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Abstract

The Indian information technology sector is entering a stage in which organisational performance is determined not only
by scale, client acquisition, and offshore delivery capability, but also by the quality of human resource strategies that
shape employee skills, engagement, retention, agility, and innovation. This paper examines the link between strategic
human resource practices and organisational performance in selected Indian IT companies, with special reference to
Tata Consultancy Services, Infosys, Wipro, HCLTech, and Tech Mahindra. The study follows a secondary-data-based
empirical design using FY 2024-25 public disclosures, annual reports, sustainability reports, and industry publications.
It analyses key HR indicators such as workforce size, attrition, women representation, learning and development
intensity, fresh graduate hiring, Al reskilling, well-being investments, and talent transformation practices, and relates
them to broader organisational outcomes such as revenue resilience, margin management, deal wins, productivity
orientation, and sustainable competitiveness. The analysis shows that HR strategies operate as performance architecture
in IT firms. Companies that invest in learning ecosystems, internal career mobility, inclusive culture, workforce well-
being, and digital skill transformation are better positioned to sustain performance under global uncertainty and Al-led
disruption. The study also finds that HR-performance linkage in Indian IT companies is shifting from a headcount-led
model to a capability-led model where productivity, employee adaptability, and client value matter more than workforce
expansion alone. The paper contributes to strategic HRM literature by integrating the resource-based view, the ability-
motivation-opportunity framework, and high-performance work systems with recent evidence from the Indian IT sector.
Keywords: Strategic HRM, organisational performance, Indian IT companies, workforce performance, talent

management, employee engagement, attrition, reskilling, Al transformation.

1. Introduction

The Indian information technology industry has become one of the most visible examples of knowledge-intensive
growth in the global economy. It has created millions of skilled jobs, built international delivery models, and positioned
India as a central location for software services, consulting, digital engineering, business process management, cloud
migration, cybersecurity, data analytics, and artificial intelligence-enabled transformation. Yet the industry is also

passing through a period of structural adjustment. Traditional labour-arbitrage advantages are no longer sufficient.
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Clients demand faster outcomes, automation-led savings, higher domain expertise, and innovation-led value. In this
environment, the strategic management of human resources becomes a decisive determinant of organisational
performance.

Human resource strategies in IT companies are not confined to recruitment, payroll, and compliance. They include the
deliberate design of talent acquisition systems, continuous learning platforms, performance management processes,
leadership development, compensation architecture, diversity and inclusion initiatives, employee engagement
mechanisms, well-being support, and career mobility. These practices shape the ability, motivation, and opportunity of
employees to contribute to business outcomes. In service-based IT organisations, employees are both the productive
asset and the face of client delivery. Therefore, the quality of HR strategy has a direct bearing on project execution,
service quality, innovation, customer satisfaction, revenue continuity, and margin performance.

The title of this paper, Linking HR Strategies with Organisational Performance: Evidence from Selected Indian IT
Companies, captures a central question of modern management research: how do people-focused practices translate into
measurable business value? This question is particularly important for Indian IT firms because their business model has
historically depended on large-scale hiring, training fresh graduates, retaining skilled professionals, and redeploying
talent across technologies and geographies. The rise of generative Al, automation, platform-based delivery, and
outcome-linked contracts has made workforce quality even more important. IT companies now require fewer routine
coders and more professionals who can solve problems, collaborate with Al tools, understand client industries, and learn
continuously.

The study selects Tata Consultancy Services, Infosys, Wipro, HCLTech, and Tech Mahindra because these companies
represent the major public face of Indian IT services and offer useful comparative data on HR and performance
indicators. Their annual and sustainability disclosures show how strategic HRM has become central to business strategy.
TCS reported a workforce of 607,979 and 56 million learning hours in FY25, Infosys disclosed 323,578 employees and
71.35 average training hours per employee, Wipro reported 15.0% voluntary attrition and large deal bookings of US$5.4
billion, HCLTech reported training participation of over 217,000 employees and 8.63 million training hours, and Tech
Mahindra reported total headcount of 148,731 with 11.8% LTM IT attrition. These figures indicate that HR strategy is
not a soft support activity; it is a measurable and performance-relevant system.

The paper is empirical in the sense that it uses public corporate data and industry-level indicators to compare HR
practices and organisational outcomes. It does not claim to replace a large-scale employee survey or confidential firm-
level econometric analysis. Instead, it develops a structured analytical view of how HR practices in selected Indian IT
companies are connected with workforce and organisational performance. This makes the study useful for scholars, HR
practitioners, management students, and policy analysts interested in the changing nature of talent strategy in India's

technology sector.

2. Industry Context: Indian IT Sector and the Strategic Importance of HR

The Indian IT sector is a people-intensive industry, but the meaning of people intensity has changed. Earlier, growth
was often interpreted through headcount expansion. A company that added thousands of employees was assumed to be
growing strongly because revenue was closely tied to billed person-hours. This logic is how under pressure. Digital
platforms, automation, cloud-based delivery, generative Al tools, and reusable solutions allow companies to deliver
value without a proportional rise in headcount. Consequently, HR strategy must support productivity, reskilling, cross-

functional capability, leadership depth, and retention of high-value talent rather than only numerical expansion.
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NASSCOM's Strategic Review 2025 estimated that India's technology sector reached roughly US$282.6 billion to
US$283 billion in FY25 and that the employee base increased to 5.80 million with net hiring of about 126,000. This
macro-level picture shows resilience, but it also indicates moderate hiring compared with earlier high-growth periods.
The sector continues to employ a massive workforce, yet the source of competitive advantage is shifting from the number
of employees to the capabilities and engagement of employees. The firms that can convert human capital into client
value are likely to remain competitive even when market conditions fluctuate.

