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Abstract
Title    Examining the collaboration between human resources and market-
    ing functions within employer branding: A multiple case study

Authors   Müller, Sabrina & Piepenstock, Inga

Level      Master thesis, 15 hp

Keywords   Employer Branding, Employer Brand, Human Resources, Marketing, 
    Collaboration,  Business functions 

Background   As responsibilities are not clear between human resources and marke-
    ting functions within the employer branding field based on pre-re-
sew    search, a more in-depth investigation of the collaboration and its chal-
    lenges is needed.

Purpose    The purpose of this study is to examine the collaboration between  
    human  resources and marketing functions within employer branding.

Research Question   RQ1: How do human resources and marketing functions collaborate 
    within  employer branding?
    RQ2: Which challenges evolve during this process?

Method   A qualitative research method was carried out. In order to gather em-
    pirical findings, five international organizations from different indu-
    stries and four consultants in the field of employer branding were in-
    terviewed.

Theoretical Framework Theories regarding branding, employer branding, becoming an empl-
    oyer of choice, responsibilities within employer branding and the col-
    laboration between human resources and marketing have been inclu-
    ded in order to discuss these with the empirical findings.

Findings and Conclusions The collaboration between human resources and marketing can be be-
    neficial for an organization regarding achieving the status of an emp-
    loyer of choice. Collaborations and responsibilities differ among or-
    ganizations even though they might be clear. Hence, the employer br-
    anding initiatives should be translated more into usable and understa-
    ndable activities. This is related to one of the biggest challenges, 
which     which is integrated communication.
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1. Introduction 
_______________________________________________________________________________________

This chapter includes an introduction to the overall topic of the study, a background and problem 
discussion. The authors point out the idea of examining the collaboration between the two func-
tions, human resources and marketing, regarding their perceptions of the responsibilities of employ-
er branding. Moreover, the chapter outlines the research purpose and questions, which create a vital 
part of the whole study. Lastly, it rounds up with the delimitations and the study structure.
_______________________________________________________________________________________

1.1 Problem background 

Increasingly, the full understanding of the culture and strategy within an organization (Backhaus & 
Tikoo, 2004) is getting important for organizations to help them succeed and grow. According to 
Backhaus and Tikoo (2004), in order for the organizations to incorporate the organizational culture 
and strategy in the best way and to get the employees engaged in these, the employer brand must be 
developed and understood by every single employee. Branding was originally used to distinguish 
tangible products, but over time it has been applied to differentiate people, places and firms (Peters, 
1999). Elaborated by Ambler and Barrow (1996), branding starts out with the organizational brand 
communicating the benefits of using for instance a product to potential consumers, whereas em-
ployer brands communicate the benefits of employment to potential employees. Thus, the term em-
ployer branding suggests the differentiation of an organization’s characteristics as an employer from 
those of its competitors (Backhaus & Tikoo, 2004). Accordingly, employer branding includes vari-
ous aspects that clearly distinguish the organization from others. Ambler and Barrow (1996) firstly 
defined it as “the package of functional, economic and psychological benefits provided by employ-
ment, and identified with the employing company“ (p.187). 

In addition to that, an employer brand is about displaying the organization as an employer with an 
identity, image and distinctiveness conducive to attract its prospective employees and to motivate, 
engage and retain its current employees (Srivastava & Bhatnagar, 2010). By means of this, it is es-
sential for the organization to consider that the employer brand starts from the inside and is spread 
outside the organization. Therefore, according to Valeanu, Cosma and Sofica (2012), organizations 
can benefit more by creating a brand positioning internally, and then communicating it externally 
via  creative  marketing.  Thereby,  internal  marketing  carries the brand “promise” made to recruits 
into the organization and integrates it as part of the organizational culture (Frook, 2001, pp.1). Ex-
ternal marketing of the employer brand is designed primarily to attract the target population, but it 
is also designed to enhance the product or corporate brand (Backhaus & Tikoo, 2004). It is vital 
though when applying employer branding, that the employer brand is consistent within all efforts of 
the organization (Sullivan, 1999). If this consistency is given, co-workers know who exactly they 
are working for and the potential employees as well as customers can additionally identify with the 
employer. With this being acknowledged, the organization is able to differentiate. 
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Furthermore, a study of the Society for Human Resource Management on employer branding re-
vealed that over 67% of organizations view it as a strategic recruiting tool attracting top talent to 
finally gain a competitive advantage, and 49% identified the employer brand as one of the top five 
strategic initiatives for their organization in the future (Lookwood, 2008). This illustrates the rele-
vance of employer branding as a competitive strategic recruiting tool and the importance of it in the 
future. These relatively high percentages reveal employer branding as a vital topic and the need to 
consider it in organizations more increasingly. However, also the employer brand as an internal 
strategy gets stressed. The internal marketing aids the organization to create a workforce that is dif-
ficult for other organizations to imitate (Backhaus & Tikoo, 2004). Evolving from that, according to 
Brooke (2008), a strong brand keeps together the different parts of an organization. More specifical-
ly, it strengthens the awareness of the organization’s characteristics and values (ibid). Fernon (2008) 
highlights the employer brand’s “ability to deliver organizational success by attracting and retaining 
the right people, providing an environment in which employees live the brand, improving organiza-
tional performance in key business areas of recruitment, retention, engagement and the bottom line 
and differentiating employers from each other, creating competitive advantage“ (p.50). 

In this global economy, the material values are getting less relevant, however the human capital is 
turning into the biggest competitive advantage (Stotz & Wedel, 2009). Especially high potentials 
need to be attracted in order for the organizations to capitalize on this advantage, and as Sivertzen, 
Nilden and Olufsen (2013) add, they often represent the main investment in knowledge intensive 
firms. Ready, Conger and Hill (2010) define high potentials as people that are outperforming their 
peer groups in exhibiting behaviors that reflect the company’s organizational culture and values. 
Additionally, they are showing a strong capacity to grow and succeed throughout their careers more 
effectively than others (ibid). Employer branding strategies support the organization in attracting 
this target group. Thus, attracting high potentials and keeping them in the organization is of great 
advantage. 

In order to make full use of the employer branding strategy, an interdisciplinary development needs 
to be carried out regarding collaboration not only between professionals within the market deve-
lopment area, but also within the personnel and organization development areas to gain a strong and 
sustainable competitive advantage next to other organizations (Deutsche Employer Branding Aka-
demie, 2006). Accordingly, the collaboration of human resources  (henceforth HR) and marketing  1 2

within employer branding has to be looked into more in-depth.

 “Human Resource Management is the process of acquiring, training, appraising, and compensating employees, and of attending to 1

their labor relations, health and safety, and fairness concerns” (Dessler, 2005, p. 4).

 "Marketing is the activity, set of institutions and processes for creating, communicating, delivering, and exchanging offerings that 2

have value for customers, clients, partners, and society at large" (American Marketing Association, 2013). 
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1.2 Problem discussion

The main role of the employer brand is simplifying and focusing on priorities which is connected to 
rising productivity as well as improving recruitment, retention and commitment (Barrow & Mosley, 
2006), combining human resources and marketing functions of an organization (Wallace, Lings, 
Cameron & Sheldon, 2014). Hence, HR being more involved in the employer side regarding re-
cruiting and organizational culture, and marketing being engaged in the branding and communica-
tion side, these tasks show that both functions are generally part of the employer brand (Deb, 2006).

When working on an employer branding strategy the question of who takes the role as a decision 
maker and is responsible for strategy, is fundamental (Rynes & Barber, 1990). Research has shown 
that clarity concerning this matter is often missing (Mei-Pochtler, Strack,  Sokolowski,  Kanitz  & 
Dederl, 2014). This is also confirmed by Minchington (2011) who claims that a collaboration bet-
ween HR and marketing mostly fails, leading to a disjointed approach in employer branding. One of 
his studies, the Employer Branding Global Trends Survey Report (2014), reveals that 36% of the 
1176 respondents think HR currently is responsible for employer branding in their organization, 
while 11% answered marketing, 8% referred to the CEO and only 4% see HR and marketing being 
responsible. Accordingly, the responsibility for employer branding appears to be unclear throughout 
organizations and additionally creates the impression that a collaboration between HR and marke-
ting is actually not noticed. 

This issue is connected to the two functions not being integrated and lacking communication, which 
even might lead to misunderstandings (Cobb, Samuels & Sexon, 1998). The Employer Branding 
Global Trends Survey Report (2014) depicts this aspect relating to challenges within employer 
branding. On a scale from 1 to 7 (1=very little extent, 7=very great extent), the respondents ranked 
‘Employer brand messaging across departments’ as the second highest item with 4.75, following 
‘Obtaining an adequate budget’ with 4.89. Interestingly, the ranking of the challenge regarding em-
ployer brand messaging across functions has been increasing since 2011, as the study shows. These 
research results entail that creating awareness of employer branding throughout the whole organiza-
tion is a big challenge, which might be connected to the ambiguity of responsibility for employer 
branding. 

Thus, the core problem within the context explained is that responsibilities of HR and marketing 
within employer branding are not clear. 
Investigating the collaboration between HR and marketing within employer branding would give 
insights into new fields of knowledge both academically and managerially. The authors identified a 
research gap regarding this collaboration seen from an organizational perspective.

1.3 Purpose

The purpose of this study is to examine the collaboration between human resources and marketing 
functions within employer branding.
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1.4 Research questions

Two research questions (RQ) have been formulated in order to reach the purpose.

RQ1: How do HR and marketing functions collaborate within employer branding?
RQ2: Which challenges evolve during this process?

1.5 Delimitations 

The study focuses on HR and marketing functions and does not primarily take other functions and 
their collaboration into account. Furthermore, the organizational perspective will be examined, 
which in turn refers to the internal view of managers related to employer branding and not the view 
of external stakeholders. Additionally, the study exclusively features large-sized organizations and  
further excludes cultural aspects which might be present due to the organizations’ internationality.

1.6 Disposition

This section will provide the reader with the outline of the study’s chapters. The first chapter has 
started with a discussion of the background and problem discussion. Based on these parts, the main 
research question and its sub-questions have been formulated, addressing the purpose of the study. 
Additionally, delimitations have been stated. The second chapter continues with the theoretical 
framework in terms of various aspects such as branding, employer branding, the collaboration be-
tween HR and marketing and the challenges in this process. Continuing with the fourth chapter, it 
presents the empirical findings and displays the individual organization and consultant cases. It 
concludes with a table summary to create a better overview of the responses. Furthermore, the fifth 
chapter elaborates on a cross-case analysis, combining empirical findings and theoretical views, 
which concludes with a model created by the authors. The sixth and last chapter illustrates the con-
clusion, implications as well as limitations and further research suggestions.

The outline of the study is illustrated in figure 1, starting with the introduction, over the theoretical 
framework, methodology, empirical findings, cross-case analysis, to the conclusion and implica-
tions. However, it is essential to consider that no sub-chapters are included in this visualization.

Figure 1: Disposition of the study (Authors’ own creation, 2016)
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2. Theoretical Framework
_______________________________________________________________________________________

The second chapter elaborates the various theories and concepts that are relevant in order to create a 
final comparison and connection with the empirical findings. The authors highlight the background 
of branding, employer branding, their components and importance as well as the employer branding 
strategies, both internal and external. Moreover, becoming an employer of choice is being discussed 
and the talent shortage and war of talent are being connected. Lastly, the chapter outlines the col-
laboration between HR and marketing functions as well as the challenges related to it.
_______________________________________________________________________________________

2.1 Branding

 2.1.1 Introduction to branding

Branding is a term related to brand and is influencing consumers’ beliefs about a product’s, or ser-
vice’s brand (Collins & Stevens, 2002). A brand therefore consists of several aspects and represents 
a “mixture of attributes, tangible and intangible, symbolized in a trademark, which if managed 
properly, creates value and influence” (Swystun, 2007, p.14). The name of a brand represents the 
image of a product or service and creates a distinction of the organization from its competitors with 
a particular name, sign, symbol or design used (Czinkota & Ronkainen, 1995). Thus, a brand affects 
the customer’s perception to have specific benefits beyond price and functional performance of a 
product or service (Knox, 2000) and consequently establishes a unique position next to other orga-
nizations (Kapferer, 1997). 

In contrast to defining the brand as a name, it is stated that a brand is more than that and that brand-
ing becomes challenging when developing a deeper meaning for the brand (Kotler, Armstrong, 
Saunders & Wong, 1996). This in turn is related to the consumer again who has certain associations 
with a product (ibid). In order to build such meaning, the brand needs to be integrated within the 
organization (Franca & Pahor, 2012). Based on that, related customer experience can cause brand 
recognition by featuring the direct use of the product or service, advertising, design or media influ-
ence (ibid). It is recommended to create a strategic brand-development plan that serves as guidance 
for management thoughts and actions within the brand building process (Davis, 2010). This is relat-
ed to brand establishment shifting to brand management if the organization strives for long-term 
success (ibid). During this process, there are several factors that determine the brand’s value; Davis 
(2010) mentions four main factors related to that which are finance, societal relevance, trusted repu-
tation and organization.

Thus, within the context of marketing the term ‘brand' is connected to individual beliefs about a 
product or service of an organization (Love & Singh, 2011). In addition, authors like Camphell 
(2002) argue that a brand represents a promise of commitment and a performance an organization 
gives. Taking these branding principles as a base, human resource management policy and practices 
can support forming a workplace brand (Love & Singh, 2011).
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 2.1.2 The importance of branding

For any organization, branding represents an important factor since brands count as one of the most 
valuable assets of an organization (Cable & Turban, 2001; Backhaus & Tikoo, 2004). Hence, brand 
management has developed into an essential activity (ibid) and can be implemented in different 
ways (Elving, Westhoff, Meeusen & Schoonderbeek, 2013). That means, it can refer to organiza-
tional aspects which is for example internal branding, and it can also relate to cities, countries or 
regions (ibid). By establishing a unique identity in the market place, branding supports developing 
customer loyalty and increases an organization’s profitability (Yeshin, 2006). 
Nonetheless, branding not only enables accustoming customers’ perceptions about the organization, 
but also implies shaping employee perceptions (Raj & Jyothi, 2011). In particular, it aids communi-
cation about what the organization stands for and what the experience of working there is like (Ca-
plan, 2004). Thus, branding can be seen as a unique value proposition  (henceforth USP) regarding 3

both current and future employees (ibid).

 2.1.3 Types of brands

In an organization, there are different types of brands to be found which are referred to as corporate 
brand, product brand and employer brand as identified as the most relevant in this study field. Each 
of them has its own purpose and aspects but yet they are interrelated. 

The Corporate Brand

The corporate brand has the intention to define an organization’s identity and establish an ex-
traordinary image (Keller, 1993).  This image is the total of positive and negative associations indi-
viduals create based on their perception of the organization (Dowling, 1986). Moreover, the corpo-
rate brand originates in an integrated mindset that is shared throughout the whole organization, con-
nected to the central ideas of the organization’s identity (Schultz, 2005). It therefore expresses that 
identity can involve employees in the co-construction of it (ibid). If an organization possesses such 
value-based foundation, employees are likely to develop a much stronger identification with the 
brand (ibid). Next to employees, corporate branding also addresses and involves other stakeholders 
and aims at “creating, nurturing and sustaining a mutually rewarding relationship” (p.48) between 
them and the organization (Schultz, 2005). Thus, targeting multiple audiences, corporate branding 
consolidates an organization’s common product attributes and benefits, social values, links with 
people and corporate credibility (Keller, 1998). Next to that, it is also connected to the corporate 
brand having a broader social responsibility (Ind, 1997), which also affects both internal and exter-
nal stakeholders. By building, living and promoting the corporate brand, an organization and its 
employees can create positive associations which might lead to a competitive advantage (Aaker, 
2003).

 The USP “is a description of the qualities that are unique to a particular product or service and that differentiate it in a way which 3

will make customers purchase it rather than its rivals“ (The Economist Newspaper Limited, 2016).
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The Product Brand

The product brand is related to product marketing which means that in this case the role of branding 
is to differentiate a product or service in the customer’s mind and influence the customer’s prefer-
ences (Knox & Bickerton, 2003). While addressing consumers as individuals, the product brand is 
uncoupled from the organization behind it (Schultz, 2005). Therefore, product branding relates to 
“all tangible and intangible associations customers have about a product brand” (Shamma & Has-
san, 2011, p.12). This entails that it focuses on the development of marketing activities that add val-
ue to the brand and lead to an enhanced brand image from the consumer’s perspective (ibid). Final-
ly, the purpose of constructing a product brand is to generate a positive experience which triggers 
test and repeat purchases of products and simultaneously protecting the interests of the corporate 
brand (Mokina, 2014).

The Employer Brand

As the product brand is related to the corporate brand, also the employer brand is strongly attached 
to it. The concept of the employer brand forms a part of the corporate brand and creates an idea of 
the organization within the labor market (Mokina, 2014). Compared to the corporate brand, the em-
ployer brand primarily targets current and future employees and attempts to arrange a unique em-
ployment offering which is distinctive from the organization’s competitors (App, Merk & Büttgen, 
2012). The employer brand’s purpose is thus to build a positive employer image which features en-
gagement, loyalty and involvement of employees, and such as the product brand to protect the in-
terests of the corporate brand (Mokina, 2014).

Interrelation between Corporate Brand, Product Brand and Employer Brand

It is found that the three types of brands presented interrelate with each other. Within the relation-
ship the corporate brand is the main carrier of values, vision and mission of the organization while 
the other two types support these interests (Mokina, 2014). More precisely, the product and the em-
ployer brand interpret the corporate values produced by the corporate brand and adapt them to the 
different target groups of stakeholders (ibid). For example, the employer brand transfers these val-
ues to the labor market by means of the employee value proposition  (henceforth EVP) (ibid). In 4

order to enable that, the understanding of corporate identity and culture needs to be clear (Yüksel, 
2015) as well as the identification of key stakeholders such as the employees (Foster, Punjaisri & 
Cheng, 2010). By relating employer brand strategies to the corporate brand, the organization can  
achieve a position that differentiates it from its competitors (Backhaus & Tikoo, 2004; Mosley, 
2007; Moroko & Uncles, 2008). 

From these descriptions given above, it can be said that both product and employer brand follow the 
same vision but have different stakeholders as their target group. This is depicted in figure 2 below.

 The EVP is a variety of associations and features the organization offers while receiving the skills, knowledge and experience from 4

its employees (Minchington, 2006).
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Specifically, figure 2 relates features of the product brand to the employer brand. The balance be-
tween value and price of a product equals the balance between work and life that an employee expe-
riences. Company Culture and Environment represent the counterpart of Innovation and Design 
which are displayed at the bottom within the circle. Image and Prestige related to the product can be 
seen as an equivalent to the product/company brand strength. Product Features can be translated 
into Compensation and Benefits for employees. Finally, Quality and Performance as aspects of the 
product brand, relate to work environment in employer brand terms.

Figure 2: The relationship between product brand and employer brand (Corporate Leadership 
Council, 1999)

Another theoretical view is that the employer brand, next to the product brand, can be seen as a sub-
brand of the corporate brand (Foster, Punjaisri & Cheng, 2010) as displayed in figure 3.

