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The Communications Service Providers (CSP) business is undergoing radical change as a result of 

significant shifts in market dynamics - a series of trends which are causing margin erosion. Subscriber 

expectations are also on the rise both in terms of data consumption and quality of experience. 

To respond to these challenges, CSP’s must transform their operations to focus on management of 

the subscriber experience. This requires fundamental changes to the way the network, the service 

and the business are managed including a willingness by operators to rethink their internal ways 

of working. One of the ways this can be done is through the use of an evolved Managed Service 

Provider (MSP) to act as the agent of transformation.

To be truly focused on subscriber experience requires a change in the way MS contracts are 

measured, from measuring network KPIs to looking at positive business outcomes. This in turn 

requires the CSP-MSP partnership to break down the boundaries between the network and the 

business, to enable value-add right across the business model – an approach which we have labeled 

Total Value of Ownership (TVO), and one which reflects today’s MS requirement.

The 3 tenets of MS for TVO are; a converged network and IT operation, an enabled service operation, 

and a focus on enhanced revenue. This is a transformational approach and the MSP capabilities 

required to play this role mean significant investment in tools and processes and a future-focused 

approach to match that of the CSP.

Looking ahead, it will become essential for a new type of collaborative relationship between the CSP 

and MSP – with shared vision, shared goals and an operational setup focused on business outcomes. 

1 Executive summary
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Since the beginning of mass market telecommunications, our industry has changed beyond all 

recognition from its original manifestation. We can identify three trends for today’s CSP which are 

bringing about some fundamental changes:

Network Complexity driving increased Operation Costs.  ■ The rapid pace of technology evolution 

has demanded that CSPs cater for diverse technologies such as 2G/3G and LTE, fixed and mobile, 

All-IP, and MBB/FBB convergence as well as the emergence of software defined networks and the 

widespread use of small cells. Operational convergence across mobile & IP and mobile and fixed 

networks continues. In the last few years the intensity of the change has been compounded by 

the arrival of smartphones and tablets driving massive data growth and necessitating the rapid 

development of mobile broadband networks. This combination of data traffic explosion and 

increasing network complexity has increased operational complexity dramatically, driving up the 

cost of operations (OpEx). 

Service Quality expectations are rising.  ■ With the growing use of smartphones & tablets many 

different services are running on the network, with subscriber’s quality of experience expectations 

also rising dramatically as they inevitably compare the quality of their mobile experience with that 

of fixed broadband services. 

Revenues declining on Voice, SMS & VAS.   ■ A few short years ago, the CSP business model was 

much simpler – subscribers were charged by the minute for the telephone calls they made, with 

value added services (VAS) not even imagined. These days, a significant and growing proportion 

of subscriber ARPU is attributable to VAS with mobile data - especially video, representing the new 

benchmark for subscribers who are discovering the joys of “all you can eat” data packages. To add 

2 The Telecom market 
– the three trends
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to the pain, much of the data traffic carried represents little or no incremental revenue to the CSP, 

generated by an array of services made available by application and content providers operating 

“over the top”, with no stake in or responsibility for the pipe that delivers them, but who equally 

expect these services to be delivered with high service quality. So despite heavy investment in 

networks, CSPs have not seen a significant growth in revenue. Some research predicts 40% of SMS 

revenue and 15% of voice revenue will be lost to CSPs in 2017 in Europe.

3      Imperatives for Operational 
Transformation 

Today telecom CSPs face a “perfect storm” of business challenges never before experienced in 

the industry driven by new technology introductions, legacy issues, revenue erosion, competitive 

pressures, increasing customer expectations and hardening market and economic conditions. Given 

this new business and operational environment and rapidly shifting market conditions, CSPs must 

make changes to their business model to further improve operational efficiencies, enhance service 

quality and the customer experience while continuing to provide network coverage and capacity. This 

can only be achieved with an effective operational transformation strategy and methodology that 

enables smooth transition to the new operations model. 
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This transformation can be summarized into three main areas:

Network Operation 
Network operation and performance will always be at the heart of the CSPs business – but what does 

transformation mean here and what will it deliver?

Standardization and consolidation: ■  Currently many CSP operations are characterized by silo 

organization structures which hinder communications, commonality of purpose and in many 

instances result in duplication of effort or delay in achievement of objectives. The CSPs challenge 

here is integration across the organization, resources, platforms and tools with standardized 

operational processes including process KPI measurement and management. By this integration, a 

CSP can improve SLA performance and realize tremendous operational efficiencies.

Automation:  ■ Automation of operational processes has long been a goal for CSPs. The issue here 

is the plethora of OSS and BSS tools and systems that typically exist in a CSP environment, derived 

from both legacy and current operations. The challenge of integrating these systems to work 

together coherently and with business processes is considerable.

