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Abstract 

Education has been shown to be the foundation of social equity and economic progress, 

underpinning individual and community, self-sufficiency and sustainability. The 

correlation between teacher quality and student education outcomes has been well-

evidenced in previous research. The purpose of this study was to explore the potential 

use of Human Resource Management (HRM) theory and practice to identify and select 

quality teachers for the range of individual and contextually different schools that exist 

within education systems. The variance between schools in their context, sector, socio 

economic status and needs, is considerable, consequently individual schools have quite 

specific local needs when recruiting and selecting teachers. The ability to draw on 

consistent evidence-based practices may result in not only rigorous recruitment and 

selection processes but also teacher retention. Effective recruitment, selection and 

retention of teachers has emerged, in recent studies, to be one of the most crucial school 

improvement strategies. In order to understand how HRM practices might improve 

recruitment and selection of teachers in independent schools it was necessary firstly to 

identify the HRM practices being used. To this end an online survey of school leaders 

was conducted this was followed by six one on one interviews to enrich the survey data. 

The results of the survey indicated that a variety of HRM processes were being utilised 

by school leaders at the functional level with little cognisance of the strategic 

possibilities nor an HRM evidence-based structure of practices. The interviews 

supported these findings and also revealed that there is a growing awareness in school 

leaders that the adoption of HRM informed practices may indeed be beneficial in 

recruitment and selection of teachers. These results provide a compelling reason for 

further research and indicate there is great potential for use of HRM expertise and 

practices by school leaders for recruitment and selection of teachers as part of a suite of 

HRM practices which may indeed lead to school improvement and eventually to 

improved social and economic outcomes. 
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Chapter 1. Introduction 

1.1. Researcher’s position 

Recruitment, selection and employment of teachers is suggested to be one of the school 

leader’s most critical activities and levers for school improvement and yet, most 

principals and school leaders are not human resources management (HRM) or 

recruitment experts (Mason & Schroeder, 2010). This raises the question of how school 

principals and school leaders identify quality teachers, predict the future performance of 

quality teachers, and select those teachers who are best suited for their unique context 

who have the specific qualifications, personal attributes and experience required for the 

particular position. 

My former role was the principal in a small independent school, and I have also been a 

teacher in a wide variety of both state and independent schools in regional and 

metropolitan Queensland and New South Wales. As a result, I have experienced and 

been part of many individual school and system-wide HRM practices. I am 

professionally accredited by the Australian Human Resource Institute, and my 

qualifications include a Master of Human Resource Management, Bachelor of 

Education and other teaching and business qualifications. 

After many years teaching, I became a school leader, in a range of different roles. In 

these roles, I was acutely aware of the limitations of the employment processes 

conducted in the different education systems. I was more surprised by the lack of 

consistency and discernment evident in HRM processes in independent schools, despite 

the plethora of HRM literature on successful recruitment selection and employment 

practices. As a lifelong learner with a passion for education, I would like to contribute 

to raising the status and public credibility of the teaching profession. This, and a strong 

belief in the credibility and rigour of HRM evidence-based practices instigated my 

pursuing this study. 

The most critical point of personnel quality control is the entry point, in any industry 

but particularly knowledge workers, this is supported by HRM literature (Heneman & 

Judge, 2009). Empirical evidence and the literature suggest that staff professional 

development is generally not able to compensate for inadequate recruitment, selection 
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and employment practices (Mason & Schroeder, 2010). Effective staffing, commencing 

with strategically aligned recruitment, selection and retention practices, can support 

educational outcomes and also, provide legal defensibility if an employment decision is 

challenged (Cranston, 2012a; Heneman & Judge, 2009). The strength of evidence 

supporting current evidence-based HRM practices and concerns within education 

regarding selection of quality teachers gave rise to an interest in investigating whether 

and how the inclusion of HRM practices in the selection processes of teachers can 

improve the selection, recruitment employment and retention of this vital human 

resource in the school context (Engel & Curran, 2016; Heneman & Judge, 2009; 

Kramar & Steane, 2012; Mertz, 2010). 

Independent schools are generally characterised by their autonomy, individuality, which 

is often “mission driven”, (Balossi & Hernandez, 2016, p. 672) and susceptible to 

market forces and the national economy, and lack of systemic or bureaucratic control. 

Independent schools, unlike the other two school sectors (state and Catholic), are mostly 

small businesses, fee-funded and individually governed by a board. The affiliation of 

these schools in Queensland and similarly in other Australian states, is through 

membership of Independent Schools Queensland (ISQ). ISQ is a not-for-profit 

organisation. ISQ represents Queensland’s independent schools by providing dispersal 

of government funding, legislative and governance advice, and support and collective 

access to resources with no head of power. In Queensland, independent schools have 

approximately 15% of the education enrolment comprising 116000 students and 196 

schools (ISQ, 2017). 

1.2. HRM and teacher quality 

Educational research is well-established and as such, has facilitated and contributed to 

other related research including the development of adult learning theories and learning 

methods that have been adopted and adapted to adult learning both on the job and in 

formal learning contexts. Such theories include double loop learning that encourages the 

learner to change their behaviour through consciously rethinking the underlying 

assumptions (Greenwood, 1998; Kolb, 1984). Cross-disciplinary research and learning 

is also well-established in education, Educational research that draws on and adapts 

research and theories from psychology and other traditional academic fields and 

disciplines has a long history. It would appear to be a logical progression that schools 
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and education can learn from and be cognisant of current research in other related 

contemporary disciplines particularly social science disciplines and related professions. 

In this case HRM, utilising established HRM theories on recruitment, selection and 

employment to identify quality teachers would supplement education leader’s expertise. 

Teachers are the most significant human resource in the knowledge economy, and as 

acknowledged by research, the greatest influence on student outcomes (Bowles, Hattie, 

Dinham, Scull, & Clinton, 2014; OECD, 2005; Sautelle, Bowles, Hattie, & Arifin, 

2015). Resultantly, the profession would benefit from robust recruitment, selection and 

employment practices to maintain and increase the professional status and public 

credibility of this vital human resource (Darling-Hammond, 2010). HRM practices and 

theories may be valuable to this end. Despite the well-supported theories behind 

successful HRM recruitment, selection and employment practices, there is limited 

literature to suggest that these findings have been used to improve current school HRM 

practices (Cranston, 2012a; Darling-Hammond, 2010). Independent schools, like any 

school, have a strong desire to employ the best quality teachers, and this study is 

designed to investigate how these practices might be understood and improved. 

The body of evidence that supports the relationship between quality teachers and 

student learning is a compelling reason to pursue research into HRM informed best 

practices in selection, recruitment and employment of teachers (Darling-Hammond, 

2010; Hanushek, 2011). This would involve broadly defining teacher quality and the 

characteristics of a quality teacher within the individual school context and then, 

identifying individuals with these qualities. Defining teacher quality has already been 

adequately covered in the literature (Balossi & Hernandez, 2016; Bowles et al., 2014; 

Hanushek, 2011; Hanushek & Rivkin, 2010; Looney, 2011). However, identifying 

individuals with these qualities for individual school contexts is a greater challenge and 

the current shortfalls have also been discussed in education literature at length (Grieves 

& Hanafin, 2005; Guarino, Santibanz, & Daley, 2006; Hanushek, 2011; Staiger & 

Rockoff, 2010). 

Utilising the body of HRM literature and expertise on recruitment, selection and 

employment to identify quality teachers could supplement educator’s expertise in 

identifying the potentially most effective and contextually suitable teachers. Staffing is 

the most fundamental of all HRM processes (Cranston, 2012a; Heneman & Judge, 
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2009; Judge, Higgins, & Cable, 2000). Despite the wealth of evidence on successful 

HRM recruitment, selection and employment practices in other contexts, there is 

minimal literature to suggest that these findings have been used to improve current 

education practice, and this provides impetus for this research. The focus of this study is 

on the HRM processes used not the individual participants or schools. 

1.3. Compelling evidence 

Research has revealed the impact of school leaders is secondary to teachers in terms of 

student outcomes (Darling-Hammond, 2010; Mertz, 2010). This impact is compounded 

by the importance and accountability of school leaders in the management and 

employment of teachers as well as establishing the school culture (Cranston, 2012a; 

Darling-Hammond, 2010; Looney, 2011; OECD, 2005). The enormity of this task and 

the potential impact of attracting, recruiting and retaining the best quality teachers is 

beginning to emerge as a priority in education systems to invest in targeted recruitment 

and selection of teachers as a strategy for school improvement (Baker & Cooper, 2005; 

Balossi & Hernandez, 2016; Darling-Hammond, 2010; European Commission, 2012; 

Engel & Curran, 2016; Gore, Barron, Holmes, & Smith, 2016). 

The example of Finland has been used as an education and economic case study by the 

Organisation for Economic Co-operation and Development (OECD) (Hargreaves, 

Halász, & Pont, 2007) and others (European Commission, 2012; Sahlberg, 2011b) to 

inform educational change due to Finland’s outstanding performance in standardised 

testing and its strong national economy. Teachers in Finland are reportedly equally 

respected as other similarly qualified professionals including lawyers and doctors (Gore 

et al., 2016; Sahlberg, 2015). This is not the case in Australia, as a consequence, it is 

one of the underpinning global aims of this study to contribute to raising the status of 

the teaching profession in Australia which will hopefully improve student outcomes, 

lives and ultimately social outcomes (Gore et al., 2016). This may be achieved by 

instilling credible practices into every facet of the teaching profession including 

recruitment, selection employment and retention not just the current heightened focus 

on teacher standards as the only avenue for school improvement and assessing 

individual teacher quality (Tuinamuana, 2011). Regarding recruitment, selection and 

employment, according to Sahlberg (2015), Finish schools recruit locally and 

consciously employ teachers who fit the school context and complement existing staff 
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within the school and suit the local curriculum focus. Not surprisingly, Finnish schools 

have a lower turnover of staff than other OECD countries (Hargreaves et al., 2007; 

OECD, 2005). Also, strategic school leadership is claimed to be proactively promoted 

in Finland (Hargreaves et al., 2007). 

The use of effective criteria, strategically informed to recruit and assess teacher 

potential effectiveness is thought to be instrumental in employing appropriately 

qualified quality teachers who are suited to the school context and who have the 

potential to improve student outcomes (Engel & Curran, 2016). Ideally, this includes 

identified and clearly articulated job specific knowledge, skills, attitudes and other 

attributes (KSAOs) required or desired of an employee matched to a specific position 

just as in any other organisational staffing (Hanushek & Rivkin, 2010). The economic 

impact of a bad hire and staff turnover is well-documented in HRM, human capital and 

economic theories, both specifically related to education, and in relation to the 

workforce as a whole (Hanushek & Rivkin, 2010; Lazear, 2009; Mason & Schroeder, 

2010; Van Buren, Greenwood, & Sheehan, 2011; Wright & McMahan, 2011). 

1.4. Research context 

Independent schools were chosen as the context for this study because this sector of 

education represents “choice and diversity” (ISQ, 2017) in the education environment in 

Australia, and may have commonalities with independent schooling in other countries. 

More importantly, these schools are largely autonomous and self governing and 

therefore, recruit and select their own teachers in accordance with their perceived needs 

and mission (Balossi & Hernandez, 2016). Independent schools in Australia collectively 

cover a wide range of demographic contexts including some of the highly competitive 

established private schools as well as a range of purpose established schools such as the 

technical schools, schools with religious affiliation and the recent growth area of 

alternate schools specialising in programs for disengaged or disadvantaged students. As 

a result, independent schools have individual school cultures, unique specialisations 

informed by the mission, philosophy and purpose for which they were initially 

established and each school’s particular vision and strategic focus. Independent schools 

individually market their successes and unique characteristics including their staff and 

staff-student ratio in an effort to compete for their share of the market to remain viable 

(Balossi & Hernandez, 2016). While independent schools are non-profit, just as other 
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businesses outside education they are in a competitive market, competing for 

enrolments with other schools and sectors being government schools and Catholic 

education. 

1.5. Thesis organisation 

In Chapter 1 the researcher’s position has been outlined, and a justification for the study 

is founded. Initially the merits of cross-disciplinary research is discussed with in the 

social science field then the importance of teacher quality as a social value and the 

individual specificity required for teachers in independent school and finally an 

overview of the context of independent schools in Australia. 

Chapter 2 comprises of the literature review focusing on a review of the available 

current relevant literature. Initially, the underpinning theories identified in the literature 

that support this research are outlined and reviewed. The review then focuses on HRM 

research, theories and practice, before looking more closely at staff selection, 

recruitment and retention in educational contexts. The scope of the available literature 

and the gaps in the literature pertaining to recruitment and selection of teachers will also 

be identified in this chapter. 

In Chapter 3 the methodology and methods used are presented. The quantitative 

findings are presented in Chapter 4 where the results of the Factor Analysis and the 

resultant subscales are revealed, this is followed by the findings on the impact of the 

independent variables revealed through the results of the MANOVAs. The qualitative 

findings are presented in Chapter 5, these are presented under the three emergent 

themes. The findings presented in these two chapters are brought together in the 

discussion in Chapter 6 and conclusions and implications for schools and further 

research are discussed in Chapter 7. 
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Chapter 2. Literature review 

In this chapter, initially the theories underpinning this research will be presented and 

briefly reviewed. Then the current literature available where these theories are 

practically applied to the recruitment and selection of teachers is outlined and discussed 

with a focus on empirical studies. While the literature on some of the general theoretical 

underpinnings is strong, it appears that the literature specifically focusing on the 

recruitment and selection of teachers is quite limited, and this gap in the literature has 

been an impetus for this study. As part of this literature review some of the key terms 

will be outlined and defined to provide clarity and common use terminology throughout 

the study. 

Aligned to the purpose of this research and a desire to effect positive improvement in 

school education and ultimately improve the public perception of teachers, this research 

is cross-disciplinary. As a cross-disciplinary study, the theoretical underpinning this 

project draws on a range of established and evolving theories and constructs applicable 

to HRM and education, as well as being cognisant of the tension and balance between 

theories pertaining to organisations—in this case schools, and to individuals—in this 

case teachers. Consequently, after a careful review of the literature and theories 

espoused there in, several perspectives and constructs were identified as being relevant 

to underpin this study. These will be now be briefly outlined below. 

2.1. Theoretical underpinnings 

A number of relevant theories were identified, and these are listed below: 

 Strategic alignment and organisational theories (Hatch & Cunliffe, 2013; 

Warner, 2007), organisational change theories (Appelbaum, Habashy, 

Malo, & Shafiq, 2012; Kotter, 2012), administrative theory (Self, 1997) 

and systems theory (Drack, 2009). 

 Human Capital Theory (Lazear, 2009; Hanushek & Rivkin, 2010; Wright 

& McMahan, 2011). 
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 Economic Theory and teacher quality (Dinham, Anderson, Caldwell, &

Weldon, 2011; Donaldson, 2013; Hargreaves et al., 2007; Hattie, 2009;

Mertz, 2010).

 Psychological Contract Theory, Goal setting theory (Latham & Locke,

2006) Equity theory (Adams, 1963) and motivational theories (Maslow,

1943).

 Social Judgement Theory (Karelaia & Hogarth, 2008; Sautelle et al.,

2015) and Similarity Attraction theory (Huffcutt, 2011).

These are now outlined and discussed in turn. 

2.1.1. Strategic alignment and organisational theories 

Strategic alignment is grounded on all parts of an organisation working together 

towards the strategic goals (Heneman & Judge, 2009). The theory of strategic alignment 

emanates from organisational theories (Hatch & Cunliffe, 2013; Warner, 2007). 

Organisational theories contribute to understanding the culture, physical structure, 

social structure and technology interactions within an organisation as impacted and 

modified by its unique environment as illustrated by Hatch and Cunliffe (2013) in 

Figure 2.1 below. 

Figure 2.1 A conceptual model of organisation (adapted from Hatch & Cunliffe, 2013) 

Organisational theories of specific significance to this study include organisational 

change (Appelbaum et al., 2012; Kotter, 2012), administrative theory (Self, 1997) and 

Redacted due to copyright
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systems theory (Drack, 2009) which explain the interrelated parts of an organisation and 

the dynamic quality of an organisation as it reacts to the environment. 

The model of Strategic alignment presented by Heneman and Judge (2009), Figure 2.2 

draws on systems theory (Drack, 2009) and informs organisational change (Appelbaum 

et al., 2012; Kotter, 2012). It illustrates a physical structure to align human resources 

with the organisations goals and objectives. This is particularly important in staffing 

(Hargis & Bradley, 2011), the staffing strategy in HRM practice directly informs 

recruitment and selection in an organisation and supports the overall organisation 

strategic goals (Heneman & Judge, 2009). 

Figure 2.2 Staffing Organsations model (adapted from Heneman & Judge, 2009) 

Strategic alignment assumes consensus at all levels of the organisation to optimise the 

implementation of the strategic objectives. This has been referred to by research in the 

school context where school leaders align their HRM with the school district strategic 

plans or individual school mission informed strategic direction (Balossi & Hernandez, 

2016; Engel & Curran, 2016). Figure 2.3 (Walter, Kellermanns, Floyd, Veiga, & 

Matherne, 2013) illustrates the impact of low to high levels of strategic consensus and 

strategic alignment. High levels of strategic consensus as illustrated in cell 4, would 

Redacted due to copyright
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include alignment of the top decision making management teams, middle management 

and the operational level where job tasks and organisational goals are perceived to be 

aligned from the strategic vision to the day to day operational (Biggs, Brough, & 

Barbour, 2014).  

  Strategic alignment 

  Low High 

Strategic 
consensus 

Low 

Cell 1: Chaotic 

Low levels of consensus inhibit 
efficient strategy 
implementation, and low levels 
of strategic alignment direct 
behaviour in maladaptive 
ways. 

Cell 2: Isolated insight 

On average, strategic priorities 
fit environmental conditions, 
but lack of consensus hampers 
efficient strategy 
implementation. 

High 

Cell 3: Misaligned consensus 

High levels of consensus 
enable efficient strategy 
implementation, but lack of 
strategic alignment directs 
behaviour in maladaptive 
ways. 

Cell 4: Aligned consensus 

High levels of consensus 
enable efficient 
implementation of desirable 
strategic priorities. 

Figure 2.3 Theoretical interaction of strategic consensus and strategic alignment (adapted 

from Walter et al., 2013). 

The evolution of a partnership between HRM and the leadership team in an organisation 

has become one of the building blocks for strategic alignment (Van Buren et al., 2011). 

The theory of strategic alignment will be prominent in this research, and schools will be 

viewed as organisations. This theory is relevant to independent schools in Australia 

because they are required to have a strategic plan and this requirement is tied to 

government funding and registration through the Non-State Schools Accreditation 

Board (NSSAB). Strategic planning as a construct has gained momentum in parallel 

with the changing role of HRM and the evolution of SHRM this has been evidenced to 

aid sustainability, as well as increase performance (Becker & Huselid, 2006; Freitas, 

Jabbour, & Santos, 2011; Kramar & Steane, 2012). Current literature suggests that 

HRM professionals have a strong influence in the strategic direction of organisations 

(Kryscynski & Ulrich, 2015; Ulrich, 2014). 

Perceived strategic alignment, including at the operational level, has been found to 

impact positively on the organisation commitment of employees and their work 
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behaviour (Biggs et al., 2014) ultimately having a moderating effect on organisational 

performance, whereby high strategic alignment and high strategic consensus can 

maximise organisational performance as displayed in Figure 2.4 (Walter et al., 2013). 

 

Figure 2.4 The moderating effect of strategic alignment (adapted from Walter et al., 2013) 

Whilst organisational theories can contribute to an overall understanding of the 

organisations processes, physical and structural dimensions, theories explaining 

individual employee commitment and work behaviour are also considered relevant 

including the psychological contract that invisibly commits an employee to an 

organisation (Shields, 2007). 

2.1.2. Psychological Contract theory 

The psychological contract is based on the belief of the employee that the organisation 

is trustworthy and fulfils their commitments through HRM practices to the individual 

employee by delivering the promised rewards whether through pay, professional 

development, promotion and conditions (Katou, 2013; Shields, 2007). The 

psychological contract directly impacts organisational commitment, employee intention 

to stay or leave a job, job satisfaction and motivation which ultimately impact staff 

turnover, organisational performance and outcomes as illustrated below in Figure 2.5 

(Katou, 2007). This figure includes transactional and relational dimensions which are 

dependent on the length of the employment contract and perceived benefits associated 

with the employment type. Transactional benefits tend to be associated with short-term 
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contracts and would tend to match external markets in areas like pay. Relational benefits 

are associated with longer term permanent employment such as internal promotion 

seniority and long service. 

 

Figure 2.5 Psychological Contract Fulfilment (adapted from Katou, 2007) 

It must be acknowledged that psychological contract theory encompasses several other 

relevant well-explored psychological theories that impact individual employee work 

performance including goal setting theory (Latham & Locke, 2006), equity theory 

(Adams, 1963), and motivational theories (Maslow, 1943). Individual employee work 

performance collectively impacts organisational performance, particularly in relatively 

small organisations such as schools. The impact of the individual on the organisation is 

explored through Human Capital Theory. 

2.1.3. Human capital theory 

Human capital theory is built on the knowledge, skills and abilities of employees 

(Becker, 1975; Kryscynski & Ulrich, 2015; Lazear, 2009; Ployhart & Moliterno, 2011; 

Wright & McMahan, 2011). It is founded on the belief that human capital is integral to 

organisational success and like other capital in can be increased, and this is often 

through education and training (Nafukho, Hairston, & Brooks, 2004). Human capital 

theory is closely related to economic theory, it espouses capitalising on the unique 

qualities, capabilities and contributions of each individual within the organisation and 

the positive correlation between education, training and earnings (Bae & Patterson, 

2014; Ployhart & Moliterno, 2011). As well as the afore mentioned correlation between 

education, training and earnings the other construct in human capital theory which is 

relevant for this research is the focus on the individual—the distinction between the 

individual and the individual as a part of a work group (Ployhart & Moliterno, 2011; 

Wright & McMahan, 2011). This construct highlights the compounding effect of 

compatible work groups and the distinction between “firm” specific skills and more 

general employability or generic industry skills (Lazear, 2009). A tension exists in 
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human capital theory between investment in the training and education at the individual 

level and the organisation level, and under or over investment risks and costs to 

associated with increasing education and training. Organisations generally focus on the 

organisation specific level but the returns can have a wide reaching positive social 

impact as illustrated in Figure 2.6 (Bae & Patterson, 2014). This figure shows a Human 

Capital theory version of the return on investment of education or training from the 

micro individual level to the macro organisational level and the economic impact on the 

country.  

Level 

Investment  
Decision Considerations 

HRD Role 

Type of HC Costs Returns Risks Perspectives 

Country Schooling    
Training 

Subsidy, Loans, 
Grants 

Economic Development, Social 
Development (GDP, etc.) 

Under- or 
Over-
investment 

Policy 
Coordination, 
Equality 

Organisation General    Specific 
Training  

Training Costs Original Productivity, 
Financial Returns etc. 

Turnover Performance, 
Profit 
Maximisation 

Individual Schooling    
Training 

Direct Costs 
Opportunity 
Costs 

Pay Increase, 
Employability, 
Job Satisfaction, etc. 

Unemployment Self-
development, 
Self-actualisation 

Figure 2.6 Comparison of human capital by each level of analysis (Bae & Patterson, 2014) 

Human Capital theory is relevant to this study also because it supports the notion of 

person-organisation fit, person-job fit and person-work group fit. An example would be 

a secondary teacher possessing teacher registration and teacher qualifications but not the 

specific subject combination required by a particular teaching vacancy. Some schools 

would assume therefore person-job fit is compatible and that this teacher is able to teach 

most subjects. Conversely HRM would suggest a more rigorous recruitment process is 

required to find the best person-job fit with the correct subject mix, and then further 

drilling down to ensure the best person-organisation and person-group fit. 

Resource based theory (Warnier, Weppe, & Lecocq, 2013) is similar to human capital 

theory and has some relevance in informing this study because people are viewed as a 

resource and individual skills or attributes are analysed and utilised to maximise 

strategic goals and organisational outcome. Motivational theories, whereby motivation 

is perceived as both the mediator and moderator of human behaviour related to human 

capital theory, are also relevant to this study (Dysvik & Kuvaas, 2008). The theories 

outlined add to the evidence that effective HRM can positively manage the human 

resources of an organisation to improve organisational outcomes and align resources 
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with the strategic goals. The evidence-based practices of HRM, as outlined above, have 

been shown in other contexts to be effective in managing people in organisations. 

2.1.4. Economic theory and teacher quality 

Closely linked to human capital theory is economic theory, as mentioned above. The 

relevance of economic theory to this study is the research measuring teacher quality as 

an economic outcome both in individual student potential achievement and the impact 

on national economies (Hanushek, 2011; Hanushek & Rivkin, 2010; Hanushek, 

Woessmann, Schivardi, & Pistaferri, 2011; Rivkin, Hanushek, & Kain, 2005). As has 

already been stated, teacher quality has been shown to be the most significant school 

factor influencing student achievement (Blazar & Kraft, 2017; Hattie, 2009; Jepsen, 

2005; Looney, 2011; Rivkin et al., 2005). Over time, individual student achievement 

will influence the potential of a student to gain meaningful employment and generate an 

income (Hanushek, 2011). In fact, Hanushek (2011) suggest that a teacher one standard 

deviation above the national average can contribute as much as $400,000 (USD) to one 

student’s potential earnings. This theory, when collectively applied to multiple cohorts 

of students, compounds and can contribute either positively or negatively to a nation’s 

economy. Giving cognisance to this research on economic theory and the potential 

impact of teacher quality on the national economy, the relevance to the effectiveness of 

recruitment and selection of teachers becomes apparent. 

2.1.5. Social judgement theory and similarity/attraction theory 

The effectiveness of recruitment and selection decisions can be strongly influenced by 

the experiences and preferences of the decision maker, this subjectivity has been 

addressed by several theories. The most relevant to this study are Social Judgement 

Theory (Karelaia & Hogarth, 2008; Sautelle et al., 2015) and Similarity/Attraction 

Theory (Huffcutt, 2011; Judge et al., 2000). Social Judgement theory utilises the 

collective judgements of previously successful employee qualities and transfers these to 

develop a range of common desired (teacher) qualities such as “extraversion 

agreeableness, conscientiousness, resilience, self-regulation and cognitive ability” 

(Sautelle et al., 2015, p. 54) that could be adopted as criteria for teacher recruitment and 

selection. 

Similarity and attraction theory is described as the natural or instinctive human reaction 

of tending to employ candidates who share similarities and commonalities or who are 
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more attractive and likeable to the interviewers. The literature suggests similarity and 

attraction theory is particularly influential with personal and demographic traits such as 

cultural background and race (Huffcutt, 2011). Baker and Cooper (2005) exemplify 

similarity attraction theory in their research revealing principals who attended the most 

popular colleges were three times as likely to select teachers who graduate from similar 

colleges. 

2.2. Scope of the literature 

Once the research questions had arisen and theoretical underpinnings identified an 

extensive review of the research was conducted not only to identify the gaps in the 

literature but also to find application of the underpinning theories to support this study 

with evidence from previous related research. 

There is extensive current and relevant literature available on the impact of teacher 

quality on student learning. The literature on teacher quality and the impact on student 

outcomes contributed to the conversations that lead to the development of the 

Australian Professional Standards for Teachers (APST) in Australia and is now 

assumed as an accepted education construct (Bowles et al., 2014; Darling-Hammond, 

2010; Hanushek, 2011; Hanushek & Rivkin, 2010; Hattie, 2009; Looney, 2011; OECD, 

2005). Consequently, the impact of teachers on student outcomes is well-evidenced 

throughout the literature and is a supporting body of evidence for this study but 

considered outside the scope of this review. 

However, there is considerably less literature available on the evidence-based 

recruitment and selection of teachers, and this was a motivation for the current study. 

The realisation that current teacher recruitment and selection practices seem to be 

inadequate and the impact on student outcomes of not identifying suitable quality 

teachers has emerged frequently in the literature (Cranston, 2012a, 2012b; Donaldson, 

2013; Engel & Curran, 2016; Papay & Kraft, 2016). The gap identified in the literature 

is in proposing recruitment and selection practices that are strategically informed and 

successfully identify quality teachers. The available research on recruitment and 

selection of teachers has to date tended to focus on specific aspects of the process in an 

attempt to identify an easily attainable solution. Whist this literature provides valuable 

insights, without situating recruitment, selection and retention of teachers as part and 
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interconnected and interdependent process it is only likely to provide short term 

solutions. Key examples include Cranston (2012a, b) who studied principals hiring 

practices and highlights the importance of the hiring process. This research yielded rich 

and valuable data revealing that there is a questionable theoretical basis of the current 

range of teacher hiring practices and also the questionable reliability and validity of 

current teacher hiring practices. Schumacher, Grigsby and Vesey (2015), in agreeing 

that current teacher hiring practices are inadequate, explored effective teaching 

behaviours in order to develop interview questions that will potentially elicit responses 

to predict quality teaching. The most relevant current literature is from Balossi and 

Hernandez (2016), and Engel and Curran (2016), who both approaching the problem 

from a different perspective. The research of Balossi and Hernandez (2016) is highly 

relevant because they focus on the teacher qualities sought by school leaders in teacher 

candidates and how school leaders recruit, select and retain teachers in independent 

schools in the United States of America. The research revealed four specific 

characteristics sought by school leaders in independent schools: 

 establish strong relationships with students; 

 demonstrate strong pedagogical knowledge and a depth of content 

expertise; 

 possess a growth mindset about their own capacity; and 

 fit well within the school’s existing culture. 

They also revealed the practices used to identify those characteristics in the recruitment 

and selection process to be inconsistent. Engel and Curran (2016), are cognisant of the 

potential impact of recruitment and selection of teachers on student outcomes. Their 

research appears to be only literature available that has identified the importance of 

strategic alignment in recruitment and selection of teachers, consequently of high 

relevance to this study. 

Other international literature available that is relevant, due to its high impact and 

identification of the problem, is the published conference proceedings from the 

Organisation for Economic Co-operation and Development (OECD). In terms of this 

study, it has general applicability in raising awareness of the need to attract and retain 

quality teachers but falls short of providing insights into resolving the problems (OECD, 



18 

2005). This paper is useful to indicate theories and directions for further research but is 

also generally exploratory and theoretical not strongly evidence-based. 

