
Social to Scale:
How to Build a Serious
Social Media Program



2 Social to Scale: How to Build a Serious Social Media Program

Table of Contents

Introduction: Let’s Chat 3

It’s Never Too Late 4

Is ”10 Minutes a Day” Really Enough? 5

How to Read This Guide 5
Tier 1: Recruit 6
Tier 2: Lieutenant 6
Tier 3: Commander 6
Tier 4: Captain 6
Tier 5: Admiral 6

Survey the Terrain 7

Get Started on Strategy 9

Building a Team 10

Social Roles 12

Create Standards & Optimize 13

Conclusion 17
About the Author 17

http://www.meltwater.com/insights/page/2/


3 Social to Scale: How to Build a Serious Social Media Program

Introduction: Let’s Chat

Social should be easy. You tweet. You share 
photos on your Instagram feed. You post a 
quick Facebook status. You might already 
be doing some or all of these things in your 
personal life. So why not just hire an intern or 
dedicate a few minutes of your work day to 
publishing content on social—and then, BAM, 
you’ve got an insta-social program for your 
company, right?

Not really. If you want to grow your brand 
awareness and your business, a few minutes 
and a few posts a day won’t cut it. Today, social 
media is becoming not only a major vehicle 
for marketing, but for conducting business 
in general, from customer service to sales, 
market research, and recruiting. Your social 
media presence sets the stage for all of these 
activities.

But if you’re stuck in the position of creating 
and maintaining a social presence for your 
business but aren’t being given the resources or 
budget you need, you’re not alone. 

Adam Kmiec’s, Senior Director of Social for 
Walgreens, compares a successful social 
program to a duck. At a quick glance, a duck 
couldn’t look more graceful gliding across the 
water. But under the surface, it’s little webbed 
feet are paddling like crazy. The duck does a 
ton of exhausting work behind the scenes to 
make things look easy. 

Popular belief, even at the C-Level, is that 
creating a social media program for any 

business is a must and shouldn’t be too hard—
or resource intensive. 

If you’re reading this e-book, it’s probably 
because you disagree with the latter and need 
to figure out how to a) build a successful and 
sustainable program and b) communicate the 
importance of doing this using a well-thought 
out strategy and the proper resources.

To all you social officers on the battlefield, I’m 
preaching to the choir on how much behind-
the-scenes work is needed to create a well-
oiled social machine. But it’s not you that I 
need to convince. 

We need to convince your boss, the hands that 
handle the purse strings (probably VPs or execs 
in the c-suite), and it’s not an easy task.

Use this guide to help you get what you (and 
the business) deserve in order to scale your 
program and contribute to the big picture 
goals your execs will appreciate, including 
brand reach, loyalty, and business growth. 
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It’s Never Too Late
I’m not surprised that so many businesses out 
there haven’t dedicated much thought or time 
to building a strong social marketing program, 
let alone branched other aspects of their busi-
ness to social.

If you fall in that bucket with your company, 
it’s not too late. But you are still late, and you’ll 
need to ramp up and build a game plan to do so. 

You can start by keeping up on the impact that 
social media is having. You’ll want to keep your 
stats up to date and on hand when you need to 
impress. Here are some recent ones: 

 
• Over 2 billion people use social media world-

wide

• According to a recent Pew study, 65% of 
adults in the United States use social media, 
up from 46% in 2010 and just 7% in 2005.

• 90% of 18- to 29-year-olds use social media 
today, compared to 78% in 2010

• In the U.S, we spend almost two hours per 
day social networking

 

TIP: These are great stats to show 
higher ups. Execs love to know what 
the outside world thinks and how to 
get in front of more people.

which is almost 66% of all
Internet users globally

people use social
media worldwide

billion2

in the United States
use social media
according to a recent Pew study,
up from 46% in 2010 and just
7% in 2005

65%
of adults

of 18-29-year-olds
now use social media
compared to 78% in 2010

90%

In the U.S.,
We spend
almost two 
hours per 
day social
networking

http://www.businessinsider.com/r-a-majority-of-us-adults-now-use-social-media-pew-study-2015-10
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Is ”10 Minutes a Day” Really Enough?
There have been a lot of blog posts written about getting yourself orga-
nized and pacing yourself so you can tackle social media marketing on 
anywhere from 10 to 60 minutes a day. You certainly can do the bare 
minimum in that time frame.

