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1. Executive Summary 

Vodafone UK is entering a new phase following the Vodafone–Three merger in May 

2025, creating VodafoneThree, the UK’s largest mobile operator, and committing the 

business to an £11 billion network investment programme over ten years. The merger 

increases Vodafone’s network scale, customer base and capacity to invest in next-

generation connectivity. By May 2026, network integration had enabled up to 28.6 

million customers to access the best available Vodafone or Three coverage, removing 

approximately 16,500 square kilometres of mobile “not-spots” (Vodafone, 2025a; 

Vodafone, 2026a). However, increased scale alone will not guarantee sustainable 

competitive advantage. The UK telecommunications market remains highly 

competitive and price sensitive, with major operators and MVNOs competing through 

price, coverage, broadband bundles and service quality. Strong growth in mobile data 

and 5G usage nevertheless demonstrates continued demand for connectivity (Ofcom, 

2025a).This report therefore recommends a **5G-Enabled Connected Enterprise 

Strategy**, combining VodafoneThree’s enhanced network with Vodafone Business’s 

IoT, cloud, cybersecurity and analytics capabilities. The strategy would target SMEs, 

large enterprises and public-sector organisations through integrated solutions across 

sectors including manufacturing, transport, healthcare, utilities and logistics. SWOT, 

PESTEL, Porter’s Five Forces, Porter’s Generic Strategies and the Ansoff Matrix 

indicate that differentiation through reliable, integrated and secure connectivity offers 

stronger long-term potential than competing primarily on price. Vodafone’s existing 

capabilities, including 205 million IoT connections and its Microsoft partnership, 

provide a strong foundation for this strategy (Vodafone, 2025b). The strategy is 

evaluated using the SFA framework and is considered suitable, feasible and 

acceptable. It responds to growth in 5G, IoT, cloud and AI, while Vodafone possesses 

the technological and financial resources required for implementation. A phased three-

year plan is recommended, focusing on sector-specific solutions, strategic 

partnerships, SME propositions, pilot projects and KPI monitoring. The strategy also 

supports Vodafone’s purpose of “connecting everyone”, its priorities of Customers, 

Simplicity and Growth, and its ambition to become Europe’s leading platform for 

business (Vodafone, 2025b). 

2. Introduction to Vodafone 

Vodafone Group Plc is a major telecommunications organisation operating across 
Europe and Africa, providing mobile, fixed-line, broadband, digital and business 
services. In FY25, Vodafone reported more than 275 million customers across its 
controlled operations, while Vodafone Business served 4.7 million customers within 
an addressable market of approximately €144 billion (Vodafone, 2025b). Its purpose 
is to “connect everyone”, supporting individuals, businesses and communities through 
digital connectivity. Vodafone’s ambition is to become a leading telecommunications 
company in Europe and Africa and Europe’s leading platform for business. Its strategy 
focuses on three priorities: Customers, Simplicity and Growth, with emphasis on 



improving customer experience, reducing organisational complexity and expanding 
higher-growth services such as IoT and business solutions (Vodafone, 2025c). 

Vision, mission and values 

Vodafone’s purpose centres on connecting people, businesses and societies through 
technology while supporting an inclusive, sustainable and trusted digital society. The 
organisation’s Spirit of Vodafone promotes principles including customer focus, 
simplicity, inclusion, trust, responsible innovation and sustainability (Vodafone, 
2025b). These values align with the proposed Connected Enterprise Strategy because 
business customers require reliable, secure and transparent digital solutions rather 
than simply low prices. Vodafone’s sustainability ambitions also support the strategy, 
including its target to achieve net-zero emissions across its value chain by 2040 and 
help customers reduce emissions through digital technologies (Vodafone, 2025d). The 
Vodafone–Three merger further strengthens Vodafone’s UK position by increasing 
network scale and investment capacity. Completed in May 2025, the merger initially 
gave Vodafone 51% ownership of VodafoneThree, with CK Hutchison holding 49% 
(Vodafone, 2025a). Vodafone’s subsequent agreement to acquire the remaining stake 
in 2026 further strengthens its control of the UK business and provides a stronger 
platform for implementing its growth strategy. 

