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MANAGEMENT | RESEARCH ARTICLE

Human capital planning of universities in Ghana: 
A comparative analysis of the University of Cape 
Coast and University of Education, Winneba
Justice K.G Agyenim Boateng1, Daishonin Baah-Koranteng2, John Linscell Yen3, 
Emmanuel Asafo-Adjei4,5* and Anokye M. Adam4

Abstract:  The study was conducted on universities in Ghana because of the 
challenges of the increase in talent shortfalls, reduction in their aptitude to forecast 
future talent needs and a surge in the risk of being overstaffed or understaffed, and 
the presence of an inappropriate mix of the skills they need to develop the human 
capital. It enjoins universities to develop effective human capital planning systems. 
However, it is yet known how universities in Ghana in particular plan their human 
capital requirements. Particularly, the status of the present human capital in uni-
versities in Ghana based on differences among universities for achieving the 
objectives of human capital planning has not been researched. Hence, the study 
investigated the status of human capital planning (HCP) at the University of Cape 
Coast (UCC) and the University of Education, Winneba (UEW), both in the Central 
Region of Ghana. A descriptive design and quantitative approach with a stratified 
sampling technique were employed for a sample of 138 senior members in both 
academic and non-academic fields for the study out of which 106 responded to 
a structured questionnaire. The Mann–Whitney U test was used as the estimation 
technique. We revealed that there are no significant differences between the two 
institutions as the emphasis placed on the various factors of the HCP process was 
similar in both institutions. We recommend that more concerted efforts should be 
made towards HCP in UCC and UEW to enhance productivity and institutional 
growth.

Subjects: Employment Relations; Human Resource Development; Organizational Studies; 
Management Education; 

Keywords: planning; analysing; organising; directing; monitoring; university staff; senior 
members; test of differences

1. Introduction
In today’s complex, competitive, and rapidly changing global and local work and market environ-
ments, human resources are the key assets of organisations in their bid to survive, succeed, and 
gain sustainable competitive advantages (Alfawaire & Atan, 2021). Human resources are the most 
valuable assets of most organisations in modern times (Collings et al., 2021). Most organisations’ 
competitiveness in a hyper-competitive environment is based on the competitiveness of their 
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human resources. There is a vast store of knowledge hidden in organisations’ individual and 
collective human resources, the discovery and extraction of which can be leveraged as solutions 
in solving critical business problems (Chen et al., 2022). Human capital is the economic terminol-
ogy referring to these knowledge, skills, capabilities, and creativity hidden in an organisation’s 
people that help it create knowledge capital which is valuable in organisational success. This 
implies that human capital includes the education, skills, and problem-solving abilities that enable 
individuals to be productive in organisations.

Human capital plays critical roles in productivity and profitability of organisations in today’s 
increasingly complex and competitive environment (Hamadamin & Atan, 2019). It has long been 
recognized as a significant factor influencing individual productivity (Becker, 1964) and is increas-
ingly being recognized as a critical factor driving corporate competitiveness. It has been recog-
nised to influence productivity and organisational performance and is believed to create far- 
reaching value-addition and competitive advantages to entities. The role human capital plays in 
helping meet business strategy and organisational outcomes by serving as a competitive advan-
tage of organisations over their competitor makes it very crucial. According to Zula and Chermack 
(2008), “the importance of organisational planning and the allocation and linkage of human 
resources to business strategy has led to increased demand for intangible asset research, including 
human capital planning (HCP)” (p.7).

In today’s increasingly natural resource-constrained world, human capital is increasingly being 
leveraged by countries to enhance productivity and performance. Human capital is a competitive tool 
that can help deliver productivity gains and lead to higher economic growth and development (Padi 
et al., 2022). Land was the main source of competitive advantage and wealth in agricultural societies. 
Capital and machinery were the main source of competitive advantage and wealth in industrial 
societies.

Currently, human resources are the main sources of competitive advantage given that we are 
now in a global knowledge economy. Human capital is the key contributor to economic develop-
ment (Iftikar et al., 2022). Human capital that is developed is an asset in the endeavour to move 
a country’s growth forward. Thus, in today’s global knowledge economy, a nation’s competitive-
ness is not determined by the quantity of natural resources or its accumulation of capital assets 
but by the quality of human capital that is shaping its development (Al Shbail et al., 2022). Without 
human capital, the productivity and competitiveness of nations will be hampered as other 
resources contribute less to productivity and growth.

Since it is being argued that national competitiveness in today’s global knowledge economy 
depends on knowledge, many countries are moving quickly from production-based economies to 
knowledge-based economies (Bafarasat & Oliveira, 2021). This involves the comprehensive devel-
opment of their human capital. In a globalized economy, the development of a nation’s human 
capital is premised on the notion that the benefits of globalisation accrue to countries with 
specialized human capital. This explains why countries with good levels of education have been 
growing and developing more than those with poor levels of education. Human capital planning 
through education is a process of increasing a nation’s human capital stock.

In a knowledge-based global economy, countries are no more relying on their capacity to 
produce knowledge-based goods but are depending more on their capacity to produce knowledge 
through research and development (R&D). Hence, most countries in the world place greater value 
and accord higher priority to higher education institutions (HEIs) including universities, as they are 
the major institutions providing human capital required for the production and distribution of 
knowledge for competitiveness. Human capital development is the essential business of univer-
sities. Pollock and Cornford (2004) state that:
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University is thought of as a band of scholars coming together in pursuit and dissemination 
of knowledge, governed by a more or less collegiate model of organisation, based around 
a complex structure of committees and with a high degree of individual and departmental 
autonomy. (p.136) 

Universities have the primary mandate of developing human capital through generating new 
ideas, teaching, research, dissemination, and application of knowledge in concert with users. 
They are arenas for the development of exceptional human capital, which is required for bringing 
new and enhanced solutions to market, including enhancing individual, company, and nation 
productivity and performance. However, fulfilling this mandate requires that universities them-
selves consistently and continuously engage in HCP.

