
Hye Joon Park (hp279@cornell.edu) & Pin Zhou (pz72@cornell.edu) 

Date: April 12th, 2013                                                   

Executive Summary 

 

Question 

For companies that have a strong employment brand, is there a correlation to their employee engagement 
levels and/or bottom line results? 

Introduction: 

The concept of employer brand was first introduced in 1996, where the authors defined “employer brand” 
as “the package of functional, economic and psychological benefits provided by employment, and 
identified with the employing company” (Amber & Barrow, 1996). Initial application of employer brand 
in human resource management focused heavily on attracting and recruiting talents; However, a recent 
survey by People in Business Co. found that 42% of the 104 survey participants (organizations that are 
currently developing employer brands) focus as much internal as external (People in Business, 2010). 
Employer brand is recognized as a powerful tool to help employees to internalize corporate values (The 
Conference Board, 2001), to shape corporate culture (Backhaus & Tikoo, 2004), to engage employees, 
and to align talent management with business strategies (Kunerth & Mosley, 2011). SHRM’s survey in 
2008 found that 61% of surveyed companies have had an employer brand, and that 25% were either 
developing or planning to do so within the next 12 months (SHRM, 2008).  

Correlation between Employer Brand and Employee Engagement 

The positive correlation between employer brand and employee engagement has been recognized by 
different academic studies. In 2007 Brain Heger conducted an empirical study by using data from 614 
respondents, to identify the relationship between strong Employment Value Proposition (EVP), the core 
component of employer brand, and respondents’ level of engagement. The study recognized that 
employee engagement is largely influenced by an organization’s EVP, in that EVP attributes (elements 
appealing to employees) serve to motivate a firm’s workforce (Heger, 2007). The survey by Corporate 
Leadership Council also found that employees who perceive their organizations’ EVP to be less 
competitive than that of other organizations are likely to disengage from their organizations by either 
reducing contribution or leaving the organization (Corporate Leadership Council, 2006). Another 
empirical study of 113 companies across industry has recognized that in companies with developed 
employer brand, employees are more actively engaged in decision-making and management process 
(Kucherov & Zavyalova, 2011).  

 

Case study-Coca Cola Hellenic (CCH): CCH launched the initiative to develop corporate-wide 
integrated employer brand in 2005. In the following years, while CCH reduced its headcounts across 
entire organization (from 47,000 employees in 2007 to 43,000 in 2010) and maintained a firm control 
over salary rises, the company observed significant improvement in employee engagement: the 



percentage of fully engaged employees rose from 36% in 2006 to 43% in 2007, and 55% in 2010 
(Kunerth & Mosley, 2011).  

 

Correlation between Employer Brand and Organizational Performance: 

Although empirical studies that discuss the straight relationship between employer brand and 
organizational performance are few, some studies do suggest that employer brand contributes to different 
elements of organizational performance, and that it helps in strengthening companies’ sustainable 
competitive advantage (Martin et al., 2005). The following are some of the identified influences of 
employer brand on the corporate performance related variables.  

 

1) Employer Brand and Talent Acquisition: 

Many empirical studies emphasized the positive impact of employer brand on the quality and quantity of 
applicant pools. A study based on data of 99 sampled organizations testified the positive correlation 
between employer brand and the number of applicant (.42), and the correlation between employer brand 
and the quality of applicants (.28) (Collins and Han, 2004). In addition, employer brand helps 
organization to tap into passive candidates more effectively, and hence helps to expand and improve 
candidate pool. Organizations with managed EVPs are able to effectively source from more than 60% of 
the labor market, while organizations with unmanaged EVPs are able to source from only 40% of the 
labor market. (Corporate Leadership Council, 2006).  

 

2) Employer Brand and Turnover Rate: 

Research suggests that employer brand reduces turnover and increase employee loyalty (Kucherov & 
Zavyalova, 2012). By comparing data from 113 companies across industries, the study found that the 
average turnover rate of the organizations with employer brand is 10%, while overall turnover average is 
as high as 16%.  

 

3) Employer Brand and Compensation: 

Studies show that well-established employer brand enables employer to attract talents at lower 
compensation level. Candidates are more tolerant with organizations which have established employer 
brands than those without. For example, the average acceptable compensation level is recognized to be 
859 euro for organizations with employer brands, and 1164 euros for companies without employer brand; 
i.e., employer brand allows 26% economic advantage in terms of labor cost (Kucherov & Zavyalova, 
2012). 

 



When attracting talents to move from their previous jobs, only 11% increase in compensation is needed to 
attract candidates who feel the EVP is attractive, while a 21% increase is needed to lure candidates who 
feel the EVP is unattractive (Corporate Leadership Council, 2006). 

 

4) Employer Brand and Organizational Culture: 

Some scholars argue that employer branding reinforces and changes organizational culture. A study on 
the internal marketing campaign by People Energy Corporation found that as the branding campaign 
progresses, employees buy into the new corporate culture, align their behaviors with what was demanded, 
and thus developed the cultural norms based on the established expectations of the company (Bergstrom 
& Anderson, 2001). A study by Xia and Yang on Chinese market also suggests that employer brand 
impacts organizational culture and organizational exchange, in that as employer brand fulfils employees' 
spiritual and material needs, employees reciprocate with higher motivation (Xia & Yang, 2010). 

 

5) Employer Brand and Commitment: 

Studies also suggest that employees’ attitude such as organizational identification (Edwards, 2010; 
Schlager et al., 2011), satisfaction and commitment (Helm, 2011) are also positively related to employer 
brand. When organizations effectively deliver on the EVP, new employees arrive with higher levels of 
commitment (38% of employees presented high level of commitment), compared with 9% commitment 
rate for organizations with poor EVP delivery (Corporate Leadership Council, 2006). 

 
Conclusion 

By carefully selecting attributes of employer brand, and aligning employer brand with corporate strategy, 
employer brand can be a powerful tool for organizations to address diverse challenges. It contributes to 
the alignment of external and internal value perceptions on the organization, improves workforce 
strength, and brings various economic benefits for the employer. As different components of employer 
have varied impact on factors of organizational performance, organizations need to articulate the desired 
outcomes so to tailor their employer brands to achieve effectiveness and efficiency.    
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APPENDIX 

 

Appendix 1.  

 

Comparisons of turnover rate, HR costs in total, training costs by companies with employer brand, and by 
companies without employer brand 

 

(Source: Kucherov & Zavyalova, 2012) 
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(Source: People in Business, 2010) 

 

Appendix 3.  Employer Brand helps to tap into a broader talent pool

 

(Source: Corporate Leadership Council, 2006) 

 

Appendix 4. examples of established employer brands  
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(Source: Society of Human Resource Management, 2008)  
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