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Agentic Transformation in Telco: From
Al Experiments to Governed Autonomy

By: Olgay Tas

Why Agentic Transformation Is a Strategic
Imperative for Telcos

The telecommunications industry stands at a crossroads. Customer expectations are soaring, driven
by the seamless, hyper-personalized experiences delivered by digital-native companies. Meanwhile,
Al is evolving at an unprecedented pace, moving beyond narrow, task-specific applications to systems
capable of understanding context, making decisions, and coordinating actions across domains. For
telcos to stay in the race, agentic transformation is a strategic imperative.

Al and automation efforts in the industry have so far been mostly fragmented and confined to isolated
use cases, like chatbots for customer service or predictive maintenance for network operations. These
initiatives, while valuable, barely scratch the surface of what is possible. Agentic Al represents a
paradigm shift - from automation that executes predefined tasks to autonomous, goal-driven systems
that can reason, adapt, and act with a degree of autonomy across functions, learn from outcomes,
and continuously improve.

In an era where customers demand instant responses, personalized interactions, and do not tolerate
friction, telcos must move beyond focusing only on incremental improvements through Al. Instead,
they need systems like Agentic Al, that can anticipate needs, resolve issues proactively, and deliver
experiences that feel almost intuitive experiences that feel almost intuitive.
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THE SYSTEM OF INTELLIGENCE
FOR AUTONOMOUS, INTENT-DRIVEN

TELCO OPERATIONS

The 2030 Vision of a Fully Agentic Telco

The telco of the not-too-distant future will already be powered by autonomous agents, each playing
its part in a seamless, self-orchestrated ecosystem. At the heart of this transformation is the Business
Support System (BSS), reimagined with embedded Al that enables autonomous telco operations. This
is not a distant dream but a tangible reality, built on four pillars.

First, Dynamic Pricing and Offers are revolutionized by the Digital Twin of the Customer. Al agents,
fed by Twin-insights, craft hyper-personalized, contextual offers that evolve in real time. Imagine a
customer receiving a tailored offer not just based on their usage history, but on their location, recent
interactions, and even their mood. This level of personalization is not just a competitive advantage; it
redefines customer engagement.

Second, Multi-Agent Orchestration enables telcos to deploy pre-built agents for common,
repetitive workflows, while also offering the flexibility to design custom agents for proprietary needs.
These agents do not operate in silos anymore; they collaborate and prioritize actions. A customer
complaint could trigger a cascade of agents: one to diagnose the issue, another to check service
history, a third to propose a resolution, and a fourth to interact with the customer. The result is a level
of operational agility that was previously unimaginable.

Third, Continuous Learning and Self-Healing ensure that the system is not just reactive but
proactive. Agents detect and resolve problems, like billing discrepancies, onboarding, or service
usage issues, before they impact the customer. Over time, these agents learn from interactions,
refining their responses and anticipating problems better. This is the self-healing telco: a system that
grows smarter, more resilient, and more efficient every day.

Underpinning all of this is a Strong Governance Layer. Telcos must embed ethical and responsible
Al frameworks that ensure transparency, auditability, and compliance with regulatory requirements.
Human-in-the-loop controls, security guardrails, and risk thresholds are non-negotiable. The goal is
not to replace human judgment but to augment it, ensuring that autonomous agents operate within
clearly defined boundaries.

The business impact extends way beyond operational efficiency. Unlocking New Revenue Streams
becomes a natural outcome. Telcos can monetize their agentic capabilities by offering Al-as-a-Service
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to MVNOs or enterprise customers. Imagine a small business leveraging a telco’s Al agents to manage
its own customer interactions, or a city using autonomous telco systems to optimize its smart
infrastructure. The possibilities are endless.

Moreover, Ecosystem Partnerships flourish as agents collaborate with third-party systems, eg.,
with fintech platforms to offer seamless, automated financial services, or with loT providers to deliver
bundled, context-aware solutions.

The telco of 2030 will not just be a connectivity provider; instead, it will act as a central node in a
vast, interconnected ecosystem, orchestrating value creation across industries.

The Gap: Why Most Telcos Aren’t Ready Yet

Despite the compelling vision, the reality is that most telcos are not yet prepared for an agentic
transformation. The gaps are both technical and organizational, and they run deep.

Legacy BSS systems are a major hurdle. Rigid, siloed, monolithic systems were not designed for the
aqgility and interoperability that agentic Al demands. Without a modern, modular architecture, telcos
will struggle to integrate autonomous agents that can operate across functions and adapt to new
challenges.

Data Silos compound the problem. A Digital Twin of the Customer requires a unified, real-time view
of every interaction, transaction, and preference. Yet, in most telcos, data is scattered across
disparate systems, each with its own format, latency, and accessibility constraints. Without a real-
time data fabric that integrates these systems, the promise of context-aware, autonomous agents
remains out of reach.

Skill Gaps are another critical barrier. Agentic Al is not just about technology; it is about people. Few
telco teams have experience in multi-agent orchestration, Al governance, or the ethical implications
of autonomous systems. The learning curve is steep, and the talent pool is still limited. Without
targeted upskilling and a culture of experimentation, telcos risk falling behind.

