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Abstract 
 
The objective of the study was to determine the extent to which the Kenyan National Social 
Security Fund (NSSF) had adopted the Human Capital Management (HCM) practices. The HCM 
practices that were explored include: resourcing, retention and flexibility strategies, talent 
management, learning and development, management succession planning, performance and 
reward management strategies.  
 
The study used the case study design that was based on a target population of 98 management 
staff in the human resource and administration department. A sample of forty eight (48) officers 
was selected. The sample included eight senior officers who were selected on the basis of their 
status and position in the said department, while the rest were selected through the stratified 
sampling technique. Data collection instruments used by the study were an interview guide and a 
questionnaire. However, a substantial amount of data was collected through documentary 
analysis. A response rate of 82.5% was achieved by the questionnaire technique, while six of the 
eight senior officers sampled were interviewed. Both content and quantitative analysis were used 
to analyze data which was then presented in frequency tables, bar graphs, percentages, rank 
ordering, and mean scores and standard deviation.  
 
Overall, the findings of the study indicate that the organization has implemented HCM practices, 
but to a negligible extent. Some of the HCM practices adopted by the organization include: 
enhancing the organization’s capacity through staff training and development; setting of clear 
performance standards; explaining its mission, vision, and values to employees; outsourcing of 
non- core activities; and flexibility of staff mortgage and car loan schemes. However, the rest of 
the practices have either not been adopted or are adopted to a negligible extent.  
 
 
The study suggests that there is need for further research particularly in the area of human capital 
measurement owing to the fact that, there is hardly any literature available on it.  
 
Key Words- Human capital management, competitive advantage, digital technology, digital 
economy, human capital advantage, intangible assets and human capital planning.  
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 Introduction 
 

Background of the Study 
 
The term `` human capital” was originated by Schultz (1961) who elaborated the concept in 1981 
by regarding all human abilities to be either innate or acquired. He further states that attributes 
which are valued and can be augmented by appropriate investment are human capital. Human 
Capital refers to the stock of productive skills and technical knowledge embodied in 
labour.Nalbantian et al (2004) defines human capital as the `` the stock of accumulated 
knowledge, skills, experience, creativity and other relevant work force attributes”Bontis et al 
(1999) holds that human capital represents the human factor in an organization; the combined 
intelligence, skills, expertise that gives an organization its distinctive character. He goes further 
to say that the human elements of an organization are those that are capable of learning, 
changing, innovating and providing the creative thrust if properly motivated ensuring the long 
term survival of the organization. 

 

Human Capital Management (HCM) has been described as a ‘paradigm shift’ from the traditional 
approach to human resource management (Kearns, 2005b).Human Capital Management is the 
process of acquiring, optimizing and retaining the best talent by implementing processes and systems 
matched to the organization`s underlying business objectives.HCM is an organization`s multi-
disciplined approach to optimizing the capabilities and performance of its employees. It is thus a 
critical new set of skills for leaders throughout the organization 
(http://www.humancapitalinstitute.org/hci-6th may, 2008).HCM thus points the way to achieving 
human capital advantage by highlighting where and how investments in people generate the highest 
returns. It ensures that HRM policies and practices are developed to attain this end. These policies 
include knowledge management, resourcing, talent management, performance management, learning 
and development programmes and reward and recognition processes.  
 
Today’s business environment is extremely complex and turbulent hence the race by businesses 
to gain and sustain competitive advantage. Digital age technology is rapidly changing where and 
how business is done and has created a new digital economy. As a result, new economy 
innovators have developed new business models, strategies and processes to try and cope with 
the changes. These new concepts have undoubtedly affected businesses on a global scale. Human 
capital must, therefore, be managed and deployed differently in the digital economy. The 
pressure for profitability to decrease the cost of production and increase revenues, fuels the need 
to leverage all of the sources of capital a company can access including human capital.   
 
For global market acceleration, businesses must respond to customer needs faster than ever with 
value-based products and services, while they struggle to maintain competitive advantage. By 
early 2000, there was growing awareness that it is people and the inspiration, knowledge, and 
creativity they bring to an organization which creates competitive advantage. 
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Barney (1991) proposes that sustainable competitive advantage is attained when a firm has a 
human resource pool that cannot be imitated or substituted by its rivals. Boxall (1996) refers to 
this situation as one that confers “human capital advantage”. Attracting superior talent and then 
stimulating employees to perform at peak levels has become absolutely necessary and is what 
competitive organizations are working to achieve.  
 
