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Competition for talent capable of delivering on the brand promise of leading companies in knowledge-
intensive industries is fierce. Recruiting and retaining the best talent is therefore of importance to the 
success of such organizations. The field of employer branding has emerged from the disciplines of 
marketing and human resources management to understand issues related to how employees evaluate 
different factors when making decisions about joining organizations.  

The academic field of employer branding is relatively new. One aspect of it which has seen little study 
is the relationship between internal branding aimed at retaining talent, and external branding directed 
at potential employees. This study contributes to employer branding research by identifying challenges 
managers face when aligning internal and external perceptions of the employer brand. Misalignment 
in what employees expect and what they experience can lead to issues in employer engagement and 
retention, making managing these challenges a managerial priority. 

This study was conducted as a qualitative multiple case study of nine companies in different industries. 
The interviewed companies were chosen on the basis of facing a level of competition for talent, making 
employer branding a relevant issue. The data was gathered through nine theme interviews and 
analyzed inductively. Categories of employer branding activities, challenges of employer brand 
alignment and ways of managing these challenges were then identified. 

Looking at management of employer branding in general different approaches of defining the 
employment value proposition with varying emphasis on factors applicable to either the whole 
organization or a specific employee and their opportunities were identified. With regard to external 
employer branding significant identified practices were allowing transparency into the organization, 
enabling individual employees with tools to communicate about their employment, and showcasing 
individual professionals and projects to potential employees. Identified concepts related to successful 
management of the internal employer brand highlighted the role of team leadership in making sure 
the experiences of employees are in alignment with what is expected, promoting organizational culture 
and values while allowing employees to challenge management when they feel their experiences are 
misaligned with what is stated out loud. 

Identified categories of challenges related to employer brand alignment included difficulties of 
communicating about changing and complex organizations as well as complicated project-based work 
in an effective manner and describing internal experiences to outsiders believably. Another group of 
identified potential problems was related to meeting employee expectations and included issues such 
as employees’ feelings of disconnect from the organization and its values, having overly optimistic 
assumptions about working culture or opportunities for advancement as well as discrepancies between 
stated values or the recruitment or orientation process and what is experienced at work every day. 

Identified ways of managing these challenges included managing organizational culture development 
in a continuous and engaging manner with all employees, being open about expectations and 
opportunities during the whole employment experience, communicating about the organization as 
directly as possible through examples, promoting organizational unity through formalized events and 
services and making sure recruiting managers are able to provide a comprehensive and truthful picture 
of the whole organization during recruitment and orientation.  

This thesis provides insights into issues organizations can face when aligning internal and external 
employer brands. The results can guide further research in looking closer at management of specific 
identified issues in the context of specific industries. 

Keywords:  employer brand, employer brand management, employment value proposition, brand 
alignment 
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Tietointensiivistä liiketoimintaa harjoittavat yritykset kohtaavat kovaa kilpailua osaavista työntekijöistä, 
mikä tekee parhaiden osaajien rekrytoinnista ja pitämisestä organisaatiossa tärkeää liiketoiminnan 
menestykselle. Työnantajamielikuvien tutkimus on syntynyt yhdistelmästä markkinoinnin ja 
henkilöstöhallinnon aloja ja auttaa ymmärtämään tekijöitä, jotka vaikuttavat työntekijöiden päätöksiin 
työpaikoista. 

Työnantajamielikuvien akateeminen tutkimus on alana melko nuori. Yksi sen osa-alue, jota ei ole 
juurikaan huomioitu on sisäisen, nykyisille työntekijöille suunnatun työnantajakuvan johtamisen ja 
ulkoisen, potentiaalisille työntekijöille suunnatun työnantajakuvan johtamisen välinen suhde. Tämä 
tutkimus keskittyy tunnistamaan haasteita, joita yritysjohto kohtaa, kun se pyrkii yhdenmukaistamaan 
sisäisiä ja ulkoisia työnantajamielikuvia. Jos työntekijöiden kokemukset ja odotukset eivät vastaa toisiaan 
heidän omistautumisensa työlleen ja halu pysyä työnantajan palveluksessa voivat kärsiä. Näihin 
haasteisiin vastaaminen on siten yritysjohdon näkökulmasta tärkeää. 

Tämä tutkimus toteutettiin kvalitatiivisena monitapaustutkimuksena tutkimalla yhdeksää yritystä eri 
toimialoilta. Tutkitut yritykset valittiin perustuen niiden kohtaamaan kilpailuun osaajista, mikä tekee 
työnantajamielikuvien johtamisesta niille erityisen tärkeää. Tutkimuksessa käytetty data kerättiin 
yhdeksällä teemahaastattelulla, jotka analysoitiin induktiivisesti. Analyysin perusteella tunnistettiin 
työnantajamielikuvien johtamistapoja, sisäisen ja ulkoisen työnantajamielikuvien yhtenäistämiseen 
liittyviä haasteita sekä näiden haasteiden ylittämiseen pyrkiviä toimia.  

Yleiseen työnantajakuvan johtamiseen liittyen tunnistettiin erilaisia tapoja lähestyä työantajan 
arvolupausta työntekijälle. Arvolupauksissa keskityttiin vaihtelevasti korostamaan joko koko 
organisaatiota tai yksittäistä työntekijää ja heidän mahdollisuuksiaan koskettavia tekijöitä. Ulkoiseen 
työnantajakuvaan liittyvinä tärkeinä toimina tunnistettiin läpinäkyvyys organisaatioon, yksittäisten 
työntekijöiden tukeminen keinoilla, joilla he voivat viestiä työstään ja esittelemällä viestinnässä 
yksittäisiä ammattilaisia ja projekteja. Tärkeinä keinoina sisäisen työnantajakuvan johtamiseksi 
tunnistettiin tiiminvetäjien merkitys työntekijöiden odotusten lunastamisessa sekä organisaation 
kulttuurin ja arvojen korostaminen tavalla, joka mahdollistaa työntekijät haastamaan johtoa, kun 
kokemukset eivät vastaa ääneen lausuttuja periaatteita. 

Sisäisen ja ulkoisen työnantajakuvan yhteensovittamista vaikeuttaviksi haasteiksi tunnistettiin 
monimuotoisista ja muuttuvista organisaatioista sekä monimutkaisen projektipohjaisen työn sisällöstä 
tehokkaasti viestiminen. Haasteita oli myös työpaikan sisäisten kokemusten välittämisessä ulkoisille 
yleisöille uskottavalla tavalla. Haasteiksi tunnistettiin myös työntekijöiden odotuksiin vastaaminen, 
työntekijöiden etäinen suhtautuminen organisaatioon ja sen arvoihin, liian optimistiset oletukset 
työkulttuurista ja etenemismahdollisuuksista, sekä rekrytointiprosessista tai orientaatiosta syntyneistä 
odotuksista poikkeaminen päivittäisessä työssä. 

Edellä mainittujen haasteiden ratkaisemiseen tähtääviä toimenpiteinä tunnistettiin 
organisaatiokulttuurin jatkuva kehittäminen kaikkia työntekijöitä osallistavalla tavalla, avoimuus ja 
rehellisyys työntekijöiden odotuksista ja mahdollisuuksista, organisaatiosta kommunikoiminen 
mahdollisimman suoraan esimerkkien kautta, organisaation yhtenäisyyden edistäminen tapahtumien ja 
yhteisten palveluiden kautta sekä varmistamalla että rekrytoivilla johtajilla on edellytykset antaa 
kokonaisvaltainen ja totuudenmukainen kuva koko organisaatiosta palkkauksen ja orientaation aikana. 

Tämä diplomityö tarjoaa näkemyksiä ongelmiin, joita organisaatiot voivat kohdata, kun ne pyrkivät 
yhdenmukaistamaan sisäistä ja ulkoista työnantajakuvaansa. Esitetyt tulokset tarjoavat suuntaa 
lisätutkimukselle, joka voi tarkastella lähemmin yksittäisten tunnistettujen haasteita tiettyjen toimialojen 
kontekstissa. 

Avainsanat: työnantajakuva, työnantajamielikuva, työnantajakuvan johtaminen, työnantajan arvolupaus 
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1 Introduction 
 
This chapter introduces the background of employer branding as a relevant 
management issue and the emergence of related academic interest in human 
resources management and marketing research. Insights and questions in recent 
research are presented to lay the groundwork for the objectives and scope of this 
study. Finally, the research questions along with the structure of the thesis are 
introduced. 
 

1.1 Background 
Corporate branding as a concept has long been of interest to marketing professionals 
and scholars. While the original concept of branding products is concerned with how 
certain products are represented to paying customers, a corporate brand considers 
the representation of the whole organization to various audiences and stakeholders 
(Edwards, 2009). With the rise of the service business era, the role of the customer 
facing staff and customer interactions have become an increasingly critical part of 
delivering on the overall corporate brand promise (Foster, Punjaisri and Cheng, 
2010). Indeed, employees “form the interface between a brand’s internal and external 
elements” (Harris and de Chernatony, 2001). The employees’ internalization of the 
corporate brand promise and their ability to convey it to customers has become a 
critical business issue. To ensure this, being able to attract and hold on to skilled talent 
is increasingly vital. Companies have for a while recognized the importance of 
developing a lucrative employer brand (Christensen Hughes and Rog, 2008) which 
provides employees compelling reasons and motivation to be part and contribute to 
the success of an organization. 
 
An employer brand can be defined as “the set of distinctive associations made by 
employees (actual or potential) with the corporate name” (Davies, 2008). Employer 
branding as a managerial activity has been defined as “a targeted, long-term strategy 
to manage the awareness and perceptions of employees, potential employees, and 
related stakeholders with regards to a particular firm” (Backhaus and Tikoo, 2004; 
Sullivan, 2004). Some researchers have viewed employer branding mainly as 
activities aimed at attracting potential new employees, and considered internal 
branding activities a separate element of corporate branding (Foster, Punjaisri and 
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Cheng, 2010). In this thesis employer branding is considered to involve both existing 
and potential employees. The varied definitions and approaches to the issues are 
indicative of the relative novelty of the topic of employer branding and the different 
disciplines involved with it.  
 
Research around the concepts of employer branding has been characterized as a 
coming together of the disciplines of human resources management (HRM) and 
marketing (Edwards, 2009).  Potential employees can be seen as facing a similar 
situations as a customer making a purchase decision (Cable and Turban, 2003). 
Marketing theories have been widely accepted to as being applicable to the context 
of employment; for an employment opportunity to be attractive a recruit needs to 
experience the tangible or intangible value in the product which in this instance is a 
job (Alshathry, Clarke and Goodman, 2017). 
 
The influence of marketing research is also evident in the language used in employer 
branding literature. Current and potential employees are referred to as customers of 
employer branding activities (Alshathry, Clarke and Goodman, 2017). In this thesis, 
potential and current employees of focal companies are likewise referred to as 
customers in the context of employer branding activities. While the concept of 
employer branding was initially of interest to marketing scholars, HRM academics 
have taken a newfound interest and identified this as a critical issue of their research 
field practice (Edwards, 2009). 
 
The core thesis of employer branding and its significance is differentiation of firms 
as employers through unique aspects of their employment offerings and 
environments compared to competition (Backhaus and Tikoo, 2004). As noted by 
Edwards (2009), these unique employment offerings can consist of a variety of 
different factors with complex relationships. The employment offering may include 
among others financial rewards and benefits, but also intrinsic values and fulfillment 
of socio-emotional needs (Edwards, 2009). While traditional views of human 
resources management have seen management of these issues as an exclusive 
responsibility of HRM practitioners, modern views have shifted towards a more 
strategic view of approaching HRM. A contemporary research field dubbed talent 
management highlights the importance of aligning HRM practices with other strategic 
goals and objectives of the company (Christensen Hughes and Rog, 2008). 
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Employer branding activities include both creating and identifying the “employment 
offering”, as well as communicating it to employment customers (Edwards, 2009). 
Employer branding as a branch of talent management aims at both, retention of 
existing employees as well as recruitment of new talent. While the importance of 
employer branding towards both current and potential employees has been widely 
identified, the relationship between activities aimed at the internal and external 
customer groups has seen little interest until recently (Foster, Punjaisri and Cheng, 
2010). 
 
Researchers have called for more attention and studies on the activities employed to 
manage employer branding and specifically the challenges of managing the internal 
and external elements of the employer brand simultaneously (Backhaus and Tikoo, 
2004). Recent studies have attempted to bridge the gap and incorporate both internal 
and external customers to form a unified theoretical framework to support 
sustainable alignment of employer branding activities, while recognizing the 
interactive nature of employer-employee relations (Alshathry, Clarke and Goodman, 
2017). Building on these questions and recent studies, this thesis aims to provide 
though insights into how the needs of the two distinct customer groups of employer 
branding are considered in practice when companies engage in employer brand 
building activities. 
 

1.2 Motivation for the Study 
The motivation for this study stems from the research gap regarding the relationship 
between management of the internal and external employer brand. Employer 
branding research has typically focused on either the internal or external dimensions 
of employer branding without attempting to integrate their simultaneous effects. 
Predominant focus has traditionally been on external branding activities (Alshathry, 
Clarke and Goodman, 2017). 
 
A specific critical issue related to concurrently managing these two aspects of the 
employer brand identified by Backhaus and Tikoo (2004) is maintaining the 
consistency between the internal and external employer brand and brand building 
activities. Compared to traditional consumer brands which could previously, at least 
to some extent separate their customer facing and internal brand perceptions, 
successful employer branding depends largely on the perception of alignment 
between the internal and external employer brands (Moroko and Uncles, 2008). 
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Complexities related to maintaining the internal employer image are in part related 
to the nature of employment, characterized by continuous interactions between the 
employer and the employee over an extended period of time (Alshathry, Clarke and 
Goodman, 2017). Current employees do not form their views of the employer 
through isolated moments, but through repeated interaction with all levels of 
management, different functions as well as formal and informal communications. As 
stated by Moroko and Uncles (2008) it is therefore “hard, if not impossible, to manage 
the experiences of the employee to be anything other than a direct reflection of the 
firm’s culture, values, policies, procedures and competitive environment over time.” 
This highlights the need for internal employer brand management to be strictly 
aligned with the rest of the firm’s strategy and way of operating in accordance to 
modern strategic HRM and talent management practices. Failing to fulfil the 
psychological contract – the understanding an employee has of the job and the related 
value proposition  – can result in low levels of engagement, decreased productivity 
and high turnover rates (Moroko and Uncles, 2008). 
 
The accuracy of the external employer brand is thus critical, as it is the foundation of 
the psychological contract presented to potential employees making employment 
decisions. While a desirable external employer brand can be effective in attracting 
quality talent to the company, a mismatch with the realities of internal practices, 
culture and internal perception of work is not a sustainable strategic position. This, 
and additional issues stemming from discrepancy between different facets of the 
employer brand were identified by Alshathry, Clarke and Goodman (2017), who 
called for more empirical research on the subject. 
 

1.3 Research Objectives 
The aim of this thesis is to contribute to the growing pool of employer branding 
research with an empirical study of company practices geared towards employer 
brand management. The primary focus of this thesis is the relationship between the 
internal and external elements of the employer brand and their management. 
Specifically, the thesis aims to identify challenges managers face when attempting to 
align the internal and external employer brand and branding efforts in practice, and 
how they may attempt to meet these challenges. In order to address these objectives, 
this thesis presents three research questions. 
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The first research question aims to identify methods and practices companies to 
manage their employer brand towards internal and external employment customers. 
Different degrees of formalization of employer branding strategies as well as 
perceptions of their strategic significance and success measures should be identified. 
The extent to which companies engage in employer branding activities identified in 
previous literature (Alshathry, Clarke and Goodman, 2017), as well as additional 
activities they identify as critical to their employer brand are of interest. Different 
roles and divisions of responsibilities can also be identified. Understanding the 
relation of different activities to both internal and external employer branding is a 
key question. To address these issues and to form a view of employer brand 
management in practice the first research question is presented as: 

RQ1: 
How do companies manage their internal and external employer brands? 

The second research question focuses on the relationship between internal and 
external employer brand management. Consistency between the external employer 
brand and the internal employee experience is critical to sustained success of 
employer branding (Moroko and Uncles, 2008). Mismatches between the internal and 
external views can have critical effects on either recruitment of talent or retention and 
engagement of employees (Alshathry, Clarke and Goodman, 2017). This thesis aims 
to identify the extent to which companies recognize the positioning of their internal 
and external employer brands in relation to each other and discover potential points 
of conflict or discrepancies between them. Management perception of the existence 
and severity of these issues of interest. To gain an understanding of the hindrances 
companies face when attempting to align their external and internal employer brand 
the second research question is presented as: 

RQ2: 
What challenges are related to managing the consistency of internal and 

external employer branding? 
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The third and final research question aims to identify ways and practices companies 
employ to tackle the challenges related to concurrent management of the internal and 
external elements of the employer brand. This thesis aims to gain insights into how 
companies can better align these goals and activities to further improve both 
employer engagement and recruitment efforts. Taking into account both aspects 
simultaneously in planning and executing effective employer branding efforts is of 
interest. To tackle these issues, the third and final research question is presented as:  

RQ3: 
How are these challenges managed in employer branding efforts? 

 

1.4 Scope of the Study 
Due to the importance of employees for the overall corporate brand perception and 
value creation inherent to their nature, employer branding has become especially 
critical in service industries (Foster, Punjaisri and Cheng, 2010). At the same time 
businesses are also becoming more knowledge-intensive, and there is a great deal of 
competition for qualified and highly skilled employees (App, Merk and Büttgen, 
2009). Employer branding is indeed most critical for companies that face a great deal 
of competition in the labor market, need highly skilled employees and rely on the 
customer facing staff and their interactions in creating business value  
 
Based on these criteria this thesis focuses on professional service and hospitality 
businesses. The main focus is on professional services and the target companies 
include businesses from law, financial services/investment, management consulting, 
software product development and software consulting. The hospitality industry is 
included to gain further variety and due to its unique nature through high turnover 
rates, high growth and the importance of customer facing staff coupled with high 
customer expectations. The focus on companies that have local autonomous offices 
in Finland with due to the availability of data and ensuring that local managers have 
the possibility to have a hands-on influence on the management of the elements of 
employer branding. 
 
The empirical part of this thesis is conducted as a cross-sectional study by conducting 
semi-structured theme interviews with appropriate managers of the targeted 
companies. The scope of this study includes company management practices aimed 
at developing and maintaining their employer brand towards current and potential 
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employees. While managers’ views on the nature of their employer brand their 
success in their efforts are of interest, studying the differences between the qualities 
or characteristics of individual employer brands is outside of the scope of this study. 
Furthermore, the views of employees or potential applicants about individual 
companies are not within the scope of this study.  
 

1.5 Thesis Structure 
The first chapter of this thesis lays out the background and motivation behind this 
study. The second chapter presents previous research related to employer branding 
from marketing and human resources management literature, as well as presenting 
the terminology and concepts used in this thesis.  
 
The third chapter describes the methodology employed in conducting the empirical 
part of the study. The research questions are recapped, and the general research 
approach is described. Next, the data collection and analysis methods are explained. 
 
The fourth chapter presents the results of the empirical study one research question 
at a time. The fifth chapter presents the findings from the empirical research, 
discusses their relevance to both academic research and industry as well as going 
over the validity and possible limitations of this study. Finally, conclusions as well 
as directions for future research are presented. 
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2 Previous Research and Concepts 
 
The purpose of this chapter is to provide the background from previous literature 
necessary for understanding the field of employer branding in the context of modern 
organizations. Related concepts from marketing literature are presented starting with 
traditional definitions of branding in the product context and moving to more 
contemporary and multifaceted ideas of corporate branding. Corporate branding 
literature is presented to highlight the importance of employees to modern 
organizational success. 
 
Based on the significance of the role of employees, modern human resources and 
talent management literature is presented to establish a link between management 
activities and the concepts of employer branding. Finally, previous research explicitly 
presenting current topics of employer branding is presented to help build a 
foundation for the aims of this study. 

 

2.1 Brand as a Marketing Concept 
Brands are considered to be one of the most valuable intangible assets modern firms 
possess (Keller and Lehmann, 2006). The understanding of business value stemming 
from brands has also invigorated academic research around the subject mainly in the 
marketing discipline. Due to the importance of brands to company success, the 
management of brands needs to be approached strategically and in co-operation with 
different functions sharing common goals and a clear understanding of them. To 
enable efficient management, a shared understanding of underlying concepts is also 
critical (Wood, 2000). Even with the increased recognition of brand value as an asset 
and its strategic implications, a shared consensus on even a definition of what a brand 
is eludes scholars and managers alike (Jones and Bonevac, 2013). 
 
In the traditional sense and in the majority of marketing literature, a brand is 
understood primarily as being directed towards customers and related to the product 
or service the company provides. The basic concepts of branding are introduced here 
through the product and customer centric view of consumer marketing to help build 
the basis for later discussion on other forms of corporate and employer branding. 
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2.1.1 Brand Definitions 
A brand governs what people think of a given company, and thus affects the 
company’s ability to operate and evolve (Jones and Bonevac, 2013). Traditional 
definitions of a brand focus heavily on the tangible aspects of the concept. For 
example Kotler (1991) defines a brand as “a name, term, sign, symbol, or design, or 
combination of them which is intended to identify the goods and services of one seller 
or group of sellers to differentiate them from those of competitors.” 
 
As noted earlier, modern definitions of a brand are plentiful and varied. Moving 
away from focusing solely on palpable artefacts such as terms and symbols intended 
to convey the brand, Wood (2000) looked at various scholarly definitions of a brand 
and divided them into two categories either emphasizing brand benefits to the 
company or brand benefits to the consumer. Based on this collection of definitions 
Wood (2000) proposed an integrated definition of a brand as a “mechanism for 
achieving competitive advantage for firms, though differentiation. The attributes that 
differentiate a brand provide the customer with satisfaction and benefits for which 
they are willing to pay.” 
  
While Wood’s definition is not the most concise, it integrates both the purpose: 
benefit to the company through competitive advantage, and the mechanism: 
providing customers with differentiation and satisfaction.  A brand serves many 
functions to customers. It can be a point of differentiation between competing 
offerings (Wood, 2000), a promise to a customer about the quality and nature of a 
product (Keller and Lehmann, 2006) or quite simply put: “a definition of a particular 
company or product” (Jones and Bonevac, 2013). A brand’s value to the customer is 
thus described as the mechanism of creating value for firms, be it in the form of 
increased revenue, profit or market share (Wood, 2000).  
 
Jones and Bonevac (2013) note that the lack of a clear definition of a brand and the 
variety of vocabularies surrounding it have had a negative effect on top managers’ 
ability to see brands as a strategic asset worthy of their time and efforts. Branding is 
indeed often deemed a separate issue from strategic decisions and a concern only for 
marketing or communications functions. Marketing activities such as branding are 
often still seen as somewhat ‘fuzzy’ and inherently different from ’exact’ functions 
like accounting (Jones and Bonevac, 2013). Yet, as brands are increasingly being 
recognized as significant intangible assets and may in fact constitute a substantial 
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part of a company’s market value, having a shared understanding and a common 
language between marketing professionals, accountants and top management is vital 
(Wood, 2000). In addition to being intangible assets, brands can be considered to be 
conditional assets (Kapferer, 2008). This means that brands, however valuable, can 
only create benefits when they work in conjunction with other assets, such as 
production facilities or employees rendering a service. Brands cannot exist without 
the tangible product or service, or a job, that they are tied to (Kapferer, 2008). 
 

2.1.2 Brand Equity 
The value accrued by various benefits from a brand is often called brand equity 
(Keller and Lehmann, 2006). Simply put, brand equity is the financial value of a brand 
(Kapferer, 2008). Brand equity is an important tool when evaluating or measuring the 
value or success of a brand to support its management (Aaker, 1996). Some authors 
make a distinction between brand equity and brand value, with the former 
constituting of the extent of the effects the brand has in influencing customer 
behavior and the latter describing a sale or replacement value of a brand (Raggio and 
Leone, 2007). This division defines brand equity as customer-centric, and brand value 
as company-centric. A similar brand equity may thus lead to different levels of brand 
value depending on the company’s capabilities in leveraging it (Raggio and Leone, 
2007). 
 