Indian IT companies compete globally for clients and talent. They must handle talent shortages in emerging technologies,
rising expectations from young employees, flexible work preferences, return-to-office debates, skill obsolescence,
compensation pressure, and attrition risks. At the same time, they must maintain margins in a difficult global demand
environment. These pressures make strategic HRM a balancing mechanism. It must attract and retain talent, control cost,
support employee development, and align individual performance with organisational strategy. A weak HR system can
lead to skill gaps, low morale, delayed projects, client dissatisfaction, and high replacement costs. A strong HR system
can improve delivery quality, create psychological commitment, reduce avoidable attrition, and strengthen innovation.
The selected companies demonstrate different strategic emphases. TCS emphasises scale, learning, internal mobility,
and client delivery capability. Infosys highlights structured training, employee well-being, diversity goals, and a large
internal learning ecosystem. Wipro has focused on Al-first transformation, leadership development, well-being, and
margin discipline. HCLTech gives importance to employee development, engineering strength, and client-centred value
creation. Tech Mahindra has been undergoing a transformation journey with attention to leadership, capability building,
profitability improvement, and leaner execution. These variations provide a useful basis for analysing how HR practices
influence organisational performance.

The broader argument of this study is that HR strategies form an invisible infrastructure behind visible business
performance. Revenue, margins, deal wins, client satisfaction, and innovation are final outcomes, but they are enabled
by hiring quality, skill formation, managerial behaviour, employee trust, work design, reward systems, and retention.

This is why the HR-performance relationship deserves systematic analysis in the Indian IT context.

3. Conceptual and Theoretical Background

Strategic human resource management refers to the planned alignment of HR policies and practices with the long-term
goals of the organisation. Unlike traditional personnel management, strategic HRM views employees as sources of value
creation and competitive advantage. In the IT sector, this view is particularly relevant because knowledge, expertise,
creativity, client understanding, and problem-solving ability are embedded in employees. The following theoretical

perspectives help explain the relationship between HR strategies and organisational performance.

3.1 Resource-Based View

The resource-based view argues that firms achieve sustained competitive advantage when they possess resources that
are valuable, rare, inimitable, and organised for effective use. Human capital in IT firms satisfies these conditions when
it includes deep technological capability, domain knowledge, project experience, leadership skill, and collaborative
culture. Competitors can purchase similar hardware and software, but it is difficult to copy a firm's learning culture, tacit
knowledge, client relationships, and collective problem-solving routines. HR strategies therefore create value by

building and protecting human capital resources.
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3.2 Ability-Motivation-Opportunity Framework

The ability-motivation-opportunity framework explains employee performance through three linked conditions.
Employees perform well when they possess the necessary ability, when they are motivated to apply that ability, and
when the organisation provides opportunities to contribute. In Indian IT companies, training and reskilling improve
ability; compensation, appraisal, recognition, and career progression influence motivation; and empowered project roles,
collaborative platforms, innovation programmes, and client exposure create opportunities. When these three dimensions

are aligned, workforce performance becomes stronger and more sustainable.

3.3 High-Performance Work Systems

High-performance work systems refer to bundles of HR practices that reinforce one another. A single practice such as
training may not produce superior outcomes if employees do not have career growth, supportive managers, fair
evaluation, or meaningful work. In contrast, a coherent system of selective hiring, rigorous learning, transparent
appraisal, performance-linked rewards, internal mobility, and engagement can generate higher productivity. Indian IT
companies increasingly use such bundled approaches because digital projects require team-based execution, rapid

learning, and continuous client interaction.

3.4 Human Capital and Organisational Performance

Human capital includes the knowledge, skills, abilities, attitudes, and experiences that employees bring to work. In IT
services, human capital is directly tied to revenue because client projects are delivered through employee expertise.
However, the relationship is not mechanical. A large workforce can still underperform if skills are outdated, engagement
is low, or attrition disrupts project continuity. Conversely, a smaller workforce can generate strong performance when
it is skilled, stable, motivated, and technologically enabled. This explains why current industry discussion increasingly
emphasises productivity per employee, digital capability, and Al-augmented work rather than headcount alone.

Integrated HR Strategy-Performance Model

Selected Indian IT Companies: strategic HR practices as drivers of capability, behaviour and business outcomes

Strategic HR Human Capital Employee Workforce Organisational
Practices Capabilities Behaviour Performance Performance
Talent acquisition, | g Skills, adaptability, > Outcomes > Productivity, delivery P=| Revenue growth, margins,
learning, appraisal, leadership depth, digital Motivation, commitment, reliability, quality, client value, resilience and

rewards, engagement, DEI readiness and role clarity collaboration, innovation retention and customer sustainable
and well-being and service ownership responsiveness competitiveness
A / / / /
-
Performance Enablers Contextual Moderators
HR analytics, digital learning platforms, agile staffing, Al adoption, market volatility, client demand cycles,
transparent communication and leadership support hybrid work design and employee expectations

-

Feedback: performance results refine future HR strategy

Source: Author-created conceptual model based on Strategic HRM and AMO logic.

