers quick wins — such as a 15-character subject line 
outperforming a 50-character one — and exposes systemic issues, like a workflow step that 
leaks leads. Continuous refinement also prevents complacency; as inbox behaviors evolve, 
yesterday’s best practice can become today’s blind spot.

“It really comes down to misunderstanding who your audience is, how they interact with this 
type of content and what they’re interested in interacting with,” Baker explains. “That is your 
biggest pitfall, not understanding who you’re emailing.”

These common obstacles illustrate a central truth: Successful email marketing is audience-
centric and evidence-driven. Segmentation, cadence, mobile-friendliness and regular testing 
create momentum toward more sustainable growth.

Mobile neglect remains another widespread pitfall. In B2C especially, a majority of opens occur 
on phones. Heavy imagery, tiny buttons or multi-column layouts that look fine on desktop can 
render an email unreadable on a small screen. That translates into lost revenue and reputation 
damage. Responsive design, concise copy and finger-friendly calls-to-action ensure every 
subscriber has a consistent experience, no matter the device.
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A 6-Step Strategy for 
High-Performance Email Marketing
Every effective email program begins with a 
clear map of the customer journey. Without 
understanding how and why contacts enter 
your database, it’s nearly impossible to 
design workflows that feel relevant.

Start by documenting each entry 
point: newsletter forms on your 
blog, gated assets promoted via 
social media, purchase confirmations 
in an e-commerce store or event 
registrations collected at a trade 
show. List these sources in a shared 
spreadsheet and note the information 
you capture at each touch.

Next, follow the path from that first 
interaction to the moment a prospect 
becomes a raving fan. Identify 
natural transition points — such as 
a content download that signals 
deeper interest or a free-trial signup 
that suggests high intent — and 
outline the emails that will guide 
readers from one stage to the next.

“So you have point A, you have point B. 
How are we building that bridge across 
that valley to be able to get them … to 
want to actively buy from you?” Baker 
explains. “I think that is the first essential 
step to building out your strategy.”

With the journey mapped, develop 
workflows that trigger automatically 
when someone reaches a specific stage. 
A welcome series might introduce your 
brand’s purpose, a nurture sequence 
could dive into common pain points and 
a product-adoption track can deliver 
tips or tutorials. Each workflow should 
have an explicit objective — moving 
a lead to qualified status, activating a 
new user, re-engaging a dormant buyer 

— and end with a clear handoff to the 
next step. Document timing, content 
themes and success metrics so your 
team can iterate without guesswork.

Platform selection is the next 
critical decision. Look for a tool that 
offers intuitive automation, robust 
segmentation and reliable deliverability 
monitoring. Avoid sending from personal 
inbox software; without performance 
dashboards, you won’t see opens, 
clicks, bounces or spam complaints, 
making optimization impossible.
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Step 1

Step 2

Step 3

Map Your 
Customer Journey

Plan Automation 
Workflows

Choose a Dedicated 
Email Marketing 
Platform
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Once a platform is in place, configure 
baseline performance metrics: 
target open and click rates by 
segment, deliverability thresholds and 
unsubscribe limits. These benchmarks 
become your early-warning system, 
flagging issues like list decay or 
subject lines that miss the mark.

Schedule quarterly audits to verify 
that workflows still align with 
business objectives and that each 
message reflects current branding 
and market realities. When you 
treat strategy as a living document 
rather than a one-time project, your 
email program stays aligned with 
evolving goals and continues to 
generate measurable growth.

Embed testing and analysis into every 
campaign. A/B test one variable at 
a time — subject line length, send 
day or call-to-action wording — and 
record results in a central log. Over 
time, patterns emerge that inform 
broader creative decisions, from 
tone of voice to offer positioning.

Step 4 Step 6

Step 5

Document Your 
Success Metrics

Audit and Iterate

Test, Analyze, 
Adjust, Repeat
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How To Take an Existing Email 
Program From Good to Great
An established email list is both an asset and 
a liability. If performance plateaus or declines, 
the first move is an audit that pinpoints what 
still works and what now holds you back.

Begin by exporting a full performance report: 
opens, clicks, bounce types, spam complaints 
and unsubscribe rates over the past six to 12 
months. Plot trends by segment to see where 
engagement is slipping.

Baker emphasizes the value of this diagnostic 
phase, noting that marketers must “see what’s 
working, and what isn’t working” before 
investing in new tactics. She highlights four 
initial questions email marketers can use to 
launch their audit:

Once the audit identifies root causes, tackle 
improvements in two waves — quick wins and 
foundational fixes.

Sometimes, a stagnant email program just 
needs a kick to get it running again. Here are 
a few experiments to try out when you need 
to find a quick win:

Thorough audits reveal whether issues stem 
from list hygiene, send cadence, creative 
fatigue or technical missteps such as 
authentication failures.

With baseline data in hand, compare current 
metrics against industry benchmarks and, 
more importantly, against your own historical 
highs. Look for sudden drops that coincide 
with platform migrations, policy changes or 
new automation rules.

Are your lists clean and well targeted?

Refresh stagnant subject lines with curiosity-
driven copy or personalization tokens.