 

Figure 3: Relation between corporate, employer and product brand (Authors’ own creation, 2016)
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2.2 Employer branding

 2.2.1 Introduction to employer branding

The term employer brand derives from the idea of an organization’s reputation and its brand, there-
fore the organization’s brand as an employer (Franca & Pahor, 2012). It aids the organization in de-
veloping the organizational culture and retaining employees, but also supports it in its external posi-
tioning and recruiting high potentials. Accordingly, employer branding gives the opportunity to 
attract the human capital that fits best and contributes to the strategic aims and bottom line of orga-
nizations (Backhaus & Tikoo, 2004; Martin & Gollan, 2011). 

As each organization has to differentiate itself from competing organizations, it needs a strategy that 
gives employees and potential employees the chance to identify with the brand. Sullivan (2004) de-
fines employer branding 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“ (p.1). 

In addition to that, Minchington (2006) defines the employer brand as the image of an organization 
as a ‘great place to work’, which external potential employees and key stakeholders bare in mind. 
Due to all the perceptions and images that the organization produces, an employer branding strategy 
is generally of high relevance for those organizations that want to stand out and succeed in gaining 
and maintaining top talent. Furthermore, Ewing, Pitt, de Bussy and Berthon (2002) examine that it 
will grow in importance exponentially to the point where it is no longer a secondary consideration 
but rather a primary objective for the organization to attract new employees and retain existing staff. 
Hence, it is essential for an organization to fully understand the concept of employer branding, its 
implementation and its possible attainments.

 2.2.2 Employer branding strategies

Employer branding strategies can be divided into internal and external strategies for the organiza-
tion. Hereby it is vital to consider that without a strong internal employer branding strategy, the ex-
ternal one cannot reach its maximum. Therefore, the employer branding strategies start from inside 
the organization and get spread out externally in the end (Martin, 2008).

Internal employer branding strategy

The internal employer branding strategy focuses on the existing staff. According to Jyothi (2011), 
internal branding refers to the employees’ relevance for the process of the organization’s branding, 
which includes for instance the various HR processes, policies and strategies of the organization, 
marketing and public relation activities. Therefore, the role of the employee is vital for the actual 
employer brand. Additionally, there is a need for employers to communicate brand messages to the 
labor market with potential employees as it might be more compelling than receiving general in-
formation (Fyock, 1993; Huang & Huang, 2011; Wilden, Gudergan & Lings, 2010). When under-
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standing the organization’s employer brand, the employees are able to represent the image and val-
ues of the organization better. Some authors advocate influencing employees as ‘brand ambas-
sadors’ (de Chernatony & Segal-Horn, 2001). This means that the employees represent the organi-
zation’s brand, and will aid broadcasting the organization’s brand to the outside. According to 
Jyothi (2011) they are ‘living the brand’ and the organization’s image is seen through the eyes of its 
associates and its potential employees. Additionally, Jyothi (2011) claims that the existing employ-
ees are promoting the main corporate brand, so that the potential employees can understand the 
connection between the brand promise and brand delivery. 

Moreover, the internal employer branding strategy carries the brand ‘promise' made, which gets in-
corporated as part of the organizational culture (Frook, 2001). Parasuraman, Zeithaml and Berry 
(1988) add that poor staff performance often results in gaps between customer expectations and the 
brand promise. This illustrates that employees have to understand and deliver the right brand image 
(Keller, 2003; Wallace & de Chernatony, 2005). This correct brand image and reputation must be 
present in all channels of the organization in order to create a successful employer brand. The goal 
of the internal marketing is moreover to develop a workforce that is committed to the set of values 
and organizational goals established by the organization (Backhaus & Tikoo, 2004). In addition to 
that, the emotional connection between the employees and the organization's ethics and values, is of 
utmost significance (Jyothi, 2011). Then the employees have an even stronger overall connection to 
the organization’s brand as an employer and the internal employer brand can be more easily trans-
ported outside the organization. In total, employer branding is engaged in internal and external 
promotion of a clear desirable image of the organization as an employer (Backhaus & Tikoo, 2004; 
Cable & Turban, 2001). Furthermore, the current employees are more convinced to stay at the orga-
nization when this clear image is created. 

External employer branding strategy

The employer branding strategy externally highlights the organization’s position as an employer to 
the outside. Thereby, it makes use of various kinds of channels such as social media, campaigns, 
fairs or other promotional activities. For instance, employer branding campaigns tend to involve the 
clarification and management of an organization’s tangible and intangible employment offering, and 
they also involve managing aspects of the organization’s image and identity (Edwards, 2010). Thus, 
these channels can support the organization immensely to let potential or key stakeholders know 
about the brand. Generally, employer branding is an integral part of an attraction strategy and it can 
support the organization in placing its brand in environments in which it might be recognized by 
potential employees (Wallace, Lings, Cameron & Sheldon, 2014). Hence, according to Backhaus 
and Tikoo (2004) external marketing of the employer brand is designed primarily to attract the tar-
get group of the organization, but also to support and enhance the product or corporate brand. 
Therefore, the external strategy of the employer brand plays a vital role in actually bringing the em-
ployer brand to the outside while using consistent strategies in order to come across more credible. 
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Sullivan (1999) encloses that it is fundamental to employer branding that the employer brand is 
consistent with all other branding efforts of the organization. 

Furthermore, the external marketing of the employer brand is able to attract a distinctive human 
capital on the base of establishing the organization as an employer of choice (Backhaus & Tikoo, 
2004). Therefore, this strategy gives potential employees the opportunity to faster distinguish be-
tween one organization and another. Hereby the consideration of the organization’s authenticity is 
essential. An organization creates the culture of trust between employer and employees by keeping 
the ‘promise’ made to the recruits when they have an interview (Frook, 2001), by establishing 
strong corporate values which make their employees proud to be a member, or by satisfying its cur-
rent employees by fulfilling their psychological contracts (Moroko & Uncles, 2008).

Concluding, a detailed overview of the internal and external employer branding strategies can be 
seen in figure 4. Employer branding is internally highlighting the organizational identity and culture 
which lead to a higher employer brand loyalty and finally to employee productivity. Externally, em-
ployer branding is stressing the employer brand associations which leads to a clearer and stronger 
employer image which affects employer attractiveness positively.

Figure 4: Employer branding framework (Backhaus & Tikoo, 2004, p.505)

 2.2.3 The importance of employer branding

The role of employer branding evidently transformed into a very crucial asset for organizations over 
the last years. Since competition for the best employees became increasingly important (Berthon, 
Ewing & Hah, 2005), organizations have to differentiate themselves from their competitors, and 
they need to be seen as attractive employers for prospective applicants and current employees in 
order to succeed (Lievens & Highhouse, 2003). Employer branding is ordinarily an effective tool 
for “recruitment, retention and employee engagement/commitment“ (Barrow  & Mosley,  2005,  p.
67). Covering all these matters within the organization as well as supporting them in an effective 
way, employer branding presents its fundamental role. As stated by Backhaus and Tikoo (2004) or-
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ganizations have found from experience that effective employer branding leads to certain competi-
tive advantages, which additionally makes it easier to attract and retain employees.

Barber (1998) examines that in the early stages of finding a job, the potential employees actively 
gather information about potential employers from various sources, and that there is barely any per-
sonal contact between the potential employee and the potential employer. Accordingly, the image 
and reputation are of high significance as they serve as the first impression for the candidate. This 
means that the reputation of an organization complements the capacity to attract and retain talent 
within the recruitment process (Ferris, Berkson & Harris, 2002). The reputation of the employer 
would thus help to attract the right kind of talents as these are more attracted. Hence, Wallace, 
Lings, Cameron and Sheldon (2014) compute that the combination of branding proposition, range 
of recruitment, selection and performance management strategies represents attraction and retention 
of the ‘right sort’ of talent with the required skills for the organization. If the brand is clear to the 
candidates, then they have a better chance to identify with the organization as an employer and 
would apply more effectively. Through better communication with the talent, costs of recruitment 
can be reduced, because it also contributes to employee retention (Barrow & Mosley, 2006; Back-
haus & Tikoo, 2004). As they can still identify with the brand when working with the employer, it 
reduces costs of turnover and enhances employee engagement and the organizational culture (ibid).  

A successful employer brand needs to follow and consider various matters in order to create a com-
petitive advantage. Organizations that want to build up a strong employer brand have to have a clear 
understanding of the relationship between the organization itself and the employee (Miles & Man-
gold, 2004). Then it is ready to develop and install the desired image in employees’ minds before 
the image can be projected from the employees to others (ibid). In addition to that, Moroko and Un-
cles (2008) assert that many organizations are using the employer brand for maintaining visibility 
and communicating the right image to current and prospective employees. Hence, a stronger em-
ployer brand is using a consistent communication strategy, which gives profit to the organization as 
the potential employees have a clearer image about it. Additionally, potential employees perceive 
those organizations who have a ‘high employer brand value’ as more captivating than those with a 
lower employer brand value (Berthon, Ewig & Hah, 2005).  

Next to that, many benefits evolve out of a strong and successful employer brand. Amongst others, 
organizations with stronger employer brands can potentially reduce employee turnover, augment 
employee satisfaction and customer retention (Miles & Mangold, 2004) as well as sustain lower 
wage rates than the industry average (Ritson, 2002). According to Ritson (2002) it could even offer 
lower salaries compared to staff in organizations with weaker employer brands. All these positive 
aspects that the employer brand can aid the organization with can be seen as goals when implement-
ing it as a strategy. However, some organizations need to acknowledge that they have to work on 
strategies both internally and externally instead of focusing only on one side. Berthon et al. (2005) 
claims that intelligent employers will not only attract new talent but will also retain existing work-
force by focusing on the organizational attributes and integrating them into the employment brand.
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Figure 5 below shows that already ‘5 years from now’, which was 2010 then, the percentages would 
rise regarding wanting to secure the long-term recruitment needs or to build the employer brand on 
a global level (Universum, 2005). 2000 senior executives including CEO’s, heads of HR and re-
cruitment, employer branding and marketing were interviewed concerning this (ibid). This repre-
sents the relevance of employer branding even more. Furthermore, it presents the importance of go-
ing global and differentiating themselves from other organizations. Since it is the year 2016, the 
meaning of employer branding has increased and will be even more crucial in the future. 

        Figure 5: The future of employer branding (Universum, 2005)   

2.2.4 The components of employer branding

Within employer branding, there are several components, both internally and externally related, that 
play a central role in carrying out the strategies successfully. In the following section, the compo-
nents recruitment, retention, EVP and the psychological contract are going to be explained.

Recruitment

The overall goal of recruitment and the selection process is to generate the number and quality of 
employees in order to meet the targets of human resources needed within the organization, if possi-
ble at minimum cost (Armstrong, 2006). Recruitment is seen as one of the most essential elements 
of human resource management since it determines the presence of individuals in the organization 
who will be under the influence of all following human resource practices (Turban & Cable, 2003). 
Thus, recruitment activities can cause a potential competitive advantage by attracting more quali-
fied applicants to the organization (Rynes, 1991). In order to achieve this goal, the applicant has to 
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consciously make the decision to enter a long-term relationship with the employer (Maurer, Howe 
& Lee, 1992). The organization can support this decision by using employer branding, for instance 
by using marketing and communication tools such as advertising and events and also by ensuring 
that current employees ‘live the brand’ and transfer the underlying values to the labor market with 
potential employees (Barrow & Mosley, 2005).

Retention

Next to recruitment, which aims at attracting qualified employees in the labor market and is there-
fore rather externally directed, retention serves as an important component in order to bind current 
employees to the organization and to keep them loyal to it (Dictionary of Human Resource and Per-
sonnel Management, 2003). Employee retention can be influenced by a variety of job-related and 
personal factors (Mathis, Jackson, Valentine & Meglich, 2014) which makes it essential to manage. 
Organizational and management factors, rewards, employee-supervisor relationships, career train-
ing and development, job and work-life balance as well as employer practices and policies are some 
drivers to support it (Mathis et al., 2014).  

Employee Value Proposition

The EVP expresses the knowledge and skills that an employee brings to an organization in return 
for the offerings provided by it (Minchington, 2006). Thus, its purpose is to give an adequate repre-
sentation of what the organization offers to its employees and therefore sends out the central mes-
sage associated with the brand (Eisenberg, Kilduff, Burleigh & Wilson, 2001). The EVP needs to be 
closely related to and aligned with the corporate brand (Parment & Dyhre, 2009) and in turn form 
the employer brand associations among potential employees (Fares, Alm & Genell, 2015). Hence, 
after creating the value proposition, it needs to be transferred to the labor market with potential em-
ployees by marketing the employer brand (Chhabra & Sharma, 2014). Simultaneously, it should 
support the product and corporate brand as the different branding efforts of the organization are 
consistent (Sullivan, 1999).

Psychological Contract

Another element connected to employer branding is the psychological contract which can be de-
fined as “an individual’s beliefs regarding the terms and conditions of a reciprocal exchange agree-
ment between that focal person and another party” (Rousseau, 1889, p.123). In this context, it is 
seen as a contract between a potential or current employee and an organization. Employer branding 
shapes the psychological contract between employer and employee (Miles & Mangold, 2005) by for 
example conveying the EVP to the potential employees. At the same time, the instrumental aspects 
of an employer brand appear to be similar to various aspects that are related to transactional features 
of the psychological contract (Lievens, Van Hoye & Anseel, 2007).
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2.3 Becoming an Employer of Choice

All employer branding strategies work with the aim of placing the organization as an ‘employer of 
choice’. This gives the organization the possibility to increasingly be seen as an exceptional and 
successful organization next to competing ones. Developing into an employer of choice, the em-
ployers give their best at aiming a pull effect, meaning to position the organization in a way that the 
potential employees show their initiative to ask for the employers themselves without the use of a 
push affect, for instance advertisements (Hill & Rieser, 1990).

In figure 6, the process of becoming an employer of choice has three steps, which are recognition, 
consideration and employer of choice. Following this process, the employees choose their employ-
er. The organizations must therefore carefully consider these steps in order to be present on the 
market and to create a strong employer brand to attract the right people. 

Figure 6: Brand value pyramid (Franca & Pahor, 2012, p.94)

As the employer branding strategies concentrate on the organization becoming an employer of 
choice, the elements that influence an organization’s image in the minds of prospective employees 
are essential to consider (Katoen & Macioschek, 2007). Therefore, Katoen and Macioschek (2007) 
also express that the organization should be highly aware of all aspects that create an impression of 
affecting the candidates’ opinions. This distinctly highlights the employer branding strategies’ rele-
vance and the impression they produce during the organization’s formation to an employer of 
choice. Apart from that, Dibble (1999) conveys that the message or image being produced should be 
credible to current employees and at the same time represent the organization’s culture long-term. 
The communication must be consistent in all channels and aspects of the organization in order to 
contribute to the aim of being an employer of choice (Herman & Gioia, 2000).

If the organizational can reach this communication consistency, the employees feel more comfort-
able with the brand and like to spread their thoughts via via word-of-mouth  (henceforth WOM), 5

 WOM is characterized as oral, person-to-person communication between a receiver and a communicator whom the receiver per5 -
ceives as non-commercial regarding a brand, product or service (Arndt, 1967).

               !15



which Miles and Mangold (2004) refer to as the ‘employee brand-building behavior‘. Therefore, the 
organization also shares its employer brand not only internally but also externally with potential 
employees. Backhaus and Tikoo (2004) claim that external marketing of the employer brand estab-
lishes the organization as an employer of choice which allows it to attract the best possible talent. In 
this way, the organization chooses a strong human capital, as they fit to the organization best. Posi-
tive organizational perceptions and applicant decisions can build a strong relationship in order to 
make the attraction even more effective (Jiang & Iles, 2011). Another aspect is that once the right 
employees have been attracted by the brand, they create a set of assumptions about working at the 
organization that they will carry with them when working and thereby supporting the organization’s 
values and enhancing their commitment to that organization (Sokro, 2012). Hence, it is beneficial 
for the organization if the talents choose their employer after it created awareness as an employer of 
choice. 

According to Jenner and Taylor (2008) it is essential to understand “the efforts of the organization 
in communicating internal and external stakeholders of what makes it both desirable and distinctive 
employer“ (p.7). Being distinctive and different in certain aspects is beneficial and will contribute 
positively to the organization. Thereby, Dibble (1999) adds that these employer of choices have 
specific and outstanding qualities that influence prospective employees, for instance, in a way that 
these accept a job offer and current employees stay. This again stresses the ‘fit‘ between the em-
ployee and employer, which leads to a competitive advantage, as the employer then has a strong 
human capital. Therefore, a key part of the recruitment and induction process involves positioning 
the organization as an employer of choice by shaping, developing and maintaining employer brands 
and EVP’s (Cannon & McGee, 2011). With this being achieved as an organization, it will gain a 
long-term advantage. Moreover, being elaborated by Nyman and Stamer (2013) “employer brand-
ing is the long-term, strategic plan to become an employer of choice“ (p.2).

 2.3.1 Talent shortage

Due to the skills shortage across many industry sectors and regions, it has been realized that human 
capital is the fundament of competitive advantage in the modern economy (Berthon et al., 2005). 
Organizations are trying to attract and retain talent by developing employer branding strategies 
(ibid). The skills shortage essentially gives organizations the possibility to stand out even more and 
to make greater effort in developing a strong employer brand. Frowner (2002) explains skills short-
ages as organizations experiencing recruitment difficulties because of lacking people that are re-
quired for the jobs. Therefore, the jobs offered exceed the number of people suiting them. But due 
to labor market changes or other matters, organizations need to adapt their strategies to the given 
conditions (Franca & Pahor, 2012). 

According to the demographic trend of an aging population, organizations will face an even increas-
ing level of competition in the future, which also brings a decreasing talent pool of skilled employ-
ees (Franca & Pahor, 2012). These conditions make employers strive for competitive advantages in 
order to attract and retain employees. In the past, several scholars have warned of the talent short-
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age (Cable & Turban, 2001; Ferris, Bergson & Harris, 2002; Minchington, 2006; Dychtwald, Erics-
son & Morison, 2006). This drives organizations automatically to the idea of not only attracting top 
talent but also usual qualified skilled employees, however top talent is still needed and highly rele-
vant for organizations to attract and retain. Some economists and politicians view the situation of 
talent shortage as being already a present problem, others say that it will be still an issue of the fu-
ture (Günther, 2013). Due to this matter, organizations need to understand this situation and must 
develop a strong employer brand in order to at least stand out as an employer of choice and to have 
a competitive advantage over other organizations. 

In figure 7, the exact percentage of talent shortage, including various functions, on a global basis 
can be seen over the years. The statistic precisely illustrates the greatest challenge the organizations 
faced was in 2007; since then, the percentage of having difficulty filling jobs has increased steadily 
with an exception of 2008 and 2009. For this purpose, the organizations need to specifically work 
on their employer brand in order to attract people, also the right kind of people.

 
Figure 7: Talent shortage globally (Manpower Group, 2015)

 2.3.2 War of talents

Next to the talent shortage, the war of talent exists and is crucial to understand. In order to reach the 
goals as an organization, it needs to present itself as an attractive employer (Ewing et al., 2002). 
This again gains relevance through the talent shortage, and therefore the war of talents evolves 
(Kirchgeorg & Günther, 2006; Moroko & Uncles, 2008; Elving et al., 2013). Within this pool of 
talents, an employer brand and positive reputation are aiding the organization to succeed; this again 
supports the organization with a competitive advantage when responding fast. Thus, talent is needed 
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from both sides, especially as the business world changes (Williams, 2000), highlighting not only 
the organizations’ need for talent but also the talents’ need for organizations.

