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Pivot or perish
In the past decade, technology-driven disruption
has affected all industries, but it hasn’t played out
evenly for everyone.
Consider Accenture’s annual Disruptability Index.1
The index has found that industries including retail,
consumer goods, and financial services are in the
unenviable position of experiencing both a high
degree of current disruption and being highly
susceptible to future disruption as well. Some
industries may not be as vulnerable to future
disruption, but are currently feeling significant
impact from disruptive forces; for others, the worst
is yet to come.
1Accenture,
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CSPs are in the
eye of the storm
The communications
industry is in the very
eye of the current storm,
where disruption has
become the norm, and
several trends are
challenging
Communication Service
Providers’ (CSP)
traditional business.

•

Software has assumed primacy over hardware and the network,
which means CSPs can’t be sure what returns they can expect in
their 5G investments.

•

At the same time, the world is becoming hyperconnected,
something CSPs’ traditional siloed operating models and unscalable
legacy systems can’t cope with.

•

Value and customer expectations have been redefined, with
customers becoming more liquid and able to continually swap CSPs’
commoditized offering portfolio for lower-cost digital alternatives –
thus eroding incumbency’s competitive advantage.

•

Overall, the rules of the game have changed dramatically: Barriers
and market boundaries are collapsing, investing in physical assets no
longer protects future returns, and long-established approaches to
growth are fast becoming irrelevant.

For CSPs, this means “business as usual” won’t cut it. To secure market
leadership, boost their competitiveness, and grow, CSPs need to
respond and innovate differently. They’ve got to identify a new edge over
the upstarts that are rewriting the rules of the industry today.

Technology is at the
core of this disruption
The common theme
underpinning this disruption is
the evolution of technology and
how disruptors are using
technology in different ways to
think of, architect, provision, and
support new innovative services.
With their inherent speed,
flexibility, openness, and datadriven culture, these disruptors
continue to raise the bar by
unleashing product innovation in
the market at scale.

And it doesn’t stop.
Technology moves faster than
ever and, in the process,
becomes not just an enabler,
but the leading source of new
competitive advantage – and
not only for disruptors, but for
CSPs as well. Consider some of
today’s leading technology
trends:

Democratization
of IT services:
Serverless architecture, microservices
containerization and state-less
interactions, ready-to-deploy solutions
including artificial intelligence (AI)
platforms and analytics models, and
huge compute capacity for just-in-time
consumption have made it easy for any
company to access niche technology and
capacity at a much lower cost.

Software and
technology as
a differentiator:
With the acceleration of digital, every
product is quickly becoming a software
product – moving from a hardwarecentric universe toward network
virtualization. This includes the access,
the packet core and the services layers
especially as 5G networks become
virtualized and the need for smart
connectivity increases. Developing and
delivering horizontal solutions will
require software engineering mastery.

Open, agile and
flexible platforms:
The shift to a cloud platform business
and the redesign of digital experiences
are more important than ever to drive
business leadership and
competitiveness. Application
programming interface (API) is the
common language.

Multi-dimensional
data leverage:

Intelligent, living
business:

The workforce
of the future

The cloud is gradually eliminating
constraints on the amount of data
companies can work with and integrating
previously siloed data sources. This
enables companies to create a
foundation of “living knowledge” they
can use to create rich, individualized,
experience-based relationships.

With greater access to ever-richer data
and powerful AI and analytics tools,
companies are reimagining their business
through human and machine
collaboration. AI engines are automating
more time-consuming, lower-value
activities while giving humans the data
and insights they need to make better
business decisions.

…and modern design and t-shaped
engineering have become the new
normal.

The impact and opportunity
presented by the
COVID-19 pandemic
But there’s more. The COVID-19
pandemic has tested business
resilience to its core, and has
threatened many companies’ very
survival. At the same time, the
pandemic has clearly accelerated the
trends just discussed and, more
broadly, the evolution, role, and
importance of technology – not in
simply adopting new ways of working,
but more importantly, in driving and
sustaining new competitive
advantage.

2

Overall, CSP businesses have done a
good job: Despite the massive
increase in consumers’ demand for
bandwidth during lockdowns, CSPs’
networks were resilient, and
customers were largely pleased with
CSPs’ performance. According to an
Accenture survey, 76% of consumers
said they were satisfied with their
home broadband during the
pandemic, with the same level of
satisfaction for mobile service.
Interestingly, our survey also revealed
that the single most important quality
of service consumers value is
consistency – it’s a more important
than speed, coverage, or value.2

Accenture, June 2020, COVID-19: Building on a trusted platform

By answering the call during the
pandemic, CSPs have enhanced
their reputations and are in a good
position to gain customers’ trust
(compared with their direct and
indirect competitors) to use
anonymized customer data in the
fight against COVID-19.