Convergence:  ■ Bringing multiple network operations together has obvious efficiency and scale 

benefits. By application of best practice converged operations across mobile, fixed and IT and by 

consolidation of organization, resources, platforms and tools, a CSP can realize the efficiencies of 

IT/CT and fixed & mobile converged operations while preparing the way for improved end-to-end 

service quality management.

End to end capacity management and planning:  ■ CSPs often need to increase capacity, but 

where should they invest for greatest return? By intelligent integration of business needs analysis, 

network resource planning, supply chain and network performance management systems and 

optimized life cycle management, a CSP can plan network capacity in the most cost effective way.
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Service Operation
CSPs now regard customer satisfaction as equally important to Network KPIs as a success metric* 

because in general, happy customers are loyal, cost less and spend more. 

Service centric operation.  ■ Currently, most CSPs can be best described as network centric in their 

approach to handling network performance. In many cases, CSPs are information rich in KPI’s but 

have poor understanding of how this translates to the end user experience of their services. This 

myopia puts CSPs both at a business and competitive disadvantage.

It is acknowledged that the optimal way to successfully move from a network centric to service 

centric focus is integration of a customer experience or service quality management program. By 

unifying different departments such as network, sales and marketing for rapid service problem 

solving, CSPs can enhance end to end service quality. This can best be achieved from an operational 

perspective by evolution to a Service Operation Center (SOC) from the existing Network Operation 

Center (NOC). 

Service Operation Maturity Improvement Model. ■  The transition to a service orientated 

operational model is a major undertaking and can best be achieved within a phased maturity 

improvement process which measures progress and provides guidance on the journey towards an 

optimized and adaptable organization. 

Business Operation 
From a business perspective, telecoms operations have fundamentally changed from relatively simple 

revenue-driven subscriber acquisition to more sophisticated VAS management techniques for revenue 

maximization and reduced revenue leakage. Full functional integration across the subscriber value 

chain is still an elusive goal for most CSP’s – however benefits in terms of revenue enhancement are 

significant. 

Time to market.  ■ TTM and offer portfolio richness are increasingly key differentiators in end 

user buying decisions. The ability of CSPs to respond with agility to changing market conditions 
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with fresh offers or tariffs are critical to thrive in today’s telecom market where new service 

introductions are measured in days rather than months as previously. By continuous improvement 

of VAS and BSS operations such as value chain consolidation, content/service partner management 

supported by open and innovative business and application platform and processes, a CSP can 

increase revenue and reduce revenue leakage. Additional benefits are faster time-to-market for 

new service offers.

Global content partnership. ■  A difficulty faced by CSP’s in rapid roll-out of differentiated service 

offerings is selection from a vast array of content and service providers (CP/SP). This problem can 

be minimized by access to a pre-approved pool of CP/SP in global content and service partnerships, 

reducing cost and time to market. 

As we have seen in the above analysis of CSP imperatives and the issues they face, new business 

and organizational models are required. These models may best be created around an integrated 

approach with partners who share aligned business objectives, risk and reward and who together can 

bring about the transformations necessitated by today’s challenging telecoms environment.

Perhaps one of the most difficult challenges to achieving the Operational Transformation described 

above is alignment within the CSP organization in terms of commitment by the CSP leadership to 

work towards common goals in collaboration with the MSP as a full partner. Each CSP stakeholder 

must engaged and actively support the transformation for success to be possible. This is particularly 

critical at the CxO level and must be consistently shared throughout the organization with a clear 

understanding of how their decisions and actions affect customer experience. Special attention 

must be given to elimination of CSP organizational silos and establishing a common set of customer 

focused goals and cooperation across all functional areas. 

The evolved MSP fulfils the role of change agent, enabling this critical business transformation. 
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4 More value - Managed Services 
for Total Value of Ownership (TVO)

More and more CSPs are recognizing that a useful way to manage the transformation of their 

business is to partner with an MSP in a way that goes beyond the traditional Managed Service 

concept, to deliver an evolved operation and more value than simple cost reduction opportunities.

With the right approach and the right level of investment, an MSP can deliver value beyond the 

accepted outsourcing cost reduction opportunities by addressing the CSP business in a wider sense. 

We can identify the key attributes of this evolved MSP relationship by looking at the three layers of 

the TVO structure in more detail – Network, Service, and Business Operations:

Business Operation Support

Service Operation

Network & IT Operation

Revenue Enhancement

Customer 
Experience

Operational 
Efficiency

TVO Managed Services for TVO Solutions

Managed Network and IT Operation for Operational Efficiency.

