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Managing customers through 
technology and business transitions

Customer migrations are a fact of life in this industry. The evolving 
landscape of connected devices in our lives coupled with competition, 
regulation, and evolution of technology and standards virtually 
guarantees customer migrations will occur periodically. Well executed 
transitions will be seen as non-events. However, poorly-executed 
transitions can trigger legal action from customers, become a PR 
nightmare, erode business value or cause a mass customer exodus  
from a service provider.
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Customer migrations are becoming 
a fact of life in the communications 
industry. Rapidly evolving technology 
and standards, the refarming of 
spectrum, and competitive and 
regulatory changes virtually guarantee 
that service providers will need to 
migrate customers to new platforms 
every few years. 

For service providers that means risk, 
because customers use such transitions 
as opportunities to evaluate personal 
or business needs, entertain alternative 
providers, or at least improve 
commercial terms. For customers, 
what’s of most concern is the 
disruption the change causes and how 
they experience a transition overall, 
particularly when a new technology 
is involved.

At best, customers won’t notice any 
transitions a service provider does 
well, and neither will other companies 
or the industry. At worst, these 
transitions can trigger legal action from 
customers, become a public relations 
nightmare, erode the business value 
of a transaction significantly, or cause 
a mass exodus of customers from a 
service provider.

In PwC’s experience, service providers 
can execute transitions well – by having 
deep insight about their customers’ 
needs, planning cross-functionally and 
avoiding reacting, leading decisively, 
and focusing their process. And a 
well-executed transition can enhance a 
service provider’s brand or reputation     
– and even catalyse a new phase 
of growth.

Far-reaching shifts in the 
industry trigger migration 
programmes

The most widespread shift that 
affects consumers is the rapid pace of 
generational change in technology. In 
wireless, for example, there has been 
a shift of ‘Gs’ every decade with this 
being the decade for 4G to be adopted 
widely.1 In the wireline/cable industry, 
there’s a very real desire to transition 

from copper-based networks to fibre 
networks and from TDM to IP-based 
platforms. These technology transitions 
are investment intensive and typically 
occur over an extended period. And 
each generational change creates the 
need to migrate subscribers from one 
network to the other.

Beyond the innovations in products 
and services that cause migrations, 
there is the current pace of mergers 
and divestitures, of disruptions to 
business models, and of regulation that 
also cause a constant flow of change 
for service providers (see Figure 1). In 
the US, for example, only four large 
wireless operators remain, down from 
eight large operators only a year ago.2 
In much of the world, the stream of 
consolidation in the wireless industry 
flows steadily, often with no more 
than three or four dominant service 
providers in any market.

As consolidation affects infrastructure 
vendors, investment decisions may 
bring end-of-life dates for certain 
platforms. Service providers then 
have the unenviable task of migrating 
customers from one platform to 
another. As an example, by 2015, 
the average TDM switch will be 30 
years old.3 

Lastly, regulatory changes can be a 
major trigger for migrations. Since the 

first conversion in The Netherlands in 
2006, governments around the globe 
have been mandating the move from 
broadcasting in analogue television 
to digital television.4 One of the best 
examples of a large-scale migration 
that a regulatory change caused is 
the conversion to digital TV in the 
US in 2009. Another regulatory-
initiated move that likely will have a 
wide-ranging impact on the industry 
is the conversion from TDM to IP. In 
the US, the Federal Communications 
Commission (FCC) has set up the 
Technology Transitions Policy Task 
Force to evaluate and encourage the 
migration from TDM to IP.5 

Early adopters and fast followers 
will migrate voluntarily with little 
incentive and often at their own cost. 
With each departing subscriber, the 
economics of the legacy platform 
become less attractive. So at a certain 
point, service providers must force an 
involuntary migration. 

Migrations for service providers? 
A fact of life

In the US, most major wireless service 
providers are either planning for or 
already shutting down a network and 
are migrating their customers to a new 
one. Sprint committed in March 2011 to 
shut down its Nextel iDEN network and 
followed through in June 2013.6 AT&T7  
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Figure 1: Major triggers for customer migrations
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and Verizon Wireless8 have announced 
plans to turn off their existing 2G 
and 3G networks by 2017 and 2021, 
respectively. In these cases, customers 
who don’t migrate voluntarily and 
early will likely have to be switched 
to the new platform involuntarily and 
en masse.

