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Decision Transformation:
Eliminating Latency Where It Matters Most

By: Fahri Kercek

The Latency Paradox in Modern Telcos

Imagine a sudden, large-scale call setup failure in a busy, high-
traffic urban area, affecting thousands of customers. The
network sensors pick up the anomaly in milliseconds; customer 8
complaints surge on social media. But the decision to act - to

stuck in siloed teams, and it takes hours, or even more. By the
time the operations, customer care, and communications teams
align on a response, the damage is done: customers are
frustrated, and both reputation and revenue are at risk.

This is the latency paradox in modern telcos. While networks and customer interactions operate in
real time, the organizational decision-making that supports them remains delayed, fragmented, and
often reactive. The bottleneck is no longer the speed of execution, but the speed of decision. Telcos
have a massive amount of data, and all the right tools to interpret it at the speed of light. Yet the time
it takes to make a decision to act on it can, in many cases, feel like an eternity. This is not a data
problem. It is a decision problem, and it undermines agility, customer trust, and competitive edge.

Digital Transformation Delivered Execution Speed, Not Decision Speed

Over the past two decades, telcos have invested heavily in digital transformation, automating
processes, digitalizing channels, and modernizing core systems. These efforts have undeniably
revolutionized their operations and made execution faster and more scalable. Orders are processed in
seconds, customer queries are resolved in minutes, and network adjustments are deployed with
unprecedented precision.

© Pipeline Publishing, L.L.C. All Rights Reserved.


https://www.pipelinepub.com/358
http://www.pipelinepub.com/
https://www.pipelinepub.com/contributors?issue_preview=358#Fahri-Kercek

FROM DECISION INTELLIGENCE TO
AUTONOMOUS OPERATIONS

Find out more —

=ETIYA

Yet, beneath the surface, the structures and processes that govern decision-making have remained
largely unchanged. Organizational silos persist, governance layers add friction, and KPIs are often
misaligned across functions. The decision to act is still subject to manual approvals, cross-functional
debates, and hierarchical sign-offs.

The result is a paradox: the faster the execution, the more glaring the latency in decision-making
becomes. Automation has removed the friction from doing, but not from deciding. The industry has
built highways for execution, only to find that the real traffic jam is at the decision “toll booth”.

Decision Latency: The Hidden Constraint in Telco Operations

Decision latency is the delay between the generation of a signal (a service failure, or a customer
action), its interpretation (analytics, insight), and the moment a meaningful action is taken (a
business or operational response). In most telcos, this delay is not measured in seconds, but in hours,
or even days. This lag is not just a technical issue; it is a systemic one exacerbated by fragmented
data, misaligned incentives, and disjointed interpretations across domains. Consider the same call
setup failure scenario. The network team sees a spike in latency, the customer care team notices a
surge in complaints online and on social media, and the sales and marketing team observes a drop in
engagement. Each team has its own data, its own analytics, and its own interpretation of what is
happening. Without a unified context, the response is slow, inconsistent, and often too late. Al, rather
than solving the problem, can amplify it by making decisions based on outdated or siloed information.
The result is a vicious cycle: more data leads to more insights, but not necessarily to better or faster
decisions.

From Data and Insight to Decision Intelligence

The telco industry is rich in insights, but poor in decision execution. Analytics have become
sophisticated at describing what happened, but the critical gap remains: understanding the insight
and deciding how to act upon it. This is where Decision Intelligence comes in. It is not just about
understanding the past or predicting the future. It is about embedding decision logic into the
operational fabric of the organization, ensuring that every signal is interpreted consistently, every
context is understood, and every action is aligned with strategic intent.

This shift from descriptive analytics to real-time contextual intelligence is not just an evolution — it is
a necessity. Insight alone is insufficient without decision readiness. What telcos need is Decision
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Intelligence: a structured approach that turns data into action, and insights into outcomes.

At the heart of Decision Intelligence lies the adoption of domain ontologies — a unifying semantic
layer that standardizes meaning across technical, customer, product, and commercial domains.
Ontologies ensure that a mass call setup failure is not just a technical event for the engineering team,
but a customer experience issue for the care team, a revenue risk for the finance team, and a
reputational concern for the communications team. By eliminating the ambiguity in how data is
interpreted, ontologies remove one of the most persistent sources of decision latency: misalignment.

