
THE BUSINESS CASE IS CLEAR

Sending a single email is simple: you open your 
favorite email client or grab your mobile phone; 
type in a “to” address, a subject, and a body; then 
hit send. Sending 10 emails isn’t tremendously 
difficult—you simply repeat the aforementioned 
procedure 10 times, or enter 10 email addresses in 
the “to” field. However, when you cross a certain 
threshold, sending email goes from easy and rudi-
mentary to exceptionally challenging—messaging 
at scale requires highly specialized infrastructure 
and experience that ranges from technical, to 
policy, to deliverability and privacy. 

Maintaining on-premises messaging infrastructure 
gives companies incredible power and the abil-
ity to build highly customized message streams 
and communications. However, this customiza-
tion comes with a high cost in both dollars and 
man-hours. Imagine if you could have the same 
performance, stability, and deliverability of the 
world’s best on-premises email platform, but 
managed and serviced by the company that built 
it with all of the same cross-channel messaging 
sophistication in the cloud? What might the cost 
savings look like? Based on our findings, a busi-
ness that sends 750 million emails a year can 
save up to 40% by migrating their email infra-
structure to a cloud solution like SparkPost.

CUSTOMERS HAVE SPOKEN

We interviewed four customers with very different 
business models about their decisions to move off 
their internal messaging stack and integrate with 
SparkPost’s APIs to drive their commercial and 
transactional messaging needs. The three major 
themes that emerged from those conversations 
echo what most companies already know: sending 
email at scale isn’t easy. Here is what they told us.

“We need to focus on building our business 
applications and services—not becoming 
messaging experts.”

When a company has achieved scale, the difficulty 
of maintaining a complex messaging stack goes 
up dramatically. Failure in that stack, especially 
for companies whose revenue is highly seasonal, 
could be catastrophic. (For example, see the exis-
tential crisis faced by formerly soaring e-retailer 
Zulily when their email delivery infrastructure 
 collapsed1 in the midst of the peak-shopping 
season.) When maintaining in-house infrastructure, 
any disruption—from minor changes to major out-
ages—is likely to cause friction in the IT system by 
pulling engineers, sysadmins, and other technical 
personnel to address the problem. Most compa-
nies would rather focus their technical efforts on 
developing their own technology and supporting 
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applications and infrastructure that deliver unique 
competitive advantage, not on operational issues 
like managing email in transit. 

“Scaling and growing email is extremely  
expensive and disruptive to ongoing  
normal operations.” 

A company experiencing tremendous growth will 
realize far greater benefit by focusing and manag-
ing their continuing business growth rather than 
investing enough money to scale their email, 
provide redundancy for email-at-scale, deal 
with increased bandwidth costs, assigning more 
technical resources to the project, procuring serv-
ers, and ensuring stability. These functions can 
all be outsourced far more cost-effectively with 
highly specialized IaaS like SparkPost. The cloud’s 
elasticity allows companies not only to scale and 
keep pace with growth, but also to have on-
demand burst capacity available whenever it’s 
needed and guaranteed through SLAs. The only 
way to achieve this in the past was to overbuy 
hardware, bandwidth, software licenses, and 
development time—and then to have it sit idle 
just in case it was needed. That underutilization is 
an extraordinarily inefficient use of resources.

“Email deliverability is a highly specialized  
and expensive skill set in short supply on  
the open market.”  

Ensuring the ongoing success of marketing 
email programs and critical transactional mes-
sage streams alike requires the ongoing attention 
and operational expertise of email deliverability 
personnel. Deliverability staff monitor, config-
ure, consult on best practices, triage in times of 
crisis, and remediate deliverability failures that 
are bound to arise during the normal course of 
messaging operations. These highly skilled pro-
fessionals help companies navigate a complex 
landscape of varied privacy laws, bounce codes, 
blacklists, and other highly email-centric nuances 
that can prevent revenue loss and improve 

customer engagement by ensuring the timely 
delivery of email to the inbox. SparkPost’s deliv-
erability team provides expert coverage and is 
comprised of individuals that have made a career 
in email operations on both sides of the ISP fence: 
postmasters and sender-side deliverability experts. 
Third-party research by Return Path, IBM, and 
250OK all find delivery to the inbox across the 
industry to be approximately 80%. In contrast, 
SparkPost’s inbox placement routinely exceeds 
95% or more. Consider the lost revenue and other 
opportunity costs represented by that 15% margin.

