salesforce

E-BOOK / WHITE PAPER

The Future of the
Al-Native Telco

Unlocking Proactive Experiences with the
Agentic ODA Framework, Powered by
Salesforce and Industry Innovators




E-BOOK / THE FUTURE OF THE AI-NATIVE TELCO

Table of Contents

Executive Summary

The Tipping Point: Why the Old Telecom Operating Model is Broken 03

The Vision: From Reactive to Proactive Service ... 04
The Blueprint: An Award-Winning Framework for Autonomy ............... 05
Proof in Action: Bringing Agentic AT to Life . 06
The Results: Quantifying the Moonshot Impact ... ... 08
Conclusion: Your Path to Becoming an Al-Native Telco ....................... 10

Resources 10



E-BOOK / THE FUTURE OF THE AI-NATIVE TELCO 02

Executive Summary

Communications service providers face intense market disruption, shrinking profitability, and a lack of
service differentiation. Outdated and monolithic legacy systems inflate costs and severely limit business
agility. To achieve sustainable growth, modern telecom companies need a new approach to innovation
and operational efficiency. An award-winning TM Forum Catalyst project provides the blueprint for this
transformation: an autonomous, Al-driven operating model. Through an "Agentic ODA" framework,
communications service providers can now accelerate innovation and drive significant business value by
enabling Al agents to collaborate seamlessly.
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The Industry Challenge

Telecom companies struggle to remain profitable and stand out in a disruptive market because
their costly and inflexible legacy systems prevent them from adapting quickly.

An Award-Winning Vision

The guiding vision is a fundamental shift from a reactive to a proactive service model that
enables a fully autonomous, Al-Native Telco. This transformative approach, which focuses on
anticipating and resolving customer needs, was recognized with the TM Forum "Best
Moonshot Catalyst - Interactive Showcase Award" for its industry-wide potential.

The Agentic ODA Framework

This plug-and-play framework allows autonomous Al agents to self-register, discover one
another, and collaborate. The framework eliminates complex integrations, allowing telecom
companies to accelerate the launch of new Al capabilities and outpace market competition.

Salesforce at the Core

Salesforce provides the framework's core technology, including the orchestrating
Governor Agent and the customer-facing Concierge Agent. The platform acts as the central
nervous system for coordinating autonomous agent interactions.

Proven Use Cases

Championed by five global operators, we validated the framework with use cases that reduce
customer churn and optimize network use.

Transformative Results

This Catalyst delivered transformative, quantifiable results that redefine industry
benchmarks. The framework was proven to accelerate time-to-market of new operational
services by over 75%, increase revenue by more than 5%, and reduce OPEX by over 15%.


https://www.tmforum.org/catalysts/projects/M25.0.793/agentic-oda-for-proactive-customer-experiences
https://www.tmforum.org/catalysts/projects/M25.0.793/agentic-oda-for-proactive-customer-experiences
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SECTION 1

Introduction: The Tipping Point

Why the Old Telecom Operating Model is Broken

For today’s communications service providers, the battle for growth and profitability is being
fought on all fronts. New competitors are emerging from unexpected places, with 56% of telco
companies (EY,2025) now citing disruption from non-traditional players as a primary barrier to
growth. In this highly competitive market, innovating the customer experience is essential for
survival.

Too often, the biggest obstacle to innovation is found within. Many communications service
providers are held back by a tangled web of legacy IT systems that are monolithic, poorly
documented, and unsuited for the fast-paced digital world. This technical debt does more than
just slow things down. It actively inflates operational costs and makes it nearly impossible to
deliver the modern experiences customers now expect. The need to modernize has evolved
from a simple IT project into a core business imperative.

It’s not for lack of vision. The industry has a clear blueprint for a modern, composable future
with the TM Forum's Open Digital Architecture (ODA). The challenge is that traditional, piece-by-
piece modernization efforts simply can't keep up. Attempting to manually rebuild these
complex systems is too slow, too expensive, and too prone to error to deliver value at the pace
the market demands. This reality represents a tipping point, signaling that the old ways of
working are broken and a smarter path to modernization is required.
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https://www.ey.com/en_us/insights/telecommunications/are-leaders-ready-for-the-telco-of-tomorrow
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SECTION 2

The Vision

From Reactive to Proactive Service

What if you could solve a customer's problem before they even know it exists? The old method
of operating, which involves waiting for a service ticket or a frustrated call about a billing error, is
quickly giving way to a smarter vision. The future is an Al-Native Telco, an organization that runs
not on reaction, but on anticipation. This is a business that operates with true autonomy,
capable of delivering hyper-personalized journeys and resolving needs proactively because
intelligence is woven directly into its operations.

