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Introduction
Enabling Performance Email 
At Scale

This is the first in a four-part series - Transforming 
Customer Experiences Through Marketing 
Technology – which investigates the Capabilities 
and Enablers driving business performance through 
scalable people-based customer experiences. 

In this paper we will define what we mean by 
Performance Email, and unpack four key capabilities 
and their enablers necessary to meet this definition. 
Working towards these goals will allow most 
organisations to achieve and successfully scale 
Performance Email.



Customers are 
demanding more from their 
favourite brands.
They want personal, authentic experiences 
delivered on a consistent basis.
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That’s partly because they’re spending more time engaging with digital content - an average 7.8 hours 
each day (source: Adobe). So much more material is being created and viewed that it’s a challenge for 
today’s brands to achieve standout. With this in mind, the opportunities that email provides should not be 
undervalued.

Many companies already have extensive experience of interacting with large numbers of customers 
by email, and the channel is also a large driver of revenue - UK retail sales value attributed to email 
marketing is £29 billion (source: Econsultancy), and 74% of marketers who took part in the same research 
say that it’s the number one channel for ROI.

The problem is that email has typically been used as a revenue-driving channel, satisfying short-term 
business needs rather than those of the customer. By taking a wider view and using this highly effective 
channel to deliver real value to customers there is far greater potential to increase lifetime value and 
brand advocacy. To this end, Merkle defines Performance Email as “efficient activation of personalised 
and targeted email communications, to grow customer lifetime value as part of a holistic customer-first 
marketing strategy”.
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Manual business 
processes are preventing 
personalisation at scale
Typically, achieving this goal is not a 
technology concern, nor is the amount of 
data a problem.

The big issue is that many companies have 
invested heavily in these areas but are often not 
realising the potential of their investment from 
an email perspective. The challenge centres 
on campaign production velocity - the ability to 
produce campaign variants at the pace required to 
deliver genuinely personal customer experiences.

At Merkle we believe that there are four core 
capabilities required to deliver Performance Email 
at scale: content automation; campaign automation; 
effective production and approval workflows; and 
reporting integration. 

By making data available and linking this to content, 
the potential to automate the build and execution 
of campaigns goes well beyond the obvious trigger 
executions. 
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Capability: 
Content Automation

Technical Enablers: Email Content Authoring Tool plus comprehensive Master Template. Ideally a centralised 
Digital Asset Management solution. 
Process Enablers: Clearly defined ways of working that support scaling of content production – for example 
Next Best Product/Action framework, content tagging taxonomy, and a centralised content strategy focusing 
on customers before channels.

Building email content manually always limits the extent to which personalisation can be applied. Time and 
resource are consumed with tasks that need to be repeated for each campaign, many of which have no 
bearing on the level of personalisation used and therefore no impact on campaign effectiveness. Our belief 
is that 80% of email activity should be automated, allowing email teams to focus on the testing, optimisation, 
innovation and expansion of the remaining 20% of campaigns.  Through the development of ways of 
working and the use of over the top tool sets organisations can increasingly automate email production and 
their use of personalisation. There are 3 key steps:

STEP 1 Automation of HTML production
Move the focus from the development of code to content through the use of email templating.  Email 
templates give the user the ability to work with content without having to worry about HTML development. 
When combined with a robust email CMS, content editing and versioning becomes a highly repeatable and 
scalable process and the first step to increasing personalisation.

STEP 2 Automation of content
Rule based or dynamic content in email is not new and provides a robust way of significantly scaling 
personalisation. What is often limiting is the need to manually set up each dynamic variant of the content. 
This is inefficient and time consuming. Automation can be achieved by establishing content feeds directly 
to a campaign management platform, with content associated with campaigns based on pre-defined 
rule sets linked to data and insight-driven customer segments.  Live content tools also provide advanced 
opportunities to automate content production by pulling through data-driven content at the point of email 
open, to add further relevance to the message.
 
