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EXECUTIVE SUMMARY

INTRODUCTION

Many GCCs default to a “one-size-fits-all” hub; the
most forward-looking instead tailor their structure
to strategic priorities. Leaders should evaluate:

1. RETHINKING YOUR GCC MODEL

Global Capability Centres (GCCs) have come of age, but
many remain trapped in transactional mindsets,focused
on cost and process rather than strategic value.
Reconnect the Dots to Reimagine offers a comprehensive
roadmap for GCC and GBS leaders to transform their
centres into engines of growth,innovation, and resilience.
Drawing on realworld success stories and insights from
SSF Global’s leadership interactions, brainstorming
sessions, and research, this paper explores four critical
dimensions, operating models, talent strategies, digital
leadership, and ecosystem partnerships,augmented by
resilience planning and new value metrics.

Strategic Alignment: A French multinational
pharmaceutical and healthcare company’s
€437 M investment doubled its GCC workforce
under a hub-and-spoke model focused on
analytics, AI, and regulatory services, directly
supporting corporate R & D and compliance.

Talent Ecosystem: A German manufacturer of optical
systems and optoelectronics company’s 5,000
engineer Bengaluru centre embraces a multi-
location footprint, leveraging tier-II talent pools to
balance cost, risk, and specialized skills. This
demonstrates how spreading operations taps diverse
skill pools while mitigating regional risk.

In today’s fast evolving business landscape, GCCs stand
at a crossroads. Advances in AI, automation, and global
connectivity present unprecedented opportunities, but
also unprecedented complexity. To excel, GCC leaders
must break free from legacy paradigms and weave
together the strategic threads of structure,people,
technology, and partnerships. This paper lays out the
foundational principles, compelling examples, and
actionable guidelines needed to reimagine GCCs as true
strategic assets, capable of driving enterprisewide
impact and sustainable competitive advantage.

Scalability &amp; Resilience: Hybrid models combine
central expertise with satellite failover sites, ensuring
business continuity under any scenario.

Measuring What Matters: Move beyond “cost
 per FTE” and track innovation throughput (live
CoE deployments), business outcomes (revenue
or margin uplift from GCC initiatives), and talent
mobility (percentage of GCC staff advancing to
global leadership).

Actionable Steps: 
Map your enterprise’s top three strategic goals.

Select the GCC structure (centralized, hub-and-spoke,
hybrid, multi-location) that best serves those goals and
local talent availability.

Define three new KPIs – such as “Live Digital Products,”
“GCC-Enabled Revenue,”and “Internal Talent Mobility” –
and integrate them into your quarterly scorecards.
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GCCs thrive when they become ‘Problem Solvers’, and not just ‘order-takers’. The race for AI, cloud,
 and cybersecurity experts is fierce. Leading GCCs build future-ready talent pipelines through 
immersive, AI-driven learning journeys and rotational programs. The need of the hour is to become a
‘Talent Factory’, with a mindset change:

2. Talent: The New Transformation Engine

Actionable Steps:
           Design a yearlong upskilling roadmap aligned with enterprise digital priorities

           Deploy an AI-driven learning platform that personalizes courses, nudges,
           and  peer-learning pods.

           Launch a “Talent Rotation” program, moving high-potential staff through 
          digital ,CoEs, strategy, and operations, tied to clear outcome metrics 
          (time-to-competency, project impact).

GCCs must graduate from scattered digital pilots to a governed portfolio of strategic initiatives.
They are expected to lead, not follow, when it comes to enterprise digital transformation.

From Transactional to Transformational: Many GCC
leaders report being relegated to order execution. The
most impactful centres elevate their role by crafting
compelling narratives that link outcomes directly to
enterprise strategy.

Structured Rotations: Broadridge’s “Warrior Program”
rotates high-potential cohorts through AI, analytics,
and strategic projects quarterly, cutting attrition from
12% to 4% and doubling productivity scores.

.

   Actionable Steps:

         Form an AI/Digital Governance Council, comprising
         business sponsors,technologists, and risk leads, to 
         vet and prioritize projects against three criteria:top line
         impact, bottomline savings, and user  experience.  
                 
        Organize your digital initiatives into a clear portfolio
        (GenAI,Automation,Analytics) and mandate <90-day
         proof-of-value sprints.

       Measure each initiative using standardized metrics, 
       deployment velocity,adoption rates, ROI, and sunset   
        underperformance   rapidly.        

HyperPersonalized Learning: AI-powered platforms
deliver microlearning modules and career-coaching
nudges tailored to individual development paths.

3. Digital Leadership: From Enablers to Innovators

Agentic Centres of Expertise: Beyond RPA pilots,
today’s GCCs run global AI labs. A New York
headquartered multinational finance corporation’s
Bangalore GCC runs global AI labs that refine fraud
detection models, cutting detection times by 40% and
nfluencing worldwide risk analytics.

Governance for Scale: Establish an AI/Digital Council,
composed of business sponsors,technologists, and risk
leads, to vet projects against topline impact, efficiency
gains, and user experience.

Rapid Value Delivery: Organize digital initiatives into
clear portfolios, GenAI, automation, analytics, and
mandate proof-of-value sprints under 90 days.
Sunsetting low-impact pilots keeps focus on game
changing outcomes.

