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Abstract: The challenge of today's business organizations is to get the best employees at a low-
cost performance. Recruitment costs are considered important and become part of a business 
strategy so that business processes run effectively and efficiently. So that knowledge of 
simultaneous recruitment and selection costs is needed by business organizations to support the 
achievement of a business vision globally. This research is a qualitative descriptive research 
design using the cost per hire (CPH) formulation as a formulation to calculate recruitment costs 
and a comparison of the findings was carried out in 5 different company objects in different 
fields. Based on the results of the research, it was found that hoteliers and plantation companies 
relatively have high selection recruitment costs, this is due to the needs of candidates, the 
majority of whom are specialists, so they require comprehensive selection recruitment 
procedures and involve external services in their implementation. In manufacturing companies, 
services and trade are relatively lower because the need for labor is generally relatively mass 
and non-skilled so the procedure is relatively simpler. In order for this study to produce broader 
findings data, it is hoped that future studies will use more company objects, more 
comprehensive calculation formulations, and by using broader cost indicators. 
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INTRODUCTION 
Employees are part of the important assets needed by business organizations to thrive and 

be productive in terms of income (Rubens et al., 2018; Setiani, 2018).  It is linear with the main 
focus on the concept of human resource management, which is to form human resources to be 
able to make important contributions to the succession of company goals (Fuad, 2021).  The 
principle of the right man in the right place is still very factually used as a recruitment principle 
by most companies, so business operations also focus on recruiting employees with potential 
resources (Hamza et al., 2021).  In line with this principle, a key step in the implementation of 
the HR management function is through the recruitment and selection process to recruit workers 
in accordance with competency standards and organizational needs (Florea, 2013).  This 
recruitment and selection process is a step used to decide which candidates are placed in the 
right position (Halisa, 2020).  
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Broadly speaking, in carrying out the recruitment process, companies must have used the 
best recruitment process design to attract potential talents (Samba'a Nikita A, 2018).  However, 
there are actually some details of the recruitment process that can be improved so that the 
recruitment process carried out meets effective standards efficiently and makes it easier for 
companies to get the best talent, as well as considering that the process carried out meets the 
company's financial performance standards (Zhang et al., 2016). The Jobvite survey found 67% 
of HR practitioners feel the biggest challenge in the hiring process is finding skilled and high-
quality talent (Itam & Swetha, 2022). This is supported by the assumption that the current 
volume of work talent is considered balanced with the available capacity of the company's 
needs. However, this volume of talent does not necessarily represent their quality in their work 
(Gusain, 2017). 

The challenge of today's business organizations is to get the best employees with good 
recruitment fee performance. Recruitment costs are an important factor in the recruitment 
process, especially for companies that are oriented towards effectiveness in their business 
processes (Johnson et al., 2020).  Effective recruitment ensures that the organization will attract 
the most qualified employee candidates (Saviour et al., 2019).  By attracting talented employee 
candidates, the organization will be able to create a sustainable competitive advantage. The cost 
of recruitment and selection will essentially increase with age and experience in the specialties 
possessed by employee candidates (Ambrosini & Billsberry, 2007). 

In addition, the most concerning issue in the philosophy of recruitment and selection is 
whether to promote part of the organization's internal sources or recruit from outside the 
company's organization to fill gaps at all levels (Huang & Li, 2022). In addition, it is about 
whether the emphasis is only on filling vacancies or promises for long-term goals (Aulia, 2019). 
Good and qualified employees will only be able to be obtained through effective recruitment 
efforts and with the consideration that the costs are proportional to the long-term quality 
obtained by the company (Aziz et al., 2017). 

The recruitment and selection process carried out by an organization is considered very 
expensive (Gee et al., 2019). One of the  important points of recruitment is a recruitment 
program that has a strategic contribution to avoid and minimize the creation of GAPS or 
conflicts. The main goal is to optimize quality areas of the recruitment process to reduce 
recruitment costs. If an organization has a long and multi-strategy procedure for obtaining 
candidates, the organization is actually considered to cause problems because it will cause a lot 
of effort and costs (Tzelepis et al., 2009). In fact, the orientation of the organization in obtaining 
(Patrick et al., 1998) employees is with the lowest possible cost orientation but getting the best 
candidates who can function in the long term (Keyzer et al., 2005). 

