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Strategic Employer Branding: the brand and image maagement as attractiveness for
talented capital

Abstract

The aim of the present research is that of evalgdirand and image management as strategy
a to attract talented human capital. In this dioggtthe research points at deepening employer
branding as a perspective of both external andrnatemarketing strategies, aimed at
attracting, integrating and maintaining talents (&9 1994; Ewing and Caruana 1999;
Berthon, Ewing and Li Lian Hah, 2005) able to ceemtlue for the firm and to become
business partners in the shared goal of sustairanigpetitive advantage. Moreover, human
capital can represent a strategic resource fomg faften becoming a relevant source (Beer,
1997; Lepak et al, 2005; Barney and Wright, 199B8kustainable competitive advantage
(Barney, 2006). Starting from RBT, a theoreticalnfiework is proposed, taking into account
the most relevant strategic factors of employendirzg, with reference both to potential and
to actual employees, as strictly connected withpa@te brand strategy. The innovative
aspect of the research is that employees becomeséhees possible resources, in function of
their specific role in the firm value creation pess. The empirical part aims at verifying the
importance of employer branding strategies in ahhig knowledge-based context and
specifically in Italian high — tech firms operatingthe aerospace sector. Results demonstrate
the necessity of an aware and structured approacbrporate brand and employer brand’s

building.

Keywords:
employer branding, strategic human resources, Isamapital, resource based theory,

knowledge management.

1. Introduction
Employer branding is an increasingly important és&u firm’s management and marketing
for a number of reasons.
First of all, talents at different levels of theganization can become strategic resources, that
is resources able to generate sustainable conweet#tdvantage. This means there are
significant strategic and organizational implicaso Secondly, in times of crisis and

economic recession it is very important for firmwttbto select the most capable workforces
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and to try to retain the most talent ones. Thirdi\s a very interesting interdisciplinary
subject, that shows the importance of marketing piocess in firm’s management.

Besides, employer branding itself is facing an etiohary process, as explained in the
analysis of the literature on the subject, reqginmore innovative approaches in trying to
attract both current (in order to retain them) potential (in order to attract them) employees.
And yet this stakeholders’ category has specifatufiees that are particularly relevant for
firms’ success and require ad hoc marketing pdicldis paper tries to systematize literature
on the issue and to propose a specific approadhcthdd become a possible support to
decision making. The analysis, however regardshigber levels of organizations and is

based on interviews to entrepreneurs and top masnage

2. Objectives and research model

The present research focuses on employer brandiategy as a leverage of sustainable
competitive advantage (Sullivan, 2004). This petpe aims at highlighting the role of HR
(human resources) as a critical resource, to beagahstrategically in order to create and
exploit value. The intangible nature of this asssjuires a specific strategy definition,
implementing both internal and external marketimgl @rganizational strategies, aimed at
attracting, integrating and maintaining talents (&9 1994; Ewing and Caruana 1999;
Berthon, Ewing and Li Lian Hah, 2005). These latiewell managed, can be able to create
value for the firm and to become business partmershe shared goal of sustainable
competitive advantage.

Moreover, the research has been designed starting the dual purpose of examining the
role of recruitment tools and human resources selecconnected with employer branding
strategies, and analysing if and how these lall@wdirms to achieve sustainable competitive
advantage. Moreover, the research project aimsutining the different natures of the
research focus, highlighting the links between alper of variables inside the employer
branding phenomenon. Therefore, the empirical studg to combine the three methods of
collecting dataexploratory focusing on the collected data analysatisal considering the
existence of the cause-and-effect bonds betweenndieied variables and employer branding,
anddescriptive considering that a survey has been conductedughra questionnaire) on a
sample of Italian Aerospatiale firms (Bonoma, 1995)

In order to achieve these objectives, the researstructured in a logical sequence of steps

each of which is linked to the next, accordingdrgput-output pattern.
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Table 1- Research Design

Definition of research’s objectives

dentification of research’s key questions in
he light of the chosen theoretical approach

Literature analysis and definition of a specific
vein

ampling and analysis of firms of high-
nowledge sector

n field analysis, data analysis and
onclusions

In order to analyse the role of employer brandmghie value creation — exploitation process
in the achievement of sustainable competitive athg® the overall research project tries to
answer to the following research questions:

1) What kinds of relationships exist between corpobageand and employer branding?

2) How is it possible to evaluate the theoretical dwment of employer branding in its
connections with both marketing and organizatictadlies?

3) What are the main strategic factors in employendbrag in order to reach a competitive
advantage?
In the present paper, in the theoretical part weadrexamine the main literature on the topic
while in the empirical one we mostly concentratetiom first one and on some implications
connected with the second (Human Resource Manademen
Considering these questions, the research deeply its theoretical background in:
a. Literature on resource-based theory and hunsmuree management;
b. Literature on the relationship between markesitrgtegies and human and social capital
management;
c. Literature specifically related to employer ldeny.



The empirical part aims at verifying the importaméemployer branding strategies in high —
knowledge-based contexts and specifically in Italligh — tech firms operating in the
aerospace sector. The sample is selected on tleedfd®/o aspects: the business activity and
some qualitative variables. According to the forntlee analysis focuses tightly on aerospace
companies, thus excluding suppliers, such as fitha&t are specialized in components
production. As regards the latter, the number cfeolmations is defined by a sum of factors
and precisely: company’s attractiveness (both enfittel market and on the labour market)
and membership of the Italian Aeronautical Metadisand of AIAD (Federation of Italian
Companies for Aerospace, Defense and Security).thEo sample as depicted below a
guestionnaire has been drawn up and set on amendaded SurveyMonkey platform. The
last phase of the research design provides dategsmg to be associated to cases of the
proposed model and to the research questions.

The questionnaire has been articulated into openclose questions reducing the possibility
of different interpretations and of discussing foseseen alternatives.

The last phase of the research design provides ptataessing, associated to the research
hypotheses. The work is expected to get both ob#erv— interpretation results, in order to
provide a theoretical framework of employer bragdirepresenting a possible support tool in
firms’ strategic and marketing choices. In otherda#y the research can provide support and
suggestions for managerial decisions related toatti®ns to be implemented in employer
branding perspective, in order to create and captiellectual capital’s value as a source of

competitive advantage (Della Corte, Mangia, 2009).

