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Many innovation initiatives fail in the
dynamic Information Technology (IT)
sector, often due to misaligned Human
Resource Management (HRM) prac-
tices. This paper addresses the need
for a more nuanced understanding of
how strategic HRM techniques can ef-
fectively support different types of in-
novation within IT firms. Adopting
Ansoff’s growth matrix as an innova-
tion classification framework, this
study utilizes a qualitative case study
methodology, drawing conceptual in-
sights from Tata Consultancy Services
(TCS), to explore this relationship.
The primary contribution is the pro-
posed “Innovation-HRM Matrix,”
which outlines distinct sets of HRM
techniques tailored for three innova-
tion types- market penetration, mar-
ket development, and product devel-
opment innovations.
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Introduction

According to Everett Rogers,
an innovation is “an idea, practice,
or object that is perceived as new
by an individual or other unit of
adoption” (Rogers, 2003). The In-
formation Technology (IT) sector
thrives on continuous innovation,
which serves as the primary en-
gine for growth, competitive advan-
tage, and adaptation in a rapidly
evolving global market (Chen &
Huang, 2009). IT firms constantly
pursue new products, services,
processes, and business models to
maintain relevance and capture
value. Despite its criticality, how-
ever, a significant proportion of
innovation initiatives within IT
firms fail to meet their objectives
or deliver expected value. Indus-
try reports and academic studies
consistently highlight high failure
rates for IT projects and innova-
tion initiatives, often estimated to
be significantly high, sometimes
exceeding 50-70% depending on
the scope and definition (McKinsey
& Company, 2020).
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While reasons for failure are multi-
faceted, encompassing technical chal-
lenges, market misalignments, and flawed
strategic choices, inadequate attention to
the human element managed through
strategic Human Resource Management
(HRM) techniques is increasingly recog-
nized as a major contributing factor
(Shanker et al., 2017). Failures in inno-
vation initiatives are often attributed to
critical HRM-related shortcomings such
as persistent skill gaps in rapidly evolv-
ing technical domains, ineffective team
collaboration and knowledge sharing pro-
cesses, performance and reward systems
that fail to adequately incentivize experi-
mentation and calculated risk-taking, in-
sufficient leadership commitment or in-
appropriate leadership styles, and orga-
nizational cultures that lack psychologi-
cal safety or actively stifle creativity
(Bos-Nehles et al., 2017; Mahajan, 2019;
Hughes et al., 2018). Effectively man-
aging talent, fostering a supportive cul-
ture, and aligning HR practices with in-
novation goals are therefore crucial, yet
often underdeveloped, aspects of man-
aging innovation success (Mahajan,
2019).

Innovative companies typically man-
age multiple innovation projects in par-
allel to stay competitive, adapt to evolv-
ing market demands, and mitigate risk.
These projects span various types—
product, process, service, and business
model innovations—with varying de-
grees of novelty. Effective innovation
management, as noted by Tidd and
Bessant (2018), involves portfolio think-
ing: balancing short-term incremental
improvements with long-term radical

initiatives. O’Connor and DeMartino
(2006) similarly emphasize the need to
simultaneously manage multiple explor-
atory projects within breakthrough inno-
vation pipelines (O’Connor, &
DeMartino, 2006). This aligns with the
concept of organizational ambidexter-
ity—leveraging existing capabilities
while exploring new opportunities—
which requires firms to allocate re-
sources across diverse initiatives
(Tushman & O’Reilly, 1996). A common
tendency is to manage all these innova-
tion initiatives using a uniform approach.
Such practices are often shaped by ex-
isting literature, which typically empha-
sizes the general relationship between
human resource management (HRM)
systems and overall innovation perfor-
mance (Bos-Nehles et al., 2017). There
is limited research identifying specific,
context-sensitive HRM techniques tai-
lored to manage the distinct types of in-
novation prevalent in IT firms. To ad-
dress this gap, this paper adopts
Ansoff’s (1957) classic classification—
distinguishing between market penetra-
tion, market development, product de-
velopment, and diversification—as a
framework to conceptualize different in-
novation thrusts. Each category repre-
sents a different level and type of nov-
elty and risk, likely requiring distinct
HRM approaches for successful execu-
tion. Employing a qualitative case study
methodology, this research investigates
the strategic HRM techniques utilized
within selected IT firms to foster and
manage these distinct types of innova-
tion. The primary objective is to propose
a framework of tailored HRM tech-
niques aligned with three of Ansoff’s
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innovation categories, providing action-
able insights for HR practitioners and
managers seeking to improve innovation
success rates in IT firms.