Most literature has focused on the customer-centric brand equity, which can be 
defined as “the differential effect of brand knowledge on consumer response to the 
marketing of the brand” (Keller, 1993). Keller further elaborates on the concepts 
presented in this definition. Differential effect is understood as the effect the brand has 
on reception to activities compared to similar activities by an entity without a brand. 
Brand knowledge is a combination of brand awareness and brand image, the 
associations a consumer makes with the brand. Consumer response to marketing is 
defined as the actions and behavior arising from marketing activities. (Keller, 1993) 
Marketing and brand building efforts cannot be evaluated independently as they 
have interaction effects and synergies with each other (Keller and Lehmann, 2006). 
 
Feldwick (1996) classified different definitions of brand equity into three groups 
meaning either (1) the total value of a brand as a separable asset when it is sold or 
included on a balance sheet, (2) a measure of the strength of consumers’ attachment 
to a brand or (3) a description of the associations and beliefs the consumer has about 
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the brand. Alshathry, Clarke and Goodman (2017) reviewed different views and 
definitions of brand equity models from marketing literature to identify three aspects 
that create brand equity: (1) how much an individual knows about a brand, (2) how 
they evaluate that brand based on that knowledge and (3) what experience they have 
(or perceive) with that brand. The concept of brand equity is important for this thesis, 
as management of branding efforts is ultimately aimed at building brand equity. 
Brand equity is vital instrumental to bridging the gap between different fields of 
practitioners. 
 
Brand equity also allows managers to evaluate and benchmark their brand quality 
and performance not only against similar products or direct competitors in the same 
market, but also to best practices in completely separate industries (Aaker, 1996). 
While there are many definitions and concepts around brand equity, two clear 
characteristics stand out. First, creating brand equity is the goal and desired outcome 
of company branding activities and second, brand equity has quantifiable value to 
the company as both a business and financial asset.  
 

2.1.3 Brand Management 
The significance of brands for company success is rooted in the strategy of market 
segmentation and product differentiation (Kapferer, 2008). Establishing a brand is 
fundamentally done in order to define a product and how it differs from alternatives 
in a way that makes customers more likely to make that particular choice (Jones and 
Bonevac, 2013). Brands are thus clearly deeply ingrained in the very core of the 
company’s value proposition. 
 
Despite this, many managers still consider branding activities to not be of strategic 
interest (Jones and Bonevac, 2013). Often discussion around branding is around the 
responsibilities of the marketing and communications functions. The role of 
marketing and communicating the brand is however only the last phase of the 
comprehensive company effort of creating value and standing out from competition 
(Kapferer, 2008). While the external elements of a brand are the ones immediately 
visible to consumers, the management of brands should start from the top with 
defining the vision and purpose of the brand (Kapferer, 2008). 
 
As noted by Wood (2000), there is often a lack of dialogue between different functions 
regrading branding, creating a barrier for effective strategic management. Wood 
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(2000) also considers the managerial implications of the brand equity model 
proposed by Feldwick (1996) and presented in chapter 2.1.2, which describes brand 
equity through brand description, strength and value. This construct posits an 
operational relationship between these elements – a description leading to 
strengthening of the brand which then leads to added company value – which does 
not necessarily exist within the management of an organization (Wood, 2000). For a 
brand to be managed strategically this relationship should be explicitly outlined in 
management practices. 
 

2.2 Corporate Branding 
The emphasis of branding literature has for a while been moving from traditional 
product line branding to what is known as corporate branding. Corporate branding 
highlights the importance of a holistic approach and integration and cohesion of 
internal activities in ensuring a consistent delivery on the corporate brand promise 
(Harris and de Chernatony, 2001). A corporate brand may also be a product brand, 
or may operate several product brands with various levels of integration (Berens, Riel 
and Bruggen, 2005). Procter & Gamble for example operates a vast number of product 
brands without referencing the corporate name, while the likes of Nestlé have the 
corporate name present together with various product brand names. While there are 
different strategies, it has been shown that associations with the corporate brand have 
an influence on product evaluations (Berens, Riel and Bruggen, 2005). 
 

2.2.1 Managing the Corporate Brand 
The importance of managing the corporate brand has gained ground in part due to 
greater direct stakeholder involvement with the corporate brand through 
technologically enabled new forms of media and distribution channels, as well as 
more informed and sophisticated customers (Schultz and de Chernatony, 2002). 
Corporations face an environment where they are held accountable for their actions 
towards all stakeholder globally (Schultz and de Chernatony, 2002), without being 
able to hide behind product brands. At the same time, the focus of managers has 
shifted from attempting to control the corporate brand message more towards 
listening to stakeholders and understanding their brand perceptions (Schultz and de 
Chernatony, 2002). 
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There are various important implications of the shift of focus from product branding 
to corporate branding, one of which is the increasingly important role of employees 
as building block of a successful brand for modern firms. Employees are not to be 
considered mere executors of communicating a company brand (Schultz and de 
Chernatony, 2002) or as an impersonal entity that is part of “the firm”, but as active 
influencers of perceptions on the organization (Harris and de Chernatony, 2001). 
Employees are thus critical to brand building management activities. The 
consistency, or lack thereof, of employee behavior with a brand’s advertised values 
can either reinforce or undermine the credibility of the desired message (Harris and 
de Chernatony, 2001). 
 
New sources of competitive advantage and differentiation are driving the 
significance and changing nature of the corporate brand. Due to technological 
advancement and the relative ease at which functional added value to a customer can 
be mimicked, companies need to move their attention to less functional and more 
uniquely emotional characteristics in standing out and creating value for the 
customer (de Chernatony, Harris and Dall’Olmo Riley, 2000). Emotional 
characteristics are inherently more sustainable in creating competitive advantage 
through differentiation compared to functional attributes, but require considerable 
internal effort and processes to support them (de Chernatony, Harris and Dall’Olmo 
Riley, 2000). While historically these processes have started with management 
defining the core values and characteristics of the desired brand, contemporary 
thinking around corporate branding highlights the need for employees to be 
included and engaged early on in defining the brand (Harris and de Chernatony, 
2001). Managers are also responsible for careful and consistent evaluation of the 
perceived corporate brand among stakeholders to gauge the success of branding 
activities. 
 

2.2.2 Corporate Identity and Reputation 
One way of conceptualizing corporate branding is through the relationships between 
corporate identity and corporate reputation. Corporate identity is at its core an 
understanding of what the company is in reality. Managing the corporate identity in 
practice can entail combining the company’s business strategy, organizational 
design, vision of key executives and corporate culture (Gray and Balmer, 1998). 
Corporate identity deals with how managers and employees make a brand unique. 
As noted in the previous chapter, building the corporate identity cannot be solely of 
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interest to top management, but rather to all employees across the organization 
through active participation (Harris and de Chernatony, 2001). 
 
Corporate image and corporate reputation are two closely related concepts. Whereas 
corporate image is the mental image of the company held by different stakeholders 
or audiences, corporate reputation includes value based judgements about these 
mental images – whether they held in low or high regard (Gray and Balmer, 1998). 
Generally, management of these elements is done by defining an ‘intended image’ in 
the minds of external audiences that is ideally closely based on the corporate identity, 
and systematically communicating this to relevant recipients (Gray and Balmer, 
1998). While an image can be created and managed through systematic 
communication efforts, building a reputation requires a longer and more consistent 
track record of proven performance (Gray and Balmer, 1998). An operational model 
for managing corporate reputation is presented in Figure 2.1. 

 
Figure 2.1: Operational model for managing corporate reputation and image (Gray and Balmer, 1998) 

 
A model of corporate brand management based on a process of narrowing the gap 
between the corporate brand identity and reputation was proposed by de 
Chernatony (1999) and later elaborated on by Harris and de Chernatony (2001). This 
models definition of brand identity consists of six elements: vision, culture, desired 
positioning, personality, relationships and presentation to stakeholders (Harris and 
de Chernatony, 2001). The vision and culture of the organization drive the brand’s 
desired positioning, personality and relationships with stakeholders. All these 
elements then contribute in conjunction with each other towards the aspirations and 
self-images of stakeholders. The brand identity model is presented in Figure 2.2. and 
individual elements are described in chapter 2.2.3. 
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Figure 2.2: Identity-reputation gap model of brand management (de Chernatony, 1999) 

 

2.2.3 Elements of the Corporate Brand Identity Model 
In this subchapter the elements of brand identity present in de Chernatony's (1999) 
identity-reputation gap model of corporate brand management are presented. 
Additional literature is used to further elaborate on these elements and how they 
relate to each other, employees and managers. 
 
Brand vision and culture are at the core of the brand’s purpose. The vision encompasses 
the values and principles which guide the organization and its members. Managers 
have a responsibility to clearly communicate the vision to employees and help them 
understand how their roles relate to them, as well as ensuring the consistency of 
delivery of the brand vision to all stakeholders (Harris and de Chernatony, 2001). 
 
Corporate culture is another key element of brand identity (Harris and de 
Chernatony, 2001). Culture is especially crucial as an influencer of actions of service 
personnel, who in turn are the face and voice of the corporate brand (Wilson, 2001). 
Managers are responsible for being sensitive to their organization’s culture and how 
it relates to the values and vision of the corporate brand. Inconsistencies in behavior 
rooted in the culture and the intended image could adversely affect stakeholder 
perception (Harris and de Chernatony, 2001). Organization culture is, however, a 
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deeply complicated construct which is often understood and managed superficially 
(Wilson, 2001). 
 
Wilson (2001) builds on previous literature on the subject and defines organizational 
culture as “the visible and less visible norms, values and behavior that are shared by 
a group of employees which shape the group’s sense of what is accepted and valid.” 
These elements of organizational culture as typically resistant to change and 
newcomers to the organization learn them from both informal and formal processes 
with more experienced members (Wilson, 2001).  
 
A brand’s positioning is another element of corporate identity presented by de 
Chernatony (1999). Positioning is deeply ingrained in the goal of differentiation. It 
deals with what associations stakeholders should make with the organization that set 
it apart from others in a positive manner (Keller and Lehmann, 2006). 
 
Brand personality is closely related to emotional characteristics of the brand through 
metaphors of personality (Harris and de Chernatony, 2001). Corporate rand 
personality can be defined as the human characteristics or traits associated with an 
organization. Examples of these traits include compassion, discipline, passion and 
creativity (Keller and Richey, 2006). Corporate brand personality is closely linked to 
the actions, engagement and views of employees, as organizational membership can 
serve as significant part of a person’s social identity and concept of self (Rampl and 
Kenning, 2014), highlighting the need for close alignment of personal and corporate 
values. 
 
Relationships between the organization and the customers of the brand, be they 
employees, consumers or other stakeholders are constantly changing and evolving 
and are easily destabilized by inconsistent actions (Harris and de Chernatony, 2001). 
It is the managers’ responsibility to guide employees in understanding what kind of 
relationships are appropriate and desirable with different stakeholders in ways that 
are consistent with the core vision and values of the brand. 
 
The final aspect of de Chernatony' (1999) corporate brand identity model is brand 
presentation. Customers or other stakeholders receiving brand communications or 
interacting with employees expect brands to align with their internal aspirations and 
self-images (Harris and de Chernatony, 2001). The symbolic aspects of the brand 
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need therefore be consistently conveyed through communication and actions given 
that customers find those symbolic meanings consistent with those of their own. 
 
Whereas a corporate brand image is representative of a current perception of the 
organization and is subject to changes, corporate brand reputation is a summation of 
different brand images and interpretations over time. Reputation provides a more 
accurate evaluation of brand performance, as it takes into account the views of a 
multitude of stakeholders (Harris and de Chernatony, 2001). 
 
Corporate reputation is especially significant in the employment context for two 
reasons (Cable and Turban, 2003). First, it is an important signaling tool for current 
and especially potential employees about job attributes. Second, it affects the pride 
associated with being a member of the organization. A positive perception of 
corporate reputation improves organizational commitment and job satisfaction while 
reducing employee turnover intentions (Alniacik et al., 2011). 
 
A robust corporate reputation is a strategic asset that is “valuable, scarce and very 
difficult to imitate, though providing a sustainable positional advantage for the 
company” (Alniacik et al., 2011). While difficult to attain, reputation can be a long-
lasting source of competitive advantage. At the same time, de Chernatony's (1999) 
model of corporate branding posits brand building as narrowing the gap between 
the corporate identity and the perceived reputation. Taken together these elements 
support the view that management of the corporate brand needs to be based on 
strategic long-term considerations. Attempting to hastily alter the corporate identity 
can widen the gap from the corporate reputation, leading to adverse effects on 
stakeholder perceptions. 
 

2.3 Talent Management 
While originally a primary concern of marketing scholars, employer branding has 
increasingly entered the sphere of human resources management researchers’ and 
professionals’ interest. Employer branding has been adapted as a new tool of 
supporting the increasingly important and quickly changing practice of managing 
human resources and talent (Christensen Hughes and Rog, 2008). For the purposes 
of this thesis, understanding modern talent management practices, their goals and 
how they relate to the concepts of employer branding stemming from marketing 
concepts is vital. Here, key concepts of talent management are presented in order to 



 
 

18 
 

 

gain a holistic view of contributors to employer branding activities. The concepts of 
extra-role behavior and organizational citizenship behavior are presented along with 
their close relationship to internal branding activities. 
 

2.3.1 Research Views on Talent Management 
The importance of effective management of human resources stems from two 
fundamental challenges organizations face: acquiring and retaining essential talent 
while keeping employed talent engaged (Christensen Hughes and Rog, 2008). Even 
as discussion around talent management and its importance has gained momentum, 
it is characterized by “a disturbing lack of clarity regarding the definition, scope and 
overall goals of talent management” (Lewis and Heckman, 2006). While a clear 
unified consensus on what talent management entails is not obvious there are many 
interpretations around the subject. 
 
The notion of talent management shifts focus from traditional human resources 
related sources of success, such as focusing on the organizational elites and notions 
of strategic human resources towards “the management of talent specifically suited 
to today’s dynamic competitive environment” (Collings and Mellahi, 2009). Other 
views of talent management see it for example as an organizational mindset or 
culture in which employees are valued, a source of competitive advantage, integrated 
technology enabled HRM policies and practices and opportunities to elevate HR 
practitioners to strategic partners (Christensen Hughes and Rog, 2008). Talent 
management is also characterized as a “strategic and holistic approach to both HR 
and business planning” which “improves the performance of people – the talent – 
who can make measurable difference to the organization” (Ashton and Morton, 
2005). 
 
A common theme in these definitions of talent management is the shift from the view 
of human resources management as an necessary function for operations towards 
human talent being a vital source of business success and its management a required 
core competence. Lewis and Heckman's (2006) review of previous talent 
management literature identified three predominant strains of academic discourse 
around the term. 
 
The first strain of research views talent management as a collection of traditional 
human resource management practices such as recruiting, selection and career 
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management. This viewpoint relies heavily on the roles and functions of traditional 
human resource management departments and their roles but puts emphasis on the 
need for talent management to be considered an effort of the whole enterprise instead 
of being separately considered by each department or function (Lewis and Heckman, 
2006). The first stream of research also highlights the need for talent management to 
operate faster and more dynamically than traditional HR functions and by 
employing modern information systems to support it. Research in this stream of 
though is usually limited to particular practices such as recruitment, leadership 
development or succession planning (Collings and Mellahi, 2009). 
 
The second stream of research views talent management mainly from the point of 
view of talent pools, workforce management and human resource planning (Lewis 
and Heckman, 2006). Emphasis is put on optimizing the flow of workforce according 
to the organization’s needs through effective staffing with the help of tools such as 
software. This view of talent management is especially prevalent in research from the 
field of industrial engineering and management. While this views focus is quite 
limited it provides a clear distinction of talent management from generic human 
resources practices (Collings and Mellahi, 2009). 
 
The third and final research stream views talent as a resources in a general sense 
within and outside the organization and focuses on identifying and cultivating 
different performance levels (Lewis and Heckman, 2006).  Roles within the 
organization should be filled with top performers (Smart, 1999) while 
underperformers should be actively managed out of the organization (Michaels, 
Handfield-Jones and Axelrod, 2001). While this approach is highly influential in 
academia and management practice, it has faced warranted criticism. It is usually not 
feasible to attempt to fill every position with “A-performers” (Collings and Mellahi, 
2009). Another branch of this third research steam takes a more undifferentiated 
approach to talent and highlights the responsibility of the HR function to coach 
everyone to high performance levels. Collings and Mellahi (2009) note that this 
branch does little to differentiate itself from traditional HR management. 
 
This division of talent management literature into three research streams by Lewis 
and Heckman (2006) has been highly influential in subsequent research. Collings and 
Mellahi (2009) expanded on these by introducing a fourth stream which emphasizes 
identifying key positions within the organization. They view talent management as 
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“activities and processes that involve the systematic identification of key positions 
which differentially contribute to the organization’s sustainable competitive 
advantage” (Collings and Mellahi, 2009). This strain of thought proposes focusing on 
differentiation of roles to those of strategic and non-strategic significance and 
allocating talent management resources and attracting high performance individuals 
to where they have the most impact. 
 
Collings’ and Mellahi’s (2009) propose a theoretical model for talent management 
which relies on the central idea of building organizational success through individual 
performance. The model is presented in figure 2.3. It posits three key outcomes of 
talent management practice which contribute to improved company performance: 
work motivation, organizational commitment and extra role-behavior. As the model 
of attracting highly talented individuals to key position is at the core of Colling’s and 
Mellahi’s model, employee ability and skills are taken as a given. This elevates 
motivation as a key mediator between individual ability and organizational success 
and thus a critical consideration. 
 

 
Figure 2.3: Strategic talent management model (Collings and Mellahi, 2009) 

 
Motivation theories are predominantly oriented towards explaining task 
performance and offer little insights into employee retention or turnover (Meyer, 
Becker and Vandenberghe, 2004). Organizational commitment is presented as 
another mediating variable between talent management and organizational 
performance in explaining factors of employee retention (Collings and Mellahi, 2009). 
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The last mediating variable between talent management and organizational success 
presented is extra-role performance. Extra-role performance is defined as “positive 
behavior that plays a reinforcing effect on the association between talent 
management and organizational performance” (Collings and Mellahi, 2009). Extra-
role performance can be viewed as a consequence of high levels of organizational 
commitment. Extra-role performance is similar in nature to organizational citizenship 
behavior (OCB) which was defined by Organ (1988) as representing “individual 
behavior that is discretionary, not directly or explicitly recognized by the formal 
reward system, and in the aggregate promotes the efficient and affective functioning 
of the organization.” 
 

2.3.2 Organizational Citizenship Behavior and Corporate 

Branding 
Different approaches to talent management are important for understanding the 
aims of management in building their employment image. Whether a firm’s 
approach to talent management is inclusive i.e. aimed at all employees or 
differentiated i.e. focused on high-potential individuals (Al Ariss, Cascio and 
Paauwe, 2014) can greatly influence both internal and external perceptions of the 
corporate brand image. Organizational citizenship behavior (OCB) in particular has 
been identified as a key element of corporate brand building. Extra-role behavior that 
is aligned with and favorable to the brand by employees has the potential to “bring 
a brand to life” (Burmann and Zeplin, 2005). 
 
Burmann and Zeplin (2005) conceptualized OCB further by modifying it to fit the 
context of internal corporate branding. They introduced the construct of brand 
citizenship behavior which includes both brand oriented organizational behavior 
which is typically intra-organizational as well as externally oriented general 
behavior. The relationship between organizational citizenship and brand citizenship 
is presented in Figure 2.4. 
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Figure 2.4: Relationship between the constructs of organizational citizenship behavior and brand citizenship 

(Burmann and Zeplin, 2005) 

 
Burmann and Zeplin (2005) introduced seven dimensions of brand citizenship 
behavior: (1) helping behavior towards internal and external customers, (2) 
adherence to brand-related behavior guidelines in all situations, (3) enthusiasm and 
initiative while engaged in brand-related behaviors, (4) “sportsmanship” or 
willingness to engage for the brand even when inconvenient, (5) endorsing and 
recommending the brand to others within and outside the organization, (6) self-
development of brand-related skills and (7) brand advancement through 
contributing to the development of the brand in changing circumstances. They argue 
that consistency between customer expectations and brand delivery can be achieved 
only when employees, especially in the service sector, display brand citizenship 
behavior. To facilitate this, management should focus on building institutional 
processes of brand building and ensuring that enablers such as corporate culture, 
organizational structure and brand communication support such behavior (Burmann 
and Zeplin, 2005). 
 

2.3.3 Linking Talent Management to the Corporate Brand 
The conceptual link between talent management practices and corporate branding is 
significant for this thesis. As noted earlier the actions and behavior of employees are 
an important factor in defining a firm’s brand identity (Harris and de Chernatony, 
2001). Especially in modern organization and service industries, employees are 
considered to be the primary source of value creation and competitive advantage. 
Collings and Mellahi (2009) define talent management as developing a talented pool 
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of people from within and outside the organization to fill identified critical positions. 
They further establish the significance of employees to firm performance through 
their motivation, organizational commitment and extra-role or organizational 
citizenship behavior, which are outcomes of talent management. Burmann and 
Zeplin (2005) link organizational citizenship behavior to brand citizenship behaviors 
which directly contribute to internal and external perceptions of the corporate brand. 
 
Talent management practices therefore have a link to developing and 
communicating the corporate brand. The goals of talent management activities are 
deeply rooted in engaging employees and increasing their commitment to the 
organization and its identity. Besides being significant sources of competitive 
advantage themselves they contribute to employee brand citizenship behavior 
towards both internal and external audiences (Burmann and Zeplin, 2005). The 
significance of employees in communicating and defining the corporate brand image 
necessitates that management of talent cannot be considered separately from other 
forms of brand management. Furthermore, these activities need to align with general 
strategic considerations of the organization (Moroko and Uncles, 2008). 
 

2.4 The Employer Brand 
Employer branding has emerged as a widely used term in practice and academia for 
using strategies and learnings from marketing in conjunction with human resource 
management in order to meet the modern challenges firms face in acquiring a skilled 
workforce (Alshathry, Clarke and Goodman, 2017). In modern organizations, human 
capital and skilled employees are often the most valuable asset driving business 
success (Cable and Turban, 2003), and organizations are willing to spend 
considerable resources on attracting and retaining the necessary talent (Backhaus and 
Tikoo, 2004). Despite the increasing managerial interest academic research around 
the subject has been scarce with most literature originating from marketing scholars 
(Backhaus and Tikoo, 2004). 
 
Lately, more integrative studies attempting to bridge the gap between practices of 
marketing and HRM have been published and this work is expected to continue 
(Alshathry, Clarke and Goodman, 2017). This chapter introduces modern concepts 
and thinking around the subject of employer branding activities and outcomes while 
building a foundation for a framework of understanding the relationships between 
the internal and external aspects of employer brand management. 
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2.4.1 Employer Brand Definitions 
Employer branding literature has identified the similarity of the situations  and 
decisions employees and job seekers face with those of purchasers of services (Cable 
and Turban, 2003). The applicability of marketing theories and practices where 
current and potential employees of a company are seen as “customers” has been 
widely accepted (Alshathry, Clarke and Goodman, 2017). Whereas a company 
offering a customer their product or service needs to make them experience the value 
in purchasing it, so must employers make employees see the value in their product, 
or in this case, a job. That value can range be tangible, for example in the form of 
salary or benefits. It can also be intangible, e.g. in the form of respect, recognition or 
personal growth opportunities. The key function of employer branding is thus to 
establish both within and outside the organization a “clear view of what makes a firm 
different and desirable as an employer” (Backhaus and Tikoo, 2004). 
 
Employer brands do not exist on their own without close ties to other aspects of the 
corporate brand. The employer brand has effects on all other brands of the firm and 
the other way around (Wilden, Gudergan and Lings, 2010). Marketers and HR 
practitioners’ goals and actions should be carefully aligned and coordinated. 
Corporate image and reputation not directly related to a firm’s role as an employer 
can also have mediating effects on employment decisions (Cable and Turban, 2003). 
 
Scholarly definitions of employer brand highlight its role of differentiation, which is 
also a key goal of modern corporate branding. Whereas corporate image discussed 
in chapter 2.3 takes into account different stakeholder groups and contexts, the goal 
of differentiation in this case should be considered from the point of view of 
employees or potential employees looking at the firm as a place of work. Backhaus 
and Tikoo (2004) define employee branding as “the process of building an 
identifiable and unique employer identity”, and the employer brand as “a concept of 
the firm that differentiates it from its competitors.” Davies (2008) defines the 
employer brand as “the set of distinctive associations made by employees (actual or 
potential) with the corporate name.” 
 
