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ABSTRACT

The hiring strategy is one of the most important parts of keeping a company's engine running. Hiring the right
people will push the organization forward with innovation and expertise. But it’s not all about recruiting new
talent (Attar et al., 2025). Some of the best hires may actually be already working for the organization. There
are pros and cons to hiring both external candidates and looking inside the company’s existing talent pool. In
this article, the author presents the benefits and challenges of both internal and external recruitment and also
provides some best practices.
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INTRODUCTION

Recruitment simply means the action of ‘enlisting new people’. This can apply to anything, a job, a church or
the army. When it comes to recruitment for jobs the nature of recruitment has historically remained the same,
but the methods of recruitment have changed so much over the period of time that it requires to be analyzed time
and again. The recruitment process starts with advertising a job and ends when a person starts with the company.

The company puts lots of effort and resources in recruitment and hence choosing the right candidate is absolutely
necessary not just for profitability but also the sustainability of the organization. Recruitment practices have
undergone significant transformation over the last decade. Organizations are increasingly adopting Artificial
Intelligence (AI), Applicant Tracking Systems (ATS), digital assessment platforms, and professional networking
sites such as LinkedIn to identify suitable candidates (Acar & Sarnig, 2024). Simultaneously, organizations are
focusing on internal talent mobility, skill-based hiring, and employee development rather than merely filling
vacancies. Consequently, deciding between internal and external recruitment has become a strategic human
resource decision rather than simply an operational hiring activity.

The remainder of this paper is organized as follows. Section 2 outlines the recruitment process and discusses
recent trends shaping contemporary recruitment practices. Section 3 examines internal recruitment, highlighting
its advantages and limitations. Section 4 discusses external recruitment along with its benefits and challenges.
Section 5 compares internal and external recruitment methods and presents practical recommendations for
organizations. Finally, Section 6 concludes the paper by summarizing the key findings and discussing the future
direction of recruitment practices.

RECRUITMENT PROCESS AND MODERN RECRUITMENT TRENDS

The recruitment process involves many distinct stages some of them can be summarized as:
® Identifying what skills and role are required to be filled

® Brainstorming and selecting the right channel to attract the right talent
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® (reating the interview questions
® Performing a recruitment interview
® Conducting pre-employment verifications

® (reating documentation and induction strategies for the new starters
Modern Recruitment Trends

The recruitment landscape has undergone significant transformation over the past decade due to rapid
technological advancements, changing workforce expectations, and evolving business requirements (Xulu &
Parumasur, 2023) . Traditional recruitment methods that relied heavily on newspaper advertisements,
recruitment agencies, and manual resume screening have increasingly been replaced by digital platforms and
technology-enabled hiring practices. Today, organizations are expected to recruit talent quickly, efficiently, and
fairly while ensuring that candidates possess the skills required for an increasingly dynamic business
environment.

One of the most significant developments in modern recruitment is the adoption of Artificial Intelligence (AI)
and automation. Many organizations now use Al-powered Applicant Tracking Systems (ATS) to screen resumes,
identify suitable candidates, schedule interviews, and communicate with applicants. These technologies reduce
administrative workload, shorten the recruitment cycle, and improve the consistency of candidate evaluation.
Although Al has enhanced efficiency, human judgment continues to play a critical role in assessing behavioural
competencies, cultural fit, and leadership potential.

Another emerging trend is the growing emphasis on skill-based hiring. Instead of relying solely on educational
qualifications or years of experience, employers increasingly focus on the specific skills and competencies
required for a job (Jimoh & Kee, 2022). Technical abilities, problem-solving skills, adaptability, digital literacy,
and communication skills are often considered more important than traditional academic credentials. This
approach enables organizations to access a broader talent pool while improving the quality of hiring decisions.

The rise of professional networking platforms such as LinkedIn has also transformed recruitment practices.
These platforms enable organizations to identify both active and passive job seekers, verify professional
backgrounds, and build long-term talent pipelines. Social media has further strengthened employer branding,
allowing organizations to showcase their culture, employee experiences, and career development opportunities.
A strong employer brand not only attracts high-quality candidates but also enhances employee engagement and
retention (Alves et al., 2020). Internal labour markets encourage employee development by creating structured
career progression opportunities and reinforcing long-term organizational commitment (Baker et al., 1994).