In Japan and South Korea – markets 
that typically adopt new technologies 
early – both NTT DoCoMo9 and Korea 
Telecom10 chose to retire 2G networks 
starting in 2011. This approach is 
something of a trend and not limited 
to early adopters of new wireless 
standards in Asia. In Brazil, Vivo 
announced a planned transition from 
2G CDMA to GSM UMTS in 2006, 
ultimately retiring its 2G CDMA 
network in 2012.11 

In the wireline industry, also, network 
transitions, whether to fibre or to 
Ethernet-over-copper, are expected to 
remain a priority for service providers. 
Depending on how far the network 
is extended and the requirements 
of government regulators, these 
deployments may require a significant 
effort to migrate customers. Verizon 
implemented a programme to actively 
migrate copper-based customers to 
fibre and had already migrated more 
than 500,000 subscribers through 
November 2013.12 

Outside the US, several public/private 
entities now exist to provide the capital 
to roll out fibre networks. The National 
Broadband Network in Australia is the 
most notable example of replacing a 
legacy copper network with nationwide 
fibre access. A public investment of 
AU$37bn was intended to achieve 
structural separation between the 
physical infrastructure and the 
service providers.13 

Migrations for customers?  
An opportunity to renegotiate 
service

For consumers, a migration presents 
an opportunity to renegotiate 
contract terms, typically focusing on 
commercial arrangements. But for 
service providers, this renegotiating 
can mean customers assess their overall 
needs for business and/or personal 
service – potentially opening the door 
to evaluating alternate providers. 

For example, in the US wireless 
industry, where customers are served 
by multi-year contracts, a migration 
event may let customers terminate their 
contracts without a penalty. Consumers 
tend to expect that such transitions 
shouldn’t affect them financially. And 
most customer segments – whether 
consumer or business – will delay 
making any decisions until they’re 
facing the prospect of losing service. 

Most customers who haven’t already 
migrated voluntarily prefer the 
status quo to what’s unknown about 
the transition.

To mitigate the inconvenience caused 
by migrating, customers typically 
explore several potential incentives  
or commitments:

• Improved commercial terms 
or contract concessions. These 
may include a lower rate plan, 
equipment subsidy, shorter contract 
length or lesser line or service 
commitment. In some instances 
there may be a domino effect to 
other products or services that 
comprise the total book of business 
to a service provider.

• Improved features or 
functionality of service, coverage 
or device offerings. These may 
include providing feature and 
functionality parity. In wireless 
migrations, customers may ask their 
provider to improve their service 
by augmenting their coverage 
(such as in-building coverage). 
Similarly, devices used as incentives 
may include smartphones or even 
tailored applications.

Managing customers through technology and business transitions

Large mobile operator 

A large mobile service provider migrated more than a million 
subscribers from its legacy network. Creating a cross-functional project 
management team that used detailed customer analysis accelerated 
the process and facilitated decision making. The operator improved the 
migration by increasing its diversity and frequency in communicating, 
widening incentives to include its staff, and closing service coverage and 
performance gaps between platforms. By creating an unbiased way of 
prioritising accounts, the operator was better able to allocate scarce 
monetary and human resources before shutting down the legacy network. 
Completing the migration on schedule, the provider was able to harvest 
precious spectrum from its legacy network.

Geography:  
North America

Size: 
1m+ subscribers

Legacy network: 
2G wireless network2G

Target network: 
3G/4G wireless network3G

4G

Programme in action
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• Account consolidation and 
dedicated care. Customers 
may negotiate for their service 
provider to clean up their accounts 
by eliminating non-usage lines 
or simplifying multiple tariffs. 
With the use of data services still 
increasing, an idea like a multi-
line data package may be what 
customers want. And they may 
respond to being offered service 
with more of a personal touch, such 
as dedicated care.

