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About this White Paper 

This White Paper has been compiled by analysts and consultants at Machina 

Research (www.machinaresearch.com), the world’s leading advisors on machine-

to-machine (M2M) communications and the internet of things. Machina Research 

has helped many companies to navigate the RFP process for M2M. With this 

White Paper we summarise the top 10 areas that we believe are the key things 

you, as a potential buyer of M2M  must look out for when engaging in an RFP 

process. 

You are not alone. An increasing number of businesses are recognising the 

potential benefits offered by the addition of connectivity to their products, 

services and business processes. These “M2M” solutions permit capabilities such 

as real time monitoring of remote assets, remote diagnostics and the addition of 

extra features valuable to the ultimate end-user. M2M also opens the door to 

almost limitless datamining possibilities. 

Once your business has identified a requirement or benefit associated with the 

addition of connectivity, the next step might seem intimidating. While the design 

of key functions of a product or service remain the in-house cornerstones of your 

product management departments, understanding and enabling a “connected 

device” will involve partnerships with a complex range of players, e.g. module 

manufacturers, software developers, connectivity providers, system integrators, 

and potentially service and support providers. It is challenging to understand the 

technology and business issues of this alien M2M landscape.  

This white paper recognizes the Request for Proposal (RFP) process as an absolute 

necessity for you to understand the solutions for connected devices. The paper 

outlines an easy-to-apply list of top 10 things to be considered in such a process, 

in terms of what technical and commercial elements should be addressed, and 

what considerations should be made in relation to the actual RFP process. 

This White Paper deals with the RFP process. It should be noted that the RFP is not 

the only element in the equation. Before it is issued, you would be well advised to 

have properly identified your business need and carefully selected potential RFP 

partners.  
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1 Provide a good description of your 
business and requirements 

 

Your starting point when considering implementing an M2M application is to 

identify the need that might be met by a connected solution. This does not 

necessarily require that that you need to have defined the solution yourself. 

M2M Service Providers are increasingly 

capable of finding imaginative ways to 

solve the requirements of their 

customers. 

It is incumbent on you to clearly identify 

your fundamental requirements in order 

to truly take advantage of the 

opportunity of connectivity. You must 

stop thinking of your requirements in 

terms of the old way of thinking. Do you need a drill? Or do you need a hole in a 

wall? Try to characterise your real need.  

Beyond this, a clear description of your business provides vendors with a better 

understanding of the framework and context within which connectivity 

solutions will be applied. These descriptions may be provided under the 

headings of: 

 Business background and drivers 

 Scope of the envisaged solution 

 Overviews of any existing solutions 

This section should also answer the question of “why” your business sees the 

potential M2M solution as an enhancement or differentiator to your products 

and services. 

“You must stop thinking of 

your requirements in terms 

of the old way of thinking. 

Do you need a drill? Or do 

you need a hole in a wall? 

Try to characterise your real 

need”. 
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2 Provide detail on your envisaged 
connectivity solution (but encourage 
innovative suggestions from vendors) 

Some businesses have a well-established understanding of how their device or 

processes might make use of a connected solution, perhaps stemming from a 

previous experience with connecting an earlier generation of product. Where 

this is the case, you should provide as much information as possible about 

expected usage as part of the RFP process. Both quantitative and qualitative 

information is useful.  

Usage profiles will vary in detail, however the main components required by 

vendors to begin their technical and commercial responses will rely on 

information pertaining to: 

 Monthly and annual connection traffic 

 Identified periodic peaks and troughs 

 Geographical distribution 

 Connectivity specification 

 Data transfer frequencies and requirements 

 Anticipated life cycles 

This data forms one of the main starting points for the RFP. It will help vendors 

to frame their solution and will also assist you, or a trusted agent acting on your 

behalf, in identifying the appropriate RFP recipients.  

The more information you can provide on existing experiences the better, 

although it is inevitable that vendors will also make specific information 

requests during the RFP process. 

