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The Cold Email Playbook 
How I Sent 100M+ Cold Emails and Built a $30M+ Business Without Raising a Dime 

Part 1: Laying the Foundation 
Why This Playbook Exists 

In 2017, I had no funding. No brand. No marketing budget. 

My competitors raised millions from VCs and hired teams of SDRs. I was alone with a laptop, a 
Gmail account, and cold email. 

That was enough. 

●​ I hit $50K MRR before spending $1 on ads. 

●​ We scaled to $7M+ in 3 years, fully bootstrapped. 

●​ Today, UpLead has done $30M+ in total sales and cold email is still the backbone. 

This playbook isn’t theory. It’s the exact system I used to build a multimillion-dollar business 
from scratch. 

Why This Is Different 

Most “guides” on cold email are written by people who don’t actually send them. Agencies. 
Bloggers. AI spit-outs. 

This isn’t that. 

Every tactic here was tested in the real world across 100M+ emails sent. Emails that landed 
meetings with billion-dollar companies, closed six-figure deals, and built a business that went 
head-to-head with competitors who had 100x the funding. 

I’m giving you the exact process, step by step,  with the playbooks, templates, and sequences 
that generated real revenue. 
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The Only Promise I’ll Make 

There’s no fluff here. 

You won’t find generic “best practices” or recycled blog content. You’ll find the exact 
strategies, emails, and systems I used to turn cold email into $30M+ in revenue. 

Apply it, and you’ll book more meetings, close more deals, and stop wasting time on what 
doesn’t work. 

Part 2: Building Your Cold Email Engine 

Cold email only works if your foundation is solid. That foundation is three things: 

1.​ Data quality (right people, right time, accurate info) 

2.​ Deliverability setup (so you actually land in inboxes) 

3.​ Tool stack (to scale without breaking things) 

Most people start with domains and tools. I start with data because if your list is wrong, nothing 
else matters. 

Step 1: List Building & Data Sourcing 

Why Data Quality Is Everything 

For 10 years before UpLead, I ran a marketing agency. We did B2B lead gen for clients. I used 
every tool on the market. 

Here’s the truth: 

●​ Most tools are inaccurate. 

●​ Bad data = high bounce rates = burned domains. 

●​ Reps waste hours calling the wrong people. 

●​ You burn trust, money, and time, all because of bad data. 

I lived that pain for a decade. And I finally said: There has to be a better way. 
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That’s why we built UpLead with quality first: 

●​ Real-time email verification built into every export 
​

 

●​ Philippines-based call center manually verifying phone numbers 

●​ Dedicated research team constantly refreshing and updating contacts 

●​ In-house CTO innovation → our CTO invented Email Verification-as-a-Service 
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Data quality isn’t a feature. It’s our DNA. 

We’d rather give you 500 verified, accurate leads than 2,000 “maybe” leads that torch your 
domains and waste your time. 

Right Person. Right Message. Right Time. 

Good data isn’t just about accuracy. It’s about timing. 

Inside UpLead, you can layer filters that give you perfect timing: 

●​ Technographics: Find companies using Salesforce, HubSpot, Pipedrive, etc.​

 

●​ Buyer intent: Reach prospects while they’re actively researching solutions like yours.​
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●​ Firmographics: Filter by industry, revenue, employee count, location.​

 

●​ Job titles & seniority: Make sure you’re hitting decision-makers.​

 

This is how you stop “spray and pray” outreach and start sending relevant emails to buyers 
already in-market. 
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💡 Example: Instead of “marketing managers at SaaS companies,” I can pull “VP Sales at 
50–200 employee SaaS companies, using Salesforce, showing intent for lead generation 
software.” That list will always outperform a broad one. 

 

Kickstart Your List 

If you’re reading this and wondering how to get started: 

👉 Sign up for a free trial at UpLead.com. Get instant access to 160M+ verified B2B contacts, 
with technographics and buyer intent included. 

Here’s a BONUS if you’ve made it this far: DM me “50” on LinkedIn or Instagram and I’ll 
personally build your first list of 50 ideal prospects so you can start sending with confidence. 

