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Social media a communication tool for employer attractiveness criteria in the

employer branding concept: An exploratory study

Anniek van Buren, University of Twente, the Netherlands

Abstract This study explores what attracts talents to organizations in the employer branding concept.

In-depth interviews with master students revealed 88 attractiveness criteria, offering valuable

insights into what information is sought by talents and what they perceive as an attractive employer.

The instrumental-symbolic framework was used to structure the criteria. Because of the increased

and worldwide use of social media, this study also investigates how social media can be used as a

communication tool for the employer branding attractiveness criteria. Therefore a conceptual

framework was developed and tested. To select the organizations for the testing an extensive

selection method was used. First organizations from different Fortune 500 rankings were selected.

Next, they were tested on their social media activities and finally they were tested on the strength of

their employer branding activities. Results show that social media page(s) were missing attractiveness

criteria and that improvements can be made. This study contributes to scientific research by

providing new insights into the usages of social media as a communication tool for employer

branding. The discussion reveals theoretical and managerial implications as well as future research

opportunities.

Keywords employer branding; organizational attractiveness; attracting global talent; social media;

organizational image

Introduction and research objectives
Organizations are operating in global
competitive and volatile environments. In
order to be successful in these environments,
organizations depend highly on their
employees. The resource based view (RBV)
explains that one of the organizations most
important assets are their employees.
According to Michaels, Handfield-Jones, and
Axelrod (2001) talents are the critical driver of
organizational success. However, Ployhart
(2006) argue that talent shortages are a
problem and organizations are struggling to
attract the right talent, with the right skills
into the right jobs. Tarique & Schuler (2010)
argue that worldwide competition for talent is
and remains a critical agenda item. Despite
the ongoing crisis in which organizations are
downsizing and reducing their workforce,
there still does not exist any talents surplus
(Farndale, Scullion & Sparrow, 2009).
According to Laumer, Eckhardt and Weitzel

(2010) in times of crisis, the same problems
will exist, that HR managers need to solve as
in regular times, however with smaller
budgets. To overcome this struggle, marketing
principles of brand management have been
introduced to fields of HRM (Backhaus &
Tikoo, 2004). Organizations try to create a
strong employer brand, in order to
differentiate themselves and become an
attractive employer. However, empirical
researches into employer branding and
attracting employees are scarce. Wilden,
Gudergan and Lings (2010) argue that there is
relatively little research conducted to explore
the role that branding plays in attracting
employees. Therefore their research focussed
on a better understanding of branding in
attracting human capital and what influence
the perceptions of job seekers. In addition,
Lievens (2007) explored the importance of
instrumental and symbolic beliefs of employer
branding. There are researchers that give
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more insight into employer branding and
attracting global talent. But in-depth research
to what really matters to global talents, and
what it is that they care about are limited.

Because of the increase and worldwide use of
social media, organizations could use social
media in order to attract highly skilled talent
globally. Social media can be used as a
communication tool to promote organizations
employer brand. Walker, Field, Giles, Bernerth
and Short (2011) claim that the use of media
to communicate organizational information
increases the likelihood that job seekers
develop preferred image beliefs. Research
shows that organizations are already using
their corporate website to promote their
brand and themselves as a good employer to
attract talent (Barber, 2006). Different types
of social media (e.g., Twitter, Facebook, and
others) can give the employer brand more
familiarity. According to Storbel, Tumasjan
and Welpe (2010) it enables potential
employees to become more knowledgeable
about the organization. Therefore the use of
social media might help to attract talent
globally. Unfortunately this effect has been
neglected within research. In addition,
Breaugh (2008) argue that there is little
known about what type of information is
sought first by people looking for a job on the
Internet. So more in-depth research is needed
to what makes an employer attractive, what is
important in employer branding and what
information is sought by potential applicants.
Despite the talent challenge organizations
face, Breaugh (2008) argue that variables like
attracting applicant attention have not
received any attention from recruitment
researchers.

This research explores what is important in
employer branding and what information is
sought by potential applicants, in order to
become an attractive employer. Next, this
information will be used to create a

framework, which can be used by
organizations to develop their social media
page as a communication tool for employer
branding. Thereafter the framework will be
tested for organizations that use social media
to communicate their employer brand. The
research consists out of two main parts, also
leading to two research questions:

What are attractiveness criteria in employer
branding?

How do companies communicate the
attractiveness criteria through social media?

Theoretical background

More and more organizations are operating in
a global environment. According to Beechler &
Woodward (2009) these environments are
very demanding, competitive, volatile,
complex and dynamic to operate in. As a
result organizations are facing a lot of
challenges in these environments. Therefore
organizations try to attract and retain highly
skilled talent who are able to manage and
operate in these complex and dynamic
environments. In addition, Ployhart (2006)
argue that work has become more knowledge
based and requires more competent
employees. The author mentions that
organizations need to cope with cultural
differences, demographic changes, and
diverse labour agreements. Michaels et al.,
(2001) argue that the demand for talents is
necessary because they are seen as a critical
driver of organizational performance, future
success, competitive advantage, but also the
ability of organizations to attract, retain, and
develop talent. This is agreed on by the
resource based view (RBV), which argues that
human capital brings value to the
organization. According to Barney (1991) the
RBV argues that there are specific resources
which are very important to organizations, in
order to create a sustained competitive
advantage, resources that are valuable, rare,
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imperfectly imitable and not substitutable.
One of the resources is people or the human
capital pool. Moreover, Barney (1991) argues
that human assets are the primary source of
value, growth, and sustained competitive
advantage. Thus, it seems that organizations
operating in a global complex environment
need talents with unique abilities or
managerial talents in order to create and gain
a sustained competitive advantage. But
organizations have difficulties with attracting
talents and there seems to be a shortage of
talents who are able to manage and operate
in a global competitive environment
(McDonnell, 2011). Because of these struggles
the “global workforce” (Tarique & Schuler,
2010) received more attention and one major
topic has been around Global Talent
Management (GTM). According to Tarique and
Schuler (2010) GTM consists out of three main
parts; attract, develop, and retain talent and
these three activities are the hallmark of the
GTM system. The focus within this paper is on
attracting talent. As it seems that more and
more organizations find it hard to attract the
right talent with the right competencies for
the right jobs. Schuler, Jackson and Tarique
(2011) argue that organizations need to find
ways to make them more attractive and
differentiate themselves from the
competitors.

The attractiveness of an organization is
important for several reasons. According to
the social identity theory (SIT) (Lievens , Hoye
& Anseel, 2007), people like to identify
themselves with the organization they (want
to) work for and develop a preference for
organizations that they can perceive as
positive and attractive. Love and Singh (2011)
argue that the more positive potential
employees become about an organization, the
more likely they will be part of the
organization. According to Joo and McLean
(2006) organizations with a positive
reputation will attract more potential

applicants and are more likely to retain them.
As a consequence, organizations should create
an image that attracts potential talents, they
can relate to, they would be proud of and
identified with. According to, Berthon, Ewing
and Hah (2005) employer attractiveness is;
“the envisioned benefits that a potential
employee sees in working for a specific
organization” (p. 151). Which is agreed on by
Highhouse, Lievens and Sinar (2003) who
argue that company attractiveness is;
“reflected in individuals’ affective and
attitudinal thoughts about particular
companies as potential places for
employment” (p. 989). Employer
attractiveness is about how potential
employees see the organization, imaging how
it would be to work there, what their belief
and thoughts are, and at the end influence
their decision if they want to work there or
not.

Organizations need to understand which
values attract the targeted talents. Therefore
marketing principles of brand management
have been introduced to fields of human
resource management (HRM) (Backhaus &
Tikoo, 2004). In marketing, branding tries to
create a reputation, make people care about
brands, so that people become loyal to brands
and want to be associated with that brand.
According to Aaker (1991) brand awareness
makes people feel comfortable with that
brand and helps to be selected over an
unknown brand. Thus, a brand is a promise of
commitment and performance, it assures
consumers that they made the right decision
and helps increase consumer satisfaction
(Berthon, et al., 2005).

Via a brand name, organizations get
recognized. According to Aaker (1991) it is
important to manage and maintain a brand
name. This brand name represents an
important intangible asset, namely the equity.
In marketing, brand equity creates brand
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knowledge and this brand knowledge provides
important benefits to consumers. According to
Wilden et al., (2011) it gives consumers
information, reduce risk, and gives them
confidence in the brand. So brand equity
provides value to the customers as well as to
the organization.

Employer Branding

As discussed, these marketing principles can
also be applied to HRM policies and practices,
helping to create an employer brand. As a
result the consumer brand equity theory of
Aaker (1991) has been applied in
organizational recruitment, suggesting that if
organizations can create a favourable and
unique brand image, they will be more
successful in their recruitment (e.g., Turban &
Cable, 2003; Ployhart, 2006; Walker et al.,
2010). Employer branding is about building an
image that it is a great and desirable place to
work and in addition it helps to differentiate
the organization of its competitors. As Barber
(1998) argues, it is critical that organizations
recruitment activities attract the attention of
potential talents.

Barrow, House, Housely, Jenner and Martin
(2007) say;

“Employer branding is not a project or
a programme. Nor is it a rush to
freshen up your recruitment
advertising. It’s a way of business life.
Understanding what engages people
and being clear about what an
organisation offers and does not,
means that you are more likely to
recruit and therefore retain the right

people.” (p. 6)

Employer branding is in essence a three step
process (Backhaus & Tikoo, 2004; Lievens,
2007); (1) develop a value proposition of the
employer; (2) externally marketing the value
proposition and creating an image for
outsiders; and (3) internally marketing the

employer brand and build an identity among
organizational members. In the view of
attracting global talent the first two steps are
important.

First, the employer value proposition(s) (EVPs)
provides information on different
organizational aspects, like culture, values,
features of current employees, etc. It offers an
image of the organization, how it is perceived
as an employer and what it can offer to its
employees. Wilden et al., (2010) argue that
EVPs gives organizations the opportunity to
clearly communicate organizational values,
employment values and expectations to
potential global talent. Additionally the
authors mention; “clear brand signals leads to
clearer brand images in the potential
employee’s mind and (...) ultimately increases
employer attractiveness” (p. 65). Thus the
EVPs actually define what the organizational
values are, why it is a great place to work and
taking away any fears that exist, by creating
an image.

In order to create a successful EVP, Barrow et
al. (2007) argue that three things are
important; (1) the image, the beliefs of
individuals about the organization; (2)
identity, how working life in the organization
is, the internal truth; and (3) profile, the image
the organization tries to portray, including the
corporate brand and the CEO messages.
Organizations want to be portrayed in a
positive light and the profile refers to how the
organizations want to be seen by potential
talents. Whereas according to Barrow et al.,
(2007) the image refers to how do (potential)
employees perceive the organization. Schuler
(2004) mention that the image of the
organization is formed through the
information that (potential) employees
receive. So based on the received information
(potential) employees imagine how it would
be to be employed and develop certain
believes about the organization. Knox and
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Freeman (2006) argue that those employer
brand images are associations that make an
organization unique as an employer. But of
course the reflection of the image needs to be
consistent with the identity of the
organization.

