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Britain's national mapping agency, Ordnance Survey, looked to employer branding to ensure high levels of employee engagement and to rise to its recruitment challenges for roles in technology and sales.
[bookmark: _GoBack]Key points
· Geographical information organisation Ordnance Survey redefined its employer brand and values when it identified a strategic risk around its ability to attract, recruit and retain the appropriate calibre of people. 
· It has also used the process to reinforce its new business strategy, and the employer brand lies at the heart of the change process. 
· Key to ensuring the process is owned by employees across the organisation was the introduction of steering groups and action groups, put together using a range of employees from across the business.
Geographical information organisation Ordnance Survey looked to employer branding to address recruitment challenges in two key areas: technology and sales. It has since put its employer brand and values at the heart of transforming its people strategy. 
Recruitment and retention challenges
According to Janet Wraith, head of organisational development at Ordnance Survey, the organisation "is well known for its surveying activities, cartography and traditional map-making areas, but we're not very well known for our more technological and commercial areas and it's in those areas we find it more difficult to attract and retain the right calibre of people". 
The organisation found that it had to run up to three recruitment campaigns to identify suitable candidates for every vacancy in information technology and commercial sales. Once a suitable candidate was identified, there was a higher proportion of early leavers (those leaving after 12 months service) within these areas compared with other parts of the business. "There were also a number of people who were leaving quite soon after starting work with us, so we wanted to understand what was going on. We wanted to look in detail at why people might turn down an offer of employment," says Wraith.
The organisation recruits between 150 and 200 people on an annual basis, and was keen to look at cutting recruitment costs incurred as a result of running more than one recruitment campaign to fill a vacancy.
Employees' perceptions of Ordnance Survey
Alongside recruitment and retention issues, an employee attitude survey also revealed some telling findings in relation to the employee engagement levels. While employees felt proud to work for Ordnance Survey - the statement "I am proud to work at Ordnance Survey" scored an average of 86% in its employee attitude survey - less than two-fifths (38%) felt valued by the organisation. Just over half (54%) felt motivated to do the best possible job, and less than two-thirds (64%) would recommend Ordnance Survey to friends as a good place to work.
What is an employer brand?
The notion of employer branding was new to the organisation, but it emerged as the most effective means of transforming the issues around recruitment and retention, while acting as an effective catalyst for change. Ordnance Survey believes an employer brand needs to fit with, but be different from, its consumer brand, and defines it in the following way:
· it represents you as an employer to both the external and internal world; 
· it communicates promises of delivery, makes clear expectations and sets you apart from the competition; 
· it differentiates and builds loyalty from the inside; 
· it is made up of layers and touch points; and 
· it achieves a number of business benefits. 
Objectives of the employer branding exercise
The organisation was keen to use the branding exercise to:
· improve external perceptions of Ordnance Survey as an employer; 
· get its recruitment campaigns "right first time"; 
· reduce its recruitment costs; 
· attract and recruit high calibre people - especially in technology and commercial areas; 
· unlock people's potential to deliver great performance; and 
· match the employee experience to its strong corporate brand.
Developing the Ordnance Survey employer brand
The organisation worked with employee-research company ORC (external website) to conduct internal and external research and consultation. ORC compared Ordnance Survey as an employer with some other organisations - Aviva, Experian, IBM and Garmin. "We found that we compared well with all four organisations among people who were aware of us but had not worked for us. Of course, alongside the positive comments, we also heard some negatives ones, mostly around being part of the civil service, [and being] old-fashioned and dull", explains Wraith.
Internal qualitative research
Internal qualitative research took the form of focus groups with staff, in-depth interviews with key stakeholders and consultation with recent joiners. The key messages from this research were then fed into the external research and, in turn, formed the basis of the brand development workshop.
Wraith explains that the engagement process with the employer brand will be important to its overall success, and as such the work was positioned across the organisation. A steering group with representatives from all parts of the business was set up so that: "from day one, there was strong ownership across the business".
External research - qualitative and quantitative
External research involved in-depth interviews with recruitment consultants, short-service leavers and those who had been offered a post but not taken it up. Lesley Barrett, HR business partner with Ordnance Survey, told us that the feedback from those who had taken up the offer of a position with the organisation but had left within six to 12 months was that the organisation "was very aspirational in terms of what it promised new starters, but we didn't always deliver. The 'sell' bit was done with the best intentions, but we didn't have all the elements in place internally to make sure we delivered on it successfully. That was an action we wanted to address, and as soon as possible."