Further literature includes Adams & Woods (2015), whose research was borne out of 

the need to solve teacher attrition in Alaska as a response to the No Child Left Behind 

Act of 2001 implemented in 2002 in the United States of America (USA) (Adams & 

Woods, 2015). The No Child Left Behind policy stimulated a new wave of literature 

both within the USA and internationally focusing on teacher efficacy and teacher 

retention (Adams & Woods, 2015; Ronfeldt, Loeb, & Wyckoff, 2012; Schumacher et 

al., 2015). Darling-Hammond (2010) is cognisant of the impact of quality teachers and 

the importance of retention. This research explores the factors that contribute to teacher 

attrition including recruitment. By exploring teacher retention, the literature is certainly 

moving closer to the problem identified by this study that begins with ineffective 

recruitment and selection practices which are not linked to a staffing strategy and not 

informed by HRM evidence-based practice. 

There is an abundance of general literature available on HRM best practice and the 

positive economic and cultural impact of HRM and SHRM practices on organisations 

and businesses both nationally and internationally (Brockbank, 1999; Hargis & Bradley, 

2011). This literature provides compelling evidence for the use HRM and SHRM 

practices in a range of organisational contexts including schools. The literature will be 

discussed following themes that emerged from the underpinning theories 

2.2.1. HRM and SHRM research and practice 

The literature on Strategic Human Resource Management (SHRM) and Human 

Resource Management (HRM) was found to be plentiful. As these terms are frequently 

used and often interchangeably literature to differentiate and clarify the terms was 

initially sought for this study. The most common explanation found in HRM literature 

suggests that the difference between SHRM and HRM is in their roles and functions 

(Heneman & Judge, 2009; Kramar & Steane, 2012; Sheehan, 2009). SHRM often 

includes being part of the executive leadership team and consequently has a leadership, 

strategic and proactive role in achieving organisational objectives (Van Buren et al., 

2011). HRM has been defined as the functional arm which develops and implements 

HR policies and procedures which similarly contribute to organisational outcomes in a 

more practical sense (Kramar & Steane, 2012). These differences in reality are 
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becoming less absolute and are borne out of the evolution of HRM as a profession 

which has become more strategic, evolving from a personnel department to a strategic 

business partner role with responsibility for the staffing aligned to organisational goals 

(Brockbank, 1999; Ulrich, 2014; Van Buren et al., 2011). The construct of HRM for 

organisational sustainability through a balanced approach to innovation, diversity and 

environmental management is beginning to emerge as a further development of the 

strategic staffing and business role of HRM (Freitas et al., 2011; Heery, 2008). 

Consequently, the term HRM now implies a more strategic role than in the past 

(Brockbank, 1999). This is illustrated in Figure 2.7 below, where the evolution of HRM 

is described in terms of the changing role, from an operational functional role which is 

basically at the administrative level of an organisation to that of a strategically proactive 

role which becomes an organisational leadership position facilitating organisational 

change. The evolving nature of HRM (Kramar & Steane, 2012) has significance to 

education particularly in the environment of independent schooling where competitive 

advantage is important (Balossi & Hernandez, 2016). Thus, there is potential for 

utilising this evolving body of knowledge to inform and further evolve educational 

HRM practices within independent schools.  

How HRM has evolved 

Operationally 
reactive 

 Operationally 
proactive 

 Strategically 
reactive 

 Strategically 
proactive 

 Basic personnel 
management 
functions 

 Administrative 
functions 

 Regulatory 
functions 

 

 Improve efficiency of 
HR practices and 
workforce 

 Manage labour costs 

 HRM metric 

 Employee satisfaction, 
involvement, 
organisation climate 

 

 Support strategy 
execution via people 
and culture 

 Results focused 

 HRIS 

 Change management 
& Organisational 
Development 

 

 Contribute to the 
organisation’s core 
competence 

 HR systems as 
strategic assets 

 Create strategic 
alternatives 

 Cultural change for 
innovation 

Figure 2.7 How HRM has evolved (adapted from Ruona & Gibson, 2004) 

2.2.2. The current role of HRM 

The current role of HRM, as defined above, is primarily aligning staffing strategy with 

organisational business strategies so it can positively impact organisational performance 

and competitive advantage (Ulrich, 2014). Research has revealed that staff are generally 

more engaged in their work and with the organisation if they perceive their work aligns 

with and contributes to the organisations strategic goals (Biggs et al., 2014). Any 
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staffing strategy would include planning to maintain engagement and motivation of staff 

to ensure maximum organisational commitment and staff retention (AlDamoe, Yazam, 

& Ahmid, 2012; van den Brink, Fruytier, & Thunnissen, 2013). In practical terms, this 

involves aligning all the HRM functions including recruitment, selection and 

employment, performance and development, compensation and reward. Strategically 

aligning these functions and allowing for some flexibility to respond to internal and 

external environmental change is considered to be optimum in terms of a staffing 

strategy (Heneman & Judge, 2009). An example of internal workforce flexibility is 

managing, capitalising and retaining female talent by offering work from home options, 

variable parenting leave, there by the employer is recognising the value, uniqueness and 

organisational benefits of retention of female workers (Parke, 2010). This is relevant to 

this study because the teaching workforce is predominately female (Dohlmen & Falk, 

2010). External environmental changes have a flow-on effect and can be international 

economic changes, market changes or government policy changes that impact the 

functioning of a school (Heneman & Judge, 2009). This is exemplified by the impact of 

international events such as the global financial crisis (GFC) on the income of parents 

thus impacting the ability to pay school fees, also exemplified by national and local 

government and policy changes to the budgets earmarked for education or specific areas 

of education such as disability, and the resultant changes to per capita financial funding. 

Clearly, these examples have some applicability to the independent school context 

impacting staffing. Although independent schools are not profit driven like other 

businesses, schools and sectors do compete with each other for enrolments and funding 

and are judged on their student outcomes and are sensitive to both internal and external 

environmental change. 

2.2.3. Soft and Hard HRM 

Best practice HRM is suggested as a balance between the individual focus that 

encompasses the soft people-centred (Kramar & Steane, 2012) HRM functions of 

intrinsic motivation (Kuvaas & Dysvik, 2010), basic needs satisfaction, individual 

employee’s needs, talents and interests (Marescaux, De Winne, & Sels, 2013), and hard 

business focused HRM where organisational performance and economic outcomes are 

the primary concern (Truss, Gratton, Hope-Hailey, McGovern, & Stiles, 1997). 

Economic theory has recently been applied to educational contexts in metrics on 

potential student earnings and the impact of teachers (Hanushek, 2011; Hanushek & 
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Rivkin, 2010). Human capital theory is more centrally placed in the HRM continuum as 

it perceives organisations as units of human capital and also considers the human focus 

(Nafukho et al., 2004). Human capital theory, since the seminal work of Becker (1964) 

has been explored in the evolution of HRM from a range of different perspectives: 

economic and psychological interpretations of human capital theory, individual and 

aggregated unit human capital (Ployhart & Moliterno, 2011), general or firm specific 

human capital theory (Lazear, 2009) for organisational strategic planning, 

organisational capability and organisational improvement. Human capital theory is 

impacted by motivation, the softer side of HRM which is closely related to studies of 

human behaviour which is also evident in education literature (Diseth, Danielsen, & 

Samdul, 2012). 

2.2.4. Motivation 

Theories of motivation have consistently appeared in research in the fields of education 

HRM, and many other disciplines often borne out of the early theories of Piaget, Pavlov 

and Vroom (Vroom, 1964) and more recently in the research of Bandura (1986), and 

Latham and Locke (2006). This recent research has evolved from earlier motivational 

theory research (Bandura, 1986; Latham & Locke, 2006). 

Motivation, or what drives an individual has been claimed to be the most significant 

determinant of attitudes affecting work or academic performance (Shields, 2007). 

Motivational theories are used by educators to understand learners and learning and by 

HRM to understand how to maximise employee engagement and commitment, so this is 

highly relevant to recruitment, selection, employment and retention of teachers. 

Maximising employee engagement and commitment is an expectation of HRM within 

organisations (Shields, 2007). HRM practice targets increasing motivation as well as the 

knowledge and skills of employees (Kuvaas & Dysvik, 2010). It has been suggested that 

motivation is both a mediator and moderator of employee outcomes (Dysvik & Kuvaas, 

2008). Motivational theories illustrating this are expectancy theory (Vroom, 1964) and 

goal-setting theory (Latham & Locke, 2006). 

Intrinsic motivation or self-regulation is of particular interest to ascertain teachers who 

want to teach because it is a rewarding pursuit regardless of external rewards or 

compensation (Deci & Ryan, 2000). Intrinsic motivation is complex and difficult to 
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measure but is suggested to have more impact on teacher quality as motivated teachers 

are potentially more likely to motivate students (Lea, 2000). 

Intrinsic motivation can be explained through self-determination theory (Marescaux et 

al., 2013; Sun, Shen, & Shi, 2014). Understanding and applying learning from 

motivational theories is part of HRM strategy and practice (Shields, 2007). The concept 

of motivating employee’s parallels teaching, motivating students to learn is what quality 

teachers do (Daniels, 2011). The significance of motivation in differentiating the 

performance of teachers will be drawn on to support this research. If indeed, motivation 

can be meaningfully measured, then it can be supported by effective HRM practices 

(Shields, 2007). To this end, past performance is one of the useful predictors of future 

performance and frequently used in the employment process by referee checking 

(Shields, 2007). 

Past performance and motivation can of course only be termed as predictors of future 

performance not a guarantee of future performance, as other mediators of employee 

performance that can impact motivation are social engagement (Huy, Casillas, Robbins, 

& Langley, 2005) and psychological contract (Shields, 2007). Both social engagement 

and psychological contract, the promises and expectations between the employer and 

employee, can determine how well an employee “fits” into an organisation or workplace 

and how committed they are to the other employees and to the organisation as a whole. 

This is illustrated by Table 2.1 below where motivation is linked to fit and performance, 

this will be further expanded on in the next section. 

Table 2.1 A comparison of types of person-environment fit  

Type of Fit Level of Analysis Motivational 

Component 

Components of 

Organisational 

Effectiveness 

Person-job fit 

(PJ fit) 

Individual Self-efficacy Job proficiency 

Person-group fit 

(PG fit) 

Group Social facilitation Group cooperation 

Group synergy 

Person-organisation fit 

(PO fit) 

Organisational Effective incentives Retention rates 

Work Attitudes  

Source: Adapted from Werbel and Johnson, 2001 
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2.2.5. Person-job fit, person-group fit and person-organisation 

fit 

Human capital is the greatest resource in almost all organisations and is described as the 

knowledge, skills, attitudes and other attributes (KSAOs) required or desired of an 

employee matched to a specific position (Heneman & Judge, 2009). The KSAOs 

include both tangible, easily assessed qualifications and measurable skills, and the 

intangible, other qualities or attributes desired for the job (Huffcutt, 2011). The KSAOs 

underpin the initial phase of acquiring human capital as part of the HRM staffing 

strategy through recruitment, selection and employment of staff which is the focus of 

this research. Recruitment, selection and employment (hiring) of staff is the most 

critical staffing decision for an organisation (Mason & Schroeder, 2010). HRM research 

suggests person-job fit to be the match between the specific job requirements and 

rewards and the applicant’s knowledge, skills, attitudes and motivation (Heneman & 

Judge, 2009). Many organisations seek person-organisational fit which is an alignment 

between the applicant’s values and those of the organisation (Heneman & Judge, 2009; 

Ng & Sarris, 2012). Person-organisation fit will more likely ensure perceived 

organisational support, job satisfaction and organisational commitment (Ng & Sarris, 

2012). With this in mind, the organisational fit of employees has a strong influence on 

the culture of an organisation (Whelan, 2016). Organisational culture can be seen as the 

collective and observable behaviours that characterise an organisation. Organisational 

fit is ideally tied to strategic planning and it is increasingly becoming a leadership 

challenge to create a flexible organisational culture that also differentiates the 

organisation (Ulrich, 2014). Person-group fit (Werbel & Johnson, 2001) or the 

aggregated unit human capital (Ployhart & Moliterno, 2011) and the importance of 

collaboration is also a consideration for organisations with the increased use of team 

work (Klein et al., 2009; Nancarrow et al., 2013). Schools frequently use team work in 

multiple contexts including team teaching, faculty groups and job sharing, consequently 

schools comprise of various subgroups that depend on collaboration. Collectively, 

person-organisation fit, team fit and job fit are the multiple fits desired in an 

organisation have been referred to as the construct person-environment fit as illustrated 

in Table 2.1 (Morley, 2007; Werbel & Johnson, 2001). Werbel and Johnson (2001) (as 

seen in in Table 2.1, p. 22) clearly differentiate between the three types of fit and how 

these contribute to the overall effectiveness of the organisation. Independent schools are 



24 

unique organisations with a specific individual and layered cultures that they are 

enthusiastic to maintain or promulgate. The desire to maintain a strongly identified 

school culture as suggested by Balossi and Hernandez (2016) is particularly prevalent in 

independent schools who could benefit from reliable measures of person–job fit, 

person–organisation fit and person–group or person environment fit during the 

recruitment and selection process. 

2.2.6. The Big Five personality traits 

Closely aligned to fit and the ability to effectively contribute to a team are personality 

traits. HRM and psychology research has identified the Big Five personality traits: 

conscientiousness, extraversion, agreeableness, emotional stability, and openness which 

in varying amounts are thought to be generic staff qualities and predictors of 

employment success (Borghans, Duckworth, Heckman, & Weel, 2008; Heneman & 

Judge, 2009). The Big Five personality traits are used in some recruitment processes 

because research has revealed that there are desirable qualities for specific positions, 

such as the belief that someone rated highly on the scale of conscientiousness is more 

likely to be a long-term employee, can lead to more effective employment decisions 

(Judge, Higgins, Thoresen, & Barrick, 1999). Of note are the different amounts of each 

of the Big Five applicable and desirable in different professions. As an illustrative 

example, a candidate whose score was highest on the openness scale may not be the 

most suitable for a career in the Australian Security Intelligence Organisation (ASIO) 

who may be requiring high levels of confidentiality, and strong scores on agreeableness 

has been found to be a good predictor of success in jobs that require care and nurturing 

such as teaching (Sautelle et al., 2015). Rockoff, Jacob, Kane and Staiger (2011) 

explored an adapted version of the big five personality traits as non-cognitive predictors 

of teacher effectiveness in an effort to extend beyond observable traits, which they 

reiterate have to date not been strongly linked to teacher effectiveness. Importantly here, 

psychological testing, which is a much broader field than personality testing and is 

referred to in this study as a generic method of testing used in personality, ability and 

cognitive testing to identify the desired personality traits, ability and or cognitive 

potential for recruitment and selection purposes (Carless, 2009). 
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2.2.7. Psychological testing 

To date, little evidence has been found of use of any forms of psychological or 

personality testing in recruitment, selection and employment of teachers. Psychological 

testing is not new in recruitment, selection employment processes although it is a 

frequently contested construct and its use and acceptance varies across different 

contexts (Bouton & Moore, 2011). That said, one positive aspect of psychological 

testing is its capacity to provide objectivity and uniformity of information for 

recruitment and selection through the use of quantitative measures for personality and 

employee attributes to assess the personal suitability of an applicant (Carless, 2009; 

Dursun & Karsak, 2010; Wright & Boswell, 2002). Psychological testing is often 

performed as a second stage selection process, as the objective phase of the process 

given that interviews tend to be subjective it can provide a balance (Carless, 2009). 

While clearly not widely popular in recruitment and selection of teachers, psychological 

testing continues to gain popularity in other industries (Bouton & Moore, 2011; Wright 

& Boswell, 2002). HRM informed practices including personality testing have been 

prevalent in recruitment and selection of other professionals for quite some time 

(Carless, 2009; Judge et al., 1999). If other professions are an indicator, this may in time 

flow on to recruitment and selection of teachers (Harris & Rutledge, 2010; Judge et al., 

1999). 

Recently, some suggestions of use of psychological and personality testing have 

emerged as part of the non-academic criteria for admission into some initial teacher 

education programs as a response to the Teacher Education Ministerial Advisory Group 

(TEMAG) 2014 report (Bowles et al., 2014; Gore et al., 2016; Sautelle et al., 2015). 

The research conducted by Sautelle et al., (2015) considers five personality traits; 

Extraversion, agreeableness, conscientiousness, resilience self -regulation and cognitive 

ability to be the key measurable personality traits indicating teacher qualities. These five 

personality traits deviate slightly from the Big Five although retain the underpinning 

theory. This recent research by Sautelle et al., (2015) and Bowles et al., (2014) indicates 

there is growing academic interest in this construct regarding teacher recruitment and 

selection. A possible consequence of psychological testing gaining some acceptance in 

education, psychological testing could be well-placed in the future to be considered as 

an option as one of the recruitment and selection criteria for individual teacher 
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placement not just into the teaching profession but as personal suitability for a particular 

teaching position or context. 

2.2.8. Work sampling / work trials 

Another method to assess a candidate’s suitability for a position is work sampling or 

work trials that engage the candidates in simulated or real demonstration of their ability 

to perform essential components of the position (Callinan & Robertson, 2000). Indeed, 

work trials in the form of Teacher Performance Assessments (TPA) are being 

implemented as the final assessment piece in ITE programs for graduating teachers in 

the USA and more recently in Australia and a range of other countries (Gallant & 

Mayer, 2012; Ledwell & Oyler, 2016). Whilst having a written component which is 

assessed, the TPA involves a significant teaching event in a school setting that 

demonstrates the preservice teachers teaching practices, skills and capacities using 

specifically designed standardised criteria (Ledwell & Oyler, 2016). To assess the 

preservice teachers teaching practices, skills and capacities the TPA engages the 

preservice teachers in “individual inquiry, critical reflection and evaluation of practices” 

(Gallant & Mayer, 2012, p. 300). As TPAs are still in the early stages future research 

may reveal their success in predicting teacher quality. Work sampling or work trials 

have proven to be reliable and successful in assessing candidates for employment in 

other non-teaching contexts, so it is possible they could be extended to be used in the 

context of recruitment and selection of teachers (Callinan & Robertson, 2000). Some 

form of work sampling does occur in some contexts where demonstration lessons are 

part of the teacher recruitment and selection process (Balossi & Hernandez, 2016). 

2.2.9. Employment interviews 

Employment interviews retain popularity as one of the most common procedures used 

to assess candidates for employment particularly for person–organisation fit (Judge et 

al., 2000). There is a large body of literature on employment interviews, due to the 

historically significant emphasis placed on the interview as the major staff selection 

activity, the research reveals interviews generally are inaccurate predictors of future 

employee performance (Huffcutt, 2011; Judge et al., 2000; Rivera, 2015). The most 

common criticism of the use of employment interviews has been the lack of structure 

and the lack of objectivity of interviewers (Huffcutt, 2011; Macan, 2009). Interviewers 

have been noted to be strongly influenced by non-employment related criteria including 
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personal demographics, or similarity attraction theory which has been found to impact 

the construct validity of employment interviews (Huffcutt, 2011; Judge et al., 2000). 

The research on employment interviews concurs that structured interviews which follow 

a common pattern and are consistent across measurement of all criteria and all 

applicants combined with other measures can be reliable predictors of employee 

potential particularly in assessing person–organisation fit and person–group fit 

(Huffcutt, 2011; Judge et al., 2000). The related research into recruitment, selection and 

employment is ongoing and new research is regularly emerging encompassing online 

interviews, online applications, marketing (de Villiers & Books, 2009) and new and 

appropriate HRM strategies for generation X and generation Y employees who have 

different needs and expectations (Shafique, 2012). Cognisance of this emerging 

research, particularly its application to generation X and generation Y, who are the 

largest cohort of potential teachers, is of significance to this study and its impact on 

future recruitment, selection and employment processes. 

2.2.10. Outsourcing HRM 

Accompanying the literature emerging on electronic recruitment and selection 

techniques is outsourcing (Delmotte & Sels, 2008). Whilst outsourcing is not 

necessarily new, outsourcing some HRM functions and early phases of recruitment and 

selection particularly screening of applicants occurs in smaller businesses or 

organisations, including independent schools, is becoming popular (Sheehan, 2009; 

Sheehan & Cooper, 2011). Outsourcing as the initial screening process can be time 

efficient and it removes some of the subjectivity but is likely to lessen the strategic 

involvement in the early selection stages and may artificially, inconsistently and 

unknowingly reduce pool of potential suitable applicants (Delmotte & Sels, 2008). 

Whilst outsourcing might fit a particular employment need such as filling short term 

contracts (de Villiers & Books, 2009) it is not necessarily the best HRM practice for 

identifying school or organisation specific fit (Morley, 2007; Sheehan & Cooper, 2011) 

for identifying longer term employees and staff retention. The literature review now 

turns more specifically to HRM in education. 

2.2.11. HRM research and practice in education 

HRM research and practice in education has been reported to be inadequate, particularly 

in recruitment, selection and employment practices (Donaldson, 2013; Grieves & 
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Hanafin, 2005; Mertz, 2010; Papay & Kraft, 2016; Rutledge, Harris, & Ingle, 2010). In 

the ongoing search to identify and employ effective teachers, lessons learned from other 

occupations and disciplines including HRM are being examined as avenues for better 

recruitment, selection and employment practices for teachers (Engel & Curran, 2016; 

Rockoff & Speroni, 2010; Staiger & Rockoff, 2010). Desirable personal traits and 

organisational-fit, person-job fit, person-group fit might be just as applicable to teacher 

recruitment, selection and employment as other professions particularly in independent 

schools where there is increasing specificity of teacher qualities desired and sought 

(Balossi & Hernandez, 2016). 

HRM professionals (e.g. Dohlmen & Falk, 2010; and Harris & Rutledge, 2010) suggest 

that the criteria for the prediction of effective teachers has been found to be similar to 

that of other occupations: cognitive ability, experience (Chingos & Peterson, 2011), 

personality (Borghans et al., 2008; Chen & Cheng, 2012) and educational background 

(Cammelli, Ferrante, & Ghiselli, 2011; Harris & Rutledge, 2010). These can be 

considered as a general measure of success, and specific industry standards may provide 

more fine-grained criteria, education research, particularly for admission into initial 

teacher education programs appears to be exploring this direction (Bowles et al., 2014; 

Jamil, Downer, & Pianta, 2012; Sautelle et al., 2015). 

Strategically linked use of effective criteria in recruitment and selection aimed at 

assessing teacher potential effectiveness is perceived as paramount by Engel and Curran 

(2016) in employing suitably qualified quality teachers. Effective criteria to assess a 

teacher’s potential is thought not only to link to strategic priorities as identified by 

Engel and Curran (2016) but also identified and clearly articulated job specific 

requirements: knowledge, skills, attitudes and other characteristics (KSAOs), just as in 

any other organisational staffing (Heneman & Judge, 2009). The economic impact of a 

bad hire and staff turnover is well-accounted for in HRM, human capital and economic 

theories both specifically related to education and the workforce as a whole (Van Buren 

et al., 2011; Hanushek & Rivkin, 2010; Mason & Schroeder, 2010; Wright & 

McMahan, 2011; Lazear, 2009). 

2.2.12. HRM informed teacher performance and development 

Cross-disciplinary research combining the fields of education and HRM, is limited and 

has only recently evolved. Performance and development is an area of education where 
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cross-disciplinary research and practice has flourished and HRM informed practices 

have been recently adopted by educators (Hyslop-Margison & Sears, 2010; Taylor, 

Yates, Meyer, & Kinsella, 2011; Whitworth & Chiu, 2015). 

Established HRM performance and development practices evident in most industries 

outside education have been seen as instrumental in developing practices of teacher 

evaluation for improved performance (Hyslop-Margison & Sears, 2010; Khim, Shi Yun, 

Chong, & Wei, 2008; Kocak, 2006; Looney, 2011). Performance and development is 

widely considered part of individual employee and organisational improvement strategy 

(Appelbaum, Roy, & Gilliland, 2011; Shields, 2007). This has recently gained 

substantial momentum and has been adopted with increasing structure by schools and 

education systems in Australia and most OECD countries (Looney, 2011; Whitworth & 

Chiu, 2015). 

There is extensive literature on performance and development, performance 

management and performance management systems (PMS), and this literature is 

acknowledged in this study for the role of performance and development as an integral 

part of the suite of HRM practices. Performance and development, performance 

management and performance management systems literature has been recently 

extensively reviewed and given prominence in education as a foundation for the 2013 

implementation of the National Standards for Teachers now the Australian 

Professional Standards for Teachers (Australian Institute for Teaching and School 

Leadership) (AITSL, 2014) in Australia and similarly in many other OECD countries. 

The APST, developed by Australian Institute for Teaching and School Leadership 

(AITSL) as a baseline standard for all Australian teachers to support the Melbourne 

Declaration: Australian Teacher Performance and Development Framework (AITSL, 

2012) and as a result of the National agreement on teacher performance reviews,  

introduced by the Australian Minister for School Education and agreed upon by all state 

education ministers on 3 August 2012 (Garrett, 2012), has been a step towards national 

consistency for teacher standards and the establishment of a culture of regular teacher 

feedback and review. These standards reflect mandated professional expectations for all 

teachers and are designed to provide a foundation for teachers’ performance, 

development and employment standards. The underlying framework of the APST, and 

annual teacher appraisals linked to agreed teacher standards and competencies for the 
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21st century, supported by professional development, closely aligns with established 

HRM research on performance appraisal and development. HRM practices adopted by 

AITSL include: common industry standards; 360 Degree Feedback; annual performance 

reviews; organisational strategic goals, teacher standards and career goals linked to 

professional development (Appelbaum et al., 2011; Broadbent & Laughlin, 2009; 

Prowse & Prowse, 2009; Shields, 2007; Waal & Counet, 2009); and, both subjective 

and objective evaluative practices (Rockoff & Speroni, 2010). 

To maintain and enhance teacher quality, the APST have assisted school leaders to more 

effectively determine teacher quality with specific criteria. Demonstration of the entry 

level APST, Graduate, is now required for teacher registration and school’s legislative 

compliance. Along with the APST high level credentials and professional qualifications 

in teaching are becoming more sought after as a selection criteria indicative of teacher 

quality due to the publicity attached to high stakes testing (Goldhaber, 2015; Rutledge 

et al., 2010). The long-term value of high level teaching professional qualifications is 

clearly significant and supported the research (Boyd, Goldhaber, Lankford, & Wyckoff, 

2007; Sahlberg, 2011b). 

2.2.13. Current teacher recruitment, selection and employment 

As has already been noted, a poor hiring decision can have significant impact on school 

culture and student outcomes (Cranston, 2012b). The effect that school principals have 

on student learning may be indirect, but it is found to be second to that of teachers 

because of their strategic decision making and the creation of the culture and dynamics 

of a school (Cranston, 2012b; Dinham et al., 2011; Donaldson, 2013; Mertz, 2010). 

Therefore, the hiring of teachers is perceived as the most critical decision made by 

school principals, and when a school principal selects a new teacher they have an 

opportunity to improve their school by changing the culture and improving student 

learning (Mason & Schroeder, 2010; Mertz, 2010). Indeed, the impact on student 

learning of individual teacher’s knowledge, skills and attitudes is well-evidenced 

(Staiger & Rockoff, 2010). From this evidence it can be extrapolated that leaders’ 

staffing decisions have great impact on students and learning (Cranston, 2012b; Mertz, 

2010). Research suggests recruitment, selection and employment decisions in 

independent schools are made by the school principal, or the principal and a panel of 

members drawn from the school leadership team and often members of the school board 
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(Cranston, 2012a; Donaldson, 2013). Whilst this is common practice there is a minimal 

research on the direct effect of teacher selection processes on student achievement 

(Mason & Schroeder, 2010; Mertz, 2010). 

However, research has revealed that there are substantial inconsistencies in school 

processes related to recruitment, selection and employment (Balossi & Hernandez, 

2016; Mason & Schroeder, 2010), and often decisions made during the interview are 

highly subjective. The literature reveals generally one of the most important criterion 

overall for school principals in selecting teachers is cultural fit, deemed to be an 

alignment with the vision and values of the school (Balossi & Hernandez, 2016; Mertz, 

2010). This focus on cultural fit as the primary criteria appears to contradict the 

evidence of the significance of individual teacher’s knowledge, skills, attitudes and 

personality on student learning (Borghans et al., 2008; Staiger & Rockoff, 2010). It also 

neglects the literature espousing teamwork as critical to increasing an organisation’s 

capability (Ulrich, 2014; Werbel & Johnson, 2001). HRM literature suggests a balanced 

focus between the individual and individual talent, organisational capabilities including 

team work and leadership (Ulrich, 2014). 

2.2.14. School leadership 

Strong educational leadership is declared to be one of the five key factors in school 

effectiveness, effective school leadership enables students to flourish (Dinham et al., 

2011). Being leaders of staff and staffing as well as change and school improvement are 

just the beginning of the challenges faced by school principals (Bush & Glover, 2014). 

Current research into school leadership often ignores the critical HRM role of staffing 

strategy and its impact on recruitment, selection and employment of teachers. The focus 

of current research on the complexity and demands of the principal’s role tends to 

favour politicisation, current leadership styles and trends to support school leaders in 

their leadership journey (Brady, 2014; Dinham et al., 2011; Rutledge et al., 2010). As a 

consequence of the research into the impact school principals and school leaders have 

on schools by facilitating school effectiveness, which in turn a creates a climate for 

improved student outcomes, various leadership models have recently emerged in 

schools: ethical leadership (Starratt, 2004), transformational leadership models 

(Leithwood & Jantzi, 2006) instruction leadership and distributed leadership (Bush, 

2015). Principals and school leaders identifying with and espousing a leadership style or 
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model has become a priority in professional development and learning for school 

leaders (Bush & Glover, 2014). The literature appears to be limited in school leadership 

professional learning that extends to engaging in the complexity and impact of HRM 

and staffing strategy in schools. 

Coupled with school leadership style rhetoric, moves to credential school principals 

using a set of standards loosely based on instructional leadership and the above 

mentioned leadership models, has entered the discourse (Dinham, Collarbone, Evans, & 

Mackay, 2013). As a consequence of the perceived pressure on school principal’s 

including increasing accountability, expectations of high level credentials, and of 

modelling practice through leadership styles, there is an increasing acknowledgment of 

the complexity of the role (Brady, 2014). There are suggestions that school leadership 

may be best performed by distributing the responsibilities by negotiation with staff and 

stakeholders so that leadership responsibilities are devolved to school staff based on 

interest and ability (Brady, 2014). Therefore, this distribution of school leadership 

responsibilities, could heuristically resolve in principals seeking HRM expertise in 

HRM matters including staffing strategy and recruitment and selection of teachers. 

