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Email is Alive and Well
Despite some dire predictions over the last few years, email is not dead. Nor is it dying.  
In fact: 

• Transactional emails have an open rate 69% higher than regular marketing campaigns, 
with click-through rates as much as 164.6% higher*

• 86% of consumers would like to receive promotional emails from companies they do 
business with at least monthly**

• The number of email users worldwide is expected to reach 4 billion by 2020** 

Even if you’re math-challenged, you can see that 86% of 4 billion equals huge potential. 

The question for most businesses, and for Enterprise organizations in particular, is how best 
to attract, retain, and engage the human beings behind those statistics. 

*Source: http://pressroom.epsilon.com/q1-2017-north-america-email-trends-and-benchmarks-show-increase-in-desktop-

open-rates-2/

**Source: https://www.hubspot.com/marketing-statistics
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THE CHALLENGE: 

Create Increasingly Complex Email 
Communications
Email creation workflows are notoriously complex and time consuming. From conception to 
deployment, the creation of a single email frequently requires the effort of multiple people 
— email or marketing strategist, copywriter, designer, developer, etc. For transactional email 
embedded somewhere in the codebase, the time and effort increases exponentially. 

For Enterprise organizations, where that complexity is spread 
across multiple teams, in multiple departments, representing 
multiple products or services, the result can be far more serious 
than just Enterprise-level frustration. 

This prediction isn’t any closer to coming true than it was when it 
was made. But as security and privacy concerns push Enterprise 
organizations away from 3rd party ESPs and toward cloud-based 
email solutions, ‘fixing the email production process’ becomes 
even more important. 

And part of that ‘fix’ is the need for centralized email expertise 
and accountability — security, compliance, brand governance, 
reputation management, etc. 
 

How much of this sounds familiar? 

• Your organization has multiple teams creating and sending email, each working in 
isolation and each using their own processes and workflows

• Brand governance, legal compliance, and reputation management are inconsistently 
applied across those teams

Prediction: 
The email production 
process will be 
fixed with new 
email creation tools 
that lower email 
development costs.* 

* A Curated Look at 134 Email Marketing Predictions - 2017
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• Increasingly stringent security requirements have you searching for ways to create and 
manage email content independently of your codebase and customer data

• Teams are serving multiple markets, requiring localized email content

• Developer priorities rarely favor email production, pushing email tasks to the bottom of 
the pile

• Inadequate access to those developers limits the ability to properly A/B or multivariate 
test transactional emails, resulting in less-than-optimal customer communications and 
missed growth opportunities

• Even worse, that lack of access makes it far too tempting for non-technical people to 
save time by ‘copying’ existing emails, resulting in messy, bloated code that can break 
things — important things

• Non-existent audit logs or version histories makes figuring out what and/or who broke 
those important things impossible, which means no one is accountable

• Time constraints result in cut corners on device testing, leading to rendering issues

To paraphrase an old adage, the first step in solving a problem is realizing you have a problem 
in the first place. 

But that’s a lot of problems. Where to even begin? 

Let’s start by taking a look at...

mailto:us%40sendwithus.com?subject=
http://sendwithus.com


us@sendwithus.com       sendwithus.com      page 5

THE DYSFUNCTIONAL MESS: 

Your Current Email Creation Process 
If you’re like most Enterprise organizations, your current email creation workflow is pretty 
complex, especially for transactional email. It probably looks something like this: 

Plan, Design, Code, and Test

Sounds simple, doesn’t it? But we all know better. Let’s 
break it down. 

First, a campaign planner — marketer, communications 
specialist, product manager, that person in the corner 
— creates a brief outlining the email concept. Then 
the brief goes to a copywriter to write the copy and a 
designer to design the email. When the design and copy 
are done, everything goes to a developer for coding. 

Oh, Wait...

I forgot this part. 

Everybody waits. And they wait some more, often for 
what can feel like an age, since developers are very 
important people who have much higher priority tasks than email. 

Eventually the age passes, the email is coded, and it goes through a round of proofing  
and testing. 

Revisions + More Waiting + More Testing

If errors are discovered, the email goes back to the copywriter and/or designer for revisions, 
and then to the developer for re-coding. More waiting. Then back for another round of 
proofing and testing. 

Rinse and repeat until everyone’s happy.

</>
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Finally, Approval 

Next, the email goes off for approval, usually to some combination of stakeholders, a 
manager or director, and, depending on the email, someone from Legal. If anyone wants 
changes, back for still more revisions and still more waiting, followed by still more testing. 

At last, the sort-of-somewhat-perfected email gets final approval and goes into production 
for deployment. 

The entire process — which actually involves a matter of mere hours when calculated as 
head-down-fingers-on-keyboard time — can take days or sometimes even weeks. 

But then two days after deployment, the campaign 
planner gets a terse message from someone in the C 
Suite, asking why the email used last year’s branding 
elements. Or why there was no physical address in 
the footer. Or why the email didn’t render properly in 
Outlook 2007 on their home PC. 

That’s assuming someone in the C Suite even sees the 
email. If they don’t, and if no one else notices, those 
inconsistencies could continue indefinitely. 