While making employment choices, employees and applicants consider many 
attributes of the job at hand. Some, like pay or the description of the content of the 
job under consideration are functional and closely tied to that particular job. The 
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wider brand and reputation of the company as an employer offer additional 
attributes and add value beyond the job itself (Cable and Turban, 2003). 
 
With increased competition for skilled professionals and increased willingness of 
employees to swiftly change jobs when a better opportunity rises (Cable and Turban, 
2003; Rampl and Kenning, 2014) the significance of garnering an attractive employer 
brand is ever more apparent. Functional attributes such as pay are easier to match, 
while building a competitive brand and reputation as an employer, as well as 
effectively communicating it can take considerable effort. The significance of 
employer branding as a concept for research and managers alike lies in combining 
distinct activities aimed at employee recruitment and retention under a coordinate 
human resource management strategy (Backhaus and Tikoo, 2004). 
 

2.4.2 Elements of Employer Brand Equity 
Chapter 2.1. defined brand equity as the desired outcome of branding activities as 
well as having measurable value to the firm. Similarly, employer brand equity (EBE) 
can be defined as the outcome of employer branding activities. The aim of garnering 
employer brand equity is to “generate interest from potential employees in joining 
the organization” and to “ensure that [existing employees] continue experiencing the 
value associated with belonging to the organization” (Alshathry, Clarke and 
Goodman, 2017). A brand equity approach to employer branding can give managers 
a more realistic image of their employment value proposition relative to competitors 
(Cable and Turban, 2003). 
 
The value of brand equity is realized in its differentiating effect on responses to 
marketing activities (Keller, 1993). Similarly, potential recruits and current 
employees will react differently to recruitment and retention efforts based on the 
perceived underlying employer brand equity (Backhaus and Tikoo, 2004). A 
distinction between quickly employable communications efforts and building 
sustainable employer brand equity is vital to understanding the relationship between 
them.  
 
Building on marketing literature and models of brand equity, Alshathry, Clarke and 
Goodman (2017) propose a theoretical model of employer brand equity describing 
the outcomes of employer branding efforts both internally and externally. The model 
of the elements of employer brand equity is presented in Figure 2.5 (Alshathry, 
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Clarke and Goodman, 2017). Four relevant aspects of employer brand equity are 
identified: familiarity with the employer brand, employer brand associations, 
experience with the employer and loyalty to the employer. 
 

 
Figure 2.5: Elements of employer brand equity (Alshathry, Clarke and Goodman, 2017). 

 
The first element, the level of familiarity with the employer forms the basis for other 
elements of employer brand equity. Familiarity is defined as more than mere 
awareness of the company and involves deeper knowledge and time and effort 
invested in familiarizing oneself with the company (Alshathry, Clarke and 
Goodman, 2017). Still, job seekers rarely have perfect or completely accurate 
knowledge of the company at hand due to their limited experience with it. Familiarity 
with the employer has been studied extensively in the context of job seekers (Moroko 
and Uncles, 2008), but familiarity is of importance also internally in supporting the 
consistency of delivering on the brand promises and helping employees internalize 
the values and culture of the organization (Alshathry, Clarke and Goodman, 2017). 
 
The second element of employer brand equity are employer brand associations, 
consisting of the underlying meaning an employer brand has in the mind and 
memory of employees (Alshathry, Clarke and Goodman, 2017). It is a general idea of 
the employer based on a collection of evaluations about the nature of the employer 
in different situations and contexts. Employer brand associations can be complex 
constructs, as employees or potential employees can very well hold contradictory 
views of the employer simultaneously (Brooks et al., 2003). In the context of 
employment, present and strong employer brand associations can have a significant 
influence over other associations (Alshathry, Clarke and Goodman, 2017). 
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Experience with the employer is the third element of EBE and especially significant 
in the employment relationship (Alshathry, Clarke and Goodman, 2017). Experience 
with the employer differs from employer brand associations in that experience is 
“employment-specific and normally occurs  inside the organization through 
interactions with the employer” (Alshathry, Clarke and Goodman, 2017). 
Conversely, brand associations are derived from experiences in different contexts 
and forms. Employee experience is a complex construct as there are many aspects 
affecting it which can be challenging to manage in conjunction with each other 
(Edwards, 2009). 
 
Employer brand loyalty is the final element of employer brand equity. It is a construct 
exclusively relevant to current employees of a firm developed through experiences 
and attitudes towards the employer over time (Alshathry, Clarke and Goodman, 
2017). Employer brand loyalty is closely related to the concept of organizational 
commitment and can have behavioral or attitudinal elements (Backhaus and Tikoo, 
2004). Employer brand loyalty can express itself in various forms such as having a 
deep sense of belonging and taking considerable efforts in developing one’s 
relationship and value to the organization (Alshathry, Clarke and Goodman, 2017). 
 

2.4.3 Relationships Between EBE Elements 
Alshathry, Clarke and Goodman (2017) propose a model for explaining the 
interconnectedness of employer brand elements. Their model provides a novel 
approach as it aims to describe the elements of employer brand from the perspective 
of both current and potential employees. The model places emphasis on the 
interactive relationship between the employer and employee which continues when 
a prospective employee is hired to the organization. The theoretical foundation of the 
proposed model is based on signaling theory and social exchange theory (Alshathry, 
Clarke and Goodman, 2017). 
 
The employer brand equity model of Alshathry, Clarke and Goodman (2017) is 
presented in Figure 2.6. The elements of employer brand equity presented in the 
previous subchapter are bolded in Figure 2.6 and their interconnected relationships 
are explained in more detail in this subchapter. The model also includes the 
antecedents and outcomes of employer brand equity, which are described in more 
detail in chapter 2.4.4. 
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Figure 2.6: Antecedents and outcomes of employer brand equity (Alshathry, Clarke and Goodman, 2017). 

 
Familiarity with the employer is especially important before an employment 
relationship is formed, as potential employees develop believes about an employer 
from multiple sources and signals the firm gives out to the labor market (Alshathry, 
Clarke and Goodman, 2017). Familiarity with the employer is also important during 
the employment relationships, where existing employees gain information and 
familiarize themselves with the company through both formal and informal 
communication with managers and colleagues. Some studies have proposed a direct 
link from available information and familiarity to increased employer attractiveness 
(Brooks et al., 2003; Newburry, Gardberg and Belkin, 2006; Alshathry, Clarke and 
Goodman, 2017). However, such a clear link is challenged by the existence of 
sometimes conflicting  and contradictory images of very familiar companies (Brooks 
et al., 2003). Rather than having a direct positive or negative effect to perceptions of 
the employer, the EBE model posits that the effects of familiarity with the employer 
are mediated by employer brand associations or the general attitude an employee 
holds about the company (Alshathry, Clarke and Goodman, 2017). 
 
It is worth noting that current employees of an organization have two distinct ways 
of forming their views of the employer. First, their perceived organizational identity 
– how they see the organization and the value of memberships in it. And second, a 
construed external image – how they perceive outsiders’  external evaluations of the 
organization and its members (Lievens, Van Hoye and Anseel, 2007). An employee’s 
associations about the employer are formed throughout the employee-employer 
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relationship where they transition from an organizational outsider to an insider. 
Gaining information through internal and external channels contribute both to 
personal views about the employer as well as an understanding of how other view 
the organization, which together affect associations made with the employer. Thus, 
increased familiarity with the employer brand is presented as being positively related 
to employer brand associations (Alshathry, Clarke and Goodman, 2017).  
 
The nature of the interactions between employers and employees in practice is often 
approached through social exchange theory (SET) and psychological contracts 
consisting of perceived employer obligations and delivered inducements (Coyle-
Shapiro and Conway, 2005). These inducements are described by Edwards (2009) to 
consist of “the totality of tangible and intangible reward features that a particular 
organization offers to its employees”, which take form through actual experiences 
with the employer (Alshathry, Clarke and Goodman, 2017). 
 
Delivering benefits and value to the employee lead to increased preference for the 
organization over alternatives. The effects are leveraged by believes held by the 
employee about the organization as a good place to work and other employee brand 
associations (Alshathry, Clarke and Goodman, 2017). Continuous interactions and 
various packages of benefits make managing the employer experience very 
complicated. As stated in chapter 1.2  it is “hard, if not impossible, to manage the 
experiences of the employee to be anything other than a direct reflection of the firm’s 
culture, values, policies, procedures and competitive environment over time” 
(Moroko and Uncles, 2008). Influencing the experience of employees should therefore 
be done in strategic alignment and consideration of these underlying issues. In the 
employer brand equity model employees’ perceptions of experiences with the 
employer have a positive influence on employer brand associations (Alshathry, 
Clarke and Goodman, 2017). 
 
The final relationship between the four elements of employer brand equity is the 
positive relationship of employer brand associations with loyalty to an employer 
brand (Alshathry, Clarke and Goodman, 2017). According to the principals of social 
exchange theory “relationships evolve over time into trusting, loyal, and mutual 
commitments” given that parties adhere to the expectations and “rules” of their 
exchange (Cropanzano and Mitchell, 2005). This happens over long periods of time 
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and requires actual experience with the employment offering (Backhaus and Tikoo, 
2004). 
 

2.4.4 Antecedents of Employer Brand Equity 
Previous literature had extensively explored independent elements that influence 
employee perceptions of the employer either before or after joining the company, 
Alshathry, Clarke and Goodman's model of employer brand equity (2017) identified 
factors that have influence in both phases. The factors can be present at either the 
organizational or job level and include corporate social responsibility (CSR), 
corporate reputation, job content and the context of work (Alshathry, Clarke and 
Goodman, 2017). 
 
Corporate reputation is especially important in building familiarity with the 
employer brand. Companies with high levels of reputation, either positive or 
negative, usually have more information about them available to the public. This 
leads to better opportunities for prospective employees to familiarize themselves 
with them with less invested time and effort (Alshathry, Clarke and Goodman, 2017). 
This holds true for existing employees as well, whose perception of the external 
corporate reputation and especially their awareness of their impact on that reputation 
is an important source of guidance for them on going about their jobs and what is 
expected of them (Helm, 2011). Positive corporate reputation can be a source of pride, 
prestige and a palpable psychological benefit for joining or continuing to be a part of 
the organization. Corporate reputation is thus presented as having a positive effect 
on employer brand associations. 
 
CSR or corporate social responsibility activities influence both familiarity with the 
employer brand as well as employer brand associations. They give important signals 
to both internal and external personnel about how the organization acts towards 
different stakeholders around various issues, thus improving familiarity with the 
nature of the organization and what it stands for (Alshathry, Clarke and Goodman, 
2017). CSR activities such as work done to benefit the surrounding community, 
workplace diversity, work towards the natural environment, employee relations and 
generally making a contribution to society makes employees proud of their 
workplace and enhances their sense of opportunities for self-actualization (Turker, 
2009; Alshathry, Clarke and Goodman, 2017). 
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Barrow and Mosley (2005) note that in the employment context the two most 
important aspects corporate social responsibility (CSR) are diversity and work-life 
balance. An opportunity to have influence over one’s work-life balance has become 
an increasingly important factor in becoming the ‘employer of choice’ (Barrow and 
Mosley, 2005) and is a key driver in promoting employer well-being as well as 
recruitment efforts (Christensen Hughes and Rog, 2008). 
 
The EBE model of Alshathry, Clarke and Goodman (2017) presents two job-related 
attributes that contribute to employer brand equity: job content and work context. 
Job content at its core  refers to the basic description of the job -  the value an employee 
contributes to the organization as part of the benefit exhange between the employee 
and the employer. Additional attributes that enhance the perception of the job and 
its content include the meaningfulness of the work, sufficient responsibilities, 
challenging tasks, feedback and growths opportunitites (Alshathry, Clarke and 
Goodman, 2017). 
 
The work context where the exhange of benefits in the employment relationship 
occurs is another signigficant contributor to how an employee experiences the 
employer. Factors affecting the job context include among others the nature of the 
organizational culture in general as well supportive managers and co-workers 
(Alshathry, Clarke and Goodman, 2017). Attributes that form a part of the work 
context that were found to be  significant contributors to an attractive brand identity 
included an organizations capacity to innovate, value diversity, value abilitites and 
knowledge, offer different career opportunities and ensure freedom of oppinion 
(Bonaiuto et al., 2013). These attributes are especially important when attracting 
highly talented individuals with potential to become future leaders (Bonaiuto et al., 
2013), which is crucial in orders to fill identified key positions within the organization 
(Collings and Mellahi, 2009), a focus of strategic talant management. 
 

2.4.5 Accuracy and Attractiveness of the Employer Brand 
Success of employer brands have been attributed to two key factors: attractiveness 
and accuracy (Moroko and Uncles, 2008). As with traditional customer facing brands, 
attractiveness is characterized by awareness, differentiation and relevance. However, 
with employer branding the accuracy, that is to say the consistency between the 
employer brand and employee experience, company culture and values, is of 
increased importance (Moroko and Uncles, 2008). A typology for evaluating 
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employers’ brand success on a two-dimensional scale was proposed by Moroko and 
Uncles (2008). This framework can be used to gauge an organizations evaluation of 
their employer branding activities’ current state goals, challenges and successes. The 
framework is presented in Figure 2.7 below. 

 
Figure 2.7: Typology of employer brand success characteristics (Moroko and Uncles, 2008) 

 
Moroko and Uncles (2008) also identified four strategic challenges relevant for 
organizations in each of the cells of their proposed success typology. Organizations 
in the top left corner describes a communication breakdown, where the company can 
have an attractive brand but fail to attract desirable candidates. Possible causes 
include conflicting messages between different communication channels or a lack of 
awareness of the employment offering (Moroko and Uncles, 2008). Companies in the 
top right corner of frameworks represent successes in employer branding. This is the 
desired position for attracting potential candidates while having an engaged and 
productive boy od employees. Typical challenges are related to maintaining sustained 
success and not falling to a trap of complacency (Moroko and Uncles, 2008). 
 
Organizations in the bottom-left cell are in the least desirable position where the 
employer is neither perceived as attractive by potential employees nor as providing 
a positive experience for existing employees. When such a long-term disconnect exists 
an organization may need to rebuild their employment product i.e. what value 
employees see in being a part of the organization which can potentially require 
considerable effort. Only after successfully reworking the product can the 
organization attempt to communicate this new promise. (Moroko and Uncles, 2008)  
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For organizations in the final bottom-right cell the challenge is that of a strategic 
mismatch (Moroko and Uncles, 2008). These organizations are seen as attractive and 
receive great interest from potential applicants but face low engagement or high 
turnover of employees. In this situation, a challenging task of managing the employer 
brand promise to more accurately reflect the internal culture and working 
experience. (Moroko and Uncles, 2008) 
 
For this thesis, the top-left and bottom-right cells are of interest, as they display a 
disconnect between internal and external employer branding outcomes. An 
employer brand image with a mismatch between expectations and reality can lead to 
dissatisfaction and decreased retention among employees (Wilden, Gudergan and 
Lings, 2010). Identifying the positioning of the perceived employer brand in relation 
to the experiences of employees is thus an important consideration when managing 
the employer brand. 
 
Whereas Moroko and Uncles (2008) focus on the accuracy of the internal employer 
brand towards the external audiences, more recent research by Alshathry, Clarke and 
Goodman (2017) has somewhat reframed the issue by considering internal and 
external employer brand separately. They proposed a four-cell model with similar 
implications to the model of Moroko and Uncles, but with focus on brand equity and 
its management. The model by Alshathry, Clarke and Goodman (2017) is presented 
and discussed in Figure 2.9 and in the following subchapter 2.4.6.  
 

2.4.6 Managing the Employer Brand 
The starting point of employer brand management should be employer brand 
positioning, in other words identifying the current and desirable state and 
characteristics of the employer brand (Barrow and Mosley, 2005). Only after 
establishing a vision of what the employer brand should be, should it be 
communicated to employees and realized through company practices. 
 
Barrow and Mosley (2005) propose a two-fold process for employer brand 
positioning which includes first assessing the reality or current status of the employer 
brand and afterwards defining what the employer brand of the organization ought 
to be in the future. Key questions that should be asked when assessing the current 
state of the employer brand include the typical profile of current employees, what 
reasons they give for their commitment to the organization and how do they describe 
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the organization and the benefits of working there (Barrow and Mosley, 2005). These 
issues should be especially viewed in the context of differentiation i.e. what makes 
the organization unique from competitors. 
 
After assessing the current reality of these factors a vision of how they should be 
viewed by current and potential employees alike should be created (Barrow and 
Mosley, 2005). The key question is the desired employer brand proposition – what 
are the reasons people should describe the organization in questions as a great place 
to work and what are the benefits of being a part of it (Barrow and Mosley, 2005)? 
Other ways of describing the intended employer brand image include brand 
personality or human-like qualities associated with the organization (Davies, 2008). 
 
After establishing the desired vision of the employer brand it is crucial to effectively 
communicate it both to current employees and to potential employees in conjunction 
with recruitment activities. Barrow and Mosley (2005) note, that aggressive 
campaigns or rebranding efforts are often met with cynicism and can quickly die out 
without lasting effects. Major employer rebranding efforts should be coupled with 
other changes in the company or the external corporate or product brand. As 
employees are critical to passing on the brand promise (Harris and de Chernatony, 
2001), it is important that their views are taken into account already when 
establishing the vision of the brand as well as in communicating it. The employer 
brand should not be considered separately from other forms of the corporate brand, 
and communications should be consistent with product branding and customer 
facing communications (Wilden, Gudergan and Lings, 2010). Top management 
pushing the branding initiatives should also ensure that their own day-to-day actions 
and the realities of working in the organization are aligned with what is 
communicated (Barrow and Mosley, 2005). 
 
Barrow and Mosley (2005) propose 12 dimensions of employer branding which they 
viewed as “touchpoints” for employer brand management. These elements were 
divided into two categories: the ‘big picture’ dealing with a wider organizational 
context and the ‘local picture’ consisting of the local context and practices. This 
‘employer brand mix’ is presented in Figure 2.8 below. 
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Figure 2.8: The employer brand mix (Barrow and Mosley, 2005) 

 
Moroko and Uncles (2008) emphasized that it is indeed “hard, if not impossible, to 
manage the experiences of the employee to be anything other than a direct reflection 
of the firm’s culture, values, policies, procedures and competitive environment over 
time.” Management of the employment experience is therefore deeply rooted in 
managing those as well as other internal attributes of the firm. These issues are crucial 
especially to current employees of the firm, as they directly influence experiences 
with the employer and lead to different associations about the employer. These 
internal attributes were grouped by Alshathry, Clarke and Goodman (2017) to job 
content and work context factors. These antecedents of employer brand equity were 
introduced in greater detail in chapter 2.4.4. These internal factors can also be 
conceived as elements affecting and reinforcing both the organizational identity, a 
“cognitive image held by organization members about the organization” (Backhaus 
and Tikoo, 2004) as well as culture or “visible and less visible norms, values and 
behavior that are shared by a group of employees” (Wilson, 2001). 
 
Backhaus and Tikoo (2004) propose that both organizational culture and 
organizational identity are important mediators in the relationship between 
employer branding and employer loyalty. Employer brand loyalty is analogous to 
organizational commitment (Backhaus and Tikoo, 2004) which will in turn lead to 
increased extra-role behavior within the organization. Organizational commitment is 
also positively affects the relationship between talent management activities and 
organizational performance  (Collings and Mellahi, 2009).  



 
 

36 
 

 

 
Bonaiuto et al. (2013) identified a number of employer brand identity attributes 
crucial to company attractiveness which mirror the elements identified by Barrow 
and Mosley (2005) in Figure 2.8. The five key elements already introduced in chapter 
2.4.4 were the organization’s abilities to innovate, value diversity, value abilitites and 
knowledge, offer different career opportunities and ensure freedom of opinion. 
Secondary attributes that were identified included having an ethically responsible 
profile, promoting the well-being of employees, ensuring a good climate as well as 
stimulating motivation and creativity (Bonaiuto et al., 2013). Finally, less symbolic 
and more functional attributes that were identified included rewards, technical 
competence of the company and flexible hours (Bonaiuto et al., 2013). 
 
The two categories of  elements of the employer brand mix (Barrow and Mosley, 
2005) are connected to the antecedents of employer brand equity identified by 
Alshathry, Clarke and Goodman (2017) and presented in Figure 2.6. The “Big 
Picture” elements are related to the first two group of EBE sources; corporate 
reputation and CSR, factors having to do with the organization as a whole. The 
“Local Picture” elements are in turn intimately related to the work context and job 
content antecedent elements in the EBE model. 
 
Alshathry, Clarke and Goodman (2017) presented a four cell-typology for 
simultaneously identifying how well an organization’s internal and external 
employer brand equity are perceived in order to help management direct and align 
employer branding efforts. Employers should strive for having a desirable employer 
brand towards both internal and external audiences, denoted by the top-left cell in 
Figure 2.9. Companies with high internal and external employer brand equity do well 
in attracting and retaining talent and have little to no gap between the offering and 
delivered benefits, providing an advantage in the labor market (Alshathry, Clarke 
and Goodman, 2017). 
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Figure 2.9: Four-cell typology of employer brand equity: Internal and external comparison (Alshathry, Clarke and 

Goodman, 2017)  

 
The second, top-right cell describes an “overstated” employer brand. This occurs 
when an employer has a strong external perception of their employer brand, but 
employees have a poor experience at work. Such organizations can expect a lot of 
interest from applicants, but low levels of engagement and retention. Managers of 
organizations in this position should focus on building internal EBE by improving 
the job content and work context that affect the experience of employees by for 
example improving leadership practices or re-designing jobs (Alshathry, Clarke and 
Goodman, 2017). 
 
The third, bottom-left cell is described as an “emerging” employer brand. In this 
position, the internal employer brand equity is well perceived but it is not supported 
by external promotion to potential recruits (Alshathry, Clarke and Goodman, 2017). 
The term emerging is used because strong, distinctive and positive internal 
experiences are usually communicated externally over time, improving the external 
perception as well (Alshathry, Clarke and Goodman, 2017). It is relatively easier to 
move to the desirable positioning from the emerging position compared to the 
overstated position. Managers ought to focus on marketing and communication 
efforts to improve familiarity with the distinctiveness of the employer brand 
(Alshathry, Clarke and Goodman, 2017). 
 
 Finally, companies that have neither strong internal nor external perception of their 
employer brand are in the last, bottom-right cell of the model. Employers in this 
situation should revisit building their employment value proposition from the 
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ground up, and look into what it is that they offer that separates them from the 
competition (Backhaus and Tikoo, 2004; Alshathry, Clarke and Goodman, 2017). 
 
Positions described by the second and third cells can be sustainable in the short term 
due to interactions and communication between the internal and external audiences 
which typically leads to the narrowing of the perception gap (Alshathry, Clarke and 
Goodman, 2017). Positive word of mouth and active participation of employees are 
key to communicating the brand and improving the external perceptions. Moving 
from an overstated employer brand towards also having high internal perceptions 
requires considerable work in adjusting the internal processes of work in the 
organization. Having a strong external perception can still act as the basis for this, as 
the overall employment value proposition is likely attractive. Thus, the experience of 
current employees needs to be managed to be more closely aligned with these 
expectations. and promises (Alshathry, Clarke and Goodman, 2017). 
 
This subchapter combined a set of literary sources to establish a thorough view of 
activities related to managing the employer brand. It is vital to begin employer 
branding work by building a vision of the employer brand proposition, 
communicating it and following up by aligning activities, recruitment efforts and 
realities of the workplace with the brand promise (Barrow and Mosley, 2005). 
Elements that build to perceptions of the organization can be categorized into two 
general groups, those stemming from the nature of the organization, its reputation 
and characteristics and those more closely related to a specific job and the context of 
working for the organization (Barrow and Mosley, 2005; Bonaiuto et al., 2013; 
Alshathry, Clarke and Goodman, 2017). 
 
For existing employers the perceived employer brand is formed largely based on 
actual daily experiences with the employer (Moroko and Uncles, 2008). Thus, the 
management of the internal employer brand should be built upon managing the 
internal culture, practices, management styles, values, as well as the content and 
meaningfulness of the work itself (Barrow and Mosley, 2005; Bonaiuto et al., 2013). 
For potential employers, the alignment of the reality within the organization with 
recruitment communications is vital. Identifying what the organization’s positioning 
with regard to both the internal and external employer brand is like has great 
implications on how management should go about developing the employer brand 
promise (Moroko and Uncles, 2008). 
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Finally, the employer brand equity model of Alshathry, Clarke and Goodman (2017) 
which considers internal and external EBE simultaneously was presented in Figure 
2.9. A key takeaway from this model is identifying the positioning of the organization 
with regard to the strength of both their internal and external employer brand equity, 
which has significant implications on how employer branding should be managed. 
Having neither high internal nor external EBE perception requires a rethinking of the 
entire employment value proposition. 
 
