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Summary

The war for talent increasingly affects high-tech companies. Businesses need to
stand out as attractive employers to win the war for technical personnel in particular.
This trend also influences high-tech company Anton Paar. Given its continuous
growth, Anton Paar needs to recruit a large number of technical sales experts in the
USA in the coming years. The goal of this thesis is to support Anton Paar in building
an employer brand to position the company as an attractive employer globally and

as an employer of choice for technical sales experts in the USA.

The theoretical section of this thesis focuses on topics that influence employer
branding, such as international human resource management and employer choice.
Moreover, it includes the key aspects of employer branding and relevant definitions.
The theoretical part is concluded by the development of an employer brand
positioning concept. Theory shows that employer branding is targeted not only to
existing employees but also to the external target group of potential applicants.

Employer branding needs to address both target groups.

The practical section is based on the analysis of the external and internal factors
that influence the development of the positioning concept for the employer brand
Anton Paar. Moreover, the preferences of technical sales experts in the USA and
existing Anton Paar employees are investigated in two quantitative surveys. The
findings from the analyses and surveys are then used to define the employer value
proposition (EVP) for the entire Anton Paar Group and a sub-EVP for technical sales
experts in the USA. Anton Paar symbolises “stability” and “long-term orientation”,
two attributes that distinguish the company from the competition. This
characterisation is highlighted in the global employer brand positioning. The sub-
positioning for technical sales experts focuses on the fields of “innovative spirit” and

“development prospects”.

Based on the theoretical and practical sections, recommendations for the
implementation of the concept are provided at the end of the thesis. These
recommendations would help Anton Paar to implement the positioning concept and
anchor the employer brand internally and externally.



Abstract

Die wachsende Rivalititt um gut ausgebildete Mitarbeiter beeinflusst
Technologieunternehmen zunehmend. Um in diesem Wettbewerb bestehen zu
kénnen, muissen technische Unternehmen als attraktive Arbeitgeber auftreten.
Diese Entwicklung betrifft auch das Unternehmen Anton Paar, das besonders viele
Vertriebsmitarbeiter in den USA sucht. Deshalb ist das Ziel dieser Arbeit die
Arbeitgebermarke von Anton Paar zu positionieren, um als global attraktiver
Arbeitgeber wahrgenommen zu werden. Zudem soll die Arbeitgebermarke fir

zukinftige Mitarbeiter im technischen Vertrieb in den USA attraktiv sein.

Im theoretischen Teil dieser Arbeit werden Themen behandelt, welche die
Arbeitgebermarkenbildung (=Employer Branding) beeinflussen, wie etwa
internationales Personalmanagement und der Arbeitgeberwahlprozess. Aul3erdem,
werden die Kernthemen zum Thema Employer Branding dargestellt. Das
abschlieBende Kapitel erlautert die Teilschritte der Konzeptentwicklung zur
Markenpositionierung. Eines der Haupterkenntnisse des theoretischen Teils ist,
dass sich Employer Branding immer an interne und externe Zielgruppen richten soll,

was bestehende und zuklnftige Mitarbeiter umfasst.

Anschlielend an die Theorie befasst sich der Praxisteil mit der Analyse von
Faktoren, die die Entwicklung des Positionierungskonzeptes fur Anton Paar
beeinflussen. Ferner werden die Préferenzen der bestehenden Mitarbeiter und der
potentiellen Vertriebsmitarbeiter im Rahmen von zwei quantitativen Umfragen
dargestellt. Die Ergebnisse der Analyse und der Umfragen werden dann verwendet,
um die globale Arbeitgebermarke fur Anton Paar festzulegen. Dartber hinaus wird
eine untergeordnete Arbeitgebermarke fir Vertriebsmitarbeiter in den USA definiert.
Anton Paar sticht in der globalen Positionierung insbesondere durch die Attribute
.otabilitat* und ,Langzeitorientierung® heraus. In der untergeordneten
Positionierung fir den technischen Vertrieb werden die Attribute ,Innovationsgeist*
und ,Entwicklungsmoglichkeiten® hervorgehoben.