With knowledge as the driving force in a rapidly changing global economy and with countries 
seeking to achieve global competitiveness, most nations consider investing in the development of 
human capital to be very crucial. Although, the development of human capital of a nation is 
a costly investment, it is believed that it delivers rich dividends in the long term. Human capital, 
more than physical and financial assets, is thought to contribute to the development and the 
growth of countries at most times. Thus, expenditure on training, health, development, and 
support of human resources is seen as investments, rather than expenses.

Human capital development systems need to be formulated and made effective if they are to 
help develop the human capital that will make developing nations competitive globally. This 
requires that universities in developing countries develop effective HCP systems. These will enable 
them to identify their human capital needs and invest in their employees to ensure they have 
knowledge, skills, and competencies needed for them to work effectively. A designed and executed 
human capital plan can be the distinguishing blueprint to help universities in creating the work-
force necessary for the development of human capital needed by organisations and the country.

Empirical studies have been performed on the importance of human capital development which 
enjoins effective HCP in Ghana (Akrono, 2019; Anowuo, 2021; Baah-Boateng, 2013) and elsewhere 
(Aviso et al., 2019; Chaudhry & Roomi, 2010; Ferreira & Franco, 2020; Khasawneh, 2011; Krieg et al.,  
2022). None of these studies have investigated the differences in HCP among universities. Also, 
little is known about HCP in universities in Ghana. The status of the present human capital in 
universities in Ghana based on differences among universities for achieving the objectives of 
human capital planning has not been researched. Therefore, there is a need to research the status 
of HCP in universities in Ghana. This is important because although HCP has remained a topical 
issue in today’s marketplace as well as in academia, little academic work has been conducted 
regarding HCP. We seek to provide answers to one main research question: what are the differ-
ences in the levels of HCP between universities in Ghana?

In Ghana, research is far behind practice as no research has been conducted on HCP among 
Ghanaian universities. Thus, this study seeks to fill the gap by investigating the differences in HCP 
between two universities in Ghana, namely, the UCC and the UEW. The interest in the two public 
universities is mainly because they have a common motive to train graduate professional teachers 
for basic and second-cycle schools, unlike other universities in Ghana. Other reasons include the 
familiarity of these educational environments to facilitate responsible and transparent research 
outcomes and the fact that the two universities play leading roles in the country’s drive to produce 
scholars whose knowledge would be fully responsive to the realities and requirements of con-
temporary life in Ghana and the West African sub-region. In addition, they have a common motive 
to strengthen their educational and leadership sector which are all needed to facilitate effective 
comparison.

The unique contribution of this study to the empirical literature is the examination of the 
differences in HCP levels between two universities to determine the pattern of departure or 
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similarities in their human capital level. We find interesting outcomes to indicate that there were 
no significant differences between the two institutions as the emphasis placed on the various 
factors of the HCP process was similar in both institutions.

The study is organised as follows. The next part of this section is the literature review, followed 
by an outline of how the study was conducted. Then, we present the results and discuss the 
outcomes before drawing the conclusions and implications of the study.

2. Literature review

2.1. Theoretical underpinnings

2.1.1. Human capital theory 
Human capital is a form of investment by individuals and organisations in education and training 
up to the point where the returns in extra income are equal to the costs of participating in 
education (Becker, 1964). Human capital analysis starts with the assumption that individuals 
decide on their education, training, medical care, and other additions to knowledge and health 
by weighing the benefits and costs (Sima et al., 2020; Sundram et al., 2020). Benefits include non- 
monetary gains along with improvement in earnings and occupations, while costs usually depend 
mainly on the foregone value of the time spent on these investments.

Although human capital theory has suddenly gained ascendency in use in recent years, its roots 
can be traced to the field of macroeconomic development theory (Becker, 1964). In fact, the 
emergence of human capital thought can be traced to Adam Smith’s seminal book, The Wealth of 
Nations, published in 1776. This fundamental work laid the groundwork on which other works built 
on. In this significant piece of work, Adam Smith laid that the foundational thoughts were later 
formulated and expanded into the science and theory of human capital. Since then, human capital 
theory is regarded as a foremost theoretical basis underpinning human resource develop-
ment (HRD).

Human capital is a product of considered investments and it generates income (Habib et al.,  
2019; Kryscynski et al., 2021). Organizations derive economic benefit from investments in people 
(Mayer, 2021; Vale et al., 2022). People invest in themselves, through accumulation of human 
capital goods like education and productive knowledge to constitute stocks of human capital with 
the potential of increasing their market and non-market productivity. Human capital theory posits 
that organisations should protect core competencies through investment in training and develop-
ment assuming that people expect to receive compensation for their investments in human capital 
(Becker, 1964; Islam & Amin, 2021). The value of employees to the organisation is related to the 
uniqueness and value of their capabilities and skills (Alblooshi et al., 2021; Cetindamar Kozanoglu 
& Abedin, 2021).

Definitions of human capital reveal important themes and issues such as investment in acquired 
education, on-the-job training, and development which have a positive impact on productivity and 
wages (Hutahayan, 2020). There are numerous methods to improve human capital, which range 
from formal education to on-the-job learning (Abraham & Mallatt, 2022; Zhou et al., 2019). Thus, 
human capital theory can be used to explain investments in schooling, firm-provided training, 
vocational and technical education, and the benefits of informal on-the-job learning.

2.1.2. The screening theory 
Individuals may enhance their productivity through education and training initiatives at schools 
and then in the form of on-the-job training as defined by human capital theory. Though potential 
productivity increase through schooling, it is, however, not observed by employers at the time 
when individuals first entered the labour market. This is because the cost of defining and verifying 
employees’ performance by organisations is perceived to be prohibitively high (Kryscynski et al.,  
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2021; Miao et al., 2020). The perceived high cost of verification by organisations together with 
other shortfalls in the human capital theory has induced quite a few challenges that were not 
addressed by human capital theory.