We also found that this trust effect
can extend to customers’ preference
for providers of digital services – with
CSPs being the top choice over other
types of providers by a wide margin,
and plenty of opportunities for CSPs
to leverage that trust among B2B
customers, as illustrated below. The
fact is, trust can become one of CSPs’
biggest intangible business assets in
the future.
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Accenture, June 2020, COVID-19: Building on a trusted platform

Consumers trust CSPS
to use their data to help
fight COVID-193
Would you trust your provider to use anonymized customer data in the
fight against COVID-19?
16%

34%

Definitely trust
Somewhat trust
Neither trust nor distrust

27%

14%
9%

Somewhat not trust
Definitely not trust

CSPs are also in the enviable
position of being able to further
leverage this trust and reputation
position to extend their digital
services to B2B customers.
And the opportunity is already
presenting itself, with one-third of
small and medium businesses (SMBs)
rating their landline providers’
response during the COVID-19
pandemic as being ‘above
expectation’, and 45% of SMBs
trusting their landline provider even
more since the pandemic began.

CSPS are consumers’
preferred provider of a
wide range of digital
services4
Who would be your preferred provider for different
digital services?
Smart Home

43%

Monitor health and
wellbeing of others
Monitor my own
health and wellbeing

46%

52%

Make secure
payment transactions

53%

Accenture, June 2020, COVID-19: Building on a trusted platform

Tech Companies

10%

9%

12%

38%

More effective
work from home

CSPs

14%

33%

43%

Keep in touch with
family and friends

4

33%

45%

10%

31%

8% 10%

26%
19%

eCommerce Providers

4%

9%

14%

7%

18%
Social Media Platforms

Amid the disruption war,
there’s substantial opportunity
Amidst the tide of economic and
social shocks, there’s usually a
flurry of frantic innovation and
evolution. In this case, more
than ever, technology will be at
the center of transformation, as
companies adjust to the new
social and economic norms –
reinventing themselves and their
operating model and rethinking
how they make money.

For CSPs, this is an unbelievable
opportunity – a chance to really
execute the transformation
they’ve long talked about and
become more central, and more
relevant, to our modern society.
Cloud will be the linchpin of not
only achieving a new economic
sustainability, but also
completely new processes,
operating model, organization,
and products and services.

Cloud is the foundation for CSPs’ to capitalize on
emerging opportunities, such as:
Accelerating
adoption and
automation of
digital channels:
This will enable CSPs to deliver
resilient and high-performing
customer interactions; scale up or
out in real time; reduce transaction
costs; provide consistent, engaging,
and flexible user journeys; and
ultimately drive up net promoter
score (NPS) through better
personalization and interaction.

Critical here is the cloud’s native
open architecture, scalability,
interoperable AI and data services,
data integration, and analytics.

Leveraging the trust
factor to expand into
the home, the largely
untapped value
service opportunity
for CSPs:
The global pandemic has reinforced
the fact that the home is a critical
fixture in our lives, and CSPs have the
chance to offer Future Home services
to make connected living a reality
(e.g. entertainment, healthcare etc.).

Such personalized services – enabled
by 5G, cloud, security, AI, and edge
computing – are built on top of CSPs’
own or third parties’ capabilities. One
example could be a healthcare
service that combines connectivity
with the right quality of service,
internet of things (IoT) devices, data
collection and edge elaboration
platforms, and trusted data
management policies.

Reigniting relevance
in the small-tomedium business
(SMB) segment:
CSPs have a big opportunity to help
SMBs drive their economic recovery
through extended services in
commerce, online collaboration
communication, and security. Cloud
brings SMB customers closer to the
CSP, building connections between
systems and partners, creating
agility, and fostering rapid

innovation. In the cloud, CSPs can
easily and effectively build a business
platform to engage with SMB
customers, enabling customers to
seamlessly self-serve, self-order, and
self-manage their global IoT
connectivity solutions. Such a
platform can even be offered directly
to a SMB client or reseller, who can
sell or bundle telco services to their
own customer base. The cloud
facilitates quick onboarding of new
third-party services or offers
combining CSPs’ own products and
services with those of partners within
the broader ecosystem.

Building the
intelligent
enterprise:
By transforming data into insights
across the enterprise, CSPs can
become more agile and achieve
sustainable growth. The cloud
provides the pre-requisites for an
intelligent enterprise architecture,
including an intelligent suite of
applications for customer or
enterprise operations; a digital
platform to facilitate the collection,

connection, and orchestration of data
and processes; and intelligent
technologies such as AI, machine
learning (ML), IoT, and analytics to
help the workforce focus on highervalue outcomes.

Importantly, the cloud has
now entered a new domain,
one dominated by hardware,
proprietary solutions, and
closed architectures: We’re
talking about the network,
and what’s set to unfold is an
epochal change.

The new battleground
– Network and Cloud
The evolution from the traditional
network to 5G and the cloud-native
networks is accelerating the
transformation of not just technology
and ecosystems, but also innovation,
competition, and entire markets. This
fundamentally changes the game for
CSPs in how and where they save and
make money. It also rewrites the
vendor landscape as traditional
vendors (such as network equipment
providers and packaged software
vendors) could get displaced by
players with greater cloud native
affinities.

