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Abstract

The purpose of this article is to throw light on the concept of “Employee Value Proposition” particularly
with respect to its effect on employee attraction, employee retention, and overall performance of an
organisation, as well as to illuminate the antecedents and consequences of Employee Value Proposition that
are critical to its effective implementation in the Indian context. This article is based on the theoretical review
of the prior academic and popular published Employee Value Proposition literatures. Attracting, employing,
procuring and retaining employees are the greatest difficulties in today’s environment. In order to attract
& retain talents, organisations boost their motivation, engagement, career advancement, etc. to attain their
organisational effectiveness. Results have indicated that drivers of EVP strategy and its effects include
improved employee retention rates, recruitment and enhanced employee involvement and commitment.
These outcomes have been associated with improved operational and financial performance. Opportunities
for future study have been emerged from the present study. A limitation of this article is that it does not
propose any specific operationalization of the drivers and effects of EVP. Organisations interested in
implementing EVP factors and its consequences would be well advised to define what is meant by Employee
Value Proposition; what are its important factors and its effects on organisation in association with improved
level of performance. This article addresses the paucity of structured literature on the antecedents and
consequences of EVP and presents a comprehensive study that offers a logical ground on which empirical
indicators and hypothesis could be further studied and identified.
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Statement of Problem

After liberalisation of Indian economy, increased competition in the labour market with
respect to employee retention and engagement has put pressure on the Indian organisations
(Bhatnagar, 2007). Now days HR professionals and top management of Indian organisations
consider EVP as an important asset for the enrichment of value of the employer in terms of
talented human resources (Pawar & Charak, 2017) . Today employees have tons of options and
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are highly discerning while choosing jobs. So, how organisations can attract and retain top talent
in the competitive market. The answer is by offering a compelling Employee Value Proposition
to potential candidates. (Minchington, 2005) defines an Employee Value Proposition (EVP) as a
set of associations and offerings provided by an organisation in return for the skills, capabilities
and experiences an employee brings to the organisation. The Employee Value Proposition (EVP)
is the balance of reward and benefit, work policies and practices, experienced by an employee
in return for their work: it describes why the total work experience is better than at any other
organisation and accordingly it may be critical in attracting and retaining quality people (Hill
& Tande, 2006). (Browne, 2012) discussed the effectiveness of the concept of Employee Value
Proposition as it helped a lot of organisations in giving their employees what they actually expect
in terms of increased efficiency, better engagement, devastating labour turnover rates, etc. From
a layman’s point of view certain comments arises while discussing the concept of Employee
Value Proposition, comments such as whether an EVP is merely a document or training or just
a theory (Browne, 2012). The idiotic concept of EVP can be worse as it not only damages the
‘Values” which the current employees considerably acquire from the organisations but also terrify
the new talents. With the liberalisation of India in 1991 and subsequent monetary changes, Indian
organisations transpire to adopt Employee Value Proposition strategy to attract and retain talent
which cause extension and development of business in India (Pawar & Charak, 2017). Corporate
Leadership Council defines EVP as the set of attributes that the labour market and employees
perceive as the value they gain through employment in a role. Employee Value Proposition
is based on the concept of “the give” and “the get” (Yates & Sejen, 2011). With the help of EVP
an organisation in India can list the central reasons why people should commit themselves to a
particular organisation. “The core of organizational development lies in providing the best kind
of environment to its workforce by ensuring improved organizational life to all its employees”
(H.Church, F.Hurley, & Burke, 1992) . One of the major challenges of every organisation is
retention of skilled, qualified and experienced talent which is an important aspect of Employee
Value Proposition. According to Global Talent Management & Rewards and Global Workforce
Studies 2016, organisations which have well defined and well developed EVPs have greater
financial performance i.e. almost twice more than that of other organisations and have greater
number of employees engaged as compared to their other peers. Organisation is characterised
by volatility, uncertainty, complexity and ambiguity (Veldsman & Pauw, 2018). The employee
perception of various values such as economical value, cultural value, environmental, work
inspirational, developmental, etc. which is offered by an organisation is measured through
Employee Value Proposition, we can say higher the score of such values results in better EVPs
(Pattnaik & Misra, 2016). EVP attributes helps in improving talent management and organisational
commitment, as it involves both financial and non-financial strategies as most preferred talent
management tool in an organisation (N.Arasanmi & Krishna, 2019). Generally, the concept of
EVP is ignored by most of the HR professionals in the Indian socio-cultural context for the reason
being they don’t find EVP as an important factor for developing and achieving their outcomes,
this results in lower retention rates, lower productivity, decreased efficiency, decreased ability to
work hard, reduced motivation, etc. (San, Theen, & Heng, 2012) stated that EVP is an important
element in order to motivate employees for contributing their best effort to generate innovative
ideas that lead to better business functionality and further improvise company performance both
financially and non-financially. (Pawar & Charak, 2017) in his study stated that organisations in
the Indian cultural context face challenges for the creation of strong EVP for instance, integration
of workforce planning, development of new talent management practices, recruitment and
retention of talents, changing environment, and integration of different cultures. Employee
Value Proposition (EVP) is the element that can acknowledge organisations, where items are
commoditized in the Indian organisations (Pawar & Charak, 2017).
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Objectives of the Study