The first challenge is that human capital theory was rooted in neoclassical economics and one of 
the neoclassical assumptions underpinning the human capital theory assumes that markets are in 
perfect competition with free entry and exit, and that information is perfect and access to it does 
not involve any cost. The reality is that all markets are in imperfect competition and the informa-
tion is asymmetric (Archer et al., 2022; Boateng et al., 2022; Nkrumah-Boadu et al., 2022; Obeng 
et al., 2022) such that economic agents often incur cost to access information regarding the labour 
market (Bradley et al., 2021; Graham et al., 2019). Because of these conditions, the proponents of 
the screening theory are of the view that the human capital theory did not address the question of 
how private information about potential employees’ productivity acquired through training and 
education be transmitted to potential hiring organisations so that the right people can be selected 
for the organisations.

Secondly, the human capital theory does not address the issue of whether a person would be 
more productive if he or she stayed in school longer. If so, how would one explain a slower learner 
who took more years to complete an education degree with higher investment and opportunity 
cost? Would this person be more productive, given the investment and cost made?

The third challenge is that there has not been any education or training production function that 
can be possibly specified in economic theory. Therefore, the productivity of learning is only 
theoretical at best. Human capital theory was derived mostly based on observed quantitative 
correlations between education levels and lifetime earnings profiles of individuals. Essentially, it 
treated the learning process as a black box and hypothesized that education and training could 
increase one’s future productivity (Zuboff, 2022).

The above challenges combined caused a problem for organisations operating in the real world 
with incomplete competition and information asymmetry, especially when they need to identify 
the right employees in the labour market. How do they know certain people will be productive and 
fit into their organisational goals once hired? These challenges among others constituted 
a research base for an alternative theory to be developed.

The screening theory is embedded in the ideals of the institutional school by Arrow (1973) and 
was developed as an alternative to human capital theory. The proponents argued that due to the 
nature of the market and its information imperfection, a better and heuristically superior explana-
tion must be geared to theories that can contain the unique institutional characteristics of the 
labour market. In the view of Sobel (1982) schooling may have the same apparent effect on 
earnings, either because the productivity linkage is a valid one or because it is the instrument 
through which the effect of some other background variables is transmitted or because it masks 
an intervening variable other than productivity. The latter argument provides the underlying basis 
for the screening theory.

Arrow (1973) formalized the hypothesis that education served as a credentialing process that 
signalled high innate productivity to organisations. From the organisational perspective, the 
screening theory considers hiring as investment under uncertainty. Among other information 
asymmetries, employers are not sure of the productive capabilities of a potential employee at 
the time of hiring. Nor will this information become available immediately after hiring. The 
individual may take time to learn on-the-job if specific training is required often. This implies 
that hiring is an investment decision under uncertainty.

To formalize the screening theory, Arrow (1973) proposed some extreme assumptions. Arrow 
proposed that higher education contributes in no way to superior economic performance; it 
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increases neither cognition nor socialization. Rather, higher education serves as a screening device, 
in that it sorts out individuals of differing abilities, thereby conveying information to the purchasers 
of labour. The theory considers the filtering role played by education to be a productivity adding 
role that conveys much-needed information by the economic agents in the markets. The simple 
reason is that productivity and ability of a potential employee is not publicly observable.

In screening models, education is assumed to act as a filter. In that, one’s successful completion 
of education signals higher levels of innate ability. Nevertheless, screening theory is often con-
trasted with human capital theory with respect to education and training-related investments. For 
potential employees, they use education to “signal” their productivity to employers. For employers, 
they “screen” and “filter” out potential employees with a minimum level of training and education 
credentials.

2.2. Empirical review
Anowuo (2021) examined the relationship between human capital and resources from the per-
spective of denominational institutions in Ghana. A sample of respondents were selected purpo-
sively who responded to a structured questionnaire. The study revealed a positive association 
between human capital and resources. Moreover, it was found that components of human capital 
such as education, training, and succession planning were significant predictors of resources.

In a study of small- and medium-sized tourism ventures in Ghana, Saffu et al. (2008) investi-
gated the contributions of human capital to tourism in Ghana. Data were analysed using descrip-
tive statistics such as such percentages, chi-square, and inferential statistics such as correlation. 
The results of the study revealed that indeed there was a positive significant association between 
entrepreneur’s education, experience, and performance.

In a study of the Pakistani textile sector, Chaudhry and Roomi (2010) investigated the develop-
ment of human capital in companies. The study was exploratory in nature because it was the first 
of its kind in the Pakistani manufacturing sector. The research study was done utilizing a self- 
administered postal questionnaire, and the data sample comprises 30 notable textile enterprises 
in Pakistan. The findings revealed a link amid investment in human capital planning and the 
benefits that organizations might derive from such efforts. It was also discovered that companies 
that spend in training and development programs had higher staff productivity, which leads to 
higher organizational performance.

Khasawneh (2011) investigated HCP at higher education institutions as a strategic human 
capital planning initiative in Jordan. A questionnaire created by Zula and Chermack (2008) was 
used to collect data. Descriptive statistics like means and standard deviations, as well as inferential 
statistics like the t-test and analysis of variance, were used to investigate the data (ANOVA). 
According to the findings, there are no significant variations in judging the state of HCP based 
on participant gender or university affiliation. However, only on the planning and monitoring 
dimensions were substantial variations found based on the type of post in favour of department 
chairmen.

Few studies have also investigated human capital planning, specifically in Ghanaian universities 
(Akrono, 2019; Baah-Boateng, 2013). For instance, Baah-Boateng (2013) investigated the need for 
human capital planning for economic transformation in Africa. Education was found to be 
a dominant factor required to facilitate economic transformation. The study recommended that 
there should be operative association between educational institutions to take up measures to 
minimise brain drain which hinders the host nation’s human capital planning base.

In addition, Akrono (2019) examined the allocation of human capital strategies in a number of 
Ghanaian universities. Data was collected with the aid of an interview guide and documentary 
analysis. It was found that support from top management and resource allocation depict a direct 
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relationship with human capital planning strategy allocation. The study advocated that public 
universities must diversify their mode of income generation to resource the allocation of their 
human capital planning. This was because of funding inadequacies that were prevalent among the 
selected universities.

