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1. Lead nurturing, and customer nurturing?  

Definition of Nurture: verb  
- care for and encourage the growth or development of.  
- to support and encourage, as during the period of training or development; foster.  



Nurturing is a process of continual communication with a company’s target audience across all 
stages of the customer lifecycle.  
Lead nurturing is a process of continual communication (or interaction) with a prospect that 
improves a company’s chances of converting that prospect into a customer at some time in the 
future. Lead nurturing is communication that happens between ‘Visitor’ and ‘Customer’ stages 
in the customer lifecycle funnel.  

From this communication process/lead nurturing, comes customer nurturing. This part of the 
process refers to the communication that happens after someone becomes a ‘Customer’, in 
order to move them along to the ‘Loyal Customer’ stage. Customer nurturing should be a 
never-ending process of communicating with your customers.  

 Nurturing 

Prospect Costumer 

Goal  Convert to customer Convert to a loyal customer 

Lifecycle  Visitor to Customer Customer to a loyal customer 

Responsibilities  CRM / Marketing UX / Customer success 

 
 
Nurturing = Lead Nurturing + Customer Nurturing  

2. Lead Scoring  

Lead scoring is a process of assigning scores to prospects based on their profile and 
behavioural data in order to prioritize leads, improve close rates, and decrease buying 
cycles. 
If lead nurturing is a process of continual communication (or interaction) with a prospect that 
improves a company’s chances of converting a prospect to a customer at some time in the 
future, then it makes sense to combine this with lead scoring. Lead scoring helps prioritize 
leads for sales teams and enables you to evaluate the effectiveness and efficiency of your 
nurturing campaigns.  

2.1. How a company’s growth stage impacts leads scoring  



The structure and strategy for lead nurturing and lead scoring depends on a company’s growth 
stage. Lead scoring isn’t equally important for every stage of the company’s development.  

For the purpose of simplicity, let’s divide companies into three stages of evolution:  

Early Stage: seeking a product-market fit.  
Growth Stage: expanding markets, growing demand, and scaling processes. 
Maturity Stage: focusing on optimization and efficiency.  

Lead scoring at an early stage company  

For companies in the early stage of seeking product-market fit, lead scoring isn’t usually a top 
priority. If you generate just a few leads daily and you have the capacity to follow up on each 
and every lead, the importance of prioritization is greatly reduced.  
However, even at an early stage, it is highly recommended to implement some very basic lead 
and user tracking system. By doing this, you can collect valuable information on what journeys 
your prospects take before they buy.  
This means that when your company moves to the growth stage you have a few months/years 
of data ready to optimize your lead scoring.  
In the beginning, you can just ensure that you track as many user actions inside the product as 
possible. This will enable you to run a statistical correlation analysis on what action or patterns 
of user interaction with your company lead to higher close rates. Starting with a few months of 
product usage data will mean that your team doesn’t have to make wild guesses when starting 
lead scoring.  

Lead scoring at a growth stage company  
Often lead scoring is fully implemented and tested at the growth stage. A company starts to 
grow and generate higher inbound demand, and at this point, the goal is to identify prospects 
that have an urgent pain from those that perhaps need to be educated on problems and 
solutions; in other words, need to be nurtured. 
Lead scoring at this stage becomes critical to ensure that as the company scales, it is doing so 
using its resources most optimally.  

Lead nurturing is a growing company can evolve from default communication with their 
audience to a more segmented and targeted approach, such as designing drip emails for each 
role in the buying process, or for each specific vertical. At this stage, communication becomes 
much more precise in lead nurturing campaigns.  

For example, in an early-stage company, when a prospect signs up, the company might have 



one drip email campaign for everyone. At the growth stage, the same company may have a few 
drip email campaigns: one targeted to decision-makers, one towards influencers, one 
communicating a specific value proposition for a financial institution, and so on. The goal is to 
divide your communications into meaningful segments based on buyer’s roles, verticals, or 
specific pains.  

Lead scoring at a mature stage company  
Mature companies should have well-designed, and smoothly working lead nurturing, and lead 
scoring systems. The primary difference with earlier stages is that a mature company will have 
more data to conduct robust pattern analysis, and further segment communication with its 
audience by vertical, by pain, by buyer’s role and so on.  

2.2. Why a prospect’s FIT and PAIN are at the core of any lead 
scoring strategy  
Before we discuss different lead scoring systems, let’s remind ourselves about the goal of lead 
scoring. The goal of lead scoring is to help a company prioritize leads, improve close rates, and 
decrease the sales cycle.  

Lead scoring in terms of FIT and PAIN  
According to State of Sales Productivity Report by Docurated, sales reps spend only 32% of 
their time selling, which seems inefficient. Since reps spend only about 1/3 of their time 
interacting with customers and prospects there is no surprise that “sales productivity is a top 
driver for hitting new revenue targets.”  

Lead scoring is a primary strategy to improve the productivity of your sales organization by 
prioritizing prospects with higher potential Customer Lifetime Value (CLV).  

Prioritization allows companies to use resources more effectively, meaning that salespeople 
are spending most of their time with prospects that are closer to a buying decision. In his 
book “The Sales Acceleration Formula”, Mark Roberge points out that leads, both inbound 
and outbound, can be analyzed from the perspectives of fit and pain. The difference 
between outbound sales and inbound sales approaches is that the first follows the pattern of 
finding a good fit and then identifying pain, where an inbound sales approach attracts leads 
that have a certain pain and then qualifies whether or not these leads are a good fit for the 
company.  

