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ABSTRACT 
An increasing number of organizations embark on employer 
branding although this practice is not theoretically supported. 
Our study explores the employer brand by employing branding 
that examines the interrelation between the elements and 
the branding process’ outcomes. Our study is based on the 
employer branding model having two major components: the 
employer brand (with interrelated internal and external images) 
and the efficiency outcomes originating from the application 
of the employer branding process. Our study combines 
quantitative and qualitative research methods. The data were 
obtained from the companies operating in the western 
province of Sri Lanka. Our findings reveal that organizations 
with an advanced employer branding strategy have greater 
productivity than those organizations who lack or have partially 
developed strategy. Our study compares organizations with 
different levels of implementation of the employer branding 
strategy. Special attention is paid to organizational commu-
nication and the incorporation of values into the external and 
internal employer brand. 
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Introduction 

Brand concerns image, reputation, and identity: sometimes it is a fact, but it is 
always a perception. A brand is a collection of perceptions in consumers’ 
mind (Kapoor, 2010). There are different types of brands, such as the product 
and the corporate brand, as well as the newest one, the employer brand. The 
role of the brand is to not only to convince consumers to buy a certain 
product, but it also impacts consumers’ idea of themselves (Olins, 2008). 
A brand is a crucial tool in creating consumers’ affiliation with a corporate 
identity. The brand exercises its power on the minds of employees and 
consumers. 

Brands have such powerful impacts on households due to their holistic 
images. The product brand images consist of several distinctive 

none defined  

CONTACT Zafar U. Ahmed zafaruahmed@gmail.com School of Business, American University of Ras Al 
Khaimah, P.O. Box 10021, Ras Al Khaimah, UAE. 
Color versions of one or more figures in this article can be found online at www.tandfonline.com/wtnm.  
© 2017 Taylor & Francis 

https://doi.org/10.1080/15475778.2017.1335125
https://crossmark.crossref.org/dialog/?doi=10.1080/15475778.2017.1335125&domain=pdf&date_stamp=2017-08-19
mailto:zafaruahmed@gmail.com
http://www.tandfonline.com/wtnm


elements: the product itself, the image of the company, the quality of the 
service and degree of added value, and perceptions of corporate social 
responsibility manifested by the company. Accordingly, the companies are 
required to craft their external images carefully. A developed corporate ident-
ity is crucial, as it is complementary to the product identity. It is an additional 
brand dimension that enhances the strength of the product brand (Einwiller & 
Will, 2002; Elving, Westhoff, Meeusen, & Schoonderbeek, 2013). 

The concept of the employer brand emerged in the 1990 s. In fact, being 
aware of it or not, all organizations having employees concurrently also have 
the employer brand. Nonetheless, the concept of the “employer branding” was 
coined in 1996. Since then, companies operating in all industry sectors have 
embarked on the development and strategic management of their images in 
order to make it more appealing to actual and potential employees. In the 
long run, the employer brand brings additional benefits, as it also enhances 
the product brand. The primary cause behind the emergence of this concept 
is the necessity to attract and retain the best and the most talented human 
capital. Therefore, primarily the U.S. companies began to develop a distinctive 
employer’s image, along with their corporate and customer brands 
(Carrington, 2007). There has also been a steady and substantial increase to 
the budget allocated to employer branding, demonstrating that firms find this 
strategy to be profitable (Aslam, Mason, Zakria, & Farid, 2015; Backhaus & 
Tikoo, 2004). 

The issue of recruiting talented staff became prominent because of several 
factors. The significance of human capital for each company has become 
widely recognized. The companies rely on intellectual assets more than on 
hard assets. Accordingly, the demand for highly skilled and competitive 
employees has drastically increased (Aslam et al., 2015; Moroko & Uncles, 
2008), whereas, concurrently, the supply of highly skilled workers is 
decreasing. On average, there was a ratio of 10 active to 4 retired workers 
in OECD countries in 2000. It is estimated that the ratio will be 10 active 
to 7 active in 2050. The lack of skilled working force will cause a 30% decline 
in productivity by 2050 if a solution is not found (Taylor, 2005). 

Literature review 

Although some companies acknowledge the significance of the concept of 
employer branding in the 1990s, it has been thoroughly developed only in 
recent years (Thorne, 2004). Ambler and Barrow (1996) The concept of 
“employer brand” was first applied to human resource management. It is a 
significant element of an organizational image. More precisely, the concept 
of employer brand refers to knowledge and perceptions about a company 
as an employer. Lloyd (2002, p.47) defined it as perception of the current 
and prospective employees of the image of the company as “a desirable place 
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to work” (Ambler & Barrow, 1996; Rampl, 2014; Saini, Rai, & Chaudhary, 
2014). This term frequently refers to the way organizations market what they 
offer to existing and future staff, how they communicate with them and how 
they maintain the loyalty of the working force (Biswas & Suar, 2014). 

Strategies of employer branding are both externally and internally oriented, 
as the image of a company as a desirable employee is promoted within and 
outside the company. Branding strategy also focuses on the recruitment mes-
sages in order to attract the job seekers who appropriately fit the company’s 
needs, vision, mission, priorities and image (Biswas & Suar, 2014). 

Backhaus and Tikoo (2004) maintain that employer branding is in 
correlation to organizational culture and that it impacts organizational 
identity. High employer brand also leads to favorable attitudes among 
employees (DelVecchio, Jarvis, Klink, & Dineen, 2007; Rampl, 2014). In such 
cases, employees are satisfied to be a part of the company. Employer branding 
presents a strategic framework consisting of both human resource manage-
ment and marketing (Ambler & Barrow, 1996; Biswas & Suar, 2014; Maxwell 
& Knox, 2009). Job seekers differentiate companies on the basis of their 
employer brands and thus, having a well-developed brand is a competitive 
advantage. It strongly impacts career intentions of job applicants (Backhaus, 
2004; Rampl, 2014; Turban & Greening, 1997). 