This is the foundation upon which any evolved operation must sit, delivering operational excellence 

within a continuous improvement philosophy to deliver end-to-end maintenance of fixed, mobile and 

IT converged networks, with the following essential highlights:
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Global Business Platform.  ■ A strong global business infrastructure to support the operation is 

critical.  Local service offices with local presence and support, along with various functional global 

centers such as Technology Centre, Resource Centre, Knowledge Centre, Logistics Centre, Global 

Network Operation Center (GNOC), Service Operation Center (SOC) and Hosting Center support 

the operation.

Unified Delivery.  ■ A Managed Service Unified Platform (MSUP) which spans all network domains 

(fixed, mobile, IT) and allows for full integration across all of the functional elements of the 

CSP organisation. This must be an accredited process capability that encompasses eTOM, ITIL 

and TL9000 standards and where appropriate allows for standardization and consolidation of 

operations across disparate national operations within the same CSP family. 

Best in class OSS tools:  ■ OSS development requires continued investment and R&D capabilities. The 

MSP should have a dedicated OSS R&D team ready to cater for ever changing operational needs.  

Equipped with a full suite of OSS tools such as service desk management, work force management, 

site facility management, performance management and with standardized processes embedded, 

OSS automation can be achieved.  An operation portal provides a customizable dash board view of 

overall operation performance and statistics to allow the CSP to have full visibility of their network 

performance and operation.

Converged Operations.  ■ This is a truly transformative activity which is reflected not only in a 

process capability as outlined above, but requires experience and investment in MS projects 

across the whole spectrum of technologies; Fixed Networks, Mobile Networks and IT Networks. 

Converged operations are the prerequisite for true service quality management across the entire 

subscriber value chain. With the support of MSUP, fixed and mobile networks can be managed 

more effectively.  For example, one single team can now perform field maintenance with a 

standardized process across multiple technologies.  In addition, experience gained from working 

on a range of  mobile and fixed product lines develops the competence and skill sets to handle 

complex converged operation related issues. Similarly, with the support of a unified platform, CT 

and IT can be managed together.  With a single interface for service desk, it provides a unified 

view and interface to support both telecom and IT networks.  Given the diversity and complexity 

of services nowadays, E2E SLA management provides a systemic and effective approach to achieve 

better efficiency and service quality.
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CT CT

Fixed Fixed

IT IT

Mobile Mobile

Silos Convergence

Continuous Improvement.  ■ Implementation of a continuous improvement programme is also 

important in the drive for better efficiency and quality.  Whilst SLA’s define key targets at a macro 

level, the Process KPI goes into a much deeper granularity and shows the impact on time, quality 

and effectiveness which can provide a top down analysis on overall operational performance. 

Through a 6-step Operational Excellence Lifecycle process and implementation of a Monitor, 

Analyse and Improve (MAI) team structure, an MSP can continuously improve operations through 

benchmarking and best practice implementation.

Managed Service Operation for a better Customer Experience

Proactive Problem Management ■ .  The MSP should have the capability to monitor service quality 

(transformation from network KPI to service KQI management) demarcate problems and accurately 

determine root causes allowing the SOC to anticipate and resolve problems before they impact the 

end-user. With a relational knowledge database aggregating per service per user “PSPU” service 

quality data, a CSP has deeper insight into end-user issues and may proactively identify other 

users experiencing similar issues – which is key to VIP Care and “first time right” issue resolution 

and retaining customer loyalty. Indeed, there is an opportunity here to “surprise and delight” by 

informing customers of a problem remedy before they were aware a problem existed!
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First Time Right Problem Resolution.  ■ A vital component of the SOC is the ability to identify 

end-user issues and address subscriber’s problems on first contact with customer care. For CSP’s, 

this is a major benefit as over 60% of calls are repeat or escalated calls which require extensive 

investigation and time from expensive 2nd line technical support staff. This can be achieved using 

SOC knowledge management tools to retrieve problem and solution information and streamlining 

service delivery cross functional processes and aligning all organizations across the business on 

customer experience. This results in increased first time right resolutions, improved efficiency in 

overall complaint handling and ticket closure, reduced operational workload and most importantly 

improved customer experience perception.

Recommendation & Readiness Support.  ■ Detailed reports can be generated in the SOC providing 

better understanding of end-user interests, behavior and need. This intelligence enables the SOC to 

make informed recommendations to a CSP, assisting them in creation of new offers, tariff plans or 

analysis of marketing campaigns. The CSP can implement and monitor policies ensuring resource 

availability for high value end-users, services or applications aligned with the CSP’s business 

objective.

Maturity Development Model.  ■ To manage a smooth transition to SOC, a phase-by-phase 

maturity methodology and model is used to ensure that people, process and organization maturity 

development is addressed.  This results in common understanding of objectives, measurement of 

continuous improvement and clear interfaces within the organization and towards external bodies.