The higher the number of inbound leads, the more significant lead scoring and prioritization 
becomes. Otherwise, your team will run the risk of spending time with leads that aren’t as 
valuable or missing out on really great opportunities that are buried in a pile of not very 



valuable leads.  

Outbound Sales Inbound Sales  

Good Fit Has pain  

Has pain Good fit  

Lead scoring is essentially a more scientific approach for marketing to assess fit and pain. Lead 
scoring provides a quantifiable answer to following questions:  

● PAIN  
○ Does this prospect experience the pain that our product solves? How big is this 

pain relative to other pains and challenges that this prospect faces daily? ● FIT  
○ Is this prospect a good fit for us? Does he/she have the budget to pay for our 

product? Does he/she have enough resource to implement our product?  

The level (concept) of FIT and PAIN is what drives lead scoring. The lead score shows how 
well a prospect FITs your ideal customer profile, and how much PAIN the prospect has based 
on behavioural data.  

Lead Score = FIT Score + PAIN Score  

TAKEAWAYS: First, if you are serious about significantly increasing the productivity of your 
sales team by putting a successful lead scoring strategy in place, now is the time to make sure 
you fully understand how FIT and PAIN influence your inbound and outbound actions. Second, 
you need to make sure you have a system in place for assessing FIT and PAIN. 

2.3. How to design a lead scoring system  
The most common way to set up a lead scoring system is to use numerical values to assign a 
score to each lead and then categorize leads into 3–4 lead buckets according to their score.  

For example, a company will assign numerical scores to leads based on their profile and how 
they interacted with both product and website. Then based on the lead score, it will rank or 
categorize those prospects using a college-like grade system A, B, C, D or using labels — ‘hot’, 
‘warm’, ‘cold’. In this setup, lead scores and categories can be as follows:  

A leads (100+ score) -> Sales Development Representative ready (SDR-ready) 
B leads (75–99 score)  
C leads (50–74 score)  
D leads (below 50 score)  



The problem with this approach is that while everyone understands that leads in A category 
are SDR-ready, there is a little agreement in how conceptually (not only numerically) leads in 
categories B, C, and D are different. Except for the fact that they still aren’t SDR-ready. 
Grasping the difference between C and D leads, for example, can cause a great deal of 
confusion in marketing and sales teams.  

In The Definitive Guide to Lead Scoring, Marketo’s team recommends creating separate scores 
for behavioural and profile metrics and then merging these scores into a table to see where 
each lead falls in prioritization.  

This approach to lead scoring brings unnecessary complexity. The goal of lead scoring is 
prioritization. So instead of complicating lead scoring by creating artificial lead categories, why 
not just use a numeric score to identify how close a lead is to an SDR-ready score?  

Every lead entering your marketing system has one desired next step — reaching an 
SDR-ready score. Therefore, every lead that wasn’t touched by your SDR team has only two 
meaningful states:  

1) not SDR-ready; and  
2) SDR-ready.  

And how ‘hot’, or close the lead is to SDR-ready score is best represented by a numerical 
value. There is almost no practical value in breaking down two lead statuses (SDR-ready and 
not SDR-ready) into four categories (A, B, C, D), or worse yet using more subjective labels 
(‘hot’, ‘warm’, ‘cold’). 
A counter-argument is that breaking down leads into A, B, C, D categories helps companies 
analyze how prospects progress towards their target score. However, finding and testing 
optimal SDR-ready scores is difficult enough already. Creating and testing score ranges for 
each category rarely has any meaningful ROI attached to it.  

Quite often companies end up with large variations of leads in each category that don’t really 
show problems in lead nurturing but are rather the result of lead score ranges being far from 
optimal.  

Lead scoring needs to be numerical and progressive  

To simplify, let’s remind ourselves that the goal of lead scoring is to prioritize leads and 
improve how a company nurtures leads over time. Progressive scoring means that leads can be 
scored between 0 and ∞, with one target (SDR-ready) score somewhere on this continuum, 
that when reached, moves the lead to SDR qualification stage. 

2.4. What is a target (or SDR-ready) score and how do you select 



one?  

A target (or SDR-ready) score is a score that shows that a lead has reached a certain level of 
FIT and PAIN that qualifies that lead to being passed to the SDR team for further qualification.  

If you are just starting out with lead scoring you will have to analyze what pattern of actions 
prospects are taking those lead customers to buy your product. Ideally, your target lead score 
has to be correlated with 10%-15% close rates. What this means is that 10%-15% of the 
leads that reach the SDR team have to close in the duration of your average sales cycle.  

The best way to get the most from this process is to test and optimize your SDR-ready score 
for more efficiency. If your SDR team has sufficient resources, you can experiment by lowering 
your SDR-ready score to 8%-10% probability-to-close to test whether your sales team can 
close more deals by starting an interaction with prospects earlier in the buying process. On 
the 
other hand, if your SDR team can’t effectively follow up with every lead that has reached an 



SDR-ready score within 48 hours, you might want to increase your SDR-ready score to 
correspond with a 15%-20% probability-to-close.  

