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1. EXECUTIVE SUMMARY
Vodafone PLC is a private limited company incorporated in England and Wales and is located at Newbury, Berkshire with global headquarters in London.  It was launched in 1985 in the UK and continues to operate as a mobile telephone network provider. In this report the company shall be referred to as the Organisation. 
The Organisation operates as a telecommunications company providing mobile telephony products, telephone and data services along with related services to the general public. It operates in 21 country markets and 48 partner markets around the world and is a leading telecoms provider in Europe and Africa.
The organisation outlined its strategic objectives which were customers, simplicity and growth. Key Strategic Areas were, Balanced focus on business and consumer, Consumer back to basics to win in the market, Leaner organisation focused on value and Portfolio right sized for growth. 
It conducted an analysis of it resources along with value of the company and identified that they were the existing network technology infrastructure, retail stores, the brand and reputation. The customer service employees and knowledge were also considered to be a resource. Also an analysis was conducted on the competitive environment.

The Porter 5 Forces were then used to identify the forces where competitive advantage could be ascertained. The strongest force was the threat of new entry and the weakest was identified as the threat of substitutes. Using Porters Generic Strategies, the organisation considered the best strategy to adopt in relation to the business. It was considered whether to follow a differentiation strategy or focus strategy of the organisation’s products and services. With Ansoff’s Growth Matrix, the organisation considered the different options of growth to see if existing markets or products should be grown or new products or markets.

In conclusion, the organisation had an established brand and reputation over 38 years utilising successful strategies of growth through. The recommendation outcome was to consider or agree upon a differentiation or focus strategy to improve competitive advantage and by investing and improving the technology systems at the Organisation. 

The proposed strategy at business level would be:
I. Invest in new technology throughout the organisation.
II. Enable systems to allow better customer engagement.
III. Provide training to the customer service employees
At corporate level, the steps would be:
IV. Consider a differentiation strategy to target specific segments
V. Identify and determine if a focus strategy can be applied to niche segments
VI. If necessary, consider one or more different strategies.
VII. Consider increased investment in marketing the strategies.
It should commence this strategy incrementally initially, to see if this can be successfully implemented and rolled out across the organisation without loss of productivity and ideally to increase profits. 
2. INTRODUCTION
Vodafone PLC is a private limited company incorporated in England and Wales and is listed on the London Stock exchange.  Its registered office is located in Newbury, Berkshire with the global headquarters based in London. It was launched in 1985 in the UK and continues to operate as a mobile telephone network provider. In this report the company shall be referred to as the Organisation. 
The Organisation operates as a telecommunications company providing mobile telephony products, telephone and data services along with related services to the general public. It operates in 21 country markets and 48 partner markets around the world and is a leading telecoms provider in Europe and Africa.

It is a mobile network carrier that provides mobile carrier services The primary products and services are smartphones, broadband, mobile internet data and telephone services. It provides its services to 323 million mobile customers around the world and has 104,000 employees.
In the UK, the Organisation is one of four mobile networks. The other major networks being EE, O2 and Three The operation of the organisation consists of a mobile network infrastructure along with retail stores throughout the UK in most major towns. 
The organisation has been trading since January 1985 and is well established in the UK.  For year ended 31st March 2023, the group turnover was €45.7 Billion with an operating profit of €14.3 Billion.
This report will examine the Organisation’s strategic purpose and direction post Covid-19 focusing on how to improve customer care, competitive advantage and provide future resilience using strategic theory and models. The report will primarily focus on Vodafone operations in the UK.
3. Analysis and review of the Organisation
In order to develop a strategy for the organisation, it will be necessary to ensure that the organisation’s purpose is clear. Purpose is often simplified to ‘profit maximisation’ by writers such as Michael Porter or ‘survival’ by Oliver Williamson.