A critical examination of the above studies provides that human capital is prevalent in corporate 
bodies with less emphasis on universities, especially in Ghana. In addition, few or no studies in 
Ghana have investigated the HCP requirements of Ghanaian universities. This is to say, it is yet 
known how universities in Ghana in particular plan their human capital requirements. More 
investigations are therefore needed to probe into the Ghanaian universities’ HCP requirements. 
The performance of HCP as well as the differences between them is pertinent to facilitate sound 
and more concerted efforts towards the ushering of good HCP policies among universities in 
Ghana.

3. Materials and methods

3.1. Research design and approach
The study employed the descriptive research design and quantitative research approach. The 
adopted design and approach are appropriate because the study seeks to objectively assess 
differences in the level of HCP between two universities.

3.2. Population and sample analysis
The population of the study comprises all senior members who are in administrative positions at 
UCC and UEW. The Universities of Cape Coast (UCC) and Education, Winneba (UEW), stand out 
among other universities in Ghana, due to their joint goal of developing graduate professional 
teachers for basic, secondary schools and teacher training schools. One distinguishing feature that 
makes them stand out is their shared emphasis on teacher education. The preparation of educa-
tors with the information, abilities, and competencies required to succeed in their teaching 
professions is a priority at both universities. With a focus on pedagogy, classroom management, 
and subject-specific instruction, the curricula at UCC and UEW are specifically created to educate 
teachers about the needs and challenges of the education sector.

Future teachers can take advantage of specialized courses, and over 36 education programs 
offered by each university with UEW having the greatest number of education programmes in 
Ghana. In addition to other crucial elements of successful teaching, these programs explore 
educational theories, instructional practices, evaluation techniques, and educational psychology. 
The professors at both universities frequently have doctorates in education, and they contribute 
a wealth of expertise and knowledge to teacher preparation. This knowledge guarantees that 
aspiring teachers receive high-quality instruction and mentoring, so they can succeed in their field.

The teacher preparation programs at UCC and UEW include practicum and teaching practice as 
essential elements. Through teaching practice and field placements, colleges offer numerous 
possibilities for teacher candidates to obtain hands-on experience in authentic classroom situa-
tions. Under the direction of seasoned educators, these experiences allow aspiring teachers to put 
their theoretical knowledge into practice and hone their teaching skills. To guarantee that its 
teacher candidates receive practical instruction and mentoring, UCC and UEW work closely with 
over 40 senior high schools and about 30 Primary schools in the Central Region and several other 
schools in other regions in Ghana.

There are several advantages to UCC and UEW’s geographic position in Ghana’s Central Region. 
By putting basic and secondary schools in the area closer by, it makes it easier for universities and 
the neighbourhood educational system to interact and collaborate. Universities are adept at 
organizing teaching practice placements and cooperating with educational institutions on out-
reach and research projects. The institutions’ connections to the neighbourhood’s educational 
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ecosystem are strengthened by their proximity to the region about 92 km apart, which also helps 
the Central Region’s educational system grow and flourish.

Additionally, UCC and UEW significantly contribute to addressing the Central Region’s need for 
competent teachers. They directly affect the level of education in the area and beyond. UCC and 
UEW improve Ghana’s overall educational system and the Central Region’s educational growth by 
generating trained graduate professional teachers. They have a special regional effect and recog-
nition because of their dedication to teacher education and their location in the Central Region. 
Each university graduates over 10,000 teachers every year relative to other universities.

These and many more factors are considered to enhance the effective comparison of outcomes. 
Other reasons could be that the universities play leading roles in the country’s drive to produce 
scholars whose knowledge would be fully responsive to the realities and requirements of con-
temporary life in Ghana and the West African sub-region. In addition, the interest in the two 
universities hinges on the fact of familiarity with these educational environments to facilitate 
responsible and transparent research outcomes. As provided by prior literature on primary studies, 
the researcher needs to be familiar with the environment within which the research is conducted 
to improve the outcome of the study.

Hence, selecting the two public universities with a common motive to strengthen their educational 
and leadership sectors provides an ideal basis for effective comparison. The similarities in objectives, 
academic programs, and institutional frameworks allow for meaningful analysis and evaluation of their 
approaches, practices, and outcomes. This comparison can shed light on areas of success, challenges, 
best practices, and areas for improvement, benefiting not only the universities involved but also policy-
makers, educators, and researchers interested in educational and leadership development.

The category of staff consists of both teaching staff (the Deans of Faculties/Schools, Directors of 
Centres, Institutes and Heads of Departments) and non-teaching staff (Junior and Assistant 
Registrars, Senior Assistant Registrars and Deputy Registrars). The Vice-Deans were not included 
because almost all of them were heads of departments. The justification for selecting these 
participants was due to their involvement in HCP in the various faculties, departments, institutes, 
centres, sections, and units that together make up the overall university management team. The 
population size of the study was 215. The distribution of the population and sample for the study 
for each university is shown in Table 1.

A confidence level of 95%, margin of error of 5% was used based on the Krejcie and Morgan (1970) 
sample size determination table. Many academics are of the notion that the larger the sample size, the 
less likely it is that sampling errors will arise. From the above discourse, with a population size of 215, 
the minimum sample size which is 138 was considered appropriate for the study.

Having determined the sample size for the study, the stratified sampling technique was employed. 
The population was then grouped into two main groups, namely, the teaching and non-teaching groups. 
The stratification was utilized because it ensured that the sample was representative of the qualities that 
were used to create the strata. It also results in a smaller standard error or variability, which reduces the 
standard error. Table 1 shows the distribution of the population and sample of the study.
3.3. Data collection and pilot testing
A structured questionnaire was used because it allows for unbiased data because respondents’ 
responses are delivered with little intervention from the researcher. To collect data, the research-
ers used the HCP (HCP) instrument developed by Zula (2007) and later published by Zula and 
Chermack (2008). HCP entails human resource recruitment, selection, allocation, and retention, all 
of which are tied to the organization’s plans, goals, and objectives (Zula, 2007). The instrument 
was broken down into two sections. The first section of the instrument collected data on respon-
dents’ demographic factors, such as gender, age, job title, and duration of service at the institution.
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The HCP instrument by Zula (2007) was included in the second half of the instrument. Zula 
(2007) created the first instrument based on a review of related literature and consultation with 
a panel of subject matter experts (SMEs). The individual items under each of the phases of the 
instrument were developed based on the six factors in the model by Zula (2007).

