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IoT implementations typically involve much more than just IoT, including 
requirements for AI, Edge Computing, Data Exchange and other key technologies. 
Buyers of IoT must understand their IoT project needs and seek vendors who can 
support the full suite of requirements. Vendors of IoT solutions need to build, 
borrow or buy the capabilities needed in a client’s ‘IoT’ solution.  

Introduction 

The concept of the Internet of Things has been circulating for about a decade, combining a host of 
different device, platform and connectivity technologies, a huge variety of connected devices from 
smart meters to kettles and wind-turbines to production lines, and a wide range of use cases including 
remote monitoring, process control and ‘as-a-service’ business models. The value associated with these 
activities is enormous and we are still only in the early days of realising it. Predictions of tens of billions 
of connected devices have yet to materialise, but the use cases are so compelling that it is likely only 
a matter of time.  

One factor holding back the adoption of IoT is the lack of joined-up thinking when it comes to supporting 
the full set of a client’s requirements. For instance, it is impossible to consider IoT in isolation from a 
wider set of technologies that sit under the umbrella of ‘Digital Transformation’. This report, compiled 
by technology industry analyst firm Transforma Insights, examines the position of IoT in a wider 
ecosystem of technologies, use cases and business processes and why anyone looking at IoT must also 
understand Digital Transformation. 

What is Digital Transformation? 

Digital Transformation (DX) is a useful umbrella term for a diverse set of technologies that can be 
applied in specific ways to effect a change in the way that an enterprise operates. No organisation 
enacts ‘a Digital Transformation’; rather they adopt specific technologies in support of use cases that 
have been identified as being critical for their competitive well-being. The same thing applies IoT. No-
one buys an ‘Internet of Things’ solution, they buy some of the constituent parts which fulfil particular 
use cases.  

When we at Transforma Insights think of the DX space, our starting point is a dozen families of new 
technologies, comprising numerous concepts that we believe will have a significant impact on the 



 

commercial and operational models of most enterprises worldwide. These comprise the Internet of 
Things, Hyperconnectivity, Human-Machine Interface, Artificial Intelligence, Distributed Ledger, 
Autonomous Robotic Systems, Product Lifecycle Management, Data Sharing, Edge Computing, Robotic 
Process Automation, 3D Printing & Additive Manufacturing, and Future Technologies that are currently 
just over the horizon, but which are likely to have a transformative impact. These technology families 
are illustrated in Figure 1, below. 

Figure 1: Digital Transformation, technologies, use cases and impact [Source: Transforma 
Insights, 2020] 

 

Technologies in isolation are irrelevant, they must be given practical applications. Accordingly, the 
second dimension of our research focuses on a comprehensive understanding of transformational Use 
Cases. We categorise these under three headings: Business Efficiency (including the likes of customer 
behaviour analysis, workflow optimisation, and process automation), Data-Centric Business Models 
(including predictive maintenance, image processing, and bots), and Connected Things (covering 
diverse categories such as smart grid, autonomous vehicles, and smart speakers). 

The third part of Digital Transformation concerns Enterprise Change Management. It is well understood 
that the biggest barriers to implementing any Digital Transformation (or IoT) initiative are typically 
internal. DX often involves culture changes, new business models, new processes, different skills, and 
new partnerships, all of which can be challenging and need careful implementation through a 
considered change management process. 

IoT implementations often involve other technologies 

One of the mistakes that organisations often make when they are deploying IoT is to think of it in 
isolation. In reality, it involves one or more of the other DX technologies outlined above. As discussed 
in the next section, the technologies are interlinked in some way, but here were look at some of the 
potential interdependencies between IoT and Data Sharing, Edge Computing and Artificial Intelligence.  