The Instrumental-Symbolic framework
(Lievens & Highhouse, 2003) enables
organization to categorize their attractiveness
criteria. Hoye and Saks (2011) argue that the
instrumental-symbolic framework helps
understand the criterion of organizational
attractiveness. According to Wilden et al.,
(2010) potential employees search for
observable information or benefits, like
location and salary, in assessing the
attractiveness of a prospective employer.
Information that is easy to find. According to
Caligiuri, Colakogku, Cerdin, and Kim (2010)
important drivers of organizational
attractiveness are people and job
characteristics. This information is also
referred to as instrumental benefits. Lievens
and Highhouse (2003) argue that it describes
an organization in objective and tangible
terms. But potential employees look for more
benefits, which are harder to see. Therefore
Wilden et al., (2010) argue that potential
employees make use of information
substitutes, like employer brand signals, in
order for potential employees to see
characteristics related to experience and trust.
These characteristics are referred to as
symbolic benefits and according to Lievens
and Highhouse (2003) it is intangible and more
imaginary. Lievens (2007) divided this benefit
into: sincerity, excitement, competence,
sophistication and ruggedness. But it is
possible to argue that by these terms the
benefit remains vague. Therefore the
characteristics mentioned by Caliguiri et al.,
(2010); employer reputation, culture and
remuneration & advancement are good
examples. The categories of Lievens (2007)
can be subdivided into these characteristics.

Sincerity, referring to warmth and acceptance
can be part of culture. Excitement, referring to
trendy can also be part of culture.
Competence, referring to secure and success
can be part of remuneration & advancement.
Sophistication, referring to upper class and
prestigious can be part of employer
reputation. Ruggedness, masculine and
though can also be part of employer
reputation.

These characteristics and benefits give
potential employees the opportunity to
become familiar with the organization as an
employer and in addition the organization can
show that it is a desirable place to work. It can
help organizations to differentiate themselves
from competitors. According to Wilden et al.,
(2010) these employer brand signals provide
potential employees orientation during the
selection process; it functions as a quality
indicator and can give organizations an image
of “employer of choice.” As argued before,
according to the social identity theory (SIT)
(Lievens et al., 2007), people like to identify
themselves with the organization they (want
to) work for. People would love to work for an
organization that is perceived as a positive
and attractive employer.

The second step in the employer branding
process is externally marketing the value
proposition. By marketing the value
proposition, the targeted applicants can get
familiar with the organizations employer
brand, indicate what makes the organization
distinctive and a desirable place to work. In
addition targeted applicants might create a
preferred image. By externally marketing the
value proposition, organizations try to create
awareness around the organization and their
values. Different sources can be used to
externally marketing the value proposition, for
example; advertising, free publicity,
professional and academic publications, public
relations activities and “best employer”
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surveys, like the Fortune’s 100 best companies
to work for (Love and Singh, 2011). But it also
can be achieved by the means of social media.
In accordance to Bondarouk, Ruél and
Weekhout (2012) the usages of social media
as a communication tool for employer
branding has not been investigated.

Social media

Almost everyone uses Internet and according
to Kim, Jeong and Lee (2010) hundreds of
millions people all over the world are using
thousands of social networking sites and social
media sites, in order to stay connected with
friends, discover new friends and share
contents. Social website can be defined as
“Web sites that make it possible for people to
form online communities, and share user-
created contents (UCCs)” (Kim et al., 2010, p.
216). Now social media websites reach 82% of
the world’s online population that is 1.2 billion
users around the world (comScore, 2011). It
has become a new way for people to
communicate and is known as an online
gathering place (Kim et al., 2010).

Social media are becoming more and more
popular. Times spent on social media
increases tremendously and it seems that
some people are even addicted to this form of
communication. According to comScore
(2011), 1 in every 5 minutes online is spent on
social media websites. The growth in times
spent on social media are not limited to
teenagers, because, according to Kaplan and
Haenlein (2010) also “generation X"’ populate
the rank of joiners, spectators, and critics.
Social media appears to be a good medium to
reach a large number of people all around the
world.

! Generation X are the generation born after that
of the baby boomers, roughly from the early 1960s
to mid-1970s (Oxford Dictionaries, retrieved from
http://oxforddictionaries.com/definition/Generati
on+X)

The popularity of social media did not keep
unnoticed by organizations. Social media are
seen as a powerful tool and is used to market
products and services, manage customer
relationship, and post product release
announcements (Kim et al., 2010). Social
media sites seem to be a good medium to
reach a large number of people and According
to Kaplan and Haenlein (2010) it is seen as an
attractive contact channel for many
organizations. But social media can also be
used to communicate organizational
information. Trying to create awareness about
the organization and get people familiar with
the organization. As a result talents worldwide
might create a preferred image. According to
the SIT the more the global talents identify
and relate themselves with the organization,
the more realistic it is that a potential
employee will work for that particular
organization. Therefore, it is reasonable to
suggest that creating this preferred image or
positive reputation via social media, can help
attracting talent worldwide.

There are two main “types” of social media,
namely social networking sites and social
media sites. Social networking sites were first
developed. The most widely used social
networking sites are MySpace, Facebook,
Windows Live Spaces, Habbo, Viadeo (Aurélie
& Fallery, n.d.; Kim et al., 2010). The main
objective of social networking is connecting
with other people and therefore people create
a personal profile. The key purpose of social
media sites is sharing of media content
(Kaplan & Haenlein, 2010) or sharing UCCs.
But this difference is fast disappearing, or for
some it already disappeared. Therefore within
this paper the term social media will be used
to refer to both social networking sites as well
as social media sites.

There are more “types” of social media
besides the two just mentioned. For example
blogs and according to Kaplan and Haenlein

UNIVERSITY OF TWENTE.


http://oxforddictionaries.com/definition/Generation+X
http://oxforddictionaries.com/definition/Generation+X

Social media a communication tool for employer branding attractiveness criteria 8

(2010) blogs are the earliest form of social
media. A blog can be used to write stories, but
also articles can be posted and videos, it can
be used to share a lot of different information.
In addition, there are also microblogging sites,
like Twitter. Microblogging makes it possible
to communicate through really short
messages. Worldwide Twitter reaches 1in 10
Internet users (comScore, 2011). Twitter is not
only used to communicate with friends,
comScore (2011) argues that it is a platform
that is used as a central means of
communicating during worldwide or regional
events. Besides social media sites that are
commonly used for fun, there are social media
website which focuses mainly on business
people, such as LinkedIn, Visible Path, and
Xing (Boyd & Ellison, 2008).

Some facts about social media are important
for organizations to consider. Social media,
like the Internet is fast moving. According to
Kaplan and Haenlein (2010) it is possible that
what might be up-to-date today could be gone
from the Internet tomorrow. Although social
media can be seen as a cheap medium, it is
important that organizations invest in their
social media. Organizational social media
pages need to be up-to-date, track the
information that is posted about the
organization, and respond to questions. In
order for organizations to stay as up-to-date
as possible, Kaplan and Haenlein (2010)
developed 10 guidelines;

(1) Choose carefully; there are hundreds of
social media websites and according to Boyd
and Ellison (2008) these website have
different cultures, some support pre-existing
social networks, while others provide
strangers to connect. Different social media
websites attract different people. So it is
important for organizations to choose wisely
and think about what they need and who they
want to reach. According to Maurer and Cook
(2011) using the Internet to attract employees

demands a target market of qualified people,
as HR managers do not want to be
overwhelmed by poorly qualified applicants
for specific job opportunities. Goal of these
activities are to attract the right people, with
the right skills and to get them into the right
jobs. In addition Tuzlner and Yiksel (2009)
argue; “there should be a match between
values, work styles and objectives of both
employees and companies in order to select
and retain them” (p. 57). Moreover, according
to the authors, the appropriate match
between the applicant and the organization is
critical to secure the relationship and the
productivity of the applicant and the
organization.

(2) Pick the application, or make your own;
choose to join an existing social media
platform or develop your own.

(3) Ensure activity alignment; ensure that the
social media activities are aligned with each
other, create consistency.

(4) Media plan integration; ensure alignment
between social media and traditional media,
think about the corporate image.

(5) Access for all; do not block social media for
every employee, some need access to
maintain the social media page(s).

(6) Be active; according to Kaplan and
Heanlein (2010) social media are about
sharing and interaction, organizations need to
ensure that their content is fresh and that the
organization participate in discussions.

(7) Be interesting; so people will talk about
you.

(8) Be humble; Kaplan and Heanlein (2010)
argue that it is important to take time to
discover the social media site and to learn
about its history and basic rules

(9) Be unprofessional; do not be afraid to
make mistakes.

(10) Be honest; respecting the rules of the
game.

These guidelines are important to consider for
organizations when they want to attract talent
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by the means of social media. It shows that
social media are not something to just jump
into, organizations need to think about it
before implementing it. According to Picard
(2012) building an employer brand via social
media is a long term investment, which needs
to be maintained.

As said, organizations should give people a
reason to talk (HireRabbit, 2012). For
example, build social websites that are liked
by people, catch people’s attention and avoid
being boring. A few aspects are important in
building and externally market the employer
brand, that are;

First, Facebook — First of all it is important to
design a Facebook career page and avoid any
disorder (Picard, 2012). Via the means of a
career page an organization can give people
an impression of the organization’s culture
and it helps to reach people. Share fresh and
interesting content, post pictures and videos
and post employee experiences, why current
employees enjoy their job and what it is like to
work there. According to Muller (2012) a good
example is Sodexo who highlight the human
side, identify the people behind the jobs and
let them tell their story. In addition Picard
(2012) argues that it is important to interact
with the audience, be responsive and listen,
write posts and asks candidates what matters
most to them in their job search. According to
Picard (2012) these interactions can help the
employer brand to stand out.

Next, LinkedIn — Via LinkedIn a company page
can be created. This company page has many
of the same features as Facebook - in fact,
Picard (2012) mentions that the company
page posts can be liked, commented on and
shared by followers. Picard (2012) mentions
that organizations can pay to post jobs and/or
add a Premium Career Tab that include
additional employer branding opportunities,
like giving an introduction to the organization,
their values, show what the organization is

like, job opening, introduce the recruitment
team and much more.

Then, Twitter — Also via Twitter a brand page
can be developed. Through this brand page
organizations are able to share more
information and increase engagement. By
means of the brand page organizations can
start conversations (Picard, 2012). Picard
(2012) mentions that the Twitter brand page
enables organizations to pin a Tweet to the
top of their page. It is the first thing that
people will see when they enter the Twitter
account. This can help to interact with people,
ask questions to the followers, promote the
employer brand, promote a job application
and promote an article about the organization
or employer blog. According to Picard (2012),
Twitter is an ideal medium for inserting a brief
burst of information, career opportunities and
employer brand to the followers. Muller
(2012) argues it is a good medium to drive
traffic to the website or other social media.
Finally, Blogs — Picard (2012) mentions that
the employer blog can be a great platform to
showcase the employer brand. The employer
blog can contain articles why people want to
work for that particular organization, why
current employees like their job, videos about
the company and employees, the bio and role
in the organization of the “owner” of the blog,
share business success, write about
competition, why do you differ, share projects
the organization is working on etc. According
to Muller (2012) Sodexo uses their career blog
to engage with people and give insightful tips
for job seekers.