Moreover, employee mobility is continuing to rise due to “increased globalization, demographic 
shifts, changing career norms and the ongoing transition to a knowledge-based economy“ (Somaya 
& Williamson, 2008, p.34), consequently the employer of choice strategy is gaining meaning for 
organizations. Furthermore, it generally is about developing a specific mindset and strategies that 
will provide talents with the certainty of an environment where they can continually learn, contribu-
te and excel to their own advantage and that of the organization (Williams, 2000). In addition to this 
Williams (2000) ensures that talent management is about working on the ambition and actual capa-
bilities of the employee with the transforming needs, vision and goals of the organization. This ex-
hibits the constant changing environment regarding employees and organizations within the econo-
my. According to Lewis and Heckman (2006), organizations facing challenges such as global, de-
mographic and economical challenges, need to consider that talent management exploits employee 
potential, which is key to organizational survival. Thereby it is crucial to attract the right kind of 
talent from the talent pool in order to have a strong human capital that the other organizations can-
not imitate. Management literature suggests that there are two key aspects that need to be conside-
red, namely the ‘focus‘ and ’fit’ (Garrow & Hirsh, 2008). The fit is a way of meeting the objectives 
of talent management which fits to the organization’s culture or working environment; as well as 
the focus means focusing on specific aspects while searching for talent that fits to the organization 
(ibid). Consequently ’fitting’ talent and according to Gotsl and Wilson (2001) high-quality em-
ployees, are the most relevant to gain competitive advantage in the economy, as these moreover 
highly influence the organizational reputation. 

Concluding, talent shortage but at the same time the war of talent are challenges for organizations 
nowadays, however they also benefit organizations in a way as they consequently put more effort in 
developing a strong employer brand and in becoming the employer of choice, thereby gaining a 
competitive advantage upon others. 

2.4 Responsibilities within employer branding

2.4.1 The role of HR

The capabilities of the HR function stress attraction, retention, motivation, development and the 
usage of human capital in an organization (Coff, 1997; Kamoche, 1996; Mueller, 1996). However, 
this organizational function has developed other activities in employer branding over time. Origi-
nally branding was found within the marketing field and it was not an obvious aspect of study from 
an HR perspective (Edwards, 2010). However, employer branding is a strategy which gets some 
aspects from marketing, especially the branding, applied to HR activities in relation to current and 
potential employees (ibid). Therefore, HR does have a role in employer branding. Generally, the HR 
function is essential for the organization to gain competitive advantage, and it often represents the 
main investment in knowledge intensive organizations (Sivertzen, Nilsen & Olafsen, 2013). Added 
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to that, according to Wright, McMahan and McWilliams (1994) the selection of top talent needs to 
have a high level of competence and willingness in order to behave in a productive way. For this 
reason, HR is needed to attract and retain this talent. Maurer, Howe and Lee (1992) stated back in 
years that there has been only little attempt to bridge the recruitment and marketing research litera-
ture, however they found that both functions support the organization in attracting top talent by 
communicating images and reputations. 

 2.4.2 The role of marketing

Marketing is generally seen as the function focusing on creating, communicating and providing 
value to customers as well as managing customer relationships which benefit both the organization 
and stakeholders involved (American Marketing Association, 2004). This is usually achieved by 
taking the organization’s brand in a constant way through all marketing channels, therefore present-
ing it externally. According to Srivastava, Shervani and Fahey (1999) attracting and retaining em-
ployees, ensuring business growth as well as driving financial performance are part of the market-
ing strategy. Hence, the marketing function should be clear about the organization’s brand and its 
meaning. As branding is highly connected with marketing activities, the branding side of employer 
branding is more understood by the marketeers. Additionally, marketing developments over the last 
years show a specific growth in the fields of ‘strategic marketing‘, ‘integrated marketing’ and ’inte-
grated communications’, which accordingly support the explanation of the rising interest in em-
ployer branding (Brannan, Parsons & Priola, 2011). Some authors such as Martin, Gollan et al. 
(2005) claim that employer branding as a phenomenon was originally discussed within the market-
ing literature and the HR support within employer branding has only started to become more rele-
vant.

2.5 The collaboration between HR & marketing functions

A collaboration between HR and marketing has already been introduced by Amber and Barrow 
(1996) by defining employer branding as a marketing approach to human resources. There is a syn-
ergy between the process of developing brands and human resources (ibid). It has been found that 
HR managers and recruiters desire to work more closely with marketing experts or learn more about 
marketing concepts to enhance the brand image they establish (Collins & Stevens, 2002). Marketing 
is related to selling whereas HR uses a rather consultative approach. By combining these approach-
es, a successful employer brand can be developed (Windeatt & Pickering, 2008). Only if the ties 
between the two functions are close and they are tied in a strategic fit (Ulrich, 1997), they will build 
such a successful employer brand. In a competitive marketing place and labor market, this joint ef-
fort appears to be essential in order to attract and retain talent (Wallace, Cameron & Sheldon, 2014). 
Furthermore, in order for HR to foster the importance of its function within an organization, a co-
operation with marketing is suggested to support management and control the corporate identity and 
employer brand (Bach, 2005).
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In addition to the collaboration between the two functions, literature emphasizes the need for man-
agement commitment regarding employer branding and a close work relation with top management 
(Barrow & Mosley, 2005). 

 2.5.1 Challenges within the collaboration

Within the collaboration between HR and marketing, there are some challenges the parties face. 
First of all, the alignment itself represents a challenge within employer branding which is connected 
to the two functions being independent in most organizations (Ritson, 2002).  Next to struggles of 
understanding the employer brand within one function such as HR (Ritson, 2002), there often is a 
lack of mutual understanding between the two functions of HR and marketing (Barrow & Mosley, 
2005). Both functions tend to speak a different language, the HR and marketing one, and use differ-
ent tools to define comparable objectives (Barrow & Mosley, 2005) which leads to difficulties in 
collaboration. Due to this gap of communication and integration, the alignment of HR is therefore 
related to challenges. It further requires awareness of which “impact actions have on each other’s 
branding objectives” (Wilden, Gudergan & Lings, 2010, p.58).
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3. Methodology
_______________________________________________________________________________________

This chapter gives insight into the methods applied within this research and elaborates on the re-
search approach chosen as well as points out the research method and design. Furthermore, infor-
mation regarding the data collection and selection of empirical data will be given by outlining orga-
nization and respondent selection. Further, the authors give explanations of the qualitative interview 
guide and the methods used for data analysis. Finally, the chapter features information on the quali-
ty criteria for this research. 
_______________________________________________________________________________________

3.1 Research approach

 3.1.1 Deductive approach

In this study, a deductive approach has been chosen to be the most appropriate one. It is seen as the 
most common approach in respect to understanding the relationship between theory and research 
(Bryman & Bell, 2011). Furthermore, the deductive process is very linear, consisting of different 
steps following one another (ibid). In this paper, the theoretical framework was presented in chapter 
two and has been developed by looking at the theory found and at the empirical world surrounding 
these theories. Theory has been the base for an initial interview with Nora Talent Sourcing, a 
Swedish consultancy within the employer branding field, and further for the interviews with five 
selected case organizations and four external consultants located in both Germany and Sweden. As 
Saunders, Lewis and Thornhill (2007) state, theory represents the base for empirical study within a 
deductive approach. 

The authors of this paper also support Dubois and Gadde’s (2002) statement that “theory cannot be 
understood without empirical observation and vice versa” (p.555). The view on the theoretical 
framework developed has changed under the influence of empirical findings and at the same time 
theories have been a guideline while investigating the empirical world. According to Bryman and 
Bell (2011), theory is often used as a base for qualitative investigations and the deductive approach 
can also produce unexpected findings. Generally though, within the deductive approach, theory is 
either confirmed or discarded which means that it might be modified according to the results (Saun-
ders et al., 2007). Furthermore, deduction is recommended when conducting case study research 
(Yin, 2003). However, this study slightly also induces an inductive approach which means that 
theory is the outcome of research (Bryman & Bell, 2011) in terms of asking open questions in the 
interviews carried out and addressing a research gap. Bryman and Bell (2011) claim that both de-
ductive and inductive approaches should rather be seen as tendencies throughout the research. 
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3.2 Research method

 3.2.1 Qualitative research

Since this study examines the collaboration between two business functions regarding employer 
branding, a discussion among various organizations and consultants is relevant. In order to do so, 
the qualitative research approach is suitable in respect to examining this situation in the best possi-
ble way. According to Stern (1980), qualitative  methods can be particularly  used to  examine re-
search areas which little is known about. Moreover, using this approach can help to focus on the 
understanding of the social world by investigating the interpretation of that world by its participants 
(Bryman & Bell,  2011), in this case the organizations and consultants.  Mack, Woodsong, Mac-
Queen, Guest and Namey (2005) add that the qualitative research’s strength is diving into the orga-
nization’s views, beliefs and experiences of a given research issue. The organizations’ and consul-
tants’ responses of the interview questions asked, will  be finally analyzed and compared in the 
analysis part and thereby analyzed with interpretations, not with numbers. It is more of a non-mea-
surement nature which stresses the understanding and meaning of aspects rather than measuring 
numbers (Bryman & Bell, 2011).

Generally, qualitative research means “any kind of research that produces findings not arrived at by 
means of statistical procedures or other means of quantification“ (Strauss & Corbin, 1990, p.17), 
however the findings are produced by having a closer look at the real world setting which is a "phe-
nomenon of interest unfold naturally" (Patton, 2001, p.39). As the study investigates an important 
recent topic which describes challenges for several organizations recently, the qualitative approach 
again shows that it suits this research as it looks at the real world setting. Furthermore, Mack et al. 
(2005) add that if the purpose of the study is to be descriptive and to examine a phenomenon or real 
matter in the social world, then the qualitative approach is best suited.

3.3 Research design

 3.3.1 Descriptive design

The research design in general acquaints the way to conduct research, and accordingly refers to the 
identified problem and aim of the research (Saunders, Lewis & Thornhill, 2009). The descriptive 
design allows the researcher to describe aspects of a certain phenomenon or relationships between 
variables (Ghauri & Grønhaug, 2005; Aaker et al., 2010; Malhotra, 2010). The study reveals de-
scriptions about the organizations’ and consultants’ views in the analysis part for instance. It descri-
bes the phenomena and drawing results of the certain views. Hereby Ghauri and Grønhaug (2005) 
say that qualitative research is about interpretation of the respondents, and therefore highlights the 
perception of the researcher a bit as well. This stresses the multiple meanings of individuals’ experi-
ences (Creswell, 2003), consequently interpreting the organizations’ and consultants’ responses in a 
way that the authors think it suits. One disadvantage of carrying out qualitative research is that it 
can limit the research a bit and secondly the findings are not applied to the entire population (Mal-
hotra & Birks, 2007).  
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3.4 Data collection 

 3.4.1 Literature study

The literature data were collected to analyze the interview outcomes and compare these with al-
ready existing data about employer branding and information about the collaboration between HR 
and marketing within this field. In this way, evidence is provided for the investigated area (Polking-
horne, 2005). The authors started researching about keywords of the thesis purpose and question, 
namely employer brand, employer branding, employer branding strategy, collaboration between 
HR and marketing, HR and marketing, challenges. These were searched by using Google, Google 
Scholar, Emerald, ScienceDirect, JSTOR, Halmstad University library or DiVA for instance. But 
also previous theses were taken for inspiration about what has already been written about the topic 
and which definitions and interpretations have been used in these. Fundamental scientific articles, 
online books and journals have been reviewed and analyzed to get support from trustworthy authors 
and experts. Furthermore, books about employer branding were obtained from Halmstad University 
library. Relevant websites such as Universum or Manpower Group were used to expand the study 
with statistics and knowledge about employer branding and the challenge of dividing the responsi-
bilities between HR and marketing within this area. In addition, the literature data collected are 
credible due to their international recognition and the several reviews in articles.

 3.4.2 Empirical study

The empirical data on the other side refer to the primary research which according to Saunders, 
Lewis and Thornhill (2003) is related to new data, specifically collected for the purpose of the 
study. This study is based on empirical data coming from interviews with several organizations and 
consultants. During the interviews which were held in English and German, all of the participants 
have been at their usual work place or at home, which means an environment they are used to. Next 
to that, at the beginning of each interview the authors offered to keep the names involved anony-
mous if wanted. 

Pre-Research Interview with Nora Talent Sourcing

Next to researching about employer branding online and looking for books in libraries, the authors 
contacted two consultants within the employer branding field. Camilla Bark and her colleague 
Marie Sandman from Nora Talent Sourcing in Malmö, Sweden supported the authors by talking to 
them via Skype about the current issues for organizations with employer branding. They confirmed 
that one of the biggest challenges for organizations in Sweden would be that the responsibilities for 
employer branding are not totally clear to many business functions such as HR and marketing. This 
gave the authors a hint in researching deeper about the collaboration between these two business 
functions and their responsibilities within employer branding.  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International Employer Brand Leadership Series 2016 

The authors attended the International Employer Brand Leadership Series 2016 event in co-opera-
tion with the Employer Branding College, which was held on 16th of March 2016 in Munich, Ger-
many. Guest speakers such as Brett Minchington (Chairman of the Employer Branding College), 
Christian Albat (HR Consultant from ALBATrosse,) Hubert Hundt (Owner of castenow.communi-
cations) and Oliver Burauen (Director New Business & Key Account Management of grapevine 
marketing GmbH), held presentations about different aspects within the field of employer branding. 
Furthermore, the authors got the chance to talk to Brett Minchington during the event, and Christian 
Albat in April. These two consultants within the field of employer branding gave valuable input to 
the study. Also, meeting various HR and marketing professionals at the event helped the authors 
further with getting in contact with them and getting arrangements for prospective interviews. 
Therefore, this event played a big role in terms of networking and gaining knowledge about em-
ployer branding generally.

3.5 Selection of Empirical data

 3.5.1 Multiple case study design

The authors of this thesis decided that a multiple case study design is the most appropriate one for 
this study. Case studies in general help obtaining a deep understanding when examining a subject or 
produce precise descriptions of a phenomenon (Morris & Wood, 1991). Dubois & Gadde (2002) 
state that “the interaction between a phenomenon and its context is best understood through in-
depth case studies” (p.554) which further motivated the authors’ choice of a case study design. In 
order to understand these phenomena better, it is said that a comparison between two or more cases 
or situations is favorable (Bryman & Bell, 2011). Therefore, this thesis investigates several cases 
which means that data from more than one case have been gathered and analyzed within each set-
ting and across these different settings in order to identify similarities and differences (Baxter & 
Jack, 2008). By carefully choosing the cases, the researcher can already “predict similar results 
across cases, or predict contrasting results based on a theory” (Yin, 2003, p.548). The selection of 
cases will be further explained in the following chapter section.

Generally, the comparison between multiple cases can be referring to various situations which are 
elaborated on in the analysis (Bryman & Bell, 2011). This means, within this multiple case study, 
the research is not primarily focusing on the cultural aspect and comparison between different na-
tions (ibid), in this case Sweden and Germany, but with the collaboration between HR and market-
ing within employer branding in general. A point of criticism regarding multiple case study design 
is that the researcher does not look at a specific context but at the contrasts between the cases exam-
ined (ibid). Since the objective of this study is to get various perspectives on the collaboration be-
tween HR and marketing within employer branding, this point can be seen as disregarded.
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 3.5.2 Case selection

The organizations and consultants basically represent the case selection chosen for this research. 
That means, that they are a sum of all elements and have characteristics in common (Malhotra & 
Birks, 2003; Graziano & Raulin, 2010).

For this study, both organizations and external consultants have been chosen to be interviewed. A 
characteristic that all chosen organizations share is that they are international and are large-sized 
according to table 1 below. Next to that, the organizations are either situated in Germany or Swe-
den. The same aspect counts for the consultants chosen since they are either situated in Germany or 
Sweden and have had professional experience with international organizations. The cases chosen 
are predicted to have both similar results and contrasting results (Yin, 2003), since the situation re-
garding employer branding differs in every case chosen. 

Table 1: Enterprise sizes (Eurostat, 2016)

 3.5.3 Choice of respondents

The organizations chosen either are working with employer branding or are in the process of estab-
lishing an employer brand. The consultants interviewed in this study are either experts within the 
field of employer branding or have dealt with the topic in other ways during their past. As Creswell 
(2007) claims, it is essential to have participants who are open and honest when it comes to giving 
information. Connected to that is that participants in a comfortable environment might feel more 
eager to share information (Turner, 2010). In order to take these aspects into account, the re-
searchers selected participants via their wider professional network and used the event “In-
ternational Employer Branding Leadership Series 2016” in Munich, Germany, in order to attract 
interested professionals to participate in the study. Table 2 shows the organizations and consultants 
chosen for this study.

Company category Number of employees

Large-sized enterprise < 250

Medium-sized enterprise < 50

Small-sized enterprise < 10
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Table 2: Choice of respondents (Author’s own creation, 2016) 

Company name/  
Consultant name

Industry Interviewee Position Type of Interview/
Date of Interview

Workday Business Soft-
ware

Henning Müller Talent Acquisition 
Continental Euro-
pe

Face to face/
15.03.2016

Workday Business Soft-
ware

Bethany Tuzzo-
lino

Manager Talent 
Branding & Mar-
keting

Video Call/
20.04.2016

IKEA Retail Christian Mou-
roux Pedersen

Communication 
Specialist & Pro-
duct Leader for 
Recruitment 
Communication 
Project/Employer 
Branding

Telephone/
06.04.2016

Company Quality Services Respondent 
Quality

Expert Corporate 
HR Marketing/
Employer Bran-
ding

Video Call/
07.04.2016

Company House-
hold

Retail Respondent 
Household

Manager Corpora-
te Management 
Development

Telephone/
12.04.2016

Company Food Restaurants Respondent 
Food

Senior Manager 
Corporate Affairs

Telephone/
26.04.2016

Consultant Brett 
Minchington

Consultancy Brett Minching-
ton

International Em-
ployer Brand Stra-
tegist, Corporate 
Advisor, Author & 
Educator

Face to face/ 
16.03.2016

Consultant Dieter 
Kerkhoff

Consultancy Dieter Kerkhoff Consultant Video Call/
12.04.2016

Consultant Online Consultancy Consultant On-
line

Talent Brand Con-
sultant

Video Call/
18.04.2016

Consultant Chris-
tian Albat

Consultancy Christian Albat Interim Manager, 
Trainer & Partner  

Video Call/
20.04.2016
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3.6 Qualitative interview guide
 
 3.6.1 Semi-structured interviews

In respect to semi-structured interviews with five organizations and four consultants, certain aspects 
have to be clear in order to bring out the best result possible. Generally, interviews provide in-depth 
information about the respondents’ experiences and viewpoints of a specific topic (Turner, 2010), in 
this case employer branding and the collaboration between HR and marketing. Semi-structured in-
terviews more specifically provide the researcher the opportunity to go deeper into certain aspects 
the respondent mentions and does not only have to hold on to the direct interview guide, therefore 
they are rather flexible (Bryman & Bell, 2011). This rather conversational interview helps the re-
searcher to rely “entirely on the spontaneous generation of questions in a natural interaction, typi-
cally one that occurs as part of ongoing participant observation fieldwork” (Gall, Gall & Borg, 
2003, p.239). In addition, the researcher should prepare follow-up questions or questions just in 
case in order to ensure obtaining responses from the interviewees (Turner, 2010). This highlights 
the flexibility semi-structured interviewing features. Moreover, the interviewees’ answers to the 
questions can affect how and which questions will be asked next (Mack et al., 2005).