This relationship between target (SDR-ready) score and probability-to-close is important. If 
leads that reach your SDR team have a probability-to-close below 10% in the average sales 
cycle, the chances are that your SDR team is wasting their time; those leads weren’t nurtured 
enough. On the other hand, if your SDR-ready leads are closing with much higher probability, 
for example, 20%, then you might be leaving money on the table and not growing as fast as 
you could. In this instance, one solution would be to hire another SDR.  

Target (or SDR-ready) scores will be unique to every company. Like many other important 
things, getting it right is all about continuous optimization and testing.  

SDR-ready = Lead Score with probability-to-close in the range of 10%-15%  

2.5. What are the factors that drive lead scoring?  
Lead Score = FIT Score + PAIN Score  

The effective lead scoring strategy includes two categories of data on which any prospect is 
scored:  

Profile / Demographics = FIT  
Behavioral = PAIN  

Profile Fit 

Behavioural PAIN 

 
 
How a prospect’s ‘Profile’ data is selected and scored  

Profile (or demographics) data is more static and gets scored early in the process when 
prospects enter (or sign up to) your marketing automation or CRM.  

Profile data typically includes 3 of the most important characteristics of the prospect:  

● Email  
● Location 

Depending on the company and the product, the importance and weight of each profile 
characteristic can be higher or lower, and the difference in importance should be reflected in 
the lead score. Here are the questions you should be asking for your unique situation:  



Email  

Is this a personal or corporate email? Corporate emails should be scored higher since they 
usually mean that the prospect is okay with communication at a corporate level.  

Location  

Location matters, simply because not many companies are selling to customers all across the 
World, and even if they do, not every market has the same profit potential. This is true for 
countries, for example, the US vs. Eastern Europe, as well as regions, for example, swiss 
Germany vs. Romandie.  

How to pick and score behavioural data  

Profile data is easy to find and create rules and scoring around. With behavioural data things 
are far more challenging. First of all, there are many more behavioural factors to consider than 
profile factors. Second, profile data is more static and only gets scored once at the signup 
stage; behavioural data is more dynamic and requires constant monitoring and regular 
checkups.  
While companies can use a data enrichment solution to help create a full picture of incoming 
prospects and score their profile characteristics accordingly, no such 3rd party solution is 
available for your team to analyze what behavioural factors need to be scored.  

There are some good products that can help you track how users interact with your product, 
but only your team can make a connection between product and company interaction and 
closed deals. No single 3rd-party product will have a connection between product usage data 
and closed deals.  

There are two categories of behavioural data:  

1. Product engagement and  
2. Non-product engagement. 



 
Product engagement actions are actions that prospects perform inside of your product. This is 
by far the most important category compared to non-product engagement. It is almost always 
true that when behavioural data is correlated with closed deals, product engagement/usage 
data has a higher impact on probability-to-close compared to non-product related interactions.  

Here are a couple of examples of product engagement actions:  

1. User returns to your product.  
2. User completes core action in the product (eg: asks for information, signs-up for a 

newsletter).  

Non-product engagement actions are actions that the prospect performs outside of your 
product, such as:  

1. Downloading a whitepaper or industry research.  
2. Registering for a webinar.  
3. Visiting your pricing information, FAQs, or documentation pages.  

One temptation to avoid is giving an important score for very trivial actions like visiting your 
website, opening drip emails, clicking on links in emails and so on. These actions require very 
little time investment from prospects and are more often than not, driven by curiosity.  

The higher the PAIN (or interest), the higher the time investment a prospect is willing to make. 
When it comes to drip email campaigns, the primary goal for the drip email is to bring a 
prospect back to your product and entice him/her to take an action.  

Track customer interactions with your product as early as possible  

As we discussed in the previous section, lead scoring becomes more important when a 
company has already figured out product-market fit and is ready to find a scalable process to 
reach its target audience. However, tracking customer interactions and engagement early can 
pay handsomely in the future. When you finally decide to implement lead scoring and decide 



which score needs to be assigned to which engagement/action you will have some data on 
which to conduct correlation and regression analysis.  

The speed with which leads are re-scored is critical for timely and targeted outreach from your 
sales reps.  

What if you have enough data for machine learning using correlation and regression 
analysis?  

Correlation and regression analysis are the two most popular techniques that will help you 
identify engagements and actions that lead to a higher probability of your prospect of 
becoming a customer. Once you have this data, you can create a list of actions/engagements 
from highest to lowest probability-to-close. Out of this list, you can pick actions/engagements 
that increase the probability for any prospect to become a customer.  

Most accurate and targeted profile data can lead to an SDR-ready score with no or limited 
behavioural score.  

For example, if a customer came to the checkout page and quit, you want to follow up with this 
prospect as soon as possible based on potential customer Lide time value (LTV), and your lead 
score should reflect this. But tune this approach in the way that only about ~5% of all leads 
scored on profile data only automatically hit an SDR-ready score. The prospect has to be a 
100% match from a profile perspective, and I would suggest giving a score if this prospect is 
also from a company/account that you are targeting in your outbound sales.  

Let’s use examples of good behavioural scoring:  
● Free trial sign up  
● Add to cart  
● Visits FAQ  
● Login in later stage  

Examples of bad behavioural scoring:  
● Keywords,  
● Email clicks,  
● Website visits.  
●  

ASIDE: I strongly believe that email engagements should not add to the score but drive to the 
product where the score can be improved with increased engagement.  