 

Remotely controlling or monitoring assets is a very useful exercise for any city, whether it is checking 
levels of refuse in bins, identifying empty parking spaces or dimming street lights to save energy. An 
even more valuable exercise involves stitching together the data from those various smart city 
applications with other data sets, for instance weather or census data or any number of other sources. 
This allows application developers to take data from multiple sources and use it in new ways. What is 
required to facilitate that is a ‘data exchange’ which supports rights management, permissions, 
validation, billing and so forth. This is a peripheral activity to the core smart cities IoT application but 
without the data sharing capability of the data exchange each stand-alone stovepiped IoT 
implementation is substantially devalued. We are starting to see the emergence of a set of data 
exchanges such as T-Systems’ Data Intelligence Hub, KPN’s Data Services Hub, and from specialist 
firms such as Terbine. These are not specifically IoT functions either, as they can function well for other 
sources of data, but they are particularly useful when associated with IoT data.  

Edge Computing is another capability that is tremendously valuable for IoT. While it is possible to 
support most IoT devices as being relatively dumb terminals with all of the processing being done at 
the central server, this is not optimal for many applications. Video cameras, for instance, are much 
more efficient if any image processing can be undertaken on the device itself, courtesy of some 
relatively powerful edge compute capability.  

Artificial Intelligence is a natural adjunct to IoT. One of the key reasons for connecting remote assets 
is to remove the need for a human operator. The ultimate extension of this is to have the device make 
decisions independently, with only minimal input. In order to make independent decisions, the device 
needs to be intelligent. To give an example, there has been a lot of discussion about autonomous 
vehicles in recent years. These do, to some extent, sit in the IoT domain, with there being a necessity 
to connect those vehicles in order to provide routing information and much more. However, they also 
need the capability to act autonomously; network latency may prohibit fast enough communication 
between vehicles, or in some places there may be no network coverage at all. Therefore, a machine 
which requires IoT connectivity also requires some element of Artificial Intelligence.  

Across these examples there is a sliding scale of requirements for expertise in other technologies 
beyond IoT, from useful through to essential for the functioning of the core application.   

Quantifying the interdependencies 

Transforma Insights recently published its extensive Digital Transformation forecasts looking at 
enterprise investment in the various constituent technologies. As might be expected, there are lots of 
big numbers: the amounts being spent by enterprises will be huge. In total, enterprises will invest USD5 
trillion in DX between 2020 and 2030. Of that, IoT is the largest element, accounting for USD2.7 trillion. 
Figure 2, below, shows the distribution of the global revenue between the technologies and the regions 
of the world1. 

 
1 For more details of the Transforma Insights DX Investment Forecasts, visit https://transformainsights.com/news/digital-
transformation-USD5trillion-2020-2030-transforma-insights and our blog.  



 

Figure 2: Enterprise investment in Digital Transformation 2020-30 [Source: Transforma 
Insights, 2020] 

 

However, the size of the IoT opportunity belies some complexity in addressing it. Firstly, it comprises 
a wide variety of different types of investment, both internal and external on platforms, consulting and 
so forth. Most organisations that support IoT cannot provide all of these. More relevant to the topic at 
hand, however, it that much of the spend in IoT is on use cases which also involve investment in other 
technologies, as discussed above. It is well documented that adopters of IoT (or any DX technology) 
buy solutions not technology. In that case, if the use case demands a solution based on IoT in 
combination with other technologies, the buyers will look for a joined-up approach to supporting all the 
various elements and suppliers will benefit tremendously from piecing together a solution that combines 
all of the parts.  

As illustrated in Error! Reference source not found., below, our forecasts suggest that of those use 
cases identified as requiring IoT, 37% also required Artificial Intelligence, 63% some element of Data 
Sharing, and 54% expertise in Edge Computing.  

Figure 3: Contingencies between Digital Transformation technologies [Source: Transforma 
Insights, 2020] 

 

For vendors this means that to secure all ‘IoT’ revenue, the vendor community must also deliver 
substantial amounts of ‘non-IoT’ revenue too. For buyers it means that they need to ensure that their 
suppliers can provide the full set of capabilities. 

Another complexity is caused by different industry verticals having different needs. The Financial 
Services industry and the Transportation industry might both benefit from deploying Distributed Ledger 
(Blockchain) technologies, but implementing a Distributed Ledger based solution to support timely 
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settlement and agreed valuations of exotic derivatives between international counterparties is a very 
different thing to a Distributed Ledger solution to support farm-to-fork tracking. So our putative DX 
technology provider will often need vertical domain-specific expertise as well, and he’ll have to build, 
buy, or partner to secure that. Or likely sacrifice the customer relationship. 