Podsakoff, Podsakoff, MacKenzie and Lee (2003) add that a fully developed interview guide is 
necessary though. Therefore, the authors constructed an interview guide that aided them in follow-
ing a guideline and structure where the questions were divided into themes. The core questions 
were sent to the consultants before the interview in order for them to prepare better, however not to 
the organizations as the purpose was to receive their spontaneous answer. Thus, in  order  to  ap-
proach the interviewees better, an email introducing the research study and containing background 
information on how the results will be used, was sent out to them (Myers, 2009).

Advantages of semi-structured interviews are that there is less structure which again allows the flex-
ibility within the conversation and spontaneous answers, therefore ensures the nature of the inter-
view (Turner, 2010). According to Creswell (2007) many researchers view semi-structured inter-
views as rather unstable or unreliable because of the inconsistency in the interview questions, thus 
making it difficult to code data. Hence the authors created a table in the empirical part in 4.10 which 
concludes the interview responses. This stresses the different and spontaneous responses and views 
of the different stakeholders in order to support the coding process.

 3.6.2 Interview guide

It is crucial to point out the connection of the interview questions to the theory. The authors provid-
ed the organizations and consultants with the same interview guide, however adapted some ques-
tions to the responses. Both interview guides can be found in Appendix 1 and 2.

The interview questions have been based on the theoretical framework developed. Specifically, the-
ory about employer branding in general as well as the collaboration between HR and marketing 
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functions has been included. Moreover, the interviews also aimed at internal and external employer 
branding strategies as well as the three different types of brands presented in the theoretical frame-
work. Finally, the challenges of HR and marketing collaborating within employer branding have 
been a base for the interview questions.

4.7 Data analysis

 3.7.1 Data transcriptions 

To ensure an appropriate final analysis of the interview responses, the interviews were recorded and 
then transcribed. Recording with the consent of the interviewee ensures that the data used in the pa-
per are accurate (Kluhsman, 2009). Moreover, the interviewer would not only be interested on what 
the respondents say but also in what way they say it (Bryman & Bell, 2011). The responses result-
ing from interviews with German organizations and consultants were transcribed in German, how-
ever inserted in the empirical and analysis part in the English language.

 3.7.2 Coding 

Eisenhardt and Graebner’s (2007) advice is that specific categorizations and dimensions are created 
when having collected data to raise the probability to find the correct path. According to Ghauri & 
Grønhaug (2005) coding can be viewed as a classification where the interviewee’s responses are 
placed in categories. Next to that, compiling data into sections afterwards can be seen as themes 
(Creswell, 2003). In total there are three major components of qualitative research, namely collect-
ing the data from the interviews, interpreting and organizing the data, and finally conceptualizing 
and reducing the data while elaborating categories and analyzing the data (Strauss & Corbin, 1990). 
Therefore, the outcome and findings were structured and categorized in order to have a better over-
view of these findings. These were then also interpreted and structured case by case, however also 
by main three categories, namely the collaboration between HR and marketing, challenges within 
the collaboration and additional insights into employer branding strategies. At the end, the data 
were analyzed. According to (Strauss & Corbin, 1990) “analysis is the interplay between re-
searchers and data“ (p.13). All these aspects supported drawing an accurate conclusion and academ-
ic and managerial implications.

3.8 Quality criteria

3.8.1 Reliability and Validity

Reliability in general refers to the consistency of research and typically serves as a precondition for 
validity since an unreliable study cannot be valid (Lincoln & Guba, 1985). Within qualitative re-
search the quality criteria reliability and validity are being adapted in terms of external and internal 
reliability as well as external and internal validity (Bryman & Bell, 2011). External reliability refers 
to the extent to which replicating a study is possible (ibid). On the other hand, internal reliability 
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focuses on whether the different researchers or observers involved see or hear the same (ibid). The 
term internal validity is defined as whether there is a match between what the researcher observes 
and the theories created by him or her (ibid). Finally, external validity represents whether a general-
ization of the empirical findings is feasible across different social settings (ibid).

3.8.2 Adaptation of Reliability and Validity

Lincoln & Guba (1985) argue that an alternative to the criteria of reliability and validity is neces-
sary in order to assess the quality of qualitative research (Bryman & Bell, 2011). The two main cri-
teria are trustworthiness and authenticity (ibid), of which trustworthiness is going to be explained in 
further detail. Trustworthiness features four criteria that are equivalent to a quantitative criterion 
each (ibid). These criteria are credibility, transferability, dependability and confirmability (ibid).

Credibility

Credibility is seen as an adaptation of internal validity in terms of focusing on creating a match be-
tween constructed realities of respondents and the realities shown by the one who evaluates and is 
connected to different stakeholders, instead of focusing on an assumed reality (Guba & Lincoln, 
1989). Credibility can be built up by doing research according to “the canons of good practice and 
submitting research findings to the members of the social world who were studied for confirmation 
that the investigator has correctly understood that social world” (Bryman & Bell, 2011, p.396). The 
last aspect mentioned is referred to as respondent validation and entails that the researcher shares 
findings of the conducted research with the respondents involved (Bryman & Bell, 2011). The re-
searchers of this study have provided each respondent with the transcriptions of the interview so 
that the respondent can confirm or disregard the statements given. By this, the respondents get the 
chance to correct potential errors or can add information to further support their statements (Guba & 
Lincoln, 1989).

Transferability

The criterion of transferability is stated to be a parallel to external validity and generalization (Guba 
& Lincoln, 1989) and relates to whether the findings could be transferred to another context or the 
same context at another point of time (Lincoln & Guba, 1985). Guba and Lincoln (1989) mention 
the thick description as the major technique to evaluate transferability which represents “rich ac-
counts of the details of a culture” (Bryman & Bell, 2011, p.398). In order to create these “transfer-
ability judgements” (Guba & Lincoln, 1989, p. 241), all working hypothesis for the study conducted 
as well as descriptions about time, place, context and culture involved need to be documented and 
presented (Guba & Lincoln, 1989). In case studies, it is common to use analytical generalization 
(Yin, 2003) which refers to generalizing empirical observations to theory and not population as in 
statistical generalization (Yin, 1994). As Eisenhardt (1989) claimed, case studies can be a base for 
developing theories and analyzing with a cross-case-analysis featuring four to ten case studies can 
be a good condition for analytical generalization. Since this study involves nine case studies, it 
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therefore provides an appropriate base for analytical generalization and transferability. However, the 
generalization of the research findings in this study can be applied to a limited extent since only a 
few individuals cannot represent all organizations. Nevertheless, the findings can be instead used 
for theoretical propositions in the area of employer branding and collaborations between HR and 
marketing functions.

Dependability

Dependability represents an adaptation of reliability since it looks at the stability of data seen over a 
period of time (Guba & Lincoln, 1989). Essential to proving dependability is that the researcher 
documents the logic of the research process and method decisions which is called dependability au-
dit (Guba & Lincoln, 1989). This means that every aspect of the research should be made visible 
and accessible which includes problem formulation, choice of respondents or interview transcrip-
tions (Bryman & Bell, 2011). For this auditing process peers take on the roles as auditors during the 
research and at the end in order to assess whether the procedures are clear and have been followed 
(ibid). This might be a time intensive process since it features a big amount of data and therefore is 
generally not favored (ibid). However, the researchers of this study have had several peers review-
ing the research process and assessing the stability of data over time by having regular feedback 
seminars including verbal and written comments and feedback on the research process and final 
product.

Confirmability

Confirmability is associated with objectivity which is related to making sure all data, interpretations 
and study outcomes originate in the contexts and persons apart from the evaluator and not the eval-
uator’s imagination (Guba & Lincoln, 1989). In order to ensure confirmability one can apply a con-
firmability audit which makes it possible to trace back sources and thereby confirm the data and 
interpretations used (ibid). According to Guba and Lincoln (1989), this audit can be conducted to-
gether with the dependability audit. However, it has to be taken into account that “complete objec-
tivity is impossible in business research” (Bryman & Bell, 2011, p.398). In the case of this study, 
the peers auditing the research process regarding dependability, also paid attention to confirmabili-
ty. By using consistent referencing to various sources and stating these in the reference list at the 
end of this paper, the researchers have tried their best to prove confirmability of this study. Finally, 
confirmability is given by the author’s attendance of the Employer Branding Leadership Series 
Event on 16th March 2016 in Munich, Germany.
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4. Empirical Findings
_______________________________________________________________________________________

The fourth chapter displays the empirical findings collected from the five case studies by in-
ternational organizations as well as four consultants within the field of employer branding. The con-
tent is based on the responses gathered in the semi-structured interviews. Each organization and 
consultant case is separately described and divided into company description and three categories, 
namely the collaboration between HR and marketing, the challenges within the collaboration and 
additional insights into employer branding strategies.
_______________________________________________________________________________________

4.1 Workday

Workday was founded in 2005 and became a leading provider of enterprise cloud applications for 
human resources and finance with Human Capital Management, Financial Management and Analyt-
ics applications. These applications were designed for large-sized organizations but are also used by 
medium-sized organizations. In total about 5,200 co-workers spend time working at Workday in 
around 30 locations worldwide. Generally, the organization is future-oriented and the values are fo-
cused on employees, customer service, innovation, integrity, fun and profitability. 

4.1.1 Collaboration between HR and marketing functions

At Workday, both interviewees see a cooperation between HR and marketing and also consider it as 
important and necessary when it comes to employer branding. Henning, focusing on talent acquisi-
tion continental in Europe, accentuates that input from marketing is needed regarding messaging, 
addressing the target group as well as measuring the return on investment  (henceforth ROI); and 6

therefore the two functions have to communicate with each other. Adapting and combining talent 
acquisition and marketing such as the talent acquisition having a booth at a fair, can be considered 
as employer branding, according to Henning. As Bethany, the Manager of Talent Branding and 
Marketing, asserts, marketing is responsible for the Workday brand and she makes decisions how to 
position the employer brand within the overall Workday brand. She claims that there are product 
brand guidelines which are identical to the talent brand guidelines with a few exceptions, “so if you 
are talking to an employee or a candidate or a potential customer, you should feel like you are talk-
ing to the same people”.

Bethany sees the collaboration between HR and marketing as “critical” and believes that employer 
branding cannot exist without it. She considers herself a person in between, linking the two func-
tions since she speaks both languages, the HR and marketing one. Therefore, she says that her 
“most important role in Workday is building relationships” and that trust is the biggest strength 

 ROI “is frequently defined in management and marketing literature as a measure of financial effectiveness concerned with returns 6

on capital employed in (profit-making) business activities“ (Best, 2009; Drury, 2007; Moutinho & Southern, 2010).
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within the collaboration of HR, marketing and herself being responsible for employer branding. The 
more the functions trust her, the less calculative she needs to be with timelines and approval pro-
cesses, Bethany adds.
Regarding the strengths of the collaboration, Henning states that the strengths have generally not 
developed yet since marketing often has different agenda points and might not be willing to offer 
resources in order to support talent acquisition and employer branding. 

Bethany explains that it took a few months for her after she started working at Workday, to build 
relationships and educate marketing so that they understand the relevance of employer branding and 
that they fundamentally do get conscious of the need for it now. Further, she feels that marketing 
has more accountability now because HR started reporting to them regularly. She considers it as 
vital to know marketing’s strategies and tactics in order to translate them into the employer brand. 
Thus, she sets up a lot of regular meetings, usually monthly; the same counts for the talent acquisi-
tion. Bethany develops a strategy based on the input she gets from both sides and presents it by 
telling them what she needs from both parties and tries to get approval. The parties involved see it 
as a “partnership during the entire process”.

4.1.2 Challenges within the collaboration

For Henning, it is a challenge to get the process started as well as cooperating internationally. 
“When improving our brand in the market, there is the challenge to conduct a cost analysis and 
also the international cooperation with people who make decisions”. He further sees a difficulty in 
determining the ROI of employer branding and in giving reasons for the investment in this topic. 
Therefore, it is necessary to get the knowledge and skills to Germany and cooperate more. Any de-
cision made needs to be justified according to him.

Bethany recognizes a challenge in the international cooperation as well since it is often difficult 
scheduling talks since there are short periods of time where skyping is possible and thus communi-
cation often falls to email “which isn’t as effective”. She considers opportunities for visiting, meet-
ing face to face and forming the relationship as valuable. She underlines that they have established 
more relationships over the past years which already makes it easier.

The biggest challenge Bethany sees is timing. For example, if marketing has priorities she some-
times falls to “the bottom of the list and it could just take a little bit longer to get things approved”. 
She would like to move faster with initiatives and stresses that “the biggest challenge is just, having 
the patience to wait my turn”. Building up relationships and aligning the strategy up-front, has 
helped reducing times for approval according to her.

Another point representing a challenge is recruitment talking to marketing about marketing issues 
as well as the other way around. That means, speaking each other’s language, the marketing and the 
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HR one, appears to be difficult according to Bethany. At Workday it works well since they have 
someone like her who understands both sides and speaks both languages, as she explains. 

4.1.3 Additional insights regarding employer branding

Bethany looks at employer branding as follows: “So from the branding perspective it is positioning 
the company as a place that people would want to work in a way that feels very consistent to the 
consumer facing brand but clearly positioned for a candidate, not a customer.” Bethany describes it 
as communicating something that is achieved internally to the outside. He puts it into the context of 
war of talents: “talents are a scarce resource nowadays and workforce is a scarce resource, and it 
is about generating the best for us by building a talent brand based on the organization’s success 
and communicating it to the market”.

Furthermore, Bethany adds that they have planned to use more focus groups globally as well as an 
awareness and attitude study with populations that have not applied to Workday before. This input 
will serve as a base to start a lower level of advertisement and messaging.

4.2 IKEA

IKEA is known as the world’s largest furniture retailer. Since 60 years, it is working on helping de-
velop a better daily life for people in designing functional and affordable furnishing products. Addi-
tionally, it was founded by Ingvar Kamprad and set up in Småland, Sweden. Nowadays, the aim is 
to do more than just providing the products but to “create a better everyday life for the many peo-
ple“ while offering products at low price to give all kinds of people a chance to be able to afford 
them, as well as having long-term supplier relationships and baring business growth in mind. 

4.2.1 Collaboration between HR and marketing functions

When talking with Christian M.P., the Communication Specialist and Product Leader for Recruit-
ment Communication Project and Employer Branding of IKEA, the strong collaboration between 
the functions becomes clear and gets highlighted among the conversation. Following structures and 
regular business processes, the collaborations get aided almost automatically according to Christian 
M.P. Also HR and marketing work closely together, the same way as HR collaborates with corpo-
rate communication, he states as he works in that field and knows about the situation. As IKEA is 
working on new recruitment concepts which is meant to be seen as an employer branding activity, 
marketing is involved as well to give their input as they are good in the communication to the ex-
ternal market. This is of great relevance, next to HR, who is responsible for telling the recruitment 
story. Christian M.P. adds “in that sense we interact with each other, we help each other out“. 

Moreover, both functions are integrated to create a communication campaign for instance while 
sharing the same target group in most cases as these are customers but also potential co-workers. 
However, on the other side, it is not the aim of IKEA to integrate all the communication agendas in 
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all activities as the functions do have different key message needs as marketing tells product stories 
and HR people stories.

The biggest strengths of an even closer collaboration between HR and marketing are therefore ac-
cording to Christian M.P., how they collaborate and what happens when they collaborate. Marketing 
clearly complements the collaboration with the knowledge about customer behavior, customer 
brand interaction, market and overall brand perception whereas HR adds on with the knowledge of 
existing co-worker perception and how they feel the organization works and deals with customers 
and co-workers. Moreover, due to the flat hierarchy in IKEA, there is a “collaboration behavior 
that opens up to a very strong respect and strong sense of togetherness when you work across those 
different functions“. 

Therefore, a strong collaboration already exists at the organization but having an outlook to the fu-
ture, an even stronger collaboration, sharing messages and giving input to other functions, is the 
aim of the organization stated by Christian M.P. Also he claims that IKEA wants to strengthen the 
overall brand including the corporate brand, product brand and employer brand as being one brand 
and becoming better in knowing each other’s agendas, objectives and plans. Academically, the 
brands can be seen as one brand, however in reality, customers see the employer as one brand and 
the retailer as one. Christian M.P. asserts that this again underpins the need for a stronger alignment 
as all functions influence the brand.

4.2.2 Challenges within the collaboration

There are two challenges that Christian M.P. clarifies within IKEA. The first one is about commu-
nication messages which are integrated too less when various functions such as marketing, HR, 
corporate communication and sustainability send out communication tools in extreme amounts. “If 
we all work independently, people in the outside world would get bombarded with communication 
material“. For this reason, he adds that IKEA needs to be careful about these amounts and needs to 
integrate the messages more so that they represent one brand. As HR and marketing tell different 
stories, “the difficult part is merging those two things into the same communication material“ as 
Christian M.P. explains. Accordingly, this highlights the need of an integrated communication. Fur-
thermore, he mentions that “we always collaborate together, but it is not always the output or the 
work that each of us does, it is something that is completely fully integrated with one another“. The 
aim of IKEA is now to create communication strategies which manage the employer brand but also 
the product brand. As the customers view the organization as the product brand, the messages need 
to be combined more to have a greater effect on the perception of IKEA as one whole brand.

The second challenge for IKEA is that it is a global organization being located in various different 
kinds of countries where the customers and co-workers are varying in culture, as Christian M.P. 
claims. Therefore, he says that within the employer branding field there are some markets that have 
a better idea and knowledge about it and others less. Hence, he acknowledges that IKEA is focusing 
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on setting up a common employer branding organization throughout all markets and trying to be 
perceived as one brand even more.

4.2.3 Additional insights regarding employer branding

According to Christian M.P. employer branding is all of the activities that influence how people 
perceive IKEA as an employer. As he is a Communication Specialist, he knows that communication 
plays a vital role in the branding field as it brings on people’s perceptions of the employer brand. 
Generally, Christian M.P. perceives employer branding as being “on a very broad scale related to 
everything we do as a company that has an impact on how we are perceived“.

Even though the term employer branding has existed for quite some years, IKEA has only started 
working with it professionally and strategically since the last few years, Christian M.P. displays. 
Moreover, according to him, several organizations still find it difficult to place employer branding 
as to who is taking over the ownership, either HR or marketing for instance. Because IKEA as an 
organization has had a strong product brand and corporate brand over the years, he clarifies that the 
employer brand equity has already been driven by them; however nowadays IKEA’s employees 
recognize the importance of it. In addition, Christian M.P. describes, in the future IKEA wants to 
stress the right measurements and identify the right types of key performance indicator  (henceforth 7

KPI) next to new recruitment communication concepts. Then IKEA is able to better analyze the 
positive affect of the quality of candidates. 

4.3 Company Quality

As one of the world’s leading technical service organizations, Company Quality is located in Ger-
many, and creates safety and added economic value to the people. With around 22,000 employees 
across 800 locations, a competitive strength can arise of the customers throughout the world, in op-
timizing the technology, systems and expertise. Company Quality is one of Germany’s best-known 
brands which stands for safety, reliability, certainty and impartiality.

