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Executive Summary 
Ensuring deliverability of e-mails containing bills, statements, and other business critical 

information is imperative. Many businesses trust their customer communications 

management (CCM) platform for this. Nevertheless, they are often not aware of the 

complexity involved in getting these communications to the customer’s inbox. Moreover, 

most businesses are unaware of the impact of poor deliverability, which can translate into 

a $1.8 million annual burden on the bottom line.  

This white paper reviews the customer communications delivery market, explores the 

impact of poor deliverability, and highlights the strategic partnership between OpenText 

Exstream and SparkPost to provide assured electronic delivery with e-mail, SMS, and 

mobile push notifications. 

Key Findings 

x E-mail deliverability is expressed as the percentage of successful deliveries to the 
customers’ inbox. It is impacted by e-mail authentication, sender reputation, content 
filtering, e-mail bounces, and feedback loops.  

x The annualized direct impact of a 5.5% non-delivery rate for transactional 
communications can range between $74,000 and $1.8 million (depending on 
enterprise size), according to our calculation model.  

x The cost to reprint a mail piece, additional service calls from customers, brand 
erosion, and missed cash flow are all potential results of a non-delivered e-mail. 
Missed cash flow of non-renewals, due to poor deliverability, makes up the most 
significant share of total impact. 

Recommendations 

x Review your CCM platform. Consider a CCM platform that has the capability to 
ensure high deliverability, creates communications that generate delighted customer 
experiences, as well as provides capabilities to understand how recipients engage 
with these messages.  

x Focus on creating a superior customer experience. Develop leading edge 
multi-channel delivery strategies that allow customers to easily select—and switch 
between—various communication channels. 

x Keep the rate of non-delivery for transactional e-mails in the low single-
digit range. Use the framework introduced in this white paper as a quick way to 
determine the annualized impact of poor deliverability of transactional e-mails for 
your business. 
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Introduction 
E-mail continues to grow in popularity as a delivery channel for critical business 

communications. While enterprises are adapting well to finding solutions that allow them 

to send customer communications through this channel, they are faced with the challenge 

of e-mail deliverability–ensuring successful delivery to the customer’s inbox. CCM 

platforms hinge on the successful delivery of these customer communications, and 

therefore play a significant role in achieving high deliverability. 

In this white paper, we will look at e-mail communication trends and identify the key 

challenges of transactional e-mail deliverability. We will introduce a framework to 

calculate the impact associated with poor deliverability. We will also highlight how the 

strategic partnership between OpenText Exstream and SparkPost aims to address 

deliverability and customer experience improvements in the inbox. 

Trends in the Electronic Delivery of Customer Communications 
Not only must today’s businesses offer a variety of communication channels, they are also 

challenged to meet the customer’s communications preferences. Therefore, it is crucial 

for businesses to develop and diversify a digital strategy for delivering customer 

communications, as well as to execute on their paperless adoption strategy.  

Customer Experiences Drive Paperless Adoption Rates 
A key driver for businesses to move toward electronic delivery has long been the desire to 

reduce print and postal mailing costs—especially for high volume mailers that send 

monthly bills and statements to their customers. As such, many businesses have made an 

aggressive push for their customers to go electronic-only (paperless) and take advantage 

of the various access points, including the web, e-mail, and mobile apps. 

According to our latest research, which included 808 enterprise respondents across 

North America, Western Europe, and Latin America, providing a better customer 

experience (36%) and making it easy for customers to switch (36%) are the most-cited 

ways being used to achieve paperless adoption targets. Incentives alone (21%) are not 

enough. 
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Figure 1: Intended Actions for Achieving Paperless Adoption Targets 

 
This ties back to CCM platforms that are used for the creation, management, and delivery 

of these paperless communications. Such platforms must enable businesses to implement 

a holistic communication approach, in which customer communications are perceived as 

a single experience by their customers–independent from the channels used (omni-

channel). 
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Regional Differences in Shift to Electronic Communications 
By 2018, enterprise respondents expect to be delivering about 70% of their customer 

communications electronically. Only a portion of this will also be delivered to the same 

customers in print (the so-called “double dippers”). As shown in Figure 2, there are 

significant regional differences. The share of communications delivered electronically 

(electronic only and double dippers) is expected to grow almost three times faster among 

enterprises in Western Europe (+8.0%) than among enterprises in North America 

(+2.7%), whereas print suppression (print only and double dippers) in Western Europe 

(+14.6%) is expected to be almost four times faster than in North America (+3.7%). 