Companies with a stronger employer brand image can frequently offer less 
compensation than companies without a developed employer brand to 
employees with equal qualifications and skills. The reason is that graduates 
aspire to work in a company that represents particular values (Edwards, 
2005). In contemporary business context, it is challenging to attract and retain 
loyal and competitive employees, because a strong employer brand serves as a 
factor to companies with employer brand strategies to position themselves 
firmly in the competitive labor market (Berthon, Ewing, & Hah, 2005; Collins 
& Stevens, 2002; Grace & Iacono, 2015). 

Huang and Liu (2010) argued that a correlation exists between employer 
branding and employee performance. Employer branding influences 
employee performance in a sense of organizational identification and 
organizational exchange. Employees are dedicated to the best employers 
and consequently their performance brings excellent business results. The 
investment in employees brings high returns. 

Employer branding in Sri Lanka 

Although the employer branding is widely used by companies across Sri 
Lanka, it has been under-researched and not well documented in scholarly 
pursuits. 

Unlike the companies across the developed countries, the companies 
operating in Sri Lanka tend to attract and retain the most talented employees 
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for a long time. It is of particular importance in Sri Lanka, due to the 
conditions of its post-war economy, a lack of graduates in different sectors, 
and the emigration of highly skilled workers as there are widely available 
job opportunities abroad, especially in the Middle East because of high wages. 

Problem statement 
Lack of empirical research, and lack of adequate theoretical background have 
constrained to examine the interplay of different determinants of employer 
branding. Certain questions still remain unanswered: for example, how the 
elements merge during the employer branding process; what are the outcomes 
of the employer branding process; and who holds the organizational responsi-
bility for it. 

Identify the successful branding outcomes. Even though the employer 
branding practice gained significant fame, the scholarly literature about it is 
still scarce (Backhaus & Tikoo, 2004). Edwards (2009) ascertained a gap in 
research in human resources and organizational behavior fields, and the 
current literature is rather descriptive and focused on practitioners. Most of 
branding research focuses on consumers, and little research has explored 
the role it plays in attracting employees (Lim et al., 2015; Wilden, Gudergan, 
& Lings, 2010). 

These observations are correlated with the lack of research supporting 
the claim that the employer branding leads to positive outcomes for 
organizations. 

Detect which position within the organizations holds the major responsibility 
for the employer branding process. There is no agreement about who is 
responsible for managing the employer branding (Tavassoli, 2008). The view 
that the HRM should be behind the employer branding is the most common. 
However, there are also opposite views with some scholars arguing that 
the HR practitioners should not have the sole responsibility for this process 
(Berthon et al., 2005; Garavan, Carbery, Rock, Kucherov, & Zavyalova, 
2012; Ritson, 2002). Accordingly, the scholars advocate for the joint efforts 
of HR and marketing professionals to build, nurture, and promote employer 
branding (Garavan et al., 2012; Moroko & Uncles, 2009; Wilden et al., 2010). 

Study objectives 

There are many gaps in knowledge regarding the employer brand that should 
be fulfilled through further research. Such gaps include issues of the brand 
identity’s sources, the elements of the brand image, the employer branding 
process, the relation between the employer brand and other organization’s 
brands and identities, and its ability to result in positive outcomes. The 
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information and knowledge regarding these issues must be analyzed within a 
particular cultural and socioeconomic context. 

Every organization has an image. However, this study compares organiza-
tions that carry out formal employer branding activities and those who do not 
have a formal strategy. Our analysis divides organizations on the basis of three 
branding levels into (1) organizations with an established strategy for 
employer branding, (2) organizations whose employer strategy is partially 
developed and (3) those without a strategy. 

The guiding premise of our study is whether the employer branding 
represents an added value for an organization, and is there evidence that 
the employer branding improves the overall performance of an organization? 

Research methodology 

Figure 1 shows the conceptual construct of the employer branding model. 
This framework model is holistic, as it includes the development, structure, 
processes, outcomes, and mediating factors that form employer branding. 
Our model is based on the employee branding concept proposed by 
Miles and Mangold (2005). Nonetheless, its aim is to provide a deeper com-
prehension of the structure of the brands, its external components, and the 
branding process itself. Our model develops further the original model of 
Miles and Mangold (2005), which includes only internal components, but 
not the external ones. 

Employer branding and organizational outcomes 

Although numerous scholars argue in favor of organizational outcomes, 
insufficient evidence has been provided to support the claims. An organiza-
tion can have distinctive external and internal employer brands. The external 
employer brand refers to the appeal to job applicants, whereas the internal 

Figure 1. Conceptual model. Source: Miles & Mangold (2005).  
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employer brand represents an image perception held by the actual employees. 
These brands are expected to be compatible. If external and internal employer 
brands are not compatible, new employees may realize that the conditions at 
the working place differ from the ideally presented conditions during the 
recruitment process or presented externally. The employer brand has a 
psychological dimension for employees that could be hindered if not managed 
properly. External employer brand strives for creating an image that appeals 
to the most talented job applicants, whereas the internal employer brand aims 
at getting and keeping a high-quality workforce, which gives a comparative 
advantage to the company. Accordingly, we hypothesize that: 

Hypothesis 1:  Employer brand strength is positively correlated with the 
organization’s productive outcome. 