But it’s also time to recognize that building a social media program is 
a big undertaking that involves multiple channels, budgets, and creat-
ing relationships with your community and with influencers.

Anyone who is creating a social media program should recognize that 
there’s only so much you can do without fully dedicated resources. And that as 
the program expands, you’ll want to have a plan to make sure you’re growing it the right way.

Whether you’re a small nonprofit or a big business that needs to catch up, we’ve outlined in this 
e-book the important steps in building the social business of your dreams.

How to Read This Guide
To get the best out of this guide, first you’ll need to iden-
tify which tier your business falls under, in terms of social 
devotion, and where you would like to be. Here, we’ve 
upgraded our duck metaphor to a sleek, streamlined 
battleship and the busy crew that keeps things running 
smoothly behind the scenes.

As you read through this e-book, take notice of 
what you should be accomplishing in your tier 

and what you can accomplish in the tier(s) 
above you.

 

TIP: As you go through 
this e-book for the first 
time, grab 2 highlighters 
of different colors. In one 
color, highlight your current 
tier. Then highlight the tier 
you would like to achieve 
based on departmental 
and business goals.



8 hours a day, 5–7 days a week

Tier 2: Lieutenant
Time Allocated to Social:

Resources:

Tools:

1 dedicated person (intern, advocate, or manager)

free and paid tools ($100/month max)

8–16 hours a day, 7 days a week

Tier 3: Commander
Time Allocated to Social:

Resources:

Tools:

1–2 dedicated positions

paid tools, templates, and established workflow and 
reporting processes

Tier 4: Captain
Time Allocated to Social:

Resources:

Tools:

8–24 hours a day, 7 days a week

small dedicated social team (from interns to 
directors/VPs)

top-tier paid tools, established processes, 
media intelligence tools for analytics and reporting,
ongoing collaboration with web and content teams
and possibly with other deptartments (e.g., sales,
HR, office of the CEO, etc)

Tier 5: Admiral
Time Allocated to Social:

Resources:

Tools:

24 hours a day, 7 days a week

social business: dedicated team + social experts 
across departments (from interns to c-suite execs)

several top-tier social media paid tools, social 
vendors and/or agencies, social business process and
employee advocacy program, social media dashboard
/command center, social media integration and active
presence on multiple channels across all departments
in the company

Time Allocated to Social:

Resources:

Tools:

10 minutes to a few hours a day

part time

none, or free tools

Tier 1: Recuit

What Tier Does Your Business Fall in?
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One of the reasons social media can get complicated fast is because it overlaps with more than just 
the marketing or the communications department (which typically houses most social programs). 
But don’t let this throw you for a loop, you’re not expected to be in charge of social media for all 
of these departments (at least not yet). But you will be called upon to advise these departments, 
collaborate with them, or even just alert them to posts that require their attention.
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Survey the Terrain
Before we outline the steps to build and scale a social media program, you should always have in 
mind that even though social programs typically fall into the marketing or PR department, they 
are more than that. You’ll want to map out your social program as it relates to a variety of busi-
ness activities.