In terms of initial reaction to the research findings, while some of the feedback was difficult to hear, it was also, in the words of Wraith: "quite liberating because it galvanised action. We knew there were some issues, and this was tangible evidence that could not be ignored. We had to get people engaged in the process of defining and delivering on our employer brand so that we could make the necessary changes to ensure we recruited and retained the necessary skills and people, [as well as] ensure high levels of engagement among existing employees."
Brand development workshop
The organisation was clear from the start of the process that it did not want the employer brand either to be led or seen to be owned in any way by one department or business function. To this end, it put together steering groups with a wide range - a "diagonal slice" - of employees. 
The brand development workshop brought together key stakeholders to take part in creative sessions to put together mood boards - a poster that consists of images and text to visually communicate the attributes of the organisation - to portray the brand that encompasses Ordnance Survey. These mood board sessions came up with terms such as "curious, inquisitive"; "flexible, adaptable"; unique"; and "heritage".
The sessions also included "Touch point analysis" - a marketing term for a process that explores all areas of potential contact between the organisation and employees (current or potential), customers and suppliers. The "touch points" were defined as:
· consumer brand;
· insider view;
· external/employer brand; 
· recruitment engagement; and 
· early experiences.
Across each of these stages - or touch points - where current or potential employees, or customers, could potentially engage with the organisation, the brand values had to consider all aspects of the way the organisation functioned and presented itself.
Ordnance Survey values
The workshop planning process carried with it the brief to create something "compelling but achievable", as the organisation did not want to aspire to values that it just did not represent.
Bringing the employer brand to life
The organisation set up an action group to cover each of the touch points already defined - but without the consumer brand aspect - including: external brand; external employer brand; recruitment engagement; early experiences; and insider view. Each action group then had to work on ensuring their particular area engaged with the values across:
· leadership and line management; 
· learning and development; 
· pay and benefits, recognition; 
· our policies; 
· work environment; and 
· internal communications.
One practical example involves the Ordnance Survey website. Wraith explains that there are lots of images of people outdoors, which portrays an outdoor lifestyle of the people who work within the organisation. "But actually, that is not what most of our employees do, so we're going to update the website and include a much broader range of activities that better reflect everything we do here," she explains. 
Alongside this, the organisation is running a major leadership development programme which - for the first time - includes a key element looking at the employer brand and employee engagement, and the role of leadership in engaging employees and embodying the brand. 
Impact of the employer brand
"I think people feel like we are listening and understanding some of the issues that were impacting on peoples' working lives and we're really trying to do something about it, so the reaction from employees has been very positive," says Barrett. She goes on to explain that the employer branding process will mean that people will be clearer about what is expected of them and feel a greater sense of involvement in the organisation. 
To this end, the employer branding work is being used as a centrepoint to inform and shape the people strategy of the organisation and is aligned to the new business strategy. 
Wraith explains: "Our new business strategy reinforces the vision of Ordnance Survey being the content provider of choice in the information economy. The strategy identifies five strategic goals which form the framework for achieving this vision."
These goals are:
· promoting innovation for economic benefit and social engagement; 
· increasing the use of Ordnance Survey data; 
· supporting the sharing of information across the public sector; 
· increasing efficiency to develop a sustainable business for the future; and, 
· enhancing value through the creation of an innovative trading entity.
The organisation is also confident that the work it has carried out on its employer branding exercise will give a return on investment by improving the effectiveness of its recruitment activity.
Challenges of employer branding
IRS also asked Wraith and Barrett about the biggest challenges they are facing going through the employer branding exercise. For Wraith, it is the challenge of engaging a wide range of people across the organisation, who traditionally would not work together, and making sure the process is not viewed as a HR initiative but central to the organisation as a whole.
Barrett feels the challenge lies in keeping the momentum going now the research had been completed. "There was a little bit of a lull where we lost a little bit of momentum so for me, it's important to pay attention to the point that the values actually start to have a practical application," she says.
Questions
1. What is Ordnance Survey selling to potential recruits?
2. How can the employer branding help to get potential recruits to join the organisation?
3. What evidence is there that the employee branding exercise will minimise the strategic risk around its ability to attract, recruit and retain the appropriate calibre of people