THE CLOUD COMES TO THE NETWORK
TRADITIONAL NETWORK

Private core
Hewlett-Packard
(HP)
Ericsson
Nokia

TECHNOLOGY
ECOSYSTEM
INNOVATION
MARKET

Physical
access
Huawei

Proprietary
LAN/CPE

Ericsson

Hewlett-Packard
(HP)

Nokia

Cisco
Juniper Networks

Private and physical
NEPS and hardware providers
Buying technology

Connectivity and communications

A converging network and cloud makes possible

arguably one of the biggest prizes of all for CSPs:
the ability for CSPs to move downstream in the IoT
and industrial internet value chain to offer
progressively intelligent and vertical services

CLOUD NETWORK/5G PARADIGM

Virtual core
Software

Amazon Web
Services (AWS)

Virtual access

IoT, Industry X
Software

Software

Google
Cloud

Microsoft
Azure

Public and virtual
Cloud and software providers
Developing software IP

Connected industry, IoT, smart home, etc.

through their leadership at the edge (both in B2C
and B2B). This, in turn, effectively makes the
network an extension of the cloud – driven by the
edge.

The cloud can be truly revolutionary for CSPs
With it, CSPs can create a powerful new role for themselves in the daily lives of consumers and
businesses everywhere while generating enormous improvements in cost efficiency, top-line
growth, and accelerated innovation:
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Innovation

Top-line growth: CSPs can uncover new revenue streams by
forging collaborative go-to-market activities and revenue
sharing with ecosystem partners; developing vertically
integrated cloud services to solve industry-specific needs;
building a connected platform; and monetizing data.
Accelerated innovation: CSPs can use the cloud to develop
and deploy new business and monetization models by
rationalizing innovation processes and applications. As a result,
CSPs can more effectively respond to or avoid disruption and
roll out new digital services more quickly.

DATA

Cost

ACCESS

CAPEX

OPEX

NEW
MODEL

nX

ORCHESTRATION

nX

2

Top line

nX

1

Cost efficiency: CSPs can use the cloud to drive significant
costs savings by switching from CAPEX to OPEX and optimizing
infrastructure and facilities costs. That’s because paying for
infrastructure on a per-usage basis makes infrastructure
scalable (in both size and performance) and more cost flexible.

Why cloud,
and why now?
With disruption across the
communications industry
accelerating and creating massive
new growth opportunities, CSPs can
no longer afford to ignore the power
of the cloud. The cloud is the
foundation of a transformed CSP
business with a pervasive impact.

product and services modernization,
new user experiences, extremely lean
and efficient operations, and an
intelligent digital infrastructure. CSPs
need all of these to create new
business models, offerings, and value
chains that can reinvent CSPs’ role in
economies and societies.

In the short and medium term, it can
provide the resilience that’s critical to
surviving disruptions and to meeting
new demands for faster speed and
better connectivity (for example, to
handle a surge in remote working). In
the longer term, the cloud can enable

The reasons for moving to the cloud
are compelling. But the journey isn’t
easy. As they look to accelerate their
move to the cloud, CSPs should keep
in mind five key principles that can
help guide their efforts.

Principle #1:

Scalability…

…but with strategic decisions on
hybrid and multi-cloud solutions
Scalability is a key lever for CSPs to
both create and manage new
services, as well as ensure digital
supply chain resilience (for
example, to meet market-driven
demand spikes and digital service
consumption). CSPs should gain
scalability by strategically using
both public cloud and hybrid cloud
models to take advantage of the
strengths of multiple providers.
A multi-cloud strategy helps a CSP
increase agility, minimize vendor
lock-in, take advantage of best-inbreed solutions, improve cost
efficiencies, and increase flexibility
through choice. Take, for example,
IoT. IoT use cases involve a massive

number of connected nodes
generating huge amounts of data to
be processed in near real time to
drive actionable insights and
process flows. A hybrid cloud
model can help build scalable IoT
solutions – with public cloud
platforms scaling rapidly and
elastically, and private clouds
enabling data residency and
protection based on target
industries, locations, and other
factors. This, in turn, allows CSPs
to avoid edge computing
commoditization while gaining a
central role in innovative product
and service delivery across home,
office, and industry verticals.

Principle #2:

Cost structure
optimization…

…but with
reinvented processes
The cloud is a formidable lever for
CSPs to transform their cost
structures – and not only in the
form of short-term CAPEX reduction
through deferred infrastructure
investments or streamlining OPEX
through reduced capacities (for
example, pay-per-use and elastic
cost models). It’s also not limited to
the simple “lifting and shifting” of
computing workloads to optimize
infrastructure costs.