Network Operations Center

Fault Management

Performance Management

Performance Management

Service Operations Center 

Service Quality Mgmt

Service Problem Mgmt

Recommendation & 
Readiness Support

Improved Service Quality

Agile Operations & 
Problem Solving

Improved Network 
Utilization

Benefits
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Managed Business Operation Support for revenue enhancement.

This is a rapidly developing area of operational management, and lies at the heart of operational 

transformation reflecting the change in the way in which future MS performance must be measured; 

by positive business outcomes. 

Today there are several ways we can positively influence CSP revenues by effectively managing 

applications and content:

VAS business operations,  ■ end to end service including hosting, data analysis & reporting, rapid 

time to market, increased take-up and reduced revenue leakage.  

Content and Business Partner Management. ■  Access to a pre-approved pool of Content 

and Service Providers (CP/SP) for global content and service partnerships, enables mass CP/SP 

aggregation, faster time-to-market for the launch of new VAS and reduced CSP costs.

For example in a project for a Latin American CSP it was possible to reduce time to market for 

new service launches from 5 months to 5 weeks, with more than 130 services launched in a year, 

delivering sustainable revenue growth.

CP/SP Aggregation

Hosting

SDP

Marketing & Promotions

Service On boarding

On-line Promotions

Off-line Promotions

Operate

Assurance

Service Testing

Settlement
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5 The way forward 
– select a partner not a vendor

The profound changes impacting our industry move us in a direction where the relationships between 

CSP and MSP must change. Only when the relationship is focused on positive business outcomes 

for the CSP by partnership, rather than network metrics, SLA’s etc can the real value of this new 

relationship model be realized. Intrinsic to the new way of working is a deeper and wider operational 

scope, for example from simple managed operations to inclusion of planning and design, from single 

network operations to converged fixed, mobile and IT operations, and from network orientated 

operations to Service orientated operations and business operations – matching higher customer 

expectations and moving away from a simple cost reduction mandate to Total Value delivery.

Growth.  ■ Of course growing businesses are better able to invest in new tools and solutions, taking 

a long term view of the business. The CSP require partners where Managed Services is a strategic 

business and growing rapidly.  This allows sustainability on R&D activity and creates better career 

options for transferred staff, locally and internationally.

Innovation. ■  A crucial part of a future-focused partnership is an MSP who innovates consistently. 

Innovations in tools, platforms, processes and solutions are essential to meet the challenges of 

an ever-changing market. Many commentators agree that CSP’s choose their MSP partner on the 

basis of the MSP’s level of investment and innovation in tools and processes*.

Partnership.  ■ Transparent governance is a key factor for a successful relationship.  A common CSP 

concern is that after their network is outsourced, they will only see KPIs but have no visibility of 

real time status. A customized portal that provides a dashboard view of near or real time status of 

their network is an ideal partnership solution. The MSP should also discuss issues and exchange 

ideas with CSP in this collaborative partnership style, not always rigidly pursuing strict KPI or 

KQI management, but maintaining constant dialogue. Only by working this way can long term 

partnerships and sustainable business relationships between MSP and CSP be achieved.
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6 Conclusion

The Managed Services business continues to grow - there has been a strong and positive trend over 

the last 3 years with an increased appetite for outsourcing amongst CSPs. Interestingly, the original MS 

business was characterised by the separation of network and business functions - the CSP saw these as 

mutually exclusive functions and recognized the efficacy of separating them. But this boundary can no 

longer exist in evolved operations, in fact it is clear that the reverse is true; never has there been a time 

when it has been more important to retain and reinforce the link between network and business.

This link allows us to move into a new phase in terms of value creation. Today the majority of CSPs 

agree* that revenue growth and end-to-end service quality are now an important measure of the 

relationship with an MSP – metrics that were not even discussed a few years ago.

All of this describes a situation in which the relationship between the CSP and MSP must move beyond 

the one-dimensional “client-supplier” relationship to which we are accustomed, to a new multi-

dimensional relationship in which both parties have shared objectives and the performance of the MSP 

is tied to CSP business outcomes. 

Additionally, CSPs must be ready to make fundamental changes within their business and organizational 

culture and ways of working, The evolved MSP is a principle change agent as a true partner with the CSP. 

We have outlined in this paper a vision of the capabilities of an evolved MSP, capable of journeying with 

its CSP customers into the future through the medium of evolved Managed Service projects. 

These evolved capabilities are the bedrock of Huawei continuous innovation and improvement 

philosophies backed up by strategic investment in our capabilities and people.  This next step requires 

a bold long term view of the market, and a commitment to enhancing CSP business that goes beyond 

any short term obstacles with the tenacity to stay the course when others are turning back. 
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