How to select what score to assign for each engagement action:  

1. Conduct simple correlation analysis 



a. Put together a list of actions that you record in your product and website along 
with profile data. Conduct a simple correlation analysis to identify what factors 
impact deal-closing the most.  

2. Prioritize engagement actions based on probability to close  
a. After correlation analysis, you should have a list of actions with corresponding 

probability.  
3. Assign a score to engagement actions  

a. This is the easiest way is to turn probability percentages to numerical scores. For 
example, when your prospect signup for a newsletter or add an item to a cart, it 
increases the probability to close by x%(IE 25%). So, just assign x( IE “%) lead 
scoring points to every prospect who completed this action.  

Why ‘Velocity’ and ‘Pattern Analysis’ are important factors in lead scoring  

To help explain what we mean by velocity when it comes to lead scoring and nurturing let’s 
look at a couple of prospect examples:  

Example 1: Prospect A  

Prospect A has signed up for your product free trial. This prospect received a high profile lead 
score. But besides getting to the product dashboard, the prospect has not engaged with your 
product. The next time this prospect returned to your product was 2 weeks later, and while 
engaged with the product he/she reached an SDR-ready score.  

Example 2: Prospect B  

Prospect B on the other hand not only signed up to your free trial but also completed 
onboarding and became an ‘active user’ by completing actions that lead to delivery of the 1st 
unit of value (often described as the ‘WOW’ moment).  
Both, Prospect A and Prospect B reached SDR-ready scores, but with one significant 
difference. Prospect B has completed the path from 0 to SDR-ready in one day and for 
Prospect A this took 2 weeks. Prospect B had a higher velocity and this usually indicates that 
this type of lead is experiencing higher pain and more interest in a product. This lead therefore 
requires and justifies a more immediate response from your SDR team.  

Please do not confuse lead scoring velocity with what Jason Lemkin calls Lead Velocity 
rates: Why Lead Velocity Rate (LVR) Is The Most Important Metric.  

Velocity = (Profile + Behavior)/Time  
Higher velocity leads to a higher score.  

Attribution vs. Pattern Analysis (first-touch vs. the last touch) 



There is tons of information written on the first touch vs last touch attribution. But let’s take a 
minute to share a quick reminder about what attribution is. Attribution is the process of 
identifying a set of actions by a user/prospect that impacts the desired outcome. We are here 
focusing on lead nurturing and using the desired outcome of becoming SDR-ready or 
converting to a paid customer.  

While marketers worry about how to attribute first and last touch, we forget that pattern is the 
most important aspect that needs to be analyzed when it comes to uncovering conclusions 
about how customers buy.  

2.6. Reaching an SDR-ready Score  

What happens when your target lead score is reached?  

When a prospect reaches an SDR-ready score, your SDR team needs to follow up with this 
prospect in a timely manner. Having a rule in place around how quickly your SDR team has to 
follow up can make this process more efficient. For example, you may put in place a rule that 
says that your SDR team has to follow up in the first 48 hours after a prospect has reached an 
SDR-ready score.  

NOTE: Companies often employ rules around how leads are assigned within the SDR team. For 
example, one of the more common methods is to assign leads randomly. Occasionally, 
companies have their sales team structured based on vertical markets, geography, or size of the 
prospect’s company (SMBs — small businesses vs. large enterprises). So it makes sense to 
consider these factors when directing SDR-ready leads.  

 
Prospect qualification process leads to three outcomes: 



1. Yes — Qualified: good FIT + high PAIN  
a. Opportunity — Won  
b. Opportunity — Lost  

2. Maybe — Not now: good FIT + low PAIN or bad FIT + high PAIN  
3. No — Never: bad FIT + low PAIN  

1. Yes — Qualified: good FIT + high PAIN  
If your prospect is qualified by SDR, then it is passed to an Account Executive (AE) to carry out 
your sales process.  

Opportunity — Won  
If a qualified prospect becomes a paying customer then this account moves from lead nurturing 
to customer nurturing stage. At this point, your customer onboarding drip email campaign 
should be activated to ensure a successful onboarding process.  

Opportunity — Lost  
If a qualified prospect does not become a paying customer then that prospect should be added 
to your product engagement drip campaign. They might become a paying customer in the 
future. So don’t completely abandon prospects that were disqualified by SDR just because they 
aren’t buying right now; keep talking to them and nurturing them.  

2. Maybe — Not now: good FIT + low PAIN or bad FIT + high PAIN  
If a prospect falls under bad FIT / high PAIN or good FIT / low PAIN, then that prospect should 
be put into a ‘Maybe’ category and assigned a drip-email campaign that addresses current 
objectives.  
For example; if the prospect is not ready to buy now, but might change is mind in the future?  

3. No — Never: bad FIT + low PAIN  
If a prospect reaches SDR-ready score and your SDR team qualifies it as low PAIN and bad 
FIT, then that prospect should be moved to your No (never) bucket. You should still send them 
appropriate drip emails and score them, but it’s very unlikely that they will ever convert. Or 
possibly they will pay for the product without any sales-touch? Keeping talking to your 
prospects even though they fall under your ‘never’ category of prospects, gives them an 
opportunity to convert themselves at some point in the future. 

PAIN  

LOW HIGH 

FIT  BAD NO ( Never ) Maybe ( Not now ) 

GOOD Maybe ( Not now ) Yes ( qualifies ) 

 



 
Why do bad FIT + low PAIN leads reach an SDR-ready score?  

