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The MVNO Revolution Is Here. Victory Requires a New Strategy.

The Multi-Billion Dollar Opportunity

$118.52 billion in 2025 to
$219.48 billion by 2032
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This growth is fueled by 5G adoption, eSIM-enabled digital
experiences, and expansion into loT and enterprise verticals.
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The Unseen Threat: Severe Margin Compression

Intense Price
Competition

MNO Discount
Sub-brands

This growth masks a critical challenge. Intense price competition,
combined with low consumer switching friction, is relentlessly
compressing margins.

« Host MNOs often intensify this pressure by launching their own

discount sub-brands, actively undercutting the MVNOs on their own
wholesale infrastructure.

« An MVNO whose primary value proposition is simply a lower price
faces an existential risk in this environment.

In this landscape, strategic differentiation is not optional;
it is the only path to sustainable profitability.
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Play #1: Define Your
Autonomy

The different MVNO types represent a
strategic trade-off on a spectrum from
low control and investment to high Full MVNO
autonomy and complexity.

5 Maximum independence. Operate
like an MNO, lease the radio.

Own partial core network elements
for technical differentiation.

4
Thick MVNO

Your choice of model fundamentally
dictates your margins, operational
complexity, and long-term

competitiveness.
Control your own BSS for custom

3 plans and pricing.

\Light MVNO
b i < : Own the customer relationship,

but not the tech.

Fastest to market, lowest investment.
Purely brand and distribution.
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At a Glance: The Spectrum of Control, Investment, and Margin

MVNO Type Key Functions Owned Typical Margins | CAPEX/OPEX | Time to Market | Real-World Examples
Rral it Recallor Very Low Fastest Walmart Family
(Skinny) Brand & distribution only. ~10-20% P 91 Mobile, 7-Eleven

y D 2 SpeakOut Wireless.
Thin MVNO Basic CRM, customer 5 Low to Consumer Cellular,
(Service Provider) | support. ~15-25% Moderate ETVRAE! Tello.
Light MVNO Owns OSS/BSS (billing, o Mint Mobile,
(Enhanced SP) charging, CRM). 20-35% VacSigle LRCRIEIE Lycamobile, Lobster.

: : Sky Mobile (UK),
: Partial core ownership (e.g., : b .
Thick MVNO HLR/HSS, GGSN /PGVE}. J ~35-50% High Slower Comcast Xfinity Mobile

Charter Spectrum.

.

Full core network (HLR/HSS,

Full MVNO (Core MSC, bllllng,iSIMs}. Issues: Very High Slowest Virgin Mobile UK,
Network Operator) own numbering and roaming S PosteMobile
agreements. Accounts for M @ '
over 55% of market revenue share.
TelcoFutures.net
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Play #2: Find Your Unfair Advantage

Competing on price is arace
to the bottom that you will lose
to MNOs. Success depends on
differentiation by targeting
specific niches with shared
needs and identity.

Your niche is your defensible “moat.” It
builds loyalty, reduces churn, and lowers
customer acquisition costs.
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Audience-
Driven

Ethnic &
Diaspora

Youth &
Students

Lifestyle
(Gamers,
Eco-conscious)

Creator/Influencer
Fans

@@

Synergistic
Diversification

Quad-Play
(Cable/Broadband)

Retail Brands

Fintech & Banks

A
0%

Technology-
Driven

B2B &
Enterprise

loT & M2M

Data-Only

Roaming
Specialists
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Case Studies in Niche Domination

The Power of Identity - Ethnic & Diaspora MVNOs

.'Il-ﬁ |
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Example
Lebara & Lycamobile

Value Proposition

Not just cheap international calls,
but "connections to home" for
migrant communities.

The Moat

Loyalty is identity-based,
creating a firewall against MNO
price wars.

Evidence

Lycamobile USA more than
doubled online sales by
partnering with trusted
e-commerce platforms like
Amazon and eBay to reach its
target communities.

The Power of Synergy - The Quad-Play Imperative

Broadband .m

a's

27%

of Xfinity Mobile subscribers
switched from Verizon, its own
network provider.

Example

Comcast's Xfinity Mobile &
Charter's Spectrum Mobile

Value Proposition

Bundled mobile with TV, internet,
and fixed-line services for
convenience and value.

The Moat

“Stickiness." Customers with
multiple services are far less likely
to churn.

+359

Net Promoter Score achieved by
Xfinity Mcbile, "practically unheard
of in the wireless industry.”

Key Insight: The competitive leverage is shifting from owning the mobile
network to owning the primary customer relationship (e.g., broadband).
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Play #3: Master the Commercials

A profitable MVNO is built on a smart wholesale agreement and relentless churn mitigation.

Winning the Wholesale Negotiation The Battle Against Churn

O Shift the Focus: Don't just demand low prices.
Demonstrate how your niche proposition

will bring incremental customers the MNO
cannot reach on its own.

MVNQOs face churn rates as high as

20-30% annually.