Step 2: Domain & Deliverability Infrastructure 
Even with great data, you won’t book meetings if your emails land in spam. Here’s how to 
protect your domain reputation: 

1.​ Never use your main domain. 

○​ My mistake early on: sending cold emails from uplead.com → domain reputation 
tanked. 

○​ Correct setup: keep your main site safe, use lookalike domains for outreach. 
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○​ Example: tryuplead.com, upleadapp.com, upleadteam.com 

2.​ Set up correctly from day one: 

○​ Buy 2–3 lookalike .com domains 

○​ Add inboxes via Google Workspace or Office 365 

○​ Configure SPF, DKIM, and DMARC records in DNS 

3.​ Warm them up slowly: 

○​ Week 1: 5–10 manual emails/day to coworkers/friends 

○​ Week 2: Add warmup tool (Warmup Inbox, Instantly, Smartlead) 

○​ Ramp up to 100/day per inbox over 4 weeks 

4.​ Monitor constantly: 

○​ Bounce rate <2% (thanks to UpLead verification) 

○​ Spam complaint rate <0.3% (the new Gmail/Yahoo rule) 

○​ If you’re seeing issues, pause and fix before scaling 

👉 Think of your domains as oil rigs. Once one burns, it’s gone. Protect them at all costs. 

Step 3: Tool Stack Setup 

You don’t need 10+ tools. You need a clean, reliable stack that scales. 

What I use today: 

●​ UpLead → clean, verified data (everything starts here) 

●​ Outreach.io → enterprise-level sequencing + Salesforce integration 

●​ Google Workspace → reliable inboxes 

 

Best practices: 

●​ Max 100/day per inbox 

●​ Send Tue–Thu, 9–11am or 1–3pm EST 
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●​ Never blast. Scale slowly, track results, adjust 

Key Takeaways 

●​ Data first. Bad lists = bad campaigns. UpLead prevents this. 

●​ Protect your domains. They’re assets worth millions in pipeline. 

●​ Keep your stack simple. The tools don’t close deals. The system does. 

Once your engine is running and you have accurate data, warmed domains and a simple stack,  
you’re ready for the fun part: writing cold emails that actually get replies. 

Part 3: Pre-Outreach Strategy 

Why Pre-Outreach Matters 

Cold email works on its own. But if you add even a little pre-engagement, reply rates jump. 

At UpLead, when we started liking, commenting, and connecting with prospects on LinkedIn 
before sending the first email, reply rates nearly doubled. Same list, same copy. The only 
difference was familiarity. 

💡 Real numbers from our campaigns: 

●​ No pre-outreach: 500 emails → 47 replies (9.4%) → 12 meetings 

●​ With pre-outreach: 500 emails → 87 replies (17.4%) → 28 meetings 

That’s 2x the replies and 2.3x the meetings with the same effort. 

The Psychology 
Why it works is simple: 

●​ Familiarity → when your name shows up in the inbox, they recognize it. 

●​ Reciprocity → engage with their content, they’re more open to engage back. 

●​ Pattern interrupt → most reps don’t bother, so you stand out. 
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How I Do It (The 5-Touch Warmup) 
You don’t need hours on LinkedIn. A few minutes per prospect does the job. 

Here’s the exact system: 

1.​ View their profile → shows up in their “who viewed me” feed. 

2.​ Like 1–2 posts → from the past week (don’t go back months). 

3.​ Comment once → short, authentic, ideally adding a quick insight or question. 

4.​ (Optional) Connection request → short note like:​
 “Hey [Name], loved your post on [topic]. Would love to connect.” 

5.​ Engage with company page → like or comment on 1 company update. 

Spread these touches over 3–5 days. Then send your cold email. 

Real Example (That Closed a $50K Deal) 

●​ Monday: Viewed profile of a VP Sales at a 200-person SaaS company 

●​ Tuesday: Liked his post about SDR burnout 

●​ Wednesday AM: Commented “We tried the 4-day SDR week too. Turnover dropped 

31%. Curious what metrics you tracked?” 