Quite the mess, isn’t it? 

But how do you simplify a complex process when every 
component of that complexity serves an essential 
purpose? And not just for this one team, but for  
all teams?
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THE DREAM PROCESS: 

The Perfect Email Creation Workflow
Imagine a universe where a campaign planner can rely on a streamlined email creation 
process to significantly reduce brief-to-deployment time, allowing them to focus on elegantly 
segmented, finely customized email campaigns.

A universe where email content creators — the 
marketers, designers, copywriters, and communications 
specialists of the world — can create, revise, test, and 
perfect email content without involving developers or 
deploying code. 

A universe where approval is centralized for multiple 
teams, administered by people who:

• Are always up to date on branding, compliance, and 
reputation management requirements

• Are accountable for the content they’re approving 
and the integrity of the code they’re putting into 
production

• Have access to audit logs and version histories so 
they can both identify the source of an error as well 
as revert to a previous, error-free version

A universe where both transactional and promotional email content is managed 
independently of your codebase, your deployment process, and your customer data, 
protecting and preserving the integrity of all three. 

Sounds like a universe you’d like to be part of, doesn’t it? 

Well, you might not be able to realize the dream instantly but getting there may just be easier 
than you think. 

mailto:us%40sendwithus.com?subject=
http://sendwithus.com


us@sendwithus.com       sendwithus.com      page 8

To Template or Not to Template? 
The answer, across the board, is a resounding yes! A library of reusable, mobile-optimized 
templates is the single-most-time-saving resource an email team can create. A designer 
designs each template once, a developer codes it once, then with each use, the content is 
the only thing that needs to change. 

In fact, with the right tools and the right templates, even 
less-than-technically inclined content creators can create 
their own emails. The result is the time and freedom to focus 
on creating communications that will delight your customers. 

Time to focus on: 

• More extensive A/B and multivariate testing without 
taxing the time and patience of their design and dev 
cohorts 

• More granular performance measurement and data 
analysis, resulting in more advanced segmentation and 
more customized email experiences

Not to mention the potential to significantly boost your 
email ROI. 

Let me say that again. 

 Significantly. Boost. Your. ROI. 

“There will be a revolution 
in email design. With sets 
of modular templates 
and meaningful content 
components. Less time will 
be needed in the design of 
emails. Focus will shift to 
creating more meaningful 
content rather than 
constantly designing and 
creating the ‘container’.”

Matthew Smith of Really Good Emails*

* The Future of Email Marketing – 2017 edition
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THE DREAM PROCESS: 

Simplifying a Complex Email Creation 
Workflow
Assuming you’re on board with pretty much everyone we’ve 
talked to and you’ve joined the template train, what’s next? 

Besides using templates, there are two main components to 
realizing the Dream: 

• Empowered content creators who have the ability to 
create email without involving developers in the day-to-
day process

• Centralized accountability and approval processes

So how do you get there? 

Start with Your Developers and Designers 

Even though the Dream process reduces dependence on developers and designers, their 
input is still necessary. 

The difference is that instead of involving them in the daily grind of email creation, you front-
load developer and designer effort in order to free them up for other things, long-term. 

Based on the specific requirements of each team, your designers and developers should:

1. Design and code a library of reusable email templates, including localized versions, if 
required. It should go without saying but mobile optimized, of course. 

Of the 3556 email 
professionals who 
responded — split about 
3:2, developers to 
marketers — 40.4% cited 
coding for email as the 
biggest pain point in the 
email creation process.* 

* Email on Acid - 2016 Email Marketing Insights Study
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2. At the same time, create a library of reusable code blocks — let’s call them ‘snippets’ — that 
can be inserted into the templates. The snippets should be for commonly used elements 
or modules, things like text boxes, image galleries, headers and footers, bulletproof CTA 
buttons, etc.

You’ll also need developer help to establish a process for administrators to push approved, 
edited versions of the templates into production. 

But more about approval and publishing processes later. 

Set Your Content Creators Up for Success 

Empowering content creators to create their own emails is pivotal to making the Dream 
process work. 

And vital to that empowerment is finding an email template editor that won’t mutilate your 
code and that is relatively easy-to-use for non-technical users. If your content creators need 
anything more than the most basic knowledge of HTML and CSS, they’ll need help with coding. 
Which means dev/designer resources. Which pretty much defeats the entire purpose. 

It’s also important that your editor is powerful enough to support complex, dynamic content, 
e.g. item lists in an order confirmation, line items in an invoice, product recommendations, 
localization, etc. Your editor should help reduce dependency on engineering resources but not 
at the expense of functionality. 

They might be a little hard to find, and there may be a cost involved, but such editors do exist. 
Finding the right one is well worth a bit of effort and expense. 

Once you’ve found your editor, the rest is pretty straightforward. 

1. Implement your email template editor in an environment independent of your email 
services, deployment processes, codebase, and customer data. 

2. Establish a workflow that requires a content creator to start by creating a new version 
of a base template, then adding snippets, copy, images, etc., to that new version. (To 
prevent the inevitable errors associated with repeated copying of emails, base templates 
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themselves should never be edited. Lock them down, if you can. Every new email should 
start with the clean code of an unedited base template.) 