And when all else fails:

• Contract cancellations and exit. 
Customers who decide that either 
the existing service hasn’t met their 
needs or the new service can’t meet 
their needs in the future typically 
take advantage of the chance to 
cancel their contract and to exit.

Even as they acknowledge the 
disruption and inconvenience of a 
transition, service providers must seize 
the opportunity to position their future 
offerings positively. Such positives may 
include the ability to move to a newer 
technology or to offer commercial 
models that the new platform makes 
possible. For a migration to be effective, 
providers have to mix traditional 
incentives to retain customers with 
actively marketing new capabilities.

Migrations mean large blocks of 
customers are up for grabs

The forces of a highly competitive 
marketplace will continue to influence 
the evolution of technology and 
changes in regulations. And that 
creates more pressure to make the 
difficult decisions to retain market 
share. For example, in the US – where 
mobile penetration is greater than 
102%14 – any misstep a service provider 
makes in managing its subscriber 
base a competitor quickly sees as an 
opportunity to grab market share. 

In such an environment, service 
providers routinely weigh the costs 
of both acquiring and retaining 

Converting to digital TV: 
Undertaking one of the largest 
customer migrations ever 

The US transition to digital television (digital TV) – planned and 
communicated over more than a decade – gives us an example of the 
typical consumer’s mind-set when facing a forced migration. As of 2009, 
20m of 125m US households with TVs still relied on free, over-the-air 
television signals.15 These households had to choose: buy a new TV, 
subscribe to paid service, or buy a converter box. 

To help consumers – expected to choose the least expensive option 
during a financial recession – the US Commerce Department offered $40 
coupons to help pay for digital converter boxes. Consumers’ demand for 
these coupons exceeded even the government’s highest expectations. 
In the waning months before the transition, the administration had a 
waiting list of sometimes more than 100,000 people.16 

After Congress granted a four-month extension, the transition to digital 
TV took place in June 2009. The American public redeemed more than 
31m coupons at that time and another 3.7m coupons after the June 2009 
transition date. The coupon programme ultimately cost US$1.5 billion.17 

During a similar time frame, the cable industry initiated another digital 
transition that required analogue service customers to switch to a digital 
set-top box. The goal was to free bandwidth for new services, such as on-
demand TV. 

Rising confusion over the impact of these transitions resulted in a 
Consumer Advisory from the FCC in May 2008 stating that the “decision 
to carry channels in analog, analog and digital, or solely digital is left to 
the cable company’s discretion.” Cable companies weren’t required to 
make the transition from analogue to digital.18 

With consumers’ complaints on the rise, many cable companies took 
action to minimise their customers’ transition pain. They offered 
incentives, such as a free set-top box to every subscriber, and discounted 
rentals of analogue-to-digital converters. 

The typical consumer’s mind-set during such transitions? Consumers 
tend to wait as long as possible before making a decision. Ultimately, 
they expect their pocketbooks to be affected the least if they decide to 
stay with their provider. That approach isn’t wrong. But service providers 
must consider the impact of their customers’ inertia as they plan their 
own migrations.19
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customers, and see retention as 
the more economically palatable 
alternative. In a migration, the costs of 
retention need to be managed carefully 
because they can approach those of 
acquisition, which can reduce the 
profitability of migrating subscribers.

Service providers have the added 
complexity of supporting multiple 
technology platforms – a portfolio of 
networks, each at varying degrees 
of maturity. The orderly transition 
of customers from one platform to 
another allows a provider to manage 
its portfolio efficiently, allocating to 
each network the right mix of capital 
expenditures (capex) and operating 
expenditures (opex). In such instances, 
the service provider’s objective is to 
minimise its investment into an older 
network and, potentially, to shut 
down, decommission, and harvest the 
assets from the old network as soon 
as is feasible.20 In the case of wireless 
networks, the objective is to harvest 
valuable spectrum for reuse. In the case 
of wireline networks, the objective is 
to move to a much lower cost base by 
doing away with TDM and moving to 
an all-IP network.21 

When facing a regulatory or a 
transaction-related requirement to 
migrate customers to a new platform    
– usually coupled with tight timelines    
– a service provider has to focus on twin 
objectives. The provider must conduct 
an effective migration and must avoid 
execution penalties. 

