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You didn’t sign up 
for Klaviyo to send 
pretty emails.
You invested in a platform capable of generating up to 49%
of your brand’s revenue. But there’s a catch:

Most brands think sending emails = making money.
Spoiler: it doesn’t.

Without the right foundations, you’re simply sending more 
emails, not making more money. What you need is
infrastructure that works, so you can focus on product,
ops, and scale instead of troubleshooting flows and
second-guessing results.

At ECD, we’ve rebuilt dozens of Klaviyo accounts from the 
ground up. We’ve turned chaotic campaign-only strategies into 
clean, revenue-producing ecosystems with smart segmentation, 
event-based automation, and branded experiences that
customers actually want to receive



This guide will show 
you how we do it.
It’s not fluff. It’s not a theory. It’s the same internal system we 
use for our 7- and 8-figure DTC clients, now yours to steal.

The 5 email flows every ecommerce brand 
must have to stop bleeding revenue

The exact backend settings, tracking rules, and 
integrations we use to unlock 1:1 personalization

How to build a subscriber acquisition engine 
using pop-ups that convert like landing pages

Mistakes that cost ecommerce brands $10K+/mo 
(and how to fix them in under 60 mins)

Real-life results from brands like Saratoga Olive Oil 
Co. that 3.5x’d their email revenue in 6 months

Bonus: SOP-style checklist and a walkthrough video.

WHAT YOU’LL LEARN



Using only campaigns and no flows (biggest 
mistake in retention)

Over-emailing or under-emailing (with no
attribution settings configured)

Letting Shopify “kind of” sync (but actually missing 
the events that matter most)

Thinking “more popups = more signups” (when 
design + segmentation matter more than timing)

Why This
Guide Exists

Because most brands are:

Sound familiar? Don’t worry—you’re about 
to fix all of that.

Ready to Launch Your Revenue Rocket? 



PHASE 1

Foundation First
If You Skip This, Nothing Else Works

Klaviyo can’t make you money if it can’t read your customer 
behavior. Yet, too many brands rush into flow-building or 
campaign design without first securing clean integrations, 
verified domains, and essential event tracking. That’s like 
designing a mansion on quicksand.

Here’s what we’ve learned managing Klaviyo setups for 
dozens of brands:

“The brands generating 40–49% of revenue from Klaviyo? 
They’re not reinventing the wheel. They’re just doing the 
foundational things better than everyone else.”



Checklist:
Your Non-Negotiable
Setup Stack
These are the invisible levers that impact your entire 
retention funnel. Skip one, and every campaign, flow, 
and popup becomes less effective.

ACCOUNT SETUP & ADMIN ACCESS

Create or gain full Admin access to the Klaviyo account.

Set time zone, company info, and preferred currency.

DOMAIN AUTHENTICATION

Verify SPF, DKIM, and DMARC records via DNS.
Use a branded sender domain — not @gmail or @klaviyomail.

FACEBOOK BUSINESS MANAGER SYNC

Sync audiences and campaign data for future retargeting 
and suppression segments.

SHOPIFY INTEGRATION

Enable customer, order, discount, and theme permissions.

Confirm Klaviyo is pulling:

Added to Cart

Checkout Started

Placed Order

Viewed Product

DATA HYGIENE

Remove duplicate profiles.

Ensure proper consent (especially for SMS).

Use "smart segments" to avoid messaging fatigue.



Migrate Data
from Previous ESP
This step covers the exact process for transitioning 
from platforms like Mailchimp, Constant Contact, 
or Attentive.

KEY DETAILS INCLUDE

Requesting admin access to the client’s prior ESP

Exporting subscriber data (email, SMS, engagement history)

Confirming Klaviyo is fully functional before disabling legacy 
ESP elements (popups, automations, billing)

Importing into Klaviyo while ensuring:

Double opt-in is disabled

Historical engagement data is maintained (e.g., last 
open/click data)

Segmentation by L30D/L60D/L90D engagement

PRO TIPS FROM THE TRENCHES

Audit Attribution: Set Email = 5 Days, SMS = 1 Day. 
Default settings often under-report revenue.
Branded Senders Matter: Gmail is watching. Branded 
sender domains improve deliverability and open rates.

