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ABSTRACT 

 With the increasing globalization, more integrated markets, growing number of Multinational Corporations (MNCs) in 

India and dearth of studies in the area of internationalization and Human Resource (HRR) roles posed a line of enquiry into this 

aspect as the study is intended to explore the role of HR managers with the degree of internationalization in Indian MNCs. The roles 

of HR Professionals are also changing due to dramatic rate of change in today’s organizations. It has been advocated that the role of 

the HR Professionals must parallel the needs of changing organization. It has been argued that globalization leads to more strategic 

role for Human Resource (HR) managers (Scullion and Starkey 2001). For measuring HR roles, most popular four roles model of 

Ulrich (1997) is used in the present research. Degree of Internationalization (DOI) is measured through Composite scale developed 

by (Sullivan 1994). The scales were tested for unidimensionality, reliability, response and non response biases and all kind of 

concerned validities. Thereafter measurement model was developed for the proposed relationships using Structural Equation 

Modeling (SEM) through the capabilities of Lisrel 8.80. The findings corroborates with the existing literature reporting strong 

relationship of DOI with all the four roles proposed by Dave Ulrich especially with strategic role. 

KEYWORDS: Internationalization, HR Roles, IHRM, Degree of Internationalization, Human resource Strategy, Multinational 

Corporations. 

 This study introduces the concepts related to the 

internationalization of Indian MNCs and HR roles. It 

highlights the concept of degree of Internationalization and 

further delves into the recent changes in the roles and 

context of HRM vis-à-vis internationalization of an 

organization. Rationale for the study, research objectives 

and research methodology is also mentioned in the 

subsequent sections of the paper.  

RATIONALE OF THE STUDY 

 India is now considered as one of the most 

important emerging markets. India’s economy is 

expanding quickly and the country is becoming an 

important destination for companies (Budhwar, 2001). The 

substantial body of literature exists in the area of 

internationalization of the firm (Bilkey & Tesar, 1977; 

Czinkota, 1982; Johanson & Vahlne, 1977) but there has 

been a paucity of research in the area of Human Resource 

Management (HRM) vis-a-vis internationalization of the 

firm. However, there has been considerable number of 

studies which deals with other dimensions of human 

resource management during internationalization process 

(Adler & Ghadar, 1990; Brewster & Scullion, 1997; 

Harvey et al., 1999) but both theoretical discussions and 

empirical researches that build on roles of human resource 

(HR) managers in the context of internationalization are 

scarce.  

 In the light of above literature, it can be safely 

concluded that there has been a marked shift in roles 

played by HR managers in Indian organizations as they 

become increasingly strategy driven. Thus, the present 

study was driven by a desire to explore and understand the 

mechanics of HR roles vis-à-vis internationalization. 

OBJECTIVES OF THE STUDY 

 The primary objective of the study is to 

empirically examine the role of HR managers vis-a-vis the 

internationalization process of business organizations. 

 The above objective can be broken down into the 

following sub-objectives: 

I: Developing measures for measuring Degree of 

Internationalization (DOI) & Human resource roles (HRR)  

II: Empirically establishing the unidimensionality, 

reliability and validity of the above measures. 

III: Examining the relationship between Degree of 

Internationalization and HR roles. 

LITERATURE REVIEW AND HYPOTHESES 

 The globalization of business activities has 

created an increased pressure to link HRM with firm-level 

outcomes (Chadwick & Cappelli, 1999). The literature also 

highlights the increasingly vital role of HRM in the 

internationalization strategies (Brewster & Scullion, 1997; 

Harvey et al., 1999; Huselid, Jackson & Schuler, 1997; 
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Scullion, 1999; Scullion & Starkey, 2000; Wright & Snell, 

1998). Although, the growing interest in international 

HRM, redirects the growing recognition that the effective 

management of human resources internationally is a major 

determinant of success or failure in international business 

(Azmi, 2008). As far as internationalization of the firm is 

concerned HR managers has an important role to play, 

many researchers explored the role of HR in this context 

(e.g. Scullion & Starkey, 2001; Welch & Welch, 1997). 