Review deliverability dashboards to confirm 
your domain’s reputation remains healthy; 
if bounces and spam complaints exceed 
acceptable thresholds, remediation takes 
priority over content experiments.

Are leads stalling at a 
certain email, or are they 
disengaging entirely?

Are your automations working as planned?

Segment out inactive contacts and run 
a re-engagement series; suppress non-
responders to protect sender reputation.

Are your email performance metrics 
aligned with industry averages?

Insert clearer, more action-oriented CTAs 
in high-traffic newsletters.

Does your current program align with the 
goal that you have for email marketing, or 
marketing in your business in general? And 
if it’s not, why?

1

1

2

2

3

3

4

Evaluate each workflow’s 
conversion path:

How To Identify 
Quick Wins in Your 
Email Program

Creating Real Business Impact With Emails That Work  | Brafton

9



Other times, an email program has ground 
to a halt because there are deeper issues 
at play. Here are some methods that may 
help get things back on track:

Rebuild automations that underperform, 
adjusting timing and value propositions.

Enhance data capture at lead acquisition 
points to support deeper personalization.

Invest in responsive design templates to 
ensure flawless mobile rendering.

1

2

3

How To Develop 
Long-Term Email 
Improvement Plans
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Whether making small changes or massive 
overhauls, it’s important to get the 
implementation right. When optimizing email 
programs in particular, it can be tempting to 
make a lot of changes at once, but doing so 
risks obscuring the results of your hard work. 
Instead, practice patience and follow these 
best practices:

Roll out changes incrementally, 
measuring lift against pre-audit baselines.

Schedule monthly performance reviews 
to verify improvements persist.

Document learnings so future team 
members understand why each change 
was made.

The strategic patience you apply to your 
optimization efforts is an attitude smart 
marketers apply to their email marketing 
program at large.

“Email takes time,” Baker emphasizes. 
“It is a long-term asset. It’s not a quick 
fix. It’s not just a box that you tick. It’s 
full of potential. And if you take the 
time to water and nurture it, it’ll grow.”

By balancing immediate optimizations 
with structural enhancements — and by 
committing to continuous measurement — 
you can turn an underperforming program 
into a reliable growth engine.

1

2

3

Implement, 
Monitor and Iterate 
for Best Results
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Email Marketing’s Strength as a 
Relationship-Building Tool
The modern inbox is one of the most personal 
spaces a brand can enter. Unlike a social 
feed, it isn’t governed by opaque algorithms. 
When a reader invites you there, they signal 
a willingness to start a dialogue, making 
email the quintessential relationship-building 
channel. Each message becomes a small 
investment in trust, reinforcing the notion that 
your company understands the recipient’s 
challenges and can help solve them.

Relationship strength is measured in 
perceived value, not send volume.

That mindset shifts creative decisions away 
from brand-centric announcements toward 
reader-centric insights. When campaigns 
consistently answer the question “What’s in 
it for me?” subscribers respond with higher 
engagement, longer retention and, eventually, 
advocacy that expands reach beyond the 
original list.

Translating that philosophy into practice 
requires consistent, valuable communication. 
Drip sequences that anticipate common pain 
points, educational newsletters that spotlight 
sector trends and personalized check-ins after 
a purchase all signal attentive partnership.
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“Email is a relationship-building tool, 
not a broadcast tool,” Baker notes. 

“You have to prove with every single 
email that what you are putting in 
their inbox is worth the value of them 
giving you their inbox.”

”

Over time, the cumulative effect is 
loyalty that withstands price pressures 
and competitor noise. Customers who 
feel understood are also more likely to 
volunteer feedback, enriching the data that 
powers your next round of segmentation 
and refinement. It’s a self-reinforcing 
cycle of insight and improvement.

Strategically, the channel’s value compounds 
because of its scalability and outsized 
return on investment. Unlike paid media, 
marginal costs remain low as your list 
grows. Advances in automation and 
templating let small teams orchestrate 
sophisticated journeys that would have 
required enterprise resources a decade ago.

“Once you get your email program right, it’s 
pretty phenomenal how quickly you can scale 
and what you can get from it,” Baker likes to 
remind clients.

Scalability, combined with robust performance 
data, enables rapid experimentation and 
iterative gains.

11



The Future of Email Marketing Is Bright
Looking ahead, email’s relevance is likely to 
increase, not wane. Privacy regulations are 
making third-party data harder to leverage, 
elevating the strategic importance of 
owned channels. Simultaneously, machine-
learning tools are unlocking hyper-granular 
personalization without overwhelming 
creative teams.

Businesses that invest in clean data, adaptive 
workflows and value-first messaging will 
find themselves insulated from platform 
disruptions and better positioned to monetize 
emerging opportunities — whether that 
means deeper cross-sell motions, community-
driven product feedback loops or integrated 
loyalty programs that blur the line between 
content and commerce.
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For marketing professionals charged with 
delivering predictable revenue, email remains 
the most controllable, measurable and future-
proof asset in the toolkit. Treat it as a long-
term relationship channel, refine it with data, 
innovate and it will continue to return value 
well beyond the next fiscal year.
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