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Abstract- The Strategic Human Resource Development
(SHRD) is a framework that is required in organizations
that are aiming at aligning their workforce capabilities
with the organization strategic long term business
objectives. A proper Performance Management System
(PMS) is considered the core of SHRD as it is not only
the evaluation of the performance in the past that leads
to the following growth and development. The present
research paper examines the issue of performance
management to develop strategic HRD in the case study
of Tata Consultancy Services (TCS), the largest
multinational Indian IT corporation. The paper
examines how TCS shifted to a more recent and
continual feedback system called Feedback to
Feedforward as opposed to the ancient system of
appraisal. It examines the ways TCS uses own digital
products such as TCS Chroma™ to combine
performance management and employee upskilling,
goal alignment, and developing careers. The results
show that TCS has managed to use its PMS as a
strategic tool to facilitate a culture of lifelong learning,
transparency, and agile responsiveness that will keep
its enormous workforce on track with the strategic
changes of the company. The paper has concluded that
integrated, technology-based performance
management system is a vital facilitator of SHRD that
plays a major role in organizational agility and
sustained competitive advantage.
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I. INTRODUCTION

The role of Human Resources in the modern business
environment has taken a paradigm shift due to the
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high rate of technological disruption, the increasing
rate of global competition. Companies have ceased to
treat their HR functions as functions that support the
administration, but they have come to the realization
that their HR functions are strategic units that are
instrumental in ensuring sustainable growth. This HR
strategic orientation is summed up in Strategic
Human Resource Development (SHRD). SHRD is a
pro-active, futuristic process, which ensures that the
training, development, and talent management
processes of an organization are aligned to its overall
business strategy. Its focus is to develop a skilled,
knowledgeable but flexible and dedicated workforce
that is focused on the long-term vision of the
organization.

The Performance Management System (PMS) is an
important element in successful implementation of
SHRD. Also distant to the old, annual, appraisal
system where managers and employees solely talked
about pay increases, a contemporary PMS is an open-
ended communications process between the
managers and the employees. It gives the structure of
the clear expectations, tracking progress, feedback
and development requirements. Performance
management is the

motor that runs SHRD when done and carried out
properly. It converts strategic objectives at the high
level into personal and team objectives so that each
employee will have a feel on what he or she
contributes to the overall. Moreover, it also produces
important data that determines competency gaps,
shapes learning and development programs, and
career development paths, which results in the
development of a strong talent pipeline.
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This paper will be based on a company called Tata
Consultancy Services (TCS), which is one of the
leading companies in the world in providing IT
services, consulting, and business solutions. Being a
company of more than 600,000 employees in 55
countries, it is a challenge of monumental
proportions to manage and develop talent on a large
scale. TCS has always been known not only as a
company based on its business performance but also
innovative people practices. The firm has been
leading the pack in terms of reinventing performance
management to render it more agile, continuous and
developmental. Having left the old-fashioned
approaches and preached the digital platforms, TCS
reminds a strong illustration of how performance
management can be utilized as the strategic driver in
the development of human resources.

II. LITERATURE REVIEW

The convergence of performance management and
strategic human resource development is not a new
field in the management literature, and, by extension,
offers a good theoretical basis to this study. This
chapter is a review of concepts and previous studies
that guide the analysis of the practices at TCS.

The SHRD concept has been developed based on the
understanding that training and development activity
should be aligned with the organizational strategy so
as to generate value. As said by the most dominating
theorists, SHRD entails intentional combination of
learning and development interventions to assist the
organization in realizing its mission. It is no longer
concerned with individual training requirements but
also includes organizational ability, culture
transformation and knowledge management. The
SHRD approach will guarantee that the skills that
have been acquired in the workforce are specifically
the ones that are needed to implement the business
strategy, be it cost leadership, innovation, or
customer intimacy. This strategic fit makes work
force a source of competitive advantage that is hard
to replicate by the competitors.

The operating tool to accomplish this strategic fit is
performance management. Classical theory of
management especially the Management by
Objectives (MBO) focused on
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the need to have specific and measurable objectives
that trickle down the line. This is the foundation of
modern performance management which involves
continuous feedback, coaching, and development.
According to scholars, a good PMS serves a dual role:
an evaluative role of determining such factors as pay
to administrative decisions and a developmental role
of enhancing the future performance by learning. This
developmental purpose is the one that directly
benefits SHRD. The PMS directly contributes to the
development of individual development plans,
mentoring, and career pathing by identifying areas of
performance shortfall and opportunities.

