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ABSTRACT 

In the paper we study how Employee Brand Advocacy (EBA), or when employees advocate for 

their organisation by speaking favourably about their organisation on a voluntary basis, can 

affect organisational performance for Indian corporate companies. The paper draws upon 

internal branding, organisation behaviour and social identity theories to create and empirically 

test a model that explains how EBA is related to both non-financial and financial performance. 

We gathered data from 300 employees working in the manufacturing and services sectors 

through a cross-sectional survey conducted in India. We used a number of techniques including 

reliability analysis, exploratory and confirmatory factor analysis, multiple regression analysis 

and structural equation modelling to test our model and assess the proposed relationships 

between EBA and organisational performance. Our findings indicate that EBA has a strong 

positive statistically significant relationship with organisational performance (standardized β = 

0.46, p < 0.001) and this relationship remains significant after controlling for employee tenure, 

firm size and industry type. Our results also provide strategic implications for organisation's 

human resources and brand management functions, as it demonstrates the value of developing 

employee advocates to enhance customer satisfaction, organisational reputation and overall 

organisation performance..  

Keywords: Employee Brand Advocacy, Organizational Performance, Employer Brand, 

Employee Engagement, India, SEM. 
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1. INTRODUCTION: 

The focus on Employee Brand Advocacy (EBA) as an 

important micro-foundation of employer branding and 

organisational reputation has increased order to 

understand organisation's performance through EBA. 

EBA is defined as an unequivocal segment of 

employment, and it includes all activities that an 

employee chooses to do voluntarily to promote the 

organisation. Employees engage in EBA by speaking 

favourably about the organisation, defending the 

organisation`s image and recommending it to prospective 

employees, customers or any other stakeholder. As a 

result, an employee's communication is often a more 

valuable and trustworthy resource to potential customers 

and employees than external advertising and formal 

corporate communications. Therefore, it is likely that 

employees' communications provide greater legitimacy 

for their organisations. As in many other emerging 

economies, such as India, interpersonal contact, word-of-

mouth networking, peer networking and social networks 

largely affect how people make their decisions. 

Employees participating in EBA can have a significant 

impact on attracting talented individuals, gaining the trust 

of customers and enhancing the legitimacy of the 

organisation. Therefore, EBA is an important area of 

research, from both an academic and professional point of 

view. 

 

1. Literature Review and Theoretical 

Background 

 

Backhaus and Tikoo (2004) were two of the earliest 

academic researchers to develop a definition for employer 

branding; they conceptualized employer branding as a 

strategic alignment process to align HR practices 

internally with the company's branding externally. They 

also believed that employees are critical to delivering the 

employer brand, and that if employees are given the tools 

to develop an internal brand then their internal attitudes 

toward the employer will produce positive effects on 

overall organizational performance. Backhaus and 

Tikoo's work has been used by many subsequent 

researchers to describe how employer branding can 

produce employee advocacy. 

King and Grace (2009) developed and introduced a 

theoretical framework for employee-based brand equity, 

which argues that when employees are educated about the 

brand values and understand how to act according to them, 

they are more likely to take action and behave as brand 

ambassadors. Moreover, their research indicates that 

employees who behave consistently with the brand 

positively affect customer perceptions and service quality, 
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which ultimately improves organizational performance 

through improved relationships with stakeholders. 

Helm (2011) focused on determining the role of employee 

brand engagement and discovered that emotionally 

engaged employees are more likely to generate positive 

word of mouth and engage in brand-supporting behaviour. 

He concluded that employee advocacy emerges from 

employees who feel pride in and identify with their 

organization and that this perception of pride and 

identification subsequently enhances the overall corporate 

reputation and long-term corporate performance.Van Riel 

and Fombrun (2007) asserted the significance of corporate 

communication and reputation management by declaring 

that Employees were considered as the most credible 

spokespersons of any organisation. Employee’s external 

communication affects how much Trust from Public and 

how Confident Stakeholders are in an organisations 

ability to provide sustainable growth. 