This research, therefore try to establish a link between 

Degree of Internationalization and HR roles empirically. 

DEGREE OF INTERNATIONALIZATION 

 Internationalization refers to a state of growth and 

expansion in the global domain. The growth of a firm 

provides the background to internationalization (Buckley 

& Ghauri, 1993). Internationalization is gaining 

importance and has now become an important strategic 

issue for many companies. Lu (2000) stated that 

internationalization of firms is expected to gain further 

momentum because the world economy is becoming 

increasingly integrated with continued decline in 

government-imposed barriers and advances in technology.  

In the process of reviewing literature, the study reviews 

existing literature on internationalization and argues that 

internationalization can be measured through degree of 

Internationalization and no single agreed theory exists to 

fully explain firms’ internationalization. Some other 

researchers also agree on this observation (e.g. Bell et al., 

2004; Crick and Jones, 2000; Coviello and Jones, 2004). 

Therefore in grounding this study in the context of earlier 

work, it is important to recognize the importance of 

Suvilians composite scale for measuring Degree of 

Internationalization (DOI). 

HR ROLES VIS-A-VIS 

INTERNATIONALIZATION 

 Many researchers have explored the changing 

roles of HR managers (Bhatnagar & Sharma, 2005; 

Blancero et al., 1996; Conner and Ulrich, 1996; Caldwell, 

2003; Dyer, 1999; Schuler, 1990; Storey, 1992). Some of 

them advocated that with this transition HR function is 

also transforming, writing on “transitions” in human 

resource management (HRM) during the closing decades 

of the last century Sparrow and Hiltrop (1994, pp. 25-26) 

pointed several key developments. In the present study HR 

roles are examined in the context of internationalization of 

the firm and for that purpose the role model proposed by 

Dave Ulrich (1997) has been used. This framework has 

been used in many researches (e.g. Caldwell, 2003; Chang 

& Chi, 2007; Friedman 2007) and has a great relevance in 

the HRM literature. The typology developed by Ulrich 

(1997) also uses two dimensions (people versus process 

and strategic versus operational) in order to highlight the 

following roles by which the HR managers can contribute 

to added value and proposes four roles namely Strategic 

partner, Administrative expert, Employee Champion and 

Change agent. 

METHODOLOGY 

 The empirical basis of this study consists of 

quantitative questionnaire data collected through 

questionnaires and for independent variable (i.e. DOI) 

various secondary sources were also reviewed. The data 

was collected in 2016 from a sample of 110 Indian MNCs. 

All data was collected from human resource/personnel 

managers.  

Procedure and Sample 

 We chose India as an empirical context to test the 

proposed model as from the past two decades; the HR 

departments in Indian firms have experienced radical 

changes due to liberalization. The survey was conducted in 

2016 as part of a Post doctoral research on HR roles in 

Indian firms. The sample was drawn from Business 

Standard that contains information on more than 1000 

firms, including major companies in India. To enhance the 

representativeness of the sample, Indian firms that have 

some international operations were included in the study. 

Finally, 900 firms were selected to participate in the study. 

To avoid the problems of common method bias, two 

separate questionnaires, one for independent variables and 

the other for dependent variables, were sent to all the 

firms. Most of the respondents were senior HR executives 

because they are purportedly the most knowledgeable 

people for this information.  

Measures 

 Respondents were also asked to mention their 

designation, experience in terms of years in the present 

position and total experience in the organization. The 

instrument utilized a 5-point Likert scale anchored with 

end points labeled as strongly agree (5) and strongly 

disagree (1). Five point Likert scale has been commonly 

used and believed to be appropriate in HR research (e.g. 