If this is the first time that you are looking at an M2M solution, then it would be 

advantageous to seek assistance from a third party that can provide guidance 

on the likely usage patterns of your solution in a format that potential 

respondents can understand. 
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3 Explore the coverage and technical 
capabilities of the vendor solution 

 

One key role of the RFP is to determine which vendors meet the necessary 
technical requirements in three main areas: networks, platforms and devices. 
With regard to networks, bidders should be asked the following: 

 Which technologies do bidders use and what are their specifications? 

 Which geographies they address and how (e.g. facilities-based vs roaming)? 

 What is the profile of coverage, in urban versus rural locations? 

Network capabilities are only one part of the solution. Capabilities of the 

software and services platform(s) are equally important, given impact on the 

operation of the full solution. The platform component of the technical solution 

is core, and whether managed in-house or outsourced, a comprehensive 

understanding of its capabilities is key. The main differences between many 

M2M vendors emerge in this area. Questions that should form part of the RFP 

process in this field could include: 

 What network visibility is available? What about out-of-footprint (for 
cellular)? 

 What are the failover capabilities of the solution? 

 What additional features (such as API capabilities) are there? 

 What sort of billing solutions could be applied? 

 What reporting capabilities could be provided? 

 What end-to-end SLAs are available, e.g. SMS delivery, service restoration? 

Finally the RFP process should explore what suggestions the vendor would have 

with regards to the device solution, and how this hardware component is 

managed, for example: 

 Is the bidder proposing a module-based solution, or a SIM-based solution 
or an integrated device solution? 

 What modes of activation (e.g. test) would be possible? 

 How would replacement of modules and SIMs be managed? 

 What types of support and maintenance would be available?  
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4 Seek information, and guarantees, about 
technology roadmaps 

 

The RFP process will need to cover not just the technical capabilities of the 

vendor (and its suppliers) today, but also in the future. You need to ensure that 

you know how effective vendors will be in providing support over the lifetime 

of the solution, and also what beneficial upgrades are on the horizon. 

The impact of vendor network technology choices will vary depending on the 

type of solution required. It is most pronounced where a device is expected to 

be deployed in a remote location for a long period of time. Many M2M 

solutions can have a required lifespan of up to 20 years, or even beyond. In this 

scenario, choices made by network operators over which network technology 

they will use become critical. During 2012 several mobile network operators 

advanced plans to switch off their 2G networks and re-use (or “refarm”) the 

spectrum for 3G. In this scenario, businesses that have deployed 2G connected 

solutions may be faced with an expensive upgrade bill.  

In some cases, for instance where devices have a short lifespan, future-proofing 

is largely irrelevant. In others it is a trade-off between the cost of a future-

proofed solution (e.g. using multiple technologies) and selecting vendors based 

on technology roadmap. Exploring the future proofing of any connected device 

is an extremely prudent and cost effective step. You should seek independent 

verification where there is any doubt. 

It should be emphasized that understanding technology roadmap is not all 

about avoiding pitfalls. It is also about seizing opportunities. It will be beneficial 

to understand what network or service improvements, such as enhanced data 

transfer rates and/or security protocols, are planned.  
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5 Request comprehensive commercial 
models for all fees: both basic connectivity 
and additional service features 

Vendors will seek to offer a variety of differentiators to their service offering. As 

a result, any proposal is likely to consist of a blend of options aimed at meeting 

your basic technical requirements as well as additional value-added services. 

We advise that you explore these different commercial models and fully 

understand fees that are involved in establishing and managing the outlined 

requirements, and which additional services could be provided. 

At the fundamental level, the RFP process is about identifying the costs 

associated with any set-up and activation fees, monthly subscription and 

particular usage fees (e.g. inclusive data amounts and thresh-holds) and any 

deactivation and reactivation fees. The RFP process should also look to identify 

how billing for the individual devices takes place, and also identify what 

additional costs may emerge, for instance when roaming outside the 

designated agreement countries, and/or connecting to third-party networks. 

The need to understand potential commercial models is generally addressed by 

an open-ended query on “additional services” in RFPs however, specific 

questions could include: 

 Which tools are included and optional for reporting and monitoring? 

