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Health care professionals are ageing, and there is a severe, global need to at-
tract future employees. This study examines the construction of employer
brand image among young health care professionals, and related elements.
The qualitative research data were collected through email and personal
interviews from young nursing and physician students. The analysis re-
sults indicate that organisations can affect their employer brand image for
future employees through supportive working culture and human resource
practices as well as directmarketing actions. Themarketing and human re-
source practices targeted towards young health care professionals are un-
derused. The results can help health care organisations in planning recruit-
ment and marketing processes according to young health care profession-
als’ expectations. This study integrates human resource management re-
search and marketing research relating to employer branding and recruit-
ment.
Key Words: employer brand management, young employees, recruitment,
health care, strategic human resource management
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Introduction
Traditional brand-related research has generally related to nations, indi-
viduals, products, and organisations. According to a recent study, young
people have a need to know how organisations take care of their employ-
ees. Young employees hope for an interesting job, so it is not insignificant
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what kind of image the organisations present (Suomalaisen työn liitto
2020). The topic of this paper, employer brand image as a part of strategic
organisational branding, relates to recruitment, with a specific focus on
the Finnish health care sector. Employer branding is examined from the
perspective of new health care professionals applying for their first job as
this is a key target group for future recruitment and for securing the pool
of needed talent for health care organisations.

The biggest current professional groups in health care, nurses and
physicians, are ageing. The greying of the workforce in all industrialised
countries has been described as ‘a demographic time bomb’ (Vettori 2010,
14; Kunze, Boehm, and Bruch 2011). In Finland, this especially concerns
the public sector, as over 80 of public sector employees work in so-
cial and health care, and over half of the Finnish public sector personnel
will retire between 2008–2025 (keva 2016; 2019). Hence, motivated ap-
plicants with the right skills profiles and attitudes are needed to replace
the retiring personnel. There is plenty of research relating to employer
brand and recruitment, but only a few studies from the perspective of
health care and especially that of young health care professionals. These
potential future employees are very important to organisations in times
of employee shortage. The importance of attracting the workforce to the
health care sector has been rising globally since the Covid-19 outbreak,
making the question of employer branding especially timely and crucial
in this context.

In countries where the average age of health care personnel has grown,
hiring skilled personnel can be difficult as the public image of the health
care profession is not attractive due to the working conditions and high
workload. Concurrently, there are several recruitment-related challenges
(Askfors and Fornstedt 2018; Heilmann 2010) involving the lack of spe-
cialist skills, lack of experience, applicant salary requirements, and the
overall lack of applicants (Beardwell and Claydon 2010). Nowadays the
biggest challenge involves the lack of applicants, which has, for exam-
ple, led to recruiting potential candidates from abroad. Therefore, organ-
isations need to understand the expectations of young professionals and
manage their image (Yu 2019) to improve their brand and recruitment.
The research topic is thus very timely, and the context is interesting as
there is a long-awaited public health care reform on the way.

The scientific discussion of employer branding relates to human re-
source (hr) management, organisational behaviour, and marketing re-
search, and is understood as a common effort to promote a desirable
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workplace image. People’s perceptions of organisations are based on a
set of corporate, organisational and institutional images. The corporate
image is considered as an image of an organisation experienced by vari-
ous stakeholders (Furman 2010; Luoma-aho and Vos 2010). Prospective
applicants generate an opinion of the organisation, and the overall em-
ployer brand is based on their opinions and views of the organisation as
an employer. Thus, the discussion on employer brand image is particu-
larly linked to recruitment studies within human resource management
(see, e.g., Heilmann 2010).

The reputation and image of a corporation, as well as the industry im-
age, are important factors for potential job applicants, affecting their de-
cisions on applying for work (Lee, Lee, and Wu 2011; Turban, Forret, and
Hendrickson 1998). Good organisational image and reputation (Mari-
conda, Zamparini, and Lurati 2021) influence the applicants’ intentions to
seek employment opportunities, and their perceptions of a particular or-
ganisation (Helm 2013). The employer image of a company is an impres-
sion of the organisation as a place towork.Goodorganisational image can
explain the organisational attraction of applicants (Drury 2016; Lievens
and Slaughter 2016). Also, the impact of advertisement-image congruity
has a high impact on its attractiveness for applicants (Baum, Schäfer, and
Kabst 2016).

Although some studies focus on defining the elements of constructing
an employer brand and discuss its consequences such as the positive im-
pact on organisational attractiveness, surveys covering the employee side
are lacking (Charbonnier-Voirin and Poujul 2017). One such recent ex-
ample is provided by Yu and Davis (2019) who discuss how employee job
search behaviour influences organisational attraction. Additionally, there
is a shortage of knowledge of how employer brand is formulated when
discussing recruitment and related practices (e.g. Lievens and Slaughter
2016; Yu 2019). This paper tries to cover both gaps. Furthermore, this
study aims to clarify the blurry discussion on the conceptualisation of
employer branding by focusing on potential employees as called for by
recent authors (Theurer et al. 2018; Lane 2016). The organisational view-
point of employer brand image in the health care context has been inves-
tigated, for example, from the viewpoint of using social media for nurse
recruitment (Carpentier et al. 2017), but studies from the perspective of
young health care professionals and employer branding are rare.

The research problem of this paper is to examine how employer brand
is constructed among young Finnish health care professionals. The prob-
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lem is approached through investigating the elements of the employer
brand image; the important factors that encourage or discourage poten-
tial young employees to apply for a job; and actions and tools used in
improving employer branding in a health care organisation. The current
research approaches these themes from the perspectives of the individual
physician and nursing students who are about to complete their studies.

As an important finding, this study stresses the change of the employ-
ment culture in the eyes of young health care professionals who dare
to demand certain terms of employment even from their first employer.
Young professionals also ask for collegial support, good working condi-
tions and leadership practices in their first workplace. In response to this,
health care organisations should be more visible in educational institu-
tions and use different marketing tools in their recruitment.

The findings of this study are useful to both academics and practition-
ers in passing information from young professionals to health care or-
ganisations on what they expect of future work. This paper encourages
practitioners to invest more in employment marketing and proper re-
cruitment processes. Employer brand image and recruitment processes
that target young professionals have not been well covered by health care
management research, but an ageing health care profession and changing
job market environment necessitate preparing for the future.