Avoid DIY Domain Auth: Get a dev or email strategist 
to review your DNS records. One wrong character = 
your emails hit spam.

Real-World Pitfall: Broken Cart Tracking: One 
client came to us wondering why their Cart
Abandonment flow was making $0. The problem? 
Their Shopify integration was missing the Added
to Cart event. No event = no trigger = no flow.
We fixed it in 15 minutes and immediately began 
generating over $2.5K/mo,  a typical result once 
‘Added to Cart’ is properly tracked.

BOOK A FREE KLAVIYO AUDIT CALL 

Want Us to Double Check Your Setup?

https://www.ecdigitalstrategy.com/book-your-free-audit?utm_source=lead+magnet&utm_medium=link&utm_campaign=klaviyo+playbook


PHASE 2

The Core Flows
That Drive Revenue
The Retention Engine Most Brands

Never Finish Building

Klaviyo isn’t a newsletter tool. It’s a revenue engine, but 
only if you power it with the right flow. Campaigns might 
get you sales spikes. Flows build your baseline. They’re 
triggered by customer actions, and once set up, they run 
24/7, segmenting automatically, personalizing at scale, 
and printing money while you sleep.

And yet, 80% of the brands we audit only use 1–2 flows
(if any). If you’re one of them, you’re sitting on a
goldmine without a shovel.



What We Build
First (Always)

Every client starts with this foundation. These 
flows are so essential, we’ve cloned and refined 
them into a plug-and-play system.

Trigger: Joins newsletter or SMS
Goal: Build trust, reward sign-ups, and drive 
first purchases

Pro Tip: Remove subscribers from general 
campaigns while in this flow to avoid
overlap fatigue.

WELCOME SERIES (EMAIL + SMS)

Split by SMS opt-in → different discount tiers

4–6 messages over 5–7 days

Includes testimonials, founder story, offer reminders

Trigger: Adds to cart but does not start checkout
Goal: Recover revenue, reduce friction

CART ABANDONMENT (EMAIL + SMS)

Personalized product blocks

A/B test time delays (30min vs 2hr)

Use SMS to grab attention, email to nurture and convert



Trigger: Starts checkout, doesn’t finish
Goal: Push toward completion
with urgency

CHECKOUT ABANDONMENT

Dynamic product recall

Review reassurance + discount logic for high AOV

Use conditional splits (new vs returning users)

Trigger: Views a product, no cart or 
checkout activity
Goal: Reignite intent before they forget

BROWSE ABANDONMENT

Uses viewed product blocks

Delayed follow-ups with recommended products

Includes social proof, review snapshots, and “still
deciding?” language

Trigger: Order completed
Goal: Increase LTV, reduce remorse, drive reviews, 
and upsells

POST-PURCHASE (FIRST-TIME & REPEAT BUYERS)

Separate sequences for first-time vs returning customers

Delay logic between messages (2, 5, 7 days)

Includes: thank-you, review ask, product education, 
cross-sell prompts

Trigger: No order in 60–365 days (brand dependent)
Goal: Reactivate lapsed buyers

 WINBACK FLOW

Segmented by average reorder cycle

Final message with urgency: “We’ll remove you 

from VIP access…”

Mix of new arrivals, top sellers, and discounts



Built-In Optimization
(Straight From Our SOP)
A/B test delays, formats (SMS vs MMS), subject lines
Split flows by:

SMS opt-in status

AOV (high-value cart logic)

Purchase behavior (new vs loyal 
customers)

Real Story: 40% of
Revenue, 6 Flows
One food brand we helped had only one flow, a
generic welcome email. Within 30 days, we installed 
this six-flow system. Within 60 days, flows alone 
were contributing 40.2% of monthly revenue, without 
increasing campaign volume.

Want These Pre-Built & Customized for You?

BOOK YOUR FREE AUDIT CALL 

https://www.ecdigitalstrategy.com/book-your-free-audit?utm_source=lead+magnet&utm_medium=link&utm_campaign=klaviyo+playbook


Why Do Most Brands
Get This Wrong?
Popups are treated like an afterthought (just 
another checkbox). They offer “10% off” with 
zero context or urgency. They capture
everyone into one bucket, no segmentation,
no SMS filter, no dynamic behavior logic

What you need instead is a conversion-focused
capture stack, one that adapts by device,
behavior, and subscriber type.