High external or internal perceptions without the other call for different action with 
the former requiring restructuring of internal practices and the latter for better 
communications to outside audiences. It is important to note that informal 
communications and interactions between current and potential employees have 
significant additional effects especially in the emerging and overstated positionings 
(Alshathry, Clarke and Goodman, 2017). Engaged and content employees are more 
likely to participate in extra-role activities that promote the employer to outsiders. 
Similarly, discontent employees can have a negative influence on outsider 
perceptions even if the initial external employer brand perception is positive. These 
issues highlight the need for management to take an active role in identifying the 
situation of the organization and engaging in appropriate actions. 
 

2.5 Theoretical Framework 
This chapter aims to synthesize the concepts and findings of the literature review in 
chapter 2 and build a conceptual framework to support the empirical study. A 
summary of key insights from the literature review is presented first. After that, a 
framework constructed based on the literature review describing the elements of 
employer brand management is presented. This framework incorporates different 
employer branding activities and outcomes as well as their respective relationships 
in order to facilitate discussion and help identify practical issues management may 
face. This framework is presented to support the interviews conducted in the 
empirical part of this study in order to provide the informants with a shared point of 
reference for the discussions. 
 

2.5.1 Summary of Findings from the Literature Review 
This thesis aims to elaborate on the management practices aimed at employer 
branding to both current and potential employees, and the challenges of catering to 
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these two customer groups simultaneously. Employer branding as a field of study 
and practice utilizes marketing concepts, such as that of the brand, in conjunction 
with human resources management to better attract and retain talent, a key 
contributor to success of modern firms especially in the service industries (Foster, 
Punjaisri and Cheng, 2010). As business become ever more knowledge-intensive, 
competition between companies for skilled workers is getting tougher (App, Merk 
and Büttgen, 2009). To attract and retain the best people, it is not sufficient provide 
better pay, benefits or other functional offerings as competition. Instead, employers 
need to create and provide additional compelling reasons for joining and staying 
with the organization (Cable and Turban, 2001). 
 
Employer brand as a term is relatively new, but has been accepted by HR 
professionals and scholars as an important aspect of their field (Alshathry, Clarke 
and Goodman, 2017). Still, commonly accepted definitions of the concept have been 
elusive. An employer brand is defined by Backhaus and Tikoo (2004) to be “a concept 
of the firm that differentiates it from its competitors.” Employer branding is 
described by them as “the process of building an identifiable and unique employer 
identity.” Davies (2008) defines the employer brand as “the set of distinctive 
associations made by employees (actual or potential) with the corporate name”. A 
lucrative employer brand provides employees compelling reasons and motivation to 
be part and contribute to the success of an organization (Christensen Hughes and 
Rog, 2008). While research around the subjects has been forthcoming for a while, 
research taking the internal and external target groups of employer branding into 
account simultaneously has been scarce (Alshathry, Clarke and Goodman, 2017). 
 
The field of marketing has introduced new ways of talking about and approaching 
the issues relevant to employer brand, while the goals of employee recruitment and 
retention have traditionally been the responsibility of the human resources 
management function. Employer branding as a field has been described as a touching 
point of these two research areas. 
 
The starting point of managing a successful employer brand is building the employer 
brand vision and defining the employment value proposition (Barrow and Mosley, 
2005) i.e. what does it mean to be a part of the organization. The employer brand 
should be aligned with other outward facing brands of the company (Backhaus and 
Tikoo, 2004). Similar to how employees and their active participation are pivotal to 
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developing a corporate brand identity (Harris and de Chernatony, 2001), the views 
and actions of employees should be considered when defining the employment value 
propositions. Perceptions of the employer brand are created mainly through 
experiences with the employer, and as stated by Moroko and Uncles (2008) it is “hard, 
if not impossible, to manage the experiences of the employee to be anything other 
than a direct reflection of the firm’s culture, values, policies, procedures and 
competitive environment over time.” 
 
Employer branding shares the employer recruitment, retention and engagement 
goals of modern strategic human resources management and talent management. 
Just as the management of the employee experience goes hand in hand with the 
culture and realities of the organization, talent management activities should be 
aligned with the general strategic direction of the company (Christensen Hughes and 
Rog, 2008). Different approaches to talent management can influence the practice and 
goals of employer branding activities. For example Collings and Mellahi (2009) 
propose focusing talent management activities on key positions within the 
organization and thus lead to employer branding efforts to be catered towards them. 
Other views on talent management emphasize attracting highly skilled individuals 
while getting rid of poor performers (Smart, 1999). Thus, the employment value 
proposition has to be consistent with the organization’s way of thinking about talent. 
 
Generating employer brand equity is the goal of participating in employer branding 
activities. Similar to how brand equity can be viewed as the financial value of a 
certain brand (Kapferer, 2008), employer brand equity is the value gained from being 
viewed in a certain light by current and potential employees. The aim of garnering 
employer brand equity is to “generate interest from potential employees in joining 
the organization” and to “ensure that [existing employees] continue experiencing the 
value associated with belonging to the organization” (Alshathry, Clarke and 
Goodman, 2017). The elements of employer brand equity in this model include 
familiarity with the employer, employer brand associations, experiences with the 
employer an employer brand loyalty. The EBE elements and their relationships with 
each other were presented in more detail in chapter 2.4.3 and Figure 2.6. 
 
The antecedents or sources of employer brand equity presented by Alshathry, Clarke 
and Goodman (2017) are corporate reputation, corporate social responsibility (CSR), 
job content and work context. The first two antecedents, reputation and CSR, can be 
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categorized as dealing mainly with the organization as a whole  and outside 
perceptions of it, and are related to what Barrow and Mosley (2005) call the ‘big 
picture’ of their employer brand mix presented in Figure 2.8. The last two antecedents 
of employer brand equity, job content and work context relate directly to employer 
experience and the realities of working in the organization. They are in turn closely 
connected to what Barrow and Mosley (2005) describe as the “local picture” of the 
employer brand mix. 
 
From an organization’s point of view recruitment of highly skilled new talent and 
retention and engagement of existing talents are the ultimate goals of garnering 
employer brand equity together with other talent management activities. Careful 
planning and alignment of employer branding activities with other corporate action 
and communications is vital. Campaigns that feel disconnected from the rest of the 
organization are often met with skepticism and not received well by employees 
(Barrow and Mosley, 2005). It is often challenging to directly measure or evaluate the 
effect of employer branding programs, and companies should carefully consider if 
and how they can evaluate the effects of employer branding activities (Backhaus and 
Tikoo, 2004).  
 
The employer brand mix of Barrow and Mosley (2005) presented activities aimed at 
building the employer brand. These activities can be divided to those affecting the 
internal employee experience within the organization, and the bigger picture of how 
the organization is seen by outsiders (Barrow and Mosley, 2005). While the employee 
experience is an important part of internal employer brand perceptions, outsider 
views, corporate reputation and other external factors affect employee perceptions 
through a construed external view (Lievens, Van Hoye and Anseel, 2007), i.e. 
employees’ views on how outsiders perceive the organization.  
 
For potential employees and from a recruiting point of view, and employer brand is 
an important way for an organization to differentiate itself from competition to 
become the employer of choice (Backhaus and Tikoo, 2004). While having and 
marketing an attractive employer brand to potential recruits is essential, these efforts 
are in vain if what is marketed does not represent reality. Job seekers evaluate the 
attractiveness of potential employees through direct experiences with the employer 
and other organizations in the sector as well as evaluations of the “clarity, credibility 
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and consistency of the potential employer’s brand signals” (Wilden, Gudergan and 
Lings, 2010).  
Managing the employer brand needs to be grounded on the culture and practices 
present in the day-to-day life and experiences within the organization (Moroko and 
Uncles, 2008). Seeing talent as a strategic asset and engaging in sustainable, strategic 
talent management practices will lead to motivated and committed employees who 
are willing to go the extra mile beyond their responsibilities (Collings and Mellahi, 
2009). Burmann and Zeplin (2005) note that this type of extra-role behavior has the 
potential to “bring a brand to life”.  Engaged employees are thus more likely to really 
live and experience the employment value proposition of the organization, and in 
turn communicate it to others, including potential future employees. Based on the 
literature presented here, the two critical factors that should guide employer 
branding activities are the employment value proposition or employer brand vision 
– what are the benefits for being a part of this particular organization instead of 
alternatives, and the employer brand positioning – how is the employer brand 
perceived by both internal and external observers and how are these perceptions 
aligned with each other. 
 
 

2.5.2 Framework for Employer Brand Management 
This subchapter presents a framework synthesizing key insights and concepts from 
the literature review in order to form a common understanding of the issues relevant 
to the research questions. The framework includes the relationships between the 
employer brand vision, employer branding activities and employer brand equity, 
while taking internal and external audiences into consideration separately. The 
framework also incorporates employer brand positioning, or the relative strengths of 
internal and external employer brand equity, and its effects on employer branding 
activities. The proposed framework is presented in Figure 2.10. 
 
The purpose of the presented framework is to act as a visual aid and facilitate 
discussion in the interviews that make up the empirical part of this study. The 
framework provides a common point of reference for managers to identify internal 
and external elements of their employer brand and how they are interconnected in 
the case of that particular company. The lists of employer branding activities or 
elements and outcomes of employer brand equity are not exhaustive and leave room 
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for additional insights from the experiences of the employer brand managers 
interviewed. 
 

 
Figure 2.10: Framework for employer brand management 

 
Employer brand positioning, or the relative strength of internal and external 
employer brand equity is key to the second and third research questions, as it gives 
context to the situation an organization faces when attempting to align the internal 
and external employer branding activities. Thus, the four-cell typology of Alshathry, 
Clarke and Goodman (2017) presented in Figure 2.9 is  additionally used as a visual 
aid during the interviews. 
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3 Methods and Material 
 
This chapter introduces the methods used in conducting this study along with the 
materials and data collected. The research questions introduced in the first chapter 
are recapped. Next, the rationale behind the qualitative collective case study 
approach is introduced. Finally, the … 
 

3.1 Research Questions 
The aim of this study described in the first chapter is to identify challenges companies 
face when managing their employer brand to both existing and potential employees 
at the same time. The research questions of this thesis aimed at answering this were 
introduced in chapter 1.3 and are as follows: 
 

RQ1: 
How do companies manage their internal and external employer brands? 

RQ2: 
What challenges are related to managing the consistency of internal and 

external employer branding? 

RQ3: 
How are these challenges managed in employer branding efforts? 

 
The first research question is tied to company activities related to defining and 
maintaining a desirable employer brand. These issues are described on the left side 
of the framework presented in Figure 2.10 and deal with practices that management 
employs in order to strive towards becoming an employer of choice. 
 
The second research question focuses on outcomes of these employer branding 
activities on both the internal and external customers of employer branding work. 
The focus is on the challenges of catering to the different needs and expectations of 
these two groups. Identifying situations where companies have faced difficulties in 
aligning the internal and external outcomes of their employer brand and related 
activities is of interest. 
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The third and final research questions aims to identify ways the employer brand 
positioning, or the relative strength and nature of the internal and external employer 
brands of the organization, should steer employer branding activities to meet the 
challenges identified in RQ2.  
 

3.2 Research approach 
In their recent paper Alshathry, Clarke and Goodman (2017) note, that while 
employer branding as a research topic has been gaining increased interest as of late, 
efforts to leverage branding and brand equity knowledge in the employment context 
have faced limitations. The first issue with the majority of previous literature around 
the subject is that the focus has largely been on potential employees and their 
recruitment when adapting learnings from marketing and branding subjects to 
employer branding (Martin, G., Gollan, P.J. and Grigg, 2011; Alshathry, Clarke and 
Goodman, 2017). The fact that an employer brand has two distinct target groups is 
essential to furthering research around the subject. 
 
The second limitation of employer branding research identified by Alshathry, Clarke 
and Goodman (2017) is the limited applicability of traditional one-off product 
centered branding concepts on the context of employment which is characterized by 
long-lasting relationships between two parties. In the same vein they argued for a 
closer integration of the marketing and human resource management fields to gain a 
better understanding of the field. In earlier research Backhaus and Tikoo (2004) called 
for more research on the practices of managing the employer brand, and especially 
identifying impediments to maintaining consistency between internal and external 
marketing of the employer brand, and how they could be managed. While Alshathry, 
Clarke and Goodman (2017) laid theoretical groundwork for better integration of the 
internal and external customers of employer branding, they called for more empirical 
studies in the future. 
 
Silverman (2005) highlights that “in choosing a method, everything depends upon 
what we are trying to find out.” This thesis aims to contribute to the scarce empirical 
research around the subject by exploring ways companies go about managing the 
challenges of catering to both current and potential employees in their employer 
branding efforts. As the concepts of employer branding are relatively new and the 
aim of this study is to uncover challenges managers face in practice, this thesis takes 
a qualitative approach to studying the phenomenon at hand. Merriam (2009) notes 
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that qualitative research focuses the ways people make sense of the world and their 
experiences. Given the available resources and the availability of information a 
qualitative approach is warranted, as the aim is to identify what managers of the 
targeted companies have experienced as challenging when building and maintaining 
their employer brands. Alshathry, Clarke and Goodman (2017) emphasize the nature 
of employment as being based on continuous interactions and experiences between 
the employer and employee. Qualitative data can “offer insights into complex social 
processes that quantitative data cannot easily reveal” (Eisenhardt and Graebner, 
2007). 
 
The main research method of this thesis is a collective case study, where multiple 
cases are studied in order to investigate an underlying general phenomenon (Stake, 
2000; Silverman, 2005).  The cases in this study are companies and their employer 
branding management practices. The case companies and the reasoning behind their 
selection is explained in further detail in chapter 3.3.1 The data from the cases will be 
collected using the theme interviews method which is elaborated on in chapter 3.3.3.  
 
Cases are used as a basis to inductively build theory which emerges through 
recognizing “patterns of relationships among constructs within and across cases and 
their underlying logical arguments (Eisenhardt and Graebner, 2007). Inductive 
research is concerned with multiple simultaneous factors affecting the issue at hand 
and identifying patterns in the hopes of gaining a greater understanding of the 
phenomenon (Hirsjärvi and Hurme, 2010). The approach to analyzing the data is 
introduced in more depth in chapter 3.4. 
 

3.3 Data and Data Collection 
In this sub-chapter the sources of data and the methods of collecting it for the 
purposes of the empirical study are discussed. First, the case companies and 
interviewees as well as the reasoning behind their selection are presented. After this, 
the method of using theme interviews as described by Hirsjärvi and Hurme (2010) as 
the source of data for this study is discussed. 
 

3.3.1 Target Companies and Informants 
Regarding selecting cases for a study, Silverman (2005) describes purposive sampling 
as choosing a case based on it having interesting features for the purposes of the 
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study at hand. Silverman highlights that purposive sampling necessitates a critical 
and careful consideration of each case to be included in the sampled population. As 
described in chapter 2.5.1, employer branding is of critical importance particularly in 
the service industries (Foster, Punjaisri and Cheng, 2010). According to App, Merk 
and Büttgen (2009)  increasingly knowledge-intensive ways of doing business are 
creating more and more competition for the best available talent. 
 
Based on these criteria the case companies selected for this study are professional 
service companies from different business fields that are actively recruiting students 
and recent graduates from relevant schools and backgrounds. These companies were 
identified by their recruitment material distributed through student organizations, 
sponsorship of said organizations or promotion of recruitment events. In choosing 
the case companies, the primary criteria active recruitment efforts aimed towards 
sources of talent for which there is a lot of demand and competition. 
 
While the majority of case companies are professional service companies targeting 
university graduates, a luxury hospitality company was included to provide variety. 
While the target audience of employer branding efforts is different, the hospitality 
industry encompasses many of the same attributes as the other focal companies such 
as intense competition for scarce talent, a high importance of employee actions to the 
overall customer-facing brand, high customer expectations and high growth of the 
field in Finland. 
 
The case companies selected for this thesis are described in Table 1 below. Most of 
the case companies have Finnish head offices and operate exclusively or for the most 
part in Finland. Some case companies are large international firms with largely 
autonomous Finnish operations. For the purposes of this thesis the audience of the 
employer branding activities in focus are the employees of the Finnish offices and 
potential recruits in Finland. For businesses with global operations the ways in and 
extent to which managers in local offices can combine local knowledge and employer 
branding activities with the characteristics and needs of the global organization is a 
topic of interest in the interviews. 
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Table 3.1: Description of the target companies 

Field Employees Informant position(s) 

Law Firm A ~50 Partner & Associate 

Law Firm B ~200 Partner responsible for recruitment 

Investment fund management ~100 CEO & HR manager 

Audit and advisory services ~1200 HR Manager & Talent acquisition 
manager 

Hospitality ~600 CEO 

Software and digital consulting A ~500 Recruitment manager 

Software and digital consulting B ~650 HR manager 

Software product ~220 HR manager 

Management and financial consulting ~75 HR manager 

 
After identifying potential case companies, they were approached by email in order 
to secure interviews with appropriate managers. Depending on the publicly available 
contact information either human resources managers or another member of the 
firm’s top management was contacted by the researcher. After this the researcher 
briefly introduced the topic of this study and inquired who the most knowledgeable 
informant within the company to discuss employer branding activities would be. 
Interviews were arranged based on these initial discussions. 
 
In most cases the informant ended up being a human resources manager, a “head of 
people” or a variant thereof. One company website directly referred to employer 
branding in the title of a manager. A few case companies deemed shaping employer 
branding to be in the domain of the CEO, while others, especially those arranged in 
a form of a partnership had a partner with the additional responsibility of handling 
recruitment and employer branding related activities.  
 

3.3.2 Theme Interviews 
Theme interviews are used in order to gather the empirical data for this study. 
Hirsjärvi and Hurme (2010) define theme interviews as falling somewhere between 
structured and unstructured interview methods. Such semi-structured theme 
interviews are distinct from unstructured interviews in that the themes or areas of 
interest of the interview are consistent between interviews and defined beforehand. 
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Contrary to structured interviews however, the exact wording or order of questions 
is not as strict in theme interviews and they can be modified as the interview takes 
place, as long as they adhere to the predefined themes (Hirsjärvi and Hurme, 2010). 
Another important feature of semi-structured interviews is the possibility for the 
interviewer to ask follow-up questions to significant responses (Bryman, 2008). 
 
Theme interviews are appropriate for the purposes of this study as they consider the 
importance of the subjective experiences and interpretations of interviewees and 
allows the discussion to move freely (Hirsjärvi and Hurme, 2010). As the case 
companies of this study are different from each other and can have a vast variety of 
positions and approaches to employer branding as well as the challenges related to 
it, a more open-ended approach is called for. Furthermore, as employer branding is 
a relatively novel field there can be a great deal of different interpretations and 
approaches to discussing the issues related to the topic of this study. Using theme 
interviews leaves more room for identifying relevant common managerial 
experiences even when the vocabulary used, and practices employed may be 
different from organization to organization. Theme interviews allow the interviewee 
to elaborate on the presented topics which should be presented in an open enough 
manner to reveal the richness of different related experiences in reality (Hirsjärvi and 
Hurme, 2010). 
 
The structure of the interviews employed in this study deal with three themes which 
are directly linked to the three research questions described earlier. The interviews 
start with a brief introduction to the topic at hand, background questions about the 
organization and the interviewee as well as a short description of the key concepts 
related to employer branding. The framework presented in Figure 2.10. is used to 
introduce the terminology and theory behind the concepts of the internal and 
external employer brands to facilitate discussion. After this, the three interview 
themes are discussed one by one. The structure of the interview is described in more 
detail in Table 3.2 below. 
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Table 3.2: Theme interview structure 

Section Objective 

Introduction Describe the aims of the research and the interview. Introduce the 
practicalities and structure of the interview. 

Background and 
employer branding 
concepts 

Gather basic background information about the case company at 
hand. Introduce relevant concepts and terminology to create a 
common understanding of the theme. 

Theme I: 
Employer brand 
management 

Identify activities related to creating employer brand equity and the 
level of formality surrounding employer branding management within 
the company. Use employer branding framework as supporting 
material. 

Theme II: 
Challengers and 
management of 
internal and external 
employer brand 
alignment 

Identify company perceptions about the alignment of internal and 
external employer branding and challenges related to catering to both 
audiences. Identify ways of employing employer branding activities in 
ways that meet the challenges stemming from the alignment of the 
internal and external employer brand components. 

Theme III: 
Overall alignment of 

the employer brand 

Identify managerial views about employer brand alignment in a 
broader context and strategic viewpoints to directing employer 
branding activities. 

 
The first theme of the interview is directly related to the first research questions and 
aims to build and understanding of the goals and ways of engaging in employer 
branding in the focal organizations. The first theme focuses especially on the 
processes related to planning, creating and actualizing the employment value 
proposition or the employer brand promise, and related activities. The theoretical 
foundation for this theme was laid out and synthesized in chapter 2.5 and figure 2.10 
based on the review of employer branding literature, especially the employer brand 
equity model of Alshathry, Clarke and Goodman (2017) and the employer brand mix 
of Barrow and Mosley (2005). 
 
The second theme is directly  linked to the second research and third research 
questions and attempt to unearth managerial experiences of challenges related to 
maintaining the internal and external components of the employer brand as well as 
practices aimed at meeting those challenges. This theme is vital to the primary goal 
of this study, as the simultaneous management of internal and external employer 
brand equity has seen little study until recently. Theoretically the second theme relies 
on the internal-external typology of Alshathry, Clarke and Goodman (2017) 
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presented in Figure 2.9 as well as the synthesis of talent management and corporate 
branding literature of chapters 2.2 and 2.3. 
 
The final theme is more general in nature and attempts to elaborate on all research 
questions by viewing internal and external employer brand management in the 
context and environment focal companies face. The aim is to gain insights into how 
managers view the current situation of their organization with regard to employer 
brand alignment and discover views about the direction and future employer 
branding in their organization and industry as well as in their focal talent pool in 
general. 
 
The interview structure is elaborated on in the more detailed interview agenda, used 
by the researcher as a guide to steer the interview through the themes. As per the 
nature of theme interviews the research agenda is not a definite list of questions that 
to be asked in order, but rather a collection of relevant topics and stimuli for 
discussion related to each theme (Hirsjärvi and Hurme, 2010). The complete 
interview agenda is presented in Appendix I. 
 
In total, nine interviews were conducted between August 7th and September 5th.  The 
length of the interviews ranged from around 40 minutes to little over an hour. Six of 
the interviews had one informant, while three were conducted with two informants. 
The interviews were recorded and transcribed. 
 

3.4 Data Analysis 
This study takes an inductive approach to the analysis of the interview data in order 
to identify topical issues managers face in the employer branding context when 
considering the alignment of internal and external perceptions of their organization. 
An inductive approach to data analysis is appropriate when there is not a lot of 
former knowledge about the phenomenon under study, or if that knowledge is 
fragmented (Elo and Kyngäs, 2008). As the field of employer branding in general and 
the alignment of the internal and external components has seen little study as of yet 
(Alshathry, Clarke and Goodman, 2017), the inductive approach is selected for this 
study. 
 
At the core of content analysis is condensing multiple statements 
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 into fewer categories based on their content in order to make valid inferences from 
the data and gain new insights (Elo and Kyngäs, 2008). To achieve these goals this 
thesis adapts a form of the grounded theory methodology which enhances the 
empirical data and its analysis by seeing them in the light of previous theory (Strauss 
and Corbin, 1994). While Strauss and Corbin (1994) abstain from providing a strict 
approach to employing the grounded theory methodology guidelines and 
procedures suggested by them serve as the basis for this study. 
 
Adhering to the initial procedures of grounded theory by Corbin and Strauss (1990) 
the data collection and analysis are interrelated in a way were latter interviews were 
steered and modified by findings from previous interviews. In this study, while the 
core of the interview structure and themes stayed the same throughout the data 
gathering process identified concepts were used to better frame the themes of the 
interview and broaden the vocabulary used in the interview context regarding the 
experiences of the informants. 
 