This paper is organised as follows: first, the literature relating to em-
ployer brand image and recruitment is reviewed. Second, the qualitative
research material and methods are presented. Third, the analysis results
are reported, followed by discussion and conclusions.

Previous Research

employer brand image

The term brand originates from marketing management literature and
can be defined as ‘a name, term, sign, symbol, design or a combination of
them,meant to identify the goods or services of one seller or group of sell-
ers and to differentiate them from competitors’ goods or services’ (Kotler
and Keller 2009). It relates to organisational competitiveness (Keller and
Lehmann 2006; Sullivan 2004). A brand is a product or service whose
dimensions differentiate it from other products or services designed to
fulfil the same need. These differences can be rational, functional, or tan-
gible, associated with a brand’s product performance. If these differences
are related to what the brand represents, they can be symbolic, emotional,
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or intangible (Kotler and Keller 2009). The employer brand is ‘a package
of functional, economic, and psychological benefits provided by employ-
ment’ (Ambler and Barrow 1996) and identified with the employing com-
pany. The primary role of the employer brand involves providing a coher-
ent framework for the management to simplify and focus on priorities,
increase productivity, and improve recruitment, retention, and commit-
ment. Recent studies have focused mostly on the ‘best employer’ surveys
(Love and Singh 2011), and on how a person thinks about working for a
specific company (Nolan et al. 2013). Employer branding covers both the
current and potential employees as the branding targets, whereas prod-
uct branding considers how a product is represented to customers (Ed-
wards 2010). The employer brand can be said to have a personality that
could be positioned as a product brand. Therefore, traditional market-
ing techniques, especially research, could be usable (Ambler and Barrow
1996).

According to Aggerholm, Andersen, and Thomsen (2011), employer
branding covers the ‘communicative, relationship building, and cross-
disciplinary processes, which create, negotiate and enact sustainable
employee-employer relationships, i.e., long-term relationships between
an organisation and its potential, and the existing employees, initiated by
corporate branding processes that integrate the notion of corporate so-
cial responsibility (csr) through sustainable hrm.’ Employer branding
aims to communicate to both prospective and existing employees that
the organisation is a desirable place to work (Backhaus 2016; Foster, Pun-
jaisri, and Cheng 2010). It also forms beliefs on how well the employees
and prospective employees will ‘fit’ with the employment opportunities
(Nolan et al. 2013; Kristof-Brown and Guay 2011).

This paper focuses on potential new employees only. New employ-
ees are usually young, and as a study conducted among college students
highlighted, employee-centred hr is important in forming a strong em-
ployer brand to support recruiting (Wayne and Casper 2012). Employ-
ment branding reflects the image of the organisation in the eyes of em-
ployees concerning working for the company.

The term employer branding has been mainly used for developing a
distinctive external reputation; some authors also include internal at-
tempts to achieve positive employee engagement or culture change. Re-
cently, a more integrated approach has evolved. External recruitment
promises have been aligned with the internal employee experience and
employer brand development integratedwith the corporate and customer
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Customer brand
proportion (marketing)

Employer brand proportion
(human resources)

Corporate brand
Core purpose and values

(leadership)
Supporting organisational

integrity

Attracting,
engaging and
retaining the right
kind of talent

Supporting
on-brand customer
behaviours and
brand advocacy

Attracting
and satisfying the

right kind of
customers

Supporting positive
external brand

recognition and
employee pride

figure 1 Integrated Service Brand Model (adapted from Mosley 2007)

brand inmany organisations. This approach (figure 1) defines the hr-led
role of employer brand management as a reinforcing counterpart to the
marketing-led role of customer brand management. The role of leader-
ship is tomaintain the integrity of the corporate brand through applicable
communication and behaviours (Mosley 2007).

The progression towards a more integrated perspective of the brand
has promoted acknowledging that employer brandsmust have a dual pur-
pose. The employer brand proposition clarifies what potential and cur-
rent employees can expect from the organisation regarding rational and
emotional benefits. Additionally, it must clarify what is expected from
the employees in return. Most integrated employer brand propositions
involve ‘give’ and ‘get’ sides that align the promise of the employer brand
with the corporate performance agenda and the customer brand (Mosley
2007).

Current conceptualisations of employer branding are characterised by:

• A static inside-out notion of the employer brand: the employer
brand propositions are defined by brand strategists based on brand
identity, and conceptualised as stable and enduring core character-
istics, or the brand dna (Urde 2013).

• The exposure and transmission of employer brand propositions
or attributes, internally (Punjaisri and Wilson 2011) or externally
(Kucherov and Zavyalova 2012; Edwards 2010).
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• A linear employer branding practice entailing static sender (em-
ployer) and receiver (employees) positions (Backhaus 2016).

• A channel to enhance customer experiences (Mosley 2007) and or-
ganisational performance (Ambler and Barrow 1996).

• A brand value pyramidmodel that measures the strength of the em-
ployer brand on three hierarchically ordered dimensions: knowl-
edge of the employer, consideration of the employer and choice of
the employer (Franca and Pahor 2012).

employer brand management
To deliver a consistent brand service experience, the organisation must
manage all significant operational and interpersonal touchpoints with the
customer, not only the communication channels. The employee experi-
ence is much more complex than a service experience, therefore organ-
isations would benefit from adopting a similar approach and even ap-
pointing an employer brandmanager responsible for specific tasks related
to creating and nurturing the employer brand for potential and current
employees (Edlinger 2015). Employee touchpoints can be described as a
wide range of ritualised processes and hr ‘products’ that are involved in
people management. They could equally be used on recruitment, orien-
tation, communication, shared services, performance management, em-
ployee development, measurement, reward, and recognition. Similarly,
the core values and competencies govern the everyday employee experi-
ence through their immediate linemanagers’ and corporate leaders’ com-
munication and behaviour. The employer brand experience framework is
shown in figure 2.

In the employer brand context, there exist a wide range of functional
(good salary, career opportunities) and emotional benefits (belonging,
caring, personal growth) that people derive from their work. Barrow and
Mosley (2011) have defined the employer brand mix that helps to assess
organisations’ current employer brand realities and plan on how to de-
liver the desired employer brand proposition. The employer brand mix
has 12 key dimensions that can be divided into two broad groups. The
first group includes organisational and policy aspects (external reputa-
tion, internal communication, senior leadership, values and corporate
social responsibility, internal measurement systems and service support)
and the second group includes local and practice-related aspects (recruit-
ment and induction, teammanagement, performance appraisal, learning
and development, reward and recognition and working environment).
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figure 2
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This model can support organisations in differentiating themselves from
their competition.

