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Most DTC brands aren't underperforming on social because their
social was never built to drive revenue.

Instead, social becomes a dumping ground for disconnected posts,
recycled content, and last-minute campaigns. It operates as a standalone
function rather than a strategic system designed to move people from
attention to trust to purchase. And when revenue doesn't follow, the
channel gets blamed rather than the approach.

Over a decade working with brands doing $8M to $200M in revenue, the
pattern is always the same. Social stops being a cost the moment it gets
connected to a real revenue system.

This guide walks you through the 5 signs your social is leaking revenue,
what each one means for your business, and exactly what to do about it.

If your social media strategy isn’t producing the return you
expected, this guide is for you.

👋 Welcome
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What it is Impact on Your Brand pg

Sign 1: Paid and Organic are Not
Connected

You leak budget on every campaign 4

Sign 2: No Creative Testing Routine
Your CAC stays high and you do not
know why

5

Sign 3: Broken Attribution
Social gets no credit for the revenue it
drives

6

Sign 4: Content with No Conversion
Path

Engagement goes nowhere measurable 7

Sign 5: One Person Doing Every Job
You have a ceiling you cannot break
through

8

The Brands We See Succeeding See how others are leaving you behind 9

Case study: Carnivore Snax The revenue your current setup is leaving 10

Meet Natasha Book a free 30 minute audit. Leave with a 11

What’s Inside This Guide
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What You See What It Means Example

Ads and organic posts have
completely different messages

Two teams working in silos. The data
from each channel never informs the
other.

Your best organic post this month showed that
unboxing content converts. Your ads are still running
lifestyle shots from 6 weeks ago.

Ad creative is refreshed once a
month or less

By the time you act on the data, the
moment has passed. Creative fatigue
sets in and your cost per result climbs.

A brand spending 5,000 per month on ads refreshes
creative monthly. A competitor testing weekly finds a
winner that cuts their CAC by 30 percent.

Winning organic posts are
never tested in paid

You are leaving your best proof of
concept unused. Organic audiences
already told you what works.

A product demo reel hits 500 profile visits organically.
It never gets tested as an ad. The brand keeps running
the same polished brand video instead.

If You Said This... It Means This... The Revenue Leakage

We have a social manager and
a separate ads agency

No one owns the connection between
the two. Insights stay siloed.
Bottlenecks exist.

Every winning organic concept that never gets tested
in paid is lost budget.

We refresh creative when it
stops working

You are reacting, not testing. By then
you have already paid for the
underperformance.

Brands that test weekly find winners faster and spend
less to acquire each customer.

Our ads do not really reflect
our organic content

You are running two separate brands.
Customers see inconsistency.

Disconnected signals produce disconnected results
and wasted spend.

Action How To Apply It What The Fix Should Look Like

Start a shared creative log

Every week pull your top 3 organic
posts by link clicks. Write down the
angle that made them work. Share with
your ads team.

One document. Updated weekly. Both teams brief
from it.

Test organic winners in paid
within 7 days

Take your best performing organic
content and run it as an ad. Do not
create new creative from scratch.

Your paid creative reflects what your audience
already proved they respond to.

Kill slow ads after 7 days
If a creative is not hitting your cost per
result target after 7 days, pause it. Move
that spend to what is working.

No creative runs longer than it should. Budget flows
to winners automatically.

What To Look For

What This Reveals About Your Brand

When your ads and your organic content do not share ideas or data, you leak budget at scale.

Sign 1: Paid and Organic are Not Connected
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What You See What It Means Example

You refresh ad creative once a
month or less

The data is stale before you act on it.
You are optimizing for a moment
that already passed.

A brand runs the same 3 creatives for 6 weeks. Cost
per result climbs 40 percent. They blame the
algorithm.

Fewer than 10 creatives
running at any one time

Not enough variety to find what
actually works for your brand. You
are guessing, not testing.

A mid-budget account needs 20 to 25 creatives
running to have enough data to make real decisions.

You do not know which angle
or hook is driving results

You cannot scale what you cannot
identify. If you do not know why
something works, you cannot do
more of it.

A snack brand runs 8 videos. One gets 3x the return.
They do not know it was the price objection angle in
the first 3 seconds that made it work.

If You Said This... It Means This... The Revenue Leakage

We make new ads when the
old ones stop working

Reactive, not proactive. You are
always behind the data.