2.2.15. Data-driven change in education 

As a result of contemporary factors including globalisation and ‘big data’, which are 

impacting education through mobility and accessibility of information, data has become 

a focal point of the rhetoric in schools demonstrating school improvement and improved 

student outcomes impacting school leaders staff selection (Rutledge et al., 2010). 

National and international testing and the impact of high stakes testing can be a 

distraction for school leaders in recruitment, selection and employment of teachers 

(Robertson, 2012; Rutledge et al., 2010). Principals face the dilemmas of balancing 

priorities regarding sound education decisions and achieving high results in 

standardised testing, this may adversely influence their decision making when 

employing teachers (Rutledge et al., 2010). 

The literature infers school leaders may preference teachers who are more likely to 

focus on high stakes testing as opposed to other education outcomes (Rutledge et al., 

2010). Many Australian independent schools use the results of standardised testing (e.g., 

NAPLAN, PISA) as part of their branding and marketing through MySchool website 

and their own websites. Governments often make political and funding decisions based 
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on these results. Despite the current reliance on standardised testing data to implement 

ongoing education reforms there is little evidence to suggest these metrics alone reflect 

a quality education (European Commission, 2012). Indeed, Sahlberg (2011c) who 

espouses the Finnish education system, suggests quite the opposite is the reality and is 

quite critical of what he terms the Global Education Reform movement (GERM). 

While the success of the Finnish education system is a worthy study itself (Sahlberg, 

2011c, 2015), it is outside the parameters of this study, but of relevance to this 

discussion is the consistent high level of education qualifications and the resultant high 

level of professional status and compensation, it is claimed are afforded teachers in 

Finland (Sahlberg, 2015). Compensation in the form of wages and conditions, is 

acknowledged as one of the significant HRM practices and functions and impacts self-

selection into a profession and retention within the profession (Heneman & Judge, 

2009; Kramar & Steane, 2012; Shields, 2007). Changing the compensation structure of 

teaching in Australia would likely result in a change the supply and demand in hard to 

staff schools (Martin & Mulvihill, 2016) as well as potentially change the teaching 

demographic making the profession more attractive to a wider range of graduates 

(Cammelli et al., 2011; Dohlmen & Falk, 2010). Risk averse personality alignment to 

the current standardised incremental compensation structure is suggested as teacher’s 

self-selection into the profession of teaching based on the Big Five personality traits as 

elucidated above (Dohlmen & Falk, 2010). 

2.2.16. Teacher retention 

In their study, Ronfeldt et al. (2012) found that teacher turnover is generally damaging 

to student achievement, especially in lower performing schools, and the negative effect 

of teacher turnover on student outcomes is not mitigated by hiring a new ‘better’ 

teacher. Teacher turnover has both a direct impact on the students and has a negative 

organisational impact, including effecting the staff cohesion and collegiality, loss of 

organisational knowledge; other impacts include the financial impact of recruitment, 

selection and training of new teachers (Darling-Hammond, 2010; Hargis & Bradley, 

2011). 

An added complication for teacher recruitment, selection, employment and retention is 

the continuum between school-based, centralised and shared hiring practices varies 

within countries and education sectors (Agasisti, Catalano, & Sibiano, 2012; Marsh & 
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Wohlstetter, 2013). As found in HRM in other industries, staff turnover, other than 

natural attrition, is most successfully avoided by effective HRM practices which would 

include recruitment, selection and employment, compensation, and ongoing relevant 

professional development (Shields, 2007). The HRM practices that impact on employee 

retention that could inform better HRM practices in schools include training and 

development, performance appraisal, compensation and reward. This is becoming of 

greater concern as evidenced by a currently emerging theme in education research 

which is the prediction of widespread teacher shortage (Cowan, Goldhaber, Hayes, & 

Theobald, 2016; Martin & Mulvihill, 2016). Until recently, when the prediction of 

teacher shortages emerged, teaching was less effected by the market conditions of 

supply and demand than other industries, although qualifications and the supply and 

demand of qualified teachers has often had some local effect on teacher quality and 

impact on teacher wages (Boyd et al., 2007; Hensvik, 2012). Performance pay for 

teachers as an incentive and as an effective way of discouraging less effective teachers 

through self-selection has been a recurring topic in education research although because 

of the multiplicity of factors it is outside the parameters of this current research 

(Cammelli et al., 2011; Dohlmen & Falk, 2010). Of more relevance to this research is 

teacher retention which is gaining more momentum and appearing in the literature 

(Darling-Hammond, 2010; Guarino et al., 2006). Staff retention is one of the major 

HRM outcomes and desired outcome of any successful recruitment, selection and 

employment process (Bradley & Loadman, 2005; Guarino et al., 2006; Van Buren et al., 

2011). Identifying quality teachers and being able to attempt to understand and predict 

their future performance is the first step in the complex HRM process of recruitment, 

selection employment and retention. 

2.2.17. HRM considerations for teacher recruitment, selection 

and employment 

Person-job fit is viewed as identifying whether the candidate has the knowledge, skills, 

attitudes and other qualities to do the job, and it is seen as the least subjective criteria in 

the hiring process in any profession including teachers (Heneman & Judge, 2009). This 

is generally ascertained by the first part of the screening process through ensuring the 

qualifications and any regulatory requirements are met. In the case of teachers, teacher 

registration and subject and curriculum knowledge, specific job-related skills such as 

requisite first aide or behaviour management, attitudes and other qualities that match the 
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vacancy. The HRM decisions preceding this stage include a staffing strategy, a job 

analysis and the recruitment process to ensure the required knowledge, skills, attitudes 

and other qualities (Heneman & Judge, 2009). Due to the specialised nature of these 

activities and the importance of teacher quality, HRM expertise working in partnership 

with school leaders could be advantageous to develop both a staffing strategy and 

perform an accurate job analysis (Grieves & Hanafin, 2005). Despite the apparent 

objectivity of person–job fit, it is impacted on and moderated by motivation, which is 

generally the most difficult construct to identify (Shields, 2007). 

As proposed by Ulrich (2014), individual talent is not adequate in an organisation to 

maximise outcomes, team work and collaboration have emerged as more powerful 

(Ulrich, 2014). An applicant’s team work and collaboration potential has been termed as 

person-group fit in HRM literature (Morley, 2007). Person-group fit in recruitment and 

selection is cited in HRM literature above and its relevance in education is reiterated by 

the importance of teachers collaborating with their immediate work group or teaching 

partner and developing effective teaching teams (Woodland, Lee, & Randall, 2013). 

Despite the greater focus on team work in teaching, as evidenced in the APST and in the 

literature (Klein et al., 2009; Nancarrow et al., 2013), cultural-fit is evidenced to be 

generally the primary consideration of school principals in recruitment and selection of 

teachers (Cranston, 2012b). This is strongly supported by much HRM literature and 

may be particularly evident in independent schools which represent a diversity of 

unique cultures (Balossi & Hernandez, 2016). Cultural-fit has been evidenced in some 

situations to promote social reproduction rather than practice leadership for social 

change or transformative leadership (Bush & Glover, 2014; Leithwood & Jantzi, 2006). 

This could be true of teachers in first world countries who generally come from a 

narrow socio-economic group (Cammelli et al., 2011; Dohlmen & Falk, 2010). A 

challenge for school leaders is to be future focused, initiate and lead change because 

they are leaders of institutions preparing a diversity of students for an unknown future. 

2.2.18. HRM in schools 

The long term social and economic value of more effective and efficient teacher 

recruitment, selection and employment utilising research informed HRM processes and 

strategic alignment would be evidenced through student outcomes not only in improved 

school outcomes but in future employability, social contribution and well-being 
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(Hanushek, 2011). To achieve this end, the quality teachers that are crucial to improving 

student outcomes need to be identified in the recruitment, selection and employment 

process and retained in the profession (Darling-Hammond, 2010; Hanushek, 2011). As 

outlined in the HRM literature, the alignment of all HRM processes including 

recruitment, selection, employment, mentoring, performance, development, career 

progression and compensation, are likely to contribute to quality teacher retention and 

enhance school improvement (Darling-Hammond, 2010; Engel & Curran, 2016; Odden, 

2011). It is possible that in many schools the implementation of HRM could necessitate 

a restructure to focus on the best structure and strategic placement and utilisation of 

staff rather than just filling teaching positions with like for like as a vacancy occurs 

(Odden, 2011). 

School principals are leaders who generally have a strong educational background, 

consequently their role in recruiting and retaining quality staff may be enhanced if they 

work collaboratively and in consultation with HRM practitioners, or at least apply some 

of the practices of HRM (Engel & Curran, 2016; Papay & Kraft, 2016). This concept is 

emerging in the teacher recruitment and selection literature (Papay & Kraft, 2016) and 

in the literature on teacher selection for initial teacher education courses (Bowles et al., 

2014; Sautelle et al., 2015). It may be that examples of HRM practices in small 

businesses could be applicable in a school context as illustrated in Figure 2.8 (Hargis & 

Bradley, 2011). This figure succinctly outlines the HRM processes in each of three 

phases typical of a small business staffing strategy, and it also aligns with predicted 

future organisational trends that indicate that HRM specialists will have more of a 

leadership role as managers of talent (van den Brink et al., 2013) and human capital 

from a strategic alignment perspective (Biggs et al., 2014; Ulrich, 2014), be results 

driven change agents and have operational functional responsibilities (Kramar & 

Steane, 2012). 



37 

 

Figure 2.8 Strategic Human Resource Framework (adapted from Hargis & Bradley, 2011) 
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2.3. Summary 

It appears that research drawing from HRM as an endeavour to improve teacher quality 

and thus improve student outcomes is beginning to emerge (Balossi & Hernandez, 

2016; Engel & Curran, 2016). The literature has revealed there has been significant and 

ongoing research on improving student educational outcomes (Blazar & Kraft, 2017; 

Hattie, 2009; Looney, 2011; Sahlberg, 2011a). Independent schools allocate substantial 

human and financial resources to professional development (Whitworth & Chiu, 2015). 

More recently these resources have frequently been used in the implementation of 

performance and development frameworks aligned to the relevant teacher standards—in 

Australia the APST (Holmes, 2016; Tuinamuana, 2011). There is little evidence of 

school resources being utilised to understanding HRM practices to develop more 

effective strategies for recruitment, selection and employment of teaching staff, 

particularly in independent schools (Balossi & Hernandez, 2016). It is possible that 

changes to school leadership structures to include HRM personnel or advice through 

consultation or networking could lead to more effective and strategic employment 

practices (Grieves & Hanafin, 2005; Ulrich, 2014; van den Brink et al., 2013). School 

principals and school administrative teams who are generally responsible for 

recruitment, selection and employment of teachers (Cranston, 2012a; Donaldson, 2013; 

Guarino et al., 2006; Mertz, 2010; Papay & Kraft, 2016) are educators, often without 

HRM expertise, and this lack of expertise can pose difficulty in alignment between 

strategic goals and staffing (Engel & Curran, 2016; Odden, 2011; Papay & Kraft, 2016). 

There is some awareness of this apparent gap in educational administration HRM 

knowledge, but few researchers have pursued this issue (Engel & Curran, 2016; Grieves 

& Hanafin, 2005; Guarino et al., 2006; Mertz, 2010; Papay & Kraft, 2016). One 

conceivable explanation of this is the notion that Education and HRM are two distinct 

professions and disciplines that have historically not collaborated deeply nor is there 

any available research from either discipline where constructs intersect or draw on each 

other as supporting evidence. Literature based on innovation would suggest the richness 

of combining different disciplines has a multiplying effect in the generation of ideas 

(Johansson, 2006). Inspired by the generation of ideas espoused in Johansson’s (2006) 

Medici Effect, the cross-disciplinary approach of this mixed method research is intended 
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to bridge this evident gap by generating greater understanding of both disciplines with 

the intention that this can inform change. Indeed, one of the aims of this study is to 

make a positive contribution to the literature on developing robust HRM practices in 

schools. 

As has been previously noted, the literature has exposed a disconnection between HRM 

theory and HRM practice in the school context (Grieves & Hanafin, 2005; Papay & 

Kraft, 2016). There was limited literature on the use of established theory to inform 

strategic HRM including recruitment, selection and retention in schools (Balossi & 

Hernandez, 2016; Odden, 2011). The emergence of staff retention as a high priority as 

evidenced in HRM best practice has not been well-evidenced as a priority in the 

literature on HRM in schools (Guarino et al., 2006) This is concerning considering the 

emerging research (Cowan et al., 2016; Martin & Mulvihill, 2016) and well-publicised 

rhetoric on current and future teacher shortage (Shine, 2015). The only literature evident 

on retention is reactive, closely linked to the current teacher shortage as opposed to a 

more strategic view of retention of quality teachers as part of a planned staffing strategy 

(Darling-Hammond, 2010; Martin & Mulvihill, 2016). This disconnect could be 

explained partially by the changing roles of school leadership teams who are expected 

to execute tasks outside their professional expertise, including business management 

and HRM tasks. The literature on the effects of school leadership, although well-

established and consistently evolving, is limited in its examination of the role that HRM 

practices plays and the focus is more poignantly on leadership styles, accountability and 

challenges principals and school leaders face (Bush & Glover, 2014; Dinham et al., 

2011; Dinham et al., 2013). 

Just as school principals’ roles are appearing to be constantly changing (Bush & Glover, 

2014; Dinham et al., 2011), the literature also uncovered the changing role of HRM 

professionals. HRM roles are changing from functional practitioners, performing the 

tasks of hiring, firing, performance reviews and pay structures to that of strategic 

leadership partners involved in workforce planning aligned to organisational strategic 

goals as human capital becomes the most valuable resource in the knowledge economy 

(Hargis & Bradley, 2011; Kramar & Steane, 2012; Ulrich, 2014). This evolving role is 

timely and further paves the way for research into HRM in independent school 
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leadership teams, not just for recruitment, selection and employment but for strategic 

planning including talent management and staff retention (Paré & Tremblay, 2007). 

The APST (AITSL, 2014), and similar international teacher standards adopted after 

reports commissioned by the OECD (OECD, 2005), have been implemented to promote 

performance and development consistency across jurisdictions and provide a possible 

framework for aligning HRM strategy in schools. However, this is yet to be explored 

thoroughly by research. Currently, AITSL, the body commissioned to develop the 

APST (Tuinamuana, 2011), focus on initial teacher education and registration; school 

leadership and more recently national standards for principals and, practising teachers 

(Dinham et al., 2013). As yet, there is no mention of an initiative to develop best 

practice criteria for recruitment and selection of teachers although this could be more 

easily facilitated since the implementation of the APST. This situation could benefit 

from attention if independent schools are to have the most suitable teachers in each 

context, this study endeavours to address this issue. Defining teacher quality or the 

characteristics of a quality teacher and then, identifying individuals with these qualities 

is a great challenge for education. Teacher qualities, or characteristics of a quality 

teacher, has been and continues to be discussed in the education literature at length, 

without any notable consensus or agreement and relies heavily on evidence-based 

standards exemplified in Australia by the APST (Guarino et al., 2006; Hanushek, 2011; 

Staiger & Rockoff, 2010). Goldhaber (2002) claims that standards and other measures 

of teacher characteristics can only explain three percent of the teachers’ influence on 

student learning, andthe other 97 percent is more challenging to identify or measure and 

has become a frequently persued topic of research.  Rockoff et al. (2011) reiterate the 

tenuous link between teacher quality and observable characteristics in the research to 

date and explore the ‘Big 5 personality traits’ in an effort to find measures of teacher 

effectiveness. Value add measures of teacher effectiveness are of current interest to 

governments to improve overall teacher quality (Atteberry, Loeb & Wyckoff, 2015), but 

there is still no clear concensus about their value. As stated previously this research is 

not intended to be distracted by focus on the issue of ‘teacher quality’ due to the prolific 

literature existing on this construct, but rather it will address the gap identified in the 

body of educational research related to HRM practices in the selection, recruitment and 

employment of teachers. 
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Chapter 3. Methodology and method 

In this chapter the theory underpinning the research and methodological considerations 

that informed this research are outlined. The tension between objectivist and subjectivist 

research have been discussed and resolved in relation to the research questions. The 

methodological discussion is used to illustrate the exploration and consideration 

conducted to justify the methodological choice for this research. 

This research sought to understand the relationship between recruitment and selection 

processes in employing quality teachers. To address the concerns expressed the 

following research questions were developed to guide the research. 

3.1. Research questions 

Q1. What Human Resource Management (HRM) practices are evident in the 

recruitment and selection of teachers in independent schools? 

Q2. How can HRM practices support the recruitment, selection, employment 

and retention of teachers in independent schools? 

Q3. Are there qualities of school leaders e.g. tenure, school size, system that 

impact their views on HRM? 

Q3a. What are school leaders’ perceptions of the efficacy of HRM practices 

used in recruitment and selection of teachers? 

These research questions were designed to guide the investigation of the current use of 

HRM practice in teacher recruitment and selection, and ultimately intended to facilitate 

the development of recommendations for improvement in the selection, recruitment and 

retention of teachers in schools. The sub-question was designed to probe more deeply 

and provide detail for the research questions. 
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3.2. Methodology 

3.2.1. Mixed methods 

Literature espousing multi-strategy methods (Bryman, 1984, 2006), mixed method 

(Creswell, 2003), pragmatism (Hathaway, 1995), eclectic (Hammersley, 2006), “what 

works” (Howe, 1988, p. 10), and triangulation (Firestone, 1987), all imply that the two 

methodologies are able to be used together despite the protests of purists who posit from 

a paradigm or philosophical stance rather than a research or problem centred stance. 

Of particular significance to the multi-strategy or mixed method approaches used in this 

study is the weighting of each method and the decision at what stage the data from the 

two methods was combined and how this influenced the direction of the research. 

Bryman (2006) discussed this issue and posed some questions to guide choices and 

conduct of good quality credible research. Other literature suggested the principles for 

the conduct of good quality credible research should include being informed by 

philosophy, clearly articulated authentic theory, research designs and parameters and 

being cognisant of ethical standards and practices (Creswell, 2012). Some researchers 

would suggest that clearly articulated constructs are essential to clarity of theory and 

development of theory and research parameters and that the language used in research is 

equally as significant as the methodology (Suddaby, 2010). Being informed by relevant 

theory and past research, provided the researcher with currency and fluency in 

knowledge and constructs as point of departure once the problem had been identified. 

Ensuring that the problem was the focus in the epistemological debate as well as ethics, 

sound values (Alexander, 2006) and philosophical underpinning of educational research 

(Hammersley, 2006), to ensure it was well-grounded and has academic, theoretical and 

social and credibility was well-considered. It was assumed that in good quality credible 

research the choice of methodology and research design is relative to the research 

question or information being sought, rather than a static philosophical paradigm stance 

(Onwuegbuzie & Leech, 2005). The acquisition of knowledge was the researchers’ 

pursuit rather than allegiance to a method (Ericikan & Roth, 2006). The question and 

the research problem dictated the method. 

Rockoff and Speroni (2010) illustrate the benefits of combining both objectivist and 

subjectivist approaches in educational research specifically addressing the question of 
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predicting teacher effectiveness. In their research Rockoff and Speroni (2010) used a 

large sample size and longitudinal data collection. They concluded that subjective 

evaluations of teachers alone were not an adequate predictor of future performance, and 

that only current performance was pertinent but found using subjective evaluations 

based on the results of the objective evaluations was an accurate predictor of teacher 

performance. Rockoff and Speroni (2010) used student achievement data and gains as 

the objective data and mentor feedback for the subjective data. The normalising and 

standardising of all data was significant to reducing the external variables inherent in 

any credible educational or human measurement. 

Suddaby (2010) suggested that in all good research standards of comparison of 

phenomena should be specified, this relates back to constructs, language and research 

parameters such as equality and equity in educational research. Equality and equity 

issues in education assume that some conditions will be equalised (Hammersley, 2006) 

this is exemplified in Australian education with annual socio-economic status (SES) 

figures allocated to each school after demographics research used to determine the 

distribution of various government funding initiatives (Lim, Gemici, Rice, & Karmel, 

2011). 

It is believed that credible research undertaken should be cognisant of social 

implications and application, as part of the values and ethical stance not just education 

or discipline specific context application (Creswell, 2012). This is exemplified in the 

research of Pil and Leana (2009) on human capital theory in schools which was 

instigated by organisational research outside education and their findings are applicable 

to organisations outside schools and building research-based theory. 

Much educational research has been conducted by education professionals seeing 

through an educator’s lens using educational constructs and language, thus limiting the 

possibility of new perspectives. This study attempts to mitigate this issue by using 

cross-disciplinary research, in this case education and HRM, whereby utilising expertise 

and the body of knowledge and from both disciplines. Such an approach is that cited by 

Johansson (2006), who postulates that the coming together of diverse thinkers or diverse 

fields of knowledge is an intersection and mutually beneficial. Johansson (2006) claims 

the intersection produces new and more innovative ideas than any single discipline. 
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Similar openness to this cross-discipline research could be a positive inclusion as one of 

the future principles for the conduct of good quality credible education research. 

Also, the tension between objectivist and subjectivist approaches to research is not the 

exclusive domain of education. The paradigm debate in current accounting research 

concludes similarly that the paradigms are not exclusive but methodological approaches 

that are at the researcher’s disposal to achieve the most accurate results culminating in 

quality research (Ahrens, 2008; Kakkuri-Knuuttila, Lukka, & Kuorikoski, 2008). 

Hjørland (2007) addresses the tensions between objectivist and subjectivist approaches 

in library information systems and favours situational specific or subjectivist approach 

whilst acknowledging weaknesses including language and interpretation. The tension 

between the two paradigms is not apparent in Rockoff and Speroni (2010) who used the 

both methodologies as supporting their findings. Using this example of educational 

research would indicate that there is the opportunity to triangulate data and support 

findings using both methods. The integrity of each method can be retained. 

Triangulation has been evidenced as a sound principle in quality research and this 

further supports the choice of use of this methodology (Creswell & Plano Clark, 2011). 

Shulman (1986) is a proponent of the research problem determining and informing the 

methodology and whilst being critical of and cautioning against of certain contemporary 

eclectic approaches to research. Shulman (1986) calls for what is termed disciplined 

hybrid research approaches (Howe, 1988). 

Where the two methodologies are used together other than for triangulation the 

importance of clarity of research design and methodology with regard for weighting and 

priority are believed to be significant to quality research (Howe, 1988). Ployhart and 

Moliterno (2011), whose research is ostensibly subjectivist, have utilised objectivist 

techniques and methodology to create a highly structured research report that is more 

generalised than context specific, clearly making research design decisions about 

weighting and priorities in each of the basic components of research: data, design, 

analysis and interpretation (Howe, 1988). 

A well-planned blend of methodology can be more informative balancing the situation 

specific with the universally general, or, using the situational specific as an example or 

as the starting point to expand into a generalised view point. The ability to “zoom in, 
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zoom out” was considered as part of a viable flexible methodology where the big 

picture was obtained through the quantitative and the more detailed “zoom in…” 

through the qualitative phase of research which in part nullifies the paradigm debate and 

the argument (Onwuegbuzie & Leech, 2005, p. 383). Such a research model as pursued 

in this study commenced with a large-scale quantitative study followed by a detailed 

qualitative description which could be applied as generalisations or to specific contexts. 

The use of one method to inform the research direction or pathway of the other is 

considered to be making the best use of available research resources to produce quality 

research which will benefit individuals and society and thus adopted in this study 

(Onwuegbuzie & Leech, 2005). 

3.2.2. Characteristics of mixed methods 

The first phase of this mixed method study was a survey. Survey research to inform 

teaching practice and school improvement is currently popular in education (Agasisti et 

al., 2012; Bradley & Loadman, 2005; Price, 2011). Established educational survey 

instruments such as Teaching and Learning International Survey (TALIS) (Robertson, 

2012) and Teacher Collaboration Assessment Survey (TCAS) are commonly used to 

gauge current teaching practice as well as inform and instigate change (Woodland et al., 

2013). Survey research in HRM is also widely used to ascertain the impact of HRM 

practices on individual employees and organisational efficiency or performance 

(AlDamoe et al., 2012; Kuvaas & Dysvik, 2010; Marescaux et al., 2013). 

The second phase of this study was individual interviews with school leaders and, 

where available, HR managers in schools. Similar mixed method research on teacher 

quality and recruitment and selection of teachers in independent schools was conducted 

by Balossi and Hernandez (2016) in the United States of America. Balossi and 

Hernandez (2016) effectively combined survey and interview data in a similar approach 

to the current study —sequential mixed method design. The focus of their research was 

slightly different as they focused on identified teacher qualities and how principals 

assessed these through the recruitment and selection process however, the target sample 

was similar to this study—independent school leaders, who were responsible for 

recruitment and selection of teachers. The terminology differed, probably due to local 

lexicon, where Balossi and Hernandez (2016) often referred to school administrators 

rather than school leaders or heads of school. The aims of their research were also 
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closely aligned to this study—to “make recommendations that inform recruitment, 

selection, retention, and recognition of high-quality teachers”, (p. 673), although they 

had a greater focus on teacher quality. Regardless of the slightly different focus, the 

research of Balossi and Hernandez (2016) provided precedence and confirmation for the 

choice of mixed method design for this study. 

3.2.3. Ontology and epistemology 

The selection of a mixed method study was based on a careful examination of the 

ontology and philosophy, epistemology and methodology of both subjective and 

objective paradigms and the possibility of their interaction and combination to result in 

the most suitable methodology. The tensions evident between objectivist and 

subjectivist research have been attributed to paradigm differences including ontology 

and philosophy (Holden & Lynch, 2004), epistemology (Bryman, 1984; Mahoney & 

Goertz, 2006), methodology (Firestone, 1987; Holden & Lynch, 2004) and historical 

origins (Denzin & Lincoln, 1998; Gage, 1989; Jacob, 1998). 

Whilst education is generally categorised as a social science and proponents of the 

subjectivist research claim this to justify their stance, current society, and those who 

fund education also judge its quality on statistical objectivist outcomes (Jacob, 1998). 

This is exemplified by current international and national focus on standardised testing 

for example: Program for International Student Assessment (PISA) (Neumann, Fischer, 

& Kauertz, 2010; Takayama, 2010) and National Assessment Program – Literacy and 

Numeracy (NAPLAN) (Redden & Low, 2012) and the focus on numerical or 

quantitative exit outcomes by Australia and other countries, including Australian 

Tertiary Admissions Rank (ATAR) equivalence to compare Australia’s state secondary 

exit results for government funding, school status and student entry to tertiary and post-

secondary education. These high stakes measures may affect educational research and 

practice. 

Both objectivism and subjectivism paradigms exist as commonly accepted research 

frameworks to enable the development of theories to predict and understand reality 

(Smith, 1983). Both paradigms are based on differing perceptions of reality. 

Ontologically objectivism is said to adopt the positivist assumption that behaviour can 

be explained or predicted through objective facts and laws (Firestone, 1987); there is an 

assumed objective reality existent regardless of and beyond humanity and individual 
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beliefs. On the other hand, subjectivist ontology views reality as existing in the human 

mind (Smith, 1983), or consciousness either collectively within a culture or social 

situation or individually and is subject to constant revision or reinterpretation 

(Firestone, 1987). 

Objectivism is usually defined, designed and encapsulated by a range of terminology 

including quantitative research, positivism, nomothetic and scientific methodology. 

Regardless of terminology and the subtle linguistic or perceptual variations, facts and 

statistical analysis dominate the methodology and paradigm dictating that the research is 

neutral, objectivism is a view from outside (Alexander, 2006). The problem being 

investigated is intended as free from the researcher’s personal bias, and the researcher is 

outside the situation as a remote observer, or third person. Consequently, the results are 

typically communicated through formally structured research and a report where the 

analysis and interpretation of data is statistical or numerical (Mahoney & Goertz, 2006). 

In objectivist research the literature review is generally in the initial research data 

collection stage and the problem is reduced to the simplest elements and least possible 

variables. Research is usually conducted using large random samples and large-scale 

surveys or structured interviews with predetermined responses to ensure the instruments 

are valid and reliable (Holden & Lynch, 2004). This process culminates in the 

development of theories, generalisations and predictions for a whole population derived 

from statistical data which is not subject to personal, social or cultural biases which 

explain causes (Firestone, 1987). 

Subjectivism posits in the purist sense of the paradigm (Holden & Lynch, 2004) that 

there are multiple realities which are socially defined by individual or collective 

perceptions of the situation (Firestone, 1987). Termed qualitative or interpretivist 

research, in subjectivist research the researcher is usually immersed in an observed 

world that is visible and believes an ontology that reality is defined or interpreted by 

social structures. The phenomenological interpretation is typically contextual, situation 

specific human activity assuming that reality is personal and community specific 

(Denzin & Lincoln, 1998). 

Subjectivism tends to be value laden or imbued with the researchers own values as a 

result of the researchers being part of the process, bringing their own multiple 
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knowledges and experiences potentially resulting in the researcher facilitating change 

and transformation through the research (Firestone, 1987). The subjectivist researcher’s 

tools and measures are, in general, dependent upon the context. Words or recordings are 

used to collect and interpret data. The subjects in context are described and quoted as 

part of the process of deciphering meanings and attributing familiar concepts to 

phenomena in context through interpretation and empathy (Denzin & Lincoln, 1998). 

3.2.3.1. Differentiating subjectivist and objectivist paradigms 

Hjørland (2007) explains the difference between the two terms succinctly by claiming 

information as a substance in the case of subjectivist perspectives or as a sign from the 

objectivist position. Defining the two different paradigms in purist and philosophical 

terms is rudimentary to understanding the differing ontology and epistemology of each, 

the empirical application is less rigid. In practice both paradigms borrow from each 

other when needed and appear in technique, not as disparate as in epistemology 

(Yanchar & Williams, 2006). This is exemplified by Taylor et al. (2011), in research on 

the effectiveness of “teacher professional leadership in support of teacher professional 

development” (p. 85), where data was required from the staff receiving the professional 

support and from the facilitators of the professional development. 