Literature Review

Innovation is widely recognized as a
critical driver of competitive advantage
and long-term survival, particularly within
the dynamic and rapidly evolving Infor-
mation Technology (IT) sector (Chen &
Huang, 2009). As IT firms operate in
knowledge-intensive environments char-
acterized by constant technological shifts
and intense global competition, their abil-
ity to innovate continuously is paramount.
While technological capabilities are es-
sential, the human element, managed
through effective Human Resource Man-
agement (HRM), is increasingly ac-
knowledged as a fundamental enabler of
organizational innovation capacity
(Shipton et al., 2006).

Strategic HRM practices are theo-
rized to influence innovation by shaping
employees’ abilities, motivations, and
opportunities to engage in creative and
innovative behaviors (Bos-Nehles et al.,
2017). Foundational HRM functions such
as selective recruitment and staffing en-
sure the acquisition of talent with the
necessary skills and creative potential.
Indeed, strategic staffing approaches
focusing on employer branding and per-
son-organization fit are seen as crucial
for attracting talent capable of support-
ing innovation and reducing resistance
to change (Bhatnagar, & Srivastava,
2008). Furthermore, targeted training
and development programs can enhance

employees’ technical expertise and
problem-solving skills, directly contrib-
uting to their innovative capabilities
(Jiang et al., 2012). The broader orga-
nizational context, shaped by HRM, is
vital; fostering a supportive organiza-
tional culture through talent manage-
ment practices (Mahajan, 2019) and
encouraging knowledge sharing are es-
sential for creating an environment
where innovation can thrive. Perfor-
mance management and compensation
systems also play a crucial role; when
designed to reward experimentation,
risk-taking, and successful innovation
outcomes, they can significantly moti-
vate employees to pursue novel ideas
(Laursen & Foss, 2003). The adoption
of innovative HR practices is increas-
ingly seen as a response to competitive
pressures and changing employee needs
(Agarwal & Jha, 2013, Agarwala, 2002).

‘ The adoption of innovative HR
practices is increasingly seen as a
response to competitive pressures
and changing employee needs. \

While general HRM practices that
support innovation have been widely dis-
cussed in the literature, there remains a
need to identify and analyze context-spe-
cific HRM practices tailored to different
types of innovation. In-depth case stud-
ies within IT firms are warranted to un-
cover how managers and HR profession-
als adapt and implement such practices
to cultivate and sustain various forms of
innovation in this dynamic sector (Shipton
etal., 2006).
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Research Questions

Given the identified gap in understand-
ing how specific Human Resource Man-
agement (HRM) techniques can effectively
support different types of innovation within
IT firms, and adopting Ansoff’s classifica-
tion (Ansoff, 1957) as a guiding framework,
this study addresses the research
question:how can Ansoff’s innovation clas-
sification guide the selection and implemen-
tation of appropriate strategic Human Re-
source Management (HRM) techniques for
effectively managing different types of or-
ganizational innovation in IT firms?

Methodology

This study employs a qualitative case
study methodology, an approach well-
suited for in-depth exploration of com-
plex organizational phenomena like the
interplay between strategic Human Re-
source Management (HRM) practices
and specific innovation types within a
real-world context (Yin, 2018).

To provide a structured lens for ana-
lyzing innovation within the IT sector, this
research adopts Ansoff’s (1957) growth
strategy matrix as an innovation classifi-
cation framework. The application of
Ansoff’s matrix for classifying innova-
tion, distinguishing initiatives based on
market and product/service novelty (mar-
ket penetration, market development,
product development, diversification), is
supported by prior research (Gurcaylilar-
Yenidogan & Aksoy, 2018).

The empirical context for this research
is Tata Consultancy Services (TCS), a

large, globally significant Indian IT firm
with a documented history of diverse in-
novation activities. Specific innovation ini-
tiatives TCS undertook were identified
and mapped to each quadrant of Ansoff’s
matrix based on their strategic character-
istics. The detailed descriptions and analy-
ses of these individual innovation cases
are part of a larger study and thus beyond
the scope of this specific paper.

