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WHO SHOULD READ THIS REPORT

KEY QUESTIONS ANSWERED IN THIS REPORT

About this report
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The number of announcements for IoT partnerships between 

mobile network operators (MNOs) and public cloud providers 

(PCPs) is growing, but the rationale for such partnerships is often 

unclear.1

This report provides a framework for the IoT service areas that 

are the subject of such partnerships. It examines MNOs’ 

motivations for forging partnerships with PCPs based on their 

position in the IoT value chain, and provides recommendations for 

MNOs that are well-established in the IoT market as well as those 

that are new entrants to the IoT market. It is based on several 

sources: 

▪ Analysys Mason’s internal research on IoT and cloud 

computing 

▪ interviews with key stakeholders that are active in the IoT 

market and are forging partnerships with PCPs for IoT. 

1 Public cloud providers refers to players such as AWS, Google Cloud and Microsoft Azure.

▪ Which IoT service areas are subject to collaboration and competition 

between MNOs and PCPs?  

▪ What are the benefits to MNOs of collaborating with PCPs for IoT and 

what threats do PCPs pose? 

▪ How are MNOs working with PCPs to build/deliver new IoT services? 

▪ MNOs’ IoT teams that are responsible for partnerships with PCPs.

▪ MNOs that have established IoT business units and want to 

understand the opportunities and threats of working with PCPs.

▪ MNOs that are entering the IoT market and are evaluating the benefits 

of working with PCPs to build their IoT propositions.

▪ PCPs that would like to better understand MNOs’ IoT aspirations and 

the IoT value chain. 
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Public cloud providers (PCPs) and MNOs may be able to 

enhance their IoT offerings by forming partnerships, but PCPs 

also pose a threat to MNOs’ IoT businesses. MNOs should 

therefore evaluate the benefits of working with PCPs and the 

threats they pose based on their strategy for each IoT service 

area.   

All MNOs with IoT business units are building partnerships with 

PCPs, but the rationale for these partnerships and the value that 

they bring to MNOs’ IoT businesses will depend on each MNO’s 

IoT strategy. This report provides a framework for evaluating the 

types of MNO partnerships with PCPs and the benefits and risks 

to MNOs’ IoT businesses. 

Figure 1: Benefits for MNOs of partnering with PCPs for IoT and 

associated risks
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Executive summary

KEY RECOMMENDATIONS

▪ All MNOs, regardless of their IoT strategies, should analyse the 

advantages of moving from capex-intensive assets to cloud-based 

assets for IoT. Capex efficiencies, time-to-market and scalability are 

important considerations. 

▪ MNOs should evaluate how PCPs can increase their future options for 

IoT. They should mitigate the risks of lock-in and competition by 

working with several PCPs. 

▪ MNOs should use PCPs as a channel to market. If they do not, they 

risk missing out on selling to a broader customer base and losing out 

to disruptive competitors.  
Source: Analysys Mason

Benefits Risks
IoT network (public)

IoT-to-cloud connectivity

IoT network (private)

Edge computing

IoT platform

Channel to market

Lower capex and faster 

time to market

MNOs with existing IoT 

networks must reinvest

Meet enterprise 

customers’ needs

Enterprises may bypass 

MNOs’ IoT assets

Alternative supplier of 

network components 

and edge compute

Might struggle to 

differentiate

Can offer new services 

without building their 

own solution

Might struggle to 

differentiate

Lower capex and faster 

time to market

Might struggle to 

differentiate; locked into 

a single PCP’s roadmap

Extended reach to new 

markets
Relegation to wholesale 

connectivity provider role



Collaborations between MNOs and public cloud providers for IoT: framework and analysis

Challenge: PCPs can provide MNOs with important enablers, but they also pose a 

threat to MNOs’ ambitions to sell IoT services

PCPs have assets that could help MNOs to sell more than IoT 

connectivity and deliver IoT services more cost effectively. 

However, PCPs also pose a threat to MNOs’ IoT businesses.

MNOs’ decision about whether to partner with PCPs, and if so, for 

which services, will depend on factors such as: 

▪ whether the MNO is an established player in the IoT market 

or a new entrant

▪ the size of the MNO’s existing investment in IoT

▪ the MNO’s strategy for moving into new areas of the IoT 

value chain. 