Decision Intelligence is about moving from a world where insights are generated in isolation to one
where decisions are made in context, with confidence, at speed, and at scale.

Digital Twins as the Foundation of Decision Intelligence and Real-Time
Synchronization

Digital Twins offer a powerful solution to the fragmentation that plagues telco operations. While
traditionally associated with network modeling, their true potential lies in extending across the entire
business to encompass customer, service, product, revenue, and experience perspectives. By
integrating these previously siloed domains, Digital Twins create a continuously updated, unified
model of the business, reflecting the full complexity of the business in real time.

For example, a Digital Twin of a customer’s journey could synchronize real-time network performance
data with service usage patterns, customer sentiment, and commercial impact. When a call setup
issue arises, the twin does not just flag the technical problem; it immediately reveals which customers
are affected, how their experience is degraded, and what the potential revenue impact might be. In
our case, it correlates a drop in network quality in a particular area with a surge in customer support
calls and a decline in upsell conversions, all within the same model.

By providing a single, decision-relevant version of reality, a Digital Twin enables proactive customer
intelligence and confident decision-making across the organization. Instead of reacting to each signal
in isolation, the organization can address the root cause holistically — anticipating intent, detecting
early signs of dissatisfaction, and responding before issues escalate —thus minimizing both
operational and commercial impact.

Al and Digital Twins: Enabling Continuous Decision Intelligence

When Digital Twins are combined with Al, the result is a closed-loop system that transforms decision-
making from reactive to proactive. Live twin environments provide a high degree of operational
reliability and real-time synchronization that Al needs to move beyond prediction to continuous
decision support and automation. In this model, real-world events trigger updates in the Digital Twin,
which in turn feed Al reasoning engines. The Al does not just predict what might happen; it
recommends — or even automates — actions based on a confidence threshold, grounded in the most
up-to-date context.

For instance, in the call setup failure scenario, Al models assess the impact across technical,
customer, and commercial domains, and initiate automated actions. E.g.: triggering a capacity
reallocation, notifying affected customers, and adjusting marketing campaigns in real time — all while
the human team focuses on governance, exception handling, and strategic oversight.

The effectiveness of this system is further enhanced by the integration of pre-trained model
ecosystems. Specialized models for churn prediction, next-best-action, or dynamic pricing can be
orchestrated dynamically based on context, allowing telcos to evolve toward being proactive, rather
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than reactive.
The result is not just faster, but smarter, more coherent, and more impactful decision-making.

Decision Transformation: The New Telco Operating Model

The ultimate goal is Decision Transformation: a shift from periodic decision cycles to continuous
decisioning. In this new operating model, decision-making is embedded into operational flows
distributed across systems and domains, and increasingly automated where confidence allows.
Organizational alignment emerges naturally from a shared decision intelligence layer, where every
team operates from the same real-time, context-rich understanding.

Operationally, this means that incident response, capacity optimization, and customer engagement
are no longer discrete, siloed processes. They are part of a continuous, interconnected decision loop,
where automated decisions are made with full transparency and auditability.

Crucially, the human role in this model is not diminished; it is elevated. With routine decisions
automated, employees can focus on what they do best: governance, exception handling, and
strategic value creation. The fear that Al will replace human decision-makers is misplaced. The reality
is that Al will free humans to make the decisions that truly matter.

This operating model is not just about efficiency. It is about agility, and the ability to respond to
market changes, customer needs, and competitive threats with speed and precision. It is about
transforming decision latency from a bottleneck into an opportunity.

Conclusion: Eliminating Latency Where It Matters Most

Telcos have spent decades solving the challenge of network latency through engineering discipline
and technological innovation. Today, the limiting factor in telco agility is no longer the speed of the
network, but the speed of the decision.

The telcos that thrive in this new era will be those who recognize that competitive advantage no
longer comes from fast execution alone, but from the speed, coherence, and confidence of decisions.
Digital Twins for Decision Intelligence close the gap between reality and response, turning data into
action and insights into tangible, measurable outcomes.

The question for telco leaders is no longer whether they can afford to transform their decision-
making, but whether they can afford not to.
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