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The article examines the role of digital platforms for ambasspdmgram management in
increasing the return on investment (ROI) of influencer marketing, compariagp@ation strategies
in the EU and US markets. It is shown that brands relying on a ditatiddrm to manage a consumer-
to-ambassador program achieve a more favorablete@stgagement ratio than brands relying on
direct celebrity contracts. The empirical basis includes the cases of Jacob(&SCduxury) and
LAMEL (EU, mass market), the latter implemented via the Spitche phatfdhe study identifies the
core platform functions driving ROI and proposes a methodological ockstessing the economic
effect of platform-enabled ambassador programs.
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Introduction. Influencer marketing has shifted from a manually managed
communication channel to a process increasingly mediated by dedicated software platforms
that automate ambassador recruitment, rewards, content collection, and performance tracking.
This shift is directly relevant to marketing's digital transformation, since the platform-ayer
rather than the influencer relationship itselfincreasingly determines whether a brand's
influencer investment scales efficiently or remains a series of disconnected campaigns. As
digital marketing infrastructure matures, the question of which specific technological
capabilities drive return on investment becomes as important as the question of which creators
or collaboration formats a brand chooses.

Despite this shift, most return-on-investment (ROI) analyses of influencer marketing
still treat the collaboration format (celebrity contract vs. consumer ambassador) as the primary
variable, without isolating the contribution of the digital platform itselfs automation of
rewards, its data infrastructure, and its capacity to convert ordinary customers into a structured,
trackable ambassador community. This creates a gap in understanding how much of the ROI
advantage of ambassador-based strategies is attributable to the underlying platform technology
rather than to the collaboration format alone. The distinction matters in practice: a brand
evaluating whether to invest in a dedicated ambassador-management platform versus
continuing to manage relationships manually through spreadsheets and direct outreach needs
evidence on which specific platform functions justify that investment.

© 2026 The Authors. This is an open access article under the CC BY license
(http://creativecommons.ord/licenses/by/4.0)
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The problem is compounded by structural differences between the EU and US markets
in regulatory environment and media consumption patterns, which affect how platform-enabled
ambassador programs should be configured and scaled in each region. The fragmented
regulatory and linguistic landscape of the EU, in particular, creates administrative costs that
scale with the number of national markets servea burden that platform automation is
structurally well-suited to absorb, but whose magnitude has not been systematically
documented in the literature. Recent industry research indicates that brands increasingly treat
influencer marketing as an operating system with defined platform roles and repeatable
processes rather than as a series of one-off campaigns [8], reinforcing the relevance of analyzing
the platform layer directly rather than treating it as an implementation detail subordinate to
creative strategy.

The economic evaluation of marketing investment is traditionally approached through
ROI marketing, in which customer value reflects cumulative cash flow over the relationship
rather than a single transaction [1]. This framework directs attention toward retention and
repeat-engagement metrics rather than one-off reach, which is consistent with the structural
logic of platform-enabled ambassador programs, where the platform's core value proposition is
precisely its ability to sustain engagement over time rather than to generate a single conversion
spike.

Existing literature distinguishes one-off creator integrations, oriented toward immediate
conversion, from long-term ambassador programs that build a cumulative trust effect [2]. This
typology, however, is generally discussed at the level of collaboration strategy, without
reference to the specific software infrastructure that makes a long-term ambassador program
operationally viable at scale. A brand wishing to manage a long-term relationship with ten
ambassadors can do so manually; a brand managing thirty thousand ambassadors, as in the
LAMEL case examined below, cannot do so without dedicated platform support, regardless of
how the collaboration format is classified theoretically.

Regulatory asymmetry between the EU and the US is also documented: the US Federal
Trade Commission (FTC) provides a unified disclosure framework, while EU advertising
regulation is governed by national codes in each member state [3]. This asymmetry has direct
implications for platform design, since a platform serving EU-based ambassador programs must
accommodate compliance requirements that vary by country, whereas a platform serving the
US market can apply a single federal standard across the entire ambassador base.

Industry-level analytics increasingly document a sharp engagement-rate decliaatas
follower count increasesfrom roughly 3.73.9% for nano- and micro-influencers to under 2%
for macro- and mega-influencerseven as absolute reach and earned media value rise with
audience size [9]. However, this body of research evaluates creator tiers and collaboration
formats without isolating the specific contribution of the management platform itself: its
automated rewards mechanics, its community data infrastructure, and its capacity to lower the
marginal cost of recruiting and retaining ambassadors at scale. Industry reports tend to treat the
plattorm as an enabling technology rather than as an independent driver of ROI worth
measuring on its own terms, which leaves practitioners without clear guidance on which
platform functions to prioritize when evaluating or selecting ambassador-management
software.

