Decoding your
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proposition to
deliver a
meaningful
employer brand
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FOREWORD
In a world where image is everything and reputations are measured in shares, tweets and comments for the
world to see, building a strong employer brand has never been more important.
More than ever, organizations wishing to stay ahead of the curve, attract the very best candidates and
succeed in highly competitive environments need to assess the impact their brand and candidate experience
has on their ability to attract, engage and retain top talent.
Even those organizations with strong consumer brands and office environments resembling adult

playgrounds have meticulously curated their employment stories to ensure that they’re not only improving
their employer brand recognition and attracting the best talent, but also ensuring that they retain their
existing employees.
So what do these organizations, the ones that are constantly gracing the ‘World’s Best Employers’ lists do

differently? How do they always ensure that they have a strong pool of candidates lining up to work with
them? What’s their secret?
In this whitepaper, I will look to debunk the myth that you need to ‘create’ an Employee Value Proposition
(EVP) and discuss ways to build a strong brand, whatever the budget.

In this whitepaper, I will look to debunk the myth that you
need to ‘create’ an Employee Value Proposition (EVP) and
discuss ways to build a strong brand, whatever the budget.
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In a world where image is
everything and reputations are
measured in shares, tweets and
comments for the world to see,
building a strong employer brand
has never been more important.
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E X E C U T I VE S U M M A RY
With continuing labor shortages globally, the war for talent isn’t going away any time soon. This highly
competitive recruitment environment, coupled with the high cost of employee turnover, means that having a
strong employer brand has never been more important. Gone are the days where organizations can create a
nice looking ad, post it on a job board and wait for great candidates to come to them. Nowadays, a more

holistic approach needs to be taken to ‘win over’ candidates and convince them to apply. To compete in the
war for talent, organizations need to consider the following:

You can’t create your EVP, it

Employer branding doesn’t just

Having an employee value

already exists within corporate

start and end with the

proposition that’s too

culture and employees’ stories,

candidate, it starts long before

aspirational or isn’t an

so consider reviewing what

they’ve even seen the job ad

authentic representation of

your employees think of your

and continues beyond offer

your organization’s culture

organization before beginning

acceptance

isn’t going to help attract or

work on your external

retain top talent

messaging

Understand what attributes

Creating clear job descriptions

Think about the experience

constitute ‘top talent’ in your

outlining the ideal candidate

your organization is giving

organization and focus on

profile and highlighting the

potential and existing

attraction and retention

benefits of working for your

employees and consider if

strategies with their needs in

organization can help reduce

technology and human

mind

time and cost per hire

interaction can work together
to improve their experience

Employer Branding doesn’t have to be a costly, time-consuming exercise, but when done correctly, can save
your organization millions in the long run and give you more of your most precious commodity:
highly-engaged and productive talent.
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Debunking
the myth
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DEB U N KI NG THE M YTH
First, before we get any further I think it’s important to clarify my
thoughts on employer branding and EVP and debunk any myths
on how they’re created.
Now this may seem a little controversial, but I don’t believe EVPs
are ‘created’, I believe they already live and breathe within an

organization and just need to be defined and brought to life
through authentic storytelling. Lars Schmidt, founder at Amplify
& HR Open Source, believes this is the convergence of Consumer
and Employer Brand to create a “Talent Brand” and views

“An employer
brand presents a
holistic picture of
the company
culture and the
vision, values and
goals they
espouse.”

storytelling as a way to help candidates develop more affinity to

an organization by ‘humanizing’ its brand and messaging. A well defined EVP, in my mind, is one of the key ingredients to a strong

Jorgen Sundberg,
Founder,
LinkHumans

employer brand – something that can be created through
consistent, meaningful and unique creative and messaging.

