


Before you scroll…
This eBook helps you build an email 
automation system for your D2C e-commerce 
business.

Use it to find opportunities for increased 
customer retention and revenue growth. 

The examples used in this book are meant for 
inspiration, but remember, each and every 
business is different.

For brands with $02M annual revenue, I 
recommend taking an 80/20 approach – focus 
on the basic automations that drive 80% of 
results.

Brands with > $2M annual revenue should also 
use advanced strategies.



Why Email Automation?

1 Increase customer lifetime value CLV

Automated sequences will help you build brand 
loyalty and increase customer lifetime value CLV.

2 Recover lost sales

Abandonment sequences recover sales that 
otherwise would have been lost.

3 Set and forget 

Once youʼve built an automated email system, it will 
continue generating revenue for your business in the 
background, while you focus on other things.



“A company without systems is a 
company that can never scale.ˮ  

Michael Gerber, author of the EMyth.



Email Automation Metrics
On average, automated flows generate 30 times more revenue 
per recipient compared to standard email campaigns.

© Omnisend
Study by Omnisend



Letʼs begin with an email automation 
system that every e-commerce brand 
should have set up. 

This is no matter if youʼre just starting, or 
making low seven figures in annual 
revenue.

For a brand making $02M in annual sales, 
not having this system set up will cost you 
up to $150k per year.

Beginner email 
automation system (for brands 
with $02M annual revenue)



You need to constantly grow your email list. 

There are two main ways to collect email 
addresses:

1. At checkout

Have the customer tick a box to receive 
marketing emails from you.

2. Pop-ups

Offer an incentive to the website visitors to join 
your email list.

Letʼs talk about pop-ups…

List growth



“Your email list is your biggest 
asset.ˮ

Chris Orzechowski, fCMO for 
e-commerce brands.



Bad pop-ups are annoying, 
good pop-ups work 

Research shows that the average 
pop-up conversion rate is 3.80%. 

If you’re in the top 10% of businesses, 
you can see conversion rates up to 
23.67% (Wisepop, 2025).

If you do pop-ups right, you WILL 
reap the rewards.

Let’s talk about good and bad pop-up 
practices…

https://wisepops.com/blog/popup-stats


Good pop-up practices

1. Strong incentive

You need to GIVE to RECEIVE. 

An incentive can be a discount, free shipping, exclusive 
access, lead magnet, or a giveaway.

Make a high perceived value offer to join your list.

2. Highlights the offer

Your pop-up has to clearly communicate the offer. The 
less copy/fluff, the better.

3. Low effort

Good pop-ups take a second to fill. The higher the effort, 
the less conversions you’ll see.



Good pop-up practices

4. Optimized for desktop/mobile

Remember, many people shop on mobile these days. 
Ensure your pop-up looks clean on all devices.

5. Uses aspirational imagery

Don’t use static product images in pop-ups. They’re 
boring. Show your product in action or on a model.

6. Collects first-party data

Your goal should be to understand your customers 
better. Add a quiz to your pop-up to assess intent.



Good pop-up example
Highlighted offer

Aspirational imageryFirst-party data

Strong incentive



Bad pop-up practices

1. Weak/no offer

If there’s no good reason for the visitor to join your email 
list, they won’t.

2. Too much copy

A pop-up full of fluff will confuse the reader. They need 
to understand the offer within a second.

3. High effort

The more information (e.g. birthday, phone number) you 
ask from the visitor, the less conversions you’ll get.



Bad pop-up practices

4. Too small

A pop-up that isn’t noticed will be ignored.

5. Irrelevant/annoying

Do NOT be one of those stores that shows the pop-up 
immediately to the website visitor. This is a conversion 
killer.

Give at least 10-14 seconds for the visitor to browse your 
site.

6. States the obvious

Saying “You will get access to news and offers” is saying 
“If you buy from us, we will ship you the product too.” 

What’s known doesn’t have to be said.



Bad pop-up example
Too much copy

States the obviousHigh effort

No incentive



“Show me the incentive and 
I’ll show you the result.”

Charlie Munger



Should you A/B test 
pop-ups?

Yes and no.

According to conversion rate optimization 
(CRO) expert Peep Laja, most companies 
aren’t read to run A/B tests.

You need at least 1000 signups per month 
to make valid conclusions.