Department Social Activities Channels

Human Resources

Product

Sales

Customer Service

Public Relations

Web

Content Creation

Business
Development

C-Suite

Market Research

Recruiting, Sharing Company Culture, 
Internal Community Building, Reputation 

management as an employer

LinkedIn, GlassDoor, Twitter, 
RateMyPlacement, Weibo, Wechat, 

Youku

Twitter (Polling), Facebook (Polling), 
LinkedIn, G2 Crowd, TrustRadius, 

Pinterest, Tumblr, Weibo, Wechat, Youku

Twitter, Facebook, Yelp, Angie’s List, 
YouTube, Wiki services (e.g., How-To 

Geek)

Twitter, Facebook, Pinterest

All Channels

All Channels

All Channels

LinkedIn, Google+

LinkedIn, Facebook, Twitter

Twitter, Facebook, reviews,
and forums

Product Suggestions, User Insights, 
Social Tech Support, Launches, Beta 

Testers

Lead Discovery, Prospect Outreach, 
Customer Monitoring & Engagement, 

Employee Referrals

Support, FAQs, Monitoring

Media Outreach, Influencer 
identification and relationship 

building, crisis comms

Social Sharing, Google Analytics/Web 
Traffic from Social, Content Strategy 

from Social Insight

Content Analytics to inform strategy, 
publishing/dissemination

B2B engagement

Employee Advocacy

Focus Groups, Polling, User/Customer 
Insights
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“A siloed social program will never reach its full potential. 
Again, because social is a communication channel and 
not just a marketing tactic, its integration into so many 

departments is critical. Social should have a primary home, 
probably in marketing, communications or support, but should 
not be relegated strictly to those disciplines. The potential for 

various teams to play a role in social is very real: support, sales, 
product development, talent development, research...the list 

goes on. Depending on where social resides 
within the company, that primary 

team has a responsibility 
to further social into all 
parts of the business and 

encourage adoption 
deeper into their 

organization. Finding 
early adopters, vocal 
advocates and point 

people across departments 
is an effective way of 

increasing participation.”

Andrew Caravella
Vice President, Marketing, SproutSocial

Survey the Terrain
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Start by asking yourself the following questions 
to get started with strategy:

1. Define the word “social” and leave out 
“media.” What do you get? Social is about 
building relationships. What kind of rela-
tionships does your brand want to build?  

2. What are your company goals, culture, 
and DNA? Take out a piece of paper 
(or open a Google Doc) and 
draw a line in the middle. 
List out your goals, cul-
ture, and DNA on the 
left side of the line. On 
the right side of the 
line, list out ways that 
you can utilize social to 
execute. For example, if 
your organization strives 
for exceptional customer 
service, perhaps you can es-
tablish a program around your Twitter 
handle(s) for customer service/support. Or 
say your company is all about lead gener-
ation. What channels are best for finding 
prospects, generating leads, and even 
conversion. Which channels offer direct 
purchasing (e.g., Pinterest, Facebook, and 
Instagram)?

3. Where is your audience? Meet them there. 
Don’t waste time on social channels that  
your audience isn’t showing up to. Again 
think “social”, not media. Check out social 
media demographics based off each social 
channel from our partner, SproutSocial. 

Get Started on Strategy

“A lot of brands get on social and 
immediately focus on broadcasting: 

pushing out their messages to 
anyone who will listen, which is a 

tough sell in a crowded feed. If you’re 
just starting out, put your audience 

first. Use social demographics 
and data on your current 

customer demographics 
to identify the platforms 
your customers use and 

tailor your content to 
resonate with them. You 

don’t need to spread your 
brand across every network; 

rather pick a few networks and 
actively manage your presence for 

growth. Learn where your customers 
gather and focus your attention on 
engaging with them—monitoring 

brand mentions, responding to 
messages, and so on.”

Andrew Caravella
Vice President, Marketing, 
SproutSocial

http://sproutsocial.com/insights/new-social-media-demographics/
http://sproutsocial.com/insights/new-social-media-demographics/
http://sproutsocial.com/insights/new-social-media-demographics/
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Building a Team

A social media program can start with one person (or even a fraction of one at 
first), but in order for your business to grow and succeed in social, you have to be 
ready to ramp things up. There’s only so far that a single person can scale.

If you’re starting from scratch, make sure that you hire someone who can lead the 
drive for social from the inside out. This person needs to be personable (community 
building inside and out), creative (content creation), analytical (data nerd, busi-
ness metrics, reporting), and above all loves and knows everything social. 

