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Ul Introduction: An Industry
at a Strategic Crossroads

The global telecommunications industry Is navigating a period of profound,
unavoidable change. The traditional business models that underpinned decades of
growth - built on the sale of voice and data connectivity - are facing existential
pressure. On one side, core services are experiencing relentless commoditization,
squeezing margins and stifling revenue growth: On the other, the rapid digitization of
the global economy demands continuous, capital-intensive network investment just

to keep pace.2

This challenging dynamic has forced a strategic reckoning. To survive and thrive,
Communications Service Providers (CSPs) must embark on a fundamental
transtformation: from being utility-like providers of connectivity to becoming agile,
iInnovative technology companies, or “Techcos”s This journey involves moving
beyond the core to create and deliver a new generation of high-value Business-to-
Business (B2B) services, from the Internet of Things (IoT) and cybersecurity to cloud
and Al-driven solutions.

"716% of CEOs agree that their current business model will be unrecognizable in the next
five years, and ecosystems will be the main change agent... The future of channel partner
programs and ecosystems will be anchored on automation, flexiblility, scalability, and self-
service. The effective use of technology tools is no longer optional - ecosystems don't run
on spreadsheets!”

Jay McBain, Chief Analyst - Channels, Partnerships & Ecosystems, Canalys

© 2025 TIDWIT Navigating the Telco-to-Techco Evolution 02



However, this transformation is not a simple pivot; it iIs a complete reimagining of the
telco business model. Its success is entirely dependent on a new, non-negotiable
core competency: the ability to build, manage, and monetize vast, complex
ecosystems of partners.z Yet this new dependency introduces a significant
operational challenge that is the primary cause of project failure and stalled
progress.

This whitepaper will explore the critical challenges and opportunities facing the
telecommunications industry on its path to reinvention. It will analyze the rise of the
partner ecosystem as the central pillar of B2B growth, diagnose the hidden friction
that deralls transformation initiatives, and outline the principles for building a
successful, future-proofed technology company.

s KK

s K

o KKK
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U2 Chapter 1: The
Commoditization Crisis

The foundational challenge driving the need for transformation is a stark financial
reality. The core products of the telecommunications industry have become
commoditized, making it exceedingly difficult to raise prices while facing the
constant need to invest heavily in network infrastructure like 5G.1

The numbers paint a clear picture of this financial squeeze:

« Stagnant Growth: Global industry revenues are projected to grow at a compound
annual growth rate (CAGR) of only 2.9% through 2028, a figure that trails the
projected rate of inflation.:

» Declining User Revenue: Average Revenue Per User (ARPU), a key industry
metric, Is under pressure. Mobile ARPU Is forecast to fall, while fixed broadband
ARPU Is expected to remain fiat.s

This environment of fiscal constraint forces telcos to aggressively control costs and
capital expenditures while simultaneously seeking new avenues for growth.6 The
consensus Is clear: the future cannot be built on selling connectivity alone. The
strategic imperative is to evolve into digital service providers, leveraging network
assets to offer more sophisticated solutions to enterprise customers.s This pivot
from a Business-to-Consumer (B2C) focus to a B2B-centric model is the industry’s
primary path to renewed growth and profitability.
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03 Chapter 2: The Strategic
Response - The Rise of the
B2B Ecosystem

To escape the commoditization trap, telcos are strategically pivoting to become
platform orchestrators, focusing on monetizing their network investments in 5G, |oT,
and cloud through advanced B2B services.s This "Telco-to-Techco” evolutionis a
complete reimagining of the business, moving from selling access to selling complex,
iINntegrated solutions in areas like cybersecurity, fintech, and managed IT services.2

A foundational truth of this new model is that telcos cannot deliver these solutions
alone. Success is entirely dependent on a deep and diverse ecosystem of
partners. Partnerships are now described as "‘central to success” and “de rigueur for
telco innovation™.2 To realize the promise of new B2B services, telcos must engage in

‘collaborating at an unprecedented level” with a wide range of third parties,
INcluding:

« Technology Vendors

. System Integrators (Sls)

- Managed Service Providers (MSPs)

- Independent Software Vendors (ISVs)
« Enterprise Developers 10

This ecosystem-first approach is evident in the stated strategies of major global
operators. Vodafone’s transformation relies on a 10-year partnership with Microsoft
for Aland cloud.n Deutsche Telekom’s T-Systems division has built extensive
partnerships with Google Cloud, AWS, and SAP.2 AT&T's B2B strategy is bullt upon its

Alllance Channel and Partner Exchange programs, which leverage Sls and resellers to
reach enterprise customers.is

For the modern telco, the partner ecosystem is no longer just a sales channel; It Is
the product. The value they offer to B2B customers is the curated and orchestrated
sum of their partners’ capabillities, delivered securely over their advanced network.

