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Introduction and context  
to the research
The next few years will see a collision of several factors impacting business and 
the workplace. A technology- and demographic-driven shift in what employees 
want from a career and from employers, further cost and productivity 
challenges, more competition for critical skills, increases in regulation and 
corporate social responsibility – these are just a few of the factors involved. 
Interestingly, all of these point towards organisations needing to clearly 
articulate, and live up to, an employee deal – this is what we stand for, this is what 
we need from you, and this is what you can expect in return. 

This is more than an attraction issue. It impacts the ‘people offer’ right across 
the employee lifecycle. HR is going to need to understand how they can help 
their organisation offer those with the skills it needs what they are looking for, 
while ensuring realism and value creation for the organisation – an exchange  
of mutual value. 

Recent HR Centre research into talent management has indicated that talent is 
exhibiting the same kind of behaviours as the retail consumer – with transient 
loyalty and a strong sense of what’s in it for them, allied to a desire to build 
personal brand equity and a considerable shift in career thinking. It is therefore 
time for organisations to re-think their relationship with talent.

This research examines the drivers for a focus on employer value proposition 
(EVP), explores how different organisations are approaching it, what is working 
and what issues are emerging. As a result, the HR Centre aims to offer HR 
functions information and insights on the topic of EVP, along with a set of 
principles and questions to consider in order to maximise return on investment 
in the area. 

Research topics are chosen by HR Centre members, and there has been a lot of 
interest in this particular topic in the past year. Additionally, given the findings 
of the talent research, it seemed appropriate to explore this topic.

In particular, we wanted to explore the following questions:

1	 What do you understand by the term ‘EVP’ and what does it comprise? – The aim 
of this question was to understand the degree of commonality in the way in 
which organisations see EVP, and what they see as being in or out of scope.

2	 In the context of your organisation, why is EVP important, and what evidence are 
you getting from employees and candidates to inform your view? – The objective 
here was to understand the drivers for varying degrees of focus in approach 
to EVP. 

3	 Where are you seeing gaps or issues in your organisation’s approach, and how 
is this impacting you? – Here, we were trying to understand any themes or 
differences in capability and connect these with impact on business perfor-
mance. 

4	 What is needed from HR and the wider business, in order to bridge these gaps, 
and where is this throwing up conflicts and challenges? – Where does the func-
tion need to focus in order to respond to these needs?

‘All of these point towards 
organisations needing to clearly 
articulate, and live up to, an 
employee deal’

‘HR Centre research has 
indicated that talent is exhibiting 
consumer behaviours – it is 
therefore time for organisations 
to re-think their relationship 
with talent’
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5	 What’s working well, and what learnings have you had? – Where have we 
scored some victories and what have been the drivers of this success?

6	 How are you measuring and monitoring EVP? – What is the link with business 
performance, metrics and people data?

The aim is to try to identify the new questions that HR needs to ask itself in 
order to support our organisations in creating a mutually beneficial relationship 
with the talent we need, and learn from our successes – and failures! Insights 
will be embedded into the events, programmes and literature that the HR 
Centre produces, so that the wider HR community can also be exposed to the 
findings of this piece of work.
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‘Organisations are having to 
develop more balanced and 
authentic propositions for 
employees’

‘HR must adopt much more of 
a consumer-led and externally 
referenced approach to talent’

Executive summary of key research 
findings
• Employer value proposition (EVP) has become much more of an organisational 

priority in recent times. The context could comprise internal drivers, external 
drivers or a combination of the two. At the same time, the approaches taken 
by organisations can be categorised broadly as defensive or opportunistic.

• There is a clear trend towards a broadening of what is in and what is out, with 
EVP increasingly being considered as a wrapper for a multitude of different ele-
ments, which together represent the deal – or proposition to the employee. 

• This deal is increasingly being expressed as a menu of benefits beyond the 
financial, including development, total reward packages, cultural benefits, 
career mobility, flexible working practices and so on. These deals also talk 
increasingly as to the purpose or mission of an organisation, in an attempt to 
forge alignment between personal and organisational values. 

• Organisations are trying to create a story that reflects their personality and 
paints a realistic picture of what they can offer and what the reality of employ-
ment with them would look and feel like. Most of all, perhaps driven by bitter 
experience, organisations are taking care to ensure that they do not over-
promise and under-deliver, and that the reality matches the hype. 

• A commonly experienced issue is related to the broadening of the positioning 
of EVP itself. HR has found it increasingly hard, as EVP has become a wrapper 
for more and more elements of the employee experience, to articulate what it 
is in a concise and consistent way. This has caused issues developing traction 
in the wider business, as well as confusion and turf wars within HR itself. An 
increasing number are choosing the option of not making a song and dance 
about EVP at all.

• Line management capability has become central to EVP, with the manager 
assuming the role of broker in the relationship between individual and organi-
sation. This has meant that the delivery of EVP at ground zero has become 
more sensitive to manager capability.

• A shift in the way that talent thinks about careers, with a more consumerist 
mindset, has frequently not been echoed in HR thinking. There is still a lot 
of evidence to suggest that many HR functions think too introspectively and 
develop propositions inside out rather than also outside in. 

• For HR, the EVP journey has not all been challenge and no success. So where 
there have been successes, what have been the common factors? 

 – Greater realism and authenticity – a recognition of what promises can be 
delivered upon, and a desire to drive better alignment between corporate 
and individual values.

 – Communication – both of the deal itself and also of events that stand to  
reinforce the proposition in the eyes of others.

 – Investing in management – putting effort into equipping managers to be 
effective in engaging the employee in the organisation, and balancing indi-
vidual and corporate needs, reality and hype, consumer and employee.

‘EVP has exposed a number of 
holes in HR’s tool kit, which are 
not necessarily being plugged’
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• For HR, capability needs have been exposed in several areas:

 – Knowing what questions EVP should answer – issues result in organisations 
that have a reliance upon bottom-up data (for example engagement 
surveys), or those where there are gaps in strategic workforce planning 
capability. The risk, where this is the case, is that a proposition is developed 
that is not aligned with the strategic needs of the organisation or reality.

 – Measurement – the more successful organisations employ a pyramidal 
approach to EVP measurement. At the base are the more basic measures of 
what are largely the symptoms of EVP – attrition, internal versus external 
recruitment, offers, engagement data and similar metrics. The middle layer 
features more insightful use of data and the addition of more externally 
focused data. The tip of the pyramid sees this complemented by the pro-
active generation of data relating to external markets and segmentation, 
brand awareness and much more direct measurement of EVP in similar 
ways to those employed by marketing.

 – Technology – a tentative approach to social media perhaps linked to the 
lack of an overall consumer-led approach to EVP, is resulting in a lack of 
clarity as to what needs to be said to whom using which platforms and 
channels. 

 – Overall approach – HR is largely lacking in the thinking and skills needed 
to interact with talent more as consumers – it needs to understand and 
segment its target market, develop compelling propositions and aligned 
solutions, measure the right things and evolve its policies and processes 
to better match how talent thinks about careers rather than how HR 
thinks about processes. It needs to mimic or join forces with marketing to 
develop these skills.

• The most significant implication of this research is linked to the growing 
trend of merging consumer and employer brands. This has raised questions 
around HR’s capability in the areas of data, proposition development, channel 
management, external mindset and customer relationship management. As 
a result, we have seen some of these organisations moving ownership of EVP 
to the marketing function. HR needs to take this trend very seriously if it is 
to avoid the creation of a big hole in its ambition to be a strategic partner. It 
should instead make this a debate about the strategic choice over where this 
capability should sit rather than a lack of capability in one area.

‘HR’s ownership of EVP (and 
potentially beyond) is under 
significant threat from the 
marketing function. HR must 
take this very seriously and 
at the very least be joined at 
the hip with marketing and 
corporate communications’
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Main report
EVP – how do we interpret and apply the term?
Key themes:

• As the breadth of what is seen to be included in EVP increases, organisations are 
finding it harder to articulate what it means in simple terms that the business can 
identify with, and questioning how it differs from the wider consumer brand. As a 
result, many organisations have ceased using any kind of specific term at all, and 
some have merged employer and consumer brands.

• The majority of organisations surveyed are describing a deal, comprising the com-
posite of many different factors across the employee lifecycle, in which the needs of 
the employee and employer are balanced and openly described.

• They are also taking pains to describe the totality of benefits that an employee can 
experience, focusing less on traditional pay and benefits, and instead on benefits of 
which employees are often ignorant.

What is clear is that there is no consistent way in which organisations describe 
or interpret their EVP, although there are some strong trends that are worthy of 
mention. Many talk of ambiguity around what is meant by the term, challenges 
in getting the wider business to engage with the concept, its growing scope and 
differences in interpretation and application in different areas.

‘We use the term a lot, although I’m not sure that we could articulate what it means’, 
said one HR director. Another remarked that ‘it means different things in different 
places’. There was a view that HR jargon had perhaps queered the pitch slightly 
in terms of engaging the wider organisation in the concept of EVP, and that this 
history was making it harder to get traction. One leader remarked ‘the term itself 
is a bit HR-ish for our employees – they don’t understand it’. As a result, a significant 
proportion of the organisations interviewed said that they do not use the term 
explicitly. 

