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Abstract

This study adopts an integrative theoretical approach to provide a holistic perspective on
the relationship between strategic recruitment practices and employee commitment in educational
institutions. It posits that structured recruitment processes significantly influence employee
engagement, morale, and institutional performance. Drawing on theoretical frameworks such as
the Resource-Based View (RBV) and Affective Events Theory (AET), the study explores how
aligning candidates’ skills, values, and motivations w ith institutional goals fosters excellence,
loyalty, and stability. A conceptual review methodology was adopted, synthesizing findings from
peer-reviewed journals, books, and reports on recruitment, teacher retention, and organizational
commitment. The review emphasizes transparent hiring, competency-based selection, employer
branding, and the use of technology to attract and retain quality educators. It also underscores the
need to integrate recruitment with broader human resource policies to strengthen psychological
contracts, enhance loyalty, and reduce turnover.

The findings indicate that when recruitment is approached strategically, schools enjoy
improved staff satisfaction, higher retention rates, and stronger student outcomes.
Recommendations include implementing data-driven recruitment models, structured onboarding,
ongoing professional development, and supportive work environments. By elevating recruitment
to a core leadership responsibility, education managers can create a skilled and committed
workforce that drives sustainable development and lasting institutional success.

Keywords: Strategic recruitment, educational institutions, employee commitment, school
performance, teacher retention.

361



Lead City University Postgraduate Multidisciplinary Serial, (Series 4)

Introduction

Recruitment is a foundational pillar of human resource management (HRM) and an
essential process for building effective organizations. Within educational settings, recruitment
takes on heightened importance as it directly influences the quality of teaching, learning outcomes,
and the overall performance of schools. Educational leaders face growing pressure to identify,
attract, and retain highly skilled educators and administrators who can meet the demands of a
rapidly evolving educational landscape. In this context, recruitment has shifted from being a
routine administrative activity to a strategic function capable of shaping school culture, enhancing
employee commitment, and sustaining institutional excellence.

Research in Nigeria highlights that recruitment and selection processes directly influence
teacher motivation, job satisfaction, and long-term commitment. For instance, studies have shown
that transparent recruitment procedures and well-structured orientation programs significantly
reduce staff turnover while fostering affective and normative commitment (Jakada, Jakada,
Hussein & Kurawa, 2019; Ekienabor, 2018).

Human resource management encompasses a range of practices, including recruitment,
training, appraisal, and employee relations, all of which aim to maximize employee potential and
align their efforts with organizational goals. For educational institutions, this alignment is vital.
Schools and tertiary institutions operate in knowledge-driven societies where their success is
measured not only by academic performance but also by the quality of their workforce, their ability
to innovate, and their resilience in addressing societal needs. Strategic recruitment practices
therefore represent more than just filling vacancies; they serve as a deliberate approach to
identifying educators whose values, skills, and aspirations align with institutional missions,
thereby fostering a sense of purpose and long-term commitment (Weiss & Cropanzano, 2020).

This study, titled Strategic Recruitment Practices as a Catalyst for Employee Commitment
in Educational Institutions, examines the relationship between recruitment strategies and employee
commitment, highlighting best practices, theoretical foundations, and their implications for
educational leaders. Despite the recognition of teachers as pivotal to educational success, many
institutions in Nigeria still adopt non-strategic recruitment practices characterized by favoritism,
inadequate workforce planning, and lack of competency-based selection. These deficiencies often

result in poor teacher engagement, high turnover, and low institutional commitment. This paper
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therefore addresses how strategic recruitment practices can be used as a deliberate management
tool to enhance employee commitment and institutional effectiveness.
To achieve these objectives, the paper reviews existing literature and theoretical frameworks to

establish a conceptual link between strategic recruitment and employee commitment.

Literature Review

This section examines empirical studies and theoretical insights on how recruitment
practices influence employee commitment, with particular attention to the educational context.

