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Abstract

This article examines whether human resource outsourcing (HRO) can serve as a sustainable competitive
strategy in Ghana's telecommunications sector, with a focus on MTN Ghana Ltd. and AirtelTigo Ghana
Ltd. as case studies. As the industry faces rising labor costs, increasing operational complexity, and a need
for greater agility, outsourcing HR functions has become a potential strategic differentiator. Using a
mixed-methods research approach, the study combines survey data from 300 employees with qualitative
insights from 15 semi-structured interviews with HR executives, line managers, and outsourced personnel.
It critically examines how HR outsourcing impacts organizational performance metrics, including
employee satisfaction, administrative efficiency, talent management, and cultural integration. Quantitative
findings show that outsourced HR processes significantly reduce administrative workload by 28% at MTN
and 21% at AirtelTigo—while allowing organizations to focus more on strategic HR activities. However,
statistical tests (t-tests and ANOVA) reveal notable differences in job satisfaction and retention between
permanent staff and outsourced workers. The qualitative analysis identifies key themes of strategic
alignment, operational efficiency, and cultural disconnection. While outsourcing enables internal HR
teams to focus on leadership development and workforce planning, challenges such as fragmented
communication and reduced employee engagement among outsourced staff remain. The study
recommends a hybrid HR model, where transactional functions, such as payroll, recruitment, and
compliance, are outsourced, but strategic HR activities remain in-house. Overall, the findings suggest that,
when properly structured and supported by performance management and cultural onboarding, HRO can
serve as both a cost-saving measure and a source of long-term competitive advantage. The article adds
value to academic and managerial discussions by offering evidence-based guidance for organizations
considering HR outsourcing as a strategic choice.

Keywords: HR outsourcing, competitive strategy, telecommunications, MTN Ghana, AirtelTigo Ghana,
employee engagement, organizational performance, cultural integration, administrative efficiency,
strategic HRM, outsourcing governance, hybrid HR model, performance monitoring, staff retention,
workforce planning, vendor management, human capital, Ghana labor market, mixed-methods research,
strategic alignment, succession planning, inclusion frameworks, SLA evaluation.

Research Question
Can HR outsourcing be viewed as a competitive strategy in the telecommunications industry, and what is
its effect on organizational performance at MTN Ghana and AirtelTigo Ghana?
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Introduction

In today’s rapidly evolving, innovation-focused business landscape, particularly in competitive and tech-
savvy sectors such as telecommunications, companies face intense pressure to enhance performance,
reduce costs, and refine their strategic priorities. Factors such as swift digital transformation, rising
customer expectations, workforce diversity, and unpredictable market dynamics have prompted many
organizations to reconsider their traditional structures and adopt new service delivery models. One such
growing approach—widely adopted worldwide and in sub-Saharan Africa—is outsourcing human
resource (HR) functions.

Human Resource Outsourcing (HRO) involves strategically delegating various HR tasks or functions to
external providers. Commonly outsourced functions include payroll, recruitment, compliance, employee
benefits, onboarding, and HR information systems. By shifting these non-core responsibilities, companies
aim to free up internal resources, enhance service quality, ensure compliance with regulations, and
reposition HR departments to focus on more strategic areas. These strategic areas encompass talent
acquisition and development, organizational culture management, leadership succession planning,
workforce analytics, and employee engagement initiatives.

While HRO offers operational and strategic benefits, it comes with certain risks. Research highlights
concerns such as decreased internal control, confidentiality issues, cultural dilution, and the
marginalization of outsourced staff. Vendor misalignment also poses a challenge, as external providers
might not fully grasp or align with the client's values and goals. Additionally, weak communication and
unclear accountability can lead to service disruptions and employee dissatisfaction. Consequently,
organizations must carefully consider not only the financial and logistical advantages of HRO but also its
broader impact on workforce integration, performance, and long-term strategic sustainability.

This paper examines the strategic aspects of HR outsourcing within Ghana's telecommunications sector,
focusing on two key players—MTN Ghana Ltd and AirtelTigo Ghana Ltd—as case studies. Both firms
operate in a liberalized, rapidly changing market characterized by fierce competition, customer attrition,
infrastructural growth, and high labor mobility. They have widely adopted HR outsourcing to strike a
balance between operational efficiency and organizational flexibility. The research aims to evaluate how
outsourcing HR functions affects their ability to stay competitive, foster innovation, and develop
sustainable HR skills.