3.2.3.2. Application of objectivism and subjectivism paradigms 

In this study both the school leaders completing the online survey, and those who were 

interviewed, were objectively selected as the email inviting participants was sent from 

an electronic database to all independent school leaders with no filtering applied. The 

researcher utilised the subjective techniques of open interviews and objective surveys to 

maximise the coverage of data collection relying on the assumption that at the practical 

level both methods appear to be compatible as exemplified in Taylor et al. (2011). In 

this study the epistemological inconsistencies are acknowledged, where researchers 

express difficulties in reconciliation, but a mixed method approach is employed as is 

deemed appropriate for the research issue under investigation (Smith, 1983). Also, it is 

assumed for this study that there is compatibility and a scale or continuum between the 

two paradigms rather than a divide (Holden & Lynch, 2004). 

It is acknowledged in this study that philosophical beliefs influence both objectivism 

and subjectivism, neither paradigm is devoid of researcher bias and predetermined 

values which are part of the human psyche. It is also assumed in this study that the 
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researcher’s choice of research questions, methods and design are influenced by 

personal values, learning and experience (Smith, 1983). These initial choices may 

ultimately directly influence the final research results (Bono & McNamara, 2011). 

The objectivist paradigm implies the researcher is detached from the situation a 

criticism of this can become dehumanising facts and figures not reality or context 

relevant. This weakness can be counteracted by the generalisability of objectivist 

educational research. It is claimed that this is one of important contributions of 

educational research should be its generalisability this characteristic of objectivism is 

viewed as universally and socially beneficial and is clearly illustrated by Taylor et al. 

(2011) by the breadth of the research, the longitudinal nature and the size of the sample 

used (Ericikan & Roth, 2006). 

Problems with or criticism of the subjectivist paradigm are in the depiction of situation 

specific detail, portrayal of a process in action a small sample or situation which is not 

able to be replicated and there are questions of validity and reliability (Denzin & 

Lincoln, 1998). It is suggested that at the extreme of the subjectivist paradigm 

researchers are unable to separate themselves from their values and the research because 

they are immersed in the situation (Smith, 1983); this is evident beginning in historical 

anthropological studies (Denzin & Lincoln, 1998). 

In support of combining both paradigms in mixed method research, the understanding 

of human behaviour is one of the universal educational research questions. This can be 

addressed in both subjectivism specific context human behaviour and objectivism 

generalisation of human behaviour. 

3.3. Research design 

A synthesis of the problem and examination of the research methodologies resulted in 

the mixed method design being selected for use in this study. To further support this 

choice the applicable constraints of research design were carefully examined, similar 

cross discipline survey research was analysed, and the possibility of the data being 

enriched by follow up interviews explored as a viable option to strengthen the 

credibility of this study. 
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To identify and understand the HRM practices evident in the recruitment and selection 

of teachers in independent schools, the research design was intended as an explanatory 

sequential mixed method as illustrated in Figure 3.1 (Cameron, 2009; Creswell, 2012). 

The research commenced with a quantitative survey and this was closely followed by 

selected follow-up qualitative interviews. Survey research has been selected as the 

initial design phase for this research project because the question necessitates gathering 

independent school leaders perceptions from a convenience sample both of which can 

be effectively collected using a cross-sectional survey research design to collect current 

point in time data and was given heavier weighting (Cameron, 2009; Creswell, 2012; 

Creswell & Plano Clark, 2011). 

QUANT 
data collection 

and analysis 
 

qual 
data collection 

and analysis 
 

 

Interpretation 

 

 
Figure 3.1 Sequential explanatory research design (adapted from Creswell & Plano Clark, 

2011) 

The philosophical assumptions informing the explanatory sequential research design are 

discipline specific knowledge acquired through the theory above and the ontological 

position adopted by the researcher. 

3.3.1. The survey participants 

The survey was designed for the specific target sample to reveal answers to the research 

questions (Czaja & Blair, 2005). The survey was used to elicit information pertaining to 

the HRM practices, and particularly recruitment and selection, in independent schools. 

Therefore, a database was created of independent school leaders in Queensland sourced 

from publicly available information. The types of position included in the database were 

school principals, deputy principals, heads of school, heads of curriculum and human 

resource managers. These positions were targeted because in general they would be the 

leadership team or executive team in an independent school and consequently the 

decision makers. The survey link was emailed to all 516 names on the database located 

at 196 schools. There were 112 responses received, which was a pleasing result. The 

respondees comprised of 42 school principals, eight HR managers, and the remainder a 

wide range of educational leadership positions, were received. Only eight HR managers 
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were identified in independent schools from the publicly available data, and all eight 

completed the survey. 

The interview participants were a voluntary subset of the survey sample. Six interviews 

were conducted—two HR managers, two school principals, and two other school 

leaders. An overview of the demographic data is presented below in Table 3.1. 

Table 3.1 Demographic data  

Position n = 100 

Principal 42 

Other leader 50 

Human Resource Manager  8 

Years in current position (Tenure)  

1 to 4 36 

5 to 9 43 

10 or more 21 

Qualifications  

Diploma 2 

Degree 30 

Master + 68 

Gender  

M 62 

F 38 

School type  

Systemic 44 

Stand alone 56 

School size (FTE)  

1 to 49 42 

50 to 99 37 

100 or more 21 

 

3.3.2. Data collection schedule 

The data were collected during the second half of 2016, and the details are outlined 

below in Table 3.2. 

Table 3.2 Data collection schedule 

Phase Period Focus Procedure 
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First phase July and August 2016 Initial quantitative data Survey 

Second phase October and November 2016 Enriching the quantitative Interviews 

 

3.3.3. Ethical considerations 

Ethical approval was sought prior to commencing the study from Griffith University: 

Ethics approval number 2016/371. Written consent was obtained from each of the 

school leaders and/or HR managers involved in the second phase. A clear explanation of 

the purpose of the research and the confidentiality and anonymity of the participants 

was addressed at each stage of the research. Participants gave their consent to 

participate in the survey by simply completing the questionnaire. Survey participants 

who were willing to be involved in the second phase of the study voluntarily provided 

their contact details at the end of the questionnaire. The participants involved in the 

second phase of the study were provided with an information sheet further explaining 

the study accompanying the consent form to ensure their informed consent (see 

Appendices C & D). In reports (including the thesis) and publications emanating from 

this study, pseudonyms are used so the participants and their schools cannot be 

identified. 

Through the processes outlined above it was anticipated that there will be no adverse 

effects of the research on the participants. The confidentiality of the participants was 

addressed at each stage of the research, and the initial survey was anonymous unless the 

respondents volunteered their contact details to participate in follow up interviews. 

Subsequently, the interview data were de-identified as soon as the audio file was 

transcribed. 

The researcher was not personally involved in the leadership of any of the schools in the 

sample. The final report of the research does not contain any individual or school 

identifiers. Also, the report will be made available to the participants prior to 

publication. 
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3.4. Data collection 

3.4.1. Questionnaire 

3.4.1.1. Survey research (including limitations) 

The survey design selected for the research questions is a cross sectional survey to 

examine current attitudes, opinions, behaviours and practice of the target population to 

enable a statistical analysis and representation to inform research and continuous 

improvement. Of the two main survey designs: longitudinal and cross sectional 

(Creswell, 2012), cross sectional survey was chosen for this research project on 

Recruitment and Selection of Teachers because cross sectional surveys collect current 

point in time data (Creswell, 2012) to enable exploration of current practice (Cranston, 

2012a), the intended starting point for this research. Survey research has been selected 

as the design for the initial phase of this research project because the research questions 

necessitate gathering attitudinal and behavioural information from a simple random 

probability sample both of which can be effectively collected using a cross sectional 

survey research design (Creswell, 2012). 

Survey research is an efficient sampling of a target population to measure a 

characteristic which will reflect and can be generalised across a whole target population 

(Creswell, 2012; Czaja & Blair, 2005; Schuman, 1981). The efficiency of data 

collection of a well-designed and executed survey has influenced the decision to use this 

method (Czaja & Blair, 2005). Collecting valid and reliable data on attitudes and beliefs 

from school leaders (Plumb & Spryidakis, 1992) currently in schools is fundamental to 

this research on HRM evident in recruitment and selection of teachers as it is in other 

educational research (Creswell, 2012). 

The survey was directed at identifying if schools utilise HRM professionals or 

procedures HR best practice to recruit, select and employ teachers (Heneman & Judge, 

2009). The survey used quantitative closed questions. 

3.4.1.2. How the questionnaire addressed the research question(s) 

A copy of the questionnaire is included in Appendix A, and the data collected from the 

survey, was intended to reveal opinions, current practice and knowledge about HRM in 

recruitment and selection of teachers to support the theoretical underpinning of this 
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research. Table 3.3 below illustrates how questionnaire addressed the research 

questions: 

Q1. What Human Resource Management (HRM) practices are evident in the 

recruitment and selection of teachers in independent schools? 

Q2. How can HRM practices support the recruitment, selection, employment 

and retention of teachers in independent schools?  

Q3. Are there qualities of school leaders e.g. tenure, school size, system that 

impact their views on HRM?    

Q3a. What are school leaders’ perceptions of the efficacy of HRM practices 

used in recruitment and selection of teachers? 

Table 3.3 How the survey questions address the research questions 

Section Survey question 

Research 

Question 

1 2 3 4 

Section 1 

Demographic 

Information 

1.1 What is your current (substantive or acting) position? E.g. 

school principal, deputy principal, head of school. 

    

1.2 How many years have you been in your current position?     

1.3 What is your highest qualification: Diploma, Degree, Masters, 

Other Post graduate 

    

1.4 Please choose only one of the following: female, male     

1.5 Is your school a systemic school e.g. Anglican schools, 

Lutheran schools or a stand alone? 

    

1.6 What is your school teaching staff full time equivalent (FTE)?     

Section 2 

Human 

Resource 

Management 

(HRM) in 

Schools 

5-point Likert 

scale: Strongly 

disagree to 

Strongly agree 

2.1 HRM practices have a positive influence on school 

performance. 

    

2.2 Individual school culture is strongly influenced by the HRM 

practices. 

    

2.3 Recruitment and selection are the most important of all school 

Human Resource Management (HRM) practices. 

    

2.4 Your school HRM practices are effective in maintaining 

teacher quality. 

    

2.5 Performance and development of existing staff is more 

important than recruitment and selection of new staff. 

    

2.6 HRM practices currently used in other organisations outside 

education are useful to inform school HRM. 

    

2.7 HRM practices in independent schools generally reflect best 

practice. 

    

Section 3 

HRM 

3.1 School policy and planning documents are easily accessible to 

all staff. 
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Section Survey question 

Research 

Question 

1 2 3 4 

Practices in 

school policy 

and planning 

documents 

5-point Likert 

scale: Strongly 

disagree to 

Strongly agree 

3.2 School strategic plans include a staffing strategy.     

3.3 Staffing strategy informs the recruitment and selection process.     

3.4 The performance and professional development framework is 

aligned to Australian Professional Standards. 

    

3.5 The performance and professional development framework is 

aligned to individual teacher needs. 

    

3.6 Employment protocols are cognisant of current legislative 

compliance. 

    

3.7 There is a clear organisational structure.     

3.8 Potential internal career pathways are evident in the school 

organisational structure. 

    

3.9 Retention of valued staff is included in staffing strategy 

planning. 

    

Section 4 

HRM practice 

in recruitment 

and selection 

of teaching 

staff at your 

school. 

5-point Likert 

scale: Strongly 

disagree to 

Strongly agree 

4.1 Staffing strategy is reviewed prior to commencing recruitment 

and selection of new staff. 

    

4.2 Recruitment and selection of teaching staff is informed by 

HRM professionals 

    

4.3 Recruitment and selection of teaching staff is informed by 

current research. 

    

4.4 The school leadership team manages the recruitment and 

selection process. 

    

4.5 A formal documented recruitment and selection procedure is 

used to employ teaching staff. 

    

4.6 A job analysis to determine the key skills, attributes and other 

characteristics (KSAOs) of the position is conducted before 

recruitment begins. 

    

4.7 Trained recruitment staff are used to screen all applicants.     

4.8 The initial screening of applicants is outsourced to a 

recruitment agency. 

    

4.9 The selection panel are trained in interview techniques.     

4.10 The selection panel are trained in current employment 

legislation. 

    

4.11 Agreed teacher attributes and characteristics inform the 

interview question design. 

    

4.12 The school culture has an impact on all teacher recruitment 

and selection. 

    

4.13 Structured questions are numerically rated during selection 

interviews. 

    

4.14 Classroom observations are part of the selection process.     

4.15 A structured induction is part of the employment process of 

teachers. 

    

4.16 Teacher recruitment is designed to attract a targeted range of 

applicants to suit the vacancy. 
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Section Survey question 

Research 

Question 

1 2 3 4 

4.17 Teacher recruitment is designed to attract as wide a range of 

applicants as possible. 

    

4.18 Mentoring is available for new staff and beginning teachers.     

4.19 HRM practices generally reflect best practice.     

Section 5 

Optional 

Interview 

5.0 Please add your name and email or phone contact details if you 

agree to participate in a follow up interview. The interview will be 

approximately 45 minutes and conducted either on the telephone 

or in person. 

    

 

A 5-point Likert scale was used for the major part of the survey, with responses: 

Strongly agree; Agree; Neither agree nor disagree; Disagree; and Strongly disagree. 

This scale was used because the literature suggests this is most effective in gathering 

attitudinal and behavioural data which can be effectively coded, compared and 

statistically analysed relative to the respondent’s capacity to differentiate between the 

options (Creswell, 2012). The demographic data as well as the attitudinal and 

behavioural data may reveal a range of variables and relationships between variables not 

currently evident, consequently the survey lends itself to multivariate measurement 

(Vogt, 2007). Multivariate (MANOVA) was considered the most suitable method of 

data analysis to produce associational statistics from the survey data (Vogt, 2007). 

3.4.1.3. Limitations of survey research 

Whilst widely used in education, survey research does have some limitations (Creswell, 

2012). As the survey sample is intended to describe a whole population, careful 

selection of the sample is essential to reflect the differentiation within the population 

(Hutchison, 2009) and to be representative of the population (Yun & Trumbo, 2000). In 

this case the target population was as diverse as possible, leaders of metropolitan, 

regional and rural independent schools across a wide range of social, philosophical, 

economic and cultural demographics. 

Additionally, the possibility of bias in the sample, particularly as education is a unique 

and often isolated discipline, is high because teachers in general have similar 

backgrounds and education, and there is limited diversity. The danger of clustering, 

common in educational research, was one concern with leaders of independent school 

sample but was substantially obviated by the wide range of school types, social 
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demographics and sizes within the sample the (Hutchison, 2009). The survey was sent 

to all 196 independent schools and the responses were voluntary (Hutchison, 2009). 

Response rates impact result generalisability and are affected by instrument design 

(Creswell, 2012). The question construction, the visual and graphic presentation and the 

length of the survey instrument design, were all considered in the questionnaire design 

(Creswell, 2012; Yun & Trumbo, 2000). The questions needed to be able generate the 

desired data, to be able to be answered by all respondents, and enable the respondents to 

answer. With this in mind the questions were designed for the educational level and 

experience expected of the sample population, school leaders with a minimum 

education level of an undergraduate degree. 

In addition to the mechanics of the instrument design, ethical considerations such as 

confidentiality and informed consent (Czaja & Blair, 2005) have a strong bearing on the 

response rate (Sheehan, 2006). The method of administration of the survey has also 

been found to impact the response rate, exemplified by the significant relationship 

between online survey response rates and electronic communication (Yun & Trumbo, 

2000). Consequently, the survey was administered as an online survey and designed to 

be as brief as possible. 

3.4.1.4. Management of the constraints in survey research 

In choosing the use of survey as part of this mixed method research design there was 

careful consideration of the inherent constraints of surveys to ensure the survey design 

was well-considered. It is recommended the sample is as large and diverse as possible to 

reduce type I and type II errors (Vogt, 2007) and reflect the target population (Creswell, 

2012). The target population of this study was school leaders in independent schools in 

Queensland, and the survey link was sent to all school leaders identified in the 196 

independent schools. Full disclosure as to the purpose of the research and compliance 

with ethical guidelines is included in the email invitation sent to the school leaders, 

Appendix E. It was assumed, by the response rate, that the majority of school leaders 

viewed the research as beneficial, maximising personal investment and perceived 

affiliation as a contribution to ongoing school improvement and altruistic investment in 

the teaching profession (Creswell, 2012). 
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Another relevant survey constraints monitored was the survey length. The survey length 

can be one of the most significant factors in adversely influencing response rates 

(Sheehan, 2006). To mitigate this issue the survey length was intentionally kept to a 

minimum comprising of essential demographic information of six questions, and 35 

five-point Likert scale items. Likert scale responses are not always considered 

favourable by all survey critics because of the acquiescence response set—the tendency 

of respondents to agree or answer yes, (Czaja & Blair, 2005), but here it was deemed 

suitable for this sample because the acquiescence response set is claimed to be 

diminished in more highly educated respondents (Schuman, 1981). To test the 

effectiveness of the instrument and how well these constraints had been addressed a 

pilot was conducted to test the survey with a range of available local school leaders who 

were not to be included in the survey sample (Creswell, 2012). Following the pilot 

testing, modifications were made where required to the wording of items to ensure 

clarity, the length of the survey was deemed acceptable (Creswell, 2012; Czaja & Blair, 

2005). 

3.4.1.5. Administration of the Survey 

The survey was administered on-line to maximise response rates. The first section of the 

survey collected demographic data. A 5-point Likert scale was used as the survey 

response because the literature suggests this is most effective in gathering attitudinal 

and behavioural data which can then be effectively coded, compared and statistically 

analysed (Creswell, 2012). The demographic data as well as the attitudinal and 

behavioural data was intended to reveal a range of variables and relationships between 

variables not currently evident, consequently the survey lent itself to multivariate 

measurement and analysis (Vogt, 2007). 

3.4.2. Interviews 

The second phase of this study was follow up interviews with school leaders. Previous 

research suggests that interviews alone are not necessarily a reliable source of data 

because of the limited perspective and sample size, but in this case the interviews 

provided a second data source with rich insight into current lived practices and 

triangulated the survey data (Kramar & Steane, 2012; Plumb & Spryidakis, 1992). 

The interview phase of the study focused on schools that had evidence of HRM 

practices, and/or employ HRM specialists and/or practices as part of the recruitment, 
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selection and employment process. This involved individual interviews with principals, 

school leaders or HRM specialists. The interviews were conducted to enrich and ‘give 

life’ to the survey information, to triangulate the data collected through the survey, and 

to search for any disconfirming evidence. Interviews essentially are a narrative, and in 

this study they were intended to provide an individual perspective, as suggested by 

Kvale (2007), of the processes of recruitment and selection, and data from real lived 

world experience on how these are experienced in context in an independent school. A 

trial interview was conducted using the interview schedule with a school leader—a 

professional colleague, who was not included in the study sample. 

Regarding limitations of interviews, as in all qualitative research the researcher is 

assumed not to be entirely objective, and bias and subjectivity were consciously 

monitored and clearly stated to add to the authenticity of the research (Hunter, Emerald, 

& Martin, 2013). To this end, the following stance or belief is acknowledged: theory 

and evidence-based HRM best practice is underutilised or absent in most schools and its 

use could lead to more effective teacher recruitment and selection decisions (Donaldson, 

2013; Mason & Schroeder, 2010; Mertz, 2010; Staiger & Rockoff, 2010). 

3.4.2.1. How the interview data addresses the research question(s) 

The Table 3.4 below illustrates how the interview schedule questions were intended to 

address the research questions. In reality the interviews were quite conversational, so 

the schedule was not always closely followed, questions were at times paraphrased or 

answered by the respondents’ answers to other questions. 

Table 3.4 How the interview data addresses the research questions 

Research question Interview questions 

Q1. What Human Resource Management 

(HRM) practices are evident in the 

recruitment and selection of teachers in 

independent schools? 

 Could you please describe your recruitment and 

selection process? 

 Could you describe how you short list teacher applicants 

for interview? 

 Would you be able to describe a typical teacher 

interview at your school? 

 What are you looking for in an applicant? 

 How is org fit, team fit, job fit determined? 

 How do you conduct induction or onboarding? 

 Do you do any psychometric testing of teaching staff? 

Q2. How can HRM practices support the 

recruitment, selection, employment and 

retention of teachers in independent 

 Do you think recruitment and selection of teachers is 

one of the important parts of yours/or HR’s job? 

 Research suggests recruitment and selection of staff is 
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schools?   the most important of all HRM functions, what do you 

think? 

 What is the role of HRM in your school? Who performs 

this?  

Q3. Are there qualities of school leaders 

e.g. tenure, school size, system that 

impact their views on HRM?     

 How does HRM influence your school culture? 

 Who participates in the teacher recruitment and selection 

at your school?     

Q3a. What are school leaders’ 

perceptions of the efficacy of HRM 

practices used in recruitment and 

selection of teachers? 

 Do you find these interviews work well? 

 Do you have any advice for other school leaders 

regarding teacher recruitment and selection? 

 

3.4.2.2. Interviewing the participants 

The interviewees were given an outline of the interview schedule in their documentation 

prior to the interview so they could prepare their thoughts. The purpose of the interview 

and their informed consent was fully explained before the interview commenced. The 

interviews were semi-structured with a prepared interview schedule using open-ended 

directed questions to collect similar data from all participants. A couple of “ice-breaker” 

questions (Creswell, 2012) were used to commence each interview, and following these 

initial questions the early interview questions were quite general and then becoming 

more specific as the interviews progressed. The interviews were all telephone interviews 

at a convenient date and time for each participant. The interviews lasted from 35 to 50 

minutes, and each interview was audio-recorded with brief additional notes taken 

throughout the interview. The written notes were reread to the participant for editing, 

correction and verification at the conclusion of the interview. 

3.5. Data analysis 

3.5.1. Quantitative data analysis 

The quantitative data was analysed using multivariate techniques including a 

confirmatory factor analysis (CFA) to confirm the structural integrity of the instrument, 

and MANOVAs to explore any differences between variables (Vogt, 2007). The data 

were initially cleaned to remove any incomplete survey responses, and then the raw data 

(Likert scale responses) converted to numerical scores. Any items that are negatively 

worded were reversed. The numerical data were imported into the SPSS program and 

then tested to determine the normality of the data (Field, 2013). This was done by 

graphing the data using frequencies distributions to create histograms to check the 
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kurtosis and skewedness to determine if the data was a normally distributed. This 

assisted in determining if parametric or non-parametric measures were applicable to the 

independent variables (HRM practices). After examining the descriptive statistics, the 

PCA was used to reduce the number of responses into groups or clusters (Pallant, 

2013). Finally, the data were examined to see if there are any significant relationships 

and/or differences in the independent variables. 

3.5.1.1. Validity and credibility 

The reliability of the survey instrument and the sub-scales were tested using Cronbach’s 

alpha (Pallant, 2013). The validity of the survey was further tested by exploring and 

comparing the survey data with the interview data (Creswell, 2012). 

3.5.2. Qualitative data analysis 

The qualitative interview data was intended to be used to delve deeper into the school 

leaders’ and/or HR managers’ perceptions and experiences with HRM practices in their 

schools. The interview transcripts were initially analysed using thematic coding which 

was then recoded to reduce the number of themes to reveal three emergent themes 

(Kvale, 2007). The emergent themes were compared with the results of survey data. 

From these data and the emergent themes, meaningful accounts of HRM practices were 

developed, and these have been used to describe the ways in which schools have 

recruited, selected and retained teaching staff. The quantitative and qualitative data has 

been compared and contrasted to give a nuanced and full picture of the complex 

practices related to HRM in independent schools. 

3.5.2.1. Validity and credibility 

The qualitative data were collected from a relatively small sample and so it is not 

considered as being necessarily representative of independent schools more broadly. 

That said, the more in-depth data has allowed for a more comprehensive understanding 

of the HRM practices in the particular sites, and this will possibly provide data to 

inform policies and practices in other school settings due to the high level of 

homogeneity across the sector as revealed in the quantitative data. The interviews were 

conducted using a common set of questions to ensure some consistency across the 

different school contexts. Furthermore, after each interview the audio recording was 

reviewed and reflected upon to ensure that the questioning was probing where necessary 

but not unduly leading the participants’ responses. 
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3.5.3. Summary 

The methodology and resultant research design was arrived at in response to the 

problem, articulated by the research questions, and after a careful examination of the 

possible research methodologies. This eventuated in the mixed method methodology 

and sequential explanatory design being selected for use in this study (Creswell, 2012). 

As the study progressed this methodology and the research design were indeed 

confirmed as suitable to answer the research questions. The high response rate and 

completion rate of the survey indicated the length of the survey, the level and type of 

questioning were suited to the target population (Hutchison, 2009; Sheehan, 2006). 

On initial analysis of both the quantitative and the qualitative data, it appeared that the 

methods had provided rich complimentary data sets. The PCA revealed clusters of 

factors that supported the themes that emerged in the qualitative data, hence the 

qualitative themes were able to be similarly labelled. 

We now turn to the detailed examination of findings of quantitative data followed by 

the findings of the qualitative data. 
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Chapter 4. Quantitative data 

4.1. Introduction 

As this study employed a mixed method explanatory sequential design (Creswell, 

2012), both qualitative and quantitative data were collected to address the research 

questions. The quantitative data were collected first through an online survey and the 

qualitative data were collected through interviews conducted with a subset of survey 

respondents. 

In this chapter the quantitative data analysis is presented in three progressive stages. 

Initially the data were analysed using descriptive statistics to gain an overview of the 

characteristics of the sample and to check for any statistical outliers. In the next phase of 

data analysis, the Likert scale data were subjected to a factor analysis to reduce the 

number of variables. The final phase of the data analysis was undertaken using 

MANOVAs to explore any differences based on the three relevant independent 

variables on the newly established dependent variables. These findings are now outlined 

in turn. 

4.2. Quantitative analysis 

4.2.1. Independent variables 

The original survey contained 41 items, and six of these focused on demographic 

details. The Likert scale survey data was initially entered into on a spreadsheet and 

missing data was identified. 112 questionnaires were submitted with 98 being fully 

completed, and 14 only partially completed. Two almost complete responses were 

completed using the average score of the completed surveys and the others were 

discarded as the data were mostly incomplete and missing data in the analysis could 

skew the results (Pallant, 2013). 

For analysis, the Likert scale responses were converted to numerical scores (i.e., 

Strongly disagree = 1; Disagree = 2; Neither agree or disagree = 3; Agree = 4; Strongly 

agree = 5). Then, the scores for the two negatively loaded items were reversed (i.e., 5 

recoded to 1, 2 recoded to 4, 3 remained 3, 4 recoded to 2, 5 recoded to 1). The 
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negatively worded questions were the opposite wording of a previous questions to 

check for consistency, e.g. Q2.5 Performance and development of existing staff is more 

important than recruitment and selection of new staff is the asking the opposite question 

to Q2.3 Recruitment and selection are the most important of all school HRM processes. 

Similarly, Q4.17 Teacher recruitment is designed to attract as wide a range of 

applicants as possible is the opposite of Q4.16 Teacher recruitment is designed to 

attract a targeted range of applicants to suit the vacancy. 

4.2.2. Descriptive statistics 

Initially the data were reviewed at an item level using descriptive statistics to provide a 

high-level overview of the data to identify any outliers. Also, any items that were 

strongly supported or strongly not supported were identified and noted. These results 

are displayed in Table 4.1. 

Table 4.1 Descriptive statistics 

Survey question (N = 100) M SD 

2.1 HRM practices have a positive influence on school performance 4.37 .720 

2.2 Individual school culture is strongly influenced by HRM practices  4.05 .869 

2.3 Recruitment and selection are the most important of all HRM practices 3.85 .989 

2.4 Your school HRM practices are effective in maintaining teacher quality 3.78 .883 

2.5 Performance and development of existing staff is more important than 

recruitment and selection of new staff 

3.38 .962 

2.6 HRM practices currently used in other organisations outside education are useful 

to inform school HRM 

3.78 .760 

2.7 HRM practices in independent schools generally reflect best practice 3.26 .848 

3.1 School policy and planning documents are accessible to all staff 4.15 .821 

3.2 School strategic plans include a staffing strategy 3.93 .956 

3.3 Staffing strategy informs the recruitment and selection process 3.91 .866 

3.4 Teacher performance and development is aligned to the APST 4.37 .747 

3.5 The performance and development framework is tailored to individual teacher 

needs 

3.99 .870 

3.6 Employment protocols are cognisant of legal compliance 4.41 .793 

3.7 There is a clear organisation structure 4.26 .760 

3.8 Potential internal career pathways are evident in the school structure  3.67 .933 

3.9 Retention of valued staff is included in staffing strategy planning 3.78 1.021 

4.1 Staffing strategy is reviewed prior to commencing recruitment and selection of 

new staff 

3.46 1.039 

4.2 Recruitment and selection is informed by HRM professionals 3.10 1.168 
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Survey question (N = 100) M SD 

4.3 Recruitment and selection of teaching staff is informed by current research 3.31 .992 

4.4 The school leadership team manages the recruitment and selection process 4.36 .871 

4.5 A formal documented recruitment and selection procedure is used to employ 

teaching staff 

3.87 1.022 

4.6 A job analysis to determine the KSAOs of the position is conducted before 

recruitment begins 

3.55 1.019 

4.7 Trained recruitment staff are used to screen all applicants  2.40 1.181 

4.8 The initial screening of applicants is outsourced to a recruitment agency 1.67 .805 

4.9 The selection panel are trained in interview techniques  2.77 .941 

4.1 The selection panel are trained in current employment legislation 2.95 1.029 

4.11 Agreed teacher attributes and characteristics inform the interview question 

design 

4.14 .682 

4.12 The school culture has an impact on all teacher recruitment and selection 4.50 .704 

4.13 Structured questions are numerically rated during selection interviews 2.82 1.140 

4.14 Classroom observations are part of the selection process 2.42 1.037 

4.15 A structured induction is part of the employment process for all teachers 4.25 .925 

4.16 Teacher recruitment is designed to attract a targeted range of applicants to suit 

the vacancy 

3.97 .797 

4.17 Teacher recruitment is designed to attract as wide a range of applicants as 

possible  

3.60 .932 

4.18 Mentoring is available for new staff and beginning teachers  4.39 .601 

4.19 HRM practices generally reflect best practice 3.70 .810 

 

Of note, one item, Survey Question 4.12, received particularly strong agreement (mean 

= 4.50): The school culture has an impact on all teacher recruitment and selection. 

This is probably not a surprising result given that the sample consisted of independent 

schools, all of which exist because of their ‘special character’, unique context, and 

specific purpose resulting in an individual school culture. Ten other items revealed a 

mean above 4.0, the majority of these items were related to HRM practices (e.g., HRM 

practices have a positive influence on school performance), with only three out of the 

eleven items being specifically recruitment and selection. 

