MAILCHIMP:

THE EXPERIENCE GAP

September 2026

DIAGNOSTIC

A CX Architecture Case Study of mailchimp.com

using the Radz Diagnostic Framework

Presented By: Sreeja Vijayan (SJ),
Founder & Customer Experience Strategist
Radz Designs



ECOSYSTEM CONTEXT

Why Market Share & Revenue have Decoupled in Email Marketing

« Category Split:
= Specialists prove revenue before signup,

= Generalists ask for signup before proving value

o A large user base or recognition is now a vanity metric, not a growth indicator

RECOGNITION WITHOUT REVENUE

In @ maturing category, user adoption and monetized revenue no longer move together.
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MAILCHIMP'S POSITION
WITHIN THIS ECOSYSTEM

 Mailchimp still leads the category by sheer « 11M users, mostly free tier; Intuit disclosed

recognition and user count declining revenue, Q3 FY26

. o The suite widened from email into websites,
o Still directly names Klaviyo and HubSpot as its . .
landing pages, social ads, postcards, CRM

comparison set on its own website. and SMS.

« But recognition has stopped translating into « CFO's own words: "a bit harder to use," cited
revenue, exactly as the ecosystem-level pattern as the cause of weak retention & expansion
predicts.

« Klaviyo, 196K customers, $358M quarterly
revenue, up 28%, at a fraction of Mailchimp's

user count
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DIAGNOSTIC SCOPE

« Identifying Critical Customer Touchpoints:

= Mapping where and how users encounter Mailchimp's value claims, from landing page to signup gate

« Competitive Position: Mailchimp vs. Klaviyo vs. HubSpot:

= Comparing market share, revenue-per-customer, and each platform's strategic anchor

« Diagnosing Claim-Disclaim Friction:

= Examining how high-value promises are immediately qualitied in ways that undermine buyer confidence

 Mapping Structural Gaps in Value Discovery:

= Locating where signup functions as a gate rather than a genuine qualification step

« Value Visibility & Discovery Lag Analysis:

= Assessing how long a user waits, and how much friction they absorb, before understanding what they actually receive

» Translating Findings into Business Impact:

= Converting the experience gap diagnosis into measurable outcomes



DIAGNOSTIC 1: Radz2

TOUCHPOINTS 1-2

Landing Page Hero: Scrollable Proof Sections:

"Don't just send. Connect." + asterisked rating,

42% — Switching from Klaviyo

e 8x — More orders
Don’t just send. Connect. ® 97% — Outcome claim

Al claim with no mechanism shown

Buili-in Al can halp you decide wiho o reach, whal 10 say, and when (o semnd

e 27x — Qutcome claim

= 50 eemaall and SMS stay mone personal as you grow,

Pattern: Outcome Claim — Fine-Print Disclaimer — Learn About X
Four escalating numbers (42%, 8x, 97%, 27x).

Zero mechanisms explained

Expected Experience | Actual Experience The Gap
Al Claim An Al system actively Mo description of how | User expects delegated - F -
deciding audience, these decisions are intelligence; the page . . Ja |||
message, and timing on made, what data provides zero visibility into : - y
the user's behalf drives them, or how what "deciding” actually
much user input is involves o . ) B
required
Star Rating A confident, ungualified An asterisked rating The one piece of "proof” on :-.1.-ml;him,-. customers saw up to [ orders :;;;silll-:l':'unp SN 7. higher click r.-iq:lﬂ';:_l':in.'lrn.zu:rmmurce users on the Standard
trust signal whose full sourcing | the page is hedged before At i 2 when they used both email and SMS! plan saw up to EZN]
sits off-page any product claim has even e o - (-]
been made




Pricing Section in Home Page

Feature checklist with undefined terms

("Enhanced automations", “Generative Al”,

“Actionable insights,” “Personalized onboarding”)

Try our Standard plan for 50% off! Standard
575
Expected Actual The Gap
Experience Experience

| Featurs
| Ghecklist

A COMpArahie
evaluable featune sat at

this specific prica point

Labels withoul defnitions, | User EXp&CLs |0 COmpang

"Enhancsd” aulomation
and “parsonalized”
onboarding are never
described

plans meaninglully belors

paying which is deferred bo
the pricing pagpe.

DIAGNOSTIC T:

TOUCHPOINTS 3-5

Pricing — Signup — Post-Signup

Millions of users trust us with their email

Closing CTA:

"Millions of users trust us,"

Pure Social Proof,
No Product Detail

marketing. You can too.

Closing CTA

Expected

Experience

Social proof reinforcing

an already-informead

decision

Actual
Experience

Pure aggregals frust
signal substituting for the
explanalion never given

aarfiar

The Gap

Usar 15 askad to join a

number, nof to buy an

explained product
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Post-Signup Discovery_

Plan Restrictions and Beta Caveats

Revealed only after Commitment

o English-only Al availability,

« SMS application and approval.

o The Value Clarification needed earlier

arrives
Expected Actual The Gap
Experience Experience
Post-Signup The features thal Seweral are plan-resfricted, | The value clarification

Reality

prompted signup are
inchuded and ready to

it

beta-slage, or requing a

separale appr-:wal Process

needad at Touchpoint 1
amives hare instead, ona

full signup later




DIAGNOSTIC 2. Rodz
COMPETITIVE POSITION

Klaviyo and HubSpot expanded around a strategic anchor. Mailchimp expanded without one.