In fact, the company has its own strategy and way of carrying out the employee 
recruitment process  . So that the factors of efficiency and effecstiveness are no longer 
determined by the size of the company but rather by how the system and the way the company 
does to get its prospective employees. Generally, externally there are those through 
advertisements on paid job portals, social media, career institutions, job fairs, seminars, or using 
other media. Meanwhile, internally, it is carried out by carrying out the procedure of rotation 
of positions. Of course, all the procedures carried out above contain performance costs in them, 
both costs arising from outside and even costs incurred as a result of development efforts carried 
out by the selection recruitment team such as recruitment equipment costs, psychological test 
costs, medical tests or other completeness costs (Alashmawy & Rashad, 2019). 

Previous research conducted by Florea (Florea, 2013) entitled   "Cost/Benefit Analysis – 
A Tool to Improve Recruitment, Selection and Employement in Organizations"  stated that in 
a business environment oriented towards sustainable change, it is very necessary to know 
quality and cost-effectiveness as desired goals. So that companies must have their own 
categorization related to cost analysis and consideration of methods in employee selection 
recruitment so that the source of implementation of the strategy taken remains the value of 

https://dinastipub.org/DIJEMSS


https://dinastipub.org/DIJEMSS,                                                                                     Vol. 6, No. 5, June 2025 
 

 

3 | P a g e 

effectiveness and efficiency which has implications for cost savings. This research partially 
analyzes how to calculate and measure the achievement of recruitment costs and how to get 
more benefits in selection recruitment activities held in a company.  

The next research related to the theme of this research was conducted by Salma (Nginang, 
2019) entitled  "Analysis of Management Decision Making Between Outsourcing and 
Recruitment at the Regional Office of PT BANK Mandiri", in her discussion tried to compare 
the level of efficiency and effectiveness between conducting internal recruitment and 
recruitment using Outsourcing. In the conclusion section, it is explained that in terms of the 
cost of implementing internal recruitment, it is considered more efficient than recruitment 
submitted to third parties or outsourcing, this is because if recruitment is carried out through 
recruitment there will be additional costs in the form of management  fees that must be paid to 
third-party companies. 

Unlike the previous research, this study will simultaneously analyze the performance of 
recruitment costs in a company and then compare it with several companies or business 
organizations that have different business processes and business fields followed by strategies 
in each of these companies. In addition, the diversity of companies that are the subject will 
provide a broader picture of the recruitment procedures carried out in several companies along 
with an analysis of their cost performance. So that the output of this research will be used as a 
reference for companies to accumulate strategies while minimizing resources that have wasteful 
value. 

This study aims to analyze the performance of recruitment costs in several companies 
which are then compared with several companies with different business lines. So that it will 
bring up three main information, namely recruitment costs in each company, cost comparisons 
with other companies and at the same time a description of the recruitment strategies of each 
company whose implications can be combined into a strategy collection module that can be 
used as a reference for other companies. 

 
METHOD 

Recruitment is the process of finding, finding, and attracting suitable employee 
candidates to become employees in and by a business organization. In a more strategic 
approach, recruitment is defined as a set of activities that seek to lure employee candidates by 
using considerations of motivation, abilities, expertise, and knowledge necessary to make up 
for the deficiencies identified in workforce planning (Samba', 2018).  According to SP. Siagian 
(Kurnia & Santoso, 2018) held recruitment is to get an inventory of as many potential applicants 
as possible so that the organization will have a greater opportunity to determine the choice for 
prospective employees who are considered to meet the qualification standards of the 
organization. However, in business practice these conditions are carried out with consideration 
of efficiency oriented to the budget and allocated costs.  

In the practice of human resource management in business organizations, the unit cost of 
recruitment is commonly referred to as the cost per hire. The cost per lease covers all costs 
associated with the open role filling process at the company from pre-selection to onboarding.   
Hiring employees internally by leveraging candidates from within the organization and 
searching from outside the company are both costly, although budget allocations are different.   
Cost per hire  is the total cost of finding and bringing new employees into the company, ranging 
from planning, advertising costs, software costs, to administrative costs (Florea, 2013). Each 
company generally calculates  the  cost per hire   to find out the costs incurred to carry out the 
recruitment and selection process. Thus, the company will be able to determine the most 
efficient and effective recruitment strategy for acquiring qualified candidates (Zhang et al., 
2016). 

