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1. Executive Summary

This paper presents a strategic growth strategy for Vodafone in the fiscal landscape of 2026.
The European telephony industry has been going through a quick maturing process, with
much merger activity in recent years. Vodafone is under severe pressure from aggressive
entrants competing on pricing as well as the significant capital requirements of 5G
infrastructure.

The research said Vodafone needs to transition from being a legacy connectivity provider to
a "Technology Communications" (Techo) strategy. Vodafone can differentiate itself in the
enterprise and B2C categories through a Focus of

Differentiation by leveraging its reputation for network reliability and security to move away
from commoditised price competition.

The proposed approach is built on two pillars, namely Product Development (namely
developing loT, cloud-based digital services for SMEs) and Market Penetration (namely
increasing penetration in high-value connection segments). This plan is supported by the SFA
(Suitability, Feasibility, Acceptability) study. This strategy confirms that the strategy adheres
to Vodafone’s commitment to digital inclusiveness and environmental sustainability. The
paper presents a practical 18-month implementation strategy, underpinned by KPIs focused
on network quality, digital inclusion and operational efficiency to ensure Vodafone leads the
global transition to a fully digitised economy.



2. Introduction to Vodafone

Vodafone Group Plc is a prominent worldwide technology communications corporation at
the crucial confluence of digital infrastructure and consumer services. In 2026 the
corporation further develops its identity, evolving from a typical Mobile Network Operator
(MNO) to an agile “Techo” (Teece, 2018). This transition is driven by a mission to connect
people, businesses and communities for a better future, making society resilient in an
increasingly digital environment. Vision and aim Vodafone’s aim is “to connect for a better
future” and its strategic focus on closing the digital divide with reliable, high-speed
connectivity. The goal is defined by three fundamental pillars: excellent customer
experience, leadership in digital business services, and leadership in the European and
African telecoms markets (Grant, 2022).

Values & Commitments Vodafone’s operating culture is based on three basic values:

Customer Obsession — We strive to deliver an excellent customer experience through stable
network performance and intuitive digital interfaces.

Ambitious Innovation: Investment in 5G, Internet of Things (IoT) and cloud integration to
generate new streams of value (Kraus et al., 2020).

Trust and Integrity: Strong commitment to digital inclusiveness, data privacy and
aggressive environmental targets, including the aim to achieving net-zero carbon
emissions across its entire value chain by 2040 (Hahn, 2018).

By adding these principles to its business model, Vodafone hopes to set itself apart not just
on signal coverage but on the social and economic utility it provides. This strategy is
consistent with current corporate governance norms, where long-term value is increasingly
based on the alignment of stakeholders’ interests (Freeman et al., 2021).



3. current market situation evaluation

The telecom sector in 2026 is a "Techo" change, where traditional connectivity is being

commoditised and value is moving to digital services.

3.1 PESTEL Analysis

Factor

Political

Economic

Social

Technological

Environmental

Legal

Analysis

Geopolitical fragmentation impacts supply chains for 5G
hardware. Strict national data-sovereignty laws require localized
data centres, increasing operational complexity (Johnson et al.,
2023).

Rising interest rates on inflationary pressures have inflated the
cost of debt-servicing for infrastructure-heavy corporations like
Vodafone. This necessitates a change from volume growth to
margin growth.

"“Digital inclusion” is an expectation of society now. Connectivity
is now a basic entitlement in hybrid work and suppliers are being
forced to focus on uptime for homes, not just business districts.

The main driver of competitive advantage is the convergence of
Al, 6G research and loT. Automation of network slicing enables
“connectivity-as-a-service” (George et al., 2021).

Energy use is under the microscope for the industry. Vodafone’s
move to renewable energy for data centres is becoming a crucial
difference in B2B contract bidding (Bocken et al., 2019).

Vodafone is subject to stringent GDPR compliance and the
growing Net Neutrality legislation, which restrict Vodafone's
service bundling and demand ethical data handling.



3.2 SWOT Analysis

Category Factors Strategic Implications




3.3 Analysis of Porter’s Five Forces

Threat of New Entrants (Low): Capital intensive industry. 5G spectrum licensing is expensive
and provides a “moat” for tech entrepreneurs to cross. But the “Big Tech” players (e.g., AWS)
are possible long-term entrants who could exploit cloud infrastructure to replace the basic
connectivity layer (Grant, 2022).