To use the cloud to fundamentally
change their cost curve, CSPs must
reinvent processes and workflows
and revamp financial models to be
leaner and more flexible. For

example, reshaping enterprise
processes and workflows is critical
to creating lean and highly
automated order management,
fulfilment, billing dispute
management, and revenue
assurance operations, as well as to
getting deeper visibility into
product and service innovation.
This also sets up CSPs for better
cost and revenue alignment as new
cloud-based services are rolled out
and scaled for growth.

Principle #3:

Innovation
access…

…but with data-driven and
global/local solutions
Access to hyperscalers’ huge
ongoing investments, the
innovation maturity of their cloudnative tool sets and infrastructures,
and their massive ecosystem can
clearly help CSPs differentiate
themselves from competitors. But
the truly winning solution comes
when CSPs combine hyperscalers’
innovation in combination with data
(e.g. customer preferences,
attitudes, behaviors, and
consumption patterns) and the
customer trust they’ve earned to
offer localized, personalized, and
context-aware solutions.

For example, building an AIpowered chatbot that takes
advantage of a hyperscaler’s AI
toolset, on the same ecosystem
point/industry solutions and local
data learning corpus.

Principle #4:

Speed…

…but with the right technology
organization internally to support
An effective cloud journey requires
CSPs to transform at speed as well
as scale. Yet in our experience,
CSPs’ longstanding skills, culture,
organizational structure, and
working practices impede efforts to
build leaner, agile, and more
dynamic operations.

To be successful and keep up with
ongoing technology advancements,
CSPs will need new cloud architect
and data architect skills (which are
typically scarce), new composite
team organizations (horizontal
versus vertical competencies), and
agile methodologies such as
continuous integration/continuous
delivery (CI/CD) best served
through continuous incremental
improvements.

Principle #5:

Revenue
activation…

…while retaining the trust
differentiation
The cloud can play a key role in
helping CSPs unlock new revenue
streams – and not just by spurring
in-house development. More
important is the cloud’s ability to
help CSPs strike ecosystem
relationships with platform players
and hyperscalers to find more
business value through a shared
vision and strategic go-to-market
partnership approach.

For example, in the Future Home or
Future Office domains, which are
experiencing greater demand for
telecom cloud services due in part
to COVID-19, we have seen growing
adoption of virtual working,
learning, infotainment, and
experience (e.g. gaming) platforms
and products. CSPs have a unique
opportunity to leverage their core
differentiation based on consumer
trust to position themselves at the
center of these new ecosystems,
with deliberate strategies around
areas such as data monetization.

With these principles as their
guiding lights, combined with an
understanding of potential challenges
they likely will face and how to address
them, CSPs can keep their cloud
journey focused squarely on the
business outcomes they’re looking for:
growth and competitiveness.

Illustrative IT and business benefits
the cloud can generate for CSPS5
IT COST TRANSFORMATION

BUSINESS TRANSFORMATION

01

02

03

04

IT RUN COST
REDUCTION

IT CHANGE
COST REDUCTION

REVENUE AND
GROSS PROFIT UPLIFT

ABILITY TO
SCALE INNOVATION

30-50%

10-20%

SAVINGS:

INNOVATE
AND GROW

Generate revenue streams
via new digital services/
products
Improved service velocity
and agility

ACCELERATE

MIGRATE
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Direct
run
benefit

4-5% revenue and gross margin
uplift vs. non-cloud adopters*

+

Value-led
benefits

Development
efficiencies

40% higher innovation ability
vs. non-cloud adopters*

Scale innovations
repeatedly and drive
growth
New digital service/
product development

Improved customer
experience and reduce
churn

(App and
infrastructure
modernization,
automation,
licensing etc.)

Accenture Future Systems Research, n=362 (Telecommunications industry executives), Cloud and associated technology segments included: Cloud SaaS,
Cloud IaaS, Cloud PaaS, Hybrid cloud, Cloud Native Applications, Containers Docker & Kubernetes, Microservice Architectures, FaaS/Functions as a Service,
Bottom-Up AI: Deep Learning or Machine Learning that detect patterns in big data, Top-Down AI: expert systems, logic and inference engines, knowledge
representation, and common sense reasoning techniques, Data Lakes (data repository), Streaming/real-time data, Big data analytics

Moving to the cloud:
where to start and where it matters most?

The framework is primarily a
combination of readiness (how
prepared a company is for cloud
adoption) and transformation
potential (the company’s ability to reimagine and reinvent), underpinned
by innovation enablers (the increased
leverage of data and ecosystem the
cloud unlocks).

ACCENTURE CLOUD ASSESSMENT FRAMEWORK
ENABLERS
READINESS

INNOVATION

As companies consider a move to the
cloud, one of the most common – and
important – questions we hear is,
“Where do we start?” Accenture’s
Cloud Assessment Framework can
help give CSPs the answer.