4.2.3. Factor analysis 

A Principal Component Analysis (PCA) was employed to reduce the data to a smaller 

number of manageable factors. Thirty-five items were subjected to a PCA, but prior to 

this the suitability of data was assessed. Inspection of the correlation matrix revealed the 

presence of many coefficients of 0.45 and above. The Kaiser-Meyer-Olkin (KMO) 
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value was 0.749, exceeding the recommended value of 0.6, Kaiser (1970, 1974) as cited 

in Pallant (2013), and Bartlett’s Test of Sphericity (Bartlett, 1954), reached statistical 

significance supporting the factorability of the correlation matrix. 

The PCA revealed seven components with eigenvalues exceeding 1, with three of these 

exceeding 2, these three explaining 28.3%, 10.1% and 7.8% of the variance respectively 

(see Table 4.2). An inspection of the scree plot revealed a break after the third 

component. It was decided to retain three components for further investigation. 

Table 4.2 Total variance explained 

 

Initial Eigenvalues 

Rotation Sums 

 of Squared 

Loadingsa 

Component Total % of Variance Cumulative % Total 

1 7.66 28.371 28.371 7.204 

2 2.73 10.111 38.482 3.418 

3 2.11 7.816 46.298 3.109 

4 1.477 5.469 51.767  

5 1.256 4.652 56.419  

6 1.163 4.306 60.726  

7 1.117 4.137 64.863  

8 0.919 3.405 68.268  

9 0.902 3.341 71.608  

10 0.808 2.992 74.6  

11 0.723 2.677 77.278  

12 0.654 2.421 79.698  

13 0.622 2.303 82.001  

14 0.578 2.139 84.14  

15 0.539 1.996 86.136  

16 0.498 1.844 87.98  

17 0.458 1.698 89.678  

18 0.433 1.603 91.281  

19 0.383 1.42 92.701  

20 0.35 1.297 93.998  

21 0.297 1.1 95.098  

22 0.279 1.032 96.13  

23 0.273 1.013 97.143  

24 0.247 0.914 98.057  
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25 0.204 0.755 98.812  

26 0.172 0.638 99.45  

27 0.148 0.55 100  

Note. Extraction Method: Principal Component Analysis. 

a. When components are correlated, sums of squared loadings cannot be added to obtain a total variance. 

 

The three-component solution explained 46.3% of the variance. To aid in the 

interpretation of these three components, an Oblimin rotation was performed. The 

rotated solution revealed the presence of a simple structure (Thurstone, 1947), with all 

three components showing a number of strong loadings and all variables loading 

substantially on only one component. The strongest loadings were on the first 

component, with lessening loadings on the second and third factors. Two of the items 

loaded on both the first and second factors, and so these two items were removed. There 

was a weak correlation between the three factors (see Table 4.3 below). 

Table 4.3 Component Correlation Matrix 

Component 1 2 3 

1 1.00 .192 .219 

2 .192 1.00 -.001 

3 .219 -.001 1.00 

 

The results of this analysis support the use of the three subscales, and the final solutions 

are displayed in the Structure Matrix (Table 4.4) and the Pattern Matrix (Table 4.5). 

Table 4.4 Structure Matrix 

Survey questions 

Component 

1 2 3 

4.1 Staffing strategy is reviewed prior to commencing 

recruitment and selection of new staff 

0.673 0.246 -0.145 

4.6 A job analysis to determine the KSAOs of the position is 

conducted before recruitment begins 

0.663 0.385 0.111 

3.3 Staffing strategy informs the recruitment and selection 

process 

0.658 0.186 -0.001 

4.3 Recruitment and selection of teaching staff is informed by 

current research 

0.656 0.416 0.196 

3.6 Employment protocols are cognisant of legal compliance  0.652 -0.108 0.363 

4.11 Agreed teacher attributes and characteristics inform the 

interview question design 

0.638 0.093 0.118 
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Survey questions 

Component 

1 2 3 

3.1 School policy and planning documents are accessible to all 

staff 

0.635 0.018 0.198 

4.15 A structured induction is part of the employment process for 

all teachers 

0.614 0.364 0.132 

3.8 Potential internal career pathways are evident in the school 

structure  

0.607 0.141 0.101 

3.9 Retention of valued staff is included in staffing strategy 

planning  

0.605 0.169 0.065 

3.7 There is a clear organisation structure 0.604 -0.037 0.302 

3.4 Teacher performance and development is aligned to the 

APST 

0.594 0.07 -0.005 

3.5 The performance and development framework is tailored to 

individual teacher needs 

0.581 0.132 0.336 

4.18 Mentoring is available for new staff and beginning teachers   0.571 -0.043 0.251 

4.16 Teacher recruitment is designed to attract a targeted range of 

applicants to suit the vacancy 

0.553 0.287 0.23 

4.5 A formal documented recruitment and selection procedure is 

used to employ teaching staff  

0.511 0.334 0.288 

3.2 School strategic plans include a staffing strategy 0.47 0.164 -0.044 

2.2 Individual school culture is strongly influenced by the HRM 

practices 

0.451 -0.09 0.11 

4.19 HRM practices generally reflect best practice 0.421 0.371 0.286 

4.17 Teacher recruitment is designed to attract as wide a range of 

applicants as possible   

0.336 0.219 -0.086 

4.14 Class room observations are part of the selection process 0.246 0.242 0.162 

2.5 Performance and development of existing staff is more 

important than recruitment and selection of new staff 

0.13 0.103 0.026 

4.7 Trained recruitment staff are used to screen all applicants   0.223 0.791 -0.127 

4.2 Recruitment and selection is informed by HRM 

professionals 

0.152 0.711 0.159 

4.9 The selection panel are trained in interview techniques  0.467 0.641 -0.126 

4.1 The selection panel are trained in current employment 

legislation 

0.478 0.606 -0.101 

4.19 HRM practices generally reflect best practice 0.497 0.542 0.114 

2.6 HRM practices currently used in other organisations outside 

education are useful to inform school HRM 

0.149 0.539 0.236 

4.8 The initial screening of applicants is outsourced to a 

recruitment agency 

-0.099 0.482 -0.252 

4.13 Structured questions are numerically rated during selection 

interviews  

0.05 0.334 0.101 

4.12 The school culture has an impact on all teacher recruitment 

and selection 

0.175 0.058 0.822 

2.1 HRM practices have a positive influence on school 0.307 0.029 0.724 
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Survey questions 

Component 

1 2 3 

performance 

2.3 Recruitment and selection are the most important of all 

HRM practices 

0.056 0.036 0.576 

4.4 The school leadership team manages the recruitment and 

selection process 

0.329 -0.282 0.563 

2.4 Your school HRM practices are effective in maintaining 

teacher quality 

0.404 0.36 0.537 

Note. Extraction Method: Principal Component Analysis. Rotation Method: Oblimin with Kaiser 

Normalisation. 

 

The final solution with any double loaded items and those that loaded less than 0.45 

Table 4.5 Pattern Matrixa 

Survey questions 

Component 

1 2 3 

4.1 Staffing strategy is reviewed prior to commencing 

recruitment and selection of new staff 

0.715   

3.3 Staffing strategy informs the recruitment and selection 

process 

0.683   

3.8 Potential internal career pathways are evident in the school 

organisational structure 

0.656   

3.6 Employment protocols are cognisant of current legal 

compliance 

0.655   

3.4 Performance and professional development framework is 

aligned to the APST  

0.642   

4.6 A job analysis to determine the KSAOs of the position is 

conducted before recruitment begins 

0.632   

4.11 Agreed teacher attributes and characteristics inform the 

interview question design 

0.63   

3.7 There is a clear organisational structure 0.628   

3.9 Retention of valued staff is included in staffing strategy 

planning 

0.619   

3.1 School policy and planning documents are easily 

accessible to all staff 

0.605   

4.3 Recruitment and selection of teaching staff is informed by 

current research 

0.578   

4.18 Mentoring is available for new staff and beginning 

teachers   

0.554   

3.5 Performance and professional development framework is 

tailored to individual needs 

0.544   

4.15 A structured induction is part of the employment process 

of teachers 

0.525   

4.16 Teacher recruitment is designed to attract a targeted range 0.518   
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Survey questions 

Component 

1 2 3 

of applicants to suit the vacancy 

3.2 School strategic plans include a staffing strategy 0.478   

4.7 Trained recruitment staff are used to screen all applicants  0.771  

4.2 Recruitment and selection of teaching staff is informed by 

HRM professionals 

 0.65  

4.9 The selection panel are trained in interview techniques  0.605  

4.8 The initial screening of applicants is outsourced to a 

recruitment agency 

 0.594  

4.1 The selection panel are trained in current employment 

legislation 

 0.569  

2.6 HRM practices currently used in other organisations 

outside education are useful to inform school HRM  

 0.567  

4.12 The school culture has an impact all recruitment and 

selection 

  0.829 

2.1 HRM practices have a positive influence on school 

performance 

  0.714 

2.3 Recruitment and selection are the most important of all 

HRM practices 

  0.642 

2.4 Your school HRM practices are effective in maintaining 

teacher quality 

  0.589 

Note. Extraction Method: Principal Component Analysis. Rotation Method: Oblimin with Kaiser 

Normalisation.  
a. Rotation converged in 8 iterations. 

4.2.4. Subscales 

Following this procedure, identification and labelling the subscales (components) was 

established by the commonality within each factor. This was achieved by looking at the 

conceptual coherence of the included items. The three subscales were subsequently 

labelled: 

1. Staffing strategy and workforce planning; 

2. Recruitment and selection processes; and, 

3. HRM and impact. 

To ensure the reliability of the three subscales established through the PCA, the 

Cronbach’s alpha was calculated for all three subscales. All three had good internal 

consistency with Cronbach alpha coefficients of 0.895, 0.757 and 0.728, respectively, 

which are all above the recommended ideal of 0.7 (Field, 2013; Pallant, 2013). 
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Field (2013) also suggests checking the Cronbach’s Alpha if Item Deleted column. Only 

one item on the Recruitment and selection processes subscale 2: Outsourced screening 

was identified as increasing the overall reliability to 0.760 by being removed, and as 

this had a very small impact of 0.003, this was considered insignificant and the item was 

retained. Overall the three subscales appear to have good internal consistency (Field, 

2013; Pallant, 2013). Therefore, they were employed in the subsequent data analysis as 

the dependent variables. 

4.2.5. MANOVAs 

For the final stage of quantitative analysis, the three dependent variables related to 

school HRM were considered vis-à-vis the three relevant independent variables using 

MANOVAs (Pallant, 2013). Specifically, three sets of analysis were conducted to 

explore the impact on the three dependent variables of the three independent variables: 

school size; school leadership tenure; and, the systemic or independent nature of the 

school. 

4.2.5.1. Independent variables 

After considering the research questions and examining the demographic data, it was 

decided to use three of these in further data analysis as a way of distinguishing and 

comparing responses within the data. 

Table 4.6 below shows the independent variables and the frequency of each variable. 

Table 4.6 Independent variables 

School size (FTE) n 

1 to 49 42 

50 to 99 37 

100 or more 21 

School type  

Systemic 44 

Stand alone 56 

Years in current position (Tenure)  

1 to 4 36 

5 to 9 43 

10 or more 21 
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1. School size: Determined by the number full time equivalent (FTE) teaching staff 

1-49 small school, 50-99 medium sized school 100+large school. 

2. School type: Systemic or stand-alone: If the school was part of a system (e.g., 

Lutheran schools Queensland, or an independent school with no affiliate 

schools. E.g., one of the community-based purpose established schools in low 

socio-economic areas). School types were originally five categories listing the 

major independent systems and this was collapsed into two: systemic 

independent school or stand-alone independent school due to the large range of 

independent schools identified in the sample. 

3. Tenure: Length of time the respondent had been in the school leadership role. In 

the survey instrument there were five categories: 1 year, 2-4 years, 5-9 years 10-

14 years and 15+, but for analysis these were reduced to three categories: 

beginning leaders:1-4, experienced leaders: 5-9 and highly experienced leaders 

10+ due to the small number of respondents in the first and last category. 

4.2.5.2. School type 

A one way between groups multivariate analysis of variance was performed to 

investigate whether different types of schools differed in their views and use of HRM 

practices. In the first analysis the three dependent variables were used: staffing strategy 

and workforce planning, recruitment and selection processes, and impact of HRM. The 

independent variable was school type—either systemic or stand alone. The means and 

standard deviations are shown in Table 4.7. 

Table 4.7 Mean and standard deviation for school type 

School type 

 Staffing strategy 

and workforce 

planning 

Recruitment and 

selection 

processes 

Impact of HRM 

Systemic School  M 4.01 2.61 3.91 

SD 0.51 0.65 0.67 

Stand Alone School M 3.89 2.5 4.08 

SD 0.55 0.621 0.61 

 

Preliminary assumption testing was conducted to check for normality, linearity, 

univariate and multivariate outliers, homogeneity of variance-covariance matrices, and 

multicollinearity with no serious violations noted. There was no statistically significant 
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difference between the two school types: systemic or stand-alone, on the combined 

dependent variables, F (3, 96) = 2.078, p = 0.108; Wilks Lambda = 0.939, partial eta 

squared (𝜂𝑝
2) = 0.061. 

4.2.5.3. School size 

The next one way between groups multivariate analysis of variance was performed to 

investigate whether leaders from different sized schools differed in their views and use 

of HRM practices (see Table 4.8). The same three dependent variables were used: 

staffing strategy and workforce planning; recruitment and selection processes; and, 

impact of HRM. The independent variable was school size determined by the FTE a 

small school, medium school or a large school. Preliminary assumption testing was 

conducted to check for normality, linearity, univariate and multivariate outliers, 

homogeneity of variance-covariance matrices, and multicollinearity with no serious 

violations noted. There was no statistical difference between the three school sizes on 

the combined variables, F (6, 190) = 1.764, p = 0.109; Wilks Lambda = 0.897; partial 

eta squared (𝜂𝑝
2) = 0.053. When the results for the dependent variables were considered 

separately, there was no statistical significance, using a Bonferroni adjusted alpha level 

of 0.017. 

Table 4.8 Mean and standard deviation for school size 

School size 

 Staffing strategy 

and workforce 

planning 1 

Recruitment and 

selection processes 2 

Impact of HRM 3 

Small-size school  M 3.88 2.33 3.93 

SD 0.61 0.65 0.65 

Medium-size 

school 

M 4.01 2.66 4.02 

SD 0.46 0.55 0.69 

Large-size school  M 3.94 2.79 4.14 

SD 0.51 0.61 0.55 

 

4.2.5.4. Tenure 

The final one way between groups multivariate analysis of variance was performed to 

investigate whether the length of time leaders had been in their leadership position 

influenced their views and use of HRM practices. The same three dependent variables 

were used: staffing strategy and workforce planning; recruitment and selection 

processes; and, impact of HRM. The independent variable was length of tenure: 1-4 
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years, 5-9 years, and more than 10 years (see Table 4.9). Preliminary assumption testing 

was conducted to check for normality, linearity, univariate and multivariate outliers, 

homogeneity of variance-covariance matrices, and multicollinearity with no serious 

violations noted. There was no statistically significant difference between the three 

groups on the combined dependent variables F (6, 190) = 1.268, p = 0.274; Wilks 

Lambda = 0.924; partial eta squared (𝜂𝑝
2) = 0.039. When the results of the for the 

dependent variables were considered separately, no differences reaching statistical 

significance results were found. 

Table 4.9 Mean and standard deviation for tenure 

School leaders 

 Staffing strategy 

and workforce 

planning 

Recruitment and 

selection processes 

Impact of 

HRM 

Beginning leaders M 3.77 2.49 3.96 

SD 0.58 0.71 0.5 

Experienced leaders M 4.05 2.62 4.08 

SD 0.45 0.622 0.61 

Highly experienced leaders M 4.01 2.51 3.94 

SD 0.56 0.52 0.9 

 

4.3. Summary 

The quantitative data revealed which specific HRM practices were used and viewed as 

significant by the school leaders. This data was instrumental in identifying which HRM 

practices were used in the participating schools. Three factors clearly emerged in the 

factor analysis:   

1. Staffing strategy and workforce planning; 

2. Recruitment and selection processes; and, 

3. HRM and impact. 

These factors were somewhat anticipated from the literature review although the data 

collection instrument was not designed to reveal these specific factors.  In both the 

descriptive statistics and the factor analysis, recruitment and selection items in number 

did not take precedence over other HRM items. The order the items appeared was 
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random, and there was no apparent sequence or HRM-informed strategic or process 

structure, again, given limited use of HRM professionals in independent schools as 

revealed by this study and the literature reveiw this was not surprising. This data could 

indicate a general awareness of HRM and that a range of HRM strategy and practices 

are used by school leaders without specificity or strong functional knowledge or 

strategic alignment. The one individual item that emerged as the highest in both the 

descriptive statistics and the factor analysis encompassed culture and recruitment and 

selection: The school culture has an impact on all teacher recruitment and selection.  

As highlighted in the literature (Balossi & Hernandez, 2016; MacNeil et al., 2009) and 

discussed above this was not surprising given the focus on culture of independent 

schools.   

The MANOVAs performed indicated that there were no statistically significant 

differences across any of the three dependent variables. Therefore, the type of school, 

size of the school, and the length of time the school leader had been in their position, 

had no impact on the results. This may well be indicative of the cultural consistency and 

homogeneity of teachers within the independent school sector who self select into this 

sector which is largely mission driven (Balossi & Hernandez, 2016; ISQ, 2017). 

Consequently, it can be concluded that the school leaders’ views were similar, 

representing a homogenous group in their views and use of HRM practices and the 

application of HRM practices to the recruitment and selection of teachers. 

The qualitative data presented in the next chapter will explore in more depth HRM in 

schools and the views and use of HRM practices for recruitment and selection of 

teachers. 
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Chapter 5. Qualitative analysis 

5.1. Introduction 

In this mixed method study the qualitative data were collected using telephone 

interviews. Telephone interviews are seen as an acceptable method of qualitative data 

collection generally yielding high quality data, participants are often unreserved and 

willing to disclose information (Novick & Gina, 2008). Research has revealed telephone 

interview participants reportedly feel safe in their own environment, quickly enabling 

the interviewer to build a rapport (McCoyd & Kerson, 2006). This seemed to be the 

case in this study, where the interviews were conversational and informal with the 

respondents all seeming to be at ease in their own offices and the conversations 

unfolded with minimal prompting. The apparent lack of distraction during the telephone 

interviews facilitated both the interviewer and respondents staying focused and engaged 

without distracting visual cues which are not necessarily helpful (Sturges & Hanrahan, 

2004). There are a number of additional advantages reported to characterise telephone 

interviews including closing geographic distance and minimising cost as exemplified in 

this study. The respondents were from widely disparate geographic areas: metropolitan, 

rural and regional, consequently telephone interviews were the only viable option to 

ensure adequate sampling from a range of contexts that are indicative of the 

independent school sector population. 

5.1.1. Data collection 

This second phase of the data collection was intended as a more in depth, purposeful 

investigation into some aspects of explored in the quantitative research (Creswell, 

2012). The interviews were voluntary, with all survey participants being given the 

opportunity at the end of the survey to leave their contact details if they were interested 

in participating in a follow up interview. In all, 28 respondents agreed to be interviewed, 

this number was well in excess of the interviews required. It is possible that the high 

response rate, (28%) of respondents willing to participate interviews was due to the fact 

that the researcher, as a former principal of an independent school, had been a member 

of independent school networks and may have met or was known to many of the school 

leaders. To maintain the integrity of the interviews and representative authenticity of the 

sample this potential familiarity was taken into consideration when selecting the school 
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leaders to be interviewed. None of the school leaders or HR managers who were former 

colleagues or well-known to the researcher were selected for interview. 

Initially the researcher sought to compare the views of school HR managers with other 

school leaders in the quantitative data analysis. However, this was not possible because 

the HR managers were underrepresented in the quantitative data. The most likely 

explanation of this underrepresentation is the small number school HR managers 

currently listed as part of school leadership teams in strategic or leadership roles. This 

was reiterated by two of the HR managers who participated in the interviews. 

Consequently, the researcher decided that in addition to other school leaders a more in-

depth exploration of the perceptions of school HR managers in the quantitative data 

could enrich the study. The confirmation of the underrepresentation of this demographic 

also helped to support the relevance of this study as elicited by Sarah: 

I would like to be more strategically involved. In my past career I have 

automatically been on the executive team, that is just a sign that HR is very 

new in schools. 

Six telephone interviews were conducted lasting between 35 and 50 minutes. The 

interviews were intended as semi structured conversations with a carefully planned 

schedule to guide the direction of questions and conversation (see Appendix B). The 

schedule was rehearsed but it was not used during the interview, to maintain the 

conversational aspect intended in the interviews (Kvale, 2007). Instead, the 14 interview 

questions (see appendix B) were used in a general sense during each interview to ensure 

consistency in the data collection. The questions sought an explanation of the current 

recruitment and selection processes occurring in each school and whether the 

respondent perceived these processes as effective. The interviews also extended to 

ascertaining if recruitment and selection were cognisant of and aligned to strategic 

planning. This lead to discussion regarding the qualities the selection panel in each 

school were specifically looking for in an applicant. In HRM terms, the KSAOs of the 

applicant (Heneman & Judge, 2009). Potential improvements to the existent 

recruitment, selection and employment process in each school invariably emerged as the 

conversation evolved. Each of the respondents was conscious that their processes could 

be improved. The respondents’ opinions on the relative importance of recruitment and 
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selection in the suite of HRM functions within the school was also discussed. This 

provided insights into both the functional and strategic HRM roles within each school. 

5.1.2. Demographic details of interview participants 

The six participants who were interviewed came from a range of school leadership 

positions (see Table 5.1): 

Table 5.1 Demographic data of interview sample 

Position 

Principals 2 

Human Resource Managers 3 

Other leaders 1 

Tenure in current position 

5 to 10 years 4 

Less than 5 years 2 

Highest qualification 

Masters 3 

Bachelor degrees 3 

Gender 

Male 3 

Female 3 

School system 

Stand alone 3 

Systemic 3 

School size: FTE 

1 to 49 2 

50 to 100 3 

More than 100 1 

 

5.2. Qualitative analysis 

As appropriate for mixed method research, the qualitative data is presented cognisant of, 

and finally organised within the three quantitative factors or subscales. 

The interview data were analysed drawing on HRM literature on recruitment, selection, 

and employment (Heneman & Judge, 2009; Judge et al., 2000) processes and findings. 

This included the limited number of findings available from previous case studies and 
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research into recruitment, selection, and employment in schools, particularly 

independent schools (Balossi & Hernandez, 2016; Mason & Schroeder, 2010; 

Schumacher et al., 2015). This was a conscious attempt by the researcher to ensure the 

research had some link to the most recent existent findings and current terminology for 

increased relevance and impact. 

5.3. Qualitative findings 

In this section the respondents’ views pertaining to staffing strategy and workforce 

planning are initially briefly described, in the main allowing the participants’ own 

words to ‘speak for themselves’. The findings are presented in three broad themes: 

Staffing strategy and workforce planning, recruitment and selection processes, and the 

impact of HRM. These themes emerged strongly through the data and aligned with the 

factors identified in the quantitative data. Within each of the themes several sub-themes 

were revealed. The findings below utilise the themes and sub-themes to present the data 

using commonly accepted HRM terminology (Dowling, Festing, & Engle, 2008; Heery, 

2008; Heneman & Judge, 2009; Parke, 2010). 

5.3.1. Staffing strategy and workforce planning 

Some form of staffing strategy and workforce planning with cognisance of, and some 

alignment to, a strategic plan was evident in each interview. The level of strategic 

insight and alignment varied as did the level of HRM involvement in strategic planning. 

Whilst HRM has had a strategic role as well as a functional/operational role in other 

industries (Becker & Huselid, 2006) the literature indicates, as does this study, that this 

role is still emerging in education (Balossi & Hernandez, 2016; Bowles et al., 2014; 

Engel & Curran, 2016). Sarah articulates this regarding her HR role. Sarah, as an HR 

specialist expresses her awareness of strategic HRM and the positive impact of HR 

strategy: 

My role (HRM) is very operational we have over 200 employees, so it is a 

generalist HRM role. I would like to be more strategically involved. In my 

past career I have automatically been on the executive team. That is just a 

sign that HR is very new in schools, I am very trusted, but the school is still 

focused on the students and outcomes. I believe happy staff happy kids! 

They don’t realise that staffing and HR strategy can improve that. In schools 
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it takes a long time for HR to be trusted. It took at least a year to build a 

relationship with some staff and two years to build the trust where people 

realised I wasn’t here to fire them or tell them they are doing the wrong 

thing, I am here to work with them. 

In contrast, Ellen, who is also an HR manager in a school, perceives her role as both 

strategic and functional, similar to an HRM role in what would be gauged as a small 

business in other industries: 

I am an HR specialist and perform all the HRM functions, my role is a 

strategic partner; I am lucky the Head of School takes my advice and I have 

influence. My HRM role is Strategic. 

However, Ellen’s intentional and strategically valued HRM role was the exception 

among those interviewed. Some of the respondents articulated the awareness of some 

intentional staffing strategy and the awareness of the opportunities to realign the 

staffing when a vacancy occurs was evident in all the interviews, although the language 

and terminology were not necessarily consistent with HRM terminology or HRM 

informed. This exemplified by Sam’s comments: 

A vacancy does give the opportunity to look at the whole staff. Fluctuating 

student enrolment has caused a flattening out of the structure, so we have no 

middle management. 

Consistent with HRM practice, individual position descriptions emerge from a staffing 

strategy when a vacancy occurs (Heneman & Judge, 2009). The perceived vacancy is 

examined in the light of the staffing strategy and the knowledge, skills, and other 

qualities (KSAOs) identified: 

I review the position description and define what is important in that role 

including the subject areas required and then draft an advertisement. (Sarah) 

There were some confounding data that emerged. The first was the perception by Steven 

that there is less strategic intent or rigour necessary in the recruitment and selection of 

teachers than recruitment and selection of management positions. While the research 

concurs that school leaders have a significant indirect impact on student learning 

(Dinham et al., 2011; Donaldson, 2013; Mertz, 2010), this perception by Steven 
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appeared to contradict the other strategic staffing that emerged in the interviews and the 

body of research revealing that teachers have the greatest impact on student outcomes 

therefore the strategic intent and rigour would be expected to be focused on teacher 

recruitment and selection (Balossi & Hernandez, 2016; Darling-Hammond, 2010; Harris 

& Sass, 2011; Hattie, 2009; OECD, 2005; Rivkin et al., 2005). These data also serve as 

an example of the interrelatedness and over layering of themes that emerged. 

Consequently, the data could also form part of the discussion in recruitment and 

selection processes: 

We ask for a resume and letter only for teachering positions, no selection 

criteria. For middle leadership roles and more senior leadership positions 

have an information handbook that gives details about the school and how 

to access the selection criteria from the school PA and then how to apply. 

For teachers it is just a general ad—the subjects we are looking for a teacher 

of which ever subject it is. Selection criteria for teachers is informal and for 

leadership positions it is formal.  

For bigger appointments we ask preselected questions formally to ensure 

each applicant is asked exactly the same questions. After the interviews we 

give the person an opportunity to respond to the questions and ask their own 

questions. (Steven). 

Steven does include some elements of HRM best practice (Huffcutt, 2011). By inviting 

the applicant to ask questions an opportunity is provided for the applicant and the 

interview panel to gain more insight into the suitability and fit of the applicant for the 

school and the position. 

5.3.1.1. Culture and fit 

Consistency throughout all six interviews fit emerged, the data below illustrates the 

frequency of the use of the term fit with all interview participants mentioning it: 

Personalities that fit, trying to find the best fit, bad fit, specific school fit, 

organisational fit, team fit. (Sam) 

Fit in with the college values, fit the college. (Thomas) 
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Culture fit, fit us, fits the ethos, team fit, fit the organisation, fit the culture. 

(Sarah) 

How they fit, where you fit and what you bring; Fit in with the college 

values: Christian values. (Ellen) 

To determine cultural and team fit, personality fit, an ideal cultural fit. 

(Steven) 

Organisation fit, business fit, they have to fit the business, team fit. 

(Yasmin) 

Overwhelmingly the use of the term fit referred to cultural fit which emerged as a sub 

theme. The culture of the school was highly prized by all respondents and perceived to 

be closely linked to HRM. Surprisingly, in a volatile and constantly changing education 

environment (Sahlberg, 2011c), all t respondents were very determined to maintain the 

existing culture. Each independent school offers unique marketable opportunities for 

students, so in striving to maintain marketable differences the school leaders look for fit 

within this unique industry culture. The literature suggests fit is commonly used by 

school leaders as one of the selection criteria and it applies to the school leader’s 

general subjective perceptions (Balossi & Hernandez, 2016; Cranston, 2012b; Mertz, 

2010) of fit, not the HRM use of the term fit that is specific and criterion-based 

(Heneman & Judge, 2009). 

Generally, in HRM practice, determining person-organisation fit, person team fit and 

person-job fit, there are specific criteria or measures applied to evaluate the three 

different types of fit (Heneman & Judge, 2009; Morley, 2007; Werbel & Johnson, 

2001). The respondents perceived fit as a broad term and at times referred to cultural fit 

at other times just fit, and they considered cultural fit as a high priority and general 

suitability criteria for staff selection. Steven clearly articulated this point referring 

directly to cultural consistency: 

How we felt they will fit with the existing culture of the school and with the 

staff and the students. 

Thomas also alludes to fit and maintaining the cultural status quo: 
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How well the applicant will fit the school, can I see them in our classrooms, 

do they have a passion for our working environment. Passion for the school, 

this is one of the most important criteria staff have to really want to be here 

and be a part of the school. 

Sarah refers to several different elements included in cultural fit: 

Fit, how they will fit with us, their previous schools, their level of 

involvement in co-curricular because we have a lot of co-curricular being a 

private school. Culture fit is very important to us we have a very collegial 

staff so I like to get a feel for the person and they need to get a feel for us 

and what it is like to work at the college. They (school leaders) are other 

experts to ask about pedagogy to ensure their pedagogy matches ours. 

Organisational fit in HRM terms is not just maintaining the existing culture or fitting the 

culture it is linked to strategic planning, which is long term or future focussed and 

staffing needs for the future organisational direction and desired organisational culture 

as well as the underpinning organisational values (Morley, 2007). In HRM best practice 

organisational fit is aligned with recruitment, selection and employment practices 

(Heneman & Judge, 2009; Kramar & Steane, 2012; Van Buren et al., 2011). 