In summary, the SME panel utilized in the instrument design and creation resulted in five 
dimensions and 38 items for human capital planning. These dimensions and items created the 
survey which was used in the pilot study to determine initial validity and reliability. Thirty-eight 
items were distributed over the five dimensions as follows: planning (15 items), analysing (8 items), 
organizing (4 items), directing (5 items), and monitoring (6 items). Having adapted the data 
collection instrument, there was the need to delete some of the items under the planning phase 
and change the wording of some of the items without changing their meaning. This resulted in 
reducing the number of items from 38 to 34. Figure 1 shows the distribution of the items under the 
various phases of human capital planning based on the model by Zula (2007).

Responses to the scale were measured on a 5-point summated rating scale where 5 indicates 
strong agreement and 1 indicates weak agreement. The field work helped the researcher to 
establish the context of the responses. One challenge the researcher faced on the field was getting 
the respondents to fill the questionnaires on time. Initially, respondents were reluctant to answer 
them. However, after persistent appeals, some answered and returned them. The response rate for 
the study was approximately 77% (see Table 2). The return rate was high.

According to Zula and Chermack (2008), the adopted questionnaire was pilot tested with 100 
participants and sample of 49 human resource management and development professionals 
which yielded an overall reliability coefficient of 0.91 and 0.94, respectively, when it was first 
designed. However, to ensure the reliability of the results of the study and also due to the change 
of the environment, the questionnaire was pilot tested at the University of Development Studies 
(UDS) in the Northern Region of Ghana before the main data collection. Saunders et al. (2019) are 
of view that for pilot-testing, a minimum sample size of ten respondents is justifiable. Therefore, 20 
respondents were randomly selected for the pilot testing.

The Cronbach's alpha coefficient, which is a measure of internal consistency, was used to ascertain the 
reliability of the data. The standards used to judge the quality of the scales are as follows: 0.80–1.00, 
exemplary reliability; 0.70–0.79, extensive reliability; 0.60–0.69, moderate reliability; and 0.60, minimal 
reliability. Recent studies such as Amoako et al. (2023), Asafo-Adjei et al. (2023), Bossman and Agyei 
(2022), Ekolu and Quainoo (2019), Hamidu et al. (2023), Hamidu, Issau et al. (2023), Tzivinikou et al. 
(2021) have also indicated that Cronbach's alpha coefficient of 0.60 and 0.70 or more, respectively, are 
reliable. The Cronbach's alpha coefficients are summarised in Table 3 and considered to be ideal. 

3.4. Estimation technique
To address the research questions, the data was filtered to remove any irrelevant responses to be 
made ready for coding. After coding, responses from the questionnaire were entered and analysed 
using Predictive Analytics Software (PASW). In the analysis, the Mann–Whitney U Test was utilised 
to assess differences in the level of HCP between the two universities. 

4. Results and discussion
The Mann–Whitney U Test was used to test the difference between the Universities regarding the 
status of HCP. The discussions include interpretation of findings in reference to theories and 
findings of previous studies which serve as evidence to confirm or refute the results of the present 
study.
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4.1. Demographic characteristics of respondents
The first section of the questionnaire helped to obtain demographic information about the 
respondents. This information includes sex of respondents, category of staff, position or rank, 
length of experience, and age of respondents. The demographic characteristics gave an overview 
of the study population from which the sample was drawn. This helped bring context and 
understanding to the responses given. Table 4 shows the gender and category of staff in the 
sample.

It can be seen from Table 4 that of the 106 respondents sampled, approximately 52% were from 
the UCC, while 48% were from the UEW. Of the 55 respondents from UCC, the majority were males 

Items
Directing: 30, 31, 32 & 33
Monitoring: 34 & 42
Planning: 8Items

Planning: 9 & 10
Analyzing: 17, 20 & 

21

Items
Analyzing: 16
Organising: 24, 25 & 
27

Items
Monitoring: 37, 38, 

39, 40 & 41
Planning: 2 & 11

Items
Planning: 1, 4, 5, 6 

& 7
Items

Analyzing: 14, 15, 18, 19
Organizing: 26
Planning: 3

Human Capital Planning

Leadership Driven Approach to 
Planning

Current Organisational Status

Organisational Learning and Buy-
In

Integrating Organisational 
Competency Model

Systems for Measurement, 
Accountability & Feedback

Human Resource Capabilities & 
Capacities

Figure 1. The distribution of 
items based on the model pro-
posed by Zula (2007).

Table 2. Response rate of data collection exercise
Category of staff Institution

UEW UCC

No. Response rate No. Response rate
Teaching Staff 36 30(83%) 37 31(84%)

Non –Teaching Staff 31 21(68%) 34 24(71%)

Overall 67 51(76%) 71 55(77%)

Table 3. Reliability coefficients for the pilot testing of the instrument
Sections No. of items Sample size Cronbach alpha
Planning 11 10 0.907

Analysing 8 10 0.734

Organising 4 10 0.951

Directing 5 10 0.744

Monitoring 6 10 0.906
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(76.4%). Also, of the 51 respondents from UEW, the majority were males (80.4%). This indicates 
that the teaching and administrative staff of both universities are male-dominated. It means that 
fewer females work as staff in these Universities and are an indication of the gender gap in 
Ghana’s universities.

In both universities, there are two main categories of staff: (i) faculty, staff who are into teaching 
roles and (ii) administrative staff, those in non-teaching roles. The results in Table 6 show the 
majority of respondents are into teaching, 56% in UCC, and 59% in UEW than in non-teaching 
positions. Since universities are teaching and research institutions, it is not surprising that the 
majority of the staff of UCC and UEW sampled for this present study are into teaching. The results 
show that in each university, the non-teaching members constitute less than 45% of the staff. The 
data were disaggregated, and chi-square analysis was used to examine the category of staff with 
respect to gender as shown in Table 5.