The calculation of   selection recruitment costs uses a   cost-per-hire formulation   
according to the Society of Human Resource Management (SHRM) and the American National 
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Standards Institute (ANSI) with the formulation CPH = (Internal Recruiting Cost + External 
Recruting Cost) / Total Number of Employees, costs and number of employees referring to a 
certain period  (  Gupta & Kumar Baksi, 2022) (Boudreau & Ramstad, n.d.)  (Boudreau & 
Ramstad, n.d.) . The components of internal recruitment costs include the salary of the internal 
talent acquisition team, the cost of tools or software and hardware, the cost of learning and 
development (Hong, 2020). The external cost component includes third-party fees, promotion 
costs, test and assessment center fees, as well as travel costs for the selection recruitment team 
(Fatemi, 2016). 

The stage parameters used to analyze recruitment selection strategies and costs are 
workforce planning, search, screening, testing, professional interviews, training, placement 
(Setiani, 2018) (Layec et al., 2009) (Layec et al., 2009)  (Patrick et al., 1998) which are divided 
into 2 access strategies, namely internal and external recruitment. The cost of the stage process 
will be reviewed and adjusted in the financial realization of each company with a single 
calculation for each candidate and process. Specifically, financial data may be presented with 
slight differences due to differences in strategy and cost posting in each company, so that the 
data entered is in accordance with the existing ones with the consideration of finding gap 
process strategies in each company. 

This study used a descriptive qualitative research design. According to Sugiyono (Milo, 
2014)  descriptive qualitative research is research based on the philosophy of postpositivism 
which is used to examine objects with natural conditions on the basis that the researcher is a 
key instrument. This research framework is directed to analyze and provide an overview of 
employee cost per hire with the formulation CPH = (Internal Recruiting Cost + External 
Recruting Cost) / Total Number of Hires. It uses secondary data that the company has and is 
integrated into the available selection recruitment cost indicators. 

 
 

Figure 1. The Available Selection Recruitment Cost Indicators 
 
Pre-assessment is conducted to explore primary data before parameter creation and 

measurement. Conducted by observing documents and implementation of SOPs related to the 
recruitment and selection process. To obtain confirmation, interviews and data modulation are 
conducted with users and leaders who are stageholders of recruitment and selection. After the 
primary data is obtained, the process of determining the cost classification is carried out both 
in terms of aspects and cost indicators that will be used as the basis for cost formulation. 
Furthermore, to standardize indicators, interviews and data collection are conducted from the 
five company subjects. After the aspects, indicators and checklist procedures, measurements or 
calculations are carried out according to the formulation that has been prepared. 

Data collection is carried out in 5 (five) different business fields, namely companies in 
the fields of hoteiler, trade, services, manufacturing, and plantations. The main data source that 
is the subject of analysis is the recruitment cost report of each company which is then 
triangulated through an open interview process with the PIC of recruitment selection in each 
company. Any available data is then analyzed and integrated in the CPH formulation. The 
processed data is then presented in one table to find out the cost comparison between the 5 
objects of the company under study. Furthermore, to expand the discussion and findings, 

! " #

!"#ABCDEF*H#IB*HJBK#ILFCM N*HFJ*OK#PBDJC4*R N*HFJS4FT IU9#:BJEDKOH4B*;

<"#=>;FJSO;4#UFKOM;O*OO*#P=U ?@HFJ*OK#PBDJC4*R AOHO#IBKKFCH4B* PBC4FHA#BB#9DEO*#CF;BDJCF#aO*ORFEF*H#bP9Ca A

c"#N*HFJS4FT#d;FJ#CP e#f#aO*DBOCHDJF#bUO*gD*gD*R#eKOE#hF;HOJ4i eEFJ4CO*#jOH4B*OK#PHO*kOJk;#N*;H4HDHF#bejPNi

