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Executive summary

For more than a decade, many 
telecom operators have created value 
primarily through dividends rather than 
innovation. Across Europe and Latin 
America in particular, service revenues 
have remained largely flat while capital 
investment in fiber, 4G, and 5G networks 
has continued at scale. The result is a 
structural imbalance: extensive, modern 
infrastructure that is underutilized and 
insufficiently monetized.

This imbalance is not caused by a lack 
of technology or ambition. Operators 
have invested heavily in virtualization, 
cloud platforms, and automation. Yet 
the business outcomes have not kept 
pace. New services take too long to 
launch, utilization remains low, and 
returns on capital continue to erode. In 
parallel, hyperscalers and digital-native 
players increasingly capture value at 
the application and service layers, while 
telecom operators risk being relegated 
to the role of connectivity utilities.

The industry now stands at a turning 
point. The question is no longer whether 
to adopt cloud-native architecture—
that transition is already underway. The 
question is whether operators can prove 
that their telco cloud is ready to support 
growth, resilience, and monetization 
under real-world conditions.

Historically, telecom transformation 
has been supply-led. Infrastructure 
was deployed first, with the expectation 
that demand and value would follow. 
This approach—building before 
validating—has led to underutilized 
assets, declining ARPUs, and weak 
capital efficiency. What is missing is 
not data or dashboards, but evidence: 
continuous, objective proof that 
cloud-native investments deliver 
operational reliability, service agility, and 
measurable business outcomes.
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This is the readiness gap.

To address this gap between ambition 
and evidence, UST and VoerEir 
conceived the Telco Cloud Readiness 
Index (TCRI). The Index was designed to 
give operators—and the investors who 
assess them—a holistic, comparable 
view of cloud readiness, connecting 
technical capability with operational 
and business outcomes in a single 
framework.

The purpose of the Index is not to rank 
technology adoption, but to establish 
whether cloud-native environments are 
truly ready to be operated, monetized, 
and scaled with confidence. In this 
sense, TCRI frames readiness as proof 
rather than aspiration—a measurable 
condition rather than a declared state.

Readiness, in this context, is not a 
statement of intent or a checklist 
of technologies deployed. It is the 
demonstrated ability to operate, evolve, 
and monetize cloud-native networks 
with confidence. It requires validation, 
not assumption. Proof, not belief.

The TCRI reframes transformation 
around this principle. It introduces 
readiness as a discipline that 
connects technology, operations, and 
economics—and positions validation as 
the missing link between infrastructure 
buildout and sustainable value creation.
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Telecom networks have always been 
built with resilience as a core design 
principle. Redundancy, failover, and 
high availability were the foundations 
of reliability in traditional, hardware-
centric environments. As networks 
evolved toward virtualization and 
software-defined architectures, those 
principles remained—but the operating 
reality changed.

The first major shift came with network 
function virtualization (NFV). By moving 
network functions from proprietary 
hardware to software running on 
commercial servers, operators reduced 
costs and improved provisioning speed. 
NFV delivered efficiency and flexibility, 
but it did not fundamentally change 
the economic model of telecoms. It was 
an important transition, but largely 
incremental.

From resilience to 
readiness
A new mandate for telecoms

The next shift, to cloud-native 
functions (CNFs), was more profound. 
CNFs introduced microservices, 
container orchestration, and 
continuous deployment models 
into the heart of the network. In 
theory, this enabled elasticity, rapid 
innovation, and platform-style 
monetization. The network could now 
behave more like a digital system than 
a static asset.

In practice, however, many operators 
moved faster in deployment than 
in validation. CNFs were rolled 
out across increasingly complex, 
multi-vendor environments, often 
without a corresponding evolution in 
assurance and operational discipline. 
Technology advanced, but confidence 
did not.
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This created what can be described as 
the supply-led rollout trap. Networks 
expanded in capability and footprint, 
but without sufficient proof that they 
could be operated efficiently, monetized 
effectively, or evolved safely at scale. 
Coverage increased, but returns did not.

Over time, this gap manifested in tangible 
ways:

•	� Underutilized infrastructure and 
excess capacity

•	� Longer recovery times during 
incidents

•	 Growing operational complexity

•	� Limited ability to offer differentiated, 
service-level agreement (SLA)-
backed services

Resilience, once assumed by design, 
became increasingly fragile in practice. 
Failures were no longer driven primarily 
by hardware faults, but by software 
interactions, configuration drift, and 
orchestration logic. Traditional assurance 
approaches—periodic testing and pre-
launch certification—proved insufficient 
in dynamic cloud-native environments.

As a result, resilience alone is no longer 
enough. What the industry now requires 
is readiness: the ability to continuously 
demonstrate that cloud-native networks 
perform as intended under live 
conditions and changing demand.
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Despite widespread adoption of 
observability, analytics, and automation 
tools, many operators struggle to 
translate data into decisive action. 
Telemetry is abundant, but confidence 
remains limited. The issue is not 
analytical capability; it is evidential rigor.

Most operators can describe their 
architecture. Fewer can prove, at any 
given moment, that their cloud-native 
environment will behave predictably 
during upgrades, traffic spikes, or 
multi-vendor interactions. Certification 
is often episodic, while change is 
continuous.