According to Jackson and Schuler (2000), a firm has competitive advantage when all or part of 
the market prefers the firm’s products and/ or services. The key to gaining competitive advantage 
is the willingness and ability of employees to share their knowledge, skills and attitudes in work 
processes.  
 
The resource-based view of a firm provides the necessary impetus to research in the strategic 
human capital management field. Scholars in this area argue that the human resource satisfies 
four conditions necessary to achieve sustainable competitive advantage: human resource is 
valuable, rare, and imperfectly imitable and has no substitute. Competitors can easily duplicate 
competitive advantage obtained via better technology and products, they suggest, but it is hard to 
duplicate competitive advantage gained through better management of people (Pfeffer (1994) 
and Lado and Wilson (1994). 

Statement of the Problem 
 
In today’s knowledge based-economy, brains have replaced brawn as the primary source of 
corporate wealth creation. As such, success or failure of any organization is dependent on the 
quality defined by knowledge, skills and abilities (KSA) and organizational fit of its employees - 
the human capital. Other things being equal, human capital is an important and often difficult-to-
duplicate source of competitive advantage. Capelli and Singh (1992) propose that competitive 
advantage arises from firm-specific valuable resources that are difficult to imitate. 

 
In the new economy, human capital is the foundation of value creation in an organization. 
According to Kaplan and Norton (1996), up to 85% of an organization’s value is based on 
intangible assets. This presents an interesting dilemma: the asset which is most important is the 
least understood, least prone to measurement and, hence, least susceptible to management. 
 
 
The National Social Security Fund has not been performing to the expectations of its 
stakeholders. For instance, in the performance ratings for Ministries and Parastatals, released in 
May 2008, NSSF emerged position 105 of the 166 Parastatals, reflecting a major drop from the 
previous year’s rating where it emerged position 66. This study has underscored the role of 
human capital management in improving organizational performance. It sought to determine 
human capital management practices at N.S.S.F, the extent to which the organization has 
adopted the practices, the challenges it faces, if any, in implementing the practices and the 
possible strategies that can be put in place to address the challenges. 
 
 
In Kenya, very few researches have focused on this area hence the knowledge gap that exists. 
Nafula (2005) conducted a survey on human capital practices among sugar companies in Kenya, 
with the objective of determining the extent to which the sugar companies had implemented the 
HCM practices. Her findings were that 40.6% of the sugar companies practised human capital 
management to a large extent, 12.5% to a moderate extent and 46.9% did not practice human 
capital management. 
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Previous case studies on the N.S.S.F focused on other different areas such as strategic responses 
to changes in the pension industry (Njeru, 2006), job satisfaction among employees at the 
N.S.S.F (Nyaga, 2007) and challenges that middle level managers face in implementing 
corporate strategies (Manyarky, 2006). None of these studies have focused on human capital 
management, hence the existence of a knowledge gap. This study has tried to bridge that 
knowledge gap.      

 

Objective of the Study 
 
The objective of the study was to determine the extent to which NSSF has adopted human capital 
management practices.  

Contributions of the Study 
 
The findings of this study will be of benefit to various stakeholders. 
 

a) Management of the N.S.S.F 
 
The findings of the study will help the Management at N.S.S.F in formulating policies 
regarding people management at the work place. 
 

b) Managers of other organizations 
 
The study will help managers to understand why HR strategies should be people oriented 
and how the strategies can be used to achieve sustainable competitive advantage. 
 

c) Employees 
 
Information on human capital will help employees come up with new framework for 
improving their individual contribution at the work place and heighten the sense of their 
strategic value in the organization. They will learn how to get the most out of work by 
managing their jobs and careers in a value-optimizing context. 
 

d) Scholars and Researchers 
 
The findings of the study will contribute to the body of knowledge for utilization by 
scholars and researchers. 

Research Design and Methodology 
 
Introduction 
 
This part of the research report covers the research design used in conducting the study, 
population of the study, sample size and the sampling procedure, data collection instruments and 
procedures, and data analysis techniques. 
 