Service providers can turn 
migrations into opportunities 
for change

From another perspective, the need 
to migrate customers gives service 
providers a unique opportunity to 
perform multiple actions with its 
customer base that wouldn’t be possible 
if they were doing business as usual. 

A migration event can be a trigger for 
a profitability analysis of the service 
provider’s customer base at the 
platform level and even at the overall 
customer’s ‘book of business’ level. To 
get the best results from the effort of a 
migration, the provider may perform 
surgical analysis on the profitability of 
its products, rate plan, or subscribers 
and may implement mechanisms 
targeted to retain only the most 
profitable subscribers.

As part of the subscriber profitability 
and strategic analysis, the migration 
also offers an opportunity to build a 
360° perspective of a customer. The 
perspective should encompass the 
various overt points of contact with 
the customer, such as customer care 
and sales (retail or commercial), and 
the less overt ones, such as network 
performance specific to the customer. 
Having such information helps a 
service provider express a consistent 
message when communicating with the 
customer. Providers also can use this 
kind of holistic information to enhance 
their important business customers’ 
experience of the new platform through 
targeted service improvements. 

A service provider’s products and 
services may be strategically evaluated 
as well. As part of planning for any 
migration, one of the critical analyses 
performed is how profitable products 
or services are on the existing platform 
and the opex and capex associated 
with duplicating offerings on the target 
platform. Profitability aside, in many 
cases, the reason certain customers stay 
on a platform until its very end may be 
a unique product that it hosts. 

As the crescendo of customer 
communications and sales interactions 
rises ahead of and during a migration 
process, so do the opportunities to 
showcase new product and service 
capabilities to customers. In a migration 
brought about by evolving technology, 
the target platform typically is capable 
of offering much more than the existing 
platform does and usually at a lower 
cost. Wireless service providers can 
tout the data capabilities of 4G over 
2G or 3G, and cable service providers 
can offer enhanced digital clarity or 
more channels and video selections 
in a copper-to-fibre conversion. 
The opportunity for more or better 
products and services can shine a 
positive light on a potentially disruptive 
migration, for customers as well as 
service providers.

Finally, a migration affords a service 
provider the chance to make sure legal 
contracts are updated, service profiles 
are cleaned up and databases are 
updated accurately. When that effort 
is tied to billing and provisioning, the 
results often include identifying aged 

To get the best results from the effort of a migration, the provider may 
perform surgical analysis on the profitability of its products, rate plan,  
or subscribers and may implement mechanisms targeted to retain only 
the most profitable subscribers.
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capacity needs of the various 
organisations that interact with 
customers, such as Care and Sales; 
and creating performance incentives 
for all the stakeholders involved.  
 
Preparing detailed, cross-functional 
plans for executing the migration 
and rolling out the new platform  
– plans that focus on important 
customers and segments – is 
critical in this stage. The Sales 
and Care organisations should 
expect to engage directly with 
those customers in planning and 
scheduling the migration far 
in advance of the actual event, 
recognising that each will start 
migrating at a different point.

3. Migrate. When the time comes 
to actually migrate customers, 
the PMO should monitor and 
communicate constantly about 
the most critical risks and update 
executive management on the 
progress. During this period, 
service providers need to diversify 
the ways and increase how often 
they communicate with customers. 
Analysing how well risks are being 
managed never ceases to be critical, 
especially as drop-dead dates for 
migrations pass and contingency 
plans are needed.  
 

Sales organisations should segment 
customers to identify how to handle 
the migration for specific ones based 
on such factors as profitability, 
strategic value, technical needs, or 
contractual commitments. 
 
The Marketing organisation may 
choose to simplify the offer strategy 
by analysing tariffs and pricing. 
That should include identifying 
the risks of the migration using 
gap analysis between source and 
target platforms. What’s learned 
can then be used to develop the 
critical boundary conditions and the 
overall framework for the migration 
strategy, including such elements as 
acceptable customer losses, budget, 
time frames, and core messaging.