Figure 1. Integrated HR strategy-performance model for selected Indian IT companies
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4. Review of Literature

The literature on strategic HRM consistently suggests that HR practices influence organisational outcomes when they
are internally coherent and externally aligned with business strategy. Early strategic HRM research challenged the view
of HR as an administrative department and instead positioned it as a source of firm performance. Scholars such as Delery
and Doty, Becker and Huselid, and Wright and McMahan argued that HR systems influence performance by shaping
employee skills, behaviours, and commitment. This theoretical stream is highly applicable to Indian IT firms because
their product is not a physical commodity but a combination of knowledge, service quality, technology capability, and
client trust.

Research on high-performance work practices has identified selective staffing, comprehensive training, performance
appraisal, incentive compensation, employee participation, and career development as important drivers of productivity
and performance. In the IT sector, these practices take specialised forms. Selective staffing involves screening for
technical capability, learning agility, communication skill, and cultural fit. Training includes not only induction but also
continuous upskilling in cloud, cybersecurity, data science, generative Al, automation tools, and domain-specific
platforms. Appraisal systems must capture both billable performance and innovation contributions. Career development
is critical because technology professionals often leave when they perceive stagnation.

Studies on employee engagement show that engaged employees are more likely to display discretionary effort,
collaborate with colleagues, and remain committed during periods of uncertainty. For IT firms, engagement is linked to
project stability and client satisfaction. Employees who feel connected to the organisation are more likely to build long-
term expertise and maintain client relationships. In contrast, disengagement can increase attrition, reduce productivity,
and create hidden costs through rework, delays, and knowledge loss. Therefore, engagement is not merely an emotional
construct but a strategic business issue.

The literature on talent management is also relevant. IT companies rely on talent pipelines that include campus hiring,
lateral hiring, internal reskilling, leadership development, and succession planning. Talent management becomes
strategic when it is connected to future technology demand. For example, firms that identify emerging skill needs early
can reskill employees before client demand peaks. Those that fail to do so may face talent shortages, high external hiring
costs, and delivery delays. The recent rise of Al has made this issue even more significant, as employees must learn how
to work with Al copilots, low-code platforms, automation tools, and data-driven delivery systems.

Compensation and rewards literature suggests that pay fairness, performance-linked incentives, recognition, and benefits
can influence motivation and retention. In IT companies, compensation is complicated by global competition for skills.
High-demand professionals in Al, cybersecurity, cloud architecture, and product engineering can command premium
salaries. However, compensation alone is insufficient. Employees also value learning opportunities, meaningful projects,
flexibility, inclusive culture, managerial support, and career progression. A strategic HR approach must therefore
integrate financial and non-financial rewards.

Diversity and inclusion literature highlights the performance benefits of heterogeneous teams, especially in knowledge
work. Diverse teams can bring wider perspectives, improve problem solving, and enhance organisational legitimacy.
Indian IT firms have increasingly reported women representation, return-to-work programmes, inclusion policies, and
leadership diversity initiatives. These practices are relevant not only for social responsibility but also for talent
availability and innovation. When women and underrepresented groups participate fully, the organisation expands its
talent pool and improves its ability to serve diverse global clients.

Attrition has been one of the most discussed HR issues in Indian IT. High attrition creates direct costs such as recruitment

and training expenses and indirect costs such as loss of client knowledge, disruption of project continuity, and pressure
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on remaining team members. Lower attrition is not automatically positive if it results from weak mobility in a stagnant
firm, but in the IT sector, controlled attrition combined with career growth and reskilling is generally beneficial. Strategic
retention therefore involves identifying critical talent, creating learning pathways, supporting managers, improving work
experience, and using analytics to predict and reduce avoidable exits.

Recent literature on digital HRM and people analytics argues that HR decisions can be improved through data-driven
systems. Indian IT companies are well-positioned to use analytics for recruitment, learning recommendations, workforce
planning, attrition prediction, sentiment analysis, and performance management. However, digital HRM must be
balanced with ethical considerations such as privacy, fairness, transparency, and employee trust. The best HR systems
use technology to support human decision-making rather than reduce employees to numbers.

A major gap in existing literature is that many studies discuss HR strategies and organisational performance in general
terms without connecting them to the recent empirical context of Indian IT firms. The industry is undergoing a shift
from headcount-led growth to capability-led growth. This shift requires fresh analysis of how HR practices such as
reskilling, Al training, inclusion, well-being, and retention are linked to performance outcomes. This paper addresses
that gap through a focused analysis of selected Indian IT companies.

Table 1. Strategic HR practices and performance mechanisms

) ) Expected Workforce | Likely  Organisational
HR Practice Strategic Purpose )
Outcome Performance Link
Selective recruitment and | Attract  people  with | Higher skill fit and lower | Improved project quality
employer branding technical capability, | early-stage attrition and delivery reliability

learning agility, and client

orientation
Learning, reskilling and |Prepare workforce for | Higher adaptability, | Revenue resilience,
Al capability building emerging  technologies | innovation and | future-ready services and
and new delivery models | productivity better client solutions
Performance appraisal and | Align employee behaviour | Role clarity, | Higher productivity,

feedback

with business priorities

and project outcomes

accountability and

continuous improvement

quality control and margin

discipline

Rewards, recognition and

career mobility

Motivate employees and

retain critical talent

Commitment, lower
avoidable attrition and

stronger engagement

Reduced replacement cost

and  stronger  client

continuity

Diversity, inclusion and

well-being

Create a fair, healthy and
inclusive work

environment

Broader talent  pool,
psychological safety and

lower burnout

Sustainable performance

and employer reputation
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5. Research Gap and Rationale

Although the relationship between HR strategies and performance has been widely discussed, there remains a need for
sector-specific analysis in the Indian IT industry. The sector is unique because employees are distributed across global
delivery centres, clients, projects, technologies, and time zones. Performance is influenced by both individual skill and
collective delivery capability. Moreover, the rise of Al and automation is altering the link between workforce size and
business performance. A firm may achieve revenue growth and margin improvement without large headcount expansion
if its HR system supports productivity and technological leverage.