Upon examining the innovation clas-
sification matrix, strategic HRM tech-
niques pertinent to their management were
identified. The focus was on discerning
practices related to key HRM functions
such as staffing, training and development,
performance management, compensation
and rewards, leadership approaches, and
organizational culture that appeared to
support each type of innovation.

The core analysis involved compar-
ing the identified HRM techniques across
the different Ansoff quadrants. Based on
this comparative analysis, the study pro-
poses distinct sets of strategic HRM tech-
niques considered most suitable for effec-
tively managing innovations within the
market penetration, market development,
and product development categories. Con-
sistent with the conceptual underpinnings
of Ansoff’s matrix, HRM techniques for
the diversification quadrant would require
a hybrid approach. We assume that man-
aging the diversification type of innova-
tions would require the combination of
management techniques prescribed for
market development and product devel-
opment innovations. Therefore, the pro-
posed Innovation-HRM Matrix excludes
discussion on this innovation type.
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Towards an Innovation-HRM
Matrix

Building upon the identified variations
in HRM practices across different inno-
vation categories, the Innovation-HRM
Matrix given in Table 1 offers a struc-
tured framework outlining distinct stra-
tegic HRM techniques suitable for man-
aging market penetration, market devel-
opment, and product development inno-
vations within IT firms. The detailed
analysis of findings for each cell of the
above table is presented as follows:

Innovation-HRM Matrix: Talent &
SKkill Focus under Market
Penetration

Talent and skill focus is critical for
achieving this goal, as it enables organiza-
tions to optimize operations, enhance cus-
tomer satisfaction, and strengthen their com-
petitive position. From a skill perspective, the
fundamental theme of market penetration
is that the core business knowledge remains
unchanged. However, technological ad-
vancements necessitate reskilling and
upskilling (Hasan et al., 2024), particularly
in digital competencies, data analytics, and
process optimization. According to Tidd and
Bessant (2018), organizations must continu-
ously invest in training and development pro-
grams to enhance the technical skills of their
employees. In the era of automation,
reskilling and upskilling strategies aim to
equip employees to meet evolving job de-
mands and contribute to strategic goals
(Laker & Powell, 2011).

TCS’s Enterprise Agile by 2020 ini-
tiative launched large-scale training in

Organizations must continuously
invest in training and development

programs to enhance the technical
skills of their employees.

agile methodologies, automation tools, and
advanced IT skills. TCS provided certi-
fications in agile practices and DevOps,
enabling employees to deliver faster and
more efficient services. This focus on
technical expertise contributed to TCS’s
ability to improve project delivery times
and enhance customer satisfaction (Tata
Consultancy Services [TCS], 2021).

Researchers suggest that automation
and process optimization are key drivers
of operational excellence (Davenport,
1993; Antony & Banuelas, 2002; Dav-
enport & Ronanki, 2018), allowing firms
to focus on strategic initiatives such as
innovation and customer engagement. By
integrating these practices, businesses
can achieve the agility and efficiency
needed to respond to market demands
and sustain competitive advantage.

Relationship oriented and service
driven mindset including communication,
problem-solving, and client management
(Tseng & Wu, 2014) are critical for re-
taining and attracting new customers
(Kotler & Keller, 2016). A customer-cen-
tric workforce reinforces long-term re-
lationships (Krone & Dougherty, 1999).

TCS’s Enterprise Agile by 2020 ini-
tiative provides a compelling example of
how service oriented, technical skill along
with agile process focus drives market
penetration. The initiative involved exten-
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sive training programs to develop techni-
cal expertise, customer-centric skills, and
cross-functional collaboration. TCS’s En-
terprise Agile initiative resulted in signifi-
cant perceived productivity gains, with
over 90% of customers acknowledging
increased speed-to-value from their agile
adoption. The company successfully met
all its internal KPIs for the transforma-
tion by October 2020, establishing capa-
bilities like Location Independent Agile™
and laying the groundwork for its Secure
Borderless Workspaces™ (SBWS™)
((TCS, 2021). These outcomes demon-
strate the effectiveness of talent and skill
focus in strengthening TCS’s competitive
position and achieving market penetration.

Innovation-HRM Matrix: Talent &
Skill Focus under Market
Development

In the Market Development quadrant
of Ansoff’s Matrix, the key skills include
market research, localization, adaptability,
and international business expertise (Johnson
etal., 2008; Hill & Jones, 2012). Employees
must understand the cultural, regulatory, and
economic nuances of new markets, tailor-
ing existing products to meet specific needs.