Some believe an employer brand starts at the job advertisement and ends once a candidate becomes an

employee. A candidate’s interaction and engagement with an organization’s employer brand, in most cases,
happens long before they ever see the ad on a job board. More often than not, when they see that ad, they’ve
already formed an opinion of the brand and made some assumptions about what it’s like to work there.
Perhaps they have a friend of a friend that works there, or had a really poor interview experience. Maybe

they’ve read about the paternity leave offered or the unlimited holidays provided. Either way, they’ve already
started to form an opinion – a strong employer brand will help to shape those opinions and create a very clear
message about what it’s like to work there. According to Lars Schmidt, Founder of Amplify & HR Open Source,
“Effective Employer Branding is about finding ways to help prospects better understand your organization’s

culture, values, and talent so they can make more informed decisions. When done right, it can have a
significant impact on your ability to attract talent that aligns with your organization; while repelling those who
can self-select out based on how your Employer Brand shows up to them.”
Think about companies like Google and Facebook: they’ve created working environments that aim to mirror
people’s home and social lives, blurring the lines between work and life. For some, that could be a turn off –

having no distinction between work and personal life, but for others, they may see the ‘cool’ playground -like
working environments and think ‘wow – I want to work there!’ Now this is a great example of effective
storytelling!
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Another myth that I’d like to discuss is the idea

This leads me to the final myth I’d like to debunk:

that defining your EVP and developing a strong

that employer branding ends once a candidate

employer brand needs to be a costly exercise and

becomes an employee. Ensuring that employees

one that only affects your external brand

believe in and engage with your employer brand in

perception. A strong employer brand needs to live

a positive way is imperative. If your employees

and breathe in every touchpoint a candidate and

don’t believe the hype, then there’s a good chance

employee has with an organization – from their

that your employer brand isn’t a true and honest

first interaction right through to their exit

representation of your employment experience.

interview and beyond! In fact, candidates can

Having an employer brand that’s not authentic or

experience your employer brand through

perhaps too aspirational and not an accurate

interactions with current employees. Personally,

depiction of reality can lead to attrition issues,

there have been many instances where I’ve gone

especially in the first few months of employment,

to meet with an organization about developing a

and starts to build a negative reputation within

careers site or attraction strategy, and I’ve been

your talent market.

greeted by an employee who clearly doesn’t want

to be there, or I’ve been left waiting in reception

Karim Ansari from LinkHumans believes there are

for what seems like hours. Imagine if I was a

many similarities between online dating and

potential candidate who’s been ‘wooed’ by a great

employer branding, comparing an inaccurate

ad or website, only to be greeted by a disgruntled

representation of your employer brand similar to

employee or a poorly planned interview process –

that of the modern day term of ‘catfishing’ – when

especially when this is the first ‘human’ interaction

the person is completely different to that of their

with the company.

profile picture. “In other words, we portray
ourselves as one way online because we want to

go on as many dates as possible, but the reality is
that when these employees show up to work, they
find out that, ‘Wait a minute. This isn’t the same
company that was described to me.’”

If your employees believe in the value proposition,
then they’re more likely to become brand
ambassadors and potential referrers. And here’s
something even more novel: if your employer

brand is strong, you’ll also increase your chances
of boomerangs and improve your alumni network.
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So why is
employer
branding so
important?
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S O WH Y I S E M P L OYE R
B R A N D I N G S O I M P O R TA N T ?
Having a strong employer brand and defined EVP has been
linked to everything from decreased attrition to better
productivity and bottom line impact. According to LinkedIn,
companies with stronger employer brands see a 43%

decrease in the cost per hire, and in CEB’s study, “Branding
for Influence,” it was cited that a strong employer brand
can raise your quality of hire by 9% and improve applicant
pool quality by 54%.
From an attraction perspective, having a strong employer
brand can be the difference between a candidate choosing
one organization over another and help to find points of

difference in a competitive marketplace. It can also ensure
that more of the right-fit candidates apply and stay.
Julie Duncan, Director of Talent Acquisition at PwC Australia,

believes that their employer brand plays a fundamental role
in attracting top talent. She goes on to say that having a
strong EVP that’s embraced at all levels of the organization

allows them to tell the PwC story in an authentic way,
challenge perceptions and engage with candidates in a way
that’s proved invaluable in the highly-competitive and
constantly-changing markets where they recruit.