Steven is acutely aware of the impact of staffing decisions and the impact of culture on 

the school as a business: 

The school’s reputation and effectiveness is completely aligned to the 

quality of staff and the culture you create by the people you employ. 

Yasmin, as an HR manager, refers to person-job fit, in the initial recruitment criteria 

including qualifications she then continues to express organisational fit in more specific 

HRM terms: 

Recruitment criteria and qualifications which is the easiest part whether they 

will fit into our organisation becomes critical, practical knowledge and 

interest in the school, business fit, because we are unique the character of 

the school so organisational fit is critical. 
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It is clear that organisational fit and alignment with the organisations values and goals is 

viewed as critical by the respondents and the body of HRM literature (Heneman & 

Judge, 2009; Walter et al., 2013) alike, however, the increasingly collaborative nature of 

work and the emergence of person-group fit or team fit became evident in the data 

(Werbel & Johnson, 2001). 

5.3.1.2. Team fit 

The construct of person-group fit is viewed in HRM literature as sitting between person- 

organisation fit and person-job fit (Cranston, 2012b; Werbel & Johnson, 2001). The 

respondents all refer to person-group fit as team fit. Person-group fit was deemed as a 

useful selection criterion for indicating teacher quality because teachers are expected to 

be part of teams or work groups across year levels or faculties. Team work is deemed 

essential in any organisation (Klein et al., 2009) and in schools currently because of 

expectations for collaborative curriculum development, assessment and moderation is 

evidenced in the Australian Professional Standards for Teachers. It was abundantly clear 

that all the respondents valued person-group fit or person team fit and factored 

evaluating this into their recruitment and selection processes. 

Yasmin, as an HR manager, was conscious of the business strategy implications of staff 

being able to positively contribute to a team and clearly understands that each team has 

specific requirements to function effectively and contribute to the whole school: 

Prospective staff also meet existing staff to see if they can work together, 

team fit is very important because we have small teams and the team 

supports the business strategy. It is unique school, they need to fit the 

business, they need the skills, knowledge and experience to contribute to the 

team and an interest in our type of school. 

As the schools where each of the respondents were based were all very different, the 

composition of teams and how teams are utilised was also quite diverse. In Sarah’s case 

the year level teaching teams are broken down into teaching partnerships which change 

depending on the school staffing composition: 

Team fit is also really important because our teachers partner teach. We 

might change those teaching partners after recruiting new staff sometimes if 
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a new employee would fit better with someone else depending upon their 

experience and interests. 

The ability to work effectively within a team and contribute to the team to ultimately 

support the whole organisations strategic direction clearly has a strong influence on the 

respondents’ recruitment and selection decisions. A poor recruitment and selection 

decision could result in a dysfunctional team negatively impacting staff morale. 

5.3.1.3. Impact of poor recruitment and selection 

Within the theme of staffing a strong discourse that emerged regarding staffing was the 

awareness of the magnitude of damage that a poor hire could cause to the school in 

reputation, impact on students, staff morale, cost and HR time (Haberman, 2011; Mason 

& Schroeder, 2010; Ronfeldt et al., 2012). Sarah, an HR manager clearly communicated 

her passion for employing the right teachers by using a credible recruitment and 

selection process to provide the best educational opportunities for the students in her 

school: 

Our motto is to inspire excellence in teaching and learning I am very 

conscious of who I am going to put in front of a room full of children, you 

have got to get it right, it’s more important than in my past career of 

recruitment. You are putting people in front of little people. It is very 

important that you get it right. (Sarah) 

Sam articulated the long-term damage and impact on the whole staff of poor staff 

selection. Sam also alluded to the consequent HRM performance management process 

that evolves. The sub-theme of exiting a poorly selected and subsequently 

underperforming teacher is also recurring and invoked more detailed discussion as 

stated by Sam: 

The repercussions of a bad hire are huge, particularly in a small school, you 

have got to get that right, when you hear from students, parents and other 

staff that a person is not doing their job…to go through the process of 

managing that through to the end. It takes time to do it properly and 

diligently to avoid the industrial pitfalls it is a good 6 months. During that 

time the teacher themselves garners support. They gain natural support and 
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it forces people into taking a position, they might believe the person is a bad 

fit but it creates a negative atmosphere across the whole staff. 

Yasmin refers to cost, reputation, staff morale and staff turnover whilst reflecting on the 

impact of recruitment and selection of teachers: 

Yes, and not just in a monetary sense, a lot of people think it is just cost, 

employees are your biggest asset and cost, if you make a wrong recruitment 

decision it has a huge flow on effect beyond cost. It flows into reputational 

damage, if a teacher is not performing and our clients think our teachers are 

not good then they move the students on. It can result in loss of clientele, 

reputation and team morale. If you pick the wrong person and they don’t get 

on with the team you have conflict, and this may cause other staff to turn 

over. It has such a huge impact on the school if you don’t get it right, it is 

really important to get it right. (Yasmin) 

Staff turnover and poor staff morale as a result of a poor hire emerged prominently in 

four of the interviews. This added further evidence to the data regarding the impact of a 

poor recruitment decision and the perception that recruitment and selection of teachers 

is the most critical leadership decision and HRM activity (Cranston, 2012b; Mason & 

Schroeder, 2010; Schumacher et al., 2015). 

5.3.1.4. Retention 

Teacher retention goes hand in hand with teacher recruitment and selection (Balossi & 

Hernandez, 2016). Retention is the intended result of a rigorous recruitment and 

selection process (Heneman & Judge, 2009; Parke, 2010). 

Yasmin quite strongly indicated that part of their staffing strategy was longevity of 

employment: 

I do all the HR, and we don’t have a high staff turnover…. Recruitment is 

the start of a relationship and hopefully a long-term relationship between 

employee and employer. At the start of the recruitment process we want to 

be sure that they can contribute to the team and then the team contributes to 

the strategic goals. That is the start of the recruitment process, particularly if 

they have a unique skill. 
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Yasmin’s comment also alluded to her understanding of some of the factors that impact 

retention including organisational commitment and understanding teachers 

characteristics and needs (Dohlmen & Falk, 2010). 

5.3.1.5. Staff induction and mentoring 

Staff induction and subsequent ongoing support including mentoring has an influence 

on staff initial engagement and commitment to the school and hence it has been found 

to impact significantly on staff retention (Darling-Hammond, 2010; Shields, 2007). 

Some awareness of the importance of these interconnected HRM activities was evident 

in the school leaders and HR managers interviewed: 

Induction day is at the start of the year. I have tried to improve it each year 

as the feedback has been that it is too much, so we are trying to restructure 

so the new teachers get some time in their classroom on the first day. I (HR 

manager) usually have them for the first part of the day. (Sarah) 

Sarah focused on the initial induction and was very conscious of the need to continually 

reflect on her practices to improve induction. Thomas and Ellen had a slightly different 

focus, perceiving induction as an ongoing process combined with regular mentoring as 

an extension of the induction process: 

Full induction procedure… we revise it every year. The key is selecting the 

appropriate mentor, we have a fortnightly check in. (Thomas) 

We have a rigorous induction process, 1.5 days on commencement then 

regular get-togethers with mentors. (Ellen) 

Sam and Steven appeared to view mentoring not just as part of the induction process but 

as a strong component of the whole staffing strategy involving all teachers as an integral 

part of the staff performance and development process: 

We have peer mentoring and we want them to participate in that, they go 

into other teachers’ classrooms to observe teaching and teachers go into 

their classroom and observe they need to be comfortable with that. (Sam) 

Teacher performance and development and peer mentoring are part of the 

staffing strategy which is reflected in the strategic plan. In the new strategic 
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plan one of the pillars is we aim to be an employer of choice which has 

driven us to go to parody. (Steven) 

This data indicates that Steven has sought to understand some of the interconnectedness 

of HRM activities and interestingly Steven mentioned striving to become an employer 

of choice, this relates strongly to staff engagement and organisational commitment (Paré 

& Tremblay, 2007; Shields, 2007). The concept of employer of choice is quite prevalent 

in organisations outside schools as a marketing and branding tool to attract and retain 

high quality potential employees particularly where skills shortages exist (Aboul-Ela, 

2016). 

5.3.2. Recruitment and selection processes 

Recruitment and selection processes generally commence with the advertisement of the 

position to attract suitable applicants. Because of the specificity of independent school 

teachers, the recruitment pipelines used by all respondents were similar; advertisements 

through specialist teacher recruitment agencies and general online recruitment sites: 

I advertise the general teaching positions on Teachers on Net and Smart 

Teachers, we get some direct applications through Seek. (Steven) 

Following this general recruitment and selection process the applicants are short listed 

for interview. The interviews, generally, are the most heavily weighted part of the 

process. 

It was evident early in the data collection that a range HRM recruitment and selection 

processes were being utilised both intentionally and purposefully by the HR managers 

where they had the latitude and by the school leaders, where they had the knowledge 

and understanding. All the respondents used HRM processes with the intention of 

seeking and using best practice. What is of note is that all three school leaders were 

aware that recruitment and selection required greater time and consideration and 

specific expertise beyond the parameters of school leadership. These three points were 

exemplified by Sam who indicated the enormity of the recruitment and selection 

process by the number of applicants he received and references to his utilisation of the 

HRM expertise available through ISQ membership: 
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I have been a situation where I have had 10 positions to be filled and had 

350 applications just trying to get the best fit … Occasionally for a senior 

position I get someone maybe from ISQ to participate in the interview…for 

other HR functions such as contracts I use ISQ. (Sam) 

The three HR managers were conscious of HRM practices and implemented them to the 

best of their ability within the context in the recruitment and selection process: 

My job is ensuring HRM best practice and providing HR resources. (Ellen) 

The school leaders had also intentionally sought best practice solutions to recruitment 

and selection: 

First, having a recruitment policy and consistent procedure is a very 

important tool. The referee checks are crucial; I can’t emphasise more the 

referee check asking the question “would you employ this person again?” 

(Thomas) 

5.3.2.1. Interviews 

A heavy reliance on interviews to ascertain fit and suitability of the candidate and 

ultimately the employment decision was obvious in all respondents. The approach to 

short listing and interviews within in the recruitment and selection process emerged as 

one of the least consistent of the HRM functions, it was described quite differently by 

each respondent. Despite the differences in conducting interviews it was clearly evident 

that the interview, as part of the recruitment and selection process, was intended as 

rigorous, structured and well-planned which concurs with the literature to maintain 

validity and reliability (Huffcutt, 2011). Whilst Ellen and Sam used different lengths of 

interview, both insist the interviews are structured: 

One to one and half hours structured interview minimum of two people on 

the panel... Structured interview process with structured behavioural 

questions to enable meaningful comparisons between applicants. (Ellen) 

It is a structured format normally about 45 minutes. We decide ahead of 

time on a series of questions and who will ask each question. It starts with a 

general description of the school and why the position has become 

available, ensure they understand our school situation. Then we ask why 
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they have applied for the position and what about their background that 

makes them suitable for the position. Then we go into specific job questions 

ask more about their teaching skills knowledge about the Australian 

Curriculum and scenarios about teaching… Talking and working out with 

them how they would meet the challenges. (Sam) 

The interview approach taken by Thomas includes scenarios and he articulates that his 

school has been rigorous in developing their recruitment and selection processes 

indicating the importance placed on recruitment and selection of teachers: 

We work through a series of questions we have created, we work in tandem 

and we always include scenarios, the interview lasts typically 30-40 

minutes. We want to know if they fit in with the college values. The 

interviews work these days because we spent a long time thinking about our 

recruitment and developing the processes we now have in place. (Thomas) 

It emerged that the school leaders and the HR managers were conscious of using the 

same questions for each applicant to ensure reliable comparability between applicants. 

Sam, Sarah, Thomas and Ellen all refer specifically to a set of common questions asked 

of each applicant: 

We decide ahead of time on a series of questions and who will ask each 

question. It starts with a general description of the school and why the 

position has become available, ensure they understand our school situation. 

Then we ask why they have applied for the position and what about their 

background that makes them suitable for the position. Then we go into 

specific job questions ask more about their teaching skills knowledge about 

the Australian Curriculum and scenarios about teaching around how 

teaching might occur. (Sam) 

As a contrast to Sam’s very structured and rigid interview format Sarah believes that 

more information is elicited from the applicants by a more conversational approach 

whilst still asking the same questions of all applicants: 

I don’t like to make people nervous because they might not perform well 

and they might be a great teacher. I see interviews as more of a 
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conversation. I help the leaders make it more of a conversation you get more 

out of the person that way. We have a bit of banter in the interview. There is 

a list of questions we ask each candidate, but it’s just not structured in order. 

We ask same questions of all applicants. By the time the candidate gets to 

the principal he is happy to employ them he knows we have a process in 

place and I have built up a rapport with him, he just interviews them to be 

sure he is comfortable with that person. (Sarah) 

The trust and rapport that Sarah, as an HR manager, has built within her school in the 

HRM processes was highlighted by her stating the principal was not part of the 

recruitment and selection process until the final selection had been made. This is quite 

contrary to Steven and Sam who are principals and control the process. Sam is 

particularly vocal on that point: 

Don’t let the process go—make sure you are involved. (Sam) 

Thomas, a school leader articulated that the principal is an equal part of the process at 

his school: 

It is a sifting process, the HOD, Head of Teaching and Learning (HT&L) 

and the principal would separately rank the applicants on their suitability, 

qualifications and experience, we work through a series of questions we 

have created, we work in tandem and we always include scenarios, the 

interview lasts typically 30-40 minutes. (Thomas) 

Both Ellen and Yasmin who are HR managers, use HRM evidence-based practices to 

objectively measure and rate the applicants throughout the process (Heneman & Judge, 

2009; Marescaux et al., 2013): 

Structured interview process with structured behavioural questions to enable 

meaningful comparisons between applicants. The same set of behavioural 

questions for each applicant. The questions are tailored for the vacancy. All 

questions are weighted and rated as some questions are more important. The 

questions are treated individually not added together for a total. (Ellen) 

I recruit using tangible, measurable selection and criteria for teachers. 

(Yasmin) 
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As a school leader Thomas is very cognisant of not being an HR professional but this 

doesn’t diminish his intention of adhering to a rigorous HRM informed recruitment 

policy and procedure throughout the process. Thomas was very aware of the importance 

of the recruitment and selection process including during the interview: 

We are not recruiters by career, but we have made it our business because it 

is so important. We have a recruitment policy that is stringently adhered 

to… The interviews work well these days because we spent a long time 

thinking about our recruitment and developing the processes we now have 

in place. (Thomas) 

Sarah perceives the interview as a two-way conversation, where both parties are 

learning about each other. Sarah also alluded to the importance of the recruitment and 

selection process by aligning it to her HR professional credibility: 

I think the candidate needs to see how we operate and to see us, so I see 

interviews as more of a conversation …. like any HR person you are judged 

by the recruitment process you do, I think the process has got better since I 

have been here, it is a lot more structured. It is always a learning experience 

for me too to improve the process. There are always circumstances you 

can’t control but I believe our process is rigorous and I haven’t had too 

many failures. I have a colleague at another school and she is not involved 

in the recruitment process and I asked her to explain that to me? I asked how 

is an HR person not involved in the recruitment process, why wouldn’t you 

have an HR person on the panel? (Sarah) 

Sarah’s reference above to wanting to improve the process and the evidence regarding 

the fallibility of interviews as the only method of selecting the most suitable candidate 

paves the way exploring other selection techniques. 

5.3.2.2. Personality testing 

It was revealed early in the qualitative data collection process that employment 

interviews remain the focal point of recruitment, selection and employment of teaching 

staff. Both Yasmin and Steven reveal that personality fit is one of the key criteria that 

they are looking for through the interview: 
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A certain amount of the personality will come out in the interview and 

knowing the other staff we need to decide if they can work together. The 

interview is 45 minutes to an hour then we go for a walk around the college 

and meet some of the staff. (Yasmin) 

It is really a personality fit, the right personality trait we are looking at, we 

are looking for teachers who are willing to go above and beyond, who are 

engaging, kind and warm towards other people. We assess the applicant 

throughout the interview questions initially. (Steven) 

While interviews were the most frequently used process in recruitment and selection, as 

alluded to by Steven below, the research (Judge et al., 2000) suggests they are not the 

most reliable. Steven clearly understands the fallibility of interviews and refers to 

personality as having an impact on recruitment and selection decisions: 

In terms of research about interviews they are not a good indicator of future 

success I know that, normally they work for us. We normally make good 

decisions. They work reasonably well. At times when it doesn’t work out 

well the interview doesn’t give us the information we need. If I was able to 

do it my way I would do things differently... It is really a personality fit the 

right personality trait we are looking at… (Steven) 

Psychological testing, specifically personality testing in the final stages of selection is 

gaining more momentum as a predictor of behavioural traits (Borghans et al., 2008; 

Heneman & Judge, 2009). Three of the six respondents—two HRM and one principal, 

expanded on the value of psychological testing in the recruitment and selection process: 

All of our primary teachers have completed Myers Briggs test which helps 

put teaching teams together and explains why some teams work and others 

don’t work. Certainly, there is a place for psychological testing in leadership 

positions to see if they are a leader, and how they will tackle their work. 

(Steven) 

Psychological testing for both existing teachers and as part of the recruitment and 

selection process for school leaders as Sam has indicated may be an emerging trend in 

schools, a concept worthy of further research. Personality traits and psychological 
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testing are emerging in the literature to identify potential quality teachers for admission 

into initial teacher education programs (Sautelle et al., 2015). Sarah is aware of the 

potential scepticism around psychological testing of teachers: 

I think it (psychological testing) could be useful, I imagine there would be a 

fair bit of resistance it would be beneficial as part of the process but would 

need to be introduced slowly. (Sarah) 

Psychological testing appears in the HRM literature as part of the recruitment and 

selection process and is becoming increasingly more popular as an objective defensible 

measurement of candidate suitability (Bouton & Moore, 2011; Calvasina & Calvasina, 

2016). Yasmin is clearly aware of the benefits and use of psychological testing as part 

of the recruitment and selection process in other industries: 

As an HR manager in other industries I used personality testing in 

recruitment and selection, it shortened the process by distinguishing 

between candidates and finding the fit we wanted. (Yasmin) 

Both Sam and Yasmin also alluded to personality as being one of the critical factors 

although they don’t currently use psychological personality testing, they were both very 

aware of the impact of personalities on school staffing: 

Human nature certainly has a lot to do with the running of a school, 

personalities that fit or would clash. It is almost innate or intuitive, so I 

would not give that away. (Sam) 

You need to look at the personalities and if there is a clash then you are 

going to have to manage that. (Yasmin) 

As is the case with managing poor performance as discussed above, managing staff 

issues emanating from either personality clashes or personalities that don’t fit the 

organisation can be very costly and time consuming. 

5.3.2.3. Work samples 

Whilst some psychological testing can measure cognitive ability, personality traits and 

the traits that are predictors of quality work performance, actual work trials are also 

used in some industries as part of the recruitment and selection process (Callinan & 
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Robertson, 2000). Steven was the only respondent to discuss work samples or emersion 

experiences: 

It might be worth trying the emersion experience to determine cultural and 

team fit. Where they spend time with the team and get feedback from the 

team it becomes a consultative scenario. Teachers coming in for a half a day 

and team teach an event or lesson and I come in and observe in a teaching 

sequence with staff they might be working with so that the staff have some 

involvement. That is what is happening in other industries I would like to 

trial something like that. (Steven) 

Work samples are just emerging in initial teacher education requirements as Teacher 

Performance Assessments (TPA) (Ledwell & Oyler, 2016). The TPA is a culminating 

activity whereby pre-service teachers participate in real life teaching segment 

incorporating planning, teaching and assessing a unit prior to graduation (AITSL, 

2017). TPAs have emerged in the USA emanating from several collective ventures and 

are gaining some international traction (Ledwell & Oyler, 2016).   As the TPAs are 

currently in the trial phase for implementation in Australian nationally accredited 

teacher education programs in 2018 this may be an area for future exploration when 

literature becomes available (AITSL, 2017). 

5.3.3. Impact and HRM 

The impact of various HRM processes in schools has been inevitably and inextricably 

woven through the previous themes in this chapter due to the interconnectedness and 

overlaying of themes that have emerged. As much of the impact of HRM has already 

emerged, the sub-themes that appear within this theme will comprise recruitment and 

selection and performance and development concluding with research-based HRM. The 

impact of HRM, both functional and strategic on organisational performance in a 

diversity of organisations is well-evidenced (Brockbank, 1999; Dowling et al., 2008; 

Hargis & Bradley, 2011; Kramar & Steane, 2012). It has been revealed that the impact 

of HRM is not is not well-evidenced in schools as indicated in the literature review and 

supported by Sarah: 

That is just a sign that HR is very new in schools…  
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All the respondents perceived HRM to have an impact on their school. The school 

leaders tended to articulate HRM more conversationally and focus on specific HRM 

activities or processes rather than viewing all of the functions of HRM and the global 

strategic role of HRM. Sam exemplified this, and was insistent that he keeps HRM 

close as an indication that he is acutely aware of the impact of HRM: 

It (HRM) can easily deteriorate into a hard edge if it is too hard and not 

enough flexibility in there you can get staff upset fairly quickly and that can 

last for a long time. Because I am handling it, it becomes my responsibility 

even if I had HR people managing leave I ensure the process is dictated by 

the teacher themselves. We need happy staff. (Sam) 

The HR managers viewed the impact of HRM as a critical part of their role. They saw 

themselves as being instrumental in delivering impact in both the strategic and 

functional HRM. Ellen exemplified this, and indicated the strength of her HRM 

influence due to her position: 

I provide HRM insight and advice. I report directly to the head of college, 

so I have direct influence on him. 

Sarah referred to the impact of her role in HRM and the growing impact she has had as 

the trust in HRM has grown in the school: 

HRM… It’s about building the trust, each year it has got better. You know 

what they want and what they are looking for to fit the culture. HRM 

influences the school culture through the recruitment process and the 

support it provides staff… followed very closely behind by performance 

management. (Sarah) 

Sarah’s comments regarding the impact of HRM on the school culture are directed at 

the impact of recruitment and selection and performance management, these specific 

HRM functions emerged throughout the data as having an impact. 

5.3.3.1. Recruitment and Selection impact 

As this study has focused on recruitment and selection of quality teachers, the 

underlying assumption is that in understanding the overall impact of HRM in each 

school, recruitment and selection is viewed as significant. The data above has indicated 
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that this is the case, the following dialogue summarises the respondents’ thoughts on the 

impact of recruitment and selection as part of the HRM overall impact. 

Recruitment and selection are viewed throughout the data as the critical point at the 

beginning of the HRM process as stated by Steven. He was insightful about getting it 

right and was acutely aware of the impact of not getting this initial phase of the HRM 

process right: 

The school’s reputation and the school’s effectiveness is completely aligned 

with the quality of staff that you have and the culture you create and the 

people you employ, who reflect the culture. Recruitment and selection are at 

the beginning of the HR process it is essential to get it right otherwise all 

your other HR processes are taken up and your HRM is broken before you 

start and it takes a lot of work to fix. (Steven) 

Reputational damage was also at the forefront of Sam’s thinking, the reputation of a 

school particularly independent schools is vital to maintaining enrolments. Independent 

schools often use teacher quality as part of their marketing strategy: 

Getting the team right is essential. The repercussions of a bad hire are huge 

particularly in a small school, you have got to get that right when you hear 

from students, parents and other staff that a person is not doing their job… 

(Sam) 

The importance of recruitment and selection as the beginning of the HRM process was 

articulated by Thomas and he elaborated on the impact it has on the education the 

school provides: 

I couldn’t agree more, for us it is the most crucial HR activity to get the 

staffing right as it has an impact on the whole operation of the school, 

quality of education we provide. The degree of scrutiny and the degree of 

care in staff selection this flows on to all the other HRM processes. This 

ensures the standard is maintained. (Thomas) 

Sarah referred to the impact of recruitment and selection on the students several times 

throughout the data, it was clear that she related the impact of HRM processes directly 

to the students: 
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Yes, our motto is to inspire excellent in teaching and learning I am very 

conscious of who I am going to put in front of a room full of children, you 

have got to get it right, it’s more important than in my past career of 

recruitment than engineers. You are putting people in front of little people. 

It is very important that you get it right… Recruitment is business critical. 

(Sarah) 

Thomas simply reiterates that recruitment and selection is the most critical HRM 

activity to the operation of the school: 

For us it is (recruitment and selection) the most crucial HR activity to get 

the staffing right as it has an impact on the whole operation of the school, 

quality of education we provide. (Thomas) 

Sam’s perception of the impact of HRM is closely aligned to the functional aspects of 

recruitment and selection, contracts and agreements and performance and development: 

When it comes to HR functions I do I have a unique background I have 

knowledge on how all that works so when it comes to negotiating industrial 

agreements I am able to take the lead in that so that enables me to structure 

the agreements around the functions of the school, I also look after teacher, 

performance and development. (Sam) 

5.3.3.2. Teacher performance and development 

Teacher performance and development as stated by Sam above, is significant to the 

impact of HRM and was considered to be interconnected and following closely behind 

the impact of recruitment and selection by the respondents. Sarah makes a similar point 

and introduces the idea of considering performance management as a remedial process 

where recruitment and selection have been ineffective: 

[Recruitment and Selection] followed very closely behind by performance 

management of poor teachers recruited prior to me being here or where I 

have got wrong. (Sarah) 

Ellen expressed recruitment and selection and teacher performance and development as 

interconnected HRM activities to maintain teacher quality: 
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Recruitment and selection is on par with a rigorous performance and 

development program. They go hand in hand, with maintaining the quality 

of existing staff. Hand in hand to ensure cultural consistency. (Ellen) 

Steven, who has implemented a structured performance and development process, also 

focuses specifically on performance and development as part of the staffing strategy to 

reiterate the impact of HRM: 

Let’s go back to performance management, HRM has a generally a positive 

effect on the school culture because we try to create collaborative and non- 

threatening processes that has opened up possibilities to share with each 

other and that opened up classrooms and the collaboration as our staff who 

understand the teacher performance and development and peer mentoring is 

part of the staffing strategy. Since I have been here I have very strongly 

focused on staff development and that has a big effect on HR(M). The 

strategic plan has always had developing teachers in it, so the strategic plan 

has a big effect on HRM and school culture. (Steven) 

The focus of all respondents on teacher performance and development might well be the 

result of the APST being imbedded in schools since 2012 and the level of focus given to 

the APST in all school sectors through AITSL. This is evidenced by recent literature on 

performance and development to improve teacher quality (Tuinamuana, 2011; 

Whitworth & Chiu, 2015). 

5.3.3.3. Research-based HRM 

Evidence-based or research-based HRM is espoused in the HRM literature (Becker & 

Huselid, 2006; Rousseau & Barends, 2011), and the HR managers were quite adamant 

that their HRM was research informed and underpinned by best practice. Best practice 

in HRM is frequently informed by empirical evidence (Kuvaas & Dysvik, 2010; Ulrich, 

2014): 

I have implemented a rigorous HR informed procedure and the interview 

panel follow it, HRM has a very strong influence on culture. My job is 

ensuring HRM best practice and providing HR resources. HRM influences 

the culture through the significant influence I have on the head of college 

and the leadership team even though my role is quite administrative… The 



100 

influence of HRM also depends on where HRM is situated in the structure 

of the school, the role of HRM. It depends on where you fit and what you 

bring and on the openness of the leadership to HRM advice. (Ellen) 

Yasmin is using research and evidence-based HRM to inform her own practices and the 

recommendations she gives other staff. She sees HRM as comprising of interdependent 

interconnected activities as parts of a larger vision: 

I lead by example, I do the research to make sure we are doing things 

properly, the school culture is informed by HR research as I research and 

then make recommendations, so HR has a positive impact on school culture. 

I do the research side of things to make sure I am doing the right thing and 

everyone else is also. Managers come to me for HR advice. The process 

from recruiting flows into performance and development and professional 

development plans I can have a positive impact on the quality of our 

teachers. (Yasmin) 

The following comment from Sarah summarises the benefits of using HRM processes 

and HRM expertise: 

Involve HR! We deal with the most unreliable commodity on earth: people. 

I have made mistakes, but you can only go on the HRM process you have 

got and your HR professional judgement call and that can be challenging. 

(Sarah) 

5.4. Summary 

The qualitative data findings followed the same three themes that emerged through the 

quantitative data. Within each of these three broad themes one strong sub theme 

emerged, and during the qualitative interviews the respondents became quite passionate 

about these three key sub themes returning to them several times throughout the 

interview. Each respondent drew on their experience and the context and culture of the 

school to reiterate their sentiments. 

Within the theme of staffing strategy and workforce planning the sub-theme that 

strongly emerged was fit. The term fit was used frequently by all respondents in 
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reference to generally to cultural fit as this appeared to be one of the predominant 

selection criteria. 

In the theme of recruitment and selection processes, the heavy use of interviews to 

assess an applicant’s suitability and fit emerged. This emerged despite an awareness by 

the HR managers and one of the principals that they had no specific criteria to asses fit 

during the interviews. One of the principals (Steven) commented that he was aware 

literature suggests that interviews alone are not the most reliable method of recruitment 

and selection. However, it was evident that interviews were the most important part of 

the recruitment and selection process. 

Finally, in the HRM and impact theme, the influence of recruitment and selection of 

teachers emerged as the most dominant sub theme. All of the respondents were clearly 

cognisant of the enormity of the impact of teacher recruitment and selection on the 

students, the quality of education, teams and staff morale, the reputation of the school 

and ultimately the cost of a poor hire. 

In conclusion, it is evident that the qualitative data were rich and have supported, as 

well as given life and substance to the quantitative data. The qualitative data provided 

more depth and richness through individual insights and personal perspectives on 

recruitment and selection and HRM practices in specific school contexts. While there 

were some significant differences between different respondents and between the school 

leaders and HR managers, in general, all the respondents reflected similar opinions on 

the recruitment and selection processes and HRM reiterating the importance of robust 

practices and getting it right. 
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Chapter 6. Discussion 

6.1. Introduction  

The purpose of this study was to explore the potential use of HRM theory and practice 

to identify and select quality teachers for the range of individual and contextually 

different schools that exist within independent school systems. The variance between 

independent schools in their context, sector, socio economic status, geographic location 

and needs, is considerable, consequently individual independent schools have quite 

specific local needs when recruiting and selecting teachers (Balossi & Hernandez, 

2016). The ability to draw on consistent evidence-based HRM practices may result in 

not only rigorous recruitment and selection processes but also improved teacher 

retention, particularly given that effective recruitment, selection and retention of quality 

teachers has emerged, in recent studies, to be one of the most crucial school 

improvement strategies to facilitate better student outcomes (Balossi & Hernandez, 

2016; Darling-Hammond, 2010; Engel & Curran, 2016; Mertz, 2010). In order to 

understand how HRM practices might improve the recruitment and selection of teachers 

in independent schools it was necessary firstly to identify the HRM practices being used 

and school leaders’ opinions on the effectiveness of these practices. 