Market development begins with deep
market understanding, requiring skills in
data analysis, customer segmentation, and
competitive benchmarking. Localization
skills are essential to adapt offerings to lo-
cal customs, languages, and regulations.
Proficiency in local languages, supported
by cultural and language training (Feely &
Harzing, 2003; Earley & Ang, 2003), fa-
cilitates engagement and market entry.
Such training is also critical in diverse work-

places, creating an inclusive environment
that leverages strengths for innovation
(Stahl et al., 2010).

For example, TCS’s Hungary ODC
setup demonstrates the importance of
market research and localization. The
company leveraged local talent and
trained global teams in regional specifics
for seamless integration, requiring strong
cross-cultural communication and pro-
cess adaptation skills (Serving the globe
from Hungary., n.d.) in addition to the
technical skill. This enabled effective
service delivery to European clients.

Johnson et al. (2008) emphasize un-
derstanding new markets and adapting
offerings. Hill and Jones (2012) highlight
the need for cross-cultural competence
and navigating complex regulatory envi-
ronments, requiring market-specific ex-
pertise (Ghemawat, 2007). International
business expertise is essential for manag-
ing cross-border operations, understand-
ing regulations, building partnerships, and
requires openness for mobility or deploy-
ment of global talent (Stahl et al., 2012;
Sparrow et al., 2016). The mobility related
mindset enhances job performance. TCS’s
Hungary expansion highlights the impor-
tance of adaptability and international busi-
ness skills (Mulloth & Rao, 2017). By fos-
tering these, TCS successfully established
its ODC as a strategic European hub.

Innovation-HRM Matrix: Talent &
Skill Focus under Product
Development

In the Product Development quadrant
of Ansoff’s Matrix, key skills include R&D
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expertise, technical proficiency on emerg-
ing technologies and creative problem-
solving (Tidd & Bessant, 2018). Employ-
ees must be adept at identifying customer
pain points, developing innovative solu-
tions, and rapidly iterating based on feed-
back to ensure successful product
launches.Business knowledge and tech-
nical knowledge are both critical for fos-
tering innovation in new product develop-
ment. According to Tidd and Bessant
(2018), the integration of business and
technical expertise are essential for suc-
cessful innovation, as it aligns technologi-
cal capabilities with market opportunities.

At the core of product development is
the emerging technology enabled research
and development (R&D), which involves
exploring new technologies, materials, and
processes to create innovative products.
This often necessitates targeted talent ac-
quisition to hire specialists having advanced
emerging technology skills (Teece, 2007;
Bhatti et al., 2025). Here, the focus of
upskilling would be on emerging technolo-
gies such as Al, machine learning, and au-
tomation. The development of advanced Al
driven technical platforms requires a team
with advanced technical expertise in artifi-
cial intelligence (Al), machine learning
(ML), and automation, requiring talent ac-
quisition and development focused on these
skills (Horvat et al., 2025). A prime ex-
ample of this is TCS Ignio, an Al-driven
autonomous enterprise platform designed
to optimize IT operations. Digitate’s ignio™
leverages advanced technologies like Al,
automation, large language models (LLMs),
and generative Al to create deep enterprise
context and drive autonomous operations
through tailored, efficient solutions. This

integration of cutting-edge Al enables en-
hanced knowledge creation and optimized
automation for improved agility and resil-
iency (APMdigest., 2023). By combining
technical expertise with a deep understand-
ing of customer needs, TCS was able to
deliver a product. having more than 10,000
pre-built automations, that significantly en-
hanced business value (Digitate., n.d.). This
highlights the importance of emerging tech-
nology skills in product development.

Product development also demands
creative problem-solving skills to identify
unmet customer needs and develop inno-
vative solutions, underpinned by a culture
of experimentation and creativity (Fu et
al., 2024). TCS’s Ignio, a self-learning
platform, was developed over a period of
three years by over 100 scientists from
two TCS research and development labs.
It uses a neuroscience-based approach
and leverages machine learning, Al, and
intelligent automation (TCS, n.d.). TCS
Ignio exemplifies the role of creative prob-
lem-solving and customer-centric design
in product development (Neo4j, 2020).
Successfully navigating the uncertainties
inherent in these processes often require
fostering an entrepreneurial mindset that
encourages calculated risk-taking (Pacher
& Glinik, 2024).