Additionally, differentiating from competition involves organisations
ensuring that their employer brand attracts the right kind of people.
Thus, the employer brand management reinforces the right kind of cul-
ture, which includes everything from the customer-facing frontline to
the deepest recesses of every support function (Mosley 2007).

Nowadays, the Internet and social media play an important role in cre-
ating employer brand image (Carpentier et al. 2017; Mehta and Sharma
2016). Organisations have used their websites to attract and inform
prospective applicants by adding features and content that highlight ca-
reer aspects. A survey of websites of the top fifty us accounting firms
has revealed that most could improve in providing information relevant
to job seekers, and in presenting the information in ways that empha-
sise originality and flair. The career pages could be made more appealing
and useful by keeping the content fresh, opening avenues for one-to-
one online communication, and giving more specifics about the bene-
fits aside from any other career information. Websites and social media
should give young people an idea of what it is like to work at the organ-
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isation, preferably through videos and other multimedia presentations
that highlight young people who already work there. The use of modern
media creates an impression of being dynamic. Organisations can em-
brace new technologies in tailoring content to individual interests such
as videos, podcasting, rss feeds (Really Simple Syndication) and blogs.
Young people already share their impressions of corporate cultures –
whether favourable or not – via Facebook and other online communi-
ties (McCabe 2017). However, the role of the Internet in employer brand
building and recruitment has not been properly used inmany health care
organisations. Wilden, Gudergan, and Lings (2010) have discovered that
the effectiveness of a brand signal to potential employees is dependent
on the consistency, clarity, credibility, and associated investments in the
employer brand.

recruitment
Recruitment is the most important function of human resource manage-
ment (Boxall and Purcell 2011). Recruiting is based on an organisation’s
vision, strategy, human resource management and human resource plan-
ning activities (Chung, Brewster, and Bozkurt 2020). The key stages of a
systematic approach to the recruitment and the selection process can be
summarised as defining the vacancy, attracting applicants, assessing can-
didates, and making the final decision (Boxall and Purcell 2011; Beardwell
and Claydon 2010; Tanwar and Prasad 2016).

Recruitment is a broad term used to communicate the notion of ac-
quainting someone with the organisation, which covers everything from
advertising to induction. Themes that affect recruitment and selection are
changes in organisation, job, persons, society, legislation, technology, and
markets (Wood and Payne 1998). The recruitment and selection process
is concerned with identifying, attracting, and choosing suitable people
to meet an organisation’s human resource requirements. When planning
employment requirements, there is usually a need to forecast 1) person-
nel needs, 2) the supply of inside candidates, and 3) the supply of outside
candidates (Dessler 2002).

Intensification of recruitment methods, recruiting health profession-
als from abroad and increasing the number of health care students (Alut-
tis, Bishaw, and Frank 2014) have been proposed as solutions to tackle
the employee shortage in health care. Other identified current trends in
human resource management related to recruitment in the health care
sector include employer branding, online recruitment, and hr outsourc-
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ing (Bejtkovsky 2017). Recruitment strategies include actions that aim at
making the organisation an attractive workplace, and at reaching better
applicants, for example, profiling the ideal candidate, choosing the re-
cruitment channels and deciding on the incentives offered to candidates
(Boxall and Purcell 2011). For reaching potential candidates, choosing the
right media is essential, and, for example, efficient advertising provides a
better range of applicants. Also, the selection method used should be tai-
lored according to the job. Themore valuable the task, the more time and
resources should be invested (Nieto 2006). Recruitment branding relates
to the advertisement of positions that are vacant in a company and ex-
plains the process for application (Mandhanya and Shah 2010).

There are many possible methods and channels for recruitment, such
as the following:

• informal personal contacts (word of mouth, speculative applica-
tions),

• formal personal contacts (employee referral schemes, career fairs
and open days),

• (electronic) notice boards, accessible by current staff and/or the
public,

• advertising (local and national press, specialist publications, radio,
and tv),

• external assistance (job centres, career service, employment agen-
cies and ‘head-hunters’) (Beardwell and Claydon 2010); potentially
saves costs, but may cause negative mediating effects on job accep-
tance intention (Wehner, Glardini, and Kabst 2015),

• social media platforms and tools (LinkedIn, Facebook), which are
the most common among recruiters and jobseekers (Carpentier et
al. 2017) or Twitter and YouTube.

A study conducted in 2018 among professional recruiters and man-
agers shows that the importance of online tools and especially social me-
dia (LinkedIn, Facebook) as recruiting channels is growing, and in addi-
tion, the current personnel’s networks are utilised in identifying poten-
tial candidates (Kansallinen rekrytointitutkimus 2018). Companies usu-
ally use many of these contemporaneously. Overall, digital channels, for
example, websites (Kim, Wang, and Boon 2021), have a more significant
impact on applicant attraction than printed channels (Baum and Kabst
2014). The professional recruiters also identify building employer brand
image as an important trend in recruitment, alongwith the increasing use
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of artificial intelligence in the process (Kansallinen rekrytointitutkimus
2018).

Recruitment is an expert function in an organisation. Recruitment
mistakes can lead to an inconvenient experience for the displaced worker
and the organisation. The costs of advertising, interviewing, induction,
training, and production loss during new employees’ settlement are con-
sidered as the overall cost of replacement (Nieto 2006).

Based on the theoretical background presented above, employer brand
management and recruitment actions are closely connected (Sivertzen,
Nilsen, and Olafsen 2013; Edwards 2010; Backhaus 2016).

Material and Methods
Qualitative research is a way of learning about social reality. There are
several methods for qualitative data collection; however, the selection of
the methods should be based on the research topic and on how the re-
search questions are framed (Leavy 2014). In this study, a qualitative re-
search approach is used with asynchronous email interviews and induc-
tive oriented analysis. The central motifs of qualitative research are the
ways in which people interpret and understand their social reality: how
they interpret the experiences, how they construct the world, and what
meaning people dedicate to their experiences (Merriam 2009, 5). One
of the most used methods to reach a person’s social reality is an inter-
view, which is considered as a process within which a participant and a
researcher are focused based on questions (Leavy, 2014).When collecting
qualitative research information, an individual interview is a widely used
technique. The main quality of an interview is the ability to offer pure
concentration on the interviewee, and therefore the interview is used in
this research to provide the possibility of investigating a person’s perspec-
tives for detailed examination of their viewpoints, to reach an in-depth
understanding of a person’s context and catching the research phenom-
ena, and to attain an in-depth coverage of the subject. The clarification
and understanding can be provided by a suitable interview tool (Ritchie
2003; Silverman 2006).

