
KERSTI VANNAS

CEO & Founder - Instar - Employer Branding

Advocacy Stream Masterclass 1: 
The secret formula of effective and 
long-lasting advocacy programs!



Why you should listen us?

Over 40 Employer Brands developed

Over 30 employee advocacy programs held

Over 30  advocacy programs assessed

20 years of experience

In Finland  and Baltics since 2007.



Who are we?
Instar is first full-service people agency.

Our goal is to help companies be attractive employers with motivated, committed, 
and loyal employees. Under Instar umbrella we have research, strategy, employer 
branding, communication and headhunting business lines. We help organizations 

to grow and achieve their short- and long-term business goals through skillful 
people planning and management..  

 In Estonia since 2007, Baltics and in Finland since 2020.

Employer branding area no. 1 expert, research expert



Kersti Vannas
20 + employer brand experience

Founder of employer branding agency
Instar 2007

European association of employer
branding agencies

4 markets Finland,
Estonia. Latvia, Lithuania

Kersti Vannas



WHY ADVOCACY 
PROGRAMS FADE AWAY?



1. launch excitement disappears,

2. no strategic objective,

3. no connection to EVP,

4. content becomes too corporate,

5. everything depends on one HR person,

6. no ownership,

7. lack of recognit ion,

8. measured only through l ikes and impressions,

9. too much inspiration but too l itt le system-building.

ORGANISATION



1. too many approvals,

2. lack of leadership involvement,

3. no employee ownership,

4. generic content,

5. unclear goals,

6. no recognit ion.

EMPLOYEE



vis ibi l i ty habits

storytel l ing habits

part ic ipat ion habits

shar ing habitS

thought leadership habits

WE NEED TO 
DEVELOP

simpl ici ty

repeti t ion

social  proof

recognit ion

routines

psychological  safety

Not just  inspirat ion

EMPLOYEES 
NEED



The value



What benefits does the ambassador program 
bring?

Employees embrace the company's messages and values and begin 

to influence their followers and contacts. The brand gains a face.

COMPANY MESSAGES AND VALUES
03

Brand ambassadors attract talent in their field. They showcase their 

experience and development and serve as role models for potential 
candidates.

EMPLOYER BRANDING
04

Social media content spreads better organically. Reduced recruitment 

costs.

COST SAVINGS05

 The average recruitment time is
reduced by 20%

 On average, 30% more strong
candidates apply

 High ROI

40% of consumers and potential candidates 
consider employee-created content 
(including sharing job ads) the most relevant 
source of information when filling job 
positions.

79% of people use social networks to find 
jobs.

01

02 More potential job applicants.

INCREASING VISIBILITY

Disseminating the company's strategic messages and building its 

reputation.

EMPLOYEE AS A BRAND AMBASSADOR



Why you need managers on board

LEADERS

SELECTED SPEAKER/EXPERTS 
EMPLOYEES

AMBASSADOR PROGRAM 

DIGITAL CULTURE AND ENGAGEMENT PLAN FOR 
ALL EMPLOYEES

CEO

CONTRIBUTION IMPACT

HIGH: Strategic plan, ad hoc response, strong 
involvement of the organization's 
communication fielD

HIGH : Engagement and expertise, 
self-created content. Training and 
support for implementation. 

MEDIUM: Goal-oriented social 
media content creation

LOW: Requires
training

Significant impact and 
resonance, strategic profile at all 
levels.

Impact on strategic target 
groups. Different goals.

High potential for reach, 
automated result 

measurement, various 
objectives

Trained employees and 
strong talent presence = 

brand impact



For whom?  

1) All employees, emphasizing that everyone can be a brand 
ambassador

2) Ambassador program specifically for selected employees (up to 20 
people)

3) Leaders



13

WHO
is an ambassador?



Who is a brand ambassador?

Embraces the company's values and finds common ground with their 

own values.

Voluntarily talks about the company they work for or with which they 

have close contact.

Shares their employee experience/work activities/ideas.