Both MNOs and PCPs are moving beyond their core businesses of 

connectivity and cloud compute, respectively, to develop services 

in other areas of the value chain, thereby increasing the risk of 

direct competition. The risks for MNOs are linked to the following. 

▪ Investment. MNOs that have already invested in developing 

or acquiring platform and application assets are more at risk 

than those that only provide connectivity. These MNOs will 

compete directly with PCPs in the application service area, 

which is the most lucrative area of the IoT value chain 

(Figure 2).  

▪ Future options. MNOs may be restricted to taking a 

connectivity-only strategy because competing with PCPs 

further along the value chain will be high-risk. 

Figure 2: IoT value chain revenue by component 
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▪ Differentiation. MNOs are just one of several routes to 

market for PCPs. The latter also partner with firms that 

potentially compete with MNOs in the IoT value chain such 

as connectivity disruptors and systems integrators. The 

opportunity for MNOs to build differentiated services with 

PCPs could therefore be limited.

▪ Market position. MNOs may be relegated to a wholesale 

position and lose their strong position in the IoT connectivity 

space if they sell through PCPs. MNOs could also lose their 

direct relationship with the enterprise user.  

ApplicationConnectivityHardware

USD247.5 billion in 2030

30%

Source: Analysys Mason

9% 61%
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MNOs cannot ignore the benefits of partnering with PCPs to 

create innovative products and realise important cost 

advantages. For some MNOs, these benefits will significantly 

outweigh the disadvantages. 

There are six key IoT service areas in which MNOs can partner 

with PCPs to generate value (Figure 3). MNOs must consider the 

benefits of working with PCPs based on their IoT strategies and as 

such, these benefits will differ for each MNO. Each service area is 

complex and each MNO will need to consider a number of factors. 

The benefits of working with PCPs can be categorised as follows. 

▪ Capex efficiencies. MNOs, similarly to other enterprises, 

can reduce their costs by building their connectivity 

networks or IoT platforms using PCPs’ services. For 

example, Telefónica plans to deploy a cloud-based IoT 

network. 

▪ Revenue generation. MNOs can use PCPs’ assets such as 

their IoT PaaS solutions or edge compute platforms as the 

foundation for new IoT service offers higher up the value 

chain. For example, Telenor has built its IoT platform on 

AWS.

▪ Competitive advantage. MNOs may be able to create 

competitive advantages in terms of time-to-market, 

scalability and ability to meet enterprise demand for 

integration with cloud services more efficiently. 

Figure 3: Six key IoT service areas for MNO–PCP partnerships1
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Solution: MNOs should carefully assess the pros and cons of partnering with PCPs 

in six key IoT service areas

1 Channel to market and IoT network (public) are examples of service areas in which MNOs use PCP assets to deliver the IoT offer,

but these service areas do not directly form part of the product or service to the end user. 
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Source: Analysys Mason
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Recommendations
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1
All MNOs should analyse the advantages of moving from capex-intensive assets to cloud-based assets for IoT. 

Capex efficiencies, time-to-market and scalability are important considerations. 

MNOs that are new to the IoT market are more likely to build their services on cloud-based platforms than 

longstanding IoT players are. MNOs with existing IoT assets should therefore evaluate the benefits of moving to 

cloud-based services. For example, MNOs may benefit from adopting a lower-cost cloud solution for the IoT core 

network. The long-term benefits of adopting cloud services could outweigh the short-term costs of doing so. 

2
MNOs should evaluate how PCPs can increase their future options for IoT. They should mitigate the risks of 

lock-in and competition by working with several PCPs. 

MNOs currently partner with one or two PCPs for connectivity services, but integration with several PCPs would 

allow MNOs to play more of an orchestrator role and provide multi-cloud services to enterprises. Such activity 

should allow MNOs to differentiate their IoT offers. MNOs should also evaluate longer-term revenue opportunities 

such as edge computing in order to broaden their IoT offers; this will require PCP partnerships.  

3
MNOs should use PCPs as a channel to market. If they do not, they risk missing out on selling to a broader 

customer base and losing out to disruptive competitors.  

MNOs do not yet widely use PCPs’ marketplaces as a channel to market, even though some of their competitors 

do. As such, they are missing out on opportunities to sell their IoT services to a broader audience of developers. 

Furthermore, companies such as Federated Wireless are selling private network offers through PCPs’ 

marketplaces. Such channels could become key enablers for future IoT applications.
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