Innovation-HRM Matrix: Agility &
Culture under Market Penetration

Agility and culture are critical enablers
of'this strategy, as they allow organizations
to respond quickly to market changes, im-
prove operational efficiency, and deliver
greater value to customers. According to
Teece, Pisano, and Shuen (1997), dynamic
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capabilities such as sensing opportunities,
seizing them, and reconfiguring resources
are critical for maintaining competitiveness
(Teece, Pisano, & Shuen, 1997). The adop-
tion of Enterprise agility enabled TCS to
respond faster to client demands, reduce
delivery times, and improve customer sat-
isfaction, contributing to its market penetra-
tion efforts (TCS, 2021). A culture of con-
tinuous improvement is essential for driv-
ing market penetration. Organizations must
foster efficiency and continuous improve-
ment (Kotler & Keller, 2016), encourage
innovation and promote a cost-conscious
culture (Tidd & Bessant, 2018) based on
customer value perception to stay competi-
tive.

‘ A culture of continuous improve-
ment is essential for driving mar- \

ket penetration.

TCS’s ‘Enterprise Agile by 2020 initia-
tive fundamentally transformed its workforce
and service delivery, creating capabilities like
Location Independent Agile™ for global
collaboration. This enterprise-wide agility
enabled faster project execution (contribut-
ing 85% of IT services revenue) and in-
creased speed-to-value for clients, thereby
strengthening customer satisfaction and sup-
porting market penetration through enhanced
responsiveness and proven ability to drive
client growth. (TCS, 2021).

Innovation-HRM Matrix: Agility &
Culture under Market
Development

As defined by Ansoff’s Matrix, mar-
ket development involves entering new

geographic markets with existing prod-
ucts. According to Teece, Pisano, and
Shuen (1997), dynamic capabilities such
as sensing opportunities, seizing them, and
reconfiguring resources are critical for
maintaining competitiveness in new mar-
kets. TCS’s Hungary ODC setup required
significant agility to adapt to the Euro-
pean market’s regulatory environment,
cultural nuances, and customer prefer-
ences. For example, TCS implemented
agile methodologies to streamline project
delivery and respond quickly to client
demands. This agility enabled TCS to
establish a strong market presence in
Hungary (Serving the globe from Hun-
gary., n.d.).

A culture of diversity is essential for
driving market development, encouraging
employees to respect local norms and prac-
tices. Kotler and Keller (2016) highlight that
organizations must create an environment
where diversity is encouraged. Market de-
velopment often involves operating in cul-
turally diverse environments, requiring or-
ganizations to foster cross-cultural compe-
tence. Johnson, Lenartowicz, and Apud
(2006) define cultural intelligence (CQ) as
the ability to function effectively in cultur-
ally diverse settings, requiring organizations
to build cultural agility. Cultural training and
language courses will train employees for
cross-cultural competence (Feely &
Harzing, 2003), and create opportunities for
employees to interact with local clients.
TCS’s establishment of an ODC in Hun-
gary is a prime example of how agility and
culture drive market development. The
company demonstrated organizational agil-
ity by appreciating the European market’s
cultural, language, regulatory environment
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Organizations must create an en-

vironment where diversity is en-
couraged.

and customer preferences. TCS also fos-
tered a culture of innovation and cross-cul-
tural competence, enabling its employees
to deliver high-quality services and build
strong relationships with local clients and
partners (Mulloth, & Rao, 2017).

Innovation-HRM Matrix: Agility &
Culture under Product
Development

A cultural orientation and agile
mindset is essential for driving product
development, as it encourages employ-
ees to experiment, take risks, and explore
new ideas. Organizations must create an
environment where innovation and ex-
perimentation are actively encouraged
(Tidd & Bessant, 2018), failure is seen
as a learning opportunity (Kotler & Keller,
2016), and a risk-taking culture is fos-
tered (Chesbrough, 2003). This often re-
quires leadership to embrace high-risk
tolerance for potentially disruptive inno-
vations (Christensen, 1997). TCS fos-
tered such a culture by empowering its
employees to experiment with new tech-
nologies and business models. For ex-
ample, the development of Ignio involved
cross-functional teams working
collaboratively to design, test, and refine
the product. The commitment to driving
innovation with state-of-the-art technolo-
gies, such as generative Al powering fea-
tures like the Knowledge Accelerator and
Al Assist, enables the creation of differ-
entiated solutions tailored to deliver value

and address the unique needs of its en-
terprise customers. (APMdigest., 2023).