3. Employer branding: literature review
The new perspective of employer branding has téobad in the marketing research field,
with specific reference to internal marketing. Rautarly, the first point to clarify is that,
although the literature is not yet extensive, tbacept of employer branding has received
much attention in recent years (Lievens et al.,7200he firm capability to create a clear
image, able to make the employer brand distingbighérom competitors, is an asset of
growing importance, for both current and potergialployees.
Another interesting aspect is that the conceptafleyer branding determines a link between
marketing (the birth area) and human resource nsamagt, with specific reference to the
processes of recruitment and selection (Lievera et2007; Smedley, 2007b). Particularly,
employer branding strategies empower the firm'saativeness targeted to talents, in terms of

possible benefits that they glimpse (if potentiatrants) or live (if already placed) in firm’s
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fieldwork’. Employer branding, therefore, represents a feontioncept because of the
interconnections between different disciplines afgtgic management, marketing,
organizational studies, organizational psycholodg).particular, it is an attempt to apply
typical concepts of marketing policies to recruitmeselection and retention of human
resources in an innovative perspective (Cable amtban 2001; Capowski, 1997, Maurer et
al., 1992).

The link between recruitment and selection toold #re creation of a corporate image is
based on the presence of certain relationshipsirieadly verified. In particular, the presence
of an employer brand has positive effects in teohguantity and quality of applications
submitted during human resources recruitment alettsen (Collins and Han 2004, Collins
and Stevens 2002, Fulmer et al. , 2003).

In the process of recruiting, a better brand (mdistinguishable, for example) and, or an
enhanced reputation as an employer allow firmdtaio a larger number of applications and,
among these, a greater number of applicants wittericurriculum contents, which improves

quality in the selection process (Fulmer et alQ30

3.1 The evolution of the brand concept in manageriderms

Literature about brand was initially (Baker, 198@tler, 1997) focused on the distinctiveness
of the company’s products or services. Brand wamlsnaonsidered a marketing capability

of determining firm’s distinctiveness. The focus swan the customer - target to be
persuaded. Over time, the concept has been expaondsiierably, with reference to both the
role of brand in the marketing process and to ¢bacept itself, arriving to refer to the firm’s

identity in the increasingly dynamic competitivevgéanment (Figure 1).

Hence, a first approach of employer branding ssudiarts just from brand. The role of brand
is fundamental because of its capability to crefierentiation among products and mostly
firms, generating awareness and loyalty (Della €dpiras, Zamparelli, 2010). Starting from
this assessment, it is possible create a paratielis fact, if product brand expresses the
product functional attributes in order to attralierts (Aaker, 1996) and if corporate brand
aims at strengthening the firm image for a widdemal audience, employer branding can be
considered as the firm internal and external a@witargeted to both current and potential

employees.

! Berthon, Ewing and Lian Hah define the brand ativaness as “the envisioned benefits that a piaient
employee sees in working for a specific organizgti 2005, p. 156.
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In marketing terms, brand should be able to exptieesphilosophy of process’ contents,
according to the firm’s strategic vision (Balmeddbeyser, 2002). So, literature has extended
from a focus on the consumer branding only to aadbeo concept: brand has became an
expression of the firm’s distinctive factors, of ivalues and corporate culture (Harris,
Chernatonym 2001). Some scholars (Ribinstein, 1886yvs the brand is actually integrated
throughout the company’s business activities ardbédsn’t merely represent just one aspect
of marketing: brand management regards the whaigpaay’s activity, from production to
communication.

Hence corporate brand (Ind, 1997) is considered fasn’s external message, as its strategic
expression, as in summary of positioning optiorns,eaternal communication activities,
personnel behaviour and style. In this directidre brand becomes the expression of the
entire corporate image (Olins, 1989, Laforet, Sausd2005), of its vision and mission, of
organizational identity (internal and external sevalues, culture) and reputation. For these
reasons, brand has to be linked to corporate igertiming at creating value not only for
customers but for a wider range of stakeholdersisTit must be set the corporate vision,
values and culture. Some studies (Della Corte,20Q9) demonstrate that the marketing
process is in fact an extended process, charaetemnt only by external marketing, in
relation to demand, but also by internal (towardspeyees), relational (towards firm’s
stakeholders and partners) and interactive (amang’sf employees and customers)
marketing (Figure 1). Employees are a relevantrantiorm’s marketing process, not only as
targets of internal marketing actions for recruittnmotivation purposes but also for the fact
that they often interact with customers/clientsbatalf of the firm (interactive marketing).
This is particularly relevant in the services sectiven the coincidence between the phases
of delivery and fruition, with a snap evaluationsarvice’s quality just while it is provided
(Boxall, 2003).



Figure 1. Typologies of Marketing
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Literature has defined employer branding from défe perspectives (Ambler, Barrow, 1996;
Ewing, Pitt, Bussy, Berthon, 2002), considering fitectional and theoretical foundations
(Backhaus, Tikoo, 2004) as well as examining itskattes and relative positioning (Berthon,
Ewing, Hah, 2005). More formal appears the defmnitgiven by Ambler and Barrow (1996).
The two authors that state “the employer brandismannderstood as a package of functional,
economic and psychological benefits provided by lesment, and identified with the
employing company”. This definition marks a turnipgint in the literature, because it shows
the strict interconnections between a typical aaiegtion of marketing and a typical field of
human resource management. It is absolutely tra¢ mfuch of the literature sees the
organizational image, as amended by Smircich (1988)something that an organization
possesses. According to this perspective, the ag@onal image can be understood as:

- a variable;

- an integration and stability factor;

- a top management product;

- a strategic direction factor.