l"#aBkDKO;4#AOHO m#f#9BHF4KFJ#bPdj#9BHFKi e#f#daC#CO*RF

I#f#nJOkF#b:BJHD*O#:OJE4*kBi m#f#POKOJA#PCOKF#CO*RF

N*HFJS4FT A#f#PFJS4CF;#boOJAO#aO*D*RROK#SOH4i I#f##POKOJA#PCOKF#CO*RF

AOHO#IBKKFCH4B* ?#f#UKO*HOH4B*#:4FKk;#bmBJ*FB#hO*COJ#e>Ok4i A#f#daC#CO*RF

PHDkA#UD;HOMO ?#f#POKOJA#PCOKF#CO*RF

BC'(F**'**H'I- FIK/0*0*(1B2B'I'I-PKI(4/K*0506K*0(70K8K

F*9'6 :I;06K-<C(70K8K

=<CHP/K*0(70K8K

1>'?6/0*-(BC<*';PC

https://dinastipub.org/DIJEMSS


https://dinastipub.org/DIJEMSS,                                                                                     Vol. 6, No. 5, June 2025 
 

 

5 | P a g e 

researchers also identified standard documents  of recruitment and selection procedures in each 
company to find out the strategies used by each company to obtain employee candidates. 

 
RESULTS AND DISCUSSION 
Cost Classification 

The determination of cost classification as the basis for cost analysis in each selection 
recruitment procedure uses a summary of several procedures in previous studies (Carroll et al., 
1999; Polito et al., 2005; Prasetya et al., 2019; Prayudani & Hendraningsih, 2019; Van Den 
Brink et al., 2006). In addition, it is also taken from the reference procedures owned by the 
research subject company. The cost indicators used are as follows;  
1. Workforce Planning, is the initial part of the recruitment process by analyzing, planning 

and submitting workforce qualifications to be hired (Wright & Jackson, 2018), at this stage 
consists of 2 stages, namely the planning stage and the adjustment stage of the professional 
or company leader. When converted into costs, this indicator is the result of the summation 
of application fees and adjustment fees calculated from the amount of PIC salary one 
periodic divided by normal working days and the number of hours per unit of working day 
(WPc: Apc + Adc). 

2. Internal and External Searching, is the process of searching for labor from various sources 
both internal and external (Saviour et al., 2019). The classification of costs for internal 
process sources includes process administration costs, PIC fees and also software used as 
media. Then for the classification of external sources includes the use of third parties 
including head hunter costs, PIC accommodation and cooperation, as well as the use of job 
portals in the search for labor candidates. The cost conversion in this stage is the result of 
the summation of all existing indicator points. The cost of using personnel is calculated 
from the duration of salary divided by the number of working days and the number of hours 
worked a day (Isc n : Dc*Sdc/r), for media costs are calculated from the cost of the program 
divided by the cost per post (ATS : Cost/Cost per post), while other costs are calculated 
from the following formulation (headhunter of the cost of the fee per candidate, personnel 
accommodation (Rec :Sdc*Dc/r) and the conversion fee per post for each job vacancy). 

3. The pre-hire screening and selection process is a selection stage both administratively, 
potentially, technically, and other aspects of conformity (Gajda et al., 2021). In the pre-hire 
screening stage, it only uses the formulation of the calculation of personnel costs in units 
of time, which is calculated from the amount of salary divided by the number of working 
days and the number of hours needed for the pre-hire screening process (n: duration*salary 
in duration/r). Then the instrument cost (expense / number of candidates), personnel cost 
(Pic: duration * salary / r), and Agencies fee which is calculated accumulated for each 
candidate if the company uses the services  of  an external assessment center. 

4. Interview, This stage is a form of interview session conducted by candidates with company 
representatives (Yuliyati, 2020), in some companies this stage can reach 3-5 layers even 
for supporting staff positions. At this stage the costs are classified into 3 posts, namely the 
administrative costs of instruments, personnel, and professional interviewers. Instrument 
cost is calculated according to the cost of equipment required for the candidate unit 
(Expense / r), Personnel cost is calculated from the duration of salary divided by the number 
of working days and the number of hours worked a day (Pic: duration*salary / r), and the 
cost of professional interviewers who usually use the services of third parties such as 
assessment centers is adjusted to the fee for each candidate interviewed (Pif:  Pif*n). 