Organizations are also placing greater emphasis on internal talent mobility (Gallardo-Gallardo et al., 2020).
Rather than immediately searching for external candidates, many organizations first evaluate whether suitable
talent already exists within the organization. Internal job portals and talent marketplace platforms allow
employees to apply for open positions, temporary assignments, and cross-functional projects (Coculova &
Tomcikova, 2021). This approach encourages career development, improves employee motivation, preserves
institutional knowledge, and reduces recruitment costs. Internal mobility has become an important strategy for
succession planning and employee retention, particularly in knowledge-intensive industries. Organizations are
increasingly recognizing inclusive talent development as a strategic mechanism for strengthening internal talent
pipelines (Kaliannan et al., 2023) .

The widespread adoption of remote and hybrid work models has further expanded recruitment opportunities.
Organizations are no longer limited to hiring candidates within a specific geographical location but can access
talent from different cities, states, or even countries. This broader talent pool enables employers to recruit
individuals with specialized skills while simultaneously increasing workforce diversity. However, remote
recruitment also requires organizations to develop effective virtual interviewing, digital onboarding, and remote
employee engagement practices.
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Data-driven decision-making has become another defining characteristic of modern recruitment. Human
Resource professionals increasingly use recruitment analytics to evaluate key performance indicators such as
time-to-hire, cost-per-hire, quality-of-hire, source effectiveness, and employee retention. These metrics help
organizations continuously improve recruitment strategies and make evidence-based hiring decisions.

In today's competitive business environment, recruitment is no longer viewed merely as the process of filling
vacancies. Instead, it has evolved into a strategic Human Resource function that directly influences
organizational performance, innovation, employee engagement, and long-term competitiveness. Consequently,
organizations must carefully balance internal and external recruitment strategies while leveraging technology
and data to attract, select, and retain the most suitable talent.

The transformation of recruitment from a traditional hiring function to a strategic Human Resource activity has
expanded the range of options available to organizations. Depending on organizational objectives, workforce
capabilities, and business requirements, managers may choose to recruit talent internally, externally, or through
a combination of both approaches. The diagram presents the strategic decision framework that illustrates the
relationship between organizational hiring needs, recruitment strategy selection, and the expected organizational
outcomes.

ORGANIZATIONAL HIRING MEED
Workforce Planning * Job Analysis * Vacancy Identification

l
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* Employee motivation
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ORGANIZATIONAL OUTCOMES
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Figure 1. Strategic Decision Framework for Internal and External Recruitment

Recruitment begins with the identification of organizational hiring needs through workforce planning and job
analysis. Human Resource managers then evaluate whether the required competencies can be fulfilled by
existing employees or whether external recruitment is necessary. Both approaches offer distinct advantages and
limitations that influence recruitment cost, hiring speed, employee development, innovation, and workforce
diversity. Consequently, selecting an appropriate recruitment strategy requires balancing these factors in
alignment with organizational goals and long-term human resource planning.
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Types of Recruitments
Recruitment process can be broadly classified into two mutually exclusive types:
1. Internal recruiting:

Internal recruitment is where a company hires employees from within the organization that are already
working there.

2. External recruiting:

External recruitment is where a company hires employees outside of the organization that are not
currently working there .

INTERNAL RECRUITMENT

Internal recruitment is the practice of filling organizational vacancies by drawing talent from within the existing
workforce rather than seeking external candidates. At its core, it is a mechanism of employee mobility—
encompassing promotions, lateral transfers, and reassignments—that leverages the familiarity, institutional
knowledge, and cultural alignment of current staff. The central idea is efficiency: organizations reduce hiring
costs, shorten on boarding time, and strengthen retention by offering visible career progression opportunities.
However, while it fosters loyalty and continuity, it also risks limiting diversity and innovation if relied upon
exclusively. In essence, internal recruitment is both a strategic talent management tool and a signal to employees
that growth pathways exist within the company.

Advantages of Internal Recruitment

The first and foremost benefit of internal recruitment is cost of hiring; It is cheaper and faster to recruit staff
internally than it is externally as it leverages employees that you already have.

The track record of employees for verification when hired internally is easily available. Hence no external agency
needs to be appointed.

Internal hires may not always require a full length interview, as their skills are already mapped internally with
the organization.