Another area of variation in interpretation is perhaps historical. Go back a few 
years and the term employer brand was commonplace. This term was more 
often than not applied to the arena of external recruitment and was typically 
associated with the way in which an organisation represented itself in the 
external talent market. The research found that these previous efforts had 
created some confusion in organisations, with people asking ‘so is EVP the same 
as employer brand?’ The answer to this seems, almost unanimously, to be that it 
is not. The sentiment with which people talk about EVP, whether they use the 
phrase or not, is something that is all-encompassing in scope and both internal 
and external in relevance – from attraction right through the various stages 
of the employee lifecycle, and from recruitment through to development, 
talent management and culture. In fact, it is seen to include all areas seen to 
have an impact on the experience of a potential, current or past employee, 
whether associated with HR or not. ‘It’s about long-term delivery for the individual, 
not just hiring’ said the global head of resourcing for a large multinational 
organisation. ‘EVP is a continuum, which starts before you hire someone and lasts 
through every stage of the employee lifecycle’, he continued. This broad scope 
seems to be another driver for a move away from using the term explicitly. 
‘This all-encompassing piece makes it harder to talk about EVP in a way that is 
simple’, said the HR director of a telecommunications business. An HR leader 
in financial services reinforced this view, commenting that it was ‘hard to rule 

‘As what is considered to be part 
of an EVP increases in scope, it 
becomes harder to explain in 
simple terms what it is’

‘Is EVP the same as the notion 
of employer brand? The almost 
unanimous answer is no – it is 
seen to be much broader  
in scope’

‘There is a strong desire not to 
make EVP a product. As a result, 
many organisations are choosing 
not to talk about it too explicitly 
in case this results in confusion’
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things out of scope because it is so broad and interdependent. We don’t really use the 
phrase because of this.’ In an interview with the VP of talent for a global services 
business, the point was made that ‘sometimes people get hold of EVP and try to 
turn it into a product.’

So, if EVP is something that spans the employee lifecycle and is not specific to 
recruitment but influenced by many factors potentially, what is it trying to do?

Here, there was a tremendous degree of alignment. EVP, it seems, is about 
creating a deal. More than half of the organisations spoken to as part of this 
research explicitly used this term. By deal what is meant is what one HR leader 
succinctly described as ‘the silent contract between what we can offer an employee 
and what we expect of them in terms of performance.’ This is a key element of 
the findings, because it very ably describes the modern dilemma that many 
organisations face. They recognise that talent needs to understand what’s in it 
for them, but the modern organisation cannot afford to simply throw gifts at 
people without expecting something meaningful in return. As such, there is 
a real authenticity and commerciality to the way in which EVP is talked about 
in 2015, as compared to some occasions in the past where HR may have been 
accused of chasing the happy factor without that harder-edged expectation of 
return on investment. An HR leader in the public sector summed it up thus: ‘it is 
more than the employment offer, it is the lifetime offer. It’s the give and the get – as 
an employer we will give you this, and in return we expect and need this – and do the 
two line up?

So, by these measures EVP is perhaps best defined as a deal, a psychological 
contract, that describes how mutual expectations can be met through 
employment, and which takes into account an individual’s total experience of 
that organisation through the entire lifecycle of the relationship.

One thing that emerges as being a staple of how organisations talk about EVP 
is that the hype must match the reality. In a talent market where barriers to 
moving from job to job have never been lower, employers recognise that they 
can no longer advertise one reality and deliver another. A technology business 
described its approach to EVP as being ‘a collection of things we want to say about 
ourselves and that we wish were true, rather than reality. The trouble is that people 
come into the business, find out the truth and sometimes leave as a result. It’s a 
vicious circle.’ 

With the availability of real-time information on an employee’s experience of 
an employer via job review sites and social media, there are not many places to 
hide if you are prone to over-promising and under-delivering.

This has unsurprisingly sparked the motivation for organisations to get their 
acts together, and in particular to look at the degree to which all the different 
things that could contribute to the employee experience line up with one 
another. This has uncovered some issues – ‘we have a number of different pieces of 
work happening on EVP currently, but they are not very connected’ said one senior 
HR leader. Equally, the head of global talent acquisition of another organisation 
commented that ‘it is critical to ensure that EVP helps you align the different 
elements of the employee lifecycle.’

Take this desire for an alignment of the different elements of the offer to 
the individual and the very broad perceived scope of EVP, and it is perhaps 
unsurprising that organisations are shying away from positioning EVP as a thing 
in its own right, and considering it more as a wrapper – something that throws 

‘EVP is perhaps best defined 
as a deal, a psychological 
contract, that describes how 
mutual expectations can be met 
through employment, and which 
takes into account an individual’s 
total experience of that 
organisation through the entire 
lifecycle of the relationship’

‘These days, there is nowhere to 
hide if an individual’s reality of 
an organisation does not match 
the hype’

‘EVP can be considered as a 
wrapper and should help you 
align the different elements of 
the employee offer to create 
a compelling but authentic 
proposition’
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a hoop around a number of different things in order to create a proposition. 
Thus, we see a strong correlation with recent Henley talent research, which 
encouraged HR to think more like marketing in the way in which it approached 
talent. A head of talent described EVP as ‘quietly bringing together many different 
aspects – brand, culture, change, development, reward, wellbeing – related to 
employer of choice and engagement.’ This more holistic approach was also 
articulated by another HR head who remarked ‘simplistically, we want to lead well, 
train well and reward fairly – so anything which comes under that is what we mean 
by EVP.’ 

One manifestation of this more holistic approach to EVP is the expansion of 
what an organisation would like an employee to know about what it can offer 
them. In the past, there was perhaps an over-dependence on ‘hard’ benefits 
such as basic and variable pay, share schemes, health insurance, car allowances 
and the like. What was found in the research was that organisations – especially 
those perhaps less able to compete on financial grounds – are at pains to 
articulate the totality of what they can offer to an individual. A common 
frustration was that many individuals, including existing employees, were 
largely ignorant of many of the benefits they already received or some of the 
softer benefits of working for a particular employee. This situation had already 
spawned concepts such as the total reward statement in recent years, but this 
philosophy is being further expanded under the guise of EVP. ‘We do a lot of 
things really well, but we sometimes fail to communicate them well. People have 
joined and found out they had benefits they didn’t know about’, said one HR leader.

Different people also have different needs, further reinforcing the need to move 
away from a one-size-fits-all approach to EVP. The HR director of a fast-growing 
business with a large number of younger employees said of EVP that ‘it must 
be agile and able to adapt because the difference between the generations is huge 
and accelerating. EVP is as much about the internal as the external, and it is being 
fragmented as different groups add more texture to the workforce.’ Such sentiment 
again supports a view that EVP should be seen in a more holistic and aligning 
sense, rather than as a product.

So increasingly we see employers using EVP as a means of articulating to 
potential and existing employees what it is they can gain from a relationship 
with them, but also what they expect. In addition to this, however, we also 
see a growing trend to articulate what the organisation stands for beyond the 
individual, and how an individual contributes to this. This has the potential 
to align two growing trends – the growing importance of corporate values to 
candidates and employees alike, and the need for organisations to project their 
purpose and brand into the outside world in general. As a result, we see many 
organisations merging work on organisational values and EVP. One FMCG doing 
this commented: ‘we have been working for two years on what we want to stand 
for both internally and externally… this is absolutely NOT just an external branding 
vehicle. We want people to associate [company] with something.’

But this blurring of the distinction between company values and EVP is just the 
start. What the research showed was something even more interesting – that 
a growing number of organisations are challenging the distinction between 
their employee proposition and their customer proposition. A global leisure 
business was actively working on this. ‘We are trying to play with one concept 
across customer and employee. Employees are also our consumers, so why would we 
apply different approaches and propositions to them.’ Another large organisation 

‘A common frustration was that 
existing employees were often 
unaware of some of the wider 
employment benefits they had 
access to’

‘Some organisations are merging 
EVP and company values, but 
a growing number are going 
further and merging employee 
proposition and customer 
proposition to have a single 
internal and external offer… 
these moves create greater 
alignment between corporate 
and individual ambition’
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remarked that ‘we need to understand where the brand is going and the fit with 
the customer experience. Our proposition to talent is absolutely tied up with our 
consumer brand.’ What such a move begins to do is to create ever-greater 
alignment between corporate and individual ambition. 

This move to coalesce employee and consumer propositions is absolutely in line 
with Henley’s own findings that talent is exhibiting consumer behaviours and 
that we should begin to engage with it in the same way that we engage with 
the customers who buy our products and services. However, it is very exciting 
not least because of the implications on who should own this new, combined 
proposition. More than one organisation has taken what appears to be quite 
a brave step, but one which might well become more commonplace – it has 
moved EVP into marketing in order to drive alignment and leverage skillsets  
and brand vehicles.

So, where does this leave EVP as a term? It appears that its vital nature in 2015 
is widely recognised and that the vast majority of organisations are putting 
very serious thought and effort into it. In doing so, EVP itself seems to have 
transitioned to become more of a wrapper term, which binds together and helps 
align the various elements that constitute the employee deal or proposition. As 
this has happened, it has moved some of the capabilities needed from the HR 
sphere towards more of a marketing skillset. This is making it incumbent upon 
HR to think about EVP either in the same way, or as part of the same thing, as an 
organisation’s consumer brand.

Why is EVP important for organisations and on what 
evidence is this based?
Key themes:

• EVP, or rather the symptoms of a lack of focus on EVP, appears to have shot up the 
list of urgent things to do, and is increasingly positioned as a business issue rather 
than something that HR talk about.

• Organisations appear split on their approach to understanding the needs that EVP 
should seek to address – with some looking at the needs as being internally driven, 
some as externally driven and some both. Many organisations are relying heavily 
on internally generated data, with the relevance of engagement surveys under scru-
tiny.

• The key drivers for a focus on EVP are very contextual and influenced by factors 
such as shortages in specific strategic skills sets, competitive position, available 
cash, wider brand awareness needs and cultural change to name but a few. Some 
approaches are therefore more strategic and some more defensive depending upon 
the situation.

One of the things we wanted to particularly explore in the research was the level 
of importance being attached to EVP. Was it an HR nice to have or was it a real 
business issue? We also wanted to understand on what evidence or justification 
was work on addressing EVP being based? Where did this information come 
from? Was it qualitative information or quantitative?