These aspects give a good insight into how to
use social media, how to stay up to date and
what is important. But it does not give
guidelines about the information that is
sought by potential global talents. Bondarouk
et al., (2012) developed an employer branding
protocol to measure the extent to which
organizations use different employer branding
tactics. It enables to measure the strength of
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the employer brand and it gives some insight

into information that should be posted/

communicated. Based on articles read for the

theoretical background the protocol was

adapted (table 1). A short version of the
employer branding protocol is given (table 2)
for the extended version see appendix C.

Source What's added category
Robbins & Corporate info; Organizational
Stylianou (2002) history, message operations
CEO,
organizational
structure
Robbins & Financial Employer
Stylianou (2002) highlights, annual reputation

report, social
issues

Robbins &
Stylianou (2002)

Communicate job
openenings

Job characteristics

Robbins &
Stylianou (2002)

Communicate to
people and inform
people

Communication

Huizingh (2000)

Video’s, photo’s,
sounds, animation

Entertainment

Muller (2012)

Daily life of
employees, work
experiences

People & culture

Table 1 Added elements of employer branding protocol

Overall, social media offers an opportunity to

reach millions of people worldwide. Letting

talents worldwide get familiar with the

organization as an employer, differentiate

themselves from competitors, what is

important to the organizations, show the

values the organization stands for etc. Even

though research shows that it is important for
organizations to differentiate themselves, and

to become an attractive employer, Walker et

al. (2011) argue that there is not a clear

understanding of how organizations can

manage the instrumental and symbolic traits

to attract talents. Organizations need to

understand what it is that these talents are

looking for and which organizational values

attract the targeted talents.
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1. Weak employer branding

2. Moderate employer branding

3. Average employer branding

11

4. Above average employer
branding

5. Strong employer branding

Organizational characteristics
A description of: The organizations
history, what it is, what it offers
and how it is offered.

Organizational operations
A description of: Organizational
processes, including vision, mission,
future goals and organizational
values.

People and Culture
A description of: The kind of people
employed and what is expected
from them.

Remuneration and advancement
A description of: Advancement
opportunities and career programs.

Job characteristics
A description of: Job opportunities
and job learning opportunities.

Employer reputation
A description of: Achievements so
far, annual reports, financial
highlights etc..

Communication
A description of: Current events.
Hyperlink to corporate website and
career website.

Entertainment/ presentation
Availability of: Video's, photo's,
organizational logo, and employer
log

Contact
A description of recruitment team.

The organization provides no
information about their history,
what it is, what it offers and
how it is offered.

Organizational processes are
not described, nor the vision,

mission, future goals and values.

The organization provides no
information about the kind of
people who are working for the
organization

The organization gives no
information on possible
advancement opportunities

The organization does not
describe any job-related
information.

The organization provides no
information of previous
achievements.

The organization does not
provides a list of events. There
is no link to the corporate
website or to the career
website.

The organization does not
provides video's and/or photos
of the organization. Videos of
employees

The organization provides no
information about the
recruitment team

Table 2 Short version of adapted employer branding protocol

The organization provides limited
information about their history, what it
is, what it offers and how it is offered.

Some attention has been paid to its
vision, mission, future goals,
organizational structure, operations, and
values but is rather scares.

The organization provides limited
information about the kind of people
who are working for the organization.

The organization provides information
about advancement opportunities in the
organization.

The organization describes some
opportunities available with a job. Hardly
any key functions are described

The organization provides some
information of most important
achievements, but they are rather
scarce.

The organization provides a list of
events, but it is not up to date. There is
no link to the corporate website or to
the career website..

The organization provides a video and
some photos of the organization. The
video is a short standard movie,

The organization provides no
information about the recruitment team.

The organization provides
information of their history, what it
is, what it offers and how it is
offered.

Attention is paid to its vision,
mission, and future goals.

The organization provides some
information about the kind of
people who are working for the
organization.

The organization provides
information about the
advancement opportunities in the
organization, but no details are
revealed.

The organization describes
different opportunities available
with a job. Some key functions are
defined

The organization provides some
information of most important
achievements.

The organization provides a list of
events it organizes or takes part of,
but it is not up to date.

The organization provides a video
and photos of the organization. The
video and photo's give some
insights into the organization.

The organization provides
information about the recruitment
team.
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The organization provides clear
information of their history, what it
is, what it offers and how it is
offered.

Most of the organizational
processes are described, mainly
focussing on its vision, mission, and
future goals.

The organization provides
information about the kind of
people who are working for the
organization and in most cases
what is expected from them

The organization provides
information about the
advancement opportunities for
employees inside the organization.

The organization describes
opportunities that are available
with the job.

The organization provides
information of achievements so far,
and annual reports and financial
highlights are available.

The organization provides a list of
current events it organizes or takes
part of. A direct link to the
corporate website and career site
is given.

The organization provides a video
and photos of the organization. The
video and photo's give insight into
the organization

The organization provides
information about the recruitment
team.

The organization provides a
detailed description of their
history, what it is, what it

offers and how it is offered.

The organization provides a
detailed description of the
organizational processes,
including its vision, mission,
and future goals.

The organization provides
detailed information about
the kind of people who are
working for the organization

The organization provides a

detailed list of advancement
opportunities for employees,
once inside the organization.

The organization describes in
detail the job opportunities
that are available with the
job.

The organization has a
detailed and updated list with
all achievements so far,

The organization provides a
detailed list of current events
it organizes or takes part of.

The organization provides
video's and photos of the
organization, which give a
detailed insight

The organization provides
detailed information about
the recruitment team.
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Method

This research consists of two main stages. The
first stage develops a framework for using
social media as a communication tool for
employer branding. The second stage tests the
framework, to explore to what extent
organizations communicate their
attractiveness criteria.

First stage: developing a framework

The research objective is to investigate what it
is that talents are looking for in an employer,
what attracts them to an employer. This
information was used to create a framework.
Therefore two research techniques were used;
in-depth interviews and triangulation.

Sample

This research considers talents as; high
potentials, highly educated (at least a masters
degree), willing to learn, competent,
extremely motivated and ready to start their
career. Therefore this study regards master
students as prime candidates for attracting
talents through employer branding activities.
Master students of two different schools of
the University of Twente were approached, a
social science study versus a technical study.

A non-probability sampling technique was
used to select the students. For students of
the school of Management and Governance
self-selection sampling technique (Saunders,
Lewis and Thornhill, 2009) was used. An email
was send to 30 Business Administration
students. The email informed the students
about the interview and asked them to
participate. Each student could identify his or
her desire to take part in the research. To
select students from Electrical Engineering,
Mathematics and Computer Science, first a
snowball sampling technique (Saunders et al.,
2009) was used, since there was no direct
contact with the students. Once the first
contact was set, the respondents were asked
to identify other students. As it did not result

in enough respondents, the self-selection
sampling technique was applied. Technical
students were personally asked to participate.

According to Saunders et al., (2009) there is
not a set of rules concerning the sample size
when it is chosen for a non-probability
sampling technique. Therefore the authors
argue that the researcher should continue
conducting interviews until data saturation is
reached. In accordance, interviews were
conducted until no new criteria were
mentioned or new insights were given by
respondents.

Overall, 18 interviews were conducted with
Dutch students. 10 students of the school of
Management and Government (55,56%) and 8
students of the school of Electrical
Engineering, Mathematics and Computer
Science (44,44%). The interviews were
conducted from 31° of May until 28" of June.
Three respondents are completing their
bachelor’s degree, but already started with
master courses (16,67%) and three
respondents just graduated (16,67%). The
majority of the respondents were male
(88,89%), the average age of the respondents
was 24. Characteristics are defined in table 3.

Master/Bachelor Frequency Percent
Business Administration 10 55,56%
Computer Security 1 5,56%
Comupter Science 2 11,11%
Electrical Engineering 1 5,56%
Embedded Systems 1 5,56%
Human Media Interaction 1 5,56%
Philosophy of Science Technology 1 5,56%
Software Engineering 1 5,56%
Expected graduation Frequency Percent
Master 12 66,67%
Finishing bachelor, started master 3 16,67%
Already graduated 3 16,67%
Graduate in 2012 11 61,11%
Graduate in 2013 2 11,11%
Graduate in 2014 2 11,11%

Table 3 Characteristics of respondents
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In-depth interviews

The information gained via the in-depth
interviews was the basis for the conceptual
framework. According to Wilden et al., (2010)
in-depth interviews offer detailed insights into
the nature and role of each concept, and
contribute to developing a framework. The in-
depth interviews considered four core topic;
(1) Attraction criteria; example questions;
“what attracts you to an employer?” or “what
made you decide to work for a particular
organization?” (2) Dream job; example
questions; “describe your dream job?" or
“describe your perfect workday?”’ (3)
Organizational information; example
questions; “what is the first thing you look for
in an employer?” or “ what information would
you be looking for?”’ (4) Social media; example
questions; “which social media platforms
would you use, when you are looking for a
job?” or “ which information would you like to
find on social media pages?”’

Analysis of in-depth interviews

Every interview was tape-recorded and later
transcribed. After transcribing the interviews,
each interview was analysed by the means of
step by step approach. According to Leech and
Onwuegbuzie (2007) the first step is to read
the set of data. Next the data was broken into
smaller meaningful parts and important parts
or phrases were underlined. To structure it,
the smaller parts were divided in bullet points
under 17 different categories (table 4). For
both faculties it resulted in a 7-page
document with attractiveness criteria.

2003) explained in the theoretical background
was used (table 5).

Instrumental attributes

Symbolic attributes

. People . Employer
. Job characteristics reputation
o Organizational . Remuneration &

advancement
. Culture

characteristics

1. Image 10. Workday

2. Culture 11. Question you will ask

3. Business during your job interview
4. Location 12. Employer branding

5. Important facts 13. Social media

6. Information 14. Facebook

7. Function 15. LinkedIn

8. How to find information 16. Twitter

9. Decisive factors 17. Negative facts

Table 4 Categories in-depth interviews

To categorize the criteria the instrumental-
symbolic framework (Lievens & Highhouse,

Table 5 Instrumental and symbolic attributes

Each meaningful part is labelled with one of
the descriptive titles/codes described in table
5. A table was developed for the two schools
and these were compared with each other’s.
The tables of social science study and
technical study revealed 108 criteria. Only 21
criteria differ. Since this difference was so
small, it was decided to combine the tables.

