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ABSTRACT

For most Global In-house Centers (GICs), defined as offshore centers that perform 
designated functions for large organizations, the service delivery journey has been a 
gradual evolution from being a dedicated center for one or two functions, to becoming 
multi-function centers that provide value-added services for both global and local 
geographies.

Additionally, GICs in India, have traditionally leveraged a specialized, low-cost talent pool 
to reduce costs of ownership, develop products, and provide services to fast-growing 
global and regional markets.

However, GICs are now transitioning. They are going from being pure play cost centers 
to centers that deliver innovation, quality, and strategic value. This is largely because 
organizations have had to restructure their service delivery models to suit a more 
complex, agile global business environment that is heavily influenced by the digital 
revolution. This transition requires GICs to rapidly evolve their operating models and 
move up the value chain.

This paper focuses on the morphing of GICs, from shared-service centers to the value 
centers of tomorrow.
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INTRODUCTION

According to The National Association of Software and Services Companies 
(NASSCOM), GICs are integral to the fast-growing Indian IT sector and contribute to 
20% of the country’s IT exports. To understand the size of this sector, let’s look at a few 
numbers: in 2016 the number of operating GICs exceeded 1050, employed a workforce 
of about 7.90 lakh, and accounted for USD 22 billion in revenue. Today, over 20% of 
new GIC units are set up in India making it the leading destination for GICs. 

In India, while GICs operate across all service lines—IT and engineering services, 
Business Process Management (BPM) and product development—it has been 
observed that GICs have an established presence in certain verticals. Banking and 
financial services and insurance (BFSI), software, telecom and semiconductors have 
used GICs for several years. But more recently, there has been a growth of new GICs in 
the aerospace, healthcare, retail and automotive industries. This expansion indicates 
that GICs are garnering a very diversified role within the global enterprise universe. 

Increasingly, GICs are also being viewed as Centres of Excellence (COE), program 
management offices, and innovation hotbeds for emerging markets. Deloitte has 
crafted a GIC Capability Maturity Index (CMI) where the outfits can be mapped on a 
scale to track progressive capability maturity levels. Based on the center’s maturity, 
they are organised from least mature Resource Centers to most mature Market 
Expansion Centers. With such plotting, we can identify trends such as, the role of cost 
when setting up India centers. The same variable; cost, diminishes in importance, as 
GICs mature into Innovation Centers.

Source: Taking Global In-House Centers To The Next Level, Deloitte, 2013 
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CHALLENGE: DELIVER VALUE BY EVOLVING FROM A COST CENTER TO AN
INNOVATION CENTER

In their quest to stay relevant, GICs in India, have reinvented themselves, based on the 
realization that business and technology are not separate components. They reinvent 
themselves to align with the thought that technology is core to the business. And will, 
one day, evolve to becoming the business itself.

There are a growing number of global enterprises looking towards India and China to 
strengthen their innovation potential. These enterprises set up incubators or 
accelerators within their GICs to build solutions in key areas of focus. These incubators 
are supported through funding, mentorship, and access to customers. This fairly 
recent move towards increasing the Intellectual Property (IP) coming out of GICs 
transforms them into Innovation Engines that drive open innovation and deliver 
greater value back to the enterprise.

From our keen understanding of the GIC landscape, gained over more than a decade 
of in-depth collaboration, we recognize that the GICs who have accounted for 
technology shifts, also need to incorporate cultural alignment to truly future proof 
themselves. To maximise the value from the transition from cost center to innovation 
center, GICs could follow ThoughtWorks’ NUNE framework: 

• Not only the right thing, but in the right way
• Unlock enterprise potential: platforms for innovation
• Nurture your culture
• Evolutionary architecture for a longer runway

NUNE Framework: The Next Step Toward Relevance

Let’s go over the framework in detail. 