Ahmad & Schroeder, 2003; Coggburn, 2005; Khandekar & 

Sharma, 2005; Khilji & Wang, 2007; Gomez, 1988). 
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Degree of Internationalization (DOI)  

 Sullivan’s (1994) composite scale has been used 

to measure degree of internationalization (DOI). The DOI 

index incorporates 5 objective ratio measures of overseas 

involvement. They are Foreign sales as a percentage of 

total sales (FSTS), Foreign assets as a percentage of total 

assets (FATS), Overseas subsidiaries as a percentage of 

total subsidiaries (OSTS), Psychic dispersion of overseas 

operations   (PDIO), Top management International  

experience (TMIE). The DOI score for each MNC is a sum 

of each individual measure, where the range of values is 

0.0 for no international involvement to 5.0 for extensive 

involvement, FSTS and FATA are represented by 3yr 

averages (2014, 2015 and 2016) and were obtained from 

company’s annual reports and further converted to 5 point 

scale. Frequencies and distribution of MNCs necessary to 

calculate OSTS and PDIO also came from company’s 

annual reports. For TMIE the data is collected through 

questionnaire by asking HR managers about their 

International experience. 

 HR Roles (HRR) 

 To measure HR roles Ulrich (1997) four roles 

framework is adapted and trimmed according to the 

context of this study. This was measured using the adapted 

version of the Scale developed by Ulrich (1997) to 

measure HR roles. A total of 20 items (five items for each 

role) were used to assess HR roles. All items were 

answered on a five-point scale ranging agree (1) to 

strongly disagree (5). 

Research Hypotheses 

 The research hypotheses were framed in light of 

the research objectives. Degree of Internationalization 

(DOI) has been taken as an independent and initial variable 

in the model which is hypothesized to influence HR Roles. 

Previously, many researchers have use HR roles as 

dependent variables in their researches (Antila 2007; 

Bjorkman et al., 2009; Scullion & Starkey, 2000). 

Hypothesis for each role were framed in the light of the 

above relationships:  

HSP1: Degree of Internationalization (DOI) has a direct 

positive relationship with Strategic partner (SP) role.  

HAE1: Degree of Internationalization (DOI) has a direct 

positive relationship with Administrative Expert (AE) role.  

HEC1: Degree of Internationalization (DOI) has a direct 

positive relationship with Employee Champion (EC) role.  

HCA1: Degree of Internationalization (DOI) has a direct 

positive relationship with Change Agent (CA) role.  

ANALYSIS PLAN 

 Data analysis begins with an illustration of the 

profile of the respondents and responding organizations. 

Thereafter, Structural Equation Modelling (SEM) was 

deployed using LISREL 8.80. SEM entails two interrelated 

steps:  first, the estimation of the measurement model, 

which refers to the relationships between latent and 

observed variables, secondly the estimation of the 

structural model, specifying linkages between different 

latent variables (Anderson & Gerbing, 1988; Bollen, 

1989). Measurement model estimates the 

unidimensionality, reliability and validity of each construct 

while structural model involves estimating the relation 

between independent (exogenous) and dependent 

(endogenous) variables. If the chosen indicators for a 

construct do not measure that construct, the specified 

theory cannot be tested (Anderson & Gerbing, 1991).  

After confirmatory factor Analysis all the scales are found 

to be uni-dimensional the lowest standard loading was 

0.44, suggesting that all the items are measuring their 

respective constructs. DOI Scale was excluded from 

(CFA) as this was an adapted and pre tested scale used in 

many studies (Downes, Thomas & McLarney 2000) and 

was comprised from the items collected through secondary 

sources. Therefore this scale needs not to be tested for 

unidimensionality. 

FINDINGS AND CONCLUSION 

 Most of the respondents are very well 

experienced and were working at Top Management 

Positions as it is believed that experienced and senior 

managers are good informants and their inferences are 

quite reliable. 

Exhibit 1.2: Profile of respondents and Responding 

Organizations 

Demographics Particulars Percentage (%) 

Respondents Profile 

Total Experience 
More than 20 

years 
69.3 percent 

Position Senior Managers 100 percent 

Responding Organizations 

Ownership Public 52 percent 

Sector Service 51 percent 

No. of 

Employees 
More than 10,000 90 percent 
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Exhibit 1.3: Structural Model showing relationships 

between DOI and HR roles. 