Mediating factors between the employer branding and the organization’s  
productive outcomes 
The capacity of employer brand to impact organizational productivity 
outcomes depends on its features and elements, which also influence its 
strength. Concurrently, the employer brand is defined by the organization’s 
internal structures and processes occurring within the organization. There-
fore, a specific structure and occurring processes also determine the impact 
of the employer brand on the productivity outcomes. To better understand 
this impact, it is crucial to define organizational factors that mediate the 
relationship between the employer brand and organization’s outcomes, as well 
as how this mediating influence is practiced. The scrutiny of current literature 
identifies the following factors that are behind the employer’s brand influence 
on an organization’s productivity: 

Therefore, we hypothesize that: 

Hypothesis 2:  Detected organization’s factors have a mediating effect on employer 
brand and organization’s productivity outcomes. 

Data presentation, analysis, and findings 

Hypothesis 1: Employer brand strength is positively correlated with the 
organization’s productive outcome 

First, the relationship between employer brand and organization’s outcomes 
was tested by statistical correlation (Table 1). The study results show a modest 
level of a positive correlation between the: (1) the composite employer brand 
and productive outcomes; (2) external employer brand and corresponding 
variables of productivity; and (3) internal employer brand and corresponding 
variables of productivity. 
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Second, a comparison of the development levels of employer brand strategy 
and the outcomes was overtaken. As shown in Table 2, organizations with a 
developed strategy have greater levels of productivity outcomes than those 
organization that completely lack or have insufficiently developed strategy. 

Important differences in organization’s productive outcomes between 
organizations with a different level of development of employer strategy were 
identified by using the one-way ANOVA analysis (Table 2). 

However, the analysis showed a significant correlation only between an 
established employer brand whose strategy is highly developed and on the 
other hand, high levels of outcomes related to productivity. Nonetheless, 
the results concerning two other types of companies (partially developed 
strategy and no strategy) are less convincing. The primary reason is that a 
significant difference between these two types of companies in relation to pro-
ductivity outcomes has not been detected. Accordingly, we may conclude that 
it is a prerequisite for a significant correlation between the strategy and the 
productivity outcomes that the employer branding strategy must be highly 
developed and firmly established. Only at that point, we can certainly argue 
that it impacts the productivity outcomes. 

It is important to emphasize a distinction between the strength of one 
employer brand and its employer brand strategy. Our analysis shows that 
in companies that have a strong employer brand, the employer brand still, 
albeit at the lower level, causes the productivity outcomes, even in cases when 
such an organization does not have a developed strategy for employer brand 
(Table 3). Hence, an organization whose employer branding strategy is strong 
and established, even if it has not been achieved through a formal branding 
strategy, will have improvements in productivity outcomes. To sum up, 

Table 1. Correlations between employer brand strength and organization’s outcome means.  
Overall  

productivity 
Externally focused  

productivity 
Internally focused  

productivity 

Composite employer brand  .589*  .481*  .573* 
External employer brand  .460*  .424*  .421* 
Internal employer brand  .562*  .427*  .563* 

*Significant correlation at the 0.01 level (2-tailed).

Table 2. Organization’s productivity outcomes and the development level of employer brand 
strategy. 

Tukey HSD EB strategy 3 levels N 

Subset for alpha = 0.05 

1 2 

Lacking/no  226  3.2762  
Moderately developed  107  3.3657  
Well-developed  35   3.8341 
Significance   .610  1.000 

Means for groups in homogeneous subsets are shown.   
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hypothesis 4 is partially accepted, as it is fully applicable only to the compa-
nies with highly developed brand strategy. 

The results presented in Table 4 show the impact of the developed strategy 
on positive productivity outcomes. It is also proven that if there is no such 
strategy, the level of productivity outcomes is lower. Also, the results shown 
in Table 4 prove the correlation of the strong employer brand and the out-
comes, as it was outlined in the employed conceptual model. 

Hypothesis 2: Detected organization’s factors have a mediating effect on 
employer brand and organization’s productivity outcomes 

All companies possess the employer brand, although it is not deliberately 
developed in all cases. The impact of the employer brand on positive out-
comes depends on various organizational variables. The list of variables 
gleaned from the literature is presented in Table 5. 

Our survey asked respondents to rate the impact of given variables on the 
six employer branding productivity outcomes. The results are summarized in 
Table 3. 

Four stages of multiple regression analysis were employed to evaluate the 
impact of the aforementioned factors as mediators of the relationship between 
employer brand and organization’s productivity outcomes (Table 6). The 
mediation occurs if a two-tailed probability score is less than 0.05. 

Table 3. Mean and standard deviation of factors impacting productivity outcomes.  
N Mean Std. deviation 

Organizational leadership 369  3.64  .712 
Communication within the organization 368  3.63  .669 
External image of your organization as an employer 369  3.70  .681 
Employee image of your organization as an employer 368  3.67  .696 
Type of industry in which you are employed 365  3.62  .635 
How familiar people are with your organization 369  3.62  .700 
Profitability of your organization 368  3.68  .665 
The extent to which employees live organizational values 368  3.49  .667 
The extent to which an employee identifies with the organization 368  3.49  .623 
The types of people employed 367  3.47  .627 
Management style 369  3.63  .695 
Structure of the organization hierarchy 369  3.58  .665 
Valid N (listwise) 362     

Table 4. The effect of lacking employer branding strategy on relation between employer brand 
strength and the outcomes of organization’s productivitya,b. 