In the previous two chapters the quantitative and qualitative data analysis was presented 

and briefly discussed, but now in this Chapter these findings will be synthesised and 

discussed in more depth vis-à-vis the available literature. The discussion will be 

structured around the three main themes that were revealed through the factor analysis 

of the quantitative data, and also emerged as key themes in in the qualitative data. 

Within the three main organising themes, the relevant subthemes that also emerged are 

also explored. The three key themes, that were labelled using appropriate HRM 

terminology, were:  

1. Staffing strategy and workforce planning; 

2. Recruitment and selection processes;  

3. Impact of HRM.  
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These are now discussed in turn. 

1. Staffing strategy and workforce planning 

The absence of strategic alignment in workforce planning and school staffing decisions 

in independent schools emerged quite clearly. Strategic alignment has been widely 

evidenced in HRM literature to maximise organisational performance and staff 

engagement (Ulrich, 2014; Walter et al., 2013; Wolf & Floyd, 2017; Wright & 

McMahan, 2011). Recruitment and selection functional processes were clearly more 

easily adopted by independent school leaders than the more strategic end of HRM. 

There was a very tenuous link between strategic planning and a staffing strategy and 

workforce plan designed to support the strategic plan, this was spasmodic and generally 

weak and lacking in specificity. This finding is consistent with the reported results of 

(Engel & Curran, 2016) from their study undertaken in United States of America. 

A staffing strategy is intended to support staff retention, and the quantitative data 

indicated that retention of quality staff was important, with the school leaders agreeing 

the that retention of valued staff was included in their strategic planning. The qualitative 

data reinforced this by revealing the strongly stated experience that the independent 

school leaders had in managing the residual effects of poor teacher recruitment and 

selection decisions and how this linked to retention. The school leaders expressed acute 

awareness of the damage a poor teacher recruitment and selection decision can have on 

the whole school and the impact on retention of quality teachers. This negative and 

often compounding effect of a poor recruitment and selection decision is also well-

evidenced in the research literature where several authors have noted the damaging 

effects (e.g., Mason & Schroeder, 2010; Ronfeldt et al., 2012). In both the HRM and the 

educational leadership literature, there is a clear understanding that professional 

development or a new hire cannot mitigate the damage of a poor hire (Darling-

Hammond, 2010; Mason & Schroeder, 2010).  

With these points in mind, it seems important that independent school leaders develop 

some skills and knowledge about how strategic planning should inform a staffing 

strategy and these can be concurrently developed. The alignment of a staffing strategy 

to the school strategic planning could contribute to resolving issues cited by the school 

leaders regarding the damage caused by a poor hire and improve retention of quality 
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teachers as well as maximising the use of human capital within the school (Hargis & 

Bradley, 2011). This could evolve because the school leaders themselves would be 

more certain of what specific KSAOs they are looking for when selecting new teachers 

and the new teachers after being selected initially being more aligned to the school 

strategic direction.  

2. Recruitment and selection processes  

Related to staffing strategy and workforce planning are recruitment and selection 

processes, and the independent school leaders in this study perceived that they were 

engaging HRM informed recruitment and selection practices. The findings indicated the 

school leaders were genuinely intent on using HRM processes, and with the best of 

intentions they selected the HRM processes they deemed important. As a result, the 

independent school leaders placed a strong reliance on interviews to assess the cultural 

fit and personal suitability of the teacher candidates. This was coupled with the adoption 

of other isolated supporting HRM recruitment and selection processes.  

There was significant evidence in the data that the independent school leaders were 

largely dependent on the interview as the main recruitment and selection process to 

assess cultural fit and the suitability of a candidate for appointment. This was 

accompanied by the allied finding that interviews were believed to be the most 

important part of the recruitment and selection process. This finding is supported by 

research on school leaders’ recruitment and selection practices that indicates a general 

reliance on interviews by school principals and educational managers in many contexts 

(Balossi & Hernandez, 2016; Cranston, 2012a). 

If indeed the school leaders were more informed regarding the full suite of HRM 

informed recruitment and selection processes they may be able to engage in some of the 

more objective measures which could mitigate the reliance on interviews as the most 

important part of the recruitment and selection process. This could lead to more balance 

between the subjective and objective recruitment and selection processes that have 

evolved through HRM evidence-based practice and research and may result in multiple 

measures and more effective recruitment and selection decisions (Heneman & Judge, 

2009).  
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3. Impact of HRM 

Finally, and relatedly, across both sets of data it was clear that independent school 

leaders were predominately and significantly influenced in their recruitment and 

selection practices by perceptions of ‘cultural fit’ over other HRM practices. School 

leaders agreed HRM had a positive impact on school performance, although this was 

overshadowed by cultural fit. Cultural fit refers to the values and collective behaviours 

of an organisation or school. Indeed, cultural fit was deemed as the most important 

selection criteria when independent school leaders were recruiting teachers, and this was 

despite the current focus on teacher quality in the literature (Hattie, 2009; Rothstein, 

2015; Sautelle et al., 2015). The reliance of the school leaders on this criterion is 

supported by related studies on the decision making processes of principals recruiting 

and selecting teachers in other countries and contexts (Balossi & Hernandez, 2016; 

Engel & Curran, 2016; Mertz, 2010).  

Across the data sets there was a general consensus and similarity of views on HRM and 

the application of HRM practices to the recruitment and selection of teachers of the 

independent school leaders. This was somewhat surprising and unexpected given that 

there was huge variation in the size, context, geography social and economic factors that 

characterised the independent schools represented in this study. This homogeneity was 

clearly evident in the quantitative results where the MANOVA’s indicated that there 

were no statistical differences found on any of the three dependent variables vis-à-vis 

the three independent variables: school size; school leadership tenure; and, the systemic 

or independent nature of the school. This evidence supports the study of independent 

schools as a sector despite the wide range of organisational paradigms (Balossi & 

Hernandez, 2016).  

The high degree of consensus of views across the independent school leaders may 

facilitate positive change and effect the implementation of more rigorous HRM 

informed practices as a whole sector which is more likely to have high impact. This 

could be supported by the homogenous mind set of the school leaders to seek 

continuous improvement in their HRM practices.  

The discussion now turns to the three main themes, beginning with Staffing strategy and 

workforce planning. 
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6.1.1. Staffing strategy and workforce planning  

This theme focussed on the fundamental dimension of staffing strategy and workforce 

planning. This encompassed the items below (see also Table 4.4, p. 67), and the order 

illustrates the order of importance of the staffing strategy and workforce planning items 

that emerged in the quantitative results.  

 Staffing strategy is reviewed prior to commencing recruitment and 

selection of new staff. 

 Staffing strategy informs the recruitment and selection process. 

 Potential internal career pathways are evident in the school organisational 

structure 

 Employment protocols are cognisant of current legal compliance 

 Performance and professional development framework is aligned to the 

APST 

 A job analysis to determine the KSAOs of the position is conducted 

before recruitment begins. 

 Agreed teacher attributes and characteristics inform the interview 

question design 

 There is a clear organisational structure 

 Retention of valued staff is included in staffing strategy planning 

 School policy and planning documents are easily accessible to all staff 

 Recruitment and selection of teaching staff is informed by current 

research 

 Mentoring is available for new staff and beginning teachers 

 Performance and professional development framework is tailored to 

individual needs. 

 A structured induction is part of the employment process of teachers 

 Teacher recruitment is designed to attract a targeted range of applicants 

to suit the vacancy 

 School strategic plans include a staffing strategy 



107 

By outlining this list in detail, a sporadic prioritisation of staffing strategy and 

workforce planning factors is revealed, rather than a logical HRM planning and 

operational sequence. These quantitative results indicate there is not a strong link 

between the strategic planning and the staffing strategies of these school leaders. 

Indeed, the lowest scoring item displayed in the Structure Matrix on this variable was 

School strategic plans include a staffing strategy. If this list was ordered in-line with 

HRM theory and practice, then this item would be on the top of the list (Hargis & 

Bradley, 2011; Heneman & Judge, 2009; Kryscynski & Ulrich, 2015). While there was 

high agreement on the two items staffing strategy is reviewed prior to commencing 

recruitment and selection of new staff and staffing strategy informs the recruitment and 

selection process, overall it could be assumed that there is a loose connection between 

the strategic planning and a staffing strategy that informs workforce planning. 

There was some evidence in the qualitative data that staffing strategy and workforce 

planning was developed with some cognisance of a strategic plan. However, the level of 

strategic insight, planning and alignment varied as did the level of HRM involvement in 

strategic planning. One of the HR managers contradicted the views of the other school 

leaders when talking about the students and outcomes, when she said:  

they don’t realise that staffing and HR strategy can improve that. In schools 

it takes a long time for HR to be trusted.  

As a staffing strategy, HRM literature would suggest teacher recruitment, selection, 

employment and retention procedures should be aligned with long term as well as short 

term strategic goals (Heneman & Judge, 2009; Kryscynski & Ulrich, 2015; Van Buren 

et al., 2011). This strategic alignment could improve the efficiency of the recruitment, 

selection and employment practices in this context, as well as in the longer term 

enhancing the school staffing capability which could result in better student outcomes—

the main and defining responsibility of schools (Engel & Curran, 2016; Hanushek et al., 

2011).  

Strategic planning is not only a long-term vision of a desired result, but it also enables 

mapping from the current situation through to the desired end result enabling the 

planning short term objectives to deal with immediate problems with the long-term goal 

in sight (Wolf & Floyd, 2017). Due to the long-term and overarching nature of strategic 
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planning, revisions or minor changes of direction during the cycle due to emergent and 

often unexpected conditions in both the external and internal environments are 

anticipated (Kryscynski & Ulrich, 2015; Wolf & Floyd, 2017).  

Strategic planning is even thought, in current organisational contexts, to contribute 

equally to organisational stability and organisational change. In this view strategic 

planning is thought to provide a stable structure that has the capability to be able to 

respond to external market or economic factors by adaptation and inbuilt flexibility 

(Strunk, Marsh, Bush-Mecenas, & Duque, 2016; Wolf & Floyd, 2017). This would 

appear to be appropriate for independent school leaders whose strategic plans and/or 

school improvement plans, are usually linked to funding cycles and often tied to future 

funding (Engel & Curran, 2016). School strategic plans are often misinterpreted as 

school improvement plans that incorporate student achievement goals, specific 

education programs and instructional strategies for teachers to maintain homogeneity 

across the school (Strunk et al., 2016). The literature suggests that utilising expertise to 

assist school leaders could indeed transform these into high quality strategic plans 

(Strunk et al., 2016). School improvement plans, as they currently exist, rarely include a 

staffing strategy to facilitate implementation by the most efficient use of human capital 

(Leithwood & Jantzi, 2006). As a short-term solution, schools often embark on 

expensive professional development programs in an endeavour to match school 

capability with the human resource need of programs (Strunk et al., 2016). However, 

more high-level staffing strategies linked to quality strategic plans could lead to schools 

building and employing staff capability for future needs not just filling short term skills 

deficits (Engel & Curran, 2016).  

Strategic alignment is one of the major evidence-based contributions of HRM to 

organisational capacity by contributing to maximising the use of human resources 

(Biggs et al., 2014; Hargis & Bradley, 2011). As a result, HRM has had a strategic role 

as well as a functional/operational role in other industries for some time (Becker & 

Huselid, 2006). However, the literature indicates, as do the results of this study, that this 

role is still emerging in education (Balossi & Hernandez, 2016; Bowles et al., 2014; 

Engel & Curran, 2016).  

In the recent HRM literature there are predictions that in future HRM specialists will 

have more of a leadership role as managers of talent and human capital from a strategic 
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alignment perspective (Ulrich, 2014). It is also suggested that HRM specialists will be 

results driven change agents, and have operational functional responsibilities (Kramar & 

Steane, 2012; Kryscynski & Ulrich, 2015). This role may well have benefits in a school 

context, particularly independent schools as they strive to maintain enrolments through 

their point of difference and individual mission (Balossi & Hernandez, 2016). The 

competitive advantage of adopting HRM practices in schools in independent schools to 

ensure strategic alignment is illustrated in Figure 6.1. This figure shows the positive 

impact and competitive advantage possible for organisations adopting strategically 

proactive staffing practices as opposed to being operationally reactive which are 

unplanned resulting in short term fixes (Kryscynski & Ulrich, 2015). In HRM theory, 

this is capitalised on by maximising strategic proactivity and consciously maximising 

the recruitment and selection and utilisation of human resources and consequently and 

has been a driver for this research. 

 

Figure 6.1 HR competitive advantage index (Brockbank, 1999) 

6.1.1.1. KSAOs and Organisational fit  

A key aspect of workforce planning relates to KSAOs and the specific job requirements, 

both tangible and intangible (Huffcutt, 2011). In most industries, the identification of 

specific job knowledge and skills part of KSAOs are generally determined initially by a 

job analysis. The quantitative data in this study has indicated that independent school 

leaders do ascertain the basic knowledge and skills required of a teaching position prior 

to advertising, although this did not appear to be a very rigorous process when 

compared with the HRM literature (Heneman & Judge, 2009; Papay & Kraft, 2016). It 

was apparent that the independent school leaders assessed teacher qualifications 

(knowledge) and skills through the initial stage of selection by short listing written 

applications. For example, Sam (School leader) commented: 
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 The short listing is against the selection criteria if we are looking for a 

science position teacher we want an indication of their academic study in 

that area together with their years of experience of teaching… 

 and Steven noted that for him: 

… resume and letter only for teachers’ positions—no selection criteria.  

Organisational fit is often one of a complex array of selection criteria included by HRM 

as attributes or other in KSAOs in the recruitment and selection process (Heneman & 

Judge, 2009; Ulrich, 2014). Organisational fit in HRM terms (Heneman & Judge, 2009), 

is not just maintaining the existing culture or fitting the current culture it is linked to 

strategic planning. Strategic plans are long term or future focused and can incorporate 

anticipated staffing needs for the future organisational direction and future desired 

culture. This future direction is in best practice aligned with recruitment, selection and 

employment practices (Kramar & Steane, 2012; Van Buren et al., 2011). It was evident 

in the data that the independent school leaders have a more reactive staffing model 

focusing more on immediate needs, and this was exemplified in the qualitative data 

where the school leaders articulated current needs and the urgency of filling those 

positions. The strategic link to organisational fit is important in the HRM recruitment, 

selection and employment literature although the subjectivity of this criteria, because it 

is difficult to define, also makes it difficult to measure and quantify in a recruitment and 

selection process (Heery, 2008; Kramar & Steane, 2012; Whelan, 2016). Closely 

aligned to organisational fit is team fit which also was one of the attributes or other 

qualities sought by the school leaders in this study.  

6.1.1.2. Team fit  

Team fit is essential to maintain productivity, organisational goals and a healthy staff 

morale (Klein et al., 2009; Nancarrow et al., 2013). Team fit and collaboration are 

perceived in HRM literature as essential elements of organisational capability (Ulrich, 

2014). The data that emerged from this study in both the qualitative and quantitative 

aspects of the study indicated that team fit is becoming valued by school leaders, 

particularly as the era of teaching where teachers are isolated inside their classrooms 

appears to be in the past. This was particularly evident in the qualitative data where 

school leaders referred specifically to the importance of mentoring and team teaching.  
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Mentoring was clearly part of the teacher induction process for new and beginning 

teachers as was revealed in the CFA, and also a component of teacher performance and 

development framework as revealed in the qualitative data (see Chapter 5, 5.3.1.5 Staff 

induction and mentoring). This is consistent with the HRM literature that suggests 

mentoring as a vital component of a staff induction program (Heneman & Judge, 2009; 

Shields, 2007), and it appears that it is also becoming embedded in school teacher 

development programs (Taylor et al., 2011). Peer mentoring classroom observation was 

particularly mentioned in the qualitative data as internal professional development and 

team building.  

It emerged in this study that team teaching is also becoming an embedded practice. This 

was particularly evident in the qualitative data when the respondents discussed partner 

teaching and co-teaching. The school leaders were very adamant about the teaching 

partners complementing each other. Therefore, team fit and collaboration were viewed 

as essential teacher capabilities by the independent school leaders and this aligns with 

Human Capital theories that focus on the cumulative effects of different skills within a 

team (Nancarrow et al., 2013; Ployhart & Moliterno, 2011; Wright & McMahan, 2011). 

An extension of team fit explored in Human Capital theory is new team members 

bringing in new skills, leading positive innovation or change is also a potential area for 

exploration within independent schools (Nancarrow et al., 2013; Ulrich, 2014).  

The importance of team fit, which encompassed practices such as team teaching, 

collaboration and mentoring, was positive, although there was no clear evidence on how 

these capabilities were being assessed through recruitment and selection other than 

subjectively through the interview process.  

6.1.1.3. Teacher professional development  

Independent school leaders in this study reinforced the strong focus placed on 

professional development as part of their strategic planning. This was clearly articulated 

by all school leaders in the qualitative data as well as being one of the highly favoured 

items in the quantitative data.  

The impact of judiciously sourced professional development in improving teacher 

performance is well-known, and the supporting evidence also suggests there are many 

moderating factors that impact the effectiveness of teacher professional development 
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(Holmes, 2016; Taylor et al., 2011; Whitworth & Chiu, 2015). The quantitative data 

indicated, through strong agreement with the statements (see Table 4.7, p. 72), that 

performance and development was aligned to the APST and was targeted to individual 

teacher needs which is consistent with the literature (Tuinamuana, 2011; Whitworth & 

Chiu, 2015). This is not surprising given the high level of publicity afforded the 

implementation of the APST (AITSL, 2014; Holmes, 2016; Tuinamuana, 2011). 

Professional development is aimed at improving teacher quality and ultimately, this in 

turn should improve student achievement (Holmes, 2016; Whitworth & Chiu, 2015). 

However, it appears that the school leaders in this study had less of an appreciation of 

the limitations of professional development in ameliorating poor teaching, and also that 

professional development has far less impact than effective recruitment and selection 

(Mertz, 2010). This was clear in the qualitative data when the school leaders 

interviewed and they suggested that performance and development were equivalent with 

recruitment and selection in their HRM practice. Significantly, another perspective on 

professional development emanates from established HRM performance and reward 

literature (Papay & Kraft, 2016). This literature suggests that, combined with judicious 

career choice and job satisfaction, relevant professional development may contribute 

significantly to teacher retention as a perceived reward (Bradley & Loadman, 2005; 

Shields, 2007). Figure 6.2 aptly illustrates a useful model for recruiting, selecting and 

retaining quality teachers.  
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Figure 6.2 Logic model (Balossi & Hernandez, 2016) 
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6.1.1.4. Retention  

The intended result of any recruitment and selection process and indeed a staffing 

strategy is retention of quality staff (as illustrated in Figure 6.1, p. 109), and this is 

influenced by recognition and ongoing opportunities for improvement. The retention of 

quality teaching staff is significant in schools, not just because of the impact of staff 

turnover, but also the advent of impending teacher shortages (Martin & Mulvihill, 2016; 

Shine, 2015). Retention is an indicator of effective HRM Staffing strategy and 

workforce planning practices, and it goes hand-in-hand with recruitment and selection 

(Balossi & Hernandez, 2016; Darling-Hammond, 2010; Heneman & Judge, 2009). 

Retention is the intended result of an effective and rigorous recruitment and selection 

process (Heneman & Judge, 2009). The quantitative data revealed that retention was of 

less importance to the independent school leaders than other items such as performance 

and development and career pathways (as illustrated in Figure 3.1, p.50). In HRM 

practice, these items which are listed below, would be designed as strategies to support 

staff retention (van den Brink et al., 2013): 

 Potential internal career pathways are evident in the school organisational 

structure 

 Performance and professional development framework is tailored to individual 

needs. 

More comprehensive retention strategies were illustrated in Figure 6.1 (p. 109) above, 

which outlines a staffing strategy model. 

This was evident to a degree in this study within the quantitative Staffing strategy and 

workforce planning variable: Retention of valued staff is included in staffing strategy 

planning, which received moderate support, although not as highly valued as other 

factors. This lack of clear focus on retention was also evident in the qualitative data, 

where retention was cited as an important part of the staffing strategy and workforce 

planning by only two of the respondents (who were both HR specialists). While the 

respondents were aware of the damage of a poor hire, the link between recruiting and 

selecting quality teachers and retaining them was not viewed as strongly or clearly.  

Staff retention is one of the major outcomes of successful HRM practices (Heneman & 

Judge, 2009). In the educational leadership literature, retention of quality teachers is 



115 

well-supported as having a significant positive impact on student learning (Darling-

Hammond, 2010; Grieves & Hanafin, 2005; Ronfeldt et al., 2012). Also, there is 

emerging evidence that retention is becoming more of a priority as part of the process of 

recruitment and selection of teachers and a more strategic view of school staffing 

(Darling-Hammond, 2010; Engel & Curran, 2016; Martin & Mulvihill, 2016).  

6.1.1.5. Impact of poor recruitment and selection  

Allied to retention, the awareness of human capital as the greatest resource in the school 

and the flow on effect of poor recruitment in independent schools emerged strongly in 

the discourse with all respondents in the interviews – they could all tell troubling stories 

related to poor appointments in their schools. Cultural damage, reputational damage, 

economic damage and most importantly, impact on student outcomes, all emerged as 

the negative effects of a poor hire. This is well-supported in the literature (Hanushek, 

2011; Hanushek & Rivkin, 2010; Ronfeldt et al., 2012). Given that independent schools 

compete in a sense for their share of the market to remain viable, although they are not 

for profit institutions, they are significantly self-funded relying heavily on their 

reputation to maintain or increase enrolments to ensure they have a future and are viable 

(Balossi & Hernandez, 2016). With this in mind, not only are poor hires damaging for 

the students and their learning outcomes, but also the school at large. The repercussions 

of a poor hire could result in more than just the staff member concerned leaving the 

school, as the impact can be destabilising for the rest of the staff and school culture, and 

it can in turn lead to higher staff turnover (Darling-Hammond, 2010; Mason & 

Schroeder, 2010; Ronfeldt et al., 2012). Reputational damage impacts both potential 

students and potential teachers leading to the economic impact of loss of fees and also 

the greater potential impact on student achievement and outcomes (Darling-Hammond, 

2010; Hattie, 2009). Of course, if students do not have optimal learning experiences 

then their potential future social contribution, job prospects and earnings can be 

negatively impacted (Hanushek, 2011). The dimensions of Staffing strategy and 

workforce planning are closely related to the second main theme that emerged from this 

study – recruitment and selection processes. 

6.1.2. Recruitment and selection processes 

Functional recruitment and selection processes were clearly more easily adopted by 

independent school leaders than the more strategic aspects of HRM Staffing strategy 
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and workforce planning. This was evident across both of the data sets. One of the 

interview responses by Thomas clearly indicated how seriously this initial phase of 

HRM was viewed: 

We are not recruiters by career, but we have made it our business because it 

is so important. (Thomas) 

The quantitative findings also revealed the independent school leaders support for a 

variety of recruitment and selection processes as listed below (also see Table 4.6, p. 71): 

 Trained recruitment staff are used to screen all applicants 

 Recruitment and selection of teaching staff is informed by HRM 

professionals 

 The selection panel are trained in interview techniques 

 The initial screening of applicants is outsourced to a recruitment agency 

 The selection panel are trained in current employment legislation. 

 This would initially appear to be confounding data, suggesting that rigorous 

recruitment and selection processes are followed by independent school leaders. 

However, when this is seen in the light of the qualitative data, this perceived HRM 

expertise is probably more in line with Thomas’ comment above. It seems that the 

school leaders believed that they had acquired or developed some HRM expertise 

through their experiences, and they felt that they were generally adequately informed to 

make a selection from a small number of applicants after the initial short listing. This 

was revealed multiple times in the qualitative data with school leaders declaring they 

had developed HRM expertise through experience.  

Although the school leaders in this study believed that targeted recruitment of a small 

number of applicants was the most effective practice, HRM practice would generally 

favour the practice of attracting as large as possible applicant pool of suitably qualified 

candidates. This would be followed by several other obstacles, in the selection process 

and would likely include a rigorous initial screening utilising a range of criteria, some 

objective measures and structured interviews. This would appear to be preferable rather 

than just relying on intuitive decision making, as both the literature and this survey 
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revealed can occur in an unstructured interview (Judge et al., 2000; Mertz, 2010). Sam 

illustrates this point:  

Human nature certainly has a lot to do with the running of a school, 

personalities that fit or would clash. It is almost an innate or intuitive, so I 

would not give that away.  

Given the predicted shrinking supply of teachers, perhaps the level of rigor employed in 

HRM practices vis-à-vis attracting as large as possible applicant pool when recruiting 

and selecting teachers may be increasingly difficult (Martin & Mulvihill, 2016).  

Similarly, the combined quantitative and qualitative data pertaining to legal compliance 

indicated that the school leaders’ perception of this aspect was limited. The school 

leaders were aware of basic compliance including ensuring current teacher registration 

and being aware of minimum wages and conditions, but the more in-depth knowledge 

of employment legislation was not apparent as stated by Sam:  

Other HR functions such as contracts I use ISQ [Independent Schools 

Queensland who provide templates for legislative compliance to member 

schools]. 

 Consequently, seeking HRM expertise in employment legislation prior to the 

commencement of the recruitment and selection process would seem to be advisable. 

This may come in the form of professional briefing and/or specific advice from 

appropriate consultants, as well as increasing their own understanding. 

6.1.2.1. Interviews  

The heavy reliance on interviews to assess an applicant’s suitability and cultural fit 

emerged strongly through the study, and this finding is consistent with the literature 

available referring to school leader’s recruitment and selection (Balossi & Hernandez, 

2016; Cranston, 2012a). It was clearly evident that interviews were seen as the most 

important part of the recruitment and selection process used by school leaders. While 

there was an awareness by some of the respondents that HRM literature has long 

suggested that interviews alone are not the most reliable method of recruitment and 

selection (Judge et al., 2000), this had little influence on the school leader’s recruitment 

and selection processes. Interviews are generally subjective, which can lead to 
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unconscious bias, as evidenced by studies in social judgement theory (Karelaia & 

Hogarth, 2008; Sautelle et al., 2015) and attraction theories (Huffcutt, 2011; Judge et 

al., 2000). This unconscious bias is likely to influence decisions where a school leader 

can select an applicant who they have a perceived connection with rather than 

necessarily seeking teacher quality and selecting the most suitable candidate through 

multiple measurement instruments (Sautelle et al., 2015).  

If independent school leaders were more specific about the credentials required at the 

commencement of the recruitment and selection process, time spent assessing 

qualifications and references could be reduced as would the subjectivity evident in an 

interview dominated system. A more rigorous screening and selection process could 

facilitate reduction in the number of interviews and enable interview panel members to 

focus more strategically on the required teacher qualities (Macan, 2009). More HRM 

informed pre-interview streamlining could include: 

 context specific detailed job analysis (Heneman & Judge, 2009);  

 more thorough objective measurement of the candidate’s ability to do the 

job and their professional qualifications and attributes (Mason & 

Schroeder, 2010);  

 consolidating desirable personality traits (Borghans et al., 2008).  

That said, there is a body of research indicating structured panel interviews have been 

found to have high reliability as part of the recruitment and selection process (Macan, 

2009). The validity of structured interviews in predicting performance is enhanced when 

the interviews assess the applicant by presenting realistic work situations for response 

such as specific teaching scenarios. To this end, it would seem that HRM assisted or 

informed recruitment, selection and employment of teachers is recommended as best 

practice to structure interviews and implement consistent criterion-based assessment 

and evaluation (Darling-Hammond, 2010; Grieves & Hanafin, 2005).  

6.1.2.2. Personality testing 

The HRM literature and theory would suggest that to mitigate the unconscious bias that 

can be inherent in interviews, the inclusion of objective measurements of attributes that 

contribute to person-job fit, person-team fit and organisational-fit is useful (Judge et al., 

1999; Morley, 2007; Sautelle et al., 2015). To date, this has not been common practice 
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in education, but objective measurements including aptitude and personality testing has 

been evidenced to elicit more predictable and reliable results in other contexts (Bouton 

& Moore, 2011; Heneman & Judge, 2009). The inclusion of more objective 

measurement could reduce the over emphasis on cultural fit which has the potential to 

reinforce cultural consistency rather than increase school organisational capacity 

through diversity and innovation. Psychological testing to assess cognitive ability, 

resilience and other desired personality attributes is widely accepted in HRM as an 

objective recruitment and selection measure (Calvasina & Calvasina, 2016). For 

example, the Big Five personality traits (Borghans et al., 2008) have been found to be 

remarkably stable over time with 50% of variance indicated as inherited (Heneman & 

Judge, 2009). Tests based on the Big Five have been proven to have a high degree of 

reliability (Judge et al., 1999), although it seems that little research has been done in 

educational contexts. 

Despite the research to support psychological testing it is infrequently used in teacher 

recruitment and selection and is generally unpopular in the profession (Bowles et al., 

2014). This may have contributed to the low support in the quantitative results for the 

item:  

 HRM practices currently used in other organisations outside education 

are useful to inform school HRM.  

