
6 Steps to a 
Successful Employee 
Advocacy Strategy



The What and Why of 
Employee Advocacy?

The word marketing has gotten a bad reputation in the past few years. 
"Marketing speak" is code for anything that sounds insincere or has 
an ulterior motive. The fact is, with all of the content marketers aiming 
at customers, establishing trust becomes more challenging. Luckily, 
there is a group that your customers and prospects still trust, and what 
makes this group convenient is that they’re already highly invested in 
your business and actively talk about it online - your employees.

Empower employees to amplify your 
company's message.

Your employees are able to reach 10 times 
more people than all of your corporate social 
accounts combined and their posts generate 8 
times more engagement![1]

That’s why turning employees into advocates is one of the best 
solutions to spreading your brand's message in a way that’s truly 
engaging. The main challenge for marketers now becomes: how 
to get a greater buy-in for your employee advocacy program and 
ensure employees are sharing the right things on a regular basis. 
This eBook will take you step-by-step through the process of creating 
an employee advocacy strategy to help your business succeed. We’ll 
discuss the following: 

• Step 1 - Outline Your Strategy: There are many ways an employee 
advocacy strategy can benefit your business. The first step is to 
decide what your advocacy goals are, who will be participating, 
and what will their message be. 

• Step 2 - Gain Traction Within the Organization: Depending on 
your organization, getting buy-in for a social media advocacy 
program may be a bigger task than you think. We’ll discuss the 
strategies needed to get your team on board.

• Step 3 - Reinforce Value to Advocates: Now that they’re willing 
to communicate your brand's message, the next step is to provide 
your advocates the right messaging and tools they need to 
succeed.

• Step 4 - Evaluate Employee Advocate Performance: The key to 
a successful advocacy program is knowing what’s working and 
what isn’t. We’ll show you how to measure and improve employee 
performance in your advocacy program.

• Step 5 - Gamification: As your advocacy program gets underway, 
gamifying the process can make it a  much more fun and engaging 
program for your employees. This step discusses what role 
competition and reward play in the advocacy process.

• Step 6 - Land and Expand: A good advocacy program can 
start off small and gain momentum.We’ll discuss how to leverage 
success in one department or social channel and expand it out to 
new areas for even greater potential reach.
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Step 1: Outline 
Your Strategy



What are your program’s 
goals and KPIs?
When it comes to any aspect of your social 
media strategy, understanding the specific 
goals you are trying to achieve – and the 
indicators you’ll use to measure the attainment 
of those goals – is vital to its success.

• Tactical Metrics - Being able to tweak your social media 
strategy requires specific insights into each individual post, 
employee, and social network. The metrics that will inform the 
granular aspects of your social advocacy strategy include post-
level metrics, such as clicks, engagement and reach.

• Revenue Metrics - As B2B marketers, revenue will be the 
main determinant for whether or not a program is worth their 
valuable time and money. Understanding how your social 
advocacy affects revenue metrics such as leads, cost per lead, 
and closed deals will give you an idea of the program’s true 
ROI. For an accurate view of how advocacy impacts sales, you 
must build closed-loop reporting in your systems. Integrating 
your marketing automation and social advocacy platforms 
with Salesforce or other CRM data,will allow you to see the 
full picture from the data collected by marketing to revenue 
generated by sales.

Unfortunately, less than half (44%) of B2B marketers are clear on 
what content marketing success looks like.[2] You can measure 
success by focusing on two separate groups of metrics: 

[2] Content Marketing Institute - B2B Content Marketing Report 

Step 1 - Outline Your Strategy

What types of content will 
advocates be sharing?
Above all, the content that you provide your 
employees should be engaging and informative 
so employees are willing to share it.
Understanding what your social media goals are will give context to 
the content your employees are going to share. Whether or not the 
content helps achieve your goals is irrelevant if your advocates aren’t 
sharing it. While the specific content will vary based on your strategy, 
it should include:

• Original content: The majority of the content your employees 
share should be original content created by your brand. This 
includes blogs, whitepapers, videos, images, and other content.

• Curated content: While you should take advantage of your 
employees’ ability to spread your brand messages, you should 
also give them valuable third-party content to help educate their 
audience in a less promotional manner. This will help bolster their 
thought leadership status and increase the amount of content 
you’re providing them to share, ensuring they will always find 
something that will interest their specific audience.