In a highly competitive recruitment environmentjlthing a strong image can determine the
firm’s success or failure. In fact, the adoptionansf employer branding strategy implies a
stronger relationships between corporate brandingvites and human resources
management, in terms of both talent recruiting estdntion. In this direction, the employer

branding studies derive directly from brand, refleg the same notions. Thus, according to



the American Marketing Association, a brand is &ame, term, sign, symbol, or design, or
combination of them which is intended to identihetgoods and services of one seller or
group of sellers and to differentiate them fromsth@f competitors” (Schneider, 2003). This
definition highlights the hybrid nature of brandspnsisting of tangible and intangible
attributes which can become able to create valueeif managed (Swystun, 2007). More
specifically, with “employer branding” the literatu indicates the firm’s capability of
differentiation as an employer from competitorsnele the employer brand highlights the
unique aspects of the firm as employment placeraadt environment (Backahous, Tikoo,
2004). In this direction, scholars identify the dayment experience as the “employment
offering”, implying that this experience is offerédth to current and to potential employees.
From this perspective, employer branding develapsaidouble direction: external and
internal marketing. The first establishes the fiam best choice able to attract talented
workers. So, if the brand results distinctive, ithallow the firm to acquire the best human
capital on the labour market. In the internal mangeperspective, employer branding helps
to create a specific, ideal workplace, difficult tmitate: this can become a source of
competitive advantage in resource-based theory.

Moreover, Davies (2007) sustains that both perspesctof brand, consumer and employer
distinctiveness, use four attributes: the capabibt differentiate, to create loyalty, to satisfy
and to develop an emotional attachment. In orddulty develop all these attributes, brand
values have to be communicated to the whole org#noiz in order to spread knowledge
among employees (Lloyd, 2002) Employer branding pigns tend to involve the whole
organization’s tangible and intangible employmefiéring, including also aspects such as
image and identity, emphasized through sophisticammunication campaigns. In this
process, a key role is that of image (Keller, 19B8aumont, 2003) and human resources
acquire a central role (Gronroos, 2007). If brasdan expression of the firm’s identity,
numerous studies have demonstrated that marketidgoeganizational behaviour are the
basis of the corporate identity and can be condewith a relationship of mutual causality
and culture as well as with the true firm’'s valugspendency. On the other hand, the
behaviour of human resources is the “moment ohtrudonfirming or not the external image
that the brand should communicate.

Brand image concerns the associations held of mdiramemory and brand personality, the
projective technique used here, is one measureestt(Keller, 1998). Brand personality, the
“set of human characteristics associated with adiréAaker 1997), is a way of obtaining a

holistic view of a brand’s associations by usingtap&orically brand as a person and
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applying the equivalent of a personality test te tirand. Personality thus dominates the
employees’ satisfaction: employers need to focuthmndimension in their promotion of their
employer brand (Davies, 2007).

Thus employer branding involves promotional adegt both within and outside the firm, in
order to make a firm different from competitors aesirable as an employer (Dell, Ainspan,
2001).

Moreover, the linkage between the brand for conssna@d the brand for employees is
highlighted by Morovo and Uncles (2008). In fattey define the characteristics consistent
with consumer-focused and corporate branding theargnsidering the embryonic
characteristic of employer branding as a developroenonsumer/corporate branding theory
and practice.

Particularly, embryonic characteristics are:

being known and noticeable: successful employer brands are characterizeeiag bknown”
and “noticeable” both by current and prospectivpleyees;

being relevant and resonant: for employer brands, “consumers” are current duniire
employees, for whom a distinct value propositiopl&gs. The employee value proposition is
a distinct package of benefits offered by the filat relates specifically to future and current
employees (Ambler, Barrow, 1996; Micheals, HandfielAxerold, 2001). Successful
employer brands are characterized by having a vploposition that is relevant to and
resonant with their potential and current employees

being differentiated from direct competitors. having a differentiated employer brand is seen
as the key in winning the “war for talents”. A sassful employer brand can be named by
applicants and meaningfully differentiated withiongpetitors, even if defining which brand
aspects underpin this differentiation results caxpl

Additional characteristics are:

fulfilling a psychological contract: the employer brand as an ongoing promise to eyepls

is a very strong and recurrent theme for all induskperts. Successful employer brands are
seen as being accurately portrayed through magkettmmunications and realistic bound to
brand’s promises;

unintended appropriation of brand values: another recurrent theme that sets employer brands
apart from both tangible products and intangiblevises is that employees cannot readily

assess a potential employing firm prior to expeaiilegp employment within the firm.

10



Prospective employees often suffer from a lacknédrmation regarding a possible employer
(Spence, 1974; Wilder, Gudergan, Lings, 2006).

Even in organizational behaviour studies, someasatemphasize that employer branding has
an important role in the field of personnel psycgyl, analysing those factors that influence
the firm’s attractiveness in potential recruits.isTiperfectly follows the central aim of
employer branding: ensuring that an organisatioieéstifiable and attractive for potential
recruits. Particularly, this research vein undedirnow potential recruits are more likely to
apply for a job in a specific organisation with @xisting positive reputation. The greater a
company’s reputation is, the more attractive itdemo be considered by potential recruits.
The reputation consists of different factors. lotfaven if profitability has been found to be
important in predicting positive perceptions of manate reputation, this would only be
applicable to profit-making organisations. Peraampdi as a successful organization, that
performs well (regardless of profit) would also baw positive impact on how attractive an
organization is as an employer. Applying the resedrased theoretical approach (Wernefelt,
1984, Barney, 1986, Rumelt, 1991, Chadwick and D&®09), reputation and, therefore,
brand can be a source of differentiation for firnmsstrategic terms, insofar as they express
what the firm really is and represents. Reputat®omeferred to the image that a firm can
communicate of itself to the main stakeholders iangarticular (Fombrun, Van Riel, 2004):
customers, in order to induce the purchase andueage them to repeat it; firms, with
reference to the proposed to civil society (forrapke, through social responsibility actions,
environmental sustainability attention); investdyscause reputation helps to reduce the cost
of capital and to attract investments; the medieating a favourable image; opinion leaders,
linked to the financial world, leading financial aysts to suggest and recommend the
investments; employees, in order to both attraetost talents and to motivate them to work

and remain within the firm (Figure 2).
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Figure 2. Brands’ Integration
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A positive reputation, able to generate the prooésslue creation and development, can be
a strategic resource, according to VRIO framewarkich defines precisely the sources of
sustainable competitive advantage in terms of megoand capabilities that are valuable (that
can seize external opportunities and/or reduceatbrencreasing the revenue- cost spread),
rare (either owned nor controlled by a number ohé below that of perfect competition),
difficult or costly to duplicate or replace, andedsin organizational terms (Barney, 1996,
2006).