Basierend auf Theorie und Praxis werden am Ende dieser Arbeit Empfehlungen fir
die Umsetzung des Positioninerungskonzeptes gegeben, die Anton Paar bei der

Umsetzung des Konzeptes und bei der Verankerung der Marke helfen sollen.
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1. Introduction

1.1 Company presentation: Anton Paar

Anton Paar (AP) is an Austrian family business headquartered in Graz (cf. Anton
Paar GmbH 2017a). The company develops, produces and sells “aboratory
instruments and process measuring systems, and provides custom-tailored
automation and robotic solutions” (Anton Paar GmbH 2017a). The company’s most
relevant fields in terms of turnover are density, concentration and CO2 measurement
(cf. Anton Paar GmbH 2017a). Majority of the company’s products are sold to
business-to-business customers in different industries such as food and beverage,
electronics manufacturing, nanotechnology, pharmaceuticals and the university
sector. The instruments are mainly used by researchers, scientists and engineers
(cf. Anton Paar GmbH 2017e).

Since its foundation in 1922, AP has established 7 production sites, 29 sales and
service subsidiaries and 60 distribution partners around the world. In 2017 the
company generated a turnover of €316 million, of which 20% were invested in
research and development (R&D). In 2018 approximately 2,900 people are
employed at AP (cf. Anton Paar GmbH 2018d). Up to 93% of the company’s
products are exported (cf. Anton Paar GmbH 2017b). The company’s growth is
supported by the regular setting up of new subsidiaries and the acquisition of other
companies (cf. Anton Paar GmbH 2017d). This growth strategy is expected to
continue in 2018. In 2018 three new subsidiaries were opened—one each in
Thailand, Australia and New Zealand. The company expects to increase turnover
by 20% in 2018 (cf. Landlinger 28.09.2017).

The name of the company originates from its founder, Anton Paar, a locksmith who
opened his first workshop in Graz. Afterwards, his daughter Margarete Platzer took
over the company and handed it down to the third generation in 1963, specifically
her son-in-law Ulrich Santner. Friedrich Santner, son-in-law of Ulrich Santner, is the
current CEO of the company. The company has been owned by the Santner
Foundation since 2003 (cf. Anton Paar GmbH 2017c).



The company slogan of AP is “Great people, great instruments” (Anton Paar GmbH
2017d). It highlights the importance of both excellent employees and high-quality
products. Anton Paar aims to provide a secure workplace to all employees and
simultaneously offer space for talent development and innovation. This objective
goes hand in hand with the aim to focus on product quality rather than quantity.
According to Anton Paar, high product quality is the precondition for business
success and customer satisfaction (cf. Anton Paar GmbH 2017d). The company’s
core purpose is “to provide employees with an interesting, long-term and secure
place of work” (Anton Paar GmbH 2018b).

Figure 1 illustrates the company’s most important principles that guide their daily
work. All of these principles have the same importance. Quality and innovation are

the two core principles that connect the other principles.

Social
responsibility

— m@‘j -
Respect 2
nov\tlon

Personal

responsibility

Figure 1: Anton Paar's main principles (based on Anton Paar GmbH 2017d)

The first principle, “respect”, means that all employees should treat one another and
their environment courteously. At the same time, the company needs to respect all
its stakeholders, society and the environment. This principle is closely connected
with the second principle, “social responsibility”. The company aims to support the
disadvantaged members of society. The third principle, “curiosity”, denotes the will
to innovate. Finally, all employees should take on responsibility themselves and

contribute to the company’s overall success (cf. Anton Paar GmbH 2017d).



The company also uses another set of definitions for its guiding principles including
the following:
e Personality principle: Every employee contributes to business success.
e Social principle: Teamwork and social responsibility are necessary for
success.
e Solidarity principle: The well-being of society needs to be supported.
e Subsidiarity principle: Every employee is responsible and works

autonomously (cf. Anton Paar GmbH 2018a).

1.2 Initial situation

With regard to human resource management (HRM), high-tech companies are
influenced by several developments in the labour market; in this thesis, the most
relevant HRM aspects and developments are the shortage of skilled personnel,
importance of technologically exchangeable products and globalisation of labour
markets (cf. Bottger 2012, p. 3).

According to a forecast by Eurostat, the shares of the age groups of 0-14 years and
15-64 years in comparison to the entire European population are expected to
decrease in the next decades. The percentage of people older than 64 years is
simultaneously expected to increase from 19.2% in 2016 to 29.1% of the overall
population in 2080 (cf. Eurostat 2016). These figures demonstrate that the working
population is shrinking. Demographical changes and declining birth rates tighten the
labour market (cf. Stotz/Wedel-Klein 2013, p. 1). Companies compete for the best
personnel in the war for talent (cf. Holste 2012, p. 8). In particular, the shortage of
graduates in the STEM (science, technology, engineering and mathematics)
disciplines is foreseen (cf. Bollwitt 2010, p. 20). Hence, differentiating themselves
from competition is becoming increasingly important for companies (cf. Trost 2013,
p. 13).