 4

Research Design  
 
A case study design was used in conducting the study.  This design was chosen due to the fact 
that, an in depth investigation was necessary to fully determine the extent to which N.S.S.F had 
adopted human capital management practices.   

  
 
Population of the Study 
 
The target population of interest to the study consisted of all management staff (SF3 – SF10) in 
the Human Resource and Administration Department , who were  98 as shown in the table 1 next 
page:- 
 

 Table 1 Population of the Study 
Grade (SF) Population Size Percentage (%) 

SF 3 1 1.02% 
SF 4 3 3.06% 
SF 5 4 4.08% 
SF 6 10 10.2% 
SF 7 15 15.3% 
SF 8 22 22.4% 
SF 9 16 16.3% 

SF 10 27 28.5% 
TOTALS 98 100% 

  

Sample Size and Sampling Procedure 
 
In the study, eight interviewees were sampled on the basis of their status and positions in the 
Human Resource and Administration Department. They were the Human Resources and 
Administration Manager, Deputy Manager (Human Resource Services), Deputy Manager 
(Administrative Services), Deputy Manager (Procurement Services), Assistant Manager (Human 
Resource Services), Assistant Manager (Administrative Services), Assistant Manager 
(Procurement Services) and Assistant Manager (Training & Pensions).  

 
In addition, 40 officers - (45%) of staff in each grade from SF6 – SF10 in the department, were 
selected as respondents through the stratified sampling technique. The technique was found to be 
appropriate for this study because the target population was heterogeneous and, therefore, needed 
to be divided into relatively homogeneous groups (strata).    
The sample size was comprised 48 respondents as tabulated in Table 2:-  
 
          Table 2 Sample Size and Sampling Procedure 

 
Grade (SF) Population Size Sample Size 

(100% SF 3 - 5) 
(45% SF 6 - 10) 

SF 3 1 1 
SF 4 3 3 
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This table represents 48.9% of the target population. The sample was considered to be 
representative of the population, in consonance with Tuckman’s (1998) assertion that a sample 
size of 25% (i.e. quarter of the population) and above is representative and adequate for 
collecting reliable information, which is free from bias, provided that consideration is made on 
the distinct characteristics of the population.  

Characteristics of the Sample 

Response Rate 
 
Questionnaires were administered to 40 respondents and a response rate of 82.5% (33 
respondents) was achieved, which is considered to be adequate. In addition, 6 out of 8 senior 
managers who were sampled for interview availed themselves and were interviewed. A 
tabulation of the questionnaires distributed and returned per grade is presented in the table 3 . 

 
 
 
Table 3 Number of questionnaires distributed and returned 

Grade No. distributed No. returned % returned 
SF6 4 3 75 
SF7 7 5 71 
SF8 10 8 80 
 SF9 7 6 86 
SF10 12 11 92 

Totals 40 33 82.5 
 
According to the results shown in table 3, there was a response rate of 82.5% which is relatively 
high.This could probably be attributed to the self administered data collection instruments 
(questionnaire and interview guide) that were adopted in this study.                                                                                                                             

 

 Length of Service in the Organisation  
 
Respondents were asked to indicate their length of service in the organization. The findings are 
depicted in pie chart 1:- 

 
Pie chart 1 showing the respondents’ length of service 

SF 5 4 4 
SF 6 10 4 
SF 7 15 7 
SF 8 22 10 
SF 9 16 7 

SF 10 27 12 
TOTALS 98 48 
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 The pie chart above shows that 15 (45.5%) respondents had served the organisation for 
over 10 years, 13 (39.4%) respondents for 5-10 years and 5 (15.2%) respondents for 1-5 
years. 
 

Respondents’ Highest Level of Education  
 
Respondents were asked to indicate their highest level of education. The findings are presented 
in Table 4. 
 
 
 
 
 
 

Table 4 Level of Education 
Level of Education Frequency Percentage 

Degree and above 28 84.8 
Diploma 5 15.2 
Totals 33 100.0 

 
Table 4 shows that 28 (84.8%) respondents had attained degree level of education and above 
while 5 (15.2%) had attained diploma level. In addition, 31 (93.9%) had attained other additional 
qualifications besides degree and diploma. The additional qualifications include CPS I, II and III 
as well as public relations and marketing. 