The gap between projected reputation and actuanagtional dynamics is a matter of great
interest because it allows to highlight a weaknessnanagement practices that revolve
around the concept of employer branding. The mismbétween projected image and reality,
when consciously perceived, becomes an extremelative factor, primarily because it
reduces the capability of retaining and motivatjglified workforces (the so-called talents),
and secondly, because it adversely affects thebddpdo attract new valuable resources.

An interesting study path is carried out by Turlad Greening (1996). They have underlined
that when organizations have been rated higherfah @nge of socially responsible features
(i.e. through community and employee relations,iremmental policies, product quality and
treatment of minority groups), they tend to be matteactive as a potential employer. Also in
these studies’, communication has a fundamenta] edining at increasing attractiveness as a

potential employers.
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Cable and Turban (2003) have further highlightesl ithportance of company reputation in
increasing the likelihood of potential applicants & job in the organization. This study helps
to understand why, in the employer branding prognas) carefully planning an extensive
campaign in order to increase the chances of paterdcruits wanting to apply results
necessary. Moreover, the two scholars have idedtifvo key factors that predict positive job
seeker reputation perceptions: the degree of famyiwith the organisation and external
ratings of the corporate reputation.

In order to analyze the relationship between caf@obranding and HRM (Human Resources
Management) as well as its evolution, in the cbatow four main phases are identified by
the intersection of two parameters that are, ih the brand role in business strategies and the

perceived value of HR (Human Resources) in thedingnprocess (Figure 3).

Figure 3 - Brand role and HR value in the brandingrole
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The first stage (Stage 1) is due to where the bimsden as a simple symbol to be associated
with products or services provided by the compartyis stage is typical of very small or
newly established companies, where the HR commitnaga involvement in branding
development is much reduced.

The second stage (Stage 2) refers to companieshwtiéspite having their own corporate
brand and / or institutional logo, prefer to deyeland consolidate multi-brand strategies
operations (literature talks about the “house ahs”( Rao, Agarwal, Dahlhoff, 2004)).
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The third stage (Stage 3) includes all those comegathat have decided to leverage their
corporate brands in order to support key orgaromati changes. In these cases, human
resources have a more significant role in suppgtiiese processes through, for example, the
definition of training and supporting programs, et facilitate the firm’s development.

Finally, the last stage (Stage 4) involves thogadithat have corporate brand as the corporate
strategy focal point and as HR cornerstone in tbvides of employer branding and
employee retention processes, facilitating the tileation of corporate values and the
development of more specific employer brandingvétets. Examples of companies that are
placed at this stage are Virgin, Sony, HP, Google,. However, also smaller firms, which
invest in specific skills working in business nishare at this stage. In this last development
phase, firms better understand the employer brgrstimtegic value and are more motivated
to take specific actions in this direction.

Employer brand can also be analysed through a fsearmables of differentiation. Thus
analysis, through the intersection of two (funcéiband symbolic) dimensions, allows to
highlight different types of employer brands andnpanies (Della Corte, Mangia, 2009), as
shown in the following matrix (Figure 4). These cepts, originally arisen in product / brand
management, have progressively widespread thelicappn, referring to the corporate brand
in its various articulations and expressions, ahdstto the employer branding. The
implementation of these concepts to the subjeenalysis, therefore, leads to the following
identification:

1) functional aspects‘material” associations communicated by the comyplarand (human
resources management policies, attributed beneéitser plans, payment conditions and
incentives plans, specifications and conditionghefworking environment);

2) symbolic aspects“immaterial” associations communicated by the pany brand
(symbolic characteristics of the employer brand, riglationship between employer brand and
corporate brand, with particular reference to the’é image and reputation);

3) experiential aspectssensorial” and cognitive satisfaction, howevest discussed here.
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Figure 4. Typologies of employer branding and firms
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The first quadrant identifies those employers dblgroject outside an attractive image, in
spite of the lack of a history of success. Consitterexample, the case of highly innovative
companies that have realized advances in marketla@nent before competitors and,
because of this success, they have a very stroageiran the market, even beyond the real
working conditions. These companies can be destabemarket-oriented”.

The second category, instead, identifies those eomp that have managed to build a
successful image (projected outside but also shasadke), also as workplace in terms of both
working conditions and effective human resource aga@ment policies. In this case, there is
full alignment between HR management policies, tHafine the actual practices and
organizational dynamics, and image (brand), thatrasognized within and outside
organizational boundaries. These are the casawnarkét and resource-oriented” companies.
The third category, on the other hand, identifiesipanies that have a very specific situation.
They include, for example, firms that have chanasties that meet the functional needs of
their (current and potential) employees, but thiit fail to communicate their skills in the
right ways. Think of companies that even if sucfidssr particularly effective in human
resources management are not known, since theyeayespecialized and more concentrated
in internal activities. For these reasons, theyraoge focused on actions to be taken inside
the firm, with reference to the resources, whilé yet fully prepared for effective external
actions (“resource-oriented” firms).

The last category is that of weak employers. Thiegory identifies those companies that are
weak as regards both the contents of applied psli@nd management practices and the

image projected outside. There is, as in secondrgng an example of alignment between

15



organizational image and reality but in this cdserhatch is negative (“blind firms”) for both
dimensions.

Therefore, from a theoretical point of view, afficencept is that of employer identity which
has to be understood as the identity of a firmaraployer or, better, as a place of work.

What is important in the definition of employer indigy is the consideration of several factors
that tend to characterize the work environment imctv the current and / or potential
employee is or will be added.

The concept of employer identity is different frahe best-known corporate identity even if
strictly linked, as previously underlined. This mdiéies a firm as an institutional organization
that, through its values, culture and experiene&es a commitment to its stakeholders
(customers, suppliers, shareholders, etc..), sgekingain their trust. In this direction, the
definition of a good employer identity can be andsome cases has to be connected to the
corporate identity. Therefore, the employer idgntéin grow and find additional stimulus for
development even from corporate identity, in otddoecome the subject of a more integrated
communication and marketing strategy.