Model 

Unstd. coef. Std. coef. 

t Sig. B Standard error Beta 

(Const)  1.078  .236   4.563  .000 
Employer Brand mean  .652  .070  .534  9.359  .000 

aThe productivity outcomes (dependent variable). 
bCases where EB Policy 3 Levels = No policy.   
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The factors having profound mediation effect are profitability, communi-
cation, and leadership. Higher values of these factors mean that there is a high 
correlation between the employer brand, which is considered to be an 
independent variable, and outcomes related to productivity as presented in 
Table 7. 

The interviews with employers and employees from the companies with 
highly developed employer branding strategies showed a profound impact 
of leadership on the development and execution of employer branding. It 

Table 5. Factors behind the employer brand’s influence on organization’s productivity. 
Moderating factors Positive influence characteristics Literature source 

Leadership Transformational Burmann & Zeplin (2005) 
Distinctive, consistent Mosley (2007) 
Role modelling Rampl (2014) 
Supportive  

Internal communication Two-way Punjaisri, Evanschitzky, & 
Wilson (2009) Multi-strategies 

Consistent 
Employer brand  

management 
Tripartite responsibility: HR,  

marketing, senior management 
Mosley (2007) 

Organizational reputation Industry profile and status Turban & Cable (2003) 
Familiarity Xie, Bagozzi, & Meland 

(2015) 
Profitability  

Employee enculturation Socialization/enculturation programs Wheeler, Humberstone, & 
Robinson (2006) 

Organizational identity Social identity congruency Turban & Cable (2003) 
Strong brand personality Davies, Chun, da Silva, & 

Roper (2004) 
Positive rating on corporate character scale  

Employee characteristics Values aligned with organizational values Erickson & Gratton (2007) 
Management style Employee empowerment Henkel et al. (2007) 

Formal and informal controls 
Structural configuration Entrepreneurial Stuart (1999) 
Brand congruence Internal and external alignment  

of brand image and values 
Kreiner & Ashforth (2004)   

Table 6. Organizational factors as a mediator between the employer brand and organization’s 
productivity outcomes. 

Organizational factor R square change F F change Sig. F change 

Organizational leadership  .016 1,357  10.755  .001 
Communication within the organization  .006 1,357  3.860  .050 
External image of organization as an employer  .002 1,357  1.257  .263 
Employee image of organization as an employer  .001 1,356  .864  .353 
Type of industry  .002 1,353  .936  .334 
How familiar people are with the organization  .003 1,357  1.487  .224 
Profitability of the organization  .008 1,356  4.940  .027 
Extent to which employees live organizational values  .001 1,356  .374  .541 
Extent to which an employee identifies with the  

organization  
.000 1,356  .008  .928 

Types of people employed  .000 1,355  .028  .866 
Management style  .000 1,357  .229  .633 
Structure of organization hierarchy  .001 1,357  .419  .518   
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is crucial that the top management participates in the development and 
implementation of this strategy to gain maximum benefits from it. 
Furthermore, the other critical factor is to communicate the brand message 
throughout organizational processes. The organization conveys its brand 
message at conferences and meetings, through training programs and social 
activities, and by pursuing all sorts of integrated marketing communications. 

In the context of Sri Lanka, the appeal of an employer to actual and 
prospective employees depends on the company’s size and profitability. Top 
100 companies Sri Lankan are appealing to job candidates, and their retention 
rates are high. There are many employees who perceive the company’s 
profitability as high. However, only 18.18% of these companies actually have 
developed a strategy for employer branding. Our analysis indicates that the 
respondents believe that increase in these factors (involvement of the leader-
ship, effective communication, and profitability) will make the companies, 
even more, attractive for prospective employees, whereas the current employ-
ees would be more satisfied would be loyal to the company and its brand, and 
the retention rate would also increase. 

Turban and Greening (1997a) and subsequently Cable and Graham (2000) 
argued in favor of correlation between the company’s profitability and the 
positive perception of the employer brand among job seekers. Profitability 
is of particular importance for the recruitment of job seekers with appropriate 
skills and capacities. Besides, in a case of companies with highly developed 
employer brand, profitability has a positive impact on the productivity of 
employees. In a case of the companies whose employer brand is only partially 
developed, it has a positive impact on decreasing the number of voluntary 
resignations. When it comes to the companies without the employer brand 
strategy, the positive outcomes of employees’ productivity are related to the 
satisfactory working environment and their perception that they contribute 
with their work quality to the enhancement of the service and product quality 
of the firm as reflected in Table 8. 

Organizations whose employer branding strategy is highly developed have 
better organizational productivity outcomes than companies without such a 
strategy or whose strategy is only partially developed. In regard to pro-
ductivity outcomes, the differences between organizations that lack employee 
branding strategy and those with moderately developed strategy are not 

Table 7. Correlations between employer brand and productivity outcomes for high and low 
values of moderating organizational factors. 

Organizational factor 

Correlation coefficient 

Upper quartile Lower quartile 

Leadership  .742  .324 
Communication  .617  .278 
Profitability  .739  .393   
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significant. The most important factors that mediate employer brand and the 
outcomes of organization’s productivity are the involvement of the leadership, 
effective communication, and profitability. 

Discussion, conclusions, and managerial implications 

The concept of the employer brand has gained prominence in the last decade. 
It is particularly popular among human resource managers as it is used 
by them to recruit and retain top and competitive talents. Numerous HR 
managers argue that the most valuable asset of a company is its human capi-
tal. Accordingly, companies are required to attract and keep the high quality, 
talented employees in order to be competitive in the current global market. 
Konig (2008) points out that having a developed human capital is crucial in 
the context of aging working force, accelerated competition in the global 
market, and the increased importance of technological innovation. 