NOT Only The Right Thing, But In The Right Way

One of the first impediments to GICs becoming innovation engines is the blind 
adoption of trends like Cloud, DevOps, and infrastructure automation by IT leads. 
These investments are made in pockets and usually don’t contribute to increasing 
organizational agility. This is why doing the right thing, in the right way, matters. For 
example, most companies have migrated to the cloud, yet they operate the same way 
they did before. They have shifted a traditional workload to the Cloud, without 
harnessing the true benefits of Cloud—a low-capex, quick-provisioning, self-service, 
scalable, and pay-as-you-go model.

© 2017 ThoughtWorks, Inc. Global Innovation Centre of the Future | 3

https://www.thoughtworks.com/insights/blog/art-platform-thinking


This kind of Cloud ‘lift and shift’ is akin to Conway’s Law, which refers to how an 
organization that adheres to a hierarchical and traditional structure extends its 
conventional nature to the way it buys or commissions IT services and products, or 
even develops its IT blueprint. That is to say, nothing really changes. 

Continuing with the Cloud example, while we have established the right thing to do 
(which is investing in the Cloud), what does doing things the right way imply? 

Cloud-native applications need to be modular. They need to be constructed from 
independent microservices that can be built, tested, deployed, and scaled 
independently of other microservices. For example, it’s recommended to adopt the 
12 factor app methodology when building a microservices-based cloud-native app. 

This is because, as microservices are self-contained, the teams building them should 
also be self-contained and organized. Also, microservices work well with one team 
and enable business agility through Continuous Delivery. This makes it imperative to 
take full advantage of essential practices like Extreme Programming and Test-Driven 
Development, Continuous Integration, refactoring, automated testing, Infrastructure 
as Code, and automated deployment when leveraging microservices architecture.

UNLOCK Enterprise Potential: Platforms For Innovation

In our recently published eBook, Business Transformation in the Fourth Industrial 
Revolution: A Guide for Courageous Executives, ThoughtWorks recognizes that “A 
transformation of the relationship between business and technology, one that brings 
diverse parts of the enterprise into far closer collaboration, is here. We’ve identified 
this as a shift to TECH@CORE, an enterprise change driven by an exciting new era of 
business opportunity and disruption.” 

This shift to TECH@CORE is an enterprise change driven by an exciting new era of 
business opportunity and disruption. The World Economic Forum is calling this 
emerging hyper-creative marketplace the Fourth Industrial Revolution. It’s projected 
that the “scale, scope and complexity of the [economic] transformation will be unlike 
any humankind has experienced before… disrupting almost every industry in every 
country”.

To keep up with this revolution and what it brings to businesses, industry leaders are 
unleashing new platform-based business models and strategies that are driving the 
most profound global macroeconomic changes today. Platforms command such 
recognition because they allow businesses to develop new capabilities and 
differentiated offerings by building an architecture that quickly takes services and 
products to market, while enabling constant innovation that’s in line with business 
demands.

Companies like Amazon and Airbnb, born in the digital age, are part of a new breed 
of enterprises that are able to innovate more quickly and more frequently. Their 
success rests on two key elements: technology platforms built to support their 
businesses and the business models these platforms enable. 

© 2017 ThoughtWorks, Inc. Global Innovation Centre of the Future | 4

https://www.thoughtworks.com/insights/blog/demystifying-conways-law
https://12factor.net/
https://martinfowler.com/bliki/TestDrivenDevelopment.html
https://martinfowler.com/bliki/TestDrivenDevelopment.html
https://info.thoughtworks.com/Infrastructure-as-Code-Kief-Morris.html
https://info.thoughtworks.com/Infrastructure-as-Code-Kief-Morris.html
https://www.thoughtworks.com/continuous-integration
https://info.thoughtworks.com/fourth-industrial-revolution.html?aliId=28231012
https://info.thoughtworks.com/fourth-industrial-revolution.html?aliId=28231012
https://www.thoughtworks.com/insights/blog/platform-tech-strategy-three-layers


Alignment with business goals for teams to self organize, the lack of which leaves   
teams working at cross-purpose to business goals.

Improve intrinsic motivation within the team. In his book, “Drive”, career analyst and 
author Daniel Pink lists three elements of what he calls, the motivation formula: 
autonomy, mastery, and purpose. In situations where people are paid fairly, this trio 
drives, engages, and stimulates them to do their best work.

