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Communications service providers (CSPs) are currently under 
significant pressure, with revenue growth remaining constant in 
mature markets, competition from digital-native new 
competitors increasing, and consumers expecting seamless, 
personalized, and instant service experiences. 

Digital transformation is no longer just about changing the front-
end service experience or automating processes; it is about 
changing the way in which business support systems (BSS) 
operate. 
 
Traditional BSS environments were originally developed to 
operate in times when product offerings were simple, customer 
journeys were linear, and operational processes were 
standardized. 
 
While these environments were once successful, they now are struggling to cope with the 
demands of continuous service innovation, dynamic pricing, and customers looking for real-
time experiences. 

The next generation of digital transformation is about moving from process execution to 
intelligent orchestration, where BSS are no longer just an aggregation of functions that execute 
processes, but an architecture where business decisions are coordinated dynamically across 
customer, product, and service domains. 

From Automation to Orchestration 

Many CSPs have already adopted AI in various areas such as churn prediction, next-best-offer 
recommendations, or fraud detection. While these initiatives provide tangible benefits, they 
are often limited to functional domains. Insights are produced, but execution of this 
intelligence across domains still relies on human interventions. 

AI-powered orchestration represents a fundamental change among AI applications. Rather than 
automating individual processes in isolation, orchestration aims to coordinate decisions and 
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actions across all BSS domains such as CRM, product management, order management, 
campaign management, and customer service. 

 

The difference between isolated AI applications and a natively integrated, orchestration-driven 
architecture is fundamental. In a process-centric architecture, workflows are defined first, and 
then data is fed into them. In an orchestration-driven architecture, intent and context define 
the workflow. Business objectives such as preventing churn among high-value customers or 
speeding up digital onboarding are converted into actions across all domains without human 
interventions in process definitions. 

The new approach not only simplifies business execution but also accelerates it. More 
importantly, it ensures that technology architectures are aligned to business objectives rather 
than just being used as an execution platform. 

Digital Twins as the Operational Intelligence Layer 

The concept of Digital Twin is a key enabler of AI-powered BSS orchestration. While digital 
twins are well established in areas such as manufacturing or network infrastructure, digital 
twins in BSS operational contexts are relatively newer concepts with potentially higher 
transformative potential. 

In the BSS context, a Digital Twin is a dynamic model of a real-world entity, including 
customers, products, subscriptions, and processes. It brings together behavioural patterns, 
transactional history, usage data, service interactions, and predictive information into a single 
living model. 

The model is dynamic because it changes as new information is fed into the model creating a 
living representation rather than a static profile. 

The operational benefits of the approach are that it allows for contextual decision-making. For 
example, the value of a churn prediction model is greatly amplified if it is combined with 
information such as the customer lifetime value (CLV), service usage trends, complaint history, 
or payment history within a single intelligence layer. The model allows the operator to simulate 
the effects of different decisions before acting on them. 

The ability of Digital Twin to perform such simulation is critical because the CSP can test 
hypotheses or decisions such as launching a new offer or adjusting a pricing model or executing 
a retention campaign in a simulated environment before executing the action itself. This means 
that the Digital Twins are not simply analytics tools, they are the foundation for the decision-
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making process itself because the BSS can now move from reactive reporting to proactive 
execution. 

Agentic AI and End-to-End Automation 

If Digital Twins are the intelligence layer, then agentic AI is the execution engine. 
 
Agentic AI refers to autonomous systems that are capable of interpreting intent, planning 
sequences of actions, and executing them across domains without step-by-step human 
intervention. Unlike traditional automation systems or even predictive AI systems, agentic AI 
systems are capable of understanding goals, planning actions, executing them across systems, 
and learning. 

In the BSS domain, it means agents that are capable of autonomous orchestration across 
customer onboarding, order fulfilment, service configuration, campaign management, and 
customer care. 

Let’s assume that a high-value customer calls the service center complaining of issues with his 
billing. The customer service agent will typically look up the customer’s details and follow a 
traditional resolution path. In an AI-orchestrated process flow, the system has already 
determined, via the customer’s Digital Twin model, that this customer has a high churn risk, 
has overused data for the last three months, and would likely be positively influenced by an 
offer of a targeted data package. The AI agent can bring this information to the customer 
service agent’s attention in real-time or, depending on policy configuration, initiate the offer 
itself to create a closed-loop process flow. 