 The model shows good fit with the data and all 

the relationships are positive and significant as the lowest 

path coefficient for the model is 0.72 and the highest is 

0.99. The model implies that degree of internationalization 

has a significant and direct relationship with all four HR 

roles. However, it was found that strength of relatio

of degree of Internationalization (DOI) with Change Agent 

Role is relatively high and with Strategic Partner Role is 

relatively low (as shown in Exhibit 1.3). 

DISCUSSION 

 The study contributes to the literature pertaining 

to HR roles and tries to explore the role of HR managers 

during internationalization process of Indian MNCs. There 

were numerous studies advocating change in the   

HR managers due to globalization (Brewster & Scullion, 

1997; Harvey et al., 1999; Huselid, Jackson & Schuler, 

1997; Scullion, 1999; Scullion & Starkey, 2000; Wright 

and Snell, 1998). Some of the authors strongly agree that 

HR manager’s role change significantly as the 

internationalization grows on the firm. 

internationalization is measured through composite scale 

on Degree Of Internationalization and four 

proposed by Ulrich was used as dependent variables 

following the footsteps of other researchers in the area 

(Guzman, 2011; Chang & Chi2007; Bhatnagar & Sharma, 

2003; Lemmergard, 2008; Buyens, 2001; Bjorkman et 

al.,2006). The model shows that all four roles are 

influenced by degree of Internationalization
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0.99. The model implies that degree of internationalization 

has a significant and direct relationship with all four HR 

roles. However, it was found that strength of relationship 

of degree of Internationalization (DOI) with Change Agent 
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The study contributes to the literature pertaining 

and tries to explore the role of HR managers 
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tudies advocating change in the   role of 

(Brewster & Scullion, 

on & Schuler, 

1997; Scullion, 1999; Scullion & Starkey, 2000; Wright 

Some of the authors strongly agree that 

HR manager’s role change significantly as the 

 Intensity of 

composite scale 

four HR roles 

used as dependent variables 

following the footsteps of other researchers in the area 

Guzman, 2011; Chang & Chi2007; Bhatnagar & Sharma, 

2008; Buyens, 2001; Bjorkman et 

). The model shows that all four roles are 

influenced by degree of Internationalization (DOI), all the 

path values are positive and significant

implies that DOI strongly affects change agent role, w

is evident from the fact that during internationalization 

organizations are changing continuously, Hence HR 

managers has to play Change Agent role proactively. 

Employee champion role is also strongly affected by DOI, 

the reason behind this may be deri

during internationalization HR managers are busy in 

addressing employee needs to minimize cultural 

differences. Even Strategic Partner role is also affected by 

DOI as the researchers in the area advocated for strategic 

role of HR in Indian MNCs. Therefore 

that all four roles are strongly affected by D

Internationalization (DOI) and all hypotheses stand 

accepted. 

REFERENCES 

Adler N.J, and Ghadar, F. (1990). “Strategic human 

resource management; a global perspective” in 

pieper R (Ed) Human resource management; an 

international comparision; de gruyter, 

Berlin/New York/NY. 

Ahmad, S. & Schroeder, R. G. (2003). The impact of 

human resource management practices on 

operational performance: Recognizing country 

and industry differences. 

Management, 21, 19-43.

Anderson, J.C. and Gerbing, D.W. (1988), “Structural 

equation modeling in practice: a review and 

recommended two-step approach”, 

Bulletin, Vol. 103 No. 3, pp. 411

Bartlett, C. A., & Ghoshal, S. (1989). Managing across 

borders: the transnational solution. Cambridge, 

MA: Harvard Business School Press

Bell, J., Crick, D. and Young, S. (2004). “Small firm 

internationalisation and business strategy: an 

exploratory study of ‘knowledge

‘traditional’ manufacturing firms in the UK”,

International Small Business Journal

1, pp. 23-56. 

