
15 Email Automations To Generate 
Passive Revenue From Your Email List

FLOWS



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10M annual revenue, I recommend 
taking an 80/20 approach – focus on the 5 basic 
automations that drive 80% of results.

Brands with > $10M annual revenue should also use 
advanced strategies.



Why Email Automation?

1. Increase customer lifetime value CLV

Automated email sequences will help you trigger 
relevant offers to various customer segments and 
increase CLV.

2. Recover lost sales

Abandonment sequences recover sales that 
otherwise would have been lost.

3. Works on autopilot

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



“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.

Study by Omnisend



Before we talk about automations, you need to 
consistently grow your email list. 

There are two main touchpoints where you can 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…

Growing Your Email List



Bad Pop-Ups Are Annoying. 
Good Pop-Ups Work.

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

If youʼre 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.

Here are good and bad pop-up practices…

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


What Good Pop-Ups 
Have in Common

1. Collects Zero Party Data

A good pop-up includes a quiz or question about 
customer intent. Website visitors must answer to 
redeem the offer. You can use this data to deliver 
personalized content.

2. Strong Incentive

There has to be a clear value proposition to join 
your email list: percentage discount, free 
shipping, or free gift. The offer must be attractive 
and easy to grasp.

3. Low Effort

A good pop-up is easy-to-fill. Customers donʼt 
want to read tons of copy or fill out multiple 
forms.



High-Converting 
Pop-Up Examples

These pop-ups can convert up to 20% of 
website visitors.



1. “Whatʼs Your Pain?ˮ

Why It Works:

● Clear incentive 15% off)

● Asks about biggest skincare pain

● Allows personalized welcome sequence

● Creates micro-commitment



2. “What Are You Shopping For?ˮ

Why It Works:
● Clear 10% incentive

● Zero party data (shopping intent)

● Allows personalized product 

recommendations

● Works well for fashion/visual products



3. Mystery Offer

Why It Works:
● Simplicity

● Unknown incentive creates curiosity

● Works if you donʼt have a 

problem-solution product



4. Scratch Card

Why It Works:

● Creates curiosity and gamification

● Fun and interactive

● Can feel tacky for premium brands



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. Triggered immediately

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

Give at least 7-10 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



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 
eight figures in annual revenue.

For a brand making $10M in annual sales, not having 
this system set up will cost you hundreds of 
thousands each year.

5 Basic Email Automations



Segment: Users who just converted to your email list.

The first few emails your subscriber receives 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:

● 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: Use zero party data you collected in the pop-up form to 
personalize the first few emails.

1. Welcome Sequence



 Email Example



 Email Example



 Email Example



Segment: Users who added products to their cart but didnʼt check out.

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

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

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 + Support (sent within 3060 minutes)
● Email 2 Answer FAQ in the email (sent within 24 hours)
● Email 3 Social proof (sent within 48 hours)
● Email 4 Last chance urgency (sent within 1 week)

Pro tip: Avoid offering discounts in the first emails. Include a plain text 
reminder as the last follow-up.

2. Cart Abandonment

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


Email Example



Email Example



Email Example



Segment: Customers who just placed an order.

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

Emails after purchases receive 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 Present relevant offer
● Email 6 Urgency email around offer

Pro tip: Give them an offer that is better than your welcome discount.

Donʼt cross-sell categories to first-time buyers. Encourage them to buy 
the same item (or in a different color/flavor) at a discounted price. 

3. Post-Purchase Flow



Trigger: 
Placed order

Email 1:

Email 2

Email 3

Wait 5 days

Wait 14 days

Example Framework

Email 4

Wait 7 days

Wait 3 days

Email 5

Email 6

Wait 1 days

Wait 2 days

Email 7

Order confirmation
Deliver free PDF recipe 
guide

Product usage tips

Ask for a review

Introduce black truffle salt

Follow-up + 10% off

Follow-up + buy one get 
one free

Last chance offer expiring

Example: Flakey 
Sea Salt



Email Example



Email Example



Email Example



“Make your post-purchase 
incentive the best offer theyʼll 

ever see.ˮ

Thomas Lalas, author of Retention 
Economics



I Analyzed 8,851 
Post-Purchase Emails. Here 

Are The 36 Best...

Learn more

https://siimpettai.com/post-purchase-emails/
https://siimpettai.com/post-purchase-emails/
https://siimpettai.com/post-purchase-emails/


Segment: Website visitors who viewed products without adding 
anything to their cart.

This automation 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 tackling sales objections in the emails to increase 
conversions.

4. Browse Abandonment



Email Example



Email Example



Email Example



Segment: Website visitors who were active on your website, but didnʼt 
view any products.

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

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

Content Framework:

● Email 1 Reminder about your best-selling products + social proof 
(sent within 24 hours)

Pro tip: Focus on tackling sales objections in the emails to increase 
conversions.

5. Site Abandonment



Email Example



10 Advanced Email 
Automation Flows 



6. Unconverted Leads Flow

Segment: Leads who recently joined your email list, received 
your welcome sequence, but didnʼt convert.

This is a 'second welcome' series with a different offer, using 
urgency, social proof, and storytelling.