Figure 2: Channel Distribution Trends 2016 vs. 2018 

 

 
Despite these differences, enterprises globally are focusing on improving the electronic 

access points they offer to customers, and many have initiatives currently underway. This 

is supported by our 2016 research, which showed that 32% of enterprise respondents 

indicated they were undergoing a migration from legacy print applications to modern, 

multi-channel delivery platforms. In 2015, only 22% of respondents cited the same. 
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E-mail Delivery Continues to be Popular, but Use is Shifting 
Looking specifically at e-mail delivery, our research reveals that just over half (54%) of 

enterprise respondents in 2016 prefer to send customer communications in the form of 

an e-mail with attachment. That said, by 2018, 48% are expecting to be using 

attachments. This is a decrease of six percentage points. Within that same timeframe, 

other forms of e-mail delivery will gain in popularity, as enterprises steadily shift away 

from e-mail with static attachments to more dynamic and interactive communications. 

These include e-mails linking to communications available on an external portal and rich 

HTML to improve the user’s inbox experience. Part of the e-mail with attachment 

decrease is a security risk associated with e-mail attachments. Attachments are scanned 

and scrutinized as possible virus payloads. Even if the attachment is clean, users can set 

their own rules to mark any e-mail with an attachment as spam. 

Figure 3: Usage of E-mail Delivery Channels 2016 vs. 2018 

 

Challenges in Sending Transactional E-mail 
According to InfoTrends’ research, the value of deliverability for businesses resides in the 

ability to improve conversion rates and sales revenues. This is achieved by driving better 

customer experience, enabling higher e-mail open rates, and cultivating customer 

relationships. Nevertheless, this potential value can only be reached when the e-mail 

actually arrives in the customer’s inbox. Despite what might feel like a short digital 

journey, an e-mail actually faces a number of policy and technical challenges.  

Transactional vs. Commercial E-mails 
In general, there are two types of e-mails; each with its own unique challenges and use 

cases. It is therefore important to understand these differences when discussing e-mail 

deliverability for customer communications. 
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Table 1: Type of E-mails 

E-mail Type Characteristics Examples 

Commercial 
E-mail 

Typically sent as part of a campaign (batch) on a 
regular or non-regular cadence. 

 
Often sent to a customer segment with similar 

demographic characteristics and communication 
preferences. 

 
Must follow e-mail sending laws, such as CAN-

SPAM for the U.S., CASL for Canada, and the EU 
Data Privacy Act for Europe. It also requires an 

opt-in/opt-out process, in addition to the unique 
requirements present in other geographies. 

Sales Notifications 
New and Special Offerings 

Product Updates 
Newsletters 

Event Invitations 

Transactional 
E-mail 

Typically sent on-demand/real-time, commonly 
triggered by a business transaction, or sent as 

part of a legal notification requirement. 
 

Requires integration with a backend system that 
generates the communication. It is also  

generally data and time sensitive. 
 

Is exempt from some, but not all, electronic 
communication and e-mail sending laws. 

Bills 
Statements 

Customer Correspondence 
Legal Notices 

Policy Updates 
Explanation of Benefits 

 

E-mail Deliverability 
E-mail deliverability is expressed as the percentage of successful deliveries to the 

customers’ inbox. It tracks which e-mails are actually arriving in the recipient’s inbox, 

rather than only those having been sent. This number is affected by not only the business 

rules and reputation of the e-mail service provider (ESP), but also by the sender, who can 

influence critical factors affecting deliverability. E-mail delivery rates differ by type of e-

mail. Commercial e-mails typically have lower delivery rates than transactional e-mails. 

For instance, the 2015 Deliverability Benchmark Report from Return Path analyzed 357 

million promotional e-mails sent to consumers worldwide. It found that the global 

delivery rate of commercial e-mails has declined, from 83% in 2014 to 79% in 2015.  