Purpose is fundamental to the strategy of the organisation and needs to be sufficiently narrow to be achievable and broad enough to allow scope for development. It will develop from a consideration of the organisation’s customers and its competitive resources. The organisation does not have a single purpose. It would be expected for it to have purpose for to increase profits and grow as an organisation. Generally, an organisation could have several purposes and a simplified definition of purpose is desired in order to focus on specific objectives and communicate those within.

Vodafone purpose is “to connect for a better future” (Source – Vodafone PLC Annual Report 2023)




3.1 Strategic Objectives
Roadmap
[bookmark: _Hlk144387116]Based on three priorities for Vodafone: customers, simplicity and growth.
Key Strategic Areas
1. Balanced focus on business and consumer. 
2. Consumer back to basics to win in the market.
3. Leaner organisation focused on value.
4. Portfolio right sized for growth. 
Organisation Ambition
5. Best telecommunications company in Europe & Africa. 
6. Europe’s best platform for Business.
The objectives and strategy need to encompass the key factors for success in the industry. The areas that need to be considered are the resources of organisation and the competitive environment in which the organisation operates. 

3.2 [bookmark: _Hlk108028098] The Organisation’s Resources and capabilities
[bookmark: _Hlk108028163]The resources of an organisation are those assets that deliver value added in the organisation. The capabilities of an organisation are the skills that generate value from the resources of the organisation. The organisation needs to identify where value is added and to explore and enhance the competitive advantages of its resources. 

There are tangible and intangible resources. The tangible resources are the physical resources. For Vodafone, these have been identified to be the offices and sale stores (located in most major towns in the UK), the technology and equipment. The biggest tangible resource is the cellular network and infrastructure deployed in the UK providing mobile telecommunications to consumers and businesses,

One could argue that the customer service call centres and customer facing employees are also a tangible and important resource.

The intangible resources are those that do not have a physical presence such as branding, reputation. Vodafone is one of four major telecoms operators (along with O2, EE and Three) and it has built up a very recognised brand in the UK and Europe which has established a good reputation over 38 years of operation. These in themselves would be significant resources.


To identify those resources of the organisation that are most likely to deliver Strategic Competitive advantage involves a degree of judgement. A number of strategists have suggested some possible areas for consideration–namely, distinctive capabilities, core competencies and knowledge. 

In the analysis of resources, John Kay argued that the distinctive capabilities of an organisation’s resources are particularly important in delivering competitive advantage. Distinctive capabilities relate to three possible unique resource areas in an organisation: architecture, reputation and innovative ability.

1. Architecture is the network of relationships and contracts both inside and outside the firm. Its importance lies in its ability to create knowledge and routines, to respond to market changes and to exchange information both inside and outside the organisation. 

2. Reputation is the strategic standing of the organisation in the eyes of its customers and other stakeholders. 

3. Innovative capability is the special talent possessed by some organisations for developing and exploiting innovative ideas. 

There are three principal areas that need to be analysed. (Ohmae’s three Cs)
Customers - What do customers want? 
· Identify who the existing and potential customers are. Why do they utilise the firm and not competitors.
Competition - How can the organisation beat or at least survive against competition?
· Who are the main competitors and why do clients go to them? 
Corporation - What special resources does the company itself possess
·  how do they compare with those of competitors? 

The organisation needs to focus on the key factors for success to maintain Sustainable Competitive Advantage in the future and maintain resilience against competitors.

In order to develop or enhance customer care whilst considering value and competitive advantage, the organisation must also be able to deploy and share these resources, and to co-ordinate the activities effectively across the organisation. 

3.3 Knowledge of the Organisation as a resource
Organisational knowledge can be a basis of competitive advantage. This is organisation-specific, collective intelligence, accumulated through formal systems and people’s shared experience. 

The focus here would be to capitalise upon the organisations 38 years of customer service and sales experience in the UK (and Europe or beyond). There are dedicated customer service departments and organisation has vast experience of dealing with UK customers and providing aftercare. It has several call centres and a network of retail stores throughout the UK.  This experience is considered to be a resource as knowledge retained by the organisation.