This important moment of discovery and / or defomtof employer identity should not and
cannot simply express itself through the mere mradf a slogan, as often happens, but
requires the application of a specific planning elodn fact, it can produce a change of
image but, in the long run, this difference betwegmpearance and reality will harm the
company. It also represents a fundamental prodessntinuous investment, according to the

logic of a corporate reputation, that reflectsrisa value of used resourées

4. Empirical research methodology
4.1 The Aerospace Sector

The aerospace industry results the world’s largeanufacturing industry in terms of
employees and value of output. Moreover, the ingustcharacterised by several distinctive
features. First of all, the complexity, both in rmgement and in technology. Particularly, the
current market needs global coordination and irtgm capabilities, which go hand in hand
with specialization in design, manufacturing anseasbly.
In order to summarize, the manufacturing systertudes (CARN, 2009):
— prime contractors on a global scale;

2 Some scholars highlight the existence of firmsalhire able to maintain a positive reputation ateen the
sources of this has been destroyed and even ifdbewt invest in improvement (Klein, Leffler, 198
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- the system of SMEs, divided into constructordigtit and ultra-light aircraft, second-tier

suppliers specialized in the production of parmnponents or whole operating units and
specialized in design and third-tier suppliers, smnall-sized companies which can be
considered tailor-made firms because they openatthe basis of their, customers’ specific

designs and specifications.

Figure 5 - The aerospace supply pyramid
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Considering the sector, it is necessary evaluatettie whole industry pyramid is supported
by a research system consisting of Universitieseaech centres and different observatories.
A fundamental aspect is about the labour aspecticBlarly, the cost of labour can fluctuate
a lot considering different markets: in fact, it amerage results three to five times lower in
emerging countries (like, China, India and RussmM)ich result attractive for their labour-
intensive manpower (McKinsey, 2007). On the othamd) these labour basins are not able
yet to train highly specialized talents to be pthoa the top of organizations. From this point
of view, in RBT perspective, firms in areas like AJl8nd EU have an advantageous position
on the market because of unique historical conasti@f social complexity and of possession

of licenses, patents and registered trademarks.

4.2 The ltalian Aeronautical Metadistrict
Italy has a long tradition of excellence in theosgace sector, so that this is the fourth largest
in Europe and the seventh largest sector in thédvasrd maintains the highest proportion of

manufacturing jobs among the G7 economies. Thesinglgenerates annual revenues equal
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to EUR 8.7 billion and employees 36,300 peoplayledm approximately 10% are employed
in the space sector, with lower labour costs, cosgpao other European countries such as
UK, Netherlands, and France. With an estimatedsiment in R&D of EUR 1.3 billion the
aerospace sector is a cornerstone for innovationnaodernisation in Italian economy (CIA
World Factbook, 2009). Particularly, the sectorcieracterized by a vertically-integrated
supply chain made of hundreds of small to mediuraesisuppliers, strong collaboration with
a university network that includes eight univeestithat offer courses in aerospace and
aviation engineering, as well as national sciemtdentres that conduct basic and applied
research.

In this context, the empirical part of the presestearch aims at verifying the importance of
employer branding strategies in high — knowledgeedaltalian firms operating in the
aerospace sector.

The adopted sampling methodology starts from thes red singling out the types of units of
analysis (such as companies) as well as the nuofharits (how many companies), talking
into account the structure and the dimension ofvthele population (N). Respecting this
assumption, was our sample selection developed thuels. The first and second level have
enabled to identify a list of possible businesguconsidering the nature and the objective of
the research. The third level of analysis has &rgkimmed the aggregate in relation to the
concrete feasibility of the research. So, the sanmplselected on the basis of two aspects:
their business activity and some specific qualieatvariables. According to the first, the
analysis focuses tightly on aerospace companias, @ékcluding suppliers, such as firms that
are specialized in components production. As reggdihe second aspect, the number of
observations is defined by a sum of factors andiget/: company’s attractiveness (both on
the final market and on the labour market) and nesibp of the Italian Aeronautical
Metadistrict and of AIAD (Federation of Italian Cpanies for Aerospace, Defense and
Security). Therefore, companies has been seleatedrding to the criterion ofational
choice samplingFattore, 2002; Corbetta 2003). Using this methbd, sample units have
been identified based on specific criteria. In tbamtext, in fact, once identified the large
number of companies in the aerospace industry ddcat the Italian regions (Campania,

Lombardia, Piemonte and Puglia) in the Metadistfitt= 562§, a first selection has been

% The population, thus constituted, includes indiriicompanies specialized in particular aspectspefations
including aerospace and specialized units for éis& bf stamping and forming sheet metal parts, theatment
of aluminum and steel, composite materials inspac& quality not destructive control tests, asseeshhnd
installations, components and electronic systentscamtrol, control the hardness and electrical cotidity,

surface treatment and non-destructive testing, fagtwre and installation of assemblies and subasléesnof
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made considering all Metadistrict’'s firms which disted in the Federation of Italian
Companies for Aerospace, Defense and SecuritytHo first step of selection enables to
focus on business excellence, given the businessatiier technologically advanced and
highly differentiated firm% In fact, the interviewed firms represent the neakniverse of big
organizations of aeronautical sector and each emtls representative of a network of
suppliers. The units, making up the population of on figldéstigations, have been identified
through our data from various bodies and instindi@lready active in the investigations
about aerospace. So surveyed sample almost repgélsermost representative firms.
Particularly, these groups have determined theafleet “Aeronautical Metadistrict”, a
protocol undertaken by Campania, Puglia, PiemonteLmmbardia Regiofisin order to:

1) develop the most appropriate coordination forforsindustrial development, scientific
research and technological innovation aimed aa#tespace sector in their regions;

2) promote joint activities in aerospace developtmen

3) coordinate the presence of their respectivespaice industries in international events;

4) encourage the relevant ministries, particuléinl Ministry of Economic Development and
the Ministry for University and Research, in ordercreate a pole able to rejuvenate Italian
aerospace industry. Through this first level ofesgbn, we have identified the firms in
Appendix 1.

Subsequently, a second level of selection tooldémtify the leading firms whose activities
are closely linked to the assembly and sale offied products (manufacture of assemblies)
as representative each of a set of suppliers dndwgopliers, interviewed through the filter of
the head company (more precisely, 67 units), inatieas of the so called Metadistrict (Table
1).

aircraft, satellite remote sensing, satellite intggaterpretation, GIS, monitoring acceptance of raaterials
and composites (Kevlar, Fiberglass, Epoxy Carbadrcraft Interiors, Electronics.