The on boarding time when compared to external hire is short, as the internal hire already knows the policies
and practices of the organization. Also the internal hire may be familiar with the team and may be aware of the
content and the context of their new roles.

With every internal recruitment, organizations can retain the top talent. Top performers are often hungry for new
challenges. If an organization wants to retain its best people, it is essential to offer options for career
advancement. Internal recruitment plays a critical role in succession planning by preparing employees for future
leadership positions. Organizations that develop internal leadership pipelines reduce dependency on external
recruitment for key managerial positions and preserve valuable organizational knowledge. Employees promoted
internally possess organizational memory, established relationships, and a deep understanding of organizational
culture, reducing the risk associated with leadership transitions.

Internal recruitment promotes loyalty and can even boost employee morale as it serves as a reward for existing
employees. Also, it saves time and money on training as the internal applicant will have more knowledge of the
organisation and culture. It also contributes to reducing employee turnover.

Matching internal candidates with the roles that fit the personality and skills means that they stay longer at the
company and increase employee retention.
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Disadvantages of Internal Recruitment

Internal recruitment limits the chances of new innovations and ideas as existing employees are more comfortable
with the processes and they may not be looking to change.

Constant internal recruitment can result in a stagnant culture. Businesses and processes change over time, and
the current employees sometimes lack the skills or knowledge necessary to help organizations stay competitive
or explore new opportunities.

In some cases, it may make sense to encourage one or more workers to upskill, but upskilling takes time. If an
organization can not delay hiring someone with particular skills, external recruitment makes sense.

While it is true that the possibility of advancement can be a strong motivator for employees, it is also the case
that many workers are happy in their current roles. Some of these individuals may be working to the extent of
their potential, and attempting to promote them into positions with higher goals and expectations may be setting
them up for failure .

Resentment amongst co-workers is one of the problems with internal promotions. While many coworkers are
happy when a colleague from amongst them is promoted, there may be some resentment that can fester if a new
worker is promoted ahead of long-term employees.

The choice between internal promotion and external recruitment has long been recognized as a strategic
organizational decision, with each approach offering distinct implications for employee motivation,
organizational knowledge, and workforce performance (Chan, 1996).

EXTERNAL RECRUITMENT

External recruitment is the process of sourcing and hiring candidates from outside the organization to fill open
positions. At its core, it expands the talent pool beyond current employees, bringing in individuals with fresh
perspectives, diverse experiences, and potentially specialized skills not available internally. This approach is
often used when organizations seek innovation, need to address skill gaps, or want to strengthen competitiveness
by introducing new expertise. While external recruitment can be more time-consuming and costly due to
advertising, screening, and on boarding, it serves as a strategic lever for organizational growth by infusing new
ideas and preventing stagnation. In essence, external recruitment is about reaching outward to enrich the
workforce with capabilities and viewpoints that internal mobility alone may not provide.

Advantages of External Recruitment

External recruitment enables organizations to improve workforce diversity by attracting candidates from
different industries, educational backgrounds, cultures, and experiences. Greater diversity contributes to
creativity, innovation, and improved organizational decision-making. Organizations with strong employer
branding attract high-quality external candidates more easily. Social media platforms, company review websites,
and employee advocacy significantly influence external recruitment success.

External recruitment introduces diverse perspectives, industry experience, and innovative practices that may not
exist within the current workforce. These perspectives can stimulate innovation, improve problem-solving, and
strengthen organizational competitiveness. An organization can widen its talent pool using external recruitment
(Schinnenburg & Bohmer, 2025).

When an organization prefers an external recruitment method, there is a greater likelihood of finding and
identifying a fresher candidate who is capable of delivering new skills and inputs for the betterment of the
company.

An organization can expand its boundaries to recruit the best workers with the most suitable skills. Relying
solely on internal hiring means an organization could miss the chance to hire people with new skills, ideas, and
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potential. Hence, external recruitment can increase the chances of recruiting experienced and qualified
candidates.

With external recruitment the possibility of internal politics of existing employees is checked. And lesser internal
politics avoids a number of internal issues and requests of the existing employees of the company.

With every external hire there is a chance to embed healthy competition amongst employees. It sheds a
sometimes lethargic environment as the existing employees try to present themselves as competitive and full
enthusiasts.