An interview can be carried out by the means of computer-assisted in-
terviewing (Singleton and Straits 2012), as an email interview in which
the communication between the interviewer and interviewee is done in a
computer-mediated fashion consisting of several emails. This type of in-
terviewing is also referred to as an asynchronous email interview (James
2015; Ratislavová and Ratislav 2014). An email interview has several ben-
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efits over face-to-face interviews: cost, range of participants, time for re-
flection, saying things that would not be said face-to-face, working with a
set of interviews simultaneously, creating rapport and overcoming inter-
viewer effects. Disadvantages of email interviews include problems with
the sample, the interview taking too long and losing its focus, ethical is-
sues, working with a set of interviews simultaneously, missing nonver-
bal cues, and impersonality (Cleary and Walter 2011). The type of inter-
view in this study was guided and semi-structured (Adeoy-Olatunde and
Olenik 2021; McGrath, Palmgren, and Liljedahl 2019; Kallio et al. 2016;
Galletta 2012; Eriksson and Kovalainen 2008); an outline of topics, is-
sues, or themes existed but the wording and the order of questions var-
ied in the email correspondence. The computer-aided research method
was chosen based on resources: geographical reasons, cost-saving and
flexibility. In other words, there was no need to travel, and participants
could choose when to respond (Cleary andWalter 2011; Eriksson andKo-
valainen 2008).

The respondents were originally difficult to reach but finally, they were
found with the help of educational organisations, universities, and uni-
versities of applied sciences. Qualitative samples are usually relatively
small. The research data of the current study is based on textual mate-
rial that was gathered through emails directed to a total of eight Finnish
physician students and six nursing students at the end of their studies.
The data was complemented with interviews with a senior nurse, after
which the size of the total sample was 15 informants. The informants were
asked to answer questions such as ‘On what basis did you chose your first
job?,’ ‘Which issues are important when choosing a job?,’ ‘What is an at-
tractive employer like?,’ ‘What kind of recruitment channels are used?,’
and ‘What is the role of management in choosing a job?’

Inductively oriented analysis was applied in this study to find similar-
ities and differences within the qualitative research data by organising it
into themes, categories and activities, and finding patterns as well as ex-
tracting from the natural variation (Eriksson and Kovalainen 2008). The
data were analysed qualitatively by specifically classifying text into differ-
ent themes and types and by usingmindmaps. The email interviews were
analysed under four themes: (1) health care employer brand image, (2) re-
cruitment process, (3) motivation relating to applying for a job, and (4)
strategic human resource management in health care. The findings pre-
sented in the results section cover mainly themes 1 and 2, following the
research problem formulation.After the specific examination,more com-
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figure 3 An Example of the Mind-Map Used for Inductive Analysis on ‘Attractive
Employer Brand Image’

pact findings were extracted, and the overall picture of employer brand
image in health care was drawn.

Results
The main focus of the study relates to the experiences concerning the
employer brand image of health care organisations among those study-
ing to become physicians and nurses. The interview results emphasise the
importance of employer brand image and the need for improving the re-
cruitment processes in health care. The analysis of the interviews utilised
mind-maps as a graphical tool in classifying the text material and finding
similarities and differences in the research data. An example of the mate-
rial classification in the analysis phase is presented in figure 3. The issues
mentioned by both informant groups are placed in the middle.

elements of attractive employer brand image
Work community spirit and professional support were seen as important
among both physician and nursing students. Physician students empha-
sised the importance of adequate support and guidance in their work,
good opportunities for collegial consultation, competitive compensation,
a goodwork climate, and enough personnel to carry out the needed tasks.
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Leadership and collegial spirit were seen as important for new nurses.
Nursing students emphasised the importance of the supervisor’s lead-
ership skills. In addition, a functional work environment, good work
climate and communality, flexible work arrangements, non-hierarchical
actions, and good processes familiarising employees were essential for
young professionals. The role of professional support, consultation, and
guidance were seen as important. Supervisors should give enough time
to newcomers; also, the good leadership skills of a supervisor were appre-
ciated.

As a comparison, according to a study among young technology or
it professionals, the most valued issues when choosing a future em-
ployee were interesting and challenging work, positive atmosphere and
colleagues, and reimbursement (pay and other benefits) for the work. 11
of technology professionals and 16 of it professionals chose employer
brand image among the three most important factors. (Virtanen 2018).
Noteworthy is that the young health care professionals stated demands of
their first employer. Previously the employment situation has been more
of a ‘give or take’ nature, and organisations have given open positions and
made the recruitment rules. The employees’ role has only been to accept
the rules given by the employer, but now, due to the shortage of poten-
tial applicants, the negotiation power of the employees has increased.
Now, new professionals dare to set terms of their own. The economy has
changed, the average age of professionals has grown, and many nurses
and physicians are soon retiring. The current Covid-19 pandemic has
also caused exhaustion among health care professionals, encouraging
them to consider career changes. At the same time, there are many health
care professionals outside the workforce. The current situation has re-
sulted in the lack of a competent workforce and opened new markets for
professionals. The professionals are in more of a situation in which they
can choose what they want to do and where they want to work. Recruit-
ment has changed more towards a commercial situation. Both employer
and employee can set terms; the employee can, for example, refuse to sign
an employment contract if the terms of employment are not negotiable
and suitable for them.

factors strengthening or weakening employer
brand image among young employees

Employer brand image encourages or discourages potential job appli-
cants. The study results indicate that flexible work arrangements, super-
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table 1 Summary of Factors Strengthening or Weakening Employer Brand Image
by Informant Group

Physician students/strengthening factors
• Flexible work arrangements
• Leadership skills of a supervisor
• Adequate support
• Competitive compensation

Nursing students/strengthening factors
• Leadership skills of a supervisor
• Competitive compensation
• Good work climate
• equality among personnel

Physician students/weakening factors
• Inflexibility
• Lack of support or consult. possibilities
• Unreasonable expectations
• Poor compensation
• Coercion and excessive workload