Weeks of underperformance before you act. Budget
wasted on tired creative.

We use polished brand content
for ads

Polished does not mean effective.
Raw, native content often
outperforms studio work.

You are paying more to produce creative that
performs worse than a phone video would.

We do not test different hooks
or angles

No system means no learning. You
cannot improve what you do not
track.

Each campaign starts from zero instead of building on
what you already know works.

Action How To Apply It What The Fix Should Look Like

Write 5 to 10 angles before you
brief any content

An angle is a specific reason
someone would buy your product.
Write them down before you shoot
anything.

Every piece of content is built around a tested
hypothesis, not a gut feeling.

Produce at least one new
creative per week

One new angle or hook tested every
week. That is 4 new creatives per
month and real data within 90 days.

You build a library of tested creative. You know what
works and you can scale it.

Use creator content for your
testing pipeline

Creators produce raw, native
content at lower cost. Test it
organically first. Scale winners into
paid.

Your testing budget goes further. Winning creative is
already audience-validated before you spend on ads.

Creative quality is the single biggest lever for reducing your customer acquisition cost (CAC).
More than targeting. More than budget.

Sign 2: No Creative Testing Routine
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What You See What It Means Example

You use last-click attribution
only

Last-click misses the full journey.
Customer sees your post, doesn't click,
searches two days later, buys through
Google. Social gets nothing.

A brand cuts social because it looks like it
underperformed. Revenue drops the next quarter.
Social was driving demand the whole time.

You do not know your aMER

aMER is total revenue divided by total ad
spend across all channels. Without it you
can't tell if your overall marketing
operation is actually working.

A brand with a 2x aMER thinks ads are profitable.
Add in content, email, and management and the
real number is 1.4x. Treading water, not scaling.

Social gets under 10%
revenue credit in your
reports

Your reporting is broken, not your social.
The least accountable-looking channel is
often doing the most upstream work.

Social influences the decision. Search gets the
click. Social gets cut.

If You Said This... It Means This... The Revenue Leakage

We track social revenue
through last-click only

You are systematically undercounting
social's contribution to every sale.

Decisions get made on bad data. The wrong
channels get funded.

We do not track aMER
You cannot see if the whole system is
working, only individual channel
performance.

You might be profitable in one channel and losing
money overall without knowing it.

Social does not show much
revenue in our reports

Your attribution model is wrong, not your
social strategy.

Social gets defunded at the exact moment it is
working hardest.

Action How To Apply It What The Fix Should Look Like

Calculate your aMER this
week

Take last month's total revenue. Divide by total
ad spend across all channels. That is your
number. 3x is the floor. 4x to 5x is healthy. Above
5x you have room to scale.

You have one number that tells you if the
whole system is working.

UTM tag every link
Add UTM parameters to every bio link, story link,
and caption link. This is a one-hour job for a
developer.

You can see exactly which content drives
traffic and which drives purchases.

Set up a weekly Monday
check-in

Pull 3 numbers every Monday. Link clicks from
social. New email subscribers from social traffic.
Purchases attributed to social.

You spot trends early and make faster
decisions without a 20-slide report.

Most brands are undercounting what social actually does for their revenue. Social rarely gets
the last click. It gets the decision.

Sign 3: Broken Attribution
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What You See What It Means Example

Most posts are awareness
content with no CTA

You are building an audience but not routing
them anywhere. Attention without direction
does not convert.

A brand has 71,000 Instagram followers and
generates nothing from their socials because
every post ends with no next step.

Social links go to the
homepage

A click that lands somewhere generic does
not convert. People leave before they see
what you sell.

Moving a social link from the homepage to the
most relevant product page increases
conversion rate by 2x in the first week.

You do not know what
percentage of your content is
top of funnel

If you have not mapped your content to a
funnel stage, you cannot see where the gap
is.

Most brands who do this exercise find 80
percent or more of their posts sit at top of
funnel. Strong at getting noticed. Poor at asking
for the sale.

If You Said This... It Means This... The Revenue Leakage

We post consistently but do
not see direct sales

Your content is doing the awareness job but
nothing is carrying people to purchase.

You are paying for content that builds someone
else's intent for a competitor to capture.

We link to our homepage
from social

You are adding friction at the exact moment
someone is ready to look closer.

High bounce rates. Low conversion. Revenue
that should have been yours goes elsewhere.

