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Research 
question

How does employer branding (Ambler & Barrow, 1996; 

Theurer et al., 2018) impact the choice of talent 
development approaches (i.e., HR practices 
to “buy” vs. “make” talent (Cooke et al., 2021)) and 
success of recruitment and retention of 
talent?



Conceptual foundations: Employer Brand (EB)
• Employer Brand – “the package of functional, economic and psychological 

benefits provided by employment, and identified with the employing 
company” (Ambler & Barrow, 1996, p. 187)

• Employer branding:

• “the sum of a company’s efforts to communicate to existing and prospective staff 
that it is a desirable place to work” (Lloyd 2002)

• Long-term organizational HR strategy to retain and attract talent (Tanwar and Prasad, 2016; 
Theurer et al., 2018))

• Most relevant in organizations where employer-employee relationship matters, such 
as in “high value-added, service businesses” (Ambler & Barrow, 1996) and knowledge-
intensive contexts (Berthon, Ewing, & Hah, 2005)

• The EB approach refers to a firm’s aspirations to become the “employer of 
choice” to attract and retain high-quality workers → relevant for talent 
management!



Existing dimensionality and most popular 
operationalizations of employer brand
• Three dimensions of employer brand (Ambler and Barrow, 1996): functional 

(developmental &/or useful activities), economic (material or monetary 
awards) and psychological (feelings of belonging, direction and purpose) 
benefits

• Five dimensions of employer attractiveness (EmpAt scale, 25 items, Berthon et al., 2005): 
interest value, social value, development value, application value and 
economic value 

• Five dimensions of employer branding (Employer Brand scale, 23 items, Tanwar and Prasad, 2017): 
healthy work atmosphere, compensation and benefits, work–life balance, 
ethics and corporate social responsibility (CSR), and training and 
development



Conceptual foundations: Talent Management (TM)

• A subset of the broader field of HRM (McDonnell et al., 2007)

• A way to sustain competitive advantage of the firm (Stahl et al., 2007)

• In line with the emphasis of strategic HRM toward the alignment of 
HRM practices and policies with organizational business strategies 
with the goal of enhancing operational and financial performance 
outcomes (Chowhan, 2016)

• Four aspects of TM practice: talent identification, talent recruitment, 
talent development and career management (Bolander, Werr, & Asplund, 2017)

• TM key component – to buy or to make talent (Cooke et al., 2021)



Table 1. Descriptive statistics of the talent mngt approaches



Theoretical foundations

• Intersection of internal marketing and human resource management 
(Ambler and Barrow, 1996)

• We draw on:
• The internal marketing literature (George, 1990; Kotler, 1994): employees are internal 

customers and jobs are internal products

• Strategic human resource management (SHRM) theory (Wright and McMahan, 1992), 
whereby SHRM is defined as “the pattern of human resource deployments 
and activities intended to enable an organization to achieve its goals” (p.298)

• Resource-based view of the firm (Barney, 1991; Grant, 1991; Schuler and MacMillan, 1984; Wright, 

Dunford, and Snell, 2001) as a more specific type of SHRM for theoretical 
conceptualization of the relationships in our model and a way to achieve 
competitive advantage (Pfeffer, 1995) as the “employer of choice” (Martin, Beaumont, 
Doig, and Pate, 2005)



Conceptual model

H1+

H3-

H2-



Hypotheses

H1: Employer branding is positively associated with the Refiner’s talent 
management approach, i.e., perceived high quality of available 
applicants and offering employee training

H2: Refiner’s talent management approach is negatively associated 
with organizational employee recruitment issues, i.e., organizations 
reporting less positions hard to fill

H3: Refiner’s talent management approach is negatively associated 
with organizational employee retention issues, i.e., organizations 
reporting less retention issues



Study design

• Perspectives on employer branding are 
collected from employers

• Source: 2022 employer survey data from 
Southwestern Ontario, Canada

• N=558

• Apply descriptive and correlational analysis

• Future research: multi-variate statistical 
analysis (path analysis structural equation 
modeling) to explore the impact of 
employer branding on strategic decisions 
to “buy versus make” and the success of 
recruitment and retention



Employer 
brand-value 
proposition 
scale

We developed an Employer Brand scale with three 
dimensions:

1. Flexibility – employer’s value proposition in terms of 
flexible work arrangement for employees
2. Workspace – employer’s value proposition in terms 
of arranging the workspace most conducive to 
collaboration and connectivity; providing support with 
navigating the workspace arrangement
3. Technology – introducing new technology and 
automation as a way to make work more meaningful and 
productive for employees

Employer branding efforts that focus on achieving a 
person-organization fit that is oriented on present and 
future needs and values of employees and employers, 
not about maintaining the traditional ways of the past!