As Corbin and Strauss (1990) suggest, the basic unit of analysis in this thesis were 
concepts which were grouped and combined into categories. Categories are indeed 
considered to be the cornerstone of developing theory. In practice in this study from 
the nine interviews that were conducted in total 645 individual statements were 
identified and analyzed. The statements were categorized first into three general 
categories that were closely tied to each research question: general employer 
branding practices related to planning and executing it, experiences regarding 
impediments of aligning the internal and external elements of employer branding 
and identified actions taken to counteract these impediments. Each statement was 
tagged further with a descriptive subcategory of the underlying issue or practice 
within that category e.g. “recruitment process”, “work content” or “employee 
expectations”. After the initial categorization the categories were further refined, 
amended and split where appropriate. 
 
The results of the data analysis are presented in chapter 4. Each sub-chapter from 4.1 
through 4.3 presents the relevant results for the corresponding research question. 
Answers to the research questions and a wider discussion of their implications to 
employer branding theory as well as managers and organizations are presented in 
chapter 5. Chapter 5 also includes a discussion on the evaluation and limitations of 
this study as well as thoughts and recommendations on further research.   
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4 Results 
 
This chapter presents the results and finding of the empirical study, the methods of 
which were described in the previous chapter. The chapter is divided into three sub-
chapters based on the three research questions. First, general managerial views on 
employer branding are presented including approaches to building and 
communicating an employment value proposition, identifying internal and external 
factors that can direct employer branding efforts as well management of internal and 
external employer branding practices. Second, identified challenges of maintaining 
consistency between internal and external employer brand perceptions are 
presented. Finally, practices interviewed managers identified as potential ways to 
overcome these challenges are presented. 
 
The results are based on the interviews with managers whose statements have been 
anonymized. Common identified themes recognized as important by more than two 
organizations are presented in the tables in this chapter. Direct quotes from managers 
are used to illustrate the finer details of the managers’ views on the issues. 
 

4.1 Employer Brand Management 
This sub-chapter aims to answer the first research question of this study by 
presenting ways in which organizations and their managers approach the concept of 
employer branding. The results display management views on different practices 
and concepts that are deemed critical when setting goals for, planning and executing 
employer branding initiatives and working towards becoming a desirable employer 
for relevant audiences. The purpose of these results is to illustrate and identify the 
context in which organizations operate when engaging in employer branding and 
unearth insights into how different situations related to the business or competitive 
environment or internal factors of the organization affect how they evaluate 
employer branding and its challenges. 
 
First, this sub-chapter presents findings about how organizations approach the 
concept of the employment value proposition, its value and relation to other aspects 
of employer branding and internal operations of the organization. Next, antecedent 
factors related to the nature of the organization, business environment and other 
outside factors that managers need to consider when considering the appropriate 
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actions for their organization. Finally, practices that managers responsible for 
developing the employer brand of their organization deem critical for success are laid 
out and discussed. Both internally and externally directed activities are presented, 
and factors affecting their effectiveness are discussed. 
 
The purpose of these results is to present different approaches to managing 
employment branding including the employment value proposition as well as 
internally and externally directed practices. Issues and antecedent factors that the 
focal organizations identify as affecting their choices in making certain choices and 
having a particular outlook to the issues surrounding the theme. The purpose is not 
to evaluate and judge what the most appropriate or effective brand management 
approaches are, but instead present a wide-lens view to different potential choices 
and the reasoning behind them. 
 

4.1.1 Creating the Employment Value Proposition 
This sub-chapter presents ways and viewpoints organizations in focus of this study 
approach the concept of employment value proposition (EVP). Presented here are the 
key findings related to different approaches taken in defining and developing the 
EVP of an employer. A more comprehensive listing of these results can be found in 
Appendix II. 
 
Regarding the definition of the employment value proposition of the focal companies 
the first point of interest was the extent to which the organizations have formalized 
a statement about their value promise. Out of the nine companies interviewed, only 
one, a large software consulting firm, reported to having a formalized and explicitly 
stated employment value proposition which is used in recruitment material and 
company website. Development of the employment value proposition in this 
company had been done during the previous year and was based on gathering 
extensive knowledge about the feelings and perceptions of current employees about 
working culture within the organization. A study was conducted to gain an 
understanding of the internal situation which then guided the work of top 
management and HR professionals who worked together in defining the formal 
proposition statement. The bottom-up approach where the definition process is 
firmly based on understanding the real perceptions and experiences of employees 
was an important part of the project from the start. As the company has acquired new 
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businesses, the need to refine the employment value proposition to incorporate new 
business areas has emerged.  
 
Two of the interviewed companies were currently engaged in a process of defining a 
formal employment value proposition. These were the large auditing firm and the 
investment fund manager. For the investment fund management company, the 
process of defining the employment value proposition was initiated by the CEO 
during the spring of 2018. Initially the value proposition was worked on by the 
management team and in later stages around 30 employees representing a fourth of 
the company were taken in in order to ensure that as many people as possible could 
participate and stand behind the results. 
 
For the audit and advisory-services company, the process of building an employment 
value proposition was likewise ongoing and based first and foremost on 
understanding the realities employees face. The company had a great deal of internal 
data from various personnel surveys, questionnaires and exit-interviews conducted 
over the years. To further support the value proposition development efforts an 
external study was conducted to directly address the EVP. In addition to internal 
factors the EVP development team has looked into external factors including the 
current interests and expectations of students and professionals who make up the 
pool of potential applicants and to whom employer branding is directed. As the 
organization is a part of a large international corporation, the global brand also 
constitutes a part of the local value proposition. While there is a lot of global material 
available to support employer branding it was not deemed particularly useful in 
practice as each local office operates independently and has a unique working 
experience which needs to be communicated locally. In addition to the active 
involvement of top management the engagement of business area managers from 
each area was seen as important to ensure that the views of the whole organization 
are represented and considered. In a large organization, truly getting everyone to 
participate was seen as challenging due to the sheer number of employees and 
number of different locations. Still, giving the chance to participate and providing a 
feeling that the views of all employees are valued is seen as important in order to get 
everyone to commit to and accept to what is stated about the organization. 
 
The rest of the interviewed organizations did not have a formally stated employment 
value proposition. Naturally, the managers who were interviewed could describe the 
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practical value proposition offered to employees. Identified types of primary 
employment value propositions are presented in Table 4.1 below. 
 

Table 4.1: Identified categories of employment value propositions 

Work context/community focused Work content/individual focused 

Entrepreneurial spirit Being associated with a high-quality, 
prestigious brand 

Being a family-centered community Getting to work with the best professionals 

Prioritization of organizational culture Learning and development opportunities in 
your area of expertise 

Being a good and caring employer Compensation, exclusivity of the employer 

Opportunities to influence work and 
workplace  

 
 
The contents of the employment value proposition can be divided to two main 
categories, the work context/community focused and work content/individual 
focused value propositions. The former category consists of characteristics related to 
the culture of the workplace, the way of working and the mentality of the 
organization. Typical example highlighted in many of the interviewed organizations 
was an entrepreneurial mindset of the organization which encourages employees to 
take responsibility and make judgement calls without adhering to a strict hierarchy. 
Value propositions in this category tend to highlight the values and benefits related 
to the organization and what it means to be a part of it. 
 
The latter category focuses on factors related to the job and the individual, namely 
what the job itself has to offer professionally and benefits more directly geared 
towards an individual employee. Typical examples include development and 
professional progression opportunities as well as highly skilled colleagues and 
challenging work. Employment value propositions identified in the study exhibit 
aspects of both these categories, but some clearly emphasize aspects of one category 
over the other. Figure 4.1 below illustrates the positioning of the value propositions 
of the focal organizations on the work context-work content scale as well as the level 
of formality of the organization’s EVP. The evaluation of the primary content of the 
EVP and its categorization is based on the researcher’s analysis of the discussions 
with the informants about all aspects of the employment experience offered by their 
organization. 
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Figure 4.1: Formality of definition and primary EVP content of focal companies 

 
The firms that emphasized work content related the most were law firms and the 
investment fund management company. Both Law Firm B and the fund manager 
emphasized their role as a leading practitioner in their field and the high quality of 
their service brand. A partner at Law Firm B described their promise to new 
employees: “someone who comes to work for us for at least a few years will become a top 
expert of their field, have meaningful tasks and learn a great deal.” The same partner stated 
that all top-tier law firms have a more or less similar proposition which makes it 
difficult to stand out with a functional value proposition and highlighting the 
importance of brand image perceptions. The HR manager for the investment fund 
management company emphasized the tightly knit relationship between the service 
brand and the employer brand, highlighting qualities like high quality, 
professionalism and integrity that define the business brand as well as the employer 
brand. 
 
Even though the EVP of the investment fund management company primarily 
emphasized the high quality of the business brand, high professionalism and 
employing the best talent available, entrepreneurial spirit within the organization is 
also a part of the overall value proposition. Also, as the CEO of the company 
commented: “we want to be the toughest professionals, but we also want to be visible as 
people so that we are not just a cold interface”, indicating that even though the bulk of 
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the employment value proposition comes from the content and quality of the job 
itself, it needs to be packaged and communicated in a humane way. 
 
At the other end of the spectrum are employment value propositions that primarily 
emphasize work context factors like organizational culture and community. The HR 
lead of a software product company stated that while there was no formal value 
proposition, their “biggest thing are our efforts towards culture” and “our value prop is 
that you get to be a part of this kind of a culture […] and if you like that culture you are in a 
good place.” This approach highlights the context of the work as the primary value 
proposition. Another HR manager from a consultancy stated that while there was no 
formal EVP, part of their corporate strategy was to be “a good corporation and employer 
and that employees are well and enjoy working for us”. While being “a good employer” 
or working to improve culture are rather abstract as a strategic value statement, it 
demonstrates a conscious decision to prioritize people and their working 
environment as a driver of attracting and retaining talent. 
 
While there are differences in the levels of emphasis put on different aspects of the 
EVP, the factual value proposition is typically a mix of both organizational and job-
related aspects. For some organizations a key part of the value proposition is in fact 
trying to present a newfound balance or combination of both types of factors that 
may traditionally be interpreted as mutually exclusive or conflicting. A founding 
partner of Law Firm A which is a much younger entrant to the market than Law Firm 
B described similar aspects as important to their EVP as the partner of Law Firm B: 
“[our employment value proposition] includes that people coming to work here get to work 
with a very experienced team and from the start work according to their skills without 
limitations.” However, an associate working with recruitment of Law Firm A added 
that “The other side of the coin is that we have, maybe more than in many other firms, really 
thought about the team and that it would be fun to be a member of the team – it is not to just 
be a legal expert but you need to have the social skills so that you can work together”.  
 
In a similar vein, thwarting negative assumptions and expectations about the 
industry can be used as a part of the employment value proposition. Poor work-life 
balance, hierarchical structures and being seen as an impersonal corporate entity are 
challenges that many professional service companies face. The employer brand 
manager of the financial and management company said that “We have a working 
environment where the workload is appropriate and that that is something we can use to 
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positively stand out from competition with quite little effort. If you think about management 
consulting and finance as industries, people have a certain view of what it usually is there, 
and it is quite accurate.” 
 
Similarly, subverting assumptions about the organization itself can be a factor in 
determining what is highlighted in the employment value proposition. For large 
corporations with long traditions name recognition among relevant applicants can 
be exceptional, but deeply ingrained negative assumptions can be equally strong. The 
HR lead for the audit and advisory company which is a part of large international 
corporation stated: “in the study we did [among potential applicants] under 10% saw us as 
a company where you can be yourself. When we asked the same question this year from our 
employees over 90% stated they felt you could, which is a huge difference”. 
 
The results indicate that there are many different ways of approaching the 
management of the employment value proposition. While most employers did not 
have a formally stated value proposition statement, two were currently in the process 
of defining it and the rest could articulate the practical content of their value promise 
to employees. For those without a formal EVP the core theses of it can be found in 
general value statements of the company, corporate strategy, handbooks on 
corporate culture and other forms. 
 
The ways of approaching the contents of the EVP and what is highlighted can vary 
on several aspects. One scale is the difference between community/context-centered 
value propositions and individual/job-centered value propositions. The former are 
values and benefits that an employee perceives that stem from the ways in which 
work is done, what it means to be a part of the community and inherent values 
driving the sense of purpose of the organization. The latter category focuses on 
factors that relate to the content of the job and opportunities for personal 
development. A major difference between these categorizations is that while factors 
in the first category can be quite easily attributed to the whole organization and be 
experienced by everyone ranging from assistants and entry level experts to 
managers, the elements in the second category are more intimately tied to a specific 
role and usually caters specifically to the needs and expectations of the key positions 
that are vital to the recruitment efforts of the organization. 
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Another dichotomy present in the analyzed employment value propositions is the 
varying emphasis on what the organization but also what it is not. As the partners in 
both studied law firms stated all top-tier law offices have quite similar things they 
can offer regarding professional development and learning. In these cases, it may 
become practical to attempt to stand out by emphasizing how the employment 
experience may differ from negatively loaded expectations. 
 

4.1.2 Planning Employer Branding 
As showcased in the previous sub-chapter organizations can have varying ways 
of approaching the development and content of their employment value 
proposition. This sub-chapter lays out antecedent issues and factors organizations 
face both from within and the business environment that shape and guide the 
way they engage in planning and executing employer brand related activities. 

From the interviews with the managers of the nine focal organizations 110 statements 
relating to the environment in which employment branding takes place were 
identified and analyzed. The purpose was to identify what factors organizations need 
to take into consideration when they plan how to best direct their actions in recruiting 
and retaining the best talent. The identified elements were divided into three 
categories corresponding to factors related to employees and applicants, those 
related to the industry the organization operates in and finally the organization and 
its current situation itself. The results are showcased in Table 4.2 on the next page. 
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Table 4.2: Antecedent factors affecting employer branding activities 

Class Category Organizations 
(n=9) 

Employee level 
factors 

Expectations of employees 5 

Interests of applicants 5 

Industry level 
factors 

Assumptions about the industry 5 

Level of competition for talent 7 

Industry standard practices 2 

Nature of the business 2 

Organizational 
factors 

Changing organization 6 

Merging cultures 2 

Assumptions about the organization 3 

Vision of business area managers 3 

Business performance 3 

Dispersed organization 2 
 
 
Employee level factors 
The most important employee related factors identified were the changing 
expectations of employees with regard to their employment and employer and 
considering the varied interests between different types of applicants. Especially in 
the two law firms and the fund management company the managers that were 
interviewed recognized a significant change that has taken place in what job 
applicants value and expect from recruitment and employment. While the majority 
of talent applying to these types of high-performance firms are still typically 
ambitious and looking to focus on developing their career the newfound appreciation 
of work-life balance factors, flexibility and possibilities for influencing their work and 
progression. Only a few applicants to high-end law or audit and advisory firms 
consider compensation to be an important issue as longs as it is at an appropriate 
level. 
 
Learning a lot and developing oneself are increasingly important factor for recruits 
to professional service firms. A recruiting partner for a law firm said of current job 
applicants: “…they want to know how much time and effort our people will give to share 
their knowledge with them. They want to suck out all our know-how to themselves as fast as 
possible, they want to learn what we know, they want to understand this world. They thirst 
for knowledge and they don’t want to do routine work for three years and see little by little 
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what happens.” In the law and finance industries applicants were seen to be very 
aware of their expectations from the employer. Conversely, in a software consultancy 
business the manager responsible for employer branding stated: “most applicants are 
not really prepared for the recruitment process by thinking something they would like to ask. 
It is more like we tell things and they react by saying ‘Oh, I wouldn’t have thought of asking 
that!’”. These results would support the thinking that highly technical people are 
more focused and interested in the content of the work and involved technologies 
instead of their own advancement. In the law and finance-oriented businesses 
applicants are instead becoming more demanding and active in the recruitment 
context, are better prepared and ask questions and challenge the employer in new 
ways. “Those seeking work today are much more confident and in a positive way have less 
respect for authority which can often lead to a situation where they are asking more questions 
of me than I am from them”, said a partner of a law firm. 
 
Besides the changing nature and expectations of applicants, organizations need to be 
aware of different interests of distinct types of applicant groups and how the different 
needs they may have can be catered to at the same time. The HR lead for a large 
software consultancy said of their employer branding audiences: “Our biggest 
applicant group are software developers …. Other important target groups are data experts 
who are a quite unique and need to be addressed in a certain way, and another one is the 
design professionals who are a completely different group compared to developers or data 
scientists.” Especially in organizations that have previously focused on only a certain 
type of applicant group it is important to consider how the message may need to be 
altered to appeal to other types of potential recruits as well. 
 
An issue raised by the management and financial consultancy related to their way of 
employing a lot of people through a talent referral and rental company. Until recently 
those employees had been treated as a separate group from actual employees, by for 
example excluding them from the company website. During the process of creating 
a new corporate identity all employees were more tightly integrated into the 
community, which has been welcomed by all parties. 
 
Organizations should consider how grouping employees under different categories 
may affect their perceptions. This question can be relevant in many professional 
service companies who reported to having a trainee or internship program as a 
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significant method of recruitment. Whether trainees are considered an integral part 
of the work community can drastically affect their perceptions of the employer. 
 

Industry level factors 
Companies especially in legal and finance sectors considered assumptions about the 
industry they operate in and what it is like to work in it to be an important 
consideration when planning their employer branding. Many of these assumptions 
are related to working practices such as working hours, levels of hierarchy and 
characteristics associated with that particular field. Assumptions about the industry 
itself were mostly prevalent in the law, finance and auditing businesses, whereas in 
the more technically oriented the focus and interests were predominantly on the 
content of the job itself. 
 
While assumptions about the industry were seen to be an important issue that needs 
to be considered all companies that mentioned it felt that applicants generally had a 
fairly realistic picture of the realities of the industry. An HR partner of a law firm 
further stated that were there are discrepancies, they can quite quickly be managed 
especially with young recruits perhaps entering their first workplace. 
 
One issue raised by the HR lead of a relatively new software product company was 
the fact that as companies like theirs compete for both domain area experts and 
highly technically skilled people, they are at a disadvantage when competing with 
established companies in more familiar industries. Often, they may need to explain 
what the industry they operate in actually is. “If you think about our competitors, they 
have it more clearly – people get what they do. People get what [a well-known management 
consultancy and software consultancy] do and it’s a clearer package to an employee”, the HR 
lead said. Assumption about the industry can in fact hinder the effectiveness of other 
aspects of employer branding. The same HR lead from the software product 
company continued: “If you could erase the negative perceptions about our domain, we 
would have a great employer image.” 
 
One consideration mentioned by nearly all of the interviewed organizations was the 
high level of competition for relevant talent. The guiding principle for the majority 
of recruitment targets for the interviewed companies was to attract the “the smartest 
and most active 1‰ of Finland” as stated by the HR lead of the software product 
company. With competition this fierce, it is not surprising that employer branding 
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and the employment value proposition was universally considered to be a top 
priority and included on the agenda of top management. 
 
The HR partner of Law Firm B illustrated the severity of the competition in their field: 
“if you have to recruit people by posting recruitment ads somewhere you are already drawing 
from the second or third tier pool of applicants. The best are already taken before graduation 
and that’s the case with us as well, which is why we had put considerable effort into our 
employer branding towards that group”. As stated by representatives of both law firms 
the core value proposition of all top-tier law practices is rather similar, which 
necessitates efforts be put into building the brand image early on. 
 
In the hospitality field, the CEO of a major operator of hotels and restaurants the 
competition for the best talent is likewise tough for slightly different reasons. Even 
though a large operator with multiple business units is able to offer other benefits 
and the “industry has become interesting and sexy, we have a hard time recruiting to 
restaurants because the smaller places of famous chefs are so attractive due to the great 
personalities and a guarantee that you get to develop yourself. We cannot really compete with 
that.” 
 
Two other aspects of the industry viewpoint that should be considered when 
planning employer branding are the factual characteristics related to working in the 
industry and standard practices related to it. While there are benefits to sometimes 
standing out by deviating from the industry norms it needs to be done carefully and 
intentionally. The CEO of the investment fund manager stated about the ways they 
engage in employer branding communications: “It’s related to this industry. If we were 
an advertisement agency for example, we could communicate externally quite colorfully which 
you often want to do. But we are investors and we are involved with a lot of things, so we 
want to be subtler with our external image.” The CEO added that “the subtlety can give 
out the wrong tone with regard to recruitment”. The ways in which expectations about 
the way a company should handle itself publicly in other contexts is relevant to 
making sure employer branding does not hinder those goals. 
 
Finally, the realities of the business that are there regardless of employer branding 
need to be considered. In different advisory and consulting industries the project-
based way of working and what it means to the unpredictability and irregularity of 
the working experience are there and cannot be easily changed with any efforts of 
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employer branding or management practices. Similarly, the working hours and 
nature of the hospitality business that is quite different from regular office hours is a 
hard reality which needs to be conceded to be a limiting factor to what can be 
achieved with employer branding. 
 

Organizational factors 
Finally, factors that stem from the organization itself and should be considered when 
engaging in employer branding are presented. The factor that the interviewed 
managers found most common in affecting the way they planned their employer 
branding related to change and growth of the organization. For all three companies 
in the software business organic growth as well as development and acquisition of 
new capabilities in new business areas was seen as having affected the way employer 
branding is approached. The needs of the company can quickly change, and new 
capabilities may suddenly be needed, which can require different efforts from 
employer branding efforts to attract the right people. 
 
The HR lead for a large software consultancy described the challenges of continuous 
growth from an employer branding perspective: “…it comes with being a growth 
company. As there is something new all the time, how do you fuse it with the old? It’s a 
challenge for us regarding employer branding. We cannot for example really create any 
materials as they get outdated all the time, it needs to be very flexible.” Systematically 
planning employer branding activities over a longer time periods becomes 
challenging when the characteristics of the organization and the jobs as well as the 
target audience keep changing in unpredictable ways. At the same time the same HR 
lead said that due to the growth of the company “[in employer branding] we are moving 
towards a more carefully planned and systematic approach – but even then, we need to retain 
a sense of spontaneity. It used to be rather easy when it was just 300 of us.” The challenge 
between the increased importance of managing the employer brand systematically, 
and at the same time the difficulty of doing it in an ever changing and growing 
organization was recognized in other answers. A partner of Law Firm A said that in 
order to maintain their focus and promise of what it is like to work in their team: “we 
have actively tried to reign in growth because we are aware that a lot of things would be very 
different if we were a hundred people, even if at that moment that we should hire a lot more.” 
 
Assumptions about the organization are another area that managers deemed 
important to be aware of. For the investment fund manager and the audit and 
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advisory company the managers reported facing challenges in how to better 
highlight the actualities of the working culture which can be very different from the 
strongly perceived business brand. For the audit and advisory company long 
traditions especially in the core business of the past have become an asset in the form 
of good name recognition but has limited communicating other aspects of 
employment and newer business areas. For the fund manager “being seen as the best 
and toughest professionals” is important and a perception worth preserving, but “we 
also want to be seen as people.” 
 
Other types of assumption that can be cultivated that were mentioned were for 
example exclusivity. The partner of Law Firm A said: “We are starting to have this 
reputation that it is difficult to get a job with us. We have recruited quite few people and those 
that we have the market sees as top performers […] we have a good combination of reputation 
as hard to get in and having a good level of compensation. But there could be a difference 
between how we read this and how the market does.” Attempting to be aware of 
assumptions related to the organization is important both when they can be 
leveraged as well as when they need to be changed. 
 
In the hospitality as well as the management and financial consulting firms the 
managers had experienced and talked about the effects of integrating different 
cultures due to mergers and acquisitions that had critically highlighted the need for 
active and drastic employer branding efforts. The HR lead of the consultancy which 
had been formed as a merger of two more or less equally sized companies said: “Our 
background is in two smaller companies, one of which has been family business-like and the 
other quite partner-lead. That affects our structure and decision making quite a lot itself. Some 
things are considered to be obvious due to their perspective histories.” This has been 
perceived as challenging as “people are divided quite evenly, and they have different 
cultures and working methods from different industries, so they do not necessarily understand 
what the others are doing. We have been working on that for a year.” The CEO of the hotel 
operator faced a similar challenge when they acquired a new business unit: “then [the 
hotel] came along and they had been a very family-centric, communal setup. They were 
horrified that they were going to have to get together with us […] But bringing these cultures 
together and actively communicating internally and externally so that we can shed the old 
ways of doing things, it takes a lot of effort to show it works”. 
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Another factor that was deemed important to consider were the views and visions 
individual managers had and how they related to the overall employer brand and its 
management. Especially in the hospitality industry, were the brands of individual 
business units i.e. hotels and restaurants are a critical component of the employer 
brand individual managers have a lot of power and responsibility in shaping the 
employment narrative. The need to consider the balance between individual 
management practices and shared values and theses of the whole organization was 
widely recognized. 
 