The knowledge can take the form of information resources such as a systems manual or market research and intelligence. Other knowledge is more personal, context-specific and would be the experience gained by the customer service employees and managers. 

It could achieve competitive advantage in the method of managing and developing organisational knowledge or experience and how they draw upon and this experience-based knowledge in the organisation.
3.4 Value of the Organisation
The primary activities of an organisation are: 

• Inbound logistics - receiving the goods from suppliers such as mobile telephones, tablet computers and similar goods, handling and transporting them within the company and to their retail stores.
 
• Operations. This is the production area of the company and will focus on the mobile network, the infrastructure and its operations. 
 
• Outbound logistics. These distribute the final product to the customer. For Vodafone this will be the provision of mobile and data services to the consumers or end user

• Marketing and sales - brings to the attention of customers the products or services the company has for sale. In this case, it will be mobile telephony and data services, along with telephones, tablet computers and related products.

• Service – For Vodafone, this will be retail sales service, product aftercare, customer service for current mobile customers. 

According to Michael Porter, these activities will add value to the organisation. These can be assessed for its contribution to sustainable competitive advantage.

4. COMPETITIVE ENVIRONMENT ANALYSIS

4.1 Market Analysis

The organisation should start with some basic factors that can divide the into three areas: 

1 Market definition and size;
2 Market growth.
3 Market share.

Market definition and size – ‘What is the size of the market?’  It would be fair to say that the whole of the UK would be the market. Vodafone network coverage is 99% of the UK and is comparable to the other networks which also have around 99% UK coverage.

Market growth - In establishing the size of the market, it is also common practice to estimate how much the market has grown over the previous period. Post Covid-19 the market has grown but remained fairly stagnant.

Market share - is very large in comparison as there are only 3 other major networks firms that have a market share. Vodafone generally has around 20-25% market share which is comparable to compare to say EE which has 25-29%

Whilst such an environmental analysis can be useful in defining strategy, it is difficult to provide figures other than best estimates. The overall strategy has to consider other factors discussed below.

5. DEVELOPING THE STRATEGY
5.1 PORTERS FIVE FORCES
In order to formulate a strategy an analysis has to be undertaken of the forces influencing the organisation.  This analysis is often undertaken by utilising the Porter’s Five Forces Model (Michael Porter 1981).

He identifies five basic forces that can act on the organisation:
 
1 the bargaining power of suppliers; 
2 the bargaining power of buyers; 
3 the threat of potential new entrants;
4 the threat of substitutes; 
5 the extent of competitive rivalry. 
[bookmark: _Hlk121828484]Supplier Power - The bargaining power of suppliers
Virtually every organisation has suppliers of raw materials or services which are used to produce the final goods or services. Vodafone, along with the other telecommunication companies in the UK, O2, EE and Three will require supplies such as mobile telephones, tablet computers, data modems. Samsung, Sony, Apple, Huawei, are some of the many companies that can supply Vodafone. Porter suggested that suppliers are more powerful if there are only a few suppliers, however in Vodafone’s case this does not appear to be an issue. In fact, there are even rivalries amongst the suppliers. For example, Samsung will not want Apple to gain an advantage with Vodafone and will ensure their products are priced accordingly. Vodafone has contracts with multiple companies and are able to deliver a wide range of products alongside their mobile services to their customers. 

Threat of substitutes
In the UK, there are only 4 major networks, Vodafone, O2, EE and Three with differing market shares. There are also many third-party providers using the same networks (Tesco, Sky, Lebara) with similar products and services such as mobile telephones, mobile services, broadband and data services. In the UK, there are plenty of organisations providing a lot of the same products and services and there is plenty of choice of substitutes. 
The bargaining power of buyers
Porter used the term buyers to describe what might also be called the customers of the organisation who consume the products and services provided. At present, Vodafone operates with millions of customers and does not rely upon a few consumers. If this changed then it could be faced with little option but to negotiate because it would be in a weak position. What could be more problematic is where there are large corporate clients with thousands of contracts. These corporate clients could force Vodafone to negotiate a better price or deal which would result in lower profits.

