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NNOVATION HUBS IN THE
DIGITAL ERA

Abstract

Global capability centres (GCCs) are undergoing a profound transformation,
from back-office cost centres to global innovation engines. This article
explores how enterprises can unlock the full potential of their GCCs through
a structured digital transformation roadmap and an innovation-focused
strategy playbook. Drawing on industry data and forward-looking research,
it outlines how GCCs are now driving enterprise agility, digital product
innovation, and talent excellence. It examines the shift from cost arbitrage
to value creation, the mechanisms for measuring the ROI of GCC innovation
initiatives, and the emergence of GCCs as strategic platforms for enterprise
reinvention. With projections showing GCCs contributing over US$100
billion to India’s economy by 2030 and becoming hubs for Al, analytics,

and design-led growth, the message is clear: the future of enterprise
transformation will be led by GCCs that evolve into innovation powerhouses.
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The conventional view of a Global
Capability Centre (GCC) has focused on
cost arbitrage, labour pooling, and back-
office scale. This perspective is quickly
becoming outdated. GCCs are evolving
into centres of enterprise-wide innovation
rather than mere execution units. The shift

is now strategic, prompting the question:
“How can GCCs become innovation hubs
in the digital era?”

In several organisations, 25% to 45% of
total headcount now operates within

the global operating model, with GCCs
forming a significant portion. The

“10/30/50” model indicates that 10%

of enterprise leadership roles, 30% of
employees, and 50% of new-age skills
should be housed in GCCs to enable
innovation, agility, and enterprise-wide
transformation.

What'’s driving this change? At a high level:

Digital technologies (cloud,
analytics, Al/ML) are shifting
value from operations to
insight and innovation.

product capabilities.

Talent ecosystems in key
GCC locations have matured
well beyond routine work
to engineering, design and

just cut costs.

Enterprises are under
pressure to move faster,
experiment more and derive
value from platforms, not

GCCs already have scale,
global connectivity, and
process discipline, which
makes them a natural lever
for transformation rather

than just optimisation.

In short, the era of GCCs as cost centres is ending, and forward-looking organisations are asking: How do we get there? Transformation will

require a deliberate, structured approach.

Building the GCC digital transformation roadmap

For a GCC to transition successfully into an innovation hub, a deliberate digital transformation roadmap is essential to guide the shift from

legacy tasks to high-value innovation and redefine the centre’s purpose and impact.

Assessment and design

Start by assessing the GCC's purpose:

will it continue as a support function

or evolve into a global product and
innovation engine? Evaluate the maturity
of your current location, functions, talent,
technology, and operating model. Centres
that embrace innovation typically assume
a central role in their parent organisation’s
technology and product strategy.
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Build and set up

This entails rethinking the operating
model, including location or hub strategy,
engagement approach (wholly-owned,
joint venture, hybrid), governance, and
decision rights. Leading GCCs establish
Centres of Excellence in digital capabilities
(cloud, data analytics, automation, UX/
design) and cultivate talent with domain,
product, and engineering expertise.

Scale and operationalise

Transition from pilot to full-scale
production. Empower squads to own
digital products, not just functions;
replicate proven initiatives across
locations; and focus on building platforms
rather than one-off projects. GCCs play a
critical role in accelerating delivery and
shaping enterprise operations, with 63%
of global CXOs reporting that their GCCs
are central to innovation, not merely

execution.



Transform and sustain

GCCs need to evolve continuously,
adopting emerging technologies such as
generative Al and digital twins, enhancing
domain expertise, integrating partnerships
and ecosystems, and developing resilient
digital platforms. India’s GCC sector is
expected to grow to as much as $110
billion by 2030.

With the roadmap in place, enterprises
should focus on embedding innovation
into the GCC's strategy, governance, and
culture.

The GCC strategy playbook
for innovation

Roadmaps provide direction, but a
strategy playbook turns intent into action.
Forward-looking GCC leaders focus on
the levers that translate transformation
goals into everyday practice, embedding
innovation deeply within the centre’s

culture.

Strategic alignment

Successful GCCs articulate a mission that
aligns directly with the enterprise’s growth,
digital, and product agenda. If the vision is
still about cost reduction, innovation will
struggle. GCCs that act as full-life-cycle
product hubs perform with greater impact.

Technology and platforms

Sustained innovation rests on strong
digital foundations. GCCs that invest in
reusable assets, robust analytics, and
cloud-native, modular architectures
enable speed, scalability, and integration.
This shift moves them from efficiency-
focused operations to strategic drivers of
enterprise competitiveness through digital
transformation.

Operating model and
governance

Innovation thrives when GCCs have

clear decision rights, autonomy, and
appropriate funding, not just process KPIs.
Leading centres adopt metrics, budgets,
and incentives aligned with value creation.
GCCs that remain tied to traditional
support KPIs, such as cost per ticket, often
struggle to deliver high-impact outcomes.

Business-outcome orientation

High-performing GCCs shift focus from
“cost down”to “value up,” tracking
outcomes such as new digital products
launched, faster time-to-market, improved
customer experience, and revenue

from GCC-developed services. The most
advanced centres set themselves apart
through sustained investment in Al and
digital capabilities.