PHASE 3

Design the
Capture Point
Why Most Popups Fail — and How

to Build Ones That Won’t

So you’ve got world-class flows. Great. But here’s the 
truth: No one enters a flow unless they’re on your list. 
Your revenue engine needs fuel,  and that fuel is 
first-party data. Most brands throw up a generic pop-up 
and call it a day. We do it differently.

This is where we build the “entry points” designed not 
just to capture emails or phone numbers, but to segment 
intelligently, incentivize with intention, and integrate with 
your retention system from day one.



Our Capture
System Includes:

Split by Device: Desktop vs Mobile
Split by Channel: Email first → SMS follow-up 
(or vice versa)

Example Copy: “Get 10% Off Your First 
Order + Early Access to Our New Arrivals. 
We’ll text your code instantly.”

WELCOME POPUPS (EMAIL + SMS)

Designed to blend with your site’s aesthetic (no 
ugly defaults)

Integrated with flows to route correctly (e.g., SMS 
opt-ins get SMS-first welcome flow)

Goal: Capture hesitant users before they leave

EXIT-INTENT POPUPS

Includes dynamic product images, testimonials, 
or urgency language

Fires on product/category pages

Great for lower-funnel segmentation (“You were 
checking this out... Let’s make it yours.”)

Why: If email is already captured at checkout or 
in a welcome flow, don’t ask twice.

SMS-ONLY POPUPS

Include offer stacking or VIP language

Designed to layer on SMS opt-in post-email

CTA: “Text me the deal” vs “Get 10% off”, 
language matters



SCHEDULE YOUR FREE STRATEGY SESSION 

What Makes These
Pop-Ups Work
Behavioral Triggers: Time on page, scroll %, 
cart size, exit-intent logic
Smart Routing: Each opt-in sends users into 
the right flow (no overlap, no fatigue)
Segment Tags: We track source and intent, so 
follow-ups are personalized

Real Strategy: “The Popup That Paid for Itself 
in 3 Days”

One fashion client was running a single pop-up with a 
flat 10% discount. We split it by mobile/desktop, 
added urgency (“code expires in 24 hrs”), and created 
an SMS-only opt-in for existing email subs. Result?

Want Our Popup Stack Installed on Your 
Store? We’ll match it to your design, write 
conversion-optimized copy, and link each 
popup to the right flow, within a week.

Let’s fix the entry points and show how much 
more your list could be earning.

$4.2K in attributed revenue in 72 hours

37% lift in opt-in rate

16% of SMS subs converted within 3 days

https://www.ecdigitalstrategy.com/book-your-free-audit?utm_source=lead+magnet&utm_medium=link&utm_campaign=klaviyo+playbook


PHASE 4

The Backend Settings
Most Brands Ignore
Invisible Setup = Visible Results

Think of your Klaviyo backend like plumbing.

Your popups might be collecting emails, your flows might 
be firing, but if the backend isn’t configured right, data 
leaks out. Attribution fails. Deliverability drops. Users get 
over-messaged, opt out, or worse… get ignored.

Most of these settings take under 30 minutes to
configure, but when ignored, they quietly sabotage 
everything you’re trying to build.



Here’s What We
Fix First (Every Time)
Branded Sending Domains (SPF, DKIM, DMARC)
Why it matters: Emails from info@yourbrand.com via 
“klaviyomail.net” scream “SPAM” to inbox providers.

WHAT WE DO:

Configure DNS records (SPF, DKIM, DMARC)
Route all emails through your brand’s domain
Ensure sender reputation stays high → inbox 
rates stay healthy

Verified by Dev
Monitored by Email Marketing 

Why this matters: If you leave Klaviyo’s defaults on, 
you’re under-reporting flow revenue. Period. Most 
brands don’t realize their attribution windows are too 
short to reflect actual buying behavior.

Smart Sending + Transactional Filters (Set Smart 
Sending to 12 hours)

Why this matters: Saves your send limits. Reduces 
list fatigue. Keeps performance metrics clean.