The main objective of the study is to assess the importance of Employee Value Proposition in
every organisation and to study the factors and their effects on the performance of organisations in
the Indian context. Following are the objectives required for this study:

1. To illuminate the concept of Employee Value Proposition in an organisation and to
contribute to the literatures on the factors affecting Employee Value Proposition.

To enumerate the various antecedents and consequences of Employee Value Proposition.

3. To propose new conceptual framework to further explain the relationship between
antecedents and consequences of Employee Value Proposition.

Methodology

The present study is a theoretical reflection established on existing practices of the above
specified topic which unify existing and comprehensive literatures in the exploration and
investigation of the gaps and problems associated with the topic with the help of certain
objectives. It provides conceptual framework for the study and also builds appearance of research
problem and identify research gaps which further contributes to future new challenges to the
accumulated knowledge and substantiate the approaches or methods pre-owned in the study.

Predictors of Employee Value Proposition

Defining a unique employee value proposition is all about assessing the core strengths of an
organisation. It involves the different factors that come together to make an organisation in Indian
orientation an awesome place to work. Instrumental items such as remuneration & benefits
(Caines & Bordia, 2011), work location, promotional opportunity (Abshere, 2016), and training &
development (Browne, 2012) are some of the tangible attributes of EVP in an organisation. There is
a master list consisting about the attributes of EVP but there are few attributes which are regarded
as the most important attributes among all, attributes such as rewards, opportunity, organisation,
work and people (Parreira, 2007). (Salau, et al., 2018) in their study demonstrated the important
factors of EVP such as company strength, ethical culture, career growth and reward flexibility.
Future career opportunities; development opportunities; compensation; organisation stability; job-
interest alignment; respect; work- life balance (Jha & Jha, 2015) , innovation; recognition (Mani,
2016), organisation growth rate (Mpanza & Senanelo, 2015) are some of the significant factors of
EVP.

¢ Exchange Quality: This has been stated as “the amount of trust, mutual respect and
obligation between two partners who are involved in exchange or any kind of dealing”
(B.Graen & Uhl-Bien, 1995) . EVPs with higher level of Exchange Relationship Quality
among different parties results in higher amount of trust, respect and obligation.
Employee Value Proposition offers experiences in exchange for the productivity and
performance of their employees (Yates & Sejen, 2011).