 

 Data Collection 
 

The study collected primary data using an interview guide and a semi-structured questionnaire. A 
substantial amount of data was also collected through documentary analysis. Six senior managers 
in the department were interviewed whereas 33 officers in the grades SF6-SF10 responded to 
questionnaires. A Linkert scale with both nominal and ordinal measurement values was used on 
the questionnaire. The interview guide contained questions on human capital management 

45%

39%

15%

over 10 yrs

5-10 yrs

1-5 yrs
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practices, challenges of human capital management the organization was facing and ways in 
which the challenges were being addressed by the Management. The questionnaires were 
administered by the researcher.  
 
Data Analysis and Findings 

Introduction 
 
This chapter presents data analysis and findings of the study. The analysis was guided by the 
research objective mentioned earlier on. This section comprises: the analysis, extent of 
implementation of human capital management practices, and the challenges of human capital 
management. 

 

 Data Analysis 

  
This section presents the response rate of data collection, the respondent’s length of service and 
level of education. 
 

Extent of Implementation of Human Capital Management Practices 
 
Respondents were required to indicate the extent to which the organization had adopted human 
capital management practices. This section presents the analysis and findings on the same as 
follows:-  

 

 Attracting Talented People to the Organisation 
All the 33 (100%) respondents indicated that the organisation had attracted talented people. The 
extent to which this has been achieved is as presented in table 5:- 
 

Table 5 Extent of Attracting Talented People 
Extent Frequency Percentage 
Not at all 3 9.0 
Negligible extent 6 18.0 
Moderate extent 21 64.0 
Great extent 2 6.0 
Very great extent 1 3.0 
Total 33 100.0 

 
According to the results in Table 5, the organisation had attracted talented people, to a 
moderate extent. 

 Recruiting the Right Number of Talented Workforce 
 
Respondents were asked to indicate the extent to which the organization had recruited the right 
number of talented workforce. The findings are presented in Table 6:- 

. 
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Table 6 The extent of recruiting the right number of talented workforce 
Extent Frequency Percentage 
Not at all 1 3.0 
Negligible extent 2 6.0 
Moderate extent 28 84.8 
Great extent 1 3.0 
Very large extent 1 3.0 
Total 33 100 

 
 
According to the results in Table 6, the organisation had recruited the right number of talented 
work force, but to a moderate extent. 

Implementation of Retention Strategies 
 
The study sought to establish the extent to which the organization had embraced retention 
strategies in human capital planning. 
 
 The findings are presented in Table 7. 
 
Table 7 Extent of Implementation of Retention Strategies 

Retention 
Strategies 

Mean Std. 
deviation 

Rank 

Explaining the 
organisation’s 
mission, vision 
and values to 
employees. 

3.64 0.60 1st 

Equipping 
employees with 
competences  

3.48 0.62 2nd 

Setting clear 
performance 
standards 

3.15 0.62 3rd 

Execution of 
equitable pay 

2.24 0.61 4th 

Effective 
communication 
channels 

2.09 0.38 5th 

Reward and 
recognition 
practices 

2.06 0.43 6th 

Provision of 
career 
opportunities 

1.97 0.30 7th 
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Table 7 shows that the organization had, to a great extent made its mission, vision, and values 
known to its employees. This practice ranked first with a mean score of 3.64. It was followed by 
the practice of equipping employees with competences required to achieve expected performance 
standards, which had a mean score of 3.48. Next was the practice of setting clear performance 
standards, which had been implemented to a moderate extent, with a mean score of 3.15. The rest 
of the practices, that is, execution of equitable pay systems, effective communication channels, 
reward and recognition practices and provision of career opportunities to employees, were all 
shown to have been implemented to a negligible extent. They had mean scores of 2.24, 2.09, 
2.06 and 1.97, respectively. 
 

Practices that the Organisation needed to implement to Retain Talented People 
 
Respondents were asked to give their opinion on the practices the organisation needed to 
implement, so as to be able to retain talented people. The findings show that some of the 
practices the organization should implement are to provide career opportunities to staff, 
recognise good performance and extra-ordinary achievements by employees, improve on group 
cohesion through teamwork, implement performance related pay system, design jobs that 
maximise on skill variety, autonomy and feedback, formulate fair promotion policy/procedure, 
recruit employees from within the organization, reduce length of time taken in recruitment 
processes and avoid politics while recruiting employees. 