Nursing students/weakening factors
• Rumours relating to lack of respect
• Bad work climate
• Huge workload
• Poor compensation
• Lack of voice in organization

visor leadership skills, adequate support and competitive compensation
improve the employer brand image among physician students. Inflexi-
bility, lack of support or consultation possibilities, unreasonable expecta-
tions, poor compensation, coercion, and excessive workloadwere the key
preventive factors. According to the nursing students, the most impor-
tant improving factors of employer brand image were leadership skills of
a supervisor, competitive compensation, good work climate, and equal-
ity among personnel. On the other hand, rumours relating to the lack of
respect in an organisation, bad work climate, enormous workload, poor
compensation, and lack of voice in the organisation prevented young pro-
fessionals from applying for a job in such an organisation. A graphical
summary of the analysis results is presented in table 1.

suggested employer branding actions

Physician students suggested that potential employers should be more
visible among the students and that they should use more direct market-
ing actions towards the students in educational institutions. For exam-
ple, organisations can arrange coffee, lunch, or dinner events with stu-
dents to inform them about their organisations and open positions. In
addition, organisations should be present at professional and recruitment
fairs. Physician students encouraged health care organisations to send
them direct emails. Nursing students trusted the grapevine, traditional
and online bulletin boards, and their own experience from compulsory
practical training periods. In both examined professional groups, it was
seen as important how the trainees are treated during their trainee peri-
ods in health care organisations. Both positive and negative experiences
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table 2 Summary of Suggested Employer Branding Actions by Informant Group

Physician students
• More visibility among students
• More direct marketing actions
• Coffee, lunch or dinner events
• Being present at professional and recruitment fairs
• Direct emails

Nursing students
• The grapevine
• Bulletin boards
• Own experience
from practice periods

were seen to spread in the professional networks. Positive information
can form an impression of a magnetic employer. A graphical summary of
the analysis results is presented in table 2.

Discussion and Conclusions

scientific contribution

The findings of this study contribute to the discussion on employer brand
image and recruitment. It seems that the employer brand image has not
beenmanaged properly in Finnish health care organisations and there is a
need for ‘face-lifting’ of the employer brand image. This kind of improve-
ment of employer brand image can be achieved as suggested by several
earlier authors with better employment marketing and actions relating
to a proper applicant-employer-interaction process taking into account
the high impact of advertisement-image congruity when attracting appli-
cants (Baum, Schäfer, andKabst 2016;Mandhanya and Shah 2010;Mosley
2007).

Health care organisations need to market more vigorously and com-
municate more effectively the organisational culture, different hr prac-
tices and job opportunities to students (Kooij et al. 2010; Mosley 2007).
The present lack of competent personnel has forced employers to think
about the role of a good organisational image and their current related
actions. The actions aiming at better employer brand image are twofold.
First, building employer brand image relates to marketing and commu-
nication by using different tools. Different marketing actions can be used
in communication, for organisational ‘face-lifting.’ Young professionals
can be approached by using different channels, for example, the inter-
net and social media, magazines, newspapers, professional and recruit-
ment fairs, and through direct communication. The internet should be
used diversely; it can be more than only a job-board for informing about
open vacancies. Interviews with physicians and nurses, videos, webcasts
and podcasts that demonstrate the organisation culture and work envi-
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ronment can be attached to the organisation’s webpages (Kauhanen 2012;
Beardwell and Claydon 2010). A customer-oriented, applicant perspec-
tive is important in communicating the employer brand image. Second,
the employer brand image is built in people’s minds during interaction
with health care organisations, including the themes such as what kind
of impression a person achieves from inside or outside the organisation,
and what is their experience when they have been working in the or-
ganisation. Additionally, what stories are told about different employers
among the students, or what kind of observations a health care profes-
sional makes when using health care services themselves, may interest
applicants.

Employer brand image seems to be constructed from different aspects.
According to the results, it can be argued that employer brand image is
constructed in the dynamic and continuous interaction between a health
care organisation and a health care professional. It is a question of the
organisational image that is built in the mind of a potential employee.
Employer brand building should be taken seriously in health care organ-
isations. Good or bad messages are spread widely. In times of personnel
shortage, employers cannot afford a bad reputation.

An important finding in this paper relates to the change of employ-
ment culture. Especially in times of employee shortage, young health
care professionals dare to ask for compensation, support, and opportu-
nities to combine work and private life. An organisation can influence
their employer brand by communicating the organisational politics and
different hr practices to young professionals in different ways. Working
practices, working climate, leadership styles, professional consultation,
collegial support, good working conditions and proper recruitment pro-
cesses are important when a young health care professional makes de-
cisions relating to their first workplace. In addition, an opportunity for
recovery and work-life balance is important. Previously, employees have
beenmore at the mercy of employers, and space for negotiation concern-
ing the terms of employment has been considerably limited.

practical implications
Employer brand is built in the minds of young professionals. The chal-
lenge for organisations is to influence these impressions. Better employer
brand image can be achieved through communication and influencing
the impressions of potential applicants. Organisations can influence fu-
ture employees by organisational behaviour, hr practices, the work cul-
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ture, leadership in units, or by providing good orientation and support.
Young professionals are used to using social media and their networks,
where good and bad employer information is shared among students.
Employers need to actively follow different forums and groups where
young people are active. Also, good treatment of students during their
training periods in health care organisations is important. During these
training periods, employers can have discussionswith trainees and gather
information from students. Organisations need to listen to the quiet voice
of future professionals and shape their processes and practices to respond
to these expectations. Organisations should ask themselves what the new
health care employees expect from their employers, what their work-life
values are, and what conditions they set for their recruitment. Practically,
the results of this study will help health care organisations in planning
recruitment and marketing processes. Practitioners can use the informa-
tion relating to young professionals’ demands, to understand what they
appreciate in their future work.

Based on the findings, the following actions can be suggested to organ-
isations: it is important for health care organisations to market attractive
career choices to young professionals by using different channels, for ex-
ample, the internet, social media, magazines, newspapers, professional
and recruitment fairs and through direct communication to young pro-
fessionals. In communicating challenges and open career possibilities, it
is important to clarify what kind of work and working culture young peo-
ple appreciate. The recruitment process should be managed profession-
ally and by usingmodern it technology. Young people seek work-life in-
formation on the Internet, and they are used to filling in applications on-
line. A proper Internet-based recruitment tool will help both applicants
and employers in the recruitment process.