When we look at the importance of EVP in the organisations surveyed, the 
first thing that jumps out is that the whole thing feels much more urgent and 
important than if we were to have done this research five years ago. There is also 
a strong sense that this is being seen increasingly as a business issue rather than 

‘One organisation has moved 
EVP into marketing in order to 
drive alignment with customer 
brand’

‘The way in which EVP is evolving 
is taking HR into a world where 
it requires more of a marketing 
mindset and skillset’

‘EVP, or rather the symptoms of 
a lack of focus on EVP if not the 
term itself, appears to be seen 
increasingly as a high priority 
business issue’
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something that happens in HR. The recognition of this need by wider business, 
for reasons stated in the previous section, is not so much expressed as a need 
for EVP, but a need to deal with the symptoms created by a lack of focus on EVP. 
Again, this supports the positioning of EVP as more of a wrapper than a product. 
Businesses are describing a number of existing ailments or future needs, which 
together require better communication of what an organisation stands for, a 
greater ability to attract and retain the talent it needs and a better alignment of 
the various elements of the employee lifecycle. 

‘For us, it is absolutely top of the agenda’, said one HR leader. Another commented 
‘We have three commercial requirements and this is very much seen by the business 
as the fourth leg… we need to build a new business and a new deal that is about more 
than pay. Being a legacy business, we have many years of culture and history  
to address.’ 

The interesting thing is that, while all seem agreed on the importance of EVP, 
there are many different factors driving that importance across different 
organisations, so it appears very contextual in this regard. Another key 
difference between the organisational approaches was whether the need was 
based on external drivers, internal drivers or a combination of the two.

A driver mentioned by many was related to pay. Following several years of cost 
management through the economic turmoil, around half of the organisations 
contacted as part of this research said that they were focusing on EVP because 
they either couldn’t offer the most competitive level of pay or did not wish to. 
As such, they were using EVP to articulate the breadth of benefits that they can 
offer an employee including but going beyond basic pay. ‘In this sector we are not 
going to be able to compete on pay for skills that are not sector-specific’, said one HR 
leader. ‘We have made a conscious decision not to be the top payers in the market, so 
our wider EVP is important’, said the VP of talent of another.

This philosophy of using EVP to position a wider view of benefits, but also to 
balance out or compensate for certain elements of the employee deal that 
are perhaps considered weaker than the competition for talent appears to be 
a strong theme. This was especially true for pay as outlined above, but it was 
also true of other elements of the employee experience. The group HRD of a 
fast-growing retail group talked about the need for their HR function to start 
thinking more about EVP, commenting that ‘work here is very demanding, but 
the compensator is the brand. We do have to watch that we are not exceeding our 
overdraft of discretionary effort. We have a great culture but work is hard and we 
are beginning to see some of the dis-benefits – attrition is high.’

Another common driver for a focus on EVP was a shortage of talent either 
internally or externally. Sometimes the need was to attract talent to an 
organisation because awareness in the market was not where it needed to be, or 
because the sector was not seen as attractive in comparison to others. ‘It’s quite 
hard to get people to work in this sector due to public perception’, said the EMEA 
head of talent for a large European business. More than one organisation cited 
issues with brand recognition due to the nature of their business model. ‘We 
have relatively low brand awareness due to white-labelling our products under other 
brands,’ said the head of employer brand and people experience of a well-known 
financial services organisation. ‘We don’t have the profile that we need to have in 
the market, so it is really important to be recognised and credible – with everyone 
from candidates to regulators’, remarked the head of engagement of a global 
FMCG. This is not limited to the private sector. ‘We are beginning to see evidence 

‘One of the interesting findings 
was that the drivers of a focus on 
EVP appear very contextual’

‘Around half of the organisations 
who took part in the research 
were using EVP to try to balance 
out known strengths and 
weaknesses in their employee 
proposition’

‘Another driver for a focus on 
EVP was a challenge in attracting 
and retaining the right talent in  
a competitive marketplace’
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of the lack of attractiveness of certain careers such as GPs and emergency medicine. 
We have around 300 trainee GP posts this year, and we are about 30 applicants 
short. Another area is around 50% short’, said an HR leader in the NHS.

For some, this focus was related to a high level of competition for the same 
limited supply of talent in the external marketplace. ‘We are in a situation 
where we are in huge competition for the best people, so we need to articulate why 
they would want to come and work for us,’ said the UK HRD of an international 
technology business. This was a common theme in several other organisations. 
‘It is important because there is such a small talent pool of really good people and we 
need to get them and keep them. We are now more of a group now, structure-wise, 
so can offer people a more coherent career across different areas,’ said another 
leader.

Then there were those organisations trying hard to retain key skills in their 
organisations. ‘If you show a commitment to internal people you get more back. 
For us, we are currently demonstrating this by actions on the ground,’ remarked 
the group resourcing director of a global manufacturing organisation. In some 
cases, the focus on retention comes from what is perceived as a lack of reality 
versus the hype around the employee deal. One head of talent commented that 
‘we are attracting people into our organisation and they are saying that this is not 
the progressive organisation that they thought it was. They want something more 
modern in terms of package and so on. Policy is lagging behind the demand and 
hype. We have seen some people leave within three months.’

One organisation was acutely aware that they wanted to avoid any surprises 
post-joining and, therefore, switched its selection days to take place at local 
operational sites, so that candidates could get a real sense of the culture and 
reality.

Another relatively common factor for an increasing focus on EVP was the 
need to change or maintain culture. Some organisations had the challenge 
of maintaining an element of common DNA as they grew, sometimes 
significantly. For others, it was about attracting a different kind of person into 
the organisation. ‘Eighteen months ago we were 4,500 people. Now we are 7,000. 
Our leaders are very conscious that we mustn’t lose the culture. This has made it 
important for us to be clear about what we stand for’, said a global head of talent 
acquisition. The UK HR director of a multinational retail business commented 
‘we need people who are very customer focused. Not a hard sector to recruit into so 
we need something that is meaningful to them but which differentiates between the 
wheat and the chaff’. Some of the organisations involved in the research were 
proactively using EVP, not just to encourage the right kind of people to join, but 
to gently discourage the kind of person who might not thrive in the culture. 
As such, EVP was helping them to achieve some cost savings too, in that it was 
being used as a primary recruitment screening filter.

So the reasons for upping the focus on EVP appear many and varied – defensive 
or opportunistic, internally driven or externally driven in nature of requirement. 
But upon what are organisations basing these views? In the research, we 
pressed organisations to reveal which sources of information they relied upon 
when assessing issues relating to EVP. This question threw up an interesting 
finding – that the majority of organisations were basing their views on EVP 
solely on internally generated data from their current employee population. In 
the main, this internally generated data is coming from engagement or pulse 
surveys. The data sets created are then mined for common themes or for areas 
where scores seem to be lower than desired.

‘Policy is often lagging behind 
demand, creating issues with the 
reality not living up to the hype’

‘Some of the organisations 
involved in the research were 
proactively using EVP to save 
money by using it as a primary 
recruitment screening filter’

‘An interesting finding was  
that the majority of 
organisations collate date only 
from their existing employee 
population. This differs from the 
way in which marketing deals 
with consumers’
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‘While engagement surveys offer 
information, they do not always 
offer insights, since they are 
often self-referenced rather than 
contextual to strategy’

This would appear to be an area where HR was again at odds with marketing in 
its approach. In the marketing world, insights would be sought from potential 
future, current and past customers – especially those who had turned the 
organisation down or left. In the world of talent, it seems that HR focuses 
mainly on the middle group – retaining and engaging those who have already 
made a decision to buy. Furthermore, if we are using engagement scores as our 
benchmark, against what are we comparing them and how can we tell if they  
are good or bad? 

Engagement surveys are no doubt valuable sources of information, but not 
always of insight. Insight is best defined as information with context. The context 
in which engagement data is often judged is against itself – in other words, 
scores are deemed good or bad depending upon previous years’ scores and/or 
versus subjective benchmarks such as ‘below 60%’. Rarely is engagement data 
viewed in the context of strategy – where does engagement need to be good, 
and how good does it need to be? Which segments of the employee population 
are most critical to strategy? At what level of engagement do we see  
a corresponding increase in attrition? 

The other pitfall of engagement surveys is that they tend to fly in the face of the 
increasingly consumerist behaviours of talent, in that they are highly generic 
tools and yield high-level rather than granular or individual insights.

Other organisations have done some proper research within their organisations, 
and a few admit that they do not yet gather any information relating to EVP.

However, some organisations were looking beyond their existing employee 
population, turning to the outside world to complement internally generated 
data and to seek to understand the desires of future employees such that a 
more attractive proposition could be developed for all. One great example 
of this was a global FMCG. One of their HR leaders said, ‘we did some research 
with candidates and there was a lack of awareness of what we make. We targeted 
specific groups of candidates with the skills that we needed and used their feedback 
to develop our EVP’. This is a good example of an EVP approach rooted in the 
current and future needs of the strategy. The head of EVP (not sat in HR) of a 
large technology group commented that ‘in terms of data, we have been using 
search firms to gather information from prospective candidates. We also interviewed 
40 recent hires using an external firm of anthropologists and are working with an 
agency to kick off some research around how well we’re doing.’ In this case the 
organisation is clearly trying to understand the nature of the experience it 
delivers in practice, and also whether the reality matches the hype. One or two 
others had done some external consultation to really get under the skin of how 
they are seen as an organisation. The importance of this was reinforced by a 
leader in the recruitment industry. ‘We are quite privileged really because people 
tell us the truth. I am dealing with sophisticated senior people who want the reality 
not the marketing’, they remarked.

So although many HR functions are potentially relying upon internally 
generated data from only a proportion of potential career consumers; a growing 
number are looking to gather data from a much wider audience and attempting 
to connect these insights at a more individual level. Perhaps the best summary 
of this new approach was provided by a head of employee experience in a 
financial services organisation, who commented ‘we need to move away from 
mass market or survey approaches to much more individualistic approaches. We are 
just coming out of a research phase in conjunction with a research agency in terms of 

‘We need to move away 
from mass market or survey 
approaches to much more 
individualistic approaches’
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helping to understand our EVP. We have also done internal research for around nine 
months, focusing on more qualitative, descriptive, stories.’