      Table 8 Practices that the Organisation needed to implement to Retain Talented People 
Practices that 
the organisation 
needed to 
implement to 
retain talented 
people 

Mean Std. 
deviation 

Rank 

Provision of 
career 
opportunities to 
staff 

3.58 0.61 1st 

Recognition of 
good 
performance 
and 
extraordinary 
achievements 
by employees  

3.48 0.61 2nd 

Improve on 
group cohesion 
through team 
work 

3.44 0.60 3rd 

Implement 
performance 
related pay 
system 

3.37 0.48 4th 

Design jobs that 3.29 0.38 5th 
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maximise on 
skills variety 
Autonomy and 
feedback 

3.29 0.36 6th 

Formulate fair 
promotion 
policy/ 
procedure 

3.20 0.34 7th  

recruit 
employees from 
within the 
organization  
 

2.06 0.43 8th 

reduce length of 
time taken in 
recruitment 
processes  

2.04 0.30 8th 
 

Avoid politics 
while recruiting 

1.97 0.30 9th 

 
 
Flexibility of working hours for Employees 
 
Respondents were asked to indicate the extent to which the organization had adopted flexibility 
of working hours as a strategy in human capital planning. The findings are graphically presented 
as follows:- 
 
Bar chart 1 Extent of Flexibility of Working hours 
 

 
According to the results in Bar chart 1, the organisation had adopted flexibility of 
working hours for employees, but to a negligible extent. 

 

Outsourcing as a Flexibility Strategy  
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The study sought to determine the extent to which the organisation had implemented outsourcing 
as a flexibility strategy in human capital planning. The findings are presented in Bar chart 2:- 

 
Bar chart 2 The Extent of using outsourcing as a Flexibility Strategy  

 
Bar chart 2 shows that the organization had embraced outsourcing strategy to a 
moderate extent. 

 Multi- skilling as a Flexibility Strategy 
 
Respondents were asked to indicate the extent to which the organization had adopted multi-
skilling practice as a flexibility strategy in human capital planning. The findings are presented in 
Bar Chart 3. 

Bar Chart 3 Extent of using Multi- skilling Strategy  

 
Bar Chart 3 indicates that the organisation had adopted multi-skilling as a flexibility 
strategy, but to a negligible extent. 

 Other Numerical and Functional Flexibility Strategies Practiced by the Organisation 
 
Respondents were asked to give other numerical and functional flexibility strategies practised by 
the organisation. The findings show that contracting/sub contracting flexibility strategies were 
practised by the organization. This was done particularly by the estates and legal departments 
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where services such as estate development, valuation of assets and legal services were 
contracted. It was either done on short-term or long-term basis.  
 

Action to improve Human Capital Planning 
 
Respondents were asked to recommend actions which the organisation needed to take to improve 
on human capital planning. Their responses were that the organization needed to align human 
capital planning with its overall corporate strategic goals and objectives, conduct periodic 
forecasting of demand and supply of human capital to avoid having deficits or surpluses of 
human capital, improve on the human resource management information system (HRMIS) or 
introduce a new one to enhance efficiency in human capital planning, outsource non-core 
activities, deploy/place employees in right jobs as per qualifications, practice competence based 
recruitment, reduce the length of time taken in the recruitment process, and increase flexibility 
practices especially multi-skilling to reduce costs associated with human capital planning. 

 

 

Learning and Development programmes  
 
Respondents were asked to indicate the frequency at which the organization conducted learning 
and development programmes. The findings are indicated below:- 
 

Pie chart 2 extent of conducting learning and development programmes 

 
Pie chart 2 shows that the organisation conducted learning and development 

programmes quite often.   

Educational Support Facility Provided by the Organisation 
 
Respondents were asked to state the educational support facilities provided by the organization. 
The findings indicate that the organisation provides library facility, refund of tuition and 
examination fee at a rate of 30 % of the expenses upon satisfactory completion of studies. In 
addition, the organisation sometimes promoted employees who pursued further studies to 
satisfactory completion. 