Technology has become an important facilitator of
performance management and SHRD, especially in
large, geographically dispersed organizations in the
past years. The emergence of cloud-based Human
Capital Management (HCM) suites and artificial
intelligence-based analytics has changed the way
businesses handle talent. Such platforms can be used
in real-time to follow the targets, provide a
continuous  feedback loop, and aggregate
performance data to establish system-wide skills
shortages. The studies indicate that technology
enables transitioning to dynamism and agility of the
process formerly being laid out in a single review a
year. This agility is essential to SHRD since it enables
the organization to quickl re-and up-skill
employees in accordance with the changing market
requirements. As an example, Al may propose
customized learning material to an employee,
depending on performance statistics or his/her career
goals, hence naturally incorporating development
into the workflow.

III. RESEARCH METHODOLOGY

A. Hypothesis

Based on the literature review and the preliminary
understanding of TCS's people practices, the
following hypotheses have been formulated to guide
the analysis of this case study. These propositions will
be tested against the evidence gathered from
secondary sources.

° H1: The adoption of a technology-based,
ongoing feedback program (like the one by TCS,
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called Feedback to Feedforward) is more strongly
positively correlated with the development of
employee skills and strategy alignment than the
conventional, annual appraisal programs.

° H2: The correlation of performance
management information with the learning and
development systems at TCS allows identifying the
presence of skill gaps more effectively and perform
the targeted upskilling process, which directly
supports the strategic planning of the workforce in
the organization.

° H3: Strategic use of performance metrics such
as compliance parameters such as attendance and
billing days becomes the mechanism to strengthen
the organizational culture and the behaviour of
individual employees with the overall strategic
direction of TCS.

The information collected through different sources
was interpreted by means of the thematic analysis to
find the regularities of these hypotheses. This was
done through a thorough reading of the gathered
materials that resulted in the process of identifying,
coding, and classifying common themes like digital
transformation, ongoing feedback, goal alignment,
and integration of performance with learning.

IV.  ANALYSIS & FINDINGS

The chapter provides the most important findings of
the analysis of the secondary data on the TCS
performance management system. The results are
presented in the form of central themes that prove the
strategic integrity of the performance management
and the human resource development, and they can
be used to test the hypotheses developed in the
methodology.

A. The Digital Foundation: TCS Chroma™ and
Feedback to Feedforward

One of the key observations is the extensive
investment made by TCS in its proprietary digital
platforms to control its huge workforce. The
company has left the behind use of manual and paper-
based appraisals to a full blown and cloud based
Human Resource Management System (HRMS)
referred to as the TCS Chroma 0. The module of the
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Talent Performance in this suite is especially created
to facilitate the performance management lifecycle.
This substantiates H1 in a direct way since it proves
that there is a definite shift away from the traditional
systems to a technologically oriented model.

The model of the modern performance philosophy of
TCS is the one known as Feedback to Feedforward™,
formalized in 2021. This model symbolizes a great
strategic change of a retrospective assessment into a
prospective, developmental discussion. It is an open-
source, online platform and offers employees the real-
time, holistic perspective of their performance in four
major areas compliance, development, engagement,
and feedback. This unremitting visibility enables
employees to correct themselves and actively manage
their development, not wait till areport card is released
at the end of the year.

B. Continuous Feedback and Agile Goal Setting
This information indicates a distinct shift to a lean and
constant process. TCS has substituted the traditional
yearly appraisal cycle with feedback and a system of
continuous checks onto performance. This is enabled
by the features of TCS Chroma that enable real-time
performance monitoring and feedback loops. The
results show that such a strategy has become very
popular, and the platform already recorded more than
18 million feedback conversations. Goal setting has
also been rendered to be dynamic and intelligent. The
platform makes Goals and Key Result Area (KRA)
and their creation and approval automated and
simplified. The system was particularly efficient with
over 200,000 performance goals being auto-
suggested and almost half a million appraisals being
auto-initiated. This makes sure that the individual
targets are not fixed but can be adjusted to new project
requirements and organizational priorities, which is
one of the major principles of an agile and
strategically oriented workforce. The magnitude of
this feedback and goal-setting exercise is yet another
indication of H1 which proposes positivity between
the continuous system and strategic engagement.