The research employs a convergent mixed-methods approach, combining both qualitative and quantitative
data. Primary data are gathered through semi-structured interviews with HR executives and line managers,
as well as structured questionnaires administered to both permanent and outsourced staff across various
departments. Additionally, secondary data sources such as organizational HR reports, industry
benchmarks, and policy documents are analyzed to add contextual depth. The study draws on strategic
HRM theory, transaction cost economics, and the resource-based view of the firm to evaluate whether and
when HRO can offer a competitive advantage.

This investigation ultimately aims to enrich the academic discourse on strategic HRM and outsourcing by
providing empirical evidence from a developing market perspective. Additionally, it aims to provide
practical recommendations for business leaders, policymakers, and HR professionals on framing,
managing, and evaluating HR outsourcing as a long-term strategic commitment rather than merely a short-
term cost-cutting measure.
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Table 1.1: Comparison of HR Delivery Models
| HR Function | In-house (MTN) | Outsourced (MTN) | In-house (AirtelTigo) | Outsourced
(AirtelTigo) |
| | | | | |

| Payroll Processing | | | |

|
| Recruitment | \ | | |
| Training & Development | | | | |
| Compliance Management | | ! ! |

| Employee Relations | | | |

Figure 1.1: HR Function Distribution
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Figure 1.2: Outsourcing Intensity by Function
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Literature Review

Research on human resource outsourcing (HRO) reveals a nuanced balance of benefits and obstacles that
shape organizational performance across various sectors and nations. Outsourcing HR functions is
increasingly viewed not merely as a means to reduce costs, but as a strategic move that enables firms to
focus on their core activities and enhance long-term competitiveness.
Ulrich (2021) and Cooke et al. (2022) note that outsourcing routine HR tasks—such as payroll, benefits
management, and basic recruitment—allows internal HR teams to dedicate more effort to high-value
activities, including succession planning, strategic workforce development, and change management.
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They contend that this separation supports HR in becoming a strategic partner to leadership, fostering
greater agility and alignment with business objectives.

Barthelemy (2021) takes a more cautious stance, highlighting the 'seven deadly sins' of outsourcing,
including hidden costs, loss of internal expertise, cultural and operational mismatches, and reliance on
vendors. He stresses that many companies fail to realize their expected benefits due to poor vendor
selection, inadequate performance tracking, and insufficient integration of external partners into their
organization.

Belcourt (2021) emphasizes the importance of differentiating between core and non-core HR tasks prior
to outsourcing. She cautions that outsourcing key activities may lead to a loss of institutional knowledge,
employee disengagement, and a reduced competitive edge, especially in sectors that rely heavily on
knowledge. Her findings suggest that organizations need to craft a detailed HR strategy that specifies
which functions should stay internal and which can be outsourced.

Kremic et al. (2023) present a strategic perspective, emphasizing that strong contracts, KPIs, and shared
goals can propel process innovation, enhance efficiency, and elevate service quality through outsourcing.
Nonetheless, they highlight that realizing these benefits depends on well-developed governance and
viewing vendors as strategic collaborators rather than merely service providers.

Yeboah and Asare (2020) studied HR outsourcing in Ghana's telecom sector, finding it reduced
administrative costs and improved compliance with labor laws. However, they also observed significant
dissatisfaction among outsourced workers, mainly due to perceived unfairness, poor cultural integration,
and limited career growth prospects.

Sparrow, Brewster, and Chung (2020) examine the global-local paradox, highlighting that outsourcing
can standardize HR practices and increase efficiency, but might clash with local employee expectations,
norms, and regulations. They recommend a balanced strategy—adapting global processes to meet local
requirements—to ensure cultural relevance and legal adherence.

The success of HR outsourcing depends on clearly defining roles, aligning strategies, establishing effective
governance, and fostering cultural integration. Although benefits like cost savings, greater flexibility, and
strategic focus are valuable, they must be weighed against risks such as cultural conflicts, quality issues,
and internal resistance. Existing research emphasizes the need for further studies that consider particular
contexts, especially in emerging markets, to evaluate whether HRO can serve as a sustainable, long-term
solution for human capital.