Employee commitment in educational institutions has been widely studied as a determinant
of teacher effectiveness, job satisfaction, and institutional growth. In the Nigerian context,
researchers have emphasized that commitment is not only shaped by leadership and organizational
culture but also by the quality of recruitment practices. Olaifa, Issa, Niji-Olawepo and Adeoye
(2023) established a direct link between teacher recruitment strategies and job performance in
Nigerian secondary schools, highlighting that schools that implement structured recruitment and
selection processes benefit from better teaching outcomes. Similarly, Adeniji, Adelena and
Ogunsile (2022) argued that transparent human resource policies, particularly recruitment and
onboarding, are fundamental in strengthening staff morale and retention in Government-owned
universities. These findings reinforce the idea that commitment begins at the hiring stage, where
candidates’ values, skills, and institutional alignment are assessed to ensure long-term loyalty and
engagement.

Research has also demonstrated that recruitment plays a central role in shaping multiple
dimensions of employee commitment, including affective, continuance, and normative
components. For instance, Ezenwanne (2024) found that administrative staff in higher institutions
with structured onboarding and fair recruitment processes exhibited stronger continuance
commitment, reducing turnover and improving organizational stability. Similarly, Adanu, K.
(2024) highlighted the importance of staff development as a complement to recruitment,
emphasizing that hiring practices that prioritize growth potential foster stronger institutional
bonds. These studies align with international perspectives such as Meyer and Allen (1991)’s three-
component model, confirming that commitment is rooted in early recruitment experiences and

sustained through development opportunities.
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Further evidence from Ikyanyon and Agber (2020) demonstrated that employee
commitment, driven by effective human resource practices such as recruitment and fair
employment systems, significantly improves organizational performance in Nigeria’s corporate
sector. Although this research was conducted outside education, its conclusions are relevant to
schools and universities where human capital is the primary driver of student achievement. Okeke,
0. A. (2025) also underscored the role of recruitment in private universities, revealing that strategic
recruitment policies, when combined with supportive work environments, enhance staff loyalty
and engagement. Collectively, these studies underscore that in the African educational context,
strategic recruitment is not merely an administrative function but a transformative process that
influences teacher retention, institutional culture, and long-term success. Meyer and Allen
(1991)’s Three-Component Model of Commitment (TCM) remains the most widely accepted
framework, offering a multidimensional perspective on why employees remain engaged in their

roles.

Affective Commitment

Affective commitment represents an employee’s emotional attachment to, identification
with, and involvement in their organization. Employees with high affective commitment often
express pride in their institution, willingly go above and beyond their formal responsibilities, and
serve as organizational ambassadors (Nguyen et al., 2021). In educational contexts, teachers who
are emotionally invested in their schools demonstrate increased motivation to design engaging
lessons, support extracurricular activities, and mentor students, which positively influences student
achievement and institutional reputation.

Factors that strengthen affective commitment include strong leadership, recognition, trust,
and a supportive work culture. Research indicates that educators who feel valued and involved in
decision-making processes exhibit greater enthusiasm and resilience, which is critical for

sustaining performance in challenging environments (Ortiz-Bonnin et al., 2022).

Continuance Commitment
Continuance commitment is based on an employee’s awareness of the costs and risks
associated with leaving an organization. Employees who perceive high switching costs, such as

loss of tenure benefits, accumulated retirement contributions, and relational capital, are more likely
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to remain (Meyer et al., 2019). In the education sector, experienced teachers often weigh the cost
of leaving against their investment in institutional knowledge, classroom expertise, and community
relationships. While continuance commitment contributes to workforce stability, it may not
always translate to high engagement or discretionary effort. Schools must therefore balance
policies that encourage retention with initiatives that also foster intrinsic motivation, ensuring that
educators stay not only because of perceived costs but also because of genuine alignment with

organizational values (Ugar et al., 2021).