Table 1: Scale of TCS's Digital Performance
Management System

Metric |Approximate Scale
Workforce Covered 600,000+ employees
Goals Set on Platform 7,000,000+
IFeedback Conversations 18,000,000+
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Goals Auto-Suggested by Al
|Appraisals Auto Initiated

200,000+
500,000+

C. Aligning Individual Goals with Organizational
Strategy

One of the main tasks of an SHRD-oriented PMS is
to make sure that the efforts of employees are in line
with the corporate strategy. TCS does this using
technology platforms. The system is created to
support a so-called cascade of goals, in which the
top-level organizational goals will be subdivided and
distributed among managers, with each team and
worker on the ground knowing how their work will
help the company to succeed. TCS Chroma client
cases with companies like INOX India note that such
considerations as a goal cascade, goal sharing by
management make sure that the individual goals are
properly aligned to the organization. The same
principle is also used internally at TCS, which
connects the performance of employees with
business priorities. This result gives preliminary
justification towards the strategic alignment
component of HI.

m 5kill Developrment © Upskilling Identification
u Project/Goal Realignment
m Career Pathing C Mentoring Discussions

m Recognition C Maotivation

Fig 1: Impact of Continuous Feedback on Employee
Development Outcomes

D. Integrating Performance with Learning and
Development (L&D)

The greatest discovery about SHRD is that the
performance management and employee
development in TCS is highly integrated, and this
directly challenges H2. The data obtained on the
performance is not a goal but rather a tool to
determine and spur development. On the one hand,

1JIRT 201441

INTERNATIONAL JOURNAL OF INNOVATIVE RESEARCH IN TECHNOLOGY

when workers are not assigned to their work (on the
bench), their main task is to participate in upskilling
through the large-scale educational opportunities of
TCS: iEvolve, Fresco Play, and LinkedIn Learning.
This policy has a direct connection between active
involvement of an employee (one of the parameters
of performance) and the active increase of skills.
Moreover, the Feedback to Feedforward platform has
the pillar of development, which provides the means
to track learning activities and skill acquisition and
consider them as an integral part of the overall
employee performance profile. Talent Performance
module is also useful in determining the areas of skills
deficiency within the entire organization enabling a
targeted learning intervention as well as in making
informed career management decisions to ensure that
the right individuals are in the right positions. This
closed-loop system can be used to validate H2: it will
prove that performance data is actively utilized to
facilitate the possible upskilling.
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Attendance Billing Darys Upskilling
[=B55%) Hours

m Culture Building m Client Commitrent

m Innowvation/ Skilling

Fig 2: Strategic Alignment of Performance Metrics
with Organizational Goals

Interpretation: The graph is clear that the various
performance measures have different strategic
purposes. The presence of WFO is highly biased
towards the creation of the organizational culture
(90%). Billing days are practically concentrated on
the commitment and productivity of clients (95%).
The primary aim of upskilling hours is to create
innovation and to retain a future-ready workforce
(85%). This weighted measure of the metrics is a good
support to H3, which indicates that TCS strategically
employs its PMS to develop certain behaviors within
the support of various pillars of its corporate strategy.
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E. Strategic Use of Performance Data for
Workforce Decisions

TCS also leverages performance and compliance
data to make high stakes strategic decisions
concerning its workforce which tests H3 directly.
The recent articles of 2025 and 2026 show that the
company has factored its policy of mandatory
working off-site and measures of deployment
directly to performance results. Those employees
who do not meet the 85 percent attendance or the
225-day minimum billing requirement per annum are
punished through the suspension of appraisals, the
exclusion in the annual banding (promotion) process,
and the effect on the variable compensation and
subsequent career advancement. Although such a
method may appear rather strict, it highlights the
strategic value of the PMS. TCS correlates the
attendance and deploy ability with performance,
which is why the company is currently forming the
culture of cooperation, provides a guarantee to the
clients, and manages its enormous talent pool
efficiently. It sends a strong message that the
behaviour of the individual and availability is also
imperative to overall success and strategic
nimbleness of the organization. When this result is
considered together with Chart 2, it helps to
substantiate H3 greatly, proving the way
performance measures are utilized strategically to
support the target cultural and behavioural patterns.

Table 2: Performance Indicators Linked to Strategic
Goals and Outcomes
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Performance | Primary Organizational
Indicator Strategic Goal| Outcome
/Consequence
Work-from- | Foster Full variables
Office collaboration, | pay, eligibility
Attendance culture, and for appraisal and
(>85%) mentorship banding
Minimum Ensure high Impacts
Billing Days | utilizationand | compensation,
(225/year) client career growth,
commitment | and continuity
Active Maintain a Primary
Upskilling on | future-ready responsibility
Learning workforce with| when
Platforms cutting-edge unallocated,
skills linked to
development
LJIRT 201441

V. DISCUSSION

The results of the analysis give a clear image of how
TCS has designed its performance management
system to become one of the pillars of its strategic
human resource development. These findings are
interpreted and their implications to the theory and
practice of SHRD have been highlighted by the
discussion which affirms the hypotheses of the study.

