
The Customer 
Advocacy Playbook
How to create, manage, and grow an effective 
brand advocacy campaign
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Who, or What, is 
Responsible for 
Bringing New Business 
Through Your Door?
Do you have a sales team that is tasked with creating leads and closing 
contracts? Maybe you have a strategy for increasing your pres- ence on search 
engines and boosting sales through your website? Perhaps you send out email 
drip campaigns designed to re-engage leads and keep your brand at the 
forefront of potential customer’s minds?

These are all great techniques for generating new business, but the bonus is 
on you and your team to make them work. That can be problematic, especially 
for startups that may not have the time or resources to invest as much into 
business development as they might like.

So what if, instead of (or ideally, as well as) being directly 
responsible for your own new business, you could hand 
some of the hard work over to your existing customers?

This is exactly what advocacy marketing does.

In short, an advocacy marketing campaign identifies and 
leverages a company’s most enthusiastic customers with 
the aim of driving new business.
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Just make sure not to make this easy mistake: confusing brand advocacy 
with brand loyalty. The two are interlinked, but customers can be loyal to your 
brand without being advocates (although the reverse can’t really be true).

A brand loyalist is someone who is personally loyal to your brand, but doesn’t 
engage in promoting you to others. They’re important, not only 
because they generate revenue, but because they possess the potential 
to become advocates.

“Advocate Marketing is the art of 
identifying your highest potential 
customers, nurturing their potential, 
and motivating and empowering this 
“Golden 5%” to preach positive about 
your company.”
Lee Marc Stein

Just remember that being loyal to a brand doesn’t 
automatically make someone an advocate.

The practice itself can be described using a number of dif- ferent names, 
including (but not necessarily limited to):

Brand advocacy

Customer advocac

Advocacy marketing

Bear in mind that I’ll likely use all three terms throughout this playbook 
interchangeably.

http://events.bulldogsolutions.com/newsletters/articles/newsletter_article122005.html
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Chapter 1.
Developing an Advocacy Marketing Plan

Customer advocacy starts with your culture
Allocating a manager
Understanding the goals of an advocacy campaign 
Identifying and selecting advocates
Bringing advocates on board
Tools to help manage your campaign

Chapter 2.
How to Turn Customers Into Advocates

Offer customer service that goes above and beyond 
Surprise your customers
Incentivize referrals

Chapter 3.
Designing Your Advocacy Program

Creative licensing
Creative control
Integrating advocates into your brand
Incentivizing advocates
Designating a platform
Measuring impact
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Chapter 4.
Scaling Your Campaign

Making advocates come to you 
Maintaining engagement at scale 
Managing an advocacy program at scale

By the end, you’ll know how to plan for, set up, manage, and grow a customer 
advocacy campaign. But before we begin, let’s just talk briefly about...
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Why You Should Be 
Leveraging Adovcates

84% of millennials don’t trust 
traditional advertising.

84% 88%74%

88% of people trust online 
reviews written by other 

consumers as much as they 
trust recommendations
from personal contacts.

74% of consumers identify 
word-of- mouth as a 

key influencer in their 
purchasing decision.

The benefits of a customer advocacy campaign are huge. It’s a low-cost way 
of generating new business that lets you diversify the people you reach and 
the ways in which you reach them.

More important than any of this is the fact that brand advocates are just so 
damn effective at driving new business.

The reason why is simple: most consumers trust other consumers more than 
they trust brands.

Executed correctly, a brand advocacy campaign allows you to add to your 
roster of marketers for very little money (or even for free).

https://www.clickz.com/84-percent-of-millennials-dont-trust-traditional-advertising/27030/
https://www.clickz.com/84-percent-of-millennials-dont-trust-traditional-advertising/27030/
https://www.brightlocal.com/research/local-consumer-review-survey/
https://www.brightlocal.com/research/local-consumer-review-survey/
https://www.brightlocal.com/research/local-consumer-review-survey/
https://www.brightlocal.com/research/local-consumer-review-survey/
https://www.brightlocal.com/research/local-consumer-review-survey/
http://www.adweek.com/prnewser/ogilvy-cannes-study-behold-the-power-of-word-of-mouth/95190
http://www.adweek.com/prnewser/ogilvy-cannes-study-behold-the-power-of-word-of-mouth/95190
http://www.adweek.com/prnewser/ogilvy-cannes-study-behold-the-power-of-word-of-mouth/95190
http://www.adweek.com/prnewser/ogilvy-cannes-study-behold-the-power-of-word-of-mouth/95190
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Developing an 
Advocacy Marketing 
Plan
If you want to maximize the results of your brand advocacy campaign, it pays 
to have a plan. You need to understand what you’re trying to achieve, how 
you’re going to find advocates, and how you’ll engage them and bring them on 
board. You’ll also need to put someone in charge of making it happen.

Customer Advocacy Starts With
Your Culture
Before you start building your customer advocacy program, it’s important 
to keep in mind that advocates are earned by companies who are genuinely 
committed to their customers.

According to Shep Hyken, customer success speaker and author of the 
bestselling book The Amazement Revolution:

https://twitter.com/hyken
http://hyken.com/online-store/the-amazement-revolution/
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 Customer advocacy starts when the 
culture of the company is aligned 
with what you want the customer 
to experience. To begin an advocacy 
program, the organization must be 
customer-focused. What’s happening 
on the inside of an organization is felt 
on the outside by the customer.
Shep Hyken, author of The Amazement Revolution

Allocating a Manager
As with any marketing strategy, for it to be effective, someone has to be in 
charge. Sole traders: that someone is you. Startups and small businesses will 
probably want to hand the role to the person responsible for marketing. Larger 
companies might fare best by employing someone specifically for the role of 
advocacy marketing manager.

Regardless of the size of your company, the most important thing is to make 
sure that the person tasked with managing and growing your advocacy 
strategy is briefed and trained properly for the role.

Don’t assume that someone who has plenty of experience in general marketing 
will be equipped for a move into advocacy marketing. Advocacy is a very 
specific facet of marketing that has its own unique challenges. The personal 
attributes of a great advocacy marketer would probably look something.
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Can design marketing campaigns that engage and delight customers.

Has great interpersonal skills and a natural ability to build rapport. 