Bhatnagar, J. and Sharma, A. (2003b). ‘Strategic Human 

Resource Roles in India: A Rhetoric or Reality?’ 

Indian Journal of Industrial Relations

24. 

AHMAD: DEGREE OF INTERNATIONALIZATION AND THE ROLE OF HR MANAGERS IN INDIAN… 

path values are positive and significant. The path values 

DOI strongly affects change agent role, which 

is evident from the fact that during internationalization 

continuously, Hence HR 

managers has to play Change Agent role proactively. 

Employee champion role is also strongly affected by DOI, 

ay be derived from the fact that 

HR managers are busy in 

addressing employee needs to minimize cultural 

Even Strategic Partner role is also affected by 

as the researchers in the area advocated for strategic 

Therefore it can be concluded 

all four roles are strongly affected by Degree of 

and all hypotheses stand 

Adler N.J, and Ghadar, F. (1990). “Strategic human 

resource management; a global perspective” in 

Human resource management; an 

international comparision; de gruyter, 

Ahmad, S. & Schroeder, R. G. (2003). The impact of 

resource management practices on 

operational performance: Recognizing country 

and industry differences. Journal of Operations 

43. 

Anderson, J.C. and Gerbing, D.W. (1988), “Structural 

equation modeling in practice: a review and 

step approach”, Psychological 

, Vol. 103 No. 3, pp. 411-23. 

Bartlett, C. A., & Ghoshal, S. (1989). Managing across 

tional solution. Cambridge, 

Harvard Business School Press. 

ell, J., Crick, D. and Young, S. (2004). “Small firm 

internationalisation and business strategy: an 

exploratory study of ‘knowledge-intensive’ and 

‘traditional’ manufacturing firms in the UK”, 

International Small Business Journal, Vol. 22 No. 

Bhatnagar, J. and Sharma, A. (2003b). ‘Strategic Human 

Resource Roles in India: A Rhetoric or Reality?’ 

Indian Journal of Industrial Relations, 28(4): 409–



AHMAD: DEGREE OF INTERNATIONALIZATION AND THE ROLE OF HR MANAGERS IN INDIAN… 

Indian J.Sci.Res. 14 (2): 352-357, 2017 

Caldwell,R (2003). ‘The Changing Roles of Personnel 

Managers: Old Ambiguities, New Uncertainties’, 

Journal of Management Studies 40:4  

Carmines, E. and McIver, J. (1981). “Analyzing models 

with unobservable variables: analysis of 

covariance structures”, in Bohrnstedt, G. and 

Borgatta, E. (Eds), Social Measurement: Current 

Issues, Sage, Beverly Hills, CA. 

Chadwick, C. and Cappelli, P. (1999). “Alternatives to 

Generic Strategy Typologies in Strategic Human 

Resource Management “. In Wright, P., Dyer, L., 

Boudreau, J. and Milkovics, G. (Eds.) Research in 

Personnel and Human Resources Management, 

Supplement 4. Greenwich, CT: JAI Press. 11-29. 

Dyer, W.G. (1999) ‘Training Human Resource Champions 

for the Twenty-First Century’, Human Resource 

Management, 38(2): 119–24. 

Friedman, (2007), Globalization Implications for Human 

Resource Management Roles; Employee 

Response Rights Journal 19:157–171 DOI 

10.1007/s10672-007-9043-1 

Gomez-Mejia, L.R (1988), ‘the role of human resources 

strategy in export performance: Longitudinal 

Study’, Strategic Management Journal 9, 493-

505. 

Guzman et.al (2011),’ Human resources roles: ideal versus 

practiced: a cross-country comparison among 

organizations in Asia’ The International Journal 

of Human Resource Management, 2011, 1–18, 

Harvey, M., Speier, C. and Novicevic, M.M. (1999) ‘The 

Role of Inpatriation in Global Staffng’, 

International Journal of Human Resource 

Management, 10(3): 54–5. 