After combining the two tables, the codes
were grouped by similarity. This resulted in 96
attractiveness criteria. Theory was used to
name the criteria properly. Berthon et al.,
(2005) operationalizes and indentified 25
employer attractiveness items, some of these
items were used to formulate the
attractiveness criteria (i.e. gaining career-
enhancing experience, recognition/
appreciation from management). Several key
attributes of employer image (Knox &
Freeman, 2005) were also used to formulate
attractiveness criteria (i.e. dynamic, forward
looking approach to their business, friendly
and informal culture).

Triangulation

The 96 attractiveness criteria were checked by
the interviewees, by means of triangulation.
According to Leech and Onwuegbuzie (2007)
descriptive triangulation strengthens and
increases the rigor and trustworthiness of the
findings. Every interviewee was asked to rank
the criteria, from 1 (strongly disagree) to 5
(strongly agree). The triangulation was
developed via the Internet program NetQ? and
were sent by email on July the 9" and a

2 NetQ see; http://www.netg-enquete.nl/
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reminder on July the 23™. Eventually 16 of the
18 interviewees took part in the triangulation
process.

Analysis of triangulation

The total score of each criterion was analysed.
Criteria were deleted if the scores of 1
(strongly disagree) and 2 (disagree) were
higher than the scores of 4 (agree) and 5
(strongly agree). In total 8 criteria were
deleted. Based on the triangulation, 88 criteria
remained and ranked from most important to
least important.

Overall, by means of in-depth interviews, first
108 attractiveness criteria were revealed. But
by combining, grouping the criteria by
similarity and the triangulation process, 88
criteria remained. These criteria are the basis
of the conceptual framework.

Second stage: testing the framework

In order to test the framework, it was
analysed whether the framework matches to
organizational social media pages and the
extent to which companies communicate their
employer brand through social media. The
sampling is an extensive process, consisting of
different rankings specified to social media
and various Fortune rankings.

Social media platforms

According to Kim et al. (2010), there are
differences in popular social media pages by
continent, region and country. For example in
the Netherlands the medium Hyves is very
popular, in the UK Friends Reunited and in
Sweden LunarStrom are more common. It
seems that Facebook is used all over the
world, with more than 955 million monthly
active users (Facebook, 2012). As this research
considers a global aspect, it is important that
the social media websites are equally used
throughout the world. Therefore the social
media websites were chosen based on
worldwide rankings. There are a lot of
different rankings, (see for rankings, sipeople,

14

XarJ) blog & podcast, eBiz/MBA, Wikipedia,
comScore, Alexa, etc) these rankings differ

from each other, but the top 3 for 2011 were
the same; (1) Facebook, (2) Twitter and (3)
LinkedIn. Therefore these social media

websites were used to collect the data. All

viewable elements of these websites were

investigated, including text, videos and

photos.

Ranking the organizations
It was expected that large and successful
organizations have developed their social

media website the most. Therefore Fortune

500 rankings were used to derive the sample.
To ensure that organizations from each part of

the world were included, Fortune ranking

from different geographical areas was used.

The following Fortune 500 rankings were
used; Global, Europe, Asia, and the U.S. From
each list the top 10 was selected (table 6).

Global

1. Walmart

2. Shell

3. Exxon Mobil

4. BP

5. Sinopec
Group

6. China Nat.
Petroleum

7. State Grid

8. Toyota

9. Japan Post
Holdings

10. Chev-ron

Europe

5.

o

7.

8.

1. Shell
2. BP
3.

4. Volks-

Total

wagen
AXA

ING
Glencore
Int.

ENI

9. Daimler

10.

BNP
Pari-
bas

LYE]

1. Sinopec
Group

2. China Nat.
Petroleum

3. State Grid

4. Toyota

5. Japan Post
Holdings

6. Samsung

7. Nippon
Telegraph &
Telephone

8. Hitachi

9. Honda

10. Nissan

u.s.

1. WalMart
2. Exxon
3. Chevron
4. Conoco-
Phillips
5. Fannie Mae
6. General
Electrics
. Berkshire
8. General
Motors
9. Bank of
America
10. Ford

~

Social Times

. Google

. Disney

. Apple

. Star-bucks

. Black-
Berry

6. Coca-Cola

7. Amazon

8. Nokia

9

1

U s WN

. Pepsi
0. FedEx

Table 6 Fortune rankings and Social Times ranking

Furthermore, Social Times ranked the best

and most well-known brands on social media.

They developed the Top 50 Report ranks
brands (Glenn, 2012). Also from this list the
top 10 was used (table 6). In addition the top

5 organizations on Facebook (HireRabbit,
2012), Twitter (Becker, 2012) and LinkedIn
(Fell, 2011) were selected (table 7). Sodexo

was also added to the organizations, because

Muller (2012) argued that they are a pioneer

in social recruiting. In total 52 organizations

were selected (Appendix A).
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Facebook Twitter LinkedIn and Muller (2012) (tab|e 8)

1. Starbucks 1. Twitter 1. IBM . . .

2. Red Bull 2. Google 2. HP The content of the social media websites of

3. PlayStation 3. Facebook 3. Accenture . .

4 McDonalds 4. Apple 4 Microsoft the organizations was tested on the presence
> Levi's 5. McDonalds 5. Oracle of the criteria. Each criterion was ranked,
Table 7 Ranking Facebook, Twitter and Linkedin using a 5-point Likert scale from 1 (very weak)
Analysis of rankings to 5 (very strong). For each organization the
The analysis of the ranking is conducted in two Likert scale scores were added up. Per social
phases. After each phase organizations were media platform the organizations ended up
eliminated. with a total score. Based on these total scores

] ) . a ranking was made for Facebook, one for

The first ranking was specified to the usages of ] ) ]
. ) . e Twitter and one for LinkedIn. Ranging from 1
social media for employer branding activities. . .
- (highest total score) until 52 (lowest total

There was chosen for a non-probability .

) o score) (appendix B). The top 10 from
technique, as organizations needed to meet . .

T Facebook, Twitter and LinkedIn was used. In
certain criteria to the purpose of the study. o

o ) total 20 organizations were selected (see
These criteria were based on Picard (2012) .
appendix B).

Career page Values Social

e Does the organization have a career page e Are the company values visible e |s there a social aspect, can people give their

e |s the page used to share information e Does the page give an reflection of opinion and share information

e Does the page drive traffic to the website the organizations culture e |s there direct communication between the

e Isinformation of people who are working, e Does the page reflect the brand’s organization and followers/visitors of page
worked and will work for the organization image e Is the organization responsive, does it listen
available e Does the organization try to build a e Interaction between followers/visitors of the page

e |s the page up to date, does it contain fresh and community around the brand and its e Are there articles, pictures and videos to spread
interesting information employment values ideas, introduce staff, introduce the organization,

e Correct use of language share business success and why they differentiate

from competitors

e Does it organize or sponsor events

e Social media platforms integrated? (e.g. can Twitter
and LinkedIn be found on Facebook

Career page Values Social

e Does the organization have a company Twitter e Are the company values visible e Do people Tweet about the organization
account e Does the page reflect the brand’s e Do people re-tweet about the organization

e Does the organization have a Twitter career image e communication between the organization and
account e Does the organization try to build a followers/visitors of page

e |s the page used to share information community around the brand and its e Is the organization responsive, does it listen

e Does the page drive traffic to the website employment values e Interaction between followers/visitors of the page

e Tweets of people who are working, worked and e Tweet consist links to articles, pictures and videos
will work for the organization available to spread ideas, introduce staff, introduce the

e Correct use of language organization, share business success and why they

differentiate from competitors

e Does it organize or sponsor events

e Are social media platforms integrated? (e.g. can
LinkedIn and Facebook be found on Twitter

Career page Values Social
e Does the organization have a company page e Are the company values visible e Does the page give the possibility to contact
e Does the career tab introduction give an e Does the page give an impression of employees directly
overview of how the organization is as an the organizations culture e Are there articles, pictures and videos to spread
employer e Does the page reflect the brand’s ideas, introduce staff, introduce the organization,
e |s the page used to share information image share business success and why they differentiate
e |s the page used to drive traffic to the website e Does the organization try to build a from competitors
o Information of people who are working, worked community around the brand and its e Does it organize or sponsor events
and will work for the organization available employment values e Are social media platforms integrated? (e.g. can
e |s the page up to date, does it contain fresh and Twitter and Facebook be found on Linkedin)

interesting information
e Correct use of language
Table 8 Social media criteria
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The second ranking was specified to the
strength of the employer branding activities.
Therefore the adapted employer branding
protocol defined in the theoretical
background was used. The content of the
social media pages were assessed on the
usability; is it easily to navigate (Cober, Brown,
Levy, Cober, & Keeping, 2003), the usefulness;
the variety of the information, is it current,
timely, and relevant, the vividness of the
pages; use of audio and animation
(Williamson, King, Lepak & Sarma, 2010), the
use of aesthetic or stylistic features; try to get
the attention of web surfers via styling and
design (Cober et al., 2003), the richness; is
feedback given, tailoring messages, and
variety on how to give information, and the
credibility; the believability and truthfulness of
the social media page(s) (Cable & Yu, 2006).

The previous ranking process revealed that
Twitter is used as an “advertising’”” tool. It can
be a useful method to promote the employer
branding activities. But it is not useful to test
the strength of the employer branding
activities by means of the protocol. Most of
the information that is tested by the means of
the protocol is not available or hard to find on
Twitter. Each organization will score weak and
it will be too time consuming to analyse every
tweet of the 20 companies and knowing that
the score will be weak. Therefore the protocol
was only used to test Facebook and LinkedIn
pages of the 20 organizations.

The content of the social media pages were
tested on the employer branding elements.
These elements were also ranked by means of
a 5-point Likert scale. These scores were
added up and the organization ended up with
a total score for Facebook and for LinkediIn.
But after measuring the strength of the
employer brand, the interviews revealed that
according to the respondents, Facebook is not
the right medium for organizations to use.
Therefore the top 10 organizations with the

strongest employer brand on LinkedIn were
selected. So the framework was tested on the
following 10 organizations (table 9);

LinkedIn Total score Ranking

Walmart 29 1
Accenture 27 2
GE 27 2
HP 27 2
Microsof 27 2
Oracle 27 2
Shell 27 2
Chevron 26 8
Fannie Mae 25 9
Google 23 10

Table 9 Top 10 strongest employer brands at LinkedIn

An extensive method is used to select the
organizations. At the end of the selection
process, ten organizations remained to test
the framework. But during the selection and
interviews it appeared that Twitter is a better
medium for advertising and promoting the
employer brand. In addition, according to the
respondents Facebook is not the right medium
for organizations to use. Therefore the
framework only tested LinkedIn.
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Results

The goal of the first research question was to
gain more knowledge about what are
attractiveness criteria in employer branding.
In-depth interviews revealed 88 criteria that
attract the respondents to particular
organizations. These criteria will be revealed
based on the instrumental-symbolic
framework (Lievens & Highhouse, 2003).

First the instrumental attributes, subdivided
into people, job characteristics and
organizational characteristics (table 10).