Can design marketing campaigns that engage and delight customers.

Has great interpersonal skills and a natural ability to build rapport

The perfect candidate is someone who:

Consider these attributes, whether you’re filling the job internally or employing 
someone new for the role.

The Goals of an Advocacy Campaign
Ask yourself a quick question:

How did you answer? Did you say you want to grow your business? Or make 
more money?

If you did, don’t worry. You weren’t wrong. Those are the overriding goals of any 
marketing campaign. However, to manage a marketing campaign properly you 
need to understand the smaller goals that contribute to the end objective of 
boosting revenue and growth.

While the needs of each company will be slightly different, the goals of an 
advocacy campaign generally come down to the following...

What’s the primary goal of your advocacy campaign?

Referral Generation
You want your advocates to make you more money. Of course you do. But you 
need to understand that advocates won’t generate leads in the same way that 
you, your sales team, or your marketing team might.

Your advocates will generate leads through their actions online and by 
referring people they meet to your company
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Making the process of referring business to you as easy as possible 

Making the idea of it more enticing, and

Assisting advocates in content production

Develop a plan that has the specific goal of encouraging customers and 
advocates to promote your company online and refer new business your way. 
You’ll generally do that by:

Which brings me to...

It’s as simple as that

Do you want free, quality content that helps engage customers and drive new 
business? Then you’ll want to leverage the talents and passion for your brand 
that your advocates possess.

Think testimonials, case studies, product reviews (text or videos), and imagery.

Content Creation

While you probably shouldn’t dictate to your advocates 
what content they should create and how often (more 
on this later) you should provide encouragement and 
guidance wherever possible.
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Case Study:
Duane Reade
The New York and New Jersey chain of drugstores has dubbed its advocates 
“The Duane Reade VIP Team.” The company says, “They’re not actual 
employees, but we treat them as such [and] we offer incentives and introduce 
[them to] initiatives before the public. We syndicate their [posts] under the 
#DReade hashtag, so that continued syndication is helping them grow their 
respective communities as well.”

In short, Duane Reade commissions posts like this – presumably not by paying 
its advocates (in cash, at least), but by offering store credit to purchase and 
test products and the Duane Reade in-store experience.

It’s worth noting that not only have all Duane Reade VIPs been vetted as “brand 
advocates,” but that the advocates are region-specific. Duane Reade is a 
chain, but it’s very localized. It makes sense for its team to work with advocates 
in their local area (i.e. the New York metropolitan area), a condition which it 
states “is key” to its campaign.

Through a campaign that involved celebrity bloggers and one-hour long 
Twitter parties, the company saw a 28% increase in year-on-year sales and 
a 5x ROI.

Content Promotion
If you’re creating content that you want to get in front of more people, it should 
go without saying that you should be leveraging your advocates’ social reach. 
In short: get them to help you out.

While you might hope your advocates won’t need any persuading to promote 
content for you, life is rarely so simple. Thankfully there’s something you can do 
that might tip the odds of your advocates helping you out in your favor.

http://streetfightmag.com/2013/03/04/case-study-duane-reade-uses-brand-advocates-to-promote-neighborhood-stores/#.X9J0ohMzZ0s


THE CUSTOMER ADVOCACY PLAYBOOK 12

Start With a Good Platform
Once you identify the goals of your advocacy campaign and have a path to 
success in mind, find a referral marketing platform that fits your goals.

“There are tons of referral marketing platforms out there,” says Syed Balkhi, 
co-founder of Optin Monster. “Do not try to build this in-house or use a self-
hosted solution. Instead, go with an existing hosted solution like ShareASale, 
ImpactRadius, etc.”

The right tool can also help when it comes to measuring the effectiveness of 
your campaign. “If you choose the right platform, you can see exactly how 
much new traffic and sales were generated from referral traffic,” Balkhi says.

Give your advocates a first look at new content. This means sending them 
the content before it goes live and making sure they’re the first to know once 
it does.

This strategy butters your advocates up. It makes them feel privileged to 
be the first ones to see new content, and powerful to be the first to get the 
chance to share it. Bonus points if you ask your advocates for feedback on 
content before it goes live.

Identifying and Selecting Advocates
Identifying brand advocates probably isn’t as hard as you think – you pretty 
much just need to open your eyes and start paying attention to what’s around 
you. Before you begin finding advocates, however, you should decide just how 
many advocates you want in your program, and what attributes you’re looking 
for in the people you bring on board.

Qualities that make great advocates include:



THE CUSTOMER ADVOCACY PLAYBOOK 13

If you want to take this bit a step further, try creating a persona for your ideal 
brand advocate.

Loyalty

A friendly demeanor

Writing or video-making skills

A wide online reach

Social Media
It should go without saying that your most engaged fans on social media are 
also the most likely to be (or become) brand advocates.

Look for people who regularly like or share your posts. More importantly, pay 
attention to the people that regularly comment on your posts and engage in 
conversations with you.

If you’d prefer to automate this bit (advisable– especially for bigger companies 
with a lot of social media fans), tools like Crowdbooster and SocialRank 
(pictured below) will do the hard work for you.

Referrals
If you’re in a B2B industry, pay attention to the customers or clients who refer 
new business to you. According to stats reported by the Wharton School of 
Business, 83% of satisfied customers are willing to refer products and services, 
but only 29% actually do so.

There are a couple of takeaways you can glean from this. First of all, you’ll get 
more referrals if you ask for them.

More importantly (in the context of this playbook at least), you can assume 
that customers who go to the lengths of actually referring new customers to 
you are brand advocates, or at least, have the potential to become them.

Don’t let those who are already acting like advocates slip under the radar.

https://sujanpatel.com/marketing/150-buyer-persona-questions/
http://crowdbooster.com/
https://socialrank.com/
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Customer Surveys
Surely the most straightforward way to find out which customers love you most 
– and how much – is to simply ask them.

Customer surveys are incredibly valuable for anumber of reasons, and if you 
don’t use them, I’d urge you to start. They’re a great way to find out what 
your customers like about what you do, and where you’re going wrong. They 
can also be a strong indicator of who your brand advocates – or potential 
advocates – are.

To do that, ask a question like:

“How likely are you to recommend our products or services to your friends and 
colleagues?”