Content Framework:

• Email 1 New angle on the offer 

• Email 2 Create urgency with social proof 24 hours later)

• Email 3 Final chance 24 hours later)

Pro tip: Send daily emails to this segment. You canʼt overmarket here.



Email Example



Segment: Customers who registered interest in a sold out product.

Many brands overlook back-in-stock flows. Itʼs a missed opportunity 
because these customers have 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 Follow up
● Email 3 Last chance urgency

Pro tip: Give an authentic reason to buy now. 

7. Back in Stock Flow



Email Example



8. First Purchase 
Churn Flow

Segment: First-time customers who are approaching re-purchase cliff 
(the average amount of days it takes for the customer to make a 2nd 
purchase).

The most churn in eCommerce happens from 1st to 2nd purchase. That 
means winning that second purchase is the biggest bottleneck to 
increasing LTV.

Use this flow to target customers whoʼve passed the repurchase cliff 
without buying again.

Content Framework:

● Email 1 Exclusive post-purchase offer

● Email 2 Plain text follow up

● Email 3 Last chance reminder

Pro tip: Calculate your repurchase cliff by analyzing your Shopify sales 

data using tools like Lifetimely or RetentionX. 



Email Example



9. Replenishment Flow

Segment: Customers who purchased a consumable product and are 
approaching the end of their product lifecycle.

A replenishment flow is a reminder for customers to reorder the same item 
before they run out. 

Content Framework:

● Email 1: First reminder (no discount)

● Email 2: Second reminder with an exclusive discount

● Email 3: Create urgency with a deadline

● Email 4: Last chance plain-text email from the founder or team

● Email 5: Survey + feedback

Pro tip:

Time your replenishment emails based on your product lifecycle.



Email Example



3-minute exercise:

A sneaky way to segment your list in 
Klaviyo and instantly unlock insights 

about your customers

Learn more

https://siimpettai.com/how-to-actually-segment-your-customer-base/
https://siimpettai.com/how-to-actually-segment-your-customer-base/
https://siimpettai.com/how-to-actually-segment-your-customer-base/


10. Hero Product Flow

Content Framework:

● Email 1 Order confirmation

● Email 2 Highlight best-seller + discount

● Email 3 Last chance follow-up

Pro tip: Attach a compelling offer to your best-seller

Segment: Customers who didnʼt buy your hero product.

Use this flow to cross-sell your hero product to customers who 
recently made a purchase, but didnʼt buy your best-seller. 

Works well for beauty/fashion products.



Email Example



11. Potential VIPs Flow

Segment: First-time buyers with a high AOV.

When a customer makes a high AOV first-purchase, it signals 
strong product interest and spending power.

This flow automatically triggers a relevant post-purchase 
upsell offer to these buyers to increase LTV.

Content Framework:

● Email 1 Order confirmation + incentive

● Email 2 Plain text incentive reminder

Pro tip: Encourage volume shopping with “Buy more, save moreˮ deals.



Email Example



Segment: Customers with > 4 orders.

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

These people on your list are your most valuable customers.

Make them feel appreciated with an exclusive VIP incentive.

This usually means an exclusive discount or gift they wouldnʼt normally 
have access to.

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.

12. VIP Sequence



Email Example



13. Disengaged Flow

Segment: Subscribers who havenʼt opened an email campaign 
in 30/60/90 days.

When customers tune out of your emails, there's a good 
chance they've tuned out of your brand altogether.

Use this flow to send pattern-breaking emails that are different 
from your weekly campaigns - plain text with punchy subject 
lines work well.

Content Framework:

● Email 1 Pattern-breaking email

● Email 2 'We miss you' offer with urgency 

● Email 3 Final chance + social proof 

Pro tip: Use short, curiosity-driven subject lines. If they don't 

engage after 90 days, remove them from your email list.



Email Example



Segment: Customers who havenʼt placed an order in X amount of 
days.

A winback sequence re-engages lapsed customers who havenʼt 
purchased in a while (e.g., 6 months), reminding them of your brand.

Content Framework:

● Email 1: Introduce “We miss youˮ offer

● Email 2: Discount reminder

● Email 3 Final reminder + feedback survey

Pro tip: 

If a customer has churned, sending the same marketing emails wonʼt 
make them magically interested again.

You need to make your winback emails unique. Short, 
curiosity-driven subject lines, and plain text emails work well here

Implement SMS + direct mail if possible.

14. Winback Flow



Email Example



15. Sunset Flow

Content Framework:

● Email 1 Ask if they still want to hear from you 

Pro tip: Automatically suppress contacts who donʼt engage 

with this email.

Segment: Disengaged subscribers who havenʼt opened emails.

Send one last automated pattern-breaking email to disengaged 
subscribers and if they donʼt respond, delete them from your email 
list and save thousands on your ESP bill.



Email Example



FREE Email Audit

Iʼll analyze your current automation 
system and tell you where youʼre leaving 

revenue on the table.

Apply now

https://osvnssy3riu.typeform.com/to/ssfRALNR
https://osvnssy3riu.typeform.com/to/ssfRALNR
https://osvnssy3riu.typeform.com/to/ssfRALNR


Siim Pettai

Retention Marketer for 
eCommerce brands

About the Author

Learn more

https://siimpettai.com/about/
https://siimpettai.com/about/
https://siimpettai.com/about/