* For a discussion of the Italian Federation fordspace Companies, please visit http://www.aiad.it/

> FWC Sector Competitiveness Studies - Competitisenef the EU Aerospace Industry with focus on:
Aeronautics Industry Within the Framework ContraicEectoral Competitiveness Studies, December 2009.

® The cooperation between these Regions is detednip¢he fact the their industrial aerospace, @ene years,
have developed a high degree of compatibility ameérirelationships, in terms of technological skiind
production, that form the basis and preconditiamditure developments.
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Table 1
The Sample

NAME OF BUSINESS FIELD OF MEMBERSHIP

1 AGUSTAWESTLAND Busmes§ Igader in techngloglcally advanced saisti@and
competitive in the global helicopter market.

World market leader in the design, constructiotegnation of

2. ALENIA AERONAUTICA o )
civilian and defense aircraft.

One of the biggest players in the aerospace prigpuind for

3. AVIO the realization of civil, military and aeroderivatero-engines.
Italian Aerospace Research Centre with a Publicai matrix
4. CIRA CENTRO ITALIANO (in the consortium: firms, State, the Italian Sp@ggency and
RICERCHE AEROSPAZIALI the National Research Council), specialized in issudand

research on aerospace

Business excellence in the design and productiosysfems,
5. ELSAG DATAMAT services and solutions for automation, securigngport, space
information technology

Finmeccanica is the first Italian industrial group the high
technology sector and among the global top ten eplan
6. FINMECCANICA aerospace, defense and security. The Finmeccaricapds
firmly focused on three strategic pillars: Helicerst, Defence
Electronics and Security Air

It 's the leading Italian company in the designjed@ment and
7. GALILEO AVIONICA production of avionics and electro-optics systenspace
equipment for platform and satellites.

Aviation industry leader in the international matkactive in
8. PIAGGIO AERO INDUSTRIES both complete design and maintenance of aircraftl |an
construction of aircraft engines and structural ponents

Company that designs, manufactures and marketensgstor
Homeland Protection Department, and radar systemsaif
defense, battlefield management, naval defense,traific
management and airport, coastal and maritime dlawee

9. SELEX SISTEMI INTEGRATI

Joint venture between Finmeccanica (67%) and Thalese of
the world’s leading operators in satellite managenservices,
Earth observation and satellite navigation, as aglin the field
of integrated communications and scientific progrees.

10. TELESPAZIO

European leader in satellite systems and the ntamacter in
11. THALES ALENIA SPACE ITALIA orbital infrastructures. Thales Alenia Space isoimtjventure
between Thales (67%) and Finmeccanica (33%).

Networks’ representative were selected accordiraygeries a parameters and precisely:

®» accessibility to different sources of data and hess information;

®» availability and cooperation of managers and bssinepresentatives in order to

cooperate to the study.

Essentially, the first aspect concerns the avditglnf data necessary to carry out single and
comparative analysis of the various networks. Fthis point of view, in the selection, we
analysed those cases that ensure transparencyoaddcgmplete business communication
and, therefore, show a rather homogeneous degrediability of the information to find.
The second aspect, however, conducted to a ratiterah selection because, despite the
attempt to establish a direct interpersonal consattt almost all groups of agencies, only a

portion of referents were willing to participatette research project.
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Sequentially to the sample as depicted below, atqpmnaire has been drawn up and set on
an on-line loaded SurveyMonkey platform. Partidylathe questionnaire is structured in four
sections. The first part aims at assessing theewursituation of HRM in a marketing
perspective. The second part’'s focus is mainly mpleyer branding in its connection with
corporate brand and personnel recruitment polidias. third part aims at analyzing the work
environment also as a generator of job satisfacimh retention. At the end, the last part is
dedicated to the strategic aspect of employer lmgndntended as attractor of talents and
driver of corporate values communication, targetedhe labour market. Thus empirical
analysis regarded a whole range of aspects of wihermost relevant are analyzed in the

following paragraph.

4.3 Main results

The analysis of the collected data was based dnrhonovariate and bivariate methods. The
first part of the analysis (monovariate) is dedorgn The variables are involved individually
without relating to each other. In this way, theguency distributions are simply detailed in
order to highlight how each variable is distribuggdong the selected units. In the second part
of the data analysis, a study of the relationsleipvben variables has been deepened, in order
to validate the assumptions made in the reseangsbthgses.

The interviewed industry represents an excellencthé employer branding perspective. In
fact, as shown the following charts, the intervidvese demonstrated the strong connection
between corporate branding and employer brandimdadt they often overlap in a unique
concept in order to empower the firm’s identity. idover, the brand has a fundamental role
for the interviewed firms. For the 40% of the saeppl is indissolubly linked to the product
or service to which it is associated. This poinis @vidence an important consideration: the
brand is a strategic construction for these firmisle to make them recognizable on the
market. This assumption is emphasized by the atilergiven to brand (60% of interviews):

the focal point of business strategy.
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Figure 6 — What is the role of the brand in businesstrategies
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The 60% of interviewed lItalian aerospace firms éstablished a strong linkage between the
brand for costumers and that for employees. Ottentwo aspects are joined but declined in
different ways. Particularly, the values and theagpts at the basis of brand construction are
emphasized differently. In fact, the employer brad more “responsibility” aspects, such as
the care for social aspects and workforce and enwiental safeguard. On the other hand, the
aspects of quality and reputation are particuleldar in corporate brand.

The importance of the brand is also analyzed tHiahg results. In fact, all the interviews
have made clear the existence of a results’ arsafmout the brand. Moreover, the 80% of the
firms considers the attraction power of the braidk &o be recognized on the market,
evaluating the effort in terms of strategic plamnand implementation.