* Perceived Organisational Support: Positive support from an organisation leads to
positive behaviour among employees, employees experience higher job satisfaction,
psychological congruence and emotional attachment with an organisation through
effective organisational support (Islam, Ahmed, & Ahmad, 2015). Perceived
Organisational Support as an EVP will impact employee commitment towards their
organisation. The significance of strong perception of organisational support on employee
commitment leads to minimisation of turnover intention (N.Arasanmi & Krishna, 2019).
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Work Environment: Positive Work Environment indicates a place where employees feel
that they are the essential part of an organisation (R.Ganapathi & Prasad, 2008).The work
environment is an important factor in determining high performance, employee retention,
job satisfaction, etc. in an organisation (N.Agarwal & Mehta, 2014) . Higher the level of
quality work environment higher will be the recognition, motivation and satisfaction
among the employees (N.Arasanmi & Krishna, 2019). An EVP with positive work
environment helps their employees to boost their morale and being more productive,
innovative and creative.

Organisation’s Perceived Identity: OPI ie. Organisational Perceived Identity is the
employee’s perception about the image of an organisation (Leivens, Hoye, & Anseel,
2007). Organisational Perceived Identity influences the employee’s attitude and behaviour
towards an organisation. If the perceived identity held by an employee is high it means
that the perception of an organisation is good and hence will be considered as a ‘good
place to work” (Rounak & Misra, 2020). An EVP with symbolic perceived identity predicts
employees attraction towards organisation; it develops a sense of importance among
employees who they actually are, and what their goals and attitudes are (Leivens, Hoye, &
Anseel, 2007).

Rewards & Benefits: Reward strategy affects positively in the performance of an
organisation with systematic EVPs. Financially, an employee attains high sales
volume in order to receive rewards through an organisation and non-financially
energized and effective team spirit in an efficient workplace results in high level
organisational performance (San, Theen, & Heng, 2012). Rewards and benefits include
comprehensiveness of organisations health benefits, vacation benefits i.e. during vacation
time employees can earn annually (Anand, Vijaybanu, R.Renganathan, P.Dharshini,
S.Manthra, & Krishnan, 2018) .The role of rewards and benefits play an important part in
EVP (Browne, 2012).

Organisational Culture: Organisational Culture includes experiences, different ways of
thinking, beliefs and future expectations. It encompasses authoritative responsibility to
morals and trustworthiness and the level of respect which they have on their employees;
it leads to productive innovation (Anand, Vijaybanu, R.Renganathan, P.Dharshini,
S.Manthra, & Krishnan, 2018). In the Beacon Management Review 2012 , EVP with mission
and values, feeling of belongingness among employees towards organisation, reputation
and ranking leads to healthy organisational culture (Browne, 2012).

Opportunity: Opportunities are the chances for employment or further promotion.
(A.Alloush, 2017) in his study stated that opportunities comprises of developmental
opportunities, career opportunities, meritocracy, growth rate, and organisational stability.
EVP provides long term opportunities which the employees have for personal growth,
training and advancement (Browne, 2012).

Work Life Balance: It is the job which allows balance between work and other interests
of employees (Massar, Sharma, & Jain, 2013). The nature of the work defines satisfaction
of the employees (Parreira, 2007). Employees demand equality between time spent on
working and their personal life. Jobs with proper EVPs allow employees to balance their
work and other interests are considered ideal jobs (A.Alloush, 2017). A good EVP with
effective work content is considered as a top motivator for every employee and used as
the primary driver of good performance (Browne, 2012).

People: People include Camaraderie, collegial work environment and co-worker
quality (Massar, Sharma, & Jain, 2013). An EVP with all these qualities of people serves
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healthy relationship among employees and employers and leads to the accomplishment
of ultimate goal of an organisation. An effective EVP investigates the organisational
environment driven by people and people first and then the results (Parreira, 2007).

Recognition: Employees expect to be rewarded and recognised for their contribution on
work, it includes organisational support to employees and their families (Yates & Sejen,
2011). Recognition plays a major role in increased level of employee retention. Recognition
includes service awards, innovation awards and performance appreciation (Sheids &
Lewis, 2012). Employee Value Proposition is an ecosystem of support, recognition and
values, therefore higher the level of recognition, higher will be the work potential among
employees.