3. Evaluation of the Current Market Situation 
3.1 Strategic environment 

Strategic analysis examines the relationship between an organisation’s internal 
resources and the external environment in which it competes (Grant, 2022). For 
Vodafone, this requires analysis at both the macro level, through PESTEL, and the 
micro/industry level, through competitive analysis such as Porter’s Five Forces. SWOT 
then integrates the internal and external findings into a strategic framework (Gürel and 
Tat, 2017). Vodafone operates in a market characterised by high infrastructure costs, 
strong regulation, rapid technological change and intense rivalry. The VodafoneThree 
merger reduces the number of major UK mobile network operators from four to three, 
increasing scale but also creating regulatory responsibilities and political scrutiny. 

3.2 Micro-environment: Porter’s Five Forces 

Porter (1979; 1980) argues that industry profitability is influenced by five forces: rivalry, 
buyer power, supplier power, threat of new entrants and threat of substitutes. 

 

 

 

 



 

Table 3.2.1. Porter’s Five Forces Analysis of VodafoneThree. 

Framework interpretation: Vodafone should therefore avoid a strategy based mainly 
on price competition. Porter’s analysis indicates that rivalry and buyer power are 
sufficiently strong to place pressure on margins. Differentiated solutions that increase 
switching costs through integrated business services are more strategically attractive. 

3.3 Macro-environment 

The UK telecommunications environment is shaped by political regulation, economic 
uncertainty, changing consumer behaviour, technological development, 
environmental requirements and legal obligations. These factors influence both the 
attractiveness of the market and Vodafone’s ability to exploit its new network scale.  
Technologically, demand is particularly attractive. Ofcom reported that UK consumers 
used more than 1.2 billion GB of mobile data each month during 2025, with 5G data 
use growing by 53% year-on-year (Ofcom, 2025a). This supports the argument that 
network investment can generate additional value when combined with higher-value 
services. The infrastructure environment is also improving. Ofcom’s Spring 2026 
Connected Nations update found that overall 5G coverage outside premises had 
increased to between 76% and 94% for individual mobile network operators, while 5G 
standalone coverage continued to expand (Ofcom, 2026a). VodafoneThree therefore 
enters an environment in which network quality increasingly becomes a competitive 
differentiator. 

3.4 SWOT analysis 

SWOT evaluates internal strengths and weaknesses and external opportunities and 
threats (Gürel and Tat, 2017). It does so through a framework model covering four 
main components: strengths, weaknesses, opportunities, and threats. Strengths and 
weaknesses represent internal factors that are largely within an organisation’s control, 



such as resources, capabilities, brand reputation, and operational performance. In 
contrast, opportunities and threats reflect external conditions arising from the wider 
business environment, including market trends, technological developments, 
competition, and regulatory changes. By distinguishing between internal and external 
factors, SWOT provides a structured approach for assessing an organisation’s 
strategic position and identifying factors that may influence its future performance and 
strategic decision-making. 

 

 

Diagram 3.4.1. SWOT analysis framework guiding questions. 

 

 

 

 

 

 

 



Table 3.4.2. SWOT Analysis of VodafoneThree. 

Vodafone’s strengths are highly relevant to the proposed strategy. The company 
already has substantial IoT capabilities and a large business customer base. Its 
Microsoft partnership is also intended to expand enterprise services, AI, cloud and IoT 
(Vodafone, 2024). This means the recommended strategy does not require Vodafone 
to create an entirely new business model. The main weakness is execution. The 
merger creates significant opportunities for economies of scale, but integration may 
create disruption, employee uncertainty and customer-service problems. Therefore, 
the strategy should be implemented after establishing network reliability and 
integration quality. 

3.5 Real-life example 

A strong practical example is Vodafone’s partnership with AST SpaceMobile. In 
January 2025, Vodafone achieved the world’s first space-based mobile video call 
using an ordinary smartphone from an area without mobile coverage. The technology 
demonstrates how Vodafone can combine terrestrial networks with satellite 
technology to extend connectivity into areas that traditional infrastructure cannot 
economically reach (Vodafone, 2025e). This example illustrates a broader strategic 
principle: Vodafone should not compete only by selling SIM cards and data 
allowances. It should use connectivity as a platform for innovative digital solutions. 
The same principle can be applied to enterprise IoT, connected vehicles, rural 
connectivity and smart infrastructure. 