“you spend a huge part of your day
with your colleagues, therefore it
would be nice that you can get along,
otherwise it are going to be long
days.”

Emphasis was put on the fact that the
respondents want to work with supportive
colleagues, who encourage each other. In
addition, inspiring colleagues are also
important. This might be due to the fact that
the respondents want to learn from their
colleagues.

Instrumental attributes

People

Job characteristics

Organizational
characteristics

e Work with supportive
and encouraging
colleagues

e Work with inspiring

colleagues

Employee experiences

People with whom

you feel you will have

things in common

e Who are employed,

insight in future

colleagues

Diversity and varying

mix of colleagues

e Highly educated
people

e Which department/

BU are these

employees employed

Pictures of employees

Pictures of the

recruitment team

Job description, what is
expected from you
Challenging work
Personal growth &
development

Job variety

Salary

Training and development
Education

Primary benefits
Secondary benefits
Work on own initiative
Application process
Intensive collaboration
Balance between private
life and carrier

Job openings

You are involved in the
whole organizational
process

Flexible working hours
In the early years, the
opportunity to move
around the organization
and work in different roles
Meet and visit clients
International travel
Traineeship

Project based work

An introduction program
Work and live abroad

Kind of
products/services
the organization
offers

Location
High-quality
products/services
Clarity of internal
communication
Vision

Clarity of goals,
mission and
objectives

The industry the
organization
operates

The business the
organization
operates

Current projects
Innovative
products/services
® Mission

What differentiates
them
Organizational chart
e History

Number of
employees
employed
Financial highlights

Table 10 Employer branding attractiveness criteria, the

instrumental attributes

The second instrumental attribute is job
characteristics. What appeared a very
important criterion during the interviews
was job description. The respondents
indicated that it is very important to
know what is expected of them. The
respondents generally agreed that the job
description is actually what makes them
decide to apply or not, as the majority
suggested;

“First | try to find out if the job
description matches my
competencies, if not, | won’t apply.”

Job description is one of the first things
the respondents would look at.
Moreover, the respondents identified
that they are looking for a challenging job
and job variety. They do not want to do
the same thing day after day.
Respondents are afraid they will get
bored. As one of the interviewees stated;

“once we graduate we got a masters

Referring to people, the interviews revealed
that the respondents consider their future
colleagues as important and they pay
attention to the people they will work with.
The respondents want to have things in
common with their colleagues. One of the
respondents mentioned:

degree, and | think that we need to be
challenged, | want to learn and keep
developing myself. If the job isn’t
challenging | will get bored.”

In addition, the respondents want to develop
themselves. Therefore they would like
information about, the training and
development opportunities. Further, they
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Symbolic attributes

Culture

want to know whether extra education is
supported, mainly mentioned by the
respondents from the technical study. One

Employer reputation

Remuneration &
advancement

18

of the respondents mentioned;

“within our profession it is
necessary to keep up to date and to
develop yourself. Since, it is a fast
moving industry, extra education is
required to perform our jobs.”

The last instrumental attribute is
organizational characteristics. Within this
attribute, criteria like the kind of
products/services the organization offers
were considered as important, respondents
mention;

“the product needs to be
something that | can be proud of.”

Moreover, the technical interviewees were

consistent in their opinions that;

Feel good about
yourself as a result of
working for a
particular
organization

Honest

Feel more self
confident as a result
of working for a
particular
organization

Pride in working for a
particular
organization

A good reputation
The added value of
the organization

A good reference for
your future career
More than just a
good reputation and
highly thought of
Invest time, people
and resources in the
graduate and
undergraduate
educational process
Co-op orintern
employment
opportunities

e Gaining career-
enhancing
experience

Both values and
make use of your
creativity and
competences

e Guidance &
feedback

Good promotion
opportunities
Job security

Uses your degree
skills
Organization
future plans
Bonuses for
excellent
achievements

Feel accepted and belonged
Everyone feels respected

Receive recognition/ appreciation
from colleagues

Match between the organizations
desires and needs and your
competencies

Acceptance of suggestions, ideas
and criticisms

Have a good relationship with
you colleagues

Fun working environment

Open culture

Friendly and informal culture

Ask anyone for advice

Receive recognition/ appreciation
from management

Have a good relationship with
your supervisors

A dynamic, forward looking
approach to their business
Organizational norms and values
Innovative

Not just do everything by the
book

Few hours overtime

Employee autonomy

Pioneer

Casual Friday

European culture

Table 11 Employer branding attractiveness criteria, the

“the product needs to be cool, it
should have style and it should be
revolutionary.”

This is probably closely related to the fact that
the respondents desire a company with high-
quality products or services. In addition
essential criteria are the location, the vision,
clarity of internal communication and goals,
mission and objectives.

Second are the symbolic attributes; these are
subdivided into employer reputation,
remuneration & advancement, and culture
(table 11).

First employer reputation, a good reputation is
important to the respondents. They want to
feel good about themselves and proud as a
result of working for a particular organization.
In addition, it seems important, because the
respondents believe that an organization with
a good reputation can be helpful for their
future career.

symbolic attributes

Next the remuneration & advancement,

during the interviews it appeared that the

respondents want to keep developing

themselves. Therefore career-enhancing

experiences are important. Besides the

respondents want to gain more knowledge, to
become better at what they do. One of the
respondents mentioned:

“I want to get to opportunity to grow
and get better at the things | do. |
want to learn continuously and gain a
better understanding of my profession
(...) Become the best | can be.”

Guidance is also considered as important and
promotion opportunities. The last subdivision
is culture. During the interviews a lot of
emphasis was put on culture. Respondents
argued that an open culture is considered as
important. The culture should be informal and
friendly. Respondents mentioned that they
are looking for an amicable atmosphere,
where they feel good, work together towards
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solutions and where there is even time for a
joke. One respondent mentioned:

“An informal atmosphere is very
important; first of all it is essential to
feel welcome (...) make a good start.
In addition, | think it is crucial to
collaborate with each other and to ask
anyone for advice (...) two know more
than one. Collaboration is key in
solving problems, but also to develop
yourself, since you can learn and grow
from each other. Moreover working in
a team is valuable and striving for a

|II

joint goa

Respondents agreed on the fact that culture is
probably the hardest thing for an organization
to reveal. They suggested that the way to get
a feeling for it, might be by talking to people
who work for the organization and to hear
about their experiences, or looking at the
organizations web page, and see how the
organization represent themselves, and their
linguistic usages etc.

The interviews also revealed that receiving
recognition from colleagues is important, one
of the respondents mentioned;

“I' had a bad experience with my
internship. | was the only woman,
staff was lower educated and | had
the feeling that they did not
appreciate my work. They only made
jokes about me, did not take me
seriously and did not appreciate my
work. | want to work somewhere
where my colleagues trust me,
respect me and trust my work.”

It is important for the respondents that
colleagues appreciate good work and that
there is mutual respect. Furthermore
respondents desire an organization with a
dynamic and forward looking approach, an
innovative organization that keeps developing

and remain competitive. A respondent
mentioned:

“As an organization you need to keep
on developing yourself. It is never just
okay, there is always something that
changes (...). An organization too
needs to adapt themselves, a product,
a process etc. Otherwise it won’t be
long before the organization is
bankrupt.”

Next, the respondents were asked which
social media is a good platform for
organizations to use. The majority of the
respondents argued that Facebook is not the
right platform for organizations. On the
contrary, the respondents would develop a
negative image of organizations that are
active at Facebook. Respondents find that;

“Facebook is something private,
statements that | post on Facebook
are not professional.”

“organizations don’t belong on
Facebook, that is private and another
part of my life.”

On the contrary LinkedlIn is seen as a perfect
platform to communicate the employer brand.
As respondents mention;

“it is a professional platform and the
purpose of LinkedIn is to link people
and businesses.”

Twitter is seen as a great advertising tool by
the respondents. Write tweets about the
employer brand, let people get familiar with
the employer brand and try to lead them to
the LinkedIn page of the organization.
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Social Media
+ Create awareness ’ : | *Communicate the Employer
+ Advertise the Employer Brand — A Brand
/

* Lead people to LinkedIn + Create attractiveness to outside
talent worldwide

Instrumental attributes

* People
* Job characteristics
+ Organizational characteristics

' Symbolic attributes

* Employer reputation

* Remuneration & advancement
* Culture

* Sincerity

* Excitement

* Competence

* Sophistication

Framework 1 Communication tool for employer branding attractiveness criteria

Based on the interviews a framework was
developed (framework 1). This framework
provides insight into how social media can be
used as a communication tool. Besides it
indicates the attractiveness criteria
organizations should consider, in order to
become an attractive employer. This
framework can help organizations to develop
their social media pages(s). First, social media,
because the respondents mention that
Facebook is not the right medium for
organizations to use, it is not added to the
framework. Second the attractiveness criteria,
are divided into the instrumental attributes
and symbolic attributes. The instrumental
attributes describe; People mainly refer to
who are working for the organization; Job
characteristics describe what is expected from
employees; Organizational characteristics give
insight into the organization, what kind of
organization it is. Next the symbolic attributes
describe; Employer reputation portrays the
added value, the status of the organization;

Remuneration & advancement explains
promotion opportunities, benefits, the
intelligence of the organization, organizational
successes; Culture refers to how employees
are treated, the ethics within the organization,
the honesty and friendliness of the
organization. Of course the employer branding
attractiveness criteria, defined in table 10 and
11 are part of the framework.

Overall, 88 attractiveness criteria were
indicated by the respondents. These are
defined in table 10 and 11, divided into
instrumental and symbolic attributes. During
the interviews it became evident that culture
is perceived as one of the most important
aspect. In addition, job characteristics also
received a lot of attention, especially job
description. Job description is an important
criterion as it bases the respondents’ decision
to apply or not. The triangulation made it
possible to rank the criteria from most
important to least important. Based on the
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research and the in-depth interviews a
conceptual framework for communicating the
employer brand via social media was
developed.

Testing the framework

The goal of the second research question was
to test how organizations communicate their
attractiveness criteria by the means of social
media. The analysis is based on framework 1.
The framework indicated that social media
can be used to communicate the
attractiveness criteria. It influences the
awareness of talents about the attractiveness
of the organization and the employer brand.
Besides it tries to lead them to the LinkedIn

page.

Twitter can be used to create awareness
around the employer brand. Organizations can
pin a tweet to the top of their page, this
would be the first thing that people see
entering the Twitter account. This can be
beneficial to create awareness about the
employer brand and the organization LinkedIn
page. Every organization did pin a tweet on
top of their page, but there were small
differences. First, seven organizations
(Accenture, Fannie Mae, Google, HP,
Microsoft, Shell and Walmart) developed a
Twitter career account. Overall the message
of these tweets was; that people could stay up
to date with the latest career opportunities by
following the Twitter account and it provided
a link to the career website. The message of
the other three organizations (Chevron, GE
and Oracle) was; follow us to stay up to date
with the organizations activities and it
provided a link to their corporate website.
Microsoft and Walmart extended their Twitter
career account the most. They provide,
besides job openings, also information about a
career at their organization, how to apply, tips
& tricks, experiences of employees, refer to
blogs, and at the left side of the page they
present their mission. The other five

organizations (also with a career account) only
tweet about job openings. The three
organizations with an overall twitter account
tweet merely about their business, products
and offers. Only Accenture had a link to their
LinkedIn account.