As stated before, the conveyed message underlgadprand concept points to creativity for
continuous innovation linked to product quality.eTtheme of responsibility urges also in the
brand concept, so that it results one of the mdsally considered factors in the brand
building process.
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Figure 6 - What are the concepts at the basis of éhcorporate brand and employer
brand?
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This theoretical reconstruction of brand has déferaims, with special references to labour
market, in order to attract talents as a key resoftor attractive firm. Moreover, the issue of
human resource is strictly connected with the brhaiding. In fact, for the 60% of the
interviewed firms, employees have an important melerand creation, contributing to value
creation. This role becomes fundamental for the 40%he firms. Strategic planning and its
implementation appear successful: in fact, all fihes of the sample consider their brand
well-known on the market both for customers and legges. Another connected aspect is
that of reputation. This latter seems to be a St issue for the brand building and both
for the constructed (improved continuously by a#f sample) and perceived image, which the
firm reflects on the market. The improvement oinfis image is supported by specific
communication channels, differentiating those teddo customers from those targeted to
employees. In a total communication overview, tlEemmunication strategy is that of
consistency between all the cannels and targetsnguhe message at the basis of the firm’s
vision and mission.

In this analysis, considering that the 60% of tiven§ have a strategy for employees,

employer branding represents one of the most impb#spects of that strategy.
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Figure 7 - What do you think are the most importantgoals of employer branding?
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At a first glance, the lack of answers with ref@erno employees’ retention can appear

strange; it is instead considered as very impqarearn if a consequence of other factors.

In fact, the effect of internal marketing strategie especially in the growth of employees’

retention for employer. Specifically, the connegtlzetween firm and workforce gets stronger

through the alignment between personal and firnmeslin order to reach two convergent

objectives: satisfaction (of different style) angt®inable competitive advantage.

Figure 8 — Firm’'s Reflection of Employer branding
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In order to analyse our results more deeply, ineimpirical phase statistical correlation has
been the selected method in order to verify the owanate analysis’s results and to better
answer our research’s questirifhe correlation analysis shows that there arerelevant
correlation results but anyway reveals the exigaricsome kind of relations.

Particularly, the research has focused on thosablas that are significant in studying both
the relation between corporate brand and employanding and between those two and
firm’s overall ability of attracting talents.

As regards the first aspect (correlation betweeparate brand and employer branding), the
most significant variables that show a relation: arentinuous innovation (that resulted
statistically relevant with a correlation coeffioteequal to about 0.47) and the process of
employees’ evaluation and valorization within thigamization (0.44). On the contrary, more
ethical factors like social responsibility do ndiog/ any correlation, since they are seen as
more connected to employer branding rather thaotporate brand.

With reference to the second aspect, we studiedrdlaion between brand’s capacity of
attracting talents and its role in firm’s strategi&rom this point of view, it represents the
focus of the strategy both for clients and humasoueces (0.65). Besides, the vision of
brand’s attraction capacity and the main aims opleger branding reveal a relation with the
specific purpose of attracting talents (again Q.8&)reover, those firms that believe in the
value of HR in brand building are engaged in sgwntand marketing plans for employees
(0.75) and the most involved ones have a spedtfigl@yer branding office (1).

Another fundamental aspect is the communicatiom.pla fact, in the analysis of the
relationship between employer branding and corpotatind and the aims of employee-

oriented communication, connected variable is reterto the possibility of capturing the

"In fact, correlation is defined as a relationshgiween two random variables such that each véltieedfirst
variable can be a regular value of the second.rélaionship can be of cause and effect but alsa sifnply
tendency to vary in terms of another. Correlat®eamputed into what is known as #arelation coefficient
which ranges between -1 and +1. Perfect positiveetation (a correlation co-efficient of +1) impdi¢hat as one
security moves, either up or down, the other seécwill move in lockstep, in the same directiontéhatively,
perfect negative correlation means that if one isgcmoves in either direction the security thatpisrfectly
negatively correlated will move by an equal amoimtthe opposite direction. If the correlation is tBe
movements of the securities are said to have neoeledion: they are completely random. The correfati
coefficients derive by the indices of correlatiakihg into account the sizes of the deviations ftbemmean. In
particular, the correlation coefficient of Bravétsarson is calculated as the ratio between therieoca of two
variables and the product of their standard dewiati

<y, = T Tz (= ) (3 — py)

20y [T (s — )2 T (g — )2

<+l

Results of the indices and correlation coefficiesttsuld always be considered approximately becatishe
arbitrariness with which the elements selectethasd that exert their influence on the phenomeseaally in
multiple correlations.
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employees’ creativity in order to be reflected e torganization (0.65). On the other hand,
just giving an open workplace shows no correlatiball (-0.15), since it is not considered as
a specific and targeted purpose.

The employee-oriented communication is stronglidihto the number of received curricula

vitae. These firms receive an average of 700 C\&lyebut the sample does not result

homogeneous. For this reason, we have analyseshathple through variance, deviation and

coefficient of variation. Particularly, the variahand the deviation, used to measure how
spread out the distribution is, are of respecti@&1,000 and 969,563, with a coefficient of

variation, used to normalise measure of dispersiotne distribution, of 138,50. These data

demonstrate the extreme variability of the samMereover, in order to understand if the

employee-oriented communication is well understdgdaspirants, we have applied the

student’s t-test on received and fit CVs, in orterassess whether the means of the two
groups are statistically different from each otlerd the t-value of 0.032 has resulted

statistically relevant. These data demonstrateaihygeal of the interviewed firms as good

workplaces but also that an improvement of a mamgeted workforce communication results

necessary in order to better inform potential terged therefore to receive CVs of aspirants

that better suit the firm’s needs.

Besides, from our analysis of Italian aerospacésethe main companies can be positioned
at the fourth stage of their employer handing psecén fact, considering the main factors
referred to three sample, the analysis througtkart.scale brought to both high symbolic and
high instrumental factors, positioning the intewsel firms in the “Market and resourced
oriented” quadrant. This results clear becausehefgrimarily importance given to Human
Resources so that the firm has planned a completeegy in order to attract and hold the
current and potential workforces trying to combmarketing efforts with appropriate HRM

techniques.

26



Figure 11 —Employer Branding and Italian aerospacéirms
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5. Conclusions and further research

The so far conducted analysis has brought to istiegeconclusions.

Empirical analysis confirmed the theoretical intsctplinary approach, according to
which marketing strategies and policies are funddaiein human resources’
recruiting and management. This marketing effdoessides, are strictly connected
with the firm’s overall strategies and marketingthwa coherence that makes them
efficacious. It can be stated that human resourselction and retention require
specific marketing capabilities within the firmsithva very clear orientation both in
strategic and marketing activities. More preciselgspite a clear awareness of the
importance of clear corporate brand strategiesesnployer brand strategies, they do
not always appear connected. Therefore, some stiregehints for decision makers
show that this approach requires a more sciemgifid coordinated logic and can’t
absolutely be managed at random.