The organisation should focus more on the differentiated services to create better competitive advantage.  This force should encourage the organisation to consider what is needed to provide customers with a better service and perceived value.
Threat of new entry- Potential New Entrants
New firms could become threats to the organisation if it was easier to set up. Porter argued that there were seven major sources of barriers to entry: Economies of scale, Product differentiation, Capital requirements, Switching costs, Access to distribution channels, Cost disadvantages, Government policy.

For a telecommunications network, the major considerations would be obtaining Government Regulator approval (without which it would not be possible to operate in the UK). There would be a huge set up cost such as purchasing a government licence which are usually in the billions of pounds, along with the cost of building or setting up a mobile network. This force is likely to be weak in the telecommunications market since the industry consists of only four major network providers, but combined with the third-party mobile providers, there an increasing degree of strength among rivals which will have a significant impact on the strategic planning. It may need to do some additional investigation into the competitive advantages of rivals. 

Extent of Competitive rivalry:
This force can be treated as the sum of the other four forces, although competitive rivalry is a separate force. It is inevitable that the organisation will be in competition with other companies that provide the same services. There are three other major networks and several other companies that provide the same services but by utilising the same networks as a third-party provider. The main examples of this are Tesco, Id Mobile, Lebara and Sky mobile. Therefore, Vodafone faces high rivalry from competitors who are able to provide services for a lower price.
From the analysis above, the two weakest forces are the threats of substitutes and competitive rivalry. In devising the strategy, the main focus should be on the remaining three forces. The first stage would be to establish a strategy to improve value and competitive advantage. It also needs to incorporate a differentiation strategy to provide services that are clearly different to those provided by competitors, rather than just at a lower price. For example, it could provide additional services to its customers or a loyalty scheme that provides discounts for customers at other retail outlets (similar to the Three + loyalty scheme) use its extensive worldwide network to provide cheaper and better roaming services than its competitors. 
[bookmark: _Hlk144126852]5.2 Porters Generic Strategies
To expand the strategy further, the Organisation needs to consider Porters Generic Strategies developed by Michael Porter in 1985. He noted that there was higher profitability with high or low market share, and the least profitable were those with a moderate market share. Long term strategic advantage would come from strategies in the fields of cost leadership or differentiation. This is shown on the diagram below:

[image: Treemap chart

Description automatically generated with medium confidence] 

Source: Johnson, G., Whittington, R., Scholes, K., Angwin, D., Regner, P., (2017), Exploring Strategy Text and Cases

Broad Cost Leadership – being the leader in low costs in your industry.
Broad Differentiation – selling a unique product or service to your customer.

Focus – cost leadership or differentiation for a target segment

Examples of cost leadership would be Poundland or Ryanair which are leaders of low-cost items in the UK. From the other networks, the cost leader is Three which consistently offers low priced contract deals throughout the year. 
Organisations using a differentiation strategy would be Apple or Emirates Airline. From the Networks it would be EE as they rely upon high pricing, but better coverage and reliability compared to their rivals.
For the organisation, a Costs Leadership strategy would mean providing the services at a lower cost than competitors, which would result in the ability to reduce charging rates. This could be achievable by reducing staff costs or by investing in technology which improves the process to provide services. At present, the network Three appears to be the costs leader in the telecoms market with lower priced contract deals compared to Vodafone, O2 and EE.  However, offering deals to compete with Three may not be the best strategy for brand image of the organisation.
A better strategy that the organisation should consider is a Differentiation Strategy which focuses on quality, exclusivity, high client-care levels. If the organisation can create or improve its customer care or offer services, which are difficult or expensive for rivals to replicate then it would increase competitive advantage. 
In order to pursue this strategy, it will be necessary to understand the value placed on the services provided and by training employees to deliver skilled and experienced services. It may also be necessary to invest in additional technology to provide the enhanced services.