DATA
DRIVEN

ECOSYSTEM
ACCESS

ARCHITECTURE

CAPABILITIES

SUPPLY
READINESS

SKILLS
AND TALENT

OPERATING
MODEL

TECHNOLOGY

BUSINESS
MODEL

TRANSFORMATION
POTENTIAL
PROCESS

IMPACT
++ INNOVATION PACE
TOP LINE

COST & EFFICIENCY

INNOVATION

ECOSYSTEM
PARTNERSHIPS

PAY-PER-USE
OPEX OPTIMIZATION

BUSINESS MODEL

CONNECTED
PLATFORMS

CAPEX TO OPEX

LIQUID APPLICATIONS

DATA MONETIZATION

REDUCED HARDWARE,
FACILITIES SPEND

OPEN, AGILE,
INTEROPERABLE

++ REVENUE

Importantly, the framework also
identifies the business impact of cloud
adoption in three key dimensions:
top-line growth (through new ways of
working, partnering, serving clients,
and monetizing), cost and efficiency
(by shifting CAPEX to OPEX, and
gaining cost flexibility and savings),
and accelerated innovation (in both
the core business and in IT).

Cost and efficiency
CSPs can use the cloud to drive
significant cost savings by
switching from CAPEX to OPEX and
optimizing infrastructure and
facilities costs. That’s because
paying for infrastructure on a perusage basis makes infrastructure
scalable (in both size and
performance) and more cost
flexible.

For example, when interacting with
an end user, in particular through
self-serve digital channels, a tier 1
CSP can use Platform-as-a-Service
(PaaS) to align infrastructure with
usage consumption; SaaS to make
costs flexible and reduce overall total
cost of ownership (TCO) across
almost all enterprise domains where
process standardization is possible
and beneficial; and PaaS and cloudnative toolsets to lay the foundation
for innovation, flexibility, and IP
development capabilities that are
critical to winning in the market.

A well-orchestrated cloud
transformation can drive
massive cost efficiencies in
IT alone. In Accenture’s
experience, a typical CSP
with a big cloud footprint
could generate 20-40%
savings in overall IT spend,
as illustrated below.

NEW IT
CAPABILITY

LIQUID
ARCHITECTURE

LEAN
DELIVERY

TALENT,
CULTURE AND
ORGANIZATION

TOTAL:

NEW IT OFFERING

TYPICAL
% IT
SPEND*

Software-defined data
center and softwaredefined networks

15-20%

•
•
•

Data center and infrastructure
Real-time monitoring capability
Compute, network and storage

5-10%

•
•
•

On-demand capacity and scale
Failure resiliency
Increased service level compliance

Application
modernization

10-15%

•
•

Architecture lifecycle planning
Legacy system retirement

10-20%

•
•

Reduced architecture complexity
Increased agility for business changes

Agile

10-15%

•

Development cycle

10-15%

•
•

Faster time to market
Increased service level compliance

DevOps

15-20%

•
•

Development cycle
Release cycle

10-15%

•

Smoother deployment

Quality engineering

5-10%

•

Testing cycle

15-20%

•

Improved quality

Systems reliability
engineering

5-10%

•

Application and infrastructure
maintenance

5-10%

•
•
•

Fewer incidents or problems
Failure resiliency
Stronger compliance/security posture

Governance

2-5%

•
•

IT demand and portfolio management
IT balanced scorecard

15-25%

Liquid workforce

2-5%

•
•
•

Performance and skill management
Vendor and contract management
IT controlling and service charging

15-25%

•
•
•
•
•

Closer business and IT alignment
Improved transparency
Enhanced workforce skills
Increased financial transparency
Improved workforce motivation

100%

COST SAVINGS OPPORTUNITITIES

%
OVERALL
SAVINGS*

TYPICAL QUALITATIVE
IMPROVEMENTS

20-40%

*Percentages and benefits described are illustrative and based on Accenture experience. Actual percentages and benefits
attained by a given organization will vary based on industry and company profile, and may differ from those shown.

Furthermore, CSPs can
take these cost savings to
the next level by taking
cloud adoption to core
areas including Network
operations.

CSP NETWORK COST
OPTIMIZERS/
MITIGATORS

COST SAVING
OPPORTUNITIES

TYPICAL QUALITATIVE
IMPROVEMENTS

• Up to 25% savings network
total cost of ownership (TCO)

• RAN virtualization with C-RAN
provides savings by running
the centralized BBU functions
on commercial-off-the-shelf
hardware

• Network virtualization is also
a potential revenuegenerating tool for 5G era
operators in two specific use
cases – network slicing and
opening up/monetizing
network APIs to third parties

• Up to 40% savings network
total cost of ownership (TCO)

• Substantial cost savings via
spectrum sharing, active and
passive network
infrastructure across the site,
radio transport and core
network domains, with other
CSPs

• Leads to fewer assets to
operate and manage
• Increases operational
efficiency and reduces the
absolute capex and opex
spend

% OVERALL SAVINGS

NETWORK
VIRTUALIZATION

NETWORK
INFRASTRUCTURE
AND ASSET SHARING

Top-line growth
CSPs can uncover new revenue
streams by forging
collaborative go-to-market
activities and revenue sharing
with ecosystem partners;
developing vertically integrated
cloud services to solve industryspecific needs; building a
connected platform; and
monetizing data.

