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Over the last decade, the telecommunications 
business-to-business (B2B) segment has emerged as the 
most durable engine of growth for communications service 
providers (CSPs). Much of this momentum stems from rising 
enterprise demand for advanced capabilities such as AI, 
cloud connectivity, IoT, private wireless networks, 
cybersecurity, and end-to-end managed services.1 Yet a 
troubling gap persists: most operators have failed to 
translate this opportunity into scalable, profitable growth.

The bottleneck is structural. Many B2B BSS (Business 
Support Systems) transformation initiatives across the 
landscape struggle to scale effectively, delivering 
slower-than-expected outcomes, resulting in higher 
implementation costs and elevated exposure to revenue 
leakage and execution risk. As a result, the promise of B2B 
growth and transformation largely remains an untapped 
opportunity across the industry. This white paper presents 
Tech Mahindra’s strategic framework, BEACON, to address 
this challenge and provides a holistic roadmap for 
transformation.
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Transforming telco B2B requires more than a technology 
upgrade; it demands a fundamental shift in the 
modernization approach. Most BSS transformation projects 
apply consumer-grade modernization patterns without 
accounting for enterprise contexts. Unlike consumer 
applications, enterprise BSS must support SLAs, contracts, 
revenue recognition, and partner dependencies that 
fundamentally operate under different rules. When these 
realities are overlooked, transformation programs become 
fragile, slow, and difficult to course-correct.

To capture untapped B2B revenue and address these 
challenges, leading telcos are adopting integrated 
transformation approaches that align sales, operations, and 
customer success—specifically designed for enterprise 
operations. TechM’s BEACON delivers value-driven business 
transformation, ensuring enterprise processes, commercial 
models, and governance are strategically aligned. By 
combining a reference-architecture-led engineering 
approach, pragmatic use of AI, TMF-aligned accelerators, 
proven delivery methodologies, and outcome-aligned 
commercial models, BEACON enables faster, safer, and 
predictable transformations.

Furthermore, by stabilizing revenue-critical processes, 
enforcing enterprise-grade controls, incremental 
modernization, and sequencing transformation, BEACON 
enables CSPs to reduce risk while accelerating 
time-to-market. The result is a next-gen-ready B2B stack 
that supports agile service innovation, strong revenue 
protection, and ecosystem-ready growth.
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Legacy, Fragmented B2B Stacks
Most CSPs operate multiple heritage 
IT/BSS stacks accumulated over years of 
acquisitions, siloed product launches, and 
parallel IT programs. These fragmented 
architectures impede agility, delay product 
launches, and actively contribute to 
technical debt.

Slow and Expensive 
Transformation Programs
Global CSPs consistently struggle with 
multiyear programs that drag on due to a 
lack of a unified process blueprint, slow 
decision-making, disparate systems, and 
vendor fragmentation.

Intricate B2B Product 
Constructs
Telco enterprise services, such as SD-WAN, 
SIP, IoT, and ICT bundles, function through 
high configurability, entitlements, 
multi-party fulfillment, partner 
integrations, and deep orchestration. 
Standardizing this journey is a major 
challenge across legacy systems.

High Cost-to-Serve and 
Operational Rigidities
Slow order journeys with multiple hand-offs, 
manual effort in service assurance and 
delivery, limited automation, and dependency 
on legacy platforms continue to increase 
costs and complexity for CSPs.

Maintaining Revenue Stability 
While Modernizing
For telco enterprises, revenue protection is 
non-negotiable. Downtime or migration errors 
can put billions in contracted revenue at risk, 
making operators cautious about large-scale 
modernization.

Common Transformation Pitfalls
Recurring patterns like attempting to 
standardize B2B offerings as configurable 
SKUs (treatment similar to Consumer 
offerings) instead of contract-driven 
commercial constructs, selecting platforms 
before harmonizing enterprise processes, and 
underestimating the complexity of multi-party 
fulfillment, partner settlements, and long-lived 
contractual obligations limit telcos from 
scaling. 

Key Challenges in Scaling Telco B2B
The global telco B2B market exceeds USD 700–800 billion annually and is growing at a rate of ~4–6% YoY.2 This growth 
indicates that by 2030, B2B will contribute to over 50% of incremental revenue for CSPs worldwide, making B2B stack 
transformation a high-level priority. As this margin for opportunity expands, enterprises need to confront the following:
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architectures impede agility, delay product 
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BEACON: 
A Structured Model for 
Telco B2B Modernization                                                           
Enterprises need a business-aligned B2B 
transformation approach that is faster, safer, and 
modular. TechM’s BEACON framework is designed 
to meet this need. It is a six-pillar model 
purpose-built for telco B2B transformation and 
consists of: Figure 1: TechM’s BEACON - Transformation Framework

(B) - Business Transformation
The key shift, the framework focuses on, is from a 
process-first to a value-first approach. This begins with 
process harmonization, value stream engineering, and 
aligning vision and business drivers as the key context. 
Central to this are:

• Stabilize–Simplify–Automate Framework: Prioritizes 
revenue-critical processes (Lead-to-Quote, 
Quote-to-Order, Order-to-Activate) 

• End-to-End Value Stream Blueprinting: Maps B2B 
journeys across sales, ordering, provisioning, billing, 
and care, ensuring process, data, customer 
experience, and KPIs are aligned. 

• Embedded KPI Traceability: Maps every process 
change back to CFO/CTO/COO KPI lenses (e.g., TCV 
uplift, MTTR, cycle time reduction, fallout reduction, 
etc.) 

• Business Change Management: Plans and drives the 
change adoption across all relevant stakeholders.

As a result of this business-led sequencing, customers 
incur a simplified business operating model with lower 
OPEX and a strong alignment between commercial 
strategy and technology foundations. 

Why Business-Led Sequencing Matters in B2B 
Transformations
BSS transformations fail when platforms are implemented 
before business change. In B2B ecosystems, platform 
flexibility does not compensate for misaligned enterprise 
product models, inconsistent contract structures, or 
divergent partner and settlement processes. Therefore, 
BEACON emphasizes business and process convergence 
as a prerequisite to technology modernization. 
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Business

Technology

Commercial

• Differentiating Position

• Enable Partner Ecosystem

• Faster Deal Velocity

• Enterprise Experience

• Simplification & Consolidation

• Future-Proof Architecture

• Tech Synergy Across LoBs

• Best of Breed vs. Traditional Full 
Suite vs. Challenger Full Suite vs. 
Bespoke Microservices

• Transformation Risk

• Budget and Investments done

• Vendor Contracts

(E) - Engineering/Technology Transformation

Understanding enterprise business models and the 
complexities of their product portfolios and customer 
journeys is essential for effective transformation. 
Implementing enterprise portfolio solutions requires 
addressing business, technical, performance, and integration 
challenges. BEACON provides a structured approach to 
technology selection by evaluating options across business, 
technology, and commercial parameters.

06



Technology Transformation Anchored in Reference Architecture
B2B BSS transformations demand architectural clarity rather than product-centric implementations. BEACON adopts a 
telco reference architecture-led approach that separates experience, commerce, orchestration, billing, and ecosystem 
integration concerns, allowing operators to modernize incrementally without disrupting revenue flows. 

Figure 2: TechM’s Telco Reference Architecture—An Adaptation of TM Forum’s ODA
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