Rather than starting from scratch, the goal is to build this proactive enterprise on a common
foundation. The industry is rallying around a shared blueprint for this future: the TM Forum’s
Open Digital Architecture (ODA). ODA is the key to breaking free from the complex, monolithic
systems of the past and embracing a modern, modular, and composable approach. It provides
the standardized, cloud-native design that creates the agility and scalability needed to build and
integrate the next generation of Al-powered services, enabling any communications service
provider to become a perpetually adaptive, Al-first organization.
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SECTION 3

The Blueprint

An Award-Winning Framework for Autonomy

Making the Al-native vision a reality is exactly what Salesforce set out to do with their partners at
TM Forum. The “Agentic ODA for Proactive Personalized Customer Experiences” Catalyst project
delivered on that promise, earning the “Best Moonshot Catalyst - Interactive Showcase Award”
at DTW 2025 by providing a practical playbook for embedding autonomy into the core of
telecom operations.

The solution is a groundbreaking Agentic ODA Framework built on the TM Forum’s Open Digital
Architecture. Autonomous Al agents from billing, service, and network are empowered to
collaborate intelligently, creating a central nervous system for the entire operation. This ‘ODA-in-
a-box’ approach allows communications service providers to anticipate and resolve customer
needs proactively and is designed to accelerate time-to-market for new services by over 75%.

This framework is built on several key innovations:

 Effortless Plug-and-Play Agents: Instead of months-long integration projects, new Al agents
can register themselves and their skills, making them instantly available to the entire
network.

+ Intelligent, Collaborative Teams: Al agents work together as a team, using natural language
and new, open APIs to orchestrate complex tasks across different departments and systems.

* A New Digital Workforce: This new workforce includes Domain Expert Agents for specific
tasks, a customer-facing Concierge Agent for personalized service, and a Governor Agent
orchestrating it all.

Salesforce provides the very heart of this new digital workforce having developed the two most
critical components: the Governor Agent, which acts as the "team captain," orchestrating every
play, and the Concierge Agent, which serves as the intelligent, friendly face to customers. In this
model, Salesforce technology enables the seamless and proactive collaboration that brings the
autonomous enterprise to life.


https://www.tmforum.org/catalysts/projects/M25.0.793/agentic-oda-for-proactive-customer-experiences
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SECTION 4

Proof in Action

Bringing Agentic Al to Life

An innovative framework is one thing, but proving that it can solve a communications service
provider’s most persistent and costly challenges is everything. That’s why the project was
championed by five leading communications service providers. Together with technology
participants AWS, Aria Systems, Calvi, and RADCOM, this group focused the Agentic ODA
framework on two of the most notorious issues in the communications industry: bill shock and
network congestion.

Use Case 1: From Bill Shock to Proactive Care

Few things erode customer trust faster than an unexpected bill. It's a moment of frustration that
drives a high volume of costly calls to the contact center and is a leading cause of customer
churn. The Catalyst team turned this reactive, negative interaction on its head by deploying a
proactive Al Billing Agent.

Instead of a customer discovering a problem on their statement, the new solution identifies
potential overages in real-time. The Al Billing Agent alerts the Salesforce Concierge Agent, which
then proactively notifies the customer with a helpful message, a clear explanation, and even a
personalized offer of a more suitable plan. This transforms a moment of potential conflict into
one of trust and opportunity, ultimately cutting service costs and building customer loyalty.
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https://www.tmforum.org/catalysts/projects/M25.0.793/agentic-oda-for-proactive-customer-experiences
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Use Case 2: A Smarter Network for Everyone

A primary challenge for any telecom company is balancing network reliability for all customers
against the reality that a few power users consume the vast majority of bandwidth. This
imbalance can degrade service quality for everyone and lead to expensive, unplanned network
upgrades. The Al Service Assurance Agent was designed to create a better experience for all.

The agent intelligently identifies users with excessive or inefficient network traffic and triggers
the Concierge Agent to start a personalized, proactive conversation. It can offer incentives for
shifting usage to off-peak hours or recommend a plan upgrade that better fits a power user’s
needs. This creates a win for everyone, as power users get the right plan for their usage, the
network load becomes balanced, and the quality of service improves for the entire customer
base.
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SECTION 5

The Results

Quantifying the Moonshot Impact

An Al-native vision is only as powerful as the results it delivers. The Agentic ODA framework was built
to produce a clear, quantifiable business impact, and this Catalyst project proved it can redefine what
telcos should expect from their technology investments in agility, efficiency, and growth.

Accelerating Time-to-Market by >75%

In the past, launching a single new Al capability could take six months, which is a
75% lifetime in today's market. The framework's plug-and-play model, where agents self-

register and collaborate, cuts that timeline substantially. Communications service

providers can now innovate and respond to market needs with over 75% faster time-to-

market, turning ideas into value in weeks, not quarters.

