
Welcome back to easy email marketing. I'm your host, Yael Keon, and 
today we are talking all about the email marketing metrics you 
should be measuring every single year, or perhaps more often, to 
know exactly how effective your email marketing is. So in Australia, 
we've just hit the end of financial year, so it's all about 
calculating those numbers, seeing exactly what's working, what 
isn't, and of course, you know, all those wonderful tax things that 
we all love - not being sarcastic at all.

So because we are talking finances, when I talk about these metrics 
here, I'm meaning specific to your bottom line. So I'm not talking 
about your opens, your clicks, those engagement metrics that we 
normally talk about when thinking about email marketing. I've 
covered those plenty in previous episodes. And those numbers 
absolutely can tell you where you can improve with your email 
marketing, how well you're engaging and where you could be doing 
better.

But the four numbers I'll be talking about in this episode are the 
big indicators. These are the ones that are really impacting that 
bottom line. Okay, so we basically want to know exactly how much 
email marketing is earning you, what it's costing you, plus we can 
use that data to create predictions and budgets for what you can 
expect in the year to come or the next five years, ten years, all 
that really exciting marketing planning stuff.

So you're not just guessing and hoping about revenue that you will 
earn, but instead you are making educated guesses. And email 
marketing is actually a really effective tool for this because 
unlike a lot of the other marketing strategies, your email database 
is pretty much your leads database. It is that intermediary step 
between, you know, your more public facing marketing efforts and 
your actual sales. So if you are using email marketing in that way, 
your email marketing numbers can be a really direct indicator and 
predictor of exactly how well your business is going to be doing as 
a whole.

So that's why I believe this is really crucial for you to be doing 
more so than just looking at your open rates and your click rates. 
We want to actually be able to know how much money you are earning 
from your email marketing and how much you could potentially earn. 
So now I do want you to take action on this. So I want to make it as 
simple as possible.

So for the purposes of this exercise, I'm just going to ask you to 
look at the year as a whole. So as I said, we're at end of financial 
year, so we'll be looking at July 1 to June 30. Of course you can do 
this on a calendar year basis if you want or in your country. If 
your financial year is totally different, pick your financial year 
as the time frame you are looking at.

But if you did want to get a bit more accurate and a bit more 
specific, you can break it down by month. And this will give you a 
bit more of an accurate picture because obviously your list grows 



each month. You'll get different revenue each month. So you get that 
more kind of, you do month by month and then you take the average 
for the whole year and that would give you a more accurate number.

But even doing this big picture look will help. And you can get as 
nerdy with this as you like. So I'm sharing these big picture 
numbers, but if you wanted to break it down by a promotion. So you 
see, how did my Black Friday sales go? Or specific launches? You can 
use these to go, okay, how did launch one do, launch two do, launch 
three? Or you can go by specific automation or relevant campaigns as 
well.

Like one campaign or a series of campaigns. Or as I said, you could 
do by a quarter, by a month. You can choose what is most meaningful 
to your business. But like anything like I've shared with other 
numbers based episodes, we can go down the rabbit hole. And the next 
thing you know, you could be spending days going through your 
numbers, especially if you really get the ADHD hyper focus like I 
do.

And you can go on all sorts of tangents. And while it's wonderfully 
fun, sometimes we want to have some of these big picture numbers 
just really to come back to. So before I get stuck into the four 
numbers, I do just want to address the elephant in the room. And 
that is the question, how do I know if I doing any good now? The 
best way to know for you is simply a comparison with yourself.

So the best comparison of whether you're doing any good or not is 
how this year's performance compared to the previous year's 
performance. And that's also helpful to know, okay. About, okay, 
well, what changed. And I know overall costs have gone up. I know 
you know, people have been spending less. So maybe overall your 
business has declined. And if you know that, that just a general 
thing, you know, you don't need to think, okay, it was my email 
marketing that was broken.

It's just, you know, things in general. But doing a comparison with 
yourself in terms of knowing, okay, what's the rates? That is the 
best indicator. So if you don't have the data from previous years, 
maybe this is a great time to have a look and go, you know what? I'm 
just going to go back. If you've got the data, looking at the last 
five years over a couple of these big picture numbers and the maths 
metrics I'm going to show you are really simple ones to do.

You should be able to knock this out fairly quickly. So as long as 
you can get the data, you should be good to go. So that's the best 
comparison. The next best, if you don't have a lot of history or you 
struggle to get the data, is your industry averages. So I would just 
be doing a really good Google search about, you know, looking at 
your particular niche, what the best industry averages are.