3%

18%

79%
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Extent of Learning and Development Practices that were based on the aspects given below:- 
 
Respondents were asked to indicate the extent to which learning and development practices were 
influenced by aspects such as employee’s performance and their position (core/ support), need 
for teamwork, coaching needs, and the need for job rotation and mentoring. The findings are 
illustrated in Table 9:- 
 
 
 

Table 9 Extent to which learning and development practices are based on the 
aspects given below:- 

 
Aspects Mean Std. 

deviation 
Rank 

Need for 
teamwork 

2.91 0.52 1st 

Coaching needs  2.79 0.48 2nd 

Need for job 
rotation 

2.67 0.48 3rd 

Need for 
mentoring 

2.33 0.54 4th 

Employee’s 
position 

1.24 0.61 5th 

Employee’s 
performance 

1.15 0.44 6th 

 
Table 9 shows that learning and development practices were neither based on   
employee’s performance nor on their positions (core/ support) but on the organization’s 
needs such as teamwork, coaching and job rotation.  

Management Succession Planning 
 
Respondents were required to indicate whether the organisation practised management 
succession planning and the duration of the plan. All the 33 (100%) respondents indicated that 
the organisation practised management succession planning. The planning period was shown to 
be two years. Findings also show factors that influence management succession planning 
namely: experience, skills, ethnic background and political influence.    

 

Extent to which Compensation Policies and Practices were based on the Aspects given below:- 
 
Respondents were required to indicate the extent to which compensation policies and practices 
were based on employee’s performance and their positions (core/ support), and grade. The 
findings are shown in Table 10:- 
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Table 10 Extent to which Compensation Policies and Practices are based on Aspects 
given below: -  

Aspects Mean Std. 
deviation 

Rank 

Employee’s Job 
Grade 

4.88 0.17 1st 

CBA 3.21 0.51 2nd 
Employee’s 
Position 

1.21 0.79 3rd  

Employee’s 
Performance 

1.12 0.42 4th  

 
 
Table 10 indicates that compensation policies and practices were based on employee’s 
grade, and Collective Bargaining Agreement (CBA), which had mean scores of 4.88 and 
3.21, respectively. Documentary analysis revealed that over 68% of the total workforce 
was unionised. The terms and conditions of service were, therefore, agreed upon through 
collective bargaining between the Union and Management.  

 

Extent of Flexibility of Employees’ Benefits Schemes 
 
Respondents were required to show the extent of flexibility of retirement benefits scheme, 
mortgage scheme, car-loan scheme, medical benefits scheme, and educational assistance scheme. 
The findings are presented in Bar Chart 4:- 
 

Bar chart 4 (a) - Extent of flexibility of Retirement Benefits Scheme 
 

 
 
 
 
 
 
 
 
 
 
 
 

Bar chart 4 (a) shows that the staff retirement benefits scheme was flexible only to a negligible 
extent. Documentary analysis showed that staff could choose to increase their contributions to 
the pension scheme voluntarily, over and above the mandatory minimum 5% of the basic salary.  

 
 

 
 

extent of  f lexibility  on retirement benef it scheme

moderate extentnegligible extentnot at all

P
er

ce
nt

40

30

20

10

0



 15

Bar chart 4 (b) - Extent of Flexibility of Mortgage Scheme  
 

 

 
Bar chart 4(b), shows that the Staff Mortgage Scheme was flexible, but to a moderate 
extent. Documentary analysis revealed that staff pay for houses at an interest rate of 5%, 
up to a maximum period of 20 years, depending on the employee’s age. However, 
employees could choose to increase the recovery rate of the loan amount, thus reducing 
the recovery period. Taking a house loan was also a matter of personal choice.  

 
Bar chart 4 (c) - Extent of Flexibility of Car Loan Scheme 

   
 

 
Bar chart 4 (c), shows that car loan scheme was flexible but to a moderate extent. Information 
obtained through interviews and documentary analysis revealed that staff car loans were paid for 
at an interest rate of 5% over a period of 6 years. However, staff could choose to increase 
recovery rate of the loan amount, thus reducing the recovery period. Taking a car loan was also a 
matter of personal choice.  
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Bar chart 4 (d) - Extent of Flexibility of Medical Benefits Scheme 
 

  
 
 
 
 
 
 
 
 
 
 
 
 

Bar chart 4 (d) shows that staff medical benefits scheme is not flexible at all. Further 
information obtained through documentary analysis revealed that it is an in-house 
scheme, managed by the organization, where members of staff had fixed entitlements for 
out/ in-patient every financial year. The entitlements are based on job grades and were 
reviewed periodically, alongside other allowances. Members of staff were also provided 
with a predetermined list of recognized hospitals/ doctors where they can obtain medical 
services.   