This represents the unresolved part of the general problem addressed in this)aiméyy,
how the choice of a digital platform for ambassador program management independently affects
the ROI of influencer marketing, separately from the choice of collaboration format, and which
specific platform functions account for that effect.
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Aim and Objectives. The purpose of the article is to substantiate the role of digital
platforms for ambassador program management as a tool for increasing influencer marketing
ROI, based on a comparative analysis of EU and US market practices. The tasks ofythe stud
are: (1) to identify the core functions of ambassador-program management platforms that
contribute most to ROI; (2) to compare a platform-enabled consumer-ambassador strategy (EU
case) with a traditional celebrity-contract strategy (US case) in terms of cost efficiency and
engagement outcomes; (3) to propose a methodological cycle for assessing the economic effect
of platform-enabled ambassador programs.

Research Methodology. The study employs a comparative case-study methodology,
contrasting two empirical cases selected to maximize variation in both price segment and
collaboration format: the Swiss watch brand Jacob & Co. (luxury segment, US market,
celebrity-contract model) and the cosmetics brand LAMEL (mass-market segment, EU market,
platform-enabled consumer-ambassador model via Spitche). This case-selection strategy
follows the logic of theoretical replication: by choosing cases that differ maximally on price
segment and geography while both representing successful scaling outcomes, the analysis can
isolate factors that hold across both cases (and are therefore likely structural) from factors that
diverge (and are therefore likely attributable to segment- or platform-specific conditions).

Case data are supplemented with 2026 industry benchmark statistics on creator-tier
engagement rates, sourced from Dash Social and related analytics platforms, to contextualize
the relative ROI contribution of different collaboration mechanisms. These benchmark data
serve as an external validity check: if the patterns observed in the two case studies are consistent
with broader industry-wide engagement trends, this strengthens confidence that the findings
generalize beyond the two specific brands examined. The analysis further draws on the
documented functional architecture of ambassador-program management platforms,
specifically the publicly described capabilities of the Spitche platform, to identify which
specific platform capabilities are most strongly associated with the ROI outcomes observed in
the LAMEL case. Because no controlled experiment isolating platform effects from format
effects currently exists in the public domain, this study relies on a structured qualitative
comparison rather than statistical inference, with the explicit aim of generating testable
propositions for future quantitative research.

Presentation and Discussion of the Main Results.

The platform layer as a distinct driver of ROlgital platforms for ambassador program
management typically combine five core functions: an automated points-and-rewards system,
loyalty mechanics, ambassador campaign management tools, UGC generation and collection
infrastructure, and CRM-ready community data [7]. Each function addresses a specific
inefficiency in manually managed influencer programs.

Automated rewards remove the administrative burden of tracking and compensating
thousands of individual ambassadors, which is operationally infeasible without software
support once a program exceeds a few hundred participants. Without automation, every reward
calculation, every payout decision, and every tier adjustment would require manual review,
making the cost of program administration scale roughly linearly with ambassadoraunt
constraint that caps program size well below what platform-based brands such as LAMEL have
achieved.

Loyalty mechanics shift the incentive structure away from one-off payment toward
sustained participation, which is the mechanism most directly responsible for converting
episodic content creation into a compounding LTV effect. By rewarding cumulative
engagement rather than single posts, loyalty mechanics encourage ambassadors to remain
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active over months rather than disengaging after an initial reward, which is the behavioral
foundation of the LTV gains associated with ambassador programs in the broader literature [2].

Campaign management tools allow a brand to launch, segment, and measure multiple
ambassador cohorts simultaneously rather than negotiating each collaboration individually,
which is the primary scalability advantage of the platform model over direct contracting. This
function is what allows a single marketing team to run a program with thousands of participants
without a proportional increase in headcount, since segmentation and performance tracking are
handled by the platform's reporting infrastructure rather than by manual spreadsheet
management.

UGC collection infrastructure converts ambassador activity into a reusable content asset
for the brand's own channels, effectively multiplying the value of a single piece of addrassa
generated content: the same post that drives engagement on the ambassador's own profile can
be systematically collected, rights-cleared, and redeployed across the brand's owned channels,
paid media, and even product packaging, which a manually managed program would struggle
to do at scale.