A passionate fan of the company, a spokesperson, an 
employee with great passion and willingness to act.



Employee
Ambassador



HOW - THE ADVOCACY 
PROGRAM



ADVOCACY IS BEHAVIOR 
CHANGE



Sustainable advocacy programs are built  on strategy, 
trust, systems, and participation - not on enthusiasm 

alone.



BUSINESS/ EMPLOYER BRAND GOALS

TARGET AUDIENCE

EVP / KEY MESSAGES

ADVOCATES

CONTENT & ACTIVATION

MEASUREMENT

THE FOUNDATION



What is your business need – you real 
„Why“

 Example – Lidl

Employer branding is expensive.. Organic 
distribution = free visibility. Lidl has 200+ open 
positions constantly on the career page. 
There is 1  EB person per 1 county - resources 
are limited.

1.1 STRATEGY – YOUR WHY



Your ambassador program strategy 
Our current situation that you want to solve
What you wish to achieve?
What do we need to do to achieve this? 

Employee advocacy chapters: 
Objective and KPI´s 
Link to business goals (how much money does 
your company save as a result) 
Action plan 
Best practices from your company
Timeschedule
Responsible persons

1.2 STRATEGY – DOCUMENT

Alignment with your employer brand, target 
audiences



Example
Goal: to increase the activity of ambassadors on LinkedIn. 
Metrics: 
Number of active ambassadors
Number of posts
Number of new followers on Ambassadors' accounts 
Post results: impressions, reactions, comments, reposts. 
The value of the media (how much money has been saved ). 
 + Opportunities for ambassadors, e.g. invitations to speak, articles, recognitions

Link to business goals 
How much money do you save because of organical ambassador content
f.e 1000 ad impressions cost ca 7eur.

If you have 100 ambassadors who get 100 000 impressions per year, the media 
value could be 70 000 per year



Strategical:
• Target  audience engagement - Internal and external attractiveness/awareness of 

the organization 
• eNPS 
• Number of candidates 
• Number of recommendations 
• Recruitment costs and time 
• Saved money and earned money

Tactical:
• Number of visitors to the career page 
• Engagement and comments on social media 
• Reach on social media 
• Ambassador activity test according to Instar methodology online – at the beginning and 

end of the program

Choose your metrics



What is the ONE thing your 
organization actually wants 

advocacy to achieve?
And how you measure it



Who are your ambassadors?
The choice of the ambassadors should be 
strategical.

Your target audience:
Field of expertise
Seniority
Age and background (related to most 
desired target audience persona)

Goal is to include business relevant target 
audiences but also leave few seats to other 
active employees.

2.1 ACTION PLAN - AMBASSADORS



Deciding the communication channels
Channels should be decided based on the 
target audience usage

SOCIAL MEDIA VERSUS REAL LIFE

Real life channels include:
Being present at schools, universities, career 
fairs, conferences and other events.
Writing articles, blog posts, etc.
Being the every day ambassador – 
developing touch points with your activities 
and behavior, both inside and outside the 
house.
Using company merch  etc

2.2 ACTION PLAN - CHANNELS



Social media
Choose the right media mix – target
audience specific

Lidl -  Facebook, Instagram and Linkedin
Scania – LinkedIn
Fujitsu - LinkedIn

Does you organisation have a business
account in right channels?

2.2 ACTION PLAN - CHANNELS



2.3 ACTION PLAN – DEVELOPING TOOLKIT

Map what tools you have
Brand guidelines
Social media guidelines
Employer brand slogan
EVP

Visuals - EB materials, Li cover image, frames, 
photobank, global toolkits

Merch – t-shirts, etc

Make a list what you need to develop or 
change
Scania had to change the guidelines
SMIT – had to change the mindset





2.4 ACTION PLAN – DECIDING THE PLATFORM

Or specific advocacy platform

Focus Technical solution Content

Assets library intranet, SharePoint etc Guidelines, tools, visuals, 
training materials etc, EB 
materials

Ambassador community 
activity

Teams, Slack, FB, LI 
groups etc

Sharing posts, supporting 
each other, 
brainstorming

Measuring the success Google, SharePoint Excel Setting goals and 
tracking them – posts, 
impressions etc.