●​ Wednesday PM: Sent email: 

Subject: your SDR burnout post yesterday 

Hi [Name], 

Your post about the 4-day SDR week caught my attention (I was the one who commented 
about turnover). 

We solved this at UpLead by giving SDRs verified, in-market leads so they spend time selling 
instead of researching. On average, our clients see 2.5x more conversations per rep. 

Worth a quick chat? 

—Will 
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💥 He replied the same day: “Good timing. That’s exactly our challenge. Can you do Thursday 
at 2?” Closed in 3 weeks. 

Scaling the Process 
●​ Solo founder? Warm 20–30 prospects a week yourself (takes ~2 hours). 

●​ SDR team? Make it a KPI: every rep warms at least 25 prospects daily before outreach. 

●​ Track in CRM: columns for “profile viewed,” “post liked,” “commented,” “email sent.” 

Tools that help: 

●​ LinkedIn Sales Navigator → to save leads + see recent activity. 

●​ UpLead → export contacts with LinkedIn URLs already included (saves hours). 

●​ CRM/Sheets → to track pre-outreach touches before sending. 

Key Takeaways 

●​ Pre-outreach isn’t required but it almost doubles reply rates. 

●​ It doesn’t take long: 5 touches over 3–5 days is enough. 

●​ Make it a system, not something you “sometimes” do. 

●​ Tie your email opener directly to the touchpoint (post, comment, company update). 

Once you’ve done this, your email isn’t just cold. It’s warm enough to get attention. 

Part 4: Writing Cold Emails That Get 
Replies 
I’ve sent over 100 million cold emails. 

Most of them? Ignored. 

But a handful, just a few emails, drove $30M+ in revenue and built UpLead into what it is today. 

This chapter isn’t theory. It’s the 3 exact cold emails we still use at UpLead, Those are the ones 
that changed everything. 
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📩 Email #1: The 3-Sentence Cold Email That Made $1M 
This was the very first cold email I sent when launching UpLead. 

We had no brand. 

No funding. 

Just a product I believed in and this email. 

It helped bring in our first $1 million+ in revenue. 

Email Copy: 
Subject: Hi James 

James, 

I was checking out your LinkedIn profile and thought this could be of value to you. 

We built a tool called UpLead which is like ZoomInfo but with real-time email verification and 
we’re really affordable. 

Are you open to trying it out at no cost? 

— Will Cannon​
 Founder & CEO, UpLead 

Why it worked: 

●​ Subject line looks like a real email from a person (“Hi James”). 

●​ Intro is neutral and contextual (“saw your profile”). 

●​ Clear comparison to ZoomInfo (familiar anchor). 

●​ No-risk CTA (“try it at no cost”). 

 

👉 Takeaway: You don’t need long emails. You need short ones that feel human. 
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Look at some of the thousands of positive replies we received:  
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📩 Email #2: The AI-Personalized, Intent-Driven Cold Email 

Once UpLead built real-time buyer intent, we combined it with AI personalization and it turned 
into one of the highest-performing emails we’ve ever sent. 

Why? Because it doesn’t just look personalized… it’s timed perfectly. 

It only goes to companies already in-market and actively researching. 

Email Copy: 

Subject: Lead contact data – Q3 

Hey {FirstName}, 

I recently came across {Company Name} on LinkedIn while exploring {innovative fintech 
platforms}. 

We have a tool that analyzes online research activity to pinpoint {financial institutions} actively 
in search of {wealth management solutions} like the ones you offer (before your competitors 
can engage them). 

For example, we can flag companies looking for {automated financial planning tools}. 

Open to learning more? Happy to provide you with a list. 

Why it worked: 

●​ Subject line looks like a report → professional, curiosity-driving. 

●​ AI fills in industry-specific context → feels bespoke. 
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●​ Anchors to a real pain point: catching buyers before competitors. 

●​ Offers proof in the form of an example. 

●​ Soft CTA → “happy to provide you with a list.” 

👉 Takeaway: Combine personalization + timing. Send the right message to the right person 
at the exact right time. 

