
Enterprise voice systems are overdue for transformation.
Traditional PBX is unable to support mobile workforces, offer real-
time visibility, or scale across distributed operations. While many
enterprises are investing in cloud-based infrastructure, the shift
from legacy telephony to cloud calling remains a stumbling block
for CIOs and CTOs.

This Playbook offers a detailed, step-by-step migration roadmap
from legacy PBX to Cisco Webex Calling. It includes strategic
considerations, real-world implementation models, phased rollout
guidance, training best practices, compliance safeguards, total
cost of ownership (TCO) analysis, and insights from Indian
enterprise deployments.

Whether you're planning a full migration or a hybrid rollout, this
paper is structured to help your organisation avoid downtime,
improve user adoption, and accelerate ROI.

Why This Migration Guide Matters
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Legacy PBX systems were designed for static, centralised office
environments. They rely on hardware-based infrastructure, manual
provisioning, and fixed telephony paths. These limitations create
friction in today’s dynamic enterprises where work is hybrid,
infrastructure is decentralised, and communication must scale
across multiple channels.

Why PBX No Longer Meets Enterprise Needs

Key limitations include:

Inflexibility in adding or removing users
Inability to support BYOD or mobile-first workforces
No integration with collaboration platforms or CRM/ERP
systems
Expensive hardware refresh cycles and AMCs
Limited analytics and zero visibility into user experience

As Indian businesses expand into Tier 2 and Tier 3 cities, or open
satellite offices in Pune, Noida, or Hyderabad, the gap between
business agility and PBX capability becomes untenable.

Beyond operational pain, legacy PBX systems impose indirect
financial penalties:

The Hidden Costs of Sticking with Legacy

Operational Inefficiency: Manual reconfiguration, dependency
on OEMs, and high support overheads.

Poor User Experience: Remote employees struggle with
inconsistent access. Sales and support teams miss SLAs due to
unreliable call routing.
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Compliance Risk: No audit trail, no encryption, and lack of
regulatory alignment with frameworks like HIPAA, ISO 27001, or
India’s data privacy regime.

Opportunity Cost: Delayed rollout of customer-facing
innovations, voice assistants, or omnichannel support.

Cisco Webex Calling is a cloud-native calling solution designed for
enterprise-grade flexibility. It includes a complete suite of tools for
voice, mobility, compliance, and real-time analytics.

From Voice to Value: Webex Calling Explained

Core building blocks include:

Webex Control Hub for user and device management, policy
configuration, and quality diagnostics

Cisco Local Gateway to bridge on-prem PBX with cloud voice
infrastructure during hybrid rollout

Webex App (desktop + mobile) with calling, voicemail,
voicemail transcription, and intelligent call routing

PSTN connectivity via certified Cisco calling plan providers or
bring-your-own-carrier (BYOC) options
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The 6-Phase Migration Model: Detailed Walkthrough

Start with a comprehensive mapping of:

Phase 1: Audit Your Voice Infrastructure

Current PBX architecture (brands, models, extensions, physical
locations)
Call flows between teams, branches, and vendor interactions
Regulatory and emergency service compliance needs
Number of DID lines, SIP trunks, gateways, and intercom
integrations

This data informs your decision on hybrid vs full-cloud architecture.

Identify user personas (executives, field teams, contact center
agents), their device needs (IP phones, headsets, mobile apps), and
dial plan preferences.

Phase 2: Define Your Future State

Decide whether to:

Keep legacy PBX for some sites (hybrid)
Port all numbers to cloud
Transition SIP services to certified PSTN providers

Build a voice architecture map that includes failover routing,
voicemail access policies, and geographic redundancy.
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Implement Local Gateway to route calls between PBX and Webex
Calling during migration. This protects against cutover risks and
ensures a fallback path in case of misconfiguration.

Phase 3: Interoperability First

Validate that PRI lines and SIP trunks are properly terminated
before moving users.

Choose a site that is critical but not mission-critical, like a regional
office or a single function.

Phase 5: User Enablement & Training

Use this to:

Run dual-stack (PBX + Webex Calling) in parallel
Capture real usage metrics: latency, MOS score, abandoned
calls, endpoint errors
Identify UX friction points and revise user onboarding
documents

Deploy shadow monitoring dashboards via Control Hub and
Webex Calling analytics.

Use Cisco gateways that support protocol translation (MGCP to
SIP), security (SRTP), and redundancy (Active/Standby
configurations).

Effective migrations fail due to human error, not technical issues.
Build user training programs for:

Phase 4: Pilot Execution



Feature onboarding: voicemail, call transfer, hold, escalation
Device training: IP desk phones, soft clients, mobile apps
Onboarding playbooks tailored to each role or location
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Create training cohorts, assign in-house champions, and include
post-migration feedback sessions.

Use Control Hub for progressive rollout.

Move 1–2 departments per day
Monitor call quality reports (CQR) and drop rates
Use real-time alerting to fix routing loops, registration failures,
and codec mismatches
Benchmark performance pre- and post-migration

Build a governance model to audit call patterns, capacity planning,
and SLA adherence.

Phase 6: Full Cutover and Optimisation

A 3-year TCO model shows substantial savings in:

Total Cost of Ownership (TCO): PBX vs Cloud Calling

Hardware CapEx
AMC/maintenance contracts
On-site technician travel and diagnostics
License renewals tied to proprietary PBX gear
Staff time lost in managing outages and routing issues

Cloud calling converts CapEx to OpEx, aligns costs with usage, and
allows scaling up or down in real-time.
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Webex Calling includes:

Security and Compliance Considerations

End-to-end encryption for media and signalling
SSO and MFA for endpoint access
Call recording with role-based access control (RBAC)
Data residency configuration based on geography
Integration with Cisco Umbrella for DNS-layer protection

For regulated sectors like BFSI or healthcare, Proactive aligns
policy frameworks to ISO/IEC 27001 and India's upcoming Data
Protection Bill.

Case Studies Expanded

Noida Services Firm: 3 sites migrated over 6 weeks. Integration
with Oracle Fusion for contact sync. Proactive developed a
custom dial plan template. End result: 33% reduction in missed
SLAs.

Chennai Auto Components Supplier: Webex Calling replaced
the ancient PBX across 5 warehouses. Remote support teams
accessed calls via a mobile app. Vendor coordination errors
dropped by 27%.

Mumbai Insurance Group: Migrated to cloud voice as part of
SOC2 alignment. Secure call recording enabled for claim
teams. Quarterly SLA audits automated via Webex Control
Hub.
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Define KPIs:

Post-Migration Governance: Making It Stick

Call success rate (CSR)
Mean Opinion Score (MOS)
Abandonment rate in contact centers
Endpoint registration status

Review policies quarterly and iterate based on business changes.

Use dashboards for:

Role-based usage analysis
Carrier SLA compliance
App vs desk phone usage patterns

Voice is not a utility. It’s how customers escalate, how deals close,
and how trust is built.

Final Word: The Voice Layer Is Strategic

Migrating from PBX to the cloud is not a tactical upgrade. It is a
strategic shift.

Cisco Webex Calling provides the architecture. Proactive Data
Systems ensures it works in the real world.

pro@proactive.co.in