It’s very possible that a user is doing research and while doing so reached SDR-ready score. 
This should happen only once in a while, otherwise, you might have deeper issues with your 
lead scoring system than you realize. If this happens to more than 5% of leads, you should 
adjust your lead scoring.  

2.7. Static vs. Predictive lead scoring  
For the most part in this paper, we’ve talked about static lead scoring. By static, I mean that 
statistical analysis is done as a one-off and lead score is assigned based on the results. But we 
are living in a dynamic world where things change rapidly, and with an increasing volume of 
leads, this static approach limits accuracy.  

This is where predictable lead scoring can be extremely helpful. When your company receives 
thousands of leads and there are a growing number of factors that impact a lead’s probability 
to close, predictable lead scoring can adjust lead scoring in real-time as soon as your prospect 
interacts with your product.  

2.8. What are the biggest mistakes when it comes to lead 
scoring?  
Lead nurturing and lead scoring are an essential part of every company’s strategy, but few are 
doing it right. Let’s highlight a few main mistakes that teams are making with lead scoring:  

Mistake #1 — Not tracking how prospects use your product and interact with your website 
A marketing strategy should at an early stage plan ahead and realize that even if your lead 
volume is extremely low now, tracking how customers use your product will help you conduct 
more accurate correlation and regression analyses to come up with more accurate lead scores 
later.  

Mistake #2 — Overcomplicating the lead scoring process  
You are not going to build a perfect lead scoring strategy from the start. So the best approach is 
to start simple and consistently adjust your score strategy: add new engagement metrics that 
show high correlation and remove scores that are too low. And let’s all agree to drop using A, 
B, C, D categories — it complicates processes and brings unnecessary confusion to the teams. 
There is very little value in spending time arguing whether a lead belongs to category D or C.  

Mistake #3: Scoring too many factors 
If your team is using a static approach (one-off) to lead scoring, then scoring over 20–25 



engagement factors are over-complicated and it is time to review your lead scoring strategy. 
Try to reduce your list of scored engagements to 15–20. One of the best ways to do this is to 
select a cut-off probability-to-close below which engagement won’t contribute to the overall 
lead score.  

Mistake #4: Personal and organizational biases  
Most organizations overweight factors based on personal experience and intuition. In order to 
implement effective lead scoring, teams need to employ at least some basic statistical 
analysis.  

3.0. Drip Emails As A Primary Lead Nurturing 
Mechanism  
A drip email campaign is a set of automated emails that are triggered either by action or time 
intervals. Drip email campaigns are a primary nurturing/communication channel with your 
prospects and customers. The goal of drip email campaigns is to constantly/consistently 
re-engage your audience with your product.  

We are now familiar with drip emails, but it is important to understand how drip emails impact 
on lead nurturing and lead scoring. In addition, you need to be familiar with how segmentation 
helps improve the performance of drip email campaigns.  

A quick example of a drip-email campaign is a series of emails that prospects receive over the 
first week or two after signing up for a free trial. This welcome drip email campaign is without 
a doubt the most important campaign because it is the first interaction that a prospect has with 
your company.  

NOTE: Drip email campaigns are a set of emails. A drip email is a single email that can be 
either part of a campaign or a standalone email with a specific purpose.  

Transaction-based drip email campaigns are emails that trigger action, often with the 
purpose of confirming or verifying a transaction or identity. A few examples include email 
verifications, forgotten password emails, purchase confirmations and so on.  

Segmentation is a crucial part of the design of an effective drip email campaign. Each drip email 
campaign should have a clear goal and purpose. For example, a welcome email campaign 
usually consists of series of about five emails over a period of a couple of weeks with the goal 
of getting the customer to finish the signup process and deliver the first unit of value. 
At the same time you can’t just design drip email campaigns in silos, you need to think of them 



as a comprehensive communication system during the customer lifecycle. It’s also vital not to 
overload prospects with too many emails. Remember the law of diminishing returns: The more 
often we experience something, the less effect it has.  

3.1. What are the primary categories of drip email campaigns?  
A drip email campaign is a primary nurturing/communication channel with your prospects and 
customers. Let’s look into how most common drip email campaigns are structured. This is not 
in any way intended as a comprehensive list and you should consider your product and user 
acquisition process to identify and design the best performing drip email strategy for your 
business.  

Welcome Drip Campaign  
Goal: To complete the signup process and provide a guide to first value delivered to a prospect. 

 

Since the goal of a welcome email campaign is to deliver the first unit of value (aka the ‘WOW’ 
moment), you can stop this series of emails at any time when the user becomes an ‘active user’. 
At this point, prospects understand your product value proposition and the next step is to teach 
them how to get maximum value from your product.  

User Onboarding Drip Campaign  
Goal: To encourage the prospect to complete the user onboarding process, improve his or her 
profile and guide prospects through the steps required to receive the first unit of value from 
using your product. 



 
If a welcome drip campaign is concerned with answering why the user should consider using 
the product, then an onboarding campaign should guide the user on how to get the maximum 
value out of the product by providing more profile information and/or finishing certain user 
flows.  