Talent and culture

Modern GCCs require thinkers and doers:
product managers, designers, data
scientists, not just process operators.
Continuous reskilling and upskilling have
emerged as the defining factor separating
GCCs that enable innovation from those
that remain in support mode. Generative-
Al roles grew by 32% year-on-year, and
platform engineering roles by 26% in
Indian GCCs.

Ecosystem and partnerships

Innovation flourishes in ecosystems.
GCCs that collaborate across startups,
universities, and internal business units
create deeper and more sustainable
impact.
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Execution and scale

Ideas alone do not create impact;
delivering at scale is essential. GCCs can
achieve this through repeatable models,
standardised platforms, and disciplined
governance. Without these practices, an
innovation hub risks remaining a “lab” that
fails to generate tangible results.

Together, these levers form a GCC strategy
playbook for innovation, a blueprint for
change. However, for lasting executive
support, a robust ROl framework is
needed.

Measuring the ROI of GCC
innovation initiatives

The final, and perhaps most critical,
element is measurement. Value must

be demonstrated and move from vague
claims of “innovation” to verifiable business
impact. A disciplined and consistent
approach to measuring the ROI of GCC
innovation initiatives is essential to
validate impact and sustain investment.

Traditional metrics such as cost per FTE, processing cost, and tickets handled still matter, but do not suffice. The new set of metrics must

include:

Time-to-market
reduction for digital
products in

Talent metrics (e.g.,
percentage of GCC

(patents, IP, internal

workforce in next-gen
roles, attrition of high-
value talent)

To manage this, clear baselines must be
established at the start. Performance

must be tracked against targets using a
balanced scorecard approach that includes
financials, customer, talent, process and
innovation dimensions. Reviewing the
portfolio of initiatives regularly helps to
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Number of product
or platform launches

o Customer experience
Revenue contribution . .
o metrics (NPS, retention)
or monetisation of GCC- . ] o
tied to offerings built in

the GCC

itiated from the GCC developed services

Innovation output Cost avoidance or
productivity gains from
ventures, digital automation, analytics or

features) smart operations

prune underperformers and scale winners. 2030.

In a global study, 36% of enterprises
reported that their GCC delivered cost
savings of at least 25%. Another data
point: India’s GCCs generated revenue
contributions of over 64 billion in 2024
and are projected to grow significantly by

Measurement ensures your GCC remains
accountable, progressive and connected
to enterprise value. Without it, a GCC risks
reverting to cost-centre mode or being
marginalised.



The future outlook: GCCs as platforms for enterprise reinvention
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The next generation of GCCs will enable
digital transformation and lead it. As
enterprises adopt Al-first and platform-
driven models, GCCs will increasingly
become the test beds for scalable
innovation.

By 2030, nearly 70% of Fortune 500
companies are expected to run advanced
digital operations through global centres
that combine automation, analytics, and

Implications for decision-makers

What does this mean for C-suite executives, heads of global operations and transformation leads?

First, the GCC agenda must be
elevated. The board and executive
team must treat the GCC not as

a cost function but as a strategic
lever for digital transformation and
innovation. That requires investment

in scale and in capability.

Fourth, think long-term. While

quick wins are necessary to build
momentum and credibility, a
transformation plan needs to span
multiple years and anticipate the next
wave of digital capability: generative
Al, edge computing, digital twins and
ecosystem innovation.

intelligent process design. The focus

will shift from efficiency to enterprise
reinvention, where GCCs incubate new
business models, orchestrate partner
ecosystems, and pilot Al-enabled offerings
before global rollout.

Moreover, GCCs will evolve into talent
magnets, building multi-disciplinary teams
that merge business, data, and design.
With thousands of professionals now

Second, organisations must resource
the shift. The talent, technology and
governance investment must reflect
the ambition of the GCC. Building an
innovation hub on a support budget

will be a constraint from day one.

Fifth, a GCC cannot operate in
isolation. It must be embedded

into the enterprise, plugged into
product road-maps, global business
unit strategy, and innovation
programmes. Remaining siloed will
limit a GCC's impact and jeopardise
its future.

in Al-related GCC roles, the centres are
becoming crucial nodes in global digital
supply chains.

The next phase of value creation will
belong to enterprises that integrate

their GCCs deeply into the corporate
transformation fabric, where innovation is
not outsourced but institutionalised across
business and technology domains.

Third, organisations must change
how they measure success. If the
only KPIs are cost savings and FTE
reduction, the organisation will
continue to optimise backwards-
looking metrics. Forward-looking
metrics tied to innovation enhance
growth and speed.
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Finally, stay vigilant. Even centres branded as “innovation hubs” are far from being fully transformed. For instance, only about 8% of GCCs in a

recent study have achieved advanced maturity across innovation, competitive differentiation and operational efficiency. This underscores the

challenge and the opportunity.

End note

The era when GCCs were simply cost
centres is over. The digital era demands
more, such as agility, innovation, product
orientation, global talent, and a platform
mindset. For enterprises willing to
reposition, scale, and transform their GCCs

accordingly, the opportunity is huge: a
global innovation engine that delivers
strategic value, not just cost savings.

The pace of change in Al, data and digital
is accelerating. The GCC of 2028 will

look very different from that of 2024.

An organisation’s design must allow

for that evolution. Decision-makers

who embrace this shift will unlock
competitive advantage in a world where
transformation is inevitable, and being left
behind is not an option.
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