•  Suggested content: The social media value of your employees 
extends further than being an additional mouthpiece for your 
brand. Use their insights and opinions to help identify content that 
will engage their audiences, allowing them to suggest useful and 
shareable topics. This will empower your staff and show them that 
they have influence in the advocacy program.

• Promotional and Informative content: The goal of advocacy is to 
lead your employees’ audience from informative content into your 
different pipelines. Make sure the bulk of your content is strictly 
educational, but don’t miss out on an opportunity to convert leads 
– if that is your ultimate goal.
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Who will participate in your 
advocacy program?
You must determine the best employees to 
help deliver your message.

In addition to individual departments, identify key department 
managers, social managers and C-level executives who will be the 
leaders of your advocacy program. According to MSLGroup, 77% of 
buyers are more likely to buy from a company if their CEO uses social 
media. This may not be vital for your business, but gaining support 
from higher-ups in your company will make it easier to achieve buy-in 
from everyone else.

While every department can participate in and benefit from advocacy, 
there are three customer-facing groups that should be your top priority:

• Sales: No department will benefit more than the one tasked with 
creating relationships and bringing in new business. Enable 
sales to create their own leads and prospects. A social advocacy 
program will provide content that your sales team needs to 
empower their social selling.

• Marketing: Your marketing department can help your brand 
establish thought leadership in addition to the job of bringing in 
leads. Marketers will usually already be your most socially active 
department and have some of the most valuable networks to 
leverage.

• Customer Success: Any customer facing role should be 
encouraged to engage with their clients and other audience 
members through social. This will greatly improve communication, 
help establish thought leadership and could result in strong lead 
generation.

″We have over 700 employees worldwide, and we 
needed a way to make sharing great content on social 
media easy and scalable. Oktopost made this possible 
in an incredibly intuitive and effective way."

    - Yael Peer | Social Media Manager, Ironsource

Step 1 - Outline Your Strategy
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Step 2: Gain 
Traction Within the 
Organization



Selling Your Employees on 
the Value of Advocacy
Your employee advocates should not be taken for granted. They 
should be carefully sold on the value of the program. Through emails, 
slideshows, and other marketing material, clearly outline to each group 
of employees the benefits they’ll gain from participating in advocacy:

• Sales: With social advocacy, sales reps can become thought-
leaders, which enables them to create their own leads and 
prospects. It will also empower their social selling, giving them the 
tools to outperform their non-social media peers, and to exceed 
quota by 23%[4]. 

• Marketing & Customer Success: No matter the role, 68.9% of 
employees[5] say social media helped their career. For marketers 
and customer success managers, stress the thought leadership 
opportunities they will gain and the networks they will create from 
actively sharing content. 
• Marketing: a social advocacy program creates a systematic way 

in which marketers can easily share content and measure its 
success from engagement to conversions on each network. By 
engaging their audience with great content, marketers can help 
make their company more recognizable, and have a greater 
impact on lead generation.  

• Customer Success: through their thought-leadership 
status, customer success managers in particular witness 
improved relationship management and an increase in upsell 
opportunities. 

Step 2 - Gain Traction Within the Organization

"Since we started using Oktopost Advocacy, our 
employees have been achieving thought leadership 
status by posting relevant and engaging content."

- Brittany Morris | Communications & Events Manager, Kapost

[3] Weber Shandwick Study  [4] Mark Fidelman, 2013  [5] Hinge Research Institute study

Your initial social advocates should be employees who are already 
active on social media, so you can build them up to become thought 
leaders, social sellers, and networkers. They will be much less 
resistant to the idea, much easier to onboard, and are more likely to 
demonstrate success earlier on.

Using the initial group of advocates you can generate real results and 
share them with the rest of your organization in order to gain traction. 
For your less socially-active employees, participation in social 
advocacy will seem like a big commitment. By showing them use-
cases of other employees who saw real success with the program 
you will help to increase their interest. 

50% of US employees post messages, 
pictures or videos on social media about 
their employer, and 98% use at least one 
social network for personal use.[3]

Choosing Your Initial 
Social Advocates
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Step 3: 
Reinforce Value 
to Advocates



Onboarding Your Employees
Now you can take everything employees 
learned in step 2 and reinforce it.