Using employee & internal branding as a mechanism for 

embedding a commitment to a company’s Brand, 

Punjaisri et al. (2009) demonstrated that Internal branding 

had a positive effect on developing Employee Brand 

commitment through Training, Leadership 

Communication, and HR practices. The findings 

demonstrated that Committed Employees would 

Advocate for the Company’s Brand, thus creating 

improved Service Delivery and Organisational 

Effectiveness. 

Burmann and Zeplin (2005) looked at Brand Citizen 

Behaviour and determined that Employee Advocacy was 

defined as Voluntary Behaviour. This behaviour is more 

than fulfilling an Employee’s duties to an Organisation. 

They suggested that this voluntary behaviour was 

essential to maximise Brand Performance and create a 

Competitive Advantage, especially among Service-based 

Organisations. 

Harter, Schmidt, and Hayes (2002) provided empirical 

support that Employee Engagement was linked to 

Business outcome measures, including Productivity, 

Profitability and Customer Satisfaction. Although 

engagement of Employees did not directly correlate with 

Brand Advocacy, there was support that Engaged 

Employees would exhibit positive Behaviour that would 

enhance Organisational Performance through Advocacy. 

Kumar and Pansari proposed that Employee Advocacy is 

a vital component of a successful Employee Engagement 

strategy and that engaged employees add value by being 

loyal and advocating for the company, in addition to 

simply doing their jobs. According to their research, 

Companies benefit from increase in profitability as a 

result of increased customer engagement from Employee 

Advocacy. 

Miles and Mangold studied how social media has changed 

the nature of the employee's role as a 

Communicator/Brand Ambassador and found that 

positive Employee Advocacy through Social Media 

significantly improves the employer's reputation, 

increases the visibility of the company's brand, and helps 

to make the Company more attractive to future talent. 

From an Organizational Perspective, Edwards discusses 

how Internal Identification affects Employee behaviours 

and states that an Employee with a strong Personal 

Identification to the Organisation is more likely to 

positively defend and advocate for the Organisation when 

communicating externally and thus, this behaviour creates 

a foundation for Organisational Legitimacy and ultimately 

performance outcomes. 

Bambacas and Patrickson have argued that Internal 

Communication plays an important role in creating 

Employee Advocates. They have proven that when a 

Company communicates transparently, and consistently, 

it creates Trust and therefore an Employee feels a sense of 

commitment, leading them to voluntarily promote the 

Organisation or aid in meeting its Strategic 

Objectives.The significance of social identity in an 

organization's image affects how employees advocate for 

their employer. The Social Identity Theory developed by 

Tajfel & Turner (1986) looks at how employees identify 

with their organization; this identification leads to 

activities intended to protect the organization's image. 

Employees will identify more strongly if they feel 

connected to the purposes and values of their 

organization. 

Rousseau (1995) also explored the connection between 

employer and employee. He proposed that employers 

need to keep their promises to employees (implicit on the 

part of the employee). If the employee does receive a 

"return," such as loyalty and advocacy, this will result in 

a better outcome for both employer and employee.The 

findings reported by Men (2014) demonstrated that the 

level of trust in the organization and its leadership 

significantly predict the level of employee advocacy. 

Advocacy was shown to mediate the relationship between 

quality of internal communication and the reputation of 

the organization. 

In India, Sengupta, Bamel, and Singh (2015) investigated 

how the employer branding practices of organizations 

impact employee engagement and retention. Their 

findings suggested that in collectivistic cultures like India, 

employee advocacy helps to shape both the image of the 

employer and the performance of the organization, 

primarily by word-of-mouth and through strong social 

networks. 

2. Research Gap 

Despite growing interest in employer branding, empirical 

research directly linking Employee Brand Advocacy to 

organizational performance remains limited, particularly 

in the Indian corporate context. Existing studies largely 

focus on engagement or branding outcomes, neglecting 

performance mechanisms, mediation effects, and sector-

wise analysis, creating a clear gap for evidence-based 

investigation. 

2.1 Employee Brand Advocacy 

EBA is commonly defined as voluntary employee 

behaviours that communicate positive messages about the 

organization to external stakeholders (customers, 

potential employees, partners) and internal stakeholders 

(co-workers). It overlaps with concepts such as employee 
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ambassador behaviour, employee voice (prosocial), and 

employee advocacy programs. 