However, many Sri Lankan employers argued that employer branding is 
not necessary as an organization can attract and keep high-quality employees 
without a formal branding process. Corporate brand, product brand, and 
organizational identity are more important for the image and reputation of 
one company. There is a high demand for “average people doing average 
jobs.” Hence, the companies actually do not need a large number of excep-
tionally talented employees. Employees can be efficiently attracted and 
retained by offering rewards and compensations. A high number of very suc-
cessful companies for not gave the official employer branding strategy. After 
the economic recession is over, the shortage of talented workforce will end as 
well, especially in Sri Lanka, because it is a developing economy. 

The indicators of successful employer branding 

Six positive outcomes were identified on the basis of the current literature, 
two related to the external and four related to the internal employer brand 

Table 8. Influence of company profitability on productivity outcomes. 

Outcome 

Employer brand 

Well-developed β 
Partly  

developed β 
Not  

developed β 

Hiring enough new job applicants  .342  .209  .307 
Hiring applicants with required skills and abilities  .493  .393  .364 
Creating an environment of job satisfaction and  

organizational commitment  
.277  .334  .418 

Minimizing voluntary employee turnover  .342  .351  .300 
Increase employee productivity  .384  .205  .375 
Empowering employees to deliver quality products  

and services  
.328  .192  .390 

Moderating variable: Productivity of company.   
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(Backhaus & Tikoo, 2004; Miles & Mangold, 2005; Reichheld, Chaubet, Shen, 
Renaudin, & Gigot, 1996). The most significant finding, which corresponds to 
hypothesis 4, is that highly developed employer branding strategy positively 
impact organizational productivity outcomes. Besides, it is proven that 
companies with developed strategies have better productivity outcomes than 
companies without a strategy and with only partially developed one. It shows 
that the quality employer branding strategy is highly beneficial for the 
companies. Moreover, examination of the companies showed that the compa-
nies with employer branding developed strategies are more likely to provide a 
satisfactory working environment for the employees and to receive their com-
mitment and loyalty in turn. In addition, such a strategy motivates employees 
to work better and offer higher service and product quality and do not defect 
to competitors. 

Empowering the employer brand to contribute to the productivity 
outcomes 

The conceptual model employed in this study brings organizational factors 
that mediate the relationship between the brand and the outcomes. The most 
important factors are leadership, communication, and profitability. 

Our study emphasizes a requirement to ensure a proper internal and 
external transmission of the message related to the brand. Actually, the great 
part of branding is the communication of an image. Hence, the role of 
communication is crucial in all the phases of the process. 

The profitability positively impacts the perception of an employer brand 
among the job seekers (Cable, Aiman-Smith, Mulvey, & Edwards, 2000; 
Turban & Greening, 1997a). Our results are in line with this argument, 
particularly when it comes to the recruitment of highly skilled workers. 
Besides, there is a correlation between the profitability and productivity, 
minimal voluntary resignation, loyalty and commitment, and a creation of 
a satisfactory working environment. 

The top 100 companies of Sri Lanka show the critical role of profitability in 
the creation and maintenance of the employer brand. 

Identify at the position within the organization that should be 
responsible for the employer branding process 

The experiences of different countries demonstrate a wide range of 
approaches to the employer branding process. Our study proved that top 
leadership of a firm must participate in the development of the employer 
branding process. Our conclusion is in line with previous findings (Backhaus 
& Tikoo, 2004; Henkel, Tomczak, Heitmann, & Hermann, 2007; Maxwell & 
Knox, 2009). Our results also show that a top-down approach is right in 
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Sri Lankan context. The employer branding process is the most successful 
when it is implemented by the middle and senior managers. 

According to the current literature, human resources management is 
expected to take a primary role in the employer branding process, along with 
the experts in marketing (Chimhanzi & Morgan, 2005; Johnson & Roberts, 
2006; Wilden et al., 2010). 

Employer brand has two dimensions—external and internal (Tavassoli, 
2008). If the external dimensions were completely independent, it would likely 
result in cognitive dissonance between employees and employers (Henkel 
et al., 2007). Human resources management, together with marketing experts 
should create the external brand on the basis of the internal brand (Burmann 
& Zeplin, 2005; Garavan et al., 2012; Tavassoli, 2008). 

Managerial implications of the study 

Emphasis in the scholarly literature has been placed by scholars on the product, 
organizational, and corporate identity rather than employer branding. Hence, a 
more theoretical input is required, because if the concept is based on solely on 
the works of practitioners and consultants, it necessarily lacks conceptual, 
theoretical and scholarly depth. Hence, the conceptual model proposed in 
our study represents a useful framework for understanding the employer brand-
ings, its functioning, and how the organizations can benefit from it. 

This study also sheds light on structures and processes, and the relation-
ships between different aspects of organizational identities and images. Our 
study has discovered that many companies operating in Sri Lanka still 
deliberately focus solely on the product image. They are aware of the fact that 
each company has different images, including the image as the employer. 
These images are complementary and mutually reinforcing in some cases, 
but conflicting in other cases. This issue has been sufficiently scrutinized 
by scholars (Balmer, 2008, 2009; Pratt & Foreman, 2000; Riel, 1997). 
Nonetheless, what is the exact role of employer brand in constituting the 
mix of identities remains under-researched. 

Our study has identified the most important factors impacting recruitment 
and retention of employees, and it is particularly useful to human resource 
managers. An important finding is also that these factors are context- 
dependent. Companies with good employer branding strategies are deeply 
aware of the positive outcomes for attracting, empowering and motivating 
actual and potential employees. 