“At PwC Australia, we
believe that our
employer brand plays a
fundamental role in
helping attract top
talent.”
Julie Duncan, Director of Talent
Acquisition at PwC Australia
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And Julie isn’t alone. Sharon O’Riordan, Head of Talent, Learning &
Recruitment Operations at BAE Systems plc, also believes that
having a strong employer brand has been fundamental to sustain

and grow the business through attracting, recruiting and retaining
the right kind of talent. Sharon goes on to state “Our employer
brand underpins how we market and promote the organization’s
values and strategy with both our internal and external talent

globally.” Look at Coca-Cola and Pepsi: both have done a great job of
differentiating themselves to consumers from a product perspective,
but can the same be said from a recruitment perspective? You could
say that they have very similar employment propositions for

employees of a certain age and demographic, but what sets them
apart is how they tell their stories and how those stories connect on
an emotional level for a candidate and the connection they have to
the underlying messages being portrayed.

An organization with a strong employer brand is clear on the type of
candidates they want to attract, and conversely, which just won’t
work within their corporate culture. Messaging around disposition

and work ethic can help candidates to self-select out of a
recruitment process, so it’s best to get those messages out from the
get-go and not wait until the interview to have a transparent
conversation. I once worked with an organization that wanted to

make it clear up front that this was a place that would make you
work harder than you’ve ever worked and expected employees to
work overtime, but for the right person, would also provide
complete autonomy and great perks – that’s a great way to ensure

that you only get the right fit candidates applying!
Netflix is another great example of an organization taking a very
transparent approach to communicating culture and what it’s like to

work there. In their Corporate Culture deck, they were upfront in
informing people to expect to work hard, that the job would be
challenging but that they’d provide support and good pay to make it
all worthwhile for the right people.
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Portraying a true and honest representation of your culture and employer brand can also result in reduced
turnover, because people aren’t joining under false pretences – they already know what to expect. Mercer
suggests that the cost of employee turnover is anywhere from 90 to 200% of the exiting employee’s salary.

According to Lindsay Sears, in her 2017 Retention Report: Trends, Reasons & recommendations, Work
Institute, the total cost of voluntary turnover in the United States is over US$536 billion a year and if
Firstcare’s (workplace absence management specialists) predictions in the ‘Change at Work: How Absence,
Attitudes and Demographics are Impacting UK Employers Report’ are correct, workplace absence could cost

the UK economy 21 billion in 2020. And APAC statistics don’t look any better, with Singapore Business
Review stating that in countries such as Singapore, Malaysia and Australia, employee turnover rates are
expected to average around 40%, which is going to become a significant issue for many APAC businesses. In
fact, in Australia, the cost of this turnover was estimated at $3.8 billion in lost productivity and $385 million in

avoidable recruitment costs, according to recent research by PricewaterhouseCoopers***.
Building a strong connection to your employer brand also has the added benefit of creating brand
ambassadors – both in existing employees and with candidates. Being clear about your proposition and

providing a positive candidate experience can help create brand ambassadors in your candidate pool –
candidates who, even though they may not have been successful for a role, want to apply again or perhaps
want to refer others. In fact, a great measure of employer brand strength is ‘Net Promoter Score’ or NPS –
how likely employees are to recommend their employer to a friend.

Portraying a true and honest
representation of your culture
and employer brand can also
result in reduced turnover,
because people aren’t joining
under false pretences – they
already know what to expect
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So where to
begin…
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S O WH E RE TO B E G I N…
Uncovering your EVP and developing your employer brand doesn’t need to be a costly and time-consuming
process. In most cases, the basics are already there – your employees’ experiences and corporate brand and
culture just need to be brought to life in a way that can engage your target audiences.