4. Strategic Growth Options and Proposed Strategy 
4.1 PESTEL framework 

PESTEL analyses the macro-environment through six dimensions: Political, 
Economic, Social, Technological, Environmental and Legal factors (Aguilar, 1967; 
Johnson et al., 2017). The analysis demonstrates that the external environment 
supports technology-led growth but also creates significant regulatory and 
cybersecurity risks. 

 

Fig 4.1.1. PESTEL analysis guiding model. 

 
Table 4.1.2. PESTEL analysis of VodafoneThree. 



4.2 Strategic growth alternatives 

The Ansoff Matrix provides four growth alternatives: market penetration, product 
development, market development and diversification (Ansoff, 1957). The preferred 
approach combines product development and market development. 

Table 
4.2.1. Ansoff matrix of VodafoneThree. 

4.3 Recommended strategy: 5G-Enabled Connected Enterprise 

The proposed strategy is to develop a 5G-Enabled Connected Enterprise platform for 
UK businesses and public-sector organisations. Vodafone already provides IoT 
connectivity and analytics and supports more than 200 million IoT devices globally 
(Vodafone, 2025f). It also has a strategic relationship with Microsoft covering AI, cloud, 
IoT and enterprise services (Vodafone, 2024). The proposed strategy therefore 
leverages existing capabilities rather than requiring unrelated diversification. The 
platform would combine: 

1. VodafoneThree 5G connectivity; 
2. Managed IoT; 
3. Cloud connectivity; 
4. Cybersecurity; 
5. AI-powered analytics; 
6. Edge computing; 
7. Connected devices; 
8. Sector-specific digital solutions. 

Porter’s Generic Strategy 

Porter (1980) identifies cost leadership, differentiation and focus as generic 
competitive strategies. Vodafone should adopt differentiation with a focused market 
approach. Rather than attempting to become the cheapest provider, Vodafone should 
differentiate through network reliability, integrated connectivity, cybersecurity, AI 
analytics, IoT, sector expertise and end-to-end service management. For example, a 
logistics company could purchase a single Vodafone solution connecting vehicles, 
warehouses and employees while providing location data, predictive maintenance, 
cybersecurity and analytics. This creates greater customer value than a conventional 
mobile contract. 



 

Fig. 4.3.1. Porter’s five forces model guidance pattern. 

Strategic alignment 

The strategy directly supports Vodafone’s ambition to become Europe’s leading 
platform for business. It also supports all three corporate priorities: Customers: 
integrated solutions improve customer outcomes. Simplicity: one platform can reduce 
the complexity of managing different technology suppliers. Growth: B2B digital 
services provide higher-value revenue opportunities. The strategy also aligns with 
Vodafone’s purpose of connecting everyone because business connectivity can 
improve productivity, healthcare, transport and public services. 

Fig. 
4.3.1. Porter’s five forces model applied to VodafoneThree. 



5. Strategy Evaluation 
5.1 Suitability, Feasibility and Acceptability 
The SFA framework evaluates whether a strategy is Suitable, Feasible and 

Acceptable, providing a structured basis for assessing the overall viability of strategic 

options (Johnson et al., 2017). It is useful because a strategically attractive idea may 

still fail if the organisation lacks the resources and capabilities needed for 

implementation, or if stakeholders consider the associated risks and outcomes 

unacceptable. 

SFA framework 

Table 
5.1.1. SFA framework for VodafoneThree. 

Suitability 

The strategy is highly suitable because the UK telecommunications market is 
becoming increasingly data intensive. Ofcom’s finding of more than 1.2 billion GB of 
monthly mobile data consumption demonstrates that connectivity demand continues 
to grow (Ofcom, 2025a). However, basic mobile connectivity is increasingly 
commoditised. Vodafone therefore needs to capture additional value from the network.  
The strategy also fits the resource-based view. Barney (1991) argues that sustainable 
competitive advantage can emerge when organisations possess valuable, rare and 
difficult-to-imitate resources. Vodafone’s combination of network infrastructure, brand, 
customer relationships, IoT capabilities, enterprise expertise and technology 
partnerships provides a potentially valuable resource bundle. 