Vendor Lock-In further restricts flexibility. Many telcos are tied to proprietary solutions that do not
allow for the customization and interoperability required by agentic workflows. To succeed, telcos
need collaborating partners with a holistic approach, offering open, modular, and scalable systems
with built-in integrations for telco-specific use cases.

To sum it up, agentic transformation needs a fundamental rethinking of how telcos operate and
deliver value.

Overcoming the Biggest Challenges

The path to agentic transformation is not without challenges. The key is to address them
systematically, with a clear understanding of both the technical and organizational dimensions.

Data Fragmentation is perhaps the most pressing issue. Telcos must break down silos to create a
unified, real-time data foundation. Data must be treated as a strategic asset, shared across functions,
and accessible in real time. The solution lies in investing in a real-time data fabric, a dynamic,
scalable layer that integrates BSS, 0SS, and CX systems, enabling the Digital Twin of the Customer
and the autonomous agents that depend on it.

Establishing Trust in Autonomous Agents is equally critical. Decision-makers, whether in the C-
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suite or on the front lines, need confidence that agents will act predictably, ethically, and aligned with
business goals. This demands a framework of explainable Al, where every decision can be traced,
understood, and challenged. Human-in-the-loop oversight must be embedded in the system,
particularly for high-stakes decisions. Transparency is not just a regulatory requirement, but a
business imperative.

Legacy System Integration presents a unique challenge. Telcos need to adopt a modular, API-first
BSS architecture allowing them to gradually introduce agentic capabilities, starting with low-risk, high-
impact use cases and scaling from there. The goal is to create a system that is both stable and
adaptable, capable of evolving without disrupting existing operations.

Organizational Resistance is often the most underestimated barrier. Employees may fear that
agents will take their roles, or that they may simply lack the skills to work alongside Al. The solution is
a culture of experimentation, where failure is seen as a learning opportunity, and innovation is
rewarded. Upskilling is non-negotiable: teams must be trained in the technical aspects of Al, in agent
design, monitoring, and governance as well.

Finally, Measuring ROI can be tricky. Traditional KPIs, such as cost, efficiency, and NPS, may not
capture the full value of Agentic Al. Telcos need to define new metrics that reflect the unique benefits
of autonomy. “What is the value of an agent that resolves a customer issue before it escalates?”
“How do you quantify the impact of a self-healing network?” Metrics like agent autonomy rate
(percentage of tasks handled without human intervention), customer journey efficiency (the speed
and seamlessness of end-to-end processes), and proactive resolution rate (percentage of issues
addressed before the customer is aware) can provide a more holistic view of outcomes.

The Transformation Roadmap: From Foundations to Full Autonomy

The journey to agentic transformation has distinct phases that build on one another. Each phase
requires careful planning, execution, and a willingness to learn and adapt.

Phase 1 is about laying the groundwork for an Agent-Ready Foundation, to deploy a real-time,
unified data layer, to enable the Digital Twin of the Customer. It also involves integrating basic
agentic Al capabilities with the existing BSS, starting with low-complexity automation like chatbots for
customer inquiries or automated billing processes. The goal is to demonstrate quick wins, build
confidence, and create a platform for future growth.

On the business and organizational front, Phase 1 is about identifying high-impact, low-complexity use
cases. Automated customer onboarding, proactive support, and dynamic offer generation are
excellent starting points. Equally important is the need to train teams on the basics of creating,
monitoring, and managing agents. Al governance frameworks must be established early, ensuring
that ethical considerations, compliance, and risk management are built-in from the outset.

Phase 2 marks the transition from isolated automation to coordinated, cross-functional workflows
through Multi-Agent Orchestration. This phase requires designing an orchestration layer to
manage agent interactions, resolve conflicts, and prioritize actions. Agents must be able to
communicate, collaborate, and adapt their behavior based on the broader context. This is where the
true power of Agentic Al starts to emerge.

From a business perspective, Phase 2 is about scaling up. Cross-functional Al teams must be
established to design, deploy, and monitor agents. KPIs for agent performance must be defined,
tracking not just efficiency but also effectiveness, customer impact, and business value. This phase is
as much about organizational alignment as it is about technical integration.
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Phase 3 is the culmination of the journey, with Full Autonomy when agents can handle end-to-end
processes. These agents are not reactive anymore; they are self-learning, continuously improving
through reinforcement learning, customer feedback, and real-world outcomes. The system is not just
automated; it is autonomous.

This phase requires a fundamental shift in operation, moving from rule-based to goal-based
approaches, where agents are given high-level objectives, and they autonomously determine the best
actions to achieve them. This requires a high degree of trust, robust governance, and a commitment
to transparency. Audit trails, explainability tools, and compliance frameworks must be in place to
ensure that autonomy does not come at the expense of accountability.

The Business Impact Beyond Technological Evolution

Agentic transformation marks a paradigm shift for telcos, redefining customer engagement,
operational agility, and business innovation, and unlocking new business growth.

Success demands breaking silos, fostering innovation, and reimagining customer interactions,
rewarding early adopters with a competitive edge in the evolving digital landscape.
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