Deliverability for transactional e-mails is a different story. Delivery rates are much 

higher, as this type of e-mail involves communications to existing customers and, in most 

cases, is triggered by actions initiated by the subscriber or a time milestone (e.g., a 

monthly bill or statement). According to the Q1 2016 E-mail Trends and Benchmarks 

Report of Epsilon, which analyzed 8.5 billion e-mails, non-delivery of transactional e-

mails range only from 4% to 7%. Specifically, for Q1 2016, the non-delivery rate was at 

5.5%. With that said, transactional e-mails that are undelivered not only represent a 

missed opportunity, but also have a negative impact on the organization’s bottom line. 
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Challenges Faced when Delivering E-mail 
Internet service providers (ISPs) and mailbox providers typically use a layered protection 

approach to fight spam. Before the sent e-mail arrives to the recipient’s inbox, it must 

successfully pass through all layers. In general, the following three layers are in place. 

x E-mail Authentication is basically a (technical) verification method to let the 
receiving e-mail server identify the sender. It is mandatory for transactional and 
commercial e-mails.  

x Sender Reputation is based on previous deliveries, complaints associated with the 
sending IP and domain, any blacklisting on public or proprietary blacklists that are 
taken into account by the receiving domain, whitelisting with the receiving domain (if 
available), and other inputs and signals that are often invisible to the sender. Sender 
reputation is different at every ISP and mailbox provider. It is a complex landscape 
that requires a platform capable of interpreting feedback from receiving domains in 
real time and adjusting delivery mechanisms to comply with sending best practices, 
ISP terms of service, and acceptable use policies.  

x Content Filtering is the process of “screening” the actual e-mail and its content, 
including the hidden structure. Examples include word use, misspellings, the ratio of 
text to images, font colors, validity of hyperlinks, the subject line, and the body text of 
the message. 

Some other important aspects relating to e-mail deliverability are complaints (a recipient 

hitting the “This is Spam” button) and e-mail bounces. Managing these aspects correctly 

is important, as it directly influences the sender’s reputation. 

x E-mail Bounces occur when the e-mail address does not exist, the receiving e-mail 
server is (temporarily) not available, or the recipient’s inbox is full. ISPs monitor and 
watch for senders that continually send to bad mailboxes and get blocked due to high 
complaint rates.  

x Feedback Loops allow senders to receive a spam complaint (notification) back 
from ISPs and mailbox providers, on behalf of recipients, who mark the e-mail as 
spam. Senders use this information to prevent future deliveries, in compliance with 
feedback loop policies.   

The Impact of Poor Deliverability 
Most businesses stop short of optimizing their chosen CCM platform, resulting in an 

impact to their bottom line when transactional e-mails are not delivered. Calculating this 

impact can be a complex process, depending on which factors and assumptions are 

included. In this section, we introduce a framework that allows businesses to calculate a 

ballpark impact, based on what we believe are the key drivers that are directly influenced 

by poor deliverability.  
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The Framework  
Figure 4 presents a framework for calculating the impact of poor deliverability of 

transactional e-mail. It highlights the most important cost factors at play in the event that 

an e-mail is not delivered to the customer’s inbox. Table 2 shows a rule of thumb for each 

cost factor that businesses can apply to calculate a ballpark impact. The framework 

distinguishes between direct impact (e.g., cost and missed cash flow that occur 

immediately) and opportunity cost (e.g., potential revenue not received due to the 

undelivered transactional e-mails). 

Figure 4: Framework on Poor Deliverability of Transactional E-mail 

     

 
 

Table 2: Cost Variables per Enterprise Size at a Non-delivery Rate of 5.5% 

Cost Factor 

Small 
Enterprises 

(<500K 
Customers) 

Medium 
Enterprises 
(500K to 5M 
Customers) 

Large 
Enterprises 

(5M+ 
Customers) 

Reprint cost per transactional e-mail $0.0270 $0.0270 $0.0270 

Call center cost per transactional e-mail volume $0.0309 $0.0326 $0.0416 

Cost due to brand erosion per $100 annual 
marketing budget per customer $0.0584 $0.0584 $0.0584 

Impact from unpaid bills per $1,000 contract 
value per customer $0.0049 $0.0049 $0.0049 

Impact from missed renewals per $1,000 
contract value per customer $0.1460 $0.1460 $0.1460 

 

 

Impact of Poor 
Deliverability of 

Transactional E-mail

Direct Impact

Opportunity Costs

Cost of Reprint
(mail piece)

Cost in Call Center

Cost of Brand Erosion

• Increased call volume

• Missed new customers
• Missed cross/up-sell opportunities

• Higher customer churn
• Higher marketing costs

• Cost of ink, paper, labor
• Postage costs

Missed Cash Flow
• Unpaid/outstanding bills
• Missed renewals

+

+
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Cost of Reprinting a Mail Piece 
In the case of business-critical communications, a physical mail piece (reprint) must be 

produced automatically when a transactional e-mail cannot be delivered. This reprint 

process generates costs involving material (paper, ink, printing and fulfillment 

equipment), labor (equipment needs to be operated), and postal costs. For the calculation 

in this White Paper, we use a conservative cost per mail piece of $0.49 of which, at 75% to 

80%, postage represents the most significant share. Our analysis shows that, at a non-

delivery rate of 5.5%, a negative impact of $0.0270 per transactional e-mail occurs. 