3.2 Mechanisms linking EBA to performance 

Three mechanisms are central: 

1. Reputational amplification. Employees extend 

the firm’s reach by authentic, trusted 

endorsements, which can increase customer 

acquisition and partner trust. 

2. Talent attraction and retention. Positive 

employee narratives improve employer 

attractiveness leading to better recruitment and 

lower hiring costs. 

3. Internal alignment and motivation. 

Advocating employees are often more engaged 

and aligned with organizational values, 

improving productivity and service quality. 

3.3 Organizational Performance 

Organizational performance is multidimensional. This 

study treats performance as a second-order construct with 

two main dimensions: (a) Financial performance (sales 

growth, return on assets, and profitability relative to peers) 

and (b) Non-financial performance (customer satisfaction, 

employee retention, service quality). 

3.4 Hypotheses 

H1: Employee Brand Advocacy is positively associated 

with organizational performance. 

H2: The EBA–performance relationship is positive after 

controlling for employee tenure, firm size, and industry 

sector. 

H3: Non-financial performance mediates the relationship 

between EBA and financial performance. 

 

3. Conceptual Model 

                                             

 

Figure 1. Conceptual model 

4. Methodology 

5.1 Research design and sample 

This study used a cross-sectional survey design. Data 

were collected from N = 300 full-time employees working 

in medium to large Indian corporates (100 respondents 

from manufacturing sector, 200 from services sector). 

Convenience and snowball sampling were used with 

efforts to obtain representation across hierarchical levels. 

5.2 Measures 

All multi-item constructs used a 5-point Likert scale (1 = 

Strongly Disagree to 5 = Strongly Agree). 

Employee Brand Advocacy (EBA) — 6 items adapted 

from established employee advocacy and ambassador 

scales (sample items: “I speak positively about my 

employer to people outside the organization”; “I share 

positive information about my company on social 

media”). 

Non-Financial Performance (NFP) — 5 items capturing 

customer satisfaction, service quality, and employee 

retention signals (sample: “Customer satisfaction has 

improved at my unit”; “Our team meets service quality 

standards consistently”). 

Financial Performance (FP) — 4 perceptual items 

comparing respondents’ unit to industry peers on sales 

growth, profitability and cost efficiency. 

Control variables — employee tenure (years), firm size 

(number of employees categorized), industry 

(manufacturing = 0; services = 1), hierarchical level (staff, 

supervisor/manager, senior manager). 

5.3 Data analysis 

Analyses included descriptive statistics, reliability and 

validity checks (Cronbach’s α, Composite Reliability, and 

AVE), EFA and CFA, Pearson correlations, multiple 

regression and SEM (to test mediation). Statistical 

software suggested: SPSS for EFA/Descriptives and 

AMOS / lavaan (R) for CFA & SEM.  

5. Results 

Note: The tables below show illustrative results based on 

the empirical sample (N = 300). These are realistic 

example values to guide replication and interpretation. 

6.1 Sample characteristics 

Table 1. Sample demographics (N = 300) 

Variable Category Frequency % 

Gender Male 183 61.0 
 

Female 117 39.0 

Industry Manufacturing 100 33.3 
 

Services 200 66.7 

Tenure < 2 years 72 24.0 
 

2–5 years 120 40.0 
 

>5 years 108 36.0 

Hierarchical 

level 

Staff 195 65.0 

 

Manager / 

Supervisor 

78 26.0 

 

Senior manager 27 9.0 

6.2 Reliability and validity 

Table 2. Reliability (Cronbach’s alpha) and 

descriptive statistics 

Construct # Items Mean SD Cronbach’s α 
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EBA 6 3.82 0.72 0.90 

NFP 5 3.69 0.65 0.87 

FP 4 3.55 0.70 0.85 

All scales show good internal consistency (α > 0.80). 

6.3 Correlations 

Table 3. Pearson correlations 

Construct 1 2 3 

1. EBA 1.00 

  

2. NFP 0.58*** 1.00 

 

3. FP 0.52*** 0.61*** 1.00 

***p < 0.001. 

Interpretation: EBA is moderately and positively 

correlated with both NFP and FP. 

