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A practical framework for planning, coordinating, executing, and optimizing

large-scale email campaigns — without losing brand or operational control.
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THE CHALLENGE

Regional scale creates speed — and risk.

The email is the final output. The real work is the operating model behind it.

1 Different regions use different versions of copy

2 Late send dates, approval changes, or missing details

3 Brand and template drift across localized emails

4 Reporting that’s inconsistent or hard to compare

Control doesn’t mean slowing the work down — it means creating guardrails so the right work happens faster.
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THE ROADMAP

Three takeaways for scaling without losing control

The ideas to leave with today — every slide connects back to one of these.

1
Standardize what shouldn’t change

Templates, intake, QA, tracking, approvals, and reporting create the guardrails that make scale possible.

2
Give regions controlled flexibility

Localization, send timing, and audience nuance can vary without breaking the system.

3
Continuously improve the operating model

Meet with Field and requestors regularly to remove friction and evolve the process.
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THE FRAMEWORK

The operating framework

A scalable email process works when each step has a clear owner, required inputs, and a quality check.

1

PLAN

Define scope

and inputs

→

2

COORDINATE

Align audience

and timing

→

3

EXECUTE

Build and QA

the campaign

→

4

OPTIMIZE

Measure and

improve results

Briefing  ·  Audience  ·  Build  ·  QA  ·  Launch  ·  Reporting  ·  Optimization
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PLAN COORDINATE EXECUTE OPTIMIZE

One source of truth starts at intake

The ticket should capture what’s needed to begin work — not become the place where details arrive late.

✓ Final or near-final copy

✓ Send dates and time zones

✓ Regions and localization needs

✓ Audience criteria and exclusions

✓ Approver or approval path
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PLAN COORDINATE EXECUTE OPTIMIZE

Late inputs don’t stay isolated

“Multiple places can support the work, but only one place should define the work.”

Key principle:  Ideally, all copy and send dates are provided when the ticket is submitted.
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LOCALIZATION

Standardize the framework. Localize the experience.

Scaling globally doesn’t mean every region sends the same email — it means every region works within the same guardrails.

GLOBALLY CONTROLLED

— Brand and message

— Templates (i.e. briefing docs, email & landing page 
templates)

— Tracking & QA standards

— Reporting

REGIONALLY FLEXIBLE

— Language & local nuance

— Send time

— Audience tweaks

— CTA relevance
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TIMELINES

A send date is not the only deadline

Every upstream dependency needs enough space to happen correctly.

Copy + Dates Localization Build Review QA Schedule Launch

←  Late inputs compress every step after them

When copy or send dates arrive late, the team doesn’t just lose build time — it loses localization time, review time, 

QA time, and scheduling confidence.
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PLAN COORDINATE EXECUTE OPTIMIZE

Audience planning keeps regional execution moving

Targeting, counts, exclusions, and time zones should be part of the plan before the build gets blocked.

1

Audience in the ticket

Targeting criteria upfront so MOPs can 

validate counts and flag issues early.

2

Regional send strategy

Schedule by local time zone when it 

improves engagement and stakeholder 

alignment.

3

Smart exclusions

Exclude existing members or registrants 

to protect the customer experience.

The faster you need to move, the earlier audience details need to be locked.
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PLAN COORDINATE EXECUTE OPTIMIZE

Templates scale the build. QA protects the launch.

Make it easy for every region to build from the same structure, then verify the details that can break performance.

BUILD CONTROL

— Approved templates and modules

— Clone master assets for regional versions

— Keep comments in context

QA CONTROL

— Validate links, UTMs, rendering, personalization

— Confirm regional changes before scheduling

— MOPs and requestor both review before launch
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GOVERNANCE

Clear ownership beats endless approval loops

Many people can give input. One person should own the final yes/no decision for each region.

Field / Region

— Business context

— Regional needs

— Local relevance

Regional Approver

— Consolidates all input

— Owns the final yes / no

— Answers to no one else

MOPs

— Execution standards

— QA & launch readiness

— Tracking & reporting

Control doesn’t mean MOPs owns every decision. It means everyone knows who owns what.
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IMPROVE

Your process should evolve with your teams

Meet with Field, requestors, and approvers regularly to identify pain points and improve how both teams work together.

FIELD / REQUESTORS ASK

— What slows us down?

— Where do we duplicate work?

— What is unclear?

MOPS ASKS

— What is consistently late?

— Where are errors happening?

— What can we simplify?

OUTCOME

— Update the process together

— Make the right thing the easy thing
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PLAN COORDINATE EXECUTE OPTIMIZE

Reporting only matters if it changes the next send

A scalable reporting model compares across regions and turns performance into decisions.

1

Measure

Compare audience, region, CTA, send time, 

and campaign type.

→

2

Find the Why

Document insights and understand what 

drove the result.

→

3

Apply Learning

Refine targeting, test the change, and 

repeat.

Best loop:  Learn  →  Document  →  Apply  →  Test  →  Repeat
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Three Principles for Scaling Across Regions

1 Standardize the guardrails

Templates, intake, QA, tracking, approvals, reporting.

2 Enable controlled flexibility
Regions can localize without breaking the operating 

model.

3 Improve the process together
Meet with Field / requestors and turn friction into a 

better system.
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Q&A
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