First, the strategy of TCS confirms HI and indicates
a more complex, positive relationship between
technology-driven and continuous feedback model
and strategic employee development in comparison
with the traditional systems. The Feedback to
Feedforward model is not arebranding of the appraisal
process, itis a fundamental redesign that puts more
emphasis on future developing capabilities rather than
the past judgment. TCS incorporates learning into the
day-to-day operations by offering employees multi-
source feedback and combining it with development
metrics. This is a direct answer to the SHRD objective
of establishing a constant learning organization. The
magnitude of feedback recorded (18 million
conversations) is an indication of a successful
technological facilitated cultural change. This is also
supported in Chart 1 that shows that almost half of
feedback conversations are specifically associated
with skill development and upskilling.

Secondly, the results have a strong support of H2. The
performance data can be intermediated with learning
and development as seen in the strategic use of
technology, especially TCS Chroma. It is not only
efficiency that the autosuggestion of goals and Al-
based analytics is about; it is about the strategic
coherence and specific upskilling. Once more than
200,000 goals are intelligently matched with the firm
priorities and learning proposals automatically
determine the presence of performance gaps, it
generates a strong collective emphasis on the
development. The technology will also allow TCS to
engage in a practice of mass personalizing employee
experience such that the needs of development are
recognized at the individual level but with an
aggregate strategic aim. The best example of this
integration is the policy of bench time to compulsory
upskilling that was discussed in section 4.4.
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Moreover, the direct association of performance
measures with organizational policies as H3 suggests
should also point out the strategic use of the PMS as
the tool of organizational culture and the behavior of
the workforce. This is strongly represented visually in
Chart 2, with metrics such as upskilling hours,
attendance and billing days each weighted to
promote various strategic objectives. Table 2 is a
supplement to this as it will clearly describe the
tangible organizational outcomes of each indicator.
TCS employs performance management as a culture
management tool by linking the actual performance
to the adherence to these strategic priorities (pay,
promotions). This proves that SHRD is not only
about skills, but also attitudes, behavior, and values.
The PMS turns out to be the mechanism that
strengthens the working spirit of TCS, so that in this
way the organizational culture promotes its business
strategy.

Much as this approach is integrated, it is not a
challenge-free affair. The rigid connection of
appraisals with such measures as billing days and
office attendance may, otherwise, cause excessive
pressure and affect the morale of employees. The
effectiveness of such a model, thus, rests on the
openness and the impartiality of the data and the
conclusions drawn on it.

VI.  CONCLUSION

This paper aimed to focus on the issue of
performance management as an element of strategic
human resource development by considering Tata
Consultancy Services as a case study. The study
concludes that TCS has been able to rekindle its
performance management system to be a potent
engine of SHRD that is way beyond the traditional
confines of annual appraisals. The lesson to learn is
that performance management in TCS is not a single
HR process as it was an integrated system of strategy.
The company has developed a closed-loop ecosystem
with goal setting, continuous feedback, learning and
development, and career management, all
interdependent, through its proprietary digital
platforms and especially TCS Chroma, and the model
known as Feedback to Feedforward. The integration
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will make sure that the individual performance will
be directly related to the corporate strategy, and that
employee development will be a data-driven
continuous process aimed at creating a workforce that
is ready to meet the requirements of the future.

The results show that technology can be viewed as the
key enabler of the scale SHRD model. It enables TCS
to deal with the complexity of more than half a
million employees by automating the administrative

processes, enabling real-time insights, and
personalizing  the process of  employee
development.

Moreover, the ability to use performance information
strategically to support the culture and operations
policies highlight the strength of the system in
influencing the workforce behaviour towards
achieving organizational objectives. All hypotheses
presented in this paper were confirmed by the
evidence, which demonstrated the developmental
emphasis of the TCS PMS, its profound
interconnection with the L&D and that it is a strategic
instrument of managing the culture.

This research has great implications to other larger
organizations. It also implies that to have strategic
HRD, organizations need to invest in newer,
combined performance management technologies,
but more to the point, develop a culture where
continuous feedback, agility, and learning are highly
appreciated. Though the TCS model is adjusted to the
specific environment, the strategic alignment,
developmental focus and data-based decision-making
principles are universal concepts. This case study can
be used as a guideline on how performance
management can transform itself as a backwards
administrative burden to a forward-looking strategic
driver of creating a sustainable competitive advantage
by leveraging people.
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