Our study has also showed the complexity of the employer branding by 
identifying different impacting factors and responsible actors. Our conceptual 
model can serve as a guide for the development and implementation of 
strategies, as it offers a detailed comprehension of the employer branding 
components and an effective method for its communication. 
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Our study results strongly advise the companies to work on the 
development and implementation of the employer branding strategy. The 
companies with the developed strategy have much better productivity out-
comes than companies without it and companies with a partially developed 
strategy. 

Our study in Sri Lankan business context represents an important 
contribution to the understanding of employees’ and job seekers’ perceptions 
of the employers; the mechanism of the employer branding development; and 
the benefits of highly developed employer branding strategies. 

The study limitations 

The primary goal of our study was to propose an adequate conceptual frame-
work of employer branding by identifying its main components and their 
mutual inter relationships. Therefore, it did not address any specific, precise 
practices and strategies for the implementation. It is an issue that should be 
scrutinized in future research. 

The data were collected from the employers and employees in companies 
based across Sri Lanka, though some of them are branches of international 
companies from the Fortune 500 list. However, also small and middle-scale 
companies were left out from our study that ought to be included in future 
studies. 

The number of examined organizations that lack or have partially 
developed strategy is significantly higher than the number of companies with 
highly-developed strategy. This illustrates the fact that the employer branding 
in Sri Lanka has recently emerged as a concept. For instance, 66 companies 
that are placed on the top 100 list were included in the study, but only 
12.2% of them have a well-developed strategy. The assessment of the employer 
brand outcomes was done according to the employee’s perceptions and not on 
the basis of actual data. 

Recommendations for future research 

The main obstacle to the development and wider acceptance of the concept 
of the employer branding is a lack of sound theoretical base. Nonetheless, 
branding, as a concept, is well researched in marketing. These studies can 
serve as a basis for the further development of the employer branding concept. 

On the basis of the conceptual model proposed in this study, further 
research can focus on a more detailed analysis of the employer’s brand 
elements and the mutual relations. The issue of the employer value prop-
osition and how it can be transposed into the particular brand is especially 
fruitful. Also, the further research should pay attention to the ways of using 
the employer brand in order to increase the productivity. 
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Our model should be tested in other business contexts in order to prove its 
validity and applicability, and also, it should be tested through other research 
methods. Our study represents a cross-sectional analysis of the employer 
branding in a developing, small and island country setting. Nonetheless, for 
more comprehensive understanding of the employer branding process, its 
adoption and the development within the individual organization, and the most 
effective modes of its implementation is recommended to conduct longitudinal 
studies that would cover the gradual evolution of the usage of the employer 
branding since its very emergence in a business context. The proposed concep-
tual model is appropriate as a basis for further longitudinal research. 

Some critics of the concept of the employer branding point out that 
certain companies are highly attractive to job seekers, although they do not 
have well-developed strategies. Although the developed employer strategy 
boosts companies’ appeal to job seekers, this can also be achieved without 
it. Future research, thus, should more closely scrutinize the interactions and 
the mutual reinforcement of various organizational images and identities both 
externally and internally. So far, different images and identities that one com-
pany may possess have predominantly been researched separately from each 
other. Accordingly, the focus should switch to “multiple identity interactions” 
that constitutes the general organizational identity. 

A basic question that should be answered is why some organizations 
implement employer branding strategies whereas others do not. Further 
research should focus on fundamental variations between different types of 
organizations based on their industrial sector, nature of competition, country 
structure, size, location, and overall economic context. The analysis of this 
issue would provide a valuable insight into the branding process. 

References 

Ambler, T., & Barrow, S. (1996). The employer brand. Journal of Brand Management, 4(3), 
185–206. 

Aslam, S., Mason, C., Zakria, A., & Farid, M. (2015). Gender perceptions: Employer branding 
through attractiveness, job characteristics and organizational attributes. American Journal of 
Trade and Policy, 2(3), 161–166. 

Backhaus, K. B. (2004). An exploration of corporate recruitment descriptions on Monster. 
com. Journal of Business Communication, 41(2), 115–136. doi:10.1177/0021943603259585 

Backhaus, K., & Tikoo, S. (2004). Conceptualizing and researching employer branding. Career 
Development International, 9(5), 501–517. doi:10.1108/13620430410550754 

Balmer, J. M. T. (2008). Identity based views of the corporation. European Journal of 
Marketing, 42(9/10), 879–906. doi:10.1108/03090560810891055 

Balmer, J. M. T. (2009). Corporate marketing: Apocalypse, advent and epiphany. Management 
Decision, 47(4), 544–572. doi:10.1108/00251740910959413 

Berthon, P., Ewing, M., & Hah, L. L. (2005). Captivating company: Dimensions of attractive-
ness in employer branding. International Journal of Advertising, 24(2), 151–172. 
doi:10.1080/02650487.2005.11072912 

JOURNAL OF TRANSNATIONAL MANAGEMENT 167 

https://doi.org/10.1177/0021943603259585
https://doi.org/10.1108/13620430410550754
https://doi.org/10.1108/03090560810891055
https://doi.org/10.1108/00251740910959413
https://doi.org/10.1080/02650487.2005.11072912


Biswas, M. K., & Suar, D. (2014). Antecedents and consequences of employer branding. 
Journal of Business Ethics, 136(1), 57–72. 