2. Plan. A best practice for managing 
the migration effort is to establish a 
centralised, cross-functional project 
management office (PMO). The 
PMO should make sure that the 
new platform is ready to receive 
migrated customers and that any 
devices or third-party vendors 
involved in the migration are 
prepared for and suited to the effort. 
The planning phase also should 
include developing important 
messages and disseminating them 
to both internal and external 
stakeholders; establishing the 

demo lines, zero-billed service, zero 
usage lines, and a multitude of other 
uncommon service configurations. 
The ultimate result can be a revenue 
assurance adjustment, often to the 
benefit of the service provider.

In a sense, migration costs – classified 
as an extraordinary business activity    
– can be booked as a one-time charge 
and can offer a measure of financial 
cover for taking more radical actions 
concerning customers. And losing 
customers because of a migration 
generally is easier to explain than 
is losing them in the normal course 
of business. For that reason, service 
providers have more latitude to 
undertake customer ‘pruning’ actions to 
maintain profitability.

To execute a migration, expect to 
do the heavy lifting

PwC’s experience in large-scale 
migrations has demonstrated that there 
are four major phases to follow (see 
Figure 2) in executing a migration:

1. Assess. Service providers must fully 
understand the service coverage 
and availability, product feature 
and functionality changes, and 
device/CPE replacements that 
the new platform will introduce. 
With an understanding of all that 
information, the Marketing and 

Figure 2: Overview of migration execution activities

� Target platform readiness (incl. 3PL)
� Communications planning
� Field force capacity readiness
� Customer journey/experience design
� Incentives design and communication
� Functional and cross-functional planning 
� Tactical account level migration scheduling

� Post-migration follow-up and care
� Product/service performance management
� Churn mitigation retention messaging
� Cross-sell up-sell messaging
� Decommissioning old platform

� Service coverage and availability
� Product feature/functionality mapping
� Customer segmentation analysis
� Tariff, pricing, and profitability analysis
� Source – target platform gap analysis
� Overall migration strategy

� Executive reporting and program management
� Day-to-day tactical migration execution
� Increasing communications frequency
� Incentives management
� On-going risk management
� Contingency planning

Assess Plan Migrate Retain
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to make sure subscribers get either 
similar or better, wherever possible, 
features, functionality, and coverage. 
Tell customers exactly what ‘like 
for like’ service means to make sure 
that it’s sustainable and profitable in 
the long run. Identify and replicate 
any custom configurations certain 
customers may have ahead of their 
migration.

Establish timelines and deadlines. 
Establish commercial and technical 
deadlines and map them to migration 
timelines. Include adequate buffers for 
holidays, network freezes, customers’ 
busy periods, and delays in achieving 
service parity. Communicate these 
timelines broadly internally and 
externally and stick to them. Each 
milestone that passes should trigger 
a new set of actions to take and more 
urgency about migrating the customers. 
Adopting a countdown approach to 
meetings and decisions amplifies the 
sense of urgency and trains everyone to 
think about the impending change.

Perform a comprehensive risk 
analysis. Evaluate all contracts 
with customers to understand and 
to anticipate any potential liabilities 
for service offerings that depend 
exclusively on the existing platform. 
Assess the legal implications if you’re 
unable to offer service or coverage on 
the new platform equal to that on the 

providers should focus on how 
the new platform is performing 
and should be sure to identify 
early and to resolve areas likely 
to be of concern, such as billing, 
performance, devices, etc. Once 
the vast majority of the migration 
is completed, it will be time to start 
turning down and decommissioning 
the old platform.

What will make a migration 
successful?

We’ve identified a number of lessons 
that are critical in making large-scale 
customer-migration programmes 
successful:

Know your customers. Perform 
deep customer analytics to establish 
segments and how to treat each 
segment. Segmentation analysis should 
consider the following dimensions: 
products and services, tariffs, revenue 
and usage (both for the platform 
and overall customer total revenue), 
strategic value, custom needs, and 
profitability. Create processes that 
are appropriate to specific customer 
segments that will vary based 
on customer value and expected 
complexity.