So here lies the first step: sit down and talk to your employees. This can be done through engagement surveys,
but the real storytelling starts with an open and honest discussion on their employment experience. Not only
will this process give you valuable insight into what sets you apart from your competitors, but it will also provide
some nuggets of content to share, reminding your employees why they joined and helping them feel connected

to the process.
It’s important to balance the present-day employment offering with your organization’s aspired brand

positioning to ensure your employer brand has some longevity and connects with your long-term strategy and
objectives. This will also help to give future employees a view into where the business is going and confirm that
it’s the direction they want to be heading in, too. Just be certain that it’s not too aspirational, as only giving
candidates a view to “future state” could mean they leave after a few months if their expectations haven’t been

met because the future state was too far off.
Getting this mix between current versus aspired brand positioning right was of utmost importance to Synchrony
as it spun off from its parent company in 2014. According to Claudine Hoverson, Senior Vice President of Talent

Recruitment at Synchrony, “When Synchrony set out on the journey to form its own, separate company, we took
with us the incredible history and stability of our parent company, but had little brand recognition of our own.
Our employer brand needed to evolve with our business so that we could continue to attract the best talent to
our unique opportunities at Synchrony. Our success came from thoughtfully defining our value proposition and

purposefully sharing it with talent at every stage of their journey.”
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Remember my account of my first ‘human interaction’ with an organization I
was working with to improve their external brand perception earlier on in
this article, and the impact a poor experience had on my perceptions of that

brand? As well as acting as a cautionary tale, it emphasizes the importance
that an experience can have on a candidate’s engagement with a brand.
According to Jibe’s State of Employer Branding Report, 95% of recruiters
surveyed believe that the candidate experience impacts their organization’s

employer brand, so it becomes quite clear that an extensive assessment of
your candidates’ experience needs to be a key priority in building a strong
employer brand. Understanding your audience is a key starting point here,
along with gathering feedback on your current process through sentiment

analysis and configuring technology to improve the experience rather than
being hindered by it. And if you work in a B2C organization, a simple tool to
build a case for improving the candidate experience should be looking at the
impact a poor candidate experience can have on sales. Take Virgin Media as

an example, where calculations set the financial impact at around $5 million

“Through
ongoing
sentiment
analysis and
regular
candidate
experience ‘check
ins’, our clients
have noted a
significant
improvement in
candidate
conversion
throughout the
application
process.”

annually of lost customers and sales.
James King, Sector Manager, Upland Rant & Rave (Candidate Experience

James King, Sector
Manager, Upland
Rant & Rave

Application and Sentiment Analysis Tool), believes engaging candidates
through regular ‘check ins’ throughout the application process helps to
ensure the brand is positively viewed, even if the candidate is
unsuccessful. Providing this level of connection with candidates is especially

valuable if your candidates could also be your customers!
Another key factor to improve retention is to ensure that your employer
branding efforts don’t end once the candidate becomes an employee. Don’t

let them feel that they’ve joined a completely different organization than the
one they applied for– look at ways to extend your brand to internal
communications and make sure to keep communicating with employees
throughout their initial few months to make sure their expectations are

being met.
According to Brent Pearson, CEO & Founder of experience-driven onboarding

platform, Enboarder, organizations are redesigning their standard
onboarding experience to build connectivity with new hires, with some
programs stretching as far as 18 months or two years beyond their start
date. Brent believes that having ongoing engagement and consistent

communication with employees during the period we call the "attachment

“There’s a real
need for regular
engagement to
build connectivity
with new hires as
they ramp and
establish
themselves as
productive
members of the
team.”
Brent Pearson, CEO
& Founder,
Enboarder

set" is vital to retaining top talent and combatting employee attrition.
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The best people to promote your employment experience are your existing employees. Engage them and
help give them the tools to become brand ambassadors, utilize their networks and let them share their
stories. Their stories, aligned with your key differentiators, can create truly authentic brand messaging and

help to provide an honest preview of your corporate culture and what it’s like to work at your company.
Bringing existing employees on your brand journey can be a great engagement activity and can also help to
reinvigorate employee referrals.