If you don’t have enough transaction 
volume, you’re better off focusing on other 
things, like creating better Meta ads.

https://cxl.com/blog/dont-do-ab-testing/


The first few emails your subscriber receives after joining your list 
sets the tone for the relationship.

If a new email subscriber doesnʼt buy from you within the first 23 
weeks, converting them into a buyer  becomes more difficult.

These emails get your subscribers used to engaging with your brand.

Content Framework for a Welcome Sequence:

● Email 1 Welcome message + highlight the incentive + introduce 
mission and best-selling product(s)

● Email 2 Brand origin story + founder message
● Email 3 Communicate brand promise or value proposition
● Email 4 Tell a story about your product 
● Email 5 Social proof (testimonials and reviews)
● Email 6 Final follow-Up (drive urgency around incentive)

Sent across 1021 days, depending on your buying cycle.

Pro tip: In the first email, highlight the incentive you gave them to join 
the list and direct them back to your website.

1. Welcome Sequence



 Email Example



 Email Example



 Email Example



Want more examples?

25 Welcome Email Examples 
To Convert Subscribers

Learn more

https://siimpettai.com/fashion-welcome-email-examples/
https://siimpettai.com/fashion-welcome-email-examples/
https://siimpettai.com/fashion-welcome-email-examples/


Research says about 70% of online carts get abandoned nowadays 
(Hotjar).

Carts get abandoned NOT because people lose interest in the product, 
but because they get distracted and forget to finish the purchase.

A cart abandonment sequence is the lowest hanging fruit in your 
business. Think low effort, big impact. 

Abandoned cart users have high purchase intent. You want to remind 
them of what they left behind in the first hour.

Content Framework:

● Email 1 Cart Item Reminder (sent within 3060 minutes)
● Email 2 Answer FAQ in the email (sent within 24 hours)
● Email 3 Use social proof (sent within 48 hours)
● Email 4 Last chance urgency (sent within 1 week)

Pro tip: Throw in a plain-text email to stand out. Do NOT use discounts in 
the first emails. 

2. Cart Abandonment

https://www.hotjar.com/blog/cart-abandonment-stats/


Email Example



Email Example



Case Study: 

How to recover 2x more abandoned carts 
without discounts.

Learn more

https://siimpettai.com/how-i-helped-a-luxury-brand-recover-2x-more-abandoned-carts-without-discounts/
https://siimpettai.com/how-i-helped-a-luxury-brand-recover-2x-more-abandoned-carts-without-discounts/
https://siimpettai.com/how-i-helped-a-luxury-brand-recover-2x-more-abandoned-carts-without-discounts/


A post-purchase sequence is your biggest opportunity to increase 
retention and boost customer lifetime value CLV. 

Emails after purchases receive ultra-high open rates. Most brands play 
it safe and send boring emails. This is your chance to stand out.

Content Framework:

● Email 1 Order confirmation
● Email 2 Shipping update
● Email 3 Product usage / maintenance tips (if applicable) 
● Email 4 Gather reviews
● Email 5 Cross-sell other product category
● Email 6 Replenishment (if applicable)

Pro tip: Build goodwill first and then cross-sell products. 

When asking for feedback, give a reason to leave a review. Cialdiniʼs 
principles show that by simply giving a reason we increase compliance.

3. Post-purchase sequence

https://psychology.stackexchange.com/questions/8606/always-give-a-reason-why-how-to-describe-this-subject-area


Email Example



Email Example



Email Example



Browse abandonment means someone viewed a product on your 
website, but they didnʼt add anything to their cart.

This sequence acts as a gentle reminder for the user to keep shopping.

The goal is to direct the user back to the website.

Content Framework:

● Email 1 Reminder about the product + social proof (sent within 24 
hours)

● Email 2 Answer objections in the email (sent within 48 hours to 1 
week)

Pro tip: Focus on answering customer objections in the emails to 
increase conversions.

4. Browse abandonment



Email Example



Email Example



Email Example



Advanced Email 
Automation Flows 

For Brands With > $2M 
Annual Revenue)



Many eCom brands overlook back-in-stock flows. Itʼs a missed 
opportunity because thereʼs potential to convert customers with high 
purchase intent.

When a product sells out, allow users to subscribe and get notified 
when the item is back in stock. 