From Table 5, the results indicate that there is a significant relationship (χ2 (1, N = 106) = 17.35, 
p-value <1%), between gender and category of staff in both universities. It can be observed from 
Table 8 that about 69% of males were staff in the teaching category while about 31% were staff in 
the non-teaching category. For the female category, only four of them representing 17% were staff 
in the teaching category, while approximately 83% were staff in the non-teaching category. This 
result suggests that the proportion of males in the teaching category differ to a large extent from 
the proportion of females in the same category.

4.2. Results
The research objective examined the differences in the HCP in UCC and UEW. The two Universities 
have some high degree of similarities regarding playing leading roles in the country’s drive to 
produce scholars whose knowledge would be fully responsive to the realities and requirement of 
contemporary life in today’s economy. Also, they have a common motive to strengthen their 
educational and leadership sector. However, due to differences in academic environment, the 
diverse nature of HCP and on the account of the descriptive status of HCP in both universities as 
revealed previously, it is expected that some levels of similarities and differences are ensued from 
the findings of this study.

Due to the small sample size of the study, the Mann–Whitney U test, a nonparametric test, was 
used to answer this objective. In presenting the result for this objective, the mean ranks and the 
actual test statistics were utilized with respect to the factors of HCP. The results on each of the 
factors are subsequently presented.

4.2.1. Differences in leadership-driven approach to planning in UCC and UEW 
The first aspect of the HCP has to do with the leadership-driven approach to planning in the two 
universities as displayed in Table 6. To assess the differences with respect to this factor based on 
institutions, Mann–Whitney U Test was conducted to ascertain the differences.

Table 4. Gender and category of staff of respondents
Demographics Response UCC (N=55) UEW (N=51)

Freq Percent Freq Percent
Gender Male 42 76.4 41 80.4

Female 13 23.6 10 19.4

Category of 
Staff

Teaching 31 56.4 30 58.8

Non-Teaching 24 43.6 21 41.8
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The results of the Mann–Whitney U test showed statistically insignificant difference between 
UCC and UEW with respect to all the items used to assess the factor and also the overall index of 
the factor (U = 1328.50, N1 = 55, N2 = 51, p > 0.05). The results suggest that emphasis is placed on 
each of the items. However, the overall index did not differ among the institutions. The results are 
shown in Table 6.

4.2.2. Differences in assessing current organisational status in UCC and UEW 
The second factor of the HCP model concerned assessments of the organisational status of the 
universities from Table 7. Consequently, seven items were used.

The test results showed that there is statistical difference with respect to the issue of the 
university analyzing and documenting the caliber of human and non-human requirement needed 
at the operational level of HCP (U = 1112.00, N1 = 55, N2 = 51, p = 0.05). The result suggests that the 
degree of emphasis by UEW was higher than that of UCC. However, the overall index of the factor 
did not differ significantly (U = 1220.50, N1 = 55, N2 = 51, p = 0.25). The results suggest that the 
views of the respondents in two institutions in the study were similar, see Table 7.

4.2.3. Differences in systems for measurement, accountability, and feedback 
The study also examined the systems for measurement, accountability, and feedback in the two 
universities from Table 8. It was observed that respondents in both institutions ranked the various 
items used differently.

The Mann–Whitney U Test showed that all the seven items used did not show any statistical 
difference among the respondents in both institutions (U = 1222.50, N1 = 55, N2 = 51, p = 0.25). The 
result suggests that respondents have similar views of all the items used in the study from Table 8.

4.2.4. Differences in organisational learning and buy-in in UCC and UEW 
The fourth factor of the HCP model which has to do with the assessment of organisational learning 
and buy-in in both universities was examined. Six items were subsequently employed as shown in 
Table 9.

The Mann–Whitney U Test conducted revealed that there was a significant difference between 
respondents in UCC and UEW regarding the issue that the university ensures that the learning 

Table 5. Cross tabulation of gender and category of staff in the university
Category of staff

Gender Staff (teaching) Staff 
(non-teaching)

Total

Male Count 57 26 83

% within Gender 68.7% 31.3% 100.0%

% within Category 
of Staff

93.4% 57.8% 78.3%

Female Count 4 19 23

% within Gender 17.4% 82.6% 100.0%

% within Category 
of Staff

6.6% 42.2% 21.7%

Total Count 61 45 106

% within Gender 57.5% 42.5% 100.0%

% within Category 
of Staff

100.0% 100.0% 100.0%

% of Total 57.5% 42.5% 100.0%
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strategies of the organisation are linked to the behavioural level of the competency models and 
performance (U = 1052.50, N1 = 55, N2 = 51, p = 0.02). The rest of the variables did not show any 
statistical significance including the overall indicator. The result is shown in Table 9.

4.2.5. Differences in assessment of integration of organisational competency 
The fifth factor of the HCP model which has to do with the assessment of integration of organisa-
tional competency in both universities is examined in Table 10.

The result of the Mann–Whitney U Test in Table 10 depicts statistically significant difference 
between UCC and UEW with respect to the following variables of the integration of organisational 
competency factor: the university always ensures that its performance management system is 
integrated with the competency models or job description (U = 1053.0, N1 = 55, N2 = 51, p = 0.02), 
and also, the university has established methods to assess employees’ current competences 
against the requirements for future competency at a higher level of responsibility (U = 1055.10, 
N1 = 55, N2 = 51, p = 0.04). The result suggests that UEW places emphasis on the two indicators 
above than UCC. However, the overall indicator did not show statistically significant difference 
between UCC and UEW. The result is depicted in Table 10.