For example, if a user submits a registration form to create an account on LinkedIn, he/she will 
receive a welcome email. If the user never comes back, he/she will receive a series of welcome 
emails to encourage them to come back. On the other hand, if a prospect has registered to 
LinkedIn and started using it but hasn’t completed their profile details, then LinkedIn’s user 
onboarding emails will be sent. These explain why and how providing more profile information 
can enrich a user’s LinkedIn experience.  

Nurturing Drip Campaign  
Goal: to nurture prospects into reaching an SDR-ready score or into signing up for a trial. 

 

Prospects don’t always come through your free trial gate. Downloading a marketing asset, or 
signing up to a webinar is another way to start a communication process with a prospect. 
Depending on your product and customer lifecycle process, nurturing drip campaigns can have 
two primary goals: 
If you have a free trial  



1) getting the prospect to sign up to that free trial;  

If you don’t have a free trial:  
2) getting the customer to an SDR-ready lead score.  

If a prospect was disqualified by SDR, then you can pass this lead back to your nurturing 
campaign if you don’t have another drip email designed specifically for this scenario.  

Product Engagement Drip Campaign  
Goal: to get prospects back to the product and engage them in the product. 

 

Product engagement campaigns are essential to businesses. Companies that use freemium 
models need to ensure that customers who aren’t paying for the product right now are 
engaged and increasingly use the product.  

Customer Onboarding Drip Campaign  
Goal: to fully set up the customer’s team with your product.  

 
Customer onboarding emails should guide your customer through your onboarding process. 
Does your product need to be integrated with a third-party tool in order to provide maximum 
value? 
If your product is more technical and higher-priced, then your customer onboarding process 
will more than likely require a personal touch by your customer success team and 



implementation sales engineer. In this case, automated customer onboarding emails can be 
used to help you set up a kick-off meeting with customer success, educate your customers on 
onboarding expectations or invite new customers to a weekly product training webinar.  

On the other hand, if your product is simpler and costs less, your customer onboarding emails 
should automate as much of the onboarding process as possible. Your team needs to identify 
the critical steps in the onboarding process and guide prospects through them in a more 
automated, cost-effective way.  

Upsell Drip Campaign  
Goal: to notify and update customers on usage limits and new features, with the purpose 
of upselling.  

 
Upsell drip campaigns can be used to inform your customers about new features and new 
releases, or to notify usage limits and entice the customer into seeing how, with an upsell, 
more value can be received from your product.  

Renewal Drip Campaign  
Goal: to alert the customer about upcoming renewal.  

Renewal drip campaigns should remind customers to renew annual subscriptions. While your 
customer success team is responsible for renewals, automating some of the communication 
can prevent renewals from falling through the cracks.  

Transactional Drip Emails  
It is worth mentioning that transactional drip email campaigns are also part of your 
communication arsenal. Transaction emails help your users to verify emails, to reset 
passwords, to receive invoices or receipts and so on. 
Drip email campaigns are an essential part of lead nurturing and are an important 
communication channel. Customer lifecycle should be analyzed carefully when deciding how 
and when to send drip campaigns.  



3.2. Segmentation can increase the effectiveness of your drip 
email campaigns  
Besides the different drip email campaign categories discussed above, I want to highlight the 
importance of segmentation. If you’ve read this paper to this point you might be starting to 
think that lead scoring and drip email campaigns are very complicated and difficult to 
implement. But this needn’t be the case. Neither is done over a short period of time. Drip 
emails and lead scoring evolve from the early stage of your company and might start off as just 
a couple of welcome email communications, moving on to a broader and more segmented 
communication process when your company enters growth stage and then moves to maturity.  

The real goal for segmenting drip campaigns is to get better prospect engagement with a 
product that will lead to an increased lead score and eventually lead a prospect to buy your 
product. In some cases, companies invest a ton of time in deeply segmented nurturing only to 
find out that the audience is too small or, more often, the segmented campaign performs only 
slightly better than a generic one, and thus ROI isn’t there.  

Marketing teams should understand the relationship between effort and potential upside when 
creating segmented drip email campaigns.  

One way to address the issue of potentially low ROI in segmentation is starting small and 
tracking how segmentation impacts engagement metrics. Do your prospects have higher CTR 
in segmented campaigns compared to generic ones? Do these email engagements lead to 
higher product engagement? Remember I suggested that you do not assign a score to leads 
solely based on email interaction. However, tracking CTR and open rates is an important piece 
of the puzzle when you want to understand whether segmentation performs better than 
generic campaigns.  

Potential Reward > Effort  

Segmentation is a continuous process and it’s important to avoid investing tons of time on very 
deep segmentation campaigns early on. But what if it makes sense to test segmentation 
because you know there are different types of customers with different pains that need to be 
addressed; how do you start segmenting drip campaigns?  

I would like to quickly describe three dimensions, as examples, on which drip email campaigns 
can be segmented: 

● Buying persona  
● Vertical segmentation  



● Purpose of use  

Segmentation of your prospects can be done based on their role in the buying cycle if you are 
selling more complicated products that involve multiple people in the buying process. Another 
effective way to segment your prospects is based on vertical markets. You can address the 
target audience in each vertical with a very targeted message, value proposition and case 
studies. So when prospects sign up for a free trial, you can identify his/her vertical and 
fine-tune your message accordingly.  
Early-stage companies can have just one simple (default) drip email campaign 
that communicates the same message to every prospect.  