The AP Group, as a global high-tech company, is also affected by the
aforementioned labour shortage. Finding suitable employees is especially difficult

for positions requiring technical skills (cf. Landlinger 29.03.2017).



This situation is further intensified by the strong expected turnover growth of AP in
the coming years (20% in 2018). The company also intends to increase its presence

abroad by strengthening its subsidiaries (cf. Landlinger 12.10.2017).

Although AP already received 9,000 applications in 2017 (from 1 January 2017 to
30 September 2017), the quality of submitted applications is insufficient (cf.
Landlinger 28.09.2017). Ninety percent of all applications at the headquarters are
unsuitable and are rejected in the first step of candidate selection (cf. Landlinger
12.10.2017).

1.3 Challenges

Given the aforementioned changes in the labour market, standing out as attractive
employers has become inevitable for technical companies (cf. Trost 2013, p. 13).
Furthermore, gaining employee commitment is critical to company success (cf.
Sponheuer 2010, p. 6).

Its expected strong growth has prompted Anton Paar to face a major challenge:
attracting and recruiting a large number of highly qualified employees. In particular,
numerous technical sales experts are necessary. As the competition for technical
experts in the labour market is strong and their importance for the business success

of AP is high, focus must be given to this target group.

Another challenge for AP is the insufficient quality of submitted applications and the
high effort to filter out relevant applicants. Consequently, the overall number or

irrelevant applications must be reduced.

A third challenge concerns the lack of definition and internal and external
communication of the core values of the company. The presence of these values
needs to be strengthened in the subsidiaries, especially in the United States where
Anton Paar aims to increase its presence. As one of its oldest subsidiaries, Anton
Paar USA works highly independently from the headquarters. Thus, many
employees working at Anton Paar USA have lost their affiliation to the headquarters
in Graz and its values (cf. Landlinger 12.10.2017). The development of a clear
employer brand positioning is one approach for responding to these challenges (cf.
Holste 2012, p. 8).



1.4 Objectives

1.4.1 Company objectives

The primary objective of the company Anton Paar is to improve the ratio between
the number of applications from technical sales experts who meet the selection
criteria to those who do not meet the selection criteria at all and are immediately
rejected in the first stage of candidate selection for positions recruited by the
headquarters from 1:9 in 2017 to 1:3 by 31 December 2021.

The second objective of Anton Paar is that aided awareness of the five core
company values reaches at least 90% with all employees from Anton Paar USA by
31 December 2020.

1.4.2 Master thesis objective

The objective of this master thesis is to develop an employer brand positioning
concept that focuses on technical sales experts in the industry of measurement
instruments manufacturing on the example of the Anton Paar Group and applied to
the United States.

Non-objective:

The implementation and control of the developed employer brand positioning

concept is not the objective of this master thesis.



1.5 Frame of reference
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Figure 2: Frame of reference (own presentation)



2. International human resource management

This chapter presents an overview of different methods for organising international
HRM. In particular, it demonstrates how HRM changes when companies go

international.

2.1 Fields of HRM in an international context

In this thesis, HRM is defined as “the management of people in relation to work”
(Rowley/Harry 2011, p. 7). This definition is similar to that of personnel management
which pertains to “the systematic analysis, evaluation and arrangement of all HR
aspects in a company, including on a  worldwide basis”
(Schmeisser/Krimphove/Popp 2013, p. 2). Personnel management and HRM can
be understood synonymously (cf. Hauer/Schiller/Strasmann 2002, p. 26). Both
terms are used in this thesis.

Personnel management includes the following fields:
e Planning of staffing requirements
e Personnel recruitment
e Personnel selection
e Personnel remuneration
e Personnel development and training
e Personnel reduction

e Personnel controlling (cf. Lindner-Lohmann/Lohmann/Schirmer 2016, p. 5 - 7)

One component of personnel recruitment needs to be highlighted in the context of
this thesis, namely HR marketing. Human resource marketing, which is also called
recruitment marketing, involves measures for attracting employees who are relevant
to a company. The aspect that distinguishes HR marketing from HRM is that the
former is oriented externally and focused on potential applicants. By contrast,
human resource marketing is closely connected with and based on the main topic

of this thesis, employer branding (cf. Dessain 2016, p. 4f.).