This creates a critical gap between 
ambition and execution:

•	� Dashboards report status, but do 
not validate outcomes

•	� Redundancy exists, but failure 
modes remain opaque

•	� Automation accelerates change 
but amplifies risk when unverified

In this context, readiness becomes 
the limiting factor. Without proof, 
operators hesitate to:

•	 Launch new services rapidly

•	 Commit to strict SLAs

•	� Monetize APIs and edge 
capabilities

•	� Reduce operational buffers and 
excess capacity

The consequence is a defensive 
posture: infrastructure is overbuilt 
to compensate for uncertainty, 
and innovation is constrained by 
risk aversion. Capital is spent, but 
confidence is not earned.

Closing this readiness gap requires 
a shift in mindset. Validation must 
move from a one-time event to a 
continuous discipline. Assurance 
must evolve from a supporting 
function into a core operational 
capability.

The readiness gap
Where transformation stalls
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One reason readiness remains elusive 
is organizational design. Many telecom 
operators still attempt to build, operate, 
sell, and innovate within a single, tightly 
coupled structure. This model struggles 
under cloud-native complexity.

Leading operators are increasingly 
adopting a trimotor operating model, 
separating the enterprise into three 
coordinated engines:

•	� InfraCo is responsible for building 
and operating infrastructure 
efficiently—fiber, mobile networks, 
cloud, and edge. Its priorities are 
automation, reliability, utilization, 
and cost discipline.

•	� CommerCo connects capabilities 
to customers across B2C, B2B, 
and wholesale markets. It focuses 
on speed to market, differentiated 
offers, and customer trust.

•	� IntelliCo monetizes intelligence—
data, APIs, quality-on-demand, 
and edge services—transforming 
network capabilities into 
programmable products.

•	� Readiness sits at the intersection 
of these three motors. InfraCo 
requires proof to reduce 
waste and operate leaner. 

CommerCo requires proof to 
sell differentiated services with 
confidence. IntelliCo requires 
proof to monetize assurance itself 
as a feature.

•	� Without readiness, the tri-
motor model stalls. With it, 
transformation accelerates.

The Tri-Motor model
Organizing for readiness
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What changes for telecom leaders
The TCRI is ultimately a leadership issue. It requires 
executives to shift how progress is evaluated and how 
investment decisions are governed.

For technology leaders, readiness reframes success from 
deployment milestones to validated performance:

•	� For operations leaders, it replaces reactive recovery 
with proactive assurance

•	� For commercial leaders, it enables trust-based 
differentiation and monetization

•	� For financial leaders, it provides a mechanism to link 
cloud investment directly to efficiency, utilization, and 
EBITDA outcomes

In all cases, the common thread is proof.

Readiness as proof, not aspiration
In the telco cloud era, readiness cannot be declared; it must 
be demonstrated. It is not defined by the presence of cloud 
platforms, containers, or automation tools, but by the ability 
to continuously validate outcomes.

This reframing has several implications:

•	 Resilience becomes measurable, not assumed

•	 Assurance becomes ongoing, not episodic

•	� Trust becomes a product attribute, not a marketing 
claim

Operators that embed continuous validation into their 
operating model report materially fewer outages, faster 
recovery times, and higher utilization rates. More 
importantly, they gain the confidence to act; to launch, to 
monetize, and to optimize.

Quantitatively, readiness behaves as a multiplier of 
network economics. Higher readiness correlates with lower 
operational expenditure per unit of traffic, faster incident 
recovery, and improved margin stability. These outcomes 
are not theoretical; they are observed across operators that 
treat readiness as a discipline rather than a project.

THE TELCO CLOUD READINESS IMPERATIVE
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The last decade of telecom 
transformation has been defined 
by scale—larger networks, faster 
access technologies, and increasingly 
sophisticated cloud platforms. Yet scale 
alone has not delivered the growth, 
efficiency, or confidence the industry 
expected. The challenge operators face 
today is not one of capability, but of 
certainty.

Cloud-native networks are inherently 
dynamic. They evolve continuously, span 
multiple vendors and environments, and 
depend on automation for speed and 
efficiency. In this context, traditional 
models of assurance and episodic 
certification are no longer sufficient. 
Assumed resilience creates hidden 
risk; unverified readiness constrains 
decision-making and dilutes return on 
investment.

Conclusion
From infrastructure ambition to 
verifiable readiness

The TCRI reframes transformation 
around a more durable principle: 
proof. Readiness is no longer 
defined by what has been deployed, 
but by what can be continuously 
validated under real operating 
conditions. It is the mechanism by 
which infrastructure investment 
is translated into operational 
confidence, commercial credibility, 
and financial discipline.

Operators that adopt readiness as 
a discipline rather than a milestone 
gain the ability to act decisively. 
They launch services faster, operate 
with less excess capacity, and 
offer differentiated, SLA-backed 
capabilities with confidence. Most 
importantly, they replace belief with 
evidence as the basis for strategy.

In a market characterized by flat 
revenues and rising complexity, 
readiness becomes the foundation 
for renewed value creation. It is not an 
abstract framework, but a practical 
standard for governing cloud-native 
transformation.

The question is no longer whether 
the telco cloud will become the 
foundation of the industry’s future. 
That outcome is inevitable. The real 
differentiator will be which operators 
can prove their cloud is ready to scale, 
to monetize, and to deliver trust at 
market speed.

Turn cloud investment into 
measurable outcomes. Engage with 
UST to benchmark your cloud-native 
environment and close the readiness 
gap with continuous validation.

https://www.ust.com/en/industries/tmt-telecom
https://www.ust.com/en/industries/tmt-telecom
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