
A  Stensul Guide for Marketers

Email Team 
Leadership
How to manage your email creation team for 
greater efficiency and better performance
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Introduction
Today there is no shortage of expert advice on how to improve an 
email’s subject line, send time, or content for the sake of it performing 
better. 

What isn’t often offered is advice on what’s likely the most critical 
element in the email creation process: how to lead the team that’s 
creating those emails in a way that makes an impact on their 
efficiency and the performance of the emails they create.

Why not?
Because many of the companies and individuals writing about how 
to boost email campaign performance aren’t familiar with the inner 
workings of today’s email creation team.

Over the past seven years, Stensul has worked with some of 
the biggest and best B2C and B2B brands in the world to help 
empower their email teams to create better emails faster in our Email 
Creation Platform. In the course of those interactions we’ve come 
to understand the incredible diversity and complexity of their email 
teams and what can be done to have them be more efficient and, in 
the process, create emails that perform better.

The aim of this eBook is to help you better understand your team 
members so you can lead them to greater efficiency and better 
performance.
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Today’s email 
creation team

The email creation team of today is the most nuanced and the most 
specialized it’s ever been.

At the same time, it’s also the most important it’s ever been for many 
marketing organizations.

As a channel, 59% of B2B marketers say email is their most effective 
channel for generating revenue.

This means today’s email team members have an unparalleled ability 
to contribute to the bottom line, grow in their careers, and make an 
impact within their organization. But this is only possible by having 
them focus on the right things and stripping the non-essential from 
their collective process and individual work.

So who makes up today’s email creation team? It may vary a bit from 
organization to organization, but you’ll typically find:

In an ideal world, each team member is responsible for a specific 
component of an email program - from conception to creative 
development to creation to targeting to reporting, and everything 
in-between.

What separates the high-performance marketers from under-
performing ones is often silos and bottlenecks that prevent a team’s 
collaborative creativity from being unlocked or being efficient.

A marketer A designer A developer 
(specifically for email)

Who makes up the team?
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Marketers 

Today’s marketers have a ton to do. And often with very little time to do it. From email conception, 
creation, and execution to marketing channel analysis and reporting, email marketers are 
responsible for a lot.

They’re often responsible for:
• Creation of the email itself

• Segmenting and targeting of the email campaign

• Deliverability of the email campaign

• Performance and insights from the email campaign

Today there are a slew of tools and technologies to assist email marketers with many of those steps.

• Segmenting and targeting can be done within an Email Service Provider (ESP) like Eloqua, 
Marketo, or Salesforce Marketing Cloud, among others.

• Deliverability can be previewed in an ESP while a list can be cleaned up using FreshAddress or 
Kickbox. Further, deliverability can be ensured with SMTP.

• Robust reporting and dashboards can be built in an ESP, with a data visualization application or 
in Excel or Google Sheets, to name a few.

However, the creation of the email itself is the one step where stensul has seen most variance 
across the global brands we work with.

Some marketers put in a request to their designer and sit back and wait for proofs.

Others design the whole email themselves their way and then have an email developer or designer 
turn it into reality.

While there are those who trust a creative agency to execute their vision on their behalf.

Considering this variability, it makes sense to start with your marketers to make an impact on your 
email team’s efficiency and performance.

Marketers should market. Not design. Not code.
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How to lead marketers
The key is to have marketers do what they should be doing. In the 
email creation process they shouldn’t...

• Figure out which brand-approved header to use

• Apply the nuances to HTML

• Find the perfect hero image

The first and third tasks are the designer’s responsibility. The second 
is what developers do.

Here’s what marketers should focus on in the email creation process:

• Plan the purpose of the email
• Prepare an email brief that includes:

• Goals and how “success” is defined

• Background information

• Timeline

• Brand and style guidelines

• The CTA

• Own the project and direct the team

The marketer needs to make sure all on the team for this effort are 
ready, willing, and able to get it done well. Then they need to be 
the team’s quarterback, calling the plays that get the project over 
the goal line. Marketers are on the hook for a well-conceived and 
managed creation process that shows a high degree of strategic 
thought as well as high content/design quality and gets emails out on 
time. 

If you want to lead your email creation team to greater efficiency and 
better performance, start with your marketers.
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Designers

You can unleash your designer’s creativity by removing from their workflow the need 
to design sections of the email that really don’t need design, such as text sections, 
the company header, the footer, and other portions that can best be called standard 
portions of an email template.

Further, your designer shouldn’t be laying out the entire email in Photoshop or 
Illustrator. That’s overkill and creates a bottleneck. 