Another gap is the limited integration of public HR metrics with performance interpretation. Annual reports provide rich
information on employee count, diversity, learning, attrition, well-being, hiring, and leadership development. However,
these disclosures are often treated separately from business performance indicators. This study brings them together to
show how HR strategies are connected with organisational outcomes. The analysis is useful because it converts scattered
disclosures into a coherent HR-performance framework.

The rationale of the study is strengthened by the strategic role of the selected companies. TCS, Infosys, Wipro,
HCLTech, and Tech Mahindra are among the most important Indian IT companies and influence industry standards in
hiring, training, employee experience, technology adoption, and corporate governance. Their HR practices provide
evidence of how Indian IT firms are responding to global uncertainty, Al disruption, changing employee expectations,

and client demand for value-based outcomes.

6. Objectives of the Study

e To examine the major strategic HR practices adopted by selected Indian IT companies.

e To analyse the relationship between HR strategies and organisational performance indicators such as revenue
resilience, productivity orientation, margin discipline, client value, and deal growth.

e To compare selected HR indicators such as workforce size, attrition, women representation, learning intensity, and
talent development practices across major Indian IT firms.

e To identify how learning, reskilling, Al capability building, and employee engagement contribute to workforce
performance.

e To evaluate the role of diversity, inclusion, well-being, and retention in strengthening sustainable organisational
performance.

e To develop a conceptual and empirical framework for linking strategic HRM with performance outcomes in the
Indian IT sector.

e To suggest HR policy implications for improving workforce performance and organisational competitiveness in

Indian IT companies.

7. Research Hypotheses

e H1: Strategic HR practices have a positive influence on organisational performance in selected Indian IT companies.
e H2: Learning and reskilling intensity positively influence workforce performance and technology adaptability.

e H3: Lower attrition is associated with stronger project continuity, client relationship stability, and operational

efficiency.
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o H4: Diversity and inclusion practices positively influence employer reputation, talent availability, and sustainable
performance.

o H5: Employee engagement, well-being, and career development mediate the relationship between HR strategies and
organisational performance.

e HG6: Al-oriented talent development strengthens the link between HR strategy and organisational competitiveness in
the Indian IT sector.

Table 2. Objective-hypothesis linkage matrix

Objective Linked Hypothesis Variables / Indicators Used

Examine major HR practices H1 Training,  engagement,  talent
development, rewards, diversity,

retention practices

Analyse HR-performance | H1, H5 Revenue, margins, deal wins,

relationship productivity orientation, employee
performance

Compare HR indicators H2, H3, H4 Headcount,  attrition, = women

representation, learning  hours,

hiring indicators

Assess learning and Al capability | H2, H6 Training hours, competencies, Al

upskilling, fresh graduate hiring

Evaluate diversity and well-being | H4, H5 Women  workforce percentage,
well-being investments, inclusion

programmes

8. Research Methodology

The study follows a descriptive and analytical research design. It is based on secondary empirical data drawn from
annual reports, integrated reports, sustainability disclosures, quarterly result releases, investor updates, and industry
publications for FY 2024-25. The design is suitable because major IT companies publicly disclose structured data on
workforce size, attrition, diversity, training, revenue, margins, hiring, and strategic initiatives. These disclosures allow
a comparative analysis of HR strategies and organisational performance without using confidential internal company
data.

The sample includes five selected Indian IT companies: Tata Consultancy Services, Infosys, Wipro, HCLTech, and Tech
Mahindra. These companies were selected because of their scale, industry significance, availability of public disclosures,
and role in shaping Indian IT employment practices. The sample is purposive rather than random. The study focuses on
large listed IT services companies because they offer audited or publicly verified data and represent the dominant

employment and performance patterns of the sector.
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The main variables include strategic HR practices, workforce performance indicators, and organisational performance
indicators. Strategic HR practices include recruitment, training, reskilling, Al capability building, performance
management, rewards, diversity and inclusion, employee engagement, well-being, and retention. Workforce
performance indicators include employee capability, learning intensity, attrition, diversity, stability, and adaptability.
Organisational performance indicators include revenue growth or resilience, operating margin, deal wins, client delivery
capability, and productivity orientation.

The analysis uses descriptive statistics, cross-company comparison, index-based interpretation, and thematic analysis of
HR disclosures. Due to the limited number of companies and the use of public data, the study does not use inferential
regression as a final causal test. Instead, it interprets patterns in HR indicators and organisational outcomes. This
approach is appropriate for a management research paper where the purpose is to establish evidence-based linkage and
generate practical implications rather than claim confidential causal estimates.

The study uses a cautious interpretation of the evidence. Correlation between HR practices and organisational
performance does not automatically prove causation. Organisational performance is influenced by several factors,
including market demand, client portfolio, pricing, technology investments, macroeconomic conditions, leadership
decisions, and currency movement. However, HR strategies are treated as a major internal capability because they shape
the workforce through which strategy is executed.