The dispersion of the organization either geographically or functionally was another 
consideration that came up with two organizations. The fact that it may be difficult 
to get a comprehensive and accurate view of the shared employment experience 
within the whole organization and to get everyone involved is something that needs 
to be tackled. While it may not be necessary to get everyone involved the limitations 
these issues can cause need to be considered. 
 
Finally, in three organizations the business performance of the organization and the 
industry as well need to be considered when planning employer branding. The 
hospitality industry in particular was seen as susceptible to changes in overall 
economic situations – when the economy is doing well demand for high end 
hospitality services increases as does the industry’s appeal as an employer. In law 
firms on the other hand, large and visible cases and references are an important tool 
of garnering an appealing employer brand. 
 

4.1.3 Management of the External Employer Brand 
This sub-chapter presents issues and practices that focal companies identify as 
important for managing the external employer brand. 52 quotes related to 
management of the external employer brand were analyzed to find common themes 
that need to be considered when working to effectively communicate to the external 
audience on potential job applicants. The results are displayed in Table 4.2 on the 
next page. 
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Table 4.3: Managerial views on focus areas of external employer branding 

Category  Focus of practices Organizations 
(n=9) 

Managing the 
content of 
external 
communications 

Showcasing successful cases and references 4 

Showcasing impactful projects/CSR work 2 

Showcasing top-tier professionals in their field 2 

Keeping content value-based and adaptable 2 

Co-operation 
with schools and 
student 
organizations 

Recruitment evens, internships and sponsorship 5 

Generating word-of-mouth and informal interactions 3 

Need to find new ways to more successfully leverage co-
operation 2 

Employer brand 
ambassadorship 

Giving support and tools to encourage brand 
ambassador work 3 

Recruitment 
process 

Thorough recruitment process creates impressions both 
ways 3 

Knowledge 
about applicant 
pool 

Tailoring communications to a specific audience 3 

Gathering applicant and industry knowledge through 
surveys 2 

Communications 
style 

Considering also employer branding in all outward facing 
communications 2 

 
The purpose of this sub-chapter is to highlight different approaches to issues related 
to communicating the external employer brand. The aim is not to make evaluations 
about optimal or popular practices, but rather to identify differences and similarities 
between organizations to better understand the phenomenon. 
 
Regarding the content of external employer branding communications especially 
consultancies and law firms saw referencing past projects and successes as an 
important part of the message to highlight the nature of their organization. Besides 
evaluating the projects’ significance by the size of the client or the deal, emphasizing 
pro bono-projects or societally impactful projects were brought up as an important 
source of positive perceptions that applicants tend to value. 
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Another potential focus of external communications is highlighting top professionals 
who embody the nature of the organization and communicating general 
characteristics through them. This was found to be effective by larger companies like 
the audit and advisory company which can have a hard time condensing the message 
they want to convey in abstract terms. The HR lead of Software Consultancy B noted, 
that recruitment material needs to be abstract enough so that it can be used even as 
the organization keeps changing and growing. 
 
To face up to the challenge of communicating the nature of organizations that keep 
changing, many organizations have turned to their employees to help get the 
message through to relevant audiences. Of the nine organizations, only the audit and 
advisory company mentioned employer brand ambassadors as a formal construct 
within their organization. However, all interviewed managers recognized that what 
and how employees talk about their employer in their networks is an important 
source and tool of employer branding. There are different approaches to how much 
the employer wishes to influence, direct and support this ambassadorial work. For 
example, a partner at Law Firm B stated that while they certainly wish their talent 
shares their experiences with their networks, “everyone can tell anything, both good and 
bad or nothing at all if they do not want to.” On the other hand, in the Software 
Consultancy B while the HR lead said that while they want to let employees say what 
they want, “I think it’s good to give people something to communicate and something to tie 
it to.” The manager mentioned a company hashtag that they had introduced to give 
something shared to individual people communicating about their work. The 
manager added that “It is rewarding to see after having done consistent work to build the 
employer brand – to start to see posts by our employees that have their personal look and feel, 
but they have adopted some things from us and picked from our sort of library what they 
want.” Another tool the same consultancy had employed was giving employees 
training in how to write professionally relevant blogs. The same manager cited a 
study they had conducted measuring attitudes of applicants, which revealed that 
posts by employees under their own name were much more believable than what is 
written on a company’s career website. 
 
Co-operation with schools and student organizations was likewise important for 
most of the interviewed employers. A general sentiment conveyed by the earlier 
quote from the partner of the law firm about first-tier applicants being poached 
before any recruitment ads are ever sent out. Generating word-of-mouth in the 
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student community though events where students are able to meet and connect with 
actual employees and form their perceptions of the employer continue to be 
significant along with getting visibility by sponsoring student organizations and 
activities. In the hospitality industry using the mandatory trainee periods which are 
part of the curricula are an important way of attracting the best talent to join them 
after graduation. 
 
Gathering knowledge about the pool of applicants through both internally done 
surveys as well as industry-wide studies were seen as important by two companies. 
As discussed earlier, the expectations and priorities of students and potential 
employees with regard to employment have and keep on changing. Being acutely 
aware of how to best approach the key audiences with the most current and 
interesting content is vital. 
 
The recruitment process itself can also be an impactful part of influencing perceptions 
about the employer brand at a critical phase. The software product company prided 
itself in its thorough and multi-phased interview process which both gave applicants 
a good understanding of what the company is about, as well as the employer about 
the applicants’ skills and motivation. The HR lead of said company said that some 
job applicants may find such processes too burdensome and not applying or seeing 
the process through. A sentiment put forth by the CEO of the investment fund 
management company was that when recruiting more senior people, the significance 
of one-to-one personal contact, as well as possible dealing with the company in other 
settings before increases. 
 

4.1.4 Management of the Internal Employer Brand 
As in the previous sub-chapter which dealt with external employer brand 
management, this sub-chapter presents managerial views about what are critical 
aspects when considering the management of the internal employer brand. 100 
statements by managers were analyzed to identify common themes that were found 
to be of importance in advancing the development of the employer brand to the 
internal audience. The main findings are presented in Table 4.4 on the next page. 
Again, the purpose of these results is to showcase issues that managers most 
commonly brought up when discussing the manners in which they approach 
promoting their employer brand internally. 
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Table 4.4: Managerial views on focus areas of internal employer branding 

Category  Focus of practices Organizations 
(n=9) 

Organizational 
management and 
culture 

Focusing on the internal experience and its alignment 
with what is promised 7 

Having engaged and open top management 5 

Creating a sense of belonging to everyone 4 

Keeping employees informed 3 

Actively developing internal practices 2 

Catering to different needs regarding hours, enabling 
remote work etc. 2 

Team 
management 
practices 

Team managers’ responsibility critical to employment 
experience 6 

Giving employees freedom and responsibilities 6 

Training managers 5 

Effective feedback both ways 3 

Offering variety in tasks and responsibilities 3 

Orientation 
Having a formal orientation program 5 

Following up after the formal orientation 2 

Internal 
knowledge 

Internal surveys, discussions, interviews and exit 
interviews 2 

Incentives Commitment to the organization through ownership 
stake or mental commitment to the team 3 

Work context Having basic quality-of-life factors taken care of 
(tools, support services, functional office space) 3 

 
The first categorization of internal factors had to with factors affecting the whole 
organization. The most commonly referenced theme was making sure that stated 
values about the organization as an employer are seen in the everyday experience as 
a part of the organization. Overall the interviewed managers generally recognized 
that the employer experience is at the core of the employer brand and that it is 
something that can and should be actively managed. The HR managers of the 
management and financial consultancy said, “the way we have done it, the perceptions of 
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the employees are based on their experiences, what happens at the office, and that is the easiest 
for us to do something about as we can see the effects immediately, and its entirely up to us.” 
Being honest to what the organization and its ways of working are is important even 
when it can have adverse effects. In the case of Law Firm B the interviewed partner 
described a situation where an employee had quit during the trial period as they had 
trouble keeping up with the pace of working: “if you cannot perform at the same level as 
others, you will not have a good time. It doesn’t take someone chastising you, it just doesn’t 
work.”  
 
The role of top management in the internal employer branding was most often 
described as being that of a facilitator and enabler of internal development. Openness 
and visibility to the whole organization were also considered a key factor where the 
top management has a responsibility to ensure success. The role of management is 
also critical in guiding other identified organizational and cultural factors such as 
creating a sense of belonging and catering to different needs and requirements of 
employees. Keeping employees informed about what is happening in the 
organization and getting them engaged in the development of organizational 
management and practices also came up as significant issues. 
 
One of the key issues of internal employer brand management recognized by nearly 
all of the informants was the tremendous impact team and project managers have in 
dictating how employees form their perceptions about their employment. A key 
point of discussion was the relationship between stated organization-wide concepts 
and statements about them as an employer and the responsibility of team 
management in implementing their own vision and practices. A partner of Law Firm 
B pondered the differences between their individual teams  from the perspective of 
their own team: “how we lead this team, what kind of training sessions we have, how we say 
good morning to each other, how the whole thing works, how we talk about each other’s 
summer vacations – these things are absolutely crucial to how [our lawyers] perceive how the 
team functions. And it is not necessarily institutional, the whole corporate culture is one thing 
but the culture in your own team in a specific field can be something else entirely.” 
 
The same partner also highlighted that in their business and in the advisory 
businesses in general the integral and active role a team leader takes is also a key part 
of the value proposition about how their teams work: “nowadays even partners do a lot 
of hands-on work. While some laymen may think that partners don’t really do anything - and 
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it might be like that in places that produce bulk – but from a high-end service, clients demand 
it and it is part of both the customer and employment value proposition that the partner is 
involved, gives their time and focuses.”  
 
A common way of managing the internal experience when it is aligned with the 
nature of the organization and expectations of employees is giving individual 
employees a certain level of freedom and responsibility over their own work. 
Balancing between giving responsibility but providing a sufficient level of support 
and guidance was recognized as significant, especially in the early stages of 
employment. In order to support successes in that and other issues related to team 
management practices continuously training and educating managers through both 
formal education and by providing opportunities to share best practices and 
experiences was recognized as important. Other functional practices that should be 
paid attention to was ensuring continuous feedback is given both ways and ensuring 
variety in tasks and responsibilities. 
 
Additional categories of managing the internal perceptions of the employer brand 
that were identified included managing the orientation process, gathering internal 
knowledge about the organization and its employees’ perceptions, incentives and 
managing the work context. Regarding orientation, both having a well thought out 
orientation process to get employees onboard, but similarly making sure that the 
employees and their experiences are thought of even after such a formal process came 
up as important considerations for management. In order to better manage and 
understand the realities of employee experiences, having ways of gaining actionable 
information on what is happening in the organization is vital. Internal surveys, 
discussion forums, regular interviews and appraisal discussions as well as exit 
interviews with outgoing employees were identified as practical tools of helping to 
get a clear picture of what is happening with the employees. 
 
While incentives in the traditional sense of high compensation or bonuses were not 
often seen as a critical issue, ensuring that compensation is appropriate and that 
performance and commitment to the organization is rewarded in a way that is 
aligned with expectations was recognized as critical. Where possible, offering 
possibilities to hold a stake in the business even in the early stages of employment 
can be effective in creating organizational commitment. Finally, regarding work 
context paying attention to basic ‘quality of life’ factors should not be overlooked. 
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Ensuring that basic expectations having to do with functional office space, 
appropriate tools such as computers and availability of necessary support services 
were identified as important internal contributors to internal employee experiences. 
Building the foundation for perceptions that employees are looked after through 
simple things is necessary before being able to deliver on more complicated value 
propositions. 
 

4.2 Impediments of Aligning the Internal and External 

Employer Brands 
This sub-chapter presents identified factors that managers felt may impede the 
alignment of the internal and external employer brands and related work which is at 
the core of the second research question of this study. 135 quotes from the interviews 
were analyzed to identify challenges which were then divided into two categories. 
The first category is made up of impediments related to the organization, its 
communications and the challenges related to how it can influence the employer 
brand. The second category focuses on issues from an employee’s point of view, 
reflecting on their expectations and experiences. While some of the issues in both 
categories may overlap, it is useful to view them from both the communications and 
expectations viewpoints. The results related to identified impediments of employer 
brand alignment are showcased in Table 4.5.  
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Table 4.5:  Impediments of internal and external employer brand alignment 

Category  Impediments of employer brand alignment related to Organizations 
(n=9) 

Organizational 
and 
communications 
challenges 

Describing the work and its nature 8 

Describing the nature of the organization 7 

Describing internal experiences to outsiders 5 

Changing organization 5 

Internal perceptions of external communications 2 

Challenges 
related to 
employee 
experience and 
expectations 

Disconnect from the organization 6 

Overstated or one-sided expectations about culture and 
working context 5 

Overly optimistic a view about 
compensation/advancement 5 

Discrepancies between stated values and experiences 4 

Discrepancies between recruitment process/orientation 
and everyday experiences 3 

Disappointments with the content of the work 3 

 
The most important results and issues are presented with more depth here. Further 
discussion on the practical implications of these results can be found in chapter 5. 
The categorization presented differentiates between communication challenges and 
the nature of the expectations as the former focuses on factors that may hinder 
activities by the employer itself, while the latter issues can be contributed to by other 
factors besides the actions of the employer. 
 

Organizational and communications challenges 
Most interviewed managers identified challenges with effectively communicating 
what the job on offer entails without experiencing it first-hand. Common issues 
related to describing the job included the variety and complexity of the organization 
and its operations, unpredictable content of project-based work, a strong service 
brand which can be very different from the employment experience and lack of 
visibility to the future of the organization and how available positions and 
responsibilities may change in the future. The difficulties in effectively 
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communicating about the job can lead to distorted expectations of the employees 
about what it is they are coming in to do and what the realities of working are. 
 
One example of difficulties related to the discrepancy between the service brand and 
the actualities of the job came from the CEO of investment fund management 
company: “We are not just and investor, we have also different service businesses. We 
recruited a junior to our service business who really wanted to work for us, and who clearly 
had an ambition to come into a different position through that job. When that was not possible 
it was a huge disappointment and we had to end their employment.” 
 
The issues related to communicating about the job were prevalent in nearly all the 
interviewed expert organizations. In the hospitality industry similar issues were 
mostly centered around working hours and working conditions, and the lack of 
experience from the field of the largely young workforce coming in. “Many young 
people have an image from social media or elsewhere that it would be awesome to work in a 
luxury hotel when it is in fact extremely hard work, and we need to manage those expectations 
immediately.” 
 
Another area of alignment issues stems from difficulties related to communicating 
about the organization itself as well as employee expectations about the employer 
and what it is like to work for them. Communicating about the true nature of the 
organization was felt to be especially challenging in large and complex organizations 
where deeply ingrained assumptions and perceptions of both the industry as well as 
the reputation of the organization itself were seen as hindering the ability of 
employer branding work to bring forth new and enticing aspects of the reality 
employees face. Communicating abstract statements about the company and culture, 
such as emphasizing an entrepreneurial spirit within the workplace and especially 
what it requires from the employee was seen as extremely difficult without having 
actual experience about what that means in practice. 
 
Failures to accurately communicate about what working for the organization is like 
can lead to adverse results when integral parts of the culture are presented without 
proper context and regard for all relevant factors. The example of the entrepreneurial 
spirit was mentioned by four of the nine organizations as an important part of their 
working culture, but all four identified potential problems with failing to accurately 
portray what that means from an employee’s perspective. The HR lead of the 
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software product company described how the entrepreneurial thinking requires a 
great deal of proactivity from employees and guidance and support may not be as 
available as they had thought if the employee is not actively seeking it. This was 
described as an especially common issue with younger people just entering working 
life who constitute a great deal of said organization’s new employees. 
Communicating also the adverse implications and requirements of elements of the 
corporate culture were thus seen as critical. 
 
The challenge of describing internal experiences externally highlights the difficulty 
of leveraging internal successes and high levels of satisfaction among employees to 
build the external employer brand in a believable way. A common sentiment found 
among the majority of the interviewed organizations was that the internal 
perceptions and the strength of the employer brand among existing employees was 
in a very good place and well perceived. The challenges and points of focus tended 
then to be in better managing to communicate the internal reality to outsiders as 
openly and honestly as possible. The HR manager of software consultancy B said: 
“This has been our challenge all the time, how to communicate the culture that we have here. 
We have been struggling with that. It is one of the most important issues for us – we do not 
want to build a brand but rather we want to open our doors to the office for the whole world 
and let people make their own interpretations about what our culture is.” In a similar vein 
the HR manager of the financial and management consultancy described the 
challenges of effectively delivering the message about what their employees see 
every day: “it is one of our most underused resources - that we have satisfied employees and 
a sensible working environment […] We have not being using that enough and we could try 
and communicate that more outwards and display that this is what it is like to work for us”. 
 
Internal perceptions of external communications were identified as a potential issue, 
as employees may react negatively to either hearing information or statements from 
management that they were not aware of beforehand in public forums or seeing 
communications that are not in alignment with what they are experiencing. Not 
being aware of the internal audiences’ interpretations of outside messaging can 
become detrimental to trust towards the employer. 
 

Challenges related to employee experience and expectations 
Looking more closely to factors from the employees’ perspective and expectations 
that they hold, feeling disconnected from the organization and its culture is a 
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commonly recognized challenge. This disconnect could stem from physical distance 
from working at client premises, working at smaller off-site offices away from the 
head office or working in separate highly independent. The CEO of the investment 
management company said that “if there is a lot of freedom the connection of the individual 
to the organization can be lacking and there are not enough reference points to it“.  The 
strength of the employer brand perceptions and upholding it requires frequent and 
strong reference points that effect the everyday experiences of employees. The CEO 
of the same company continued: “we operate in different countries and the majority of our 
people are here at the head office in Helsinki. Then we have these smaller offices and I think 
they are sometimes left apart … we don’t necessarily succeed in bringing the [company name]-
culture and [company name]-way of doing things to those places.” 
 
Organizations that are in constant change and are growing face specific challenges 
when attempting to align their employer brand perceptions. Forming a coherent 
picture of the employer brand is challenging when available positions, their 
responsibilities and entire business areas or departments can be very different 
months from now. The HR lead of the software product company which is growing 
rapidly described the situation they face when trying to retain talent who may grow 
bored with their current tasks: “It has been very challenging when someone has been in a 
position for two years […] it is only natural to doubt if this job is all that interesting as I’m 
being offered opportunities from other places. It is a core issue for us and an organization of 
our size and our age cannot really answer the question of what we have to offer for your next 
step.” The same manager continued that this is largely due to the lack of visibility to 
what the business will be and do in six months. The difficulties related to the visibility 
of the development of the business was recognized to have wider implications for 
management of employer branding and the organization as a whole as uncertainty 
can make it counterproductive to create structures or practices which can become 
outdated rather quickly. 
 
Uncertainty and ways of dealing with it are also deeply ingrained into the stated 
corporate culture of the employer. As mentioned earlier, a majority of the 
interviewed organizations emphasized individual responsibility, freedom, flexibility 
and a sense of entrepreneurship as important aspects of their culture. A challenge 
recognized by many of the interviewed managers had to do with new employees not 
fully grasping the real implications of what that means and forming incomplete 
assumptions that lead to surprises. For example, in Law Firm A, the management 
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and financial consulting firm and the fund management company the interviewed 
managers reported that employees had sometimes been caught off-guard by the lack 
of formal support and the need to be proactive in asking for guidance and support. 
The meaning of being an open and flat organization tended to be interpreted heavily 
as positive aspects but the requirements which it places on the employees were not 
necessarily internalized. 
 
The HR manager of the software product company described their experiences: “The 
requirement for proactivity here is on a different level than in many other places, and it can 
be [challenging] for a lot of our people who have joined their first job after graduation.” The 
manager also added that people would feel excited to “get to be a part of this kind of 
transparent and free culture where nothing is stopping them – and then actually realize that 
it is quite stressful when there is not that much structure. […] It can sound more attractive 
than what it actually is.” A partner of Law Firm A shared a similar sentiment: “people 
can have a perception as we boast that you get to do all sorts of things and take a lot of 
responsibility in what they do, and one issue that may come up is that they feel that they are 
not looked after enough – that when you are very new you are not getting enough handholding 
and in some instances you are left alone.” 
 
The lack of formal processes for example can be surprising to people with previous 
experience in more established organizations. The HR lead for the management and 
financial consultancy continued: “It comes as a surprise to many especially if they have 
previously worked in a large corporation that as we are a growing company and people are 
quite free to do what they want, that certain practices and processes are just being built as we 
grow and specifically that everyone has the power but also the responsibility to help take the 
company forward.” 
 
Employee expectations about practical issues of work content, possibilities for 
advancement and compensation are another potential source of employer brand 
misalignment. While compensation itself was not generally deemed to be an 
important issue for applicants, unrealistic expectations about how quickly it will 
develop along with how quickly one can advance through the ranks of the 
organization or the availability of other intangible benefits were identified as issues 
in five of the nine interviews. 
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In the investment fund management company as well as in the hospitality business 
expectations about advancement opportunities that were not always as available as 
expected were identified as a challenge. In the hospitality business the low number 
of managerial positions due to the size and nature of the organization limited the 
possibilities for advancement. In the investment fund manager the expectations of 
employees regarding advancement needs to be compared to other alternatives 
experts in the field could have as the CEO of the company commented: “It’s different 
if you are working for a large bank in London where it’s very clear that after you do one job 
for a year you are either promoted to the next level or can leave the firm. It’s a very much a 
pyramid and hierarchy and the steps are clear. We are a much smaller organization with less 
hierarchy and more dependent on individual people. It’s harder to describe an accurate path 
in here.” When competing for the same talent pool employees’ expectations need to 
be understood in a wider context than just the single organization. 
 
Not being able to clearly provide a path of advancement can be a hindrance when 
recruiting experts with high ambitions for their careers. However, giving a too well 
defined and optimistic view of advancement and development can lead to a 
misalignment of expectations and reality. In the case of the software product 
company the way compensation was discussed to external audiences had to be 
revised as the employees had been oversold on how quickly compensation could go 
up. The HR lead described the issue: “we made false promises about it, we let it on that 
compensation could go up by a high factor, which is true […] there is just a handful of people 
have gotten hold of their role that quickly and get results that fast. So, it was wrong to compare 
to that 5-10%, so we have sort of being overselling it and people have wondered where their 
raise was when they felt they had done their job well.” 
 
While the HR manager of Software Consultancy A felt that they had succeeded quite 
well in meeting them, they identified potential issues if possibilities for professional 
development were not communicated honestly and accurately. As the typical focus 
of their employees was described as being largely on taking their next step in their 
skills and professional development misrepresenting these opportunities can be 
likened to expectations about compensation or advancement through the ranks. 
 

4.3 Improving Employer Brand Alignment 
The purpose of this sub-chapter is to present the results on identified ways of 
attempting to manage the challenges of aligning internal and external employer 



 
 

82 
 

 

brand perceptions presented in chapter 4.3. 80 quotes from the interviews were 
analyzed for this part of the study. The practices presented in this sub-chapter were 
identified as being directed specifically towards dealing with issues and challenges 
of maintaining consistent internal and external employer brand perceptions. 
Practices interviewed managers identified as significant have been divided into five 
categories based on the aspect of employer branding they relate to. An overview of 
the results is displayed in Table 4.6 below and explained more thoroughly thereafter. 
 
