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CCaaS migration and transformation projects often fail to realise their promised value
because enterprises carry years of bespoke requirements and accumulated technical debt
into the new platform. The perceived cost and operational risk of change management
frequently drive organisations to replicate legacy complexity rather than simplify it. The
result is extended project timelines, ongoing support burdens and a reduced ability to
capitalise on AI-driven transformation opportunities.

There is, however, a better path: combining forensic discovery, disciplined requirements
management and an innovation framework that treats configuration as reusable
intellectual property. This enables organisations to meet the specific needs of each line of
business while standardising the core. One-off customisations become reusable assets,
reducing migration risk, accelerating time to value and transforming contact center
innovation from a compounding liability into a scalable strategic advantage.

Executive Summary

Expose the Signal, Eliminate the Noise
Typically, when building a new contact
center, neither starting from scratch nor
lifting and shifting represents a wise
migration or development strategy. Instead,
using a contact center configuration
management database (CMDB) to harvest
and track design state over time, gives
enterprises a clear view of what is truly
common, what configuration is delivering
business value and what has become
technical debt or configuration hoarding—
clogging workflows and adding no relevance
in a future shaped by Intelligent Virtual
Agents.

Is this feature or function being used across multiple areas, but implemented as separate
custom developments each time? Which flows are in use and for what purpose? Is
excessive agent skill depth reducing routing precision and preventing calls from reaching
the most appropriate agent? Do agent records remain in the legacy platform long after
departure, resulting in over-licensing and unnecessary security exposure and migration
effort? And ultimately, is this role truly one that requires a human agent? Enterprise is
sitting on the answers in the data.
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Disciplined Requirements Management
Once you have identified what truly delivers value, standardise those capabilities into
reusable templates and store them in a central repository. Promote them through a
disciplined configuration delivery framework—moving from development to UAT and into
production—to launch new lines of business with minimal professional services effort.

Excellence from production is then harvested back into the repository, enriching the asset
base for the next service launch. Over time, this creates a CX Services Catalogue: a library
of optimised, reusable configurations that enables faster change, lower risk, and
continuous improvement.

Rather than allowing each line of business to default to bespoke solutions, organisations
should adopt a “shop from the catalogue” model. Target at least 70% reuse of proven
capabilities, with customisation limited to no more than 30%. When genuinely new
requirements emerge, codify them into new business service templates that benefit the
entire enterprise.

In doing so, professional services effort shifts from a high one-off cost to the creation of
reusable intellectual property.
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Summary
Disciplined requirements management enables enterprises to:

Transform configurations into reusable strategic assets
Reduce technical debt and migration risk
Accelerate innovation through reuse and standardisation
Organize innovation effectively for the AI era

By turning discovery into standards and standards into reusable templates, organisations
convert contact center innovation from a recurring liability into a scalable, compounding
strategic advantage. The result becomes a force multiplier for the business in a
remarkably short period of time.

Crucially, disciplined innovation control and rigorous standards are essential as AI service
models evolve. Without them, complexity compounds rapidly creating new forms of
technical debt and operational liability. With them, AI becomes structured, governable
and strategically aligned. Achieving this, however, requires leadership, commitment and
disciplined execution.
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Historically, contact center migrations have followed one of two models: Like-for-Like
(Lift and Shift) or Blank Canvas. While both approaches appear logical, neither is
sufficient for modern cloud transformation.

Traditional Migration
Strategies and Their Limitations

The like-for-like approach rebuilds the new platform to mirror the configuration of the
existing system.

Like-for-Like Migration: Replicating the Past

Enterprises transitioning from on-premise contact
center systems to Contact Center-as-a-Service
(CCaaS) platforms often expect transformation to
naturally follow platform adoption. Many
organisations struggle to improve Customer
Experience (CX) and Employee Experience (EX)
despite significant investment.

The root cause is not the platform, it is the migration approach.

Traditional migration methods fail to provide data-driven insight into the operational
weaknesses embedded within the legacy system. Without this understanding, enterprises
unintentionally recreate the same inefficiencies in a new environment. Technical debt is
not eliminated, it is transferred.

True transformation requires more than migration. It requires forensic understanding of
how the contact center actually operates, and disciplined redesign based on evidence.

Rethinking Contact Center
Migrations: From Technical Debt
to Reusable Intellectual Property



This approach carries forward:
Legacy routing structures
Obsolete workflows
Redundant configurations
Historical design decisions that no longer serve the business

While it may reduce short-term migration risk, it undermines the primary advantage of
CCaaS: agility through simplification.

On-premise and cloud architectures are fundamentally different. Attempting direct
replication constrains the new platform’s capabilities and locks legacy complexity into the
future state.

Instead of enabling transformation, lift-and-shift preserves technical debt.
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The blank canvas approach ignores the existing configuration and designs a new solution
based on business objectives, service targets and stakeholder input.

While forward-looking in intent, this approach introduces a different risk.

Without operational evidence, design decisions are driven by anecdotal experience,
assumptions and subjective interpretation.

Enterprises lack clarity on:
What works well
What fails
What should be eliminated

As a result, organisations often recreate the same inefficiencies under a different design.

Compounding this risk, operational teams frequently revert to familiar working practices,
embedding historical behaviours into the new system, regardless of effectiveness.

The outcome is a platform designed around perception rather than performance.

Blank Canvas Migration: Reinventing Without Evidence



This data-guided approach integrates:

This enables enterprises to determine
with precision:

This allows organisations to deliberately:

Modern CCaaS transformation requires a fundamentally different approach: combining
forensic operational analysis with a DevOps-led operating model.