Accelerated innovation
The cloud makes it possible to more quickly develop and
deploy new business and monetization models by
rationalizing innovation processes and applications. As
a result, CSPs can more effectively respond to or avoid
disruption and roll out new digital services faster.

GROW AND
INNOVATE

On top of that, with the cloud’s scalable platforms, CSPs
can develop and release a virtually limitless number of
minimum viable products while building a DevOps culture
and making developers far more productive. That means a
huge cut in time to market for new applications, especially
those that are critical to competitiveness and growth.
Importantly, the cloud unlocks progressively bigger and
more strategic business benefits along a CSP’s
transformation journey, ultimately enabling a complete
reinvention of the business.

ACCELERATE

MIGRATE

VALUE
DRIVERS

•

Seamless hybrid, multi- •
cloud migration

•

Speed, automation

•

Security embedded

COST AND
RESILIENCE
(10-30% savings)

Cloud-native architecture
and applications

•

Industry solutions and
outcomes

•

Data foundation

•

Data, AI and insights

•

Digitize with product,
platform focus

•

Innovation-led client
reinvention

MODERN IT
(+10-20% and agility)

REINVENT

(business outcomes)

When applied to the
communications industry,
our framework paints a vivid
picture of what the cloud
makes possible across key
OFFERING
CATALOGUE

PROCESS REINVENTION

TRANSFORMATION
POTENTIAL

STRATEGY:

Radically
rethink
processes
Focus on
differentiation
and move
agily there,
while leaning
out the rest

CSP enterprise domains and
the characteristics of each
that must be considered.
Below is an illustration of how
the assessment is applied to the
ENTERPRISE
OPERATIONS

NETWORK
CORE

NETWORK
ACCESS

VIDEO/
DSC

DATA
MANAGEMENT

Increased
standardization
and agility

Multi cloud/
hybrid cloud

Private/public
strategy

Cloud-based
open edge
versus
hyperplatforms

From product
repository to
consumer end

Democratise
data access and
embed AI across
the organisation

Process
standardization,
commonality
and synergies particularly in
service
assurance.

Opportunity to
embrace best in
class HR and
F&A process
enabled by
leading SaaS.

Reinvent
network
deployment and
operations
around NFV, as
agile software
delivery factory
processes.

Reinvent
network
deployment
and operations
around NFV, as
agile software
agile factory
processes.

PaaS model
allowed by
microservicebased and
catalogue
driven
approach for
service
orchestration.

Data driven
process reengineering
specifically in
critical
processes like
network
operations.

CHANNELS

BSS

OSS

Competitive IP,
strategic
partners/
interoperability

Full control and
continuous
improvement

Multi-party
business model
and cloud/5G
monetization

Move from an
internal and
marketing focus
to a
collaborative
cross-border,
technology/
network-driven
product and
service
modernization.

Highly
customised
(and resilience
shaped) based
on client needs,
market and
culture.

CRM and billing
process
standardization
for faster timeto-market.
Alignment with
leading market
technologies
and SaaS
models.

cloud’s ability to drive process
reinvention and the resulting
impact on the whole of a CSP’s
business.

Field force
reinvention with
data-driven
enablement.

Advanced selfservice insights
and machine
learning
powered
decisioning.

key
initial steps
Just as every company is different,
each company’s cloud transformation
will be unique to the enterprise
undertaking it. However all CSPs
moving to the cloud want to make
costs variable, rationalize
applications, automate operations,
and elevate the customer experience.
Three critical steps can help put
CSPs on the right path.

1. Create a cloud partner
and ecosystem vision
A CSP needs to align key
stakeholders, clearly
communicate why it’s
partnering with
particular cloud
providers, and explain
the associated
implications
and benefits.

The cloud partner and ecosystem
vision helps participants make
smarter decisions about
enhancements and target
architecture based on the company’s
future mission, business, or
operational requirements, as well as
plans for its digital environment. The
vision must also include a discussion
of key dimensions such as data
architecture, security and
compliance, best-fit platforms (i.e.
single versus multi-cloud) and
migration approach.

In creating this vision, it’s
best to start from the
edge, with the network
now becoming the
extension of the cloud,
driven by the edge.

Edge and 5G network slicing enable
CSPs to tailor and customize the
network for specific applications. For
instance, a “mission-critical IoT”
network slice can help ensure highperformance reliability of automotive
and smart manufacturing use cases.
At the Edge, CSPs can partner with
consulting or systems integration
players to unlock strong crossindustry plays, as well as with
hyperscalers.