Table 4.6: Practices aimed at maintaining internal and external employer brand management 

Category  Practice aimed at improving alignment of employer 
brand perceptions 

Organizations 
(n=9) 

Culture 
development and 
organizational 
change 

Formalizing, defining and communicating organizational 
identity and purpose 4 

Providing opportunities to participate in the development 3 

Identifying and managing subcultures 2 

Managing the 
employer 
experience 

Actively communicating about expectations and 
opportunities after starting employment 4 

Providing variety to responsibilities and tasks 2 

Outward facing 
communications 

Being open and honest about all aspects of the 
organization and culture 6 

Showcasing real examples of projects and practices 4 

Showcasing real-life examples of people and their 
experiences 4 

Promoting 
organizational 
unity and 
identity 

Common support services available to all 2 

Community building events and practices 2 

Recruitment and 
orientation 

Having knowledgeable recruiting managers who are 
familiar with the entire organization 4 

Having a thorough recruitment process both ways 3 

Having a thorough orientation process 2 

 

Active building and development of corporate culture 
In order to avoid pitfalls with misalignment, a shared and common understanding 
of what it means to be part of the organization, as well as opportunities to participate 
and influence that reality were raised as important factors. The point of creating some 
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levels of formalized structure on what the company was and meant for its employers 
was found to be especially challenging but at the same time vital in companies 
experiencing growth and change. The HR lead for the software product company 
had realized that even though their flexibility and ever-changing organization had 
been integral to their earlier successes and growth they had to make changes in order 
to avoid potential problems with employee perception. Describing how new 
positions may open as the business expands the HR lead said that it still requires 
proactivity from employees, but that “the firm has to create ways of telling what to do 
when you want to start thinking about a new role for yourself, who to talk to and so forth, 
because we are getting so big that we need to think which positions people hold and who is 
ultimately responsible for those decisions, it is not at clear even to me.”  
 
The general consensus among the interviewed managers was that the employee 
experience at work every day is the fundamental building block of what can be done 
with employer branding. Maintaining consistency requires constant development 
and participation from a wide range of employees and their honest experiences. The 
HR lead of Software Consultancy B said, that one of the best ways to engage 
employees in employer brand development is to define and communicate cultural 
values in an active and organized manner and allowing employees to challenge them 
when they do not feel they are aligned with their experiences: “the more you speak out 
about culture the more it elicits discussion. For example, with our employment value 
proposition I think the best thing was when people started talking and challenging 
management about a decision, saying ‘but our EVP says this’ and asking how your decision 
is aligned with that.”  
 
In the hospitality business as well as the management and financial consultancy the 
management had faced a situation where people were coming in from different 
cultures and something new had to be created. The HR manager for the consultancy 
described creating their new identity which had to be accepted by people from two 
very different cultures had been a priority for them for a while. Identified factors 
contributing to the success of such an endeavor were a clear new business strategy 
well defined and communicated by management to both internal and external 
audiences, basing the culture and values to both the shared meaning from the 
strategy and direction of the company as well as the experiences of employees, and 
letting go of previous ways of thinking and doing. 
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One theme that came up with two interviewed managers had to do with the existence 
and impact of subcultures stemming from geographical separation or other factors. 
In the software product company off-site locations were identified to be at a risk of 
not being as easily brought in to the shared vision of what the company practices are 
but were described as being successful due to the skills and capabilities of local top 
management. In another example the financial and management consultancy had 
used a great deal of personnel who had long employment relationships but were not 
on the company’s own payroll but rather on a contract through a third party. While 
they were performing in essence the same duties as everyone else, they were seen 
internally as a separate group and were not for example listed as employees on the 
corporate website. As the company renewed their whole corporate and employer 
brands these employees were taken in to be fully fledged members of the team in all 
manners, which was warmly welcomed by all. Being aware of potential issues where 
different groups or minorities may not feel part of the organization and what is 
advertised is to be considered.  
 
 

Managing the employee experience 
In order to avoid potential issues with employees’ experiences not adhering to their 
expectations, being active in communicating about potential pitfalls after the 
employment and possible orientation has started. Managing employee expectations 
can either be about meeting them or guiding and correcting them. In Law Firm A for 
example, as one important driver of young lawyers’ ambitions was their desire to 
learn and develop themselves, the partners were worried that they could not offer a 
clear enough structured approach on what the natural progression could be and 
talked about the need to create one. There is an identified conflict between being able 
to provide guaranteed learning experiences or progression paths and the freedom 
and flexibility inherent in many of the interviewed organizations’ value proposition. 
Building structures, procedures and responsibilities that help fulfill value 
propositions can be difficult for organizations who pride themselves on their lack of 
hierarchy, but nevertheless identified as crucial. 
 
Another identified reason for managing the expectations is managing what 
employees perceive is expected of them. An issue identified in software consultancy 
A had to do with their highly selective recruitment and identity as a high-end firm: 
“after they start, I try to remember to tell everyone that you have now passed through our 
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close screening so no need to stress or try so much anymore. You have been accepted, welcome, 
you are fine just the way you are. [I tell them] that you do not need to turn the company 
around in three years or even try to do that.” Being aware of and actively managing these 
kinds of employee perceptions is important. 
 
Providing opportunities for variance was recognized as a way of helping deal with 
the pitfalls of not being able to give a comprehensive enough picture of the 
organization and relevant jobs merely through external communication. Especially 
in the large audit and advisory company, giving employees possibilities to explore 
their options within the organization and try different things was seen as a way of 
attracting and providing security to professionals who did not necessarily have a 
clear-cut idea of their professional interests yet. 
 

Outward facing communication 
To improve the alignment of external and internal employer brand perceptions, 
external communications can also be developed in ways that better correspond to 
internal realities. Generally being open and honest about the realities of the job and 
organization were seen to be crucial. As stated by the HR manager of the investment 
fund manager employee know very well that “no workplace is a paradise”. Not being 
forthright about the negative aspects can be viewed as suspicious in itself. 
 
In the more established organizations interviewed in industries with longer 
traditions, such as the law firms and the audit and advisory company, applicants 
were seen as being more acutely aware of characteristics of the industries regrading 
issues like work-life balance. In newer, growing organizations communicating about 
limitations and potential issues stemming from the youth or limited resources of the 
company was seen as crucial, especially when the audience can have certain 
expectations due to their previous experiences. In the management and financial 
consulting firm, the HR manager described the experience of some new employees 
are surprised that “as we are a rather unknown company it affects for example the work of 
our salespeople. You can have a strong existing brand which you can use to support your sales 
efforts, but no matter how good a salesperson you are [it’s different] when you go work for a 
company without such a brand. It is challenging and has come as surprise to some.” 
 
The way communications are handled in a way that attempts to minimize the 
disconnect between what is said and what is done was a priority in most of the 
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interviewed organizations. In order to do it bringing forth the unfiltered experience 
of employees and letting them communicate their experiences freely, as well as using 
real life examples of project work were recognized as effective. The HR managers in 
both interviewed software consultancies for example mentioned that they did not 
want to consider their communications as branding per se, but rather displaying 
confidence in that giving an open window into their operations and people would 
contribute to perceptions in a positive way. The HR manager of the large audit and 
advisory company said: “We have put a lot of effort into bringing forth and showing people, 
and through them the humanity, but there is still a big difference in how we are perceived and 
working life here is like.” They added: “and we have tried to present the everyday of our 
experts and that really been the focus [of our communication efforts], that people could get a 
real image of that our projects are like and what it is like to work in them.” 
 
The HR manager of software consultancy B continued on a similar vein: “we do not 
want build a brand […] we want to open the doors of our office to the whole world and let 
them make their interpretation about what our culture is.” In the management and 
financial consultancy, the focus in communications was said to be both in the content 
of the projects as well as the people: “more and if we talk about successes or customer 
references that we have we want to bring out the people behind the project, those who have 
been doing it.” As the complexity of the organizations and projects they engage in 
become more complex and varied, communicating about them believably through 
anything but the people and their experiences becomes even harder. Creating context 
where potential employees can meet and engage current employees and learn about 
their experiences becomes vital. 
 

Promoting organizational unity and identity 
Another recognized impediment of delivering on the promised employment 
experience is a sense of disconnect from the organization and its values. Even if what 
is communicated externally and what the experience and culture for most of the 
organization is are well aligned, the employment value proposition of a particular 
employee is not fulfilled if they do not feel the connection to the organization as a 
whole.  
 
Two important identified themes for enhancing the sense of unity within the whole 
organization were shared support services available to all, as well community 
building through organization-wide events, similar office spaces and other artefacts. 
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Services that enable remote work, access to community events from a distance, as 
well as providing basic things like quality displays, ergonomic office chairs and other 
tools also to employees working at client premises were all seen as important and 
highly formalized in software consultancy B. 
 
In the software product company where corporate culture was seen as a key priority 
of the very top management, ensuring that all employees in different offices as well 
as client premises experienced that culture was equally critical. “The backbone of it is 
that we are trying to create a sense of unity through culture. We have weekly structures, such 
as every Monday and Friday global meetings of the whole firm every week, and that is without 
exceptions ever.” The biweekly meetings were seen as an important forum for 
discussing current topics about the business and the product, but also as an important 
way for everyone to have an opportunity to participate and see everyone else. Office 
parties, similar interior design of offices and a culture of after-hours events shared 
throughout global offices was also seen as important. 
 
 

Recruitment and orientation  
The last category of practices aimed at diminishing the issues related to misalignment 
of internal and external employer brand perceptions. As noted earlier, being open 
and honest about the whole organization and its realities is vital. In order to 
accomplish this managers responsible for the recruitment process and who have face-
time with applicants need to be sufficiently knowledgeable and able to discuss a wide 
range of factors related to employment. 
 
In changing organizations and when there are a wide range of business areas and 
functions, making sure that managers can discuss issues important to applicants 
while accurately depicting the realities within the organization is not trivial. The CEO 
of the investment fund manager noted that for recruiting to succeed in the long run 
it is vital that “the people who are recruiting have a shared understanding of what our brand 
is, what kind of people we are looking for, that there is this shared culture, so that they don’t 
have their own very different ideas but that the common understanding and the culture is 
built internally and it is communicated externally in a consistent manner.” 
 
While ensuring that managers have a wide understanding of the whole organization 
it is also important to speak to applicants in their own language, meaning that 
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interviewing managers should be experts in their own field. A manager of software 
consultancy A described their approach: “the [external] message needs to be in line with 
what the internal image is, so we need to tell what it is like to be a software developer working 
for us. But you need to tell that to a software developer and you need to use totally different 
words and concepts because they are thinking about wholly different things than for example 
our designers. And you need to then talk to designers about their interests in a different way. 
They are not exclusive, but they are different slices from the same whole.”  
 
Besides the capabilities of individual managers, the processes put in place to facilitate 
both recruitment and orientation into the company came up as ways of managing 
alignment issues. The interview process itself is a significant, and often the last, 
opportunity to identify potential issues with employee expectations and realities 
beforehand. In the software product company where the recruitment process is very 
thorough and well thought out, the HR lead emphasized that the interviews need to 
work both ways and give both the employer and the prospective employee the 
possibility to evaluate all aspects of the possible employment. They had seen 
instances where the applicant had realized midway through the process that it was 
not in fact what they were looking for “and I think doing that is commendable and shows 
character. That is why we have a long and well-defined recruitment process with four to five 
phases. And we have built it precisely in a way that the person would realize each step whether 
they are enjoying it and getting motivated about what they are doing and the environment 
they are doing it or whether it’s the opposite.”  
 
Finally, formal orientation or “boarding” processes were seen as a way of ensuring 
that the transition from a job applicant to an employee is a seamless experience. The 
HR manager of the investment fund management company noted that new 
employees form their own views and perceptions in any case very quickly after 
starting. Attempting to manage that as well as possible is therefore critical in the very 
early stages to ensure compatibility with expectations. Managing the employer 
experience cannot however end with the orientation. A partner at law firm B said 
that the realities of what working for them tend to dawn on their employees five or 
six months into the job. Even if the orientation period is well handled, actively 
checking in to see where employees’ thoughts and perceptions are in relation to what 
the organization wants to be of paramount importance. 
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5 Discussion 
 
This chapter aims to synthesize the findings of the empirical study and discuss the 
results as they relate to previous research. First, the main findings of the study and 
answers to the research questions are laid out. Afterwards both theoretical and 
managerial implications of this study are discussed. Finally, the validity and possible 
limitations of this study are discussed along with a summary of conclusions and 
recommendations for future research directions. 
 

5.1 Summary of Findings 
In this sub-chapter the answers to the initial research questions are presented one by 
one. To recap, the research questions posited in this thesis were: 
 

RQ1: 
How do companies manage their internal and external employer brands? 

RQ2: 
What challenges are related to managing the consistency of internal and 

external employer branding? 

RQ3: 
How are these challenges managed in employer branding efforts? 

The subsequent sub-chapters aim to provide answers to each corresponding research 
question. 
 

5.1.1 Employer Brand Management Practices 
To gain an understanding of how companies approach employer branding the 
experiences and insights of the interviewed managers were presented through four 
themes that were identified based on the interviews: different approaches to the 
employment value proposition, strategic and antecedent factors related to the 
organization and its environment that need to be considered when engaged in 
employer branding, external employer branding activities and finally internal 
employer branding activities.  As the employer branding process should start by first 
identifying the current and desired characteristics of the employer brand (Barrow 
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and Mosley, 2005) it is important to consider also the thinking behind definitions and 
current realities of the employer brand, before jumping into actions aimed at 
changing it. 
 
The first viewpoint to employer branding were different approaches to the 
employment value proposition. Defining the employment value proposition should 
be where internal and external employer branding work begins (Backhaus and Tikoo, 
2004). The interviewed organizations had a variety of different approaches to the 
employment value proposition with regard to the formality of its definition, values 
it was based on and its focus on either factors related to the whole organization or 
the contents of the job the organization is experienced through. 
 
Regarding the formal definition of the employment value proposition only one of the 
nine interviewed organizations had a clearly defined employment value proposition 
statement that was used to describe them as an employer. Two were currently in the 
process of defining it formally. In those two organization, the large audit and 
advisory company and the investment fund manager the process was a priority for 
top management and the HR department. Input from employees and their views of 
the organization were an important guiding principle in the process. For the audit 
and advisory company the primary source of internal knowledge was from 
numerous internal and industry studies and surveys about the employment 
experience and expectations of employees. In the much smaller investment fund 
management company the EVP project was spearheaded by top management along 
with 30 employees assigned to the project. 
 
In companies where there was no formal EVP statement the substance of the value 
proposition was seen as stemming from the values and culture of the company, 
corporate strategy as well as the quality and prestige of the business brand. Broad 
statements like ‘being a good and caring employer’ could be found as integral parts 
of corporate strategies, but they were not often elaborated further. In high-end 
service businesses the company’s position as a top-tier firm in their industry was in 
itself often seen as an important factor of the employment value proposition as well, 
appealing to highly ambitious professionals. 
 
Before a company can effectively manage the direction of their employer brand, they 
need to be aware of issues and antecedent factors in the environment they operate 



 
 

91 
 

 

that may affect what they can or should do with it. The three categories of issues that 
were identified were related to employee-level factors, organizational factors and 
industry-level factors. On the employee level, employers need to stay aware of 
changing expectations and views of their own employees as well as the focal 
recruitment pool. What employees see as valuable in terms of compensation, work-
life balance or advancement opportunities, and how they value these factors against 
each other keeps changing and needs to be accounted for when planning employer 
branding efforts. At the same time the employer needs to be aware of changing 
interests of applicants and sometimes the limitations of what job applicants can know 
as they are seeking and applying for jobs, and how different applicant groups need 
to be approached highlighting content and using language that is appealing to them. 
 
Industry level factors that managers need to be aware of are largely related to 
competition for talent within the industry and other industries competing for the 
same talent pool, as well as employee expectations about the industry itself and what 
working in it is like. In high-end service industries like law, employees have strong 
but largely accurate ideas about the practices facing employees in those companies. 
In software businesses in general applicants have less expectations about the industry 
from the working environment viewpoint and are more concerned with technologies 
and the content of the work. 
 
Another issue related to the industry that affects employer branding is the nature of 
the work. In firms where work is largely project-based, limitations to what can be 
said about the work itself can be difficult when the visibility to future projects is not 
perfect. Managers need to be aware of how they can accurately describe what the 
work will entail without necessarily knowing it themselves. 
 
From the organizations’ point of view managers need to be aware of change and 
growth within the organization, which can make consistently managing the 
employer brand challenging. At the same time outdated assumptions about the 
company which may have been true at some point but do not anymore reflect the 
whole truth about the organization which may have changed and evolved over time 
need to be minded. Being an established name in a single business area and having 
good name recognition there is not sustainable, as the employer brand should reflect 
the whole organization. 
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Managers also have to be aware of and consider realities surrounding the work such 
as how dispersed the organization is and what kind of resources the organization 
has. Finally, even as an organization builds their shared employer brand the 
employee experience happens most often at the team level, where team leaders and 
project managers have a great impact on how employment is perceived. Employer 
branding needs to acknowledge the importance of these managers and their visions 
about what the organization is and how it works. 
 
Managing the external employer brand deals with communications and marketing 
of the organization as an employer to outside audiences, mainly potential job 
applicants. It should also be noted that how the organization communicates 
externally has an important impact on how employees within the organization 
perceive their employment, as they mirror their own experiences with what is said 
to outsiders. 
 
With regard to the content of employer branding communications, most commonly 
emphasis was put on showcasing real-life examples of projects with as little filtering 
or polishing as possible. While the content of projects especially in consultancies can 
vary a lot, highlighting the impact of the projects either on clients or to society in a 
wider context is seen as effective. Besides the projects, showcasing potential 
colleagues as top-tier professionals in their field and promoting the knowledge and 
talent that is employed was seen as being appealing to ambitious and high-
performing audiences. To effectively communicate about the culture of the 
organization the message needs to be adaptable to different audiences and changes 
within the organization and should thus be based on few commonly shared values 
or ideas. Using employer brand ambassadors and enabling and supporting 
individual employees in communicating their experiences freely was seen as more 
effective than a centralized marketing effort with elaborate marketing plans. 
 
Co-operation with schools and student organizations was common among all of the 
interviewed organizations and they all hired young professionals straight after 
graduation. Especially in the law business internships are an important tool of 
building employee perceptions through actual experience and can serve as an 
effective tool of recruitment. Some organizations felt that it can be difficult to stand 
out with events aimed at students as there are so many of them, and attention should 
be paid to coming up with new concepts in order to stand out. 
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To maintain an up-to-date understanding of what the external audience of employer 
branding expects and wants many organizations conduct or acquire studies about 
attitudes and thinking of the potential recruitment pool. Studies aimed at specifically 
getting insights about external employer brand perception of their organization can 
be used as well. Gaining external knowledge is seen as important to better direct 
communications efforts. Seeing the recruitment process itself as an important part of 
employer branding and considering the employer branding angle in all external 
corporate communications also came up as important practices. 
 
Most interviewed managers emphasized that managing the internal experience of 
employees should be the focus of employer branding efforts. The general thinking 
around the role of external employer branding was that if efforts are focused on 
improving and maintaining positive perceptions of the employees working for the 
company these perceptions will pass on to external audiences. As has been stated 
many times and put to words by Moroko and Uncles (2008) it is “hard, if not 
impossible, to manage the experiences of the employee to be anything other than a 
direct reflection of the firm’s culture, values, policies, procedures and competitive 
environment over time.” Based on the experiences and views of the interviewed 
managers the bulk of employer branding effort should be spent improving the 
internal experience and ensuring opportunities for them to trickle down to external 
audiences. 
 

5.1.2 Challenges of Employer Brand Alignment 
The second research question dealt with challenges companies face when attempting 
to maintain the alignment of internal and external perceptions of the employer brand. 
The two main categories of identified challenges are difficulties related to an 
organization’s ability to accurately communicate about employment and challenges 
stemming from expectations of employees. The former category emphasizes issues 
that organizations initially face when attempting to keep their employer branding 
efforts consistent while the latter deals with issues that come up from the perceptions 
of the audience of employer branding. 
 
From the organization’s point of view, challenges of accurately and consistently 
communicating about the employer brand can stem from difficulties related to 
communicating about the content of the job or the nature of the organization, 
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organizational change and growth as well as the challenge of effectively describing 
internal experiences to outsiders.  
 
Both communicating the realities of what the job itself is, as well as what the 
organization itself is like were seen as difficult as passing on experiences that have 
built up over time is inherently challenging.  Alshathry, Clarke and Goodman (2017) 
characterize the nature of employment as continuous interactions between the 
employer and the employee over an extended period of time. Translating those 
experiences into a believable message that can be understood by external audiences 
was seen a challenge that is amplified by increasingly complicated and continuously 
evolving organizations and tasks. 
 
Employees feeling disconnect from the organization and not relating to the shared 
and stated culture were found to be another potential issue. These feelings can be a 
result of physical distance from the majority of the organization due to working at a 
smaller office site or client premises but can also be caused by cultural factors and 
management practices. A commonly recognized risk was related to cultures where 
employees were entrusted with a lot of freedom and responsibility to manage their 
own work. While in itself getting responsibility and not having too formal 
organizational structures were seen as appealing, not giving enough attention and 
reference points to help people feel as part of the organization can have adverse 
effects on employees and their engagement. 
 
Another group of potential alignment issues are related to employees’ understanding 
of organizational realities and culture from all angles. While not strictly ‘overselling’, 
giving a one-sided view of the organization by emphasizing values like self-reliance, 
openness, lack of hierarchy or entrepreneurialism to new employees without giving 
them sufficient tools to understand how they affect the employment experience in 
practice can lead to uncertainty and disappointment. Being a growing company 
where new responsibilities are handed out flexibly and as the business develops can 
feel exciting, but the lack of formal processes can make some feel that not everyone 
gets the same opportunities to advance. Similarly, having hands-on managers who 
give their employees opportunities to think for themselves and make decisions 
independently can be alluring but at the same time this may lead to disappointments 
when support and guidance are not as available. Especially for young professional 
and recent graduates entering the workforce, a major source of new hires for many 
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professional services companies, understanding the downsides of enticing cultural 
statements is difficult without real context from experiences. The lack of that 
understanding is a pitfall that can cause disappointments later during the 
employment. 
 
Finally, another potential pitfall of employer brand alignment is creating too 
optimistic expectations about opportunities for progression, compensation, 
opportunities to travel, formal training paid for by the employer or other benefits that 
employees may have about their job. Overselling attributes like these can happen 
when using best-case scenarios as examples in communicating about the job and not 
being honest about the more average progression path. The expectations should be 
considered in relation and compared to other possible employers in the industry and 
take into account the resources of the organization. In the case of law firm A for 
example the management recognized that young law professionals are looking to 
quickly learn a lot and develop their skills, but conceded that while they have 
interesting project work and practical opportunities to learn, they cannot match the 
certainty larger offices can offer about career progression and formal training 
through courses and workshops. Not being honest about the resources and 
opportunities and how they meet the expectations of employees is a major risk for 
employer brand alignment.  
 

5.1.3 Managing the Employer Brand Alignment 
In order to better maintain the alignment of internal and external employer brand 
perceptions organization need to take an active role in managing and communicating 
the employer brand. Based on the interviews it was apparent that the majority of focal 
organizations considered internal work done to improve the experiences of 
employees and the corporate culture to be key in ensuring employer brand 
alignment. Having engaged and happy employees who feel a connection to the 
organization was seen as the most important driver of improving external 
perceptions as well. While most organizations saw their internal employer brand as 
being well perceived, the need to constantly work on improving and developing it 
was seen as important. Communicating the internal experiences effectively and in a 
way that is true to the realities was seen as a key challenge of successful employer 
branding work, and some of the identified practices aimed to do that are presented 
here. 
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Actively managing the corporate culture and the internal experiences in ways that 
allow for the participation of everyone was seen as important. This can involve 
creating formal value statements or culture handbooks but can also mean simply 
defining and communicating the strategy and purpose of the organization. Speaking 
about what the organization should be to its employees and what the experience 
should be like in clear terms gives employees the opportunity to reflect on their actual 
experiences and challenge the organization when they feel there is a disconnect. 
Active dialogue and getting knowledge through formal internal development 
processes, surveys and interviews, but also through being clear about what the 
organization should be and listening when something is wrong are all important in 
continuously ensuring that the reality matches with what is communicated 
externally. 
 
A general awareness of e.g. different subcultures or groups within the organization 
that for one reason or another is important to ensure that issues related to 
organization cohesion and a shared understanding of the culture are identified early. 
Similarly, creating some structures that promote the sense of unity and equitability 
is important, especially when there is change and uncertainty in the organization. 
This was identified as an important step especially in organizations that faced growth 
and change – as the size of the company and the number of employees increases, it 
can take effort to admit that values such as entrepreneurialism of lack of hierarchies 
that may have been the cornerstones of the earlier culture statement need to be 
supplemented by structures and a level of formal processes to ensure sustainability. 
 