Give a reason to buy right away in the first email. When you give the 
reader time to decide, theyʼll usually take it.

Content Framework:

● Email 1 Back in stock announcement
● Email 2 Still interested in {product name}?
● Email 3 Last chance urgency

Pro tip: Give a reason to buy now. Some options:

● Create urgency: “This item is one of our best-sellersˮ
● Emphasize scarcity: “Only 30 units leftˮ
● Offer a complimentary gift: “First 10 buyers will receive 

complimentary personalizationˮ
● Close the cart: “Offer ends at midnightˮ
● Remove risk: “Money-back guaranteeˮ

5. Back in Stock



Email Example



Email Example



Email Example



Want more examples?

15 Back in Stock Examples 
With Analysis

Learn more

https://siimpettai.com/back-in-stock-emails/
https://siimpettai.com/back-in-stock-emails/
https://siimpettai.com/back-in-stock-emails/


20% of your customers buy 80% of your products. 

I suggest you read that again.

These people on your list are your most valuable customers. 

Make them feel appreciated with an exclusive VIP incentive.

This can mean a discount or giving early access to new product 
launches or events. 

Content Framework:

● Email 1: Tell them they belong on the VIP list + offer exclusive 
incentive 

● Email 2 Follow-up reminder

Sent after a customer has made several repeat purchases across the 
last 12 months.

Pro tip: Give them an incentive to keep them buying and feeling 
appreciated. You can even send them a survey to ask feedback for 
future products!

6. VIP Sequence



Email Example



Email Example



A winback sequence re-engages lapsed customers who haven’t purchased in 
a while (e.g. one month, one year), reminding them of your brand.

Content Framework:

● Email 1: Tell a story (behind the scenes update of your brand)
● Email 2: Pick a problem and tell them how you solve it
● Email 3: Final reminder + incentive urgency 

Remember the first-party data you collected on your pop-up?

Use it to write highly relevant winback emails.

Pro tip: If a customer has tuned out of your emails, sending more marketing 
emails won’t make them magically interested again.

Winback emails are low risk. Most brands can afford to do unique stuff here.

Don’t bribe them with a discount. Be interesting. Make it about them. 

7. Winback Sequence



 Email Example



 Email Example



Hi, I’m Siim. I help e-commerce brands 
grow profitably past seven figures with 

strategic email marketing and 
automation.

About the Author

Learn more

http://www.siimpettai.com
http://www.siimpettai.com


What marketers and 
founders say about me



How I increased Von Baerʼs email 
revenue by 814% in 90 days without 

discounts

Read Case Study

https://siimpettai.com/luxury-email-marketing-case-study/
https://siimpettai.com/luxury-email-marketing-case-study/
https://siimpettai.com/luxury-email-marketing-case-study/


Want to make more 
money from your 

email list?

Get a FREE 
email account audit

https://docs.google.com/forms/d/e/1FAIpQLSeWd0z16Koo4B-aDaBfL2t_pvALj3dWM7gDz8Gr09-XiFMUSg/viewform
https://docs.google.com/forms/d/e/1FAIpQLSeWd0z16Koo4B-aDaBfL2t_pvALj3dWM7gDz8Gr09-XiFMUSg/viewform
https://docs.google.com/forms/d/e/1FAIpQLSeWd0z16Koo4B-aDaBfL2t_pvALj3dWM7gDz8Gr09-XiFMUSg/viewform
https://docs.google.com/forms/d/e/1FAIpQLSeWd0z16Koo4B-aDaBfL2t_pvALj3dWM7gDz8Gr09-XiFMUSg/viewform


Recommended reading

23 Best Ecommerce Books For 
Marketers and Entrepreneurs 
2025

A/B testing in email marketing is 
mostly a waste of time

Klaviyo Audit Checklist: 66 Email 
Marketing Questions 2025

https://siimpettai.com/best-ecommerce-books/
https://siimpettai.com/best-ecommerce-books/
https://siimpettai.com/best-ecommerce-books/
https://siimpettai.com/a-b-testing-in-email-marketing/
https://siimpettai.com/a-b-testing-in-email-marketing/
https://siimpettai.com/klaviyo-audit-checklist/
https://siimpettai.com/klaviyo-audit-checklist/

