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Our Premise: No one doubts that “talent” is a key 

factor for organization success. A large part of tal-

ent is attracting, motivating, and retaining the right 

people. This comes, in part, from creating an employee value 

proposition (EVP). Many companies think of an EVP as what 

they provide to employees, but a real EVP is a contract be-

tween employee and employer. It is a statement of what the 

employee can expect to receive based on their contribution 

to the organization. Although not all companies may use the 

specific term “employee value proposition” (it may be implicit 

in the work they do), all companies have some form of shared 

understanding of what employees get for the value they give 

to their organization.

In this call, we discussed why organizations have EVPs, what 

an EVP is, and how to make them real.

MAIN QUESTIONS ADDRESSED  

IN THIS WHITE PAPER

•   What is most interesting/challenging to you about building 

an employee value proposition at your company?

•   Why do companies have employee value propositions?

•   What does/should an employee value proposition look like?

•   How do you turn EVP aspirations into reality in your 

organization?

INSTITUTE MEMBERS’ QUESTIONS

We opened our discussion by asking Institute members on the 

call to share what interested them about this topic. Here is a 

brief summary of the questions they raised:

•   How do you build an EVP that motivates all the different 

generations in the workforce, from your most junior-level 

talent to your most experienced talent?

•   How do you turn the aspirational aspects of an EVP into 

reality?

•   How do you make an EVP as practical and pragmatic as 

possible?

•   How do you ensure the EVP is globally and locally relevant/

meaningful?

•   How does the EVP link to culture?

THE EMPLOYEE VALUE PROPOSITION:  

WHY, WHAT, AND HOW?

The RBL Group argues that the best EVPs have a clear give/

get proposition. Companies often make the mistake of focus-

ing on one of these two dimensions over the other. But clarity 

on both the give and the get is a critical starting point to 

building a strong EVP.

To help frame the discussion of building an EVP, we provided 

three simple questions:

1. Why do companies have an EVP?

2. What do companies need to have as part of their EVP?

3. How do companies make the EVP real: a part of the culture?

WHY DO COMPANIES HAVE AN EVP?

Most companies have an employee value proposition to: 1) 

attract, motivate, and retain the right talent, and 2) provide 

line-of-sight to the company’s culture. It also helps provide 

line-of-sight between the firm brand, leadership brand, and 

employee brand. To be effective, the EVP needs to be more 

than a mere corporate tag line or words on a piece of lami-

nated paper. The EVP needs to be made real to employees and 

also has to provide clear principals/guidelines that are globally 

shared but adaptable to different geographies, talent seg-

ments, and industries.
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WHAT DO COMPANIES NEED TO  

HAVE AS PART OF THEIR EVP?

To help companies create a clear give/get value proposition, 

The RBL Group uses a set of general principles we refer to as 

VOI2C2E that would be globally shared but locally adaptable. 

These general principles of an EVP include:

VOI2C2E
•  Vision: There is a clear company vision and compelling 

purpose.

•   Opportunity: There are opportunities to learn and grow in 

your career.

•   Incentive: Performance is linked to rewards—people are 

paid a fair wage.

•   Impact: There is meaningful work—employees can make a 

difference.

•   Community: People work as part of a high-performing team.

•   Communication: People know what’s going on in the 

organization.

•   Entrepreneurship: There is flexibility in doing work.

These EVP principles make it clear to the employee that if you 

work hard, these are the things you will get in return (e.g., ca-

reer opportunities, employability, work flexibility, a clear vision, 

meaningful work, etc.). When companies get explicit about 

these EVP principles, they can begin to determine if it links to 

the culture they are trying to create.

Institute Member Practices on EVP

Accenture’s EVP elements include many of the same dimen-

sions as the VOI2C2E framework but are titled a bit differently.  

There are 6: People, Company,  Work, Opportunity, Work Envi-

ronment, and Rewards & Recognition.  These EVP drivers link 

to Accenture’s engagement model and engagement measures.  

Accenture’s goal is to have a lofty EVP made real through 

how they are delivered in their programs and practices.  It’s 

a global EVP that is flexible enough to adapt it by different 

talent segments, demographics, and geographies.

Northwestern Mutual is in the process of looking at the 

culture they want to have for the future.  Some key elements 

of their EVP include: Community, Environment, and Incentives 

- similar to those identified during the discussion.  In response 

to the different EVP’s for different demographics question, 

Northwestern Mutual has found, based on some recent focus 

group research in their employee base, similar areas of impor-

tance across the different demographic groups.  For example, 

the focus group data showed that all employee segments 

care about career opportunities, making a difference/impact, 

personal growth, vision of the company, corporate reputation, 

and stability (i.e., a stable company to work for).  The North-

western Mutual brand of “stability/financial security” supports 

the focus group results and creates an important linkage for 

employees today and future employee’s.

Kraft Foods is a large global corporation that is constantly 

changing. One notable example is that fact that Kraft Foods 

will split into two different companies in October 2012 (Kraft 

Foods and Mondelez International). One of the key elements 

of their culture is the ability for people to navigate a constant-

ly changing business environment. Employees at Kraft also 

want stability (work for a company that will endure through 

change), but people also have to cope with ongoing change in 

their jobs. Their EVP requires employees to change in order to 

support the culture—those that can, have more opportunity.