If you're like an e commerce business using Klaviyo, for example, 
they have some great benchmark tools where you've actually picked 
your industry and your niche. So you should be able to just get the 



numbers directly from them there. And worst case, you can always 
look at your overall general benchmarks. So what you know, the 
overall, you know, benchmarks are for ecommerce or the overall 
benchmarks are for service based businesses.

If you want some guidance on that, I actually do have that covered 
inside my free course. Get started with email marketing. So if you 
want to check out some of those numbers, as well as a whole bunch of 
other email marketing goodness and questions answered, you can go to 
yaelkeon.com/start and that is a free course which you can grab and 
it will give you some of those numbers.

But Google is your friend when it comes to that as well. Okay, that 
was a big introduction, but the metrics themselves aren't that 
scary. They're not too difficult to do. So let's get stuck into 
them. And the number one one that I would love you to look at is 
your return on investment. So this is how much did your email 
marketing earn you. So your revenue minus your cost, which is how 
much did you spend on your email marketing and then divide that 
result by the cost.

So let's break that down a little bit. So firstly, how much did your 
email marketing earn you? Where can you find out this number? 
Hopefully you have some good tracking set up. So when you set up 
your email marketing, hopefully you turned on UTM tracking, which is 
basically what talks to your Google Analytics. So if you have Google 
Analytics set up, hopefully you have some goals or you have some 
revenue attribution set up there where you can figure out how much 
that earnt you.

You could also like if you use Shopify, the Shopify reporting is 
pretty good at sharing where revenue came from. Or you could also 
look at your attribution from your email marketing software. So if 
you have that set up, just be mindful of that though. So for 
example, some of them you can choose an attribution window, which 
basically means if someone purchases from you within say five days 
of opening a particular email, it will attribute it to that email 
even if they came from somewhere else.

So you just need to be mindful of that. So obviously these numbers 
only work if you have it directly linked to your email marketing 
like sales. So if you've got a cart that is reporting data and you 
can see that someone clicked here and then they went to add it to 
cart and purchased. So this can work great for digital products and 
ecommerce obviously as well. If you pretty much only exclusively 
sell through email, which is mainly what I do, I pretty much 
attribute, you know, all my revenue through email marketing because 
the majority of people come through there, apart from perhaps some 
of the bigger ticket client ones who I see maybe come directly 
through the podcast and I know where they come from.

For if you have a service based business and someone's not directly 
paying, so you don't have that data, but you can see how many 
clients came on board and if you can see where they came from, 



hopefully, you know, if you can see if they were on your email list, 
you can hopefully calculate how much email marketing earned you. So 
it's not as clean. And if you don't have this set up, a way to be 
able to track where your money is coming from, I would say this is a 
strong time to make sure you've got that set up.

So take this as your reminder so that next financial year it is all 
just there, ready to go. Whether it is literally just every time you 
book in a client, you have the where did you hear from me from? Or 
you have the you just checked, did they come from my email? And you 
give it a little tick or you make sure you have your Google 
Analytics set up correctly.

Okay. So you take that number, then you take how much you spent. So 
your costs. So this is of course your email marketing software. If 
you've got that in place. It is if you invested in programmes, I 
would count that as a cost to do with email marketing and any 
support you've got. So if you have a VA doing some of the stuff for 
you, if you hire someone like me as a consultant, what was that 
cost?

So we want to include those as well. And I would also include 
anything like if you've got special lead page software, if you've 
got any additional little pieces of software that you use or, and of 
course your ad spend. So if you're doing Facebook ads to grow your 
email list, that would absolutely come under this as well. So we 
take how much revenue you earned, you subtract that cost and then 
you divide that result by the cost and that gives you your return on 
investment.

So basically for every dollar that you spend on email marketing, you 
know, you will get x dollars back. And you know, they say like 
someone like campaign monitor says it's like $44 per dollar spent. 
Of course this can be a really wide number, so we want to know what 
it is for you. So questions you could ask based on this number is, 
you know, if you didn't get a high enough number, if you didn't 
think about like my biggest question to you is were you using it, 
you know, were you actually using your email marketing or were you 
just sending like an email once a month and hoping for the best?

And were you growing your list or not growing your list? You could 
also go deeper a little bit where the revenue was earned. So was it 
from particular promotions or launches or automations or individual 
emails? Like where was the majority of your income earned? And we 
also just want to, you know, spot the gaps. So potential gaps of 
where you might not even thought about in terms of your email 
marketing, like an area that you might be missing.

If you want help with that, I highly, highly, highly recommend you 
join the email experience. That's my membership which provides all 
the email marketing support you need. But in there I've got some of 
these big picture things. So I've got a performance review exercise 
and I also talk about my five email experiences framework which 
shows you the different ways in which email marketing can be earning 



your revenue and which ones you need in place.