Where do we see gaps or issues in approach?
Key themes:

• Organisations are struggling with delivering consistent positioning and message. 
This is leading to confusion, lack of brand awareness and issues aligning EVP with 
other initiatives.

• Line managers are pivotal to delivering a reality that matches the hype at an indi-
vidual level, but there are gaps in management capability, amplified by ingrained 
perceptions and lack of awareness of benefits by current employees and unrealistic 
expectations from candidates and new joiners.

• Lack of a longer-term and B2C mindset and the ability to think of talent in these 
terms. There is a general view that organisations are behind the curve in leveraging 
technology in support of EVP – especially digital media.

Among the most common issues cited in organisations’ approaches to EVP was 
that of communication. Earlier on, we saw that many found the modern concept 
of EVP so all-encompassing that it made it difficult to articulate the essence of 
what was meant by the term. When asked to describe some of the things that 
were getting in the way of creating a compelling proposition for talent, this 
question of communication came up again but in a number of different ways.

One such challenge was related to a desire to communicate to the various 
audiences with a consistent message around EVP. The UK HRD of a European-
headquartered technology business remarked that ‘another challenge is how 
we reflect our international deliverables, while we are forging our own identity as 
a UK organisation – this can throw up some differences in interpretation.’ One VP 
of talent and development commented ‘we are a big global organisation, and 
getting a consistent experience on the basics may vary.’ An HRD reinforced this 
by saying, ‘trying to influence all of the 700 managers in the organisation can be 
hard in order to create a consistent experience.’ During a similar conversation 
with an EMEA head of talent, they remarked that ‘we must be able to talk with 
different stakeholder groups from employees to investors. There is wild inconsistency 
about how we may come across. We are a long way off being able to articulate the 
central messages and common truth as to what we are.’ This sentiment was quite 
common among those interviewed. 

The question that this potentially raises, if we buy into the notion that talent 
behaviour is becoming increasingly consumerist in nature, is whether we 
are both striving to achieve the unachievable and focusing on trying to 
drive consistency for the sake of consistency. Why do we need a project or a 
framework or a common way of describing something that is being recognised 
as being increasingly more individual in context and broader in scope? Might 
this not simply result in both greater complexity and a lowest common 
denominator outcome? It is a valid question.

Another side-effect of a focus on consistency can be that work on EVP can be 
seen to cut across other initiatives. This can sometimes see it getting bogged 
down as the various stakeholders debate, and in some cases argue and compete 
around, positioning and ownership. One group HRD commented ‘One issue 
was that we talked a lot about having a standardised EVP and anchoring it in a set 
of values, but we then got held up by lots of discussions about corporate brand.’ The 

‘A question is whether, in our 
chosen approach to EVP, we are 
trying to drive consistency for 
the sake of consistency – when 
our own evidence is showing 
that a more individualised 
approach is required’
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‘Complications around the 
communication of EVP may well 
be contributing to the trend 
to simply get on with doing it 
without any fanfare’

head of engagement for a global FMCG added ‘one of the blockers is that group 
are trying to do [project name] just as we were about to go live with EVP after two 
years of work.’

Another reason for the communication of EVP being less effective than desired 
was that its somewhat enigmatic definition meant that it simply became lost 
among a number of other initiatives. ‘We are a huge company and there is a lot 
of noise – we need to be careful how we put messages into the organisation and 
align them so that we reduce the noise. There is always someone coming up with 
something,’ offered the head of EVP for a world-renowned consumer business.

So when it comes to communicating around EVP, the situation appears fraught 
with issues, and this appears to be a contributing factor to the trend related 
earlier for organisations to focus more on simply acting around EVP versus 
making a big thing about it. 

But communication challenges are by no means the only barriers to building 
traction on EVP. Some of the problems lie, not in the marketing, but in the 
execution. With the behaviour of those with talent becoming more and 
more consumer-like, and having ever more expectations of employers and 
careers, there is a need to deliver the brand experience in a more individual 
and contextual way. It is too much to expect that the burden of this should 
fall solely at HR process level – it needs the personal touch of those closest 
to the employee to broker between organisational offer and individual need. 
Yes, the line manager sits at the centre of the delivery of the EVP, whether it 
be the management of existing employees or the way in which they interact 
with potential future employees; so it is unsurprising that many organisations 
surveyed talked of gaps in a manager’s ability to make EVP live at the coalface. 

‘Managers struggle to articulate the non-financial elements of the value proposition 
– underselling what the business can offer’ said one HR leader. This comment 
exemplified a trend in the research whereby many organisations felt that their 
employees did not have a feel for the whole range of benefits, financial and 
non-financial, that they received or had access to. Where there existed some 
level of historical challenges to the relationship between an organisation and 
its employees, this was especially true. In discussion with the head of talent at a 
large, unionised employer, the point was made that ‘people think they are poorly 
rewarded when often they’re not. They don’t understand whole package including 
pension, development opportunities and so on. There is a perception around 
careers that operational staff don’t get the same opportunities as those in head 
office, so trust is an issue. We are having to find a load of savings currently, so these 
perceptions prevent us moving forwards with reward reform.’ In this example, the 
business badly needed the support of line managers in educating employees 
and helping to engage them through a difficult period, yet they were seen to 
be sitting back and instead allowing the unions to manage the dialogue with 
employees.

Another HR director commented, ‘our challenge is ensuring a good employee 
experience. It is about good induction and ongoing support, yet some people are 
saying that they don’t meet their manager for a month – you do hear this quite 
commonly. Trying to influence all 700 managers in the organisation can be really 
hard.’ 

So it appears that many organisations are needing more from their line 
managers in order to really own the point of EVP delivery. The more that this is 
the case, the more that the engagement of employees in the business moves 

‘Managers can struggle to 
articulate the non-financial 
elements of the value 
proposition – underselling what 
the business can offer’

‘For too long, line management 
has remained the only mission 
critical element of a role where 
average or poor performance is 
accepted’
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away from being an HR process requiring communication and alignment of 
many stakeholders, to something that is part and parcel of how managers 
and their team members work together daily. This means that, in general, 
employers need to make more of a stand on line management. For too long, it 
has remained the one mission critical element of a role where average or poor 
performance is accepted. Other research into talent management paints a clear 
picture – the role of the line manager is becoming more, not less, important 
going forwards. Those who continue to see it as a funding luxury will end up 
losing out to those who see it as a critical people priority and putting the 
resources behind it.

So what is going on? Why is it that so many organisations seem to be struggling 
to get the importance of EVP into the corporate psyche or the thoughts and 
deeds of managers? Perhaps some of the answer, at a macro level, is simply that 
businesses have not really been thinking about the strategic importance of EVP, 
focusing instead on EVP being more of a tactical effort to reduce recruitment 
lead times or costs due to attrition. How many have really been looking into the 
future, examining trends in the talent market, the competitive environment 
or socio-economic shifts and seeing that the psychological bond between 
employee and employer is going to become key not only to competitive 
advantage, but to business sustainability? Nowhere is this point better made 
than when we observe the recent stampede towards attaining excellence in 
strategic workforce planning (SWP). Here, rather than the saying the mind 
is willing but the body is weak, we seem to be seeing exactly the opposite – 
many organisations seem to be busily creating answers, while only a few really 
focus on what the question is they are trying to answer. The result? A tactical 
approach hiding under a strategic wrapper – a spreadsheet-driven number 
exercise trying to fill in for a capability-driven discussion of business strategy 
and market scenarios. A failure in proper strategy-led, scenario-based SWP lies 
at the heart of the EVP priority issue, leaving the longer-term strategic risks 
posed by a continued lack of investment in EVP seen as low on the agenda.

This was summed up very effectively by a business leader who said of EVP 
‘what’s scary here is the sheer scale of what needs to happen and the speed that it is 
needed. I don’t think it’s even on people’s radar – it will be a growing problem. People 
are not thinking strategically, and the risk is that we trundle on as we do now. We 
need to be thinking about how some of today’s issues are going to be massive issues 
in a few years’ time.’

The same apparent reluctance to think longer term appears also manifests 
itself in other perceived issues – that of digital strategy combined with another 
common complaint: a lack of a B2C/consumer mindset. Pretty much all of the 
organisations interviewed as part of this research talked about their approach 
to digital media being behind where they felt it needed to be, but were at the 
same time, being largely tentative in their approach to the topic. Equally, few 
were looking at the challenge of engaging and retaining talent in the way in 
which they looked at attracting and keeping customers. ‘We have gaps around 
technology. We don’t use it enough or in the right way. Our leaders are not so good at 
using it, so we have not focused on it so much,’ said one HR director.

It is not just a question of leveraging advertising via channels such as social 
media that is the gap for some organisations, it is a lack of engagement in 
general with those channels increasingly used by the very talent that they 
seek. For example, yes, most organisations questioned said that they were 

‘Many organisations talked 
about their approach to digital 
media being behind where they 
felt it should be, but were at the 
same time largely tentative in 
their approach to it’

‘A failure in proper strategy-led, 
scenario-based SWP lies at the 
heart of of the EVP priority issue ’
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only dipping their toes in the social networking sites, but there was also a 
general lack of awareness and utilisation of online employer review sites 
commonly used by the younger elements of the talent market. There was 
reasonable engagement with certain online career sites but, again, a lack of 
longer-term vision as to how an organisation’s relationship with such third 
parties might evolve over time. In the absence of a clear internally driven digital 
media strategy, there is a risk that many organisations may end up being over-
dependent upon such career networking sites in order to maintain and cultivate 
a relationship with the talent it needs. Almost no organisations were thinking 
about how they might react to the growth of intermediation in the talent 
field. One comment in particular stood out: ‘the biggest gap is our social media 
approach – our response to LinkedIn, Facebook, Glassdoor etc. We probably have 
someone whose job it is, but I don’t know who.’ 