4.3.1 Collaboration between HR and marketing functions

The Expert Corporate HR Marketing/Employer Branding of Company Quality points out that when 
starting with employer branding in 2011 there were different workshops and interviews with various 
stakeholders from sales to project engineers to management, in order to find out about their per-
spectives. Based on that, they developed a status quo perspective and formulated the brand’s vision. 
Looking at marketing and HR specifically, the respondent gives the example of media being used in 
the organization. The communications department produces an employee magazine whereas mar-
keting generates different stories via digital communication. The content is connected to a certain 
extent but partly the stories differ. According to Respondent Quality, employee stories in the em-

 “KPI’s are performance measures that indicate progress toward a desirable outcome“ (Balanced Scorecard Institute, 2016).7
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ployee magazine are good when looking at employer branding, but this is not related to the content 
marketing produces. The respondent expresses that trying to embed the organization’s values which 
are “ideally defined in the EVP” is needed in single spheres of activity.
Furthermore, Respondent Quality considers a collaboration between marketing and HR generally as 
meaningful and functioning. Next to that the respondent believes that there are areas in which it is 
useful to differentiate since employer branding and marketing or branding have different goals. 

At Company Quality, HR is not the only one defining value regarding the employer brand but also 
marketing and others. Respondent Quality states, that they have defined these different values as 
value dimensions of the brand which are superordinate. “Thus, the corporate brand is something 
comprehensive, it addresses all target groups of each touchpoint with this company”. According to 
Respondent Quality, Company Quality achieved this cultural fit and further points out that it is cru-
cial to represent the organization as a whole in a consistent way and that inter-divisional arrange-
ments between marketing and HR are part of that.

When it comes to responsibilities within employer branding, Company Quality has “two spheres of 
activities in which the company is strongly seen as an employer, these are recruitment and HR mar-
keting. These are two areas being steered by HR, concerning HR goals and because there the em-
ployer brand part is shaped that strongly, it belongs to HR”. The respondent adds, “ideally, it is a 
CEO topic”.

Respondent Quality thinks that it is the task of the people being responsible for the employer brand, 
to carry the brand and enable experiencing it in other touch points of the company. The respondent 
is confident that Company Quality will steadily improve to find small points of agreement among 
the different functions and will communicate that. The respondent believes that there will never be 
“100 percent” seen from an employer brand manager’s perspective. The respondent emphasizes 
that it is equally important to prioritize and to see what can be done as a next step.

4.3.2 Challenges within the collaboration

According to Respondent Quality, a challenge for Company Quality is to use different perspectives 
of the company better and tell common stories that can be adapted and extended by regional mar-
keting departments. The respondent claims that a challenge is to have employer branding concepts 
that can be used somehow. In addition, the respondent mentions a different aspect, namely that it is 
difficult that there are different values defined by different central areas.

Respondent Quality further underpins that one generally does not find acceptance and interest im-
mediately when talking about branding. Referring to branding the respondent adds that it is impor-
tant to talk the target group’s language. 
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When it comes to employer branding and for instance convincing the department manager of activi-
ties like employees working for the higher good, it is essential to translate it and make it under-
standable in order to get employer branding running, as Respondent Quality explains. Hence, ac-
cording to the respondent, a challenge is to make employer branding usable and transfer it to other 
functions, as well as answering the question “what is in it for me?”. These questions need to be an-
swered together because otherwise no one knows what this “abstract value” is about. In general, 
and in times of changes within the organization, making all relevant touch points experience em-
ployer branding is a continuous process, as Respondent Quality highlights.

4.3.3 Additional insights regarding employer branding

Respondent Quality mentions that there are a lot of colleagues who identify strongly with their task, 
maybe even stronger than with the organization that gives the frame. Further, within Company 
Quality, there are matters that are present and applied everywhere and additionally there is a strong 
regional approach by different subsidiaries. 

Moreover, Respondent Quality states that “real employer branding, if I say that I really want to do 
that, can only work top-down. Unfortunately, this is not the case yet for us”. The respondent asserts 
that only if this is given, which means not only understanding but also commitment for the topic, it 
can work.

4.4 Company Household

Company Household is globally operating in the household appliance field while selling high-quali-
ty products. The organization wants to become a global leader in all direct sales activities while 
symbolizing a trusted family business. It has grown to a highly diversified and global business with 
603.927 co-workers. Because the principles of the organization are customer focus, entrepreneur-
ship creation, exceptional quality, long-term thinking, openness to change, it wants to grow in the 
future even more.

4.4.1 Collaboration between HR and marketing functions

Having spoken to the Manager of Corporate Management Development of Company Household, 
the cooperation between the functions gets pointed out. According to the respondent, marketing 
stresses the products and employer branding is more highlighting the potential and existing co-
workers, therefore these are two different aspects. At Company Household specifically, convincing 
the co-workers of the employer branding topic as an alone standing topic, is relevant but difficult. 
Mostly it is seen as a matter of HR or marketing, however it is a combination of both, due to Re-
spondent Household. 
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As Respondent Household tells, looking at the past few years at Company Household, in 2009 a 
small project team of HR and marketing bosses developed the EVP and brand positioning for poten-
tial employees. They also launched an integrated campaign and strategic guide, however until the 
end of 2014, the whole project got put aside. In 2015 with a new boss, a new employer branding 
project team was founded and worked together with different functions. However, the marketing 
field at Company Household is not as product-focused as in other organizations due to the direct 
sales principle. For this reason, the marketing professionals can also be involved in other projects. 
Furthermore, the respondent made clear that after HR and marketing have worked on certain 
projects, the CEO needs to approve the outcome which is of utmost importance. Hence, the strength 
of the collaboration between the functions is that after launching an idea, no negative reactions oc-
cur; next to that trust plays a fundamental role in the process. 

The responsibilities in the employer branding field are clear at Company Household and it gives the 
functions in other countries the opportunity to adapt certain communication aspects with the same 
EVP in mind. In addition, Respondent Household highlights the importance of the cooperation as 
every function should give the input to create a great project. According to the respondent, “it is 
about the enthusiasm for the product, and then to work further for the company. This is the combi-
nation of HR and marketing“. The relevance of employer branding needs to be seen from both 
functions, also seeing the connection to the product brand as they go hand in hand. “It is about an 
employer brand, and an employer brand has to go hand in hand with the product brand because an 
employee is proud to work for an employer, but also proud of the products they are working for“. 
Also Respondent Household stresses the great connection between corporate brand, product brand 
and employer brand, as Company Household is the umbrella and the corporate and employer brand 
can be drawn from that. 

4.4.2 Challenges within the collaboration

Respondent Household points out that there are a few challenges evolving from within the collabo-
ration between HR and marketing for Company Household that need to be considered in the process 
of developing employer branding strategies. One aspect is the time pace; having started with one 
launch, one has to work already on the next and therefore the challenge pops up of being future-ori-
ented at all times, conforming to Respondent Household. Moreover, one person is not always at one 
position and there are changes internally in the organization that need to be taken into account in the 
collaboration process. Furthermore, different opinions, views and perspectives from certain posi-
tions can influence the collaboration and employer branding strategies as Respondent Household 
adds. The process gets extended in that case and sometimes even another solution needs to be de-
veloped. Additionally, the respondent finds that it is vital to spread out an integrated message to the 
external world, however various managers have different opinions which creates several versions of 
project, which again takes time. 
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Company Household’s outlook is to make sure that one person feels responsible for employer 
branding and when positions change the new employees need to be told and integrated directly re-
ported by Respondent Household. Furthermore, employer branding strategies will be focused on 
and will be spread as important topic within the organization during the next years.

4.4.3 Additional insights regarding employer branding

Respondent Household clarifies that employer branding is a big step for an organization in terms of 
the importance of the positioning as an employer. Company Household especially started with the 
EVP in terms of asking both current and potential co-workers about Company Household’s posi-
tioning because the organization receives many applications but is unsure if these are the right ap-
plicants. In addition to that, Respondent Household emphasizes that it is relevant to adapt to 
changes in order to please the external target group and internal co-workers, therefore adapting 
campaigns for instance, however keeping the old EVP. 

4.5 Company Food

As a globally recognized and indeed large-sized international organization, Company Food’s has 
established many restaurants all over the world. Within the process of having these amounts of 
restaurants, various suppliers and franchisees, the entrepreneurial spirit and commitment to com-
munities come across. The ambition is to provide good food in terms of big choices and real ingre-
dients; support people regarding opportunities, diversity, teamwork and achievement; and also using 
less energy and recycling more for instance. 

4.5.1 Collaboration between HR and marketing functions

When interviewing Respondent Food, the respondent does not see a collaboration between market-
ing and HR at Company Food since they work with an agency that produces the design, layout and 
style guides regarding employer branding. Thus, the agency takes care for the visible performance 
which usually belongs to marketing and is managed by the corporate affairs department, as Respon-
dent Food explains. The respondent adds that the employer brand needs to fit the brand itself: “One 
has to pay attention that it does not seem contrary or inappropriate”. According to Respondent 
Food, “the employer brand should have its own appearance, otherwise it is not seen as an own top-
ic but disappears within product advertisement or does not attract attention. It needs to have its 
own language, an own look, in my opinion”.  

Respondent Food owns the topic employer branding and works together with HR a lot. The respon-
dent represents the linkage to other departments when it comes to employer branding (Respondent 
Food, 2016). So, at Company Food, “it is a collaboration between corporate affairs and human 
resources, that is the big collaboration within employer branding”.
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Originally, the HR department came up with the idea to take care of the employer image that Com-
pany Food has and started working together with corporate affairs, as Respondent Food claims. 
Nowadays, corporate affairs and the HR department agree upon employer branding: “from the HR 
department, we get the topics and content. What is new, where does the trend lead to, where does 
the trend on the job market lead to and what do we need to consider in the future, what is the strat-
egy”. This information is needed to create a communication and appear in public with this content, 
Respondent Food stresses.

At Company Food, job advertisements are created within the Recruiting department after receiving 
some guidelines such as cadence or length from the corporate affairs department. Thus, these are 
managed by HR, though they need to suit the employer branding, as Respondent Food says.

When it comes to the three brands product brand, employer brand and corporate brand, Respondent 
Food believes that everything has to fit each other and that the employer brand should have its own 
appearance. For the respondent, the corporate brand builds the roof for both employer brand and 
consumer brand. 

4.5.2 Challenges within the collaboration

There are no data applicable regarding challenges within the collaboration.

4.5.3 Additional insights regarding employer branding

Respondent Food displays that Company Food had a big challenge since they did not have a good 
reputation as employer in Germany at the beginning. The respondent further explains that through 
the years they have changed in terms of introducing the labor agreement and putting effort into ap-
prenticeships. In order to communicate these changes to the outside, they started thinking about 
employer branding in 2005 and developed a strategy.

In the future, Respondent Food considers the changing labor market as a big challenge. The respon-
dent elaborates that there are less young people due to demographic change and more of them pur-
suing an academic career which leads to an increasing fight for apprentices among organizations. 
The respondent adds that the refugees represent hope and that she sees big potential to balance the 
gap of apprentices eventually.

4.6 Consultant Brett Minchington

As a world-wide recognized expert, consultant, speaker and author concerning employer branding,  
being the Chairman/CEO of Employer Brand International and Employer Branding College, Brett 
Minchington has become a global authority in this field. He has been holding conferences and mas-
terclass events in employer branding with small locally known start-ups to international large-sized 
organizations, such as Google, Cola-Cola, Amazon or Adidas, in more than 50 cities in 30 coun-
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tries. Furthermore, he published four books, ‘Your Employer Brand: Attract-Engage-Retain’, ’Em-
ployer Branding & the new world@work’, ’Employer Brand Leadership - A Global Perspective’, 
and recently ’Employer Brand Excellence - A case study approach’. He additionally got quoted in 
various articles in newspapers, HR, Management and Marketing publications. Furthermore, Brett 
Minchington for instance spoke at the International Employer Branding Leadership Series Event in 
Munich, and at the World Employer Branding Day in Prague, which took place in 2016.

4.6.1 Collaboration between HR and marketing functions

A strong collaboration and network gets highlighted several times when talking to Brett. He stresses 
that it is a very relevant factor within the whole organization, while also collecting data, looking at 
market research and creating careers around people. In addition, the middle management should be 
empowered as well next to the top management. Therefore, a strong collaboration between the func-
tions is vital to create one brand from a holistic view, as Brett stresses. Hereby the consumer, ser-
vice, employer and product brands get integrated.

According to Brett, the organization should not specifically think in functions, even though they 
exist because this makes it easier to take the collaboration more seriously. The networking aspect 
also aids building a successful employer brand in respect to all competencies that are gathered to-
gether. In addition, he highlights that even though employees are working in HR, they still need to 
think about the marketing field, as “marketing does not have the people skills, they have people 
skills but you know the people skills I am talking about, and then HR does not have the branding 
skills. So it is a marriage of the two.“ Next to this strong collaboration, all the functions should 
work together closely, however HR and marketing complement each other in creating an employer 
brand. Brett adds to this, when having an outlook to the future of HR, marketing and also commu-
nication, they should exchange knowledge and competencies. Also the organization should consider 
other external resources such as agencies or consultancies to receive more support in order to bring 
the message across even better internally as well as externally as he explains.

Moreover, another fundamental aspect concerning the collaboration that Brett states, is employer 
branding as its own business function that embraces everything else which brings the benefits of 
ease and attraction and “getting the flow“ to the organization. Either marketing and HR can collab-
orate to create a strong employer brand or the employer could think of it as its own function in the 
future. Taking this thought into account, the managers within organizations should also think of the 
employees as one of them in order to be able to empower them more. This socialization in the busi-
ness and leadership development gets highlighted by Brett.

4.6.2 Challenges within the collaboration

Two challenges that Brett displays are first the credibility for the business and spreading the em-
ployer brand awareness and secondly that organizations need to find the right applicants instead of 
trying to receive as many applications as possible. For instance, large-sized organizations such as 

               !41



Google are nowadays focusing on optimization and further development. Because “we don’t have a 
talent crisis, we have a matching crisis” as Brett points out.

4.6.3 Additional insights regarding employer branding

Brett further states that the resources should be organized in and outside the organization, and 
branding as a whole should be built around the employee. 

Another aspect that Brett highlights is thinking outside-the-box, meaning not only focusing on cus-
tomer experience but also on employee experience; also thinking and networking globally, as well 
as receiving information, talking to people who are doing successful employer branding and getting 
connected. Hence, “your network is your net worth“; and “talk outside your industry. Invest in 
leadership development.“

4.7 Consultant Dieter Kerkhoff 
 
With his consultancy Kerkhoff 3P, Dieter Kerkhoff supports businesses in change processes in areas 
as organizational development, management personnel development, realizing potential/talent man-
agement and value systems & motivations. He looks back at more than two decades of international 
professional work experience whereof many years featured his role as director with global technol-
ogy, personnel and budgetary responsibilities. In the interview, he refers to an organization (Com-
pany Technology) which is operating worldwide as a conglomerate focusing on industry services, 
battery technology, building technology and automotive supplies.

4.7.1 Collaboration between HR and marketing functions

Consultant Dieter sees the collaboration between marketing and HR as relevant. He claims that if 
through marketing one is able to communicate what the organization stands for, what is important 
and in what way potential is increased, then one is able to recruit the right employees that support 
the organization’s way. 

Looking at the three brands corporate brand, employer brand and product brand, Dieter believes 
that they enable and are dependent on each other. He determines, “if I manage to define what I 
stand for as a company, with my products and services, then I am also able to communicate it in an 
appropriate way and edit it through marketing in such a way that not only my current employees 
can identify with it, but also potential new candidates”. 

In his opinion, the awareness of single areas of what they stand for as a function and what they 
stand for as a business unit, is a way towards openness. He recommends to compare these findings 
among different areas to find out what the whole organization stands for. Reported by Dieter, it does 
not matter who takes this step, as long as it is taken. He suggests that HR could start with develop-
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ing employer branding in the organization but also marketing or development functions. From his 
experience, it is mostly people that understand the processes due to their history with the organiza-
tion, that make the first step. 

4.7.2 Challenges within the collaboration 

According to Dieter, there should be a collaboration between HR and marketing, but at Company 
Technology it was not present. There are various reasons for that of which one is HR’s added value 
as a strategic business partner and interaction with organizational development is not being seen at 
Company Technology. This background, next to other reasons, caused that there was no collabora-
tion between HR and marketing. 

An issue at Company Technology conforming to Dieter, was that there was no consistency in mes-
saging, for example in job adverts. Therefore, a mismatch had been developed which got visible 
during job interviews as for instance in which the candidates asked questions related to that. Al-
though the organization viewed they had a strong position when it comes to marketing, “there was 
a complete mismatch between the company, between marketing and Human Resources.”

Regarding responsibilities within employer branding, marketing and HR did not have a big say 
since they were only seen as the ones operating. In respect to that, the top management demanded 
and it seemed as they did not want to approach employer branding according to Dieter. He also un-
derlines that any initiatives by marketing or HR need to be supported by top management that needs 
to plan expenses consequently and drive these initiatives.

The challenge in line with him is to unleash potential of all integrated disciplines and become aware 
of what changes can be made, also, opening up for new solutions and having this awareness in order 
to look at different perspectives. Dieter additionally states that the top management of Company 
Technology needs to start defining a completely new mindset when it comes to leading, allowing 
impact and reducing risks and uncertainty. He points out that “you cannot plan everything”. Ac-
cordingly, the biggest challenge that he sees for organizations and especially for Company Technol-
ogy, is how to manage using such leadership which features openness, awareness and transparency, 
in order to identify how much potential there is in the organization.

4.7.3 Additional insights regarding employer branding

In the interview, Dieter’s view on employer branding gets pointed out which is that he sees the topic 
through two channels, namely the employee and the organization. He explains that it is the employ-
ee who stands for everything he is, he knows and he is able to do, and on the other hand the organi-
zation that he works for. 
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As Dieter further describes, for Company Technology, it was difficult to make clear what they are 
doing and to increase their popularity among potential candidates. If there was an interaction, for 
instance between the organization and a candidate for a job, it was difficult to manage achieving a 
best fit between candidate and organization. Within the recruitment process this matching and uni-
son was little or not achieved. 

Next to that, he conveys “I cannot change the world at once, that does not work. But I can start in 
small terms with myself. I can show you which benefits are connected to that”. By starting and 
telling other colleagues about employer branding, the word is spread further among many people. 
Dieter thinks that this is the approach also in order to build a strong employer brand in the future.

4.8 Consultant Online
 
As a Talent Brand Consultant, the respondent consults various organizations, such as an organiza-
tion which operates in the online industry (Company Online), within the field of employer brand-
ing.

4.8.1 Collaboration between HR and marketing functions

According to Consultant Online, a Talent Brand Consultant, employer branding can be seen from 
different angles and varying functions in organizations. In some organizations, employer branding 
is viewed from HR side, in some from HR and communication and in others from marketing as 
well. A couple of large-sized organizations have their own employer branding function which is ei-
ther led by HR and marketing functions or even part of HR and marketing. As Consultant Online 
also knows that the responsibility for this field always differ between the organizations. The re-
spondent must therefore ask the employer first in person, if the responsibilities are clear, who the 
owner of employer branding is, if HR is already collaborating with marketing, if these functions 
know each other and if employer branding is even a topic for the organization. 