Cognisant ‘face-lifting’ of employer brand image should be done in the
media, while simultaneously avoiding underestimating the importance
of the grapevine. Leadership in units is very important during the prac-
tical training periods of students. During these fixed periods, the future
professionals gain impressions of organisations as potential employers.
Young people evaluate their personal treatment in their first jobs, gain
an understanding of how teams work in the organisation, and what the
team spirit is like, how the work processes are organised, and what type
of organisational culture exists. Reasonable compensation and develop-
ment opportunities are also important at the beginning of a career. Also,
younger generations appreciate the possibility to combine work and pri-
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vate life with the help of flexible work arrangements. Professional de-
velopment can be achieved by using different methods, for example, by
training, job rotation, or by working as a substitute. Based on the impres-
sions of organisations, trainees decide whether to apply for a job in the
future.

According to future health care professionals, work well-being is im-
portant. Therefore, the message of good work culture and leadership is
an important recruitment-marketing factor. The positive information of
an organisation filters into the young professionals’ networks. A well-
managed employer brand image increases the number of applications,
and positively impacts organisational attractiveness. An employer brand
image in the health care context includes a strong organisational profile,
good services and processes, new ways of organising work, good organ-
isational culture, collegial support, and opportunities for personal and
career development.

In the future, organisations must enhance their recruitment market-
ing towards potential applicants. Organisations need to communicate
the organisational culture, values and hr practices to potential appli-
cants through modern communication channels and tools. Employers
should be more visible and informed about the good work practices and
development opportunities in the organisation. Information concerning
work descriptions, open vacancies, development possibilities, and work-
ing environment can be distributed by using modern technological ap-
plications, such as the Internet, and social media such as LinkedIn, Face-
book, Twitter, YouTube, blogs, and such. In addition, employers should
be visible in educational institutes and recruitment events and fairs of
health care professionals by being physically present, and thus highlight
employee-centred hr. Employer brand image should be managed and
nurtured. The impression is built in a dynamic situation between the or-
ganisation and potential applicants. It is a question of defining the image
an organisation wants to convey and what combination of recruitment
and communication tools are used.

limitations and future studies
This study is based on qualitative data; therefore, it is not possible tomake
any generalisations based on the data. The interview method is justified
when the target is understanding and describing the phenomenon, and
when the perspective of the interviewee is the focus. However, the results
can also be useful for other professional fields facing similar challenges
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with a shortage of young employees in improving their employer brand
management. The study is focused on discussions of employer brand im-
age and recruitment, and the larger context of strategic hrm including,
for example, research on retaining and commitment was excluded as out
of scope and will be a topic of further research. The discussion is limited
on the role of social media in creating employer brand image, which is
also a timely and possible topic for further research. The results of the
study have implications for management practices in health care organi-
sations, especially with young employees, which implies that studying the
changes in management practices in this context could be another topic
for future research. We hope this research can inspire other researchers
in management and marketing fields to continue studies relating to em-
ployer brand image.

References

Adeoy-Olatunde O. A., and N. L. Olenik. 2021. ‘Research and Scholarly
Methods. Semi-structured Interviews.’ Journal of the American College
of Clinical Pharmacy 4 (10): 1358–67.

Aggerholm, H., S. E. Andersen, and C. Thomsen. 2011. ‘Conceptualising
Employer Branding in Sustainable Organisations.’ Corporate Commu-
nications: An International Journal 16 (2): 105–23.

Aluttis, C., T. Bishaw, andM.W. Frank. 2014. ‘TheWorkforce for Health in
a Globalized Context – Global Shortages and InternationalMigration.’
Global Health Action 7:23611. https://doi.org/10.3402/gha.v7.23611

Ambler, T., and S. Barrow. 1996. ‘The Employer Brand.’ The Journal of
Brand Management 4 (3): 185–205.

Askfors, Y., and H. Fornstedt. 2018. ‘The Clash of Managerial and Profes-
sional Logics in Public Procurement: Implications for Innovation in
the Health-Care Sector.’ Scandinavian Journal of Management 34 (1):
78–90.

Backhaus, K. 2016. ‘Employer Branding Revisited.’ Organization Manage-
ment Journal 13 (4): 193–201.

Barrow, S., and R. Mosley. 2011. The Employer Brand: Bringing the Best of
Brand Management to People at Work. Chichester: Wiley.

Baum, M., and R. Kabst. 2014. ‘The Effectiveness of Recruitment Adver-
tisements and Recruitment Websites: Indirect and Interactive Effects
on Applicant Attraction.’Human Resource Management 53 (3): 353–78.

Baum,M., M. Schäfer, and R. Kabst. 2016. ‘Modeling the Impact of Adver-
tisement-Image Congruity on Applicant Attraction.’ Human Resource
Management 55 (1): 7–24.

Managing Global Transitions



Living Up to Young Employees’ Expectations 231

Beardwell, J., and T. Claydon. 2010.Human Resource Management: A Con-
temporaryApproach. 6th ed.NewYork: Pearson Financial Times/Pren-
tice Hall.

Bejtkovsky, J. 2017. ‘Selected Current Trends in Human Resource Manage-
ment in Health Service Providers in the Czech Republic.’ Acta Univer-
sitatis Agriculturae et Silviculturae Mendelianae Brunensis 65 (6): 1833–
40.

Boxall, P., and J. Purcell. 2011. Strategy and Human Resource Management.
3rd ed. London: Palgrave Macmillan.

Carpentier, M., S. Stockman, E. Schollaert, B. Van Theemsche, and G. Ja-
cobs. 2017. ‘Recruiting Nurses through Social Media.’ Journal of Ad-
vanced Nursing 73 (11): 2696–708.

Charbonnier-Voirin, A., and J. F. Poujul. 2017. ‘From Value Congruence to
Employer Brand: Impact on Organizational Identification and Word
of Mouth.’ Canadian Journal of Administrative Sciences/Revue Canadi-
enne des Sciences de l’Administration 34 (4): 429–37.

Chung, C., C. Brewster, and Ö. Bozkurt. 2020. ‘The Liability of Mimicry:
Implementing “Global Human Resource Management Standards” in
United States and Indian Subsidiaries of a South KoreanMultinational
Enterprise.’Human Resource Management 59 (6): 537–53.

Cleary M., and G. Walter. 2011. ‘Is E-mail Communication a Feasible
Method to Interview Young People with Mental Health Problems?’
Journal of Child and Adolescent Psychiatric Nursing 24 (3): 150–2.