Consequences of Employee Value Proposition

Employee Value Proposition is used as a magnet to attract and retain their talents. A strong
EVP has positive effects on the understanding between workers and managers, improves
financial performance & enhanced engagements, high level of attraction and retention. Employee
Involvement, Employee Attraction, Employee Retention, Employee Engagement are some of the
consequences of EVP (Aloo & Moronge, 2014) . Right fit of employees in the talent pool, recreation
of the workforce, sound organisation with desirable candidates, and better recruitment objectives
are some major consequences of effective Employee Value Proposition in the Indian context
(Goswami, 2015).

Employee Attraction: Attraction of skilled and appropriate talents in an organisation
plays a vital role in the success of an organisation (Leisink & Steijn, 2008) . Organisations
with effective EVPs are able to attract deeper pool of talent (Browne, 2012). Organisations
have always been concerned about attracting the “right types” of employees. Few
literatures notified the importance of creation of well-defined attracting and hiring
strategy.

Employee Retention: Talented employees need to be attracted and after attraction
they need to be retained (Parreira, 2007). Employee Retention is considered as a serious
workforce challenge of the future (Tanwar & Prasad, 2016). Employees which contribute
towards the success of an organisation are required to be retained. In order to have
effective employee value proposition system, employers need to be aware about the
various reasons causing the employees to leave the organisation (R.Mitchell, C.Holton,
W.Lee, ].Sablynski, & Erez, 2017).

Employee Engagement: (K.Heger, 2007) in the study recognised that employee
engagement is largely influenced by an organisation’s EVP. There are three psychological
conditions associated with employee engagement i.e. meaningfulness, safety and
availability (A.Kahn, 2017). Meaningfulness, safety and availability is significantly
associated with employee engagement (R.May, L.Gilson, & M.Harter, 2004).

Employee Commitment: “Commitment is a force that binds an individual to a course of
action that is of relevance to a particular target” (Meyer & Herscovitch, 2001). Employee
Commitment was developed with the intention of predicting Employee Retention
(Meyer, P.Becker, E.Vandenberghe, & Christian, 2004). Organisations with proper and
effective EVPs have significantly higher levels of commitment from their employees
(Browne, 2012). EVP is a powerful tool for obtaining employee commitment towards
their organisation (N.Bell, 2005). Employee Value Proposition is one of the factors to
improve Employee Commitment; an organisation with clear EVP will enhance employee
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commitment (Suri & Andam, 2015). Higher levels of employee commitment results in
increased level of effort, production and retention (Parreira, 2007).

* Employee Involvement: Involvement refers to “Individual’s involvement and satisfaction
with as well as enthusiasm for work” (Harter, K.Schmidt, L.Hayes, & L, 2002). Employee
Involvement occurs when enough resources are available to complete their work.
Participation in the opportunities which lead to growth and prosperity and feel that they
contribute significantly to the organisation (Devota, 2019). Effective EVPs leads to engaged
employees which tends to be more productive, profitable and less likely to leave their
organisation (Harter, k, & Wagner, The elements of great managing , 2006)

* Re-engage: A Disenchanted Workforce: Re-engaging is a powerful engagement tool in
EVP. It involves surveying and talking to existing employees as well as helps to re-build/
enhance trust, support and increase motivation (Pandita, 2011). There are four areas of
disengagement i.e. access, achievement, aspiration, application. Poor knowledge and
experiences, low aspirations and confidence, poverty, etc. are some of the reasons leading
to disengagement (Davies, Lamb, & Doecke, 2011). Therefore, a good EVP can help the
workforce to re-engage their talents with themselves.

* Hiring Talent Groups: A good EVP contains different group of employees with respect to
different culture, age group, caste and functions. The combination of different segments of
workforce in an organisation results in most successful EVPs (Pandita, 2011). In order to
increase innovative performance in work settings organisations need high level of creative
potential talent groups (T.Hunter, Cushenbery, & Friedrich, 2012).

® Prioritize HR Agenda: A strong EVP will help to know the HR priorities. To create
EVP it is important to understand what is important for their employees, what are the
factors responsible to attract, retain and engage employees, what kind of improvements
is needed, and what are the most likely reasons which leads employees to leave their
respective jobs (Pandita, 2011).