Bargaining Power of Buyers (High) The B2C industry has very low switching costs for
consumers, because of number-portability rules and price comparison sites. B2B big
businesses want custom, high-availability Service Level Agreements (SLAs) and the option to
transfer providers if Vodafone’s “Techo” offerings don’t measure up to cloud competitors.

Threat of Substitutes (Moderate) Connectivity is a need, yet the way of connectivity is
changing. Satellite connectivity is now a real threat to old infrastructure in rural countries,
while Wi-Fi only digital services (OTT messaging/VolP) continue to cut into traditional voice
and SMS revenue streams (Whittington et al., 2020).

Bargaining Power of Suppliers (Moderate) Suppliers of vital network infrastructure (Ericsson,
Nokia, Huawei) hold tremendous power due to the sensitivity of 5G security. Vodafone's
dependence on these few suppliers restricts its capacity to reduce prices without
jeopardising technological interoperability (Teece, 2018).

Competitive Rivalry (High): The competition is quite high. Operators are not simply
competing on signal quality, which is at parity, but on the “bundle” — combining connectivity
with streaming, security and smart-home control. This results in a continuous “race to the
bottom” on pricing unless enterprises can successfully differentiate through specialised
service offerings (Anguini’s & Glavas, 2019).



4. Proposed Strategy and Strategic Growth
Options

To ensure long-term value, Vodafone needs to transition from a volume-based mobile
operator to a specialised Techo provider. We use the Ansoff Matrix to examine 4 main ways
to grow. Market Penetration, Market Development, Product Development and
diversification.

4.1 Evaluation of Strategic Growth Alternatives

Market Penetration: Aggressive pricing to capture share in the existing European
marketplaces. Evaluation: Not accepted. This puts pressure on margins and runs counter to
Vodafone’s high-quality brand proposition (Grant, 2022).

Market Development: Expansion into new geographical areas. Assessment: Reject. This is an
unproductive use of resources in the light of present-day geopolitical uncertainty and the
large capital required.

Diversification - buying companies in another sector (e.g. media production).
Evaluation: Denied. It’s outside of Vodafone’s core capabilities and risks brand dilution.

Product Development (Recommended) Scale 10T, enterprise cloud solutions and finance (M-
Pesa) in the "Techo" portfolio. Evaluation: Selected. This allows us to use our existing
infrastructure to deliver high margin, sticky digital services (Teece, 2018).

4.2 Proposed Strategy: Functional Differentiation Based

Vodafone should employ Focused Functional Differentiation strategy. Rather than compete
as a general “utility provider”, Vodafone will differentiate by: Industrial loT Leadership
Deploying private 5G networks for high-tech production and automated logistics, reliability
tops the purchase criteria. Fintech Integration: Growing M-Pesa into a regional “super-app”
for African countries, building an ecosystem that boosts consumer stickiness and ARPU
(Whittington et al., 2020). Managed Security Services: Providing “sovereign cloud” and
cybersecurity as a premium layer on top of connectivity to address the crucial B2B pain point
of data sovereignty.



4.3. Strategic Rationale

Vodafone leans to Differentiation rather than Cost Leadership to deliver on its purpose to
“connect for a better future”. Cost leadership in telco results in a race-to-the-bottom that
harms long-term infrastructure investment. On the other hand, difference allows Vodafone
to charge a premium on reliability and security, which are important characteristics for
modern enterprises and governments (Freeman et al., 2021).

Vodafone moves to a Techo model, reshaping internal capabilities to respond to market
demand shift. Studies demonstrate that companies that integrate digital transformation with
customer-centric value propositions are more strategically agile in volatile marketplaces
(Kraus et al., 2020). This strategy leverages our existing network assets and creates new, high
margin income streams that are less vulnerable to the price cutting strategies of MVNOs.
This strategic alignment guarantees that Vodafone is an indispensable partner for the digital
economy and not a commodity replacement.



5. Strategy Evaluation

This part is intended to validate the “Focused Functional Differentiation” strategy. In this
regard, the SFA Framework (Suitability, Feasibility, Acceptability) as defined by Johnson and
Scholes (Johnson et al., 2023) is applied.