Dessler, G. 2002. Human Resource Management. 9th ed. Pearson College
Div.

Drury, P. 2016. ‘Employer Branding: Your Not-So-Secret Weapon in the
Competition of Young Workers.’ Human Resource Management Inter-
national Digest 24 (3): 29–31.

Edlinger, G. 2015. ‘Employer Brand Management as Boundary-Work: A
Grounded Theory Analysis of Employer Brand Managers’ Narrative
Accounts.’Human Resource Management Journal 25 (4): 443–57.

Edwards, M. R. 2010. ‘An Integrative Review of Employer Branding and
ob Theory.’ Personnel Review 39 (1): 5–23.

Eriksson, P., and A. Kovalainen. 2008. Qualitative Methods in Business Re-
search. Los Angeles and London: Sage.

Foster, C., K. Punjaisri, and R. Cheng. 2010. ‘Exploring the Relationship
between Corporate, Internal and Employer Branding.’ Journal of Prod-
uct and Brand Management 19 (6): 401–9.

Franca, V., and M. Pahor. 2012. ‘The Strength of the Employer Brand: In-
fluences and Implications for Recruiting.’ Journal of Marketing Man-
agement 3 (1): 78–122.

Furman, D. M. 2010. ‘The Development of Corporate Image: A Historio-

Volume 20 · Number 3 · 2022



232 Pia Heilmann, Hannele Lampela, and Kyllikki Taipale-Erävala

graphic Approach to a Marketing Concept.’ Corporate Reputation Re-
view 13 (1): 63–75.

Galletta, A. 2012. Mastering the Semi-Structured Interview and Beyond:
FromResearch Design to Analysis and Publication.NewYork: NewYork
University Press.

Heilmann, P. 2010. ‘To Have and to Hold: Personnel Shortage in a Finnish
Healthcare Organisation.’ Scandinavian Journal of Public Health 38 (5):
518–23.

Helm, S. 2013. ‘A Matter of Reputation and Pride: Associations between
Perceived External Reputation, Pride in Membership, Job Satisfaction
and Turnover Intentions.’ British Journal of Management 24 (4): 542–
56.

James, N. 2015. ‘You’ve got mail? . . . ?! Using Email Interviews to Gather
Academics’ Narratives of their Working Lives.’ International Journal of
Research and Method in Education 40 (1): 6–18.

Kansallinen rekrytointitutkimus. 2018. https://intersearch.fi/fi/kansallinen
-rekrytointitutkimus-2018-yha-vaikeampaa-loytaa-osaajia/.

Kallio, H., A.-M. Pietilä, M. Johnson, and M. Kangasniemi. 2016. ‘System-
atic Methodological Review: Developing a Framework for a Qualita-
tive Semi-Structured Interview Guide.’ Journal of Advanced Nursing 72
(12): 2954–65.

Kauhanen, J. 2012. Henkilöstövoimavarojen johtaminen. 11th ed. Helsinki:
wsoypro.

Keller, K. L., and D. R. Lehmann. 2006. ‘Brands and Branding: Research
Findings and Future Priorities.’Marketing Science 25 (6): 551–765.

keva. 2016. Kuntien ja valtion työtekijöiden eläköitymisennuste 2017–2036.
Helsinki: keva.

———. 2019.Kunta-alan ja valtion työntekijöiden eläköitymisennuste 2019–2038.
Helsinki: keva.

Kim, S., Y. Wang, and C. Boon. 2021. ‘Sixty Years on Technology and Hu-
manResourceManagement: Looking Back and Looking Forward.’Hu-
man Resource Management 60 (1): 229–47.

Kooij, D. T. A.M, P. G.W. Jansen, J. S. E. Dikkers, andA.H. de Lange. 2010.
‘The Influence of Age on the Associations between hr Practices and
both Affective Commitment and Job Satisfaction.’ Journal of Organisa-
tional Behavior 31 (8): 1111–36.

Kotler, P., and K. L. Keller. 2009. Marketing Management. 13th ed. Upper
Saddle River: Pearson Prentice Hall.

Kristof-Brown, A., and R. P. Guay. 2011. ‘Person-Environment Fit.’ In apa
Handbook of Industrial and Organizational Psychology, edited by S.
Zedec, 3–50. Vol. 3: Maintaining, Expanding, and Contracting the Or-
ganization. Washington dc: American Psychological Association.

Managing Global Transitions



Living Up to Young Employees’ Expectations 233

Kucherov, D., and E. Zavyalova. 2012. ‘hrd Practices and Talent Manage-
ment in the Companies with the Employer Brand.’ European Journal of
Training and Development 36 (1): 86–104.

Kunze, F., S. Boehm, and H. Bruch. 2011. ‘Age Diversity, Age Discrimina-
tion Climate and Performance Consequences: A Cross Organizational
Study.’ Journal of Organizational Behavior 32 (2): 264–90.

Lane, P. 2016. ‘Human Resources Marketing and Recruiting: Essentials of
Employer Branding.’ In Handbook of Human Resources Management,
edited by M. Zeuch, 23–52. Berlin in Heidelberg: Springer.

Leavy, P. 2014. ‘Introduction.’ In The Oxford Handbook of Qualitative Re-
search, edited by P. Leavy, 1–13. New York: Oxford University Press.

Lee, H.-M., C.-C. Lee, and C.-C. Wu. 2011. ‘Brand Image Strategy Af-
fects Brand Equity after m&a.’ European Journal of Marketing 45 (7–8):
1091–111.

Lievens, F., and J. E. Slaughter. 2016. ‘Employer Image and Employer
Branding: What We Know and What We Need to Know.’ Annual Re-
view of Organizational Psychology and Organizational Behavior 3 (1):
407–440.

Love, L. F., and P. Singh. 2011. ‘Workplace Branding: Leveraging Human
Resources Management Practices for Competitive Advantage through
“Best Employer” Surveys.’ Journal of Business and Psychology 26 (2):
175–81.

Luoma-aho, V., andM.Vos. ‘Towards aMoreDynamic StakeholderModel:
AcknowledgingMultiple IssueArenas.’CorporateCommunications: An
International Journal 15 (3): 315–31.

Mandhanya, Y., andM. Shah. 2010. ‘Employer Branding –ATool for Talent
Management.’ Global Management Review 4 (2): 43–48.