Strategic business objectives defined
during platform selection

Which capabilities deliver measurable
business value and should be preserved

Design in proven, value-generating
capabilities

Detailed analysis of the legacy system’s
actual operational behaviour

Which manual interventions, routing
structures and operational practices
should be eliminated or automated

Design out complexity, inefficiency and
technical debt

What services are Automation targets for
AI and what can we learn from their
behaviour for design

Industry research reinforces this principle. Gartner advises enterprises to be cautious
when replicating legacy requirements, as they may no longer be relevant or
beneficial.

A Modern Migration Strategy: Data-Guided Transformation with
DevOps Discipline

Europe: Harley House, 29 Cambray Place, Cheltenham, Gloucestershire GL50 1JN
Americas: 10089 Willow Creek Road, Suite 200, San Diego, California 92131 5



Transformation begins with establishing
operational truth.

Enterprises must understand how their
contact center behaves in practice—not how it
was designed or documented but how it
actually functions today.

This disciplined transformation follows a structured 7 stage progression. 

From Discovery to Continuous Innovation

Relevance — Establish the Operational Truth

Every configuration element must be evaluated for actual usage and business value,
including:

Call flows
Routing logic
IVR structures
Agent profiles
Reporting assets

Analysis frequently reveals extensive redundancy.

In one large enterprise study, fewer than half of all configuration objects were actively
used. 

Thousands of inactive agent records remained licensed, representing ongoing cost with
no operational benefit.

Blind migration would have permanently embedded this inefficiency.

Relevance analysis establishes the foundation for rational design.

Stage 1:
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Business Behaviour Analysis — Understanding Operational Dynamics
Beyond structural configuration, enterprises must understand behavioural patterns.

Continuous analysis reveals how:
Agent skills are modified to meet demand
Managers intervene to maintain service levels
Routing behaves under real conditions
Automation is utilised or bypassed

This often exposes structural design weaknesses.

Excessive skill assignments, for example, are commonly intended to increase flexibility. In
practice, they reduce routing precision and increase complexity.
Frequent manual skill adjustments indicate underlying design failure, not operational
strength.

These behaviours introduce operational friction, including:
Inaccurate performance reporting
Increased management workload
Reduced employee satisfaction
Lower workforce retention

Behavioural analysis also identifies automation opportunities, enabling intelligent
automation to handle predictable interactions.

Stage 3:

Rationalisation — Removing Structural Inefficiency
Once relevance is understood, organisations can simplify and optimise.

This includes:
Eliminating redundant configurations
Consolidating routing logic
Correcting skill model inaccuracies
Removing unused features
Identifying automation opportunities

This improves routing efficiency, reduces operational overhead and accelerates migration
delivery.

Stage 2:
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Catalogue Development — Creating a CX Services Library
Templates are Organized into a CX Services Catalogue.

This catalogue represents a library of proven operational designs supporting common
business scenarios, such as:

High-volume transactional interactions
Complex regulated service environments
Seasonal demand surges
Premium service models

Instead of designing from scratch, teams deploy proven templates and adjust only
necessary variables.
This improves consistency, reduces risk and accelerates delivery.

Stage 5:

Template Creation — Converting Design into Reusable Assets

Once common function is defined and optimised, effective configurations are standardised
into reusable templates.

These templates may include:
Skill models aligned to demand patterns
Routing logic proven to meet service targets
IVR flows optimised for containment
Reporting structures aligned to performance outcomes

Configuration is no longer a one-time implementation activity. It becomes reusable
intellectual property.

Stage 4:



CI/CD Deployment — Industrializing Change

Templates are deployed through Continuous Integration and Continuous Deployment
pipelines.

This enables:
Controlled change management
Version control and auditability
Reliable deployment
Rapid rollback when necessary

Manual configuration is replaced with engineered delivery discipline.
All due to the business discipline in requirements management and catalogue selection.

Stage 6:

Continuous Innovation — Compounding Operational Advantage

With each deployment, the catalogue expands and improves. Innovation compounds.
Technical debt stops accumulating. Operational capability strengthens continuously.
Migration becomes part of an ongoing engineering discipline rather than a one-time
event.

Stage 7:

Europe: Harley House, 29 Cambray Place, Cheltenham, Gloucestershire GL50 1JN
Americas: 10089 Willow Creek Road, Suite 200, San Diego, California 92131 9



Europe: Harley House, 29 Cambray Place, Cheltenham, Gloucestershire GL50 1JN
Americas: 10089 Willow Creek Road, Suite 200, San Diego, California 92131 10

Cloud contact centers deliver powerful capabilities—but they also introduce risk. When
configuration, routing logic and operational knowledge exist only inside vendor platforms
and professional services engagements, they do not constitute enterprise assets. They
become vendor dependencies. As technology evolves and competitive pressure increases,
enterprises must be able to adapt quickly.

This requires ownership—not just of the platform, but of the operational design itself.
The solution is a DevOps-led operating model that continuously audits configuration,
correlates design to performance and governs change through controlled deployment
pipelines. Most importantly, enterprises must treat configuration as intellectual property.
By capturing proven designs as reusable templates and organising them into a CX Services
Catalogue, organisations transform change into a repeatable capability.

Each improvement strengthens the system.

Each deployment compounds value.

Each line of business still gets what they need and feel like it is tailored to their
requirements, even if it was born from standards!

Conclusion:
Turning CCaaS into an Enterprise Capability

This fundamentally changes the economics of CX transformation:
Migration becomes optimisation, not replication
Customisation becomes reusable intellectual property
Complexity is reduced, not transferred
Innovation accelerates with each release
The contact center evolves continuously

CCaaS should not be a platform you rent. It should be a capability you own. Enterprises
that adopt this model will move faster, operate more efficiently and retain control of their
customer experience—no matter how technology platforms evolve.
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