At Company Online for instance, a collaboration between the functions exists. As a consultant, 
Consultant Online and the consulting team have the possibility to share stories, experience, give 
recommendations for the organization and work on the strategy. As Company Online is not seen as 
an employer of choice in Germany such as in the UK or US, accordingly the employer branding 
strategies still need to be improved and developed. Additionally, the consultants need to talk to the 
talent teams, HR and recruitment managers in order to discuss the next years. 

Consultant Online highlights that it is relevant to always have an outlook to the future, however in a 
company such as Company Online, it is not possible to know what will happen within the upcom-
ing years as it grows immensely. A further aspect Consultant Online explains is that HR and market-
ing professionals as well as the consultants are able to influence the CEO’s decisions who in the end 
approves the strategies. Therefore, it is a mix between a bottom-up and top-down approach at Com-
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pany Online. Also, the consultants work together with marketing professionals as these implement 
the strategies then. Accordingly, the responsibility of employer branding lies in both functions at 
Company Online. They even created an Employer Branding Playbook that states in one of the first 
steps that collaboration is key. 

The biggest strength of the collaboration between HR and marketing is, stated by Consultant On-
line, that HR does not specifically know how to implement campaigns and strategies for employer 
branding but better displays the organization as an employer of choice, while marketing often does 
not know how to strengthen the employer brand and which target groups are the most relevant. Fur-
ther, Consultant Online claims that therefore not many people have all the knowledge for employer 
branding, which means that a mix and cooperation between HR and marketing is vital. “If one does 
not have a person who does not have the HR and marketing background, then they should work to-
gether and combine skills and knowledge“ because “consumer brand and employer brand go hand 
in hand“. 

Mentioning the consumer and employer brand, Consultant Online conveys that it should all be seen 
as one brand, but that it does not really matter which brand appears where. The respondent says that 
it is fundamental to understand the brands complement each other and should be seen as a consis-
tent brand in all activities the organization carries out. 

4.8.2 Challenges within the collaboration

The challenge that evolves in the process of creating employer branding strategies, is that the func-
tions and employees generally should learn to work together more increasingly according to Con-
sultant Online. The functions have different views, attitudes and experiences, but should be educat-
ed in taking a collaboration more seriously and learn from each other. Consultant Online stresses 
that many employees see the collaboration as time consuming but they should be more understand-
ing of the outcome and that the collaboration will be worth it. 

The Consultant Online’s own challenge being a Talent Brand Consultant is to teach HR how to do 
online marketing for instance, as in Germany the online activities are not yet that much understood. 
However, the respondent has seen a clear development already in Germany, as more people go on-
line and are more comfortable with using and implementing online activities. 

4.8.3 Additional insights regarding employer branding

Generally, Consultant Online expresses that employer branding is getting increasingly relevant for 
organizations, especially in the time of the skills gap. More job offers are available but there are less 
people that have the right skills and knowledge. Furthermore, the respondent says that “employer 
branding is how a company displays itself as an employer, internally as well as externally.“ Also 
some organizations still need to improve defining themselves better. The Deutsche Bank for in-
stance needs IT professionals as well, however it is not perceived as a suitable employer for these 
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kind of people. For this reason, Consultant Online explains that employer branding is getting more 
vital for organizations in respect to the skills gap, standing out and finding the right people. 

4.9 Consultant Christian Albat

Being an Interim Manager, Trainer and Partner of the consultancy business named ALBATrosse 
(www.albatrosse.com), Christian Albat has knowledge in Human Resources including employer 
branding. His business is consulting other companies and HR functions in being competitive and 
innovative in the market. Moreover, it creates solutions for a successful personnel management, re-
cruiting and personnel marketing.   

4.9.1 Collaboration between HR and marketing functions

Christian A. thinks that a collaboration between HR and marketing can be beneficial. When it 
comes to employer branding, he sees marketing as an important driver since they deliver the under-
standing of design, external presentation and communication. HR on the other hand can contribute 
to employer topics and therefore takes the lead in this area, as Christian A. argues. Also, other as-
pects of employer branding are connected to HR as for example recruitment and HR development. 
According to Christian A., HR identifies the core of the employer brand by carrying out interviews 
with employees and top management in order to find out about the culture and what they want to 
communicate in an authentic way. On the other hand, marketing “is probably doing a good job in 
accompanying in an attractive way” when it comes to implementation and formulations. 

He states that employer branding is a topic of the organization’s top management which takes the 
role as a patron, in combination with someone working operatively being the driver.  

Considering the corporate, employer and product brand, Christian A. looks at the corporate brand 
representing the culture topic, embracing both product and employer brand which point into differ-
ent directions.

4.9.2 Challenges within the collaboration

Regarding challenges, Christian A. mentions that the collaboration between HR and marketing can 
be both beneficial, however often restraining. For him, including marketing too late can cause a 
change of a whole campaign planned by HR. On the other hand, involving marketing too early and 
not giving the marketers freedom, can cause restraints. According to Christian A., HR often goes 
ahead with developing and maybe arranging an agency without talking to marketing at that point. 
Moreover, he hopes that the general attention for employer branding will increase in the future.

The biggest challenge according to Christian A. will be the “distribution of budgets“. That means 
for him that there has to be either a budget only for employer branding or it has to be distributed 
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among the functions involved, as he elaborates. Further he adds, that one needs to watch out to not 
mix up the budget responsibilities though.

4.9.3 Additional insights regarding employer branding

According to Christian A., employer branding is the opportunity to gain external employees and 
also to bind and develop employees. As he asserts, a strong employer brand helps, given it is being 
implemented. 

He believes that not every company needs an employer branding strategy but that it is especially 
useful for companies that want to position themselves in a new way and start recruiting. He says: 
“This phrase employer branding is being emphasized too much, as it would be something extremely 
complex and very difficult. In my opinion it is already enough to do a workshop and to think about 
who I am and what I am.”. As explained by him, an organization can use a budget investing in 
agencies but could also arrange a trainer or a student to conduct surveys. Christian A. thinks that it 
is also about trial and error and not always comparing oneself with the big players in this field. He 
states: “Sometimes, it also works in a simple way”.

Next to that he claims that employer branding is about the truth, about who someone is and stands 
for as an owner or CEO, how someone leads, how the company wants to be understood and which 
people are needed. “An employer brand has to live”, as Christian A. describes. Christian A. hopes 
that employer branding will be seen as more holistic, in contrast to looking at it very operational. 
He also stresses that the biggest challenge is to implement employer branding sustainably and first 
of all to start with it.
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5. Cross-Case Analysis
_______________________________________________________________________________________

Due to the empirical findings, this fifth chapter is combining the collected data with the theoretical 
framework in order to analyze them. This cross-case analysis reveals the way the investigated orga-
nizations and consultants work towards employer branding including the collaboration and chal-
lenges in the process which is being put in relation to employer branding theories.
_______________________________________________________________________________________

As a base for the analysis chapter the authors created three tables regarding the empirical data find-
ings. These can be found in Appendix 3. Furthermore, the third category ‘Additional insights into 
employer branding strategies’ has been excluded from the cross-case analysis since it provides addi-
tional information which is not directly relevant for answering the research questions. However it 
has been attached to Appendix 4. 

5.1 Collaboration between HR and marketing functions

The importance of the collaboration

All nine of the investigated organizations and consultants highlighted the relevance of the general 
collaboration between HR and marketing functions. This collaboration is being applied differently 
in every single case as the functions are built up in varying ways within the organizations. As in 
IKEA the cooperation and communication between the functions are operated well and they work 
together closely, Christian M.P. stresses the importance of this collaboration. With this being em-
phasized, IKEA is an example of a company where every function aids each other and where the 
collaboration is extremely vital. In addition to that, Wallace et al. (2014) highlight a combination 
between HR and marketing functions of an organization. This collaboration between HR and mar-
keting generally can be beneficial as well as it is necessary and meaningful (Bethany, Henning, Re-
spondent Quality, Dieter & Christian A.). Additionally, Brett expresses that strong collaborations 
can support the organization to be even more successful through this networking and helping each 
other out. The relevance of this cooperation between the functions and individual co-workers can be 
beneficial to develop better strategies for the organization. Furthermore, Consultant Online as a 
consultant sees this collaboration between the functions within Company Online. Respondent Food  
on the other hand does not see the specific collaboration between HR and marketing at Company 
Food, however a greater cooperation between other functions, such as corporate affairs and HR. 
These two perspectives highlight the different collaborations within various companies. 

When it comes to the collaboration between HR and marketing within the field of employer brand-
ing, a rather strong tie between the two functions illustrates a strategic fit (Ulrich, 1997). Bethany 
adds that a collaboration between these two functions is “critical“ and that the actual employer 
brand cannot exist without it. Moreover, according to Bach (2005) HR should work together with 
the marketing function in order to foster the importance of its function within the organization and 

               !48



to support management and control the corporate identity and employer brand. Next to that, Re-
spondent Household explains that employer branding should be a stand-alone topic in an organiza-
tion, however that it is often difficult to manage, therefore it is a combination of HR and marketing 
caring for this topic. Accordingly, all nine investigated organizations and consultants foster a col-
laboration between the HR and marketing functions, however the collaboration still differs. Thus, in 
some organizations the collaboration lies in other functions, as at Company Food for instance HR 
and marketing do not really work together on employer branding, but HR and corporate affairs (Re-
spondent Food). 

How they collaborate

A collaboration between HR and marketing has already been introduced by Amber and Barrow 
(1996) by defining employer branding as a marketing approach to human resources. By combining 
these approaches, a successful employer brand can be developed according to Windeatt and Picker-
ing (2008). Therefore, the need for the collaboration gets expressed, however the way the functions 
work together varies a lot from organization to organization. Speaking about IKEA, Christian M.P. 
talks about the close collaboration between HR and marketing as well as HR and corporate commu-
nication. They for instance create new recruitment concepts that are seen as an employer branding 
activity where marketing is involved as well to give their input and knowledge. “In that sense we 
interact with each other, we help each other out“ (Christian M.P.). Marketing on one side under-
stands the communication to the external market better than HR (ibid), this shows one aspect where 
the functions can support each other. Respondent Quality however expresses that employer brand-
ing, marketing and branding have different goals. These different opinions on which activities are 
seen as an employer branding activity illustrate that employer branding activities can be seen differ-
ently by organizations as well. 

As stated by Respondent Household, at Company Household marketing stresses the products and 
employer branding and rather highlights the potential and existing co-workers. Added by Christian 
M.P., marketing tells product stories and HR tells people stories, therefore in IKEA the two func-
tions have different key message needs. But despite different key message needs, HR and marketing 
can supplement each other in bringing the same main communication message across (ibid). “It is 
about the enthusiasm for the product, and then to work further for the company. This is the combi-
nation of HR and marketing“ (Respondent Household). Therefore, to make the organization an em-
ployer of choice, both functions are needed, and somehow should work together. 

According to Brett, HR employees still need to think about the marketing field, therefore it is “the 
marriage between the two“. In his view, the two functions need to also consider the other function 
as necessary and should understand a bit of their work. Henning adds to this that marketing supports 
the collaboration with its skills in messaging, addressing the target group as well as measuring the 
ROI, and according to Respondent Food, job advertisements are created within the recruiting de-
partment. At Company Food guidelines such as cadence or length are managed by the corporate af-
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fairs department and by HR, though they need to suit employer branding (Respondent Food). As the 
theory presents, the two functions have different purposes; HR focuses on attraction, retention, mo-
tivation, development and the usage of human capital (Coff, 1997; Kamoche, 1996; Mueller, 1996). 
On the other hand, marketing is creating, communicating and delivering value to customers in ways 
that benefit the organization and its stakeholders (American Marketing Association, 2004). Howev-
er, HR and marketing should complement each other in creating an employer brand and should ex-
change knowledge and competencies (Brett). Additionally, Bethany describes a strategy they are 
creating at Workday where both should give their input and highlights a “partnership during the 
entire process”. She also considers herself as the linkage between the two functions since she un-
derstands both and accentuates her “most important role in Workday is building relationships”. At 
Company Food, Respondent Food is responsible for the employer branding strategies, linking cor-
porate affairs, HR and an external agency. Marketing is not involved in the process, since the 
agency produces the design, layout and overall visible performance which is managed by the corpo-
rate affairs function. On the other hand, at Company Household the marketing function is more in-
volved in employer branding projects. However, conforming by Respondent Household, the CEO 
needs to always approve the project outcomes. Respondent Quality draws attention to inter-divi-
sional arrangements between HR and marketing in Company Quality which further stresses the 
equal prioritization of the next steps of the two functions.

At Company Online, Consultant Online adds that the talent brand consultants work together with 
marketing professionals as these implement the strategies, and expresses that the functions actually 
should “combine skills and knowledge“ because “consumer brand and employer brand go hand in 
hand“. Thus, differently to Company Food’s approach, also Christian A. explains that the marketing 
function is a relevant driver for employer branding as they deliver the understanding of design and 
external communication. Adding to this, Consultant Online claims that HR and marketing comple-
ment each other and as not many people have the knowledge about employer branding on its own, 
the cooperation is vital. However, many organizations suggest that HR should take the lead in em-
ployer branding as they have the people skills. This means that for instance HR is carrying out em-
ployee interviews and therefore they know the potential and existing employees, however market-
ing on the other hand is “is probably doing a good job in accompanying in an attractive way” when 
it comes to implementation and formulations (Christian A.).

As in some organizations, the employer branding strategies are not quite developed yet, Dieter  
states that either HR or marketing could actually start with creating ideas about it. He underlines 
that “if I manage to define what I stand for as a company, with my products and services, then I am 
also able to communicate it in an appropriate way and edit it through marketing in such a way, that 
not only my current employees can identify with it, but also potential new candidates“. This means 
that marketing indeed is a vital player in the employer branding process (Dieter). However, Re-
spondent Food states that the employer brand should have its own appearance, own language and 
own look. This shows an emphasis that lies on employer branding as its own function. As Brett ex-
presses that employer branding could stand on its own as well, he further stresses that it therefore 
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could be implemented as a business function within the organization. An organization should not 
specifically think in functions and people should take networks and collaborations even more seri-
ously generally (Brett).

According to Consultant Online, employer branding can be seen from different angles and various 
functions in organizations. It is all about knowing the tactics in order to be able to translate them 
into the employer brand.

Ownership of employer branding

Even though the ownership of employer branding is still unclear for various organizations, there is 
always somebody in international organizations who is responsible for developing the strategies. 
Christian M.P. (IKEA) claims that several functions find it difficult to place employer branding 
within the organization, either in HR, marketing or even other functions. This is in line with theory, 
which says that research has shown that clarity concerning this matter is often missing (Mei-
Pochtler et al., 2014).

However, in some organizations the ownership seems to be clear and understood by the functions as 
in Company Household where responsibilities are clear and the importance of a cooperation be-
tween the functions and them giving input in projects, gets emphasized (Respondent Household). 
Moreover, Consultant Online asserts that at Company Online, the responsibility of employer brand-
ing lies in both functions. However, as can be seen, it always differs between the organizations and 
there is no rule for who should own the employer brand. As to at Company Food, Respondent Food 
as the head of corporate affairs, linking corporate affairs, the agency and HR, is responsible for em-
ployer branding. This underscores that not always HR and marketing own employer branding as the 
matter gets interpreted differently. 

On the other hand, the top management seems to be a critical and often crucial aspect in the owner-
ship and collaboration between the functions. According to Consultant Online, HR and marketing 
professionals as well as the consultants are able to influence the CEO’s decisions. In this case, at 
Company Online, it is a mix between a bottom-up and top-down approach, as the functions agree 
on a strategy and the CEO approves it and they still can discuss the decision with him. At Company 
Quality a top-down approach is preferred which shows that the CEO has quite a bit of influence on 
all strategies in the employer branding field. Respondent Quality states that a great part of responsi-
bility belongs to HR, however it is ideally a CEO topic which is not yet completely the case. Simi-
larly to him, Christian A. adds that the employer brand is definitely a topic of the organizations’ top 
management. Therefore, in organizations, the ownership is being applied differently and there is no 
right or wrong. 
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Strengths of the collaboration

The investigated organizations have stated different strengths within the collaboration between the 
functions, more specifically between HR and marketing. Christian M.P. claims that collaborating at 
IKEA shows strength in how the functions collaborate and what happens when they collaborate. 
This already intensifies the close cooperation between them and that it is functioning. As to how 
they collaborate, Christian M.P. argues that the functions clearly communicate with each other and 
listen to different opinions. As to what happens when they collaborate, he means that successful re-
sults in IKEA can be seen and measured, especially the “collaboration behavior that opens up to a 
very strong respect and strong sense of togetherness when you work across those different func-
tions“. This is in alignment with theory which states that by combining these approaches, a success-
ful employer brand can be developed (Windeatt & Pickering, 2008).

According to Respondent Household, the strength of the collaboration between the functions at 
Company Household is that after launching an idea, no negative reactions occur. Additionally, Re-
spondent Household claims that every step or strategy needs to be discussed together, having input 
from many perspectives in order to have an agreement on the matter. Christian M.P. states that HR 
and marketing as functions clearly complement the collaboration with their specific knowledge and 
skills.

Furthermore, two respondents mention the aspect of trust as a strength within the collaboration. In 
Respondent Household’s opinion, at Company Household trust plays a vital role in the process as 
well as for Bethany it is the actual biggest strength within the collaboration. 

Outlook to the future regarding the collaboration

Christian M.P. as the only respondent really shared some future objectives regarding the collabora-
tion between HR and marketing. According to him, they are aiming at an even stronger collabora-
tion concerning sharing messages and giving inputs in the other functions’ work. In addition, they 
want to become better in knowing each other’s agendas, objectives and plans as well as strengthen 
the overall brand. This highlights the in-depth thoughts and understandings about a collaboration 
between the functions.

Corporate, product and employer brand

From the responses it gets clear that the investigated organizations and consultants have different 
views on the three brands, namely the corporate, product and employer brand. Reported by Schultz 
(2005) the corporate brand originates in an integrated mindset that is shared within the organization 
and is highly connected to the central ideas of the organization’s identity. In addition to that, accord-
ing to Knox and Bickerton (2003), the product brand on the other hand is related to product market-
ing, therefore focuses more on branding to differentiate the product or service from competitors. As 
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to the employer brand, App, Merk and Büttgen (2012) concentrate on current and future employees. 
These three different approaches show that each brand has its own needs and aims. Three of the re-
spondents agree with this perspective. Respondent Quality expresses that the corporate brand ad-
dresses all target groups of each touchpoint with this company, which confirms Mokina’s (2014) 
statement that the corporate brand is the main carrier of values, vision and mission of the organiza-
tion. The corporate brand is representing the culture topic, more specifically embracing both of the 
two other brands product and employer brand, which again go different directions (Christian A.). 
This means that they have varying objectives. This goes in line with Mokina (2014) who claims that 
the product and employer brand interpret the corporate values produced by the corporate brand and 
adapt them to the different target groups of stakeholders. Furthermore, Backhaus and Tikoo (2004), 
Mosley (2007) and Moroko and Uncles (2008) acknowledge that employer branding strategies be-
ing related to the corporate brand, can differentiate the organization with the positioning. Respon-
dent Food displays in a specific view, all three brands need to fit each other, however stresses that 
the employer brand should have its own appearance, thereby being a sub-brand next to the product 
brand of the corporate brand. This is being confirmed by Foster et al. (2010) who say that the em-
ployer brand, next to the product brand, can be seen as a sub-brand of the corporate brand.