Choose a platform for: assets library, ambassador community activity 
and measuring the success



2.5 ACTION PLAN – BUDGET

Budget for minimum next 2 years
Related to strategy and KPI´s and results – ROI

You need a right start and budget
- We do not have budget for program, we take 

inspirational speakers – it gets more expensive 
as audience demands more. There is no habit 
development

- We do it by ourselves and copy other program – 
you spend 6 months worktime for planning, 
organizations and target audiences are different

Budget: time investment (project manager), trainings, merch
Rewarding employees: pricelist, prizes are not sustainable. Wwrong motive and fake.
We need authenticity



2.6 ACTION PLAN – ROADMAP

Developing roadmap 
Organization and employee 
perspective

Organistion – what activities we plan 
to achieve set KPI´s

Employee – what’s in  for me and 
what will happen?



Brand ambassadors program

Kick-off

Seminar 1

Seminar 2

Seminar 3

Practical training

Photos and 
videos

Half-year summary 
and celebration 

with ambassadors

Practical training Practical training

Practical training Year in review

Month 12Month 11Month 10Month 9Month 8Month 7Month 6Month 5Month 4Month 3Month 2Month 1

Internal campaign

External 
campaign

Activity 
monitoring 

meeting

Activity 
monitoring 

meeting

Activity 
monitoring 

meeting



2.7 ACTION PLAN – AMBASSADOR RECRUITMENT
Recruiting ambassadors
All versus target audience
Ambassador kick-off event for all employees will 
increase awareness of the role of employer ambassador 
and the desire to join the ambassador program. 

Before the kickoff
Kick off preparation: video invitation to employees
Personal invitation to ambassadors that are relevant
Clear understanding how many what type of employees 
organization expects (department, age etc)
Application process: a) simple – email, intranet 
b) filling form – motivation, current ambassador activity 
both social media and live

1-2 weeks time to apply



2.7 ACTION PLAN – AMBASSADOR RECRUITMENT

Live or web kickoff
30 min web kickoff agenda: 
• CEO intro 2 min, why this is important, 
• 15 min what organization win and what 

employees win, 
• 5 min natural ambassador employee 

sharing its experience, 
• 5 min ambassador program intro and how 

to apply

Live event – creating an experience
Media house Äripäev



What and Why?

Goals: 

• Increase attractiveness 
externally and internally 
(survey + eNPS results)

• Increase awareness of 
Scania as employer (survey 
results)

• Increase the number of 
potential candidates and 
lower recruitment costs

• Reduce time to hire 



What benefits does the ambassador 
personally receive?

• Trainings: social media, photography, videograpy, etc

• Unique experience in new program

• Participate in different EB events and gain new „community“

• Personal development 

• Visibility and recognition by the company and externally 

• Insights into the company

• Branded give-aways



Ambassador Program

20 ambassadors

Program

24.10 at 9-12.00

21.11 at 9-12.00

12.12 at 9-12.00

Topics covered

• Why to be Scania ambassador

• How to be Scania ambassador

• Practical exercises and teamwork



What can I do as manager?

• Follow Scania social media channels FB, LI, IG

• Create LI profile or review your existing social media profiles 

• Share, Like, Comment Scania posts!

• Tag Scania, when you mention Scania in social media

• Use #

• Encourage your colleagues to share their employee experience

• Share your own employee experience in real life and in social media



Our people are so modest.

We can't get people to participate.

BIGGEST FEAR



Managers training -awareness

Amabssadors training - new habit
3 seminars
The 20 people selected as brand ambassadors 
will participate in three seminars. An 
ambassador platform will be created for them 
to communicate with each other and share 
experiences.