CRM-ready data integration allows the brand to treat ambassadors as a measurable,
retargetable audience segment rather than an unstructured population of social media users,
enabling the brand to layer ambassador status into its broader customer relationship
management strategy for example, by offering ambassadors early access to new products or
personalized retention campaigns that would otherwise require manually cross-referencing
social media activity with purchase records.

Figure 1 summarizes the relative contribution of these five functions to ROI, based on
their structural role in converting ambassador activity into measurable business outcomes.

Core Functions of Ambassador-Program Management Platforms
and Their Relative Contribution to ROI

Automated points _|
& rewards system

Moderate

Loyalty mechanics - High

Ambassador campaign _|
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& collection 9
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community data
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Source: compiled by the author based on the functional capabilities of the Spitche platform [7]

Figure 1- Core functions of ambassador-program management platforms and their relative
contribution to ROI

Source: compiled by the author based on the functional capabilities of the Spitche platform [7]
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US case: Jacob & Ce- celebrity-contract model without a dedicated ambassador
platform. Jacob & Co., a Swiss watch brand operating in the luxury segment, achieved the
highest revenue growth among the top 50 Swiss watch brands in 2025: revenue rose 14% (to
USD 180 million) and unit sales rose 24% (to 3,975 units), while the broader industry
contracted [4]. This growth followed a strategic transformation begun in 2021, combining
celebrity ambassador contracts (Tom Brady, Bad Bunny) with one-off creator collaborations
(G-Dragon, Salman Khan, Alexander Zverev) [4]. This pairing of formats reflects a deliberate
dual strategy: long-term celebrity contracts build sustained brand association on the brand's
core US market, while shorter, opportunistic creator collaborations extend reach into new
geographic and demographic segments without the commitment of a multi-year contract.

A separate WatchPro analysis found that Jacob & Co., despite selling fewer than 4,000
watches, amassed 7.1 million Instagram followetke third-highest figure in the industry
with the highest followers-per-unit-sold ratio among 33 Swiss brands studied (Fig. 2) [5]. A
video of the brand's founder sketching a watch dedicated to footballer Cristiano Ronaldo
received 880,000 views after being co-posted by the footballer himself [5], illustrating how a
single well-placed celebrity relationship can generate outsized organic distribution without
additional platform infrastructure provided the brand can secure that specific relationship.

Instagram Followers per Watch Sold, 2025
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Source: compiled by the author based on [5] (Morgan Stanley/LuxeConsult; Social Blade).

Figure 2— Instagram followers per watch sold among leading Swiss brands, 2025
Source: compiled by the author based on [5].

It is notable that this growth was achieved through direct contracting and PR-agency
coordination rather than through a dedicated ambassador-management platform. While
effective, this model does not scale linearly: each new ambassador relationship requires
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individual negotiation, manual performance tracking, and bespoke compensation arrangements,
which caps the number of ambassadors a brand can realistically manage and shifts the cost
structure toward a small number of high-value relationships rather than a large base of lower-
cost ambassadors. This is not a limitation specific to Jacob & Co. but a structural feature of the
celebrity-contract model itself: the same operational logic that makes a celebrity relationship
valuable— its exclusivity and individualized negotiatienis precisely what prevents it from
being managed at the scale that a software platform enables for consumer-level ambassadors.
EU case: LAMEL- platform-enabled consumer-ambassador model. LAMEL, a mass-
market cosmetics brand with its core market concentrated in the EU (Spain, Portugal, Italy,
France, Germany) and further distribution through Rossmann in Poland (1,956 retail points)
[6], adopted a fundamentally different model: a consutm@mbassador program built on the
Spitche platform rather than on celebrity contracts. Prior to launch, the brand faced low
engagement, one-directional communication, and the absence of a scalable mechanism for
rewarding loyal customers [7]. The platform's automated points-and-rewards system allowed
the brand to incentivize meaningful actiensomments, shares, savesather than likes alone,
while its campaign management and UGC collection tools allowed thousands of ambassadors
to be onboarded and tracked without proportional growth in administrative overhead [7].
According to the author, who personally initiated this program, results after nearly two
years proved durable (Fig. 3): more than 35,000 pieces of UGC, over 30,000 active ambassadors
within less than a year, a 75% database opt-in rate, with ambassadors becoming the largest
driver of the brand's Instagram engagement [7].