The pie chart below illustrates the proportion of perceived benefits derived from HR outsourcing across
strategic and operational dimensions.

figure 2.1: Perceived Benefits of HR Outsourcing
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Figure 2.1 below depicts the perceived benefits and risks of HR outsourcing based on the reviewed
literature.
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Table 2.1: Summary of HR Outsourcing Perspectives
| Author(s) | Focus Area | Key Insight |

| Ulrich (2021) | Strategic HR Transformation | Outsourcing improves strategic agility

|
| Cooke et al. (2022)| Cost & Efficiency | Supports business flexibility and reduced cost |
| Barthelemy (2021) | Risk Management | Lists 'seven deadly sins' of outsourcing |
| Belcourt (2021) | Function Classification | Differentiates core vs. non-core HR roles \
| Kremic et al. (2023)| Innovation & Alignment | Outsourcing can enable innovation if governed
effectively |
| Yeboah & Asare (2020)| Ghanaian Context | Highlights operational gains and cultural risks

Figure 2.2: Literature Themes by Frequency
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Figure CF.1: Conceptual Framework — Influence of HR Outsourcing on Organizational
Performance
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Methodology

Quantitative Methodology

Quantitative data were gathered through a structured, closed-ended questionnaire distributed to a
purposive sample of 300 employees from MTN Ghana and AirtelTigo Ghana. The sample included
permanent staff, outsourced workers, and those in hybrid roles, such as full-time employees partly
managed by external vendors. A stratified sampling approach ensured balanced representation from key
departments like Operations, Human Resources, Finance, and Customer Service. The questionnaire used
Likert-scale items (from 1 = Strongly Disagree to 5 = Strongly Agree) to evaluate variables such as: Job
satisfaction Perceived HR service quality Turnover intentions Organizational alignment Cultural inclusion
Career growth opportunities This instrument was based on validated HR outsourcing assessment
frameworks cited in prior studies, notably by Ulrich (2021) and Belcourt (2021). It was administered in
both digital and print formats to increase accessibility for different employee groups.

Qualitative Methodology

To complement the numerical data, 15 semi-structured interviews were conducted with key informants,
including HR managers, department heads, and supervisory staff. These participants were purposely
chosen based on their operational expertise, involvement in outsourcing decisions, and direct contact with
outsourced employees. The interviews followed a flexible protocol covering: - The strategic reasons
behind HR outsourcing - Benefits and challenges observed - Cultural integration strategies - Vendor
relationship management - Difficulties in performance monitoring. Each interview lasted 45 to 60
minutes, conducted either in person or through secure online platforms. With their informed consent,
interviews were audio-recorded and transcribed for analysis. This qualitative data provided valuable,
context-rich insights that complemented the structured quantitative findings.

Figure 3.2: Interview Participants by Department

Number of Interviews
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Secondary Data Sources

To enhance the validity of the findings, secondary data was gathered and analyzed. This encompassed:
HR performance reports Annual company reports from 2020 to 2024 Internal audit logs related to vendor
performance Service level agreements (SLAs) Regulatory compliance documents such as the Labour Act
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and SSNIT guidelines These sources offered a triangulated perspective on how HR outsourcing was
managed, monitored, and aligned with overall organizational objectives.

Figure 3.3: Histogram of Likert Scale Responses
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Data Analysis Procedures

Quantitative analysis was performed using SPSS v25, employing techniques such as descriptive statistics
(means, standard deviations, frequencies), independent-samples t-tests for comparing employee groups,
one-way ANOVA for department differences, and Cronbach’s alpha (o = 0.84) to assess instrument
reliability. Qualitative data were examined thematically with NVivo 12, utilizing an inductive coding
approach where responses were reviewed and categorized into themes such as “strategic alignment,”
“operational bottlenecks,” “employee disconnection,” and “performance monitoring gaps.”

Figure 3.4: Timeline of Data Collection Phases
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Integration and Triangulation

Data from both sources were combined during interpretation through a side-by-side comparison. Patterns
were examined for similarities, differences, and complementarities. For instance, quantitative employee
satisfaction data were interpreted in conjunction with interview narratives to identify the factors
underlying numerical trends.

This convergent parallel approach enabled the study to produce more solid, evidence-based conclusions
and practical recommendations. It also validated findings via methodological triangulation, confirming
both statistical reliability and contextual relevance.

Table 3.1: Sample Distribution by Category

| Category | MTN Ghana | AirtelTigo Ghana | Total |
| | | [-==mm-|
| Permanent Staff | 90 | 60 | 150 |
| Outsourced Staff | 45 | 60 | 105 |
| Hybrid Role | 25 | 20 | 45 |
| #*Total** | 160 | 140 1300 |

Figure 3.1: Sample Distribution
Quantitative Data Source Distribution
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Figure 3.2: Interview Participation by Department
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Figure 3.3: Histogram of Likert Scale Responses
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Findings

Quantitative Findings

The quantitative analysis revealed apparent differences in employee experience and perceptions of
organizational performance based on the structure and extent of HR outsourcing practices. At MTN
Ghana, outsourcing resulted in a 28% decrease in administrative HR tasks, primarily due to the delegation
of transactional functions to third-party vendors. Likewise, AirtelTigo experienced a 21% reduction in
administrative workload, indicating that even moderate levels of outsourcing can improve operational
efficiency.