Figure 2. Empirical Research Design and Analytical Process

1. Define research problem and variables

\/
J\

v

2. Select Indian IT companies

\/
J\

v

3. Collect FY25 public disclosures and HR metrics

\(
J\

v
4. Construct comparative indicators

\/
J\

v

5. Apply descriptive statistics and thematic analysis

\/
J\_

v

6. Interpret HR-performance linkage and derive implications

Figure 2. Research methodology flowchart

Table 3. Research methodology at a glance

Element Description

Research design Descriptive, analytical and secondary-data-based

empirical study

Journal of Emerging Trends and Novel Research (www.jetnr.org)

JETNR2606236



http://www.jetnr.org/

© 2026 JETNR | Volume 4, Issue 6 June 2026 | ISSN: 2984-9276 | JETNR.ORG

Sample companies

TCS, Infosys, Wipro, HCLTech and Tech Mahindra

Period of analysis

FY 2024-25, with contextual references to recent

industry transformation

Data sources

Annual reports, integrated reports, sustainability

reports, quarterly result releases and NASSCOM
industry data

Key HR variables

Headcount, attrition, learning, women representation,

hiring, engagement, well-being and Al upskilling

Key performance variables

Revenue, operating margin, deal wins, client value,

delivery capability and productivity orientation

Analytical tools

Descriptive statistics, comparative analysis, charts,

framework analysis and thematic interpretation

9. Empirical Data Presentation and Statistical Analysis

This section presents selected HR and performance indicators from the sample companies. The figures are used for

comparative interpretation rather than strict causal measurement. The data demonstrate how companies disclose human

capital as a strategic resource and how HR indicators relate to organisational performance narratives.

Table 4. Selected FY25 HR and organisational performance indicators

Workforce size /

Selected HR and
Women

Company Attrition ) performance
headcount representation )

evidence

TCS 607,979 13.3% 35.20% Crossed US$30
billion revenue; 56
million learning
hours and 5.2
million
competencies in
FY25.

Infosys 323,578 14.1% 39.00% 323,578 employees;

71.35

training hours per

average

employee;  39.0%
women in

workforce.
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Wipro 234,000 15.0% 37.00% FY?25 gross revenue
Rs. 890.9 billion; IT
services revenue
US$10.51  hillion;
15.0% voluntary
attrition.

HCLTech 223,000 13.0% 28.80% FY?25 revenue about
US$13.84  billion;
attrition 13.0%; 8.63
million training
hours.

Tech Mahindra 148,731 11.8% 34.47% FY?25 total
headcount 148,731;
LTM IT attrition
11.8%; PAT Rs.
4,252 crore.

Table 5. Descriptive statistics of selected HR indicators
) ) o ) Standard

Indicator Mean Median Minimum Maximum o

deviation

Workforce size |307,457.60 234,000.00 148,731.00 607,979.00 179,092.31

Attrition rate | 13.44 13.30 11.80 15.00 1.20

(%)

Women 34.89 35.20 28.80 39.00 3.83

representation

(%)
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Selected Indian IT Companies: Workforce Size (FY25)

607,979

600000 A

500000 -

iates

400000 A

323,578

300000 A

234,000 223,000

Employees / assoc

200000 -

148,731

100000 -+

TCS Infosys Wipro HCLTech Tech Mahindra
Figure 3. Workforce size comparison among selected Indian IT companies

LTM Attrition Rate in Selected Indian IT Companies (FY25)

15.0

Attrition rate (%)

TCS Infosys Wipro HCLTech Tech Mahindra

Figure 4. Attrition comparison among selected Indian IT companies
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Women Representation in Workforce (FY25)

39.0

Women in workforce (%)

TCS Infosys Wipro HCLTech Tech Mahindra

Figure 5. Women representation comparison among selected Indian IT companies

HR Strategy-to-Performance Value Chain in IT Companies

Recruitment Learning Engagement Retention Client Delivery Financial
& Talent Access & Reskilling & Well-being & Career Growth & Innovation Performance

The value-chain view treats HR as a strategic architecture rather than a routine administrative function.

Figure 6. HR strategy-to-performance value chain

9.1 Workforce Size and Strategic Scale

The workforce-size comparison shows that TCS remains the largest employer among the selected firms, followed by
Infosys, Wipro, HCLTech, and Tech Mahindra. The difference in scale has important implications for HR strategy. A
very large organisation requires highly standardised HR systems, digital HR platforms, internal labour markets, and
consistent leadership practices. TCS, for example, must manage learning, appraisal, engagement, and mobility across
more than six lakh employees. Such scale can create stability, but it also requires continuous renewal because skill
obsolescence can affect thousands of employees at once.

Infosys also operates at massive scale, but its disclosed average training hours per employee indicate a strong emphasis
on structured learning. In a knowledge-intensive industry, training intensity can be interpreted as an investment in future
productivity. Wipro and HCLTech show mid-large scale, where talent productivity, margin discipline, and focused
capability building become central. Tech Mahindra, with a smaller workforce compared with TCS and Infosys, has
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greater scope to pursue transformation through sharper alignment of leadership, capability building, and operational
efficiency.

The important point is that scale alone does not guarantee performance. Large workforce size creates capacity, but
performance depends on whether that capacity is skilled, motivated, and deployed effectively. The current IT industry
increasingly rewards companies that combine scale with productivity, automation, Al adoption, and continuous learning.