Feasibility 

The strategy is financially and technologically feasible because VodafoneThree has 
committed £11 billion to UK network investment over ten years (Vodafone, 2025a). 
The company has also developed significant IoT capabilities and maintains 
partnerships with major technology companies. The strategy should nevertheless be 
implemented incrementally. Vodafone should initially develop pilots with selected 
sectors rather than attempting simultaneous national deployment. 

Acceptability 

The strategy offers benefits to several stakeholder groups. Shareholders could benefit 
from increased business-service revenue and stronger customer retention. 
Businesses receive productivity-enhancing connectivity. Government benefits from 



stronger digital infrastructure. Employees can develop skills in AI, IoT and 5G. Society 
benefits from improved connectivity and smart infrastructure. However, risks include 
cybersecurity, data privacy, employment changes and regulatory scrutiny. Vodafone 
must therefore adopt “security by design”, transparent data governance and strong 
stakeholder engagement. 

Strategic risk 

The major strategic risk is that Vodafone invests heavily in technology without 
achieving sufficient customer adoption. To mitigate this, every investment should be 
linked to measurable customer and financial outcomes. Pilot projects should be used 
before large-scale capital deployment. A second risk is technological obsolescence. 
Vodafone should therefore maintain partnerships with technology providers rather 
than attempting to develop every technology internally. A third risk concerns customer 
trust. Vodafone’s own reporting identifies privacy, security and resilience as important 
risk areas (Vodafone, 2025b). Consequently, cybersecurity must be treated as part of 
the value proposition rather than merely a compliance requirement. Overall, the SFA 
assessment supports implementation because the strategy fits Vodafone’s resources, 
market conditions and corporate ambition. 

6. Stakeholder Analysis 
6.1 Stakeholder theory 

Stakeholder theory argues that organisations should consider the interests of groups 
that affect or are affected by organisational decisions (Freeman, 1984). Donaldson 
and Preston (1995) further argue that stakeholder management has descriptive, 
instrumental and normative dimensions. Mitchell, Agle and Wood (1997) suggest that 
stakeholder importance can be assessed through power, legitimacy and urgency. For 
Vodafone, the proposed strategy affects customers, employees, shareholders, 
regulators, suppliers, technology partners, local communities and government. 

Stakeholder engagement framework 



 
Fig 6.1.1. Stakeholder power-interest matrix guidance 

Table 
6.1.1. Stakeholder engagement framework for VodafoneThree. 

The highest-priority stakeholders are customers, regulators, employees and 
shareholders because they possess both significant power and interest. Vodafone 
should use regular stakeholder feedback to refine the strategy. For example, 
enterprise customers should participate in pilot programmes before products are 
commercialised. Employees should receive training in 5G, IoT, AI and cybersecurity 
because the strategy depends on new capabilities. Regulatory engagement is 
particularly important because the VodafoneThree merger was approved subject to 



commitments designed to protect competition and customers. Vodafone must 
therefore demonstrate that growth does not result in anti-competitive behaviour. 
Stakeholder engagement should also support Vodafone’s purpose. The strategy 
should not only generate commercial returns but also improve digital inclusion, 
accessibility, sustainability and community connectivity. 

7. Implementation and Monitoring 
7.1 Implementation approach 

The strategy should be implemented over three years using phased delivery. Key 
Performance Indicators (KPIs) convert strategic objectives into measurable 
performance outcomes. Kaplan and Norton (1992) argue that organisations should 
balance financial and non-financial measures rather than relying exclusively on 
accounting outcomes. 

KPI and implementation framework 

Table 
7.1.1. Stakeholder engagement framework for VodafoneThree.  

The diagram shown in fig. 7.1.2 illustrates Porter’s Generic Competitive Strategies, 

which are based on two dimensions: competitive advantage and competitive scope. 