Then ask customers to choose a score between 1 and 10. Merely asking this 
question could encourage recommendations. It gets customers thinking about 
recommending you, which gets them halfway to actually recommending you.

More importantly, those customers who pick a 9 or a 10... they’re your potential 
brand advocates.

Bringing Advocates On Board
A brand can have advocates without actively doing anything to bring them 
on board. They’re the people who love a brand so much that they go around 
promoting it simply because they think other people will love the brand, too.
That’s fine (more than fine) but if you want to maximize the benefits advocates 
bring to your brand, it makes sense to enroll them in an “official” program. 

They might be singing your praises, and that’s awesome, but how do you start 
the conversation that’sgoing to align their efforts with your overall marketing 
strategy and brand goals?

You simply need to communicate with them.
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“Create conversations – start 
talking to your customers as much 
as possible.”
Miruna Mitranescu, Content Marketing Manager at Aircall.io.

You need to discuss what’s in it for your customers if they adopt the “advocate” 
label and actively start working with you to promote your brand. Before you 
do that, make sure you can answer that question yourself. What’s in it for your 
advocates? You can’t approach an advocate and say “Hey, want to start doing 
what I tell you to?” They need a reason to come on board properly – beyond the 
fact that they love your brand.

Once you know what you’re going to say to your advocates to convince them 
to come on board, it’s time to actually contact them. H ow you do this is up to 
you. If the customer is engaging with you on social media, you could contact 
them via whatever site they use most.

I’ll always use email if I have the option - it just comes across as a bit more 
professional.

“Let them know they are important 
to your brand. Give them credit for
their feedback and let everyone 
know they inspire you and help 
shape your brand.”

https://aircall.io/
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Timing Matters
The best time to reach out to potential advocates is not “when you’re ready,” 
it’s “when they’re most likely to respond positively to it.”

“If you ask your customers at the wrong time,” says Len Markidan, Head of 
Marketing at GrooveHQ, “you’ll be ignored (at best), or you’ll put them off (at 
worst).”

So, when is the best time? “That will be different from business to business,” 
says Markidan.

“Introduce the advocacy campaign to a customer when the value that your 
business delivers to them is most apparent to them.” Markidan identifies a few 
specific times that are good potential opportunities to reach out:

The Ask
I wouldn’t worry too much about what you say at this point. All you really want 
to do is let the customer know why you’re contacting them and open the doors 
to a further conversation.

Here’s a template you can use as a starting point:

Right after a support interaction where you’ve helped them accomplish 
something

Right after hitting a particular usage milestone

Right after they upgrade their account or increase their business with 
you

Right after they respond positively to an NPS survey

Again, this will vary depending on your business, but it’s absolutely critical to 
have a deliberate strategy around timing to go along with the actual ask.

https://twitter.com/lenmarkidan
https://www.groovehq.com/
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Hey [Customer’s Name],

It hasn’t gone unnoticed what an awesome customer you are. 
You’ve been really supportive of what we do here at [Company 
Name], and that’s why I’d like to invite you to become part of our 
customer advocacy program.

It’s an exclusive program that we’re only inviting a handful of our 
very best customers to. In short, it would entail you getting a little 
more closely involved with [Company Name] and more active in 
helping us to spread the word about [what you do]. In return we’d 
arrange some special benefits just for you.

You don’t have to say yes right now, but if you’d like to have a chat 
so we can tell you a bit more about what’s involved in the program, 
just get back to me at this address and let me know when and how 
to best contact you

Thanks [Customer’s Name]! 
Hope to hear from you soon! 
[Your Name]
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Tools to Help Manage 
Your Campaign
Every smart marketer uses tools to help manage and optimize their efforts. 
Below is a list of nine quality tools designed to help you engage your customers, 
monitor your brand, and support the creation and execution of referral and 
advocacy campaigns.

01.
Complete advocacy campaign solution
Influitive offers a complete package of integrated tools designed to support 
your advocacy strategy, including community forums, automatic customer 
recognition, and event management.

02.
Referral software
Ambassador makes it really easy to build, test, and track different referral 
campaigns. This means you’ll know exactly which rewards and incentives are 
working for you, and which ones aren’t.
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03.
General advocate management
This free add-on for Salesforce makes it easy to manage advocates’ activities 
and reward them for their referrals.

04.
Referral software
Super-simple software for building user-friendly, effective referral campaigns. 
Extole users also benefit from detailed analytics software that helps set and 
assess benchmarks, and “influencer segments” that highlight top referrers and 
advocates in-the-making.

05.
Email autoresponders
Quickly acknowledge current customers’ communications and re-en- gage 
inactive customers by automating the process of emailing the right people, 
with the right message, at the right time.
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06.
Brand management
Mention monitors what your customers (and non-customers) are say- ing 
about you so you can react fast to salvage rocky relationships and nurture 
the good ones.

07.
Referral software
RewardStream runs some of the largest and longest running referral programs 
online today. They offer a huge number of referral channels (including all the 
major social media platforms and others such as Whatsapp) and even the 
ability to track word of mouth marketing.

08.
Customer engagement
Build closer relationships with your customers by running competi- tions, asking 
for feedback through polls and quizzes, and encouraging (and leveraging) 
user-generated content. Better yet, campaigns built through Woobox can be 
used anywhere, including on your site, in pop-ups, and on social media.



THE CUSTOMER ADVOCACY PLAYBOOK 21

09.
Complete advocacy campaign solution
Zuberance’s toolset will help you identify, leverage, and monitor advocates. It’s 
much more than a referral tool – after developing a database of advocates, 
Zuberance helps to drive recommendations while monitoring impact and 
providing actionable insights.

How to Turn Customers 
into Advocated
Brand advocates aren’t born, they’re made. If you’re doing most things right, 
you’ll probably pick up a few without even trying. But what if you want more? 

How can you take a dedicated customer or a fan of your brand and turn them 
into a true ambassador?

First and Foremost, Be Consistent
Before you can exceed your customers’ expectations, you have to meet them, 
and meet them consistently.

“Customers want a consistent and predictable experience when they do 
business with a company,” says Hyken.