The mentioned fields expand as soon as companies go international. The reason
for this expansion is the increased complexity and knowledge that is required to deal
with internationalisation (cf. Rowley/Harry 2011, p. 8). The intensifying complexity
and increasing number of stakeholders especially differentiate international from
domestic personnel management (cf. Gannon 2008, p. 226). Personnel
administration generally becomes more complex. Finding employees who are
willing to move geographically is critical in an international environment.
Furthermore, the skill set of the needed staff changes. Intercultural competence
becomes increasingly important (cf. Lindner-Lohmann/Lohmann/Schirmer 2016, p.
16). Employees must also be able to understand international correlations (cf.
Bottger 2012, p. 8).

Scholz developed a framework for international HRM, as depicted in Figure 3. The
framework conditions for international HRM include internationalisation strategy,
company culture, local culture and international management system (cf. Scholz
2014, p. 95).

Internationalisation strategy of HQ

B H d
Company culture of HRM of HQ

HQ J

Local culture Local HRM
Country
scope T T
Internationalisation as a challenge of the
environment

Figure 3: Framework of international HRM (based on Scholz 2014, p. 96)

The next two chapters describe the types of internationalisation strategies. They
also explain the influence of company culture and country culture on HRM.



2.2 International HR strategies

Bartlett and Ghoshal differentiated four types of organisational models for
companies that run overseas operations, namely multinational, global, international
and transnational. Multinational companies exploit local advantages and work
locally, whereas global companies transfer the centralised headquarters (HQ)
strategy to the subsidiaries. International businesses centralise their core
competences and their subsidiaries adapt these competences. Transnational
companies form integrated networks worldwide (cf. Bartlett/Ghoshal 1992, p. 65).

Kumar applied these models to HRM. He described four types of HRM and
differentiated them according to their level of global integration and adaptation to
the country, as illustrated in Figure 4 (cf. Kumar 1998, p. 5).

Transnational

Global HRM HRM

Global
coordination

Multinational

National HRM HRM

low

low Local adaptation high

Figure 4: Types of international HRM (based on Kumar 1998, p. 5)

As depicted in the above matrix, global and national strategies have little HR
adaptation to country specifics. National HRM is applied when a company’s foreign
operations are limited. In this case, the HQ defines the human resources strategy,
which is then transferred abroad. With regard to global personnel management, the
measures are similar around the world, and local adaptations are neglected. In
contrast to companies that employ the national strategy, those with global HRM
operate in different markets (cf. Schmeisser/Krimphove/Popp 2013, p. 5). The
transnational model is selected when companies operate in countries with different
cultures. However, the companies are experienced in dealing with the differences

and are capable of creating benefits out of such an approach.



By contrast, multinational HRM is applied when the country differences are

significant but the number of markets is limited (cf. Kumar 1998, p. 6).

Perlmutter defined another approach for categorising the orientation of the company
HQ to its subsidiaries. He named three types of company orientation, namely
ethnocentric, polycentric and geocentric (cf. Perlmutter 1969, p. 12). These three
strategies were later extended by the regiocentric approach and can be applied to
HRM (cf. Schmeisser/Krimphove/Popp 2013, p. 7). Table 1 presents a comparison
of the three types of HQ orientation described by Perimutter. It includes the most
relevant facts for this thesis, namely organisational complexity, decision making,

control and communication.

Ethnocentric Polycentric Geocentric

o Complex in home Independent Increasingly complex
Organisation imole i bsidiari d interd d
complexity coun_try, simple in subsidiaries and interdependent

subsidiaries
Decisions Centralised Decentralised Collective

HQ standards Subsidiary standards  HQ and subsidiary
Control

standards

Intense towards Limited to subsidiaries Intense, bidirectional

Communication subsidiaries Limited between to and between
subsidiaries subsidiaries

Table 1: Types of HQ orientation toward subsidiaries (based on Perlmutter 1969, p. 12)

Tayeb combined the two approaches by Kumar and Perlmutter in the context of HR
and defined four strategic options in HRM: ethnocentric, polycentric, global and
hybrid. Ethnocentric means that the HQ defines all HR activities, whereas
polycentric denotes that HRM is adapted locally. A global strategy is the same
across countries, whereas a hybrid strategy differs from one country to another (cf.
Tayeb 2005, p. 99).

