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For the next 35 minutes 
I’m going to teach you 
three things

That will change how you approach and 
do email

1.

2.

3.

How people really behave in the inbox

Why great email still fails and how to fix it

How to measure performance - the new 
way



How people really 
behave in the inbox



Capture attention Get as many opens as 

possible

The logic EVERY email marketer inherited 

It sounds airtight and logical? 

If they open, more likely to 

click

Clicks = conversions

Let’s test it...



Capture attention Get as many opens as 

possible

The logic EVERY email marketer inherited 

You can’t capture attention in the inbox

If they open, more likely to 

click

Clicks = conversions

You already have it. The brain registers passively everything it sees - the sender, 

brand, subject line, preheader



Capture attention
Get as many opens as 

possible

The logic EVERY email marketer inherited 

Well, we all know opens are a ghost

If they open, more likely to 

click
Clicks = conversions

Getting an open is not a success indicator; we know humans are open to deleting, 

lots of opens are inflated by machines.



Capture attention Get as many opens as 

possible

The logic EVERY email marketer inherited 

This just isn’t true!

If they open, more likely to 

click
Clicks = conversions

For a lot of the time, people go off email after opening, they didn’t get what they 

were promised before opening.



Capture attention Get as many opens as 

possible

The logic EVERY email marketer inherited 

Only the minority click and convert

If they open, more likely to 

click
Clicks = conversions

And we set unrealistic goals to try to get as many clicks; we place links everywhere 

to get the click, and that’s your definition of success.



So, why do we still 
believe it?

“We didn’t measure what 
mattered. We made what we 
could measure, matter.”



What’s actually happening in 
the inbox?

Let’s unpack



People come to the inbox on or with a purpose If you’re in the inbox, they see you

You can't capture attention in the inbox

Because you already have it

• Check

• Task

• To do 

• Habit

• Relevance

• Mental availability

• Busy brains



People enter the inbox in a mode

The purpose problem

Task: Reply, organise, clear, manage logistics, work to do - answer emails 01

Utility: Hunt a code, track a delivery, find event info02

Reward: Personal updates, good news, a little dopamine, the promo code you just signed up for 03

Avoidance: Clearing, productive, unsubscribe, delete 04

Learning: Researching, comparing, filling, knowledge gaps, achieving 05



5 things the brain does the 
moment the inbox opens

The brain’s shortcuts



Cognitive load

• Too hard to find the point

• Clutter

• Complex

• Effort



Inbox triage

• It prioritises states

• Judged against mood and mode

• Filters out FAST what is not ‘needed’



Predictive coding

• You know what to expect

• Predictive patterns 

• Trained from the first emails they got from you



Emotional association

• Memory of you matters more than wording - there will 

be feelings

• Positive or negative?



Pattern interruption

• Time spent registering you spikes when patterns break

• Do the unexpected 



An association has been built with 
the sender, the brand, the person’

Who sent the 
email

Your email only gets opened for 3 reasons:

Subject line, preheader - the pre 
open promise

Pre open 
elements

You have a specific task or to do

Task/
utility



Attention starts at entry 

Consequential opt 
in 

Intentional opt 
in 

The primary action was not to get your emails Primary action was getting your 
content/value into their inbox



The billboard affect
Email is supposed to be ignored 

Ignore ≠ Invisible



To ignore an email, you first have to notice 
it

So, are you building for awareness? 



Why great email still 
fails and how to fix it



P1

3 pillars of 
email

P2

Email 
hierarchy of 

needs

P3

Guiding 
principles

P4

Plan your 
execution

Email is a ecosystem
THE PPPP  EMAIL ECOSYSTEM FRAMEWORK



3 pillars of email

1.

2.

3.

Systems

Strategy

Data

Your systems are your engine room

Strategy is your email’s reason for existing

Your biggest asset



The email hierarchy of needs



Principles

Best practice in email is 
BS!!!!



Principles don't tell you what to do

They tell you what to think about

The principle guides; you decide

What are guiding principles? 



Always question 
best practice

Should we?

Can we?

Does it fit our strategy?



Quick wins

How you put it into action
THE PLAN

Transformation 
roadmap

Impact forecasting

Testing plans Automation blueprints Execution milestones



How to measure 
performance - the 
new way



Email is not a performance channel
And attribution is (mostly) wrong 



"Did this email 
generate 

leads/sales 
directly?"

PERFORMANCE MINDSET (OLD)

IMPACT MINDSET 
(NEW)

"What is email 
contributing to 

across the whole 
journey?"

IMPACT MINDSET (NEW)

Email is an impact channel, not a conversion one



So, are you measuring these 3 things?



Weekly reach: how many impressions 

did we generate?
Subject to IPR%



Meaningful actions: how many did our 

subscribers take this month and does it 

track with how often we showed up?



Retained permission: how many chose 

to stay? 
No unsubs, spam reports, bounces



Return on Impact (ROI²)



Email's real value isn't what it converts today 

It's the impact it builds over time 



Meausre it
Four signals that capture email's true reach and pull

Weekly reach Meaningfula
ctions

Retained 
permission

Inbox 
impressions



Then layer in depth:

LAYER 1 — Email health (quarterly)

List growth rate, subscriber-to-customer rate, value per subscriber, cost 
per subscriber, time to first meaningful action, subscriber retention over 

time, time to disengaged



LAYER 2 — Impact signals (monthly)

Direct replies, email-assisted conversions, brand search 
uplift, email-attributed web traffic, pipeline velocity and 

value, MQL’s



LAYER 3 — Campaign indicators (per send, with 
context)

Opens and clicks - used as indicators only, paired with 
segment context and benchmarked against your own 

history (not industry benchmarks)



What you do next?



RESET how you think about email

Understand the 
human

Fix the ecosystem Meausre the impact



Keep learning with me 

Connect on Linkedin



That’s the end!

Beth O’Malley

Your favourite CRM & Email consultant

beth@astral-digital.co.uk
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