Mariconda, S., A. Zaparini, and F. Lurati. 2021. ‘OrganizationalReputation:
In Search of Lost Time.’ Strategic Organization.

McCabe, M. B. 2017. ‘Social Media Marketing Strategies for Career Ad-
vancement: An Analysis of LinkedIn.’ Journal of Business and Behav-
ioral Sciences 29 (1): 85–99.

McGrath, C., P. J. Palmgren, and M. Liljedahl. 2019. ‘Twelve Tips for Con-
ductingQualitative Research Interviews.’Medical Teacher 41 (9): 1002–
6.

Mehta, S., and S. Sharma. 2016. ‘Usage of Social Media in Employee Sourc-
ing and Its Impact in Creating an Employer Brand.’ Sumedha Journal
of Management 5 (4): 34–52.

Merriam S. B. 2009. Qualitative Research: A Guide to Design and Imple-
mentation. San Francisco, ca: Jossey-Bass.

Mosley, R.W. 2007. ‘Customer Experience, Organizational Culture and the
Employer Brand.’ Brand Management 15 (2): 123–34.

Volume 20 · Number 3 · 2022



234 Pia Heilmann, Hannele Lampela, and Kyllikki Taipale-Erävala

Nieto, M. L. 2006. An Introduction to Human Resource Management: An
Integrated Approach.Hampshire: Palgrave Macmillan.

Nolan, K. P., M. Gohlke, J. Gilmore, and R. Rosiello. 2013. ‘ExaminingHow
Corporations Use Online Job Ads to Communicate Employer Brand
Image Information.’ Corporate Reputation Review 16 (4): 300–12.

Punjaisri, A., and A. Wilson. 2011. ‘Internal Branding Process: Key Mech-
anisms, Outcomes and Moderating Factors.’ European Journal of Mar-
keting 45 (9–10): 1521–37.

Ratislavová, K., and J. Ratislav. 2014. ‘Asynchronous Email Interview as a
Qualitative ResearchMethod in theHumanities.’HumanAffairs 24 (4):
452–60.

Ritchie, J. 2003. ‘The Applications of Qualitative Methods to Social Re-
search.’ In Qualitative Research Practice, edited by J. Ritchie and J.
Lewis, 24–46. London: Sage.

Silverman, D. 2006. Interpreting Qualitative Data: Methods for Analyzing
Talk, Text and Interaction. 3rd ed. London: Sage.

Singleton R. A. Jr., and B. S. Straits. 2012. ‘Survey Interviewing.’ In The Sage
Handbook of Interview Research: The Complexity of the Craft, edited by
J. F. Gubrium, J. A. Holstein, A. B. Marvastti, and K. D. McKinney, 77–
98. Thousand Oaks, ca: Sage.

Sivertzen, A-M., E. Nilsen, and A. Olafsen. 2013. ‘Employer Branding: Em-
ployer Attractiveness and the Use of Social Media.’ Journal of Product
and Brand Management 22 (7): 473–83.

Sullivan, J. 2004. ‘Eight Elements of Successful Employment Brand.’ ere
Media, 23 February. http://www.ere.net/2004/02/23/the-8-elements
-of-a-successful-employment-brand.

Suomalaisen työn liitto. 2020. ‘Tutkimus: Nuoret odottavat kesätyöltä
palkkaa, kokemusta ja työkavereita.’ June 1. https://suomalainentyo.fi
/2020/06/01/tutkimus-nuoret-odottavat-kesatyolta-palkkaa
-kokemusta-ja-tyokavereita/.

Tanwar, K., and A. Prasad. 2016. ‘Exploring the Relationship between Em-
ployer Branding and Employee Retention.’ Global Business Review 17
(3): 186s–206s.

Theurer, C. P., A. Tumasjan, I. M. Welpe, and F. Lievens. 2018. ‘Employer
Branding: A Brand Equity Based Literature Review and Research
Agenda.’ Journal of Management Reviews 20:155–79.

Turban, D. B., M. L. Forret, and C. L. Hendrickson. 1998. ‘Applicant At-
traction to Firms: Influences of Organization Reputation, Job and Or-
ganizational Attributes and Recruiter Behaviors.’ Journal of Vocational
Behavior 52 (1): 24–44.

Urde, M. 2013. ‘The Corporate Brand Identity Matrix.’ Journal of Brand
Management 20 (9): 742–61.

Managing Global Transitions



Living Up to Young Employees’ Expectations 235

Vettori, S., ed. 2010. Ageing Populations and Changing Labour Markets:
Social and Economic Impacts of the Demographic Time Bomb. Surrey:
Gower.

Virtanen, S. 2018. ‘Työilmapiiri on tärkeää nuorille ammattilaisille – “Ehkä
Suomessa johtajuus on erilaista”.’ Tekniika & Talous, 10 November.
https://www.tekniikkatalous.fi/uutiset/tyoilmapiiri-on-tarkeaa
-nuorille-ammattilaisille-ehka-suomessa-johtajuus-on-erilaista
/f2053e4e-bb5e-321a-ae25-a651760e5260.

Wayne, J. H., and W. J. Casper. 2012. ‘Why Does Firm Reputation in Hu-
man Resource Policies Influence College Students? The Mechanisms
Underlying Job Pursuit Intentions.’ Human Resource Management 51
(1): 121–42.

Wehner, M. C., A. Glardini, and R. Kabst, 2015. ‘Recruitment Process Out-
sourcing and Applicant Reactions: When Does Image Make a Differ-
ence?’Human Resource Management 54 (6): 851–75.

Wilden, R., S. Gudergan, and I. Lings. 2010. ‘Employer Branding: Strategic
Implications for Staff Recruitment.’ Journal of Marketing Management
26 (1–2): 56–73.

Wood, R., and T. Payne. 1998. Competency Based Recruitment and Selec-
tion: A Practical Guide. Hoboken, nj: Wiley.

Yu, K. Y. T. 2019. ‘Influencing How One Is Seen by Potential Talent: Orga-
nizational Impression Management Among Recruiting Firm.’ Journal
of Applied Psychology 104 (7): 888–906.

Yu, K., andM. Davis. 2019. ‘Integrating Job Search Behavior into the Study
of Job Seekers’ Employer Knowledge and Organizational Attraction.’
The International Journal of Human Resource Management 30 (9):
1448–76.

Volume 20 · Number 3 · 2022