Disadvantages of External Recruitment

The main disadvantage of external recruitment is that it is time consuming. Most organizations post their vacancy
and there is always a chance for overwhelming applications. Sorting, filtering, selecting these applications takes
time. This delay is compounded with various rounds of selection which further delays the complete recruitment
process.

External recruitment is a costly affair. The job posting, man hours required to select the right candidate, the
verification, training all add up to make a decent cost of hiring a fresh talent.

When an organization considers a fresh candidate for the higher post than the existing candidates, then there is
always a possibility of the company's existing employees showing some sort of internal dispute among the
officials of the company. Such internal disputes can lead things to a completely different level.

There is always a chance that the new recruit may not adjust with the work culture, and policies of the
organization. Although even if they are communicated well in advance in HR interviews, candidates may agree
then and oppose after onboarding. New recruits will have a limited understanding of the company and company
culture.

There is a possibility that external hire is not worthy of the position offered as most of the applicants for the
position are total strangers for the organization. The new recruit might not be worth the position and can even
take advantage of the employer or company. Internal disputes are bound to arise if existing employees feel that
they were more suited for the position.

COMPARISON OF INTERNAL AND EXTERNAL RECRUITMENT
Table 1 compares the two recruitment models.

Table 1: Comparison of Internal and External Recruitment Methods

Parameter Internal External
Recruitment | Recruitment

Cost Low High
Hiring Time Short Long
Training Less More
Innovation Limited High
Employee High Moderate
Motivation

Cultural Fit High Uncertain
Diversity Low High
Risk Low Moderate
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Best Practices for hiring Internally and Externally

Make sure to post the position where it is simultaneously visible to both internal and external candidates.
Promotion decisions should be based on competencies and future role requirements rather than solely on past
performance to avoid ineffective promotion outcomes (Fairburn & Malcomson, 2001).

If an internal candidate applies for the post, first check with the employee before talking with their managers
otherwise it may trigger the conflict. But do not finalize the recruitment without checking with the manager.

Managers are often reluctant to lose high-performing employees whom they have spent time teaching and
training. Managers may be reluctant to let go of their top performers, and be ready to handle such cases carefully.
The live example is of Cisco where the Managers complained that internal recruitment encouraged their best
team members to move elsewhere in the company. The best strategy is to take managers in confidence and give
them an upper hand in the recruitment process. Even after this if they are reluctant, do not force internal
recruitment on them.

Do not only rely on Manager’s recommendations as the departments make their problem employees someone
else’s problem. Along with the manager's recommendation also cross check with the performance reports of the
employee.

Informal internal recruitment may result in underperformance. A study conducted by CEB found that 40% of
internal hires involving high-potential employees end in failure. Better have a one to one discussion at length
and explain the new job role, work environment, deadlines to the potential recruits.

FUTURE OF RECRUITMENT

The future of recruitment is being reshaped by Al-driven automation, skills-based hiring, and a stronger
emphasis on diversity, flexibility, and candidate experience. By 2026, organizations that fail to adapt risk losing
competitive advantage to those leveraging technology and human-centric strategies.

The future of recruitment is expected to become increasingly technology-driven while maintaining a strong focus
on human judgment. Artificial intelligence will continue assisting recruiters in sourcing, screening, and
scheduling candidates, whereas final hiring decisions will remain dependent upon human evaluation.
Organizations are also expected to increase investments in internal mobility programs, employee upskilling,
predictive analytics, and workforce planning. Consequently, the distinction between internal and external
recruitment is likely to become more integrated, allowing organizations to utilize both approaches strategically.

CONCLUSION

Internal hiring is growing. There are benefits in both internal and external recruitment, but at the end of the day
it boils down to what satisfies the need of the organization. There is no universally superior recruitment strategy.
The effectiveness of internal and external recruitment depends upon organizational objectives, workforce
capability, business growth, and the availability of required skills. Organizations should adopt a balanced
recruitment strategy by prioritizing internal talent development while simultaneously leveraging external
recruitment to acquire specialized skills, encourage innovation, and enhance workforce diversity (Al Aina &
Atan, 2020). Integrating technology, data-driven decision-making, and strategic workforce planning will further
improve recruitment effectiveness in the evolving world of work.
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