3.1 PROGRAM AND TRAININGS



AMBASSADOR PROGRAM

24th October 9-12.00
• Employer Brand
• The importance and benefits of 

the topic of the employer's 
ambassador

• We test your actual activity as 
ambassadors

• The nature, tools and challenges 
of an employer ambassador

• Ambassador Test - Social Media 
Profiles

• Practical task

21st November 9-12.00
• Personal brand, personal benefit, 

personal image and goals
• Group work
• Succession and ambassadors
• Practical exercise on social media

12th December 9-12.00
• Homework Review
• Employer's Ambassador's Action Plan
• Testing the actual activity
• What kind of support do you need?



AMBASSADORS TEST

Test in the beginning and in the end
Measures current activity as ambassador

The test takes about 2 minutes to complete.
Then we will review the answers together.
QR code



AMBASSADOR PAIRS – YOUR BUDDY

1. Maria and Steve
2. Julia and Anna
3. …

The ambassador buddy system creates 
accountability and support. 
Each pair reacts to, comments on, and 
shares each other’s posts. 
This helps especially beginners gain 
feedback, confidence, and motivation to 
keep posting consistently.



# for finding the content





FIT AND PROPER

• Name
• First impression
• Style, design
• Content (experience, skills, 

etc.)
• How professional does it 

seem?
• How big ambassador?





HOMEWORK

• Fill results table

• Review your LI/FB/IG profiles;

• Make a post;

• Comment on a colleague's post;

• Look at your colleague's social media profile and acknowledge them 

there;

• Additional activities if you are not on SOME;

• Ambassador community on MS Teams

https://docs.google.com/spreadsheets/d/1FBaOL2j4Mz3RUCEPhpi-hENkn0aD11OL/edit?usp=sharing&ouid=101012778689875896295&rtpof=true&sd=true


Results table



Pan-Baltic Brand Ambassador 
Program

3 countries

60 participants

in local languages



Rimi ambassador program



Graduation diploma
Feedback
Are the materials on the intranet 
informative enough? What support do 
you want? What kind of training is 
necessary? Are they willing to continue 
and under what conditions? What 
awards would motivate them to post? 

Annual plan

3.2 PROGRAM CONTINUITY



Brand ambassadors program

Kick-off

Seminar 1

Seminar 2

Seminar 3

Practical training

Photos and 
videos

Half-year summary 
and celebration 

with ambassadors

Practical training Practical training

Practical training Year in review

Month 12Month 11Month 10Month 9Month 8Month 7Month 6Month 5Month 4Month 3Month 2Month 1

Internal campaign

External 
campaign

Activity 
monitoring 

meeting

Activity 
monitoring 

meeting

Activity 
monitoring 

meeting



Keeping the program alive

• Photos of Ambassadors, photo training

• Videos of Ambassadors, video training

• Trainings for Ambassadors (4 trainings per year)

• Posts from 12 Ambassadors

• Internal Campaign/Competition - Challenge

• External Campaign on Social Media

• Monitoring Ambassador Activity



Social media plan for 3 most active ambassadors
QUESTIONS FOR AMBASSAOR ANNUAL PLAN 
INPUT INTERVIEW

What is your job title and what do you do on a daily 
basis? 
•How long have you been working at Scania? 
•What do you like most about your job? 
•Is your work more varied or routine-based? Please give 
an example. 
•How would you describe yourself? (calm, energetic, 
humorous, analytical, etc.) 
•If you were to create a post, would you prefer writing, 
taking photos, or filming videos? 
•What motivates or inspires you at work? 
•Do you have any career goals or dreams related to 
Scania? 
•What tools and technologies do you use in your work? 
•What hobbies or activities help you relax after work? 
•Is there a particular month when you have more or less 
time for posting? 
•What kind of support or guidance would you expect to 
make posting easy and convenient? 
•Would you like to add anything else? 



• Not demanding Customer brand  content

• Instead of controlling the message, we gave employees complete freedom to tell 
their own story.

• Trust your employees. If you prescribe everything to them, it's no longer 
advocacy 

• Let them make "ugly" posts and make mistakes.

• Keep the momentum and conversations alive by "Ambassadors of the Week" 
shared tips, experiences or thoughts. 