Don’t get pigeon-holed into stereotypes. Millennials eat and breath social, but 
that’s not necessarily where you should look when putting together your social 
crew. Hiring college graduates is also not necessarily the key to success. Look for 
experience, someone who is scrappy and great at building relationships (in person 
and online). A social media manager’s job isn’t easy and takes a special je-ne-sais-
quoi to be a successful one. Take a look at our “Day in The Life of a Social Media 
Manager” infographic to get a better sense of the breadth of work and skillset of a 
social media professional.

The full breadth of social tasks can’t possibly be handled by one person. Even if 
that’s all you have right now, you might want to start outlining the ideal social 
team you want and the business benefits each role would help you reach.

In addition, social works best when not in a silo but integrated throughout your organi-
zation. If your social program is engrained into different teams/departments, you’re in 
the final stage of developing a social business. The holy grail of a social success.

The roles described below can stay within a team or can be spread horizontally across your 
organization. Sometimes this solution is the most cost-effective and efficient. Think about it, by 
training the social experts within HR (social recruitment), customer service (customer commu-
nication on Twitter), PR and marketing (lead generation, content creation, crisis comms), and 
sales (more lead generation and customer communication) you’re setting up the groundwork 
for a social business. Getting buy-in from a person within each department will be the catalyst 
to a scalable social business. Get more people on board and soon your social ship will be ready 
for the long haul.

http://www.meltwater.com/blog/infographic-a-day-in-the-life-of-a-social-media-manager/
http://www.meltwater.com/blog/infographic-a-day-in-the-life-of-a-social-media-manager/
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“A great social media professional is strategic, 
personable, data-driven and adaptable. It’s important 
that social professionals be able to plan in advance as 
well as react in real-time. The social landscape changes 
quickly, so the ability to test, iterate and learn from 
mistakes is crucial. Social pros must also be able to stay 
focused on their objectives while remaining curious 
about new platforms and their potential business value. 
Most importantly, a good social manager will 
have a personality that translates online, 
have a positive attitude and understand 
that there is a person behind 
every profile. Bringing human 
interaction, understanding and 
authenticity to every interaction 
makes all the difference in the world.”

Andrew Caravella
Vice President, Marketing,
SproutSocial

Building a Team
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Social Roles
Let’s start from the heart to the positions that can emerge as you scale:

1. Social Media Manager: 
This position is responsible for day-to-day social activities and implementation of the 
overall strategy. This person would also serve as point-of-contact with any creative 
agencies. 

2. Community Manager: 
The online voice and possibly the face of your organization anywhere people are 
talking about your brand. In order to make this a sustainable role, you may want to 
have multiple people taking this on or rotate responsibilities.

3. Social Analyst: 
This role is needed to monitor online trends, track analytics, and create internal re-
ports and the like.

4. Web Developer and Designer: 
This role may be filled by an existing role within an IT team. If you have a large IT team, 
someone should be appointed to support social. 

5. Content Manager: 
Depending on the size of your organization, this may be multiple roles. You need peo-
ple to produce high-level multimedia content on a regular basis. It’s a full-time job. 

6. Public Relations or Communications Liaison: 
This is a member of the PR/marketing department who collaborates with the team to 
ensure messaging is the same across the organization.

7: EVP or VP Social Strategy:
This person may oversee all communications efforts with an additional social branch 
added on. (Some organizations add this to the EVP of Communications or Marketing 
role). 

8: Internal Advocates: 
Employees who love to talk about your organization online (and probably already do). 
Bring them on as ad-hoc members of the team, train them accordingly, and empower 
them to complement the team. 
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Create Standards & Optimize
This is where the heavy lifting starts. Time to go from theory to execution.