DIAGNOSTIC 2: COMPETITIVE POSITION
MAILCHIMP KLAVIYO HUBSPOT

=i

No Strategic Anchor Ecommerce Data CRM Record

REVENUE GROWTH REVENUE URDWTH REVENUE GROWTH

(Recent 3 (Recent Years)

,1\ +28% Steady

Growth
.-.l..ll_._ .

TWO ANCHORS EXPANDED OUTWARD.
ONE EXPANDED WITHOUT ONE.




Mailchimp Klaviyo HubSpot
Customer ~11 million users, ~196,000 paying Enterprise and
base overwhelmingly free tier customers mid-market,
CRM-anchored
Recent Declining year over year $358M quarterly, up 28% | Growing, anchored in
fevenue

(disclosed by Intuit, Q3
FY286)

CRM subscription
revenue

MNet revenue
retention

Mot separately disclosed;
CFO cites retention and

expansion as weak points

110%, up two points

Strong, driven by
cross-sell across CRM

suite

Strategic
anchor

None, expanded outward

from email without a

comparably strong core

Ecommerce data and

revenue attribution

CRM as the system of
record, marketing/email

as an attached module

What the
platform is
built around

A general-purpose

marketing suite (email,

SMS, websites, social ads,

postcards)

Store, order, and
customer behavior data,
ecommerce-native from

the ground up

The customer record
itself, deals, contacts,

pipeline

oy 1. Customer base
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MAILCHIMP VS. KLAVIYO VS. HUBSPOT

Mailchimp vs Klaviyo vs HubSpot

Different foundations. Different growth paths. Different value.
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Mailchimp names Klaviyo directly, right after the hero, leading with a savings percentage rather than a capability.

5.What the platform is
% built around

Primany PosClig
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Klaviyo is scommerce-native
HuibSpot ks built anosurd the customer

record, with marketing as a module

Mailchimp has scale, but faces declining revenue and weaker retention. Klavivo and HubSpot are smaller or more focused in user base,

but anchored in clear, high-value cores that drive stronger revenue growth and expansion.




e Mailchimp: Outcome-first: 42%, 8x, 97%, 27x; mechanism later
« Klaviyo: Mechanism-first: Orders, Products, Revenue; named
flows such as abandoned cart and browse abandonment

« HubSpot: System-first: CRM record, deals, contacts, pipeline.

Mailchimp's buyer cannot clearly articulate what they are purchasing

until after committing.

THE EXPERIENCE GAP COMPARISON

ad2

Mailchimp

Klaviyo

HubSpot

How the
platform
explains itself

Outcome-first: bold

statistics (42%, 8x, 97%,

217x) with disclaimers
beneath, mechanism

never shown pre-signup

Mechanism-first: shows
the actual data model
(orders, products,
revenue) and named
flows (abandoned cart,
browse abandonment)
before asking for signup

System-first: leads with
the CRM record itself,
deals, contacts, pipeline,
visible as a concept
before any Al or

automation claim

Where value
becomes
understandable

After signup, inside the
dashboard, at
Touchpoint 4

Largely before signup,
via named, specific use
cases a buyer
immediately recognizes

as their own workflow

Before signup, via the
CRM concept itself, which
most buyers already
undersiand structurally

Experience gap
size

Largest, the buyer
cannot articulate what
they're purchasing until

after committing

Smallest, the platform's
central mechanism
(ecommerce data,
revenue attribution) is
legible from the
homepage itself

Small, CRM is a familiar
enough concept that the
“how it works™ question is
mostly pre-answered by

category familiarity

Consequence
of the gap

Signup measures
curiosity, not qualified
intent, inflating user
count without inflating
revenue

Signups more closely
track buyers who already
understand the fit,
contributing to Klaviyo's
110% net revenue
retention attribution

Signups track buyers who
already understand what
a CRM does, supporting
durable expansion
revenue




DIAGNOSTIC 3:
CLAIM-DISCLAIM FRICTION

REPEATS 6+ TIMES
tox tom tars t3x t26x -
condition, condition, condition, | iti condition,
not explained not explained not explained ' [

®’
A,

|
" BUYERSTILL |
| CANNOT |
. SELF-QUALIFY |

|

THE DISCLAIMER PROTECTS THE CLAIM.

IT NEVER EXPLAINS IT.




WHY QUALIFYING A CLAIM IS NOT Radz
THE SAME AS EXPLAINING IT

The Pattern, Instance By Instance

8x automation, 42% Klaviyo switch, Intuit Assist beta, SMS approval gate, "Terms apply"
« Up to 8x more orders” — Plan variation disclosed; Automation mechanism not explained.
o Intuit Assist = Beta disclaimer; “Should not be relied on” for a purchasing decision.