Ignore transactional messages like receipts
or confirmations

Attribution Windows (Email: 5 days | SMS: 1 day)



QA Event Tracking (From your SOP’s Shopify 
integration audit):

Pro Tip: Don’t assume just because it says 
“integrated” that events are working. We test 
everything live.

Why? Double opt-in kills conversion. And when you’re 
running high-intent capture flows, smart segmentation 
and compliance are handled upstream.

Disable Double Opt-In (Unless 
Legally Required)
Yes — you read that right.
We turn it off by default for both email and 
SMS, unless legally necessary.

Is “Added to Cart” firing?
Are “Started Checkout” and “Viewed Product” 
logged correctly?
Are coupon codes syncing?

shared domain, not their own. Once we fixed the 
domain records and routed sends through
@theirbrand.com, open rates jumped back up
by 18% — in 72 hours.

Want Us to Audit Your Backend Setup?
We’ll go line-by-line through your Klaviyo settings, test 
all your events, and reconfigure your backend for 
maximum deliverability, attribution, and flow reliability.

BOOK YOUR FREE AUDIT CALL 

This is where 80% of your “invisible”
problems live. Let’s solve them.

Real Story: The Hidden Deliverability Leak
One brand was seeing a 5% drop in open rates each 
month. Their emails were being sent through Klaviyo’s 

https://www.ecdigitalstrategy.com/book-your-free-audit?utm_source=lead+magnet&utm_medium=link&utm_campaign=klaviyo+playbook


PHASE 5

QA, Testing &
Early Wins
Build Once. Monitor Relentlessly.

Optimize Fast.

Your flows are live. Popups are capturing.
Integrations are syncing.

You could stop here, but then you’d miss the real
advantage of how we operate at ECD:

We don’t just launch. We optimize on impact.

Most brands set it and forget it. At ECD, we monitor the 
first 1,000 flow entrants like hawks. If a message isn’t
converting, we kill or replace it. If they’re all converting? 
We double down.

This is where good setups become great. 
And where great setups scale effortlessly.

What We Monitor in the First 30–90 Days
Deliverability Checks
Are emails landing in inboxes (not promotions 
or spam)?
Are SMS messages sent successfully
across regions?

Flow Drop-Off Audits

Where do subscribers fall off?
Which emails/SMS messages have the 
lowest click rates?
Are flows exiting too early (or too late)?

Revenue Per Recipient (RPR)

RPR is king.
A flow might look okay on open rates, but we 
optimize for revenue, not vanity metrics.



SCHEDULE YOUR FREE STRATEGY SESSION 

Bounce & Unsubscribe Tracking

Are certain subject lines triggering unsubscribes?

Is one message in a 6-email series doing 
more harm than good?

Pro Tip: Performance ≠ Presence

Is it converting?

Are users finishing it?

Is it making you money?

Swap underperforming messages with 
new variants

Introduce A/B tests based on entry behavior or 

Adjust wait times (e.g., move from 2-day to 
1-day delay if momentum drops)

Expand flows that are working with 
upsell/cross-sell branches

Optimization Moves
We Make

tested offer placement, and rewrote Email 2 to focus 
on social proof. Revenue per recipient went up 53%, 
from $1.12 to $1.71,  in less than 3 weeks.

Want ECD to Run a 90-Day Optimization 
Sprint for You?

Just having a flow means nothing. The question is:

Let’s turn your email into a top-performing channel 
in 90 days.

Real Results: 90-Day Optimization Wins
One lifestyle brand’s Welcome Flow had solid open 
rates (45%) but low conversions. We ran heatmaps,

https://www.ecdigitalstrategy.com/book-your-free-audit?utm_source=lead+magnet&utm_medium=link&utm_campaign=klaviyo+playbook


Final Takeaway

By now, you’ve got the blueprint.
Your Klaviyo account doesn’t need to be “active.” 
It needs to be intentional.

Flows, pop-ups, segmentation, attribution,
optimization, all working together.

This isn’t a campaign channel. It’s a
customer-relationship-revenue-rocket.

And if you want a team that builds these for
7- and 8-figure brands every day?

Let’s talk.