A recent study by Gartner stated that only 15% of people said they trust posts made by companies on social
networking sites, compared with 70% who said they trust recommendations from people they know.
While creating an overarching employer brand, one that is consistent and in keeping with your overall
corporate brand guidelines, is important to ensure brand recognition. It’s also important to remember that

you have different audiences you want to connect with. Different candidates and employees have different
fears, motivations and decision-making factors when looking to join and stay with an organization, and it’s
important to take each of them into consideration when building your employer brand. Slight tweaks in
creative and messaging can help to ensure that your key audiences are accounted for. A great starting point

is to build out candidate personas, get into the minds of your current ‘top performers’ and learn what makes
them tick. Understanding them better will help you to understand how to convince and convert more people
like them. Be sure to sense-check the creative and messaging with this group before launching to the
external market and make sure you’re taking into consideration the fears and motivations of your diverse

groups. How can you alter the messaging to ensure that a return to work parent feels comfortable making
the leap back into the workforce, or that someone with a disability can see the emphasis your organization
plays on creating an inclusive environment for all people? Sure, you can’t be everything to all people, but
you can make sure that the candidates that fit your corporate culture and ethos are aware of everything you

have to offer and understand why they should work for you.

A recent study by Gartner stated that only
15% of people said they trust posts made
by companies on social networking sites,
compared with 70% who said they trust
recommendations from people they know .
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In recent years, there’s been an emergence of technology and assessments that scale and automate the
recruitment process. Artificial Intelligence (AI) and bots are becoming a part of everyday life and most
people are used to conversing with them about everything from next graduate intake through to shift work

patterns and interview tips and tricks. If used correctly, technology can have a strong impact on the
perception of your brand and on the candidate’s overall experience with it. However, it’s really important
that technology and assessments are used to add to the experience and not just to use technology for
technology’s sake. Look for areas of your candidate and employee experience that could use some

improvements and consider if implementing technology would be beneficial. Alexander Mann Solutions’
Head of Technology, Andrew Wayland, believes AI and robotics can boost EVP, strengthen relationships and
streamline processes during recruitment, assessment and beyond.

For example, earlier this year, one of Singapore’s leading banks, DBS, launched Jim, Southeast Asia’s first
virtual recruiter, who will save some 40 man-hours a month enabling recruiters to spend more time sourcing
for candidates. According to DBS, candidates will also benefit from Jim through a faster, more streamlined
process and real-time interaction available 24/7.

Another great example of utilizing technology to improve the candidate experience is Unilever’s use of new
assessment technologies and AI to assess candidate’s aptitude, logic, reasoning and appetite for risk through
gamified assessment and determine ‘fit’ through natural language processing and body language analysis,

analysed through a machine learning algorithm via a video interviewing platform. And it doesn’t stop there,
Unilever also has ‘Unabot’ - a chatbot that helps employees get started in their new role by understanding
what they need to know and answering any questions they may have during their first few weeks with the
organization.
Lastly, before launching any external employer brand messaging, make sure it resonates with your internal
employees first. Do they believe it? Are they connected to it? A pretty simple litmus test is to concept test
any new creative or messaging with your employees first (better yet, use the employees you gathered insight

from in the first place!) And make sure you launch it internally – take your employees on the journey, reignite their passion and remember why they love working for you!
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Sondra Dryer
Global Head of Brand & Experience
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Sondra joined Alexander Mann Solutions in January 2018 and is
responsible for driving the creation of brands and associated
experiences that help clients find, attract and nurture top talent.
She is truly passionate about helping organizations develop
authentic candidate experiences. Sondra is a proud mother of 3 and
a die-hard Texas Longhorn fan.
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