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NANO GCC - POINT OF VIEW

The Nano-Run Billion-Dollar

Enterprise

Al-native companies now reach enterprise scale with teams of dozens. A capability centre
can be designed the same way, but only if its Al layer is governed, not merely licensed.

Vertara Global - Point of View - October 2026

AT A GLANCE

= Al-native firms are reaching nine-figure revenue with teams of 50 to 150 people. The leverage comes
from how they are organised as much as from the tools they use'?.

® A nano GCC runs with 20 to 200 people. In our illustrative model, a 24-person, senior-heavy pod
matches the senior-grade capacity of a 220-person pyramid at about a third of the cost.

m The case rests on one assumption: realised Al leverage. Most engineering teams are not there yet?, so
fund the governance layer before cutting the headcount.

01 The precedent

Instagram had 13 employees when Facebook agreed to buy it for $1 billion in 2012°. It was an outlier then. It is a
pattern now. Gamma passed $100 million in annual recurring revenue with a team of about 50 and has been
profitable for more than two years”. Lovable crossed $400 million ARR in February 2026 with 146 full-time staff®.
Cursor’s revenue run-rate passed $4 billion by June 2026, doubling in about four months’.

None of these companies is a GCC. None carries transfer pricing, statutory compliance or a parent’s risk
committee. What they share is structural: few coordination layers, few approval chains and few roles whose job
is to manage other people, with Al built into the workflow from day one. That is the part worth importing. The
question for a GCC sponsor is whether the design survives inside an enterprise.

The nano-run thesis is not a headcount argument. It is an Al-governance argument wearing a
headcount argument’s clothes.

B Gamma, "Gamma surpasses $100M ARR, raises at $2.1B valuation" (Business Wire, November 2025).
www.businesswire.com/news/home/20251110805751/en/
2 TechDogs, "Lovable hits $400M ARR in February, adds $100M in a month with 146 employees", citing TechCrunch (March 2026). www.techdogs.com/tech-

news/td-newsdesk/lovable-hits-400m-arr-in-february-adds-100m-in-a-month-with-146-employees

3 LinearB, "The Al engineering productivity gap: 2026 benchmarks". linearb.io/resources/ai-engineering-productivity-gap

4 Business Insider, "Meet the first 13 employees of Instagram" (April 2020), on the 2012 Facebook acquisition. www.businessinsider.nl/instagram-first-13-
employees-full-list-2020-4
° Gamma, see note 1.

é TechDogs, see note 2.

7 Dealroom, "Cursor tops $4B annualized revenue" (June 2026). dealroom.co/news/134107-cursor-tops-4b-annualized-revenue/
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02 Why the question is live in 2026

India now hosts 2,117 GCCs across 3,728 units, generating $98.4 billion in revenue, according to Nasscom and
Zinnov. Nearly half the centres set up since FY2021 had Al as a core focus from the start®. EY’s 2025 GCC Pulse
survey found 83% of centres investing in generative Al and 58% in agentic Al, with another 29% planning to scale
it within a year’.

Investment is not the same as leverage. LinearB’s 2026 benchmarks, drawn from 2.7 million pull requests, show
that even in the top 10% of engineering organisations, 54% of pull requests involve Al assistance but fewer than
5% are written by autonomous agents™. Deloitte finds that only one in five companies has a mature model for
governing autonomous agents'’. The tools are widely bought. The redesigned workflows that create real
leverage are still rare.

03 Looking ahead: 2027 and beyond

The direction is set; the open question is who captures the gain. Three shifts follow for nano GCCs:

m Senior talent becomes the constraint, not cost. Nasscom and Zinnov report that 96% of GCCs set up after
FY2021 launched with a product or portfolio mandate. The competition is for architects and principals, not
volume hiring.

= Governance becomes a site-level job. 64% of GCC site leaders already hold dual mandates covering areas
such as Al governance™. A nano GCC has no layer beneath the site leader to delegate it to.

= Boards will ask for capacity, not seat counts. As revenue per employee becomes the yardstick for Al-native
firms, capability centres will be judged on the cost of senior capacity rather than the cost per head.

04 Two architectures for the same mandate

Take a parent with $1 billion in revenue that wants an India engineering, Al and platform capability. Architecture
Ais the conventional pyramid: 220 people, half junior, a third mid-level and 15% senior or principal. Architecture
B inverts it: 24 people, 75% senior or principal, a thin mid-level layer and governed agentic workflows doing the
volume work a junior tier would otherwise do.

8 Nasscom and Zinnov, "GCC Value Orbit: From Delivery Engine to Enterprise Nerve Centre", as reported by The Tribune (July 2026).

www.tribuneindia.com/news/business/india-s-gccs-are-increasingly-leading-the-ai-mandate-for-global-enterprises-driving-global-value-creation-nasscom-zinnov-report/

7 EY, GCC Pulse Survey 2025, "58% GCCs in India investing in agentic Al" (November 2025). www.ey.com/en_in/newsroom/2025/11/58-percent-gccs-in-india-

investing-in-agentic-ai-two-third-creating-dedicated-innovation-teams-to-globalize-ideas-ey-gcc-pulse-survey-2025

10, .
LinearB, see note 3.