Next, you must train employees for success.

Create a smooth onboarding process by providing your employees 
with enough collateral to fully understand what is expected of them, 
and anticipate any questions or issues they may have. This collateral 
should be educational and serve to reinforce the value to employees 
while touching on emotive personal success targets. It  should include:

• Email invites to board

• Short intro demo

• Incentive info

72% of employees have not received any type of social media 
training from their firm[5]. Be sure to arm your employees with the 
basic tools they need to succeed in social media. This may include 
guides on setting up profiles, building their networks and reaching 
out to influencers.

Your sales team should also receive training specific to social selling. 
Using an automated employee advocacy platform can eliminate 
the need for employees to understand how to craft posts and the 
best times to schedule them. However, they should still have a basic 
understanding and enthusiasm for social media marketing.

Social Media Training

[5] Hinge Research Institute study

Step 3: Reinforce Value to Advocates
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Step 4: Evaluating 
Employee Advocate 
Performance



Tracking Social 
Advocacy Metrics
Even the firms that lack an advocacy platform 
understand the need for analytics. 

Comparing Against Other 
Marketing Analytics

The majority (55.9%) of companies are using social analytics to 
enhance their social media engagement. The four most common 
ways of measuring the success of social media engagement are:[5]

• Number of leads generated from social channels 
• Growth in the number of social followers
• Impact on website traffic
• Increase in social "chatter" about your brand

Using an automated social media marketing platform such as 
Oktopost, allows you to measure the metrics gathered by your 
social advocacy program in the ecosystem of your social media 
marketing as a whole. This lets you compare those statistics against 
your organic and curated social media content, or content on other 
marketing channels. The result is being able to truly understand what 
tactic is most successful for your business.

″Since implementing Oktopost Employee Advocacy, 
our reach and engagement have increased 
immensely. Thanks to Oktopost’s in-depth analytics, 
we know exactly by how much! By analyzing the data 
we can see what kind of content generates the most 
traffic and where social conversions are from.″

Richard McCormack | VP Marketing Strategy, Fujitsu

[5] Hinge Research Institute study

You can’t improve what you 
can’t measure!

Despite the fact that "you can’t improve what you can’t measure," 
only 26.8%[5] of firms with a formal employee advocacy program use 
a platform. While it is possible to encourage your employees to share 
social updates by simply sending them emails with suggested Tweets, it 
won’t provide you with any analytics about the success of the program.

Once your employee advocacy program is in full swing, it’s critical 
to measure the performance of your program every step of the way. 
Earlier you identified specific goals and metrics that you’ll use to 
measure the success of your program. In this step, you need to ensure 
you have the tools necessary to accurately tie those metrics to your 
individual employee performance and to accurately report those 
findings to the people that need them the most.

Step 4 - Evaluating Employee Advocate Performance
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Step 5: 
Gamification



Don’t forget to 
incentivize employees for 
increased success.
By taking the analytics gained from your employee advocacy 
platform, and the insights on each individual employee, you have 
an opportunity to gamify the program. Through this you can then 
incentivize employees in several different forms:

• Professional: Use the employee advocacy program to identify 
and reward top performers in your departments and tie key 
career milestones to that performance. This may not be the only 
factor influencing a manager’s decision, but if employees know 
it is part of the discussion they will take the program much more 
seriously.

• Interdepartmental Competition: Perhaps even more motivating 
than cash rewards can be the reward of winning a competition. 
Splitting your advocates into teams by department or another 
function can help foster a competitiveness that will drive much 
higher results than individual rewards.

• Monetary: Offer real cash rewards (or other prizes) for 
participation and success in the advocacy program.

Everyone loves friendly competition. This basic human nature is a 
fantastic opportunity to motivate your employees to do their best work 
and go above and beyond the requirements of your program. While 
promoting this competition is a healthy way to boost the effectiveness 
of your social advocacy, it’s also important that your employees are 
constantly reminded of the overarching goal.

13 B2B Social Media Management Platform



Step 6:
Land and 
Expand



Expand the program to 
include as many people from 
the company as you think is 
appropriate.