« SMS — Add-on, application and approval.

« THE GAP: Every disclaimer qualifies eligibility; none explain mechanism



DIAGNOSTIC 4: Rods
STRUCTURAL GAPS IN VALUE DISCOVERY

Where Signup Functions as a Gate, Not a Genuine Qualification Step

BEFORE SIGNUP THE ONLY DOOR AFTER SIGNUP
UNANSWERED QUESTIONS CLARITY (AT LAST]

# CLA

RITY (AT LAST)
I'... & ._,.' - - - Il:.__..-' -..,|_...III
Feature Fit? o 2
. Plan Match? - —_ — -

:Il_r' ...'l.:l . .- . - r. 0 [} '
I.I.l . __.-". 5 =~ o .

D -

ork For Me?

Understanding
(finally)

A GATE FILTERS FOR NOTHING.
IT ONLY DELAYS EVERYONE EQUALLY.




WHERE THE STRUCTURE SKIPS Rada
QUALIFICATION

Genuine qualification: feature comparison, demo, sandbox, detailed documentation before commitment.

Mailchimp:
« No feature-to-plan mapping, at the point of claim.
 No public sandbox or preview for the Al features being marketed.

« SMS approval is gated after payment.

e Pricing checklists name features without defining them.

Signup becomes the only route to basic understanding.



DIAGNOSTIC 5:

VALUE VISIBILITY & DISCOVERY LAG

Surface Discovery,
under 10 seconds

l

|

! Mechanism Discovery

Multiple steps, increasing friction, delayed understanding.

Initial value

is visible,
iniflrnle*;: is high. (Q\ B 88 D Q

First Visit Signup Verify Email Dashboard Find Plan Docs Apply for SMS

THE FIRST TEN SECONDS ARE WON.
THE NEXT TEN STEPS ARE LOST.

Genuine
Understanding



R(ldl
SURFACE VS. MECHANISM DISCOVERY

o Surface: One screen, Zero clicks, under 10 seconds.
« Mechanism: Signup — Email Verification = Dashboard — Plan Documentation = Support / Apply for SMS,

Easily 10+ actions before the buyer knows what they actually have access to.

The Experience Gap

The Buyer has to do the Detective Work

e Claim — “What does this actually do2” — “Which plan has ite” — “Is it available?2” — “Does it apply to me2” —
Sign Up — Search = Understanding

e Expected Experience: The Platform explains the value.

* Actual Experience: The Buyer assembles the value.

* The information exists, but the buyer is sent looking for an answer the platform already has.



DIAGNOSTIC 6:

TRANSLATING FINDINGS INTO BUSINESS IMPACT

VANITY GROWTH,
NOT REVENUE GROWTH

11M users.
[ REVENUE Declining revenue.
—————

— e —— — —

SUPPRESSED
CONVERSION AT
COMPARISON

Sends buyers to research

MAILCHIMP o e s
et Klaviyo instead.

WEAK RETENTION &
EXPANSION

“A bit harder to use.”
— Mailchimp CFO

ELEVATED
SUPPORT COST

Buyers ask what the site
should answer.

MECHANISM-FIRST DISCOVERY

Explain it where the claim is made, not after signup.

These effects compound from one underlying experience gap.

Radz



MECHANISM-FIRST DISCOVERY Fada

Mailchimp's homepage architecture needs a shift from Outcome-First Discovery to Mechanism-First Discovery:

showing the buyer how a feature actually works, co-located with the claim it's meant to support
g Y Y PP

Recommendation:

« Pair every outcome statistic with a one-line mechanism and plan-tier indicator, at the same point on the page

« Not "what should Mailchimp claim," but "what should Mailchimp explain where it already claims"



THE CLOSE e

This diagnostic reflects mailchimp.com's homepage messaging, pricing structure, and comparative claims as observed on September 5, 2026. Mailchimp's homepage headline and featured statistics have changed when
this analysis began, moving from an earlier Al-and-ROI-forward headline to its current "Don't just send. Connect." framing, a volatility pattern similar to what this series has also observed on zoom.com. This should be
read as evidence of the underlying finding rather than a limitation of it: a platform whose surface claims shift this frequently, while the deeper structural pattern (outcome-first, mechanism-later) persists unchanged, is
exhibiting the same instability at the messaging layer that Diagnostics 1 through 5 identify at the experience layer. Findings on specific statistics, disclaimers, and pricing should be re-verified against the live site before any

client-facing presentation of this material.

« Scope: Diagnostic runs entirely on what's publicly observable. No internal

access, no engineering time, no disruption to your team

« Differentiation: Growth teams read metrics after damage is visible;

Radz identifies behavioral and structural gaps before they surface as a metric

« Next Step: Request a Free Baseline Diagnostic

REQUEST A FREE BASELINE DIAGNOSTIC
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