It was also true to say that many organisations were not making full use of 
information that they had access to within their own organisations. This 
included both sources of data, but also insights generated from that data. This 
will be discussed in more detail in the section of this report relating to analytics, 
but to summarise, data was frequently gathered and analysed generically and 
not segmented to yield insights into what drives engagement in specific groups 
of employees. Equally, there were unleveraged opportunities to acquire data 
and insights from the external world (such as focus groups, data from corporate 
websites, social media etc), which might well have been vehicles exploited by 
the marketing department of the same organisation but were largely unused by 
the HR function. ‘Our resourcing team is still too process driven and we are lacking 
the data to do good analytics,’ was a typical refrain.

Finally, on the technology theme was the matter of equipment itself. To what 
degree are we making it easy for employees to interface with the multitude 
of information systems in our organisations? There was a strong view that 
technology within organisations was often seen as outmoded and not in 
sync with technology in the outside world. Furthermore, this had got to 
the point where it was in danger of creating frustration and a decrease in 
engagement in the younger talent demographic, who were used to technology 
working seamlessly, rather than what was often the somewhat disconnected 
and cumbersome world of organisational software and hardware tools. As 
such, Bring You Own Device (BYOD) was an opportunity being discussed in 
many of the HR functions surveyed, but, in the majority of organisations, 
this was a discussion that had not been brought to a conclusion. As such, 
many organisations continue to expose new employees to an unwelcome 
technological culture shock as they take the first steps toward a career.

What are organisations doing, and what is working?
Key themes:

• Being authentic. The realisation that there are benefits in showing prospective 
employees what it is really like to experience an organisation. Being very deliberate 
in matching the hype to reality.

• Being explicit about what is offered in terms of the employee proposition. Ensuring 
that employees are aware of benefits beyond the financial. Taking steps to align 
personal and corporate values and helping line managers put the message across.

‘There were unleveraged 
opportunities to acquire data 
and insights that might well have 
been exploited by the marketing 
department of the same 
organisation but were largely 
unused by HR’
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• Publicising opportunities and successes. Using data to deal with preconceptions and 
to celebrate success. Exploiting internal communication vehicles to smash hierar-
chies.

• Blurring the line between, or even coalescing, consumer brand and employer brand 
on the basis that they are often the same or, at least, not sufficiently different to 
warrant separate approaches.

A really strong trend from the research was a realisation that in order to 
maintain a valid EVP, employers must strive to not over-promise and under-
deliver – to ensure that the reality matches the hype. This is both an important 
and a topical finding because there has been a growing awareness that one 
of the most powerful influences in talented people bouncing straight back 
out of organisations within the first year has been the mismatch between 
what was sold to them and the reality. This may relate to cultural or structural 
challenges, to travel or workload, to resources… the list goes on. ‘With us, it 
is less about showing that we are better than the competition and more about 
getting people into a company like us. We have focused less on marketing and more 
on delivery. A mismatch between hype and reality leaves a bad taste in the mouth. 
Our attrition rate is less than 5%,’ was the view of a global head of resourcing. 
What organisations appear to be learning is that being authentic matters. ‘One 
learning is the fact that we have tried this once before and it hasn’t worked. We need 
to match hype with reality,’ said a VP for talent and development. This does not 
necessarily mean that organisations are washing their dirty laundry in public 
and telling employees and prospective employees about all the things that are 
wrong with their organisation. It simply means that employers are beginning 
to find smart ways to talk about the reality of the employee experience that 
they offer, on the basis that this not only helps ensure that the employee can 
sign up to the deal, but that the organisation is also reaping benefits in terms 
of minimising unnecessary recruitment activity, maximising engagement and 
productivity improvements. 

Some employers are being even smarter, using an articulation of what it is really 
like to work for them to deliver a mechanism for primary screening via websites 
featuring online questionnaires, value statements, employee testimonials and 
real-life case studies. They are not only trying to attract the kind of person who 
is most likely to thrive in and be engaged in their organisation, but also trying 
encourage those who may not to self-select out before valuable company 
resources are consumed. Equally, in a world where people can record their 
experiences of an employer on review sites for all to see, it becomes much 
harder for any organisation to conceal or spin the reality of what it is like to work 
for them. What this seems to have prompted is a more realistic positioning of 
what can be offered, which makes the best of what exists but does not make 
promises that cannot be kept. A service provider to the HR sector commented 
that ‘some of the FMCG business are good – thinking long term in terms of how they 
retain great people for careers. They think about what they have to do and then put 
it into action. Some companies don’t think about it much and only look at the money.’

Where the reality is that there is plenty of travel involved in a role, this is made 
clear and the developmental benefits publicised, but there is also an explicit 
recognition that this may not be for everyone. Words like dynamic and fast-paced 
or hard-working are appearing more often as metaphors for what is expected 
from employees. Phrases like those who enjoy working in a complex stakeholder 
environment and we expect a lot but reward high performance hint at elements of 

‘Some organisations are using 
EVP to actively encourage those 
who may not thrive in their 
organisations to self-select 
out before valuable company 
resources are consumed’
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corporate culture at role-description or job-advert level. Some organisations 
take an applicant on a journey through a series of questions that, depending 
upon how they are answered, may lead to the reply ‘it may well be that a career 
with [company] may not be for you.’ 

One large employer changed its recruitment approach to move away from 
assessment centres being run in hotels and conference centres, and held 
them instead in local offices so that prospective employees had a much more 
accurate view of what it was like to work at the business. The HR director of this 
organisation added that ‘we asked real line managers and union reps to meal night 
before the assessment centres to talk to people. From this, we saw some people were 
really excited and some saying they didn’t really fancy it. Both were good results.’

Another common source of success in tackling EVP was to consciously articulate 
and communicate the wider benefits on offer to employees beyond hard 
measures such as pay. For example, development and promotion opportunities, 
healthcare, wellbeing and other, softer benefits. It was felt that all too often 
employees did not consider these wider benefits of employment, and that line 
managers did not sufficiently reinforce this. One technology business had what 
it described as an ‘employee department store’ where staff could see all that 
was on offer to them in one place. A popular mechanism used to articulate 
such wider benefits was the Total Reward Statement, which not only listed all 
the benefits that an employee had within their package, but in some cases 
attempted to place some measure of financial ‘worth’ upon them.

This transparency was especially applied to career paths and options. For 
example, putting in place more flexible career models including the more 
obvious elements such as flexible working, but also more specific activities 
such as those designed to support a return to practice in the healthcare 
sector. Internal job boards were also being used to publicise opportunities and 
encourage internal mobility. One technology business was taking this a step 
further by grooming talent currently working for other companies to ‘get them 
ready’ for a move to their organisation.

There was also evidence of deliberate attempts to explore the alignment 
between corporate and personal values. ‘We have done some work on personal 
branding, and how it is aligned to corporate branding – do our people live and 
breathe the company values and how do these sit with their personal values? We 
have done roadshows which express this. EVP makes you think about the wider 
impact of what you do. Another learning was that we found that the people 
managers really bumped up their scores as a result of the work we were doing with 
them,’ said the UK HR director of a technology business. Another organisation 
had a programme called ‘I want to be…’, which allowed employees to explore 
future career paths and better understand the type of opportunities that the 
organisation could provide. An HR leader in a family-run business commented 
that, ‘we are listening to what people are saying and dealing with careers much 
better as part of our value proposition. It’s not a ladder, it’s a matrix and so forth. We 
have a career fair for our employees only. We are getting better at communicating 
what exists already – this has been a big learning for us.’

Key to this discussion, implicit or explicit, is the line manager. When it comes 
to EVP, the manager/employee dialogue is where the rubber hits the road. The 
line manager is a connection between individual and corporate needs, and is 
best placed to understand if there is a mismatch between them. It is no surprise, 
therefore, that several organisations are investing resources in equipping 

‘Key to this discussion, implicit 
or explicit, is the line manager. 
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manager/employee dialogue is 
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managers with a greater level of capability in this area. HR Centre experience in 
this area is that line management capability is always a wise thing in which to 
invest, yet most organisations see it as a financial luxury that is hard to justify 
relative to other competing initiatives that have a more tangible and shorter-
term impact on the balance sheet. Working with line managers to ensure that 
they have a full awareness of the harder and softer elements of the deal that the 
organisation can offer is the first step. Encouraging and supporting them to be 
able to have a more powerful dialogue with their team members is the next, 
allowing them to be closer to the personal needs of the employee and helping 
to translate these into the reality of organisational life. At least one of the 
organisations in the research was equipping managers with what they described 
as ‘brand toolkits’ to assist them during recruitment processes.

The problem of a lack of employee awareness of what is on offer is not just 
being tackled through the line management route. Many of the organisations 
interviewed were taking steps to proactively communicate successes. This 
might involve publicising internal promotions or things that have been done to 
improve the employee experience. One or two organisations that have decent 
data have started to leverage this in communications. One global organisation, 
in an industry not naturally considered to be the most attractive, has had 
astonishing success in driving internal employee mobility and promotion, and is 
able to complete the loop by feeding this success back into the organisation to 
show to people the career they can have internally. In this organisation, they are 
able to demonstrate a 78% internal hire rate. Furthermore, they are able to show 
that of this, 80% of moves come from succession plans. This has been powerful 
in shifting perceptions and reducing attrition down to enviable levels. The 
secret of their success has been to focus on what they can deliver in reality.

The final significant trend observed in the research is perhaps the one with the 
most far-reaching implications and, although only resulting in tangible change 
in one or two organisations so far, represents a direction of travel recognised 
by nearly all as inevitable. The trend referred to is the merging of consumer 
and employer brands referred to briefly earlier in this report, but which is now 
beginning to bear fruit.