Whatever method you choose, the important thing is to do it in the 
most natural way possible. Your employees shouldn’t feel forced or 
rushed into this program, and your social media team should have 
the resources they need to create a smooth onboarding experience.

In step two, we identified specific individuals and departments in 
your company that would be ideal to spearhead your social media 
advocacy program. Now that you’ve seen success with those groups, 
you can expand the program using several strategies:

• Small Guided Groups: If your initial run was met with resistance or 
if it required a lot of hands from your social media team to provide 
assistance, you may want to continue focusing on smaller groups. 
This higher-touch onboarding process will be slower, but the result 
will be groups that are much more likely to stick with the program 
and remain invested.

•  Incorporating Departments: Instead of choosing high social media 
users to expand your program, choose specific departments 
to grow your advocacy one at a time. This will be quicker than 
onboarding small groups and will allow you to gamify each 
individual department as you progress.

• Push to Whole Company: Depending on the size and social 
savviness of your workforce, it may make sense to launch your 
advocacy program company-wide as early as possible. This will 
allow everyone to receive the same training and start at the same 
level. However, if your employees are showing any resistance, this 
method will make that resistance the most difficult to manage.

B2B Social Media Management Platform15



Step 6 - Land  and Expand

″We have noticed many great benefits of the 
Oktopost Advocacy platform! It has really streamlined 
our employee social media program to make it quick 
and easy for users to click and share.″ 

- Stacy Painter | Social Media Marketer, Pyramid Analytics 

Time to Put in the Work

The key to successfully launching an advocacy program is to 
constantly feed your content management system, motivate your 
audience, and treat advocacy no differently than any other marketing 
strategy. But if your company is ready to handle the long road to 
success, there are many benefits to look forward to including:[6]

This is no time for shortcuts. You must follow 
each step in order to develop a successful and 
sustainable employee advocacy program. 

Increased visibility

Increased brand recognition 

Increased inbound web traffic

Improved brand loyalty

Better search engine rankings

            79.1%

                65% 

            44.9%

  33.7%

32.4% 

While Oktopost can’t make your employee advocacy program a 
cakewalk, we can make it much more manageable for your social 
media team. Our employee advocacy platform integrates with your 
marketing automation and customer relationship management 
solutions to give you a closed-loop view of your advocacy’s success.

With a platform that allows employees to integrate their own social 
channels, schedule brand content, and view advocacy leaderboards, 
you have an easy-to-manage and easy-to-use solution. Employees 
will find Oktopost simple and motivating. Marketers will find the 
advocacy program’s analytics intuitively connected with their overall 
marketing insights for a complete view of the businesses success.

[6] Social Media Today ResearchB2B Social Media Management Platform16



About 
Oktopost 

Oktopost is the only B2B social media management platform, which 
enables marketers to manage their social media marketing activities 
and track each lead generated by their content.

Trusted by hundreds of happy B2B companies from around the world, 
Oktopost provides analytics to understand exactly which networks, 
profiles, and posts are most effective in driving engagement and 
conversions. 

Since your social media strategy is incomplete without employee 
advocacy, Oktopost allows companies of all sizes to leverage a 
proper social advocacy program. This includes:

• Amplifying your audience reach: our social advocacy board allows 
employees to easily share content on a regular basis across their 
own networks in order to spread your brand’s message far beyond 
traditional social media marketing. 

• Establishing employee thought leadership: the Oktopost social 
board helps advocates become a trustworthy voice within a 
noisy background of marketing messages through the sharing of 
relevant and engaging content. 

• Measuring results of advocacy program: by aggregating all of 
the advocacy data and presenting it to you within the the bigger 
picture of your social marketing efforts, you can finally understand 
the true value and contribution of employees. 

• Creating transparency and incentivizing employee advocates: 
using Oktopost’s advocacy leaderboard, marketers and 
employees can view clicks and shares generated by each member 
in the program. Using this insights, marketers are able to quickly 
identify top brand ambassadors in order to incentivize employees 
for increased success. 

Today’s B2B marketers need to generate leads 
and measure the business value of their work.

How Oktopost can Help you 
with Advocacy 
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+1 (646) 559-6157  ●  info@oktopost.com

Interested in learning more about how 

Oktopost can help boost your employee 

advocacy program?

Request a Live Demo
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