 What testing services are included and optional? 

 Does the vendor include any consulting services or are these optional? 

 What service and support agreements are included or optional to the 
agreement? 
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6 Make sure the information you receive 
(both commercial and technical) is easily 
comparable between vendors 

By definition the RFP process will ultimately require you to compare the 

offerings of different suppliers. As a result, having the data from each vendor in 

a comparable format will be very useful. This does not require that the vendors 

necessarily provide any additional information; simply that they provide it in a 

standardised, format that allows for easy comparison. Of course you could do 

this yourself based on the proposals received, but why do that if your bidders 

are willing and able to do it for you? Such an approach also places significantly 

more risk on the shoulders of the bidders, rather than on your interpretation of 

their intended statements. 

The RFP should require vendors to present both the commercial models and 

(where practical) the technical capabilities in a template format.  

The commercial element will tend to consist of providing pricing information 

for various service components. A structure as simple as a defined spreadsheet 

table with designated usage profiles is a good starting point for vendors to 

provide immediately comparable commercial information, and allowing you to 

fairly easily set-up comparable overviews. 

The technical comparison will tend to consist of a technical compliance check, 

whereby the vendor can indicate whether they are in compliance with 

particular parameters as laid down by you, and if not, how they suggest they 

will resolve that lack of compliance. 

Performing effective comparisons of different vendors can be challenging since 

a full comparison will include scenario analyses to take into account situations 

where (for example) traffic per device is significantly different from 

expectations. If this is the case for your business you should seek expert advice 

on how to frame the comparison of different vendors.  
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7 You and your selected vendors have to be 
realistic about the timescales for RFPs 

 

You should recognise that the RFP process is a time-consuming one and they 

should be realistic about the timescales that they set. Many RFPs set very short 

response timeframes which may not allow the vendor time to produce a well-

thought out submission for the particular customer. 

In many cases, time scales will depend on the complexity and scope of the 

solution, and you should not only outline the actual RFP process deadlines but 

also provide an indication as to implementation timelines envisaged for the 

solution. 

The chart below provides a typical timescale for an M2M solution. 

Typical timescale for M2M RFP process  
Source: Machina Research, 2012 

Phase Duration 

RFP preparation 1-2 weeks 

RFP writing and review and vendor 
selection 

1-2 weeks 

Q&A 2 weeks after release 

Submission deadline for vendors 3-5 weeks after release 

Short listing and presentations 3-4 weeks after submission deadline (or quicker if 
there is company urgency) 

Decision 1 week after final presentations 

Full RFP process Approximately 10 weeks 

  



Machina Research//White Paper                           © Machina Research, 2012 
 

8 Clearly define your RFP process for Q&A 
opportunities, presentations and short-
listing 

Managing a successful RFP process depends on having a well-planned and 

communicated process. Such an approach will give vendors confidence in the 

process and ensure a maximum response rate from your chosen group of 

potential bidders. 

Communication is critical in the RFP process. You should provide opportunities 

for vendors to ask questions and gain additional insights as to your 

requirements. Vendors have a huge amount of knowledge of how connectivity 

solutions can help businesses such as yours. They may have substantial 

additional insight into the best solution for you based on understanding some 

element of your existing business process that you didn’t even think was 

relevant. Allow vendors the freedom to be inventive by offering them every 

opportunity possible to get feedback and input from you about how you do 

business. All information should be shared equally with all vendors, to ensure 

that the RFP process results in the identification of the most appropriate 

connectivity partner. 

The feedback process is a two way street and you should seek to actively 

engage with vendors to understand their offer. This may involve gaining 

independent third-party advice on vendor bids in order to correctly frame key 

questions based on vendor submissions to date. The overall RFP process will 

probably involve a short-listing process followed by a set of presentations from 

vendors about the solution, where it will be easier to gather additional 

information.  

