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1.Introduction

The reasoning behind investigating this topic for a dissertation is to effectively evaluate what recruitment methods provide the greatest return for employers and to determine whether recruiting internally or externally provides the best return on investment for different positions in an organisations job hierarchy. In 2014 the Harvard Business Review issued a list containing the top 100 best performing CEO’s in the world (Harvard Business Review, 2017) and it was found that within the top 10 CEO’s on that list, the majority favoured internal promotion over external methods but admit that both methods are used throughout. With this information, the aim is to analyse how organisations make the judgment on how to recruit for certain job positions in order to retain the best return on their investments. 

2.Background Review

There is generally two ways organisations decide to recruit candidates, External or internal recruitment. External recruitment consists of recruiting outside of the organisation to fill a job position and internal is when a job position is filled within the organisation through either promotion or recruiting. Much research has been conducted into “external recruitment V internal recruitment” and it has presented the difficulty of measuring broadly what organisations favour due to data being drawn from specific job roles and areas etc compared to a collective. However, research has revealed that organisations predominately opt for internal recruitment/promotions compared to externally, it is important to consider that this is usually preferred in the higher levels of the job hierarchies. Additionally, research has found that despite many organisations preferring internal promotions/recruiting external candidates provide more exempt qualifications and levels of experiences compared to those recruited internally (DeVaro, 2017). 

Prior literature that has already been carried out surrounding this topic is research carried out by (E.P Lazear) who collected data and drew conclusions that organisations prioritise their selection process significantly on the level of the job and found that low level jobs have high volumes of external recruiting and high level jobs are dominated by internal candidates (Lazear, 2004). Further literature conducted by (Bidwell 2011) show how external recruits have a generally poor work performance compared to internal recruits despite them being paid considerably more. Bidwell suggests how compared to internal recruits; external candidates generate poor performances within the first 2 years in the job but make around 18 percent more than the internal promotions. Bidwell also observed how external recruits are much more likely to leave the position but are front lined for faster promotion if they stay in the firms (Bidwell, 2011). 

There are multiple recruitment practices for organisations to select from, the main models consist of autocratic, bureaucratic, commitment and professional which are all summarised below (see Table 1. Recruitment models & selection practices). From analysing the table, assumptions can be made that the autocratic model which is dealing with the low skill jobs with an estimated high turnover is likely to recruit externally and locally, compared to the commitment and professional models which deal with targeted and specialised recruitment for the higher positions that require specialised skills (Collins, 2009). 
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Table 1. Recruitment models & selection practices. 


3.Research Aims & Objectives

The complete aim of this dissertation is to determine what recruitment method is considered to have the best return on an organisations investment and analyse at what levels in the job hierarchy particular recruitment methods are most fitting. 

The core objectives for this dissertation are:
1. To create a correlation between certain job positions (E.g., low level job, management positions) and what recruitment methods are encouraged. 
2. To compare and contrast the benefits and drawbacks of the ‘external v internal recruitment’ debate.
3. To establish what recruitment methods, provide the best return on investment for employers. 
4. To generate conclusions in order to put forward recommendations for organisations to improve their recruitment processes.

4.Rationale

This section contains the core reason behind the research being conducted, touching upon contemporary issues and publicised literature. 

William Chan (1996) proposed an interesting concept between internal and external recruitment, that when organisations advertise positions for external candidates then in return it decreases the opportunity for possible promotion for the existing internal employees which could pose a negative impact on their workplace morale. To further this, Chan suggests that external recruitment is only favoured when they are considered to be superior or more skilled than the internal candidates (Chan, 1996).  

However, it is crucial to consider all possible aspects and arguments to be able to draw effective conclusions, Cappelli (1999) indicated how the internal labour market has become considerably weaker and how there has been an increase in externalisation especially seen in larger organisations which were conventionally internalised. Organisations are increasing facing pressure to improve their recruiting methods as in today’s market efficient recruitment is expected to be the human resource departments pivotal role in guaranteeing organisational survival and success (Peter Boxall, 2007). 
This critical analysis aims to provide further extensive research around this topic area with the aim to provide generic recommendations for organisations in order to efficiently improve their recruitment methods.   

5.Research Methodology
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This critical analysis will adapt a positivism approach for this research. In today’s context, (Ploit and Hungler) describe positivism as an objective approach with evidence that is gathered indirectly or directly through humans and is then used as a benchmark for gathering knowledge (Shepard, 1993). In relation to this research, observations, statistics and data will be gathered in order to detect patterns and put forward recommendations for appropriate recruitment methods with certain job positions in organisations. 