" Deloitte, State of Al in the Enterprise 2026 (survey of 3,235 leaders, August to September 2025). www.deloitte.com/us/en/what-we-do/capabilities/applied-

artificial-intelligence/content/state-of-ai-in-the-enterprise.html

12 .
Nasscom and Zinnov, see note 8.

13 .
Nasscom and Zinnov, see note 8.
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EXHIBIT 1 - ANNUAL COST AND SENIOR-GRADE CAPACITY (ILLUSTRATIVE)

N Y R
Headcount 220 24
Senior and principal 33 (15%) 18 (75%)
People cost per year $7.50M $1.73M
Al tooling, compute and governance Not separately budgeted $0.65M
Total annual cost $7.50M $2.38M
Realised Al leverage on senior work 1.15x 2.0x
Senior-grade capacity (index) 42 42
Cost per unit of capacity $179,000 $57,000
Cost as % of $1B parent revenue 0.75% 0.24%

Assumptions chosen for clarity, not market quotes. Fully loaded annual cost per head: junior $18,000, mid $38,000, senior $70,000, principal
$110,000. Mix A: 110 junior, 77 mid, 26 senior, 7 principal. Mix B: 6 mid, 12 senior, 6 principal. Capacity index = senior x 1.0 + principal x 1.5,

multiplied by realised Al leverage. Vertara Global analysis.

The pod does not out-produce the pyramid on volume, and it is not meant to. It matches the senior-grade work
that moves the parent’s roadmap (architecture decisions, platform ownership, Al-native product work) at 32% of
the cost and 11% of the headcount. On these assumptions, about $5.1 million a year is freed for reinvestment,
roughly $15 million over three years, from a single pod.

05 Where the model breaks

Everything above depends on one input: realised Al leverage. Hold the pod’s cost constant and vary that input,
and the picture changes quickly.

EXHIBIT 2 - NANO-RUN POD AT DIFFERENT LEVERAGE ASSUMPTIONS (ILLUSTRATIVE)

Pod capacity (index) Share of pyramid’s 42 Cost per unit
1.15x (pyramid level) 24 58% $98,000
1.3x 27 65% $87,000
1.6x 34 80% $71,000
2.0x 42 100% $57,000

Same cost base and capacity index as Exhibit 1. Vertara Global analysis.

Even at 1.3x the pod stays cheaper per unit, but it delivers only two-thirds of the pyramid’s senior capacity.
Closing the gap means hiring more seniors, which erodes the cost case. The uncomfortable point is that 1.3x
describes most organisations today: Al assistance is common, agent-written production work is not*. Most nano
GCC pitches sell the destination (lean, senior, fast) without pricing the condition that gets you there.

06 What has to be true

Five conditions separate a nano-run pod from a small, fragile team:

14 .
LinearB, see note 3.
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= Seniority above the break-even line. Let the senior share drift toward a conventional 40% to 50% and the
pod becomes a smaller pyramid, not a different design.

m Agentic workflows in production, not licences on laptops. Guardrails, review gates and escalation paths,
measured by agent-written work that ships, not by seats activated.

= A narrow mandate. One product line, platform or capability. Pods fail when they drift into becoming
miniature back offices.

= Compliance designed for 24, not inherited from 220. Entity, transfer pricing and statutory work do not
shrink with headcount; build the scaffold for a small centre from the start.

m Retention and governance with no middle layer. With no ladder to climb and no managers to absorb
ambiguity, scope ownership, pay design and a tight steering cadence with the parent must do that work.

QUESTIONS FOR THE BOARD

1. Which senior-grade outcomes will the centre own in its first 18 months?

2. What realised Al leverage does the business case assume, and how will we measure it?
3. What happens to cost and capacity if leverage stalls at 1.3x?
4

Who replaces each principal if they leave, and how quickly?

07 How Vertara Global helps

We start with the business case, framed in senior-grade capacity and cost per unit rather than headcount, and
stress-test the leverage assumption before it reaches the board. We then design the pod: seniority mix, scope,
location, entity and transfer-pricing scaffold, and an agentic workflow and governance baseline that can be
measured from month one.

Whichever operating model the client chooses, we can stand up the pod, hire the senior team, track realised
leverage against the plan and stay engaged into year two, when small senior teams are most exposed to key-
person risk. The test of success: senior capacity that holds when the first principal resigns.

ABoUuT VERTARA global

Vertara Global is a practitioner-led GCC advisory firm. We help mid-market companies across sectors and
geographies design, set up, scale and transform their Global Capability Centres, from the first business case and

location choice to the operating model, entity, talent and workplace.

Our services span five pillars:
1. GCC Consulting 4. Digital & Al
2. Legal & Entity Support 5. Engineering GCC Solutions
3. People Advisory

Client-first and leader-led: senior practitioners run every engagement, and we stay involved after handover,
because year two is where many GCCs are tested.
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