This elevates the management of that ecosystem from a back-office function to a
core strategic capability.
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04 Chapter 3: The Hidden
Barrier - "Ecosystem
Friction” and the High
Cost of Failure

While the strategic direction is clear, the execution is proving to be perilous. Digital
transformation in the telecommunications industry Is notoriously difficult, with a
fallure rate that should alarm any executive.

An alarming 70% of large-scale transformation projects within

the iIndustry fall short of their objectives, failing to deliver the
expected value.16

This high failure rate is not due to a lack of vision or investment, but to a more
iINnsidious operational challenge: Ecosystem Friction. This term describes the
massive complexity, inefficiency, and drag that arises from attempting to manage a
large, diverse, and fragmented partner ecosystem using systems and processes that
were never designed for the task.

Telcos are particularly vulnerable to this friction. Key drivers include:
 Legacy Systems: Decades-old, siloed systems are a significant hurdle. They

create Iinefficiencies and provide inaccurate or incomplete data, which hinders
progress, delays projects, and causes budgets to spiral.i7
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The complex process of integrating partners across separate Business Support
Systems (BSS), Operations Support Systems (OSS), and Enterprise Resource
Planning (ERP) systems is a major challenge, as illustrated by Deutsche Telekom'’s
difficulties in launching new B2B products.is

« Lack ofa“Control Tower": Many transformations lack robust, centralized
program management. They fail to establish an independent "control tower" to
continuously monitor initiatives, ensure alignment between business and IT
goals, and provide clear visibility into progress and roadblocks.s

» |T-Led vs. Business-Led: Transformations are often initiated by IT departments
with a narrow focus on technology modernization. They frequently tail to secure
deep, early-stage engagement from the business side, which is the natural
source of insight into project scope, operating models, and business impact. This
disconnect is a primary cause of failure.is

o KK

This Ecosystem Friction directly impedes a telco's ability to achieve faster time-to-
market for new services - a critical success factor in the competitive digital
landscape.is It represents a hidden tax on innovation and a primary reason why the
"Telco-to-Techco” journey so often stalls.

o KK

o KKK
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05 Chapter 4: The Path
Forward - Principles for
Successful Ecosystem
Orchestration

Overcoming Ecosystem Friction and de-risking transformation requires a new
approach supported by a new class of enabling technology. To succeed, telcos must
iINnvest In a strategic Ecosystem Enablement Engine - a foundational platform
designed specifically to manage the complex data, content, and workflows between
a telco and Its hundreds or thousands of partners.

Drawing on industry analysis, the core principles for such a platform are clear. It must
provide:

1. ASingle Source of Truth: To combat the chaos of siloed legacy systems, the
platform must act as a unified hub. It needs to move beyond cumbersome point-
to-point integrations, using a fiexible network model and APIs to seamlessly
connect partners to telco’s backend systems (CRM, LMS, etc.) ..o This creates a
single, reliable source of truth for all ecosystem activities.

2. Comprehensive Visibility and Reporting: The platform must function as the
‘control tower” that is so often missing from transformation projects.16 It needs
to provide the telco with unprecedented, real-time insight into all partner
activities, from training and certification to marketing and sales performance.
This allows for data-driven decision-making and proactive management of the
ecosystem.

3. Automation of Workflows and Content: To achieve the speed and efficiency
required to compete, manual processes must be eliminated. The platform should
automate and simplify how content (e.qg., product information, training materials,
marketing assets) and workflows (e.q., deal registration, lead sharing) are
managed and distributed across the entire ecosystem.2o
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"What we particularly like about TIDWIT is the ability to upload a single piece of content and
It's dynamically distributed across the world immediately to our partners. That'’s fantastic.