Agility and organizational culture play
a pivotal role in fostering collaboration
and driving continuous improvement. The
product evolved over several years
through a process marked by out-of-the-
box thinking, deep collaboration, and it-
erative enhancement.

TCS cultivated a culture of experi-
mentation and calculated risk-taking
through initiatives such as hackathons,
idea contests, and innovation labs. These
platforms encouraged employees to gen-
erate and test novel ideas, reinforcing a
mindset of learning from experimentation
(SightsIn Plus, 2024). This innovation-
oriented culture proved instrumental in
enabling the rapid development of Ignio
and other cutting-edge solutions.

Systemic agility—characterized by
rapid feedback loops, cross-functional
collaboration, and adaptive processes—
was also central to the platform’s evolu-
tion. TCS’s agile approach enabled
quicker iterations and accelerated client
feedback cycles, which significantly con-
tributed to Ignio’s maturity and market-
readiness (Mishra & Mendonca, 2015).

Innovation-HRM Matrix: Rewards
& Incentives under Market
Penetration

Rewards and incentives are most ef-
fective when they are closely aligned with
organizational goals. According to Kerr
(1975), misaligned incentives can lead to
unintended consequences. In the context
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of market penetration, incentives should
ideally encourage behaviors that increase
sales, improve customer retention, and en-
hance operational efficiency. TCS’s En-
terprise Agile by 2020 initiative exempli-
fies this approach. This alignment of incen-
tives with organizational goals was instru-
mental in driving market penetration.

Sales teams are at the forefront of
market penetration efforts, and their per-
formance is often directly tied to rewards
and incentives. Kotler and Keller (2016)
highlight that well-designed incentive pro-
grams can motivate sales teams to achieve
higher sales volumes and customer acqui-
sition rates. In addition to driving sales,
rewards and incentives can encourage
employees to focus on operational effi-
ciency. Tidd and Bessant (2018) argue
that cost reduction and process optimiza-
tion are critical for maintaining competi-
tiveness in existing markets. The Enter-
prise Agile program celebrated individual
and team contributions, designating “TCS
Superstars” and “TCS Gems,” at the team
level and acknowledging their efforts with
specific rewards and recognition for up-
selling and cross-selling. Furthermore, the
initiative focused on amplifying success
stories across the organization, aiming to
inculcate a sense of pride and reinforce
the value of Agile adoption (Mittal, 2020).

Innovation-HRM Matrix: Rewards
& Incentives under Market
Development

Rewards and incentives play a criti-
cal role in motivating employees to
achieve market entry goals, adapt to new
environments, and deliver exceptional

performance. By aligning incentives with
organizational objectives, companies can
drive employee engagement, enhance
productivity, and ensure the success of
market development strategies.

Market development requires employ-
ees to adapt to new environments, learn
new skills, and overcome challenges. Re-
wards and incentives are essential for mo-
tivating employees to embrace these
changes and contribute to the
organization’s goals as per the market en-
try milestones. According to Kerr (1975),
well-designed incentive programs align
employee behavior with objectives. TCS’s
Hungary ODC setup involved relocating
employees and hiring local talent. To moti-
vate them, TCS has several programs at
TCS Hungary ODC, that provides employ-
ees with a clear path for career advance-
ment on merit-based recognition systems
through a fair, internal, and transparent tal-
ent system (TCS, 2025). Given that cul-
tural intelligence (CQ) is essential for in-
ternational performance (Johnson et al.,
2000), it is crucial to incentivize cross-cul-
tural competence (Johnson et al., 20006)
through such reward structures.

Rewards and incentives are most ef-
fective when they are aligned with the
organization’s market development goals.
Tidd and Bessant (2018) argue that incen-
tives should encourage behaviors that con-
tribute to market entry and expansion. Not
surprisingly, strong customer acquisition,
brand awareness, and market expansion
enabled TCS Hungary to achieve ‘Top
Employer’ status. Employees were ac-
cordingly selected for internal awards for
demonstrating achievements across activi-
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ties like lead generation, customer acquisi-
tion, increasing brand awareness as it re-
sulted in success and growth in the Hun-
garian market (Tata Consultancy Services.,
2025a). Subsequently, over the years, in-
terns from as many as 20 diverse nation-
alities were inducted into its ACE (Accel-
erate, Connect, Experience) program in
Hungary. Through these efforts, TCS could
successfully demonstrate its commitment
to fostering a fair and equal opportunity
environment where global and local talent
are provided with equitable opportunities
for growth and development (TCS, n.d.a).

