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1. Introduction

Vodafone Group Plc is a leading European and African telecommunications company, serving
customers across markets in Europe and Africa with strategic stakes in further markets and
partner networks spanning over 40 additional countries. It operates one of the world's largest
loT platforms and delivers financial services to tens of millions of customers across several
African countries (Vodafone Group Plc, 2026a). The company's vision is to build a digital
society where everyone is connected, underpinned by a strategy centred on customers,

simplicity, and growth (Vodafone Group Plc, 2026a).

Having undergone substantial portfolio simplification over recent years, Vodafone reported
FY26 revenue growth alongside a return to service revenue growth in Germany and continued
strength in Africa (Vodafone Group Plc, 2026b). The company frames its current phase as a
"new chapter" centred on customer experience, operational simplicity, and disciplined growth
(Vodafone Group Plc, 2026b).

This report applies a Resource-Based View (RBV) framework, on the basis that Vodafone's
competitive advantage stems primarily from unique internal resources, geographic diversity,
network infrastructure, its 10T platform, and its African fintech ecosystem rather than market

positioning alone (Barney, 1991).
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2. Evaluation of Current Market Situation

Political: Vodafone operates across diverse regulatory environments spanning Europe and
Africa. Geopolitical tensions, particularly in US—China relations, are accelerating equipment
bans, shifting tariff schedules, and sovereignty requirements, pushing operators toward
vendor diversification, friend-shoring, and network softwarisation to reduce hardware
exposure (PwC, 2025). The European Commission's proposed Cybersecurity Act and
spectrum allocation policies create compliance requirements while offering opportunities
through government-backed 5G and broadband rollout programmes. Vodafone's exposure to
emerging markets introduces policy variability risk, including import duties on handsets and
network equipment that can suppress competition, and infrastructure-sharing mandates that

produce asymmetric effects across markets (Magadzire and Machengete, 2026).

Social: : Rising demand for high-speed mobile data, remote working, and digital inclusion

drives service revenue growth across Vodafone's markets (Vodafone Group Plc, 2026a).
African operations benefit from population growth, rising smartphone penetration, and growing
data usage. Vodafone reports that 2.7 billion people remain offline globally, with 60% of Africa's
population unconnected and mobile broadband coverage lagging at 83% against a global
average of 95% (Vodafone Group Plc, 2026a), presenting both a social challenge and a

market opportunity.

Technological: 5G standalone deployment remains central to Vodafone's strategy, with
expansion across European markets and recent launches in further territories. The industry is
shifting from basic connectivity toward platform commercialisation and Al-driven infrastructure
monetisation (Boston Consulting Group, 2026). Across industries, 70% of Al's potential value
is concentrated in core business functions such as R&D, supply chain, and pricing, with
software, telecommunications, and fintech identified as leading sectors on the Al maturity
curve (Boston Consulting Group, 2025). Agentic Al, autonomous digital workers already
accounts for around 17% of total Al value in 2025 and is expected to reach 29% by 2028,
offering significant potential for network operations transformation (Boston Consulting Group,
2025). Telecom-specific analysis suggests an Al-first transformation could deliver up to a 15
percentage-point uplift in EBITDA and 10 percentage points in EBIT, with operators well-
positioned to leverage generative Al given their direct customer visibility and large-scale data

access (Boston Consulting Group, 2026).
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e Scaled operations and diversified e legacy IT systems requiring
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e Strong balance sheet position following «  Execution risk across multiple

restructuring (Vodafone Group Plc, . .
simultaneous transformation

2026b) programmes
e Al-driven revenue and cost o  Supply chain disruption and
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e 5G and Enterprise Digital Services