“Consistency creates confidence. Confidence can lead to repeat business. 
Repeat business can lead to loyalty and ultimately advocacy. Periodic spurts 
of excellent customer service won’t make up for inconsistent service day in and 
day out.”

http://sujanpatel.com/marketing/16-ways-to-turn-customers-into-brand-advocates/
http://sujanpatel.com/marketing/16-ways-to-turn-customers-into-brand-advocates/
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Personalization, Personalization, 
Personalization
The reason customer advocacy works so well is the authenticity with which 
happy customers sell your product for you. It stands to reason, then, that you 
should start your relationship with a potential advocate through authentic, 
personalized outreach.

Just ask Sol Orwell, cofounder of Examine.com.

“I’m a huge advocate of spending 
a bit of time researching your 
customer. Use tools like Rapportive, 
AudienceOwl, FullContact, and more 
to find out *who* your customer is. 
Reach out and connect with them.
At first, you should do this yourself 
to make sure your expectation of 
your customer matches reality, but 
once you have a system down, you 
can outsource it to a virtual assistant 
using a service like Zirtual. According 
to Orwell, “That 5-10 minutes of effort 
per customer will have a profound 
impact on churn and turning your 
existing customers into evangelists.”
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Offer Customer Service That Goes Above 
and Beyond
You know that you need to be offering good customer service. If a customer 
asks a question, you should have the means to answer it quickly. If something 
goes wrong, you should do whatever it takes to put things right.

But if you want to turn customers into advocates...?

You need to do much more than meet your customers’ expectations. You need 
to go above and beyond and offer customer service that blows their mind. The 
reality is that meeting customers’ expectations is just that – doing what they 
expect. Yeah okay, they might go away satisfied – but will they shout about the 
experience to others? Probably not.

Let’s take a look at Zappos – a company that goes above and way, 
way beyond.

Today, most Ecommerce companies offer a free delivery option. Sure, “free” 
delivery might take a little longer, and it might be conditional based on a 
minimum order value, but that’s okay. Customers are happy the option’s there. 
Unfortunately, customers are now so accustomed to “free delivery” that they 
pretty much expect it. By offering it you’re not doing anything unusual. It 
doesn’t set you apart from your competitors. It simply satisfies your customers’ 
needs.
 
But Zappos?

Not only do they offer free delivery with no minimum order, but they offer free 
returns (a much rarer service) and – get this – a whole 365 days in which to 
make that return.

Clothing retailer Beckett Simonon offers a pretty unique concept. Its design 
team dreams up new products each and every month. Customers then pre-
order the items they like before they’re produced (ethically and responsibly, of 
course). The idea is that by mass-manufacturing to order, Beckett Simonon can 
reduce waste, slash the cost of storing inventory, and in turn pass the savings 
onto their customers.

https://www.zappos.com/
https://www.beckettsimonon.com/pages/how-it-works
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01.
You Pre-Order
Our in-house design team creates and stylish products every month. If you like 
them, you can pre-order tem here at a fracton of the retail price. We want you 
to experience the absolute best quality without having to pay a fortune.

02.
We Manufacture
Each product is individually handcrafted by experienced tradespeople in 
family-owned and operated factories in Europe and South America. You can 
be sure the products you buy are not only beautiful but also ethically and 
responsibly made.

03.
You Enjoy
Sit down and relx. After manufacturing is complete, we ship the products 
straight from the factory to you. Saving money on ethically made, stylish and 
high quality products is now that simple!

That’s all pretty cool, but it’s not why I’m talking about the company here. The 
reason it’s here is its awesome return policy that offers a really sweet deal for 
customers, and in turn boosts repeat business. When a customer returns an 
item, they of course get a full refund. They also receive an additional 20%
of the purchase price. You might think that sounds crazy. The offer would 
get abused, surely? But of course, the extra 20% is given in store credit. 
That’s a really clever move.It’s a great deal for customers, and while it might 
leave Beckett Simonon slightly out-of- pocket, it also increases the odds that 
customers are going to come back.
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Surprise Your Customers
If you’ve ever received an unexpected gift from a company – especially if it 
was evident that gift was chosen personally for you – you’ll know just how 
effective this is.

Why is it so effective?

That’s simple (and has already been covered above): you’re exceeding 
your customers’ expectations. In order to surprise someone, you have to do 
something unexpected, which means by its very nature a surprise (a good 
surprise!) should exceed someone’s expectations.

Auto repair shop Jimyz Automotive sends handwritten cards to thank 
customers for their business.

This one was shared on Reddit:

While you might expect people to comment on how this was a great example 
of customer service that other businesses should aspire to, some customers 
actually started popping up that had had dealings with Jimyz themselves.

As you might have guessed, the comments were overwhelmingly positive:
“I used to live in Streetsboro and I know exactly who that is. He’s a good man, 
stay with him!”

If the original poster wasn’t sold upon receipt of the card, the endorsements 
from other Reddit users would surely have turned the OP into a certified brand 
advocate (while potentially sparking the interest of a few other customers, too)

http://jimyzautomotive.com/
https://www.helpscout.com/10-customer-service-stories/
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Incentivize Customers to Make Referrals
True advocates will make referrals on their own. “Official” advocates will make 
them in part because they’ve been asked to (and in part because they want 
to).

In the meantime, it makes sense to get customers used to referring you by 
offering a reward each time they do. Not only does a referral scheme provide 
a quick and effective way to grow your business, but getting people talking 
about your brand – and thanking them when they do – helps to build the kind 
of loyalty that turns customers into advocates.

Many of the simplest referral schemes offer cash rewards, or credit to use with 
the company.

Uber offers ride credit to each user who refers a friend (the friend gets 
credit too).
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Drivers can earn cash both for referring new riders and new drivers. When a 
referred driver completes their 10th trip, the driver that referred them gets 
$100. Those drivers also earn $5 each time a rider they referred takes their 
first ride.

Amazon offers Prime customers $5 to spend on the site each time they refer a 
new customer to Prime.

Dropbox entices customers to refer friends with the offer of additional, free 
storage – 500MB for each friend they refer, up to a maximum of 16GB.

Keep in mind that product upgrades and even cold hard cash might not be the 
best incentives for your customers.