Employee satisfaction, assessed on a 5-point Likert scale, was consistently higher among permanent
employees (average score of 4.10, SD = 0.63) compared to outsourced employees (average score of 3.60,
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SD =0.72). This suggests differences in organizational identification, support, and perceptions of fairness.
Further statistical tests confirmed significant differences between employee groups. Independent samples
t-tests revealed p-values of less than 0.05 for key factors, including engagement, trust in leadership, and
retention intention. These findings imply that outsourcing affects not only workflow but also employee
morale and loyalty.

One-way ANOVA results across departments indicated that units more dependent on outsourcing—
particularly Operations—treported lower satisfaction with feedback, clarity of communication, and
alignment with company goals. Conversely, departments such as Human Resources and Finance, which
have more permanent staff, scored higher in overall satisfaction.

Table 4.1: Mean Satisfaction Scores by Employee Type
| Employee Type | Mean Score | Std. Deviation |
| - - |
| Permanent Staff | 4.10 | 0.63 |
| Outsourced Staft | 3.60 | 0.72 ]

Qualitative Findings

A thematic analysis of 15 semi-structured interviews offered a more profound insight into stakeholders'
experiences with HR outsourcing. Using NVivo for coding and organizing data, three main themes were
identified:

Strategic Value: Respondents noted that outsourcing non-core HR tasks enabled internal teams to focus
on higher-order responsibilities, including strategic workforce planning, leadership development, and
organizational learning. This separation of operational and strategic layers in the HR function was
effective when roles were clearly defined and communicated. HR leaders reported that outsourcing
enabled them to become more proactive rather than reactive in their roles.

Operational Efficiency: The involvement of specialized outsourcing firms resulted in noticeable
improvements in administrative turnaround times. Some departments reported up to a 40% reduction in
onboarding duration, as outsourced partners handled documentation, orientation, and logistics.
Additionally, automated payroll systems enhanced the accuracy and timeliness of salary disbursements.
These improvements translated into increased productivity and fewer administrative errors.

Cultural Challenges: While efficiency gains were evident, many outsourced employees conveyed a sense
of disconnection from the host organization. Several interviewees highlighted exclusion from team-
building initiatives, informal mentorship channels, and internal communications. Outsourced staff also
reported limited opportunities for growth or upskilling, resulting in a perceived lack of career pathways.
These issues often contributed to high turnover intent and feelings of marginalization.

Overall, the qualitative findings highlighted the double-edged nature of HR outsourcing. Although it offers
opportunities for strategic HRM and operational improvements, it can also increase the divide between
internal and external staff if not addressed with inclusive policies and intentional integration efforts.

IJFMR260163189 Volume 8, Issue 1, January-February 2026 10
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Figure 4.1: Satisfaction Score Comparison
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Figure 4.3: Distribution of Qualitative Themes

Figure 4.3: Distribution of Qualitative Themes
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Discussion

This study confirms that human resource outsourcing (HRO), when carefully aligned with organizational
goals and effectively managed, can serve as both an operational improvement tool and a strategic enabler.
Evidence from MTN Ghana and AirtelTigo Ghana indicates that HRO has positively impacted
administrative efficiency, decreased internal workload, and expedited service delivery. However, the
extent and quality of these benefits depended heavily on strategic alignment, vendor relationship
management, and the organization’s dedication to internal employee engagement.
MTN Ghana’s success was credited to its strong integration model, where outsourcing was viewed as a
strategic partnership rather than just a transactional task. Vendor roles were well-defined, service-level
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agreements (SLAs) were strictly enforced, and feedback channels between outsourced workers and
internal HR teams were established and maintained. This minimized performance gap encouraged
accountability and maintained continuity in HR services. Additionally, MTN implemented a structured
onboarding process for outsourced staff, including mentorship, regular reviews, and open communication,
which helped them integrate into the company culture. Consequently, both permanent and outsourced
employees reported relatively similar levels of satisfaction.

In contrast, AirtelTigo Ghana experienced a more fragmented outsourcing model. The absence of
standardized performance metrics, loosely defined vendor boundaries, and poor inclusion practices led to
operational friction. Outsourced staff reported low engagement, weak feedback systems, and feelings of
isolation from core HR programs. The gap between internal expectations and vendor standards created
barriers to cohesion and productivity, leading to higher attrition and increased turnover intentions among
contract workers.