5.1 The SFA Matrix Analysis

Criteria Evaluation

High. The strategy tackles the key issue of commoditisation, guiding
Vodafone towards high margin Techo services (loT, Cloud, Fintech). It
draws on Vodafone’s distinct size in Africa (MPs) and its proven
enterprise credentials in Europe (Grant, 2022).

Suitability

Moderate. The strategy relies on substantial CAPEX for 5G and Al
integration. However, the recent UK merger with Three and the

Feasibility simplification of the European portfolio provide the necessary
balance-sheet flexibility to fund this transition (Vodafone FY26
Results, 2026).

High. Shareholders should be pleased with the emphasis on higher-
margin B2B and African fintech, an improvement in Return on Capital
. Employed (ROCE) is expected. The necessity for resilient digital
Acceptability . . . L .
infrastructure is driving customers to switch to reliability and security-

focused connections.

5.2 Strategic rationale and assumptions

The changing industrial value drivers justify the strategic option; connection is becoming a
utility, but “contextual intelligence” — the combination of Al, security and loT —is a premium
service (Kraus et al., 2020).

Major Assumptions:

Market Stickiness: It is anticipated that enterprise customers prefer security and reliability
over the absolute lowest pricing point. If firms become only price sensitive, the
differentiation strategy may have to be adjusted (Teece, 2018).



Regulatory Support: The approach assumes ongoing support from regulators for
“scaled infrastructure” efforts as indicated by recent pro-investment spectrum
decisions in the UK and European markets (Vodafone FY26 Results, 2026).

Technological Integration The assumption is that the integration of generative Al throughout
support and network operations will produce the required ~€1bn in net EU OPEX reductions
by FY2027-FY2030.

5.3 Comparison Evaluation

“Focused Functional Differentiation” offers better protection of margins than the rejected
strategy of “Market Penetration” based on growth in volume in a saturated market.
“Diversification” (e.g. media creation) might open new revenue streams, but it lacks the
operational synergy of our current Techo vision. Vodafone’s focus on loT, Cloud and Fintech
use its “dynamic capabilities” — the capacity to integrate, grow and reconfigure internal and
external skills to handle quickly changing contexts (Teece, 2018). This strategy is not only an
extension of the past but a strategic pivot in line with the structural development potential
identified in both the European B2B and African fintech landscapes.



6. Stakeholder Analysis

Effective strategic execution in telecommunications hinges on managing complex
stakeholder interdependencies. Freeman’s (1984) Stakeholder Theory helps us understand
that Vodafone’s success is not only about shareholders but about creating value for a wide
network of players.

6.1 Stakeholder Mapping

Using Mendelow’s Matrix, we categorize stakeholders based on their power to influence the
"Techo" pivot and their interest in its outcome:

Stakeholder Power Interest Strategy
tewtos (08 o e T
Ofcom, EU) g g P y_ ¥, 8
compliance.
Key Player: Consistent financial
ti t t
Institutional Investors High High reporting, ransparen

communication on ROCE and
Techo transformation.

Keep Satisfied: High SLA

: High Medium (Se.rwce—LeveI. Agr.eement).
Clients uptimes, security first cloud
solutions.

Business/Enterprise

Keep Informed: Technical roadmaps
Medium High and cybersecurity standards are
closely interrelated.

Hardware Partners
(Ericsson/Nokia)

Keep Informed: Reliable
B2C Consumers Low High connectivity; “super-app” digital
value-adds.



6.2 Stakeholder Engagement Strategy

Vodafone will establish a Sustainability & Innovation Council to govern these relationships.

High Power/High Interest: The Board will drive quarterly direct interaction, especially with
institutional investors and key national regulators, to align on the long-term “Techo” agenda
and the consequences of the UK Three-Vodafone integration.

For Enterprise Clients: We will shift from a transactional relationship to a “Partnership”
model, employing co-innovation laboratories to develop private 5G and edge computing
solutions for certain industries (e.g. automotive or healthcare).

For Strategic Hardware Partners: We will co-develop “Cyber-Resilience Workshops” to
ensure the infrastructure rollout (5G/6G) remains secure and complies with rising
sovereignty standards, reducing supply-chain friction (Freeman et al., 2021).