Expansion

The SWOT analysis provides an internal and external evaluation of Vodafone's strategic
position, complementing the PESTEL analysis by focusing specifically on organisational
capabilities and constraints. Internally, Vodafone's strengths lie in its scaled, diversified
operations and its strong fintech and loT platforms, though legacy IT systems and continued
competitive pressure in Germany represent ongoing weaknesses that limit agility (Vodafone
Group Plc, 2026a; 2026b). Externally, the analysis identifies clear growth opportunities in Al-
driven optimisation and enterprise digital services, reflecting the sector's broader shift toward
platform-based, Al-first business models (Boston Consulting Group, 2026; Capgemini
Research Institute, 2026). At the same time, geopolitical supply chain risk, intense European
price competition, and cybersecurity exposure represent material external threats that could
constrain execution (PwC, 2025). Together, these four dimensions show that Vodafone's core
challenge is not a lack of resources or opportunity, but the discipline required to convert
existing strengths into sustained advantage while managing external volatility. This framing
directly informs the differentiation strategy proposed later in the report, which is built around

leveraging strengths and opportunities to offset the identified weaknesses and threats.
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Threat of New Entry (Moderate): The industry requires substantial capital investment for
network infrastructure, spectrum acquisition, and regulatory compliance, creating significant
barriers to entry (PwC, 2025). However, satellite-based connectivity providers, such as
SpaceX's Starlink, alongside Mobile Virtual Network Operators, are introducing alternative
delivery models and increasing competitive pressure at the network edge (Donegan, 2026).
Vodafone's partnership approach to satellite services its "SatCo" direct-to-device joint venture
with AST SpaceMobile, mitigates this threat by embracing innovation while leveraging its

existing customer relationships and spectrum position (Donegan, 2026).

Supplier Power (Moderate to High): Geopolitical tensions have increased supply chain risk
around high-risk vendors and component availability, with operators responding through
vendor diversification (PwC, 2025). Concentration among network equipment suppliers gives
suppliers significant leverage, though Vodafone's Open RAN strategy aims to diversify its

vendor ecosystem and enhance resilience (Vodafone Group Plc, 2026a).

Buyer Power (High): Consumer switching costs in mobile telecom connection, reducing
perceived differentiation between operators (Samaké, 2025). Vodafone's focus on Net
Promoter Score improvements and customer care initiatives such as its "Ask Once"
commitment address this pressure (Vodafone Group Plc, 2026b). Enterprise B2B customers
also have increasing bargaining power, demanding integrated digital services spanning cloud,

security, and Al capabilities (Capgemini Research Institute, 2026).

Threat of Substitutes (Moderate): OTT services have commaoditised voice and messaging,
pressuring traditional revenue streams, while simultaneously compelling operators to invest in
network capacity to handle rising traffic, a structural tension between eroding monetisation
and rising infrastructure cost (Samaké, 2025). Vodafone mitigates this through network

differentiation, value-added services, and B2B digital offerings (Vodafone Group Plc, 2026a).

Competitive Rivalry (High): Competition remains intense across all markets, particularly in
Germany, where mobile ARPU has faced pressure from competitive intensity and TV service
decline, though Vodafone has returned to top-line growth through turnaround actions
(Vodafone Group Plc, 2026b). In the UK, completion of the Vodafone—Three merger has
created VodafoneThree, the country's largest mobile operator, reshaping competitive
dynamics (Vodafone Group Plc, 2025¢). Tight competition during a period of elevated inflation

and interest rates has constrained leverage improvements across the sector (PwC, 2025).
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3. Strategic Growth Options and Proposed Strategy

Strategic Growth Options Analysis
Applying the Ansoff Matrix (Ansoff, 1957), Vodafone has four strategic growth pathways:

1. Market Penetration: Enhancing customer experience and NPS (Net Promoter Score)
in existing markets through digital service improvements and multi-brand portfolios.
Vodafone has demonstrated success, with the UK and Germany achieving strong NPS
results and Germany narrowing the detractor gap to its incumbent competitor
(Vodafone Group Plc, 2026b).

2. Market Development: Geographic expansion through satellite connectivity enabling
rural coverage in Europe and Africa. The AST SpaceMobile partnership positions
Vodafone to address coverage gaps in remote areas, with particular relevance for

African markets (Donegan, 2026).