2. Prioritize
near-term constraints
It’s also important to,
upfront, identify current
chokepoints, liabilities,
and risks so a CSP can
see where near-term
intervention can have the
most significant and
immediate impact.
It usually makes sense to also outline
different intervention tactics along
the system of record (core order-tocash, hosting operational data,

processes and other back-office
elements) and a system of
engagement (the face of the
enterprise that enables experience
delivery, customer service,
collaboration with partners, and cocreation with ecosystems). In doing
so, CSPs should evaluate:

Rehosting high-volume,
scalable functions on
Infrastructure-as-a-Service
(IaaS), such as storage, server,
and web hosting for data
warehousing and reporting.
Moving non-core applications
and functions to mature SaaS in
the cloud, including enterprise
applications like procurement,
finance, human resources, legal
and, in general, all telco business
support applications. CSPs may
also want to consider a multi-

cloud strategy where these
systems of record are retained
on a private cloud, thereby
keeping them nearby for easier
management and monitoring.

Exploiting the cloud to
eliminate data silos and
introduce analytics and insights
as a feature across apps (e.g. big
data ecosystem and analytics).

Establishing a modern cloudbased data infrastructure to
take advantage of data, AI, and
ML, (especially for web and
digital applications of the
systems of engagement) where
they can better interoperate with
the rest of the world.

Leveraging PaaS and
hyperscaler innovation to
power advanced products and
services (e.g. workspace
virtualization).

3. Adopt continuous modernization
Finally, CSPs have to reduce risk while
accelerating time-to-value. They can do
this by shifting to an agile model using
DevOps for iterative development and
incremental delivery, with an emphasis
on competitive IP creation. An agile
model is critical to keeping efforts
focused on a set of key performance
indicators (KPIs) that measure and
quantify the business success of cloud
transformation programs, such as:

•

Go-to-market metrics
(e.g. ARPU per customer sales and
cost to serve per customer) to
track top-line growth.

•

Competitive IP creation metrics
(e.g. time to market and time to
deploy experiments and
prototypes) to gauge the pace of
innovation.

•

Cost transformation metrics
(e.g. infrastructure spend
reduction and automation of
repetitive tasks) to assess savings
and efficiency gains.

De-risking key concerns
As CSPs embark on their cloud journey, they also must be aware of and plan for
cloud adoption challenges. The table below describes some of the most
common concerns CSPs will likely encounter some ways to deal with them:

SECURITY

IT

BUSINESS

AREA

CONCERN

POTENTIAL REMEDIES

Would cloud impact availability?

•

High-availability design to help increase uptime

•

Service level agreements with cloud providers

Are savings from cloud realized?

•

Usage-based models enable CSPs to provision required resources with elasticity – unlocking demandbased scalability, reducing high upfront CAPEX, and unlocking pay-as-you-go benefits

How would legacy and cloud
applications be interoperable?

•

Multi-speed and modern IT frameworks

•

API-based, microservices architecture, together with a federation of decoupled platforms to improve
interoperability

How would the applications be
seamlessly managed?

•

Service brokering to help manage different applications

•

Catalogue of assets for service composition to help manage across applications and stacks

What skills and training would be
required?

•

Cloud skills based on the cloud stack as well as roles to be performed

What controls would be required
to manage security in cloud?

•

A shared security model including procedures, guidelines and best practices to secure cloud
environments

How do I manage compliance in
the cloud?

•

Establish control objectives and designated control points with cloud service providers for enhanced
security

OPERATING
MODEL

NETWORKS

AREA

CONCERN

POTENTIAL REMEDIES

How can I increase network
vendor effectiveness and
readiness to support the cloud
journey?

•

Close working partnership throughout the development cycle

•

Approaches including automated sanity and performance testing, DEVNetOps to support CI/CD, and
multi-cloud virtual network function (VNF) certification

What about standards compliance
(e.g. 3GPP)?

•

Alignment with Network Equipment Providers (NEPs) and standards bodies to ensure standards
compliance, as well as certifying VNFs to standard

How can network and application
complexity and dynamic lifecycle
be managed on cloud?

•

Close collaboration between CSP and cloud provider(s) to design network configuration and
architectural changes

•

Close collaboration between CSP and NEPs will help architect the end-to-end architecture, redefine
business process, redefine operational KPIs and KPI evaluation, as well as enable training of
operations teams on new tools and processes

Will network services be
commoditized?

•

CSPs can focus on providing enhanced connectivity and foundational Industry X.0 platform
capabilities, thus extending into horizontal quality of service (QoS) options while security and
compute capabilities can be provided by cloud providers

How should I be organized and
power the technology
advancements with right
positioning?

•

Leverage technology and modern engineering ways of working as a competitive advantage

•

This is a further core imperative for the cloud and edge journey (the journey to a modern telco tech)
as detailed below

The final leg of the journey:
transformation into a modern telco-tech
CSPs will approach and
experience their cloud journeys
very differently, depending on
their own situations, business
drivers, and ambitions. And each
will encounter their own
challenges along the way. But
there’s one thing not to forget:
It’s not enough to simply migrate
to the cloud. Any company can
do that, and it doesn’t inherently
generate any significant,
sustainable competitive
advantage.