Secondly, the framework describes the
attractiveness criteria the organizations
should communicate by the means of LinkedIn
in order to create an attractive employer
brand. First referring to the instrumental
attributes, via LinkedIn it is possible to find out
who works for that particular organization. So
every organization gives insight into the
people that are employed. Further considering
the people criteria five (Accenture, Fannie
Mae, Oracle, Shell and Walmart) out of the
ten organizations posted testimonials of
employees. This gives some insight into their
experiences. In addition, six organizations
(Accenture, Fannie Mae, HP, Microsoft, Oracle
and Shell) provide direct contact information
of the recruitment team. But organizations do
try with a global story to showcase who works
for the organization and who they are looking
for.

Considering job characteristics, every
organization posted a link with a small
description of job openings. These links go to
another page which specifies the job. Another
common fact is that the organizations show
their benefits, nine out of the ten
organizations (Shell does not list them). Six
organizations (Chevron, GE, HP, Microsoft,
Oracle, Shell and Walmart) mention that they
offer training and development opportunities.
It is interesting to see that the other
attractiveness criteria of job characteristics
are hardly mentioned. Referring to
organizational characteristics, location is a
standard part of LinkedIn, but it only indicates
where the head office is located. Another part
is the number of employees, but for every
organization it state 10,001+ employees. Only
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Accenture, Oracle and Shell specified their
number of employees. Each organization
mentions the business they are in and the kind
of products/services they offer. Half of the
organizations mention their mission (Google,
HP, Microsoft, Oracle and Walmart) and only
Chevron expresses its vision. Shell is the only
organization that mentions some financial
highlights. The other criteria are not revealed.

Second considering the symbolic attributes,
referring to employer reputation Oracle say
that their customers see them as a highly
recommended employer, Shell states that
they are world’s second largest company and
one of the world’s best known brands and
Walmart states that they are a top retailer in
Fortunes Magazine’s “Most Admired
Companies”. Besides saying that they are one
of the best known brands and that they care
about their employees, other criteria about
employer reputation is not found on LinkedIn.
Regarding remuneration & advancement, only
Oracle mentions promotion opportunities.
Most organizations point out that they
provide bonuses (not mentioned by GE and
Walmart). Eight organizations value and make
use of their employees’ creativity and
competence. They also use the degree skills of
their employees and therefore trust on the
knowledge of their employees. Other criteria
are not indicated. Referring to culture,
organizations do try to give an indication
about the culture. Accenture, Oracle and Shell
give indications that everyone is accepted.
Walmart declares that everyone is respected.
Chevron, Google, HP, Microsoft, Oracle and
Shell mention that their business success is
based on their people and therefore they
need ideas, suggestions and criticisms of their
employees. Six organizations (Accenture,
Google, HP, GE, Microsoft and Shell) indicate
that their organizations are dynamic and
diverse. In addition, Accenture, Chevron,
Google, HP and Oracle state that they are
constantly working on innovative products

that make a difference in people’s lives. But
other criteria to gain insights into the culture
are barely mentioned.

Testing the framework revealed that
organizations could make better use of
Twitter. It could be used more as an
advertising tool to create awareness and to
drive traffic to their social media page(s). By
means of LinkedIn still a lot of criteria can be
communicated. It is not possible to argue
which organizations have developed their
LinkedIn page the most, as it seems always
another company that provides a specific
criterion and misses another one.

Discussion

This study explored in-depth what attracts
talents to organizations and examines how
organizations communicate attractiveness
criteria via social media. The instrumental-
symbolic framework (Lievens & Highhouse,
2003) was used to categorize the
attractiveness criteria of the in-depth
interviews. Lievens (2007) concluded that
organizations should use both instrumental as
symbolic attributes to create an attractive
image. By indicating 49 instrumental
attractiveness criteria and 39 symbolic
attractiveness criteria, this study agrees with
the fact that both instrumental as well as
symbolic attributes should be included to
create a preferable and attractive employer
brand. The instrumental attributes were
subdivided into people, job characteristics and
organizational characteristics. According to
Maurer and Cook (2011), the interest of a
potential employee first needs to be engaged
to the job and organization. The tangible
criteria that are revealed by the respondents
all contribute to this fact. It provides potential
employees additional information about the
organization. Referring to people, it was found
that the respondents want to work with
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supportive, encouraging and inspiring people.
Colleagues were considered as important
because a huge part of their days will be spent
with their colleagues. Next, job characteristics,
it was found that job description was one of
the first criteria the respondents would look at
and made them decide to apply or not.
Furthermore the respondents are looking for a
challenging job, job variety and the
opportunity to develop themselves. Then
organizational characteristics, it became
apparent that the respondent found it
important to know what kind of
products/services the organization offers.
They preferred high-quality products/services.
Furthermore criteria like location, vision,
clarity of goals were considered important.

Lievens and Highhouse (2003) argued that
symbolic trait inferences explained
incremental variance over and above
instrumental attributes and if organizations
only focus on instrumental attributes an
important part of developing an attractive
employer is ignored. In addition, the authors
argue that job seekers often use symbolic
attributes to distinguish organizations. This
actually indicates the importance of the
symbolic attributes when developing an
employer brand. This study agrees with the
fact that the symbolic attributes provide a
good opportunity to distinguish yourself as an
organization and that it should not be ignored.
Organizations gain the opportunity to
demonstrate what makes them unique, why it
is a great place to work and what makes it an
attractive employer. You could argue that the
intangible attributes anticipate more to
feeling. The social identity theory (SIT)
explains that people like to identify
themselves with an organization, an
organization they perceive as attractive and
people’s identity and self-esteem are partly
determined by their membership of the
organization they work for. People want to
feel attracted to an organization, they want to

enjoy their work and some may also want
others to be proud of them. This is also agreed
on by the respondents. In addition to feeling
pride, Lievens et al., (2007) argue that
organizational identification is related to the
pride someone feels for being a member of
the organization. The more pride a potential
employees feels about an employer, the more
likely they identify themselves with the
employer and want to be part the
organization. The attractiveness criteria
subdivided into the symbolic attributes also
anticipate more to feeling and pride.
Therefore these criteria could have a
considerable influence on the organizational
attractiveness. The symbolic attributes of this
study are divided into employer reputation,
remuneration & advancement and culture.
First, employer reputation, reveals criteria like,
feeling good about yourself as result of
working for an organization, feel more self
confident, and feel pride in working for a
particular organization. Next, the
remuneration & advancement indicated that
the respondents are looking for organizations
that uses and values their competences and
creativity. They want to develop themselves
and become better at what they do.
Moreover, they are ambitious and promotion
opportunities are important. Last, culture,
during the interviews a lot emphasis was put
on culture. Respondents stressed the
importance of an informal and open culture,
were they feel accepted and belonged. There
also should be a match between the
organization desires and needs, and the
competencies of the respondents. This in
accordance to Tuzliner and Yiksel (2009) who
argue; “there should be a match between
values, work styles and objective of both
employees and companies (...)”" (p. 57),
according to the authors, this is critical to
secure the relationship and productivity of the
applicant and the organization. By choosing
for a strategy like employer branding,
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organizations hope to attract the right people
with the right skills into the right jobs. So try
to find the match. A challenge many
organizations are dealing with. Within this last
section a lot of emphasis was put on the
symbolic attributes. As said before, both
symbolic as instrumental attributes are
important in order to create an attractive
employer brand. Based on theoretical
background and the interviews it became
apparent that the respondents gather
information in order to create a “picture”
about what the organization is like. Therefore
talents depend both on observable
information as well as intangible information.
As an organization you want talents to
develop a correct “picture” and therefore you
should make sure that the talents have access
to accurate information. Because, at the end
that “picture” make them decide to apply or
not.

Based on the in-depth interviews a conceptual
framework was developed. The framework
can be used by organizations to design their
social media pages(s), in order to use it as a
communication tool for employer branding
attractiveness criteria. Research into social
media has increased, but incorporating
employer branding has not been investigated.
In Accordance to Bondarouk et al., (2012),
who argue that the usage of social media as a
communication tool for the employer brand
has not been investigated. The interviews
revealed that social media is considered as a
great platform to communicate the employer
brand. It can be used to reach millions of
people worldwide and create familiarity about
the organization worldwide. An unexpected
finding was that Facebook is considered as not
suitable for organizations to use. The usage of
Facebook is even argued by the majority of
the respondents as negative. In the contrary
LinkedlIn is seen as a perfect platform to
communicate the employer brand. LinkedIn is
considered as a professional platform and the

purpose of LinkedIn is to link people and
businesses. These findings conflict with the
findings of Bondarouk et al., (2012), they
found a negative effect of LinkedIn as a
moderator between employer branding and
organizational attractiveness and therefore
they argue that Facebook might be a better
platform for communicating the employer
brand. The respondents consider Twitter as a
great advertising tool. Write tweets about the
employer brand, let people get familiar with
the employer brand and try to lead them to
the LinkedIn page of the organization.

The framework was tested on organizations.
The selection process was quite extensive, it
was based on different Fortune 500, specified
to different geographical areas. The
organizations were tested based on their
social media activities and on the strength of
their employer branding. At the end ten
organizations were selected. First Twitter, it
became evident that Microsoft and Walmart
developed their Twitter account the most in
terms of communicating and advertising their
employer brand. They provide extra
information about what it would be like to
work for them, how to apply, experiences of
employees etc. But more awareness can be
created about the employer brand and it can
be promoted more. Secondly, LinkedIn was
tested as a communication tool for the
attractiveness criteria. Testing the criteria
belonging to people of the instrumental
attributes revealed that organizations provide
information about their employees, but it is
not extensive and more insight into the
criteria can be revealed. Considering job
characteristics every organization provided
job openings and a link which contained a
brief job description. The majority of the
organizations mentioned their benefits, but
other criteria were hardly revealed. Referring
to organizational characteristics, LinkedIn has
some standard sections like location and
number of employees, so evidently every
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organization communicates those criteria.
Each organization mentioned the business
they are in, but other criteria were barely
described. Next the symbolic attributes.
Considering Employer reputation some
organizations say that they are the best
known brand and that they care about their
employees. Other criteria are not mentioned.
Referring to remuneration & advancement
organizations only described that they value
their employees and use their creativity.
Finally culture, organizations do try to reveal
their culture, they declare that their culture is
designed to help their employees (GE), their
culture is doing, getting things done (HP),
retaining a small company feeling (Google),
accept everyone (Shell) and so on. It is
possible to gain some insights into the culture,
but it is not clear. Overall, it became evident
that the LinkedIn pages of the organizations
can be developed more, as a lot of criteria
were missing.