3. Product Development: : Expansion of B2B digital services including cloud, security,
and Al solutions for enterprise customers, an area where Vodafone Business has
reported strong two-year growth (Vodafone Group Plc, 2026b). This mirrors a broader
industry shift as telecoms move beyond connectivity into platforms and managed

services (Capgemini Research Institute, 2026).

4. Diversification: Continued growth of the African fintech ecosystem and loT platform,

alongside emerging satellite communications services (Vodafone Group Plc, 2026a).

Proposed Strategy: Balanced TechCo Transformation

Vodafone is best positioned to pursue a differentiation strategy rather than cost leadership.
The company operates in markets where pure price competition erodes margins , as
evidenced by German mobile market pressures while its unique assets (network quality, loT
platform, African fintech capabilities, and satellite partnerships) enable a premium positioning

that competitors cannot easily replicate.

Market Penetration and Market Development

Vodafone must continue to fortify its primary European footprints, particularly Germany and
the UK, by capitalising on recent structural momentum. Maintaining strong NPS performance
and narrowing detractor gaps against regional incumbents requires sustained capital
expenditure efficiency (Vodafone Group Plc, 2026b). Operationally, expansion of Fixed
Wireless Access should be leveraged alongside the AST SpaceMobile satellite partnership,
allowing Vodafone to capture high-margin rural subscribers across underserved European and

African territories without the cost of traditional cell-tower deployment (Donegan, 2026).
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Product Development and Diversification

The catalyst for shifting Vodafone's positioning from a legacy "Telco" toward a technology-led
"TechCo" lies in its B2B digital services and fintech ecosystems. Vodafone Business should
continue to scale its cloud, cybersecurity, and network-slicing services, building on its reported
growth trajectory (Vodafone Group Plc, 2026b), as enterprises increasingly seek infrastructure
partners capable of end-to-end digital transformation (Capgemini Research Institute, 2026).
Concurrently, Vodafone should accelerate diversification by expanding its African fintech
ecosystem and scaling its loT platform, creating recurring, non-cyclical revenue streams that
insulate the group from European regulatory and price-war pressures (Vodafone Group Plc,
2026a).

Alignment with Values: This strategy aligns with Vodafone's stated priorities of customers,
simplicity, and growth, building on internal strengths rather than pursuing cost leadership in

commoditised markets (Vodafone Group Plc, 2026a).

4. Strategy Evaluation

Applying the Suitability, Feasibility, Acceptability (SFA) framework (Johnson et al., 2020):

Suitability is strong. Vodafone holds hard-to-replicate assets an extensive loT platform, a
leading African fintech position, and a diversified geographic footprint (Barney, 1991; Vodafone
Group Plc, 2026a). The strategy directly counters key threats, including consumer mobile
commoditisation and supplier leverage, while capturing opportunities in B2B digital services
and African structural growth (Capgemini Research Institute, 2026). Its customer-experience
focus addresses competitive pressure in mature markets, mirroring a broader industry shift
toward platforms and Al/5G/cloud-enabled offerings as operators move beyond pure
connectivity (KPMG, 2024).

Feasibility is supported by an emerging execution track record: UK merger completion, a
German turnaround returning to top-line growth, and sustained NPS gains (Vodafone Group
Plc, 2026b). Technology foundations such as 5G expansion, Open RAN pilots, and satellite
partnerships are already in place (Vodafone Group Plc, 2026a). The main risk is execution
capacity across simultaneous major programmes (Germany, UK integration, IT
modernisation). Industry benchmarking suggests the constraint is less about technological

potential and more about completing the shift from Telco to TechCo and building sufficient
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integration and delivery capability, a challenge consistent with broader sector experience
(KPMG, 2024).

Acceptability

Acceptability holds reasonably well across stakeholder groups (Freeman et al., 2010).
Shareholders benefit from improved free cash flow and shareholder returns reported in FY26
results (Vodafone Group Plc, 2026b). Customers benefit from Al-driven service and network
improvements. Employees face restructuring-related disruption, requiring careful change
management. Society and regulators benefit from continued digital inclusion commitments

and connectivity investment (Vodafone Group Plc, 2026a).
Key Assumptions

Continued regulatory support for digital infrastructure investment; sustained African growth
trends; commercial viability of satellite connectivity; continued B2B market growth; and no

major geopolitical supply-chain disruption.