But there’s also a risk to being too solution-focussed, which is that if a vendor does not offer their core 
capabilities to market as a vanilla proposition, it is likely that they may lose their competitive edge. 
Pitching vanilla IoT services within the vendor community so that systems integrators can integrate 
them into client solutions ensures that product functionality can be maintained at a competitive level. 
Or at least, the IoT vendor will very quickly become aware if their solution is no longer competitive in 
the marketplace. And the RFPs are a useful source of information too. 

In truth, the best strategy to adopt is likely to be a hybrid: delivering some full solutions to end users 
in some sectors, whilst offering white-labelled services via channels to other sectors, and providing core 
DX technical capabilities to the wider vendor community as vanilla products.  

To realise all of the value of IoT demands an understanding of 
Digital Transformation technologies 

The inevitable conclusion of the research from Transforma Insights is that any organisation involved in 
IoT also needs to some extent to understand the other technologies that sit under the umbrella of 
Digital Transformation. 

For vendors of IoT products and services this means: 

 Focus your initial attention on those use cases for which you can support the technology 
requirements with existing capabilities. 

 Understand the sweet-spot of use cases that are well suited to existing (and planned) core 
technologies and capabilities, and then figure out what other technologies are required to 
deliver those solutions to end users. 

 Find options for meeting the additional requirements through building, buying, or securing 
through partnerships.  

 It goes without saying that there is a valid strategy which is to remain a pure-play IoT provider, 
and just provide market leading IoT capabilities, but such a strategy would more than likely 
come at the cost of sacrificing the contracting relationship with an end user. This inevitably 
leads to lower margins and risks of being substituted by competing providers.  

For adopters of IoT (and other disruptive Digital Transformation technologies): 

 Understand the full spectrum of technologies necessary to effectively deploy the most pressing 
use cases. Tools such as Transforma Insights’ Best Practice & Vendor Selection Database are 
invaluable to understanding best practice from how other organisations have undertaken 
similar implementations.  

 Find vendors who have experience in providing the full stack of capabilities required for the 
deployment that you have in mind. Transforma Insights’ Best Practice & Vendor Selection 
Database provides an objective assessment of the capabilities of all the key vendors, while the 
Vendor Connect service connects buyers and sellers. 

About this paper 

This paper was compiled based on original research undertaken by Transforma Insights. The 
quantitative forecast data is taken from the recent Digital Transformation Investment Forecast, 



 

available as part of the TAM Forecast Database. Insights about market developments in IoT, AI and 
other Digital Transformation technologies are available through the Transforma Insights Blog at 
www.transformainsights.com/blog. More detailed expert analysis is delivered through our Technology 
Insights Reports and Competitor Benchmarking Reports.  

Matt Hatton, Founding Partner at Transforma Insights will deliver a keynote presentation on the subject 
of “IoT, AI and Digital Transformation: Practice Lessons and Opportunities” at the IoTHINGS 
Conference in Milan (www.iothingsmilan.com, 1-2 April 2020) during the AIoT track on 1st April where 
he will share perspectives from the extensive work that Transforma Insights is undertaking on the 
various technology areas that comprise Digital Transformation. 

About Transforma Insights 

Transforma Insights is a research firm focused on the world of Digital Transformation (DX). Led by 
seasoned technology industry analysts we provide advice, recommendations and decision support tools 
for organisations seeking to understand how new technologies will change the markets in which they 
operate. 

Decision tools include the Best Practice & Vendor Selection Database which comprises hundreds 
of Case Studies providing would-be adopters with help in project prioritisation, best practice, key 
success factors, and vendor selection support, Vendor Peer Benchmarking which helps vendors 
understand competitive positioning relative to their peers, extensive TAM Forecasts of the DX market 
opportunity, covering the twelve technology families, hundreds of use cases across 20 vertical sectors, 
and Technology Insight Reports providing qualitative guides to the critical technologies. 

Some of the products and services can be tested free-of-charge by signing up for the ‘Connect’ or 
‘Essential’ packages as outlined in the table below. Visit www.transformainsights.com/signup to get 
access. 
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