The above process flow applies to all aspects of the customer lifecycle. For example, in the 
onboarding process flow, an AI agent can orchestrate ID verification, credit checks, plan 
selection, and activation as a single process flow. In campaign management process flows, an 
AI agent can analyse real-time performance metrics and adjust campaign elements without 
human intervention. For proactive network service process flows, an AI agent can analyse 
anomalies in real-time and initiate corrective action before the customer is even aware of a 
service degradation. 

Practical Orchestration Scenarios 

The importance of AI-powered orchestration can be seen most clearly in real-world scenarios. 

In digital onboarding, orchestration eliminates friction in customer background check, product 
selection, order capture, and activation. Handoffs between teams are eliminated, and time to 
provision is shortened from days to hours. The customer experiences instant service readiness, 
while the operator benefits from reduced back-office work. 

In proactive churn prevention, Digital Twin analysis can identify which high-value customers 
are most at churn risk. AI agents can automatically analyse personalized retention offers, 
determine the expected outcome, and execute the offer via digital and assisted channels. This 
process is contextual, timely, and financially justifiable. 

In commercial operations, real-time orchestration ensures that digital channels offer the same 
promotions as in-store experiences or contact centers. If a customer starts to configure a bundle 
on the website, then calls the contact center, the entire contextual state will be available, 
ensuring that the experience can continue smoothly. In service operations, automated 
workflows can monitor network events, correlate them to customer experience, and trigger 
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compensation or proactive communication. The outcome is a lower mean time to repair and 
increase trust with the customer. 

The common theme in all of these scenarios is the concept of orchestration where intelligence 
is not used as an advisor, but as the means to tie intent to execution.As CSPs increasingly invest 
on intelligent systems, the expectation is that a number of benefits will be seen with less 
manual efforts required while at the same time increasing accuracy and consistency. The link 
between commercial, operational, and customer-related functions will be closer with a 
common approach enabled by a shared layer of intelligence and a shared set of insights. 

Measurable Business Impact 

The integration of Digital Twins and agentic AI, enabled by an orchestration-centric BSS 
architecture, enables a number of specific business benefits across a range of different 
dimensions. Time-to-market for new offers, pricing structures, and service packages can be 
accelerated from weeks to hours with the help of AI agents that manage end-to-end 
configuration and validation activities. Similarly, customer retention benefits will be seen with 
a shift towards a proactive approach enabled by better insights derived from digital twin 
technology, while revenue per user will also increase with a better approach to offer 
recommendations enabled by continuously evolving models of individual customers, as opposed 
to fixed segmentation models. 

As CSPs increasingly invest on intelligent systems, the expectation is that a number of benefits 
will be seen with less manual efforts required while at the same time increasing accuracy and 
consistency. The link between commercial, operational, and customer-related functions will 
be closer with a common approach enabled by a shared layer of intelligence and a shared set 
of insights. 

Scalability and Future Readiness 

Overall, it is not just the sophistication of the algorithms that are important for the deployment 
of AI-based orchestration at scale; there is also the need for a modern architecture. BSS 
platforms that are cloud native and microservices-based can support the gradual modernization 
of the CSP architecture, allowing the deployment of orchestration features gradually instead 
of requiring the replacement of the existing architecture in one go. Standards such as the TM 
Forum’s Open Digital Architecture can support the required interoperability, composability, 
and vendor independence. 

Governance is equally important. With increased autonomy in BSS operations, it is essential to 
ensure that all decisions taken by AI agents are explainable, auditable, and compliant with 
relevant regulatory standards. It requires that controls need to be built into the orchestration 
layer, including role-based access control, policy-driven execution boundaries, and audit trails. 

The journey to full autonomy is not about delivering a single product, but rather about 
developing a new architecture that is evolutionary, based on common standards, and BSS is no 
exception. Operators that invest now in architecture for AI-powered orchestration will be best 
positioned to scale as the technology matures and competitive pressure increases. 

Turning Orchestration into Competitive Advantage 

The future of CSPs’ evolution will be driven not by the number of AI technologies an operator 
employs, but by the quality of operationalization of those technologies within the BSS system. 
The promise of AI-based orchestration, driven by Digital Twins and agentic AI, provides a 
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credible roadmap towards intent-based, self-optimizing, and personalized experiences in BSS 
systems. 

The building blocks are already at our disposal: cloud-native architectures, industry standards, 
and existing AI and machine learning frameworks. What’s missing is the will to take the step 
from incremental automation to a new way of operations. The way to do this is by making the 
BSS not just a system of record or system of processes but by making it a system of intelligence. 

The reward for those willing to move forward will be an agile, efficient, and customer-centric 
business that’s well positioned to compete and succeed in an increasingly challenging market. 

 

 