To manage them with impact, create a SLA, an agreement between you and the 
designer. If you submit a request, the designer should get back to you with what you 
need by a certain amount of time. It’ll be much easier for them because you are giving 
them the specs of the deliverable.

For example, if you (or your marketer) states, “I need a hero image that’s 600 pixels wide 
by 300 pixels high that shows a group of people working together,” it’s clear what’s 
needed and deliverable within the SLA’s timeframe.

They don’t need to think about and lay out the whole campaign or figure out colors and 
fonts for the whole email, because that’s already set. If changes are needed, it can work 
the same way, with clarity and speed.

If you feel this may take some getting used to, run a trial month or few weeks when you 
‘try out’ the SLA so people can see how it will work for them. Most folks are more open 
to a trial if they don’t have to fully commit to a change in how they work right off the 
bat.

Managing designers - and leading them to be top performers - doesn’t involve 
additional technologies to learn or specific design tactics to employ. It’s about 
simplifying their role so they can focus on creative challenges. This will mean big gains 
for the email creation process as a whole.

Designers should be used for only the most difficult parts 
of the email - that call for the most creativity.
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Developers

Developers are an expensive resource who should be doing more higher-value work than coding emails. Unless 
they’re creating super-complex emails, but otherwise, no.

Most emails can and should be created without a developer.

Options include the email builder in an ESP or an Email Creation Platform, like stensul, and templates and modules 
that can be used over and over again. It is worth noting that an ESP’s email builder tends to be hard to use, where 
the chance for error, or worse, is high.

Developers shouldn’t be required to drag and drop elements within your ESP’s builder. Nor should they be asked to 
build templates for each email. 

Of course, they may be required to address email efforts with a ton of customization or sophisticated logic.

If you want to lead developers to greater efficiency, set parameters and put processes in place for when to involve 
them based on the sophistication of the email rather than wasting their time on straightforward emails.

Move to Modular Design
The best way to manage developers is to move to a modular design approach. It’s all about breaking your emails 
and email templates into modules that can be coded block by block.

Code an element in an email - say a header or a text block - one time and then allow non-technical marketers to 
simply change out the content.

That’s the brilliance of an Email Creation Platform. It removes the need for developer resources or knowledge 
of HTML and lets non-technical members of your marketing team create bulletproof, on-brand, and responsive 
emails with pre-built modules.

Not only will this lead your team to better performance, but your developers will thank you for taking this approach.

Developers should develop your business’ 
marketing automation. Not its emails.
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Email creation technology

Put on your marketing operations hat, if it’s not already atop your head. Take a look at your 
company’s marketing automation technology stack. No doubt it’s a marvel intended to improve 
your business’ top and bottom lines. 

But that’s likely not the case when it comes to email creation. While you can point to a bunch of 
new tools, they’re simply iterations of ones developed and implemented in the early days of the 
web.

For the overwhelming majority of organizations, email creation is still being done like it’s the 
1990’s. With single-purpose tools being used by specialists who operate in silos. The result is an 
email creation process that takes too long, is too complicated, and costs far more than it should. 
And is seriously lacking in any sort of real-time collaboration.

That’s the world we live in now. Think Google Docs. Collaboration enhances creativity, improves 
communication, and moves us faster to effective solutions. Like being able to create more and 
better emails faster.

Forrester Research sees email marketing messaging volume rising 40% during 2021 as brands 
look to develop more direct relationships with customers, given the impact of the pandemic and 
economic turmoil.

You need an email creation capability that lets you handle what many are seeing as at least a 
3x increase in email volume. One that brings your email creation team together in a productive 
circle of collaboration - from the idea stage to staging for deployment. And ensures all branding 
and regulatory requirements are accurate and up-to-date 100% of the time. In a process that 
takes hours, not days.

To achieve that, the right email creation technology to use - the one that will make an impact on 
your email creation team and your company - is an Email Creation Platform. To learn more about 
it, download the eBook An Introduction to Email Creation Platforms.

The right email creation technology can have a profound impact 
on the efficiency and performance of your email creation team.
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About stensul
The Stensul Email Creation Platform is the first 
email creation solution built for the enterprise. 
Stensul dramatically reduces creation time by up 
to 90% to help team resources focus on improving 
email performance. With Stensul, teams launch 
campaigns faster by streamlining the collaboration 
process and simplifying creation for all marketers, 
so they can build emails that drive results. For 
more information, email sales@stensul.com, call 
646-389-1193, or visit stensul.com.

© 2021 stensul, Inc. All rights reserved. 
Other trademarks are the property of their respective owners.