The qualitative data similarly revealed that the independent school leaders had only 

adopted very limited in house psychological testing and this was not considered as 

particularly useful in the recruitment and selection of teachers. This being the case, the 

independent school leaders appear to have excluded a reliable and possible useful 

measure from the recruitment and selection process. HRM literature suggests 

psychological testing and work trials can be useful as part of the selection process 

(Bouton & Moore, 2011; Calvasina & Calvasina, 2016; Heneman & Judge, 2009), but 

clearly there is more work required to determine how best this might be used in the 

recruitment and selection of teachers. It may be that work trials would be more 

appropriate and acceptable to this end vis-à-vis the recruitment and selection of 

teachers. 
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6.1.2.3. Work samples 

Work sampling or work trials have gained traction in other industries due to their 

reliability in assessing a candidate’s suitability, skills and capability for a particular job 

(Callinan & Robertson, 2000). TPAs recently implemented into ITE programs, where 

preservice teachers are assessed through a teaching event (Ledwell & Oyler, 2016) are 

similar to work sampling or work trials and may have the potential to pave the way for 

work trials or work sampling as part of the teacher recruitment and selection (Callinan 

& Robertson, 2000). Indeed, work trials or work emersion appeared as a viable option 

in the qualitative data. Steven, one of the school leaders mentioned that he would like to 

include work trials or emersion in the school teacher recruitment and selection process:  

Yes, it might be worth trying the emersion experience to determine cultural 

and team fit. Where they spend time with the team and get feedback from 

the team it becomes a consultative scenario. Teachers coming in for a half a 

day and team teach an event or lesson and I come in and observe in a 

teaching sequence with staff they might be working with so that the staff 

have some involvement. That is what is happening in other industries I 

would like to trial something like that. (Steven) 

This interest in work trials indicates the desire of the school leaders to move towards a 

more rigorous and evidence-based teacher recruitment and selection process which 

could be positive. In the school context, work trials still require judicious research to 

ascertain how they might be maximised in practice for teachers particularly being 

cognisant of the fact that the TPAs are in their infancy in Australian universities. Such a 

process could facilitate objective measurement and scoring of teacher candidates against 

specific teaching criteria such as the APST (AITSL, 2014; Bowles et al., 2014). 

6.1.3. Impact of HRM 

The third major theme focussed on the impact of HRM and included the recurring 

subtheme of culture and fit. While the HRM practices were vigorously geared towards 

maintaining the school culture, the findings indicated that the independent school 

leaders were reassuringly positive about the impact of HRM in both the qualitative and 

quantitative data.  
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6.1.3.1. Culture and fit  

In this study there appeared to be an overwhelming focus by the school leaders on 

recruitment and selection of teachers to fit the existing culture. As was noted previously, 

cultural fit, which relates to imitating and maintaining the current school culture, was 

prominent within recruitment and selection processes. Indeed, perpetuation of an 

established school culture has been cited as characteristic of independent schools 

(Balossi & Hernandez, 2016). A recent focus in the organisational literature has been on 

cultural change and developing organisational capability to be nimble and able to 

change the culture to suit the environment, rather than perpetuation of the existing 

culture (Kotter, 2012; Kryscynski & Ulrich, 2015; Ulrich, 2014). Specifically, this 

involves looking ‘outwards’ and responding to the environment, rather than inward 

facing trying to maintain the status quo (Kryscynski & Ulrich, 2015).  

In this study cultural fit appeared in the quantitative data in all three variables, but most 

significantly in HRM and Impact. The item that scored the highest agreement overall in 

the quantitative data was: The school culture has an impact all recruitment and 

selection (mean = 4.50). Cultural fit was also evident in two items in Staffing strategy 

and workforce planning: Agreed teacher attributes and characteristics inform the 

interview question design and Teacher recruitment is designed to attract a targeted 

range of applicants to suit the vacancy. Cultural fit, the perceived alignment of values 

and mission, emerged as the most significant recruitment and selection criteria 

described by the independent school leaders in the qualitative data. It emerged 

predominately across all three themes in the qualitative data, with school leaders 

repeatedly articulating the necessity of fit or cultural fit.  

Furthermore, school leaders, just as other organisational leaders, are largely responsible 

for the culture of the school (Dinham et al., 2011; MacNeil, Prater, & Busch, 2009). The 

data indicated that the independent school leaders were cognisant of the unique culture 

of their school as a point of difference in the independent school sector which justified 

their efforts to continue to replicate the current culture with new employees as 

articulated below:  

How we felt they will fit with the existing culture of the school and with the 

staff and the students. (Steven) 
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This study confirms the existent literature that cultural fit is clearly highly sought after 

by school leaders in independent schools (Balossi & Hernandez, 2016). The data 

revealed fit is more important in the recruitment and selection of teachers than the 

broader HRM view of organisational fit which encompasses a wider range of personal 

qualities and organisational strategic objectives including strategically informed cultural 

change (Ulrich, 2014). This significant finding is supported by, and consistent with, 

other research conducted on teacher recruitment and selection (Balossi & Hernandez, 

2016; Egalite, Jensen, Stewart, & Wolf, 2014). However, the cultural fit referred by the 

school leaders in this study seems to lack specificity. Culture is one of the most 

ambiguous and difficult qualities to define (Whelan, 2016), and so perhaps this 

ambiguity would explain why HRM literature articulates and defines organisational fit 

rather than cultural fit in recruitment and selection criteria (Heneman & Judge, 2009; 

Ng & Sarris, 2012). Of note, the HR managers in this study were more conscious of the 

specificity of terminology and the HRM implications of cultural fit and strategically 

aligned recruitment and selection. Organisational fit is indeed sought after by many 

organisations, related to human capital and organisational capacity and as a very fluid 

construct, dependent upon current strategic response to internal and external influences 

(Kryscynski & Ulrich, 2015; Ulrich, 2014; Wright & McMahan, 2011).  

In the qualitative data the impact of HRM was perceived as being closely linked to 

maintaining the culture of the school, and this was highly prized by all respondents in 

the interviews. Surprisingly, in a volatile and constantly changing education 

environment (Sahlberg, 2011c), all the respondents were determined to maintain the 

existing culture. However, this stance ignores the possibility of a negative culture or 

pockets of negative culture or subcultures such as a ‘toxic’ staffroom (Whelan, 2016).  

The consistent focus on cultural fit by the school leaders, as the primary criteria, appears 

to overlook the evidence of teacher quality and the significance of individual teacher’s 

knowledge, skills, attitudes and personality on student learning, and the emerging HRM 

literature that values innovation, diversity and adaptability (Kryscynski & Ulrich, 2015; 

Ulrich, 2014). Also, drawing on some of the previous points, the subjectivity of school 

leaders assessing cultural fit, as was revealed in this study through the interviews, could 

indeed result in too much homogeneity and a staff resistant to change. Indeed, often 

independent schools could benefit from a more informed and strategic view of cultural 
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change so they can embrace cultural change and respond to the rapidly changing 

environment that is impacting education, and thus reduce their high dependence on 

cultural fit as the predominant selection criteria (Ulrich, 2014).  

Embracing other more measurable criteria, including teacher quality and some specific 

qualities and personality traits that quality teachers possess, as informed by HRM 

literature on personality traits, could be viable for independent school recruitment and 

selection criteria (Bowles et al., 2014; Sautelle et al., 2015). The use of measurable 

criteria can contribute to a well-informed decision based on evaluation of both objective 

and subjective criteria, including cultural fit.  

6.1.3.2. Influence of HRM on school practices 

Drawing on HRM in education literature, other than for performance and development, 

is a relatively new phenomenon with a limited number of authors (Balossi & 

Hernandez, 2016; Cranston, 2012a; Engel & Curran, 2016). Interestingly, the school 

leaders interviewed all strongly agreed on the positive influence of HRM. Also, the 

related items in the questionnaire were strongly supported (e.g., HRM practices have a 

positive influence on school performance had a mean of 4.37. Both the school leaders 

and the HR managers were able to clearly articulate the positive influence of HRM, 

including seeking HRM advice for recruitment, teacher performance and development, 

and staffing strategies. The HR managers interpreted the positive effect of HRM 

through their role in the school, with one of them being included as part of the 

executive. 

However, in contrast to the agreement that HRM generally has a positive effect on 

school performance, the item that focussed on the effectiveness of HRM practices in 

preserving high standards of teacher performance (i.e., Your school HRM practices are 

effective in maintaining teacher quality) was the least supported item in the survey. This 

was a confounding finding because maintaining teacher quality is well-supported in the 

literature and has been established as having the greatest impact on student achievement 

and student outcomes (Darling-Hammond, 2010; Goldhaber, 2015; Hattie, 2009; 

Rothstein, 2015). If school HRM practices are not effective in maintaining teacher 

quality this could reinforce the weakness of over focusing on cultural fit in recruitment 

and selection. This finding requires further investigation, specifically into how this 

aspect of recruitment, selection and retention can lead to improved teacher quality.  
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6.2. Summary 

Teacher recruitment and selection is potentially one of the most significant school 

improvement strategies available to school leaders that can directly improve student 

outcomes (Engel & Curran, 2016). This study on recruitment and selection practices in 

independent schools is one of a limited number of studies on this important aspect of 

school leadership. It can be concluded that the adoption of greater consistency, a 

broader range of criteria, and the use of evidence-based HRM informed practices and 

procedures, for teacher recruitment and selection, is likely to lead to better school hiring 

decisions that are not so heavily reliant on cultural fit. That said, there is a need for 

further investigation into how these might specifically be adopted in an educational 

setting, particularly given the paucity of current literature. 

School principals and school administrative teams, who are generally responsible for 

recruitment, selection and employment of teachers (Cranston, 2012a; Donaldson, 2013; 

Guarino et al., 2006; Mertz, 2010; Papay & Kraft, 2016), are educators who generally 

do not have any HRM expertise, although as this study revealed that they do their best 

acquire some HRM knowledge. This limited expertise, and convenience adoption of 

some HRM processes at the functional level, can pose difficulty in alignment between 

strategic goals and staffing (Engel & Curran, 2016; Odden, 2011; Papay & Kraft, 2016). 

Thus, limiting the effectiveness of strategic plans, limiting the development of 

organisational capacity and the effective use of human capital—in this case, teachers. 

There is some awareness in the literature of this apparent gap in educational 

administration HRM knowledge (Engel & Curran, 2016; Grieves & Hanafin, 2005; 

Guarino et al., 2006; Mertz, 2010; Papay & Kraft, 2016), but few researchers have 

pursued this issue leaving scope for future research.  

6.3. Limitations  

While this study was not a small study, it was limited in a number of ways, not the least 

being the parameters that surround a study for a research higher degree qualification, 

including the author’s relative inexperience as a new researcher. Some of the key 

limitations are outlined below. 
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6.3.1. Recruitment, selection and retention  

While recruitment and selection are just the beginning of the HR process—the initial 

point of engagement with a teaching candidate, it is acknowledged that this is just part 

of the complex processes related to staffing in schools. However, given that recruitment 

and selection are the first crucial part of a whole staffing strategy it was deemed to be 

the most appropriate focus for the confined scope for this study. This study has largely 

focused on the recruitment and selection of teachers as an isolated activity without 

situating recruitment and selection in the suite of HRM practices in which it exists as an 

integral part of a wholistic staffing strategy, and of course this is an artificial 

segregation vis-à-vis practice. Only cursory mention has been made and the other HRM 

practices other than retention. Retention, as the desired end result of a rigorous and 

effective recruitment and selection process, has been investigated to a degree, as has the 

importance of retention of teachers (Adams & Woods, 2015; Darling-Hammond, 2010). 

That said, addressing a retention strategy, as an integral part of the staffing strategy, is 

outside the scope of this study. As retention is critical for stability in schools, the factors 

impacting recruitment and retention (Guarino et al., 2006) including intrinsic 

motivation, compensation, performance and development, career progression, teachers 

self-selection (Dohlmen & Falk, 2010) and self-efficacy (Diseth et al., 2012), pro-

organisational behaviour, (Kuvaas & Dysvik, 2010) and staff engagement (Biggs et al., 

2014) are worthy of further study. The importance recently attributed to teacher 

retention and its impact on student outcomes also supports further study (Darling-

Hammond, 2010; Shine, 2015).  

6.3.2. The research context  

The context—independent schools—was selected because of the huge range of unique 

schools included in the sector and the limited literature available on recruitment and 

selection in this context. Independent schools are one of the three education sectors 

represented in Queensland and other jurisdictions, and while collectively they are called 

‘independent schools’, these schools are autonomously governed and diverse, and their 

commonality as a sector is their relative independence from the state. Of course, only 

focusing on one sector has some limitations vis-à-vis the generalisability of the findings, 

however, independent schools do have to manage their own staffing policies and 

practices and as such their needs are somewhat differentiated from the other sectors 

(Balossi & Hernandez, 2016). Also, the other two sectors (State education and Catholic 
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education) were not selected because they are large bureaucratic organisations whose 

HRM practices are systemic and determined by organisation wide governance bodies, 

although some increased school-based staffing autonomy is occurring in these sectors 

both nationally and internationally (Engel & Curran, 2016).  

6.3.3. The small sample size for the interviews.  

The sample size has been determined by the context. There are approximately 196 

independent schools registered in Queensland. The quantitative sample size of 100 was 

a pleasing representation of this sector and generally considered adequate for valid and 

reliable data analysis (Creswell, 2012). The small qualitative sample size (n = 6) is not 

necessarily an issue but could have been larger to provide greater representation 

(Creswell, 2012; Jacob, 1998; Kvale, 2007). Nevertheless, given the constraints of a 

doctoral study the leaders interviewed were adequate to give some initial insights into 

the issues and phenomenon under investigation. 

6.3.4. The limited data collection 

Related to the previous limitation, the scope of the data collection for this project was 

restricted. That said, given the relative lack of research in this particular field, the mixed 

methods provided a good initial overview of the practices, issues and perspectives in 

Australian independent schools. Of course, this means that there is now much more 

research work that needs to be done, particularly in more fully understanding the views 

of school leaders regarding their recruitment, selection and retention of teaching staff. 

Also, this study relied entirely on self-reporting data, and so it provided data on what 

leaders say that they do regarding recruitment, selection and retention, but because there 

were no other forms of data collection (e.g., observations) there is limited insights into 

what actually happens in practice. 
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Chapter 7. Conclusion 

7.1. Introduction 

The purpose of this study was to explore the potential use of evidence-based HRM 

theory and practice to identify and select quality teachers for the range of individual and 

contextually different schools that exist within independent schools in education 

systems. 

While it was established that the school leaders in this study did utilise a selection HRM 

informed practices and processes, the missing element was strategic alignment of these 

practices. The findings reported in Chapters 4 and 5, and discussed in Chapter 6, have 

implications for school leaders who have the task of recruiting and selecting teachers for 

their school, particularly in independent schools, specifically in the Australian context 

but also internationally. It seems that there is potential to improve the recruitment and 

selection practices employed in independent schools through the adoption of a greater 

range of strategically linked HRM practices. This may require the support of HRM 

specialists, and this could be achieved through consultation, collaboration or by larger 

schools employing an HR manager who has strategic and operation expertise.  

This chapter will present a succinct summary of the final conclusions and implications 

of the findings. Following this some practical recommendations and then suggested 

further research which has emerged as a result of this study will be presented, and 

finally some reflections and learnings by the researcher and a brief summary.  

7.2. Conclusions 

The relative homogenous nature of the opinions of the independent school leaders in 

this study was revealed through the MANOVA’s in the quantitative data analysis. This 

has meant that there is some scope to draw some generalisations from the findings and 

conclusions, although of course there are always local contextual factors that will 

ameliorate any direct application. With this in mind, the following conclusions were 

drawn from the findings: 
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7.2.1. Staffing strategy and workforce planning 

There is an absence of strategic alignment in workforce planning and school staffing 

decisions in independent schools (Engel & Curran, 2016). This absence is closely linked 

to the awareness the school leaders expressed of the damage a poor teacher recruitment 

and selection decision can have on the whole school and the impact on retention of 

quality teachers.  

The significance of this finding is that the independent school leaders were able to see 

the link between poor teacher recruitment and selection processes and the impact on the 

whole school as well as the impact on retention. Regrettably, the school leaders, other 

than the HR managers, did not appear to be cognisant of the link between poor teacher 

recruitment and selection processes and lack of strategic alignment and workforce 

planning. The implications of missing this vital link are that recruitment and selection 

processes are unlikely to improve until school leaders are able to visualise the whole 

picture (as was illustrated in Figure 3.2), from a future focused strategic plan that 

informs the staffing strategy and workforce planning that in turn informs and 

determines recruitment and selection decisions (Heneman & Judge, 2009). As retention 

of quality teachers who ensure the best student outcomes and who contribute to the 

whole school has emerged through this study as the desired result of the recruitment and 

selection process, then the research would suggest that retention should also be an 

integral part of the school staffing strategy (Balossi & Hernandez, 2016).  

7.2.2. Recruitment and selection processes  

The independent school leaders perceived that they were conducting HRM informed 

recruitment and selection processes. The findings indicated the school leaders were 

genuinely intent on using HRM processes and with the best of intentions they selected 

the processes they deemed important. As a result, the independent school leaders placed 

a strong reliance on interviews to assess the cultural fit and personal suitability of the 

teacher candidates. This was coupled with the adoption of other isolated supporting 

HRM recruitment and selection processes.  

While cultural fit is aptly sought after, it was generally afforded a very loose definition 

by the school leaders without any specific assessment criteria other than some open 

questions during the interview. The significance of not having a clear definition nor 

specific assessment criteria is that the school leaders had limited capacity to measure 
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cultural fit and personal suitability, consequently they frequently used their intuition 

during the interview which has been revealed to be subject to many forms of bias 

(Macan, 2009). Additionally, seeking cultural fit as one of the main selection criteria 

without a specific definition or measurement cannot possibly be linked to a strategic 

plan or future needs, and consequently is less likely to affect cultural change to 

effectively respond to inevitable change from external forces (Whelan, 2016).  

The implications of this strong reliance on the interview to assess cultural fit and 

personal suitability without specific criteria, as the research suggests, can be flawed due 

to the unreliability of personal judgement and the lack of validity and consistency in the 

judgement. This means that the capacity to successfully determine cultural fit and 

personal suitability is likely not related to specific school strategic agendas (Engel & 

Curran, 2016). The research has revealed cultural fit and personal suitability are more 

reliably and objectively measured using psychometric testing which may include 

personality and cognitive testing as part of the selection process. School leaders are 

unlikely to have access to the most suitable and current psychometric testing tools 

without the assistance of HR expertise (Bouton & Moore, 2011), and as was noted 

previously, the forms this might take in educational settings requires more thought and 

investigation.  

7.2.3. HRM practices  

The importance that the independent school leaders attributed to cultural fit as the 

primary influence for recruitment and selection, as predominant over other HRM 

practices, has been noted and discussed above. School leaders agreed that HRM had a 

positive impact on school performance, but this was overshadowed by cultural fit as 

was the focus of HRM practices maintaining teacher quality.  

The implications of this are that the vital ingredient in student learning/teacher quality, 

can be minimalised. This contradicts current research that overwhelmingly shows that 

teacher quality is the most influential factor in improving student outcomes (Engel & 

Curran, 2016; Hanushek, 2011; Hattie, 2009). A more strategic use of HRM practices 

with cognisance of current research is likely to contribute to a balanced weighting 

during the selection process of cultural fit or in more specific HRM terms organisational 

fit.  
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7.3. Recommendations  

The homogeneity of the school leader’s responses that emerged regarding HRM 

practices and their application to the recruitment and selection of teachers in this study 

was considered to be a positive result. The homogeneity indicates that the findings for 

this study may be able to be broadly generalised across the whole sector of independent 

schooling within Australia and perhaps internationally. The implications of this 

homogeneity and generalisability are considered to be conducive for both future 

research and the implementation of the recommendations within the independent sector.  

The findings have implications for school leaders in independent schools, within 

Australia and internationally, who have the task of recruiting and selecting teachers for 

their school. Learning from other professions, including HRM, thus far has been limited 

in schools and the innovations adopted have to date tended to be superficial or technical 

rather than changes that can ultimately improve student outcomes. If, as the findings 

indicate, that independent school leaders could benefit from HRM research and 

evidence-based practice, particularly in the area of recruitment and selection of teachers, 

this may deliver some significant positive changes.  

The school leaders interviewed in this study were open to learning from HRM. Possibly 

due to the previously siloed nature of schools and teaching and the recency of the 

evolution of HRM from functional/operational to a more strategic profession, Education 

and HRM have not historically had a close connection. This has resulted in a lack of 

understanding and a limiting of the potential of cross-disciplinary learning, the openness 

of these school leaders to cross-disciplinary learning is encouraging for future research. 

Both education and HRM focus on human behaviour and have learning in common. 

Bringing the two fields more closely together in relation to maximising human capacity 

is likely to be mutually beneficial.  

While it was established that independent school leaders did utilise a preferred selection 

of HRM informed practices and processes, the missing elements were the research 

informed strategic alignment of these practices and the expert implementation. There is 

potential to greatly improve the recruitment and selection practices of independent 

schools with the involvement of HRM specialists to facilitate more strategically aligned 

staffing strategy and workforce planning. HR specialists could help school leaders to 
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align strategic plans with research informed objective and specific practices that have 

been proven successful in other industries that suit the school context. This could be 

achieved through consultation, collaboration or by larger schools employing an HR 

manager who has strategic and operation expertise. At the very least, it would be useful 

for school leaders to engage in some form of professional development related to 

educationally suitable HRM practices, so they can be more effective in their recruitment 

and selection practices.  

Although small schools may not have the budget for a HR manager there are other 

options including having HR managers employed by systems, regions or supporting 

organisations. Alternatively, school leaders have the potential to collectively source HR 

consultants who may specialise in education, a potential area for growth. School leaders 

and HR managers have a unique opportunity to develop stronger inter disciplinary 

professional networks that could provide professional learning and knowledge transfer 

between the disciplines.  

Rightfully, independent school leaders generally have access to professional 

development budgets for both teacher development and the development of themselves 

and the leadership team. For school leaders to fully utilise these budgets for maximum 

capacity building of the school, professional development is best anchored to and 

aligned with the school strategic goals, teaching standards, in this case the APST and 

the teachers career aspirations. Again, consultation with HR specialists could maximise 

effectively structuring professional development for both individual teachers and school 

leaders as well as a whole school capacity building.  

7.4. Future research 

As HRM has been revealed through this study to be in its infancy in schools there is a 

broad scope for future research to follow the progress the utilisation of HR professionals 

and the resultant of adoption of HRM research informed practices in independent 

schools.  

If school HRM practices are not as effective as they could be in maintaining teacher 

quality, this could reinforce the weakness of over focusing on cultural fit, in recruitment 

and selection. This finding indicates further investigation into this item and certainly 
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indicates room for improvement in HRM practices to maintain teacher quality. The 

desire of the school leaders, as revealed in this study, to continually move towards a 

more rigorous and evidence-based teacher recruitment and selection process is 

encouraging, but certainly requires more investigation and scholarship.  

The current limited expertise and convenience adoption of some HRM processes at the 

functional level, which has been revealed in this study, causes difficulty in alignment 

between strategic goals and all staffing decisions (Engel & Curran, 2016; Odden, 2011; 

Papay & Kraft, 2016). There is scope for future research focused on the impact of 

alignment of strategic goals to all aspects of HRM in schools. Addressing retention in 

particular, as an integral part of the staffing strategy, is particularly relevant as a follow 

up to this research and in the light of other similar emerging research highlighting the 

importance of teacher retention and its impact on student outcomes (Darling-Hammond, 

2010; Engel & Curran, 2016). Retention is deemed critical for stability in schools 

(Darling-Hammond, 2010; Shine, 2015). Potentially, this could be a longitudinal study 

commencing with some of the schools who are “early adopters” by including HR 

managers in their leadership teams thus enabling strategic alignment.  

The underlying behavioural influences that impact both recruitment and retention of 

teachers is also an issue that requires further research. This could include intrinsic 

motivation, compensation, performance and development, career progression, teacher’s 

self-selection into the profession (Dohlmen & Falk, 2010), self-efficacy (Diseth et al., 

2012), pro-organisational behaviour, (Kuvaas & Dysvik, 2010), and staff engagement 

(Biggs et al., 2014). As psychometric personality testing has recently been included as a 

non-academic criterion for selection into some teacher education programs and is a 

widely accepted as an HRM recruitment and selection practice, this is also a potential 

avenue for future research (Bouton & Moore, 2011; Bowles et al., 2014). However, as 

has been noted, of particular importance is understanding how these processes can be 

effectively and appropriately employed in educational contexts. 

7.5. Learnings as a researcher  

As a former school teacher, I experienced an array of ad hoc style of HRM processes, 

particularly regarding recruitment and selection, in several independent schools and 

three government education systems. I always felt great frustration at the lack of 
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consistency and validity of the HRM practices in schools, not only those I experienced 

but also those related to me by other colleagues. The HRM practices were more focused 

on appearing to have a process and defending this process rather than ensuring the 

credibility and defensibility of the process as a research tested, robust and effective 

process. This experience was compounded when I became a school leader and then a 

school principal, I had the task of performance managing staff who had been employed 

by my predecessors. While I was aware that these staff had been seemingly 

inappropriately selected, I also became very conscious of my own limitations regarding 

HRM processes. At this point I was motivated to complete my Master of Human 

Resource Management. Being a school principal, the Master of Human Resource 

Management was the most relevant and enlightening professional learning I had ever 

experienced. I was able to immediately apply the learning to my school situation 

commencing with the staged implementation of a performance and development 

framework that not only ensured ongoing reflection, feedback and learning also ensured 

both the teachers and the school as an organisation were compliant with the teacher 

standards, the APST. The next phase was the alignment of all HRM processes to the 

strategic plan which catapulted my HRM decision making and assisted the school board 

to transform from reactive to strategic HRM. Completing my Master of Human 

Resource Management was a watershed experience for me professionally, and I 

acquired the tools to resolve the issues I had experienced with staffing. I also became 

acutely aware of the potential use of evidence-based HRM practices in the school 

setting.  

As a result of my learning coupled with the school Board’s support we were able to 

deliver hugely improved student outcomes and substantially change the culture of the 

school in a positive way in a remarkably short time. This left me with a desire to 

empower other school leaders to seek the resources and tools to improve their HRM 

practices to provide the best opportunities to facilitate school improvement and 

ultimately student outcomes. Better student outcomes will not only benefit the 

individual students to ensure they have the opportunities for a successful life but it will 

benefit society as a whole.  

To this end I decided to commence my Doctor of Education, I embarked on the journey 

with a limited understanding of the enormity of the undertaking. Whilst rewarding, the 
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journey has not been easy particularly as I have worked full time throughout. Initially 

my ideas were loosely constructed and with the dedicated guidance of my supervisor I 

was able to gradually distil my ideas into a feasible study that addressed the problem 

and the identified research gap. This research has empowered me to become highly 

knowledgeable in an area that has been of great interest to me. The cross-disciplinary 

nature of my study has given me a unique expertise which I hope to use to contribute to 

society by improving education.  

This research has contributed significantly to my professional life and credibility as the 

Executive Manager of People and Culture at the Queensland College of Teachers. As a 

researcher I now look for evidence and critically analyse evidence in all aspects of my 

professional life. Certainly, as someone new to this level of research to become 

immersed in the rigour and ethical standards which are applied to doctoral research has 

been a positive experience which has given me great respect for researchers and the 

research process.  

Another positive learning that has emerged from this research is the willingness of 

school leaders to freely give their time, which is precious, to contribute to research. The 

high moral purpose that characterised the school leaders and their intent to contribute to 

research was encouraging for the teaching profession and future research.  

7.6. Summary  

Recruitment is the process of attracting a wide range applicants who have the required 

KSAOs for the available position. Selection is the process of comparing and measuring 

the applicants against the specific job requirements and selecting the most suitable 

candidate. The whole process is linked to the strategic plan through a staffing strategy 

designed to maximise the resourcing of human capital to build organisational capacity 

to deliver the strategic objectives.  

The intention of this study was to provide credible research which will ultimately 

benefit school leaders, teachers, students and society, related to the recruitment, 

selection, and retention of quality teachers in schools (Creswell, 2012). The questions 

and findings were intended to develop empirically-based arguments that informed 

school leadership practices and theory (Edmundson & McManus, 2007). This study 
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aimed to fill some theoretical and empirical gaps in the existing body of literature on 

HRM in schools, particularly recruitment and selection of teachers in independent 

schools, and to be of value to school leaders.  

HRM is in its infancy in schools, as evidenced by the small number of HR managers 

identified in this study, although it is beginning to gain some traction (Adams & Woods, 

2015; Balossi & Hernandez, 2016; Darling-Hammond, 2010). Potentially, changes to 

school leadership structures to include HRM expertise could lead to school 

improvement through enhanced staffing processes and practices (Cranston, 2012a; 

Grieves & Hanafin, 2005; Harris & Rutledge, 2010). There is potential for education to 

draw on the current HRM literature and evidence-based practice, which is constantly 

evolving and having increased impact on organisations at the leadership level, and in 

maximising organisational capacity (Bouton & Moore, 2011; Kryscynski & Ulrich, 

2015; Russell & Brannan, 2016; Ulrich, 2014). Drawing on this current literature and 

evidence-based practice would enable schools to develop robust and rigorous HRM 

practices to facilitate employment and retention of quality teachers. Improved HRM 

practices with a more strategic approach may also provide the opportunity for schools to 

plan towards a desired culture and respond more quickly to change, minimising the 

need to maintain existing culture (Ulrich, 2014).  

It has been revealed through this study that theory and evidence-based HRM best 

practice is underutilised due to lack of specific expertise or adopted operationally at 

surface level in most independent schools (Donaldson, 2013; Mason & Schroeder, 

2010; Mertz, 2010; Staiger & Rockoff, 2010). Schools, just as any other organisation in 

the 21st century knowledge economy, are organisations that compete for funding and 

‘clients’ (i.e., students and parents), and so consequently could learn from the successful 

HRM practices of other organisations (Hargis & Bradley, 2011; Pil & Leana, 2009; 

Wright & McMahan, 2011). Changes are beginning to emerge in ITE, where 

bureaucrats and teacher educators are turning to HRM expertise in the non-academic 

criteria for admission to teacher education programs (Bowles et al., 2014; Sautelle et al., 

2015).  

The findings indicated that independent school leaders indeed, had a strong desire to 

improve their HRM practices, particularly in the recruitment and selection of teachers, 

as they were acutely aware of the consequences of a poor recruitment decision. The 
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findings also indicated that the well-intentioned adoption of isolated HRM processes 

was likely to have little impact if the practices were not wholly and intentionally aligned 

to the strategic direction of the school. These HRM practices would be best adopted as a 

coherent set of appropriate HRM practices that could contribute to ensuring that all 

school attract, employ and retain quality teachers to ensure the best and most equitable 

outcomes for all students.  

 Ultimately, what was clear through this study was the commitment of the school 

leaders to employ and retain the best teachers they could for their schools. This seemed 

to be motivated by a strong moral imperative to provide the very best education for their 

students. To this end, this study has revealed that educationally appropriate HRM 

practices may be useful, and of course, after this initial investigation, there is now much 

more research to be done. 
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