“Incentives don’t always equate to money,” says Casey Armstrong, Director of 
Marketing, Content + SEO at Big Commerce. “Try to figure out what motivates 
your advocates. It might be money, but it might be something else like thought 
leadership or notoriety as an innovator.”

https://www.amazon.com/ap/signin?openid.pape.max_auth_age=0&openid.return_to=https%3A%2F%2Fwww.amazon.com%2Freferral%2Fprime&openid.identity=http%3A%2F%2Fspecs.openid.net%2Fauth%2F2.0%2Fidentifier_select&openid.assoc_handle=usflex&openid.mode=checkid_setup&openid.claimed_id=http%3A%2F%2Fspecs.openid.net%2Fauth%2F2.0%2Fidentifier_select&openid.ns=http%3A%2F%2Fspecs.openid.net%2Fauth%2F2.0
https://help.dropbox.com/accounts-billing/space-storage/earn-space-referring-friends
https://help.dropbox.com/accounts-billing/space-storage/earn-space-referring-friends
https://twitter.com/caseya
https://www.bigcommerce.com/
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Designing you 
Advocacy Program
The most effective advocacy campaigns feature detailed strategies that 
dictate what’s expected of your advocates. You need to tread carefully here. 
You’re probably not paying your advocates (more on this later), so you can’t be 
too demanding or controlling with their time. What you ask of your advocates 
should be matched (give or take) by what you can offer in return.

You wouldn’t employ a surgeon to work a 60-hour week and pay them for 40 
hours at minimum wage. The same logic applies here. Sure, you have some 
leeway. The fact that your

advocates love your brand probably means they’ll be willing to put in the extra 
effort for less in return, but play fair. The more you ask of your advocates, the 
more you should be willing to offer as compensation.

Creative Licensing
Giving advocates the freedom to choose what activities they engage in and 
how often will make their life easier – and yours, as well. It lets your advocates 
play to their strengths, for starters. They can choose to engage with you using 
the platforms they feel most comfortable with and via the medium that suits 
them best. That means if an advocate feels happiest writing a blog post, 
they’re granted the freedom to promote you that way. If they prefer filming a 
video, likewise.

It also means that your advocates aren’t forced to stick to a rigid schedule 
that risks leaving them feeling more like employees than advocates (though 
that’s not to say that employees can’t be advocates). Ask- ing too much of your 
advocates could potentially lead to resentment. Provide guidelines but avoid 
exerting too much control over what they do or don’t do for you.
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Creative Control
So we know that you shouldn’t demand too much of your advocates’ time or try 
to exert too much control over how, or how much, they promote you. That said, 
brand advocacy is a two-way street. If you’re going to be dishing out benefits 
to your advocates, you need to ensure you’re getting something in return.

Thankfully, if you’ve brought the right advocates on board, that shouldn’t be 
too hard. True advocates want to do things for you, so being rewarded for their 
actions should, we would hope, simply make them want to do more. Either way, 
it makes sense to set out guidelines that describe how involved you expect your 
advocates to be, and what sort of things you would like them to do.

I don’t doubt that the Walmart Moms (Walmart’s advocacy scheme) know 
exactly what’s expected of them as part of the scheme.

Okay, Walmart is a huge brand. It has seemingly infinite money and influence. 
It has the power to demand more of its advocates (and the cash to compensate 
them very fairly). But the principle remains the same. You need to make sure your 
advocates are actually advocating you. You also need to ensure you have a happy 
balance in terms of how you’re being advocated.

But that’s not all.

Many of us work best when told precisely what’s wanted from us. In an article 
about consumer behavior, Gregory Ciotti said.

http://crezeo.com/how-11-moms-became-walmart-brand-ambassadors/
https://www.helpscout.com/consumer-behavior/
https://www.helpscout.com/consumer-behavior/
https://twitter.com/GregoryCiotti
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To ensure your advocacy program drives a ROI, it makes sense to at least steer 
your advocates in the right direction. When an advocate agrees to join the 
program, provide them with a document that details:

“Urgency can be blocked by your 
customers’ minds if you don’t give 
them specific instructions on how to 
solve the problem. Rather than giving 
vague instructions, tell people exactly 
what to do when the time comes and 
don’t be afraid to drive them toward 
specific actions.”

What activities you’d like them to engage in (if you’ve done your 
research before inviting an advocate on board, you should have an idea 
of how their talents can best be utilized).

How often, approximately, you expect them to carry out specific tasks.

How you’re going to support their efforts (i.e. by sending products to 
review or content for them to share).

Don’t ask advocates to sign this document. In fact, even calling it a “document” 
might be a bad idea.

Try calling it a “guide.”

Ideally, you want to make the whole thing feel casual, and even more 
importantly, fun. Don’t make your advocates worry that they’re signing their 
lives away by agreeing to join your program. It should be something they want 
to do, not something they do because they feel obligated – or just because 
they want to be rewarded.
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Integrating Advocated 
Into Your Branding
If you never meet your brand advocates in person, you’re doing it wrong. 
Don’t communicate with them exclusively through a screen or over a phone. 
Encourage them to visit your headquarters so they can see firsthand what life 
at your brand is like. Invite them to events, product launches, or even certain 
team meetings.

Don’t allow your advocates to hear about your successes via an email or a 
social status update – implement a process that will allow them to celebrate 
with you. And don’t think a brand advocate is only useful in brand awareness 
and customer acquisition campaigns. Don’t just include them in your marketing 
plan. Instead, involve them in creating your marketing plan.

Invite your advocates to brainstorming sessions and product development 
meetings. Ask for (and listen to) their opinions. A great advocate could know 
as much about your brand as some of your staff, while offering an outsider’s 
perspective on what you do and the products you create.
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Case Study:
AO.com
UK home appliances retailer AO.com says it has “hundreds of thousands of 
the same people engaging with our [Facebook] page every month.” AO goes 
out of its way, however, to make those that stand out as true advocates feel 
extra-special. One advocate in particular, Debbie, talks to AO every day. The 
company knows “all about her family, her seven dogs, when her birthday is, 
when she’s been (doing) poorly.”

But she doesn’t just engage with the company about her day-to-day life – she’s 
actually produced several video product reviews, too. In return, the AO team 
has sent Debbie flowers when they know she’s had a bad day, and even gifts 
for her dogs on their birthdays. They also invited her to come visit them in their 
headquarters and join in a live stream.