 
Bar chart 4 (e) - Extent of Flexibility of the Educational Assistance Scheme 

 
 

      
Bar chart 4 (e) shows that educational assistance scheme was not flexible. Further 
information obtained from the interviews revealed that the organization did not have 
educational assistance scheme for dependent children; they only had educational 
assistance for staff that opted to pursue further studies. A refund of 30% of tuition and 
examination fees was paid on successful completion of the course. The other form of 
assistance was through provision of library facilities. 
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Performance Measurement 
 
Respondents were asked to indicate whether the organization carries out performance 
measurement and the tools used. The findings show that 33 (100%) respondents indicated that 
the organization carries out performance measurement through performance contracting. 
Performance appraisal form is used as a tool for measurement.  
 
 
 

Summary of Findings, Conclusion and Recommendations 
 
 Summary of Findings 
 

This section summarizes the discussion of the findings. The objective of the study was to 
determine the extent to which NSSF had adopted Human Capital Management practices. The 
study had adequately established HCM practices implemented by NSSF, the extent to which the 
said practices were implemented, the challenges the organization faces in implementing them, 
and the strategies being put in place to address the challenges.  
 
Findings revealed that the organization has been able to attract, recruit and retain talented 
workforce to a moderate extent. Some of the retention strategies in which the organization scored 
highly include: explaining its mission, vision and core values to its employees; equipping them 
with competencies required to achieve the organizational goals; and the setting of clear 
performance standards for employees. However, the organization was rated lowly on retention 
strategies such as provision of career opportunities to employees, reward and recognition 
practices, effective communication channels and execution of equitable pay, whose 
implementation was minimal.  
 
The organization was also rated  lowly on flexibility strategies for human capital planning, such 
as, flexibility of working hours and multi-skilling of employees, whose implementation, 
according to Atkinson (1994), could facilitate  greater operational and role flexibility in the 
organization. However, findings indicate that the organization had implemented outsourcing 
strategy to a moderate extent, where services such as security, cleaning, and provision of tea for 
staff had been outsourced. 
 
Findings further indicate that the organization conducted training and development programmes 
quite often, with a view to enhancing its resource capacity. This was consistent with the fact that 
a firm’s human capital was the major source of competitive advantage. However, there was lack 
of differentiation in training and development of staff, as these programmes are neither based on 
employees’ performance nor their positions (core/ support). They were instead driven by the 
organizational needs. According to Marshall and Tucker (1992), training and development 
programmes should be targeted at employees in strategic positions such as core positions and 
those who perform well, owing to their ability to enhance the organization’s competitive 
advantage.  
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The organization was found to be practising management succession planning through 
identification and development of potential successors as indicated by 33 (100%) respondents. 
The practice was a new development in the organization, which was necessitated by the need to 
address the challenge posed by the one third of staff in the management cadre that was due for 
retirement in the next five years. 
 
 Findings further indicate that the organization’s compensation policies and practices were 
neither based on employees’ performance nor their positions (core/ support). They were to a 
large extent based on employees’ job grades, their tenure, and collective bargaining agreement 
(CBA). Documentary analysis revealed that over 68% of the employees were unionized. Their 
terms and conditions of service were, therefore, agreed upon through collective bargaining 
between the union and the Management.  
 
 Findings were contrary to literature that lays a lot of emphasis on differentiated compensation 
policy in HCM. Schuler (1992, asserts that there should be a link between levels of performance 
and pay; the pay should have clear business logic on how it drives performance and should vary 
with performance rather than job grade or tenure. The pay should focus on equity and not 
equality, as not all positions/ employees are equal in terms of their contribution towards the 
achievement of organizational goals. Some positions and some employees have more important 
influence in the execution of strategy than others Nulty (1995). They, therefore, need to be 
compensated more. 
   
Findings further indicate that the staff retirement benefits scheme, medical scheme and 
educational assistance scheme were not flexible; they do not allow for employee preference 
and/or trade off. However, there was flexibility on mortgage (TPS) and car loan schemes, but to 
a moderate extent. HCM emphasises on flexibility of benefits schemes to allow for employee’s 
preference according to their prioritized needs. 
 