* Creation of Strong ‘People’ Brand: Organisations with credible EVPs becomes famous
as the way they treat their people. Quality of people plays an important role in such
criteria (Pandita, 2011).With true and strong ‘people” brand employees express loyalty to
their work and actively participate and share their experiences at the workplace (Keller &
R.Lehmann, 2006). EVP helps in tailoring strong ‘people’ brand. It offer jobs to the specific
people it wants to find and keep (Goswami, 2015).

* Better Recruitment Objectives: Employee Value proposition focuses on effective
recruitment objectives with regards to existing and potential new hires (Goswami,
2015). Developing a recruitment strategy such as what type of individuals to target for
recruitment, how the targeted individual’s best can be reached, and what recruitment
message be communicated, etc. is essential to build a good EVP (A.Breaugh, 2014). EVP
can help in creating better recruitment objectives, identifying needs of their people, and
placing the employees at the right place according to their capabilities (Goswami, 2015).
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Fig.: 1 Summary of Antecedents and Consequences of EPV
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Discussion and Literature Gap

In current global era, level of competition is increasing intensely in India. Attracting, procuring,
employing, and retaining people is the greatest challenge for Indian organisations. Therefore,
organisations need to have strong and clear EVP to tackle such situation. The organisations ought
to additionally expand and improve the knowledge and concept of Employee Value Proposition.
Indian organisations need to bear in mind that the way they treat their employees will have
an impact on their EVP. Employees start looking to leave their current jobs, especially when
they find a new opportunity providing greater stability, higher pay-scale and a better work life
balance. Therefore, organisations in India need to identify the key drivers and essential effects
such as opportunities for growth, benefits, etc. for the creation of positive EVPs. The current study
examines the dimensions, factors and consequences of EVP which may lead to better working
environment in organisations of Indian socio-cultural context. In order to assist in the rapid
growth of Indian economy, there is a need to accept the challenge for the creation of effective EVP.
Thus, managers should aim at advancing the factors of EVP for organisational effectiveness and
must provide significant working environment to the employees. Various literatures studied
the elements and factors of EVP in a different manner in India. Employee Value Proposition
has positive influences in the organisations like increasing employee engagement, employee
involvement, increasing retention rate, and increasing commitment of the employees.

The present study is a conceptual study based on prior researches. Prior studies and researches
including Asian and western studies have already studied and analysed the concept of Employee
Value Proposition. The concept of EVP has been studied around for decades thus it can be
said that EVP is not a new concept. Despite the fact, many organisations have yet to realise the
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importance of having strong EVP. With the continuing demand for talents in every institution
and organisation, the ignorance of EVP can be a costly mistake. With the help of clear and strong
EVP, it becomes easier to attract, appoint, and retain right person at the right job at the right
place at the right time. In the western context, firms face the challenge of recruiting, retaining and
motivating quality people from increasingly competitive labour markets, a lot of discrepancies are
found. Some of the main attributes of EVP which western context follows are great colleagues,
challenging work tasks, and good development possibilities. A clear and differenced EVP
keeps the applicants attracted. In the Asian context EVP is regarded as a tool for improving
organisational effectiveness, performance, opportunities to growth, work life balance, etc.
Employee Value Proposition may have different implications in the western and Asian cultural
contexts.

Future Research

Opportunities for future study in India have emerged from the present study .The study was
done to a very basic level and thus a detailed description of each factor and effects of employee
value proposition serves as a basis for further research. Lots of discussion, research and innovation
are required for effective EVP. With the help of this paper, some recommendations are given for
the same which may be beneficial for the future research.

* Based on prior studies five factors i.e. people, organisation, opportunity, rewards and
work are studied thoroughly ignoring the other factors, thus this idea requires further
exploration.

* The research is needed to further investigate the potential relationships between different
variables of EVP.

* Another study can be conducted to see the relationship between dimensions and effects of
employee value proposition.

* Antecedents of EVP can be a mediating role for analysing the consequences of EVP.
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