3. For A/B and multivariate tests, the content creator will create as many versions  
as needed.

To streamline the process even further, make device testing part of the content creation 
workflow. In an ideal world, every email will be fully tested before it’s approved and put into 
production. 

1. Set up a device testing/preview tool that doesn’t require sending through your  
email service. 

2. Establish a process to test personalization and dynamic content using sample data, rather 
than live customer data.

Bonus points if you can find a template editor with testing capabilities built-in. 

Once the completed email has been fully tested, the content creator sends it off for approval.   

Now, even if you stop here and continue with whatever approval-to-deployment process you 
currently have in place, you’ll still have a significantly streamlined email creation workflow. 

But to fully realize the Dream and improve not only the creation process but also the security 
of — and accountability for — email content across multiple teams and team members...

Centralized Administration is Vital 

Managing email content independently of your codebase, your deployment process, and your 
customer data will help protect and preserve the integrity of all three but only if you establish 
a central administrator or team of administrators who are accountable for all email content. 

Administrators are the gatekeepers, responsible not only for ensuring no broken email code 
makes it into production but also for ensuring that established communications standards are 
being consistently applied. 
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They’re also crucial in preventing the approval process from becoming the bottleneck it can 
so often be. 

Onboarding New Teams and Their End-Users  
(Content Creators) 

The first step to centralizing email administration is getting buy-in from your internal teams 
and their content creators. If you can sell a team on the time- and effort-saving benefits of 
separating engineering from email creation, it isn’t much of a reach to sell them on the  
entire process. 

Once you have buy-in from a team, you’ll need to establish an onboarding process to get 
them set up and ready to go. 

Something like this:

1. Obtain user requirements from each team, e.g.:

a. Which content creators require access to the editor.

b. The templates and snippets they’ll need.

c. Sender information, e.g. ‘From’ name and email address, ‘Reply to’ address,  
domain, etc. 

d. Localization requirements, if any.

2. Coordinate with developers and designers to ensure the team’s required templates and 
snippets are created. 

3. Provision end-users’ access to the template editor, templates, code snippets, and testing 
tool (including sample data, if applicable). 
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4. If possible, set user permissions so they:

a. Only have access to their own templates and snippets, to ensure object security.

b. Can only create new versions of base templates. In other words, lock base templates 
against editing to ensure every email starts with clean code. 

5. Instruct end-users on the email creation and testing process. 

6. Instruct users on the approval submission process:

a. Provide a ‘publishing checklist’ to ensure emails are only submitted when ready.

b. Establish a process for notifying an administrator that an email has been submitted  
for approval.

c. Establish a process for notifying the end-user when an email has been approved or 

returned for revisions.

Email Approval and Publishing 

Your administrators are the centralized point of accountability for all email content. This 
means they are ultimately responsible for the email content they approve and publish. 

The process might look something like this. 

An administrator: 

1. Receives notification of an email draft ready for approval.

2. Reviews the draft based on:

a. Corporate design standards;

b. Brand adherence;

c. Regulatory compliance;

d. Code integrity.
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3. If revisions are needed, returns the draft to the content creator. 

4. Otherwise, approves the email and publishes it, ready for deployment. 

Publishing of the email should be based on whatever process you have established for 
putting approved email content into production. However, a couple of suggestions:

1. If possible, establish a process whereby an approved email is automatically published.  
For example:

a. Set up event-hooks for real-time template updates.

b. Schedule regular API calls to replace all previous versions with all currently published 
versions, ensuring only the most recent are in production.  

2. Establish versioning, version histories, and/or audit logs, so if an error does make it past 
an administrator it can easily be identified and located, and a previous, error-free version 
can be restored. 

The End Result

Okay, granted: implementing the Dream Email Creation Process won’t be a walk in the park. 
But the end result will make every ounce of time and effort more than worth it. 

In the end, you’ll have a process that centralizes accountability for email content, ensuring 
established communications standards are consistently applied across all teams. Brand 
governance, regulatory compliance, and reputation management will always be current and 
correct, no matter which team is creating a particular email. 

Not only that, separating email content creation and management from your codebase, 
deployment process, and customer data adds an extra layer of security that will help  
protect all three. 
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Finally, and perhaps most significantly, the Dream Process results in empowered content 
creators who can build email without relying on developers and without deploying code. 

This new independence will not only increase their capacity to produce more email, it will 
afford them the flexibility to react more quickly to product updates, to test more extensively, 
and to optimize with more precision, resulting in better email. 

And better means maximizing the power of both transactional and promotional emails to 
engage customers, drive growth, and increase revenue.

Let me say that again. 

Engage customers. Drive growth. Increase revenue. 

Sounds pretty good, doesn’t it? 

sendwithus.com

3252 19th St, #A ,San Francisco, CA 94110

Sendwithus is a cloud-based communications 
management platform that helps organizations 
streamline their email creation process. The 
easy-to-use visual editor, built-in device 
testing, and powerful API allow for cutting-
edge email strategy and execution. 
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