Key Performance Indicators of the LAMEL Ambassador Program
on the Spitche Platform (=2 years of operation)

s ™ ' 7

35K+ 90%

Consumer-generated Active ambassadors Database Ambassadors via
UGC pieces (< 1 year) opt-in rate organic referral

Source: compiled by the author based on official LAMEL case data on the Spitche platform [7]

Figure 3- Key performance indicators of the LAMEL ambassador program on the Spitche
platform

Source: compiled by the author based on [7].

Critically, 90% of ambassadors were acquired through organic referral rather than paid
recruitment (Fig. 4 an outcome made possible specifically by the platform's loyalty
mechanics, which reward existing ambassadors for bringing in new members, rather than by
the collaboration format alone.

Notably, the brand sustained this platform-enabled strategy despite the destruction of its
manufacturing capacity in Ukraine in 2022, which forced a relocation of logistics to Poland and
diversified production across China, Italy, and Poland [6]; by 2023 the brand had nonetheless
scaled into the US market through the Sally Beauty retail chain [6], indicating that the platform-
based ambassador infrastructure was resilient enough to support continued growth despite a
severe supply-chain disruption.
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Ambassador Acquisition Structure in the LAMEL Program

Ambassador | 90% 10%
acquisition

mmm Organic referral Other acquisition channels

Source: compiled by the author based on official LAMEL case data on the Spitche platform (7).

Figure 4- Ambassador acquisition structure in the LAMEL program
Source: compiled by the author based on [7].

This resilience itself constitutes indirect evidence for the platform's structural value: a
manually managed ambassador program, dependent on a small internal team disrupted by the
same supply-chain crisis, would have been considerably more vulnerable to disengagement
than a platform-automated system that continued operating with minimal manual intervention.

Comparative ROI implications and industry benchmark context. The contrast between
the two cases isolates the platform's specific contribution to ROI. Jacob & Co.'s celebrity model
achieves very high absolute reach and brand-association value per relationship but at a high
per-ambassador cost and with limited scalability beyond a handful of high-profile contracts.
LAMEL's platform-enabled model achieves a substantially lower cost per ambassador and a
90% organic acquisition ratea result that is structurally dependent on the platform's rewards
and referral mechanics rather than on the inherent appeal of any single ambassador. This
distinction matters for ROl assessment: without isolating the platform's contribution, a brand
might incorrectly attribute LAMEL's efficiency entirely to its choice of "ordinary consumers”
as ambassadors, when in fact the loyalty and referral mechanics encoded in the Spitche platform
are what convert that consumer base into a self-sustaining acquisition channel. A brand that
recruited consumer ambassadors manually, without comparable rewards automation, would
likely see a far lower organic-referral share, since the incentive loop that drives retesxabbe
would be absent. This finding is consistent with broader 2026 industry benchmark data, which
shows Instagram engagement rates declining as creator-tier size inergragesoughly 3.7
3.9% for nano- and micro-influencers to under 2% for macro- and mega-influereera as
absolute reach and earned media value rise with audience size (Fig. 5).

Instagram Engagement Rate by Creator Tier, 2026 Industry Benchmark, 2
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Figure 5~ Engagement rate by creator tier, 2026 industry benchmark, %

Source: compiled by the author based on LeadResponse / AutoFaceless industry
benchmarks [8, 9].
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Methodological cycle for assessing platform-enabled ROI. Based on the analysis, a
three-stage methodological cycle is proposed for assessing the ROI contribution of ambassador-
program management platforms (Fig. 6).

Methodological Cycle for Assessing ROl of Ambassador-Program
Management Platforms in Influencer Marketing

1. Platform

diagnostics

Scaling
through
digital
platforms

2. Format 3. Strategic
selection integration

Source: developed by the author.

Figure 6- Methodological cycle for assessing ROI of ambassador-program management
platforms in influencer marketing

Source: developed by the author.

(1) platform diagnostics auditing which of the five core platform functions (rewards
automation, loyalty mechanics, campaign management, UGC collection, CRM integration) are
present and how they map to the brand's specific engagement bottlenecks; (2) format selection
— determining whether a platform-enabled consumer-ambassador model, a celebrity-contract
model, or a hybrid is appropriate given the brand's price segment and target market; (3) strategic
integration— ensuring that platform-generated ambassador data and content feed into the
brand's broader distribution and CRM systems rather than remaining siloed within the platform
itself. The cycle is iterative rather than linear, since platform capabilities and market conditions
evolve and require periodic re-diagnosis.