The result is that Debbie engages with every Facebook post AO puts out, and 
even chimes in sometimes in defense of the company’s service when customers 
leave complaints on the page.

https://ao.com/
http://www.sofiesandell.com/wp-content/uploads/2016/01/Teleperformance_whitepaper-DIGITAL.pdf
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Incentivizing Advocates
You might think getting the ball rolling by paying a handful of loyal customers 
to act like advocates would be a pretty smart plan. I’d agree that it would 
probably work – in the short term – but the truth is, I’d generally discourage it.

WHY?

True brand advocates are organic. They don’t expect payment. They advocate 
your brand because they genuinely believe in it and what you do. And they’re 
better advocates for it.

TAKE APPLE

Find yourself a dedicated Mac user (it probably won’t take long) and tell them 
you’re thinking about buying a Windows computer. Chances are they won’t 
hesitate to sell you the benefits of Mac OS over Windows.

Why do you think they do that? It’s not because they’re getting paid. It’s 
unlikely they will get any benefit from persuading you to purchase a Mac 
instead of a PC (except the satisfaction of being “right”). They do it simply 
because they believe so wholeheartedly in the Apple brand and the products 
that they want to bring other people over to the “Apple side.”

Offering payment for advocacy is akin to offering a bribe. It’s time-limited 
(chances are when the payments stop, so will the advocacy) and less effective 
(it’s easy to spot someone who truly believes in a brand over someone who’s in 
it primarily for a paycheck).

That said, you should by all means “incentivize” your advocates. Providing 
them with freebies or first access to new products can be great ways to thank 
them for their dedication and encourage them to go above and beyond, but 
it doesn’t create expectations by which your “advocates” expect payment in 
return for their advocacy.
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Designating a Platform
At the center of your advocacy strategy should be a platform (or platforms) 
advocates can utilize to communicate with you, each other, and your current 
or potential customers – as well as to share content (think pictures, videos, and 
reviews).

This could be an internal platform hosted on your own domain (like a forum) 
but external platforms can work just as well. Facebook and LinkedIn groups 
are simple to create and should be familiar to your audience (which boosts the 
odds that your customers, and advocates, will use them).

Avoiding creating closed platforms. Don’t deny customers the chance to 
become more involved with your brand, or potential customers the opportunity 
to get firsthand insight into it.

If you want to offer special privileges to your advocates, consider extending 
administrative rights to them.

Another option is to create a blog that’s populated specifically by your 
advocates. This might not be a move you make right away; you’ll probably 
want to get a few advocates on board first.

This is a technique Walmart has employed with its Moms campaign. This not 
only provides a great platform for the Walmart Moms to share their views, but 
also makes linking between content and products easy and natural (which 
must help to drive sales).

https://www.walmart.com/cp/ideas/8932632
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“The Walmart website is set up so 
that everything – blogs, tips, links to 
products – is fully integrated rather 
than separated into separate areas. 
Because  The Walmart website is set 
up so that everything – blogs, tips, 
links to products – is fully integrated 
rather than separated into separate 
areas. Because Walmart has such 
a vast selection of products, it’s not 
difficult to find connections between 
topics covered by the mom bloggers 
and items for sale. This allows 
the Walmart Moms to be effective 
brand ambassadors without having 
to do any hard selling. has such a 
vast selection of products, it’s not 
difficult to find connections between 
topics covered by the mom bloggers 
and items for sale. This allows the 
Walmart Moms to be effective brand 
ambassadors without having to do 
any hard selling.”
Crezeo

http://crezeo.com/how-11-moms-became-walmart-brand-ambassadors/
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Measuring Impact
All marketing campaigns should be measured, no excuses. If you’re not 
monitoring your wins (and your losses), you’re not learning anything and you’ll 
be unable to make changes that will boost results.

Perhaps more worryingly, your efforts (and the cash spent executing them) 
could be going to waste. There are many possible metrics you can measure 
that will help you assess which elements of your campaign are working, and 
which need fine-tuning.

Just Ask Them
Before you try to get too clever with secondary indicators, go straight to the 
customer and ask them. Ryan Farley, co-founder of Lawnstarter, relies on 
customer surveys to determine how customers heard about them. Farley 
says, “About 70% of people fill them out. So we break down the percentage 
that came from each channel, and multiply it by the total.” Intentionally or 
unintentionally, though, customers aren’t always honest, and it’s worth double-
checking those self- reported results with data from other sources, like Google 
Analytics.

“One interesting thing you can do is compare self- reported sources to referring 
URLs and UTM parameters from campaigns where that data actually exists,” 
says Farley. “It’s interesting to see the swap sets of who said they found us on 
Google, but actually used a promo code that we sent out with a direct mailer. 
“One of our biggest prospecting channels is Twitter. But interestingly, many of 
those people reported other channels, presumably because people don’t want 
to admit they were messing around on Twitter at work.”

Bottom line: ask your customers, but don’t rely on that data exclusively.

Shares
Social shares help indicate how your own content is performing. They also help 
demonstrate which of your advocates have the most engaged audiences and 
so are in turn driving the most engagement for your brand.

https://www.ryanjfarley.com/
https://www.lawnstarter.com/
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Traffic
If your advocates are creating content that they publish to their own blogs or 
sites, make sure you’re using your analytics to monitor how much traffic their 
posts are driving to your site.

Comments
Comments are a great way to measure engagement and sentiment. The 
fact is that engagement isn’t always positive – people can be sharing your 
content or talking about your brand for negative reasons. Take a look at WTF 
Visualizations if you’re not sure what I mean.

However, comments will tell you exactly what people are thinking. Pay 
attention to what people are saying in them.

https://viz.wtf/#_=_
https://viz.wtf/#_=_
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Net PromoterScore (NPS)
“The truest definition of brand advocacy is when a customer is willing to tell 
others about the positive experience they have with you,” says Hyken. “While 
it’s been around for a while, I like the (now traditional) Net Promoter Score 
survey.”

The NPS also has the added advantage of allowing you to “track where the 
customers are coming from: advertisement, word-of- mouth, etc.”

Referrals and Revenue
The ultimate goal for your advocacy campaign is to drive more business, right? 
That means you need to be monitoring how many referrals and/or how much 
revenue your advocates are sending your way. An easy way to monitor referrals 
is to offer a rewards scheme that pays out for each successful referral. Each 
advocate is given their own unique code that they ask each new customer to 
quote when making their purchase.