Pfizer has recently been focused on defining their future 

culture. Similar to Kraft Foods, a key part of Pfizer’s culture 

is that employees become comfortable managing the flux of 

change both within the company and within the pharmaceu-

tical industry. Employees are also encouraged to challenge 

the status quo to enact change. Pfizer’s EVP is rooted in their 

culture change efforts.

Invensys Operations Management spends a lot of time 

talking to their employees about being an industry leader in 

software, systems, and equipment and highlighting technical 

accomplishments that helps attract talented employees and 

motivate existing employees to be innovative in their work.

Applied Materials believes an EVP is what a company 

stands for. Applied Materials, among other things, stands for 

innovation in technology. They attract, retain, and motivate 

employees by providing them with the opportunity to work 

with cutting-edge technology and lead the world in the semi 

conductor space.

Dell places a great deal of emphasis on being one of the 

“greenest” companies in the world. They find their focus on 

green initiatives appeals to the talent they are trying to attract 

to the firm.

Statoil doesn’t use the term “employee value proposition” 

as it has been an implicit part of the work they have done 

for years in conjunction with the Norwegian culture.  But as 

they continue to expand globally and try to recruit and attract 

talent outside Norway, they are assessing the need for a more 

explicit EVP.

Several of the call participants astutely noted that global EVP 

frameworks are important in large multi-national corpora-

tions but there has to be flexibility for adaptation in different 

markets based on local needs. Companies such as Accenture 

and Invensys Operations Management try to strike the 

proper balance between prescriptive global EVP frameworks 

and local adaptation as needed for their talent segments.
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HOW DO COMPANIES MAKE THE EVP REAL:  

A PART OF THE CULTURE?

Probably the most difficult task corporations face is finding 

a way to make the EVP real to employees so it becomes part 

of the organization’s DNA and culture. There were several 

examples noted during the call that address how to make the 

EVP a day-to-day reality.

Below are just some of the examples of how Institute compa-

nies try to make the EVP pragmatic and practical.

Invensys Operations Management provides guidance to 

its site leaders on employee engagement and affords them 

the autonomy to choose activities for employee events that 

are meaningful to their locations based on population size, 

geography, and culture.  The key events, which are held glob-

ally during a selected month twice per year, have themes such 

as community involvement, team spirit, and family apprecia-

tion that resonate well across the regions.  These events with 

targeted themes help connect the workplace with Invensys’ 

values in a fun, engaging, and meaningful way.

Applied Materials is providing more transparency around 

company performance by using a corporate scorecard that 

is available for all employees to see, and it also links to their 

performance management and global rewards systems.

Pfizer is in the process of defining its employee value propo-

sition (EVP) in the context of the required culture for contin-

ued business success.  The EVP will be translated to its global 

recruitment brand and external messaging.  A holistic mes-

saging approach that encompasses the EVP, global recruit-

ment brand, and culture are foundational to Pfizer’s integrated 

talent management strategy.  Its EVP exchange emphasizes 

the “give” and “get” and provides clarity on the benefits 

(derived value) of working at Pfizer (“get”) and expectations 

(“give”) of employees. 

Northwestern Mutual is leveraging messaging through 

their company strategy and ensuring a clear line-of-site 

towards the future direction of the company.   Additional effort 

is taking place on “Equipping, Engaging, and Activating” lead-

ership to help bring the EVP closer to all employees.

Applied Materials is placing its emphasis on providing a 

clear vision for the company and proving a more robust strat-

egy cascading process. It’s a top-level-down approach to help 

each employee understand how their work connects to the 

vision and overall corporate objectives, and to demonstrate 

how each employee has a stake in making the vision of the 

company a reality.

At Kraft Foods, in Europe, one simple but effective change 

they made was around how they communicated with their 

employees and paid more attention to the language they 

were using. They felt there was too much reliance on process 

and jargon. So they decided to simplify how they communi-

cated to their employees and “call out” certain terms to avoid 

communications that came across as top-down/bureaucratic 

messaging.

Accenture is working to map their EVP into their delivery 

framework. The emphasis is on their programs and processes 

and ways to bring the EVP to life though these. They use an 

employee experience framework, which helps them connect 

the EVP framework to their HR processes.

At Statoil, how goals are delivered is just as important as 

what is delivered. Both are important and valued equally 

at Statoil and linked to employee reward and recognition 

programs.

As the member practices show, there is a menu of op-

tions when it comes to trying to make EVPs a reality in the 

organization. These examples highlight the need to focus 

on how companies communicate with their employees, how 

work is done and delivered, providing role clarity, establishing 

patterns, linking EVPs to recruiting efforts, linking EVPs to 

the performance management system, producing scorecards, 

providing leadership autonomy for local adaptation, providing 

events and programs to reinforce the EVP, and mapping the 

EVP to the HR delivery system.

SUMMARY

In this paper, we argue that building a strong employee value 

proposition requires a clear give and get proposition. Organi-

zations also have to address three critical questions:

1. Why do you have an employee value proposition?

•   To attract, motivate, recruit, and retain talent.

•   To provide line-of-sight to the culture.

2. What do you need to have as part of your employee value 

proposition?

•   A set of principles or a framework that is globally shared 

but locally adaptable.

•   Clear give/get propositions.

3. How do you make it real?

•   Create patterns in systems around communication, 

employee surveys, performance management, work 

delivery, etc.

•   Make the EVP a part of the brand/firm identity.