It would also need to consider the potential problems that may arise.  One of these is that it may be difficult estimate whether the extra costs incurred through differentiation can be recovered by charging higher prices. Additionally, If this strategy is successful, it may attract the competitors to copy the same strategy. These problems can be overcome but then it makes the strategy less attractive.

If the organisation chooses a Focus strategy it will need to decide if there is a service or product that will add value for focussed groups of clients that aren’t available in the broad market.  The organisation would select a segment or multiple segments and tailor the strategy to focus on these (and by excluding other segments). 

Porter argued that a focussed approach could be taken by:

1. Cost focus – cost advantage in the target segment only
2. Differentiation focus – seeks differentiation in the target segment only.

The organisation could target a small, specialised group of customers and provide cheaper services in that segment or provide a service with exceptional quality. It would also need to consider the problems with focus strategy, such as the target may be too small to get attention, or it may be too specialist and then disappear over time 

An example of a focus strategy could be to improve network coverage or introduce 5G services in rural areas to target the customers that live in those particular areas. The improved coverage could make Vodafone the network of choice in rural areas for which they could charge a higher price.

Vodafone would need to consider the most appropriate strategy could be a differentiation strategy or a focus strategy. The organisation could also target improvements in customer service, aftercare services and provide additional products or service that provide an advantage over the competitors. If conducted successfully then it will enable the organisation to focus on providing better services and improved client care with increased revenue.


5.3 ANSOFF GROWTH MATRIX 
The organisation also needs to consider growth in its strategies. The Ansoff Matrix is a strategic tool for considering growth (developed by H.Igor Ansoff 1957). It offers four strategic choices – Market Penetration, Market Development, Product Development and Diversification. 
This is illustrated below:
[image: A diagram of a product

Description automatically generated]
Source: Lynch, R., (2018), Strategic Management 8th edition, Pearson: Harlow 

The matrix identifies the product and market options available to the organisation and specifically in relation to markets and products. It has to consider whether to expand the existing products and market or to launch new products and moving into new markets along with withdrawing from markets and moving into unrelated markets. 

Market penetration or Expansion – This in the existing market and within the organisation’s current range of products or services. The aim would be to attract existing customers without inviting retaliation from the competitors (increased competition could negate any gains and lessen profits). The advantage is that it enables the organisation to remain in familiar markets and products This option is easier if market share is low or growing. In Vodafone’s case, the market share is fairly high, and it needs to ensure that any strategy does not result in loss of customers due to retaliation by the other networks. Market penetration could be achieved by increased investment in marketing and by seeking ways to engage the current customers (customer loyalty schemes, incentives). It could also consider competitive pricing but must be careful not to invite rivals to do the same thereby starting price wars. 


Market development – this would be using existing products where the organisation seeks to attract new customers from its existing product or services. It could seek to gain new segments or market in new geographical areas to bring in new customers. This would be a relatively easy task and could be as simple as some slight repackaging or promotion to a new market. It may be possible to attract some new customers by utilising promotions or some competitive pricing. It could also be possible by providing services such as 5G internet in areas or customers that don’t current receive these services.

Product development – This would be new products for an existing market and not just a minor variation of existing products.  The reasons for the organisation to do this could be to exploit new technology or to protect market share. The organisation will need to ascertain if this is necessary and if there is a demand for new products or services before taking this step. An example of this was when Vodafone entered the home broadband market to complement the range of services. This is a potential area that requires innovation, but it may represent a threat to existing products and services. It could also be an opportunity to take market share from competition. 