To make social scale you need to standardize your language, partners, platforms, protocols, mea-
surement approach, and many other variables. Why? Because, when someone asks a relatively 
simple question like “what’s our social brand sentiment?” you don’t want to have four answers 
from four platforms. Too many answers leads to debate, which creates doubt, which impedes 
scale. Start by standardizing, then keep optimizing. Here are some key phases:

Social Channel Management
1. Master List: Create a secure list of all your accounts and passwords 

2. Tools: Determine which tools you’ll use. Refer to your strategy doc to de-
termine your goals and what tools will help you achieve them. Also take 
your budget into consideration (whether you’ve got $0 or million$) 

3. Branding: Make sure all your social channels include profile images, cover images, and colors that are 
consistent with your brand 

4. Contact Sheet: Create a contact sheet with emails of key stakeholder in the company (and your ven-
dors) for posts that require escalation

Define Audience & Tone of Voice
1. Define your audience: Who are they? Are there different sub groups within the people you want to 

reach? As you determine these subgroups, give each a persona. Picture what a typical person from each 
subgroup will look, act, and speak like. Ask yourself, what are this person’s top priorities 
when interacting with your brand? 

2. Brand Voice & Tone: The best way to help develop your social brand voice 
is to personify your company. What does your brand look like, how does it 
talk, what is its attitude? Will your audience relate to or like this “person”?

Rules of Conduct / Playbook / Best Practices
1. Response Framework: After establishing your tone of voice, it’s now time to 

strategize how you’ll go about participating in social dialogue. Create a list of questions that are often 
asked from your customers, clients, and partners. Create a master doc that outlines these FAQs and pair 
each question with short concise social responses that fit within brand voice and tone. Get your responses 
approved and include a process for escalation and follow-up. 
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2. Best Practices: Based off what you already know, document some best practices for your social 
marketing. What kind of content resonates best? List file sizes and image dimensions along with copy 
constraints. Identify keywords. How do people outside of the “social” team help flag content for your 
team to help promote and publish? How often are you posting? Be ready to share these best practices 
with anyone who would need to jump in and create content and participate on your social channels. 
 

3. Employee Playbook: Now it’s time to put it all together in a social media 
playbook. I like to call this the social bible. In addition to the processes 
and documentation above, include ways for company employees to 
engage on social, list who your social experts are, and wrap it up with 
a nice bow and ribbon. Check out the social playbook template we’ve 
built to help you get started. 

4. Executive Influencer Tip Sheet: The best way to expand your social 
program and inevitably become a social business is to convince the 
executives at the top. Start small by creating an executive influencer 
program. Give your C-Suite execs a brief social 101 on the importance of social and ask them to be ac-
tive through their Twitter/LinkedIn handles. Provide them with a short list of influencers they should 
follow and engage with and provide them the rules of engagement. Once they’re in the field, they’ll 
first hand experience the power of social and become invested in growing their business in this are-
na—a big step toward creating a social business.  We’ve created an executive influencer tip sheet to 
help your c-suite get used to social media and use it to help build your brand and grow the business. 

Measurement and Metrics
1. Think through your goals and outline what kinds of success metrics you need to a) chart your work/

performance on social and b) report social’s impact on business goals. 
Below we’ve outlined some metrics that work across most companies. 
For more on each of these metrics, read to our e-book, Making Market-
ing More Data-Centric. 

2. Tier 1 – 2 
a. Audience Size
b. Reach/Impressions
c. Engagement Rate
d. Clicks/Website Traffic

Check out our free social data 
Measurement eBook

www.meltwater.com/insights/social-playbook/?utm_source=web&utm_detail=ebsocialtoscale&utm_sasource=ebsocialtoscale
www.meltwater.com/insights/influencer-tip-sheet/?utm_source=web&utm_detail=ebsocialtoscale&utm_sasource=ebsocialtoscale
http://www.meltwater.com/blog/insights/keys-kingdom-making-marketing-team-data-centric/
http://www.meltwater.com/blog/insights/keys-kingdom-making-marketing-team-data-centric/
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Content Strategy
1. Tier 1- 2: 

a. Use the 80/20 rule: Curate 80% of your content and build and share 20% original content. 
Especially while you’re still working at a smaller scale, this rule allows you to post frequently 
without killing yourself creating original content.