6.Research Strategy

For this analysis a series of mixed methods will be employed to conduct and gather research. Both qualitative and quantitative data will be utilised in order to allow an insight into both numerical and descriptive findings in order to gather effective conclusions. Campbell & Fiske (1959) see qualitative and quantitative data as complimentary to each other. The use of both these methods will allow for greater accuracy and a wider scope (Jick, 1979).

The first analysis will be conducted through two online surveys, where information will be assembled based on the response of appropriate participants with identical questions in order to compare the results. These surveys will be created and conducted on the recommended survey site SurveyMonkey.com, the site is a global front runner in survey software and guarantees access to data, insights and new ideas to drive businesses ahead. By conducting two surveys it is anticipated that they will display interesting responses that can be analysed and compared to determine which recruitment methods are the finest for each level in the job hierarchy. 
Advantages of surveys:
1. Can save a lot of time for researchers, online surveys allow researchers to access a large pool of people in a short amount of time.
2. Online surveys reduce researcher costs, responses from the survey are accessible at any time and processed straight away.
3. The risk of error is significantly reduced with online surveys as all responses are entered directly into a system. 

Disadvantages of surveys:
1. The risk of dishonest answers on the survey, due to the lack of accountability the risk of participants just pressing any answer is quite high.
2. Online surveys can cause annoyance and may be deleted or ignored. 
3. Absence of an interviewer could lead to less reliable data if there is confusion for example. 

The second Data collection method will be conducted through action research. (Lingard et al 2008) described action research as an approach which is usually used to improve practices in predominately healthcare environments, however its important to note that it can be usefully applied in other environments. The approach involves carrying out systematic studies to help aid the improvement of their practices which can progress the working environment. Parkin (2009) relates action research to bringing about change in particular contexts (Al, 2010), an approach that will be suitable for the aim of this dissertation. 

The critical analysis will be cross-sectional due to the data being collected for the analysis is different sample groups at a certain point in time. Furthermore, an inductive approach will be adapted in order to detect patterns from observations and explanations. Rajiv Sabherwal & William R king (1991) describe this approach as analysing specific data patterns and the ability to draw conclusion of information presented in the real world (Rajiv Sabherwal, 1991).

7.Sampling

The method of sampling that will be used for this critical analysis is quota sampling. This method is most appropriate as it is crucial for this research to have a fair representative of recruits from both low level and high-level jobs which will be specified in the survey what category positions will fall under. The online survey will specify what the expected requirements are in anticipation to gather a representative talent pool in order to gather relevant data. 

For the action research, individual action research will be conducted through observations, field notes and surveys in order to collect data and detect patterns which will aid the researcher into determining whether external or internal recruitment is most beneficial to an organisation and at what level each method is best fitted for investment. To add further, this action research aims to provide organisations and HR departments with additional understandings on how to improve their recruitment processes for the best productivity and cost outcome for the organisations. 

By carrying out this independent action research the time scale will have to be considered and how long this research will estimate to take, and it also poses the risk of research bias, however this research is solely intended to provide extensive recommendations. 

8.Data Collection Methods for objectives

Below are the Data collection methods that will be used to achieve each research objective. 

1. The conduction of surveys will provide the insight into the correlation between certain job positions and the recruitment process. 
2. A review of a series of secondary documents in order to evaluate the ‘external v internal recruitment’ debate.
3. The online survey and independent observation will help analyse the best return on investment for organisations. 
4. The independent action research will help towards finalising conclusions.  

9.Reliability & validity

To ensure validity and reliability in this research appropriate measures will be approved by the dissertation supervisor. The reliability of this research will be monitored by checking the consistency of the results throughout and to ensure validity the results will be checked to see how well they correspond with the established theories/frameworks.

Every effort will be made to safeguard the reliability and validity of this research by remaining impartial in all the research carried out in order to retain the best possible results.  

10.Ethics and Risks

The fundamental ethical peril of this critical analysis is to ensure the confidentiality of the participants throughout this study. To ensure this all data that is collected will be done anonymously. 

In addition, an ethical form has been completed to guarantee that all considerations have been accounted for before the research takes place.  

Risks that could arise throughout the research is not gaining genuine answers on the online surveys which could hinder the conclusions of this research. To try and avoid this the questions will be short and straight to the point and will attempt to keep the survey time to complete to a minimal. 

11.Resources Plan

Time management will have to be efficient to carry out this research. This will be ensured by devising and following a Gantt Chart (see Table 3. Gantt Chart).

A range of resources will be used to aid the completion of this research, such as:
1. Range of academic journals and textbooks from the university library
2. CIPD publications and reports
3. Use of relevant online sources and literature. 
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