Competitive advantage can be achieved through lower costs or differentiation, while 

competitive scope can target either a broad or narrow market. This creates four 

strategies: cost leadership, which competes across a broad market through lower 

costs; differentiation, which offers unique value to a broad market; cost focus, which 

targets a narrow segment through cost advantages; and differentiation focus, which 

provides specialised value to a specific market segment. For Vodafone, differentiation 



focus is particularly relevant, as it can target specific business sectors with specialised 

connectivity, IoT, cybersecurity and analytics solutions. 

 

Fig 7.1.2. Porter’s Generic Competitive Strategies 

Vodafone should use a balanced scorecard containing four categories as illustrated 
in table 7.1.3 bellow. 

Table 

7.1.3. VodafoneThere KPIs. 

 

 

 

 



7.2 Implementation phases 

Phase 1: Foundation – Year 1 

Vodafone should establish a Connected Enterprise business unit, identify priority 
industries, recruit or train specialist staff and launch pilot projects with selected 
customers. The company should focus initially on logistics, manufacturing, healthcare 
and utilities because these industries can generate measurable productivity benefits 
from IoT and 5G. 

Phase 2: Scale – Year 2 

Successful pilots should be commercialised nationally. Vodafone should integrate 
connectivity, IoT, cloud, cybersecurity and analytics into modular packages for SMEs 
and large organisations. 

Phase 3: Expansion – Year 3 

Vodafone should expand successful propositions into smart cities, connected 
transport, public-sector infrastructure and advanced industrial applications. 
Internationally proven solutions could subsequently be transferred into other Vodafone 
markets. Monitoring should occur monthly at operational level, quarterly at executive 
level and annually at Board level. A strategic dashboard should identify whether 
performance is moving towards targets. Where KPIs remain below target for two 
consecutive quarters, management should conduct a strategy review and either 
modify the proposition, adjust investment or terminate unsuccessful projects. This 
approach reflects Grant’s (2022) argument that strategy requires continuous 
adaptation because competitive advantage depends not only on possessing 
resources but also on deploying them effectively. 

8. Conclusion 
Vodafone UK has a significant strategic opportunity following the Vodafone–Three 
merger. The enlarged VodafoneThree network, supported by an £11 billion investment 
programme, IoT capabilities and technology partnerships, provides a strong 
foundation for growth. However, scale alone will not create sustainable competitive 
advantage. The UK telecommunications market remains highly competitive, with 
strong rivalry, high buyer power and continued competition from MVNOs. Competing 
mainly through lower prices could reduce margins and increase price pressure, 
making differentiation a stronger strategic direction than cost leadership. The 
proposed 5G-Enabled Connected Enterprise Strategy provides a credible route to 
differentiation. By combining VodafoneThree’s network with IoT, AI, cloud, 
cybersecurity and analytics, Vodafone can develop integrated solutions for businesses 
and public-sector organisations, moving beyond connectivity as a commodity and 
delivering measurable customer outcomes. Key opportunities exist in logistics, 
manufacturing, healthcare and utilities, where connected technologies can improve 
productivity, efficiency, monitoring and security. PESTEL and Ansoff analyses identify 
opportunities arising from 5G, IoT and digital transformation, while SWOT confirms 
that Vodafone possesses important resources, including network infrastructure, 



technological expertise, an established customer base, investment capacity and 
technology partnerships. However, these strengths must be effectively integrated 
following the merger, as operational disruption, cybersecurity threats, regulatory 
requirements and uncertain customer adoption could limit success. SFA assessment 
indicates that the strategy is suitable, feasible and broadly acceptable because it 
responds to technological opportunities, reduces reliance on price competition and is 
supported by Vodafone’s existing capabilities. However, customers will require 
evidence of financial and operational benefits, such as lower costs, increased 
productivity, improved efficiency and stronger security. A phased three-year 
implementation should therefore be adopted, beginning with pilot projects in selected 
sectors and using measures such as customer adoption, revenue growth, cost 
savings, productivity improvements and return on investment to assess performance. 
Successful solutions can then be refined and scaled, while underperforming projects 
should be modified or discontinued. Overall, Vodafone should use the merger to 
become not simply a larger telecommunications provider, but a more valuable digital 
infrastructure and business-solutions platform. Successful execution could reduce 
price dependence, increase higher-value B2B revenues and strengthen Vodafone’s 
competitive advantage. 
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