Employees also need also be actively communicated to and worked with in the early 
stages of orientation and employment in order to catch and manage whatever 
misconceptions or expectations they may have. In the example described by the HR 
manager of software consultancy A they had realized that employees were even too 
tough on themselves in what they though was expected of them based on the 
difficulty of getting through the recruitment process. This goes to show that besides 
weeding off and avoiding too optimistic expectations about the job, managers need 
to be aware of all kinds of misalignments of employee expectations and reality and 
be prepared to work on them. 
 
Identified practices aimed at effectively and accurately communicating about the 
employer brand to external audiences highlighted the use of unfiltered 
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communications about the work and real-life experiences of employees presented 
directly through them. Rather than thinking about creating appealing recruitment 
material or polishing the employer brand, the believe of interviewed managers was 
largely that being as open and transparent as possible about the employment 
experience is the best way to engage in external employer branding. Organizations 
should not attempt to influence the message employees want to convey as they talk 
about their experiences but can support them by providing tools and context to help 
them. Formally communicating about the values and the nature of the organization 
to external audiences is naturally also important to provide people with a general 
idea of what the organization is, as well as allowing existing employees to reflect their 
experiences with what is stated officially. 
 
The challenge of feelings of disconnect from the organization and what is stated 
needs to be actively managed. Practical ways of improving feelings of unity 
throughout the scattered organization that were identified are shared working 
practices and similar offices, commonly available support services as well as events 
and rituals shares with the whole organization.  The HR manager of the software 
product company strongly emphasized that their bi-weekly global meetings are held 
without exception to ensure that everyone has the visibility to the organization and 
the chance to be heard, and that this is a priority to the organization.  
 
Finally, having knowledgeable managers in the recruitment phase who can 
accurately and effectively communicate with potential recruitment phase was seen 
as crucial. The recruitment process is a key phase in ensuring that the expectations of 
employees and the realities of the organization are not too wide apart. While 
recruiting managers need to be able to talk to applicants in the specialized vocabulary 
and manner expected with the job in question, they need to also have a wide and 
accurate understanding of the organization as a whole beyond their or the applicants’ 
tasks. 
 

5.2 Theoretical Implications 
The motivation for this study was sparked by Backhaus and Tikoo's (2004) call for 
further research on impediments of maintaining consistency between internal and 
external employer branding and how they can be managed. This study aims to 
expand on the nascent body of employer branding literature through an empirical 



 
 

98 
 

 

study on managerial views on the challenges of maintaining the alignment of internal 
and external employer brand perceptions. 
 
This thesis takes a look into different approaches employer take in defining their 
employment value proposition. The thinking around employment value proposition 
is centered around tangible and intangible benefits employees gain from being a part 
of the organization and how an employer can stand out from competition with its 
offering of these (Backhaus and Tikoo, 2004). Different elements of the employment 
value proposition have been identified in earlier research as relating to for example 
benefits, pay, career and professional advancement, work content and affiliation with 
the organization (Browne, 2012). This study looked at different approaches Finnish 
companies take in highlighting certain elements of their employment value 
proposition with regrad to the formality of its definition and identified distinct 
categories of EVP elements related to either organizationally focused factors or 
individual-focused factors. 
 
Employer branding literature has traditionally been viewed to be at an intersection 
of marketing and human resources management research. Views on strategic human 
resource management or talent management emphasize the more important role 
management of talent within the organization has a more critical role for the whole 
business besides providing the functional HR services commonly associated with the 
field (Lewis and Heckman, 2006) requiring a more dynamic and flexible approach. 
This study contributes to this thinking surrounding employer branding and talent 
management by presenting experiences of managers in different kinds of companies 
facing different business environments, growth and change. Challenges related to 
working in and managing the employer brands of companies facing intense 
competition for talent, rapid growth or mergers of different cultures can have wider 
impacts on talent management which could be looked at in other contexts. Talent 
management practices like identifying key positions (Collings and Mellahi, 2009) 
 for whom to primarily target talent management practices need to be viewed in light 
of modern organizations that are in constant change and where needs for talent keep 
evolving. 
 
Previous employer branding literature has recognized that attempting to 
communicate the employer brand externally through employer branding campaigns 
are often met with cynicism and tend to fail (Barrow and Mosley, 2005). This 
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sentiment was evident in the experiences of the interviewed managers to a great 
degree. Most rejected the notion of engaging in external branding efforts altogether 
and highlighted the importance of providing unfiltered visibility into the 
organization. The importance of the engagement of employees in defining the vision 
of the employer brand before communicating it has been noted (Harris and de 
Chernatony, 2001), but their impact should be considered even more significant as 
the primary source of continuous development of the employer brand.   
 
Regarding the four-cell topology of accuracy and attractiveness of employer brands 
(Moroko and Uncles, 2008) presented in Figure 2.7 interviewees tended to view their 
organizations internal reality as attractive, but facing the most challenges in 
communicating those realities to external audiences. Managers did not necessarily 
find that external audiences found their organizations unattractive as employees, but 
rather that communicating about the internal experiences in a meaningful way at all 
was challenging as there is so much that needs to be communicated as well as 
continuous change. Overall the findings of the empirical study are in line with 
previous research and support the thinking that employees and their real-life 
experiences should be at the center of employer branding. Complexity of 
organizations and their change provide new challenges that need to be addressed in 
new ways when thinking about the processes and practices of employer branding. 
 

5.3 Managerial Implications 
For managers the findings of this study provide a look into the complexities of 
successfully managing employer brand alignment and the difficulty of identifying 
general best practices applicable in all situations. Hereafter are some 
recommendations to managers who wish to better maintain the consistency of the 
internal and external employer brands. 
 
Recognizing the whole reality of the internal work context and culture is as important 
as it is challenging. Identifying and living by the values and statements about the 
organization necessitates also being open and honest about the adverse effects. 
Promoting values like entrepreneurship and freedom can sometimes implicate a 
lower level of available support or guidance. The way of communicating about these 
issues needs to acknowledge the level of knowledge and experience the employer 
branding audience has and special care needs to be taken when communicating to 
recent graduates with little experience. To be safe it is reasonable to assume that not 
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everything can be communicated and ensure that there are opportunities to ask for 
and get support when it is needed. 
 
Managers need to pay close attention to how their organization is changing and be 
bold enough to alter the employment value proposition and statements about the 
organization. As organizations grow and diversify organically and through 
acquisitions managers need to evaluate if previous statements about employment are 
sustainable and can be maintained. Though it may be tempting to hold on to 
promises or visions that were the enabler of early successes, shifting gears and 
creating structures where there previously were none and getting more organized 
when the organization has emphasized freedom is necessary when the context 
evolves. Being mindful of these changes, getting meaningful input from everyone 
and acting when needed is necessary. 
 
Being honest and open in the recruitment context may seem obvious, but its 
importance to successful employer branding cannot be overstated. To ensure this, 
besides having the will to be open recruiting managers need to have the capabilities 
to talk about the whole organization in a meaningful way and preferably know more 
than would otherwise be required of them. Training managers in recruiting and 
ensuring they have opportunities to exchange ideas and practices with each other can 
help build a common understanding about the internal employer brand and ensure 
effective and accurate communication of it in the recruitment context. 
 
Openness and honesty also relate to management of employee expectations. Being 
aware of the attitudes of the potential employees and what they value in employment 
while resisting the temptation to overstate opportunities by showcasing only the 
best-case scenarios is important. Trusting employees as well as the external audience 
in being able to convey and interpret messages about the employer in a way that is 
effective and accurate can be a path to success. Management should support and 
provide tools to employees to facilitate this but maintain a certain distance, while still 
being intimately aware of what is communicated and its relation to how employees 
are seeing their work. 
 

5.4 Research Evaluation and Limitations 
This empirical study was done by conducting nine interviews with managers of 
Finnish companies in professional services, law, technology and hospitality 
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industries. A more thorough explanation of the data collection and analysis process 
can be found in chapter 3. To evaluate this study six appraisal questions proposed by 
Silverman (2005) who adapted them from the work of Spencer et al. (2003) are used. 
 

Appropriate research design 
Silverman (2005) suggests that different features of the design of the research should 
be supported by convincing arguments. The research approach taken in this study 
consisted of theme interviews of managers identified by the approached companies 
as being the appropriate person to discuss employer branding in their organization. 
The interviews were analyzed by extracting individual statements and identifying 
concepts which were divided into categories. 
 
As there is little existing knowledge about the topic of this study, an inductive 
approach where the goal is to identify common themes present in the descriptions of 
interviewed managers about their experiences is reasonable. Applying a grounded 
theory approach was also appropriate as the terminology and ways of talking about 
the themes around employer vary and creating a common understanding of the 
underlying terminology in the interviews was necessary. 
 
The open-ended approach taken was taken as the focus of the study was in exploring 
managerial views and experiences without predetermined hypotheses. Still, the 
theme interview structure where areas of discussion related to challenges of 
employer brand alignment likely did influence the way the issues were discussed. 
Guiding interviewees to the topic was necessary, as the term employer branding, its 
relative novelty and what practices and issues are understood to be related to the 
concept can be interpreted by managers in different ways. In order to satisfy the 
requirements of appropriate research design the limitations of the study should also 
be discussed (Spencer et al., 2003), as is done in this chapter. 
 

Reliable data 
Data recording methods and transcription conventions should be considered when 
evaluating the reliability of the study (Silverman, 2005). The data in this study was 
collected by conducting and recording the interviews, after which they were 
transcribed and analyzed. The anonymity of the interviewees as well as their 
organizations was maintained by referring to them by their titles and industries 
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respectively. There are no compelling reasons to doubt that the reliability of the 
collected data and its quality. 
 

Clear theoretical assumptions 
To ensure clear theoretical assumptions that support the study, Silverman (2005) 
advocates a thorough discussion of the theoretical models employed. Previous 
research about and around the concept of employer branding was extensively laid 
out and discussed in the literature review part of the study in chapter 2 of this thesis. 
The primary contribution of previous theoretical assumptions on the data collection 
are related to identifying the basic concepts of employer branding and understanding 
the internal and external elements of it (Backhaus and Tikoo, 2004), areas of 
organizational practices related to employer branding laid out by Barrow and Mosley 
(2005) and understanding the duality of simultaneous internal and external employer 
branding (Alshathry, Clarke and Goodman, 2017). 
 
As the main approach of this study was to elaborate on previous findings by 
showcasing real-life experiences of managers in facing and dealing with challenges 
of employer brand alignment the theoretical assumptions made were mostly used to 
support data gathering and its analysis. Tighter integration of the findings to 
elaborate on previous theory would require further work focusing on more specific 
issues of the overall theme, such as the role and practices of team managers or HR 
professionals, or the significance of the interview process to how employer 
expectations can change. Further study could also focus on specific industries to 
discover relevant issues there. Future research is discussed more thoroughly in 
chapter 5.5.  
 

Adequate documentation of research process 
Silverman (2005) calls for discussion on the strengths and weaknesses of the data and 
methods, as well as documentation of changes to the research design. The research 
process was fairly straightforward in that the process was conducted largely in a 
manner it was planned and no radical changes were made in the middle of the 
process. The study was done quite systematically one step at a time moving from a 
research plan, writing a literature review, planning data gathering and analysis, 
conducting the interviews and finally analyzing them and writing up the findings. 
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As per practices of the grounded theory methodology the data gathering process was 
tweaked in minor ways after initial analysis of early results. The interview structure 
was not altered but the terminology used, the order of introduced themes and the 
level of detail to which previous theory was explained during the interviews was 
tweaked based on learnings from the first interviews to make the interviews more 
productive. 
 

Credibility of the findings 
To evaluate the credibility of findings, Silverman (2005) calls for looking into how 
well the findings are supported by the data and the clarity of links between data, 
interpretation and conclusions. The findings of this study are based on subjective 
views and interpretations of a limited number of interviewed managers in selected 
industries. The categorizations of the statements were done by the researcher and are 
based on his interpretations which are supported by previous research. While there 
certainly are other possible ways of categorization, the findings presented here 
attempt to highlight challenges faced by organizations in a general way that describe 
the underlying issues rather than the detailed circumstances of each individual 
instance of identified challenges. 
 
Due to the novelty of the subject and the difficulty of creating clear hypothesis and 
the limited body of data, the level of conclusions of this study are left at a rather 
general level. Additional studies to validate and elaborate on the findings presented 
here should be called for. Additionally, only interviewing managers provides a 
limited view into the organization. To further elaborate on the findings, employees, 
job applicants and the relevant pool of potential employees should be included to 
gain additional viewpoints to the phenomena. 
 

Generalizability of findings 
Finally, Silverman (2005) advocates looking into the extent there is evidence to make 
wider inferences from the conclusions. The data of this study is limited to nine 
interviews with managers from each company. While there are two companies from 
a few of the focal industries, the body of data is too limited to draw definite 
conclusions about whole industries aside from the expert opinions of the informants 
about them. 
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The findings of this study support claims of previous research about the role and 
importance of individual employees in creating and promoting the employer brand 
and raises new insights about themes related to impediments of aligning internal and 
external employer branding. This study should not be taken as a definite statement 
on best practices on how to avoid the pitfalls of employer brand alignment but could 
help organizations identify issues that might be relevant to them. 
 

5.5 Conclusions and Future Research 
The goal of this study was to elaborate on previous studies on employer branding by 
focusing on impediments of maintaining alignment between internal and external 
perceptions of the employer brand. To approach this theme this study employed 
three research questions, the first related to general practices of approaching 
employer branding, and the second and third aimed at identifying challenges and 
ways of meeting the challenges of keeping internal and external employer brands 
consistent. The issue of impediments of this alignments was raised by Backhaus and 
Tikoo (2004) who called for more study on this specific issue. Recently Alshathry, 
Clarke and Goodman (2017) dealt with the relationship between internal and external 
employer brands and their management on a theoretical level and called for further 
empirical research on the subject. The empirical research was done using a qualitative 
multiple case study comprising of nine theme interviews with HR managers or CEOs 
of the selected companies.  
 
The findings about general approaches and practices to employer branding indicate 
that companies have different approaches to formulating their employment value 
proposition. Only one organization had a formally stated employment value 
proposition while two were in the process of defining one. Typically, the contents of 
what is promised to employees was conveyed through general value statements such 
as entrepreneurship, openness and being a good or caring employer. 
 
Most organizations viewed employer branding as being primarily concerned with 
the management and development of the internal employee experience and letting 
internal perceptions trickle to external audiences by facilitating unfiltered 
communications between current employees and the target audiences. In all 
employer branding activities realities of the organization, it’s resources, size, growth 
and organizational structure need to be taken into account continuously, while also 
being aware and considering the everyday experiences of employees. At the same 
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time, factors stemming from the industry such as the level of competition for talent, 
the extent to which employees have expectations about typical industry practices and 
the prevalence of dominant players in the industry need to be considered. Instead of 
focusing on creating impactful advertising campaign and recruitment marketing, 
focus should be on improving the internal experiences and enabling direct 
communications from employees to the potential talent pool. 
 
Impediments of employer brand alignment identified dealt with the inherent 
difficulties of communicating about complicated organizations and tasks which are 
in constant change. Organizations that experience growth either organically or 
through acquisitions and need to integrate new business areas and types of 
employees have the added challenge of combining different expectations and 
cultures, which sometime necessitates building a new employer identity from the 
ground up. Organizations need to be ready to alter their practices and culture when 
the organization grows beyond what the previous culture can support. 
 
Another category of impediments relates to expectations of employees that for one 
reason or another are not met by the experiences. Examples of issues related to 
employee experiences can stem from feelings of disconnect from the organization, 
incomplete assumptions about the organization and its culture, overly optimistic 
expectations about functional and other benefits as well as disappointments with the 
content of the work. 
To combat some of the challenges with the misalignment of internal and external 
employer brands organizations should take an active role in defining in some 
appropriate form what their organization and their culture is about in a way that 
takes into consideration as wide a range of views as possible. While explicit 
statements are only one way of doing it, having something palpable provides 
everyone tools to reflect their experiences with something and notice possible 
discrepancies early on. 
 
In communicating about the organization, openness and honesty are important both 
internally and externally. Being truthful with external communications requires that 
recruiting managers and everyone dealing with the external audiences have the 
skills, knowledge and capabilities to convey an accurate picture of the whole 
organization. This requires internal work and effort put into making sure that the 
shared values and other aspects about the organization are understood in the same 
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way by everyone. This should be combined with giving everyone the opportunity to 
communicate in ways and tones that feel appropriate for them. When 
communicating about many-sided complex organizations not attempting to 
overthink the message, and instead relying on presenting real-life projects and 
examples of people without trying to polish them can be a winning formula. 
 
Due to the limited scope of this study and the relatively small body of data few 
general statements about best practices of managing employer branding cannot be 
exhaustively made. The purpose and contribution of this study is to present 
managerial views on issues that Finnish organizations have faced in practice and 
open new avenues of thinking around potentially improving the alignment of 
internal and external perceptions of the employer brand. One learning from this 
study that organization should consider is identifying what kind of internal factors 
related to organizational growth and change should be taken into account when 
planning and executing employer branding, and whether changes within the 
organization and its business environment should call for changes in how the 
organization approaches this. This study provides some initial ideas about the 
potential challenges that could come up around this theme. More thorough studies 
around a single source of challenges, focusing on in-depth look at specific firms or 
industries and studies taking into account the views of employees or audiences of 
external employer branding should be done in the future. 
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Appendices 
 

Appendix I: Interview Agenda 
The interviews are for the most part held in Finnish. A translation of this agenda is 
used as a supporting document for the interviewee. Figures 2.9 and 2.10 are used as 
visual aids for the interviewees. 
 

Introduction 

• The aim of this study is to discover challenges related to managing the 
employer brand towards both existing and potential employees 

• Introduce the theme interview structure: first general questions about the 
interviewee and company. The first theme related to general employer 
branding planning and activities, the second and third themes around 
challenges and managing those challenges 

• Practicalities: permission to record, anonymity of data and results, interview 
should take up to one hour 

 

Background information 

• Briefly describe your organization (while this information can be publicly 
available this is useful to hear in one’s own words) 

o What does it do? 
o How many people are employed? 
o Where does it operate? 

 

• What are your responsibilities? 

• What positions are in focus in your HR and recruitment activities? 

• What kind of backgrounds do people in these positions/new recruits typically 
have? 

 

• Introduce key concepts related to employer branding (see: Figure 2.10) 
o Employer brand as a distinct set of tangible and intangible benefits 

from belonging to the organization 
o Employer brand equity as measurable business value gained from 

having a strong employer brand 



 
 

II 
 

 

o Employer brand management as a set of activities aimed at gaining 
employer brand equity 

o Employment value proposition as a description of what is promised to 
employees 
 

Theme I: Employer brand management 

• Describe the employment value proposition of your organization 
o Is it defined in detailed terms? For example, in recruitment material? 
o Who is responsible for the definition? 
o Can it be worked on locally or are elements of it given from higher up? 

• What is the relationship between the employment value proposition and the 
brand promise of the services render by your organization? 

o Is the employment value proposition an extension of the 
corporate/service brand or independent? 

• Can employees participate and is their voice heard in defining it?  
o Is there continuous development or is the EVP rather permanent? 

• What activities do you recognize as important for managing the employer 
brand externally? 

• What activities do you recognize as significant for managing the internal 
employer brand and the experience of employers? 

• What is the role of HR, marketing and potential other functions as well as 
senior management and individual employer in building the employer brand. 
How formal are these processes? 

 

Theme II: Challenges of aligning internal and external employer branding 
 

• Explain the effects of employer brand building activities on elements of 
employer brand equity: familiarity and brand associations (externally) and 
experiences and loyalty (internally) 

• Explain the importance of alignment of internal and external brand 
perceptions => ingenuine perceptions lead to lower engagement and loyalty 

• Go through individual factors of employer branding and discuss what issues 
may arise when attempting to align them and respond to the needs and 
expectations of both internal and external target groups 
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o Highlight the nature of employment as a continuous process of 
encounters and experiences as an employee transitions from a 
potential recruit to a member of the organization  

 

• As these issues are discussed, ways of counteracting and dealing with these 
issues should be discussed as well 

 

Employer branding element Sample questions about alignment 

Reputation and publicity 
Issues related to aligning stories in the media or 
other external communications with internal 
perceptions 

Senior leadership 

Actions of top management in alignment with 
stated values or culture, visibility of senior 
management to employees in official and informal 
capacities 

Service support 
Services and support advertised to employees, 
their effectiveness and availability as well as 
awareness of them  

Job content Descriptions of job postings and the realities of 
everyday work 

Recruitment and induction 
Contents of recruitment material. Support in the 
early days of working, orientation and learning – 
alignment with expectations  

Work context 
Advertised corporate culture and its visibility in 
everyday life, example set by superiors and 
colleagues. Internal competition. 

Working environment Expectations about office space, tools and levels 
of formality 

Reward and recognition Compensation and progressions, mentoring, 
feedback 

Team management 
Expectations about leadership and management 
practices, individual responsibility given and 
support from seniors 

Others  
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Theme III: Overall alignment of the employer brand 
 

• How do you see the relationship between the internal and external employer 
brand of your organization? 

o The four-cell matrix of Figure 2.9 can be used here 
o Are external communications in align with the desired brand, are the 

practical experiences in line with what is communicated 
o How should employer branding efforts be directed to address the 

current positioning 

• Is such a divided identified at all and are there mechanism for looking into 
the issues? 

o How is the accuracy of the employer brand and effectiveness of 
employer branding measured, if at all? 
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Appendix II: Employment value proposition results 

Company Key content of employment 
value proposition 

Approach to Employment 
Value Proposition 

Employment Value 
Proposition Development 

Law firm A 

• Providing learning 
opportunities from the 
best professionals 

• Being highly selective and 
exclusive 

• High compensation 

• No formal EVP statement 
• Standing out from 
competition by deviating 
from industry expectations 
about hierarchy etc. 

• As a relative newcomer 
there is a lot of work to be 
done 

• EVP needs to be built as 
the business gains more 
recognition 

Law firm B 

• Being a member of a top-
tier firm in its class 

• Getting to learn from the 
best professionals 

• EVP is closely related to 
high quality business 
brand 

• No formally defined EVP 
statement 

• EVP considered to be 
fairly consistent in the 
industry 

• No formal processes 
• Continuous co-operation 
between HR and partners 
in gaining information and 
refining practices 

Investment 
fund 
management 

• Being a member of a top-
tier firm in its class 

• Becoming a part of a 
highly professional team  

• High quality service brand 
defines the EVP 

• No formally defined EVP 
statement yet but work in 
progress 

• Emphasizing the quality of 
the business brand but 
making it more humane 

• EVP development 
ongoing with CEO, upper 
management and 30 
employees 

Audit and 
advisory 
services 

• Offering development 
opportunities especially 
for young professionals 
starting their careers 

• A lot of opportunities 
within the organization 

• No formally stated 
employment value 
proposition yet 

• Process for defining one 
is ongoing 

• EVP definition process in 
co-operation with HR and 
business area leads 

• Combination of guidelines 
from international 
corporate brand and local 
internal knowledge 

Hospitality • Getting to work with well-
known high-quality brands 

• No formal EVP statement 
• Value proposition stems 
from cultural factors and 
the business brand 

• Business unit managers 
have a great influence 
over employee experience 

• Employer brand tightly 
connected with the 
business unit brand  

Digital 
consulting A 

• Great development 
opportunities and 
professional challenges 
for skilled people 

• Getting freedom and 
responsibility over work 

• No formally defined EVP 
• EVP based on 
fundamental values 

• Few things codified in any 
manner 

• Continuous development  
• Identifying common 

aspects in employees’ 
experiences and aligning 
internal development 

Digital 
consulting B 

• Doing impactful work and 
projects 

• Putting people first and 
being diverse 

• Opportunities for 
personal development 

• EVP formally defined and 
present in recruitment 
material 

• Continuous development 
of the EVP through 
dialogue between HR 
and top management 

• A priority for 
management team 

Software 
product 

• Getting to be part of an 
exciting community 

• Personal responsibility 
and an entrepreneurial 
atmosphere 

• No formal definition of 
EVP 

• Based heavily on internal 
culture factors and its 
development 

• Corporate culture and its 
development a key issue 
of CEO and 
management 

• Formal culture guidelines 
stated and revised 

Management 
and financial 
consulting 

• Being a good and caring 
employer 

• Going against negative 
assumptions about the 
industry 

• No formal EVP statement 
• Stated through values and 
corporate strategy 

• Concentrated effort 
towards creating a new 
identity and culture 

• Getting everyone to give 
input and participate a 
goal 

 