STEP 3 Content at scale
Producing, managing and distributing content across an entire organisation and all channels can deliver 
further cost and efficiency gains but often requires collaboration across multiple teams. Digital asset 
management platforms support the production, classification, management and distribution of digital 
content for all channels, often including automating the reformatting content for use across different 
channels.
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Capability:
Campaign Automation

Technical Enablers: Channel Management platform with email deployment capabilities linked to customer 
and web behavioural data. 
Process Enablers: Comms calendar for scheduled content; Journey Builder role reviewing and optimising 
omni-channel activity

Email teams are working in a complex channel while navigating deliverability considerations, device and 
email client optimisation. And that’s before they even think about the testing, personalisation and innovation 
required to deliver Performance Email.  

What is commonly overlooked in email activation is the automation or simplification of component tasks 
within the campaign orchestration process that unnecessarily consume time and resource. Not only does 
this free up capacity within your team but also allows non-technical Marketers to manage tasks that could 
previously only be handled by those from a highly technical background.

Tools such as Email Studio within Salesforce Marketing Cloud enable email audiences to be selected, 
segmented and deployed automatically based on schedules, dates or behaviours, alleviating significant 
manual effort. When fed by automated content production as described above, the result is highly 
personalised communications, delivered efficiently to customers at a relevant time.
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Capability:
Production and Approval Workflows

1

2

3

Linking data with content and building robust process workflows will allow personalisation at scale.

Technical Enablers: Process Workflow management tool; ultimately integrated into Journey Orchestration 
platform
Process Enablers: Clearly defined team roles and RASCI for all campaign processes.

Good governance is essential to deliver clear communications and avoid potential slip-ups. No-one wants 
to be the brand sending “Sorry about that email” emails to loyal customers. However, Production Workflows 
- from brief creation, to approval, and campaign execution, often take up significant amounts of time in 
ensuring standards are met. From the submission of incomplete briefs, missing assets, or approvers being 
unavailable, these types of failures in the process can add days of delay to even simple campaign builds. 

Implementing a workflow management tool such as Workfront provides much-needed transparency and 
automation to this process. Ensuring all stakeholders are fully aligned to their role, tasks and responsibilities 
through a clear RASCI matrix ensures that automated notifications and MI reporting deliver the effort 
reductions required for effectiveness. Executing this approach ensures that you can activate the scaling 
potential built through your Content and Campaign Automation capabilities, and take one more step towards 
Performance Email.
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Capability:
Automated data integration

Finally comes the need for data and analytics integration to close the circle on performance email. 

Technical Enablers: Data integration and Dashboarding platform
Process Enablers: Journey Analyst role managing analytical models for key optimisation requirements e.g. 
engagement, propensity, and value.

Performance Email depends on robust and accurate data being available throughout the end-to-end 
process. As we have mentioned, data integration is a primary focus for many businesses – GDPR and 
other global data policy changes have helped drive significant improvements here. However despite these 
improvements, many businesses still struggle to surface valuable data for analysis, and automate the use of 
this data in activation channels such as email.

Integrated Data places customer analysis and data planning at the heart of email campaign delivery. Data 
integration tools such as Datorama enable customers to be identified across touchpoints; automated 
analytical models to build and update performance-focused segments; and the activation of these segments 
directly in key channels such as email.

This capability feeds through the Performance Email cycle, informing automated content personalisation, 
targeting and triggering campaign automation, and supporting efficiencies in production workflows. 
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Scaling personalisation  
efficiently and effectively  
for Mitchells & Butler
How we delivered end-to-end email 
execution capabilities which drove a 
simplified production process

An example of our work brings this to life. Mitchells & Butlers (MAB) operate 17 restaurant and pub 
brands with over 1,700 locations within the UK. They needed to be able to scale email personalisation 
and production capacity efficiently, to effectively communicate with customers of the diverse brands and 
businesses.

To provide this for MAB, Merkle delivered end-to-end email execution capabilities through the Merkle Email 
CMS, which drove a simplified campaign production process and pre-set performance email templates, locking 
down brand guidelines for each restaurant entity, layout options and email best practices.