Therefore, workforce size should be interpreted along with learning, attrition, engagement, and performance outcomes.

9.2 Attrition and Retention as Performance Drivers

Attrition is a critical indicator in IT companies because employee exits affect project continuity and knowledge retention.
The selected firms reported attrition rates that are moderate compared with the high attrition period witnessed by the
industry after the pandemic. Tech Mahindra's LTM IT attrition of 11.8% appears lowest among the selected set, while
Wipro reported 15.0% voluntary attrition. TCS and HCLTech remained around 13%, and Infosys was reported around
the mid-teens. These figures suggest that the industry has moved from an overheated labour market toward a more stable
but still competitive talent environment.

Lower attrition can support organisational performance by reducing replacement costs, preserving client-specific
knowledge, and improving delivery predictability. However, the quality of retention matters. Retaining disengaged or
under-skilled employees does not create advantage. Strategic retention means retaining employees whose skills,
commitment, and client knowledge contribute to value creation. Therefore, retention strategies should be linked with
reskilling, career development, and performance management.

In Indian IT firms, attrition is influenced by multiple factors: compensation, career opportunities, project quality,
managerial behaviour, location preferences, work-life balance, external demand for niche skills, and organisational
culture. HR strategies that combine fair rewards, learning opportunities, flexible career pathways, and supportive
leadership are more likely to reduce avoidable attrition. This supports H3, which argues that lower attrition is associated

with stronger project continuity and operational efficiency.

9.3 Learning, Reskilling and Al Capability Building

Learning and reskilling have become the central HR strategies of Indian IT companies. TCS disclosed 56 million
learning hours and 5.2 million competencies acquired during FY25. Infosys disclosed 71.35 average training hours per
employee, and HCLTech reported 8.63 million hours of training by more than 217,000 employees. Wipro emphasised
advanced generative Al training for around 87,000 employees and partnerships with colleges to improve industry
readiness. These disclosures indicate that learning is no longer a support activity; it is a strategic response to
technological change.

The link between learning and organisational performance is both direct and indirect. Directly, trained employees can
deliver new technologies, reduce errors, and improve client solutions. Indirectly, learning improves employee
confidence, career mobility, and engagement. When employees believe that the organisation invests in their future, they
are more likely to remain committed. In an Al-led environment, the ability to reskill quickly may become more important
than existing knowledge. This is because technology cycles are shortening and skills that are valuable today may become

routine tomorrow.
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Al capability building deserves special attention. Generative Al is changing coding, testing, documentation, analytics,
and customer service. Firms that train employees to use Al tools responsibly can improve productivity and innovation.
However, Al training must not be limited to tool usage. Employees also need problem-framing ability, ethical awareness,
data literacy, prompt engineering skills, domain understanding, and client communication. Therefore, HR strategies

must integrate technical training with behavioural and business capabilities. This supports H2 and H6.

9.4 Diversity, Inclusion and Sustainable Performance

Women representation in the selected companies ranges from below 30% to nearly 39%. Infosys reported the highest
women representation in this comparative set at 39%, followed by Wipro at around 37%, TCS at 35.2%, Tech Mahindra
at 34.47%, and HCLTech at around 28.8%. These figures show progress but also indicate the need for continued
improvement, especially in senior leadership and technical specialist roles. Diversity is not simply a demographic
measure; it is an indicator of whether the organisation can attract, retain, and develop talent across social groups.
Diversity and inclusion can influence organisational performance through several channels. A more inclusive
organisation attracts a wider talent pool, reduces exclusion-related turnover, improves employer reputation, and supports
creativity through varied perspectives. For global IT clients, diversity is also connected to trust and responsible business
conduct. Many clients increasingly evaluate suppliers not only on cost and technology but also on sustainability,
inclusion, governance, and ethical employment practices.

However, diversity must be linked with genuine inclusion. Numerical representation may not translate into performance
unless employees experience fairness, voice, safety, and career opportunity. Return-to-work programmes for women,
flexible work policies, anti-harassment systems, leadership mentoring, and unbiased performance evaluation are
therefore important. The findings support H4 by indicating that diversity and inclusion practices are connected with

employer attractiveness and sustainable organisational performance.

9.5 Organisational Performance Linkage

The selected firms demonstrate that HR strategies are closely linked with organisational performance narratives. TCS
crossed a revenue milestone of US$30 billion while maintaining a large learning ecosystem and controlled attrition.
Infosys maintained strong human-capital disclosures with a large employee base, high training intensity, and investment
in well-being. Wipro improved margins and reported significant large deal bookings while emphasising Al-first
workforce development and leadership capability. HCLTech combined revenue growth with training and low attrition.
Tech Mahindra improved profitability while managing a transformation journey and reporting relatively low attrition.
These patterns do not prove a single linear causal relationship, but they support the strategic HRM proposition that HR
practices contribute to performance by shaping employee capability and behaviour. Organisational performance in IT is
delivered through teams. If teams are skilled, stable, motivated, and aligned with client needs, performance is likely to
improve. If skills are outdated, attrition is high, and engagement is weak, performance becomes fragile even when market
demand exists.

The HR-performance linkage is especially visible in margin management. IT firms face pressure to improve margins
despite wage costs and uncertain demand. Strategic HR helps by improving productivity, reducing rework, enabling
automation, increasing utilisation, supporting internal mobility, and developing future skills internally rather than relying
only on expensive lateral hiring. Thus, HR contributes to both growth and efficiency.