• Know your ambassadors skills/hobbies- they can train  or share their knowledge  
- inhouse photo training  - free of charge

• Make regularly reflections what ambassadors have:

• learned, what were the biggest wins and losses 

• Share success stories

Tips to activation







Results measurement table
Ambassadors fill in a table indicating their success 
(social selling index, follower count, 
impressions/reactions/comments).

4. MEASURE THE IMPACT

a ct i ve  a d vo ca te s

pa r t i c i pa t io n  r a te

s ha r i ng  co ns i s te ncy

e m pl o ye e -ge ne r ate d  co nte nt  vo l u m e

e nga ge m e nt  qu a l i ty

l e a d e r s h i p  pa r t i c i pa t io n

a d vo ca cy  r e te nt i o n

Shortterm

e m pl o ye r  b r a nd  a wa r e ne s s

e NP S s

ta l e nt  pe r ce pt i o n

ca nd i d a te  qu a l i ty

r e f e r r a l  h i r e s

r e te nt i o n

e m pl o ye e  pr i d e

t r u s t  i nd i ca to r s

Longterm



Examples of program impact
During the program:

Saving 10 000 eur for recruitment costs - through the first post of the 
ambassador program, a new IT specialist was found for the team

Profit min 300 000 eur - Finding a client – after the first homework, the client 
asked for cooperation

20 x 12 000 eur - Positive personal impact – 80% of the participants receive 
positive feedback from their community after the first homework

€16,000 in savings on marketing costs in the first 3 months 

After the program:

Company post sharing has increased

Employee-generated content has grown from zero to 100



5. MUTUALLY BENEFICIAL

180,000€
The advertising money saved that Bolt would have had to pay if we had wanted to get 24 

million impressions.



Court session secretary at Pärnu County Court with 20 
years of experience
Before January 2025: 0 posts about her work
Joined the courts’ brand ambassador program with no prior 
content creation experience
Results in 1 Year
Grew LinkedIn from 0 → 332 followers
Expanded content to Facebook
Shared her story at Instar seminars, Mediabrands Digital, 
and within the Ministry of the Interior network
Feedback
“I never imagined courts could be talked about in such a 
human way.” “Thanks to Liina, I’ve realized that working in 
the courts can actually be fun.” Received dozens of similar 
positive comments

Liina Lõhmus - Court Brand 
Ambassador 











1. The Employer Ambassador Program provides participants with 
skills and habits, i.e. long-term impact

2. Employer Ambassador/Personal Brand Training Provides Skills 
and Inspiration

3. Always set goals and measure results
4. ROI – how it has actually yielded business benefits
5. Brand ambassadors and ambassador programs amplify 

product/service/employer messages
6. Results are brought by systematic brand management, which 

is integrated into a strategic and tactical annual plan

DON'T FORGET!



1. Clear goals and metrics
2. EVP and EB messages alignment
3. Target audience
4. Channels
5. Community platform
6. Systematic approach
7. Responsibility partners
8. Li challenge
9. Recognition
10. Fun, FOMO
11. Ambassador toolkit  -visuals, guidelines etc

SECRET FORMULA



Be brave and be an ambassador 
yourself!





Instar Finland

@instarebc

Instar

instar.ee

Kersti Vannas

Any questions, let me 
know!!



Kersti Vannas

Widen your network





ADVOCACY PROGRAM AUDIT
A quick self-assessment for sustainable advocacy programs

STRATEGIC CLARITY
☐ Who we want to influence
☐ What messages matter
☐ What success means

SUSTAINABILITY
☐ Do we have routines?
☐ Clear ownership?
☐ Recognition?
☐ Leadership support?

BEHAVIOR CHANGE
☐ Are we building habits?
☐ Or just temporary excitement?

MEASUREMENT
☐ Are we measuring activity?
☐ Or business impact?

Which area is currently the weakest in your advocacy program?



NOT 
RECOMMENDING PASSIVE AMBASSADORS

Employee Net Promoter Score (eNPS)
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