Map product and service offerings. 
Establish a consistent set of product 
and service offerings between the old 
and the new networks and agreements 

As warranted, service providers 
should give corporate customers 
the dedicated, on-site support 
they need to execute migration 
activities, focusing resources on 
important customers. Identifying a 
team of individuals to collaborate 
with customers and end users 
is necessary for troubleshooting 
exceptions or resolving performance 
issues after migration. 

4. Retain. The final step is to 
collaborate with customers after 
they’ve been migrated to be sure 
they’re satisfied with the process 
and the quality of service. Naturally, 
that will involve identifying areas to 
improve and disruptions to reduce. 
For corporate customers, service 
providers should establish that 
they’ll continue interacting with 
buyers and will use each interaction 
to promote the service capabilities 
of the new platform. 
 
As part of any dialogue with 
customers, service providers 
should establish a central point for 
customer escalations and be sure to 
have a 360° view of the customer. 
As important customers migrate, 
having internal visibility into the 
quality of service they’re receiving 
will help manage the risk of churn. 
When interacting with customers, 

Large MVNO 

A European mobile virtual network operator conducted a corporate 
migration assessment and readiness plan to replicate services and to 
transition 500,000 subscribers onto a new MNO within two years. The 
operator identified critical customer segments. Assigning them to groups 
– operator-managed or self-serve migration – the operator detailed how 
customers would migrate by segment, transitioned account/subscriber 
scheduling plans to sales and execution teams and began pre-migration 
planning and negotiation activities with those customers. Through this 
process, the operator was able to identify and mitigate risks associated 
with the migration.Size: 

500,000 subscribers

Target network: 
3G/4G wireless network3G

4G

Programme in action

Geography:  
Europe

Legacy network: 
3G wireless network3G
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and can guarantee continued service. 
That kind of planning is needed 
especially for customers that serve 
public safety.

Establish and track against targets. 
Once a migration initiative has started, 
keep executives informed with weekly 
progress reports. Establish timelines, 
volume targets, and incentives and 
track them. Use executive forums 
to decide how to treat customers, 
particularly when there’s no choice but 
to let a customer go.

Don’t look back. Once a customer 
has been migrated, don’t move 
that customer back. Doing so only 
undermines confidence in the target 
platform and creates a chaotic 
hodgepodge of service configurations, 
billing constructs, and commitments 
to customers. If at risk of losing a 
customer to the competition, look for 
a transition model that uses another 
service as a better alternative.

Applied with a solid programme 
management focus, these lessons will 
make the experience of migrating more 
efficient and more effective – for the 
service provider and the customer alike.

renewing contracts, and terminating 
contracts to push lagging adopters. 
And enhance incentives for all internal 
parties, such as account managers, care 
representatives, channel managers 
and other personnel involved in the 
migration effort.

Use billing and financial reporting 
to support the transition. Remember 
to decide carefully how to bill for 
service during a transition. Multiple 
approaches – such as zero billing 
for the last month of usage, billing 
proportionally across platforms, or 
billing fully but with retrospective 
credit adjustments – are possible. In all 
approaches, tariff adjustments, service 
changes, and customer billing profiles 
will need to be considered. Be aware 
that a significant change in a network 
event or a commercial agreement 
that affects customers may result in a 
change in accounting treatment. 

Expect the unexpected. Plan for 
problems that can’t be known but 
that will arise during a migration, 
and decide how to remediate them 
immediately. Expect to offer customers 
concessions on hardware or service 
when service is down to minimise 
inconvenience and any resulting 
customer strife. Establish temporary 
partnerships with alternate providers 
(even competitors) so that if a planned 
migration fails, a backup plan exists 

existing one. Establish a ladder of risks, 
considering public-safety customers, 
large corporations, and strategic 
accounts at the top of the ladder. 
Evaluate public-relations risk as a 
separate category and how legal actions 
customers might take could damage 
the brand.