Table 6. Hypothesis-wise evidence and interpretation
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Hypothesis

Evidence Observed

Interpretation

H1

Selected firms show structured HR
investments alongside revenue,
margin, and deal performance

indicators.

Broadly supported: HR strategy
appears linked with organisational
performance through capability and

execution quality.

H2

High learning disclosures at TCS,
Infosys, HCLTech and Al training

emphasis at Wipro.

Supported: learning and reskilling
are central to workforce

adaptability.

H3

Attrition rates are moderate; firms
with lower attrition emphasise
stability, training and

transformation.

Partially supported: lower attrition
improves continuity, but retention

quality is also important.

H4

Women representation and
inclusion initiatives are reported as

part of human capital strategy.

Supported: diversity contributes to
talent availability and employer

reputation.

H5

Well-being, engagement and career
development appear in company
HR narratives.

Supported conceptually; requires
employee-level survey data for
stronger causal testing.

H6

Al and digital reskilling are
increasingly presented as strategic

priorities.

Strongly supported: Al capability is
becoming a key HR-performance

bridge.

10. Discussion

The analysis reveals that HR strategies in Indian IT companies operate through three major pathways: capability creation,
behavioural alignment, and organisational adaptability. Capability creation occurs through recruitment, training,
reskilling, and leadership development. Behavioural alignment occurs through appraisal, rewards, engagement, culture,
and communication. Organisational adaptability occurs when the workforce can move across technologies, projects,
client domains, and delivery models. These three pathways together shape organisational performance.

The first important finding is that learning has become the core of HR strategy. Earlier, training was often viewed as an
entry-level requirement for fresh graduates. Today, it is a continuous requirement for all levels of employees. A senior
developer, project manager, architect, consultant, or delivery leader must keep learning because technology and client
expectations change rapidly. The companies studied show that large learning ecosystems are being used to maintain
relevance and productivity.

The second finding is that attrition management remains a strategic priority. The cost of attrition is not limited to
recruitment expenditure. When experienced employees leave, the firm loses client context, informal knowledge, team

stability, and delivery continuity. IT companies must therefore distinguish between healthy mobility and damaging
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attrition. Healthy mobility can remove stagnation and bring fresh capability. Damaging attrition occurs when high-
performing employees leave due to poor management, limited growth, burnout, or better external opportunities. HR
analytics can help identify risk patterns and develop targeted interventions.

The third finding is that diversity and inclusion are becoming performance issues. The Indian IT industry cannot achieve
sustainable growth if it does not expand participation across gender, regions, educational backgrounds, and career stages.
Women representation remains below parity in all selected firms, but several firms have disclosed targets and initiatives.
Better inclusion can improve workforce stability and employer reputation, especially as clients and investors
increasingly evaluate ESG factors.

The fourth finding is that Al is changing the HR-performance equation. The introduction of Al tools in software
development and IT services can improve productivity, but only if employees are trained to use them effectively. Al can
automate routine work but also raises anxiety about job displacement. HR strategies must manage this transition through
transparent communication, reskilling, role redesign, and ethical Al policies. Companies that treat Al as a human
capability multiplier may achieve better outcomes than those that treat it only as a cost-reduction tool.

The fifth finding is that organisational performance in IT is becoming less dependent on headcount and more dependent
on capability density. Capability density means the amount of skill, judgement, innovation, and client value embedded
in each employee or team. A firm with strong capability density can generate higher revenue per employee, better
margins, and stronger client outcomes. HR strategies must therefore focus on quality of talent rather than only quantity

of talent.

11. Managerial and Policy Implications

The findings have significant implications for HR leaders, business managers, and policy makers. HR leaders in Indian
IT companies should design integrated HR systems rather than isolated programmes. Training should be connected to
career mobility; appraisal should be connected to learning; rewards should be connected to performance and innovation;
and engagement should be connected to managerial accountability. Fragmented HR initiatives may look attractive in
reports but fail to produce performance if they are not aligned.

Table 7. HR policy implications for Indian IT companies

Area Managerial Implication Expected Performance Benefit

Talent acquisition Recruit for learning agility, Al |Better role fit and faster project
readiness, communication skills and | deployment

domain orientation.

Learning and development Build continuous reskilling | Higher productivity and technology

pathways in Al, cloud, data, |adaptability

cybersecurity and domain
consulting.

Performance management Use transparent and development- | Improved  accountability — and
oriented appraisal systems. employee trust
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Retention Identify critical talent and provide | Lower avoidable attrition and
career pathways, mentoring and | stronger client continuity

internal mobility.

Diversity and inclusion Strengthen  women  leadership | Wider talent pool and better
pipelines, return-to-work | employer reputation
programmes and inclusive

managerial practices.

Well-being Treat mental health, workload | Lower burnout and sustainable
balance and flexibility as strategic | performance

productivity factors.

Al transformation Train  employees to wuse Al |Innovation, faster delivery and
responsibly and redesign roles | future-ready competitiveness
around human-Al collaboration.

Business managers should also recognise that HR outcomes are business outcomes. Project delays, rework, client
escalation, and low innovation are often symptoms of deeper people issues such as poor skill fit, weak coordination, low
motivation, or leadership gaps. Therefore, line managers must work closely with HR teams in workforce planning, skill
mapping, feedback, coaching, and retention.