Table 2. Descriptive statistics and correlations (N = 558)

Variable 
type Mean

St. 
dev.

Retention 
issues

Recruitmen
t issues

Reliants
[1]

Developers
[2]

Poachers
[3]

Refiners
[4] Flexibility Technology Workspace Mature

Total 
emp.

Growth 
strat. 
plan

Retention 
issues Binary (0/1) 0.573 0.495
Recruitment 
issues Binary (0/1) 0.667 0.472 0.324

Reliants [1] Cat. (1 of 4) 0.202 0.402 -0.110 -0.071
Developers
[2] Cat. (2 of 4) 0.475 0.500 0.366 0.372 .

Poachers [3] Cat. (3 of 4) 0.098 0.298 -0.479 -0.285 . .

Refiners [4] Cat. (4 of 4) 0.224 0.417 -0.104 -0.245 . . .

Flexibility Range (0-1) 0.375 0.416 -0.036 -0.079 -0.184 0.019 -0.191 0.244 0.900

Technology Range (0-1) 0.296 0.348 0.002 0.168 -0.250 0.099 -0.145 0.173 0.399 0.861

Workspace Range (0-1) 0.375 0.416 -0.004 0.014 -0.252 -0.075 -0.150 0.394 0.683 0.565 0.936

Mature Binary (0/1) 0.937 0.243 0.161 0.250 0.004 -0.050 -0.117 0.152 0.060 0.109 0.318

Total emp. Cat. (1-6) 2.794 1.575 0.222 0.508 -0.192 0.010 -0.008 0.170 -0.014 0.164 0.288 0.515
Growth 
strat. plan Binary (0/1) 0.428 0.495 -0.148 0.136 -0.078 0.021 0.048 0.017 0.218 0.254 0.272 -0.072 0.283

Industry Cat. (1-20) 9.835 4.955 -0.132 -0.135 0.030 -0.005 0.038 -0.045 0.021 0.041 0.117 0.158 -0.006 -0.002
All correlation coefficients are significant at the .07 threshold level (two-tailed test)



Table 2-a. Descriptive statistics and correlations (N = 558)

Variable 
type Mean St. dev. Flexibility Technology Workspace Mature

Total 
emp.

Growth 
strat. 
plan

Flexibility Range (0-1) 0.375 0.416 0.900

Technology Range (0-1) 0.296 0.348 0.399 0.861

Workspace Range (0-1) 0.375 0.416 0.683 0.565 0.936

Mature Binary (0/1) 0.937 0.243 0.060 0.109 0.318

Total emp. Cat. (1-6) 2.794 1.575 -0.014 0.164 0.288 0.515

Growth strat. 
plan Binary (0/1) 0.428 0.495 0.218 0.254 0.272 -0.072 0.283

Industry Cat. (1-20) 9.835 4.955 0.021 0.041 0.117 0.158 -0.006 -0.002

All correlation coefficients are significant at the .07 threshold level (two-tailed test)



Table 2-b. Descriptive statistics and correlations (N = 558)

Variable 
type Mean

St. 
dev.

Retention 
issues

Recruitment 
issues

Reliants
[1]

Developers
[2]

Poachers
[3]

Refiners
[4]

Reliants [1] Cat. (1 of 4) 0.202 0.402 -0.110 -0.071

Developers
[2] Cat. (2 of 4) 0.475 0.500 0.366 0.372 .

Poachers [3] Cat. (3 of 4) 0.098 0.298 -0.479 -0.285 . .

Refiners [4] Cat. (4 of 4) 0.224 0.417 -0.104 -0.245 . . .

Flexibility Range (0-1) 0.375 0.416 -0.036 -0.079 -0.184 0.019 -0.191 0.244

Technology Range (0-1) 0.296 0.348 0.002 0.168 -0.250 0.099 -0.145 0.173

Workspace Range (0-1) 0.375 0.416 -0.004 0.014 -0.252 -0.075 -0.150 0.394

All correlation coefficients are significant at the .07 threshold level (two-tailed test)



Contributions and implications

1. Contributions:

a) To the SHRM literature with a novel operationalization of employer branding

b) To the resource-based view of the firm theory by integrating employer branding as 
a criterion of competitive advantage (in the context of “employer of choice”

c) We find significant correlation between employer commitment to branding, their 
perception of the quality of available workforce and decision to provide training to 
employees, and employee recruitment and retention. 

2. Implications:

a) Do organizations need to consider branding to mitigate recruitment and retention 
issues?

b) Practitioners need to think about the environment of the firm and what role 
branding plays in positioning their firm when they compete for talent!



Thank you for your attention!
We welcome your questions 

and suggestions.
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