• Organizational culture should promote a culture of collaboration, cultivation, and                                       
competency. Meaningful metrics that work for a cross-functional team that’s 
working and driving towards a common goal, should be put in place. For example, 
the ability to respond to change, where the cycle time from concept to cash, should 
be preferred over metrics on efficiency and utilization.

William Schneider’s book, “The Reengineering Alternative: A Plan for Making Your 
Current Culture Work” offers the Schneider Culture Model. The model defines four 
cultural quadrants and helps assess an organization’s culture.

Then, there are open platforms like IndiaStack and Unified Payment Interface (UPI) 
that are fuelling the digital economy’s unprecedented growth. A number of 
companies and startups could leverage the open APIs and build novel business 
models around them. For example, Rang De, a non-profit organization offering low-
cost credit to rural entrepreneurs, uses India Stack and UPI to transform the way 
loan processing and disbursement happens in India’s remote areas.

NURTURE Your Culture

In markets characterized by rapid change and a ceaseless quest for faster and better 
operation, one of the most prized corporate attributes is innovation. Unfortunately, 
sustained innovation is vulnerable to ingrained cultural weights like hierarchy, 
routinization, and the fear and elimination of risk.

Also, innovation at speed is born out of a sustainable culture that patronizes 
innovation. There are 3 key elements that enable and sustain such a culture - 

© 2017 ThoughtWorks, Inc. Global Innovation Centre of the Future | 5

•  

•   

http://indiastack.org/upi/
https://www.thoughtworks.com/news/indiastack-digital-transformation-micro-financing-rural-india
http://www.danpink.com/books/drive/
http://www.danpink.com/
https://www.ted.com/talks/dan_pink_on_motivation
https://www.amazon.in/Reengineering-Alternative-General-Finance-Investing/dp/0071359818
https://www.linkedin.com/pulse/using-schneider-culture-model-successful-agile-patary-pmp-csm-cssgb


Collaboration is key to an organization that adapts for business agility. Most 
organizations encourage collaboration by building cross-functional teams, removing 
organizational silos and bringing together the necessary skills to build solutions. Also, 
as innovation requires new learning through experimentation, a cultivation culture is a 
prerequisite. And, craftsmanship is essential to ensure a well engineered enterprise 
solution. Cultures that promote employee engagement over strict compliance is 
clearly the way forward. 

The diagram below shows how, when mapping agile principles to the cultural 
quadrants, there are obvious areas to avoid and focus on.
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EVOLUTIONARY Architecture for a Longer Runway

Rewriting platforms is expensive and does not future proof the platforms, either. This 
means that enterprise resources are being used up for exorbitantly priced technology 
upgrades that take time away from critical experimentation phases. This eats into the 
business’ ability to innovate towards a differentiated offering. Which is exactly why, 
given today’s market uncertainty, evolutionary architecture can build a longer runway 
for enterprise implementation, by designing for incremental change. Faster innovation 
over a longer period of time makes these longer runways that much more sensible.

Rebecca Parsons, Chief Technology Officer of Thoughtworks and Neal Ford, Software 
Architect, offer great insight into microservices’ evolutionary architecture. They talk 
about evolutionary architecture requiring iterative approaches to build, which keeps 
the concentration on agile engineering and DevOps practices. These include 
Test-Driven Development, Continuous integration, Test Automation and use of Code 
Refactoring techniques. This explains why keeping technical debts to a minimum is a 
prerequisite—code needs to be in a constant state of readiness for introducing 
change.

CONCLUSION

The market is moving towards an innovation based approach and this could either be 
a challenge or an opportunity for GICs. 

GICs understand the transformational power of digital, but only a few have grasped 
how dramatic and continuous the changes, arising from new platform-based 
ecosystems, will be. The described NUNE framework will ensure  GICs not only 
overcome current challenges, but move them from being a cost or shared-service 
center to value-driving innovation hubs for their parent organizations.
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