These contrasting cases reinforce that the benefits of outsourcing are not automatic; they depend on
specific conditions. While cost savings and operational efficiency are often achieved initially, sustained
long-term value requires adopting a ‘hybrid HR model.” This model combines the outsourcing of
transactional functions—such as payroll, recruitment administration, and compliance—with the retention
of strategic HR activities, including succession planning, performance management, leadership
development, and organizational culture. This enables organizations to strike a balance between efficiency
and strategic human capital development.

Another important insight is that successful HRO depends on organizational preparedness. This includes
mature HR governance, clear contracts, active SLA monitoring, and cultural onboarding programs for
outsourced staff. Without investing in these foundational elements, organizations risk confusion over
roles, disengagement, workflow disruptions, and lower employee morale.

Thus, while HRO can offer competitive advantages, its design and implementation must look beyond cost
metrics to focus on the human experience and strategic alignment. When managed as a strategic,
integrated, and continuously monitored process, outsourcing can deliver both efficiency and innovation in
today’s dynamic business environment.

Table 5.1: Allocation of HR Functions in Hybrid Model
| HR Function | In-house Responsibility | Outsourced Vendor |

| Payroll Management | | |
| Talent Acquisition | Shared | Shared |
| Training & Development | | |

| Compliance Administration | | |
| Leadership Development | | |

| Succession Planning |
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Figure 5.1: Hybrid HR Function Distribution
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Conclusion and Recommendations

This study finds that Human Resource Outsourcing (HRO) can be a strong competitive tactic when
executed within a clear, strategically aligned framework. Evidence from MTN Ghana and AirtelTigo
Ghana shows that, with effective management, HRO enhances cost efficiency, reduces administrative
load, and allows internal HR teams to focus on strategic functions. In both cases, outsourcing shifted
internal resources towards high-value activities like workforce analytics, leadership development, and
long-term planning. However, the findings also reveal significant risks linked to HR outsourcing. Poorly
managed outsourcing, especially regarding performance monitoring, cultural fit, and communication—
can lead to negative outcomes. The AirtelTigo example illustrates how weak vendor oversight and
insufficient onboarding of outsourced staff can cause low engagement, high turnover, and role confusion.
These issues threaten the organization’s strategic aims and diminish the expected efficiencies. A hybrid
HR model, outsourcing routine activities such as payroll, leave management, and compliance, while
keeping strategic HR functions in-house, is recommended. This approach helps HR serve as a key driver
of organizational change and culture while maintaining operational effectiveness through outsourcing.

Recommendations

Implement regular, structured cultural onboarding programs for outsourced employees. These should
cover training on company values, communication standards, and expected performance behaviors.
Promoting cultural alignment helps organizations bridge the psychological gap between core and contract
staff, fostering a unified workforce identity.

Maintain and continually enhance strategic HR skills within the organization. Areas like leadership
development, succession planning, organizational learning, and employee engagement should stay
managed internally. This approach retains institutional knowledge and ensures that strategic HR choices
align with the organization’s long-term objectives.

Implement a quarterly vendor performance management system that incorporates service audits, feedback
meetings, and a formal KPI review for outsourcing partners. Regular evaluations help ensure vendors stay
aligned with changing organizational needs and provide tangible value.

Ensure outsourcing objectives align with the broader corporate strategy. Outsourcing should be integrated
into the organization’s overall value chain, not seen as an isolated activity. This strategic alignment
prevents functional silos and guarantees that both internal teams and external vendors collaborate towards
shared long-term objectives.

Encourage communication equity by involving outsourced staff in key meetings, updates, and recognition
events. Such an inclusion promotes accountability and helps prevent non-permanent employees from
feeling marginalized.

Table 6.1: Strategic Implementation of Recommendations

| Recommendation | Key Stakeholders | Implementation Frequency | KPI Examples
|

| - | e

------ |

| Cultural Onboarding | HR & Operations | Bi-annually | Inclusion Index,
Onboarding Score |
| Retain Strategic HR In-house | Executive HR | Continuous | Talent Pipeline Health,
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Retention |
| Vendor Performance Review | Procurement, HR | Quarterly | SLA Compliance,
Service Scorecards |
| Strategy Alignment with Outsourcing | Executive Leadership | Annual | Strategic Fit Index,

HR-Business KPI |

Figure 6.1: Staff Retention Drivers Figure
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Figure 6.3: Strategic Impact Over Time
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