We do not really think about
CTAs

Every post without a clear next step is a
missed conversion opportunity.

Months of content investment that generates
engagement but no measurable revenue.

Action How To Apply It What The Fix Should Look Like

Add a CTA to every post
starting now

It does not have to be aggressive. Link in
bio. Save this. Shop the link. Comment with
a question. Pick one and use it every time.

Every piece of content has somewhere to go.
Attention becomes action.

Change every homepage link
to a product page

Go into every bio link, story link, and
caption link today. If it goes to the
homepage, change it to your most relevant
product page.

Clicks that used to bounce now land
somewhere that converts.

Map your last 30 posts to a
funnel stage

Sort each post into top of funnel, mid
funnel, or bottom of funnel. Count the
percentage in each. Brief your next month
to fill the gaps.

You can see the leak. You know exactly what
content to create next.

Getting attention without giving people a clear next step is just brand awareness at a cost.

Sign 4: Content With No Conversion Path
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What You See What It Means Example

One person handles strategy,
content, ads, and community

Each of these is a specialist role. Doing all of
them at once means none of them get done at
the level that moves revenue.

A brand coordinator spends majority of their
time on content production. Strategy and
community management happen when
there is time left over, which is never.

Social performance has
plateaued and you do not
know why

When one person is stretched thin, execution
wins over strategy every time. There is no
capacity to test, iterate, or go deeper.

A brand doubles their content output and
sees no change in revenue. The issue is not
volume. It is that no one has time to look at
the data.

You hired a generalist
because you needed
someone fast

A generalist can do a bit of everything. They
cannot do any one thing at the level that a
specialist can.

You are paying for a team but getting one
person. The gap shows up in performance.

If You Said This... It Means This... The Revenue Leakage

We have one person
managing social

You have a ceiling. It is structural, not a
performance issue.

You will not see what a real social system
can do until the structure changes.

We could not afford to hire
multiple people

An agency gives you a full team for the cost of
one hire. Strategy, creative, community, and
analytics working together.

The cost of underperforming social is higher
than the cost of the right structure.

Our social person does
everything

They are doing their best. But best effort in the
wrong structure produces average results.

You are not measuring what social could do.
You are measuring what one person can do
alone.

Action How To Apply It What The Fix Should Look Like

Separate strategy from
execution

Block 2 hours per week for strategy only. No
posting, no replying, no production. Just looking
at data and deciding what to do next.

Strategy gets done. Execution improves
because it is guided by a plan.

Identify your biggest skill gap
Look at the 5 areas: strategy, content, ads,
community, analytics. Which one is producing
the weakest results? Fill that gap first.

You stop spreading resources evenly and
start investing where the return is highest.

Understand what a specialist
agency actually gives you

For the same budget as one internal hire, an
agency brings strategy, creative, community
management, and analytics as a connected
system. Not four people. One proven process.

You stop paying for a ceiling and start
building a system that scales.

If you ask one person to be your strategist, content creator, ads manager, and community
manager, you have not hired a team. You have created a ceiling you can’t break through.

Sign 5: One Person Doing Every Job
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The Sign What It Looks Like In Practice

1: Paid and Organic Run
Off the Same Playbook

When an organic post outperforms, it gets tested in paid within the
week. When an ad angle wins, it feeds back into organic. Both
teams brief from the same creative log. Every dollar spent on ads
is informed by proof, not gut feel.

2: They Test Creative
Every Single Week

Not when the old ads stop working. Every week, a new hook or
angle gets tested. Within 90 days they have a library of proven
content. They know exactly what their audience responds to and
they scale it.

3: Attribution Tracks The
Full Customer Journey

They are not relying on last-click alone. UTMs are on every link.
aMER is reviewed weekly. Social gets credit for the demand it
creates even when the purchase happens through search or email
two days later.

4: Every Piece of Content
Has A Clear Next Step

Bio links go to product pages, not the homepage. CTAs are on
every asset. Content is mapped across the funnel so awareness
posts build the audience and conversion posts close it.

5: The Right People Are In
The Right Roles

Strategy, content, community, and analytics are handled by
people who specialise in each. No one is stretched across all four.
Performance improves not because more is being done but
because the right things are being done by the right people.

The brands pulling ahead are not outspending you. They have just fixed these five things, and
here is what that looks like in practice.

The Brands We See Succeeding
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How The System Works When It’s Built Right
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