395/ of MVNO customers switch
0 :
due to poor service.

O Be Realistic: Overly aggressive business
cases with fanciful numbers will lead to
punitive minimum revenue guarantees that

have been the “ruin of many MVNOs.” O Create Positive Friction: Offer device
payment plans to keep customers captive

O Know Your Needs: Do the financial modeling until the device is paid off.

to understand which variables (e.g., cost per
GB vs. per minute) are most sensitive for O Engage Proactively: Use two-way

your proposition. messaging to handle queries, send alerts
(e.g., low data), and offer instant top-ups.

O Get Professional Help: Operators respect

brands that know their strengths (e.g., O Empower Customers: Allow for as much
marketing) and bring in experts for the parts self-service as possible through subscriber
they don't (e.g., telecom negotiations). portals to reduce frustration and service
costs.
TelcoFutures.net
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Play #4: Capitalize on the Future

The next frontier of MVNO profitability is in specialized services enabled by 5G and the Internet of Things.

The 5G Opportunity - Beyond Speed

(9) - e
y

The true value of 5G Standalone (SA) for MVNOs is not just
faster downloads, but Network Slicing.

High Security

High Bandwidth

The ability to acquire dedicated, virtual “slices” of the MNO
network with guaranteed performance characteristics (e.g.,
ultra-low latency for cloud gaming, high security for
enterprise applications).

This transforms the MVNO business model from
selling low-margin gigabytes to selling high-margin
performance guarantees (QoS).
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The loT Imperative - Connecting Everything

) e

The loT segment is the fastest-growing subscriber type,
with loT-specific subscriptions projected to rise at an

18.2% CAGR through 2030.

A shift from "best-effort” global roaming to a model
focused on performance, compliance, and security.

Success requires moving up the value chain from
basic connectivity to becoming a platform
orchestrator, enterprise partner, or provider of
managed connectivity ecosystems.
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Monetizing 5G: The Path from Full MVNO to High-Margin Services

4 iy i N ' ™ rf" Y r T
Achieve () Own Core | ¢ | Control (‘3)) Leverage 5G Sell
Technical ‘ Network ‘ | Network » Network ’ Performance
Autonomy Elements | 1 Policy Slicing L/\A Guarantees

\ / \, J \, J \, J \ J

To monetize 5G's advanced features, an MVNO must evolve toward a Full MVNO model.
This is more than an infrastructure upgrade; it's a business transformation.

The “Why": Key Elements of Control

s z, -

-
HSS/HLR PCRF/PCF IMS Core
Owning the Home Subscriber Owning the Policy and Charging Rules An IP Multimedia Subsystem core
Server/Register gives you full control Function allows you to set and enforce enables you to deliver advanced services
over your subscribers and SIM lifecycle. your own data and voice policies, which is like VOLTE and VoWiFi independently.

essential for managing network slices.

This level of control unlocks your network's potential for differentiation, allowing you to launch unique
offerings for high-ARPU verticals like loT and Private Networks, justifying the higher investment.

TelcoFutures.net
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Winning in IoT: Navigating the New Landscape of
Compliance and Complexity

The era of simple global roaming for loT is over. The market is shifting to a model
focused on performance, compliance, and technological diversity.

Key Challenge 1: The Rise of “Localization” Key Challenge 2: Regulatory Overhead as a Barrier to Entry
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Increasing regulatory requirements for loT data to be managed locally Frameworks like NIS2 in Europe demand localized, resilient network
and connections to be localized to a national network to avoid instances with strong security and risk management.

L Strategic Implication: This complex regulatory burden acts as a filter.

Networks must support local breakouts and in-country packet Smaller, under-capitalized MVNOs will struggle to meet the technical

gateways to comply with data residency rules like GDPR. and financial costs, creating an advantage for larger, more resilient
players who treat compliance as a differentiator.

Success in loT requires pivoting to platform orchestration, vertical specialization, and building managed connectivity ecosystems.
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The Endgame: A Blueprint for the Future-Proof MVNO

B

Mandate Technical Evolution

Strategically advance up the “ladder of investment.”
Achieve at least a Light MVNO status for service
differentiation. A Full MVNO model is the prerequisite for
capturing high-margin 5G and enterprise opportunities.
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Build a Defensible Moat

Abandon pure price competition. Build deep customer
loyalty through identity-based niches (Ethnic, Creator) or
synergistic diversification (Quad-Play). This is your
strongest defense against churn.
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Embed Commercial and Retention Discipline

Negotiate wholesale agreements based on the incremental
value you bring to the MNO. Mitigate churn by embedding
“sticky” mechanisms like device financing and using
proactive, two-way communication.

TelcoFutures.net

Capitalize on High-Value Verticals

Invest in the capabilities to win in B2B and loT. Leverage
5G network slicing to sell guaranteed performance, not
commoditized data. Treat complex regulatory compliance
as a competitive asset that filters out weaker players.
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