Innovation-HRM Matrix: Rewards
& Incentives under Product
Development

Innovation is the cornerstone of prod-
uct development, and rewards and incen-
tives are powerful tools to incentivize in-
novation and creativity (Tidd & Bessant,
2018) and motivate employees to take risks.
Intrinsic and extrinsic rewards can signifi-
cantly enhance creativity (Amabile, 1998).
A product development firm requires a re-
wards program that recognizes employees
for innovative ideas and contributions, ef-
fectively rewarding product development
milestones (Chesbrough, 2003).

Product development often requires
cross-functional collaboration, and re-
wards and incentives can encourage em-
ployees to work together effectively.
Tidd and Bessant (2018) highlight that
team-based incentives can foster collabo-
ration and knowledge sharing, which are
essential for successful product develop-
ment. Creating Digitate as a separate unit
allows TCS to cultivate a distinct brand

focused on Al innovation and the Ignio
product, enhancing targeted sales and
marketing (Mendonca, & Mandavia,
2017). TCS continues to recognize em-
ployee contributions at various stages of
the innovation lifecycle—such as ide-
ation, pilots, iterative improvements, and
development—through platforms like
Ideathon and Innovista (TCS, n.d.-b; Tata
Innovista, n.d.).

Contribution to Theory

The primary theoretical contribution
of this study lies in advancing the under-
standing of the contingent relationship
between strategic HRM techniques and
distinct types of organizational innovation.
While the general positive link between
HRM and innovation is well-documented
(e.g., Bos-Nehles et al., 2017; Shipton et
al., 20006), this research adds specificity
by employing Ansoff’s (1957) matrix not
just as a growth strategy tool, but as an
innovation classification framework spe-
cifically to differentiate HRM require-
ments (building on Gurcaylilar-Yenidogan
& Aksoy, 2018, but focusing explicitly on
HRM implications). It moves beyond dis-
cussing generic HRM systems to propos-
ing specific sets of HRM techniques tai-
lored for market penetration, market de-
velopment, and product development in-
novations. By grounding these proposi-
tions in a case study of a major IT firm,
it provides empirical weight to the argu-
ment that a ‘one-size-fits-all” HRM ap-
proach is suboptimal for managing di-
verse innovation portfolios, addressing
calls for more context-specific research
in the strategic HRM-innovation field.
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Contribution to Practice

From a practical standpoint, this re-
search provides valuable insights for man-
agers and HR professionals, particularly
within IT firms. The proposed Innovation-
HRM Matrix serves as a guide for the ef-
fective execution of innovation strategies.
Managers can use this framework to align
specific HRM actions with the demands
for different innovation types (as classified
by the Ansoff framework), whether pur-
suing incremental improvements or radical
new ventures. Specifically, it offers action-
able guidance on key levers such as De-
veloping Talent and Skills appropriate for
the specific innovation challenge, Building
agility & culture conducive to experimen-
tation and rapid adaptation, and offering ap-
propriate rewards & incentives that effec-
tively motivate the desired innovative be-
haviors associated with each innovation
type. By facilitating a more tailored align-
ment between these core HRM techniques
and innovation strategy, the framework can
help IT firms improve the effectiveness of
their innovation processes and potentially
increase the success rate of crucial inno-
vation initiatives.

Limitations & Future Research

While this study offers a novel frame-
work through the Innovation-HRM Ma-
trix, its findings represent an initial step to-
ward understanding the HRM-innovation
interface in IT firms. Future research is
needed to validate the proposed matrix
across a broader range of IT organizations
and varied contextual settings. The current
focus on three key HRM levers—talent and
skills, agility and culture, and rewards and

incentives—alongside the use of Ansoff’s
innovation classification provides a useful
starting point. However, further work is
required to incorporate the fourth (hybrid)
innovation category—diversification—as a
distinct and fully developed innovation type
consisting of market development and prod-
uct development innovation within the
framework. In addition, future studies could
examine additional HRM dimensions, adopt
alternative innovation typologies, and as-
sess their interplay with HRM practices.
Incorporating richer case evidence and lon-
gitudinal research designs would also of-
fer deeper insights into how context-spe-
cific HRM strategies evolve and contrib-
ute to sustaining different innovation types
over time.
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