You can check all of that out at yaelkeon.com/experience. So your 
return on investment is revenue minus cost divided by cost. The next 
one is going down to revenue per subscriber. So this is really cool. 
Basically this is where we are figuring out how much each subscriber 
on your list is worth. Very simple, we just take your revenue. 
You've already figured that out now. So your revenue that you have 
earned divided by the number of subscribers you have, and this 
equals your RPS, revenue per subscriber.

So this is a great metric to help you calculate the value of any 
future list growth. You can also determine whether it's worth 
investing in ads to grow your list. So if you know that every 
subscriber has earned you $5, and if you know it will cost you $2 to 
add a new subscriber to your list, then you go, oh, yep, that's 
definitely worth it to me because I get a profit of $3.

Of course, we need to take into account, you know, product costs, 
etcetera. But that is a very rudimentary thing so that it can help 
you make a really informed decision about whether it is valuable to 
invest in, you know, growing your email list. And for bonus points 
here for this metric, you could also now begin to figure out your 
customer lifetime value. So this revenue per subscriber we've 
calculated is across, you know, the year as a whole.

But you could take that number and then multiply that by the average 
number of years your subscribers are active. So obviously you need 
to have a little bit of history here. But if you can, see if you can 
get out of your software the created date of all your subscribers 
and then the unsubscribe date and do some maths in Excel. Excel can 
do those maths. And then you get the average and see how long people 
were on your list.

You can begin to figure out, okay, how you multiply your rps, your 
revenue per subscriber across a whole year and multiply that by the 
number of years they people are active. And then you can begin to 
see how much the lifetime value of every subscriber is, which is 
really cool. Okay, so return on investment and revenue per 
subscriber. So they are our two big dollar value ones that we want 
to know.

The third metric to calculate is your conversion rate. And in this 
specific scenario, I'm talking about the conversion rate to sale. So 
we use the term conversion rate a lot in email marketing in terms of 
how well is our lead page converting? You know, how well is someone 
converting to clicking on a link? Any action someone takes is 
typically counted as conversion. But of course we want to be talking 
about here specifically to the sales.

So once again, we want to calculate how many subscribers you have. 
So we figured that number out already. And then we want to know how 
many of them have purchased. So how many unique purchases have you 
had across the year? So we take the unique number of purchases 



divided by the number of subscribers and that will give us our 
conversion rate. So we multiply by 100 to make this into a percent.

So this is really, really helpful to know, okay, for how many 
subscribers I have got on my list, I can expect x percent to convert 
to a sale. So this is really, really helpful for a lot of 
calculations. You can also do this on an individual campaign level. 
So as in each individual email. So you could say on this email I 
sent it to this many people, this many people purchased.

So purchases divided by email sent equals your conversion rate. 
Again, you could do it on a launch level, a specific promotion 
level, or across the year as well. So if you are curious about how 
to increase your conversion rates, I would recommend checking out 
episode 86. I've got some great advice there, all about how to 
increase conversions. So if you're worried about this number being a 
little bit low, you can have a look there.

But again, make sure you check your industry averages because it 
might be a bit lower than you think. I'm surprised as how many 
people think, okay, if you have a list of 100 people and you put out 
an offer that they expect 50% of people to buy, it's just not 
realistic. Okay. And the final metric to look at is your list, 
growth rate. So this is how well your email list has grown over the 
years.

So all we need to find out here is the current number of 
subscribers. You've got that already. Then we want to find out the 
number of subscribers at the same time last year or last month or 
whatever timeframe you're looking at. But we're talking about the 
year picture here. So you take the current number minus the past 
number and then divide that result by the past number. Then you just 
multiply that by 100 to get a percentage.

So if you currently have 150 subscribers and you previously had 100, 
you take 150 -100 and then you divide that by 100 and then when you 
multiply that, that will go to 0.5. And of course if you multiply 
that by 100, you get a 50% growth rate. So this again is really 
important. So you can see and start to make predictions about how 
well your business is going to grow in the incoming year.

Because we see how we're growing, we can start to predict how much 
more revenue we will earn. And if you did want to go deeper with 
this, have a quick look, you know, at where these subscribers came 
from. You know, have you had a consistent growth over the year just 
from people visiting your website or ticking the box at checkout, 
signing up to a lead magnet? Or were there a few key boosters?

Like did you do a couple of collaborations? Did you appear on a 
podcast? Did you do like a special webinar? Was there anything that 
really boosted this? And then you can of course ask that question, 
well, what can you do more of to grow even faster? If you are 
worried about your list growth or you just like yep, I can see now 
how important it is to grow my email list.