This research investigated what attracts
talents to organizations, it provides insights
into how organizations can differentiate
themselves. There are previous studies that
investigated what attracts talents, but a key
difference is that these studies used an
existing list with attractiveness criteria and the
respondents were asked to rank the criteria
(e.g. Thzliner & Yiksel, 2009; Knox &
Freeman, 2006; Williamson et al., 2003). This
study investigated in-depth what attracts
talents, giving the respondents the
opportunity to talk freely and provide their
opinion. In addition, to my knowledge this is
the first research that investigated social
media as a communication tool for employer
branding. Therefore it provides new insights in
how to use some social media platforms and
which information to communicate.

Managerial implications
This study explains that attracting talent is
very important for an organization, in order to

create a sustained competitive advantage.
Therefore, Caliguiri et al., (2010) argue that is
has become critical for organizations to gain a
better understanding of what attracts talents.
In addition, Barber (1998) mention that it is
critical that organizations recruitment
activities attract the attention of potential
applicants. According to Berthon et al., (2005)
this can be achieved if the organization
understands the criteria that contribute to
employer attractiveness. This study explored
in-depth what attracts talents to
organizations. The respondents of this
research indentified different instrumental as
well as symbolic attributes. In addition,
Wilden et al., (2010) argue that if potential
employees has insufficient or inconsistent
information about an employer, potential
employees might create a negative image
about the organization and do not want to
join the organization. These criteria are based
on the ideas and perceptions of the
respondents. It indicates the information the
respondents are looking for, what they want
to know and moreover what attracts them to
an organization. Organizations can use the
criteria as a guide to decide what to
communicate. Moreover organizations can
look at their own values and see which criteria
matches to theirs or what are criteria they
have strong feelings about. In addition, based
on the triangulation it is also possible to judge
which information is seen as most important.
This also might make it easier for
organizations to decide what to communicate,
in order to develop a strong employer brand
and to become an attractive employer.

Walker et al., (2011) argue that media can
increase the likelihood that potential
applicants develop a preferred image about
the organization. This study developed a
framework for communicating the employer
brand attractiveness criteria via social media.
The framework provides guidance to create a
social media page in order to communicate
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the attractiveness criteria. Organizations can
use the framework to differentiate their social
media page from competitors. By using social
media, organizations gain the opportunity to
communicate criteria to talents worldwide
and these talents might develop a preferred
image. But the framework can also be used to
test and judge the social media page(s) of
competitors. This gives the opportunity to
learn from each other page(s).

Organizations that already apply an employer
branding strategy can use this study and
especially the framework to see what is good
about their practices, what is missing and can
be improved. Testing the framework revealed
that the organizations still miss criteria.

Overall, this study provides organizations
information about what attracts talents and
how they can communicate this information.
It gives a clear overview of attractiveness
criteria, this makes it easy for organizations to
see which criteria matches to their values and
decide what to communicate. In addition, the
framework presents how organizations can
use social media to communicate the
attractiveness criteria, in order to create a
unique and desirable employer brand.

Theoretical implications

First this study contributes to providing
deeper insight into what attract talents to
organization in the aspect of employer
branding. It gave the respondents the
opportunity to talk freely about the subject
and to provide their opinions. Based on in-
depth interviews 88 attractiveness were
criteria revealed. As argued, previous studies
used predetermined lists of attractiveness
criteria. Another notable fact is that the
attractiveness criteria are analysed via the
symbolic and instrumental framework
(Lievens & Highhouse, 2003). Walker et al.,
(2011) argue that there is a lack of
understanding how organizations can manage
symbolic traits. Since the criteria are

subdivided by the symbolic and instrumental
framework, it provides an opportunity and
insight into how to manage these traits.
Moreover, a remarkable contribution of this
research is that it is to the researchers’
knowledge the first study to investigate social
media as a communication tool for employer
branding. Also according to Kim et al. (2009)
this topic has not been investigated, they
argue that there are only a few academic
papers on social media and these papers do
not consider employer branding. In addition
Bondarouk et al., (2012) argue that the usage
of social media as a communication tool for
the employer brand has not been
investigated. So scientifically, it gives a first
insight into using social media as a
communication tool for employer branding. It
fills a gap in empirical knowledge about social
media, employer branding and attracting
talent.

Limitations and Future research

This study is not without limitations. First, the
generalizability of this research is limited for a
few reasons. Theory showed that
organizations demand different talents and
different talent may lead to different
attractiveness criteria. The respondents were
all students from the University of Twente,
although two different schools were
approached, it is a quite homogeneous group.
Future research can test the generalizability
by including more experienced job seekers or
students from other universities. In addition,
the respondents all have a Dutch nationality,
but different nationalities might lead to
different criteria. Future research should
include different nationalities. Second, this
study was broad as it was not specified to a
specific industry or sector. The respondents
frequently answered; “it depends on the
sector | will be working.” For an exploratory
study it is not wrong, it gives a first indication.
But future research might specify it more to a
specific industry or sector. A third limitation
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was that the triangulation was only sent to the
interviewees. As the number of respondents
was so small, it was not possible or useful to
statistical test the criteria. Therefore the
triangulation should be send to more people.
Future research could statistical test the
criteria. Fourth, the research was conducted
by one person. The observations and
interpretations are made by one person. This
is a limitation to the rigor and trustworthiness
of the findings. Although the triangulation was
conducted to increase the rigor and
trustworthiness, it would be better to analyse
the qualitative research with at least a second
researcher.

The limitations already revealed some future
research areas. But this research points out
more. Breaugh (2008) argued that there is
little known about the type of information
that is sought first by talents when looking for
a job on the Internet. This research
investigated the importance of the
attractiveness criteria and some respondents
mentioned that the first thing they will look at
is the job description. But they had a hard
time to really express what else is important.
The scores of the triangulation showcase the
importance of the criteria and it is reasonable
to argue that the criteria that are most
important will probably be sought first. But
future research can go further into this
subject. A good way will to quantitative test
what is most important and first sought by
talents.

According to Beechler and Woodward (2009)
there is a need for more policy and
procedures to attract talent. This research
developed a conceptual framework. This can
be applied by organization to attract talent by
the means of social media. The framework
needs further development and investigation.
For example, this research found that
Facebook is not the right social media
platform for organizations to communicate

their employer brand, or even to use for any
activity. Because of limitations with the
generalizability it is not possible to generalize
this result. It is important for organizations to
find where their target group is active. Future
research could investigate which social media
platform would be best to use for which
specific target group. Which platform supports
which cause, so what can be achieved with
LinkedIn, Twitter, Facebook etc.

This study focussed on the first step of
employer branding, attracting talent.
Interesting to investigate would be the
internal step of employer branding, the
internal marketing of the employer brand.
What happens when someone starts working
for a particular organization? It would be
interesting to investigate attributes as job
satisfaction and organizational commitment.
What happens in the long term? In addition,
social media helps organization to reach
talents worldwide, but how can an
organization maintain an employer brand
worldwide? This would also be interesting to
investigate in the future.

Conclusion

This research investigated in-depth what
attracts talents to organizations and gave an
insight in what type of information is sought.
Based on in-depth interviews 88 employer
branding attractiveness criteria were revealed.
By means of triangulation the employer
branding attractiveness criteria were tested
on their importance, in order to increase the
rigor and trustworthiness of the findings. This
gave insight into what information is most
important to the respondents, the information
definitely sought by the respondents and it
gave some insights to the information that is
sought first. The role of social media as a
communication tool has been investigated
and showed that social media can play a role
in communicating the employer brand. It
helps to reach millions of people worldwide.
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Social media can help to create a preferred
image about the organization in order to
attract talent. However, the respondents
argue that Facebook is not the right platform
for organizations to use, the usages of
Facebook is in this research considered as
negative. LinkedIn and Twitter are social
media platforms that organizations should
use. Based on the findings a conceptual
framework was developed. This framework
provides a better understanding of how to use
social media as a communication tool to
attract talents. It can help organizations to
design their social media page(s) and to
communicate their employer brand through
social media. This research is a first step, it has
an explorative nature and focussed on the first
step of employer branding, attracting talent.
Future research is necessary and some
interesting future research opportunities were
indicated.
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Appendix A
52 organizations for the first selection process.
Accenture Fannie Mae Nissan Motor
Amazon FedEx Nokia
Apple Ford Motors Oracle
AXA General Electric Pepsi
Bank of America General Motors PlayStation
Berkshire Hathaway Glencore International Red Bull
BlackBerry Google Royal Dutch Shell
BNP Paribas Hitachi Samsung Electronics
BP Honda Motor Sinopec Group
Chevron HP Sodexo
China National Petroleum IBM Starbucks
Coca-Cola ING Group State Grid
ConocoPhilips Japan Post Holding Total
Daimler Levi’s Toyota Motor
Disney McDonalds Twitter
ENI Microsoft Volkswagen
Exxon Mobil Nippon Telegraph & Telephone WalMart Stores
Facebook
Appendix B
First ranking top 10 Facebook, Twitter and LinkedIn
Facebook Twitter LinkedIn
Organization  Rank Total score Organization Rank Score Organization Rank Score
Sodexo 1 62 GE 1 47 HP 1 55
Nokia 2 61 Sodexo 2 46 GE 2 52
GE 3 58 Ford 3 43 Accenture 3 50
Microsoft
GM 4 57 Coca-Cola 4 40 Shell 5 49
Walmart
HP 6 53 Accenture 5 39 Disney 6 48
Shell
Samsung
Accenture 7 50 Bank of 8 38 Chevron 7 47
Daimler America Fannie Mae
Coca-Cola 9 44 IBM 9 37 Google 9 46
Oracle Walmart
Microsoft 10 36
Walmart
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The 20 organizations that were selected based on the first ranking.

Company Facebook Twitter LinkedIn
Accenture 7 5 3
Bank of America 8

Chevron 7
Coca-Cola 9 4

Daimler 7

Disney 6
Fannie Mae 7
Ford 3

GE 3 1 2
GM 4

Google 9
HP 6 1
1IBM 9

Microsoft 10 3
Nokia 2

Oracle 9

Samsung 5

Shell 5 5
Sodexo 1 2

WalMart 4 10 9
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Employer branding protocol;

34

Employer branding elements
(1) At what level does the
organization describe these
employer branding elements?
(2) What is the level of external
communication about these
employer branding elements?

5. Strong employer branding All the
information needed is available, the social
media page is easy to navigate and information
is easy to reach, relevant and current. The
content of the information is credible and rich.
The information is supported by means of
aesthetic and vivid features.