Reducing OPEX by >15%
o The framework was proven to cut operational expenses by more than 15% by
15% automating some of the most intensive manual processes. This represents a strategic
/ shift from trimming budgets to reallocating those same resources toward growth and
innovation. The impact comes from:
+ Al Billing Agent: Delivers a 2-3% OPEX reduction by automating 50-70% of bill
explanations and deflecting calls.
« Al Service Assurance Agent: Adds another 3-6% OPEX reduction by managing
network load to defer CAPEX and reducing service calls.

Increasing Revenue by >5%
o Beyond just saving money, proactive service creates new opportunities for growth and
5% ' can deliver a revenue uplift of over 5%. By turning potential problems into positive
interactions, communications service providers can build loyalty and find new revenue
streams using:
« Al Billing Agent: Drives a 0.7-1.5% revenue increase by mitigating churn from bill
shock and presenting contextual upsell offers.
« Al Service Assurance Agent: Adds a 1.3-1.9% revenue increase by reducing churn
and creating smart upsell opportunities for power users.

This creates a powerful flywheel for growth. Communications service providers can deploy new
services faster, which drives down costs and increases revenue. That value can then be
reinvested into the next wave of customer-centric innovation, accelerating the business forward.



E-BOOK / THE FUTURE OF THE AI-NATIVE TELCO

SECTION 5

The Results

From Catalyst Vision to Business Reality

The award-winning Catalyst project demonstrated that the future of an agentic telecom is now a
reality. This vision is actively being realized with Agentforce for Communications, which delivers
pre-built skills that put the principles of the Catalyst into practice today, allowing the
transformation to begin immediately.

Turn Bill Shock into a Business Opportunity

For example, let’s look at the Billing Resolution skill. Instead of reacting to frustrated customers,
communications service providers can deploy Agentforce to proactively manage billing
inquiries, turning a major cost center into an opportunity to build trust.

This feature delivers immediate business value by helping communications service providers:
+ Deflect common inquiries by empowering customers to instantly get answers on balances,
view invoices, and understand charges 24/7.
+ Resolve disputes faster by simplifying how they are raised and tracked, boosting first-call
resolution and overall customer satisfaction.
+ Drive revenue by turning negative interactions into positive ones, reducing churn and
creating contextual upsell opportunities.

Service quality issues that affect subscribers can be proactively anticipated and preempted.
Whether an issue is related to inefficient network use or a fault, service assurance skills flag and
grade the problem, prompting proactive communication with affected subscribers.

Billing Resolution turns the Catalyst vision into a competitive advantage by serving as the first
step toward an Al-driven enterprise. Rather than simply buying a concept, communications
service providers are deploying a proven capability that reduces operational costs, cuts churn,
and builds lasting customer loyalty today.
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Conclusion

The journey to becoming a proactive, AI-Native Telco has begun, and the map has been drawn.
The award-winning TM Forum Catalyst project proved that an Agentic ODA framework can
redefine telecom operations. Salesforce is at the heart of this transformation, providing the core
framework and the intelligent Governor and Concierge Agents that orchestrate the entire
autonomous experience. Over 75% faster innovation, a 15% reduction in operating costs, and
a 5% increase in revenue. Going beyond a simple proof of concept, the results provide a
benchmark for organizational transformation.

Build the future of communications, together. Contact Salesforce to start the process of building
an agentic enterprise today.

Resources:
EXPLORE THE CATALYST PROJECT DISCOVER SALESFORCE BEGIN YOUR TRANSFORMATION
TM Forum Official Project Page Salesforce for the Communications Contact a Salesforce Expert
Industry
Business Value Recording Get a Communications Cloud Trial Org
Agentforce for Communication: Billing
CurateFX Project Resolution

Agentforce for Communication: Quoting
and Ordering

Communications Cloud



https://www.tmforum.org/catalysts/projects/M25.0.793/agentic-oda-for-proactive-customer-experiences
https://www.salesforce.com/company/contact-us/?d=cta-header-9
https://www.tmforum.org/catalysts/projects/M25.0.793/Agentic-ODA-for-proactive-customer-experiences?_gl=1*1bz5izs*_gcl_au*MTUwMTE0OTk4Ny4xNzU4MjMxOTc0
https://myaccount.tmforum.org/user_assets/3153.mp4
https://curatefx.tmforum.org/#/projects/NDI1NHxhNjZmNGY5ZmQxZmFiMDhhMDhm
https://www.salesforce.com/communications/artificial-intelligence/
https://www.salesforce.com/communications/artificial-intelligence/
https://www.salesforce.com/agentforce/use-cases/communications/billing-resolution/
https://www.salesforce.com/agentforce/use-cases/communications/billing-resolution/
https://www.salesforce.com/agentforce/use-cases/communications/quoting-order-management/
https://www.salesforce.com/agentforce/use-cases/communications/quoting-order-management/
https://www.salesforce.com/communications/cloud/
https://www.salesforce.com/company/contact-us/?d=cta-header-9
https://help.salesforce.com/s/articleView?id=ind.comms_create_trial_org.htm&type=5
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