At the policy level, the Indian IT sector requires stronger industry-academia collaboration. Companies such as Wipro
have already highlighted partnerships with colleges to improve graduate readiness. This needs to become broader and
more systematic. Universities and management institutions should update curricula to include Al literacy, analytics,
cloud computing, communication, ethics, and problem-solving. This can reduce the training burden on firms and
improve employability.

For employees, the implication is clear: career security will increasingly depend on continuous learning. The old
expectation that a degree alone ensures long-term employability is no longer valid. IT professionals must develop
technical depth, domain knowledge, communication ability, and adaptability. Organisations must support this through

learning access, but employees must also take responsibility for self-development.

12. Recommendations

e Indian IT companies should develop an integrated HR-performance dashboard that connects human capital
indicators with business outcomes. The dashboard should include learning hours, skill proficiency, attrition risk,
engagement, internal mobility, diversity, project quality, client satisfaction, and revenue productivity.

e Companies should move from generic training to role-based and future-skill-based learning pathways. Al, cloud,
data analytics, cybersecurity, product thinking, consulting skills, and domain expertise should be mapped to project

demand and career levels.
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¢ Retention strategies should focus on critical talent segments rather than broad retention alone. High performers,
niche-skill professionals, women returning from career breaks, and client-facing leaders should receive targeted
career support.

e Performance management systems should include developmental feedback, coaching, and skill-growth indicators.
Over-reliance on short-term billability can discourage innovation and learning.

o Diversity initiatives should move beyond hiring numbers to career progression, leadership representation, pay
equity, psychological safety, and inclusive work design.

o Employee well-being should be treated as a productivity investment. Burnout, excessive workload, and poor
managerial behaviour reduce long-term performance even when short-term utilisation appears high.

e Al adoption should be accompanied by responsible reskilling. Employees should understand not only how to use Al
tools but also how to verify outputs, protect data, avoid bias, and create client value.

e Companies should strengthen internal mobility so that employees can shift from declining skill areas to emerging
ones. This reduces layoffs, improves retention, and supports agile workforce deployment.

¢ HR analytics should be used ethically to predict attrition, identify skill gaps, and improve employee experience.
Transparency and privacy safeguards are necessary to maintain trust.

¢ Indian IT firms should collaborate with universities, start-ups, and professional bodies to build industry-ready talent

pipelines and support lifelong learning ecosystems.

13. Limitations of the Study

The study is based on public secondary data and therefore depends on the availability and comparability of corporate
disclosures. Different companies report HR indicators in different formats, which limits direct statistical comparison.
Some indicators, such as engagement scores, internal mobility, employee satisfaction, and project-level productivity,
are not always disclosed in detail.

The sample includes five major Indian IT companies, which are significant but not representative of all IT firms in India.
Smaller IT companies, start-ups, product firms, and global capability centres may follow different HR strategies.
Therefore, the findings should be interpreted as evidence from selected large IT services companies rather than the entire
technology ecosystem.

The analysis uses descriptive statistics and framework-based interpretation. It does not use confidential employee-level
data or longitudinal regression. Future studies can strengthen the evidence by using surveys, interviews, panel data, and
financial modelling. Despite these limitations, the study provides a useful and timely view of HR-performance linkage

in the Indian IT sector.

14. Scope for Future Research

Future research can extend this paper by conducting employee surveys across different levels such as fresh graduates,
mid-level professionals, project managers, and senior leaders. Such data can test how employees perceive HR practices
and whether these perceptions influence engagement, innovation, and intention to stay. A survey-based model can
include variables such as perceived organisational support, psychological safety, learning climate, and career
satisfaction.

Another promising direction is longitudinal research. HR strategies may not produce immediate performance outcomes.

Training investments, leadership development, and culture-building often show effects over time. A multi-year study
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can examine whether changes in learning intensity, attrition, and diversity are associated with changes in revenue per
employee, margin, and client satisfaction.

Future research can also compare Indian IT services companies with product-based technology firms and global
capability centres. This will reveal whether HR-performance linkages differ across business models. The role of

generative Al in reshaping job roles, skill requirements, and HR policies is also an important area for further study.

15. Conclusion

This paper examined the relationship between strategic HR practices and organisational performance in selected Indian
IT companies. The analysis shows that HR strategies are deeply connected with business outcomes in the IT sector
because organisational performance is delivered through people, knowledge, skill, and client-facing execution.
Recruitment, training, reskilling, appraisal, rewards, engagement, diversity, well-being, and retention form an integrated
system that shapes workforce performance.

The evidence from TCS, Infosys, Wipro, HCLTech, and Tech Mahindra suggests that major Indian IT companies are
investing in human capital despite global uncertainty and technological disruption. Learning and reskilling have become
central to strategy. Attrition is being managed more carefully. Diversity and inclusion are gaining importance. Al
capability building is emerging as a key determinant of future competitiveness. The sector is moving from a headcount-
led model to a capability-led model, where performance depends on productivity, adaptability, and innovation.

The study supports the view that HR should be understood as a strategic performance partner rather than an
administrative support function. In the Indian IT sector, the most successful firms will be those that can convert human
potential into client value, technological innovation, and sustainable growth. As Al changes the nature of work, HR
strategies must become more human-centred and future-oriented at the same time. The future of organisational
performance in Indian IT will depend not only on technology, but also on the ability of organisations to develop, engage,

include, and retain people who can use technology intelligently.
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