b. What content should you create. Your posts should always be relevant, useful, and educa-
tional. Sprinkle in some fun content that your 
audience will enjoy. 

c. Content calendar: Your team will always need 
to be ready to create ad-hoc content as new 
topics trend on social (e.g., the blue and gold 
dress) but you can’t always shoot from the 
hip. To save your sanity and avoid social mis-
takes and snafus, it’s always best practice to 
pre-plan and schedule out your content, even 
if just a week at a time. 

2. Tier 3 - 5: 
a. All of the above, plus
b. Content Strategy: Think and plan ahead, way 

ahead. At this point, you should be creating a content strategy that at least covers the course 
of the year. It hits on company milestones and holidays that impact your business and keeps 
your company top of mind. Your social strategy should never be siloed and should run parallel 
to your overall marketing content strategy.

3. Tiers 3 – 5
a. Brand Awareness and Share of Voice
b. Campaign Effectiveness & ROI (for Paid Social)
c. Audience Engagement
d. Content Engagement
e. Reach/Impressions Business
f. Website Traffic, Leads, and Conversion
g. Response Times
h. Voice of the Customer NPS 
i. Advocate/Influencer Identification and Growth
j. Attributable Revenue 
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Tools
1. Social Media Management & Analytics: To run a smooth ship, you’ll need a tool to schedule, auto-

mate, delegate, and analyze (such as, Meltwater Engage, powered by SproutSocial).

2. Web Analytics: In order to get buy-in from marketing as well as other departments across your com-
pany, the best way to show correlation is by tying your social activities (e.g., clicks) to web traffic. 
Taking it a step further, you can show what your social audience is doing after their first click and if 
they end up converting (by downloading a resource, making a purchase, etc).  

3. Content Library: If you’re in one of the first tiers, this may simply be cloud or intranet storage and 
filing mechanism to manage your social content. As you move, you may need a more robust system 
that provides way to search and tag and hold a larger amount of content like large file-sized videos. 
This is a great way to make work flow efficient across departments as well and provide 
access to other teams to social content that’s been approved.

Budgets
1. Tier 1-2: $0-$100/month

a. When your social program is only in the recruit and lieutenant stage, you 
may not even have a budget at all. The word budget is almost laughable. 
At this stage, then the small amount of money you have may go to paid 
social promotion/advertisement and you may need to rub elbows with 
other teams in marketing or departments in the company in order to 
get a bit of their budget to support social campaigns that are specif-
ic to their goals and needs.

2. Tier 3-4: $101-$1,000/month
a. With a little more budget you may be able to invest in the tools 

we’ve listed above in addition to social promotion/advertisement. 
But again, you might need to work with other departments to 
create original content, provide prizes (for any social contests) 
and hire contributors to expand your social content.

3. Tier 5: $1,001-$5,000+/month
a. You’ve got more budget which can definitely go to tools, pos-

sibly an agency to help with strategy, social promotion/ad-
vertisement, contributors, and the creation of original social 
content (i.e. video, microsites).

http://www.meltwater.com/products/engage/
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Conclusion

After reading this e-book you should be able to articulate why social media is a big field that 
requires serious investment. You should also have a good sense of what it takes to build your from 
“10 minutes a day” to a full blown social business.

If you’d like to learn more about using media intelligence to create and measure smarter social 
media programs, check out these resources:

Karen Uyenco has spent the past 15 years in marketing, working in the nonprofit, educational, 
manufacturing and tech industries. During the past 5 years, she’s taken nonprofits and large 
corporations into the digital age by integrating successful social strategies and programs to help 
them grow active communities and increase brand awareness.

Meltwater Marketing Blog Meltwater Insights

Like this book?  Share it!

About the Author

https://twitter.com/karemama
http://www.meltwater.com/blog
http://www.meltwater.com/insights
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