Scaling GCCs in the Al-First Era: From Captives to
Catalysts of Innovation.

In research discussions with Mr. N.T. Arunkumar (NTAK), a business-technology leader who has witnessed
the evolution of GCCs over the last 3 decades, from the front lines of markets and Boards with winning
brands such as Citibank, Dun & Bradstreet, UBS, and Telstra. Like many leaders at the forefront of digital
transformation, NTAK strongly believes that GCC 3.0 is no longer about cost, not even uniquely about
“talent at scale,” but about becoming an Al-first experiential learning platform for the enterprise. NTAK
says that not just functional CxOs but also CEOs and Boards are now actively engaged and leading the
Global Capability building strategy as a critical lever for market growth and customer success.

How does one scale Global Capability Centers to accelerate digital transformation, especially in
the Al-first era, and what key lessons apply to enterprises developing GCCs?

GCCs have evolved from the BOT (Build, Operate, Transfer), ODC (Offshore Development Center), GDC
(Global Delivery Center), and captive centers era to today’s GCC 3.0 model. GCC 1.0 was largely about
labor and cost arbitrage; GCC 2.0 professionalized vertical functions, streamlined product development
and process improvements, and diversified the “offshore-able” portfolio. GCC 3.0 will focus on experience
centers, Al-first leadership, and serving as a strategic bridge that helps businesses experiment faster and
smarter.

In this new phase, scale is no longer the only badge of success. Large GCCs are growing larger, while new,
smaller centers win by playing sharp, niche roles. The real differentiator is the impact on business
outcomes — the ability to improve customer journeys, accelerate innovation, and enhance the brand
experience — beyond efficiency gains.

India is uniquely positioned to power GCC 3.0. A young, deep talent pool, a robust education pipeline, and
exposure across the full stack of skills — engineering, product, design, operations, data, and Al — make
India a “big lake” for future-ready global teams.

The challenge, however, is leadership transformation. The new GCC leader is now also a brand custodian,

an advocate for new products and market opportunities, and a partner with the business on risk. This is a
significant leap from the major “delivery mandate” of the earlier era.
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With your blend of consumer and provider experience in BFSI, which innovative partnership
models have proven most effective for monetizing captive technology assets, such as IT/BPO
utilities and platforms?

The ecosystem of startups, hyperscalers, new types of service providers, and domain specialists enables
enterprises to assemble best-of-breed partnerships around their GCCs. Startups are a new and interesting
mix in the ecosystem, and the ability to blend this new sourcing into the GCC strategy is critical — not just
as a provider or supplier but as a co-innovation partner; joint product development, creation and
management of IP, and “experimenting at the edge” of the enterprise are emerging strategic trends in
the GCC evolution.

This shifts the GCC brand narrative from “offshore service center” to “co-pilot in the mothership”. The
most successful GCC leaders now work for the business and the customer first; labels such as IT, finance,
or operations become secondary. The winning model is a true mothership—baby ship relationship,
anchored in shared goals such as “customer first” and “business first”, where customer experience is
designed end-to-end and omnichannel, never in silos.

As BrandSensitize™ research also indicates, many brands are moving to build company-owned GCCs. For
traditional system integrators and large India-centered IT services companies, this also means that their
existing clients are increasingly becoming their talent and capability competitors!

The clients they serve are most likely building the same —if not more sophisticated — capabilities with their
GCCs, which results in higher talent retention.

The most prominent GCC players across industries already employ thousands of deep-tech professionals
in their own hubs. GCC brands that stand out will lead with Al-first thinking, integrate the 3 Es of enterprise
value (Efficiency — Effectiveness - Experience), and build strong partnerships with startups, mid-size, and
product/IP-led companies—bundling talent and capabilities into a distinctive, trusted global brand. (For
example, some BFSl leaders and GCC centers are setting new benchmarks for seamless, emotionally aware
CX, while many traditional banks are still struggling to deliver it consistently at scale—highlighting how,
for example, customer-journey-based CX has become the true differentiator between future-ready
brands and those at risk of being left behind.)

As a Board Director and Advisor on digital business models and M&A, what emerging Al/ML-
driven growth strategies do you see businesses transitioning from traditional products and
services to platform-led innovation?

Al is now mainstream and real. While the ROI story for different use cases is still developing, embedding
intelligence into processes, products, operating models, and the customer experience is no longer
optional. Board discussions are driving the priority of adopting Al tools across the functional spectrum,
most importantly in areas that directly impact the customer and drive revenue growth. Along with Cyber
Security, Al is the hottest topic on Boards today.

Two stand-out trends | am experiencing and learning are:
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(1) faster and more committed transition from ‘pilots’ to production-grade solutions (Al in customer
service centers, digital marketing, risk, cyber security, and workflow & process intelligence are
leading candidates in the enterprise).

The idea is also that Al will overcome the talent shortages and complexities in these areas.

(2) More than any other technology, Al/ML is redefining how services can be ‘productized’ at scale
and made flexible for multi-party collaboration, significantly redefining the customer value
proposition. Imagine Agentic Al functions in BFSI that integrate multiple types of service
innovation into a marketplace to deliver new value to a broader range of customers. For example,
collaboration using Al (in a platform-driven business ecosystem) suddenly becomes a new market
creation.

Still early days, but we’re seeing promising innovations, especially in the Healthcare and
Consumer Products industries.

India’s GCCs Are Redefining Global Transformation — Smarter, Faster, Al-First.
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