Driven by a combination of EVP’s broadening scope and a growth in consumer 
behaviour among those with talent, questions have been asked about the 
validity of maintaining a separation between the proposition presented by 
an organisation to its customers and that presented to its current and future 
employees. The reason why this is so potentially important is that it raises 
the question of where EVP should sit in an organisation – does it continue 
to be something that HR manages, or should it be absorbed into marketing 
as part of the wider customer brand effort? This should worry HR functions, 
because when push comes to shove, marketing is seen to have the skills, the 
infrastructure and the resources to take this in its stride; whereas HR may 
give the impression of struggling with the concept. At the HR Centre, we have 
held the view for some time now that the consumerisation of talent is forcing 
the need for marketing approaches to be adopted by HR, and that a lack of 
capability in these areas has the potential to blur boundaries and raise questions 
as to who is best equipped to execute such activities. EVP is an area where this is 
probably a more valid question than most.

What we now see is some organisations taking action in this area. Their 
thinking is driven by a desire to remove unnecessary complexity and to place 

‘One organisation can 
demonstrate a 78% internal 
hire rate with 80% of this from 
succession plans. Their secret? 
Focusing hard only on what they 
can deliver’
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accountability where there is most capability to deliver. As a result, there are 
the green shoots of structural change – with EVP being taken away from HR and 
becoming part of the wider marketing responsibility. One large player in the 
financial services sector has already taken such action by moving EVP into the 
marketing function, and this could well become a common model in the near 
future. ‘We believe that the brand promise we deliver to customers is also applied 
to our employees. This leads to more credibility and brand advocacy,’ said their 
head of employer brand and people experience. ‘There is a gap in the ability to 
manage an EVP in a way which fits in both the people and business world seamlessly. 
A marketing-biased way of communicating rather than just communicating,’ they 
continued. Of course discussions around a combined employee and customer 
proposition still closely involve HR in this organisation, but the balance of 
ownership has shifted – permanently.

Another organisation in the leisure sector was also considering the value of 
having an employee proposition that was different to the wider consumer 
proposition. ‘We are trying to play with one advertising concept across customer 
and employee. Employees are also our consumers, so why would we apply different 
approaches and propositions to them?’ commented their EMEA head of talent. 
A third, a world-renowned global FMCG, has also already completed the 
relocation of EVP into marketing.

The above are examples where there has been a collapsing of two separate 
brands into one, but in some organisations there is a recognition that the 
various audiences require propositions that, although they should share 
common DNA, should also retain some element of difference. In these 
organisations, people tend to talk about a common thread running through the 
different propositions. For example, if we look at six common audience types 
with whom organisations typically need to communicate:

• External stakeholders 

• Customers

• Suppliers

• Existing employees

• Future employees

• Past employees

The messages and channels may well be different, but there are going to also 
be elements of the proposition that need to be different at point of delivery 
at least. Yet these organisations are trying to understand and articulate the 
common values and basic-level proposition that are common to all audiences 
and ensure alignment between the ways in which these are ultimately taken to 
market. Being able to join together these different elements can be powerful – 
for example, being able to combine arguments about the strategic investment 
potential of an organisation with a narrative relating to the way in which 
the organisation ensures that it attracts and retains the right people can be 
very powerful in an era where building confidence in the how of strategy is 
increasingly critical to indicators such as price–earnings ratio. 

So what we see here is plenty of activity in the area of EVP and lots of good 
work in the areas of communication, alignment and upskilling of managers. 
There is, however, a more fundamental question that has potentially significant 
ramifications. How are organisations going to react as the line between 
customer and employer proposition are blurred?

‘How are organisations going 
to react as the line between 
customer and employer 
proposition continues to blur?’
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What HR capability gaps have emerged?
Key themes:

• Evaluation and measurement – how does HR know if its efforts relating to EVP are 
working? What insights can be created and how can the benefits be quantified?

• Approach – HR is frequently criticised for a lack of aligned messages and 
approaches, and for not thinking systemically. Also, disagreement between central 
and local HR functions as to execution and a struggle for simplicity.

• A gap in engagement with technology resulting in a somewhat half-hearted 
approach to digital media.

• Critically, a lack of marketing mindset and capability, raising fundamental ques-
tions as to where ownership of EVP should sit.

The research uncovered the fact that both HR and non-HR leaders felt that the 
function was under-equipped in several areas to really deliver EVP effectively. 

The first of these perceived gaps was in analytics, both in the gathering of data 
in support of EVP insights and in the assessment of how well steps taken to 
improve EVP were working. ‘The gap that I see is around evaluation,’ said the group 
HR director of a major UK employer. ‘How do you know how good your EVP is? How 
can you articulate this in a quantitative way? We felt it was going well when our 
collateral looked good! We need to make this more scientific.’ Another HR leader, a 
global head of talent acquisition, added that ‘metrics and data insight are the  
key gaps.’

HR’s approach to data and analytics has been highlighted by the HR Centre 
in the past two years, with research into the impact of big data on HR, as well 
as a number of papers and events setting out ways in which HR can better 
leverage data to add more business value. We will go into this in more detail in 
the next section, but measurement of EVP appears to exhibit some of the same 
challenges, namely:

• An over-focus on internally generated data

• Difficulties in moving from information to insight

• Measurement biased toward process rather than outcome

This is leading to a number of issues. One is that HR struggles to make a case 
for investment in EVP, with many organisations making more of an emotional 
case than a quantitative one based in business outcomes that everyone 
understands. Again, some of this stems from a lack of capability in strategic 
workforce planning, the application of which provides HR with a harder link 
between ‘softer’ people factors and harder business performance measures and 
strategic execution. Another issue created is that, unlike marketing, HR tends 
not to gather many insights about the external market which it could then use 
to hone or develop more effective propositions. As such, many EVP actions 
tend to be generated from engagement surveys of existing employees rather 
than, say, focus groups or brand surveys of potential future strategic talent. 
Even where we already have data, we can find challenges – most commonly, 
knowing what question to ask of it. Does the data we have, and the way in which 
we analyse and present it, uncover insights and causal relationships that allow 
us to direct our efforts in the right place? For example, do we take the simple 
step of recording offer-to-acceptance ratios in recruitment? Do we go back 
over previous talent data to find out what happened to the people we said were 
great three years ago? Do we ask our downstream recruitment partners to 
gather brand feedback for us?

‘Does the data we have, and the 
way in which we analyse and 
present it, uncover insights and 
causal relationships that allow us 
to direct our efforts in the right 
place?’
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The second perceived gap of note was related to the way in which the HR 
function approached the topic of EVP as a whole, how aligned their efforts 
were and how effective they were at translating EVP into simple messages and 
activities that the wider business could understand. The view of the majority 
of organisations surveyed was that were significant issues in these areas yet 
to be ironed out. The views of one leader accountable for EVP delivery, but 
located outside of HR, offer an interesting perspective – ‘I’m extraordinarily 
frustrated with HR. HR needs to be more consistent – learn the story and translate 
the things which are going on into something simple. They don’t do this very well, 
and they get lost in many other things sometimes.’ This notion of consistency and 
simplicity was echoed in many other comments. ‘HR needs to be more aligned and 
consistent,’ was another remark. ‘The HR community tends to have a problem with 
being properly joined up,’ was another. ‘When we were looking at his, we examined 
all the touchpoints in HR and you should have seen the mish-mash of things!’ said 
the head of engagement of a large FMCG. Similar views and comments were 
scattered throughout the interviews. ‘We need to have a clear view of how the 
specialisms work together in terms of the brand,’ and ‘there are certain agreements 
that are needed between the global and local functions around how we go to market 
with this.’ The head of talent in a global organisation added, ‘if we pulled in ten HR 
people today from different parts of the world, you would get ten different answers.’

There were equally questions raised around the degree to which HR 
approached the topic of EVP in a systemic way. ‘The HR function is not making 
a strategic response to this and is being drawn into the firefighting world of filling 
resource gaps. It is hard to do something about this at local or team level. It needs to 
be pulled together at national or regional level.’ Issues in looking at EVP in a more 
holistic manner were echoed by another leader when they commented that ‘the 
challenge is entering into a space that is perhaps over and above the traditional HR 
stuff – EVP is a kind of glue that holds stuff together without being obvious. It is very 
much part of the added value that HR can bring.’ A head of employer brand also 
remarked that ‘HR can also sometimes be too transactional and not have the depth 
to think about this in the right way – a systemic way.’

Technology, and HR’s attitude and capability in this respect, was another gap 
highlighted. Gaps in digital strategy have already been discussed earlier in this 
report, but the points made in this area of the research pointed to a potential 
cause for what was widely perceived as a tentative and half-hearted interaction 
with technology. The point made related more to individual capability. ‘HR 
has to help people realise that some people find these things important even if your 
generation doesn’t,’ was an observation offered by a senior business leader. This 
was symptomatic of several comments, which hypothesised that there was a 
prevalence of ‘pre-digital’ mindsets in some HR people involved in recruitment 
and talent management, and that this was standing in the way of fully 
committing to technological enablement of EVP.

Lastly, we come to the most important theme running right through the 
research – HR’s capability to adopt a marketing mindset. The consumer-like 
behaviours being exhibited by talent in the modern market are calling for a 
more consumer-led approach to the attraction and engagement of employees. 
This is challenging HR to gather greater insights on the talent their organisations 
need, develop more targeted and compelling propositions, align its product 
offer to these, and generate discretionary loyalty through a new employee deal.