Early Stage + Simple Product 

 Decision Maker Influencer End-User 

All  Default Drip campaign Drip campaign 

Healthcare  Drip campaign Drip campaign Drip campaign 

Resellers  Drip campaign Drip campaign Drip campaign 

Finance  Drip campaign Drip campaign Drip campaign 

 
 
If your product is more technical and there are multiple buyer personas involved in the decision 
making, you can expand your drip email campaign by segmenting your default campaign with 
more specific messages to other parties involved in the process. Of course, if you have a simple 
product, and by a simple product, I mean a product that only targets one decision-maker 
(end-user), it doesn’t make sense to segment drip email campaigns based on buyer personas. 

Early Stage + Technical Product 

 Decision Maker Influencer End-User 

All  Default Drip campaign Drip campaign 

Healthcare  Drip campaign Drip campaign Drip campaign 

 
 

Resellers  Drip campaign Drip campaign Drip campaign 

Finance  Drip campaign Drip campaign Drip campaign 

 
 
At the growth stage, when your company wants to expand markets and build scalable 



processes, you can further segment drip email campaigns based on vertical markets.  

Growth Stage + Technical Product 

 Decision Maker Influencer End-User 

All  Default Drip campaign Drip campaign 

Healthcare  Drip campaign Drip campaign Drip campaign 

Resellers  Drip campaign Drip campaign Drip campaign 

Finance  Drip campaign Drip campaign Drip campaign 

 Growth stage +  
simple product 

 
 
And finally, mature companies. They know their markets very well and by this stage in their 
development, have designed and tested drip email campaigns that are highly segmented, 
based on buyer’s personal data, verticals, product offerings, geographical location and so on.  

Mature company 

 Decision Maker Influencer End-User 

All  Default Drip campaign Drip campaign 

Healthcare  Drip campaign Drip campaign Drip campaign 

Resellers  Drip campaign Drip campaign Drip campaign 

Finance  Drip campaign Drip campaign Drip campaign 

 
 
Note: The key thing to remember about drip email campaigns is that their main purpose is to 
deepen audience engagement with your product. In order to achieve this, it makes sense to 
segment your campaigns by buyer persona, vertical and purpose so that your message is 
appropriate and valuable. And finally, don’t forget, that ‘less is more’ when it comes to 
quantity.  
Sources online:  
https://www.marketo.com/definitive-guides/lead-scoring/  
https://www.oracle.com/marketingcloud/content/documents/guides/lead-scoring-gg-oracle.pdf 
https://www.oracle.com/marketingcloud/content/documents/guides/lead-nurturing-gg-oracle.p 
df  
https://zapier.com/learn/email-marketing/drip-marketing-campaign/  



https://www.pardot.com/blog/11-must-try-lead-nurturing-campaigns/  
https://www.pardot.com/blog/basics-drip-campaigns-infographic/  
https://www.cs2marketing.com/blog/2017/2/9/3-common-lead-scoring-pitfalls-symptoms-and 
-solutions  
https://www.emailaudience.com/the-dos-and-donts-of-email-drip-campaigns/ 
https://cxl.com/blog/how-to-create-effective-email-drip-campaigns/  
https://fulcrumtech.net/resources/basics-of-email-drip-marketing/  
https://salesandmarketing.com/content/5-best-practices-lead-scoring-lens-revenue-marketer  

Sources offline:  

“The Sales Acceleration Formula”, Mark Roberge 

“Luxury brands exporter”  
mailing funnel optimization case study 

( online retail with a focus on Asian market-based in France ) 

Project Overview:  

The client wanted to create a uniform and optimized mailings, a dynamic landing page, and an 
optimized payment page.  

Problem:  

At the beginning of the project the mailings, landing pages were managed into 3 separate 
departments, each of the departments managed specifically targeted countries that had a 
specific CRM and different technology stack.  

Scope and constraints:  

1. The CRM has to use an off the shelf mail delivery solutions in this case the client had 
already decided to use SendGrid  

2. Visual uniformity from funnel start to checkout  
3. Technology stack to be used:  

a. React, HTML5 and CSS3 for the front  
b. PHP, Node, and Python ( ML ) for the back  

4. Use ( very good ) data already collected by the BI of the client in conjunction with the 
data collected during testing.  

5. Fuse everything into one uniform CRM.  



Objectives:  
1. Increase deliverability of all mailings  
2. Increase retention and conversion  
3. Streamline campaign creation 

Introduction to the method:  

Data, both quantitative and qualitative, inform decision-making for design direction. 
Understanding what the data is telling you impacts your information architecture, user flows, 
interface design, and a variety of other aspects of the user experience.  

My analysis usually starts with a workshop or interviews of all the stakeholders in the 
development of the product and below are the aspects usually discussed. ● The user; 
how they want the product to behave/answer their needs.  

● The business ( business owner/product owner ); what are the short and long term 
goals,  

● The expert ( data scientist or BI ); what are the data available and tools at our disposal 
to make data-driven decisions  

● The technical team: what is the technology stack available and our limitations.  

Having multiple dimensions of data allows us to innovate, having a multidimensional strategy 
requires looking at a design challenge from different angles.  