Normative Commitment

Normative commitment refers to a sense of moral obligation to remain with an
organization. Employees with strong normative commitment feel a duty to reciprocate the support,
resources, and opportunities they have received. In educational settings, teachers who have
benefitted from professional development programs, mentorship, or institutional support often
develop a deep sense of loyalty and responsibility toward their schools (Nguyen et al., 2021).
This sense of obligation is often nurtured through value-driven leadership, ethical practices, and
strong organizational culture. Schools that demonstrate care for their teachers’ well-being and
invest in their growth cultivate loyalty, which, in turn, enhances teacher retention and institutional

continuity (Alvesson & Sveningsson, 2020).

Employee Commitment in Educational Institutions
Employee commitment is not a single construct but a multidimensional concept, which
makes it essential to understand its various forms and drivers to build targeted recruitment and

retention strategies.

Factors Influencing Employee Commitment in Education
Employee commitment in educational settings is shaped by a combination of organizational,

leadership, and individual factors:

Leadership Style: Transformational and servant leadership styles have been found to positively
influence teacher commitment by fostering trust, collaboration, and a sense of belonging (Nguyen
etal., 2021). Leaders who model integrity and demonstrate genuine care for staff wellbeing create

an environment conducive to commitment.
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Professional Development Opportunities: Teachers value institutions that invest in their
professional growth. Ongoing training, certifications, and opportunities for career advancement
strengthen both affective and normative commitment (Kaur & Mittal, 2022). Nigerian studies have
similarly shown that commitment levels increase when institutions prioritize professional

development and staff welfare (University of Cross River State Study, 2024).

Organizational Culture: A positive, inclusive, and collaborative culture enhances employees’
identification with the institution (Alvesson & Sveningsson, 2020). Schools that promote shared
decision-making and recognize staff contributions create environments where employees feel

valued.

Work-Life Balance and Well-being: Educational institutions that actively promote work-life
balance and provide mental health support report lower turnover and higher commitment
(OrtizBonnin et al., 2022). In Nigeria, work-life balance has been linked to variations in
commitment levels, with affective commitment positively influenced while normative
commitment may decline if workloads are excessive (Kekeocha, Anoke, Chukwuemeka-

Onuzulike & Ngozi, 2024).

Commitment and Student Outcomes

The significance of employee commitment in education extends beyond organizational
metrics to student success. Committed teachers demonstrate higher levels of engagement, which
translates into improved instructional quality, better student-teacher relationships, and enhanced
learning outcomes (Weiss & Cropanzano, 2020). This commitment also supports resilience,
particularly during periods of change, such as the COVID-19 pandemic, where emotionally
invested educators played a critical role in maintaining instructional continuity (Ortiz-Bonnin et
al., 2022).

Research supports these claims, as institutions with committed educators have reported
stronger teacher-student relationships, greater innovation, and more effective knowledge transfer
(Ekienabor, 2018). Educational leaders must therefore view employee commitment as both a
strategic resource and a moral imperative. Schools that attract, retain, and invest in committed staff
not only achieve operational efficiency but also cultivate environments where students thrive.

Educational leaders must therefore view employee commitment as both a strategic resource and a
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moral imperative. Schools that attract, retain, and invest in committed staff not only achieve

operational efficiency but also cultivate environments where students thrive.

Recruitment in Educational Institutions

Recruitment refers to the process of identifying, attracting, and selecting candidates who
are best suited to meet organizational goals (Gamage, 2014). Recruitment strategy refers to the
systematic approach an organisation uses to attract, identify, and hire candidates whose
qualifications and competencies align with business objectives and operational needs. It begins
with a clear understanding of the company’s vision, mission, and strategic planning, which guide
the formulation of human resource requirements. Effective recruitment strategies involve job
analysis to define the nature of work, job descriptions that outline duties and responsibilities, and
the creation of a talent pool with the right skills and expertise

In educational management, recruitment extends beyond hiring qualified individuals to
include aligning educators’ values and competencies with the vision and mission of schools. This
strategic approach ensures not only that institutions acquire skilled personnel but also that they
promote a positive school culture and long-term staff engagement (Armstrong & Taylor, 2020).
Effective recruitment in schools therefore requires deliberate planning, a strong understanding of

the labor market, and alignment with institutional goals.