The Merkle Execution Hub was created by a Merkle team that enabled the use of a drag and drop solution 
to build sophisticated email campaigns. Linking directly to Adobe Campaign as the Journey Orchestration 
tool, the user interface allowed for non-technical users to build and edit content and insert personalisation 
using a single drag-and-drop interface, removing any need for the user to write scripts or search through 
endless complex tags.

This solution allowed MAB to centralise their email production process, increase capacity due to a lower 
dependency on technical resources, and reduce third-party costs through lessening reliance on agencies 
within the process. Finally, MAB could easily create highly personalised emails tailored to each 
customer, benefitting from the time and cost-efficiencies that come with automating 80% of email 
production while focusing on optimising performance and delivering people-based marketing.
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Meet the Authors
driving Merkle’s Performance Email

Nick is a cross-platform Solutions Consultant with Merkle and also 
leads the Merkle UK Salesforce Marketing Cloud practice.

With over 10 years of experience in Digital, Data, MarTech and Ad 
Tech, Nick has an holistic view of the complex requirements involved 
in delivering value-centric implementation of new technology. Nick’s 
focus is on delivering effective solutions with clearly defined rollout 
plans, prioritized in line with business goals and value drivers. Enabling 
the change required within the business to support this follows, with 
support on process, governance and development.

While based in London, Nick often engages with international clients 
to deliver EMEA-wide or global solutions. Nick has worked closely 
with brands including E.ON Energy, Aviva, Stanley Black & Decker, JP 
Morgan Asset Management, Danone, Auden and Stagecoach.

Nick Burns Laycock 
MARKETING TECHNOLOGY SOLUTIONS CONSULTANT

Stephen leads Merkle EMEA’s Marketing Technologies group; 
responsible for implementing and running customer marketing 
platforms including Adobe Experience Cloud, IBM Campaign and 
Salesforce Marketing Cloud. Stephen’s team is focused on helping 
organisations to maximise time-to-value from marketing technology 
investment. 
 
His team supports customer-centric brands to execute People-Based 
Marketing Strategies including: O2, NewsUK, Sainsbury’s Bank, Virgin 
Trains, Virgin Holidays, Elsevier, Volkswagen Group, Renault, RBS, Dell, 
EE and BT.

Stephen Derbyshire 
VP, MARKETING TECHNOLOGIES EMEA
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Merkle’s
Performance Email

About Merkle

Highly-effective email marketing 

To find out more about Merkle Performance Email visit, 
www.merkleinc.com/emea/what-we-do/email-digital-messaging

For more information visit www.merkle.be

To help marketers harness the power of highly-effective email marketing, Merkle has launched our new 
Performance Email service - incorporating content, campaign and workflow automation with production  
MI built in.

This is based on the benefits of automation through our Performance Email Production Hub, which is 
available to clients through an annual license.

The launch builds on our already excellent reputation in delivering email marketing automation and 
optimisation at scale for some of the world’s leading brands. In the US and EMEA these include L’Oréal, 
Samsung, IBM, Renault and News UK, and we have more than 250 people in Europe dedicated to 
targeting, planning, executing, reporting, analysing and optimising campaigns (both outbound and 
inbound). 
 
We have the largest and most experienced Adobe team in the UK, and we use that scale and experience 
to “turbocharge” our clients’ transformation.

Merkle is a leading data-driven, technology-enabled, global performance marketing agency that 
specialises in the delivery of unique, personalised customer experiences across platforms and devices.

For more than 30 years, Fortune 1000 companies and leading non-profit organisations have partnered 
with Merkle to maximise the value of their customer portfolios. 
 
The agency’s heritage in data, technology, and analytics forms the foundation for its unmatched skills in 
understanding consumer insights that drive people-based marketing strategies. Its combined strengths 
in performance media, customer experience, customer relationship management, loyalty, and enterprise 
marketing technology drive improved marketing results and competitive advantage.

With over 7000 employees, Merkle is headquartered in Columbia, Maryland, with 19 additional offices in 
the US, 21 in EMEA and 12 in APAC. In 2016, the agency joined the Dentsu Aegis Network.