However, not being stated in the theory, but claimed by five of the investigated respondents, all 
three brands can be seen as one brand and should complement each other. Brett accentuates the 
holistic view that integrates the consumer, service, employer brand product brands. Moreover, Con-
sultant Online underlines the one brand concept as well, as it is crucial to understand the consisten-
cy within the organization. Hence, the brands need to somehow be connected in order for the orga-
nization to be able to represent itself as a consistent brand. Also Dieter agrees that the brands should 
enable each other and that they are dependent on each other. This brings attention to the integration 
of the three brands, complementing each other. Additionally, Respondent Household sees a great 
connection between the three brands as they go hand in hand. “It is about an employer brand, and 
an employer brand has to go hand in hand with the product brand, because an employee is proud to 
work for an employer, but also proud of the products they are working for“ (Respondent House-
hold). Lastly, IKEA is focusing on one brand. Their aim is to strengthen the overall brand, including 
all three brands, the corporate, product and employer brand as reported by Christian M.P. This em-
phasizes the clear vision of the three brands complementing each other (ibid). The issue for IKEA is 
that the customers see the employer IKEA as one brand and the retailer as one, however there needs 
to be improvement to let the customers and potential employees think of IKEA as one brand, in-
cluding all three brands (ibid).

5.2 Challenges within the collaboration

Integrated communication

Both organization and consultant cases reveal different challenges within the collaboration of HR 
and marketing within employer branding. Five of the cases point out challenges related to an inte-
grated communication involving both HR and marketing. As Herman and Gioia (2000) claim, the 

               !53



communication must be consistent in all channels and aspects of the organization in order to con-
tribute to the aim of being an employer of choice. The aspects named by the respondents related to 
an integrated communication indicate that it is a big challenge being present at organizations. At 
IKEA, the communication messages are integrated too less because of various functions such as 
marketing, HR or corporate communication sending out communication tools in extreme amounts, 
as Christian M.P. explains. According to him, IKEA now wants to set up communication strategies 
managing both employer brand and product brand. Also for Company Quality, there is a challenge 
to tell common stories (Respondent Quality), which might be related to the aspect that there are dif-
ferent values defined by varying central areas. 

Sending out an integrated message is of importance according to Respondent Household but it often 
takes time since there are various opinions among different managers (Respondent Household). 
Furthermore, Dieter mentions that there was no consistency in messaging at Company Technology 
which had various effects such as ambiguities in job interviews regarding the organization and job 
positions (Dieter). These ambiguities were based on a mismatch between HR, marketing and the 
overall organization (Dieter). Christian A. gives another perspective on the challenge, which is tim-
ing. He says that HR often goes ahead without talking to marketing at that point. On the other hand, 
he asserts that involving marketing at a later stage can change a whole campaign developed by HR; 
involving it too early can cause restraints if they are not given enough freedom (Christian A.). The 
statements given by the respondents regarding challenges with creating an integrated communica-
tion of HR and marketing are related to the functions being independent in most organizations 
which makes the alignment more difficult (Ritson, 2002).

International cooperation

Another challenge that was displayed in the interviews is international cooperation when it comes 
to employer branding. IKEA as a global organization needs to set up a common employer branding 
throughout all markets and try to be perceived as one brand since both customers and employees 
vary in culture (Christian M.P.). Thus, this makes international cooperation among HR and market-
ing functions necessary and represents a challenge due to high diversity. Next to that, communica-
tion might be harder due to different time zones as being highlighted in the interview with Workday. 
Communication often falls to email “which isn’t as effective” (Bethany); however, building rela-
tionships makes it a bit easier to communicate in general (Bethany). Moreover, at Company Quali-
ty, there is a strong regional approach to employer branding and differences between various sub-
sidiaries as an additional challenge being mentioned (Respondent Quality). This accentuates that 
considering the different locations and cultures that come with international cooperation, is quite 
crucial.

Making employer branding understandable and come alive

As Dibble (1999) states, the message or image being produced should be credible to current em-
ployees and at the same time representing the organization’s culture long-term. As the empirical 
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findings show, challenges connected to that are present in six out of nine cases according to the in-
terviews. Justification for investment in employer branding needs to be given, especially because it 
is difficult to determine the ROI of it (Henning). At the same time, HR and employer branding as-
sociates need to build relationships and educate marketing so that they understand the relevance of 
the topic and fundamentally get conscious of the need for employer branding (Bethany). Thus, at 
Workday, these aspects are essential when it comes to being credible to other employees and even 
convincing marketing of employer branding’s relevance. At Company Household there has been the 
situation that the position of the manager responsible for employer branding had changed which 
means that it is important in this case to transfer the relevant knowledge and make it come alive in 
the organization (Respondent Household). Furthermore, increasing attention and awareness of em-
ployer branding represent a challenge (Brett; Christian A.). Next to making it transparent and un-
derstandable for others, it also appears to be relevant to make it usable for other functions within the 
organization (Respondent Quality), meaning that they are brought closer to the matter and that they 
actually can apply it in their work.

Understanding each other (HR and marketing)

Next to making it understandable for others, the understanding between HR and marketing is a 
challenge mentioned by some of the respondents. At Workday, HR has a hard time speaking the 
marketing’s language as well as the other way around, which is balanced by Bethany being a link-
age speaking both languages, the marketing and the HR one (Bethany). This is confirmed Barrow 
and Mosley (2005) who claim that both functions tend to speak a different language and use differ-
ent tools to define comparable objectives. Moreover, they point out the lack of mutual understand-
ing between the two functions in general (Barrow & Mosley, 2005). These aspects could be con-
nected to HR and marketing not being integrated and lacking communication which even might 
lead to misunderstandings (Cobb et al., 1998) as sometimes they do not agree on the same aspects. 
Consequently, the collaboration between HR and marketing mostly fails, leading to a disjointed ap-
proach in employer branding (Minchington, 2011). Related to this, learning to work together and 
learning from each other (Consultant Online) as well as being educated in taking the collaboration 
more serious (Consultant Online) are vital to take into account in order to reach a joint approach.

Time

Timing and time pace play a role when it comes to the collaboration between HR and marketing 
within employer branding. Internal changes within the organization influence the collaboration 
process and therefore should be considered (Respondent Household). Also, having many different 
views and perspectives on the topic and decisions slows down the process at Company Household 
(Respondent Household). A similar issue is mentioned by Bethany who sometimes encounters long 
times for approval of initiatives which she would like to push through faster. Building relationships 
and aligning the strategy up-front has helped with this challenge (Bethany).
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Leadership

Literature highlights the need for management commitment regarding employer branding and a 
close work relation with top management (Barrow & Mosley, 2005). As emphasized by Dieter, at 
Company Technology management commitment was not present regarding employer branding 
since it seemed that they did not want to approach it. According to him, the top management of 
Company Technology needs to develop a new mindset when it comes to leading in general, allow-
ing impact as well as reducing risk and uncertainty (Dieter). In addition, Respondent Quality ac-
knowledges that employer branding can only entirely work if not only understanding but also com-
mitment for the topic is given by the top management, which is not yet the case at Company Quali-
ty. Hence, these views show that top management does not always fully support employer branding 
which therefore also makes a collaboration between HR and marketing more difficult.

Other challenges

Other challenges that have been revealed in the empirical study are to unleash the potential of all 
integrated disciplines (Dieter) as well as top management seeing HR’s added value as strategic 
business partner (Dieter). Additionally, marketing often has different agenda points and might not 
be willing to offer resources to support employer branding which means they have other priorities 
(Henning). Moreover, the distribution of budgets represents a challenge to the functions involved 
(Christian A.) which means they have to decide which proportion each function has of the budget 
regarding employer branding.

5.4 Final model

Due to the extended cross-case analysis, a figure has been created in order to further illustrate the 
results in a clearer way (see figure 8). It concludes the cross-case analysis combining the empirical 
findings and theoretical views. 

As can be seen in this model, the top management stands on top, ideally collaborating with both HR 
and marketing which is a two-sided relationship. Thus, it represents the importance of involving top 
management in HR and marketing strategies and in turn receiving support and commitment. At the 
same time, a collaboration between HR and marketing should be present in order to implement em-
ployer branding successfully, as shown in the analysis of this study. The arrow pointing to chal-
lenges connected to the arrow linking collaboration and employer branding shows that there are 
challenges during the development and implementation of employer branding. These challenges 
include the aspects of integrated communication, international cooperation, making employer 
branding understandable and come alive, understanding each other (HR and marketing), leadership, 
time, distribution of budgets and different priorities. The end result of employer branding is depict-
ed as reaching the status of being an employer of choice which however can be seen as an ideal out-
come in this model. Thus, the model gives an overall and simplified summary of the subject studied 
and demonstrates the study’s dynamics one more time.
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Figure 8: Outcome of cross-case analysis (Authors’ own creation, 2016)
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6. Conclusions
_______________________________________________________________________________________

This last chapter has its foundation from the analysis discussion and sums up the most relevant as-
pects from the study. Build on answering the research questions, academic and managerial implica-
tions could be developed, as well as finally suggestions for further research.
_______________________________________________________________________________________

6.1 Conclusion

The purpose of the study was to examine the collaboration between HR and marketing functions 
within employer branding. In order to achieve this, the study wants to answer the following research 
questions.  
The concluded additional insights regarding employer branding can be found in Appendix 5.

RQ1: How do HR and marketing collaborate within employer branding?

When considering the general collaboration between HR and marketing functions in organizations, 
all of the nine investigated cases reveal that the relevance of this collaboration increasingly gains 
importance. The study emphasizes that generally when these two functions work together, it can be 
beneficial and meaningful for the organization in terms of supporting strategies and networking. 
However, this collaboration is also being applied differently as the functions in each organization 
are structured in varying ways.

The results further exhibit that also the collaboration between HR and marketing within the em-
ployer branding field differs from organization to organization as the employer branding activities 
are seen differently. In some organizations, the responsibility for employer branding even lies in 
other functions. Nevertheless, HR and marketing as functions can complement each other in respect 
to various aspects; such as HR telling people stories and focusing on potential and existing co-
workers, on attention, retention, motivation and the usage of human capital, whereas marketing 
deals with the communication to the external world, is rather product-focused, measures the ROI 
and delivers value to the customers in ways that benefit the organization and brings profit. 

In addition to that, these two functions have different key message needs, thus should bring across 
the same main message to reach the employer of choice as potential and existing co-workers per-
ceive the employer as one brand. This stresses the consistency throughout the whole organization 
that the investigated respondents mentioned. The holistic view should be taken seriously, as the 
three brands, namely corporate, product and employer brand, go hand in hand and must be integrat-
ed as the employee is proud of the product but also satisfied to work for the employer. However, 
related to these results, some respondents view the corporate brand as standing atop anything else, 
being the main carrier of values, addressing every target group within the organization. Therefore, 
the respondents’ perspective on the three brands differ and split the opinion.
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Moreover, as the findings display, inter-divisional arrangements get highlighted which further stress 
the equal prioritization between the two functions regarding employer branding activities. HR and 
marketing are not yet quite understanding each other’s activities, for this reason, they should learn 
from each other and network increasingly. In this perspective, exchanging knowledge and compe-
tencies between the functions gets accentuated by the respondents. Furthermore, a vital result con-
jointly shows that it is all about knowing the tactics and strategies in order to be able to translate 
them into the real employer brand, in a way that the functions know how to apply these aspects in 
their working life and activities. Employer branding can still be seen from varying angles, however 
must be made usable in the organizations. In some organizations the employer branding strategies 
are not quite yet developed, however one of the functions, either HR, marketing or any other, 
should start with it and collaborate. According to the respondents, the employer brand cannot exist 
without collaborations which emphasizes that it is of high relevance to consider in order to support 
the management and control the corporate identity and employer brand. Accordingly, people can 
identify more easily with the employer, which aids the organization’s success.

Even though previous research claims that the responsibilities in organizations are unclear concern-
ing employer branding, all of the respondents state that they are indeed clear, however the people 
have to feel even more responsible for it, take it more serious and have to understand it more in or-
der to transfer it into activities. The ownership of employer branding is not yet quite clear in all or-
ganizations as the responsibility is split or there is one manager networking between the functional 
departments. This manager’s task is building partnerships and relationships. Regarding the owner-
ship, top management seems to a vital role within various organizations according to the interviews. 
It is a critical aspect as the CEO often needs to approve the strategies, and in some organizations 
HR and marketing functions for instance can influence the CEO’s ideas, in some not at all. Addi-
tionally, a mix between top-down and bottom-up approaches is possible as well according to the 
results. Therefore, the top management plays a role in employer branding, either as an owner or by 
approving decisions. However, a crucial finding is also that due to three respondents, employer 
branding could be a stand-alone topic, or even business function.

In cases where the collaborations function, a few results can be seen. Strong respect, sense of to-
getherness, being a team, no negative reactions after launching employer branding initiatives, com-
plementing each other with specific knowledge and skills as well as trust are some examples of suc-
cessful results of the collaboration. For this reason, some organizations still want to become better 
in knowing each other’s’ agendas, plans and objectives in the future in order to reach being the em-
ployer of choice. 

Conclusively, this displays that the collaboration with respect to employer branding between HR 
and marketing varies within the organizations which might be connected to the organizational struc-
tures. However, results highlight that a collaboration on an equal footing between these two func-
tions can be extremely beneficial for the organization in order to have a strong employer brand.
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RQ2: Which challenges evolve during this process?

Looking at challenges that evolve during the collaboration between HR and marketing functions 
within employer branding, the nine investigated cases described various ones that need to be con-
sidered and dealt with. The results show that most of the cases face challenges with integrated 
communication of HR and marketing. As both literature research and empirical findings reveal, 
communication should be consistent in all channels and aspects of the organization in order to posi-
tion it as an employer of choice. Too many functions carrying a big amount of communication mes-
sages to the outside can cause a lack of integration and prevent the organization from telling com-
mon stories. In some organizations, the central functions have different defined values which makes 
an integrated communication harder. Due to different opinions and variations in values sending out 
integrated messages takes time and takes even longer if functions are involved too late. The incon-
sistency in communication messages sent out to the organization’s external environment such as 
consumer market, labor market or other stakeholders, can cause confusion and ambiguity which 
might show in job interviews or other points of contact.

Moreover, the research findings illustrate that international cooperation appears to be a challenge 
within the collaboration between HR and marketing. Especially in international organizations, there 
is the need to set up a common employer branding strategy throughout all markets and eventually to 
be perceived as one brand. Next to different locations, also subsidiaries located at different places 
are more difficult to integrate in the collaboration. Due to a high diversity across countries and cul-
tures as well as different time zones, a collaboration and integrated communication is more difficult. 
As the results show, building up relationships makes it easier to collaborate internationally and 
helps overcoming barriers such as ineffective emailing. 

Additionally, six out of nine respondents explain that it is a challenge to make the employer brand 
understandable and come alive throughout the organization. Related to that is the emphasis on an 
increased attention and awareness of employer branding. The message sent out should be credible 
and represent the organization long-term. When making the employer brand and the initiatives con-
nected to this understandable to other functions and management, it is important to justify this in-
vestment and decisions taken. As the results illustrate, it appears to be difficult to determine the ROI 
of employer branding. Seen from HR, it first of all is a challenge to educate marketing and make 
them aware of employer branding’s relevance and need for the organization. As soon as they col-
laborate, it is relevant to make employer branding usable for other functions so they can work with 
it and apply it within the organization. Another vital challenge to mention is the changes in posi-
tions. If a manager or employee dealing with employer branding strategies or implementation 
changes position, it is necessary to pass the knowledge and continue making it come alive.

Another essential aspect to be mentioned regarding the collaboration between HR and marketing is 
the understanding between these two functions. As the empirical findings show, speaking each oth-
er’s languages, meaning the HR and the marketing one, is demanding and can make it challenging 
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to work together as well as define comparable objectives. By starting to take the collaboration more 
serious and learn from each other, this challenge can be tackled.

Time is another factor that represents a challenge since internal changes and different point of views 
in the collaboration can slow down the process. Besides, approval for initiatives by other functions 
or top management can be time-consuming which can be reduced by building relationships and 
aligning the strategy up-front. When it comes to top management, the results display that there is a 
need for management commitment and closer work relation with it. If this is not given, the collabo-
ration between HR and marketing is affected as well and employer branding cannot be implemented 
as desired. As revealed in the study, in some organizations the top management needs to create a 
new mindset, allow more responsibility and commitment to employer branding.

Other challenges disclosed in the research results are the distribution of budgets among the func-
tions involved in employer branding strategies and initiatives as well as different priorities of each 
function. These diverse priorities within each function can slow down the process and cause diffi-
culties in the collaboration. Another aspect is that the top management sometimes does not see HR’s 
added value as a strategic business asset which creates a challenging base for serious collaboration 
with marketing and stressing the importance of employer branding. 

6.2 Academic implications

The growing interest and relevance of the topic employer branding is increasing and therefore is 
discussed in literature studies. Nevertheless, the focus on the collaboration and how the functions in 
organizations handle it, has been left out to the academics. As the responsibilities of the functions 
are not clear within the employer branding field (Mei-Pochtler et al., 2014), this study adds to the 
research gap. More specifically, this study investigates the collaboration between HR and marketing 
within employer branding and gives insights into new fields of knowledge, as this matter has ac-
knowledged the importance of it only recently. Furthermore, this study is going more in-depth into 
the organizational perspective and additionally discusses the challenges within this process which 
previous research detected but not further investigated.

This study thereby contributes to the research on both HR and marketing and their collaboration and 
specifically to the research on employer branding strategies that are developed, including the chal-
lenges. Further, the revealed challenging matters during the development of employer branding 
strategies as well as the additional vital aspects to employer branding bring new insights and possi-
bilities in academia. These may lead to new findings in both research of the collaboration and em-
ployer branding generally. Finally, the results provide openings to new research aspects developed 
by the empirical findings, looking into for instance international cooperation challenges or high-
lighting the networking and collaborating view. 
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6.3 Managerial implications

The study will not only contribute to the academic research field of employer branding and the col-
laboration between HR and marketing functions of large-/medium-sized companies, but also adds 
value to the practical field.

Therefore, this study contributes to the aspect of the collaboration between HR and marketing with-
in employer branding. Based on the study results it is recommendable for organizations to find link-
ages between the HR and marketing function. That means, having someone in between these func-
tions who is able to speak both, the HR and marketing language, which supports communication. It 
can also help building the relationship and avoiding misunderstandings. If the organization decides 
to strongly involve an agency in carrying out marketing tasks within employer branding, such link-
age is needed as well. Thus, involving other functions or external agencies in employer branding is 
another option but it is advisable to keep in mind to unite them. Connected to that, building rela-
tionships and networking is highly recommended in order to build a solid base for collaboration and 
share insights. By working on relationships the efficiency of the collaboration process can be in-
creased and can for example cause faster approvals of initiatives. In the future it is essential that 
both functions know each other’s agendas, plans and objectives from the beginning so that they can 
jointly develop an integrated communication. This will rise the organization’s credibility and by that 
position it as an employer of choice. 

When working as a team, HR and marketing can raise awareness and also increase employer brand-
ing’s usability for the whole organization including other functions. Involving other functions and 
top management from the start to align the strategy up-front is advisable in order to create a good 
base for further collaboration. Another implication related to this is thinking about the management 
approach. Organizations have the option to use a top-down approach on one hand but could also 
consider using a mixture of a top-down and bottom-up approach to manage employer branding. In 
any case, management commitment and a close work relation with top management is needed 
which also requires top management to give responsibility and be open-minded for topics such as 
employer branding. Finally, it is recommended to clarify the budget distribution from the beginning 
and openly discuss options and responsibilities. 