MIGRATING EMAIL TO THE CLOUD MAKES 
FINANCIAL AND OPERATIONAL SENSE

It’s no secret that modern enterprises and startups 
alike are focused on four key centers of technol-
ogy development today: social, mobile, analytics, 
and the cloud (SMAC)2. By moving more of their 
infrastructure to the cloud they’re able to innovate 
faster, deliver products and applications more 
smoothly, because they’re no longer limited by 
their own infrastructure or bandwidth. The cloud 
has produced more nimble businesses that are 
better positioned and aligned with what the 
market and consumers expect in their relationships 
with businesses. 10 years ago a business with scal-
ing requirements would require an investment of 
$5 million to get off the ground—the same busi-
ness today can be built for $50,000-$100,000 in 
IaaS investment3.

In 2014 69% of enterprises had either infrastruc-
ture or applications running in the cloud. In 2015  
a quarter of all IT budget allocation4 went to 
sustaining and expanding cloud solutions. All in 
all, the adoption of IaaS and PaaS has approached 
or surpassed the 50% mark5. For systems like 
email-at-scale infrastructure, the pace of adop-
tion is accelerating rapidly, and for clear business 
reasons. The emergence of cloud email providers 
like SparkPost that conform to modern IaaS and 
PaaS standards has made it possible to outsource 
a part of the stack previously limited to internal or 
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inflexible ESP platforms. Modern cloud architec-
ture has removed the friction typically associated 
with ESPs and has improved the overall experience 
both for businesses employing such technologies 
and for the customers on the receiving end of 
these communications. 

But for some, these strategic benefits may feel 
ephemeral. Some IT teams still believe maintaining 
their own email stack is critical to the operation of 
their business, or they may not be prepared to let 
go of depreciated capital investment. Even these 
diehards, however, must acknowledge the very 
real costs of on-premises infrastructure that stand 
in contrast to the benefits of outsourcing email to 
the cloud:

• Hardware costs

• Cooling costs

• Replacement costs

• Network sys admins

• Software licenses

• Developers focused on customizing open-
source MTAs

• Developers focused on building analytics, 
monitoring and reporting

• Deliverability staff or expensive consultants

• The inevitable cost of failure—on average, 
21% of all email never arrives to the inbox6

Learning from customers who already have 
migrated from on-premises to cloud email infra-
structure, we developed a model of their business 
rationale for shifting email-related investment 
from capital expenditures to operational spend. 
This financial model captures the ongoing costs 
of maintaining and scaling infrastructure to meet 
market demand, growth, and preventing failure.

Ultimately, the cloud has created new financial 
incentives that are improving its adoption, and 
pay-as-you-go models have encouraged rapid 
evolution, experimentation, creativity and testing. 

The cloud represents unlimited potential to grow, 
innovate, disrupt, and transform existing busi-
nesses into even more successful versions of 
themselves that can operate more efficiently and 
that can better focus on core business differen-
tiators: building products that surprise, delight, 
and produce revenue—not on the expensive and 
distracting challenges of operating email at scale. 

ABOUT SPARKPOST

SparkPost is the world’s #1 email sender, trusted 
by customers like Microsoft, Atlassian, Zillow, 
LinkedIn, and Oracle to dramatically increase email 
performance. We send more than 37% of the 
world’s B2C email, more than 5 trillion messages 
a year. SparkPost’s unmatched data footprint and 
signals help leading enterprises break through the 
email noise to drive top-line results. Follow us on 
Twitter @SparkPost or go to sparkpost.com.

Start Driving Business Value with Email.  
Call 877-887-3031 or email sales@sparkpost.com.  
Follow us on Twitter @SparkPost or go to sparkpost.com.
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