This interview allowed us to identify the following:  

● Bounces and user flows  
● Key demographics  
● Competitor Benchmarking, Analyzing Usability and UX Principles Benchmarking 
● Trends Evaluation  
● Technical Analysis  

Mailings:  

We first started by looking into the bounce rate and identifying why the mailing was bouncing 
and what caused the bounce. We identify 3 main causes:  



1. No consistent integration was implemented across the hundreds of mailings in use. 2. 
Dynamic elements were implemented directly into the mailings ( iframes, .php links, etc. )  
3. The client mailing service was blacklisted in several big databases  

The mailings were basically spam and to correct this we implemented the following: 
1. We developed 6 new designs and A/B tested. For the test, we allocated 10% of all the 

outgoing volume.  
a. The results concluded that of the 6, 4 were performant in various degrees 

depending on demographic and geolocation.  
b. From the 4 best performing mailings design, we iterate the design and A/B 

testing but segmenting the test by demographic, geolocation, and at what time 
the mailing was sent. As a result, we had now a series of new mailing designs 
that are more performant on 3 key elements, the demographic, the location, and 
the time the mailing is sent.  

2. Improving CTR and deliverability all at once  
a. All the dynamic components were replaced by dynamic static links and by 

dynamic static I mean that the image content is delivered via a link ending in 
.jpg, .png or .gif (https://www.client/campain/utm/image.jpg) but the content is 
generated on mail load on the fly on the server backend of the client.  

i. The image content is random/trending if the user is a first time user. ii. 
The image content is based on previous clicks if the user is a returning user  

b. All clicks of a user are kept to slowly build a database of user preferences to be 
used in future mailings and on the landing page.  

3. Introducing Machine Learning in the CRM to optimize the deliverability of the mailings:  

a. The ML intervene in the following aspects of the CRM  
i. Selection of the ideal template for a particular user/demographic/location ii. 

Selection of the ideal time for the mailing to be sent for a particular user iii. 
Selection of the ideal image content to be displayed for a particular user  

4. Conclusion:  

a. The client has now an optimized mailing delivery system  
b. The system is scalable  
c. The system is dynamic  
d. The system focus is the user needs  



Landing Page:  

Similarly to the mailings we first started by looking into the bounce rate and identifying why 
the user was bouncing and what caused it. We identify 3 main causes: 

1. The content was not always similar or related to what was presented on the mailings 
2. General link in the mailing redirected to a different landing page and a different one if 
the user clicked on a specific product.  
3. The checkout and basket was complicated and had too many steps  

a. 6 if a new user.  
b. 4 if registered users  

To improve the landing page we implemented the following:  

1. We developed 3 new designs and A/B tested. For the test, we allocated 10% of all the 
traffic.  

a. The results concluded that of the 3, 2 were performant in various degrees 
depending on demographic and geolocation.  

b. From the 2 best performing landings design, we iterate the design and A/B 
testing also segmenting the test by demographic, geolocation. As a result, we 
had now a series of new landing page designs that are more performant on 2 
key elements, the demographic and the location.  

2. By using the data collected from the beginning of the funnel together with previous 
sales if available, we displayed the product as follow:  

a. If the user clicked in a general link he was redirected to the landing page with all 
the most relevant products for him or if a new user at least the same content as 
the mailing  

b. If the user clicked on a specific product he was redirected to the same landing 
page but now with the product he clicked in a more prominent placement.  

3. Introducing Machine Learning to optimize the display of the landing pages:  

a. The ML intervene in the following aspects of the landing pages  
i. Selection of the ideal template for a particular user/demographic/location ii. 

Selection of the ideal image content to be displayed for a particular user  

4. Check out was simplified.  

a. Reducing the number of steps  



i. For new users from 6 to 4  
ii. For registered users from 4 to 3  

b. Displaying the cart content in the landing page itself  

5. Conclusion:  

a. The client has now an optimized landing page  
b. The system is dynamic  
c. The system focus is the user needs 

Payment page:  

Similarly to the mailings and landing page, we first started by looking into the abandonment 
rate. We identify 2 main causes:  

1. The payment page was not mobile-friendly  
2. The payment methods accepted were not the payment methods the user is used to see 

or no longer relevant  

1. To improve the payment page we implemented the following:  

a. We developed 4 new designs and A/B tested. For the test, we allocated 10% of 
all the traffic.  

i. The results concluded that of the 4, 2 were performant in various  
degrees depending on demographic and geolocation.  

ii. From the 2 best-performing payment pages design, we iterate the 
design, and A/B testing also segmenting the test by demographic and  
geolocation. As a result, we now have a series of new payment page  
designs that are more performant on 2 key elements, the demographic  
and the location.  

iii. Implemented all the payment methods user are used to seeing and are 
relevant  

2. Introducing Machine Learning to optimize the display of the payment page:  

a. The ML intervene in the following aspects of the payment pages  
i. Selection of the ideal template for a particular user/demographic/location 3. 

Conclusion:  

a. The client has now an optimized payment page  
b. The system is dynamic  



c. The system focus is the user needs  

Main measurables ( First 3 mount after delivery 

): 1. CTR new user 14% CTR returning user 65% 

2. Conversion Rate new user 3% Conversion Rate returning user 9%  
3. Bounce Rate 0.55%  
4. Session: 5:30 min ( average )  
5. ROI 325% ( will surely increase as the ML perfects )  
6. List Growth Rate 5%  

Case study conclusion:  

The client has now an optimized and dynamic sales funnel, visually uniform and coherent, 
together with a harmonized CRM shared by all the departments in a single system. The project 
took 7 months from start to the first deliverable. 