It’s important that this rewards scheme goes two ways – as in, it should reward 
the person being referred as well as the person who referred them. This ensures 
that the person being referred has an incentive to hand over the code. You 
can also monitor revenue that’s being generated by traffic that advocates 
are sending your way – at least if it’s being derived from a blog post. Unless 
tracking codes are being used, the same can’t be said for social media.

What Are You Looking For?
Needless to say, you’re looking for evidence that your advocates are 
generating a ROI: evidence that their actions – like the content they’re creating 
– are increasing awareness of your brand and/or driving traffic to your site. If 
that awareness or traffic turns into sales, then great, but you can’t necessarily 
hold your advocates responsible for what happens once a potential new 
customer arrives on your site.

Of course, some advocates may be much more active offline than on. That’s 
fine, but you need to ensure you’re tracking what new business (if any) they’re 
sending your way.

https://twitter.com/hyken
https://www.netpromoter.com/know/
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When you initially launch your advocacy campaign, you’ll probably want 
to play it safe – test the waters, so to speak – by limiting the campaign to a 
handful of advocates. It’ll keep costs down and reduce the manpower needed 
to manage it. There will come a point, however, when you’re going to want to 
grow your campaign. Generally that’s when you’re certain you have full control 
of the campaign, and you know it’s profitable.

When that time comes, you have two choices...

01. Grow your campaign organically – at a steady, consistent rate. 

02. Scale your campaign.

If you’d prefer to grow your campaign organically, that’s fine. It’s easier to keep 
control of a campaign that grows at a natural (and slow) rate. If, however, 
you’d rather maximize the heck out of your campaign, read on.

Scaling Your Campaign

“Here’s the most important step before 
you scale a campaign: you need to 
have a solid ROI. Most people scale 
their campaign too soon. They don’t 
go the ex- tra mile of improving the 
profitability of their campaign.”
Charles NGO, describing how to scale a marketing campaign on his blog

https://twitter.com/Dr_Ngo
http://charlesngo.com/scaling/
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Making Advocates Come to You
So far, we’ve been working on the assumption that you’re identifying and 
approaching customers that you feel have the potential to become advocates. 
That’s fine, but it’s difficult to scale.

If you want to grow your advocacy campaign quickly you need to implement 
processes that will get advocates coming to you. You can do this using email, 
social media, or by adding a page about the campaign to your site. What you 
say here is more important than the method used. If you were to send an email, 
you might say something like:

If you

Hi everyone,

We recently starting working more closely with some of our 
customers as part of an advocacy program. It’s a project that 
encourages our customers to actively talk us up while they get to 
enjoy some special, pretty awesome benefits in return. It’s a lot of 
fun and offers some great rewards for

everyone involved! We’re now in the process of expanding the 
program and we’re looking to bring some new advocates on board.

Could that be you?

Love what we do

Support us on social media

Have ever referred someone to us

...and would like to receive:

Special discounts and freebies

First look at new products 

Invitations to company events
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...then we’d love for you to get in touch. Just tell us what makes you qualified to 
become an official [Brand Name] advocate, and if we think you might be a fit, 
we’ll let you know. 

Sincerely,

[Your Name], [Your Position at The Company]

Case Study:
Act-On
The team behind marketing automation software Act-On manages an 
advocate program called ALUV, which stands for Act-On Love. The program 
exists as much to convert customers into advocates as it does to encourage 
and reward existing advocates. This is a great example of a company that’s 
scaled its advocacy campaign in order to get advocates coming to them.

Each new customer receives an invite to join the ALUV program, and 
automatically becomes part of a “90-day ALUV program.” Once enrolled, 
customers receive communications from Act-On three times in three months. 
The idea is to encourage customers to become more engaged with the brand 
and ideally, become advocates.

The communications come in the form of the least-intrusive form of modern 
communication – email. The first email is simply an invitation to join ALUV. The 
second centers on a piece of content, which the customer is encouraged to 
comment onin exchange for points that can then be swapped for gifts. Finally, 
Act-On tries to entice advocates with challenges and giveaways.

http://b2b-marketing-mentor.softwareadvice.com/how-act-on-used-brand-advocates-1213/
http://b2b-marketing-mentor.softwareadvice.com/how-act-on-used-brand-advocates-1213/
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When you first launch your advocacy campaign, it’s probably going to be 
solely the responsibility of you and your marketing team. When you want to 
scale however, it makes sense to get more of your staff involved in getting 
new advocates on board. Your sales and customer service staff are obvious 
choices here. They’re working in customer-facing roles, for starters. They 
should alsohave the knowledge and information needed to figure out which 
customers are potential advocates, and which are not. Act-On does this as 
part of its ALUV campaign. It actually incentivizes its staff to get customers 
involved in the program by offering a $15 gift card for each customer they 
invite to join the initiative.

Boosting Advocates Through Your Staff

Advocates can do more than increase general brand aware- ness, drive 
traffic, and boost sales. You could actually make the growth of your advocacy 
program entirely self-suffi- cient by getting your advocates to bring new 
advocates on board.

Getting Advocates to Promote Advocacy

As the number of advocates you have on board increases, so does the time 
it takes to keep them all engaged. If you don’t have one person in charge of 
managing your advocacy campaign, once you start scaling you may come to a 
point where you don’t really have a choice.

Maintaining Engagement at Scale
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Or do you?

Automated, personalized emails can help your ad- vocates feel engaged for 
a minimal cost. Use email to keep your advocates updated but ensure each 
message is suitably personalized. You can also make managing engagement 
easier by encouraging your advocates to utilize a single platform should they 
need to talk to you, or each other.

Confining most communications to a single location drastically reduces 
the manpower needed to respond to all queries. Having those same 
communications occur on a platform that’s accessible by all advocates also 
means that other advocates might jump in and deal with queries (meaning you 
don’t have to).

One of the biggest challenges with scaling any campaign is retaining full 
control. It should go without saying that the more advocates you have on 
board, the harder it will be to ensure advocates are doing what you want them 
to, and at the standard you’re after.