James Robins, former Chief Sales and Marketing Officer, GoCanvas

4. Scalable and Personalized Partner Enablement: Partners are a telco’'s new
customers, and they have high expectations. A one-size-fits-all approach to
partner enablement is no longer effective. The platform must allow partners to
customize their experience and access the specific content, tools, and training
they need to become "Revenue Ready"” quickly and efficiently.2o

s K

5. Robust Security and Compliance: As ecosystems expand, so does the threat
landscape. The platform must ensure security and data privacy across the entire
network of partners, with features like single sign-on (SSO) integration and
adherence to global standards like GDPR.22

By adopting a platform built on these principles, telcos can systematically reduce
Ecosystem Friction, increase the success rate of their B2B initiatives, and accelerate
their journey to becoming true technology leaders.

s K

“TIDWIT makes digital transformation possible by enabling ecosystems to work together
seamlessly. It's not just a tool; it's the fuel for the enablement of real-time content
distribution and collaboration.”

Mark Melvin, former CTO, ePlus

s K

© 2025 TIDWIT Navigating the Telco-to-Techco Evolution 09

Y
\ Y




U6 Chapter 5: The Next
Frontier - Monetizing Al
and Data Assets

As telcos estapblish a functioning B2B ecosystem, the next frontier of value creation
emerges: leveraging Artificial Intelligence. Al has been identified as the “centerpiece
of digitalization” for the sector.2zs While many initial use cases have focused on
internal efficiencies like network optimization, the greater strategic opportunity lies
INn creating entirely new, monetizable, Al-driven services for external customers.2s

Telcos are uniquely positioned to capitalize on this trend. They possess vast,
proprietary datasets related to network performance, subscriber behavior, and
location, which can be used to train powerful Al models.2s The challenge Is to
monetize the insights from this data without compromising customer privacy or data
security.zs

This calls for a new type of platform business model: a secure marketplace for
specialized Al capabilities. Such a platform would allow a telco to:

» Develop Proprietary Al Agents: Train specialized Al agents on its unique network
and customer data to perform specific tasks (e.g., predict network faults, detect
fraud, analyze footfall traffic).

o Securely Share Al Capabilities: Offer access to these Al agents to enterprise
customers and partners on an "Al-as-a-Service” basis. Customers could leverage
the agent’s intelligence via an APl without ever accessing the sensitive
underlying data, ensuring privacy and security.zs

» Foster Ecosystem Co-creation: Allow ecosystem partners (e.g., a cybersecurity
firm or an loT analytics vendor) to contribute their own specialized Al agents to
the platform. This creates a powerful network effect, where the platform
becomes more valuable as more partners and Al capabilities are added, perfectly
aligning with the "PlatformCo” strategic model.2s
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“The TIDWIT ecosystem became part of our sales process. It gave us a competitive
differentiator - something other organizations couldn't offer: customizability at the
customer level.’

Nelson Londono, Program Manager - Massive Training Latam, Amazon Web Services

This model transforms the telco from a simple data provider into an orchestrator of
Al-driven value, unlocking high-margin revenue streams that go far beyond

connectivity.

i KKK

s K
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U7 Conclusion: The
Enablement Imperative

The telecommunications industry is In the midst of a necessary, high-stakes
evolution. The path from a traditional, connectivity-focused Telco to an agile, B2B-
centric Techco iIs fraught with challenges, but the rewards for those who succeed

will be immense.

The journey hinges on mastering a new core competency: ecosystem orchestration.
The documented high failure rate of transformation projects reveals that legacy
systems and processes are not equipped for this new reality. The resulting
"Ecosystem Friction” is the single greatest impediment to progress.

To overcome this, telcos must invest in a new operational backbone - an Ecosystem
Enablement Engine designed to provide visibility, automation, and scale to their
partner operations. Once this foundation is in place, they can look to the next
horizon of growth by building platforms to create, share, and monetize a new

generation of Al-driven services.
The transformation is not optional; it is an imperative. By embracing the right

strategies and enabling technologies, telcos can successfully navigate this complex
transition and redefine their role as central players in the digital economy.
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Learn More

To learn more about building a high-performance technology ecosystem and how a modern
enablement platform can address these challenges, please contact:
Harrison Boarnet

Director, Sales
government@tidwit.com

Or visit us at www.tidwit.com to explore our solutions.
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