On human capital measurements, the organization was not highly rated by the respondents. This 
was because the only human capital elements that were measured by the organization were 
employees’ performance and their satisfaction. Performance measurement was done through 
performance contracting using the performance appraisal form as a tool for measurement. 
Performance appraisals were done only once in a year, contrary to literature that emphasizes on a 
continuous performance management process and use of a balanced scorecard as a tool for 
measurement. Employees’ satisfaction on the other hand, was measured through staff surveys 
which are periodically conducted to determine the level of satisfaction.  
 
In summary, the challenges faced by the organization in implementing HCM practices were 
found to be the looming retirement wave, the  lengthy hiring process that was characterized by 
political influence, having the right people doing the right things at the right time, development 
of a result-oriented culture, executing differentiation strategy in compensation, and in training 
and development of staff, poor public image and uncompetitive salaries in some critical 
occupations such as information technology. 

 
In view of the above, the management had initiated management succession planning in the 
organization, implemented major performance initiatives such as TQM, ISO standards, 
customer-care orientation and performance contracting. The Organization had designed a new 
performance appraisal system and formulated a rewards and sanctions policy. It had also 
developed a customer service charter, an internal communication policy, a human resource 
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management information system, and career progression guidelines for employees. Staff 
remuneration packages and benefits had also been reviewed upwards. In addition, the 
management had created a positive public image of the organization through the media, and by 
assisting the socially disadvantaged people through charitable organizations and other initiatives. 
 

 

 

Conclusion 
 

The study reached the conclusion that the organization had implemented HCM practices, but to a 
negligible extent. Although the organization had implemented some of the HCM practices such 
as: enhancing the organization’s capacity through staff training and development; setting clear 
performance standards, explaining the mission, vision, and core values to employees; 
outsourcing of non-core activities; and flexibility of staff mortgage (TPS) and car loan schemes, 
to a moderate extent, quite a few of HCM practices had not been adopted. 
 
The practices that had not  been implemented or had only been implemented to a negligible 
extent include: provision of career opportunities to employees; reward and recognition practices; 
effective communication; execution of equitable pay; enhancement of group cohesion; effective  
job designs; efficient recruitment and selection procedures; flexible working hours; multi-skilling 
of employees; execution of differentiation strategy on training and development;  compensation 
policy; flexibility of staff retirement benefits; medical, and educational assistance schemes; 
aligning of human capital planning with the overall corporate strategy;  forecasting of supply and 
demand of employees; placement/ deployment of employees in the right jobs; and human capital 
measurement which is the defining characteristic of HCM. 
 

 Recommendations 
 

The study makes the following recommendations for action by the N.S.S.F Management: 
implement a differentiated compensation policy where pay is related to performance rather than 
job grade and tenure. This will shape and link employees’ behaviour to performance by assisting 
them to know what is expected of them, and being able to assess their performance, so that they 
can improve. It will also provide clear business logic on how pay drives performance. 
 
The Management should also improve on human capital measurement by considering other 
human capital elements such as investing on training, employee turnover, and employee 
understanding of the strategy for measurement. A balanced score card should be used as a tool to 
measure performance for the organization as a whole as opposed to the performance appraisal 
form. 
 
There is need for the Management to align human capital planning with the overall corporate 
goals and objectives. It should also practise forecasting of supply and demand of employees, to 
anticipate the potential problem of surpluses and deficits. NSSF Management should, as a 
priority, improve on multi-skilling of employees as an alternative strategy for satisfying human 
capital requirements. 
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Training and development programmes should first and foremost be targeted at employees in 
strategic positions such as the core positions, and to employees who perform well, since they 
have the ability to enhance the organization’s competitive advantage. The Management should 
also motivate staff by providing them with career opportunities, rewarding and recognizing their 
exemplary performance and achievements, enhancing group cohesion, and designing jobs that 
maximize on skill variety, autonomy and feedback. 
 
The Management should implement efficient recruitment and selection procedures and avoid 
political influence during the recruitment process. It should implement strategies such as flexible 
working hours for employees, for purposes of operational flexibility in the organization. Finally, 
staff retirement benefits, medical and educational assistance schemes should be made flexible to 
allow for employee preference and trade off. 
 
The study also suggests that there is need for further research, particularly in the area of human 
capital measurement, owing to the fact that there is hardly any literature available on it.  
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