📩 Email #3: The “Who’s the Right Person?” Email (with Visual 

Proof) 

Most cold emails pitch. This one asks for a favor. That small shift makes it one of our 
highest-reply templates. 

And when you attach a visual proof screenshot (like UpLead intent data showing real 
companies actively researching), it’s game over. 

Email Copy: 

{{FirstName}}, 

Happy {{Tuesday}}!! 

Would you be willing to do me a quick favor? Who on your team would be the best person to 
discuss the below information: 
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UpLead enables your team to directly target companies actively in-market for {VOIP services} 
while providing real-time verified contact details for key decision-makers. 

Would you or a member of your team be open to a quick introductory call {Thursday} to 
discuss? 

Why it worked: 

●​ Super casual, human tone (“Happy Tuesday!!”). 

●​ Uses referral psychology (“who’s the best person?”). 

●​ Adds curiosity with a real screenshot → buyers see proof of demand. 

●​ Doesn’t assume they’re the right person → easy to forward internally. 

●​ Clear, low-pressure CTA with specific dates. 

👉 Takeaway: Sometimes the best cold email isn’t a pitch. It’s a referral ask with proof 
attached. 

Key Lessons from 100M Cold Emails 
●​ The shortest emails often win (Email #1). 

●​ Timing + relevance beat raw volume (Email #2). 

●​ Adding visual proof can multiply replies (Email #3). 

●​ You don’t need to reinvent the wheel. You just need emails that are clear, contextual, 
and easy to say yes to. 

If you want to try these 3 emails with a verified, high-intent list of your exact ICP → sign up for 
a free trial at UpLead.com. 

Part 5: The Follow-Up Framework 
Most of the $30M we’ve generated at UpLead didn’t come from the first cold email. 

It came from the follow-ups. 

And this is where 90% of salespeople drop the ball. 
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They stop after 2–3 touches. 

But the truth is: 

More money is made in the follow-ups than the first email. 

That’s why at UpLead, we build sequences up to 15 touches deep. 

Not because we like spamming people… but because persistence is what wins. 

Deals are often closed on the 7th, 10th, sometimes even the 15th email. 

If you quit early, you’re just doing your competitor a favor. 

Here are 4 of our real follow-ups that still drive revenue today. 

Use them for inspiration, but don’t just copy-paste. You’ll need to tailor them to your product or 
service. 

We recommend sending at least 10 follow-ups, and if you’re serious? Push it further. 

We go up to 15 at UpLead, and it’s paid off over and over again. 

The Actual Follow-Ups We Used at UpLead 

Follow-Up #1 (Day 2) 

Subject: - (same thread as first email) 

Hi James, 

I’m writing to follow up on my last email. I didn’t hear back from you. Are you open to checking 
out UpLead for no cost? I think it could have real value to you. 

If not, who is the appropriate person for me to talk to? 

Best,​
Will Cannon 

Founder & CEO​
Web: UpLead.com 

Why it works: Direct, respectful, and opens the door for a referral. 
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Follow-Up #2 (Day 5) 

Subject: Any Interest? 

James, 

I just wanted to circle back with you about UpLead. 

Any interest? 

Best,​
Will Cannon 

Founder & CEO​
Web: UpLead.com 

Why it works: New subject line + blunt, two-word ask. It forces a yes/no. 

Follow-Up #3 (Day 10) 

Subject: - (same thread) 

Hi James, 

I hope you appreciate my professional persistence. 

I have sent you a number of emails and not received a response from you. I really think UpLead 
could have value to you and your team. Are you available to schedule a quick demo so I can 
show you UpLead’s capabilities? 

Best,​
Will Cannon 

Founder & CEO​
Web: UpLead.com 

Why it works: Acknowledges the silence, resets tone, and goes for the meeting. 

Follow-Up #4 (Day 15) 

Subject: More Leads 

Hi James, at this point I’m going to assume increasing your leads is not on your timeline for this 
year. Please feel free to reach out if you have any questions about generating more B2B leads. 
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Best,​
Will Cannon 

Founder & CEO​
Web: UpLead.com 

Why it works: This is a “soft break-up.” It closes the loop while leaving the door open. Often 
prospects reply here because they don’t want to fully “lose” the option. 