4.3. Discussion
Generally, the study did not find significant differences between HCP in both universities, except for 
a few individual items. This signifies that the two universities uphold the requirements of HCP 
similarly. As a result, any policy interventions to be instituted by individual universities on grounds 
of HCP can be interdependent from the perspective of both universities. That is, both universities 
can learn from each other’s policies as a reference point for future HCP requirements despite their 
peculiar needs. Findings from this study can also give insights into other related educational 
institutions for decision-making on HCP. The importance of human capital development which 
enjoins effective HCP is supported by other related studies conducted in Ghana (Akrono, 2019; 

Table 6. Mann–Whitney Test for leadership-driven approach to planning by the institutions
Leadership-driven 

approach to planning
Test statistic

U statistic Z P-value
The university’s 
leadership and 
employees are versed in 
HCP process.

1356.00 −0.37 0.71

The university has 
established clear goals 
and objectives to guide 
HCP effort

1382.50 −0.13 0.90

The university has been 
able to garner external 
support for HCP.

1371.50 −0.20 0.84

The university has made 
a clear case for the 
implementation of HCP, 
including clarifying the 
benefit of human capital 
plan to the university

1338.00 −0.43 0.67

The university has 
assessed management 
as well as employee 
capacity to carry through 
human capital plan.

1182.50 −1.44 0.15

Overall 1328.50 −0.47 0.64
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Anowuo, 2021; Baah-Boateng, 2013) and elsewhere (Aviso et al., 2019; Chaudhry & Roomi, 2010; 
Ferreira & Franco, 2020; Khasawneh, 2011; Krieg et al., 2022).

We discussed issues in accordance with the human capital theory, such as investments in 
education, on-the-job training, and development, which have a beneficial effect on productivity. 
In this way, investments in education, company-provided training, vocational and technical edu-
cation, and the advantages of informal on-the-job learning may all be explained by the concept of 
human capital (Malik & Nicholson, 2020; Xia et al., 2022; Zhou et al., 2019). Institutions that focus 
on the development of human capital through education, as a result, have similar perceptions of 
the requirements for human capital planning, such as a leadership-driven approach to planning, 
the state of the organisation today, systems for measurement, accountability, and feedback, 
organisational learning and buy-in, and integration of organisational competency.

The prominence of a leadership-driven approach to HCP in the assessed institutions suggests 
that strong leadership and commitment to human capital development are important. This out-
come implies that universities in Ghana, as well as other institutions in the West African and 
African context, should place emphasis on effective leadership and provide support and resources 
to leaders to drive HCP initiatives. Also, the assessment of organisational status as a factor of HCP 

Table 7. Mann–Whitney Test for Current organisational status by the institutions
Current 
organisational status

Test statistic

U statistic Z P-value
Existing sources of 
relevant job and worker 
data have been 
discovered by the 
institution.

1380.00 −0.15 0.88

The institution makes 
every effort to make its 
present strategies and 
strategic plan obvious.

1309.50 −0.62 0.53

At the operational level of 
HCP, the university 
carefully examines and 
documents the caliber of 
human (talent and 
capacity) and non- 
human (systems) 
requirements.

1112.00 −1.94 0.05

Internal competency to 
design and administer 
training and 
development programs is 
always assessed by the 
University.

1291.50 −0.73 0.46

The university constantly 
evaluates the external 
labour market in order to 
find talent to match the 
organization’s goals.

1167.50 −1.55 0.12

Human resources 
(personnel) are adjusted 
and procured by the 
institution to meet the 
operational and tactical 
requirements of its 
organizational strategy.

1288.50 −0.75 0.45

Overall 1220.50 −1.16 0.25
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highlights the importance of comprehending the present state of HCP within universities. Broader 
Ghanaian universities can benefit from conducting similar assessments to detect areas of strength 
and areas that require enhancement. This practice can be widened to universities in other West 
African and African countries, enabling a more comprehensive understanding of the human capital 
landscape. Moreover, the evaluation’s emphasis on assessing systems for measurement, account-
ability, and feedback indicates the position of establishing robust mechanisms to monitor and 

Table 8. Mann–Whitney Test for systems for measurement, accountability, and feedback by 
the institutions
Systems for 
measurement, 
accountability, and 
feedback

Test statistic

U statistic Z P-value

The university has 
established standards 
(talent and performance) 
with similar institutions in 
the country.

1343.00 −0.39 0.70

The university assesses 
existing and desired 
performance in terms of 
recruitment, hiring, and 
retention.

1140.50 −1.73 0.08

At various phases of 
implementing the 
initiatives, the university 
establishes crucial 
performance measures.

1258.00 −0.95 0.34

The university has 
established and 
implemented 
a procedure for 
monitoring and 
measuring the action’s 
intended and unforeseen 
outcomes, as well as 
providing ongoing 
feedback.

1339.00 −0.43 0.67

The institution has set up 
a measurement system 
to track individual 
employee success and to 
find talent when it is 
needed.

1200.00 −1.33 0.18

The university has 
established methods for 
tracking and evaluating 
the results of the human 
capital effort, as well as 
comparing them on 
a regular and systematic 
basis to the 
organization’s 
measurable goals and 
objectives.

1122.50 −1.83 0.07

The institution has 
a policy in place to 
reward and promote 
personnel who contribute 
to the organization’s 
productivity and success.

1300.00 −0.67 0.51

Overall 1222.50 −1.14 0.25

Boateng et al., Cogent Business & Management (2023), 10: 2260117                                                                                                                                
https://doi.org/10.1080/23311975.2023.2260117

Page 16 of 21



evaluate the effectiveness of HCP. Ghanaian universities, as well as other universities in the region, 
can develop and implement systems that identify ongoing measurement, accountability, and 
feedback to enhance their human capital planning efforts.

Again, the assessment of organisational learning and buy-in as a factor of HCP implies that 
fostering a culture of continuous learning and obtaining buy-in from stakeholders is important. 
Ghanaian universities and other institutions in the region can enhance a culture of learning by 
encouraging professional development opportunities, knowledge sharing, and collaboration 
among faculty and staff. To end with, the evaluation of the integration of organisational compe-
tency suggests that universities should associate their human capital development efforts with the 
specific competencies needed to achieve their strategic goals. Ghanaian universities and other 
institutions in the West African and African context can focus on recognising the chief competen-
cies needed and integrating them into their HCP strategies, including recruitment, training, and 
performance evaluation processes.