‘Several comments hypothesised 
that there was a prevalence of 
‘pre-digital’ mindsets in some 
HR people….standing in the 
way of fully committing to 
technological enablement  
of EVP’

‘Many comments painted the 
picture of an HR function that 
was, itself, not aligned around 
EVP. As such, its ability to 
influence the wider business 
must be questioned’



22

Employer Value Proposition | Professor Nick Kemsley

HR’s ability to respond to this is being questioned, and organisations are 
beginning to notice that there are people well equipped with this capability just 
down the hall in marketing. It seems that, in taking EVP in a more wide-ranging 
and holistic direction, HR has inadvertently created a question as to whether it 
should be itself or marketing who should be the standard-bearers. At the very 
least these skills need to be being applied to the world of employees – either 
by HR, via HR or by someone else. The answer to this depends upon the degree 
to which an organisation believes that employer and consumer brands should 
be integrated, and/or HR’s ability to develop more of a marketing approach and 
skill set. Given that the speed of EVP’s movement toward the world of consumer 
marketing appears to be greater than HR’s application of marketing capability, 
this may be a challenge that HR should be taking very seriously. 

How is success being measured?
Key themes:

• In general, HR’s approach to measuring EVP is under-developed. There is a depend-
ence in many cases upon internally generated data and traditional measures such 
as attrition and engagement scores. There is a commonly held view that HR should 
be generating more insight in the area of EVP analytics.

• Some organisations are gaining benefits from looking at KPIs from an employee-
lifecycle perspective, examining data relating to attraction, performance and 
retention in the whole. For example, what percentage of new joiners go on to flour-
ish in the organisation after one or more years, or how many leave within a year?

• The best-in-class organisations are combining more insightful internal data with 
relevant external data relating to their brand strength and the needs of specific 
elements of the talent market. A small number were also leveraging customer data 
to inform their approach to EVP.

When the topic of analytics was explored with organisations participating in 
the research, responses were frequently preceded by a slightly awkward pause! 
Measurement of EVP is, it seems, a bit of a moot point, with the vast majority 
of organisations owning up to significant deficiencies in data and approach. 
Typically, the approach was limited to monitoring one or two symptoms that 
might relate to issues with EVP, rather than more specific indicators.

A global head of talent was frustrated by the quality of data available. ‘We 
are lying to ourselves about the measures we use. If you open our HR analytics 
dashboard, the first thing is headcount and turnover – open roles, time to hire etc. 
Where is the insight?’ The deputy managing director of a major employer was 
equally critical of the data available. ‘Currently, we don’t even know about 20% of 
people we are training. We spend £90million pa on this, but we don’t know what 
happens to it! Of those we know, only 60% stay. Just getting more into this data will 
really help. There is something deeper here about what they are telling us.’

Generally HR data relating to EVP was described using words such as ‘formative’ 
and was most commonly being deduced from basic data on attrition and 
engagement rather than actually measured and analysed. This approach was 
providing some headline numbers, but it was hard to gain insights as to the 
EVP itself and where it might need to be improved. Attempts were being made 
to gather more specific information, for example through exit interviews, but 
data collected in this way was generally viewed as unreliable. ‘Attrition data is 
really all we have, and we haven’t had that for long! We have just started to get some 
leaver survey data,’ said the HR director of a fast-growing retail business. Another 

‘Generally, HR data relating to 
EVP was described using words 
such as ‘formative’ and was 
most commonly being deduced 
from basic data on attrition and 
engagement rather than actually 
measured’

‘It seems that, in taking EVP in  
a more wide-ranging and holistic 
direction, HR has inadvertently 
created a question as to whether 
it should be itself or marketing 
who should be the standard-
bearers’



Employer Value Proposition | Professor Nick Kemsley

23

HR leader remarked that ‘in reality it’s the usual numbers – how many people did 
we put through various programmes, how many promotions, turnover and so on? 
We have very immature metrics. We don’t capture internal moves, which means we 
cannot really focus on career in the right way.’ 

There were, however, a couple of notable exceptions, where relatively basic data 
was being used powerfully. One organisation, in particular, seemed to be very 
much on top of its approach to measurement. ‘Retention and succession planning 
is a big measure for us, given that we see EVP as a continuum, not a transient 
activity,’ said their global head of resourcing. ‘We also look at external hire and 
measure how many people reject us. Our offer-to-acceptance ratio is well over 90%. 
We measure new hires over the first two years to see if we are doing a good job. You 
should measure EVP through retention, not just through attraction – or else you are 
measuring only the hype, not the delivery.’

In addition to attrition data, another common measurement approach was 
to turn to engagement survey data. In many of the organisations surveyed, 
the majority of data being used to inform EVP approaches originated from 
this source. Although clearly a useful and wide-ranging tool for gathering 
information as to how employees feel about their organisation, its downside is 
that it only represents the views of current employees and makes it difficult to 
gain more granular insights. One or two companies had, however, found ways to 
develop more relevant data. One large FMCG described its approach as follows: 
‘We run a huge annual survey. We put together a team of people and asked them to 
take this survey and extrapolate questions/map questions across to the four pillars of 
our employee experience – basically, re-cutting existing data by looking at a bundle 
of questions together. We took this data and made a baseline and norm groups, then 
went into each business and pulled up this data – which we called the “EVP Profile”. 
Then we went back to them and showed them their data. This was really successful. 
The next survey we will compare EVP profile to last one.’ This example is one of 
a smart use of engagement data. By creating transient bundles of questions 
that best represent a specific data need, this organisation was able to create 
something that was both insightful and interesting for its different businesses. 

Although there was a clear bias toward internally generated data in many 
organisations, there was not a complete absence of external data. A number of 
organisations were engaged in external benchmarking surveys. ‘We also use Best 
Companies and take a lot of feedback from this, looking at trends. We benchmark 
too against sector,’ said one HR leader – a sentiment replicated by a number of 
other interviewees. ‘We take part in The Times Top 100. We are especially looking 
for movement on specific elements such as “understand what we stand for”’ said 
another. However, questions were frequently raised as to the relevance of the 
results to the organisation, but more importantly to more specific elements of 
any proposition.

Again, though, there were notable exceptions. One large technology business 
was actively commissioning third-party in-market research into brand 
perception, as well as encouraging HR and line managers to keep abreast of 
comments raised in online employer review sites. This is a good example of 
what the HR Centre would see as essential for HR functions developing their 
EVP – mirroring some of the approaches employed by marketing to gain market 
insights that can then be used to develop compelling propositions to specific 
talent groups. Other examples of an external insight-driven approach include 
the use of Talent Brand Indices offered by online career networking sites and the 

‘In-market research into brand 
perception and ‘consumer’ 
needs is a good example of what 
the HR Centre would see as 
best practice for HR functions 
developing their EVP’

‘You should measure EVP through 
retention, not just through 
attraction – or else you are 
measuring only the hype, not the 
delivery’
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assessment of advocacy. There were two organisations that, in line with earlier 
comments relating to the emerging trend of merging of customer and employer 
propositions, were using customer market data to inform their EVP, rather than 
gathering data separately.

So in summary, we see a pyramidal approach to analytics. The base of the 
pyramid, and the largest component, comprising relatively unsophisticated 
measurement of related outcomes such as attrition and engagement scores 
and derived from existing employees. The middle layer sees the addition of a 
degree of external context and/or smarter use of basic metrics. At the top of the 
pyramid we see a minority moving with purpose towards a more marketing-
biased approach to data insight, targeting specific groups with specific 
questions, and recycling this into more tailored and ever more effective  
EVP approaches.
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Conclusions
This piece of research has taken place at a pivotal moment it seems. Not only 
are consumer trends in the external and internal talent market beginning to 
make themselves known, but there are a number of other internal and external 
factors converging to make a focus on EVP more important.

In recognition of EVP’s growing relevance, there is a clear trend towards a 
broadening of what is in and what is out, with EVP being considered more 
and more as a wrapper for a multitude of different elements, which together 
represent the deal – or proposition to the employee. This deal is two-sided, 
representing the requirement for organisations to provide a compelling offer to 
current and prospective employees, but also being clear about what is expected 
in return.

Why is there such an increase in focus on EVP? Well this research indicates 
that the drivers are very contextual to an organisation. They may be defensive 
– driven by a need to retain key skill sets or attract talent in a competitive 
environment where some skills are scarce and talent has more buying power; or 
they may be more proactive and opportunistic – driven by the desire to target 
particular types of talent or to build strategic advantage. Interestingly, the use 
of data and insights to fully understand the nature and scale of this need is not 
widespread, with many organisations relying on internally generated data.

What does this deal comprise? Well the clear trend is a move considerably 
beyond just the financial benefits to incorporate a wide array of harder and 
softer benefits available to employees. These may include development, total 
reward packages, cultural benefits, career mobility, flexible working practises 
and so on. These deals also talk increasingly as to the purpose or mission of 
an organisation, in an attempt to forge alignment between personal and 
organisational values. Organisations are trying to create a story, a narrative, that 
reflects their personality and paints a realistic picture of what they can offer 
and what the reality of employment with them would look and feel like. Most of 
all, perhaps driven by bitter experience, organisations are taking care to ensure 
that they do not over-promise and under-deliver, and that the reality matches 
the hype. As such, we see a little less ‘sales gloss’ and a more thoughtful and 
authentic dialogue taking root.

Are organisations finding this shift easy? No, there are many challenges and 
barriers to be surmounted. One of the most commonly experienced relates to 
the broadening of the positioning of EVP itself. HR has found it increasingly hard, 
as EVP has become a wrapper for more and more elements of the employee 
experience, to articulate what it is in a concise and consistent way. This has 
caused issues developing traction in the wider business, as well as confusion 
and turf wars within HR itself. An increasing number are choosing the option of 
not making a song and dance about EVP at all, recognising that it is a composite 
result of many things, and just getting on with developing the right proposition 
and taking it to market with any fanfare and without the attendant risk of 
getting it tangled up with other things.