Several local aspects influence strategy choice. The HQ is generally more likely to
select an ethnocentric and global approach in one of the following events:

e Employees abroad are unwilling to take on responsibility.

e Employees abroad lack experience and know-how.

e The subsidiary is built from the ground up.

e The foreign site is situated in a developing country (cf. Tayeb 2005, p. 102).
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A polycentric approach is chosen when an existing foreign company is bought or
the trust in the skills of the employees is high (cf. Tayeb 2005, p. 102). In summary,
the HR strategy decision is highly dependent on the degree of local adaptation.
Companies with many subsidiaries in different countries have a high level of
internationalisation, and the dilemma for local adaptation increases (cf. Tayeb 2005,
p. 117). However, as previously mentioned, this notion does not necessarily imply

that the parent company differentiates its HR strategy.

2.3 Influence of culture on strategic international HRM

As mentioned in the last sub-chapter, Perlmutter’s approach describes three general
internationalisation strategies that influence HRM. However, this classification is not
sufficient for HRM because the cultural dimension needs to be elaborated in detail
as well (cf. Scholz 2014, p. 99). Findings from studies indicate that culture critically
influences HRM, especially in the fields of employee training, reward systems and
communication, and in the selection process and talent management (cf.
Vaiman/Brewster 2015, p. 160). Consequently, the term “culture” needs to be
described. According to the social scientist Hofstede, culture refers to mental
programming that differentiates one group of people from another, and culture is
learnt and derived from the social environment (cf. Hofstede/Hofstede/Mayer 2012,
p. 4). Furthermore, culture is related to the attitudes and values of a society (cf.
Tayeb 2005, p. 21).

Two terms need to be differentiated in discussing culture in relation to international
HRM: corporate culture and national culture. One of the main challenges for
businesses with foreign operations is to align the company culture with the national
culture (cf. Mueller 2016, p. 198). National values influence the corporate culture (cf.
Salama 2011, p. 20). In this regard, values can be specified as collective beliefs that

characterise cultures (cf. Thomas/Inkson 2009, p. 31).

Scholz subsequently differentiated nine internationalisation strategies in personnel
management which deal with the level of adaptation of the corporate culture to
national cultures (cf. Scholz 2014, p. 102). Scholz based these strategy types on
Perimutter’s types of HQ orientation towards the subsidiaries and divided it into two

dimensions: (corporate) cultural strategy and decision-making strategy.
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Cultural strategy consists of three types, namely monocultural, multicultural and
mixed. These strategy types have direct implications on HRM. For instance, a
monocultural strategy means that only one global unified corporate culture exists.
On the contrary, a multicultural strategy signifies that the corporate culture is
adapted to local conditions. A mixed strategy is a combination of both types. By
contrast, decision-making strategy is categorised into centralised, decentralised and
federal decision making. Federal decision making connotes the lack of a central

management function (cf. Scholz 2014, p. 99 - 101).

Table 2 presents the nine internalisation strategies in HRM, particularly the

combination of the types of cultural strategy and forms of decision making.

Cultural strategy

Monocultural Multicultural .
Mixed strategy
strategy strategy

Decision-
making strategy

Unified global Different company Company culture

strategy cultures, suitable consists of national
Centralised when operating in cultures
countries with
contrary national
cultures
Unified global Different company Subsidiary delivers
. strategy with local cultures, local input to HQ which
Decentralised - . - .
decision making decision making then leads to a
unified global strategy
Unified global Different company Different company
strategy, no central cultures, no central cultures approximate

management function  management function  and form an
integrated function
across all company
locations

Federal

Table 2: Nine internationalisation strategies in HRM (based on Scholz 2014, p. 102f.)

Table 2 indicates that depending on the strategy type, national cultures can or
cannot be considered in developing the company culture. This notion suggests a
necessity to describe cultural dimensions. Therefore, the most common cultural
dimensions are stated hereafter. Several scientists have defined cultural
dimensions to help compare cultures. Among these scientists are Geert Hofstede,

Fons Trompenaars, Edward Hall and David Pinto.
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For instance, Hofstede compared cultures. He conducted a study on IBM, in which
he interviewed 117,000 employees in 72 countries (cf. Blom/Meier 2