Table 9. Mann–Whitney Test for organisational learning and buy-in by the institutions
Organisational 
learning and buy-in

Test statistic

U statistic Z P-value
The university has 
a developed and 
supported HRD/training 
and development system 
for human capital.

1154.00 −1.63 0.10

Leaders initiate and 
promote the notion of 
a learning organisation 
paradigm as a strategy to 
get employee buy-in and 
ownership in the HCP 
process.

1342.50 −0.40 0.69

The university ensures 
that the learning 
strategies of the 
organisation are linked to 
the behavioral level of 
the competency models 
and performance

1052.50 −2.35 0.02

The university has 
established 
organisational learning 
practices that encourage 
employees to engage in 
lifelong learning and 
contribute to 
organisational strategies

1318.50 −0.55 0.58

The university has a clear 
policy to reward 
employees who take 
additional training and 
education programmes 
for their curiosity and 
interest in learning

1393.50 −0.06 0.95

The university has 
established an annual 
report, which includes the 
knowledge assets that 
the organisation is 
endowed with.

1398.50 −0.03 0.98

Overall 1316.00 −0.55 0.58
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As proposed by Arrow (1973) that higher education serves as a screening device, in that it sorts 
out individuals of differing abilities, thereby conveying information to the purchasers of labour. 
According to the theory, education’s filtering function boosts productivity by providing economic 
agents with crucial knowledge. The straightforward explanation is that a potential employee’s 
productivity and aptitude cannot be seen in the open. Yet, organisations can readily and for free 
access credentials, degrees, and other similar information. This is important in academic settings 
where staff members hold academic advancement in high regard. Education is supposed to 
operate as a filter that in this situation influences to some extent a comparable responsiveness 
to human capital planning challenges since one’s successful completion of education signals 
higher levels of innate ability.

5. Conclusion and implications
The study investigated HCP in UCC and UEW. To accomplish this purpose, a comparative evaluation 
of HCP in the UCC and UEW was performed. The Mann–Whitney U Test was employed to execute 
the research objective. The comparative evaluation of the HCP in both institutions revealed no 
significant difference in terms of the emphasis on the various factors of HCP in both institutions. 
This outcome implies that universities in Ghana and similar other institutions in the West African 
and African context do not exhibit significant distinction concerning factors such as leadership- 
driven approach to planning; assessments of the organisational status, assessment of systems for 

Table 10. Mann–Whitney Test for integration of organisational competency model by the 
institutions
Integration of 
organisational 
competency model

Test statistic

U statistic Z P-value

The university has 
developed current 
competency models for 
all prospective 
employees/groups 
targeted.

1181.00 −1.46 0.15

The university always 
updates and ensures 
accuracy of all job 
descriptions

1135.50 −1.75 0.08

The university always 
creates future-oriented 
competency models that 
are aligned with its 
strategic plan to realize 
and implement its 
strategies in the future.

1219.50 −1.22 0.22

The university has always 
established methods to 
assess employees’ 
current competencies 
against the requirements 
for future competencies 
at a higher level of 
responsibility.

1085.00 −2.10 0.04

The university always 
ensures that the 
organisation’s 
performance 
management system is 
integrated with the 
competency models and/ 
or job descriptions

1053.00 −2.32 0.02

Overall 1133.50 −1.71 0.08
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measurement, accountability, and feedback, assessment of organisational learning and buy-in, 
and assessment of integration of organisational competency, and are in response to the human 
capital and screening theories in educational environments.

The study finds implications for practice at broader Ghanaian universities, the West African region, 
and Africa are implied by the evaluation of HCP in the assessed institutions in Ghana. These include the 
requirement for strong leadership and dedication to human capital development, conducting assess-
ments to comprehend the current state of HCP and pinpoint areas for improvement, establishing 
systems for measurement, accountability, and feedback, fostering a culture of continuous learning 
and stakeholder buy-in, and coordinating human capital development initiatives with the precise 
competencies necessary to meet strategic goals. By putting these implications into practice, univer-
sities may improve their HCP strategies and support the broader expansion and advancement of the 
higher education market in Ghana and throughout West Africa and Africa.

To strengthen internal leadership to improve HCP in both UCC and UEW, we present some 
relevant recommendations. We recommend that a monitoring and evaluation system should be 
instituted to monitor talent deficits and help improve their ability to forecast future talent needs 
through HCP practices. This will ensure the success of HCP as it will help determine the type of 
talent required to execute the strategy. Faculties or Schools, Institutes, Departments, and Units of 
the universities must submit to their Deans, Heads, and Directors their human capital needs and 
potential supply sources to help the universities do proper HCP for approval by the leadership. This 
is critical to properly execute the universities’ strategy. Since the proportion of males in the 
teaching category differ to a large extent from the proportion of females and high representation 
by teaching staff, findings from the study imply asymmetric policy dissemination of HCP with 
gender and category of staff in perspective.

The study was limited to two public universities, UCC and UEW. In this regard, differences were 
performed using the Mann–Whitney U Test for two categories of universities. Hence, further studies 
may consider an inquiry into the Strategies of HCP in other universities. Future studies that seek to 
assess the extent to which HCP varies among several universities can employ the One-Way ANOVA 
technique. It must also be noted that the selected universities in this study can be found in Ghana, 
and, therefore, a comparative analysis based on countries could not be ascertained. Considering 
the rise in globalisation, it is important to determine the extent to which universities across the 
globe differ in terms of their HCP practices for efficient international policy dissemination. Again, 
the study did not consider causal relationships among the study variables since the variables were 
better assessed descriptively rather than explanatorily. Additional variables can be employed to 
investigate their relationships with HCP strategies to reveal hidden outcomes. Other studies can 
balance and develop upon the outcomes of this HR-focused research, thereby providing a more 
thorough comprehension of education in Ghana.
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