Burmann, C., & Zeplin, S. (2005). Building brand commitment: A behavioural approach to 
internal brand management. The Journal of Brand Management, 12(4), 279–300. 
doi:10.1057/palgrave.bm.2540223 

Cable, D. M., Aiman-Smith, L., Mulvey, P. W., & Edwards, J. R. (2000). The sources and 
accuracy of job applicants’ beliefs about organizational culture. Academy of Management 
Journal, 43(6), 1076–1085. doi:10.2307/1556336 

Cable, D. M., & Graham, M. E. (2000). The determinants of job seekers’ reputation percep-
tions. Journal of Organizational Behavior, 21(8), 929–947. doi:10.1002/1099-1379(200012) 
21:8<929::aid-job63>3.0.co;2-o 

Carrington, L. (2007). Designs on the dotted line. People Management, 13(21), 36–39. 
Chimhanzi, J., & Morgan, R. E. (2005). Explanations from the marketing/human resources 

dyad for marketing strategy implementation effectiveness in service firms. Journal of 
Business Research, 58(6), 787–796. doi:10.1016/j.jbusres.2003.11.003 

Collins, C. J., & Stevens, C. K. (2002). The relationship between early recruitment-related 
activities and the application decisions of new labor-market entrants: A brand equity 
approach to recruitment. Journal of Applied Psychology, 87(6), 1121–1133. doi:10.1037// 
0021-9010.87.6.1121 

Davies, G., Chun, R., da Silva, R. V., & Roper, S. (2004). A corporate character scale to assess 
employee and customer views of organization reputation. Corporate Reputation Review, 
7(2), 125–146. doi:10.1057/palgrave.crr.1540216 

DelVecchio, D., Jarvis, C. B., Klink, R. R., & Dineen, B. R. (2007). Leveraging brand equity to 
attract human capital. Marketing Letters, 18(3), 149–164. doi:10.1007/s11002-007-9012-3 

Edwards, M. R. (2005). Employer and employee branding: HR or PR? In S. Bach (Ed.), 
Managing Human Resources: Personnel Management in Transition (4th ed., pp. 266–286). 
Malden, MA: Blackwell. 

Edwards, M. R. (2009). An integrative review of employer branding and OB theory. Personnel 
Review, 39(1), 5–23. doi:10.1108/00483481011012809 

Einwiller, S., & Will, M. (2002). Towards an integrated approach to corporate branding – an 
empirical study. Corporate Communications: An International Journal, 7(2), 100–109. 
doi:10.1108/13563280210426160 

Elving, W. J. L., Westhoff, J. J. C., Meeusen, K., & Schoonderbeek, J.-W. (2013). The war for 
talent & quest; The relevance of employer branding in job advertisements for becoming an 
employer of choice. Journal of Brand Management, 20(5), 355–373. doi:10.1057/bm.2012.21 

Erickson, T. J., & Gratton, L. (2007). What it means to work here. Harvard Business Review, 
85(3), 104. 

Garavan, T. N., Carbery, R., Rock, A., Kucherov, D., & Zavyalova, E. (2012). HRD practices 
and talent management in the companies with the employer brand. European Journal of 
Training and Development, 36(1), 86–104. doi:10.1108/03090591211192647 

Grace, D., & Iacono, J. L. (2015). Value creation: An internal customers’ perspective. Journal of 
Services Marketing, 29(6/7), 560–570. doi:10.1108/jsm-09-2014-0311 

Henkel, S., Tomczak, T., Heitmann, M., & Hermann, A. (2007). Managing brand consistent 
employee behaviour: Relevance and managerial control of behavioural branding. Journal 
of Product & Brand Management, 16(5), 310–320. doi:10.1108/10610420710779609 

Huang, X., & Liu, Y. (2010, November). The employer branding and employee performance. 
Paper presented at Information Management, Innovation Management and Industrial 
Engineering (ICIII), 2010 International Conference, Kunming, China. 

Johnson, M., & Roberts, P. (2006). Rules of attraction. Marketing Health Services, 26(1), 
38–40. 

168 A. A. ALDOUSARI ET AL. 

https://doi.org/10.1057/palgrave.bm.2540223
https://doi.org/10.2307/1556336
https://doi.org/10.1002/1099-1379(200012)21:8<929::aid-job63>3.0.co;2-o
https://doi.org/10.1002/1099-1379(200012)21:8<929::aid-job63>3.0.co;2-o
https://doi.org/10.1016/j.jbusres.2003.11.003
https://doi.org/10.1037//0021-9010.87.6.1121
https://doi.org/10.1037//0021-9010.87.6.1121
https://doi.org/10.1057/palgrave.crr.1540216
https://doi.org/10.1007/s11002-007-9012-3
https://doi.org/10.1108/00483481011012809
https://doi.org/10.1108/13563280210426160
https://doi.org/10.1057/bm.2012.21
https://doi.org/10.1108/03090591211192647
https://doi.org/10.1108/jsm-09-2014-0311
https://doi.org/10.1108/10610420710779609


Kapoor, V. (2010). Employer branding: A study of its relevance in India. The IUP Journal of 
Brand Management, 7(1), 51–75. 

Konig, C. (2008). Employer branding: Management crunch. Brand Strategy, December, 
pp. 46–47. 

Kreiner, G. E., & Ashforth, B. E. (2004). Evidence towards an expanded model of organiza-
tional identification. Journal of Organizational Behaviour, 25(1), 1–27. doi:10.1002/job.234 

Lloyd, S. (2002). Branding from the inside out. Business Review Weekly, 24(10), 64–66. 
Maxwell, R., & Knox, S. (2009). Motivating employees to “live the brand”: A comparative case 

study of employer brand attractiveness within the firm. Journal of Marketing Management, 
25(9–10), 893–907. doi:10.1362/026725709x479282 

Miles, S. J., & Mangold, G. (2005). Positioning Southwest Airlines through employee branding. 
Business Horizons, 48, 535–545. doi:10.1016/j.bushor.2005.04.010 

Moroko, L., & Uncles, M. D. (2008). Characteristics of successful employer brands. Journal of 
Brand Management, 16(3), 160–175. doi:10.1057/bm.2008.4 