4. Above average employer branding
Most of the information is available, the
social media page is easy to navigate and
information is easy to reach, mostly relevant
and current. The content of the information
is rather credible and rich. Aesthetic and
vivid features support the information

3. Average employer branding
Most of the information is available, but
the social media page is not always easy
to navigate and information is not always
easy to reach, relevant and current. The

content of the information is rather
credible and rich. Aesthetic and vivid
features are used to support the
information

2. Moderate employer branding
Some information is available, but the
social media page is not always easy to
navigate and information is not always

easy to reach, relevant and current. The
content of the information is not always
credible and rich. Aesthetic and vivid
features are used occasionally to support
the information

1. Weak employer branding
Most of the information is not available,
and the social media page is not easy to
navigate and information is not easy to
reach, relevant and current. The content of
the information leaves room for doubt.
Aesthetic and vivid features are rarely used
to support the information

Organizational characteristics
A description of: The
organizations history, what it is,
what it offers and how it is
offered. An introduction to the
organization is offered.
Introduction to organizations
CEO(s)

The organization provides a detailed
description of their history, what it is, what it
offers and how it is offered. A clear an broad
introduction to the organization is given. This is
supported by a detailed message from the
CEO.

The organization provides clear information
of their history, what it is, what it offers and
how it is offered. An clear introduction to
the organization is provided. Message from
the CEOQ is provided.

The organization provides information of
their history, what it is, what it offers and
how it is offered. An introduction to the
organization is given, but it is rather
short. Rarely information available about
the CEO.

The organization provides limited
information about their history, what it is,
what it offers and how it is offered. A
rather scarce introduction to the
organization is given. No information
available about the CEO.

The organization provides no information
about their history, what it is, what it offers
and how it is offered. Nor an introduction
to the organization is given or to the CEO.

Organizational operations
A description of: Organizational
processes, including vision,
mission, future goals and
organizational values. The
organizational structure and
operations.

The organization provides a detailed
description of the organizational processes,
including its vision, mission, and future goals.
In addition the organizational structure and
their operations are clearly described.
Organizational values that are important are
clearly described and broadly elaborated.

Most of the organizational processes are
described, mainly focussing on its vision,
mission, and future goals. The organizational
structure and their operations are
described. The organizational values that
are important are described. The
information is clear, and provides a clear
view.

Attention is paid to its vision, mission, and
future goals. Some info is available about
the organizational structure and
operations. The organizational values are
given. But other information is not
described.

Some attention has been paid to its vision,
mission, future goals, organizational
structure, operations, and values but is
rather scares. Other information is not
described.

Organizational processes are not
described, nor the vision, mission, future
goals and values. The organization does
not describe their organizational structure,
nor their operations.

People and Culture
A description of: The kind of
people employed and what is
expected from them.
Employment conditions and
treatment of employees.
Experiences from current
employees, daily life. Current
culture and ethics in the
organization

The organization provides detailed information
about the kind of people who are working for
the organization and what is expected from
them and from potential employees.
Employment conditions are clearly defined and
how employees are treated. This is supported
by experiences of current employees,
describing clearly their daily life. In addition,
the organization provides detailed information
about the culture and ethics within the
organization.

The organization provides information
about the kind of people who are working
for the organization and in most cases what
is expected from them and from potential
employees. Employment conditions are
defined and how employees are treated.
This is supported by experiences of current
employees, describing their daily life. In
addition, the organization provides
information about the culture and ethics
within the organization.

The organization provides some
information about the kind of people who
are working for the organization.
Employment conditions are not
described, nor how employees are
treated. Some information is available
about experiences of current employees.
Information is given about the culture
and ethics within the organization, but
not in excessive amounts.

The organization provides limited
information about the kind of people who
are working for the organization.
Employment conditions are not described,
nor how employees are treated. There is
no information available about experiences
of current employees. There is rarely
information given about the culture and
ethics within the organization.

The organization provides no information
about the kind of people who are working
for the organization, the employment
conditions, nor how employees are
treated. There is no information available
about experiences of current employees,
nor is there any information available
about the culture and ethics within the
organization.

Remuneration and
advancement
A description of: Advancement
opportunities and career
programs. Benefits and
compensation system.

The organization provides a detailed list of
advancement opportunities for employees,
once inside the organization. Career programs
are clearly defined, as are other opportunities
for advancement. The organization describes
the benefits and compensation system,
preferably per group of employees.

The organization provides information
about the advancement opportunities for
employees inside the organization.
Possibilities for career programs are
discussed, but not always clearly defined.
Mainly some examples for groups of
employees are given. Benefits and
compensation system are provided.

The organization provides information
about the advancement opportunities in
the organization, but no details are
revealed. The same applies for possible
benefits and compensation systems.
Information is given, but not in excessive
amounts.

The organization provides information
about advancement opportunities in the
organization. The same applies for possible
benefits and compensation systems.
Whenever it is mentioned, the content is
not always credible.

The organization gives no information on
possible advancement opportunities nor
remuneration possibilities within the
organization. Career paths or programs are
not mentioned, nor are benefits and
possible compensation systems.
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Job characteristics
A description of: Job
opportunities and job learning
opportunities. Key functions
and specific characteristics.
Introduction program. Job
openings and tips and tricks on
how to apply.

Social media a communication tool for employer branding attractiveness criteria

The organization describes in detail the job
opportunities that are available with the job.
Key functions are defined and their specific
characteristics. Attention has been paid to the
introduction program of new employees and
possibilities for 'learning on the job'. Job
openings are clearly defined and how to apply
is clearly described, including tips and tricks for
applying are given.

The organization describes opportunities
that are available with the job. Key functions
are defined, but not very specifically. Some
attention is paid to the introduction
program of new employees and possibilities
for 'learning on the job'. Information is given
about how to apply. Job openings are
defined and some tips and tricks for
applying are given.

The organization describes different
opportunities available with a job. Some
key functions are defined, but not extra
information is given. No attention is paid
to an introduction program of new
employees or any other related
information. Some job openings are
defined, but no further info is given.

35

The organization describes some
opportunities available with a job. Hardly
any key functions are described, nor is any
related information given. No attention has
been paid to an introduction program for
new employees. Job openings are not
given.

The organization does not describe any
job-related information. Job opportunities,
openings and possible opportunities for
growth remain vague. No key functions are
mentioned, nor any function present in the
organization. Therefore, no attention has
been paid to introduction programs,
learning on the job, or tips and tricks on
how to apply.

Employer reputation
A description of: Achievements
so far, annual reports, financial
highlights etc. Social activities,
sponsorships, social
responsibility projects etc.
Products and service ratings.

The organization has a detailed and updated
list with all achievements so far, annual reports
are given and clear introduction to these
reports are given. Financial highlights are given
and clearly explained. Social activities are
clearly described as well as social responsibility
projects that the organization organizes or
support. Sponsorships are clearly defined.
Product and/or service ratings are published,
as reviews of clients and consumers.

The organization provides information of
achievements so far, and annual reports and
financial highlights are available. The most
popular social activities are described as
well as the most popular social responsibility
projects. Sponsorships are defined. Product
and/or service ratings of newest products
and/or services are published.

The organization provides some
information of most important
achievements. Annual report is available,
but hardly any attention is paid to it.
Financial highlights are not given. Some
insight are given to social activities and
social responsibility projects.
Sponsorships are defined. No product
and/or service ratings are published.

The organization provides some
information of most important
achievements, but they are rather scarce.
Annual report are not available, the same
accounts for financial highlights. One social
activity is mentioned, but no further in-
depth information is given. Sponsorship
are not given. No product and/or service
ratings are published.

The organization provides no information
of previous achievements. Annual report or
financial highlights are not given. No
information about social activities or
sponsorships. No product and/or service
ratings are published.

Communication

A description of: Current events.

Hyperlink to corporate website
and career website. Possibility
for people post reactions or ask
questions (to an expert).
Organization evokes group
discussion.

The organization provides a detailed list of
current events it organizes or takes part of. A
direct link to the corporate website and career
site is given and clearly referred to. The
organization provides the opportunity to ask
questions and post reactions on the page.
Detailed answers are given by the organization
within at least three days. The organization
start multiple discussions by asking questions
and opinions of people.

The organization provides a list of current
events it organizes or takes part of. A direct
link to the corporate website and career site
is given. There is a message board to ask
questions and post reactions. An answers is
given by the organization within a week. The
organization also tries to start discussions by
asking questions and opinions of people.

The organization provides a list of events
it organizes or takes part of, but it is not
up to date. A link to the corporate
website is given, but it is not easily to
find. There is no link to a career website.
There is a message board to ask questions
and post reactions. Some attention is paid
to answers the questions. The
organization does not try to start
discussions.

The organization provides a list of events,
but it is not up to date. There is no link to
the corporate website or to the career
website. There is a message board to ask
questions and post reactions. No answer or
response is given by the organization. The
organization does not try to start
discussions.

The organization does not provides a list of
events. There is no link to the corporate
website or to the career website. There is
not a possibility to ask questions and post
reactions. The organization does not try to
start discussions.

Entertainment/ presentation
Availability of: Video's, photo's,
organizational logo, and
employer blog

The organization provides video's and photos
of the organization, which give a detailed
insight into the organization, their values and
what is important. A link to YouTube with more
video's is given. In addition, multiple videos of
employees and their experiences are available.
The organizational logo is always visible. An
link to the employer blog is given, which
provides detailed information about the
organization as an employer.

The organization provides a video and
photos of the organization. The video and
photo's give insight into the organization
and what it stands for. Videos of employees
experiences are also available. More videos
are available on YouTube and the link is
given. The organizational logo is visible. An
link to the employer blog is given, which
provides information about the organization
as an employer.

The organization provides a video and
photos of the organization. The video and
photo's give some insights into the
organization. Videos of employees
experiences are available, but not in
excessive amounts. There is no link to the
YouTube channel. The organizational logo
is visible. There is no employer blog.

The organization provides a video and
some photos of the organization. The video
is a short standard movie, that does not
provide a lot of information. Videos of
employees experiences are not available.
There is no link to the YouTube channel.
The organizational logo is not visible. There
is no employer blog.

The organization does not provides video's
and/or photos of the organization. Videos
of employees experiences are not
available. There is no link to the YouTube
channel. The organizational logo is not
visible. There is no employer blog.

Contact
A description of recruitment
team. Direct contact to
recruitment team, including
pictures. Organizations address,
email, phone number and
location

The organization provides detailed information
about the recruitment team. Names, email
address and photos are given, which gives a
human touch to the recruitment team. In
addition, potential employees are encouraged
to contact the recruitment team directly.
Furthermore the organizations contact
information, like address, email, phone and
location are clearly described.

The organization provides information
about the recruitment team. Names, email
address and photos are given, which gives a
human touch to the recruitment team. It is
possible for potential employees to contact
the recruitment team directly. Furthermore
the organizations contact information, like
address, email, phone and location are
described.

The organization provides information
about the recruitment team. Names and
email address are available. A photo of
the recruitment team is not given. It is
possible to directly email the recruitment
team. Furthermore the organizations
contact information, like address, email,
phone are given. No further information
about the location is given.

The organization provides no information
about the recruitment team. If people
want to get in touch with the recruitment
team, they can send an email to overall
email address. Organizational contact
information is given, but it rather scarce, a
phone number and an overall email
address is given.

The organization provides no information
about the recruitment team and in
addition no organizational contact
information is given.
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