Aerospace sector, however, is a quite innovativewkedge-based industry where
firms’ selection is very strict: they are therefaespecific case of well developed
industry. It would be however interesting to congotirese results with other empirical
analyses conducted on other industries (maybehlesogeneous), in order to see if
some issues are really generalizable.

It is also useful to complete the analysis with @endetailed study of its connections
with human resource management. This, however, neaghe topic of the present
paper, which mainly regards marketing aspects. Mqecifically, we refer to the

phase of recruitment and firms’ marketing procesatiracting talents. The successive
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research steps will deepen, in particular, empldy@nding capacities in gaining
sustainable competitive advantage and the maitegtcamanagement choices for the
most valuable human resources’ retention.

Besides, our paper concentrates on talents at ageeal level: in organizations,
however, through RBT, it can come out that the sesiof competitive advantage can
be at the lower levels of the structure.

Of course, employer branding is conceived and medttby the most active firms,
whose strategy and marketing efforts are widespread

To conclude, the paper has important theoretical ampirical implications. As
regards theory, it is an attempt of systemitizatbmterdisciplinary contributions on
the issue and can represent an advancement itutiessof marketing connected with
other disciplines. In managerial terms, it sugghsits and tools to decision makers in

the process of selecting and retaining talents.

28



Appendix 1 - Firms located in the Italian Aeronautcal Metadistrict and members of
Federation of Italian Companies for Aerospace, Defese and Security
Campania Lombardia Piemonte Puglia

1. ARM. - AIRCRAFT |1. AEREA 1. AR.S. 1. AR.M.-AIRCRAFT
REPAIR & MAINTENANCE |2. AGUSTAWESTLAND 2. ALENIA REPAIR &

2. ALENIA AERONAUTICA 3.  ALENIA AERMACCHI 3. AERONAUTICA MAINTENANCE 2

3. AVIO 4. ASE 4. ALENIA SIA 2.  ALENIA AERONAUTICA

4.  AXITUDE 5. BERETTA (FABBRICA D ARMI 5. AVIO 3. ALENIA AERONAVALI

5. BONETTI AIRCRAFT PIETRO BERETTA) 6. ELE.SILA. -1 4. AVIO
SUPPORTS 6. BONETTI AIRCRAFT ELETTRONICA E| 5  AVIOMAN

6. C.M.D. COSTRUZIONI SUPPORTS SISTEMI PER| 6. DEMA DESIGN
MOTORI DIESEL 7. C.S.M. CENTRO SVILUPPO AUTOMAZIONE MANUFACTURING

7. C.S.M. CENTRO SVILUPPQO MATERIALI 7. ENGINEERING -| 7. ELSAG DATAMAT
MATERIALI 8. CALZONI INGEGNERIA 8. ENGINEERING -

8. CIRA CENTRO ITALIANO |9. COVER TECHNOLOGY INFORMATICA INGEGNERIA
RICERCHE 10. DEMA DESIGN | 8. FLEXIDER INFORMATICA
AEROSPAZIALI MANUFACTURING 9. GALILEO AVIONICA 9. EXPRIVIA SOLUTIONS

9. DEMA DESIGN (11. E.-T.EM. 10. MECAER 10. GSE GROUND SUPPORT
MANUFACTURING 12. ELETTRONICA ASTER MECCANICA EQUIPMENT

10. ENGINEERING - |13. ENGINEERING - INGEGNERIA AERONAUTICA 11. HELITEC
INGEGNERIA INFORMATICA 11. MICROTECNICA 12. 1.A.P. INDUSTRIAL AND
INFORMATICA 14. EXPRIVIAGALILEO 12. MOREGGIA AERONAUTICAL

11. EUROPEA MICROFUSIONI AVIONICA SOLUTIONS 13. POMPE GARBARINO PAINTING
AEROSPAZIALI 15. FEDEGARI AUTOCLAVI 14. PRESTEL 13. OMA DI ARSENI DAVIDE

12. FOXBIT 16. FIMAC ELETTRONICA 14. PROCESSI SPECIALI

13. G.M.A. GENERALI {17. FINMECCANICA 15. S.I.LME. SOCIETA| 15. SALVER
MECCANICHE APPLICATE |18. FIOCCHI MUNIZIONI INDUSTRIA 16. SELEX SISTEMI
DI A.PUNZI & C. 19. GALILEO AVIONICA MECCANICA INTEGRATI

14. ILMAS SUD 20. GEMELLI 16. SELEX GALILEO 17. TXT E-SOLUTIONS

15. ING. NADDEO & C. |21. HELITEC 17. SOFITER
IMPIANTI INDUSTRIALI 22. IDS INGEGNERIA DEI SISTEMI| 18. T.C.S. GROUP

16. LAER 23. LOGIC SISTEMI AVIONICI 19. THALES ALENIA

17. MAGNAGHI 24. MAKO SHARK SPACE ITALIA
AERONAUTICA 25. MERLETTI AEROSPACE 20. TXT E-SOLUTIONS

18. MBDA ITALIA 26. MICROTECNICA

19. METAL SUD 27. OTO MELARA

20. N.M.C. NUOVO (28. POMPE GARBARINO
MOLLIFICIO CAMPANO 29. PROGESI

21. OMA SUD 30. RHEINMETALL ITALIA

22. PIAGGIO AERO |31. S.E.I. SOCIETA ESPLOSIVI
INDUSTRIES INDUSTRIALI

23. SELEX SISTEMI |32. S.LME. SOCIETA INDUSTRIA
INTEGRATI MECCANICA

24. VULCANAIR 33. S..T.T.I. SPECIALI IMPIANTI

25. WASS - WHITEHEAD TELESCRIVENTI TELEFONICI
ALENIA SISTEMI INTERNI
SUBACQUEI 34. SECONDO MONA

35. SELEX GALILEO

36. SELT

37. SISTEMA COMPOSITI

38. SNAP-ON TOOLS ITALIA

39. TELESPAZIO

40. THALES ALENIA  SPACE

ITALIA

41. THALES ITALIA

42. TXT E-SOLUTIONS
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