To enable this, you will need to plan and outline how question and answer 

processes with vendors will be managed, who the designated points of contact 

will be, and communicate when each process step is achieved. 
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9 Define and prioritize your assessment 
criteria clearly 

 

Providing vendors with an understanding of your priorities with regards to the 

RFP process is crucial. Within the RFP you will have identified a plethora of 

different commercial and technical aspects of the potential relationship. It is 

doubtful whether each element will be of equal importance. 

Criteria might include the following: 

 Quality of Service of the proposed technical solution 

 Pricing 

 Future-proofing 

 Vendor background 

You will need to apply a weighting to each of the selection criteria to ensure 

their vendor selection reflects company priorities. This weighting should be as 

transparent as possible and should be made available to the vendors as part of 

the RFP process, possibly in a separate “weighted criteria” section of the RFP. 

There are a number of ways of framing the weighting. One effective method is 

to apply the weighting of individual criteria against a 100% framework, e.g. 

pricing accounts for 50% of the weighting, versus 25% for the technical solution 

and 25% for all other aspects combined. 

You should also be clear if there are certain gating factors that must be met 

irrespective of the criteria weighting. So, for instance, you might stipulate that 

a solution use GSM/GPRS as a technology. Any bidder that is not compliant with 

this requirement would not be eligible for consideration in the weighted criteria 

stage.  
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10 Choose your list of potential vendors 
carefully 

 

The M2M market consists of an extensive and somewhat fragmented plethora 

of players from device vendors and mobile network operators to specialist M2M 

service providers and systems integrators. All of them can – to a greater or 

lesser extent – provide complete M2M solutions depending on the specifics of 

your requirements. The list of appropriate vendors will vary tremendously 

depending on factors such as scale, business criticality, complexity, in-house 

capability and price sensitivity. Almost any player can act as first port-of-call, 

putting you in contact with those parties that might provide modules or systems 

integration. 

Selection of potential vendors will depend on some of the following: 

 National and international geographical coverage 

 Type of network connections required (from 2G to 4G, ZigBee, WiFi, short 
wave, etc.) 

 Module and device ruggedness and capabilities 

 Levels of system integration expertise 

 Device management platform capabilities 

 Application development capabilities 

One key piece of advice to any business is that your M2M solution should 

always be flexible enough in design to benefit from changes in total cost of 

ownership models or platform capabilities potentially presented by alternative 

suppliers at some future time. And this again is dependent on the design of the 

RFP process and also eventual contract wording. 

The identification and selection of vendors can be a complex step in the RFP 

process, and will be dependent on the specific requirements and nature of your 

business. This being the case, it is highly recommended that you spend the 

required time, and possibly seek external expert guidance, to appropriately 

qualify the recipients of an RFP.  
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Summary 

The RFP process for M2M services will deliver optimal results when you have a 

good preliminary understanding of the technology, commercial models and the 

management processes behind that RFP. 

An RFP process signals your intention to procure a new service, and outlines 

your search for a sound yet competitive technical and commercial solution. It 

also signals that there will be an evaluation and selection procedure from which 

a short-list of vendors will be invited to the next stage. The RFP is also a 

window onto your business, and should exhibit your professionalism and 

commitment to the process. 

The four key elements that you should reflect in an RFP are: 

1. A good, initial understanding of the M2M technology market to 

position the right technical questions 

2. A good, initial understanding of the main commercial components to 

explore the most suitable business models for the solution 

3. A well-planned and structured management around the RFP to 

facilitate further decision-making processes 

4. A well-qualified selection process of potential vendors 

The RFP is the first step in creating the more innovative products and services 

for you and your customers, so getting this right the first time is a real 

commitment to quality. 