Communicate early and often. 
Use every channel available to make 
customers aware and to get them 
to act promptly. With increasing 
frequency, communicate through sales 
and account meetings, bill inserts, 
letters, SMS, voice mails, hotlines, and 
public-relations statements through 
the media. Be sure to have an internal 
communication track in place so that 
all stakeholders in the organisation 
know all the important milestones 
and benefits of the migration. For the 
internal organisations that deal with 
customers, develop ‘talk tracks’ that 
demonstrate the value of the changes 
ahead to help customers accept the 
requirements the migration activities 
place on them. 

Offer appropriate incentives to 
all parties. Offer customers positive 
incentives to migrate, such as 
subsidised devices, service credits, 
accessory credits, and flexible contract 
terms. At the same time gradually 
add disincentives, such as increasing 
prices, freezing account changes, not 

Large cable operator 

A large US cable provider conducted an assessment and defined a strategic 
plan to migrate a base of more than 10m customers. It analysed customer 
segments on the basis of the economic value of subscribers to identify 
segments to treat as high priorities. As part of the economics, the service 
provider considered factors that could create opportunities, including 
dispatch costs, installation costs, churn, equipment, the burden of human 
labour in migrating and the possibility of selling customers more or better 
products or services. To date, the three-year-old programme has exceeded 
its goals every year.

Size: 
10m+ subscribers

Target network: 
Fibre network

Programme in action

Geography:  
North America

Legacy network: 
Copper wireline network
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Your next migration isn’t far 
away – start planning now 

As our industry continues to operate in 
a rapidly evolving landscape, customer 
migrations are becoming a fact of life. 
The relentless changes in technology, 
connected devices, competitors, 
regulations, and standards affect our 
lives and our businesses – and virtually 
guarantee that service providers will 
have to migrate customers from the old 
to the new.

PwC’s experience suggests that 
migrations require disciplined, cross-
functional programme management 
that’s dedicated to the migration 
effort and that focuses on customers. 
Although typically service providers 
don’t have a standing migration 
management organisation, as part of 
their business planning for migration 
events they should consider creating 
such an organization to coordinate 
migration activities. 

Looking beyond the horizon, most 
service providers should anticipate 
needing to move customers to a new 
platform. Beginning to plan now for an 
orderly migration will result in the most 
efficient and effective process, and that 
result will keep customers satisfied for 
the long term.

During the migration period, 
customers will expect assurances that 
their services won’t be interrupted. 
Customers will require real-time 
support to help resolve any issues 
likely to arise. Because even subtle 
changes, like product navigation user 
experiences, can cause customers to 
see disruptions as significant, service 
providers should be forthcoming and 
should apprise customers of any service 
changes. For important accounts, 
providers may have to supply on-site 
support to handle migration issues. 

Similarly, buyers will expect a 
migration that’s a non-event and 
no variation in what they see on 
their invoices. Any change to a 
bill, whether perceived or actual, 
will cause dissatisfaction with the 
migration experience. 

Once a migration is substantially 
complete, follow up with selected 
customers. Resolving any lingering 
dissatisfaction will be critical in 
retaining customers and in revising the 
process for customers that still need to 
be migrated.

Long-term satisfaction relies on 
a seamless migration

From a customer’s perspective, a 
migration is successful when the 
decision to move to a new platform is 
both straightforward and seamless. 
Our experience suggests that customers 
expect a migration plan that’s tailored 
to their needs, replicates existing 
services, and gives them access to 
on-demand support. To meet those 
expectations, a service provider must 
customise where necessary and never 
assume that all customer segments can 
be treated alike. 

When customers don’t find that a 
migration fits their specific needs, 
they’ll be unwilling to migrate. So, 
service providers should incorporate 
into their migration plan the timing of 
annual business cycles and holidays, 
the logistics of a mobile workforce, 
and timelines for specific products 
becoming available. They should 
anticipate that all buyers and end 
users expect to be informed well 
in advance of any action, and that 
important business customers likely 
will be directly involved in planning 
a migration. 
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