6.4 Limitations and Further research

This study contains various limitations which can be identified. Hence, these can provide sug-
gestions for further research within the field of employer branding that can supplement the existing 
research findings.

Generally, one disadvantage of qualitative studies is that findings cannot be applied to the entire 
population due to the fact that qualitative research is often based on a relatively small sample, in our 
study nine cases (Malhotra & Birks, 2007). Thus, the authors chose nine cases, meaning five in-
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ternational organizations and four consultants. For future studies, this aspect could be taken into 
account when looking into the collaboration regarding employer branding in companies from a spe-
cific region or even looking into companies of all sizes. In addition, the authors chose international 
organizations in Sweden and Germany without specifically focusing on cultural aspects. This ex-
hibits that in further research the cultural or international cooperation aspects could be considered 
more in-depth and how this influences the collaboration. Connected to this, as the study has only 
considered the organizational perspective, future researchers have the chance to have a look from 
the potential employees’ perspective. This may give insights into how employer branding can be 
effective in order for potential employees to find jobs easier and faster and how the collaboration 
between HR and marketing could influence that for instance. 

Regarding the interviews conducted, seven interviews were carried out in German which led to the 
authors translating parts into English. These translations can be influenced by the authors’ abilities 
to find appropriate translations for what has been discussed in the interviews. Some potential con-
sultants and organizations did not reply or were too busy to be interviewed which also limits the 
paper in input. Also time was a limitation related to this which restricted the amount of interviews.

Furthermore, there are more brands to be mentioned, however only corporate, product and employ-
er brand were chosen as they were the most suitable in this study concerning the collaboration be-
tween the functions within the employer branding field. 

As to some further suggestions for further research, the authors identified three aspects. Firstly, as 
this study looks into the collaborations in different organizations, in further research an in-depth 
study of one organization could be undertaken to gain detailed insights into how the collaboration is 
managed. Secondly, one could have a closer look into employer branding measurement as this is 
relevant and yet not fully understood by organizations. Thirdly, there is the opportunity to research 
about the current refugee crisis which brings people looking for work and include this part regard-
ing employer branding.
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Appendices

Appendix 1: Interview Guide English

Interview Questions Organizations

1. How do you define employer branding? 

2. Do you see a collaboration between HR and marketing in general? If yes, how does that look 
like? If not, why? 

3. Do you see that collaboration within employer branding? If yes, how does that look like? 

3.1 How do you look at corporate brand, product brand & employer brand? How do you see 
the relation? 

4. Do you consider a collaboration as important? Why/why not? 

5. How can HR and marketing complement each other regarding employer branding? How does 
that practically work in your company? Which internal and external employer branding 
strategies do HR and marketing pursue to become an employer of choice? How do you imag-
ine this collaboration in the future? (strategies…?) 

6. What are the biggest strengths within this collaboration? 

7. Are responsibilities within employer branding clarified? If yes, how is it divided? And why? 
(Why not?) 

8. What are challenges have you been facing so far and which ones are you facing at the mo-
ment within this collaboration? 

9. How do these challenges influence the outcome/implementation/strategies of employer 
branding? 

10. Would you support a stronger collaboration in the future? If yes, how do you picture that? 
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Interview Questions Consultants

1. How do you define employer branding? 

2. Do you see a collaboration between HR and marketing in general? If yes, how does that look 
like? If not, why is that? 

3. Do you see that collaboration within employer branding? If yes, how does that look like?  

3.1 How do you look at corporate brand, product brand & employer brand? How do you see 
the relation? 

4. Do you consider a collaboration as important? Why/why not? 

5. How can HR and marketing complement each other regarding employer branding? Which 
internal and external employer branding strategies do HR and marketing in organizations 
pursue to become an employer of choice?  

6. What are the biggest strengths within this collaboration? 

7. Are responsibilities within employer branding generally clear in organizations? Why? Why 
not? 

8. What are challenges organizations generally face within this collaboration? 

9. How do these challenges influence the outcome/implementation/strategies of employer 
branding? 

10. What should HR and marketing consider in order to create or maintain a strong employer 
brand in the future? 
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Appendix 2: Interview Guide German

Interview Fragen Organisationen

1. Wie definieren Sie Employer Branding? 

2. Sehen Sie generell eine Zusammenarbeit zwischen HR und Marketing? Wenn ja, wie sieht 
diese aus? Wenn nein, warum nicht? 

3. Sehen Sie diese Zusammenarbeit innerhalb von Employer Branding? Wenn ja, wie sieht die-
se aus? 

3.1 Wie sehen Sie den Zusammenhang zwischen Corporate Brand, Product Brand und Em-
ployer Brand?

4. Sehen Sie eine Zusammenarbeit als wichtig an? Warum/warum nicht? 

5. Wie können sich HR and Marketing bezüglich Employer Branding ergänzen? Wie funktio-
niert dies praktisch in Ihrer Organisation? Welche internen und externen Employer Branding 
Strategien verfolgen HR und Marketing, um ein ‚employer of choice‘ zu werden? Wie stellen 
Sie sich diese Zusammenarbeit in der Zukunft vor? 

6. Was sind die größten Stärken in dieser Zusammenarbeit? 

7. Sind die Verantwortlichkeiten im Employer Branding geklärt? Wenn ja, wie sind sie aufge-
teilt? Warum? 

8. Welche Herausforderungen gab es bisher und welche gibt es momentan bei der Zusammen-
arbeit? 

9. Wie beeinflussen diese Herausforderungen das Ergebnis/Implementierung/Strategien von 
Employer Branding? 

10. Würden Sie eine engere Zusammenarbeit in der Zukunft unterstützen? Wenn ja, wie stellen 
Sie sich diese vor? 
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Interview Fragen Berater

1. Wie definieren Sie Employer Branding? 

2. Sehen Sie generell eine Zusammenarbeit zwischen HR und Marketing? Wenn ja, wie sieht 
diese aus? Wenn nein, warum nicht? 

3. Sehen Sie diese Zusammenarbeit innerhalb von Employer Branding? Wenn ja, wie sieht die-
se aus?  

3.1 Wie sehen Sie den Zusammenhang zwischen Corporate Brand, Product Brand und Em-
ployer Brand?

4. Sehen Sie eine Zusammenarbeit als wichtig an? Warum/warum nicht? 

5. Wie können sich HR and Marketing bezüglich Employer Branding ergänzen? Welche inter-
nen und externen Employer Branding Strategien verfolgen HR und Marketing in Organisa-
tionen, um ein ‚employer of choice‘ zu werden?  

6. Was sind die größten Stärken in dieser Zusammenarbeit? 

7. Sind die Verantwortlichkeiten in Organisationen bezüglich Employer Branding generell klar? 
Warum? Warum nicht? 

8. Welche Herausforderungen gibt es generell bei dieser Zusammenarbeit? 

9. Wie beeinflussen diese Herausforderungen das Ergebnis/Implementierung/Strategien von 
Employer Branding? 

10. Was sollten HR und Marketing beachten um eine starke Arbeitgebermarke zu kreieren und 
zukünftig aufrecht zu erhalten? 
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Appendix 3: Empirical Findings Summary  

 
These three tables, divided into the three categories ‘collaboration between HR and marketing‘, 
’challenges within the collaboration‘ and ’additional insights regarding employer branding‘, illus-
trate the core empirical findings (see table 3, 4 & 5).

Table 3: Empirical findings on the collaboration between HR and marketing functions (Authors’ 
own creation, 2016) 

Companies & Consultants Collaboration between HR and marketing functions

Workday • Collaboration is necessary 
• Manager Talent Branding & Marketing as linkage between 

HR and marketing functions 
• Partnership between the Manager, HR and marketing 
• Relationship building is important 
• Trust is biggest strength within the collaboration between the 

Manager, HR and marketing

IKEA • HR and marketing work closely together 
• HR and marketing complement each other 
• Integrating corporate, product and employer brand in one 

brand

Company Quality • Employer branding belongs to HR; ideally it should be the 
CEO’s responsibility

Company Household • Mostly seen as a matter of HR or marketing but Respondent 
Household sees it as a combination 

• Trust plays a fundamental role 
• Relevance for employer branding needs to be seen from both 

functions 
• Both functions need to see a connection between the employer 

and product brand

Company Food • Collaboration is not seen within Company Food 
• An agency is involved in the visible performance which 

usually belongs to marketing  
• Collaboration between corporate affairs and HR with corpora-

te affairs being responsible for employer branding 
• HR delivers information on topics, content, trends, strategies 

which are then processed by corporate affairs and the agency

               !79



Table 4: Empirical findings on the challenges within the collaboration (Authors’ own creation, 
2016) 

Consultant Brett Minching-
ton

• Strong collaboration and networking as relevant factors within 
the organization 

• HR and marketing complement each other in creating an em-
ployer brand 

• Organizations could consider employer branding as an own 
business function in the future 

• Strong collaboration is needed to create one brand holistically 
(integrating consumer, service, employer & corporate brand)

Consultant Dieter Kerkhoff • Collaboration between HR and marketing is important 
• Product brand, employer brand and corporate brand enable 

each other 
• Every unit in the organization needs to be aware of what it 

stands for, what the whole organization stands for, in order to 
communicate these aspects to current & potential employees 
with the help of marketing

Consultant Online • Product, employer and corporate brand complement each 
other and should be seen as a consistent brand in all activities 
the organization carries out 

• HR, marketing professionals and consultants can influence the 
CEO decisions which is a mix of bottom-up and top-down at 
Company Online 

• Responsibility for employer branding lies in both functions at 
Company Online

Consultant Christian Albat • Collaboration can be beneficial 
• Employer branding is a topic of the organization’s top ma-

nagement which takes the role as a patron, in combination 
with someone working operatively being the driver

Companies & Consultants Collaboration between HR and marketing functions

Companies & Consultants Challenges within the collaboration

Workday • International cooperation 
• Timing and starting initiatives quickly 
• Understanding between the functions (speaking each other’s 

languages, the one of HR and marketing)
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IKEA • Building up a communication that combines both HR and 
marketing representing one brand 

• Transferring employer branding strategies and the idea of one 
brand internationally

Company Quality • Telling common stories that can be adapted and extended by 
regional marketing departments 

• Making employer branding understandable and usable for 
other functions 

• Making everyone in the organization get in touch with em-
ployer branding

Company Household • Being future-oriented at all times 
• Considering internal organizational changes 
• Generating an integrated message to communicate externally  
• Different opinions lead to an extended process

Company Food Data are not applicable

Consultant Brett Minching-
ton

• Creating credibility for the business 
• Spreading employer brand awareness 
• Finding the right applicants; optimization

Consultant Dieter Kerkhoff • Seeing HR as a strategic business partner at Company Tech-
nology 

• Making messaging consistent, matching HR and marketing   
• Top management not seeing the importance of employer 

branding

Consultant Online • Functions and employees working together  
• Taking collaboration more serious and learning from each 

other

Consultant Christian Albat • Timing of involving marketing and communicating with this 
function 

• Increasing general attention for employer branding 
• Distribution of budgets among the functions involved

Companies & Consultants Challenges within the collaboration
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Table 5: Empirical findings on additional insights regarding employer branding (Authors’ own cre-
ation, 2016) 

Companies & Consultants Additional insights regarding employer branding

Workday • Attracting the best employees in times of war of talent by es-
tablishing a strong employer brand 

• Using focus groups globally  
• Awareness and attitude survey with populations that haven’t 

applied yet

IKEA • Communication plays a vital role 
• Ownership of employer branding is often not clear in orga-

nizations 
• Stressing the measurement of employer branding at IKEA

Company Quality • Both international and regional approach depending on the 
initiative 

• Employer branding can only work if initiated top-down

Company Household • Functions in other countries have the opportunity to adapt 
communication messages, having the same EVP in mind 

• Adapting to changes to appeal to both internal and external 
target groups

Company Food • Changing labor market represents a challenge in the future 
• Refugees could be considered for apprentice positions in the 

future in order to fill the gap of apprentices eventually

Consultant Brett Minching-
ton

• Branding as a whole should be built around the employee 
• Thinking outside-the-box: also focus on employee experience 

next to customer experience 
• Talking to people who carry out employer branding success-

fully and connect; network globally 
• Investing in leadership development

Consultant Dieter Kerkhoff • Starting to make changes in small terms with oneself as a per-
son and telling others about the benefits can lead to building a 
strong employer brand eventually 

• Using leadership which features openness, transparency, awa-
reness in order to identify the potential within the organization

Consultant Online • Standing out and finding the right people in times of skills 
shortage is relevant for organizations
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Appendix 4: Analysis - additional insights regarding employer branding

Defining employer branding

Sullivan (2004) defines employer branding as “a targeted, long-term strategy to manage the 
awareness and perceptions of employees, potential employees, and related stakeholders with re-
gards to a particular firm“ (p.1). In the interviews, especially the perception and positioning has 
been pointed out, for instance by Dieter. However also Christian M.P. argues that employer brand-
ing is related to every activity that influences how people perceive IKEA as an employer. At Com-
pany Household, positioning the organization as an employer is of great relevance since they re-
ceive a lot of applications but are unsure if these are the right people applying (Respondent House-
hold). 

Looking at Sullivan’s (2004) quote, he includes both internal and external stakeholders which is 
also mentioned by Henning who describes employer branding as communicating something that is 
achieved internally to the outside. This aspect is related to communicating what the work experi-
ence is like at an organization and using branding to stress the unique value proposition regarding 
both current and future employees (Caplan, 2004). Henning’s Workday colleague Bethany puts em-
ployer branding in a similar context: “So from the branding perspective it is positioning the compa-
ny as a place that people would want to work in a way that feels very consistent to the consumer 
facing brand but clearly positioned for a candidate, not a customer.” Thus in addition, she connects 
it to positioning the organization as a place people want to work for, which is related to how Minch-
ington (2006) defines the employer brand. He states that it is the image of an organization as a 
‘great place to work’ (Minchington, 2006), which potential employees and key stakeholders bare in 
mind (ibid). Furthermore, the empirical findings include Christian A.’s statements that “an employ-
er brand has to live”. This is in alignment with Barrow and Mosley’s (2005) view that in order to 
achieve a competitive advantage for the organization, employees should ‘live the brand’ and trans-
fer the underlying values to the labor market where potential employees can be found. It is connect-
ed to Christian A. disputing that employer branding is about truth. 

Consultant Christian Albat • Not every company needs an employer branding strategy, in 
some cases it is enough to be aware of what the company 
stands for 

• Employer branding is about truth regarding what the company 
represents 

• Implementing employer branding sustainably and first of all 
starting with it

Companies & Consultants Additional insights regarding employer branding
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Working with employer branding

In every case, employer branding is organized a bit differently which shows that there are many 
ways to work with it. IKEA has only started working with it professionally and strategically since 
the last few years (Christian M.P.). At Company Food, the beginnings of employer branding date 
back to around 2005 in order to communicate internal changes that had been made to the outside 
and improve the organization’s image externally (Respondent Food). As Martin (2008) affirms, em-
ployer branding strategies start from inside the organization and get spread out externally in the 
end. Next to that, Cameron and Sheldon (2014) emphasize that the combination of branding propo-
sition, range of recruitment, selection and performance management strategies presents attraction 
and retention of the ‘right sort’ of talent with the required skills for the organization. Brett refers to 
several aspects regarding these literature findings. He highlights that resources should be organized 
both inside and outside the organization and connected to that organizations should also focus on 
employee experience next to customer experience (Brett). He also recommends to “invest in lead-
ership development” which is related to performance management and retention as mentioned by 
Cameron and Sheldon (2014). As another important aspect, Brett puts emphasis on thinking and 
networking globally which also features talking “outside your industry” (ibid).

Outlook to the future

When looking at the future of employer branding, the respondents give various answers of which 
the topic of war of talents appears in three of the cases. As Günther (2013) pointed out, talent short-
age is already seen as a present problem and others claim that it will still be an issue of the future. 
This has been confirmed by the three cases describing this challenge. For Company Food the 
changing labor market is a big challenge in terms of an increasing fight for apprentices (Respondent 
Food). An aspect representing hope are the refugees coming to Germany in which Respondent Food 
sees a big potential to balance the gap of apprentices (Respondent Food). Also Workday is con-
fronted with the war of talents and therefore sees the employer brand as a chance to communicate 
the organization’s success to the market (Henning). Consultant Online also confirms that there are 
more job offers available than people with the right skills and knowledge which is a reason that em-
ployer branding gets more important. A future aspect IKEA wants to focus on is the right measure-
ment of employer branding and identifying the right types of KPIs which supports finding out about 
the positive effect employer branding has on the quality of candidates (Christian M.P.). Another out-
look into the future is given by Company Household which entails adapting to changes in order to 
please the external target group and internal employees and therefore adapting campaigns and other 
initiatives while keeping the old EVP (Respondent Household). Finally, the hope that employer 
branding will be seen as more holistic in the future (Christian A.) is related to looking at it as a 
business function (Brett). 
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Other additional insights regarding employer branding

Other additional insights found in the empirical study are that it is generally difficult for organiza-
tions to stand out and find the right people (Consultant Online; Brett). Moreover, Christian A. thinks 
that not every company needs an employer branding strategy but that it is often emphasized too 
much. According to him, starting in small terms by having a workshop and reflecting about “who I 
am and what I am” can be enough (Christian A.). A challenge that he generally sees is carrying out 
employer branding sustainably and first of all starting with it (Christian A.). Finally, Dieter states 
that regarding employer branding: “I cannot change the world at once, that does not work. But I 
can start in small terms with myself. I can show you which benefits are connected to that”. This is 
connected to what Brett highlights, namely that “your network is your net worth”.

Appendix 5: Conclusion - additional insights regarding employer branding

Next to results answering the two research questions of this study, additional insights regarding em-
ployer branding can be identified. The investigated respondents stress that perception and position-
ing as an employer is fundamental which includes creating the picture of a great place to work as 
well as being aware of and communicating what the organization stands for. By using branding, 
employer branding highlights the EVP and supports attracting the right type of applicants. The defi-
nitions of employer branding appear to be similar among the respondents and included both internal 
and external stakeholders targeted in employer branding. This shows that the general understanding 
of employer branding, is similar and also goes along with the literature findings. It was further de-
scribed that employer branding means communicating something achieved internally to the external 
world. By exhibiting the truth with employer branding and making the employer brand live 
throughout the organization, a competitive advantage can be achieved. 

The way employer branding is applied differs among organizations but nowadays it is increasingly 
applied strategically. As the results show, it is important to adapt the strategy to internal or external 
changes like the skills shortage. The employer brand enables communicating the organization’s 
success and balance the lack of qualified applicants.

Furthermore, the right measurement of employer branding is an aspect to be considered as well as 
making it sustainable and consistent with product branding. As depicted in the results, reflecting 
what the organization stands for might be enough for some companies which are at the beginning 
with starting with employer branding. Moreover, one can start in small terms with oneself and 
spread the word among colleagues and others to make them aware of employer branding and its 
benefits. Finally, building networks as well as sharing insights and best practice is a way to increase 
awareness of employer branding’s importance and relevance for businesses.
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