Conclusions and Directions for Further Research. This study demonstrates that the
ROl advantage commonly attributed to long-term ambassador programs is partly a function of
the underlying digital platform rather than the collaboration format alone. The comparison of
Jacob & Co. (celebrity-contract model, US market) and LAMEL (platform-enabled consumer-
ambassador model via Spitche, EU market) shows that platform-driven loyalty and referral
mechanics enable a mass-market brand to achieve a 90% organic ambassador-acquisition rate
and over 35,000 pieces of UGC at a fraction of the cost of a celebrity-driven strategy, while a
luxury brand without a dedicated platform layer remains constrained to a smaller number of
high-cost, individually negotiated relationships.
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The five core platform functions identified automated rewards, loyalty mechanics,
campaign management, UGC collection, and CRM integratgirould therefore be treated as
independent variables in ROI assessment, alongside collaboration format and creator tier. This
has direct practical implications for brands operating in the fragmented EU market versus the
unified US market: EU brands, facing higher per-market compliance and localization costs,
stand to gain disproportionately from platform-enabled scaling, since the platform absorbs
much of the administrative burden that would otherwise grow linearly with the number of
national markets served. Conversely, brands in the US market, where regulatory unification
already reduces administrative overhead, may find that the marginal ROI gain from platform
adoption is smaller relative to the gain available through direct, high-profile celebrity
relationships- though even in this context, platform infrastructure could in principle be layered
underneath celebrity contracts to manage the long tail of smaller creator collaborations more
efficiently.

The proposed three-stage methodological cyglatform diagnostics, format selection,
and strategic integrationoffers practitioners a structured way to evaluate whether their current
ambassador-management approach is leaving ROI on the table due to missing platform
functionality rather than an unsuitable collaboration format. Marketing managers evaluating a
transition from manual ambassador management to a dedicated platform can use the five-
function framework presented here as a checklist for assessing platform options, prioritizing
those that address their specific operational bottlenedkether that is reward administration,
content collection, or CRM integration.

Directions for further research include a quantitative decomposition of ROI into
platform-attributable and format-attributable components across a larger sample of brands, as
well as an empirical comparison of specific ambassador-management platforms (beyond the
single-platform case examined here) to determine which functional configurations yield the
strongest ROI outcomes across different price segments and markets. Future studies could also
examine whether hybrid models combining a small number of celebrity ambassadors with a
platform-managed base of consumer ambassadoositperform either pure strategy, which
would be particularly relevant for luxury brands seeking to scale beyond the limits of
individually negotiated celebrity contracts.
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Puébanvuenxo €.B. kepienuys nanpsmy coyianohux media komnanii Jacob& Co., Hvro-
Hopx, CLLIA.

Hudgposi nnamepopmu ona ynpaeninna amoacadopcoeKumu npozpamamu  AK
incmpymenm niosuwienns penmaoenvhocmi  ineecmuyin  (ROl) ¢ inghroencep-
mapkemunzy:. 0oceio €C i CLIA.

Y cmammi Oocniddceno poav yugposux niam@opm YnpasuiHHa amOACCadoOpCbKUMU
npoepamamu sk incmpymenmy niosuujenns ROl inguioenc-mapkemuney na ocnogi nopieHanbHo20
ananizy doceioy punxie €C ma CIIA. Ha npukiaodi 6pendy Jacob & Co. fokcosuii ceemenm, punox
CIIIA), wo sukopucmogye mooenb NPIMUX KOHMPAKMIE 3i 3HAMEHUMocmamu 6e3 cneyianizoeanol
naameopmu, ma 6pendy LAMEL (macc-mapxem, punox €C), wo peanizyeas ambaccadopcoky
npoepamy Ha naameopmi Spitche, ecmanosneno, wo niam@opmui mexaniku AOSILHOCMI MA
pedepanvHux 8uHAZOPOO 003601AI0Mb  OpeHdy Mmacwmadysamu KilbKicms ambaccaoopie 6e3
NPONOpYiiHo20 3pocmanius  aominicmpamusnux eumpam. LAMEL Oocsenys 90% opearniunozo
3anyuenus ambaccaoopie ma nonao 35 muc. oounuys UGC-kouwmenmy. Busgneno n'amv OcHOGHUX
@yHxyitl niamgopm, wo eusHauaromsv ixHitl eHecox y ROI, ma 3anponoHosano mpvoxemanHuil
MEMOOUYHUL YUK OYIHKU YbO2O eqeKmy.

Kniouosi cnosa: inghnioenc-mapxemune, yugposi niameopmu, ambaccadopcvbki npocpamiu,
ROI, nosxcummesa yinnicmo Knienma.
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