(UWTSD,2026)
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5. Stakeholder Analysis

Vodafone's differentiation strategy affects a broad stakeholder base with differing levels of
power and interest, as conceptualised by Freeman's stakeholder theory, which argues that
firms must balance the claims of all groups affected by their actions, not just shareholders
(Freeman et al., 2010).

o Shareholders (high power, high interest) benefit directly through improved cash flow
and returns, but expect continued delivery against guidance (Vodafone Group Plc,
2026b).

e Customers (high interest, moderate power) gain from improved network quality and
Al-driven services, though rising B2B focus risks diverting attention from retail service

levels.

o Employees (moderate power, high interest) face disruption from restructuring,

requiring careful change management to preserve morale and capability.

e Regulators and governments (high power, variable interest) are affected through
digital inclusion commitments and infrastructure investment; their continued support is

a key assumption underpinning the strategy.

o Suppliers and technology partners (e.g., Open RAN vendors) hold growing

influence as Vodafone diversifies its supply chain.

Applying Mendelow's power—interest matrix (Mendelow, 1991), shareholders and regulators
sitin the "manage closely" quadrant, while customers and employees fall into "keep informed,"
warranting regular, transparent communication rather than intensive negotiation. Suppliers

largely sit in "keep satisfied," requiring monitoring without disproportionate engagement effort.
Stakeholder Engagement Plan

e Shareholders/regulators: quarterly briefings and pre-consultation on major

regulatory changes.

o Employees: structured internal communications during restructuring, aligned with the

view that employee buy-in sustains long-term value creation (Freeman et al., 2010).
e Customers: NPS tracking and service-experience feedback loops.

e Suppliers: periodic technology roadmap reviews to maintain Open RAN and satellite

partnership alignment.
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6. Implementation and Monitoring

Turning the differentiation strategy into results requires clear objectives, defined actions, and

measurable KPIs across a phased timeline.

Objective 1 - Accelerate B2B/ICT growth. Actions: build out digital service bundles for
enterprise clients; close the Telco-to-TechCo capability gap (KPMG, 2024). KPI: B2B/ICT
revenue growth rate; number of new enterprise digital contracts signed.

Objective 2 — Strengthen African fintech position. Actions: scale mobile-money-style
services into adjacent markets; deepen partnerships with local regulators and banks.
KPI: active mobile money users; transaction volume growth.

Objective 3 - Complete network modernisation. Actions: continue 5G rollout, expand
Open RAN pilots, and progress satellite partnerships. KPI: percentage population
covered by 5G; number of Open RAN sites live; NPS movement.

Objective 4 — Deliver cost and efficiency targets. Actions: execute identified operating
expenditure reductions; maintain IT modernisation discipline. KPI: opex reduction
achieved against target; free cash flow versus guidance.

Objective 5 - Protect stakeholder trust. Actions: run the stakeholder engagement plan
alongside restructuring. KPl: employee engagement scores; digital inclusion reach.

Progress should be reviewed quarterly by the Board against FY26-FY30 milestones,
using a combined financial, operational, and stakeholder-focused set of metrics, with
corrective action triggered where KPIs deviate materially from target.

7. Conclusion

The SFA analysis confirms Vodafone's differentiation strategy is well-suited, reasonably
feasible, and broadly acceptable to stakeholders. Its distinctive assets scaled loT
infrastructure, African fintech leadership, and geographic diversification position it to capture
B2B and emerging-market growth while defending against commoditisation in mature
consumer markets. Execution capability and financial discipline support delivery, though
transformation complexity remains the key risk. The recommended strategic direction is to
proceed with disciplined execution, prioritising B2B/ICT expansion, network investment, and

continued digital inclusion commitments as the primary drivers of sustainable value creation.
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