Managing an 
Advocacy Program at 
Scale

Hosting all content advocates create on a single platform (like we saw with 
the Walmart Moms) makes it much, much easier to keep on top of what’s 
being said and when. Configure the blog so that posts must be approved 
before they go live and you can retain control over what your advocates are 
saying about you.

Internal Blogging Platforms
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Unfortunately, one of the great advantages of an advocacy campaign is how 
it enables you to reach new audiences when your advocates talk about you 
on your their sites and in their social profiles. But that’s okay – there’s a way 
around this one. Ask your advocates to post all new content to your blog. As 
above, posts will have to be approved by someone on your team before they 
actually go live.

 Then, a week or so later – once the original post on your site has been 
indexed by Google, ask your advocates to repost the content to their own site 
or blog, and promote it to their audience. If you want to play it doubly safe 
(and eliminate the risk Google will think the second version is the original) 
you can ask your advocates to include a cross-domain canonical on each 
piece of content.

Another way to retain control of your campaign as it scales is to implement 
a hierarchical structure. If you’ve been running your program for a while 
and have a good number of advocates on board, chances are there will be 
a few that stand out as extra-dedicated and super-trustworthy. Make these 
advocates “Tier 1” advocates. It will be their job to manage the actions of 
the Tier 2 advocates – doing things like answering questions, keeping them 
engaged, and encouraging them to stick to their half of the bargain. In return, 
they get extra-special benefits. If you don’t think this can work, just think
about how the owners of forums “promote” trusted members to moderator 
status so they can help monitor and manage what occurs within them. This 
is essentially the same thing, only those forum moderators are unlikely to be 
getting any compensation for their time.

Two-Tier Advocacy

Even your biggest supporters can get burned out. Keri Keeling, VP of Customer 
Success at Bluenose Analytics, refers to this as “ evangelism fatigue” – the 
exhaustion a customer feels when called on too frequently.

Avoid Evangelism Fatigue

https://twitter.com/M1sskaos
http://www.bluenose.com/
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Evangelism fatigue is often a product of not having a management process 
around your advocacy program. Keeling identifies four things to include in your 
advocacy management process:

“As word gets out that a customer 
is evangelizing for you, others in 
your company want to leverage that 
advocate as well,” says Keeling. “Be 
mindful that the advocate can very 
quickly become overwhelmed with a 
number of different re- quests from 
different people/departments in your 
company.”
Keri Keeling, VP of Customer Success at Bluenose Analytics

One point of contact for the advocate

Record of the types of activities the advocate is willing to perform 

Record of the number of times an advocate has been leveraged

Record of the dates an advocate has performed an evangelism event

According to Keeling, at the end of the day, have enough structure to your 
process that you can “be sure you’re protecting your evangelists from fatigue 
and only accessing the right people for the right reasons.”



THE CUSTOMER ADVOCACY PLAYBOOK 46

This list summarizes what we’ve talked about - so you can get going on your 
customer advocacy program easily.

Checklist

Developing an Advocacy Marketing Plan
01.

01. ALLOCATING A MANAGER

One of the biggest challenges with scaling any campaign is retaining full 
control. It should go without saying that the more advocates you have on 
board, the harder it will be to ensure advocates are doing what you want 
them to, and at the standard you’re after.

02. ALLOCATING A MANAGER

Take time to understand how the smaller goals of an advocacy 
campaign – like referrals and content creation – contribute to the 
overriding goal of growing the brand and making more money.

03. IDENTIFYING AND SELECTING ADVOCATES

Decide how many advocates you want to bring on board (initially at 
least) and what attributes you want in them. Look for customers who 
engage with you regularly on social media and/or refer customers to 
you. Surveying your customers can also help you pick out those with the 
potential to become advocates.

04. BRINGING ADVOCATES ON BOARD

Establish what’s in it for your customers if they become an “official” 
advocate, then butter them up and ask them if it’s something they would 
be interested in knowing more about.
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How to Turn Customers Into Advocates
02.

01. OFFER CUSTOMER SERVICE THAT GOES ABOVE AND BEYOND

Good service doesn’t cut it. It’s what customers expect. If you want to 
turn customers into advocates, offer service that’s so great it blows their 
mind.

02. SURPRISE YOUR CUSTOMERS

Send your customers thank you notes, a birthday card, or a gift - 
anything unexpected that will surprise and delight them.

03. INCENTIVIZE REFERRALS

Offer customers a small incentive – such as credit for the site or even 
cash – in exchange for referring new customers to you

Designing Your Advocacy Program
03.

01. CREATIVE LICENSING

Don’t suffocate your advocates – let them choose (within reason) how 
and how much to promote you.

02. CREATIVE CONTROL

But do try to take some control of what they do. Begin the relationship 
by presenting them with a casual “guide” that details the sort of things 
you expect them to do in exchange for the benefits of being part of the 
advocacy program.
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03. INTEGRATING ADVOCATES INTO YOUR BRAND

Don’t just communicate with your advocates online and over the phone 
– invite them to your premises and events. Get them involved in meetings 
and pay attention to their thoughts on new products or ideas.

04. INCENTIVIZING ADVOCATES

Provide advocates with incentives such as discounts, freebies, and 
exclusive first access to new products. Avoid paying them with actual 
cash.

05. DESIGNATING A PLATFORM

Set up a platform your advocates can use to communicate with you, 
each other, and your other customers. This could be a forum or even a 
Facebook or LinkedIn group.

Scaling Your Campaign
04.

06. MEASURING IMPACT

Monitor metrics like social shares, traffic generation, and referrals to 
establish who your most and least effective advocates are.

01. MAKING ADVOCATES COME TO YOU

Scale your campaign by implementing processes that will see advocates 
coming to you. Email, social media, and adding a page to your site 
about the campaign can all help. You can also try getting your customer 
service and sales staff to approach potential advocates, and even ask 
your existing advocates to help out.
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02. MAINTAINING ENGAGEMENT AT SCALE

Send mass, yet personalized emails to communicate updates to your 
advocates and encourage all advocates to chat with you and each other 
using a single platform.

03. MANAGING AN ADVOCACY PROGRAM AT SCALE

Maintain control of your campaign as it grows by approving content 
before it goes live and “promoting” some of your advocates to a top-tier 
role in which they are in charge of the rest of your advocates.
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