Strategic Recruitment Practices in Educational Institution

Recruitment in educational institution is not merely an administrative task but a strategic
function that significantly influences the quality of education delivery, teacher morale, and
institutional effectiveness. Schools and higher institutions function within complex ecosystems
characterized by teacher shortages, funding constraints, increased student diversity, and
technological advancements. Addressing these challenges requires an intentional recruitment
strategy that aligns with institutional goals and prioritizes employee commitment. Strategic
recruitment practices ensure that organizations attract and retain high-quality talent, which is
essential for achieving sustainable success in education.

In educational institutions, this approach ensures that new hires demonstrate pedagogical
expertise and adaptability, classroom management and communication skills, as well as emotional
intelligence and cultural responsiveness (EdWeek, 2022; National Center for Biotechnology

Information [NCBI], 2022). By recruiting teachers who align with both academic standards and
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institutional culture, schools enhance job satisfaction and reduce turnover. In addition, data
analytics helps educational leaders identify recruitment trends and anticipate workforce needs. For
example, predictive analytics can highlight which job offers are most likely to be accepted, helping
institutions tailor their recruitment strategies for better outcomes. Research shows that schools
with diverse staff teams have higher innovation levels, greater employee engagement, and stronger
community trust (Ortiz-Bonnin et al., 2022). Strategic recruitment that prioritizes DEI aligns with
educational institutions’ broader mission of equity and inclusion. It emphasizes a proactive,
systematic, and forward-thinking approach to talent acquisition. It incorporates employer
branding, competency-based selection, structured onboarding, and workforce planning to create a
sustainable pipeline of talent (Phillips & Gully, 2015). In education, these strategies are crucial for
addressing teacher shortages, improving retention, and fostering commitment among staff

members.

Relevance to Educational Institutions

Educational organizations depend heavily on the dedication and engagement of their staff,
particularly teachers, because their work directly shapes student learning, behavior, and holistic
development. Studies show that teacher commitment is strongly correlated with student
achievement, school effectiveness, and organizational culture Weiss, H. M., & Cropanzano, R.
(2020). Moreover, in times of systemic change such as curriculum reforms or technological
integration committed educators are instrumental in driving successful implementation and
maintaining institutional stability.

Thus, cultivating employee commitment is not optional but essential for sustaining quality
education and institutional excellence. It is a long-term investment that requires thoughtful
recruitment, leadership development, and a supportive culture that reinforces educators’ intrinsic

motivations.

Theoretical Framework

This section clarifies the key concepts, defines relevant constructs, and outlines the
theoretical models that guide this study. Recruitment and employee commitment have been widely
studied in institutions and education literature, but a comprehensive understanding requires
integrating multiple theoretical frameworks. Strategic recruitment in educational institution aligns

with organizational strategy by ensuring that human capital is both a competitive advantage and a
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driver of institutional excellence. Theories such as the Resource-Based View (RBV) and Affective
Events Theory (AET) provide complementary perspectives on how recruitment practices influence
employee attitudes, engagement, and retention.

The Resource-Based View (RBV), emphasizes that organizations achieve sustained
competitive advantage through unique resources that are valuable, rare, inimitable, and non-
substitutable. In educational institution, human resources teachers, administrators, and support
staff represent core strategic assets that directly impact student outcomes and institutional
performance. This theory suggests that Organization’s internal resources and capabilities are the
key drivers of its competitive advantage and sustained performance. It emphasizes the importance
of leveraging unique and valuable resources to achieve strategic objectives.