Another challenge has been that of line management capability. As EVP’s 
importance has grown, but the individual and contextual nature of its 
application has become more critical, the vital role of the line manager has 
been thrust to the forefront as being the broker in the relationship between 

‘An increasing number are 
choosing the option of not 
making a song and dance about 
EVP at all, recognising that it 
is a composite result of many 
things, and just getting on with 
developing the right proposition 
and taking it to market without 
any fanfare and without the 
attendant risk of getting it 
tangled up with other things’



26

Employer Value Proposition | Professor Nick Kemsley

individual and organisation. This has meant that the delivery of EVP at ground 
zero has become more sensitive to manager capability. Where this is in place, 
or well supported by HR, good engagement can be created. However, where 
managers lack confidence or capability, or where there is a culture that sees this 
kind of management as someone else’s job, EVP is not being delivered so well 
and the organisation is more likely to see the adverse impact of this.

Within HR, a different kind of challenge has emerged. It appears that, although 
there has been a clear shift in the behaviours of talent in recent years, there has 
not always been a corresponding shift in HR thinking. As talent has adopted 
more of a consumer stance in the way in which they look at employers and 
careers, there is still a lot of evidence to suggest that many HR functions are not 
engaging with this B2C/consumer mindset. HR needs to think about current 
and future employees much more like the consumers of the wider products 
and services offered by their organisation, and think more with the consumer 
in mind – in this case a career consumer, matching what it is the organisation 
needs with what it is that talent is really looking for, to create that compelling 
proposition and then to market it and execute it effectively. There is a tendency 
instead in some organisations to think too introspectively and to develop a 
proposition inside out rather than also outside in. We need to take this thinking 
right through the employee lifecycle and explore the fundamental assumptions 
on which many of our people processes are based. In doing this, we need to 
ask whether they are set up with modern career models in mind, or whether 
they are founded on out-moded assumptions or the way that HR thinks about 
process rather than the way talent thinks about careers.

For HR, the EVP journey has not been all challenge and no success. There have 
been many examples of opportunistic thinking, well-needed pragmatism and 
real successes in terms of outcomes. So where there have been successes, what 
have been the common factors? 

Possibly the most important shift in thinking, which has made success more 
likely, has been the adoption of greater realism and authenticity. This has 
been driven by a combination of push and pull factors – a recognition of the 
limitations of what promises can be delivered upon and a desire to drive better 
alignment between corporate and individual values. This has proved successful 
for some organisations in a number of different ways. Firstly, it has enabled 
them to focus on a smaller number of things, which they are better placed to 
deliver to employees. This has had some impact on attrition in the first year. 
Second, there are benefits in engagement, driven by better alignment between 
the ambitions and values of the employees and those of the organisation. 
Thirdly, there are economies to be found in being more up-front with what you 
stand for at the point at which you first encounter potential employees. Several 
organisations have found that using their EVP in an authentic way at first contact 
has helped them to screen potential employees at the first stage, resulting in 
lower recruitment effort and cost as well as a higher offer-to-acceptance ratio.

When progress is made, a key approach shared by organisations that are 
successful is communication – both of the deal itself, but also of events that 
stand to reinforce the proposition in the eyes of others. This may be driving 
awareness of the wide range of benefits available through managers, through 
campaigns or through total reward statements; or it may be through having a 
means of publicising the number of internal promotions or moves and wider 
opportunities that have been delivered. These organisations have learned 

‘We need to ask whether people 
processes are set up in the way 
that HR thinks about process 
rather than the way talent thinks 
about careers’

‘When progress is made, 
a key approach shared by 
organisations that are successful 
is communication – both of the 
deal itself, but also of events 
which stand to reinforce the 
proposition in the eyes of others’
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that perception can be everything and that a few experiences can set people’s 
impressions one way or the other.

What have been the implications of this EVP revolution on the capability of 
HR itself? Well it has certainly exposed some holes that need to be plugged. 
At the most fundamental level, some HR functions have found it hard to 
understand the question that they are trying to answer through EVP. This has 
been most common in organisations that have a reliance upon bottom-up data 
(for example, engagement surveys), or those where there are gaps in strategic 
workforce planning capability – the ability to deduce people needs from 
strategy and identify the questions which must be answered through EVP. The 
risk, where this is the case, is that a proposition is developed that is not aligned 
with the strategic talent needs of the organisation.

Beyond this more basic level, there are other capability needs. There are gaps 
in measurement – both of the problem and of the solution. The research has 
found that the more successful organisations employ a pyramidal approach 
to EVP measurement. At the base of the pyramid are the more basic measures 
of what are largely the symptoms of EVP – attrition, internal versus external 
recruitment, offers, engagement data and similar metrics. These, in isolation, 
do not measure EVP itself, nor generate deep insights, but at least allow an 
organisation to understand whether or not they have a potential problem. 
The middle layer of the pyramid features more insightful use of data and the 
addition of more externally focused data into the mix. The tip of the pyramid 
sees this foundation complemented by the proactive generation of data relating 
to external markets and segmentation, brand awareness and much more direct 
measurement of EVP in similar ways to those employed by marketing functions.

Technology still remains a thorn in the side of HR. The tentative approach 
to social media characterising HR’s approach in previous research appears 
to be continuing in the main. This is perhaps linked to the lack of an overall 
consumer-led approach to EVP, resulting in a lack of clarity as to what messages 
need to be put into play to which audiences using which platforms and 
channels. 

But the most significant implication of this research is potentially linked to 
the growing trend to merge consumer and employer brands. On the surface, 
this sounds merely sensible, and a convenient way of getting higher clarity 
and organisational focus on EVP. However, this simple philosophy puts a 
question on the table – does a consolidated approach to brand sit well with 
a multifunctional management approach? As HR has recognised the space 
in which EVP should sit, it has at the same time created a set of functional 
capabilities – data, proposition development, channel management, external 
mindset and customer relationship management – which it is ill-equipped to 
deliver upon. As a result, questions are being raised as to the sense of leaving 
control of EVP with HR versus taking it down the hall to marketing, where 
working in this way is part of daily routine. We have already seen some of 
these organisations making their decision, and moving ownership of EVP to 
the marketing function. HR needs to take this trend very seriously, for it is not 
a big step from EVP to recruitment and wider talent management activities; 
potentially eating a big hole in HR’s ambition to be a strategic partner to 
business.

So what does HR need to focus on in order to demonstrate that it can apply 
the consumer skills required to attract, recruit, develop and retain talent in 

‘Does a consolidated 
approach to consumer and 
employer brand sit well with a 
multifunctional management 
approach?’

‘It is not a big step from EVP to 
HR losing control of recruitment 
and wider talent management 
activity’

‘Issues in understanding the 
question that EVP should 
answer are most common in 
HR functions who have gaps in 
strategic workforce planning 
capability’
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the modern world? HR needs to structure its thinking and approach in a way 
that looks at the world more like the talent it wishes to partner with. As such, it 
should consider evolving its approach in a number of critical areas.
1	 Data – HR needs to put greater effort into using more external market data 

to complement its internally generated data and then work harder to gener-
ate relevant insights into questions for which EVP is part of the answer – and 
move away from a dependency upon bottom-up data, which may or may not 
relate to strategic needs.

2	 Proposition – the function must engage more fully with the modern career 
philosophy and really question the fundamental assumptions that underpin 
the current employee offer – asking to what degree they are driven by what 
talent wants and how it thinks, or to what degree by how HR likes to work.

3	 Channel management – there needs to be a greater sense of purpose and 
direction around channel strategy and, in particular, social media.

4	 Alignment and positioning – to position EVP more as a wrapper than a 
project, to align the various elements of the employee lifecycle to deliver in 
a seamless way and to avoid being caught up in self-imposed complexities of 
scope and ownership.

5	 Marketing mindset – at the very least, HR needs to be joined at the hip with 
other functions such as marketing and corporate communications. 

From a business perspective, the important outcome is that these skills are 
applied to EVP. It is of less interest to a CEO who gets to do it. You see, the 
issue with EVP is that it has dual nationality – its mother is HR and its father 
marketing, since it combines people and brand. This creates a dilemma that 
must be resolved. One option is to have HR continue to own the mantle of 
EVP alongside the rest of the people agenda, in which case it must develop its 
capability quickly. A second is for HR to have access to these capabilities, either 
through a marriage of convenience with marketing or through other means, 
even external. The third is for EVP to move to marketing. 

If the HR function is able to move the needle in these areas, then questions as 
to who should own EVP will be driven much more by a strategic debate, rather 
than one relating to capability.

‘The dilemma with EVP is that it 
has dual nationality – it is about 
both people and brand’

‘The question as to who should 
own EVP must be driven by 
a strategy debate, not an HR 
capability debate’
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The Centre operates on a corporate membership basis and offers a wide range of activities. These 
include: applied research carried out twice a year, events on topics chosen by the Centre’s members, 
open programmes that focus on specific capability areas in more depth, bespoke customer solutions 
using practical and pragmatic ways to upskill HR teams and deliver change within organisations, and 
networking and community benefits.
To discuss research or the HR Centre in more detail please email nick.kemsley@henley.ac.uk

The Henley Centre for HR Excellence

Nick is a highly experienced HR practitioner, and has had led organisational development, resourcing, 
talent & leadership, performance and L&D functions in a number of major businesses (Travelport, 
Prudential, Mars and BOC/Linde Group). In a corporate career to Group Vice-President level, Nick 
has worked across six different industry sectors at local , regional and global levels. An Engineer 
by qualification, he spent the first years of his career engaged in design engineering, programme 
management and capital investment for world-class businesses such as GE, Alstom and Rolls-Royce 
Aerospace.
Nick has leveraged his eclectic sector and functional career to build an industry reputation as someone 
who challenges both HR and the wider business to think differently and as a creator of innovative 
thinking in the organisationalarena. He works with Boards and HR functions on a broad range of topics 
including organisational capability and risk, strategy, workforce planning and HR effectiveness. He 
frequently speaks and writes on the subject and delivers open and bespoke development programmes 
for Henley. As Co-Director of the Henley Centre for HR Excellence he contributes to its research and 
activities for members as well as inputting to the design and delivery of bespoke Henley programmes  
for corporate clients. He was awarded a Visiting Professorship in 2014
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