This is a real reply we received from this exact follow-up email: 

 

 

Key Lessons 

1.​ Change subject lines. Notice how Email #2 and #4 break the thread with new subject 
lines. That re-grabs attention. 

2.​ Acknowledge silence. Email #3 calls out the lack of response. That honesty disarms 
people. 

3.​ Exit with respect. The break-up in Email #4 often triggers replies from people who 
ignored everything else. 

4.​ Keep it simple. These aren’t long essays. They’re 3–6 sentences max. 

Multi-Channel Boost 
We didn’t just rely on email. Layering LinkedIn touches and phone calls nearly doubled 
response rates. Example: After Email #2, we’d connect on LinkedIn. After Email #3, we’d drop a 
short voicemail. 

Bottom Line 

The fortune is in the follow-up. 
4 emails like these pulled in deals that built UpLead into a $30M company. Most people quit too 
early. 
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👉 If you want to run follow-ups like this, start with a clean, verified list so you’re reaching the 
right decision-makers. That’s why we built UpLead. It comes with real-time verified contacts, 
intent signals, and the ability to target your exact ICP. 
Start your free trial at UpLead.com and plug these follow-ups into your own campaigns. 

Part 6: Optimization & Scaling 
Most people stop once they get a few replies. 

But if you want to build a machine, one that drives millions in revenue, you can’t just send 
emails. 

You need to optimize, track, and scale. 

At UpLead, we learned this the hard way. Sending 100M+ emails taught us one truth: 

Cold email is never “set it and forget it.” 

It’s an engine that requires tuning.​
Here’s exactly how we do it: 

1. Track the Only Metrics That Matter 

Don’t drown in data. Most tools throw 20+ stats at you. Ignore them.​
 The only ones that move revenue are: 

●​ Open Rate – are people even seeing your emails? 

●​ Reply Rate – are they engaging? 

●​ Positive Reply Rate – are they interested? 

●​ Meetings Booked / Demos Run – are they converting? 

●​ Revenue Generated – the only metric that actually matters 

Everything else is noise. 

2. Run A/B Tests Relentlessly 

Cold email is a game of micro-optimizations. 
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We constantly test: 

●​ Subject lines (shorter almost always wins) 

●​ Intros (AI-personalized vs neutral observation) 

●​ Value props (feature-focused vs competitor-anchored) 

●​ CTAs (soft “open to chat?” vs hard “book a call Thursday?”) 

Small lifts here compound across 100,000+ emails. 

3. Double Down on What Works 

Once you find a format that wins, scale it. 

At UpLead, one email (our 3-sentence cold email) generated over $1M on its own. 

We didn’t rewrite it. We just scaled it across markets and reps. 

Lesson: Don’t reinvent the wheel every month. 

Find the winners. Multiply them. 

4. Scale Infrastructure Without Burning Out 

When you’re sending thousands of emails a day, your system has to scale.​
Here’s how we keep deliverability and efficiency high: 

●​ Multiple Domains – we rotate warm domains to spread volume 

●​ Tool Stacking – UpLead for data, Outreach.io for sending, GSuite for email 

●​ Dedicated Tracking – we log every experiment in a simple Google Sheet 

●​ Sales Team Training – every rep follows the same playbook (no freelancing templates) 

This way, scaling from 1,000 → 100,000 emails doesn’t break the system. 

5. Review, Refine, Repeat 

Every month we ask: 

 

21 



Will Cannon                                                                                                               The Cold Email Playbook 

 

●​ What’s working? 

●​ What’s failing? 

●​ Where are replies dropping? 

●​ Which follow-up step is converting best? 

Optimization is about small adjustments, over and over again 

Cold email is not about luck. 

It’s about relentless iteration until the system predictably produces revenue. 

Takeaway 

You don’t need 50 different templates. 

You need 1–2 proven ones, tested relentlessly, tracked ruthlessly, and scaled systematically. 