5. Training Cost, Additional stage provided by the company as preparation and introduction 
to prospective workers who will occupy a position (Kriston et al., 2020). The duration of 
this stage varies predominantly according to the curriculum and the weight and type of 
work that will be the responsibility of the workforce. This introductory training activity is 
guided by the HR department and is also part of the responsibility of superior users who 
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will become employee leaders. The cost calculation for this post is to use the cost per 
personnel formulation by summing the instrument costs as well as the costs for each 
personnel for units of time based on the amount of salary (Expense / r  + Pic : duration * 
salary / r). And the final stage of this process is the Placement stage, which is the stage of 
placing workers according to the intended position of the position. The calculation for this 
cost is based only on the personnel who accompany it during on the job training, this cost 
indicator regardless of the conditions that require accommodation, transportation and other 
costs if the placement of labor is outside the city. The entire set of cost classifications 
described above along with the formulation of cost indicators can be described in table.1 
as follows; 

Table 1. Cost Classification and Formulation 

 
 
Checklist Procedure 

Checklist procedures are carried out on all companies that are the object of research. 
Conducted by analyzing the selection recruitment procedures owned and trainculation by 
conducting interviews with the HR department in each company. So that a summary of the data 
is produced as follows; 

Tabel 2. Checklist Prosedur 
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From the data shown in table 2 above, it shows that there are several stages of different 
recruitment procedures. At  the workforce planning  stage, both on the site application  
procedure and the adjustment procedure, all companies do it. It is different at  the internal 
searching  stage in manufacturing companies using software applicant tracking system (ATS) 
in one of the hiring processes.  This is because these companies often recruit in large numbers, 
so one of the efforts for their productivity and effectiveness is using ATS software tools. At  the 
external searching  stage, hoteiler  and plantation companies use the services of head hunters in 
the hiring process    because some of the positions they are looking for tend to be specialists 
and are not easy to get. Even hoteiler  companies also use the job portal application network for 
the manifestation of labor candidates. 

Furthermore, at the test and selection stage, practically 4 manufacturing, trading, 
plantation and  services companies use  internal test personnel while for hoteiler  companies 
use external selection services in collaboration with assessment center institutions. After the 
conference, it turns out that there are indeed many positions in the hospitality world that 
specialize, so the ability of the internal test equipment infrastructure is considered less 
comprehensive, so it tends to use the services of third parties, except for general positions such 
as gardeners or office boys.  At the Interview stage, it seems quite varied, each company uses 
several layers in the process, some are enough to use 1 layer, which means it is enough to use 
the HR division or user only, but for hoteiler and  services companies  they use up to 3 layers 
of the interview process, after confirmation it turns out that services companies such as PT. 
Manunggal Jati's work because it is a labor distribution company, they also involve company 
representatives from the user in this process, even according to information it can be more than 
3 layers of the process, this of course will also affect the level  of cost performance of the 
recruitment process itself. 

 
CPH Calculation 

The calculation of selection recruitment costs uses a  cost per hire  formulation  
according to the Society of Human Resource Management (SHRM) and the American National 
Standards Institute (ANSI) with the formulation CPH = (Internal Recruiting Cost + External 
Recruting Cost) / Total Number of Employees, costs and number of employees refers to the 
period   certain. Assuming that the selection recruitment process is carried out normally as the 
procedure described in the previous explanation without taking into account the  specific cases 
that occur in each company.  Cost per hire  is calculated for each company that is an object, 
then compared with the calculation module with other object companies. So that the difference 
in the accumulation of costs of each can be known. After a simple calculation using the CPH 
formulation with certain indicators, the following results were obtained; 
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Tabel 3. Analisis Cost Per Hire 
 

 
Tabel 4. Cost Per Hire 

 

 
 

Figure 2. Cost Per Hire 
 

The results of the data analysis shown in table 3 above explain that the highest cost range 
for the implementation of recruitment and selection is in company B (hoteiler)  followed by 
company E (Plantation Fileds).  Fundamentally, the recruitment and selection procedures 
carried out are not much different from other companies. However, the emergence of special 
HR needs makes companies B and E tend to add external cost allocations as support. This high 
cost is also realized by the implementers of the HR division of companies B and E whose 
organizations do not have employees who specialize in the field  of assessment centers, so the 
allocation of selection financing is high due to involving third parties to support the accuracy 
of selection recruitment results. This is admittedly inevitable because the company is 
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increasingly required to get human resources that are more following the development of 
market competition, this demand is what urges HR players to continue to prioritize the quality 
of selection as an assertive value to  get the best candidates to fill the positions needed by the 
company.  