Cost of Additional Service Calls 
Non-delivered e-mails can result in more call center calls, as customers may reach out 

regarding missing statements or “unexpected” notifications when businesses try to 

correct for non-delivered e-mails. InfoTrends’ research among enterprises in key CCM 

industries reveals that their call center’s cost per call is between $7 and $10. Based on this 

same research, we estimate that 6% to 14% of inbound communications related to poor 

deliverability end up in these call centers. Our analysis shows that, at a non-delivery rate 

of 5.5%, a negative impact between $0.0309 and $0.0416 per transactional e-mail occurs, 

depending on enterprise size. 

Costs Related to Brand Erosion 
Brand erosion due to dissatisfied customers can be expressed by lower customer 

retention. Customer retention rates can vary significantly per industry and per business, 

but typically range between 70% and 90%. Determining the impact on customer retention 

due to poor deliverability is very challenging. In our framework, we assume related costs 

occur, as businesses need to invest in marketing to keep customer churn (as a result of 

undelivered e-mails) to a minimum. According to enterprise respondents in our research, 

marketing spend per customer can range anywhere between $18 and $300, depending on 

enterprise size and number of customers served. Our analysis shows that, at a non-

delivery rate of 5.5%, a negative impact of $0.0584 for each $100 annual marketing 

budget spent per customer occurs. 

Missed Cash Flow 
Customers cannot pay bills or respond to renewal notifications when they do not receive 

them. This immediately impacts customer cash flow, as these bills are not paid (on time)–

or existing contracts are not renewed. Customer retention is a key metric for these cases. 

It measures customer churn (missed renewals) and the number of customers that stay on 

board (retained customers), but are potentially not receiving their bill by e-mail (unpaid 

bills). For the calculation in this White Paper, we assume that 10% of customers using e-

mail as their primary channel are affected by a non-delivered e-mail roughly once a year. 

Our analysis shows that, at a non-delivery rate of 5.5%, a negative impact of $0.0049 due 
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to unpaid bills, and $0.1460 due to missed renewals, for every $1,000 annual contract 

value per customer occurs. 

Opportunity Costs 
If a business has to give up benefits, revenues, profits, or any other value in order to 

acquire or achieve something else, an opportunity cost occurs. Examples, in the case of 

poor deliverability, are missed new customers or missed up/cross-sell opportunities. 

Quantifying the opportunity cost related to poor deliverability strongly depends on a 

variety of internal and external factors, all of which can be different per industry and per 

business. In order to avoid complexity, we therefore do not include opportunity costs into 

our calculations. Nevertheless, we deliberately added it into our framework in Figure 4, as 

we believe businesses should be aware of these costs. 

Impact Analysis 
From our insights obtained through recent research for customer communications among 

enterprises globally (see appendix), we can take the average values per enterprise size for 

annual marketing budgets, number of customers served, cost per call center call, and 

number of transactional e-mails sent. Putting these values into our framework allows us 

to calculate the direct impact caused by the poor deliverability of transactional e-mails for 

each individual cost factor. Calculations for different enterprise sizes show that missed 

cash flow from non-renewals accounts for more than 80% of the total impact for medium 

and large enterprises. Brand erosion follows second and represents a significant share, 

especially for smaller enterprises, with more than one-third of total impact. Reprint costs 

account for the smallest impact, at around 2% to 3% based on our framework, with the 

exception of small enterprises. These smaller enterprises are less affected by missed cash 

flow from unpaid bills, due to a smaller customer base.  
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Figure 5: Impact Breakdown at 5.5% Non-delivery Rate by Enterprise Size 

 We can also chart the impact of poor deliverability as a function of the non-delivery rate 

for different enterprise sizes. At a non-delivery rate of 5.5%, the impact ranges from 

$74,000 for small enterprises to $1.8 million for larger enterprises. The key driver for this 

difference is the fact that large enterprises serve more customers, thus generating more 

transactional e-mails, receiving more calls to call centers, needing a higher total 

marketing budget, and facing higher cash flow losses due to customer churn. 