GenAI Adoption: Industry reports highlight that ~70% of
GCCs have invested in Generative AI, yet only 35% have
moved from pilots to scaled deployments.
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Pipeline Partnerships: Collaborations with top-tier
institutes and regional bootcamps build a steady
stream of cybersecurity experts, cloud architects,
and data engineers.
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Solution B

Every transformation begins by measuring what truly matters.
5. Operational Resilience & Scalable Delivery

Backup Sites: A leading healthcare GCC built an
immediate-failover site in Pune when a Bangalore
power outage occurred; continuity metrics jumped
from 98% to 99.8%.
Enterprise Risk Sync: RTX’s India centre integrates
cybersecurity, compliance, and business-continuity
dashboards directly into enterprise steering
committees.

    6. Cost-to-Value Shift: Measuring Strategic Impact
The turbulence of today’s world demands GCCs that
can pivot, fail over, and recover without
business disruption.

Solution A

A large Japanese Insurance company along with
one of the large ITeS & Consulting firm has
launched a “Build-Operate-Transfer” structure,
combining GCC scale with consultancy expertise to
accelerate AI and data solutions under one roof.

4. Ecosystem Models: Co-Innovation at Scale
No GCC can innovate in a vacuum. The best thrive by tapping local startup, academic, and vendor ecosystems.

 Institutionalized Alliances: Formal steering committees
with external partners manage shared R & D budgets and
govern lomg-term commercialization paths.Andhra
Pradesh’s Government has signed up with a consulting
firm to set up a Campus that unites startups, ISB
researchers, and GCC teams, incubating 10,000 new tech
roles and fast tracking prototype-to-market journeys.  

Actionable Step:
Local Partner Mapping: Identify & engage 10–15 local
innovation partners–startups, labs, universities – in  
a  100 km radius.

Co-Innovation Sprints: Host 4–6week hackathons
with clearly defined IP and scaling roadmaps.

Institutionalize successful pilots into long-term
alliances, with joint steering committees and shared
R & D budgets.

Actionable Steps:
Diversify your delivery model: add tier-II/III failover
locations or adopt a hub-and-spoke backup
framework.

Integrate GCC risk and compliance dashboards into
 your global risk management forums.

Test resilience quarterly through fire-drills,table
top crisis simulations, and full failover rehearsals.

GCC Digital CoE Maturity Over Time shows mature CoEs
rising from 8% in 2018 to 75% in 2025, underscoring the
need for outcome metrics, not pilot counts.
 New KPI Examples:

Innovation Throughout: Count of production ready
digital solutions.
Value-Generated: Revenue or cost savings directly
attributed to GCC initiatives.
Talent Mobility: % of GCC staff redeployed to global
leadership roles..

Actionable Steps:
Redefine your quarterly scorecard, replace “cost-
per-FTE” with “GCC-enabled revenue” and “live CoE
solutions.”
Report every quarter to HQ with concise “success
snapshots” (e.g.,“Our AI-powered supply chain
optimization delivered $10 M in savings this quarter”).
Celebrate achievements via internal awards, town
halls, and leadership newsletters to reinforce culture
and momentum.
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Codesign annual upskilling roadmaps anchored in strategic priorities.
Deploy AI learning platforms for personalized development.
Launch rotational programs that tie skills to business impact.

Replace cost‑per‑FTE with “GCC‑enabled revenue” and “live digital solutions.”
Share quarterly success snapshots, e.g., “AI‑driven supply chain optimization
delivered $10 M savings.”
Celebrate breakthroughs in town halls and leadership forums.

Engineer a Talent Factory

Elevate Digital Governance

 Form a cross-functional AI/Digital Council to prioritize efforts.
 Group initiatives into GenAI, automation, and analytics portfolios.
 Enforce <90day proof-of-value cycles and sunset non-performers.

IN SUMMARY

Map top enterprise goals and select a GCC model
(hub, hybrid, multi-location) that serves them.
Redefine scorecards with innovation, outcome, and mobility metrics.

Build Open Innovation Loops
 
           Map and engage local ecosystem partners.
           Run periodic hackathons with clear IP and scale-up rules.
           Convert successful pilots into long-term co-development agreements.

Diversify delivery footprint with fail‑over sites or hybrid models.
Integrate GCC risk dashboards into enterprise governance forums.
Conduct quarterly crisis simulations and fail‑over drills.
.

Align Structure to Purpose

Shift to Outcome Led Metrics

Embed Resilience & Risk Alignment
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Solution B

The transformation of GCCs from transactional service centres into strategic assets is not
optional, it is an imperative. By following this 6 step GCC  Reimagination Strategy, you will
reconnect the dots across model, talent, digital, ecosystem, resilience, and value
measurement, transforming your GCC/GBS function from a transactional cost center into a
vibrant strategic asset that doesn’t just support the business but drives it forward. 
The guidelines outlined here provide a clear, actionable path: align structure to strategy,
architect future-ready talent, govern digital innovation for impact, co-innovate beyond your
walls,embed resilience at every layer, and measure what truly  matters. Embrace this
imperative today, and your GCC will become the powerhouse of enterprise
growth,innovation, and competitive advantage for years to come.

Solution A

CONCLUSION
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