The key when considering an RFP process is the old maxim: forewarned is 

forearmed. If you are considering adding connectivity to your products, services 

or processes you should seek expert advice in identifying needs, framing the 

RFP and selecting bidders and vendors. Machina Research is the leading 

research and consulting firm focusing on M2M and is very experienced in 

supporting businesses through the RFP process.  
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About Machina Research 

Machina Research is the world's leading provider of strategic advice on the 

newly emerging M2M, IoT and mobile broadband markets. We are staffed by 

mobile industry veterans with the knowledge and understanding of these new 

market opportunities to help your company, whatever its requirements in this 

space. The company is staffed by industry veterans including:  

Jim Morrish (Director) is a respected telecommunications 
industry expert, with over 20 years’ experience of strategy 
consulting, operations management and telecoms research.  
He has worked on-site in in excess of 25 countries worldwide, 
including in Africa, Asia-Pacific, Europe, the Middle East and 
North America Previous experience includes strategy 
consulting for Booz&Co, project management and board 
membership at Cable & Wireless, Head of department at the 
BBC and also work as a freelance consultant and with Analysys 
Mason. He holds an MA in mathematics from Oxford 
University. Email: jim.morrish@machinaresearch.com 

 
Matt Hatton (Director) is a hugely respected wireless industry 
expert with 15 years’ experience at the cutting edge of 
telecoms research. At analyst firm Yankee Group he was 
Program Manager focusing on the mobile services market in 
EMEA and most recently at Analysys Mason he was Research 
Director managing all research on the telco services market, 
with a particular focus on mobile broadband and other new 
emerging services and business models. Matt holds an MSc in 
Telecommunications (Distinction) from University College 
London. Follow him on twitter at @MattyHatton. Email: 
matt.hatton@machinaresearch.com 

 
Emil Berthelsen (Principal Consultant) has over 23 years' 
experience with management, strategic and research 
consulting for a number of leading consulting organisations 
including KPMG, BT Consulting and Analysys Mason. More 
recently, Emil has focused on the Technology, Media and 
Telecommunications industry, advising global clients on new 
product, service and market opportunities in mobile, 
identifying channels and strategic partnerships in these 
markets, and providing market sizing, competitor intelligence 
and insights around emerging market and technology trends. 
Email: emil.berthelsen@machinaresearch.com 
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Machina Research Services 

Machina Research supports a blue-chip client base with an Advisory Service 

consisting of the following elements:  

 Forecast Database – On-going access to this constantly updated forecast of 
the M2M and mobile broadband opportunity worldwide. These are the 
most detailed forecasts of the M2M market opportunity, including 
connections, traffic and detailed revenue analysis for hundreds of 
countries, across 61 application groups in 13 sectors (e.g. Utilities, Smart 
Cities, Automotive), and multiple technologies. If you need forecasts of the 
M2M market, Machina Research’s Forecast Database will have what you 
need.  

 Sector Reports – Based on the same 13 sectors covered in the Forecast 
Database, these reports provide qualitative and quantitative (i.e. 10 year 
forecasts) analysis of each sector. 

 Strategy Reports – Reports focusing on specific issues relating to M2M 
cutting across multiple vertical sectors, including benchmarking 
communication service provider (CSP) capabilities, analysis of the big data 
opportunity, and in-depth analysis of M2M software platforms.  

 Research Notes – 3 shorter reports per month examining key issues in the 
world of M2M such as network rationalisation, module costs, IMSI 
swapping/remote provisioning, alliances, and case studies of successful 
implementations. 

 Strategy Sessions – On site presentations from our expert analysts to 
provide more detailed and tailored analysis of a particular topic. 

 Analyst Inquiry – Direct access to our analyst team to ask the burning 
questions that you have about the M2M market. 

The Consulting side of our business has multiple strands, including: 

 Market opportunity assessment – Helping our clients to understand the 
opportunities presented by M2M, and defining how to engage with 
different functional, vertical and geographic markets. 

 M2M procurement assistance – Helping our clients to procure the M2M 
services that they need to turn their ‘connected business’ ideas into a 
successful reality. 

 Business case development and due diligence – drawing on our extensive 
experience of the M2M industry, and our benchmark forecast data, we can 
assist clients with key strategic decisions. 

  



Machina Research//White Paper                           © Machina Research, 2012 
 

 
 
 
 

Machina 
Research 

 

 

 

www.machinaresearch.com 