Improving on deliverability (by decreasing the non-delivery rate) has an immediate 

impact on the business’ bottom line. As we can see in Figure 6, decreasing the non-

delivery rate from 5.5% to 3.0% will almost cut associated cost in half (-45%). A further 

decrease down to a 1.0% non-delivery rate would result in cost savings of 82%, further 

preventing a hundred thousand dollar burden on the bottom line. 
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Figure 6: Direct Impact of Poor Deliverability by Enterprise Size 

    
Based on this analysis, businesses are well advised to keep the rate of non-delivery for 

transactional e-mails in the low single-digit range. In addition, improving customer 

loyalty through better customer experiences will ensure more loyal customers, which will 

reduce the missed cash flow impact from non-renewals. This is the most significant share 

of total impact due to poor deliverability. 

E-mail Deliverability with OpenText Exstream & SparkPost 
Customer communications management platforms play a critical role in managing the 

impact of poor deliverability. Such platforms must address the delivery challenges in 

order to ensure high deliverability. Furthermore, CCM platforms also drive customer 

experience through the customer communications sent, an important factor that 

influences the impact of poor deliverability. By leveraging both capabilities wisely, 

businesses can keep the impact of poor deliverability to a minimum. 

A Strategic Partnership 
In 2015, HP Exstream (today OpenText Exstream after OpenText acquired HP Exstream 

in August 2016) and SparkPost announced a strategic partnership–aimed at providing 

assured electronic delivery and improved customer experience for e-mail, SMS, and 

mobile push notifications. OpenText Exstream is used by more than 1,000 enterprises 

worldwide. It is one of the leading CCM platforms for multi-channel customer 

communications.  

SparkPost, established in 2014, is one of the leading infrastructure providers for high-

performance electronic delivery. It offers a cloud-based delivery solution, built upon the 

Momentum platform from Message Systems Inc. According to e-mail delivery tracking 
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data from eDataSource, SparkPost provides the highest deliverability compared to other 

transactional e-mail providers in the industry (almost 98% delivery rate).  

Integration	Platforms	
The strategic partnership includes the integration and distribution of SparkPost with 

OpenText Exstream. This integration gives Exstream customers consolidated visibility 

into delivery, tracking, and engagement information for electronic communications. At a 

deeper level, the Exstream environment is composed of several key components (Figure 

7). The SparkPost integration is realized by adding a special output channel for SparkPost 

in Exstream Delivery Manager. By taking this approach, the process of creating, 

delivering, and managing communications stays unchanged for the customer, while 

maintaining the full assurance of high deliverability for their electronic communications. 

Figure 7: The OpenText Exstream & SparkPost Platform Integration 

   

 

• Exstream Designer allows for the creation and approval of multi-channel 
communications for improved customer experience.  

• Exstream Engine renders and optimizes these communications for specific output 
channels.  

• Exstream Command Center manages customer communications by orchestrating 
and tracking the production and delivery of customer communications.  

• Exstream Delivery Manager sends customer communications through the 
required digital channels. 

Further to this integration, the SparkPost platform is able to report on the electronic 

delivery status to OpenText Exstream, in addition to a rich set of analytics that uncover 

how customers engage with their electronic communications. This allows customers of 

this integrated solution to improve the overall effectiveness of their electronic 

communications, improve brand stickiness, and provide (through an iterative process) a 

richer set of paperless customer experiences.  
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InfoTrends’ Opinion 
Enterprises have placed paperless adoption and improving customer experience among 

their top business goals for customer communications, and this will include improving on 

e-mail communications. Due to some of the inherent challenges with legacy and certain 

(some) commercial e-mail delivery platforms, it will be critical for enterprises to take a 

close look at their CCM platforms for sending e-mails to ensure that they are optimized 

for deliverability. The strategic partnership between OpenText Exstream and SparkPost is 

a great example of how two technology platforms—both among the leaders in their 

respective industries—complement each other and help businesses achieve high 

deliverability and superior customer experience through e-mail. 

 
 
This material is prepared specifically for clients of InfoTrends, Inc. The opinions expressed represent our interpretation 
and analysis of information generally available to the public or released by responsible individuals in the subject 
companies. We believe that the sources of information on which our material is based are reliable and we have applied 
our best professional judgment to the data obtained.�
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Appendix: Consulted Research and Other Resources  

x Customer Engagement Technologies State of the Market Study, Infotrends 2016 

x Transactional Communications & Payments State of the Market Study, InfoTrends 
2016 

x Transactional Communications & Payments Forecast 2013-2018, InfoTrends 2014 

x Q1 2016 E-mail Trends & Benchmarks, Epilog 2016 
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