I recommend checking out episode 24, which is called why your email 
list isn't growing. I've also got a bunch of episodes, if you look 
it up, about different lead magnets and list growth. I also can 
highly recommend my course list building boost, which talks about 
spotting the gaps in terms of where your list is growing and 
different strategies you can use to boost that growth rate.

And you can find out more about that at yaelkeon.com/boost. Okay, so 
they are our four key metrics. Your return on investment, your 
revenue per subscriber, your conversion rate and your list growth 
rate. They are four numbers which will really tell what the health 
is of your email marketing, how much it is contributing to your 
business. And now we can use it to do some great predictions. So the 
next step you might want to take here, once you've got these 
numbers, is to look at your predicted revenue.

So this can be just from your email marketing or if you know, 
everyone comes through your email marketing. It's like how to 
calculate your business revenue for the next financial year. So all 
you need to do here is apply your list growth rate to the next year. 
So if you knew your list grew 50% over the course of the last year, 
and you're like, you know what, I'm pretty sure that's going to be 
about consistent.

If you added 50% there, you can do that. And then you multiply your 
new list size by your revenue per subscriber and that will give you 
your revenue for the year. So very, very simple calculations and 
that can give you a great starter number. But of course, nothing 
stays the same. And this is where you can have a lot of fun starting 
to play with these numbers a little bit by asking a couple of, you 
know, what if questions like, what if I could increase the list 
growth rate, you know, by x percent?

Like if my growth rate was 60% instead of 50%, how will that impact 
my bottom line? And then that begins, you know, to think 
strategically about what list growth strategies you can use. Or what 
if I could increase my conversion rate by x percent, you know, that 
can help you think about, okay, well, if I could, maybe I didn't add 
many more subscribers, but if I could even by half a percent, 
increase my conversions by putting, by adding in some extra emails 
or having stronger calls to action or different tips that I share in 
that how to increase conversions, podcast episode, what would that 
result in?

And of course, you know, what if I invested in ads, perhaps to grow 
my list and you know, and then you think about how much is 
reasonable to spend given the subscriber value, and then you figure 
that out and then you can do some all sorts of calculations to 
predict your email marketing revenue. This is where email marketing 
really gets exciting. I know I sound completely nerdy when I say 
that, but it is how you can motivate yourself to take action.

Because sometimes it feels like you're just doing this grind, you're 



just writing these emails and you don't see how it's impacting your 
bottom line directly. And it's also handy to use this and look at 
this in line with your other marketing efforts and compare the ROI 
on those as well. So it's interesting to see exactly how it stacks 
up to everything else. So it's interesting to see, okay, well, how 
many people came to my website from my Instagram and purchased and 
what's that return on investment there.

And also, I like to think about it a little bit as well, not only in 
terms of your money, but thinking about how much time you are 
investing as well. Because obviously your time is valuable and 
there's opportunity cost associated with that time too. And if you 
see, and I'm a bit biased, that the return on investment of your 
email marketing is significantly higher than your other marketing 
strategies, which I believe it will be if you're using it, then you 
go, oh, maybe I should be prioritising this more.

Of course, you know, there may be those of you who are thinking, you 
know, aren't performing as well as you had hoped, and that's 
sometimes about asking the hard questions about, you know, have you 
actually been doing email marketing or have you just been coasting 
it with like an email a month and no real focus? You're obviously 
only going to see results if you actually put in the effort.

So hopefully you have found this whole exercise really useful. 
Hopefully it's gotten you a little bit of motivation. I would love 
to hear back from you if you have done these calculations and to see 
what some of these numbers are. If you did want more support with 
all of this, I have two places I can recommend you look. First of 
all, I mentioned earlier the email experience membership where I 
have a full performance review exercise and worksheets and I go into 
more details about how you can review the performance as well as I 
have the five email experiences framework which goes into detail 
about all the different ways you can use email marketing to grow 
your business.

And that's a great way to identify any gaps you might have and where 
you might go from there so you can learn more about that at 
yaelkeon.com/experience or if you're like, yeah, I don't have the 
time, it's too overwhelming. I do absolutely offer one on one 
support as well. I have a number of different ways you can work with 
me that you can find out about yaelkeon.com

and you just go to the work with me link there. For my ongoing email 
implementer clients I have a standard where I do a quarterly report 
and I have a look at your numbers and how things are going. So I 
actually do all these calculations for you and we figure that all 
out. So if you're interested in that, make sure to head to my 
website. Thank you so much for joining me today.

I would love to hear from you about what you've enjoyed from this 
episode or what you want to know more about in future episodes. 
Please let me know over on instagram. I am @yaelkeon all one word 
and I'll see you in the next episode.