Effective recruitment identifies candidates with specialized skills and aligns them with
institutional goals, ensuring a long-term performance advantage. Schools that prioritize strategic
recruitment treat talent acquisition as an investment rather than a transactional process (Sirmon et
al., 2023). By leveraging recruitment to secure high-quality educators, institutions strengthen their
reputation, academic outcomes, and community trust. Thus, RBV positions strategic recruitment

as a deliberate tool for creating value and sustaining institutional competitiveness.

Affective Events Theory (AET) emphasizes that workplace experiences and events trigger
emotional responses that influence employees’ attitudes and behaviors Weiss, H. M., &
Cropanzano, R. (2020). In schools, daily interactions with leadership, colleagues, and students
significantly shape teachers’ emotional experiences, which in turn affect their commitment.
Strategic recruitment contributes to positive affective experiences by: Selecting employees who
thrive in challenging environments, Placing educators in roles that match their skills and interests,

Promoting supportive leadership structures that enhance emotional well-being.

Integrating Theoretical Perspectives
Each of these theories offers unique insights into strategic recruitment and employee commitment:
RBY positions talent acquisition as a means of sustaining competitive advantage.
AET focuses on the emotional dimension of workplace experiences.
Together, they provide a multi-dimensional framework for educational leaders to design

recruitment strategies that are comprehensive, evidence-based, and commitment-oriented. By
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integrating these theoretical lenses, institutions can achieve a balance between operational
efficiency, cultural integrity, and emotional engagement.

The study adopts a conceptual review approach, synthesizing insights from peer-reviewed
articles, empirical studies, and theoretical models related to recruitment, teacher retention, and
organizational commitment. Through thematic analysis, key dimensions of strategic recruitment
such as competency-based selection, employer branding, onboarding, and value alignment are
examined to show how they contribute to affective, continuance, and normative commitment
among educators. Strategic recruitment practices are not merely administrative functions but vital
drivers of organizational success and employee commitment, particularly within educational
institutions. By aligning recruitment processes with institutional values and long-term objectives,
school leaders can attract and retain a dedicated, highly skilled workforce that directly contributes
to student outcomes and school improvement. Grounded in the Resource-Based View (RBV), this
paper underscores that human capital is one of the most valuable assets of educational
organizations, and a strategic approach to recruitment ensures that this resource is both nurtured

and sustained.

Implications for Educational Leaders

The findings suggest that educational administrators should reposition recruitment as a
leadership responsibility. By adopting competency-based frameworks, ensuring transparent hiring,
and reinforcing value alignment, institutions can cultivate a loyal, motivated workforce that

enhances both teaching quality and organizational sustainability.

Conclusion

In the evolving educational landscape where schools face increasing competition for
quality staff, effective recruitment is no longer optional; it is a strategic necessity for educational
excellence, resilience, and institutional growth. Recruitment in education must go beyond filling
vacancies to aligning educators’ values, vision, and teaching philosophy with the school’s mission.
Nigerian studies emphasize that schools that hire for cultural fit and shared values tend to have
more engaged teachers and stronger institutional performance (Ekienabor, 2018; University of
Cross River State Study, 2024). Such alignment builds affective and normative commitment, as

teachers feel an intrinsic connection to their schools.
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Suggestions
Create structured recruitment frameworks: Incorporate employer branding, competency-based

selection, and realistic job previews to attract top talent aligned with institutional goals.

Integrate data-driven decision-making: Schools should adopt analytics tools to evaluate

recruitment outcomes, identify talent gaps, and adjust hiring strategies to meet evolving needs.

Enhance teacher support and development: Recruitment should be complemented by ongoing
training, mentorship, and professional development initiatives to ensure that teachers remain

motivated and committed to their roles.

Promote fairness and psychological safety: Building trust through transparent hiring processes,
equitable opportunities, and supportive leadership can enhance employees’ sense of belonging and

moral obligation to the organization.

Position recruitment as a strategic leadership function: School leaders should treat recruitment
as a critical leadership responsibility, linking hiring decisions to the overall vision and mission of

the institution rather than as a routine administrative task.
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