Hu, L. and Bentler, P.M. (1999), “Cutoff criteria for fit 

indexes in covariance structure analysis: 

conventional criteria versus new alternatives”, 

Structural Equation Modeling, Vol. 6 No. 1,pp. 1-

55. 

Huselid, M.A., Jackson, S.E., and Schuler, R.S. (1997). 

‘Technical and Strategic Human Resource 

Management Effectiveness as Determinants of 

Firm Performance,’ Academy of Management 

Journal, 40, 1, 171–188.  

Jo¨reskog, K. and So¨rbom, D. (2002), LISREL 8.53: 

User’s Reference Guide, Scientific Software 

International, Chicago, IL. 

Johanson, Jan & Jan-Erik Vahlne. (1977), The 

internationalization process of the firm-A model 

of knowledge development and increasing foreign 

market commitments. Journal of International 

Business Studies, 8 (Spring/Summer): 23-32. _ . 

Jöreskog, K.G., & Sörbom, D. (1993). LISREL 8: 

Structural equation modeling with the SIMPLIS 

command language. Chicago, IL: Scientific 

Software International, Inc  

Khandekar, A. and Sharma, A. (2005). “Organizational 

Learning in Indian Organizations: A Strategic 

HRM Perspective”. Journal of Small Business 

and Enterprise Development. 12(2). 211-26. 

Khilji, S. E., & Wang, X. (2007). New evidence in an old 

debate: Investigating the relationship between HR 

satisfaction and turnover. International Business 

Review (In Press). 

Knight, G.A. and Cavusgil, S.T. (2004),”Innovation, 

organizational capabilities, and the born-global 

firm”, Journal of International Business Studies 

35(2): 124-141. 

Lemmergaard, J. (2008), ‘From administrative expert to 

strategic partner’, Employee Relations 31- 2, pp. 

182-196, Emerald Group Publishing Limited. 

Mellahi, K., Frynas, G. & Finlay, P. (2005). Global 

Strategic Management. Oxford University Press, 

USA 

Schuler, R.S. (1990). “Repositioning the Human Resource 

Function: Transformation or Demise?”. Academy 

of Management Executive. 4(3). 49-59.  

Schumacker, R.E. and Lomax, R.G. (2004). A Beginner’s 

Guide to Structural Equation Modeling, 2nd ed., 

Erlbaum, Mahwah, NJ. 

Scullion, H. (1999). “International HRM in Medium-sized 

MNEs: Evidence from Ireland”. In Brester, C. & 

Harris, H. (Eds.). International HRM: 

Contemporary Issues in Europe. London: 

Routledge. 

Scullion,H. & Starkey,K. (2000).’ In search of the 

changing role of the corporate human resource 



AHMAD: DEGREE OF INTERNATIONALIZATION AND THE ROLE OF HR MANAGERS IN INDIAN… 

Indian J.Sci.Res. 14 (2): 352-357, 2017 

function in the international firm’, International 

journal of human resources, 11,6, 1061–1081 

Solberg, C.A., Kristiansen, B. and Slattebrekk, L.K., 

(2002).”Internationalisation strategies and 

globalisation. A test of the nine strategic windows 

framework among Norwegian exporting firms”, 

in Proceedings of the 28
th
 Annual EIBA 

Conference, 2002, Athens (European 

International Business Academy, EIBA). 

UNCTAD, World Investment Report, 2000 

(United Nations: New York).  

Sparrow, P. and Hiltrop, J. (1994). European Human 

Resource Management in Transition London: 

Prentice-Hall. Paul R.  

Storey, J. (1992). Developments in the Management of 

Human Resources. Oxford: Blackwell.Journal of 

Counseling Psychology, Vol 34(4), Oct 1987, 

414-424 

Ulrich, D. (1997). “Human Resource Champions”. 

Harvard Business School Press. Boston: MA. 

 

 