Moroko, L., & Uncles, M. D. (2009). Employer branding and market segmentation. Journal of 
Brand Management, 17(3), 181–196. doi:10.1057/bm.2009.10 

Mosley, R. W. (2007). Customer experience, organizational culture and the employer brand. 
Journal of Brand Management, 15(2), 123–134. doi:10.1057/palgrave.bm.2550124 

Olins, W. (2008). Wally Olins: The brand handbook. London, UK: Thames & Hudson. 
Pratt, M. G., & Foreman, P. O. (2000). Classifying managerial responses to multiple 

organizational identities. The Academy of Management Review, 25(1), 18–42. doi:10.5465/ 
amr.2000.2791601 

Punjaisri, K., Evanschitzky, H., & Wilson, A. (2009). Internal branding: An enabler of 
employees’ brand-supporting behaviours. Journal of Service Management, 20(2), 209–226. 
doi:10.1108/09564230910952780 

Rampl, L. V. (2014). How to become an employer of choice: Transforming employer 
brand associations into employer first-choice brands. Journal of Marketing Management, 
30(13–14), 1486–1504. doi:10.1080/0267257x.2014.934903 

Reichheld, J. P., Chaubet, N., Shen, W. H., Renaudin, J. P., & Gigot, C. (1996). Multiple A-type 
cyclins express sequentially during the cell cycle in Nicotiana tabacum BY2 cells. 
Proceedings of the National Academy of Sciences of the United States of America, 93(24), 
13819–13824. 

Riel, C. (1997). Van Research in corporate communication: An overview of an emerging field. 
Management Communication Quarterly, 11(2), 288–309. doi:10.1177/0893318997112005 

Ritson, M. (2002). Marketing and HR collaborate to harness employer brand power. Campaign 
magazine, October 24. 

Saini, G. K., Rai, P., & Chaudhary, M. K. (2014). What do best employer surveys reveal about 
employer branding and intention to apply. Journal of Brand Management, 21(2), 95–111. 
doi:10.1057/bm.2013.10 

Stuart, H. (1999). The effect of organizational structure on corporate identity management. 
Corporate Reputation Review, 2(2), 151–164. doi:10.1057/palgrave.crr.1540075 

Tavassoli, N. (2008). Branding from the inside out. Business Strategy Review, 19(2), 94–95. 
Taylor, A. (2005). Global growth to fall unless people work longer. Financial Times (London), 

11, 12. 
Thorne, K. (2004). One-stop guide: Employer branding. Personnel Today, 30, 66–75. 
Turban, D. B., & Cable, D. M. (2003). Firm reputation and applicant pool characteristics. 

Journal of Organizational Behaviour, 24(6), 733–751. doi:10.1002/job.215 
Turban, D. B., & Greening, D. W. (1997). Corporate social performance and organizational 

attractiveness to prospective employees. Academy of Management Journal, 40, 658–672. 
doi:10.2307/257057 

JOURNAL OF TRANSNATIONAL MANAGEMENT 169 

https://doi.org/10.1002/job.234
https://doi.org/10.1362/026725709x479282
https://doi.org/10.1016/j.bushor.2005.04.010
https://doi.org/10.1057/bm.2008.4
https://doi.org/10.1057/bm.2009.10
https://doi.org/10.1057/palgrave.bm.2550124
https://doi.org/10.5465/amr.2000.2791601
https://doi.org/10.5465/amr.2000.2791601
https://doi.org/10.1108/09564230910952780
https://doi.org/10.1080/0267257x.2014.934903
https://doi.org/10.1177/0893318997112005
https://doi.org/10.1057/bm.2013.10
https://doi.org/10.1057/palgrave.crr.1540075
https://doi.org/10.1002/job.215
https://doi.org/10.2307/257057


Wheeler, A., Humberstone, V., & Robinson, G. (2006). Trends in antipsychotic prescribing in 
schizophrenia in Auckland. Australasian Psychiatry, 14(2), 169–174. doi:10.1111/j.1440- 
1665.2006.02273.x 

Wilden, R., Gudergan, S., & Lings, I. (2010). Employer branding: Strategic implications for 
staff recruitment. Journal of Marketing Management, 26(1–2), 56–73. doi:10.1080/ 
02672570903577091 

Xie, C., Bagozzi, R. P., & Meland, K. V. (2015). The impact of reputation and identity 
congruence on employer brand attractiveness. Marketing Intelligence & Planning, 33(2), 
124–146. doi:10.1108/mip-03-2014-0051  

170 A. A. ALDOUSARI ET AL. 

https://doi.org/10.1111/j.1440-1665.2006.02273.x
https://doi.org/10.1111/j.1440-1665.2006.02273.x
https://doi.org/10.1080/02672570903577091
https://doi.org/10.1080/02672570903577091
https://doi.org/10.1108/mip-03-2014-0051

	Introduction
	Literature review
	Employer branding in Sri Lanka
	Problem statement


	Study objectives
	Research methodology
	Employer branding and organizational outcomes
	Mediating factors between the employer branding and the organization’s productive outcomes


	Data presentation, analysis, and findings
	Hypothesis 1: Employer brand strength is positively correlated with the organization’s productive outcome
	Hypothesis 2: Detected organization’s factors have a mediating effect on employer brand and organization’s productivity outcomes

	Discussion, conclusions, and managerial implications
	The indicators of successful employer branding
	Empowering the employer brand to contribute to the productivity outcomes
	Identify at the position within the organization that should be responsible for the employer branding process
	Managerial implications of the study
	The study limitations
	Recommendations for future research

	References