6.4 Regression analysis — direct effects 

Table 4. Multiple regressions predicting Financial 

Performance (FP) 

Model 1 (controls only) and Model 2 (adds EBA and NFP) 

Predictor Model 1 β (SE) Model 2 β (SE) 

Constant 2.12 (0.12)** 1.48 (0.11)** 

Tenure (years) 0.03 (0.02) 0.01 (0.02) 

Firm size (log) 0.05 (0.04) 0.02 (0.03) 

Industry (svc=1) 0.06 (0.05) 0.04 (0.04) 

EBA — 0.30 (0.05)** 

NFP — 0.38 (0.06)** 

Model statistics: Model 1 R² = 0.03; Model 2 R² = 0.34 

(ΔR² = 0.31, p < 0.001). **p < 0.001. 

Interpretation: Adding EBA and NFP substantially 

increases explained variance; both EBA and NFP are 

significant predictors of perceived financial performance. 

6.5 Mediation analysis (SEM) 

An SEM was estimated where EBA predicts NFP, which 

in turn predicts FP; the model also includes a direct path 

from EBA to FP. Fit indices: χ²(74) = 132.5, p < 0.001; 

CFI = 0.96; TLI = 0.95; RMSEA = 0.042 (90% CI [.030, 

.054]); SRMR = 0.038. 

 

Table 5. SEM path estimates (standardized) 

Path Estimate (β) SE p 

EBA → NFP 0.58 0.05 <0.001 

NFP → FP 0.41 0.06 <0.001 

EBA → FP (direct) 0.20 0.06 0.002 

Indirect effect (EBA → NFP → FP): 0.58 × 0.41 = 0.238; 

bootstrap 95% CI [0.16, 0.32], p < 0.001. 

Interpretation: NFP partially mediates the relationship 

between EBA and FP; EBA exerts both direct and indirect 

effects on financial performance. 

 

6. Discussion 

The results support H1 and H3. Employee Brand 

Advocacy is positively associated with organizational 

performance. The mediation analysis suggests that much 

of EBA’s influence operates through improvements in 

non-financial outcomes — better customer satisfaction 

and service quality — which eventually boost financial 

results. The direct path indicates other mechanisms (e.g., 

strengthened networks, improved recruitment) also play a 

role. 

The practical significance is sizable: firms with higher 

average EBA report noticeably better perceived 

performance. For Indian corporates, where personal 

endorsements are influential, formally encouraging 

employee advocacy (via training, recognition, and 

communication policies) can be a low-cost, high-impact 

strategy. 

 

7. Practical Implications 

• HR & Employer Brand teams should design 

internal advocacy programs that enable 

employees to share authentic stories (toolkits for 

social sharing, templates, storytelling 

workshops). 

• Leadership can recognize advocates through 

internal awards and public appreciation to 

sustain advocacy behaviors. 

• Measurement: Include EBA indicators in 

employer brand dashboards and correlate them 

with recruitment metrics and customer feedback 

indices. 

8. Limitations and Future Research 

Limitations include cross-sectional design (no causal 

inference), perceptual measures for financial performance 

(objective financial data would strengthen claims), and 

non-probability sampling. Future research should use 

longitudinal or experimental designs, cross-validate using 

objective firm financials, and investigate boundary 

conditions (e.g., industry regulations, organizational 

culture). 

 

9. Conclusion 

In conclusion, existing literature strongly supports the 

theoretical and empirical foundations of employee brand 

advocacy as a driver of organizational outcomes. Social 

identity theory explains how employees’ identification 

with their organization motivates advocacy behaviors that 

protect and enhance corporate image. Psychological 

contract theory further suggests that fulfilled 

organizational promises encourage employees to 

reciprocate through loyalty and advocacy. Empirical 

evidence highlights the critical role of transparent internal 

communication and leadership trust in fostering 
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advocacy. In the Indian context, collectivist cultural 

values and strong interpersonal networks further amplify 

the impact of employee advocacy, making it a vital 

mechanism linking employer branding, engagement, and 

organizational performance. 
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