Diversification - When an organisation diversifies, it moves out of its current products and markets into new areas. This is an unknown area and will carry a higher degree of business risk. However, the organisation may minimise this risk if it can diversify into a related market. Vodafone has previously used this strategy in bringing other telecommunication products to the market which not part of their core products (e.g., mobile telephones) such as broadband routers. An option could be Vodafone TV in the UK which is providing TV services and is something the organisation already provides in European countries such as Ireland, Spain, Germany. However, it would need to assess the demand and risk of diversifying in this way compared to costs and profits attainable.
6. OTHER CONSIDERATIONS - to improve customer/client care
According to Mckinsey and Company in the report “the Care of One – Hyper Personalization of Customer Care” (2020) it states that to improve and deliver hyperpersonalised customer care:
“….companies will need to elevate their game with new strategies, technologies, and processes that tailor the care experience to each customer’s needs and journey..”. 

Hyperpersonalization of customer care consists of four elements: 

I. Knowing your customers—Companies that know their customer will be able to engage much more effectively.

II. Reacting to customers before they even know they need you. Data and analytics can enable prediction of customer needs and solve issues

III. Integrating technologies and contacts across all channels. To enable a  seamless customer experience, collaboration of customer care, product development, marketing, and operations. 

IV. Implementing real-time agent tools. Can reduce barriers to addressing customer needs and resolving problems.

The technology could be implemented for getting to know clients, integrating across all channels for clients to be provided real time information. The organisation could see if these could be implemented within the customer service or sales systems to enhance customer care and aftercare.
7. MEASURING THE SUCCESS OF STRATEGIES
The organisation will need to measure the success of any strategies, either with economic performance or other performance indicators

Economic performance can be measured in three ways. 

1. Performance in the markets - sales growth or market share.
2. Accounting - profit margin or return on capital employed. 
3. Financial – increase/decrease in share price. 

These economic measures may seem objective, but they can be conflicting, and they are best evaluated by more than one measure. 

Other ways to measure would be through Performance comparisons. There are three main comparisons:

1. Organisational targets – performance criteria or targets. overall vision and mission or sales growth or profitability.

2. Trends over time – measure whether performance is improving or declining over time. 

3. Comparator organisations - performance compared to other competitors.

The organisation would have to measure over a reasonable period of time to assess if the strategy is working and it is easier for established companies like Vodafone. As there are three major competitors which have operated for many years, it should be possible to compare with the competitors’ performance. 


8. CONCLUSION

[bookmark: _Hlk100327048]It can be argued that Vodafone already has a proven track record of successful strategies. There has been consistent growth through geographic expansion, particularly in Europe and Africa along with acquisition of new customers and retention of existing customers.  

The organisation has built an established brand with a reputation established for over 38 years. This is evidenced by the yearly economic performance and the market share in the UK. There is a lot of competition in the mobile market so there may be more success with a differentiation or focus strategy.

In formulating any future strategy there should also be a focus on improved customer care and enhanced services or customer loyalty schemes to improve competitive advantage in the marketplace. It should take advantage of its available resources which are the employees, network of retail stores throughout the UK along with and the technology infrastructure. Any strategy should include investing and improving technology to better service clients. With improved computer systems it will be able to provide better operational efficiency and deliver higher standard client service.  

With this strategy, the organisation can improve its brand image or reputation and competitive advantage. If it can succeed in providing superior client care, then it can add value to the organisation which can increase revenue and ultimately profitability.

9. RECOMMENDATIONS
The recommendation is to consider and agree upon a differentiation or focus strategy to improve competitive advantage and by investing and improving the technology systems at the Organisation. 
The proposed strategy at business level could be to:
VIII. Invest in new technology throughout the organisation.
IX. Enable systems to allow better customer engagement.
X. Provide training to the customer service employees.
At corporate level, the steps could be to:
XI. Consider a differentiation strategy to target specific segments.
XII. Identify and determine if a focus strategy can be applied to niche segments.
XIII. If necessary, consider one or more different strategies.
XIV. Consider increased investment in marketing the strategies.
It should commence this strategy incrementally to see if this can be successfully implemented and rolled out across the organisation without loss of productivity and ideally to increase profits. The organisation needs to ascertain what is the optimum environment to improve services and client care whilst adding competitive advantage and value. 
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