In contrast to companies A (manufacturing) and D (services) which have relatively lower 
selection recruitment costs. If you look back, the needs of companies A and D are actually the 
largest and more mass, but in terms of cost realization, they are relatively lower. This is because 
the company has more internal resources, especially in the HR division, which has been 
specially prepared by specialists to handle recruitment and selection matters. So that the 
assessment center process tends to be carried out independently, even in some companies have 
developed their own measuring instruments using psychometric analysis with the parameters 
of the company's internal groups. Practical use of the Applicant Tracking System even though 
it becomes a new cost post, but if converted globally, it will actually help the level of efficiency 
and effectiveness of the selection recruitment process (Gagua, 2015). ATS software will 
directly minimize the use of personnel costs that carry out the recruitment and selection process 
(Issn & Issn, 2014). 

The highest difference is very noticeable in C (trade) companies.  If calculated with the 
same formula, namely with cost per hire (CPH). The costs incurred for the hiring process are 
very low compared to other companies. The results of the traingulation conducted with 
interviews in the HR division of the object company explained that the majority of the average 
workforce needs are non-skilled in the sales department, so the expenditure on post-recruitment 
selection tends to be low. The administration and screening process is relatively simpler and 
shorter, the most important thing is that the candidate has experience in the field of sales and 
the interview model has also gone to the sales experience capability that the candidate has done 
before. This condition certainly has consequences, in company C it is said to have a high turn 
over  level, this condition certainly confirms that the lack of measurement treatment during the 
selection recruitment process will increasingly cause bias in the hr competency picture (JOSE, 
2019), so that when employees are already in the work process there is a tendency to imbalance 
between competence, character, and positioning  on his job responsibilities. From this condition 
comes one preliminary conclusion that the quality of the recruitment and selection process will 
also determine the quality of employees when they have occupied their positions. 

The reflection of the data discussed in the previous paragraphwill illustrate in the 
perspective of selection recruitment costs based on the assumption of calculating the cost per 
hire  formulation without taking into account the consequences and strategic objectives of other 
selection recruitment, so that aspects that may arise as a result of each strategy are not taken 
into account. So that the recommendations for the development of this research to be more 
comprehensive also include the implications and consequences of each selection recruitment 
strategy developed in each company. 

 
CONCLUSION 

The results of the comparison of 5 different company areas show that there is a GAP that 
arises both in terms of cost allocation and strategies for obtaining candidates in the selection 
recruitment process. Companies with a major intention on the needs of specialist candidates 
will seek a more comprehensive and costly selection recruitment process but the value 
implications are  more positive with the show that the turnover value  is relatively lower. As for 
companies that run short-term contract systems such as manufacturing and trading companies 
tend to use different strategies, they maximize internal performance to carry out the selection 
recruitment process in the hope of minimizing the use of costs, but the implications are likely 
to increase turnover levels . This condition will be a preventive and strategic input for business 
implementers to be able to collaborate between the achievement of cost performance at the 
point of efficiency and effectiveness but with good quality of selection recruitment results as 
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well, of course with relatively lower benchmarks of productivity, development and turnover  
value. The formulation of recruitment calculations using  cost per hire can be one of the 
proportional media for companies to control as well as reference to achieve quality selection 
recruitment implementation, both in terms of cost performance and impact. 

Recommendations for companies to be able to map and plan recruitment strategies on 
target by taking into account cost performance and desired results. So that the allocation issued 
is balanced with the results obtained. The results of this study can simply give an idea that the 
allocation of selection recruitment costs can also be strategic information for companies in 
calculating one of the elements of strategy effectiveness and efficiency. However, the results of 
this research are still very simple so that there is still a lot of need for development in terms of 
company quantity, cost indicators or classification, and more detailed calculations using more 
comprehensive formulations in order to provide a broader picture. 
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