That’s how we sent 100M+ emails… 

And why UpLead has driven $30M+ in sales without spending a dime on ads. 

Part 7: The Mindset & Long-Term Game 
Cold email is not a hack. 

It’s not a “quick trick” to get a few calls on the calendar. 

It’s a skill. 

A discipline. 

A channel that compounds if you stick with it long enough. 

I’ve been doing this for 15+ years. 

At first, I was like everyone else: blasting lists, chasing short-term wins, hoping for a hit. 

But the real shift came when I stopped treating cold email like a trick — and started treating it 
like a long-term game. 
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1. The Compounding Effect of Reps 

Your first 1,000 cold emails will be bad. 

Your next 10,000 will be better. 

By the time you’ve sent 100,000, you’ll know exactly what works for your market. 

Most people quit before they see the compounding effect. 

The winners are the ones who keep sending, keep iterating, and keep showing up. 

2. The Founder’s Edge 

Founders underestimate this: 

Nobody can send a more effective cold email than you in the early days. 

Why? 

●​ You know the pain better than anyone. 

●​ You care more than anyone. 

●​ You can outwork and out-personalize anyone. 

When I was building UpLead, I wasn’t outsourcing cold email to SDRs. 

I was the SDR. 

I sent the emails. I ran the demos. I closed the deals. 

That’s how we went from zero → $1M ARR without raising a dime. 

3. Playing the Infinite Game 

Cold email isn’t going anywhere. 

Channels rise and fall.  Facebook ads, SEO tricks, LinkedIn hacks. 

But direct, one-to-one outreach? 

That will always work. 
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Whether it’s via email, DM, or whatever platform comes next. 

If you master this skill, you’ll never be without opportunity. 

You’ll always have a way to put your product in front of the right person. 

4. The Only Real Secret 

There is no secret template. 

No AI tool that magically makes it work. 

No “hack” that skips the hard part. 

The only real secret is this: 

Cold email works if you do the work. 

Write. Test. Send. Follow up. 

Over and over again. 

That’s how I sent 100M+ cold emails. 

That’s how I built a $30M+ company. 

And that’s how you’ll build whatever you’re building. 

A Personal Note 

Building UpLead from nothing to millions in revenue taught me these lessons the hard way. 

Every mistake in this playbook cost real money, real opportunities, and real sleep. 

But here’s what I learned: there’s always a path forward if you’re willing to show up and do the 
work. 

When I started UpLead, I had a $0 marketing budget. All I did was: 

●​ Make my product better than competitors 

●​ Find users of my competitors’ tools 

●​ Get their emails 
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●​ Send cold emails 

 

●​ Offer free trials 

That didn’t cost much money. It only cost time and effort. 

The strategies in this playbook aren’t theory. They’re battle-tested methods that built a 
multi-million dollar business. 

You can either repeat my expensive mistakes or skip straight to what works. 

The choice is yours but your bank account will thank you for learning from my failures. 

Remember: Every expert was once a beginner. 

Every pro was once an amateur. 

The only difference between those who succeed and those who don’t is persistence and 
willingness to learn from mistakes. 

Now go build something amazing. 

- Will Cannon​
 Founder & CEO, UpLead 

Ready to start building your own success story? 

👉 Try UpLead free for 7 days. Get access to 160M+ verified B2B contacts and start building 
your pipeline today at UpLead.com. 

Or, if you want a personal head start: 

DM me “50” on LinkedIn or Instagram, and I’ll personally build you a free list of 50 verified 
leads that match your ICP. So you can put this playbook into action today. 

 
Connect with me: 

●​ LinkedIn: Will Cannon 
●​ YouTube: @iamwillcannon 
●​ Instagram: @iamwillcannon 
●​ X: @iamwillcannon 
●​ Company: UpLead.com 
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⚡ This playbook contains the exact strategies that generated $30M+ in sales. 

Use them wisely. Test everything. 

And remember: the fortune is in the follow-up. 

PS: I spent over 100 hours building this playbook and countless late nights testing everything 
inside. If you got value from it, connect with me on LinkedIn, Instagram, and Youtube and show 
some love 🩵 
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