Thus, the final leg of the cloud
journey is the ultimate end game
for CSPs: a complete
transformation of the CSP into a
telco-tech. That’s a softwarebased company that brings
intelligence and innovation to the
edge, while orchestrating a
hybrid cloud based on an open
and secure software foundation.

This will require CSPs to change in a big way across five core,
interconnected pillars:

• Technology stack: A modern technology stack is needed
to give CSPs control over innovation and reduce their
dependency on software providers.
• Operating model: Innovating quickly requires a new
operating model, one that’s outcomes-focused, highly
collaborative, and geared toward speed to value.
• Skills and talent: New skills, especially those in IoT, cloud,
AI, data science, and security, will be required, some of
which could be sourced from third parties.
• Ecosystem partnerships: CSPs’ approach to the
ecosystem must shift from simply “buying” to collaborating
and co-creating with innovative partners to develop
compelling new offerings.

• Outcomes and measures: Old operations-focused metrics
must give way to value- and outcomes-oriented ones that
emphasize efficiency and output.

The journey to the telco-tech
FROM
Current

TO
Telco-Tech

POORLY MAPPED SYSTEM; END OF LIFE PLATFORMS
• Siloed stacks with duplicated functions
• Legacy impeding innovation
• No clear target date

SUPPORTING MODERN SOFTWARE ENGINEERING
• Decoupled and microservice-based architecture
• Technology simplification
• Open platforms for ecosystem contribution

ILL-DEFINED PROCESSES WITH TOO MANY HAND OFFS
• Heavy on waterfall
• Friction internally (DevOps) and externally (Digital, R4B)

OUTCOME-BASED AND BUSINESS DRIVEN
• Digital Hub to build own IP with new agile ways of working
• Collaborative decision-making
• Focus on speed-to-value and innovation (try and fail)

SKILLS
AND TALENT

UNEMPOWERED RESOURCES WITH OUTDATED SKILLS
• Core capabilities outsourced
• Limited incentives to innovate
• Resources more vendor manager-based than technologists

NEW WORKFORCE WITH TECH DOMINANCE
• Build skills and talents to reduce vendor dependency
• Co-sourcing with a strategic partner

ECOSYSTEM
PARTNERSHIPS

FRAGMENTED VENDOR LANDSCAPE
• Few vendors at scale to act as strategic partners
• Rigid contracts, rigid solutions
• Ecosystem held at arms length from technology organization

PLATFORM APPROACH
• Vendor consolidation initiatives
• Service co-creation and product innovation with selected
strategic software vendors

OUTCOMES
AND MEASURES

LACK OF MEANINGFUL DELIVERY METRICS
• Manual and inconsistent reporting across the organization
• Frequent cost and schedule overruns
• Blackbox investment model

BUSINESS OUTCOMES FOCUS
• Value-driven measurement model
• Maturity model: Efficiency and output

TECHNOLOGY
STACK

OPERATING
MODEL

The new telco-tech operating model
Arguably the most critical driver of a
successful telco-tech transformation is
a new operating model. This new
model is based on the concept of a
technology or “digital hub” that a CSO
uses to develop its own IP with an
entirely new, agile way of working, and
quickly build, test, and deploy new
services (often with the help of the
ecosystem). Providing full
transparency on efficiency,
productivity, and return, this new
operating model is critical to CSPs’
ability to fully capitalize on 5G and the
massive opportunities at the edge.

INNOVATION
AND ECOSYSTEM
Ideates and validates
new concepts by
leveraging the ecosystem

FUNCTIONAL
Design, build, test and run of
strategic initiatives
FRICTIONLESS SERVICES
Set of tools and services to ensure
the increase of productivity and
output
TECH HUB ENABLEMENT
Administration of Tech Hub resource
capacity and skills
MANAGEMENT
Governance, planning and tracking

Conclusion
Few other industries have experienced
the kind and scope of disruption that’s
currently hitting the communications
sector. Digitalization is changing nearly
every aspect of the industry and, in the
process, completely redefining what
communications companies need to do
– and be – to simply survive, let alone
thrive.
But traditional CSPs face a massive
challenge in responding, and so far,
they’re struggling. While they’ve been
very successful in the past, most aren’t
equipped to compete with the highly
agile and efficient new entrants that can
quickly develop, test, and roll out new
products and services to customers
hungry for innovation – and do so at a
much lower cost.

The pressure is truly on CSPs to change.
They must move quickly from a relic of
the past to an enterprise that can
innovate quickly and efficiently and can
capitalize on the huge wave of demand
for 5G-related offerings that’s waiting to
be unleashed. As owners of these
powerful new 5G networks, CSPs are in a
unique position to play a big role – but
only if they can transform from
connectivity provider to an orchestrator
of value-added solutions that meet the
needs of an entirely new breed of
customers.
The cloud is the fundamental driver of
this transformation and CSPs need to
fully embrace it. Their future depends
on it.
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