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This report examines how the transition toward 25G and 50G PON reshapes fixed
access economics beyond simple speed upgrades.

While next-generation PON technologies are technically mature, their economic
justification remains highly selective, driven by utilisation uncertainty, shorter refresh
cycles and rising governance complexity.

The analysis moves from market demand realities to architectural and ecosystem trade-
offs, showing why uniform upgrade strategies risk premature CAPEX and weak returns.
It concludes that value creation in the 25G/50G PON era depends on disciplined timing,
segmentation and governance, rather than headline performance leadership.

Key questions addressed:

Where does economically actionable demand for 25G and 50G PON actually
exist today?

Which use cases justify next-generation PON upgrades, and which do not?

How do value capture and risk exposure shift across operators, vendors and
wholesale platforms?

At what point do speed-led upgrades stop being economically accretive?

How can operators preserve investment optionality while preparing for future
capacity needs?
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What governance and deployment principles allow next-generation PON to
become an economic control lever rather than a sunk cost?
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