Vodafone brings stakeholders on board, considering them as partners in the digital shift, not
outsiders. This reduces opposition and speeds up the acceptance of new digital service lines.



7. implementation and monitoring

The implementation strategy to transform Vodafone from a traditional telecom operator to a
Techo is focused on agility, operational efficiency and scalable digital service expansion.

7.1 Schedule for Implementation

The 18-month rollout will be split into three phases:

Phase 1 (Months 1-6): Foundation & Integration - Create the ‘single data ocean' to allow for
Al-driven insights and operational integration of the UK merger (Vodafone Group FY26
Results, 2026).

Phase 2 (Months 7-12): Scale Digital Services: Deployment of expanded B2B “Sovereign
Cloud” services and scaling of M-Pesa’s digital financial ecosystem into additional African
markets.

Phase 3 (Months 13—-18): Full Techo Autonomy: Deployment of autonomous, Al managed
network slicing to optimise real-time traffic and proactively identify and resolve possible
service bottlenecks (Opare Solutions, 2025).

7.2 Governance and flexibility

We will create a “Dual-Speed” governance framework to ensure success. While Core
Connectivity will still be focused on stability and high-uptime performance, the Techo Digital
Unit will operate with the agility of a start-up, employing “sprint-based” project
management to innovate on product improvements. In addition to the standard quarterly
business evaluations, the company will also have regular “Techo

Performance Reviews” to ensure the company can pivot quickly in response to changes in
market conditions or competition threats in the cloud/satellite sectors. This framework
overcomes the “incumbent’s dilemma” by making sure that innovation is not constrained by
legacy operating requirements (Huawei, 2026).



7.3 Monitoring and KPIs

We will track success using a tiered KPI framework that connects operational transformation
to financial outcomes:

KPI
Category

Key Metrics Strategic Goal




8. summary

In summary, Vodafone’s transition to a “Techo” model is not only about rebranding, but an
operational must in the 2026 telecoms world. Vodafone rises to the twin challenges of
market commaoditisation and infrastructure rivalry by transforming from legacy connectivity
provider to dedicated digital services partner. The strategy — concentrated functional
differentiation via loT, sovereign cloud and fintech ecosystems — utilises the firm's unique
global scale and established trust.

The SFA framework confirms the appropriateness, feasibility and acceptability of this
strategic direction if the business is committed to operational agility and digital inclusion.
Whether this will be successful, however, depends on execution, especially around
integrating Al-powered automation and managing stakeholders strategically. By
concentrating on these areas, Vodafone will protect its market position and unleash high-
margin growth, ensuring it stays at the core of the digital economy for the next decade.



10.
11.
12.

13.
14.
15.
16.

9. references

Aguinis, H. and Glavas, A. (2019). On Advances with Theories of Corporate Social
Responsibility. Journal of Management.

Brocken, N.M.,, et al. (2019). A Review and Evaluation of Circular Business Model
Innovation. Journal of Business Models.

Deloitte (2026). 2026 Global Telecommunications Industry Outlook.

Freeman, R.E. (1984). Strategic Management: A Stakeholder Approach. Pitman.
Freeman, R.E., Phillips, R. and Sisodia, R. (2021). Stakeholder Theory: The State of
the Art. Cambridge University Press.

George, G., Lakhani, K.R. and Puranam, P. (2021). The impact of modern digital
technologies on the work of strategy. Strategy Science.

Grant, R.M. (2022). Contemporary Strategy Analysis. 11th edn. Wiley.

Hahn, T., et al. (2018). Cognitive Frames in Corporate Sustainability. Academy of
Management Review.

Huawei (2026). Techo 1.0: Enabling the Telco to Techo Transformation.

ING Think (2026). Telecoms Outlook 2026: Communicate, work and play.

Johnson, G., et al. (2023). Exploring Strategy: Text and Cases. 12th edn. Pearson.
Kraus, S., et al. (2020). Digital transformation: An overview and research agenda.
Review of Managerial Science.

Teece, D.J. (2018). Business models and dynamic capabilities. Long Range Planning.
Tieto (2026). Telecom Trends 2026: Al, Edge, and Sovereign Cloud.

Vodafone Group (2026). FY26 Preliminary Results. London Stock Exchange.
Whittington, R., et al. (2020). Exploring Strategy: Text and Cases. 12th edn. Pearson.



